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1, ORGANIZATIONAL STRUCTURE AND ADMINISTRATION 

Charts and Functional Statements 

The CHAJBMâN called the meeting to order and stated that 

discussion of the organizational charts would be resumed. He 

asked if it was agreed that, broadly speaking, the Headquarters 

office organization should comprise three main departments: 

Department of Technical Services, Department of Operational Services 

and Department of Administration and Finance. 

Br. van den BERG felt that there was agreement on the broad 

principle of three main functions, although it should be borne in mind 

that there had been advocation of the fusing of the technical and 

operational Departments. 

The CHAIRMAN said that that point should not be lost sight of 

and it should also be pointed out there ware certain factors which 

made some changes inadvisable at the present juncture, such as the 

experimental nature of the work, the fact that the arrangements were 

based on the regular programme and budget for 1950 accepted by the Health 

Assembly and the fact that régionalisation was at present only partial* 

Taking those various factors into consideration, was the committee 

ready to accept the broad principle of three main departments ？ 

Mr, MASON, adviser to Dr. Mackenzie, said that the group which 

had presented the two charts of suggested arrangements for the 

Department of Operational Services and Department of Technical Services 

had relied for their information partly cn Official Records No.18, 

partly on the information given with regard to budget and programme 

for 1951, and partly on the information contained in the report 



submitted by the Director-General to the Standing Committee, as well 

as on the experience of certain members of the Standing Committee in 

the operation of HVHO. It had seemed to them that the work of the 

Division of Epidemiology, dealing as it did with communicable 

diseases5 was of the same nature as that under "Other Communicable 

Diseases" in the Division of Communicable Disease Services, because 

when the studies had reached a certain point activities would commence. 

He read an interoffice memorandum addressed to the Director-General by 

the Assistant Director-General^ Department of Technical Services, on 

the subject of "Co-operation between the Department of Technical 

Services and the Department of Operational Services'1. He felt 

that that memorandum supported the. theory that there was a close 

wçrking relationship between the Divisions of Epidemiology and 

Communicable Disease Services. 

Dr. van den BERG said he was strongly opposed to the proposal 

to merge operational and technical services into one department J he 

was convinced, and was of the opinion that everyone with experience 

in public—health administration would agree, that the present 

division into two departments was the proper division of the work ” 

apart from the question of nomenclature, which was perhaps not quite 

appropriate. He considered the proposed merging would spoil the 

organizational structure. On the other hand, he recognized 

that there must be close co-operation between the several sections 

of each department and there was no reason to suppose that that 

could not be attained. He was prepared to accept tentatively 

the elimination of one of the divisions in the operational 

services since he «insidered it possible and preferable to combine 



the Division of Promotion of Health and the Division of Organization 

of Public Health Services. His aim in this instance was not to save 

money but to improve the Organization) he was convinced that the 

Division of Promotion of Health must develop rapidly and when it had 

developed perhaps a better arrangement of the four divisions would be 

possible. 

The CHAIRMAN asked if Dr. van den Berg would propose that the 

Section of Epidemiological Statistics and Information should 

necessarily be retained in the Technical Services Department. 

Dr, van den BERG replied that, in his opinion, information should 

be retaineci there; studies should probably remain for the present 

but later they should be transferred to the Operational Services, 

D r« STAMPAR expressed himsolf as still in favour of only two 

departments i he thought the fact that only four to five million 

dollars a year were available made it essential that the Organization 

should be simplified. There should be two departments ; Department 

of Administration and Finance and Department of Technical and Advisory 

Services, the latter divided into two parts: (a) Technical Services, 

with sections on Statistics, Therapeutic Substances, and Editorial 

and Reference Servicesj (b) Advisory Serrioes, with sections on 

Professional and Technical Education and Training, Public Health 

Services, Epidemiology and Communicable Diseases. More freedom should 

perhaps be given to the directors of sections. 

The CHAIRMAN asked for a decision on broad lines as to whether 

there should be two or three departments. 



Mr, HANSON, adviser to Dr. Hyde, referring to the Singapore 

Epidemiological Intelligence Station, said that from the information 

obtained from various documents, the functions of this station appeared 

to be operational； documents in question seemed to stress the fact 

that the Singapore Station supervised the application of the sanitary 

conventions and quarantine regulations in the region but in general 

the function seemed to be operational and for that reason he had felt 

it should be in the Department of Operational Services, but he would 

welcome some clarification on the functions of the Singapore Station. 

The DIRECTOR-GENERAL said that the function of the Singapore 

Station was in one sense of the word operational but only on a world 

basis: it was of a world structure and independent of regions and 

did not act in any way in an advisory capacity to governments. He 

thought that here again the name of the department was causing 

confusion, but that the Singapore Station belonged quite clearly in 

the Technical Services. In the course of collection and dissemination 

of information, the Station tried to iron out difficulties in the 

obtaining of information but he did not think it could be considered 

to belong on the advisory side. 

Mr. MASON, adviser to Dr. Mackenzie, read extracts on the 

subject of the Singapore Station from Official Records No.18 (page 54), 

Programme and Budget Estimates for 1951 (EB5/44， page 72) and EB5/AF/1, 

Part I I , Section 1 (page 33) . 



Dr, NAZIF Bey thought that the problem should not be separated 

from the whole subject of the Division of Epidemiology； the word 

"operational" was misleading» 

The DIRECTOR-GENERAL said that the function of the Station was of 

an operational nature， but it was not advisory to governments in the 

sense that the whole of the work previcusly called uoperational 

services" was ; the work of the Station was something entirely separate 

"which had been carried on for a very long time. Methods had changed 

very rapidly: there were extensive radio undertakings, daily broadcasts 

from Geneva, Singapore and Washington covering ships at sea, aircraft in 

the air, etc”, cable and printed communications were also made^ Members 

of the Secretariat who had had long experience of this service did not 

feel that 'the Singapore Station could be grouped with operational 

services; its inclusion there would lead to confusion^ 

Ho too ivas obligod to consider the question of saving moneybut 

the effect of Dr, Stampar!s proposal to telescope services together 

would be to lay upon one person too great a variety of responsibilities; 

it would reduce highly specialized people below the level of chiefs 

of sections: most of those specialists already did not enjoy seniority 

consistent with their status elsewhere; there were highly specialized 

people who were called merely "medical officerse" He did not believe 

such methods would save money； the only way to save money was to 

reduce activities; if the money v/ere not sufficient to carry on with 

adequate staff^ the committee should say so to the Executive Board and 

activities should be reduced if the monoy was not forthcoming* 



He was quite prepared to have comparisons made between ТШ0 and 

other organizations on the question of efficiency and economy of 

personnel. It would, of course, be easy for the committee to make 

decisions which would enable it to say to the Executive Board that it 

had effected a considerable reduction in personnel, but cuts down to 

the danger point had already been made by the administration itself. 

Very few people could take leave j leave was overdue to numbers of 

staff. I f one director were given all the responsibilities entailed 

by the suggested rearrangements, i t would be impossible for him ever to 

take leave at all - unless each director were given a deputy. In his 

opinion, it was not profitable to overload the administrative people,' 

the overburdening of personnel so that they were always obliged to 

work more than the prescribed 40 hours per week was unsound, in 

practice, all senior officers worked a great deal more than the 

prescribed time. I f the committee proposed that directors be over-

loaded to that extent, he would be obliged to recommend to tho Executive 

Board and to the Health Assembly that activities should be cut. He 

did not believe it possible to continue without an increase in the 

organizational pattern and it was necessary that the absolute minimum 

be provided. He would again remind яюшЪегз of the colossal services 

demanded of the Secretariat. He believed he was entitled as Director-

General to say whether or not the woric could be done under the suggested 

arrangements. There was a wealth of experience in the Organization and 

he could only a dvise the committee and the Executive Board, and, i f 



necessary, the World Health Assembly, as to what he believed 

could and could not be done. Some of the arrangements suggested 

might work for a few months but these were formative years, developments 

were taking place very rapidly and he was convinced that after a 

few months it would be necessary to develop a more appropriate structure» 

There was a great amount of staff training to be done and much 

individual co-ordination to be undertaken by directors and. assistant-

directorsj it would be some years, in his opinion, before any director 

in the Organization could possibly handle a load of the size suggested. 

Dr. van den BERG said he would like to save money but in his 

long administrative experience he had learned that money should not. 

be saved on the top-level people: there must first be a well-

established fundamental construction. Any criticisms he had made 

of the Organization were to the effect that there was not, in his 

opinion, sufficient co-ordination and sometimes chiefs of sections 

were not sufficiently familiar with the overall working of the 

Organization. There were specialists from all over the world in 

the Organization and they must obviously have time to acquaint themselves 

•with its overall working, otherwise the organizational structure 

would be spoiled, not improved. 

Dr. STAMPAR considered that his proposal to merge the two 

departments into one was justified because the departments were 

concerned with interrelated activities) his aim had not been to 



reduce the number of personnel but to simplify the Organizations; .he 

had not desired to lower the status of highly qualified experts. 

It was true that there was not sufficient money and he agreed with the 

Director-General ’ s remark that the only remedy was to limit 

activities. He had already stated that he considered that the Health 

Assembly should be told that the financial situation did not 

justify the covering of such an enormous field over the whole world ; 

he believed the day would arrive when it would be necessary to say 

to the Health Assembly that i f it did not vote more money activities 

must be curtailed. For his part, he did not think more money could 

be spent intelligently and he thought activities should be confined 

to certain clearly defined fields. The limitation of activities 

should be discussed at the Executive Board meetingsvdth a view to 

making proposals to the Assembly. 

Dr. NAZIF Bey suggested that the following modifications should 

be made to the two charts submitted! 

Maternal and Child Health, Mental Health, Nutrition, Nursing, 

tuberculosis and Venereal Disease to form a separate division in the 

Department of Operational Services and to be called the Division of 

Social Services. 

Malaria, Sanitary Conventions and Quarantine, Singapore 

Epidemiological Intelligence Station, Epidemiological Studies, 

Epidemiological Information to form a fourth division called Division 

of Epidemiology and Goirammicable Diseases, in the Departmsnt of 

Technical Service s . 



Dr. HYDE recalled that internal administration was the responsibility 

of the Director-General. The Health Assembly had instructed the Executive 

Board to review internal organization with a view only to assisting and 

advising the Director-General. It was therefore clear that suggestions 

made by the committee and approved by the Executive Board could not be 

mandatory upon the Director-General. Some members of the committee had 

considerable experience in public-health administration, others had brought 

advisers with experience in that field. It should be made clear to the 

Board that the Director-General had opened up everything for inspection and 

given the committee the benefit of his own ideas matured throughout a long 

experience. The purpose of the committee was to pool the advice offered 

and submit recommendations to the Director-General5 it was then for the 

Director-General to decide whether such recommendations could be implemented. 

Mr. HANSON, adviser to Dr. Hyde, agreed with the basic principles 

of organization which had been proposed but felt that i t would be useful 

for the committee to know whether, assuming a three-department structure, 

there would be activities of both an advisory and an operational nature 

in each department. He felt that, for instance, it might be difficult to 

draw a line of demarcation in disease control programmes between the 

collection of information on vrtiich control operations would be based and 

the operations themselves. He also thought it extremely important for 

the committee to know whether its discussions were based on a two-year or 

a ten-уваг term of life for the Organization. 

The CHAIRMAN agreed with the importance of the last point raised but 

regretted that no guidance could be given until after the Third World Health 

Assembly, when long-term proposals would be under discussion. 

Mr. MASON felt that in the field of Epidemiological Studies, for 

example, which was of world-wide importance, there was only a matter of 

degree between the conclusions reached from information which had been 



collected and the planning of programmes of action in definite areas. 

In view of this, he felt there should be close unity between the technical 

and the advisory staff in such fields• 

The CHAIRMAN felt that the committee could now reach agreement on 

certain basic principles of organization; firstly, that the activities 

of Headquarters justified a demarcation between the technical and advisory-

capacities of the Organizationj secondly, that that demarcation should be 

expressed by the division of Headquarters into three departments - the 

Department of Advisory Services^ the Department of Technical Services and 

the Department of Administration and Financee He thought that in the 

report to the Executive Board mention should be made of the very difficult 

circumstances under which the investigation had been made and that the 

views expressed by members of the committee concerning fusion or rearrange-

ment of divisions or departments could best be transmitted to the Board 

in the form of the minutes of the committee meetings# 

Dr. van den BERG was dissatisfied with the title of the Department 

of Technical Services but accepted the suggestion that this should be 

amended to read Department of Central Technical Services. 

Dr. ELIOT, Assistant Director-General^ Department of Operational 

Services, commenting on the rearrangement of sections proposed by Dr. Nazif 

Bey, said that it would be difficult to separate the advisory functions of 

the Organization on certain communicable diseases from the function of 

public-health administration. The use of the term "Social Services" in the 

title of a department might give rise to difficulties^ since it was variously 

understood in different parts of the worlde Advice to governments on 

public-health administration automatically included advice on certain 

aspects of i t , snch as communicable diseases； and in the case of malaria, 

for exairplê, the separation of the function of advice on environmental 

sanitation from the function of advice on malaria control would raise 



problems of internal co-ordination. In addition,. the problems of the 

Public Health Administration Section were extremely varied, including 

advice to other specialized agencies of the United Nations and questions 

of medical and hospital administration and dental health, while further 

problems on other subjects would arise as the programme laid down by the 

Health Assembly was put into execution. It was therefore difficult to 

see how one phase of public-health administration could be detached from 

public-health administration in general. With regard to the suggested 

transfer of the sections dealing with Sanitary Conventions and Quarantine, 

Singapore Epidemiological Intelligence Station, Epidemiological Studies 

and Epidemiological Information to the Department of Advisory Services, 

Dr. Eliot felt that this would be completely wrong, although some 

information collected by those sections would be of use to the Advisory-

Services. The field of investigation and research was divided into 

two parts: firstly, fundamental or basic research to gather facts, and 

secondly, investigation to test conclusions drawn from those facts 

(action-research). The problem was largely to determine to т/vhich part 

of the Organization the latter type of investigation correctly belonged. 

The opinion of the Administration was that it should be included in the 
) 

Department of Advisory Services, whereas the former type of research 

should remain in the Department of Central Technical Services. 

The DIRECTOR-GENERAL, in reply to Dr. Nazif Bey, said that when 

research reached a stage where advice could be made available to governments； 

it came under the Department of Advisory Services, although prior to that 

time it was the concern of the Department of Central Technical Services. 

With regard to the Department of Advisory Services, Division of 

Professional Education and Training, Mr. SIEGEL, in reply to a question 

by Dr. Stampar, explained that the section dealing with literature and 

teaching equipment also dealt with medical supplies because it was essential 



to have a medical officer, familiar with medical equipment, to draw up 

specifications. 

It was agreed that discussion on the staffing of the division should 

be postponed until the committee reached the appropriate stage in its 

deliberations on the budget. 

The DIRECTOR-GENERAL felt that it was administratively desirable 

to retain in the division the Fellowships Section, since that section 

had contacts with groups of people in many countries and relationships 

which were not shared by the rest of the Organization. The officer in 

charge of that section had a very heavy responsibility and was often 

the object of considerable political pressure. He therefore felt it 

would place undue strain on the head of the Section for Educational 

Institutions and Training Courses to add the responsibilities of the 

Fellowships Section to his existing duties• 

Dr.- HÏDE felt that the committee should give weight in its con-

siderations to the resolution of the Heal th Assembly regarding the 

reorientation of the training programe towards group training and general 

courses in place of individual fellowships. In view of this, he thought 

that the amalgamation of the Fellowships Section with the Section of 

Educational Institutions and Training Courses might give the head of the 

combined section a greater opportunity for carrying on his work in 

accordance with the principles laid domi. 

The DIRECTOR-GENERAL agreed that such an amalgamation would be 

feasible in view of the diminishing rate at which fellowships had been 

awarded recently and the •expansion of group training now in progress# 

It was therefore agreed that the two sections should be amalgamated as 

proposed. 

The CHAIRMAN suggested that in view of the short time remaining to 

the committee for the discussion of the budget, it would not be advisable 



to devote any further meetings to the discussion of organizational 

structure and functions) since, however, the committee had not con-

eluded its deliberations on that subject, he proposed to ask the 

Chairman of the Executive Board for time to hold a few meetings of the 

committee during the session of the Executive Board, with a view to 

preparing an interim report. Meanwhile, he suggested that an informal 

group of the advisers to the members of the committee, with the 

assistance of any committee members who could spare the time, and of 

the External Auditor, should study the various reports submitted to the 

c o r t e e and deal with the remaining outstanding items in the Suggested 

Outline of Report on Organizational Structure and Administrative 

Efficiency (SB5/AF/Min/1, Annex 1 ) . 

The committee agreed to thesa proposals. 

Mr. HANSON, returning to the subject of medical supplies, wondered 

whether procurement by the Medical Supplies Section might not conflict 

with procurement by the Office of Conference and General Services, and 

whether it might not be preferable for each of the technical sections to 

formulate its requirements direct to the latter office. 

Mr. SIEGEL said that the function of the Medical Supplies Section 

was to give specifications of equipment required and possible sources of 

supply to the Office of Conference and General Services. Requirements 

came originally to the Medical Supplies Section from the technical 

sections and purchasing was done by the Office of Conference and General 

Services. He felt, however, that there might be overlapping in that 

procedure and was grateful for the suggestions made by the committee. 

Mr. HANSON thought that since the function cf the Department of 

Advisory Services was to give advice to governments, it was advisable 

that the functional categories within the department should permit of 

flexibility at the discretion of the Director-General. He added that 



the Health Assembly had stated that each field cf advice should have 

sectional status. 

Mr. [ S O N , in reply to a question by Dr. van den Berg, explained 

that the omission of the Health Education of the Public Section was due 

to the fact that such work would normally be done in the field and could 

be controlled at Headquarters by officers of the Public Health Admini-

stration Section. 

Dr. van den BERG said the question of health education of the public 

was of paramount importance and hoped that the omissicn of the section 

would not prejudice the work to be done in that field. 

The CHalRMaN, in summing up, said that the committee had come to a 

decision on the departmental division of services but that the 

divisional and sectional division of departments still remained to be 

examined, 

The committee rose at 12.30 p.m. 
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I. ORGANIZATIONAL STRUCTURE AND ADMINISTRATIVE EFFICIENCY 

Charts and Functional Statements (continuation) 

The CHAIRMAN called the meeting to order and stated that discussion 

of the organizational charts vrould be resumed. He asked if it was agreed 

that, broadly speaking, the Headquarters office organization•should 

conprise three main departments: Departrnsnt of Technical Services, 

Department of Operational Services and Department of Administration 

and Finance. 

Dr. van den BERG felt that there was agreement on the broad 

principle of three main functions, although it should be borne in mird that 

there had been advocation of the fusing of the technical and operational 

Departments. 

The CHAIRMAN said that that point should not be lost sight of and it 

should also be indicated that there were certain factors which nade decision 

difficult at the present juncture, such as the experimental nature of the 

work; the fact that the arrangements based on the regular programme and 

budget for 1950 and accepted by the Health Assembly as a long-term 

programme, had yet to be developed; the fact that the possibilities of 

technical assistance were unknown; and tho fact that regional!zation was at 

present only partial. Talcing those various factors into consideration, was 

the, committee ready to accept the broad principle of having three main 

departments ？ 

Шч mSON, adviser to Dr. Mackenzie, said that the group which 

had presented the two charts of suggested arrangements for the 

Department of Operational Services and Department of Technical Services 

had relied for their information partly on Official Records Wo. IS, 

partly on the information given with regard to budget and program 

f o r 1 9 5 1 ^ a n d P a r t l y o n the information contained in the report 



submitted by the Director-General to the Standing Committee, as well 

as on the experience of certain members of the Standing Committee in the 

opcraticn of тао# It wa© convonient to discuss the. .prçpceed changes one 

a time, and to start vdth it had seemed to them that thfe work of the 
Division óf Epidemiology, dealing as it did with coraiaun; 

diseases, was of the same nature as that under "Other CoxiTpranicable 

Diseases" in the Division of Communicable Disease Serviees> because 

when the studies had reached a certain point activities would commence. 

He read an interoffice memorandum addressed to the D ire с to r-Gene ral by 

the Assistant Director-General, Department of Technical Services, on 

the subject of "Co-operation between the Department of Technical 

Services and the Department of Operational Services". He felt 

that that memorandum supported the theory that there was a close 

working relationship between the Divisions of Epidemiology and 

Communicable Disease Services, 

Dr.. van den BERG said he was strongly opposed to the proposal 

to merge operational and technical services into one department; he 

was convinced, and was of the opinion that everyone with experience 

V • 

in public-health administration would agree•，that the present 

division into two departments was the proper division of the work -

apart from the question of nomenclature, which was perhaps not quite 

appropriate. He considered the proposed merging would spoil the 

organizational structure• On the other hand^ he recognized 

that there must be close co-operation between the several sections 

、 • 
of each department and there was no reason to suppose that that 

could not be attained. He was prepared to accept tentatively 

the elimination of one of the divisions in the operational 

services since he considered it possible and preferable to combine 
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the Division of Promotion of Health and the Division of Organization 

of Public Health Services. His aim in this instance was not to save 

money but to improve the Organization; he was convinced that the 

Division of Promotion of Health must develop rapidly and when it had 

developed perhaps a better arrangement of the four divisions would be 

possible. 

The CHAIRMAN asked if Dr. van den Berg would propose that the 

Section of Epidemiological Statistics and Information should 

necessarily be retained in the Technical Services Department. 

Dr. van den BERG replied that, in his opinion, information should 

be retained therej studies should probably remain for the present 

but later they should be transferred to the Operational Services. 

Dr. STAMPAR expressed himself as still in favour of only two 

departments; he thought the fact that only four to five million 

dollars a year were available made it essential that the Organization 

should be simplified. • There should be two departments j Department 

of Administration and Finance and Department of Technical and Advisory 

Services, the latter divided into two parts5 (a) Technical Services, 

with sections on Statistics, Therapeutic Substances, and Editorial 

and Reference Services; (b) Advisory Serrises, with sections on 

Professional and Technical Education and Training, Public Health 

Services, Epidemiology and Communicable Diseases. More freedom should 

perhaps be given to the directors of sections. 

The CHAIRMAN asked for a decision on broad lines as to.whether 

there should be two or three departments. 



Mr. HANSON, adviser to Dr. Hyde, referring to the Singapore 

Epidemiological Intelligence Station, said that from the information 

obtained from various documents, the functions of this station appeared 

to be operational； documents in question seemed to stress the fact 

that the Singapore Station supervised the application of the sanitary 

conventions and quarantine regulations in the region but in general 

the function seemed to be operational and for that reason he had felt 

it should be in the Department of Operational Services, but he would 

welcome some clarification on the functions of the Singapore Station. 

The DIRECTOR-ŒNERAL said that the function of the Singapore 

Station was in one sense of the word operational but only on a world 

basis: it was of a world structure and independent of regions and 

did not act in any way in an advisory capacity to governments. He 

thought that here again the name of the department was causing 

confusion, but that the Singapore Station belonged, quite clearly in 

the Technical Services. In the course of collection and dissemination 

of information, the Station tried to iron out difficulties in the 

obtaining of information but he did not think it could be considered 

to belong on the advisory side. 

Mr. M A S O N , e x t r a c t s on the subject of tlic Singapore 

Sta-tion .from Official Rccoyda No. 1Ü (pago 54 ) / Ргосгашю r.nd Budget 

Estimates- for 1951 (1Ж5/44, pago 72) and EB5/AF/1, Part 工I , Section 1. 

( p a g e ^ ) . 



Dr, NAZIF Bey thought that the problem should not be separated 

from the whole subject of the Division of Epidemiologyj the word 

"operational" was misleading。 

The DIRECTOR-GENERAL said that the function of the Station was of 

an operational nature, but it was not advisory to governments in the 

sense that the whole of the work previously called "operational 

services" wasj the work of the Station was something entirely separate 

•which had been carried on for a very long time. Methods had changed 

very rapidlys there were extensive radio undertakings, daily broadcasts 

from Geneva, Singapore and Washington covering ships at sea, aircraft in 

the air, etc-; cable and printed communications were also made. Members 

of the Secretariat who had had long experience of this service did not 

feel that the Singapore Station could be grouped with operational 

services； its inclusion there would lead to confusion,. 

He too was obliged to consider the question of saving money, but 

the effect of Dr« Stampar!s proposal to telescope services together 

would be to lay upon one person too great a variety of responsibilities; 

it would reduce highly specialized people below the level of chiefs 

of sections: most of those specialists already did not enjoy seniority 

consistent with their status elsewhere j there were highly specialized 

people who were qailed merely "medical o f f i c e r s H e did not believe 

such methods would save money； the only way to save money was to 

reduce activitiesj if the money were not sufficient to carry on with 

adequate staff^ the committee should say so to the Executive Board and 

activities should be reduced if the money was not forthcoming• 



He was quite prepared to have comparisons made between WHO and 

other organizations on the question of efficiency and economy' of 

personnel. It would, of course, be easy for the comnlttee to шке 

decisions which would enable it to say to the Executive Board that it 

had effected a considerable reduction in personnel, but cuts down to 

the danger point had already been made by the administration'itself. 

Very few people could take leave ; leave was overdue to numbers of 

staff. If one director were given all the responsibilities entailed 

by the suggested rearrangements, i t would be impossible for him ever to 

take leave at all - unless each director were given a deputy. . In his 

opinion, it was not profitable to overload the administrative people; 

the overburdening of personnel so that they were always obliged to 

work more than the prescribed 40 hours per week was unsound, in 

practico, all senior officers worked a great deal more than the 

prescribed time. I f the committee proposed that directors be over-

loaded to that extent, he would be obliged to recommend to the Executive 

Board and to the Health Assembly that activities should be cut. He 

did not believe it possible to continue without an increase in the 

organizational pattern and it vras neccssary that the absoluto minimum 

be provided. fe would again remind members of the colossal services 

demanded of the Secretariat. He believed he was entitled as Director-. 

General to say whether or not the work could be done under the suggested 

arrangements. There was a wealth of experience in the Organization and 

he could only advise the committee and the Executive Board, and, if 
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necessary, the World Health Assembly, as to what he believed 

could and could not.be done. Some of the arrangements suggested 

might work for a few months but these were formative years, developments 

were taking place very rapidly and he was convinced that after a 

few months it would be necessary to develop a more appropriate structure. 

There was a great amount of staff training to be done and much 

individual co-ordination to be undertaken by directors and assistant-

directors; it would be some years, in his opinion, before any director 

in the Organization could possibly handle a load of the size suggested. 

Dr. van den BERG said he would like to save money but in his 

long administrative experience he had learned that money should not. 

be saved on the top-level people : there must first be a well-

established fundamental construction. Any criticisms he had made 

of the Organization were to the effect that there was not, in his 

opinion, sufficient co-ordination and sometimes chiefs of.sections 

were not sufficiently familiar with the overall working of the 

Organization. There were specialists from all oyer the world in 

the Organization and they must obviously have t^Bie to acquaint themselves 

with its overall working, otherwise the organizational structure 

would be spoiled, not improved。 

Dr. STAMPAR considered that his proposal to merge the two 

departments into one was justified because the departments were 

concerned with interrelated activities; his aim had not been to 
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reduce the number of personnel but to simplify the ®-rganization,)-, ohe 

had not desired to lower the status of highly qualified experts. 

It was true that there was not sufficient money and he agreed with the 

Director-General1 s remark that the only remedy was to limit 

activities. He had already stated that he considered that the Health 

Assembly should be told that the financial situation did not 

justify the covering of such an enormous field over the whole world ； 

he believed the day would arrive when it would be necessary to say-

to the Health Assembly that i f it did not vote more money activities 

must be curtailed. For his part, he did not think more money could 

be spent intelligently and he thought activities should be confined 

to certain clearly defined fields. The liraitation of activities 

should be discussed at the Executive Board meetingsndth a view to 

making proposals to the Assembly. . 

Dr. MZIF Bey suggested that the following modifications should 

be made to the two charts submitted» ‘ 

Maternal and Child Health, Mental Health, Nutrition, Nursing, 

Tuberculosis and Venereal Disease to form a separate division in the 

Department of Operational Services and to be called the Division of 

Social Services. 

Malaria, Sanitary Conventions and Quarantine, Singapore 

Epidemiological Intelligence Station, Epidemiological Studies, 

Epidemiological Information to form a fourth division called Division 

of Epidemiology and Communicable Diseases, in the Department of 

Technical Services. 



Dr. HYDE recalled that internal administration was the responsibility 

of the Director-General. The Health Assembly had instructed the Executive, 

Board to review internal organization with a view only to assisting and 

advising the Director-General. It was therefore clear that suggestions 

made by the committee and approved by the Executive Board could not be 

mandatory upon the Director-General. Some members of the committee had 

considerable experience in public-health administration, others had brought 

advisers m t h experience in that field. It should be made clear to the 

Board that the Director-General had opened up everything for inspection and 

given the committee the benefit of His own ideas matured throughout a long 

experience^ The purpose of the committee "was to pool the advice offered 

and submit recommendations to the Director-Generalj it was then for the 

Dire с tor-General to decide whether such recommendations could be implemented, 

Mr. HANSON, agreed with the basic principles 

of organization which had been proposed but felt that it would be useful 

for the committee to know whether, assuining a three-department structure, 

there would be activities of both an advisory and ал operational nature 

in each department. He felt that, for instance, it might be difficult to 

draw a line of demarcation in disease control programmes between the 

collection of information on i/vhich control operations would be based and 

the operations themselves. He also thought it extremely important for 

the committee to know whether its discussions were based on a two-гуеаг or 
* 

a ten-year term of life for the Organization. 

The CHAIRMAN agreed with the importance of the last point raised but 

regretted that no guidance could be given until after the Third World Health 

Assembly, when long-term proposals would be under discussion. 

Mr. MASON felt that in the field of Epidemiological Studies, for 

example, which was of world-wide importance, there was only a diffcrcnce of 

degree between сопс^^аиз, reached-, fr am''Informa ti&n which had beéri- Î''" 



collected or from the planning of programes of action in definite areas. In 

view of this, he felt there should be close unity between the technical and 

the advisory staff in such fields. 

The CHAIRMAN felt that the committee could now reach agreement on 

certain basic principles of organization; firstly, that the activities of 

Headquarters justified a demarcation between the technical and advisory-

capacities of the Organization; secondly, that that demarcation should be 

expressed by the division of Headquarters into three departments - the 

Department of Advisory Services, the Department of Technical Services and the 

Department of Administration and Finance. He thought that in the report to 

the Executive Board mention should be made of the very difficult circumstancos 

under which tho investigation had been made and that the views expressed by-

members of the committea concerning fusion or rearrangement of divisions or 

departments could best be transmitted to the Board in ths form of the 
* • . . • • •• 

minutes of the committee meetings. 

Tba ccrnmlttec agreed to accept the proposed arrangement of the three main 

departments in the Head Office to meet the present situation. It was also 

decided to recommend to the Board that the minutes of the present session of 

the committee be included in the report. 

Dr. van den 職 G was dissatisfied, with the title of the Department of 

Technical Services but acceptod the suggestion that this should bo amended to 

read Department of Ocntral Technical Services. 

Dr. ELIOT, Assistant Director-General, Department of Operational Services, 

commenting on the rearrangement of sections proposed by Dr, Nazif Bey, said 

that it would be difficult to separate the advisory functions oí' the 

Organization on certain communicable diseases from the function of public一 

health administration. The use of the term "Social Services" in the 

title of a department might give rise to difficulties, since it was variously 

understood in different parts of the world. Advice to governments on 

public-health administration automatically included advice on certain 

aspects of it , such as communicable diseases; and In the ease of malaria, 

for example, the separation of the function of advice on environmental 



sanitation from the function of advice on malaria control would raise 
* 

problems of internal co-ordination. In addition, the problems of the 

Public Health Administration Section were extremely varied, including 

advice to other specialized agencies of the United Nations and questions 

of medical and hospital administration and dental health, while further 

problems on other subjects would arise as the programme laid down by the 

Health Assembly was put into execution. It was therefore difficult to 

see how one phase of public-health administration could be detached from 

public-health administration in general. With regard to the suggested 

transfer of the sections dealing with Sanitary Conventions and Quarantine, 

Singapore Epidemiological Intelligence Station, Epidemiological Studies 

and Epidemiological Information to the Department of Advisory Services, 

Dr. Eliot felt that this would be completely wrong, although some 

information collected by those sections would be of use to the Advisory 

Services. The field of investigation and research was divided into 

two parts: firstly, fundamental or basic research to gather facts, and 

secondly, investigation to test conclusions drawn from those facts 

(action-research). The problem was largely to determine to which part 

of the Organization the latter type of investigation correctly belonged. 

The opinion of the Administration was that it should be included in the 

Department of Advisory Services, whereas the former type of research 

should remain in the Department of Central Technical Services. 

The DIRECTOR-GENERAL, in reply to Dr. Nazif Bey, said that when 

research reached a stage where advice could be made available to governments 

it came under the Department of Advisory Services, although prior to that 

tiipe it was the concern of the Department of Central Technical Services. 

With regard to the Department of Advisory Services, Division of 

Professional Education and Training, the SCCR^JÎÏ, in. reply to-a question 

by Dr. Stamper, e^l^ ined that the section dealing with literature and 

teaching equipment" also dealt with medical supplies because it was essential 



to have a medical officer, familiar with medical equipment, to draw up 

specifications. 

I t w a s a § r e e d that discussion on the staffing of the division should 

be postponed until the committee reached the appropriate stage in its 

deliberations on the budget. 

The DIRECTOR-GENERAL felt that it was administratively desirable 

to retain in the division the Fellowships Section, since that section 

had contacts with groups of people in many countries and relationships 

which were not shared by the rest of the Organization. The officer in 

charge of that section had a vary heavy responsibility and was often 

the object of considerable political pressure. He therefore felt it 

would place undue strain on the head of the Section for Educational 

Institutions and Training Courses to add the responsibilities of the 

Fellowships Section to his existing duties. 

Dr. HÏDE felt that the committee should give weight in its con-

siderations to the resolution of the Health Assembly regarding the 

reorientation of the training programme towards group training and general 

courses in place of individual fellowships. In view of this, he thought 

that the amalgamation of the Fellowships Section ^ith the Section of 

Educational Institutions and Training Courses might give the head of the 

combined section a greater opportunity for carrying on his work in 

accordance with the principles laid dowru 

The DIRECTOR-GENERAL agreed that such an amalgamation would be 

feasible in view of the diminishing rate at which fellowships had been 

awarded recently and the expansion of group training now in progress. 

It was therefore agreed that the two sections should be amalgamated as 

proposed. 

The CHAIRMAN suggested that in view of the short time remaining to 

the committee for the discussion of the budget, it would not be advisable 



to devote any further meetings to the discussion of organizational 

structure and functions; since, however, the committee had not con-

cluded its deliberations on that subject, he proposed to ask the 

Chairman of the Executive Board for time to hold a few meetings of the 

committee during the session of the Executive Board, with a view to 

preparing an interim report. Meanwhile, he suggested that an informal 

group of the advisers to the members of the coirnnittoe. with" the 

assistance of any committee members who could spare the time, and of ‘ 

the External Auditor, should study the various reports submitted to the 

committee and deal with the remaining outstanding items in the Suggested 

Outline of Report on Organizational Structure and Administrative 

Efficiency (EB5/AF/Min/l, Annex 1)。 

The committee agreed to these proposals, 

Mr. HANSON, returning to the subject of medical supplies, wondered 

whether procurement by the. Medical Supplies Section might not conflict 

with procurement by the Office of Conference and General Services, and 

whether it might not be preferable for each of the technical sections to 

.formulate its requirements direct to the latter officee 

Mr. SIEGEL/laTd íhaY'the function of the Medical Supplies Section 

was to give specifications of equipment required and possible sources of 

supply to the Office of Conference and General Services. Requirements 

came originally to the Medical Supplies Section from the technical 

sections and purchasing was done by the Office of Conference and General 

Services. He felt, however, that there might be overlapping in.that 

procedure and was grateful for the suggestions made by the committee, 

Mr. HilNSON thought that since the function cf the Department of 

Advisory Services was to give advice to governments, it was advisable 

that the fundtj.onal categories within the department should permit of 

flexibility at the discretion of the Director-General. He added that 



the Health Assembly had stated that each field cf advice should have 

sectional s tatus• 

Mr. MASON, in reply to a question by Dr. 

that the omission cf the Health Education of 

to the fact that such work would normally be 

< 

be controlled at Headquarters by officers of 

stration Section, 

Dr. van den BERG said the question of health education of the public 

was of paramount importance and hoped that the omission of the section 

would not prejudice the work to be done in that field. 

The CHixIRMaN, in summing up, said that the committee had come to a 

decision on the departmental division of services but that the 

divisional and sectional division of departments still remained to be 

examined. 

van den Berg, e^lained 

the Public Section was due 

done in the field and could 

the Public Health Admini-

The committee rose at 12>30 p^m» 


