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First Meeting ‘ • 

Friday, 6 January 1950) at 10 a,m。 

Present： 

Dr, H. S. GEAR, Chairman 

Dr. H. HYDE 

Dr. C, Van den BERG 

Dr. M. MA.CKENZ1E 

Dr. A. STAMPAR 

Designating Country; 

Union of South Africa 

United States of America 

Netherlands 

United Kingdom 

Yugoslavia 

Secretary; Mr. Milton P. Siegel； 

Acting Assistant Director-Gsneral， ‘ 

Department of Administration and Finance„ 



1. OPENING OF THE MEETING 

The CHAJRM/Ш welcomed the members of the committee and in their 

name offered New Year1s greetings to the Director-Ganeral and to the 

World Health Organization, He also extended a welcome to М.Г. Brunskog, 

External Auditor, and stated that Dr, Nazif Bey had sent apologies for 

his absence until Monday evening。 It was necessary to fix the 

committee's ti.Et- t a b l e i n view of the preparations now being made for 

the meetings of the Executive Board, he suggested there should be no 

meetings on Saturday afternoon and Sunday» 

It was agreed that there should be no meetings on Saturday 

afternoon and Sunday and that the aim should be to end. the present 

meetings by the evening of Jaraary 13; this did not, however) 

necessarily mean that the work: would be completed by tha;t .&irae0 

Dr, HYDE introduced his advisers) Mr„ Ilansorij Exacutive Officer, 

US Public Health Service, and Mr, Hoscraan, Representatives to 

Specialized Agencies in Genova, 

Dr. MACKENZIE introduced Mrs Mason,, Senior Organization Officer 

of the Organization and Methods Division of HM Treasury, Mr, Lindsay, 

Miss Green and Mr. Melis^ advisers to the member of the Board from the 

United Kingdom, 

The CHAIRMAN pointed out that there were two subjects before the 

committee % 

(1) examination of the organisaionai structure and 

administrative efficiency of the orgaxxi sationj 

(2) examination of the Diï'ector-General’s proposed programme 
and budget for 1951, 

He pointed out that., as far as the second subject was concerned, 

there was a defiráte tir̂ e schedule since the Executive Board must present 

its report to Member Government：, six weeks before the next Health 

Assembly; this meant that by Fridoy next the conmittee's comments must 

be ready. 



Dr, van den BERG suggested that both subjects should be dealt 

with concurrently, the first in the mornings and the second in the 

afternoons. 

Dr» MACKENZIE considered that since the organizational structure 

was the more important and difficult subject, it would be wise to 

devote the first two or three days to it and then pass on to the subject 

of the budgetv 

Decisions that organizational structure and administrative 

efficiency be discussed first, 

2. ORGANIZATIONAL STRUCTURE AND ADMINISTRATION 

General Discussion 

The DIRECTOR-GENERAL said the whole Secretariat sincerely welcomed 

the assistance it expected to roceiye from the Standing Committee 

through the Executive Board. In the early days rather a bad start had 

been made from the point of view of procedure. The reason was that 

the Executive Board and the Assembly had not adopted a general 

programme of work; that fact had been responsible for much of the 

friction between the different organs: the Secretariat had had to 

take the lead and initiative in producing programmes and budgets 

beyond the degree contemplated by the nations when the Constitution was 

set up. The Executive Board had been put almost entirely in the position 

of criticizing^ without being able to take the constructive action it 

should have been able to take. He believed that the setting up of the 

present coimnittee to go fully and carefully into internal mechanics 

would be greatly to the advantage of the whole Organization; there 

would be common ground on which the Secretariat and members of the 

Executive Board could meet, which had not always been the case in the 

past. It was essential that members of the Executive Board should have 

a clear picture of the working of the Secretariat, its structure and 

its internal and external relationships. Every individual member of the 



staff came to the Organization with a specific national education, not 

only as far as national techniques were concerned but also with those 

nationalistic ideas and feelings with which they had grown up; it must 

be recognized that in the United Nations generally, and specifically 

in WHO, it was necessary for staff to adjust themselves to something 

quite different from a nationalistic atmosphere; it was necessary to 

find people capable of developing quickly beyond the stage of national 

loyalties to fill every post in the Organization. In many cases that 

entailed an educative process which had to be begun after members had 

joined the Organization; this was unavoidable and was one of the 

conditions which had to be faced by all truly world organizations. 

Another complication was the necessity for geographical distribution, 

which was a real and not only a formal necessity; without reasonably 

good geographical distribution^ the Organization could not develop 

satisfactorily. WHO had by no means attained really good geographical 

distribution and it was not to be supposed that such geographical 

distribution could be perfect in the foreseeable future： many countries 

could not produce enough technically-trained people; if that were not 

the case there would be little further need for assistance in the 

development of health services. Furthermore, it was sometimes necessary 

to engage staff who, in fact, wsre not the best people to be found in 

the world for a specific job because there were always other considerations 

to be weighed; in such cases it was hoped that training and in-service 

education might remedy the situation. Language also presented problems 

with which members were well acquainted. Everything had to be translated; 

it was necessary for all members of the staff^ whatever their native 

language^ to undorstand what *was going on; although most members were， 

to some extent， bi-lingual， there was an enormous amount of internal 

translation to be done; ±:г some cases it was necessary to put two people 



on one job because of those difficulties» few people could write 

perfectly in any but their own language. 

The survey to be undertaken was welcomed wholeheartedly; one 

instruction only had been given to the staff in this connexions that 

they should give all information asked for without any reservation of 

any kind, but that they should confine their answers to matters with 

which they were familiar from their own personal experience. He felt 

sure this would be considered a fair attitude, and he himself would 

like to express his appreciation of the fact that the Executive Board 

and members of the committee were ready to give their time to assist 

the Organization in this way; it was hoped that -the survey would, produce 

a larger measure of solidarity in the Organization and enable the 

Executive Board to make its decisions with greater confidence. He would 

ask that the possibility of the Executive Board1 s nominating certain of 

its members to represent the Executive Board .at the Assembly should be 

considered so that the split which had been apparent in Rome between 

the national delegations and the Secretariat might be avoided. At the 

Second World Health Assembly the Executive Board had not been in a 

position to take the responsibility for its own decisions; the 

responsibility had been taken by the Secretariat and that had produced 

a structurally unbound Situation which should not be repeated; some 

method of dealing with the difficulty should be considered by the 

committee, as an administrative matter. 

The cmiRMAiJ thanked, the Director-General for his attitude to the 

investigation and stated that the objective in carrying out the 

instructions of the Assembly and of the Executive Board was to present a 

report which would either convince all organs of WHO and Member States 

that development was satisfactory or would make proposals to secure such 

satisfactory development; the report should also provide answers to 



criticisms which had been or would possibly be made, and aim at the 

creation of that confidence which Members should have in WHO's ability 

to proceed with its task. 

He drew members' attention to the documents before them, in 

particular EB5/AF/1， EB5/14 and addenda, and EB5/37. There were also 

certain UN documents which might be helpful, in particular: 

Report of the Advisory Committee on Administrative and 

Budgetary questions (A/934) 

Report of the Expert Committee on Salaries, Allowances 

and Leave Systems ； 

Report of the International Civil Service Advisory Board 

He welcomed the invitation of the Director-General to make visits 

of enquiry in the offices; he thought it might be well to repeat that 

the desire was to approach this important and responsible task in a 

judicial and unprejudiced frame of mind. 

The Chairman then read a draft he had prepared as a possible basis 

for the committee's report, and it was agreed that this should be 

circulated. 

He expressed appreciation of the fact that in the documents prepared 

by the Director-General, answers had been given not only to specific 

questions, but also on other suggestions which had been made in the 

course of discussion. 

Dr. STAMPER thanked the Director-General for his clear explanation; 

it was very important that the Executive Board should collaborate closely 

with the Secretariat. He considered that the financial situation should 

be made clear before the structural organization could be considered; 

many Members had not paid their contributions at the proper timej some 

Members had also withdrawn withput paying their contributions. What was 

the position with regard to contributions for 1948 and 1949? 

Dr. HYDE thought that the committee might be required to consider 



adjustments in 1950 in the light of the situation with regard to the 

1948 and 1949 contributions, and the information should therefore be 

available. He would also like to have information with regard to the 

existing expert committees (their size and dates of their meetings), 

and with regard to expert committees contemplated in the 1950 and 1951 

budgets. 

In reply to a request from the Chairman for suggestions as to the. 

method of proceeding with the discussion, Dr. STAMPAR proposed that 

there should be first a general discussion and then discussion of what 

he considered a very important mattert the respective functions of the 
* • 

central and regional offices. Dr. MACKENZIE and Dr» HYDE weïe of the 

opinion that too much time should not be spent in questioning individuals 

because in their experience very little was to be gained from that 

practice. 

Decision: To proceed with the general discussion and, if 

possible, to break up into enquiry groups on Monday. 

Mr. SIEGEL outlined the circumstances which had given rise to the 

formation of the Standing Committee. He stated that the Secretariat 

would welcome additional requests from the committee for information 

and would be glad to receive any such requests as soon as possible. Л 

most useful document for the general discussion would probably be found 

to be Part I of document EB5/AF*/1, which was a history of functional 

development and a statement of the basic principles applied by the 

Director-General in planning the administration and organization of WHO. 

With regard to the financial situation, a detailed statement 

concerning 1948 and 1949 contcributions to the Organization and to the 

Working Capital Fund would Ъре available in a few days. The position at• 

the end of the year (apart ::f”om any payments as yet unnotified) was that 

of contributions for 1948 tthere was an amount still outstanding of 

$867,676, i .e . 17.85 per aient of the budget of $4,800,000. That sum 



represented the amount due by 19 Member States, one of which had made 

a part payment. For 1949 contributions still outstanding totalled 

347,623, representing 26.71 per cent of the budget of $5,000,000. 

Functions of Headquarters 

and Regional Offices 

Dr. MACKENZIE invited a statement from the Director-General on the 

functions of the central organization and the regional offices as he 

conceived them, giving some idea of what their relative size would be; 

and also their technical, administrative and financial functionse 

Dr. STAMPER also felt that a discussion of the scope of the central 

and regional offices was of fundamental importance• 

The CHAIRMAN thought that a partial answer to the question was given 

in pages 1 to 6 of document EB5/AF/1, which he brought to the committee1s 

attention in detail. 

Dr. Van den BERG， while grateful for the document in question, 

which gave an excellent historical explanation of the structure of the 

Organization^ felt that the point at issue was future development. 

While willing to proceed with a general discussion of the problem, he 

agreed with Dr. Mackenzie that the relationship vstween the central 

organization and the regional offices should be established first. It 

might prove that work at present being 

could be done by the regional offices; 

be reached. But, whatever the outcome 

obviously of primary importance. 

carried out by the central office 

a contrary conclusion might even 

of such a discussion, it was 

Dr. HYDE agreed with the three previous speakers as to where the 

basic question lay. It was a problem of which considerable proof was 

afforded by the Western Hemisphere. The committee could not proceed to 

a study of the organizational structure of the central office without 

knowing what the functions of the latter were. 



He asked the Director-General to give a brief review of the 

• • • 

existing situation at Headquarters and in the regional offices. 

The DIRECTOR-GENERAL reminded the meeting that the principle of 

decentralization was embodied in the Constitution and was a basic 

principle of the World Health Organization. He quoted the statement 

on page 6 of document EB5/AF/1, Part I, to the effect that "the 

principle of delegation of responsibility should be followed to the 

utmost extent consistent with efficiency and co-ordination of policy". 

I'n the early days of the Organization there had been no regional 

organization except for certain missions in various countries 一 small 

groups wHch had assumed very considerable responsibility with regard to 

the Organization's field work in those countries. Such missions had now 

been almost entirely terminated and regional organizations were in 

process of being developed. Not fully developed but already 

responsible regional organizations had been established for South-East 

Asia and the Eastern Mediterranean, and in the Western Hemisphere the 

Pan American Sanitary Bureau served as the regional office for the 

Americas, Decentralization was being developed to the fullest extent of 

which the regional organizations were capable; in the future, as the 

latter became more developed and more capable of carrying responsibility, 

so decentralization would continue and become more complete. 

There existed, however, no regional organization for the Western 

Pacific nor for Africa, and for Europe there was only the small 

administrative office authorized by the Executive Board. It followed 

that the functipns in connexion with those countries had still to be 

taken charge of entirely by the central office. A meeting had been 

convened of the Regional Committee for Europe, 14 Member States having 

signified their desire that such a committee should be set up; it was 

scheduled to meet on 6 March X950. 



The programme of the Secretariat was to decentralize to the 

fullest possible extent all the functions relating to national 

govemnents, and national health services. The function of the central 

office would contract considerably as time went oru In the meantime it 

was necessary for the central office to carry on the role of regional 

offices for large parts of the world that were not yet equipped with 

regional organizations. The main function eventually of the central 

office would be co-ordination of the work of the regional offices, the 

collection of information from all parts of the world and its 

dissemination to other parts of the world through regional offices, and 

co-ordination with the United Nations, its Specialized Agencies and 

voluntary agencies. The liaison work with all those agencies would have 

to remain a central function^ Local co-ordination and liaison would5 

with the establishment of regional offices, be taken over locally. In 

the meantime most cf that co-ordination was being done centrally - a 

procedure which would have to bo coD+.irmed for .some time yete Technical 

афг^се on a high level would remain i function of the central office? 

i ee e* the co-ordination of tho technical, work being vmclertakon in аД.1 the 
i .丨 f : ! i ‘ ‘ ‘ ¡ ! 

regions with technical advice bo;.ng made available to local consultants 
I I I • •； i l l ! f 

through the central office。 ТГю organization centro'-.ly would continue 

l i . i. t i 丄 

to provide certai/i � guo � or the regional office s 5 for example, the 

finding and provision of рез* míiel " technical, medical, administrative^ 

and all the other kinds of personnel who would be needed in the regions, 

the provision of temporary consultants, of staffs for field démonstrations, 

for demonstration areas and other activities) the work of all of which 

would be under the direct control of the regional organizations，not the 

central organization. 

The provision of supplier for teams in demonstration areas would 

need to remain, so far as'' c o d be seen, a central function^ although 

the actual obtaining of those supplies would, as at present, be undertaken 



¥ 

by regional offices wherever possible. The co-ordination of that 

aspect of the work was an important function which would probably have 

to remain with the central organization so far as could be seen at the 
¥ 

present time. 

‘ i ‘ 

The financial controls must remain at the central level. It would 

be impossible to set up entirely autonomous regional finanoial controls, 

because these would inevitably go rapidly off in all directions and 

further the Organization was bound by decisions of the Assembly and the 

Executive Board, by agreements with the United Nations and other 

specialized agencies, and by the whole co-ordination system with those 

bodies - the Administrative Committee on Co-ordination, the Preparatory 

Committee, etc. He could not stress too strongly that the Organization 

was one body, and not a federation of local or autonomous organizations. 

There was only one World Health Organization,' the staffs employed in 

regional offices belonged just as much to the Organizaffcion, and had the 

same terms of employment, as those in the central office. He hoped that 

the staffs of the regional offices and the central office would be 

interchangeable to a high degree, and that there would be a very 

considerable exchange of staff as between regions and the central office. 

Already there was some such exchange. Some people from other regions 

were being employed in regional offices, and that he felt was a very 

healthy situation, and one to everyone's advantage. It was hoped that 

such exchange of personnel could be increased very considerably in the 

future so that other points of view mit-ht be brought to regions and the 

wealth of experience gained anywhere in the world be made available to 
• 

the other parts of the world where it could be of use. 

Dr- HH® appreciated the ‘ statement of the Director-General, with 

which he was on the whole in agreement. He thought, however, that in 

the Americas there was much to be done before a proper relationship was 



achievedmth regard to the regional offices. It might be useful for 

the coiranittee to work out a pattern for such a relationship, taking 

into account the channels of communication, the contacts between 

Headquarters and the various governments and also those maintained by 

the regional offices themselves. 

It would seem that the Director-General's contact with governments 

would be reduced if proper regional offices existed. He would naturally 

retain responsibility for all that concerned the World Health Assembly, 

and for convening meetings and issuing the relevant documentation; 

matters relating to payment of contributions by Member States would also 

remain the concern of the central office, as would everything connected 

with the Constitution of the Organization. But in operational matters 

the regional offices should be responsible for liaison vàth the 

governments and. with national health administrations, for working out 

of programmesj recruiting of personnel, fellowships, and so on. 

Dr. Hyde knew from personal experience that the situation in the 

Americas was very confused. Government officials, highly specialized 

in their work, were unaware whom they should approach where the 

Organization was concerned. If even the United States, with its 

numerous federal employees, found it difficult to keep track of the 

situation, smaller countries, in whose ministries WHO communications were 

often received by different departments, and where the officials might 

be part-time practising doctors; were quite unable to cope with much of 

the high-level material issued by ,the Organization. Such a position 

called for some simplification on the part of the World Health 

Organization, a simplification which would enable such officials to know 

•whom they should contact. 

The meeting was agreed that the development of the Organization 

should be along regional lines, as waits, in fact, laid down in the 



Constitution. It might, therefore, be advisable for them to develop 
г 

a statement along the lines of that made by the Director-General. 

Such a statement would be of help both to the committee and to the 

various governments, many of whom were beginning to realize that they 

should have a full-time official to dealt vdth the problem of 

international health. The committee might indeed make recommendations 
' ¥ 

to national administrations along those lines. 

The DIRECTOR-GENERAL again emphasized that the present practice of 

the Organization was to decentralize wherever such a policy was of 

advantage. 

He felt that much of the difficulty in the Western Hemisphere had 

arisen from some confusion between the functions of the Pan American 

Sanitary Bureau as such and its functions as the regional office of the 

World Health Organization. There was as yet no complete clarification 

of responsibility, but WHO recommendations to governments members of 

the Pan American Sanitary Bureau were made through the regional office 

for the Americas, with the exception of those on a diplomatic level. 

With regard to South-East Asia and the Eastern Mediterranean, 

decentralization had been almost completed. Where Headquarters communicated 

directly with the various governments, copies of the communications were 

sent to the regional office. In all fields other than those considered 

as at diplomatic level the regional offices acted on their own initiative 

and Headquarters were informed of what they had done through the monthly-

reports, or by a direct request for advice or assistance. 

The recent meeting of Headquarters staff and the directors of 

regional offices had cleared up many details and had made clear where 

responsibility rested, certainly in the case of the two fully organized 

regional centres. Difficulties with regard to the Western Hemisphere 

had not been completely resolved, but there were hopes that they would be. 



Dr, Chisholm promised to make available a report of the arrangements 

reached between Headquarters and the regional offices with regard to the 
y 

division of responsibility. 

Dr. Van den BERG agreed with the Director—General that regional 

offices must be considered as part of the Organization and not as 

independent bodies. He also appreciated the advantages of interchanging 

personnel, but feared that the language problem might prove an obstacle 

in such cases; he was, however, in entire agreement with the principle. 

He asked the Director-General if it was correct to assume that the 

development of regional offices would make little difference to the 

Department of Technical Services, the Division of Co-ordination of 

Planning and Liaison, and the Division of Public Information, but that it 

would mean a decrease in the Department of Operational Services, and that 

the Department of Administration and Finance would be affected only in 

so far as was normal following a decrease in Operational Services. 
‘ * 

Dr. Van den Berg agreed with Dr. Kferde as to the dangers of lack of 

co-ordination? he felt, however, that the great need for co-ordination 

was at the national level. 

It was important that there should be co-ordination of international 

work at the national level. Formerly, the various ministries of foreign 

affairs had dealt with international affairs. Now；, however, the technical 

ministries had entered the field of international co-operation, and no 

co-ordination at the national level was possible until such technical 
y 

ministries were equipped with special international sections. 

A recommendation along those lines from the World Health Organization 

might considerably help co-operation in general. 

Dr. STAMPAR asked for the statement made by the Director-General to 

be circulated. 

While agreeing that regional offices should not be autonomous, he 



was glad to see that the importance of decentralization was appreciated 

in administrative quarters, It would be wrong for an organization such 

as WHO to have a large central office., with a large central staff showing 

always a tendency to increase. Even though some matters of global 

interest must remain the responsibility of the central office, the 

question of health in the field could only be successfully dealt with by-

regional organizationsj with locally recruited staff and with a knowledge 

of local problems о 

A definition of the work of the central and the regional offices 

would facilitate the committee's work. 

The DIRECT0R-GENEPÍ1.L explained that the question of regional offices 

was one which was still in the developmental stage^ inasmuch as the World 

Health Organization would ^ar:a final зк-ис.—лл) v?hon 

entire world was covered by a regional network; until that time certain 

functions must be carried out by Headquarters, 

It was， as Dr. Van den Berg had assumed, correct to say that the 

Central Technical Services would be little affected by the development 

of regional offices ~ in particular the Epidemiological Services, those 

concerned with the unification of pharmacopoeias5 and the Editorial and 

Reference Services, It was even possible that the work of those services 

would increase^ following demands rnado upon them by the regional centres, 

As regards Operational Servi ces3 it must be remembered that the 

World Health Organization was a pioneering body and that there was no 
¥ 

pattern which it could follow,, Neither the United Nations nor the other 

specialized agencies, v/ere as decentralised as the World Health Organization 

nor was it contemplated that they should be. There was, therefore, no body 

to which the Organization could look for guidance., since the development . 

of an empire or evan federal control over State and provincial development 

provided very little parallelj conditions were so dissimilar that such 



experience could be accepted only with veiy great reserve. 

The position was such that the Organization did not yet know what 

the proportion of personnel at Headquarters should be in relation to 

that in the regional offices; it had so far been determined in a purely-

arbitrary manner, since there was no experience on which to base it. 

All that could be done was to decentralize as much as possible, leaving 

at Headquarters only such organization as was necessary to ensure со-
* 

ordination and a reasonable uniformity. 

With regard to Operational Services the Director-General could only-

state that, with an increase of decentralization, such services would not 

be as large as they would have been had no decentralization taken place. 

The Secretariat could not make a guess at what percentages would be 

required after decentralization; it could only take account of present 

methods and proceed on that basis. The development of regionalization, 

however, would change the situation. 

He agreed with Dr. Van den Berg as to the difficulties arising from 

lack of co-ordination within national delegations; the same country 

might put forward different views at different meetings and to various 

organs of the United Nations. But the mechanism for dealing with 

such difficulties was improving. The Economic and Social Council regarded 

the matter of co-ordination very seriously and had taken steps to improve 

it. Methods were being introduced to prevent top-heaviness, one of the 

most effective being the Advisory Committee on Co-ordination, on which was 

represented the Secretary-General of the United Nations and the Directors-

General of the specialized agencies, and which had various preparatory 
¥ 

committees at different levels. 

On the national and regional level, however, much remained to be 

done. The World Health Organization was better fitted to carry out that 

work of co-ordination, than other specialized agencies, inasmuch as it had 



a regional structure which the others lacked. 

That very fact, however, led to difficulties； ,in that regional 

operations, had to be effected at headquarters level because of the 

absence of a regional structure in other organizations. 

He re-emphasized that the confusion arose from the necessarily 

e^erimental nature of the Organization's work. 

Dr. HYDE assured the Director-General that the situation in the 

Western Hemisphere was still confused, and thought that such appeared 

to be the case even in the Eastern Mediterranean, He urged that some 

statement should be made, which would enable governments, regional 

directors and the secretariat to follow the pattern of the central and 
< 

regional organization. 

Dr0 STAMPAR agreed that abrupt changes could not be undertaken, 

and that it was impossible to establish rigid rules at a time when the 

Organization was developing.. He urged, however, that a statement be made 

on basic principles and the general questions of organizational structure 

and administration, without entering into details of proposed changes. 

Such a statement of principles, if approved by the Assembly, would become 

a statement of the policy of the World Health Organization. 

D r ' MCKENZIE also asked that the Director-Gene ral 4 statement on 

t h e r e l a t i o n s h i P between Headquarters and the regional offices should be 

circulated. 

He realized that the Organisation was going through a transitory 

period but felt that the ccnmitteo should consider what would be its aims 
4f 

once the regional offices were properly established. 

He assumed that the Director-General, in referring to high-level 

technical consultants, had/meant, not staff members., but men outstanding 
* * 

in their own profession and country who wore to be called in. All co-

ordination of the work。jt regional offices could, he felt, be best 



carried out by medical officers who were general administrators but did 

not necessarily possess specialized knowledge. He asked for the 

Director-General's opinion on this point. 

The CHA.IRMA.N pointed out that even after decentralization, the 

central office would still retain global functions connected with 

epidemiology, statistical services and so on。 

The DIRECTOR-GENERAL said in answer to Dr. Mackenzie that many high-

level consultants were available on the Organization's staff. It was, 

moreover, essential that the staff of the Headquarters office should have 

more than purely administrative ability; they needed also a high level 

of technical knowledge, since anything less would endanger the prestige 

of the Organization in technical circles. When specialists wore not 

available from among the staff of the Organization， they wore obtained 

from outside. 

The question of technical sections headed by specialists^, in the 

regional centres, had not yet been solved, The Pan American Sanitary 

Bureau, acting as a WHO regional office, had recommended such sections 

in the. field, but it was not yet decided whether such sections should be 

part of the regional organization, although pressure would undoubtedly 

develop in that direction. He himself was not prepared to say how far 

such a development was desirable, The regional offices did feci the 

need of technical advisers who were immediately available; an 

administrator was not sufficient for the task of travelling throughout 

the regions and. co-ordinating the work there. Much of the work of the 

regional centres was, in fact3 teaching, and demonstration of technique. 

If the regional office were composed of administrators， a number of 

technical specialists would have to be permanently employed in order to 

i ‘ 

meet the continual requests coming in. The indications were that it 

would be impossible to provide all the technical help askeel for by 



. � 

governments without borrowing .from national sources。 The regional 

offices seemed to foei that a nuiiber of. full-time po.marient specialists 

was necessary) and the Secretariate in view of the increasing demand) 

was not prepared to pronounce such a demand unsound。 He referred in 

this connexion to the resolution received from the Regional Committee 

for the Americas^ which resolution would go before the Assembly,, 

Dr, MACKENZIE explained that he had not meant to oppose the use of 

technical specialists at regional offices; he had merely felt that with 

decentralization^ It v/ould not be necessary to have full-time specialists 

at headqúarters,. 
* > 

Dr« HYDE pointed out that secretaries to the expert committees, 

which constituted one of the nost important ins t ruinent s ' of the 

Organization^ must have technical kncwledge of their committeefs work^ 

particularly in view of the preparatory work which they-were called upon 

to carry out。 Where panels existed the secretary was important as a 

focal point between meetings and? as such, needed to possess expert 

* � . 

knowledge^ at least in the major fieldsо . 

Dr„ STAMPAfl reminded the meeting that all highly qualified 

specialists had to be paidu TlK^ Orgariisation could not àfford to maintain 

a large headquarters staff and at the same time decentralize. 

The DEÎECTOR-GEÎIERAL said that the point raised by Dre Stampar had 

been considered by the Secretariatr and а тэтогапс1шп issued in that 

connexion which stated that special sections were required at Headquarters 

for the following reasons3 • . 

(1) It was accepted generally that when an organization had to 

deal with highly technical subjects'^ the overall adjnirdstrator 

must have the as ai stance, of specialis ts a 

The assistance of specialists was needed in order% 

(a) to keep abreast of developments and be able to express 



authoritative opinion; 

(b) evaluate projects, proposals and requests and concentrate 

on the most worthwhile and feasible; 

(c) assist in developing programmes and plans of operation, and 

provide technical assistance in their execution; 

(d) assess methods and results; 

(e) co-ordinate activities and to prepare standards• 

(2) The World Health Organization provided authoritative technical 

information, and assistance in connexion with the followingî 

(a) UN and the specialized agencies, e.g. participation in UN 

studies on delinquency, on homeless children and handicapped 
* * 

children, etc. Joint projects with FA0> UNESCO， etc. 

(b) Administration of international conventions, e9g9 on 

international quarantiney habit-forming drugs, treatment of 

venereal diseases in seamen, etc. 

(c) Non-governmental international organizations active in various 

fields of health, e.g. tuberculosis, venereal disease, mental 

health and many others. 

(d) Governments, with whom continual technical contact must be 

maintained, not merely episodic contact as in the case of a 
< 

visiting consultant, 

(e) WHO*s own regional offices. On requests from regional offices, 

Headquarters provided services for them; the regional offices 

in general felt the need for technical advice, an explanation 

of new procedures^ and an overall point of view. 

(3) A small nucleus of specialized personnel， in each subject for 

which WHO had a programme, was necessary to assist in the establishment 

and in the work of the expert committees, as well as in the implementation 

of their recommendations alo'ng the lines approved by the Executive Board 



and the World Health Assembly. 

It was only the existence of technical sections at Headquarters that 

made it possible to develop supervision of operations which would produce 

a gradual levelling up and progressive improvement in health work 

throughout the world» 

It was, moreover, quite impossible at Headquarters to produce the 

programme and budget for the year without the services of full-time 

specialists: such work must necessarily extend over a considerable 

period• The committee would agree that a general administrator could 

not produce an overall programme demanding specialist knowledge, 

The CHA.IRMA.N, proposing the adjournment of the meeting, said that 

he hoped that Dr. Nazif Bey, when he arrived, would be able to act as 

Rapporteur. In the meantime he himself was taking the necessary notes. 

The meeting rose at 12,30 p.nit 
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SUGGSSTBD OUTLINE OF REPORT ON ORGANIZATIONAL STRUGTÜKÜ 

AND ADMINISTRATIVE EFFICIENCY1 

1. Forewords outline history of WHO 

2. Part played by 

(a) Constitution 

(b) inherited functions 

(c) Interim Commission 

⑷ First and Second Health Assemblies 

(e) sessions of Executive Board 

in moulding present foim of Organization 

3» Outline of comment on philosophy and administrative principles 

(as given inter alia in Director-General's Report, EB5/1F/1) 

4. Outline of present functions and programmes 

5* Report on the examination of the present organization of 1Ш0 

(a) Governing bodies (e.g. Assembly, Executive Board) 

(b) Advisory committees 

(c) Headquarters organization 

• ⑷ Regional organization 

(e) Field units 

6. Staff matters 

7» Financial matters 

8. Liaison arrangements 

9* Meetings 

10. Travel 

11. Accommodation 

12. Publications 

13• Documents and distribution 

14. Supplies 

15• Conclusions and recommendations 

N.B. The above outline should not be eoneidered as demanding a vast 

report, but to indicate factors which possibly have some bearing 

on the organizational structure and administrative efficiency of 

Such an. outline should ensure that the committee does not 

overlook any essential items, and directs its proceedings in an 

orderly fashion. “ 

'Submitted to the committee by the Chairman (EBi/AF/tilin.l^ page 7) 
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1. OPENING OF THE MEETING • 

The CHAJRMN welcomed the members of the committee and in their 

name offered New Year's greetings to the Director-General and to the 
* * 

World Health Organization. He also extended a welcome to Mr. Brunskog, 

External Auditor, arid stated that Di\ Nazif Bey had sent apologies for 

his absence until Monday evening. It was necessary to fix the 

comraittee ls ti^e-table j in view of the preparations now being made for 

the meetings of the Executive Board, he suggested there should be no 

meetings on Saturday afternoon and Sundays 

It was agreed that there should be no meetings on Saturday 

afternoon and Sunday and that the aim should be to end the present 

meetings by the evening of January 13; this did not, however, 

necessarily mean that the work would be completed by that time„ 

Dr. HIDE introduced his advisers, № . Hanson, Executive Officer, 

US Public Health Service, and Mr, Roseman, US Rcprosontativc for 

Specialized Agoncy Affairs at Gonova, 

Dr. MACKENZIE introduced Mr. Mason, Senior Organization Officer 

of the Organization and Methods Division of the Treasury of tho United 

K5.ngdcmP Lindsay, Miss Grour. ；.rd Mr, Molls, advisers to tho momber of 

tho Board from the United Kingdcn, 

The CHAIRMAN said that there wore tvro subjects before tho 

coiranittee; 

(1) examination of the organizational structure and 

administrative efficiency of the organization; 

(2) examination of the Director-General1 s proposed programme 

and budget for 1951» 

As far as tho эосопД subje-ct was concornod, thore was c. definite time 

schodule sirnre the Executive Bonrd must present- its report to Mcrabor Govern-

monts six weeks beforo tho next E^nlth Assembly ； this meant that by tho 

fo ld ing . Friday tho committer!s o^nEionts must bo roady, 



Dr. van den BERG suggested that both subjects should be dealt 

with concurrently, the first in the mornings and the second in the 

afternoons. 

Dr. MACKENZIE considered that since the organizational structure 

was the more aifficult sab^oct,. it would bo viso to âovoto tho first two 

or three days to It and üicn pass on to tho subjoct of tho 

budget. ,t -

Decision: It was dccidod that organizational struoturo and adminis-

trativo officicncy should bo discussod first. 

2. ORGANIZATIONAL STRUCTURE AND ADMINISTRATIVE EFFICIENCY 

General Discussion 

The DIRECTOR-GENERAL said the whole Secretariat was looking forward to 

the assistance‘it expected to receive from the Standing Committee 

through the Executive Board. In the early days rather a bad start had 

been made from the poiijt of view of procedure. ,The reason was that . 
Health 

the Executive Board and the/Assembly had not adopted a general 

programme of work; that fact had been responsible for much of the 

friction between the different organs: the Secretariat had had to 

take the lead and initiative "in producing programmes and budgets 

beyond the degree contemplated by the nations when the Constitution was 

set up. The Executive Board had been put almost entirely in the position 

of criticizing, without being able to take the constructive action it 

should have been able to take. He believed that the setting up of the 

present committee to go fully and carefully into internal mechanics 

would be greatly to the advantage of the whole Organization; there 

would be common ground on which the Secretariat and members of the 

Executive Board could meet, which had not always been the case in the 

past. It was essential that members of the Executive Board should have 

a clear picture of the working of the Secretariat, its structure and 
its internal and external relationships. Every individual member of the 



staff came to the Organization with a specific national education, not 

only as far as national techniques were concerned but also with those 

nationalistic ideas and feelings with which they had grown up; it roust 

be recognized that in the United Nations generally, and specifically 

in WHO. it was necessary for stafr to adjust themselves to something 

quite different from a nationalistic atmosphere j it was necessary to 

find people capable of developing quickly beyond the stage of national 
. * • . 

loyalties to fill every post in the Organization. In many cases that 

entailed an educative process which had to be begun after members had 

joined the Organization; this was unavoidable and was one of the 

conditions which had to be faced by all truly world organizations. ‘ 

Another complication was the necessity for geographical distribution, 

which was a real and not only a formal necessity; without reasonably 

good geographical distribution, the Organization could not develop 

satisfactorily. WHO had by no means attained really good geographical 

distribution and it was not to be supposed that such geographical 

distribution could be perfect in the foreseeable future： many countries 

could not produce enough technically-trained people; if that were not 

the case there would be little further need for assistance in the 

development of health services. Furthermore, it was sometimes necessary 

to engage staff who, in fact, were not the best people to be found in 

the world for a specific job because there were always other considerations 

to be weighed; in such cases it was hoped that training and in-service 

education might remedy the situation. Language álso presented problems 

with which members were well acquainted. Everything had to be translated; 

it was necessary for all members of the staff, whatever their native 

language, to understand what was going on; although most members were, 

"to some extent, bi-lingual, there, was an enormous amount of internal 

translation to be done; ia some cases it was necessary to put two people 



on one job because of those difficulties! few people could write 

perfectly in any but their own language. 

The survey to be undertaken was welcomed wholeheartedly; one 

instruction only had been given to the staff in this connexion: that 

they should give all information asked for without алу reservation of 

any kind, but that they should confine .their answers to matters with 

which they were familiar from their own personal experience. He felt 

sure this would be considered a fair attitude, and he himself would 
> . 

like to express his appreciation of the fact that the Executive Board 
• . • 

and members of the committee were ready to give their time to assist 
. , . . . . . . . 

the' Organization in this wayj it was hoped that the survey would produce 

a larger measure of solidarity in the Organization and enable the 

Executive BoarcJ to make its decisions with greater confidence. Ho would 

ask that the possibility of the Executive Board's nominating certain of 
Health 

its members to represent the Executive Board at the/Assembly should bo 

considered so that the split which had been apparent in Rome between 

the national delegations and the Secretariat might be avoided. At the 

Second World Health Assembly the Executive Board had not been in a 

position to take the responsibility for its own decisions; the 

responsibility had been taken by the Secretariat and that had produced 
« •• • 

a structurally unsound situation which should not be repeated; some 

method of dealing with the difficulty should be considered by the 

committee， as an administrative matter. 

The CHAIRMAN thanked the Director-General for his attitude to the 

investigation and stated that the objective in carrying out the 
Health 

instructions of the/Assembly and of the Executive Board was to present a 

report which would either convince all organs of líiO and Member States 

that development was satisfactory or would, make proposals to secure such 
satisfactory developriant; the report should also provide answers to 



criticisms which had been or would possibly be made, and aim at the 

creation of that confidence which Members should have in WHO1 s ability 

to proceed with its task. 

He drew membersf attention to the documents before them, in 

particular EB5/AF/1, EB5/14 and addenda， and EB5/37) There were also 

certain United Nations docmionts which might be holpful> in particular: 

Report of the Advisory Committee on Administrative and 

Budgetary Questions (À/934) 

Report of the Expert Committee on Salary, Allowanco 

and Leave Systems 

Report of the International Civil Service Advisory Board 

He welcomed the invitation of the Director-General to make visits 

of enquiry in the offices; he thought it might be well to repeat that 

the desire was to approach this important and responsible task in a 

judicial and unprejudiced frame of mind. 

The Chairman then read a draft he had prepared as a possible basis 

for the committee 1 s report, and it was agreed that this should be 

circulated (see annex)• 

He expressed appreciation of the fact that in the documents prepared 

by the Director-General5 answers had been given not only to specific 

questions/ but also to other suggestions which had been made in the 

course of discussion. 

Dre STAMPAR thanked the Director-General for his clear explanation; 

it was very important that the Executive Board should collaborate closely 

with the Secretariat. He -considered that the financial situation should 

be made clear before the structural organization could be consideredj 

many Members had not paid their contributions at the proper time; some 

Members had also withdrawn withput paying their contributions. What.was 

thG position with regard to contributions for 1948 and 1949? 

Dr. HYDE thought that the committee might be required to consider 

1 Rop-.rt of the Dircctor-Gcnoral to the Standing Committoo on Adminis-

tration and Finance ； Prograuno of work üovoring a spocific p ;riod ； 

Procedure for examining the 1951 programme and budget. 
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adjustments in 1950 in the light of ths. situation with regard to the 

1948 and 1.949 contributions, and the information should therefore be 

available. He would also like to have information with regard to the 

existing expert committees (their size and dates of their meetings), 

and with regard to expert committees contemplated in the 1950 and 1951 
<r 

budgets. 

In reply to a request from the Chairman for suggestions as to the, 

method of proceeding with the discussion, Dr. STAIÎPAR proposed that 

there should be first я general discussion and then discussion of what 

lie considered a very important matter: the respective functions of the 

‘ с 

central and regional offices. Dr. MACKENZIE and Dr„ HYDE were of the 

. . tho committGûls 
opinion that too much time should not be spent in/quostioning individuals 

because in their experience very little was to be gained from that 

practice.in the time available. 

Decision; To. proceed with the general discussion and, if 
possible, to break up into enquiry groups on Monday, 

Mr. SIEGEL, Secretary, mtlined the oiroúmstancos т/hloh had given rise 
• • 

A'r formàt£.on of the Standing Committoo,, He stated that the Secretariat 

would welcome additional requests from the committee for information 

and would be glad to receive an/ such requests as soon as possible. Л 

most useful document for the general discussion would probably be found 

to be Part � of document EB5/AF/1, which was a history of functional 

development and a statement of : +ь е basic principles applied by the 

Director-General in planning tihe administration and organization of WHO. 

With regard to the finan(cial situation, a detailed statement. 

concerning 1948 and 1949 contributions to the Organization and to the 
.• f • 

Working Capital Fund would 中 available in a few days. The position at 

the end of the year (apart ,f”om any payments as yet unnotified) was that 

of contributions for 1948 there was： an amount still outstanding of 

$867,676, i .e. 1 7 , 3 � of tho.bivl^Gt of . ^ , 800^00» ' That sum 



represented the amount due by 19 Member States, one of which had made 

a part payment. For 1949 contributions still outstanding totalled 
• • 

$1,347,623, representing 26.11% of the budget of ¿5,ООО,000, 

Functions of Headquarters 

and Regional Offices-" 

Dr. MACKENZIE invited a statement from the Director-Gene ral on the 

functions of the central organization and the regional offices as he 

conceived them, giving some idea of what their relative size would be, 

and also their technical, administrative and financial functions. 

Dr. STAMPAR also felt that a discussion of the scope of the central 

and regional offices was of fundamental importance. 

The CHAIRMAN thought that a partial answer to the question was given 

in pages 1 to 6 of document•EB5/AF/1, which he brought to the committee's 

attention in detail. 

Dr. van den BERG, while grateful for the document in question, 

which gave an excellent historical explanation of the structure of the 

Organization, felt that the point at issue was future development. 

While willing to proceed with a general discussion of the problem, he 

agreed with Dr. Mackenzie that the relationship ^stween the central 

organization and the regional offices should be established first. It 

might prove that work at present being carried out by the central office 

could be done by the regional offices; a contrary conclusion might even 

be reached. But, whatever the outcome of such a discussion, it was 

obviously of primary importance. 

Dr. HYDE agreed with the three previous speakers as to where the 

basic question lay. It was a problem of which considerable proof was 

afforded by the Western Hemisphere. The committee could not proceed to 

a study of the organizational structure of the central office without 

knowing what the functions of the latter were.. 
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He asked the Director-General to give a brief review of the 

existing situation at Headquarters and in the regional offices. 
. . . . . . . • . . . •. 

Tho DIRECTOR-GEN^L remindod tho raoeting that the principle of 

decentralization was embodied in the Constitution and was a basic 

principle of the World Health Organization. Ho quoted the statement 

on page 6 of document EB5/AF/l, Part I , to the effoct that "the' .」 

principle of delegation of responsibility should be. followed： to the 

utmost extent consistent with officicnçy and：co-ordination of policy". 

In the early days' of the Organization there had boon no. ..regional, 

organization except for certain missions in- various countries 一 small 

groups which had assumed ..very considsrable responsibility with rogard to 

the Organization's field, work in thosGv countries. Such cassions had now 

be:en almost entirely terminated.and regional organizations wcr.o in 

prdcess of being developed. . Not fully developed but already 

responsible regional organizations had been established for South-Sast: 

A s i a an(i "the Eastern Mediterranean, and in the Western Hemisphere the 

P a n Aacrican Sanitary Bureau served as the regional office, for the 

Americask Decentralization was being ,developed to the fullest oxtont of 

which the'regiôrial organizations wero^ capable； in the futuro, as the 

latter became more developed and moro capable of carrying responsibility, 

so decentralization'would continue and becomefmor о complote. 

.There 

existed, howov.or, no ro-gional organization for the Western 

Pacific' nor for' áfrica, and for Europe there was only tho small 

administrativo, office authorized by the Exocutivc Board. It followed 

that the functions in connexion with those, countries had still to be 

"bakon charge of entirely by the q'mtral off ico. A m ae ting had been, 

convened -of the Regiorial Committeo for Europe, 14 Member States having 

signified their desire that such a committee should be. sat up; it was scheduled to meat on 6 March ‘1950. 
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The programme of the Secretariat was to decentralize to the 

fullest possible extent all the functions relating to national 

governments, and national health services. The Гипс tioris of tho central 

office would contract considerably as time wont on. In tho meantime it 

was necessary for the central office to carry on tho role of regional 

offices for largo parts of the world that were not yet equipped with 

regional organizations. Tho main function eventually of the central 

office woiold be to co-ordinate the work of tne regional, ofilces； to 

collect informition from all parts of t h e a n d to disseminate 

it to other parts of the world through regional offioes^ and co-ordination 

with the United Nations, its specialized agencias and voluntary agencies. 

The liaison work with all those agencies would havo. to remain a central 

function, Local co-ordination and liaison would, with tho establishmant 

of regional offices, be taken over locally. In tho meantime m®st of that 

co-ordination was being done centrally 一 a procedrire which would havo to 

be continued for some time yet. Technical advice at a high level would 

remain a function of the central offices i . e . , the co-ordination of the 

technical work being -ondertaken in all the regions with technical advice 

beá_ng made arvailable to local consultants through the central office, Tho 

organization centrally would continue to provide certain sar-/ices for the 

regional o f f i c e f o r example, the finding and provision of personnel — 

technical, medical； administrative,5 and all tho o.bher kinds of personnel who 

would bo needed in the regions, the provision of temporary consultants, of 

staffs for field demonstrations； for demonstration areas and other activities 

the work of all of TvMch would bo under the direct control of the regional 

organizations, not the central organization. 

The provision of supplies for teams in demonstration areas would 

n e c ¿ t0 ^onain^ so far as co^U Ъо ьозп, a central function, although 

the actual obtaining of those supplies would., as at present^ be undertaken 



by regional offices wherever possible. The co-ordination of "Hhat 

aspect of the work was an inç)ortant function which would probably have 

to remain "with the central Organization, 

The financial control must remain a central function. It would 

be impossible to set up entirely autonomous regional financial controls, 

because these would inevitably rapidly develop in all directions. 

Further, the Organization was bound by decisions of the Health Assembly 

and the Executive Board, by agreements with tho United Nations and other 

specialized agencies, and by the whole co-ordination system with those 

bodies - the Administrative Coimnittee on Co-ordination, and its Preparatory 

Committee. He could not stress too strongly that the Organization 

was one body, and not a federation of local or autonomous organizations. 

There was only one World Health Organization; the staffs employed in 

regional offices belonged just as much to the Organization, and had the 

same terms of employment, as those in the central office, He hoped that 

the staffs of the regional offices and the central office would be 

interchangeable to a high degree, and that there would bo a very 

considerable exchange of staff- as between regions and the central office. 

Already there was some such exchange. Some regional offices were employing 

people from other regions, and that he felt was a very healthy situation, 

and one to everyone's advantage. It was hoped that such exchange of 

personnel could be increased very consider a liy in the future so that 

other points of view might be brought to regions and the wealth of 

experience gained anywhere in the world be made available to the other 

parts of the world where it could be of use. 

Dr. HYDE appreciated the statement of the Director-General, with 

which he was on the whole in agreement. He thought, however, that in 

ihe Americas there was much to bG done before a proper relationship was 



achieved-with regard to .the regional offices. It might be useful for 

the committee to work out a pattern for such a relationship, taking 

into account the channels of communication, the contacts between 

Headquarters and the various governments and also those maintained by 

the regional offices themselves. 

It would seem that the Director-General's cohtact with governments 

would be reduced if proper regional offices existed. He would naturally 

retain responsibility for all that concerned the World Health Assembly, 

and for convening meetings and issuing the relevant documentation; 

matters relating to payment of contributions by Member States would also 

remain the concern of the central office, as would everything connected 
*' -

with the Constitution of the Organization. But in operational matters 

the regional offices should be responsible for liaison -with the 

governments and with national health administrations, for working out • 

•of programmes, recruiting of personnel, fellowships, and so on. 

Dr, Hyde knew from personal experience that the situation in the 

Americas was very confused. Government officials, highly specialized 

in their work, were unaware whom they should approach where the 

Organization was concerned. If even the United States, with its 

numerous federal employees, found it difficult to keep track of the 

situation, smaller countries, in whose ministries WHO communications were 

oftçn received by different departments, and where the officials might 

be part-time practising doctors, were quite unable to cope with much of 

the high-level material issued by .the Organization. Such a position 

called for some simplification on the part of the World Health 

Organization, a simplification whic^i would enable such officials to know 

whom they should contacte 

The meeting was agreed that the development of the Organization 

should be along regional lines, as was, in fact, laid dovm in the 



Constitution. It might, therefore, be advisable for them to develop 

a statement along the lines of that made by the Director-General. 

Such a statement would be of help both to the committee and to the 

various governments, талу of whom were beginning to realize that they 

should have a full-time official to dealt with the problem of 

international health. The c。.mmittee might indeed make recommendations 

to national administrations along those linese 

The DIRECTOR-GENERAL again emphasized that the present practice of 

the Organization was to decentralize wherever such a policy was of 

advantage. 

He felt that much of the difficulty in the Western Hemisphere had 

arisen from some confusion between the fùnctions of the Pan American 

Sanitary Bureau as such and its functions as the- regional office of the 

World Health Organization。 There was as yet no complete clarification 

of responsibility, but "WHO recommendations to governments members of 

the Pan Araeridan Sanitary Bureau were made through the regional office 

�for the Americas, with the. exception of those on a diplomatic level.. 

With regard to South-East Asia and the Eastern Mediterranean, 

decentralization had been almost completed. Where Headquarters communicated 

directly with the various governnbnts^ copies of the communications vrere 

sent to the regional office, In all fields other than those considered 

a s a"t diplomatic level the regional offices acted on their own initiative 

and Headquarters were informed .of what they had done through the monthly 
. * 

reports, or by a direct request for advice or assistance. 

The recent meeting of Headquarters staff and the directors of 

regional offices had cleared up many details and had made clear where 

responsibility rested， certainly in. the case of the two fully organized 

regional centres. Difficulties with regard to the Western Hemisphere 

had not been completely resolved^ but there were hopes that they would be. 
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Dr. Chisholm promised to make available a report of the arrangements 

reached between Héadquárters and the regional offices with regard to the 

division of responsibility. 

Dr. Van den BERG agreed with the Director-General that regional 

offices must be considered as part of the Organization and not as 

independent bodies. He also appreciated the advantages of, interchanging 

personnel， but feared that the language problem might prove an obstacle 

in such cases; he was^ however， in entire agreement with the principle. 

He asked the Director-General if it was correct to assume that the 

development of regional offices would make little difference to the 

Department of Technical Services, the Division of Co-ordination of 

Planning and Liaison, and the Division of Public �nformation, but that it 

would mean a decrease in the Department of Operational Services, and that 

the Department of Administration and Finance would be affected only in 

in Operational Services• 

as to the dangers of lack of 

great need for co-ordination 

co-ordination of international 

various ministries of foreign 

affairs had dealt mth international affairs. Now, however, the technical 

ministries had entered the fieId of international co-operation, and no 

co-ordination at the national level was possible'until such technical 
• 

ministries were equipped with special international sections. 

A recommendation along those lines from the World Health Organization 
• 

might considerably help co-operation in general. 

Dr. STAMPAR asked for the statement made by the Dire сt or-Ge ne ral to 

be circulated. 

While agreeing that regional offices should not be autonomous, he 

so far as was normal following a decrease • 

Dr. van den Berg agreed with Dr. Hyde 

co-ordination: he felt, however, that the. 

was at the national level. 

It was important that there should be 

work at the national level* Formerly, the 



was glad to see that the importance of decentralization was appreciated 

in administrative quarters. It would be wrong for an organization such 

as WHO to have a large central office, with a large central staff showing 

always a tendency to increase. Even though some matters of global 

interest must remain thè responsibility of the central office, the 

question of health in the field could only be successfully dealt with by-

regional organizations, with locally recruited :staff and with a knowledge 

of local problems. 

À definition of the work of the central and the regional offices 

would facilitate the committee's work . . 

The DIRECTOR-GSKER/iL e^lained that the question of regional offices 

was one which was still in the developmental stage, inasmuch as the World 

Health Organization would roach its final structure only when 

entire world was covered by a regional network; until that:time certain 

functions must be carried out by Headquarters. 

It was, as Dr.. van den Ber^ had assumed, correct to say that the 

Central Technical Services would be little affected by the development 

of regional offices - in particular the Epidemiological Services, those 

concerned with the unification of pharmacopoeias, and the Editorial and 

'Referencé Services. It was even possible that the work of those services 

wcmld increase, following demands made upon them by the regional centres. 

As regards Operational Services, it must be‘remembered that the 

World Health Organiàation was a pioneering body and that there was no 

pattern which it could follow. Neither the United Nations nor the other 

specialized agencies were as. decentralized as the World Health Organization, 

nor. was it contemplated that they should be.. There, was, therefore, no body 

to which the Organization could look for guidance, since the development 

of an empire or even federal control over State and provincial development 

provided very little parallel� conditions were so dissimilar that such 



experience could be accepted only with veiy great reserve. 

The position was such that the Organization did not yet know what 

the proportion of personnel at Headquarters should be in relation to 

that in the regional offices; it had so far been determined in a purely 

arbitrary manner, since there was no experience on which to base it. 

All that could be done was to decentralize as much as possible, leaving 

at Headquarters only such organization as was necessary to ensure со-
* 

ordination and a reasonable uniformity. 

With regard to Operational Services the Director-General could only 

state that, with an increase of decentralization, such services would not 

be as large as they would have been had no decentralization taken place. 

The Secretariat could not make a guess at what percentages would be 

required after decentralization; it could only take account of present 

methods and proceed on that basis. The development of regionalization, 

however, would change .the situation. 
* 

He agreed with Dr.. van den Berg as to the difficulties arising from 

lack of co-ordination within national delegations; the same country 

might put forward different views at different meetings and to various 

organs of the United Nations, But the mechanism for dealing with 

such difficulties was improving. The Economic and Social Council regarded 

the matter of co-ordination very seriously and had taken steps to improve 

it. Methods were being introduced to prevent top-heaviness, one of the 

most effective being the Advisory Committee on Co-ordination, on which was 

represented the Secretary-General of the United Nations and the Directors-

General of the specialized agencies, and which had various preparatory 

committees at different levels. 

On the national and re^.i^nal level, however, much remained to be 
• • * ' . 

done. The World Health Organization was better fitted to carry out that 

work of co-ordination than other specialized agencies, inasmuch as it had 



• » ‘ 

a regional structure which the others lacked. 

That very fact, however, led to difficulties, in that regional 

operations had to be effected at headquarters level because of the 

absence of.a regional structure in other organizations. 

He re-emphasized that the confusion arose from the necessarily 

experimental nature of the Organization's work. 

Dr. HYDE assured the Director-General that the situation in the 

Western Hemisphere was still confused, and thought that such appeared 

to be the case even in the Eastern Mediterranean. He urged that some 

statement should be made, which would enable 'governments, regional 

directors and the secretariat to follow the pattern of the central and 

regional organization. 

Dr, STAMPAR agreed that abrupt changes could not be undertaken, 

and that it was impossible to establish rigid rules at a time when the 

Organization was developing. He urged, however, that a statement be made 

on basic principles and the general questions of organizational structure 

and administration, without entering into details of proposed changes. 

Such a statement of principles, if approved by the Assembly, would become 

a statement of the policy of the 7/orld Health Organization. 

Dr. MáCKENZIE also asked that the Director-General1 s statement on 

the relationship between Headquarters and the regional offices should be 

circulated. 

He realized that the Organization was going through a transitory 

period but felt that the committee should consider what would be its aims 
y 

once the regional offices were properly established. 

He assumed that the Director-General, in referring to high-level 

technical consultants, had meant, not staff merabersj but men outstanding 

in their own profession a fid country who were to be called in. All co-

ordination of the work ot regional offices could, he felt, be best 



carried out by medical officers who were .general administrators but did 

not necessarily possess specialized knowledge. He asked for the 

Director-General's opinion ón this point. 

The CHAIRMAN pointed out that even after decentralization^ the 

central office would still retain global functions connected with 

epidemiology, statistical services and so on. 

The DIRECTOR-GENERAL said in answer to Dr, Mackenzie that many high-

level consultants -were available on the Organization's staff.- It was, 

moreover, essential that the staff of the Headquarters office should have 

• ' 

more than purely administrative ability; they needed also a high level 

of technical knowledge, since anything less would endanger the prestige 
* 

of the Organization in technical circles. When specialists wore not 

available from among the staff of the Organization, they were obtained 

from outside, 

The question of technical sections headed by specialists, in the 

regional centresj had riot yet been solved. The Pan American Sanitary 

Bureau, acting as a WHO regional office) had recommended such sections 

in the fields but it was not yet decided whether such sections should be 

part of the regional organization, although pressure would undoubtedly 

i» 

develop in that direction. . He himself was not prepared to say how far 

such a development was desirablea The regional offices did feel the 

need— of technical advisers who were immediately available; an 

administrator was not sufficient for the task of travelling throughout 

Î ' 

the regions and co-ordimtin^ the work there. Much of the work of the 

regional centres was} in fact, teaching, and demonstration of technique. 

Ii the regional office were сошОюярН 0 f administrators, a number of 

technical specialists would have丨 to Ъе permanently employed in order to 
� Г 

ne'jt the continual requests comiirj in. The indications were that it 

would be impossible to provide sill the technicrs� nexp 'аз'ке.сгГ0:г-Ьзг 



governments without borrowing from national sources. The refdonal 

offices seemed to feel that a number of., full-time permanent specialists 

was necessary, and the Secretariat, in view of the increasing demand, 
. * 

was not prepared to pronounce such a demand unsound. He referred, in 

this connexion to the resolution received from the Regional Committee 

for the Americas, which resolution would, go before the Assembly. 

‘ curtainly 

Dr. MACKENZIE explained that he had/not meant, to oppose the use of 

technical specialists at regional offices; he had merely felt that with 

decentralization, it would not be doairablo to havo only sr-'!Gialists at 

Headquarters ； medical officers -with wide public-hoalth oxpori-nco wore 
requtrod » 

Dr. HYDE pointed out that secretaries to the expert committees, 

which constituted one of the most important instruments.of the 

Organization, must have technical kricwledge of their committeef s work, 

particularly in view of the preparatory work which they-were called upon 

to carry out. Vihere panels existed the secretary was important as a 

focal point between meetings and, as such, needed to possess expert , t 

knowledge, at least in the major fields. 

Dr. STkMPÁn reminded the. meeting that all highly qualified 

specialists had to be paid. The.,Organization could not áfford to maintain 

a large headquarters staff and at the same time decentralize. 

• 

The DIRECTOR-GENERâL said that the point raised by Dr. Stamper had 

been considered by the Secretariat, and a memorandum issued in that 

connexion which stated that special sections were required at Headquarters 

for the following reasons} • ' 

' Í 1 ) . � � w a s accepted generally that when an organization had to 

deal with highly technical subjects', the overall administrator 

must have the assistance of specialists. 

The assistance of specialists was needed in order to： 

(a) keep abreast of developments and be able to express 



authoritative opinion; 

(b) evaluate projects, proposals and requests and concentrate 

on the most worthwhile and- feasible; 

(c) assist in developing programmes and plans of operation, and 

provide technical assistance in their execution; 

(d) assess methods and results; 

(e) co-ordinate activities and. preparo standards« 

(2) The World Health Organization provided authoritative technical 

information, and assistance in connexion with the following5 

(a) UN and the specialized agencies, e.g. participation in UN 

studios on delinquency, on homeless children and handicapped 

children, etc. Joint projects with FAO, UNESCO, etc. 
. * • 

(b) Administration of international conventions, e..g. on 

international quarantine, habit-forming drugs, treatment of 
* 

venereal diseases in seamen, etc. 

(c) Non-goverhment'al international organizations active in various 
' * . . • - • • • 

i 
fields of health, e.g. tuberculosis, venereal disease, mental 

« • 

health and many others. 

(d) Governments, with whom continual technical contact must be 

maintained, not merely episodic contact as in the case of a 

visiting consultant, 

(e) WHO's own regional offices. On requests from regional offices, 

Headquarters provided services for themj the regional offices 

in general felt the need for technical advice, an e^lánation 

of new procedures, and an overall point of view, 

(3) A small nucleus of �specialized personnel, in each subject for 

which WHO had a programme,, was necessary to assist in the establishment 

and in the work of the expert committees, as well as in the implementation 

of their recomrifôndations along the, lines approved by the Executive Board 
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and the World Health Assembly. ：" 
, . .4 r . . . 

It was only the existence of technical sections at Headquarters that 

made it possible to develop supervision of operations which would produce 
" . . . • . 

a gradual levelling up and progressive improvement in health work 

throughout the World, 

It was, moreover, quite impossible at Headquarters to produce the 

programme and budget for the year without the services of full-time 

specialists; such work.must necessarily extend over a considerable 
• � � . 

period. The committee would agree that a general administrator could 
• . .. . " 

not produce an overall programme demanding specialist knowledge. 
’ � . 

The CHA.IRMA.N, proposing the adjournment of the meeting, said that 

he hoped that Dr. Nazif Bey, when he arrived,, would be 

« > • � ‘ 

Rapporteur• In the meantime he himself was taking the 

able to act as 

necessary notes. 

The meeting rose at 12.30. 
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SUGGESTED OUTLINE OF REPORT ON ORGANIZATIONAL STRUCTURE 

Ш ADMINISTRATIVE EFFICIENGïl 

1. Foreword: outline history of WHO 

2. Part played by 

(a) Constitution 

(b) inherited functions 

(c) Interim Commission 

(d) First and Second Health Assemblies 

(e) sessions of Executive Board 

in moulding present form of Organization 

3. Outline of comment on philosophy and administrative principles 

(as given inter alia in Director-General1s Report3 EB5/AF/1) 

4. Outline• of present functions and programes 

5. Report on the examination of the present organization of WHO 

(a) Governing bodies (e.g. Assembly, Executive Board) 

(b) Mvisory committees 

(c) Headquarters organization 

• (d) Regional organization 

(e ) Field units 

6. Staff matters 

1• Financial matters 

/ i 

8. Liaison arrangements ! 

9- Meetings 

10. Travel 

11. Accommodation 

12. Publications 

13 • Documents c;.rH distribution 

14. Supplies 

15. Conclusions and recommendations 

N.B. The above outline should not be considered as demanding a vast 

report5 bwt to indicate factors which possibly have some bearing 

on the org^in national structure and administrative efficiency of 

YfflO. Such an outline should ensure that the committee does not 

overlook any essential items, and directs its proceedings in an 

orderly fashion. 

1Submitted to the committee by the Chairman (EB5/AF/Min.l, Rev Д,page 7) 


