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, • . - - •• . 

It is generally acknowledged that the means are now available to 

eliminate or substantially reduce a significant proportion of the ills 

which afflict man. Disease has for too long deprived him of many of 

his opportunities for advancement. The time has now come when the 

application of this knowledge on a worldwide scale is not only fea-

sible but is an economic and social necessity. 

When the objective of the World Health Organization was establi-

shed as the attainment by all peoples of the highest possible level of 

health, and when to it was assigned responsibility for taking all neces-

sary action to attain this objective^ the States parties to the 

Constitution clearly intended that World Health Organization should 

take active measures. Therefore^ the Executive Board is invited to 

consider the principles which might guide the presentation of an 

adequate health programme for WHO in 1950. This programme is to be 

presented to the third session of the Board. 

There are large areas of the world where malnutrition is common, 

but which could produce sufficient food
 v

íor their own needs - perhaps 

even for export. They are prevented f:rm doing so by primitive hus-

bandry and preventable disease. The United Nations has recognized 

that the major problem which faces international organizations at this 

time in the economic and social field is the problem of food production. 

Large-scale investment in the health of the people of these areas would 

be a major contribution to the solution of this problem. It would
 f 

enable the administrations of these areas to establish satisfactory 

health services, using techniques which have been recognized by the 

World Health Organization. 



The economic consequences of such a move are almost incalculable. 

The cost of not carrying out an adequate programine for the reduction 

or elimination of preventable disease is many times greater than the 

cost of the programme。 It has been estimated that, even in those 

countries with the most advanced medical services and with the 

hi^iest standards of environmental sanitation, the loss to the 

community due to preventable sickness amounts to nearly three times 

as much as the cost of medical care. 

The sums involved in these calculations a re usually so huge 

that they convey an impression of phantasy, but time has always 

proved them to be extremely conservative• The expenditure entailed 

in quarantine and similar negative measures, if expended upon the 

elimination of reservoirs of pestilential disease, would, within a 

reasonable period of time, eliminate the necessity for such measures• 
_ . • • ' *• � . . ' 
It is also pointed out that these measures restrict movement and 

- - • ‘ . - • _ 

therefore increase the costs of trade. 
, • . . . . • • • . . : . , . • . 

In addition to the obvious economic dividends from such 
. . • ' • • • 

actions, there will be social gains which are not susceptible to 

calculation. Until now， the sanitary circumstances af large 

groups of the population of the world have compelled them to regard 

themselves as the slaves‘of their environment. Once' released from 

thiô bondage
9
 they could look forward to a íúll measure

:

oï t hat 

self — respect and enterprise to т/riiich they are entitled¿ 

Anyone who works for the'public health can illustrate these 

and other reasons pointing to the necessity for large-scale 

investment to improve the public health with numerous examples 
上 . • ., ... . . ••. 

. ‘ ： . . . . . • -

drawn î rom his own experience. There is a growing national 

consciousness that expenditure on public health is a. sound 
. . : . • .. ： .•-•.： . . . • • . : . . : .. •. ..... • • ‘ 

investment^ but the international offort i吕 on too small.a scale• 

In inany countries the resources are .inpufficiently exploited to 

finance thoso public health measures, which in turn would permit 

a successful厂 rapid and co-ordinated agricultural and industrial 

development• 



Any such investment in the public health of the world would 

naturally have two aspects; short-term and long-term, and the 

programme which the Director-General would prepare for 195P would 

take fUll cognizance of this. The first Health Assembly ‘ 

recognized a number of approaches to this problem, and the
; 

Director-General makes the following suggestions for lines along 

which he might develop the proposed programme for 1950： 
t * . • 

1 Tropical hygiene， with special reference to :species
: 

eradicatión of vectors, for example, of malaria^ -•； 
> ‘ , 

trypanosomiasis, etc# 

2 The' elimination of reservoirs of pestilential disease: for 

example, plague^ cholera, typhus and smallpox» 

3 ‘ Venereal diseases. It seems clear that with modern techniques 

it is now possible to remove a substantial proportion of this 

probldm, so leaving the field clear for the necessary: social 

approach, which alono can eliminate many of the contributory 

causes.. 
. • * • . 

4 Maternity and child health • This would be approached 

basically by educational measures and might.well be the 

least short-term but the largest long-term, programme of all, 

5 Tuberculosis, "KMle continuing to sponsor widespread 

adoption of BCG vaccination, which may be regarded as being 

the most immediately useful of the methods available for 

internationál intervention in this field, pending further 

biochemical discoveries, it should be noted that one of the 

major contributions which can be made in assisting countries 

to tackle tuberculosis will be the improvement of nutrition 

and living standards which attend the measures outlined 

above• 

6 Nutrition, Apart from the fact that by the approach outlined 

above, the nutrition of large numbers of the population of 

the world would be improved by the increase of available food 

supplies^ FAO and WHO in co-operation should assure that 

these supplies are used to the best advantage. 



In the production of such a programme, the Director-General 

would always have in mind the necessity for adequate educational 

facilities for medical and auxiliary personnel, and the importance 

of the development of all relevant programmes in accordance with 

the re commendations on mental health• 

In submitting a programme for 1949 which resulted in a total 

budget of ^>6,912,000^ the Programme Committee of the RLrst Health 

Assembly 3ot forth measures which they b elieved^ could be effectively 

taken toward attaining the Organization
1

s objective, during the 

first full year of operations. The work т/vhich could be carried out, 

however, was then restricted to that which could be performed 

within t he budget ceiling of ^>5^000,000, This amount, nearly 

ООО,000 less than the amount Required to carry out the füll 

approved programme， was established largely by deducting substantial 

amounts for delays in filling positions and estimated lapses 

resulting from positions which might remain vacant. . The consequence 

of these deductions is that the full enset of the work of the 

Organization in 1949, willb e considerably postponed^ Work which 

might begin the first of January cannot begin until April or May, 

since, otherwise, the budgetary limitations would be exceeded. 

If the budgeted programme for 1950 were to be nc more than 

%
 $5,000,000, the programme planned for 1949 could be started, but 

could not be carried on in 1950 at the level and in the manner 

envisaged. Since there must be a delay in making appointments 

to save approximately 30 per cent of the Budget, by the time these 

employees have been oriented and are able to start work in the 

field it would be well into the summer• If, then, it were necessary 

to have the work finished and all payments te personnel who cannot 

be retained in 195〇 made by 31 December 1949， not only would the 

Organization lose much of its investment in the personnel, but it 

would have been impossible to have made more than slight progress 

towards achieving the goals of its programme； at the same time the amounts 

envisaged in the budget f r 1949 will have been expended. The effective 



work which the Organization should ca;rry on in the first year of 

operations waç determined to be at a level which in a full year's 

operations would cost nearly $7，ООО,000. From the above 

considerations, it is apparent, with the establishment of services 

and the ensuing demand,that the operations for the second year should 

be considerably expanded beyond that amount» 

It should be recognized that the present economic situation in 

many countries makes it impossible for them to provide, unaided, the 

health services -'and urgently needed medical supplies essential to 

adequate health measures• It is, therefore, suggested that the 

Executive Board consider the following plans 

I. It is proposed that there be developed a plan which reflects the 

work Tirtiich could be drne by the Organization over a period of several 

years, in the light of presently-existing medical knowledge• Within 

this context, would also be developed a plan shewing whát part of the 

projectod work could be imploraentecl during 195〇《 
» * 

II. It is proposed that the 1950 budget be presented in two partsi 

(a) administrative 

(b) operating 

It will b e of tho greatest value to*the Executive Beard and the World 

Health Assembly to know with considerable accuracy the proportions of 

the resources of the Organization which are to be expended for 

operating expenses and for administrative expenses. The Director-

General can make good use of this information in assuring that the 

Organization is managed as economically and efficiently as possible. 

It is considered proper that the costs of the administrative 

budget and the operating budget should be assessed on separate bases 

with separate scales of contributions. 

III. It is further proposed, in order to make the financing of the 

budget less of a burden to countries with small resources in foreign 

exchange, that to tho greatest possible extent, contributions be 

accepted to the operating expenses budget for 1950 in medical and 

sanitation supplies and possibly ether services• In other words, to 

the extent that appropriate medical and sanitation supplies and 

possibly other services are available for purchase in currencies other 

than U,S
f
 dollars cr Swiss francs, contributions can be accepted in 

those currencies. 

At this session of the Executive Board, it is not possible to 

discuss the full financial implications of the 1950 programme. 



If the Executive Board agrees with the principles rutlined a b o v e , , . 

the Director-General will, before the third session of the Executive 

Board, develop a programme based on this new outlook• In developing the 

programme and determining the estimates of vdiat can be done in a given 

year, it should be noted that the Organization will have nearly a year 

to make tho detailed plans and to prepare for work in that уэаг. This 

is an unusual and advantageous position• Also, since the second 

Health Assembly meets in mid-May 1949, the programme and budget for 

I95O will be known when the preceding year is about half over, and the 

activities in ttie last half of I949 côuld be carried on with a view to 

smooth integration with the prcgrajmnes established for 1950. 

The suggested criteria to be used in distinguishing between 

administrative and operating expenses are attached as Annex "A", for 

review and approval by the Executive Beard• 



ANNEX A 

SUGGESTED CRITERIA TO BE USED IN DISTINGUISHING 
BETWEEN ADMINISTRATIVE AND OPERATING EXPENSES 

» . . � ‘ . 

It is proposed that the Organization should consider as 

administrative expenso all expenses of activities which facilitate 

and provide services for carrying out the objective of the 

Organization^ and as operating expense all expenses of work done 

clirectly on the pre gramme activities of the Organization, Briefly 

stated, administrative expenses are those expenses arising from 

cc-crdinatins, administratively planning, organizing, staffing and 

financing the programmes. They include the salaries of the 

Director-General and his staff, and the employees of those activities 

which aid the Directcr-Gcncral^ such as budgeting, accounting, general 

services, personnel administration and others of like character• 

Althcu^h the Director-General is both chief technical and 

chief administrative officer frr the Organization^ it is intended 

that the expense for his salary and allowances, and those of his 

immediate office, be regarded as administrative. . His time is 

divided between operating and administrative work^ but he is 

responsible for management of the entire Organization, and tc try 

to separate his time, and that of his imirujsdiato staffs between the 

two classifications of expense is not practicable. 

The proposed definition of administrative expense is based on 

salaries and allowances only, and excludes miscellaneous expense 

such as travel on official business, communications, administrative 

supplies aad materials, etc. Since salaries and allowances 

represent the bulk of the expenditure (excluding fellowships, medical 

literature^ medical supplies and similar items) they can be used as 

a true index of the amount of administrative and operating expenses. 

If it is attempted tc budget on any other basis, the Organization 

willb ocome involved in expensive and intricate erst accounting. Once 

percentages of the total s alary and allowance expenses are established, 

these percentages will be used tc- determine proportionate shares of 

ether types cf expenditure• Airthcrmore, the expense for persons who 

divide their timo between administrative and operating functions will 

be allocated tc that function which engages at least 5〇 per cent of 

their working time。 



1 There is attached a chart which illustrates the definition rf 

administrative expense by listing in detail the functions which 

constitute the major portion of administrative expenses. The scheme 

of presenting the details is to list first a major function such as 

administration, personnel, finance, etc” and then tc list the 

activities under each. Notations are made shewing which functions 

and activities are included and excluded, 

Frr the information of members cf the Executive Board, there is 

also attached a copy of the current organization chart, with the 

organizational units which are regarded as expenses of the 

administrative budget marked with the letter "A
11

. 

2 The expenses of the Health Assembly and Executive Board meetings, 

which in the 1949 budget appear as "organizational meetings
1

^ will be 

added to the administrative expenses herein defined, to constitute 

the administrative budget. All other expenses of the Organization 

will be regarded as "operational"• 



SCHEMATIC OUTLINE 

DETAILS OF DEFINITIONS 
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Functions considered as constituting administrative expense"
1

" 

Function Examples 

Administration Includes^ 

"Administrâticn"
>
 as used here. 1. Director-General and his immediate 

consists of these overall functions staff• 

performed in organizing, co-ordinating， 2. Deputy Directôr-Gôné*r"àl"his 

planning and supervising the activities immediate staff. 

on an Organization-wide basis• The 3. Director, Administration and 

allocation of consultants, co-ordinat- Finance and his immediate staff. 

ors and liaison assistants attached 4, Consultants and co-crdinators 

tc the Director-General
1

 s office is attached to the Director-General
1

 s 

determined on the basis of assignment office • 

- i f the work primarily concerns 5. That part of the New York Office 

organization, planning and those engaged in liaison with UN, other 

broader problems dealing with adminis- specialized agencies, e t c” and 

trative counselling of the agency, the personnel cn the staff of the 

expense would be assigned to adminis- Director-General engaged in 

tration, The development and rendering liaison work. 

to the Director-General of legal advice 6. Legal Section 

which he requires in the co-ordination. 

planning and administrative management 

of the Organization is regarded as an 

administrative expense• 

Perscnnel Includes• 
11

 Personnel" 3 as used here^ represents Office cf Personnel 

the Organizaticn-wide activity 

and does not include the.personnel 

functions performed' by Directors and 

first-line supervisors 

Activitiesí 

Administration of Staff Regulations 
and Staff Rules 

Appointment 
Placement 
Classification 
Training 
Safety-
Employee Relations 
Liaison with other agencies 
Liaiscn with Swiss authorities 
Insurance and retirement plans 

1 This applies to headquarters only. All regional and field office expenses 
are classified as "operating expense". 



Function Examples 

Fiscal 

"Fiscal", as used here, embraces bud-

geting, auditing, accounting (except 

programme accounting) and management 

and record keeping of the financial 

resources of the Organization • 

Activities: 

Administrâtive accounting and auditing 

(those activities necessary to collect^ 

receive, record^ report^ disburse, 

inspect and audit the financial 

resources of the Organization^ and to 

provide administration with financial 

information.) 

Investment* of funds temporarily idle. 

Financial administration cf Staff 

Provident and Retirement Rinds, 

Budgeting• 

This function excludes programme 

accounting and auditing which arises 

from purchase of operating supplies and 

equipment
9
 operation of the fellowship 

programme etc. Howevèr, until such 

time as this type of accounting has 

reached a volume which is readily ident-

ifiable, all accounting and auditing ex-

penses will be regarded as administrative 

Includesi 

Dffice of Internal Audit 

Dffice of Finance and Accounts 

rhe portion of the Office cf Budget 

m d Management which deals with 

budgetary planning, justification 

m d execution. 

Conference and General Services 

As used here，the term conference and 

general services" represents the house-

keeping services of the Orcanization, 

including staffing and material arrange-

ments for conferences and. meetings. 

Activities: 

Procurement and supplies (only admin-

istrative material is included under 

this item)• 

Registry-

Documents 
Conference arrangements 
Office accommodations 
Central stenographic service 
Graphic services 
Travel & transportâtion 

ïncludest 

)ffice of Conference and General 

Services 

excludes: 

Expenses of expert committees 



Function Examples 

Administrative Management Analysis 

"Administrâtive management analysis", as 

used here, represents those analytical^ 

research and survey functions performed 

to aid the Directors-General to carry out 

his responsibilities for organizing, 

planning and co-orctinating the activities 

of the Organization. 

Activities: 

Organization analysis and recommen-
dations • 

Procedural analysis and recommendations. 
Reviewing orders^ instructions, etc. 
Reviewing forms. 

Includes: . 

That part of the Office of Budget 

and Management which deals with 

administrative management analysis, 

although he is responsible for 

activities in both fields^ the 

Chief, Office of Budget and 

Management and his secretary are 

arbitrarily assigned, for this 

purpose^ to the budget functions 

Information 

As used here, the term
 11

 information" 

represents the preparation and dis-

tribution of information of interest 

to the general public. It does not 

include the editorial 'and reference 

services^ because those services 

are in the field or programme 

operations, such as preparing reports 

on the findings of research^ or the 

dissemination of information of a 

programme nature； 

Includes: 

Office of Public Information 

Excludes： . 

Division of Editorial and Reference 

Services. 

Notej Although the Translation 

Section is responsible for trans-

lating administrative as well as 

programme material^ the trans-

lation of administrative material 

does not require as much as 5〇 per 

cent of the time of any translator, 

so the expense is classified as 

"operating：- expense". 
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