
GB294-PFA-8-3-Ch.doc 1 

GB.294/PFA/8/3国 际 劳 工 局 
第 294 届会议

 理 事 会 2005 年 11 月，日内瓦

计划、财务和行政委员会 PFA
  供作决定

 

第八项议程 

评 估： 

(c) 在以成果为基础的管理框架范围内对国际劳工组织

战略预算编制的实施进行的外部审查 

1. 如同在国际劳工组织 2002 年评估框架中建议的那样，国际劳工局理事会已要求就将

战略预算纳入国际劳工组织进行一次外部审查。劳工局委托联合国联合检查小组开

展这一评估。附录中的评估提供了其评估的结论和建议。 

2. 后面的段落中提供了劳工局对该评估的反应。 

3. 联合检查小组关于国际劳工组织战略预算编制评估的结果和建议是令人鼓舞和具有

挑战性的。它们为五年前国际劳工组织的评估战略中所预见的由理事会进行实质讨

论并对战略预算编制的采用和实施进行的中期修正开创了机会。 

4. 评估支持了劳工局在理事会的指导下所遵循战略的基本要素, 并承认国际劳工组织在

实施以成果为基础的管理(RBM)方面取得的显著进展。尤其有帮助的是, 评估赞成将

体面劳动国别计划作为朝着以成果为基础管理的全面实施迈出的正确的步伐；是使

三方成员更好地参与国际劳工组织在各国开展的工作、动员内部和外部资源以及加

强联合国系统内部的合作的一种方法；并将综合资源信息制度的实施作为一种综合

性管理信息制度的优先载体以及不断提高效率和效益的工具。 

5. 评估提供了与其几个建议相关的良好做法的有益例子，同时认识到将需要作些调整

适应。 

6. 评估包括细分成 33 个具体细目的 10 项建议。在许多情况下涉及额外战略的制定以

及理事会对其进行的讨论。评估既没有对这些建议所包含的工作进行费用评估，也

没有考虑到理事会审议如此多的项目将需要的时间。此外，理事会在许多情况下早

已计划对战略的制定进行监督，例如通过新的信息和通讯技术小组委员会的工作、

通融资金战略的审查以及评估政策和战略的审查。 
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7. 下面列出了对每次建议的简要评论。 

− 建议 1：一个以成果为基础的综合性管理概念框架和有时限的实施战略。考虑到联合

检查小组以成果为基础管理的非常广泛的定义，它将是涵盖当前评估中的所有主题

的一份文件，外加信息技术、管理制度、人力资源、地区结构、通融资金、资本预

算和更多内容。劳工局认为，进行单独的深入讨论是处理如此广泛议程的一个更好

的方法。然而，对应在劳工局有关所有这些领域的建议制定中实施的以成果为基础

原则进行的讨论具有其长处。 

− 建议 2：通过(a)指定一个单一的负责单位、(b)通讯和培训战略、(c)在本组织的所有

级别进行定期检查、和(d)界定国际劳工大会、理事会、劳工局和监督机构的作用而

使以成果为基础的管理内部化。劳工局欢迎这一建议，但指出存在着费用和能力的

问题。劳工局建议使头两个项目享有较高的优先权，而第四个项目则由理事会的计

划、财务和行政委员会通过以成果为基础的管理实施进展情况的定期审议加以处

理。 

− 建议 3：改革计划、规划和预算进程，以包括(a)涵盖 12 年的一个灵巧的计划文书、

(b)涵盖同一 12 年期的以体面劳动国别计划为基础的技术合作优先事项、(c)评估资源

的一个 4 年或 6 年期中期计划、和(d)将结果与成果联系在一起的两年期预算。劳工

局认为这些建议不是非常实际的，涵盖 12 年的现实而有用的规划和可衡量的结果就

对未来动态可令人信服地了解到的内容而言，拉得过长了。如此长的一个时间框架

与以成果为基础的管理所固有的灵巧的处理方法是不相容的。在两年期的框架上都

难以就技术合作或经常预算的承诺达成一致，更不用说是在 12、6 或 4 年的框架上

了。(d)点只是重复了两年期预算的目前意图。 

− 建议 4：通过(a)在不同的组织级别更好地调整目标和目的、(b)所有级别的灵巧的衡

量、(c)与体面劳动国别计划的联系、(d)使体面劳动国别计划与三方成员的优先事

项、国家目标和联合国系统的计划相一致、和(e)支持体面劳动国别计划的区域和次

区域战略，改善以成果为基础管理的实施。劳工局支持所有这些建议，仅对(b)项下

有关衡量更高一级目标的实际可能性持有疑问。 

− 建议 5：分散能力。劳工局同意应为对体面劳动国别计划的实施提供连贯的全局范围

的支持明确地划拨额外资源。 

− 建议 6：资源动员战略。这是劳工局现有计划的组成部分。 

− 建议 7：通过(a)将计划和预算具体目标与区域、次区域和国家具体目标联系在一起、

和(b)将在各国的支出与成果和目的联系在一起，来改善国家优先事项的目标针对性。

这是劳工局现有计划的组成部分，并是综合资源信息系统发展的一个重要特征。 

− 建议 8：通过(a)一个单一的监督单位、(b)使这一单位包括检查和调查的职能、(c)危
险评估、(d)报告审计情况、(e)包括理事会成员、高级管理人员以及内部和外部监督

机构成员的一个监督委员会来加强监督。头四项建议与目前的发展不一致，而且最

好作为新的评估战略的组成部分加以讨论。最后一项建议将是代价高昂和难以管理
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的。更重要的是，这一委员会将取代计划、财务和行政委员会以及理事会的重要的

监督职责。 

− 建议 9：通过九项措施加强评估。这些措施与有关新的评估战略的建议相一致，而且

最好在该框架中加以讨论。 

− 建议 10：为知识管理和组织变化发展一种战略。知识管理是重要的，但容易导致费

用过高或不实际的措施。劳工局已发展了一些具体的举措，包括其内部网络、一个

新的电子文件管理系统、通过规划和同行审议加强统计和研究工作的质量、促进内

部论坛和网络、以及利用综合资源信息系统使整个劳工局能够透明地利用纲领性的

信息。尽管承认以技术为基础的工具和知识的内容具有联系而且对有效的知识管理

至关重要，但责任应保持分离和明确。 

8. 出于费用和能力的原因，为就战略预算编制和以成果为基础的管理实施进展的审议

而采取的后续措施确定优先事项将是重要的。应当指出，劳工局通过其他程序早已

对战略发展的一些领域进行了处理，特别是人力资源、信息技术和技术合作战略。

关于基于成果的预算编制，劳工局提出下列优先事项： 

 业绩的衡量应反映质量变化，对于可归因于劳工局的工作的成果的等级应予以明

确，并应与预算水平透明地联系起来。 

 作为 2008-09 两年期计划和预算建议审议的组成部分，劳工局应于 2006 年 11 月向

理事会提交经改善的业绩指标。 

 应使体面劳动国别计划在以成果为基础管理的全面实施方面享有优先权，并用以提

出具有更大程度的现实性和实质内容的指标。 

 应利用综合资源信息系统的职能来确保就有关为在 2006-07 年实现具体的成果而利

用资源的情况进行更透明的报告。 

 局长同意这一建议，即他应“把由计划和管理局确保在整个劳工组织内部连贯地实

施基于成果的管理的权责和分配的责任明白无误地确定下来”。为此目的，应在管

理和行政部门的现有资源范围内加强计划和管理局，在可能的情况下以预算外资金

供应和专门知识为补充。它还将允许在三方成员当中促进对基于成果管理的更好的

理解，特别是必须在国家计划范围内的优先事项当中做出困难的选择。 

9. 即便就是这一更加有限的议程，劳工局的能力也将是不够的。与局长 6 月的呼吁相

一致，在这些问题方面具有经验的成员国可能希望考虑预算外支持，特别是确保三

方成员和工作人员适当地接触包括体面劳动国别计划在内的基于成果管理的概念和

做法。 

10. 劳工局打算继续与联合检查小组就在其评估中提出的要点一道努力。除了有关基于

成果管理的各方面的良好作法的例子外，劳工局希望联合检查小组能够就具体职能

的业绩和成本基准提供信息。 
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11. 局长重申他对战略预算编制和基于成果管理的强有力的支持，这点自从他上任几天

以后提交其第一个预算以来已成为其领导风范的一个标志。他欢迎可从评估中得出

的教训。他保证积极和有效地遵循理事会的指导。 

12. 委员会或许希望建议理事会要求局长在有关战略预算编制和基于成果管理的今后决

策中考虑到上述结论和建议以及委员会的讨论情况。 

2005 年 10 月 25 日，日内瓦。 

待决问题：第 12 段。 
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INTRODUCTION 
 
1. The International Labour Organization (ILO) requested the Joint Inspection Unit (JIU) in 
March 2005 to undertake an external evaluation of its implementation of strategic budgeting. 
This report responds to that request and is in line with JIU policies regarding independence. 
The purpose of this report is to summarize findings and recommendations regarding the 
implementation by ILO of strategic budgeting based on approaches taken, noting progress made and the 
factors to consider for successful implementation in the future. The evaluation was approached from an 
analysis of the strategic framework of ILO against the results-based management (RBM) benchmarking 
framework contained in the series of reports on managing for results in the United Nations system 
(JIU/REP/2004/5, JIU/REP/2004/6, JIU/REP/2004/7 and JIU/REP/2004/8).  
 
2. The Committee for Programme and Coordination of the United Nations, at its Forty-fifth 
session, 6 June - 1 July 2005, recommended “that the General Assembly: (a) Endorse the 
benchmarking framework proposed by the Joint Inspection Unit as a tool for the Secretary-
General and the oversight bodies and for itself in order to measure the progress towards an 
effective implementation of results-based management in the United Nations”. It also requested, 
inter-alia, the Secretary-General, “as Chairman of the United Nations Chief Executives Board 
for Coordination [CEB], to encourage relevant participating organizations to take the necessary 
steps to endorse the benchmarking framework as a tool for them, without prejudice to 
legislative action by those organizations”.1 The CEB also expressed its support for the RBM 
benchmarking framework developed by JIU indicating “… since RBB [results-based budgeting] 
is the tool for linking resources to results in an RBM framework, agencies might wish to first 
endorse the JIU-recommended benchmarks for RBM as the overall chapeau of RBB”.2 
 
3. The ILO has used the JIU benchmarking framework in the preparation of its Strategic 
Planning Framework for 2006-2009 (GB.291/PFA/9), which, in paragraph 52 indicates, “A 
recent JIU report on Managing for results in the United Nations system provides useful 
guidance on experience to date. The JIU identifies key techniques of managing for achieving 
results centred on improving performance. … These techniques have guided the efforts of ILO 
to systematically apply results-based management to the preparation, implementation, 
monitoring and evaluation of programmes.” 
 
4.  The ILO defines strategic budgeting as the budget process that directly connects resource 
allocation to specific, measurable results selected by the broad agreement of internal and 
external stakeholders, and is directly linked to the overall organizational planning process. 

 

1 “Overview of the series of reports on managing for results in the United Nations system”, 
Committee for Programme and Coordination, E/AC.51/2005/L.4/Add.12, 27 June 2005. 

2 “Concept Paper on Results Based Budgeting (RBB) in the Organizations of the United Nations 
System, Chief Executives Board for Co-ordination, CEB/2005/HLCM/R.6, 23 March 2005, page 14. 

OBJECTIVE 
 
The objective of the review is to test the degree of implementation of RBM in the 
ILO, and to make recommendations on how to adapt RBM principles, methodology 
and techniques to the specific needs of ILO. 
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5. The Inspectors have identified the process of planning, programming, budgeting, 
monitoring and evaluation as the core element of strategic budgeting. However, a 
comprehensive RBM approach implies a much wider scope, including, inter alia, information 
management systems and human resources management, in particular, delegation of authority 
and accountability, as well as staff performance management and contracting, which are the 
additional main pillars for the development of a solid RBM system. Given the time constraints for 
the preparation of this report, it focuses on the planning, programming, budgeting, monitoring and 
evaluation cycle; further review by JIU in the above-mentioned areas is envisaged. The present 
evaluation aims at helping to guide the future direction of ILO in the context of RBM. 

CONTEXT  
6. The first serious attempt to implement RBM in a structured manner began with the 2000-
2001 programme and budget proposal submitted by the new Director-General in 1999 to the 
Governing Body. Since then, the Director-General has led efforts to reform ILO practices 
towards a strategic budgeting and RBM approach. Over the past six years, ILO has continued 
its long-term commitment to implement an RBM approach, which is now entering its fourth 
cycle with the adoption of the Programme and Budget for 2006-2007. 
 
7. RBM is not an event, but a process. Its implementation is an ongoing effort and it does not 
happen overnight. In this respect, ILO has made considerable progress. The Director-General 
introduced the concept of strategic planning through the four strategic objectives, which are 
reflected in the Decent Work agenda, and streamlined in the Office structure. This strategic 
approach constitutes a solid basis for the development and implementation of budgeting within 
a results-based framework. The dialogue between parties at different levels, from the 
Governing Body down to programme management, contains elements of a results-based 
approach. This is a positive evolution in the long way to the implementation of RBM. 
 
8. The most important barrier to overcome in the implementation of an RBM approach within any 
organization, is the development of a results-oriented organizational culture, and for staff at all levels 
to become familiar with the concepts and terms of RBM, and understand the advantages and the 
implications for their work. This change has already begun within ILO. However, a comprehensive 
implementation of RBM, based on a well-defined strategy and subsequent coordinated and 
systematic action at all levels within the organization, remains to be developed. The experience of 
ILO over the past five years has provided a number of lessons to the Office, which has raised 
awareness of the complexity and long-term nature of a shift to a strategic budgeting process. 
 
9. The methodology followed for the preparation of this report has been developed by JIU. 
Consistent with ILO practice for external evaluations, JIU finalized the terms of reference and 
managed the evaluation process from outside ILO. Interviews were held with members of the 
Governing Body, taking into consideration its tripartite nature. Representatives of Member 
States, workers and employers’ organizations were also interviewed during the field missions 
undertaken. Additionally, a large number of ILO officials at all levels, in different areas of 
activity and in several geographical locations were interviewed, including senior officials in the 
Bureau for Workers’ Activities (ACTRAV) and the Bureau for Employer’s Activities 
(ACT/EMP). Finally a confidential survey of more than 700 staff members (349 responses) 
was used to assess perceptions and attitudes regarding RBM. 
 
10. The Inspectors would like to thank all those who took the time to participate in this exercise, 
either through interviews or by providing valuable data through questionnaires. It is important 
to mention the cooperation and support received from the Office, and in particular the role of 
the Evaluation Unit, which greatly facilitated the preparation of this report. 
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1. UNDERSTANDING AND INTERNALIZATION 
OF THE CONCEPT OF RBM IN ILO 
 

11. The ILO approach to strategic planning is based on the operational objectives, performance 
indicators, targets and strategies as set out in the Programmes and Budgets for the periods 
2000-2001 and 2002-2003, 2004-2005 and 2006-2007.   
 
12. This approach is centred around: i) planning for results as conceived in the Strategic Policy 
Framework; ii) integrating national priorities and strategies into country- and sub-regional-
level programming; iii) establishing procedures, building systems, writing guidelines and 
developing tools to build capacity; and iv) training and other means of reinforcing skills, and 
management roles and responsibilities for planning, implementing and monitoring within a 
results-based framework.   
 
13. In 2003, ILO launched a diagnostic initiative to revitalize results-based planning at the 
country level, following principles and methods adapted from United Nations Development 
Assistance Framework/United Nations Development Group (UNDAF/UNDG) policies.  
Emphasis is now being placed on the Millennium Development Goals, Poverty Reduction 
Strategy Papers (PRSPs), and other national development frameworks, and joint ownership 
with national constituents and other partners, in order to achieve intended outcomes. The 
country frameworks and associated implementation planning are now being introduced to field 
and headquarters technical units.  
 
14. Also beginning in 2003, ILO invested in an integrated resource information system, IRIS, 
within which a Strategic Management Module was added.  This module is in the development 
stage but has the capacity to support joint implementation planning, monitoring and reporting.  
Eventually it will link decisions to resource allocation at the outcome level for both countries 
and thematic areas.  
 
15. The magnitude and complexity of shifting the ILO planning and budgeting process to a 
results-based framework has been considerable. A major challenge has been to shift attitudes 
and practices of ILO managers, technical staff and support services to think and plan 
strategically.  To this end, ILO has carried out regular briefings with line management, 
developed guidance materials and tools, and delivered several series of training courses.  
Funding from the United Kingdom Department for International Development (DFID), in 
particular, supported the development of an integrated planning database, with complementary 
tools and guidance, and training courses on strategic budgeting within regions and sectors.  
 
16. Improvement has been achieved in the quality of indicators, priority definition and setting, 
strategic choice between different areas of work, interdepartmental integration and 
multidisciplinary programming, and in field and headquarters integration. The overall quality 
of the 2006-2007 Programme and Budget proposal demonstrates the progress made so far by 
the Office. 
 
17. The first attempts to introduce RBM within ILO started in the programming and budget areas; in 
fact the concept used for the introduction of RBM techniques was “strategic budgeting”. A 
comprehensive RBM approach implies a much wider scope, including, inter alia, information 
management systems and related human resources policies. Because ILO has been slow to embrace a 
broader effort to support a comprehensive RBM approach to strategic budgeting, implementation and 
understanding has been uneven within the different regions and departments. There is a good, in some 
cases excellent, understanding of RBM concepts, requirements and implications within some 
departments at ILO headquarters. Official documents show in most cases a sound knowledge of RBM 
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techniques. The situation in other departments, and especially in field offices, is somewhat different; in 
this case the rule is mainly “learning by doing”. 
 
18. In order to promote a common understanding of RBM within any organization, a clear 
conceptual framework for RBM is required as a broad management strategy. The framework 
should, inter alia, provide clear definitions of RBM concepts and techniques, and become a 
basis for a time-bound, coherent strategy for implementing RBM. Additionally, it should 
emphasize the advantages, implications and requirements of adopting RBM at all levels. In this 
respect, the implementation of RBM within ILO, as in all United Nations system organizations, 
is still a work in progress, with room for improvement, as many of the components and 
elements necessary for the development of a comprehensive RBM approach need further 
refinement. The Inspectors believe that the strategy for a comprehensive implementation of 
RBM could be presented to the Governing Body for its consideration at its November 2006 
session 
 
19. The differences in understanding and development regarding the implementation of RBM 
within the different sectors/programmes/organizational units of the ILO are considerable. The 
International Programme on the Elimination of Child Labour (IPEC) can be considered as a 
good example of a meaningful application of RBM techniques. There are still areas where the 
implementation of RBM is not sound. Activities funded through extra-budgetary resources, in 
general, are more in line with the application of RBM principles than those funded through 
regular resources. This is mainly due to donors’ reporting requirements, and to the temporal, 
short-term nature of specific programmes/projects, which facilitates the establishment of 
realistic indicators, associated targets and results to be achieved. 
 
20. In order to improve the uneven level of understanding of RBM within the Office, it would 
be useful to develop a training strategy that would promote change management throughout the 
Office, and by which managers and staff at all levels could become more familiar with RBM 
concepts and requirements.  The Office has already developed some RBM training materials as 
part of the Management Leadership Development Programme (MLDP), but this effort has not 
reached all managers nor been extended to other staff. The Inspectors consider that the time 
limit for the training of all staff in RBM should not go beyond 2008. The deadline could be 
advanced to 2007 for line managers, as some training initiatives are already underway. The 
United Nations Development Programme (UNDP) could be considered as a best practice 
regarding RBM training activities. Training kits have been prepared at all levels and web-based 
support training is updated each year. UNDP provides year-round face-to-face and web-based 
training on managing for development results. Face-to-face training is provided to entry-level 
professionals and senior country office managers. Web-based training is entering its fourth 
year and variations of the RBM course are being developed for all staff members. 
 
21. The Inspectors are aware that the implementation of RBM might require start-up resources 
in certain areas, for instance training, as well as the strengthening of Decent Work Country 
Programmes (DWCPs) in regional and country offices. Nevertheless, in the middle and long 
term, the introduction of RBM should help to streamline the administrative and management 
processes, thus releasing sufficient resources to self-finance its implementation and 
consolidation. 
 
22. As indicated in the JIU report “Implementation of results-based management in the United 
Nations organizations: part I of the series on managing for results in the United Nations 
system” (JIU/REP/2004/6), an organization in order to internalize RBM should “Assign a clear 
institutional responsibility to a defined entity within the organization to assist and oversee the 
orderly and systematic introduction of RBM and ensure its coherent implementation within the 
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organization”. This responsibility in ILO rests within the Bureau of Programming and 
Management, but there is no structured and comprehensive strategy for the full implementation 
of RBM, nor is there a systematic follow-up of related activities. 
 
23. The responsibilities of all the main parties involved in the Organization’s governance, 
namely the Governing Body, the Office, and the oversight bodies, should be clearly defined. In 
ILO, the Constitution and related rules determine the respective responsibilities of each body.  
Experience shows that in many United Nations system organizations, governing bodies 
interfere in areas, which are the exclusive responsibility of the Executive Heads.  
 
24. The ILO Governing Body should focus primarily on setting clear, measurable, and time-
bound goals, objectives, and targets for the Organization; identifying the responsibilities of the 
Office in attaining the Organization’s goals and objectives; monitoring the progress of ILO 
towards those goals and objectives by focusing on results, and insisting on accountability for 
results; and authorizing resources commensurate with the approved programmes, and/or giving 
clear guidance on programme and resource allocation priorities when and where sufficient 
resources cannot be provided. However, the political agenda, specific interests and the 
economic situation of different Member States heavily influence decisions regarding resource 
allocations, relegating in some cases the clean application of RBM. The planning and 
programming exercise currently starts with the level of resources available, and it is only 
afterwards that objectives/results are considered.  
 
25. The ILO’s Governing Body is not a uniform one, given its tripartite nature.  The tripartite 
character of the Governing Body ensures a wider representative base than with most United 
Nations system organizations, where there is only government participation, but this makes the 
governance process more complex.  The process of reaching consensus on setting priorities and 
polices is integral to its tripartite approach.  Views and perceptions of the diverse constituents 
can differ considerably. The Office’s role, then, has been to anticipate the different views under 
specific proposals, and facilitate the consensus-building process. This approach does not 
facilitate a straightforward and precise decision-making process. 
 
26. The Office should satisfy the Governing Body that the established goals and objectives are 
translated into effective programmes and activities that contribute to or ensure their 
achievements, and that resources are used efficiently, fully respecting the mandates and 
priorities established by the Governing Body; promote a sense of ownership and accountability 
among managers and staff; promote an environment of trust among parties; and provide at 
timely intervals, through defined tools, clear assessments of the Organization’s performance. 
Oversight bodies should satisfy the governing bodies that the secretariats are discharging their 
responsibilities in the most effective and efficient manner, and advise and guide the secretariats 
in their efforts towards greater efficiency. 
 
27. A clearly articulated and agreed division of roles between these three components would 
help to cope more effectively with the challenge posed by RBM. The Inspectors suggest that 
the Governing Body considers the roles and responsibilities involved in the implementation of 
RBM at its November 2006 session. 
 
Recommendation 1 
The Office should now institutionalize a comprehensive RBM conceptual framework, and 
a time-bound implementation strategy, for consideration and approval by the Governing 
Body in 2006. In formulating its conceptual framework, the Office may like to refer to the 
JIU benchmarking framework for RBM, and the glossary of key terms prepared by the 
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Organisation for Economic Co-operation and Development (OECD), as well as 
development frameworks such as UNDAF/UNDG. 
 
 
Recommendation 2 
In order to internalize the concept and practice of RBM within the Organization, the Director-
General could: 
(a) Make explicit the mandate and assigned responsibility for ensuring a coherent 

implementation of RBM across the Organization to the Bureau of Programming and 
Management; 

(b) Develop and implement a communication and comprehensive training strategy, to acquaint 
managers and staff with the RBM concept, requirements and impact on their day-to-day 
work; 

(c) Survey periodically the level of understanding and risks/opportunities of the 
implementation of RBM, at all levels of the Organization, with emphasis at the country level; 
and 

(d) Seek to establish clear roles and responsibilities for all actors involved in the 
implementation of RBM, namely the International Labour Conference, the Governing Body, 
the Office and oversight bodies, both internal and external. 

 
 
 
2. STRATEGY, THE ILO STRATEGIC FRAMEWORK AND THE 
 PLANNING/PROGRAMMING PROCESS 
 
28. The Strategic Policy Framework (SPF) 2002-2005 introduced the first components of a 
strategic planning approach into mid-term planning and focused for the first time on a global 
goal “Decent work”. This goal was supported by four strategic objectives, which are still used 
in the second SPF proposal, covering the period 2006-2009, as follows: 

(i) Promote and realize standards and fundamental principles and rights at work; 
(ii) Create greater opportunities for women and men to secure decent employment and 
income; 
(iii) Enhance the coverage and effectiveness of social protection for all;  
(iv) Strengthen tripartism and social dialogue 

 
29. The proposed SPF for 2006-2009 introduces an additional level in the logical framework, 
namely operational outcomes. These 19 operational outcomes define results the Organization 
expects to achieve, and measure, in the medium term, as a consequence of actions taken. At 
this level, indicators have been introduced to facilitate measuring against pre-determined 
targets. The logical framework is completed with some cross-functional strategies and 
programmes, such as the mainstreamed strategies, the InFocus Initiatives and DWCPs. “In the 
near future, outcomes identified in DWCPs will also be linked to operational outcomes in the 
strategic framework”.3 The mainstreamed strategies build on the issues introduced from the 
start of strategic budgeting, initially called “cross-cutting” and then, with the introduction of 
performance indicators in 2004-2005, “shared policy objectives”. The current stage in 
formulation continues the initial recognition that these issues “cut-across” all areas. 
 

 
3 ILO’s official answer to the JIU’s corporate questionnaire on RBM. 
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30. The strategic objectives of the ILO have been endorsed by the Governing Body, and can be 
considered as long-term objectives. They were introduced with the first SPF for the period 
2002-2005. The carry-over of the strategic objectives from the current SPF period to the next 
one, as proposed in the SPF for 2006-2009, thus covering a period of eight years, confirms that 
the overall objectives of the ILO, as with most international organizations, are of a long-term 
nature. A long-term planning strategy is therefore justified. 
 
31. The overall goal set by the ILO, “Decent work”, is a long-term one, and the impact and 
changes produced through ILO’s action towards the achievement of this goal are long-term 
issues but the Office has yet to develop a long-term planning mechanism. “Decent work” is a 
global goal that needs to be translated from long-term planning into specific objectives and 
tangible results to be achieved in the short-term. The current SPF is not a long-term planning 
tool; additionally, the different organizational layers do not cascade down with clear linkages, 
most of the targets are not supported by baseline data, which is the basis to establish the 
appropriateness of any target chosen, and many indicators need refining. All of these represent 
a sample of the usual problems faced by any organization trying to implement RBM. However, 
the Inspectors believe that the ILO has developed a powerful tool in the form of DWCPs, 
which should be used as the basis for future planning.  
 
32. Country programmes should be the starting point for the ILO to build its long-term strategy. 
When properly designed, DWCPs are extremely powerful tools, as they should be the result of 
national consensus, reflecting the priorities of constituents and responding to their needs. The 
Organization is well aware of the importance of DWCPs, as indicated in various documents. 
“Decent work country programmes will, over the biennium 2006-2007, become the main 
framework for ILO work within countries, complemented by research and services at a 
regional and global level.”4 It is mainly through DWCPs that ILO can demonstrate its value to 
its constituents, and strengthen its public accountability. Furthermore, they are key to the 
global strategy of the Organization as stated by the Director-General, “Decent work country 
programmes, which constitute the backbone of the ILO’s support to national constituents, are 
central to the global strategy. It is at the national and local level that the decent work goals are 
embedded in the lives and aspirations of people, and where the mutual reinforcement between 
progress on rights at work, employment, social protection and social dialogue is most apparent 
and most effective.”5 
 
33. The adoption of a long-term planning instrument for the Organization (corporate strategic 
framework) is considered a must. The global long-term strategy, or corporate strategic 
framework, should include the internationally agreed goals that closely relate to the 
Organization’s mission, and to which a contribution from the Organization is expected in view 
of its specific mandate and sphere of competence. In addition, it should clearly define the long-
term objectives for the Organization that would contribute to the attainment of the identified 
goals. The Inspectors propose that ILO builds a long-term strategy (to cover a 12-year period), 
initially following a bottom-up approach, starting with proposals of DWCPs developed through 
dialogue and consensus among ILO constituents at the national level. These DWCPs would 
then be consolidated at the subregional and regional levels to form an initial global strategic 
proposal for long-term. For planning the 2004-2005 Programme and Budget, ILO used input 
from subregions and regions to consolidate national priorities into regional priorities. “The ILO 

 
4  “The Director-General’s Programme and Budget proposals for the Biennium 2006-07, 
GB.292/PFA/8(Rev.), March 2005, para. 85. 

5 Ibid., para. 66. 
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is well placed to take up the challenge of connecting local and national action to regional and 
global initiatives.” (Programme and Budget proposals 2006-2007). The challenge remains 
moving from theory to specific and measurable action. 
 
34. An analysis of the global strategic proposal, taking into consideration the estimated 
resources that could be made available, and combined with the areas of strategic importance 
for the Organization, would form the basis for the establishment of a global strategy, setting 
specific priorities that would then be cascaded back in a top-down manner.  These priorities 
would then be presented as specific global, regional and subregional mid-term programmes, 
including an indication of associated resources for each level that would finally appear in 
approved DWCPs, with appropriation of resources to be implemented every two years. The 
intention of this proposal is to build a long-term strategy solidly based on real needs at the 
national level, thus being global and specific at the same time. This approach is not entirely 
new to ILO, as the 2006-2007 budget proposals were partly prepared through a consolidation 
of country, subregional and regional needs. 
 
35. The need for a long-term planning instrument is evident not only in the normative activities 
and social policy-oriented programmes of ILO, but also in the need for a strategic medium- and 
long-term institutional investment plan, which should be part of the Organization’s long-term 
strategy. This has been highlighted in the Programme and Budget proposals for 2006-2007. 
The use of such a long-term strategic planning instrument is not new to the United Nations 
system, the Food and Agricultural Organization (FAO) has in place a long-term strategic 
framework for 2000-2015, and the World Health Organization (WHO) plans to follow this 
approach. 
 
36. The long-term strategic planning instrument, if accepted, should be sent for the Governing 
Body’s consideration at its November 2006 session. In this way and if approved, it can be the 
basis for the preparation of the mid-term programme (March 2007) and subsequent programme 
and budget proposals, starting with the programme budget for 2008-2009. Thus long-term 
objectives could be adapted and reflected in DWCPs within the Programme and Budget for 
2008-2009, and the first long-term strategic planning instrument could cover the period 2008-
2019. 
 
37. The Organization’s programmes and resources should be well aligned with its long-term 
objectives. The long-term planning exercise should include an estimated level of resources. In 
this way, long-term planning (12-year cycle) could be translated into mid-term programmes (4-
6 years). In the case of medium-term programming (4 years or more), a forecast of a targeted 
level of resources would be required, and appropriation could be done on a biennial basis 
according to the length of implementation cycles (DWCPs and/or Decent Work “Regional” 
Programmes). In this regard the World Meteorological Organization (WMO) serves as an 
example, as expenditure ceilings are approved for a four-year period. Planning for the long-
term cycle would be done once every 12 years; the programming exercise would be repeated 2 
or 3 times within the long-term cycle, taking into consideration programme evaluation 
feedback from previous periods, and adopting a zero-based budgeting and programming 
instrument linking resources to results. Finally, the implementation cycle of two years would 
be repeated two or three times within a programme period. It is important to guarantee 
coherence and compatibility between budgeting and programming decisions (e.g. any budget 
cuts should correspond to specific, identified programme cuts). 
 
38. The strategic and operational objectives of ILO are of a long-term nature, and should be 
supported through a long-term planning strategy. Therefore, in the Inspectors’ opinion, there is 
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little need to re-think and discuss them every two or four years. Current practices take up time 
and resources that could be better used for implementation and performance review. As 
experienced in other organizations, the mechanisms used for long-term planning should be 
flexible enough to allow for adaptation to a fast changing environment, and be able to 
accommodate new requests that might emerge in the middle of the cycle. 
 
39. The broad nature of the strategic objectives of ILO makes it difficult to determine if any 
impact achieved is the consequence of the exclusive action of the Organization. In fact, there 
are additional players, such as governments, other international organizations, NGOs, etc that 
are key to the success or failure of these strategic objectives. The Office considers impact 
measurement at this level very difficult and costly, thus there are no associated indicators to 
verify progress against pre-established targets. The strategic objectives should be considered as 
overall goals, whereas the use of the word “objective” implies means to verify its achievement. 
 
40. The same conclusion can be applied to the “operational objectives”: they are not 
measurable. Using RBM terminology, the objectives should be specific, measurable, attainable, 
relevant and time-bound (SMART), and constitute, therefore, the critical results to be 
accomplished or assessed by the organization over the period of time covered by its strategic 
framework. The strategic and operational objectives of ILO are in reality wide areas of activity 
or goals and in this respect, the Organization’s structure was changed after the strategic 
objectives were defined. 
 
41. The Office estimates that the first level where some measurement of progress, through 
appropriate indicators, could be introduced is the operational outcome level. The Office 
indicated that “Indicators are not used at other levels of the hierarchy: higher levels would be 
difficult to measure and lower levels would be too detailed”.6 The biennial Programme and 
Budget establishes the results that will be sought and reported on for the biennium, the strategic 
budget that will be used for this, and a summary presentation of the strategies that will be 
undertaken in order to achieve the indicated results. In this respect, several operational 
outcomes theoretically contribute to the achievement of results directly linked to specific 
operational objectives, but it is not possible to determine to what extent each of the specific 
outcomes contributes to the overall achievement of a given operational objective.  
 
42. The operational outcomes do not systematically cascade down into departments’ and 
regions’ work plans with clear and measurable links into lower level and individual work plans. 
The current framework does not provide a logical link between the objectives and results at 
different organizational levels, showing little consistency from the organizational level down to 
the individual one. This feature has been observed in other United Nations system 
organizations. The ILO’s objectives, both strategic and operational, have been defined in a top-
down manner; they have not been formulated through the consolidation of national and 
regional common interests, although consultations were widespread, particularly in preparing 
the 2006-2009 SPF. 
 
Recommendation 3 
The Governing Body may wish to consider requesting the Director-General to submit to the 
Governing Body for consideration and approval: 
(a) A long-term strategic planning instrument covering twelve years, identifying those agreed 

specific, measurable, attainable, relevant and time-bound (SMART) long-term objectives 
related to its mission and mandate, as well as the goals that would contribute to the 

 
6 ILO’s official answer to the JIU’s corporate questionnaire on RBM. 
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attainment of such objectives, derived from ILO overall priorities, the Millenium 
Development Goals, and other related global conferences; 

(b) The priority areas for technical cooperation in-line with Decent Work Country 
Programmes, in the form of strategic objectives/goals to be achieved at the end of the period 
in question;  

(c) A mid-term (four or six-year) plan, together with an overall estimate of required resources 
both regular and extra-budgetary, for the first phase of implementation of the long-term 
objectives, with the understanding that the associated resources estimates are presented for 
information purposes; and  

(d) A biennial operational budget to appropriate resources linked to specific outcomes 
(expected results). 

 
Recommendation 4 
In doing so, the Director-General may wish to: 
(a) Align objectives and goals in such a way that they cascade at all levels of the Organization 

in a cause-effect relationship; 
(b) Ensure that the objectives and goals and their related indicators at all levels are SMART, 

and agreed through a participatory process involving management at all levels, including 
regions, so as to allow measurement of results;   

(c) Link the objectives and goals of the DWCPs so that they are in line with the global 
objectives and goals, and ensure that long-term objectives and goals are mutually adapted 
to, and reflected in, formal DWCPs. 

(d) Make sure that country strategies are tailored to national needs, and coordinated with 
workers and employers’ organizations as well as with other United Nations organizations 
present in the country to avoid duplication, through the use of National Plans of Action, as a 
result of consensus at the country level; and  

(e) Develop regional and subregional strategies supporting the implementation of DWCPs.   
 
 
43. DWCPs were established formally as the next step in the development and implementation 
of results-based budgeting, through an ILO Circular issued in May 2004 (ILO Circular Series 1, 
No. 599, Decent Work Country Programmes). The Organization expects DWCPs to be the 
main tool to plan, programme, monitor and report on ILO’s work in the field. The Inspectors 
share this view. DWCPs should reproduce consensus among end beneficiaries within a given 
country and provide a solid base for the long-term global strategy of ILO.  Additionally, 
DWCPs lend themselves to a full application of RBM. “The application of results-based 
management in decent work country programmes is a strong feature of my proposals.” 7 
National interests should form the basis of DWCPs, which are still in an early stage of 
development, as they were only introduced throughout ILO’s field structure in 2004-2005. 
 
44. The Member States of ILO have been experimenting with National Plans of Action on 
Decent Work (NPADW) since 2001, when they were called for by the 13th Asian Regional 
Meeting. This promising pilot initiative in that region has proved to be successful. The concept 
is that of a broad national consensus on decent work, with the constituents holding the main 
responsibility for implementing the plan. NPADWs can be a useful framework for national 
action and can help to programme the ILO’s work in a country within DWCPs. At the same 
time, limited experience has shown that NPADWs tend to cover all aspects of decent work in 
general terms, and to raise expectations that ILO will be able to make an important contribution 
under each of many different headings. Given resource limitations, the danger is that the 
 

7 GB.292/PFA/8(Rev.), op. cit., para. 35. 
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absence of NPADWs agreed among the parties, or partial NPADWs, will lead to a 
fragmentation of DWCPs, and a failure to set priorities and concentrate the resources necessary 
to achieve measurable results. Conversely, in countries where national tripartite consensus is 
difficult to achieve, NPADWs may fail to include essential priorities, in particular those related 
to the constitutional principles and standards of ILO. 
 
45. In order to launch strong country programmes, the role of the regional and subregional 
offices needs to be reconsidered and their structures strengthened by, inter alia, increasing the 
level of delegated authority. Currently it is not very clear what their share of responsibility is 
for contributing towards the achievement of results. The proposed approach requires a higher 
degree of decentralization in line with the trend expressed in several ILO documents. Resource 
capacity should be increased and decentralized progressively for DWCP implementation. The 
strategies for decentralization to the regions and subregions would have to be included within 
the first long-term strategic planning instrument covering the period 2008-2019, and given 
strong emphasis in the first two biennia (2008-2011). 
 
46. This approach also provides an answer to the concerns expressed by constituents during 
interviews, where governments, workers and employers’ representatives indicated that they 
generally approach ILO to request support for their own specific projects and activities, 
without a previous dialogue and consensus on the national priorities, and having no clear idea 
of what ILO plans to or could do in their specific countries. The Inspectors share this concern, 
which has already been highlighted in the Governing Body discussions. At the national level, 
better involvement of the social partners is crucial and DWCPs are a key element to achieve 
this. 
 
47. It is fundamental to better balance central organizational goals and national priorities, and 
this can be achieved notwithstanding the role of ILO as a policy-based organization. Its 
priorities and action are not limited to those aspects of its mandate that give rise to consensus 
in countries or regions. Advocacy is an essential part of ILO’s work. 
 
48. Political and social instability in many countries where the Organization operates 
represents a major obstacle for long-term planning. In this regard, DWCPs must be the result of 
national consensus, as already indicated, and be supported, whenever possible, by a firm state 
commitment, going well beyond governmental cycles. 
 
49. For the successful implementation of DWCPs there is a precondition to be met, and this is 
the need for consensus among ILO constituents on the use of results-based management for 
ILO action in countries. Information sessions and national workshops for constituents on 
results-based management could help to ensure that DWCPs – and thus the ILO programme as 
a whole – follow results-based principles. Cross-fertilization through the exchange of views on 
the experience among the regional and country operators in the application and development of 
DWCPs would serve for identifying good practices in the field. 
 
50. The Governing Body will review field structures in 2006-2007 and could look at the 
balance of headquarters, regional, subregional and country offices at that time. This review will 
be a good opportunity to set criteria and guidelines as a tool for the Office to make field 
operations more effective and efficient. Given the large number of Member States and the 
much smaller number of offices that the ILO can afford, the approach to decentralization will 
have to carefully balance demands with effectiveness and efficiency criteria. 
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Recommendation 5 
The Director-General should look for additional opportunities to increase and decentralize 
capacity that provides a coherent approach to the implementation of DWCP. This approach 
should include the establishment of clear criteria for the distribution of resources at the 
subregional and regional level, and the setting up of long term incremental targets to shift 
resource allocation to countries, in line with the National Plans of Action on Decent Work. 
 
 
 
 
3.  RESOURCE MOBILIZATION 
 
51. The approach of ILO to strategic budgeting has called for an integration of extra-budgetary 
with regular budget resources to support a single strategic programme, its implementation and 
reporting. Like most other United Nations system organizations, ILO has been subject to zero 
real or nominal growth over multiple biennia.  Under these conditions, productivity and 
efficiency gains become fundamental, and the need for scarce extra-budgetary resources more 
compelling. ILO’s framework for resource mobilization has been somewhat fragmented, with 
different parts of the Office often in competition. A resource mobilization framework and 
strategy based on country-level priorities and opportunities could improve the efficiency and 
focus the scope of fund-raising efforts.  
 
52. The design of meaningful and attractive programmes and projects, based on consensus at 
the country level thus reflecting real national needs, would facilitate the mobilization of extra-
budgetary resources. The analysis of DWCPs proposals can help in the identification of 
appealing projects. IPEC is a very good example of how a global strategy built on real country 
needs is translated into a packaged product appealing to donors. There is a need for a higher 
degree of proaction in fund-raising activities. Fund-raising appeals could be organized annually 
following the example of the United Nations Children’s Fund (UNICEF), or take the form of 
multi-year funding frameworks (UNDP’s approach). Funding appeals can also take the form of 
“thematic” appeals, or be designed specifically to cope with a particular situation. 
 
53. The preparation of the next Programme and Budget (2008-2009) should include the 
development of a resource mobilization framework, including, inter alia, the possibility of 
annual or multi-year funding frameworks, which should be aligned and linked with the first 
long-term strategic planning instrument, as well as with the first mid-term programming period 
starting in 2008. 
 
Recommendation 6 
The Director-General should develop and submit to the Governing Body for 
consideration and approval, a resource mobilization framework, taking into 
consideration the possibility of establishing annual appeals and/or multi-year funding 
frameworks. In doing so, the Director-General should ensure that fund-raising activities 
are conducted in a more proactive manner, and that they clearly link to the 
Organization’s priorities and any consolidated appeals made by the organizations of the 
United Nations system. 
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4. PERFORMANCE MEASUREMENT, MONITORING AND REPORTING 
 
54. The first step in performance measurement, whether organizational or individual, involves 
clarifying the objectives, and defining precise and measurable performance indicators concerning the 
results to be achieved, and then identifying the means (i.e., resources and activities/processes) to be 
employed to meet those objectives. 
 
55. ILO has made progress in improving the clarity of its operational objectives and associated 
indicators.  In the Programme and Budget 2006-2007, it has distinguished between the intended 
outcome of a given priority and strategy, and the performance indicators that define and quantify the 
scale of achievement. These indicators are general, however, and require further definition, particularly 
in how they are to be applied at the country level. The Office is planning to refine the definitions and 
baseline or starting conditions during the implementation planning phase. 
 
56. The establishment of sound objectives, indicators and targets at different organizational levels is a 
pre-condition for meaningful monitoring. The Inspectors note that the current approach to setting 
targets is based on historical performance, and not work planned at country or subregional level.   
 
57. Baseline values – which measure conditions at the beginning of a budget proposal – are needed to 
set realistic targets for achievement within the constraints of resources and time available.  As the 
starting conditions at country level are not known at the programme budget planning phase, it is unclear 
to the Inspectors how targets in the programme budget are being set. During the 2002-2005 period, 
targets were adjusted based on previous experience.  In this case the performance results reported in the 
previous programme period were used as a benchmark for planning the new period.  However, this 
approach does not provide a breakdown of targets across regions for which performance 
accountabilities can be designated.  
 
58. The implementation of an RBM approach requires the development of effective cost-
accounting systems that link expenditures to expected results. In this respect ILO is fairly well 
equipped. The Integrated Resource Information System (IRIS) has been developed to track and 
record programming, implementation, results and expenditure for all of the Organization’s 
programmes within a given country, subregion or region. It is expected that once IRIS is fully 
operational in the next biennium, internal transparency and accountability for DWCP will be 
enhanced. As much work remains to be done, there is a need for the Office to define how to 
prioritize needs, and to decide at what level of results to establish the linkage to expenditure. 
 
59. The Strategic Management Module (SMM) of IRIS has the feature of linking resource use 
at the outcome level.  If combined with country-level expenditure data, this tool could 
constitute a major advancement in results-focused cost accounting linked to high-level 
objectives. The SMM is expected to be operational in 2006, thus the improvement of DWCPs 
by linking country level expenditure to outcomes and objectives could be targeted for full 
implementation during the following biennium (2008-2009). 
 
60.Monitoring progress towards results is a weak point in ILO practices.  Many managers 
acknowledge that, as a rule, they neither develop unit-level performance measures and targets 
to plan and report on their work, nor do they consider their performance targets SMART. 
Through extra-budgetary funding, the Office has provided training in how to develop unit-level 
work plans and set performance indicators and targets. However, more effort is needed to 
improve internal practice in this fundamental area. 
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Recommendation 7 
The Office should: 
(a) link targets more directly to the specific outcomes intended in each region and subregion.  
DWCPs can be a framework for this; and  
(b) continue efforts to build its capacity to link expenditures at country and activity levels 
to outcomes and objectives. 
 
 
5. OVERSIGHT AND EVALUATION  
 
61. Oversight and control mechanisms play a key role in the exercise of accountability. 
Oversight, which should be adequate in terms of independence, mandate, reporting, structure, 
staffing and professional strength to cope with the exigencies of results-based management, 
should help in taking corrective action, if required; and formulate, disseminate and enforce 
codes of conduct and ethical standards for all staff. A comprehensive system of oversight must 
cover the functions of audit, monitoring, evaluation, inspection and investigation. The audit 
function is the best known and established within ILO. The evaluation unit has just been 
established, and inspections and investigations are undertaken exceptionally on an ad-hoc basis. 
 
62. Currently, the audit function within ILO is evolving from compliance audits, mainly in the 
financial and administrative areas, towards operational audits more concentrated in 
management. The audit function is also responsible for investigations, which are undertaken 
only on a reactive basis. Although both audits and investigations are based on the analysis of 
evidence, they are slightly different and require specific training, capabilities and resources. 
The investigative capabilities of ILO should be strengthened, as they are extremely limited. 
According to the interviews held, the independence of audit within ILO is not an issue. 
 
63. ILO lacks a comprehensive vision and policy regarding oversight. The functions of 
evaluation and audit could be consolidated under the overall umbrella of an oversight structure, 
but this should be pursued by the Office once an oversight policy framework has been 
established. This approach might be helpful in order to reinforce synergies within oversight 
activities as both are supported by monitoring and compliance mechanisms. The Office of 
Internal Oversight Services of the United Nations is an example of an integrated oversight unit, 
covering audit, evaluation, monitoring, inspection and investigation functions. 
 
64. Follow-up of oversight recommendations is a weak area within most United Nations 
system organizations, including ILO, although some progress is being experienced through the 
creation of specific mechanisms. In this respect, ILO would benefit by establishing an 
oversight committee to ensure follow-up and compliance with recommendations from external 
and internal oversight bodies. Such a committee should be formed by senior-level officials 
from ILO, learning from the best practices of, and retaining the possibility of incorporating 
members from, other United Nations system organizations.  In this respect, WMO can serve as 
an example. This possibility could be considered by the Governing Body at its November 2006 
session. 

 
Recommendation 8 
The Director-General should strengthen the oversight function by: 
(a) Placing the audit and evaluation functions under the overall umbrella of an oversight unit 

and establishing relevant operational procedures; 
(b) Including the inspection and investigation functions under the oversight unit’s 

responsibilities; 
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(c) Ensuring that the oversight unit plans apply risk assessment and efficiency techniques in 
audits; 

(d) Ensuring that the oversight unit reports regularly on the number and status of 
implementation and impact of audit recommendations; and 

(e) Recommending to the Governing Body the establishment of an oversight sub-committee, 
composed of members of the Governing Body, senior managers and members of the 
internal and external oversight bodies, to oversee the effectiveness of the oversight function 
and compliance with its decisions as well as with the recommendations of the oversight 
bodies, both internal and external.  

 
65. The Governing Body has consistently called for reinforced and more independent evaluation 
capacity within ILO. In response, the Director-General decided to strengthen the capacity and 
independence of evaluation within ILO by establishing a new organizational unit. The evaluation unit 
was established within the Management and Administrative Sector (ED/MAS). Its establishment is a 
very positive initiative and during the transitional year of 2005, the unit will develop plans and 
procedures addressing different evaluation-related issues. It is separate from the Bureau of 
Programming and Management and it will report directly to the Director-General. This is best practice 
in terms of independence. In addition ILO is changing its evaluation policy to systematically 
incorporate self-evaluation as part of its evaluation framework.  According to the Office, further details 
on the new evaluation unit and the evaluation policy will be provided to the Governing Body in 
November 2005.  
 
66. ILO is aware of the importance of evaluation as a fundamental instrument in any RBM 
approach.  Since 2002, the Office has written an evaluation policy and strategy, and reports 
have gone to the Governing Body on the outcome of regular budget programme and technical 
cooperation project evaluations. There has been consultation with ILO’s constituent groups in 
the evaluation topics and terms of reference. Additionally, some efforts are being made in order 
to promote the use of self-evaluation. 
 
67.Self-evaluation should be built on management processes, with self-evaluation 
conducted in real time and in a systematic manner, allowing managers to detect 
and correct deviations from the path leading to the accomplishment of objectives 
before it is too late. Self-evaluation should be institutionalized at all levels within 
the Organization. 
 
68. Evaluation has no meaning without systematic feedback into future 
planning/programming/budgeting and this is still a practice that is not well institutionalized 
within ILO. Systematic follow-up on evaluation recommendations is another area for further 
improvement. Systems of accountability and reporting are needed to track whether there is 
effective follow-up of recommendations. 
 
69. There is considerable room for improvement in the evaluation area, as evaluation should be 
extended to all organizational units and not be restricted to those indicated in the 2002 
Evaluation Framework (project, programme/thematic and country evaluations). The current 
evaluation structure should be strengthened, as the resources allocated are small to adequately 
cover an organization like ILO. In this regard, evaluation resources should be reconsidered, if 
possible, within the first year of the next biennium (2006).  
 
70. It is obvious that not every single organizational unit can be evaluated in a biennium, thus 
only those of strategic importance for the functioning of the Organization, plus those projects 
and risk areas with significant allocation of resources should be evaluated systematically by 
internal evaluation mechanisms. These should be supplemented by a random sample of other 
organizational units to be evaluated every biennium. This would help to promote an evaluation 
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culture within ILO. Once the evaluation structure and the evaluation culture of the Office is 
improved and well established, there is a need to periodically assess the impact of follow-up 
internal mechanisms of evaluation findings, starting during the 2008-2009 period. 
 
71. External evaluation should fulfil the same role in respect of internal evaluation, as internal 
evaluation does in respect of self-evaluation, and it should be conducted systematically and in a 
balanced manner among the different organizational areas and sectors. The new evaluation 
strategy should address these issues. 
 
Recommendation 9  
The Director-General of ILO could:  

(a) Submit, as planned, for the Governing Body’s approval, an evaluation strategy that 
defines the different types, level and timing of evaluations; 

(b) Ensure that self-evaluation is a main component of the strategy, combined with internal 
and external evaluations; 

(c) Ensure that baseline conditions are established to support effective and systematic 
performance measurement; 

(d) Ensure that resources are clearly allocated for evaluation purposes; 
(e) Approve biennial evaluation plans and monitor their implementation; 
(f) Align the Organization’s evaluations plan with the planning, programming and budgeting 

cycle; 
(g) Set up a follow-up mechanism to ensure implementation of evaluation findings; 
(h) Establish a mechanism to ensure that evaluation findings and lessons learned are fed back 

into the planning, programming and budgeting process; and 
(i) Periodically assess the impact of such mechanisms. 

 
 
6.  KNOWLEDGE MANAGEMENT 
 
72. A successful implementation of RBM does not require necessarily a parallel Knowledge 
Management (KM) strategy, however, both concepts are complementary, both require a cultural change 
and both have considerable influence when planning future information management systems. The 
organizational culture change is perhaps the most important barrier to overcome in both cases. A culture 
change requires intensive staff training, development of appropriate human resources policies and 
specific internal communication campaigns. If a given organization is trying to promote both 
approaches, as it seems to be the case of ILO, then it is worth planning the joint implementation of both 
concepts.  
 
73. ILO has not developed a comprehensive KM strategy covering the aspects of capture, 
codification, structure, and storage, sharing and dissemination of knowledge (including 
innovations and best practices, both internal and external) supported by appropriate 
information management systems. Since 2004, however, it has been piloting new technologies 
to better manage the Organization’s electronic information, and to integrate this with web 
management systems. Despite work done to improve access to, and the extent and timeliness of 
information for staff and management available through KM tools, ILO has not clearly 
assigned responsibility for coordination of KM systems and practices.  In an earlier study, JIU 
advised ILO to (a) prepare a comprehensive KM strategy, (b) adopt measures aiming at 
cultural change, and (c) fully align information management systems with KM/RBM 
approaches, coupled with the necessary telecommunications infrastructure, as well as training 
for users. 
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74. Beginning in 2003, ILO began work on IRIS, to consolidate all resource information into 
one system, installed centrally and able to be accessed worldwide. The SMM of the system 
provides managers with a consolidated strategic view of resource information to access, share 
and update strategic planning and reporting. The system consolidates and makes transparent 
strategic budgeting proposals, implementation planning and management.  The SMM has 
already been used to plan the 2004-2005 Programme and Budget implementation, and prepare 
strategic and operational budget proposals for the 2006-2007 Programme and Budget.  As a 
new system, much can still be improved. However, the tool holds great potential for 
developing capacities to link resources to results, and to more effectively monitor performance.   
 
75. IRIS has created high expectations to provide transparency and visibility, and to improve 
the adaptation of RBM techniques to the business and operations of ILO.  This is a work in 
progress.  Further advancement will require a strong results-oriented culture, with improved 
mechanisms and processes to measure performance.  Given the considerable investments made, 
every effort should be made to see that IRIS satisfies management and other user needs. The 
Inspectors believe that, given the current development stage of IRIS, there is considerable 
scope to fine-tune the system according to the needs of users, including regions. 
 

Recommendation 10 
The Director-General should develop a comprehensive strategy for Knowledge 
Management that encompasses all core priorities for systems development and 
organizational change. 

 




