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1. Introduction 

The Working Group, which was composed of Dr Chen Hai-feng, Dr S. P. Ehrlich, Jr, 
Dr R. Lekie, Professor Julie Sulianti Saroso, Professor J. Tigyi and Dr N. Ramzi, Chairman of 
the Executive Board (ex officio), elected Dr Ehrlich Chairman. The Working Group held four 
sessions, in the course of which a general review was made of the subject under study, on the 
basis of the working paper presented by the Director-General (EB53/wP/l ). Specific proposals 
were then made for expanding and modifying this working paper in such a way that it could 
constitute a more adequate framework for the Board's study. 

2. General review 

2.1 The Working Group noted that document EB53/WP/1 was intended to present the subject in 
as balanced a manner as possible, so as to provide an objective basis for the orientation of 
the Board• Although the document had brought out the inadequacies as well as the positive 
aspects of WHO 'S activities, it was not intended as a criticism of the past. At the 
fifty-first session of the Executive Board, an expanded title had been proposed in order to 
specify in greater detail the scop© of the study which should be made "with special relation 
to the development of health services, covering programme development, health manpower 
development, allocation of resources and health planning and health information systems". 
For practical reasons, the Board finally decided to adopt the shorter title on the understanding 
that the study would be broad in scope and would include the whole range of subjects as 
envisaged by members of the Executive Board. 

2.2 Two main tendencies had governed the development of WHO 'S programme since its inception. 
The first was based on the Organization's role as nth© directing and coordinating authority on 
international health work", which gave impetus to the world-wide activities directed centrally 
from headquarters. The second stemmed from the needs of countries, their requests for 
assistance and the necessity for the Organization to help those countries, especially developing 
countries, by technical assistance programmes. When the interrelationships between these two 
tendencies were analysed, it might be asked if WHO had not unduly emphasized technical assis-
tance at the expense of its coordinating role, thus leading to the consideration of WHO as a 
sort of managerial agency that handled projects in response to countries1 demands. The 
Director-General had stressed at regional committees in September 1973 his concern over the 
manner in which the Organization was exercising its coordinating role, not only at the world-
wide level, but also at the country level in relation to the formulation and implementation of 
country programmes and projects. 

2.3 There was a danger of envisaging the Organization as an entity separate from its Member 
States. As the Director-General had mentioned at the current session of the Board, the 
Organization consisted above-all, of its Members and that the Secretariat was only one of the 
constitutional elements of WHO created for the service of those Members. 



2.4 The Group considered whether document EB53/wp/l adequately reflected the scope and 
the contents of the study, and whether the various titles and terms used had been clearly 
defined. Whereas the scope appeared on the whole to be adequate, further consideration was 
required in order to make sure that no essential points were lacking. Thus, there was a 
statement on page 6, that "WHO'S functions can be described as a combination in varying 
proportions of global, inter-regional, regional and inter-country activities and of direct 
assistance to individual countries . . This statement had been extracted from the 
Fifth General Programme of Work. The present study should provide additional examples of 
these activities and their interrelationships. For example, the interrelationships between 
inter-regional and inter-country projects, and methods of ensuring their complementarity, 
required further study. 

2.5 More precise definitions were required of such expressions as "central technical 
services" and "inter-relationships". It was understood that "central technical services of 
WHO" implied the whole range of services rendered by headquarters, services provided directly 
to Member States depending essentially on regional offices, WHO representatives, consultants 
to countries and WHO field staff. This meaning was different from that originally given to 
"central technical services", which, as mentioned in the working paper, had first consisted 
only of epidemiological, health statistics, therapeutic substances and editorial and 
reference services at headquarters. 

2.6 The relationships between the central technical services and programmes of direct 
assistance to governments had developed gradually, according to certain principles. It 
had become evident that, in applying those principles, the expected results had not always 
been obtained. The study should therefore attempt to specify in greater detail how to 
improve the situation. An important aspect of the study was to interpret correctly the 
extent of decentralization or regionalization required in the present state of the 
Organization1 s development, taking note of the obstacles encountered, and to indicate 
the respective responsibilities of the regions and of headquarters. This implied 
identifying the functions that could be best carried out at the central and at the regional 
levels for each type of programme. It was realized that for some programmes greater accent 
would have to be laid on central activities; for others on regional activities. Also, 
the proportion of activities to be conducted at central and regional levels would vary with 
the evolution of the programme. As a result of the study, useful guidelines could be 
evolved, indicating the responsibilities to be undertaken at each echelon. 

2.7 It was realized that it might be difficult to establish guidelines that would remain 
valid throughout the years0 Th©s© guidelines should not lead to the adoption of rigid 
operational methods that might soon become out of date. However, it should be possible to 
establish certain stable principles regarding headquarters, inter-regional, regional, inter-
country, and country activities. The practical application of these principles might have 
to be adapted to the evolution of the Organization's programme. 

2 # 8 The working paper contained a statement to the effect that some headquarters1 units 
might be thought at the field level to have become somewhat detached from the concerns of 
direct country assistance. This idea needed to be developed. Ways had to be sought of 
influencing attitudes so as to lead to a harmonization of approaches between headquarters 
and the field. On the other hand, the example was given of a global programme in relation 
to which headquarters was closely involved in the supervision of project implementation 
whereas in general such supervision was a regional responsibility. It was apparent that 
headquarters1 global control function had to be defined without detracting from the 
managerial independence of regional offices and the sovereign responsibility of the Members 
of the Organization. It was clear however, that rather than a strictly hierarchical 
structure, an inter-coordinated relationship was envisaged, in which activities were 
functionally distributed, some kinds of activities being carried out to a certain degree at 
one echelon and other kinds of activities being carried out to different degrees at other 
echelons. 



2.9 It was felt that the working paper may contain a headquarters bias and that it would 
be strengthened if country perspectives could be given greater emphasis. It would be 
useful to know what the countries thought about the interrelationships in question. Such 
information might be obtainable from regional directors. In this context, it was noted 
that in preparing the working paper due account had been taken of the views expressed in the 
Health Assembly and regional committees at which countries had had an opportunity of 
expressing their views on the central technical services and on programmes of direct 
assistance to countries, as well as on the interrelationships between these services. 
Furthermore, in preparing the paper, regional directors had been consulted from the outset. 

2.10 It was realized that all the services of WHO were aimed at improving the world health 
situation through the promotion of the health of the peoples of its Member States. Some 
services were rendered directly and others indirectly to countries. This consideration 
strengthened further the importance of maintaining a country perspective when reviewing 
the interrelationships in question. It would add a new dimension to the study if closer 
contact could be made with governments in order to elicit their opinions. The problem was 
how best to obtain these opinions within a reasonable period of time even if the time frame 
for the study were to be extended by one year. 

2.11 In continuation o± the country approach, special consideration had to be given to the 
functions of central technical services in relation to the developing countries, which were 
most in need of them. Programme priorities clearly had to be established, but even when 
these had been established within the framework of the general programme of work for a 
specific period, individual countries might have their own internal priorities that could, 
in some instances, outweigh WHO'S global priorities. Account had to be taken of these 
national priorities not only in developing regional programmes of direct assistance to the 
countries concerned, but also in developing the programmes of central technical services 
in support of such regional programmes.-

2.12 Another aspect that had to be considered related to ways of arriving at the optimal 
distribution of activities between the different echelons in order to improve efficiency 
and to avoid duplication of efforts. It would be useful if the guidelines referred to in 
2.6 and 2.7 above could refer to this aspect and could indicate ways of arriving at 
quantifying trends in relation to the different kinds of programme. Successive Official 
Records containing proposed programme and budget estimates had shown considerable differences 
in expenditure for headquarters and field components of programmes, and an indication of the 
range of desired proportions might provide useful guidance. Principles could be developed 
for assessing the evolution of programmes in this respect, and an analysis could then be 
made to determine if the initial judgement had been correct. It would be useful if figures 
could be provided, showing the percentage budgetary distribution of the main types of projects 
at, say, 10-year intervals. It was realized, however, that these figures would have to be 
treated with great circumspection because the programme content they represented might have 
changed over the years. 

2.13 Another important aspect that had to be considered was the information flow between 
all echelons for the purpose of programme support. This information flow was crucial for 
facilitating the desired interrelationships between headquarters and the periphery. As had 
been explained at the current session of the Board, the Organization was in the process of 
developing an improved managerial information system involving all echelons of the Organization 
and, in the first place, country projects. 



2.14 A flow of relevant information was also essential for the vitally important matter of 
evaluation. In addition to the ©valuation of the central technical services and programmes 
of direct assistance, the continuous ©valuation of the relationships between the two was 
madatory. What was centralized at one time might need to be decentralized later on and 
vice versa. A dynamic process was involved that went through periods of change as knowledge 
developed. It would be useful therefore if the report would contain a description of existing 
evaluation procedures and plans for the future, and perhaps a recommendation concerning the 
strengthening of the evaluation mechanism. 

3• Specific proposals 

The following specific proposals were made for expanding and modifying the working 
paper : 

3•1 Section I - Introduction 

3.1.1 The Introduction should explain clearly why the organizational study was being carried 
out, and should refer in particular to the origins of the study in the Executive Board and 
World Health Assembly resolutions. It should then clearly state the objectives of the study 
in order to determine its orientation at the outset. 

3.1.2 The first paragraph of Section III concerning the role of the governing bodies in 
programme development should be placed in the Introduction. A note should be added concerning 
the role of the Assembly and the Board, which, by passing resolutions of a global character, 
lay the framework within which regional activities are to be conducted. 

3.2 Section II - Historical perspective 

This section was largely in order, except for paragraphs 
two paragraphs on page 6. These paragraphs had been written 
a historical perspective. The historical perspective should 
the analytical aspect should be transferred to Section III. 

3.3 Section III - Analysis of the present situation 

3.3.1 The title of this section was not appropriate since the section made reference to past 
developments and future trends, as well as to the present situation. A more suitable title 
should therefore be found that would highlight the subjects under discussion, namely programmes 
of assistance to Member States and methods of programme development. The text should elaborate 
on questions of global and national priorities. That part of the text dealing with implemen-
tation and technical guidance should include the training of national staff. Technical 
services should be described in terms of "th© expertise required at central, regional and local 
echelons, which would benefit from being made more explicit. 

3.3.2 Throughout this section a more liberal use should be made of specific examples to 
illustrate the points in question. For example the paragraphs devoted to inter-regional and 
inter-country projects would benefit from being enlarged by the provision of illustrations. 
This would facilitate the formulation of guiding principles for avoiding overlapping between 
these two aspects of the programme. 

3.3.3 Following the principle of emphasizing the country perspective, consideration might 
b© given at the outset to the programme of direct assistance. In the first place, reference 
would be made to the programming method, explaining the origins of a particular programme, 
to what extent it originated in the country itself, at the regional office or at headquarters, 
and how it was technically constructed. Secondly, the implementation of the programme would 

7 to 9 on page 5 and the first 
from an analytical rather than 
be retained in this section and 



be described, explaining how technical guidance was given and how implementation might be 
improved through activities within the country itself and by the support of regional offices 
and the central technical services. Thirdly, the process of evaluation would be reviewed. 
When those three steps had been completed, consideration would be given to the additional 
dimensions required for the support of direct assistance programmes at regional office level 
and finally at headquarters# 

3.3.4 Explanations would be given of activities that were carried out at headquarters in 
order to improve direct assistance. By analysing the headquarters programme in this context, 
it might be possible to assess the degree to which various headquarters programme activities 
were required in order to improve direct assistance to countries. It was realized, of course, 
that additional programme dimensions were required as the programme moved from country to more 
central echelons. Thus, for example, the horizons of research must of necessity be broad and 
forward looking if significant advances were to be made. Also, broad programme components 
that might be of value to all countries must be taken into account, such as the setting of 
standards, the elaboration of guidelines and the preparation of manuals. Coordination was 
a function in which the Organization was involved within countries, and at regional and 
central echelons. Proper emphasis should be given to TOO1s coordinating role as established 
by its Constitution, thus highlighting the essential unity of the Organization. 

3.3.5 With regard to the section devoted to the general programme of work for a specific 
period a study could be made of some of its objectives and of the degree to which these 
objectives had been met. One or two programmes of direct assistance in each region could be 
selected and an analysis made of the interrelationships between the central technical services 
on the one hand and these programmes of direct assistance on the other hand, with a view to 
assessing the effectiveness of the former in supporting the latter. For example, the programme 
area of integrating communicable disease control into the framework of general health services 
could be analysed in this way. The area of health manpower development might offer another 
good example for analysis. Much of WHO'S resources were being expended on fellowships and 
it would be useful to gain an overall view of the whole programme of health manpower develop-
ment ,and to assess the degree to which its fellowships component was meeting the basic 
objectives established within the framework of the Organization's general programme. In 
these or other programme areas it would be of benefit to have one or two examples illustrating 
either excessive centralization or excessive decentralization so that the problems of inter-
relations between headquarters, the regions and the field would be highlighted. 

3.3.6 Individual studies might be prepared to illustrate the above. For example, smallpox 
eradication was a highly centralized programme with an extremely close functional link between 
headquarters and the regions. By way of comparison, other programmes that did not involve 
such a close link might be described in order to display two contrasting types of relationships. 
Another useful example might be the programme of vector biology and control, which, although 
highly centralized at headquarters, had a broad research programme and a number of research 
teams in the field in certain regions. Whereas the programme itself was centralized, its 
consequences for very many activities in the field of communicable diseases were very important 
for assistance to countries. 

3.3.7 Another possibility concerning the general programme of work was to analyse the 
interrelationships under study in relation to the programme as a whole. Ways might then be 
indicated of developing the future general programme of work in such a manner that it would 
help to define more precisely the desired interrelationships between the central technical 
services and field programmes. 

3 #3 #8 Section III, C, on policy decisions affecting structure and function should also 
mention constraints, such as inadequate coordination between headquarters and the regions. 
This should be expressed, not in a critical fashion, but in a positive manner that would 
facilitate the task of the Director-General in coordinating the activities of the Organization 
at all echelons. In this context, proper reference should be made to the function of the 
support of project staff by centrally located staff with specific expertise. 



3.3.9 While it was not intended to discuss organizational structure in detail, the 
importance of having a structure that would facilitate the desired interrelationships both 
within headquarters and between headquarters and the regions certainly deserved mention. It 
might be emphasized that the Organization*s structure should be designed in such a way as to 
promote effective relationships between the central technical services and programmes of 
direct assistance. 

3.3.10 With further reference to the Organization•s structure, the section on programme 
planning might well be expanded, perhaps with illustrative examples, in order to assess the 
degree to which existing mechanisms of operation in headquarters, the regions and countries 
promoted an integrated programme, and suggestions might be made, where applicable, for improving 
these mechanisms. 

3.3.11 The section on mass campaigns should be reinforced by giving it an added dimension. 
This dimension should emphasize the importance of mobilizing the masses of the peoples 
themselves for the struggle to attain higher levels of health. Three elements were vital in 
this process. These consisted first and foremost in the masses themselves, who needed to be 
organized, educated and relied upon； professional health personnel who had to give technical 
guidance and to popularize knowledge so that it could be assimilated by the population at 
large； and leadership to organize and direct the whole process. Suitable examples of mass 
campaigns conducted in such a manner should be incorporated into the section, for example 
smallpox eradication. This example also illustrated the extent of activities required at the 
central echelon for effective planning, implementation and evaluation of programmes at field 
level. 

3.3.12 Section IV of the working paper contained some conclusions and suggestions, These 
suggestions, wise as they were in themselves, should be made much more concrete so as to 
facilitate their proper review by the Board, thus enabling it to provide practical guidance 
for the future. 

4. Concluding recommendation 

4.1 The Working Group realized that the subject was of great complexity and that the outcome 
of the study was likely to have important consequences for the Organization. It felt that 
the study should not be completed in undue haste and that further time should be made available 
for development and analysis of additional pertinent information. This implied the 
continuation of the study for another year and the presentation to the fifty-fifth session of 
the Executive Board of a working document that would take into account the views of the Board 
as expressed at its present session on the basis of the Working Group*s report, as well as 
other observations made during this session that have a bearing on the study, and would embody 
the results of further study of the matter. 

4.2 It is suggested that a Working Group be formed, to continue the study for the Board at 
the time of its fifty-fourth session, with a view to presenting a final report to the fifty-
fifth session of the Board. 

4.3 If it concurs with the above, the Executive Board may wish to adopt the following 
resolution： 

"The Executive Board, 

Having considered the organizational study on the interrelationships between the 
central technical services of WHO and programmes of direct assistance to Member States, 
as decided by the Twenty-sixth World Health Assembly in its resolution WHA26.36,1 

1 Off, Rec, Wld Hlth Org.， No. 209, p. 18. 



Realizing that the subject is of great complexity and that the outcome of the study 
is likely to have important consequences for the Organization, 

1. CONSIDERS that the continuation of the study for another year would be essential； 

2. REQUESTS the Director-General to proceed, in accordance with the recommendations of 
the Board, with the collection of any further information which would assist the Board in 
continuing the study； and 

3. RECOWBWENDS to the Twenty-seventh World Health Assembly the adoption of the following 
resolution : 

The Twenty-seventh World Health Assembly, 

Recalling resolution WHA26.36 

Having considered the recommendation made by the Executive Board in its 
resolution EB53.R.., 

1. DECIDES that the study on the interrelationships between the central technical 
services of WHO and programmes of direct assistance to Member States should be 
continued for another year； 

2. REQUESTS the Executive Board to report on its study to the Twenty-eighth World 
Health Assembly." 


