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1. ORGANIZATIONAL S1RUCTURE 
Statement by the Director-General on the distribution of 
functions as between Headquarters and Regional Offices of 
Ш0 ‘ 

The CHAIRMAN drew attention to the four documents before the committee 

Excerpt from the provisional minutes of the first meeting: 

Statement by the Direсtor-General 

EB5/21 Add.l 

EB5/AF/2 

A/934 

He invited comments on the statement by the Director-General. 

Dr STAMPAR felt there was general agreement with the statement； 

some special problems should now be discussed. 

Dr MACKENZIE asked for clarification with regard to certain points 

on page 3. Did «collection of information from all parts of the world« 

mean there would be overlapping nvith the functions of the Tropical Diseases 

Bulletin and the Bulle tin of Hygiene, or did it refer to the collection of 

information with regard to WHO in general? . 

The DIREGTOR-GS腿tAL stated that the. co-ordination of tho work of the 

regional offices covered every field where the regional office s required 

assistance in their functioning ； it was important that the same general 

points of view should obtain throughout the regional offices ； they should 

•know what the others were doing, what were their technical attitudes, how 

they were developing their work, what arrangements they were making with 

regard to demonstration teams and areas, etc., in order to profit from 

each other's experience. In most cases the work being done was experimental 

and pioneering, and the object of such co-ordination was to prevent the 

repetition of mistakes and avoid wasteful effort and loss of experience ； 

it included making available to regional offices personnel with exp^rionce 

in other regions or in other parts of the world not regionalized, and 

strengthening the services in particular regions in response to requests 



from governments in those ragions. 

The collection and dissemination of information covered not only 

the fields alluded to> but also discovery of new material and new 

methods employed in the regions. Changes were taking place so rapidly 

that a new technique might come into being iri some place and be u s e d、 

by first-class people in a number of places in the world, but information 

about it might not аррогг for a very long time in any other literature. 

The people in the DKHO services should be at the forefront in the 

knowledge of new materials and methods, otherwise their value as advisers 

to govorranents would be very seriously reduced ； it was part of the 、、‘ 

function of a specialist at Headquarters to see that regional advisers 

were kep au courant with recent developments in these fields• If, through 

pressure of work or lack of literature
}
 a regional adviser were fore-

stalled, his prestige as an adviser "would be very seriously jeopardized. 

Dr STAMPAR felt there was general agreement on the necessity for 

decentralization and also on the necessity for avoiding bureaucratic 

practices• Ho agreed with the Director-General that Headquarters must 

be staffed by highly specialized people , it was better to have a few 

highly specialized than many less qualified people. The respectivo 

responsibilities of tho central and regional offices should now be 

defined， although it was impossible at the present stage of activities 

to make any too rigid decisions. 

Dr MACKENZIE thought that the phrase on page line 2 of the 

Director-General’s memorandum might be amended to read *ôo-ordination 

of the advisory services^. With regard to the «Collection of information
1

», 



his only concern had been that there should be no duplication with 

current literature; he felt, after the remarks of the Director-General, 

that there was supplementation, not duplication. He suggested that 

linel on page 4 should be amended to read "arrangements for the 

provision of supplies for teams" and that in the fourth line "c%-

ordination of that aspect of the work" should be amended to read 

"policy of that aspect of the work". He felt that the words "it w>uld 

be impossible to set up entirely autonomous regional financial controls" 

in line 2 of paragraph 2 on page 4, ivere a little too strong. There 

was also the question of interchange of staff between regional and 

central offices. At the present time, a great deal of normal regional 

work would have to be done from the centre, but #ien regional offices 

were established, he considered that the medical officer working at 

the centre should be a more senior man than those working in the regionst 

medical officers from the central office should be available for 

visiting the regions. 

The DIRECTOR-GENERAL, replying to the suggestion to insert the 

word "policy", stated it was generally accepted that the policy of the 

Organization was developed by a great multiplicity of controls but 

remained with the Direct03>-General; he did not feel that it was necessary 

to restate idiat was inherent in the Constitution of TOO when addressing 

a committee; co-ordination of that aspect of the work' was an important 

function of the central office - the question of the responsibility for 

policy was naturally taken for granted, Co-ordination was essential 

because certain supplies came from the regions themselves; in some cases 

local currency was used for the purpose; in other cases supplies could 

not be found in a region and the region would not know how or inhere to 

obtain such supplies ； it m i ^ t be that perhaps three different regions 

would assist in obtaining supplies for a particular project. Co-ordination 

by the central office was essential. 



On the question of financial controls； he would suggest that the 

sentence as it stood was strictly accurate s it would be impossible to 

set up "entirely autonomous financial controls”, otherwise there would 

be no uniformity of financial control throu^iout the Organization. 

With regard to exchange of personnel, it "was felt to be important 

that there should be as nucfc. of this as could be arranged with profit, 

both between regional offices themselves and between regional offices 

end the central office。 Ihile it was true that the top—grade specialists 

on the Headquarters staff would possiblj not go permanently to a 

regional office, it was^ nevertheless〉 essential that such specialists from 

Headquarters should be available for perhaps two to three months if a 

regional office needed that type of assistance. On the other hand， there 

would be relatively junior people on Headquarters staff in need of fiel:l 

experience
5
 and on the staff of regional offices there would be those in 

need of experience at Headquarters to -widen their interests and give them 

some overall knowledge of the Organization, For the time beings of course, 

the last sentence of the memorandum was no mere than a pious hope, 

Dr van den BERG said that the remarks he had to make were more in 

the nature of a change of accent than any disagreement with the Director一 

General
1

s statement. He thou^it regional offices were more important than 

m i ^ t be inferred from the memoranckmu With regard to the
 n

technical 

advice" (page 3， line 1 0 h e agreed that in many cases it was necessary 

this should remain a function of the central office； trat this was not 

necessarily so in all cases
 e
 In connexion with the phrase "local 

co-ordination and liaison wou.ld^ with the establishment of regional office s ̂  

be taken over locally" „ he would point out that in some cases regional 

divisions did not coin vide: Turkey^ for instance ； was a member of the 

Eastern Mediterranean region of WHO, "whereas in other organizations it 

came within the European region• 



Dr HIDE considered that document EB5/AF/2 clarified and 

amplified the remarks made by the Directoiv-General on the previous day, 

and thought that the desired decentralization could be achieved throu^i 

the budgeting process for regional offices; there was obvious^ need for 

some financial control, but the regions should take part in the develop» 

ment of the budget； it should not be merely a creation of Headquarters. 

The DIRECTOR-GENERAL, replying to Dr van den Berg, said that with 

regard to technical advice； it was intended that this should normally, 

but not exclusively, remain a function of Headquarters ; in some cases 

equally qualified experts and í ̂ n i c l a n s might be available in the 

regional offices ； in general.，however, the man in the central office was 

able to acquire a m d e r knowledge » 

Local co^oi^dination was noraally a function of the regional office, 

but irx inany cases there was no regional office of other organizations； 

if and "when these were established the liaison would be direct, i/dth 

information only to Headquarters • On the other hand, тАеге the regions 

did not coincide, co-ordination of liaison would have to be done by the 

competent division at Headquarters « 

The SECRETARY stated that the budgeting process vhlch had been followed 

up to the presentj and vvhich it was intended to continue to follow and 

expand, was based upon the provisions of the Constitution and upon the 

Financial Regulations^ as approved by the World Health Assembly, In general, 

the procedure followed and contemplated in the regional offices as they 

became established was that the préparation of the budget should begin 

at the regional level - погыяПу at the time of the meeting of the 

regional commit tee, as stated in EB5./AF/2, page 5. The proposals submitted 

to Headquarters by the regional offices would be considered and 

consolidated by the Director-General and included in his proposed programme 

and budget for the following year. After approval of the programme and 



budget by the Assembly, a tentative allocation of funds "would be made 

to regional directors, #10 wculd be notified as to the amount of the 

total resources of the Organization available for their regions. On 

that basis, the regional directors would be required to submit specific 

proposals for operations in the region- based on specific requests from 

governments• These specific proposals would be considered by Headquarters 

and specific allotments for specific projects would be issued to 

regional directors
 f
 It was intended, this year tc proceed in accordance 

m t h this latter pattern, 

The SECRETARY referred members tc Financial Regulation No ДО: 

"The adoption of the budget shall constitute an authorization 
tc the DirectorwGeneral tc incur obligations and make 
expenditures for the purposes fer yhich appropriations have 
been voted and up tc the amounts so voted. 

The appropriations shall be available for obligations in 
respect of goods supplied and services rendered in the . 
financial year to iràiich the appropriations relate. 

The Director-General shall make allotments in siting from 
the appropriations as voted by the Health Assembly and 
under such further subheadings as may appear appropriate 
and necessary^ before obligations are incurred thereunder." 

Dr HYDE thought there was general agreement that the regional 

committees should have a very active part in the development of the budget； 

as present governments were inclined to feel that the budget -was already 

allocated Twhen they came tc the Assembly。 

The DIRECTOR-GENERAL referred to paragraph, 4 of document EB5/AF/2^ 

and said that the South East-Asia and Eastern Mediterranean Regions had 

immediately implemented this； and these regional offices had taken an active 



part in the formation of the budget for 195L PASB had, however, not 

implemented these arrangements, and at its meeting in Peru no programme 

and budget had been presented for the Regional Office of WHO. It was 

hoped that by next year, PASB would h ave become more accustomed to its 

rôle as a regional office for WHO, and would prepare in time a budget 

for the region. 

Dr STAMPAR asked what administrative staff was envisaged in the 

regional offices» 

The SECRETARY replied that this was a difficult question, since the 

extent to which the financial controls and accounting could be decentralized 

depended to a great extent on the development of regional organizations. 

The practice up to the present had been to have a centralized control, with 

reports submitted from the regional offices at the end of each month and 

expenditures audited at Headquarters. It -was felt that regional offices 

would operate more effectively if a considerable amount of the accounting 

were decentralized to them. It was obviously necessary to await develop-

ment of activities before taking s uch a step, but it was considered that 

it would be necessary and appropriate to decentralize more accounting 

responsibility to the regional offices as soon as the volume of activity 

justified it. 

In the 1951 budget, there was provision for a small staff in regional 

offices to handle financial and administrative matters. In each regional 

office at least one general administration and finance officer and one . 

accountant were considered necessary, with two to three locally engaged 

assistants'； it rni^it be necessary in time to increase this staff. 

The CHAIRMAN suggested there should be provisional acceptance of the 

Director-General
1

s statement. 

This i/vas agreed, 

The CHA.IRMAN referred members to Dr Stampar
1

 s memorandum in document 

EB5/L4. 



There was some discussion on this, in particular on the points set out 

respectively on pages 30 - 31. 

D r

 STAMPAR gave some particulars of his experiences over a long period 

during which he directed public-health services in his country, and said he 

was perhaps inclined to be too much influenced by his _ рэгзопа1 expsrience. 

H e

> however, found that local people understood local needs better than a 

central office, and that they took a pride in the improvement of their ото 

region; hs was, moreover, convinced that regional offibes should collect 

their own money： they must not be allowed to expect everything from Head-

quarters; in five years they must be taught to support themselves. 

The CHAIRMAN said he was sure all members would agree with the principles 

of self-reliance and personal re^onsibility expressed by Dr. Stampar. 

ggjj^es and Procedures governing Functions of Regional Offices (EB5/AF/2) 

The CHAIRMAN drew the committee's attention to document EB5/AF/2, and 

proposed that sections 1, 2， 4， 5, and 6 of that document Ьз considered. 

Section 1 had already been discussed at the previous meeting. 

Dr HÏDE thought it unnecessary, in section 1 of the document, to maka 

a distinction between sections for operational services and regional 

advisers. Provided that a man was there to do the job, the name was unim-

portant. 

The DIRECTOR-GEMRâL pointod out that in a complex organization any 

term must always carry a precise moaning and that the term "section" . 

implied that there would be a chief of section, that that ofilcialwould 

Ьате a s

P
e ç i f i c

 status, and that only a certain number of sections would 

report to one person. It was possible, however, to bave a greater 

питЬэг of advisers, since such a position did not necessitate a special 

administrative .unit. To allow the terra "section" to be used indis-

crimina to ly would only create confusion. 



The same position arose with regard to the use of the term "director" 

in the regional offices. Again the term had a specific meaning。 He 

referred in that connexion to the intention of the Regional Office for the 

Americas to appoint directors and chiefs of section - a point which would 

have to be considered.» 

Dr. HYDE recalled in connexion with the latter point that the 

Director-Gene ral had stated at the previous meeting that he would need 

authority from the Health Assembly for such an innovation. Surely the 

matter was one of internal administration? 

The DIRECTOR-GENERAL explained that the recommendation made in the 

official report of the regional office in question would, if it were 

implemented^ require to be put before the Health Assembly in so far as 

budgetary considerations were concerned. It was not that the matter could 

not be settled internally, but the Executive Board and the Assembly always 

exercised a budgetary control over the type of organization. 

As regards regional advisers, the post was considered as that of a 

travelling adviser whose primary duty it was to advise governments on 

particular aspects of technical development, and only incidentally to advise 

the regional officcs,, 

In answer to a question by Dr, van den Berg, he stated that the 

regional adviser was, of course, under the direct control of the regional 

director
0 

With regard to section 2 (Personnel Policies), Dr。 van den BERG asked 

how staff were selected for the regional offices, 

Mr。 GRANÏj Acting Director, Division of Administrative Management and 

Personnel, explained that recommendations for the selection of staff were 

the prerogative of the regional director. The latter, however, submitted 

to Headquarters the list of candidates for selection, in order to ensure 

maintenance of the principle of geographical distribution and of the 



professional standards required for posts throughout the Organization. On 

receipt of the list the Appointments Committee made recommendations as to 

who should be placed in the post* 

In answer to another question by Dr, van den Berg, he said that locally-

recruited staff were those in Grade 7 and. below who were engaged locally and 

paid at local rates. That procedure was usual except where, because of the 

language problem or the need of particular qualifications a specific request 

was received from the regional director for the Organization to recruit 

personnel from outside. 

The DIRECTOR-GENERAL pointed out that the actual appointments were made 

by the Director-General in order to carry out his responsibilities under 

Article 35 of the Constitution. 

There was no comment on sections 4 (1)., and 5. 

Dr, van den BERG stated that he could accept section 6 in the light of 

the observations he had made at the previous meeting. 

Decision! The committee provisionally approved section 1, 

section 2 in principle, and sections 4 (1), 5 and 6 of 

document EB5/AF/2, 

Organizational Charts and Functional Statements (EB5/AF/L) 

The CHAIRMAN drew the committee»s attention to document EB5/AF/1, 

Part II, Sections 1 and 2, He reminded them that at the previous meeting 

the Division of Co-ordination of Planning and Liaison had been discussed, 

but that it had been decided to defer decision until the division had been 

visited, 

Dr, HYDE asked whether the Director-General could indicate which posts 

in the Director-General's Office were filled at present. He realized that 

the organization was provisional but felt that such information would be 

useful. 

The DIRECTOR-GENERAL stated that all posts in the Office of the 



Director-General were filled, with the exception of those of Deputy 

Director-General and one secretary. In the Division of Co-ordination of 

Planning and Liaison all posts were filled, except that the Director of the 

New York Liaison had resigned his post as from December 1949, All posts in 

the Division of Public Information were filled。 

Dr. STAMPAR asked that discussion might be confined to the general 

organizational charts before the charts showing specific posts were 

discussed. 

In order to make clear the proportion of administrative to technical 

services, he asked the Director of the Department of Administration and 

Finance to repeat the figures he had given at the previous meeting. 

The SECRETARY stated that the number of personnel in the Department of 

Administration and Finance was 129 and it was assumed that the same number 

would continue to be required in 1950 and 1951ч It was not possible to 

compare the functions of personnel in international organizations with those 

in national ones, For that reason a comparison could only be sought in other 

international organizations, but even they, owing to difference in 

character and in extent of decentralization, did not provide a valid 

comparison. Comparative figures were as follows！ 

World Health Organization 

Food and Agriculture 
Organization 

UNESCO 

International Bank 

International Labour 
Organization 

International Civil 5 
Aeronautics 'Organization 

Total Staff engaged 
staff administration and 

516 129 

664 119 

799 258 

400 101 

583 169 

405 165 

in 
finance 

Percentage 
of whole 

25 

17.92 

32,29 

25.25 

28.98 

40.74 



EB5/AF/¥in/3 、 
page 14 

Mrо MASON thought the figureз^ although interesting, could not be of 

great value since so little basis existed for comparison。 "Within the 

British Civil Service it had been found that even departments engaged in 

similar tasks and employing similar services could not be compared because 

of inherent difficulties which were only apparent to those on the spot» 

The information should be noted- but it should not be assumed that the 

proportion of administrative staff to the TAáiole indicated a greater or 

smaller economy or efficiency
t
、 

Drv STAMPAR^ who had asked for the figures to be given in percentages, 

said that governments were taking a greater interest in finance and 

administration than before and would certainly wish for exact figures。 

Members of the coirmittee nseded such figures in order to defend the 

Organizationо 

He himself had been impressed by the fact that from May 1949 the staff 

of the Organization had increased from 360 to 515: an increase of nearly 

200 people in little more than half a year was a point on which governments, 

interested in numbers of staff and geographical distribution^ would ask 

questionsо 

Mr
c
 BRUNSKOG^ External Auditor^ thought that the figures provided no 

valid comparison
?
 particularly since the World Health Organization^ with its 

regional offices^ required more adininistrative control than other 

organisations0 

With reference to the Department of Operational Services^ Dr“ STAMPAR 

thought that
P
 since the regional offices -vvould be mainly responsible for 

such servicesc, the central office^ while employing highly-qualified 

personnel to advise the regional offices
5
 should hardly need a special 

department for such services
0
 It should be possible to combine the 

‘ . . - - ‘ 

Departments of Technical and of Operational Services^ leaving only two 

departments^ one technical and one administrative 



Dr. van den BERG said that he had gained a different impression from 

the previous day's discussion. Even though in the future it should prove 

possible to reduce services at Headquarters following the institution of a 

complete regional network, the most important part of operational work 

would still be done at Headquarters. The type of work carried out by 

Operational Services was so different from that of Technical Services that 

it would be a mistake to combine the two. 

Amalgamation, moreover, would mean that the resulting department would 

have eight divisions, and one or more special deputies would be required to 

work under the director of the department for the purpose of co-ordination. 

It had, moreover, been accepted at the previous meeting that no department 

ought to have more than seven divisions. Even if the Department of 

Operational Services could be reduced by half, it would still be necessary 

for it to remain à separate department. 

Dr. HYDE was not entirely happy about the name "Operational Services". 

He understood that Technical Services provided services in connexion with 

epidemiology, standardization of pharmacopoeias, and other internationally-

necessary services» Operational Services, however, had also an international 

technical function, in that it provided services to governments, whereas the 

name "operational" did not have a very technical ring. He suggested that the 

name "Department of World Services" and "Department of Services to 

Governments" might more clearly show the functions of the two departments. 

The DIRECTOR-GENERAL said the names of the two departments had been 

studied at length and repeatedly; they probably satisfied no one, but none 

had been found to meet all the requirements. The Department of Technical 

Services, for exarnple, also provided services to governments directly. 

He agreed that Dr. Hyde's distinction between the two departments was 

sound but failed to see how that distinction could be reflected in a few 

words. The Department of Operational Services was not "operational" in the 



Ktí^/ní'/iiiJV) 

page 1.6' . 

sense that it conducted operations in the field. It might be called the 

"Department of Technical Advisory Services" but that would necessitate a 

change in the name of the present Technical Services
c
 Or again, one 

department might be called "World Technical Services" and the other 

"Technical Advisory Services to Govurnments
n

e 

The difference in work .was quite clear； and however difficult it might 

be to find 'two names for the two departments
 ь
 it was clear that they must 

remain separate, since no single person was capable of exercising the degree 

of supervision demanded by the services forming part of them
c 

Dr
c
 HYDE suggested that the committee might think over possible names» 

He disliked, the implication that one department was technical and the other 

non-technical
0
 "Operational". moreover^ sounded as if the department 

actually carried out services for governments
0
 He proposed that members put 

forward suggestions for the titles of those departments the following week, 

Dr, STAMPER still thought that the two departments could be amalgamated 

and called "Technical and Advisory Services"
0
 It should be made clear that 

it was a question of technical advice
0 

He admitted that it might be difficult to find an official to supervise 

•the vahóle department^ but thought that that matter was a question of internal 

arrangement
e
 The post of deputy director of the department might be helpful 

in that connexion. 

The DIRECTOR,-GENERAL pointed out that the introduction of a Deputy 

Assistant Director General would necessitate the creation of a further 

echelon^ thus increasing expenditure and introducing unnecessary 

complications,；. Co-ordination could be effected at the level of Assistant 

Director-General and dj.rectors without further internal co-ordination» 

STAMPAR thought that tho question might be decided when divisional 

structure had been discussed。 

Mr。 MSON； adviser to Dr
c
 Mackenziej supported the proposal made by 



Dr. Hyde that members should consider the problem of another name for the 

Department of Operational Services, 

The CHAIRMAN asked for comments on the Division of Public Information, 

such comments to be naturally of a preliminary nature; the subject would be. 

discussed again when the division in question had been visited,, 

Dr. HYDE announced his intention at a later stage of the discussion of 

bringing up the matter of the presentation of factual material sent by the 

Organization to interested groups• 

Dr. van den BERG, in connexion with the four divisions coining under 

the Department of Operational Services, reminded the meeting of the 

importance of the relationship between health work and the medical side of 

social security. There was a danger of the curative aspect of the problem 

being developed at the expense of the preventive aspect. There should be a 

highly qualified person at Headquarters to deal with that type of problem, 

and he found no place in the division for such a post or section» 

Di% ELIOT, Assistant Director-General, Department of Operational 

Services, thought that the Division of Promotion of Health might presumably 

fill that need» Although no section as yet existed to deal -with the aspect 

raised by Dr
f
 van den Berg, it had been thought that suqh a section would 

eventually come under the Division of Promotion of Health. The preventive 

aspect of medicine, "positive health", when developed would require a special 

unit» The Division of Promotion of Health might, indeed, have been called 

that of the Promotion of Public Health or of Social Health. 

The Organization had foreseen the need for studying the relationship 

between health as such and the social aspect of health, and it had been 

suggested that a section dealing m t h public health might be added under the 

Technical Assistance part of the budgqt, in view of the necessity of 

promoting the health of workers under the Technical Assistance pro gramme
 0 

Even the normal regional programmes, however, should make some provision for 

promoting the health of the population as a whole
e 



In establishing the pattern of the department, there had been two 

types of national organization possible as examples: (1) the single State 

pattern and (2) the federal pattern. It was necessary, at that stage of 

development
3
 to take into account the variety of problems with which the 

Organization might be faced. The function of the department was to assist 

governmentsj and bearing in mind the policy of decuntralization, give 

appropriate support to the regional offices, The department, therefore, had 

been conceived so as to г elate to public-health functions existing at the 

present time. 

At the First and Second World Health Assemblies a number of subjects 

had been given priority。 It had been thought that those priority subjects 

should be arranged so as to allow expansion to take in additional subjects 

if necessary; sections had therefore been created for Malaria, Tuberculosis, 

Venereal Diseases, Maternal and Child Health
?
 Mental Health and Nutrition. 

Since the World Health Assembly had also stressed the importance of training, 

a division had been set up for Professional and Technical Education, 

But it had also been felt, in the light of Health Assembly decisions, 

that some provision should be made for other important aspects of health. 

The Working Party on Priorities had given only second priority to Public 

Health Services, but during the preceding two years it had become apparent 

that governments were realizing that the World Health Organization should 

also give advice on publio-health services, hence the division of that name. 

In connexion with the original question of Dr
e
 van den Berg, Dr« Eliot 

said that it was apparent that in any public-health programme emphasis would 

be laid on the positive aspect of health
?
 and there had been much debate 

within the Organization as to how that could be combined with the other 

programmes
e
 A different form might have been found but the interim form 

shown in the chart had been purposely chosen - an interim stage which the 

committee might consider unnecessary. 



Dr
a
 van den BERG asked where ths place of such a disease as 

rheumatism would corae
9 

Dr
0
 ELIOT said that^ although no advice was -it present being given on 

that disease， its place would be in the Division of Organization of Public 

Health Services, There was no specific section for medical administration 

or far hospital care, nor were there any sections giving advice on therapy 

for a great many types o.f disease^ Rheumatism, chronic or acute, was one 

among many
3 

The DIRSCTOR--GENERAL reminded the meeting that, although' the 

Constitution of the Organization recognized health as related to social 

security an important function of the Orpanization
?
 no implementation of 

policy in that direction had as yet been approved. Article 2 (p) of the 

Constitution stated that it was a function of the Organisation "to study and 

report on, in co-operation with other specialized agencies where necessary, 

administrative and social techniques affecting public health fnd medical care 

from preventive and curative points of View, including hospital services and 

social security"
}
 and later Health Assemblies might recognize the desirability 

of action being taken in that field
0
 In that case the functional, charts would 

have to be reconsidered with a view to finding a place for such a function,, 

Indeod
?
 any new type of responsibility undertaken on instructions from the 

World Health Assembly might require some change in organizational structure» 

The existing structure was considered suitable for 1 9 5 b u t possibly changes 

might be needed in 1951^ Tho organizational pattern had never been 

considered as providing for activities not yet specified by the World Health 

Assembly or implicit in their ducisi jns
e 

‘Мг
э
 MASON〉、adviser to Dr a Mackenzie

 7
 thought that some economy might be 

achieved by amalgamating the Division of Promotion of Health with that of 

Organization of Public Health Çervices^ since the objects of both divisions 

were similar
5
 although their subjects mighu vary

c 



Dr. ELIOT thought that such amalgamation might be possible, but would 

necessitate the creation of another echelon. 

Dr. STAMPAR found the charts complicated and again raised the question 

of the difficulty of finding proper titles for divisions. The Division of 

Promotion of Health should, bsf its name, include the activities of the whole 

organization. It would appear from the Director-General's statements, 

however, that any simplification in structure always Required additional 

personnel, and the financial position of the Organization must not be ignored. 

Dr, Starapar suggested that the Department of Operational Services might 

be made to consist of only two divisions - one for Professional and Technical 

Education and one, a combination of the existing other three, to be called 

the Division of Public Health and Social Health Services. If the 

Organizational Services were merely advisory there should be no difficulty in 

bringing the charts more into keeping with the existing situation. 

Dr. van den BERG supported Mar, Mason's suggestion, feeling that two 

such closely related divisions should come under one heading. It was clear 

that a separate‘division would be required for Communicable Diseases, which 

represented another type of work and of people. He asked in that connexion 

whether the Section of Environmental Sanitation would not be better 

transferred to the latter division. 

Dr. van den Berg also recalled that at the time of the Interim 

Commission a special section had been planned for assistance in emergency-

cases; he could not find any such section among the charts. 

The DIRECTOR-GENERAL pointed out that emergencies varied considerably in 

character and that a section could hardly be created for that especial 

purpose.. If an emergency occurred, the particular sections of the 

Organization concerned took over and personnel were assigned for special 

service from the appropriate division, or by the appropriate regional office 

with assistance from the central offipe. 



Dr, MACKENZIE supported the proposal to combine the Division of 

Organization of Public Health Services with that of Promotion of Health. 

The DIRECTOR-GENERAL reminded the meeting that it had been agreed that 

not more than from five to seven sections should be responsible to one head 

and that sections very diverse in their activities should not be combined. 

It was true that an amalgamation of the two divisions in question would give 

only seven sections^ but he doubted whether one person could successfully 

deal i/vith all of them
0
 It might be possible at the time of speaking, but 

certainly not after the Technical Assistance programme - a programme for 

which the Organization would probably receive some four million dollars 

during the latter part of 1950 — had brought an increase of responsibility 

for those divisions^ 

He also reminded the committee of the health projects of the United 

Nations Children
г

 s International Emergency Fund^ projects for which the 

World Health Organisation provided technical advice, at its expense 

Dr
e
 MACKENZIE thought that the director of the combined division, 

might be assisted by a staff member not so highly placed. 

Mr
e
 HANSON； adviser to Dr

c
 Hyde^ felt that the tendency was to place 

emphasis on Public Health Services
0
 The pióture seemed to be weak in the 

matter of public health administration
5
 but strong in specialized programmes 

He suggested that the committee consider i/vhich was preferable: (1) an 

organizational structure which reflected the present recommendations of the 

World Health Assembly as regards priorities or (2) a more far-si澳ted type 

of organisation having as its framework the normal functional elements of a 

national health administratioric 

The meeting rose at 12«35 рш 
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1. ORGANIZATIONAL STRUCTURE AND ADMINISTRATIVE EFFICIENCY 
Director-General

1

 s statement on the functions of Headquarters and 
• Regional Offices •. 

The ŒAIRMAN drew attention to the four documents before the committee 

Statement by the Director-Generalx ‘ (excerpt from the provisional 
minutes of the first meeting)； 

EB5/21 A d d山 Status of Contributions to the Budgets for 1948 and 
1949 and to the Working Capital Fund; 

EB5/AF/2: Policies and Procedures governing Functions of 
Regional Offices; 

A/934: Advisory Committee on Administrative and Budgetary-
Questions -second report of 1949 to the.General 
Assembly. 

He invited comments on the statement by the Dire сtor-Gene ral. 

Dr STAMPAR felt there was general agreement with the statement； 

some special problems should now be discussed. 

Dr MACKENZIE asked for clarification with regard to certain points on 

page 11 of the minutes of the first meeting. Did "collection of information 

from all parts of the world" mean there would be overlapping with the 

information contained in the Tropical Diseases Bulletin and the Bulletin 

of 取giene， or did it refer to the collection of information with regard to 

TOO in general? 

The DIRECTOR-GENERAL stated that the co-ordination of the work of the 

regional offices covered every field where the regional offices required 

assistance in their functioning; it was important that the same general 

points of view should obtain throughout the regional offices; they should 

know what the others were doing, what were their technical attitudes, how 

they were developing their work, what arrangements they were making with 

regard to demonstration teams and areas, e t c” in order to profit from 

each other's experience• In most cases the work being done was e:xperimental 

and pioneering, and the object of such co-ordination was to prevent the 

repetition of mistakes and avoid wasteful effort and loss of experience； 



it included making available to regional offices personnel with езфепопсе 

in other regions or in other parts of the world not regionalized, and 

strengthening the services in particular regions in repsonse to requests 

from governments in those regions * 

The collection and dissemination of information covered not only the 

fields alluded to, but also discovery of new material and new methods 

employed in the regions. Changes were taking place so rapidly that a 

new technique might come into being in some place and be used by first-class 

people in a number of places in the world, but information about it might 

not appear for a very long time in any other literature. The people in the 

ШЮ services should be at the forefront in the knowledge of new materials 

and methods, otherwise their value as advisers to governments would be very 

seriously reduced； it was part of the function of a specialist at Headquarters 

to see that regional advisers were kept au courant with recent developments 

in these fields. If, through pressure ôf work or lack of literature, a 

regional adviser were forestalled,, his prestige as an adviser would be very 

seriously jeopardized. 

Dr STAMPAR felt there was general agreement on the necessity for 

decentralization and also on the necessity for avoiding bureaucratic 

practices. He agreed with the Director-General that Headquarters must 

Ъе staffed by highly specialized people, it was better to have a few highly 

specialized than таз̂г less qualified people. The respective responsibilities 

of the central and regional offices should now be defined, although it was 

impossible at the present stage of activities to make any too rigid decisions. 

Dr MACKENZIE, thought that the phrase on page 11, line 8 of the Birector-

Gsneral's statement might be amended to read "co-ordination of the 

advisory services". With regard to the "collection of information" 

his only concern had beaithat there should be no duplication with 



current literature； he felt, after the renarks of the Director-General, 

that there was supplementation, not duplication. He-suggfested that the first 
. . . . . '•‘ ‘ 

line of the second paragraph on page 11 should be amended to road "arrangements 

for the provision of supplies for teams" and that in the first line on page 12 

"co-ordination of that aspect of the work" should be amended to read "policy 

of that aspect of the work" . He felt that the words, "it would be impossible 
• '•‘ V . • • • 

to set up entirely autonomous regional financial controls" in line 2 of paragraph 

2 on page 12, were a little too strong. There was also the question of inter-

change of staff between central and regional offices. At the present time, a 

great deal of normal regional work would have to be done from the centre, but 

v^hen regional offices were established, he considered that the medical officer 

'working at the centre should, in general, be senior men with a wide knowledge 

of public-health. While medical officers from the central office should be 

available for visiting the regions, it was doubtful if the reverse procedure 

could be carried out to any great extent. 

The DIRECTOR-GEIíBRAL^ roplyinc to. the suggestion to insert the word 

"policy", stated it was generally accepted that the policy of the Organization 

was developed by a great multiplicity of controls but remained with the 

Director-General； he did not fsel that it was nocessary to restate what was 

inherent in the Constitution of Ш0 when addressing a committee； co-ordination 

.of that aspect of the work was an important function of the central office -

the question of the responsibility for policy was naturally taken for granted,= 

Co-ordination was essential because certain supplies came' from the regions 

themselvesj in some cases local currency was used for the purpose ; in other 
, ' • • 

cases supplies could not be found in a region and the region would not knew how 

or where to obtain such supplies； it might bo that perhaps three different 
• . . • . .. . :: 
regions would assist in obtaining supplies for a particular project. 

Co-ordination by the oentral office was essential. 



On the question of financial controls/ he would suggest that the 

sentence as it stood was strictly accurate: it would be impossible to 

set up "entirely autonomous financial controls", otherwise there would 

be no uniformity of financial control throu^iout the Organization. 

With regard to exchange of personnel, it was felt to be important 

that there should be as much of this, as could be arranged -with profit, 

both•between regional offices themselves and between regional offices 

«id the central office. Wiile it was true that the top-grade specialists 

on the Headquarters staff would possibly not go permanently to a 

regional office, it was, nevertheless, essential that such specialists from 

Headquarters should be available for perhaps two to three months if a 

regional office needed that type of assistance. On the other hand, there 

would be relatively junior people on Headquarters staff in need of field 

experience,-and on the staff of regional offices there would be those in 

need of experience at Headquarters to widen their interests and give them 

some overall knowledge of the Organization. For the time being, of course, 

the last sentence of the statement was no more than a pious hope, 

Dr van den BERO said that the remarks he had to make were more in 

the nature of a change of accent than any disagreement with th
È
 Director" 

General's statement. He thought regional offices were more important than 

might be inferred from the st.ateiae'nt. With regard to the "technical 

advice" (page 3, line 10), he agreed that in many cases it was necessary 

this should remain a function of the central office, but this was not 

necessarily so in all cases. In connexion with the phrase "local 

co~ordinàtion and liaison .would, with the establishment of regional offices, 

be taken over locally", he would point out that in some cases regional 

i • 
divisions did not' coincide: Turkey, for instance, was a member of the 

Eastern Mediterranean region of ТОЮ, whereas in other organizations it 

came within the European region. 



Dr HYDE considered that document EB5/A?/2 clarified and 

amplified the remarks made by the Directo^General on the previous day, 

and thought that the desired decentralization could be achieved through 

the budgeting process for regional offices; there was obvious^ need for 

S O m e f i n a n c i a l C O n t r o 1
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competent division at Headquarters. 
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•
 S e 0 r e t a i y , i S t a t e d t h

对
 t h e

 budgeting process 他ich had been followed 

to the Present, and ^ i c h it was intended to continue to follow and 

e x p a n d í W a s teseci u

P°
n t h e

 pr0vl_si
0ns
 of the Constitution and upon the 

Financial Regulations, as approved b
7
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 3B5AF/2, Page 5. proposals submitted 

to Headquarters by the regional offices m m l d be considered and 

consolidated ty the Director-General and included in his proposed programe 

and budget for the fcncwing year. After approval of the programme a^d 



Health 

budget by the/Assembly, a tentative allocation of fimds w u l d be made 

•
 t 0

 regional directors, тйю would be notified as to the amount of the 

total resources of the Organization available for their regions. On 

that basis, the regional directors, would be required to submit specific 

proposals for operations in th.e region; based on specific requests from 

governments。 These specific proposals would be considered by Headquarters 

and specific allotments for specific projets wcrold be issued to 

regional directors
e
 It was intended this year tc proceed in accordance 

•with this latter' pattern. 

The SECRETARY referred members to Financial Regulation No.10; 

"tte adoption of the budget shall constitute an authorization 
tc. the Director-Gcneral to incux- obligations and make 
expenditures for the purposes for i/diich appropriations have 
been voted and up to t,he amounts so voted. 

The appropriations snail bs available for obligations in . 
respect cf goods cuppli.ed and services rendered in the . 

financial year to which the eppropriations relate, 

Ihe Lirector-Gsneral sliall лаке allotments in vrciting from 
the appropriations as votod by the Health Assembly and 
under such further subheadings as may appear appropriate 
and necessary, before obligations are incurrsá thereunder," 

Dr HÏDE thought there was general agreement that the regional 

comndttees should have a very active part in the development cf the budget; 

as present governments were inclined to feel that the budget ms already 

allocated when they саше tc the Irieiiibly。 

The DIRE'CT0R-G£^ER4L referred bo paragraph 4 of document EB5/AF/2, 

and said that the South o^r v^at-rr MpHiterranRan Regions had 

irnmedjatel] impb”4’nt.?i, this, and these regional offices had taken an active 



part in the formation of the budget for 1951. PASB had, however, not 

implemented these arrangements, and at its meeting in Peru no programme 

and budget had been presented for the Regional Office of WHO. It was 

‘
h o

P ®
d t h a t

 ЬУ next year, PASB would h ave become more accustomed to its 

rôle as a regional office for WHO, and would prepare in time a budget 

for the region. 

Dr STAMPAR asked what administrative staff was envisaged in the 

regional offices. 

The SECRETARY replied that this was a difficult question, since the 

extent to which the financial controls and accounting could be decentralized 

depended to a great extent on the development of regional organizations. 

The practice up to the present had been to have a centralized control, with 

reports submitted from the regional offices- at the end of each month and 

expenditures audited at Headquarters. It.was felt that regional offices 

would operate more effectively if a considerable amount of the accounting 

were decentralized to them. It was obviously necessary to await develop-

ment of activities before taking such a step, but it was considered that 

it would be necessary and appropriate to decentralize more accounting 

responsibility to the regional offices as soon as the volume of activity 

justified it. 

I n t h e

 budget, there was provision for a small staff in regional 

offices to handle financial and administrative matters. In each regional 

office at least one general administration and finance officer and one 

accountant were considerad necessary, with two to three locally engaged 

assistants; it mi^it be necessary in time to increase this staff. 

The CHAIRMAN suggested there should be provisional acceptance of the 

Director-General's statement. 

This was agreed, 

The CHAIRMAN referred members to Dr Stampar's memorandum in document 

EB5/L4. 



There was some discussion on this, in particular on the points set out 

respectively on pages 30 - J L 

Dr STAMPAR gave some particulars of his experiences over a long period 

during which he directed public-hoalth services in his country, and said he 

was perhaps incline4 to be too much influenced by his own personal experience. 

He, however, found that local people understood local needs batter than a 

central office, and that they took a pride in the improvement of their own 

region; he was, moreover, convinced, that regional offices should collect 

their own money： they must not be allowed to expect oveiything from Head-

quarters; in five years they must bé taught to support themselves. 

The CHAIRMAN said he was sure all members would agree with the principles 

of self-reliance and local-«iid pçrsoûal biergponsifeility -eKjirassed^by-iilr. Stampar. 

Policies and Procedures govarning Fmictions of Regional Offices (EB5/AF/2) 

The CHAIRMAN drew the conrniittee's attention to document EB5/AF/2, and 

proposed that sections 1, 2, 4, 5, and 6 of that document be considered. 

Section 1 had already been discussed at the previous meeting. 

Dr HYDE thought it unnecessary， in soction X of the document, to гаакз 

a distinction betweon sections for operational services and regional 

advisers. Provided that a man was there to do tho job, the name was unim-

portant. 

The DIRECTOR-ŒNERAL pointod out that in a complex organization any 

term must always carry a precise moaning and that the term "section" 

implied that there would be a chief of section, that that officialw ould 

Ьате a specific status, and that only á certain number of sections would 

report to one person. It was possible, howevar, to bave a greater 

number of advisers, since such a position did not necessitate a special 

administrativa unit. To allow the term "section" to be used indis-

criminatoly would only create confusion. 



The same position arose with regard to the use of the term "director" 

in the regional offices. Again the term had a specific meaning. He 

referred in that connexion to the intention of the Regional Office for the 

Americas to appoint directors and chiefs of section - a point which would 

have to be considered. 

Dr. HYDE recalled in connexion with the latter point that the 

Director-General had stated at the previous meeting that he would need 

• authority from the Health Assembly for such an innovation. Surely the 

matter was one of internal administration? 

The DIRECTOR-GENERAL explained that the recommendation made in the 

official report of the regional office in question would, if it were 

implemented, require to be put before the Health Assembly in so far as 

budgetary considerations were concerned. It was not that the matter could 

not be settled internally, but the Executive Board and the^tserably always 

exercised a budgetary control over the type of organization.. 

As regards regional advisers, the post was considered as that of a 

travelling adviser whose primary duty it was to advise' governments on 

particular aspects of technical development, алс1 only incidentally to advise 

the regional offices. 

In answer to a question by Dr. van den Berg, he stated that the 

regional adviser was, of course, under the direct control of the regional 

director, 

-
W i t h r e g a r d t 0 s e c t i o n 2

 (Personnel Policies), Dr. van den BERG asked 

how staff were selected for the regional offices,. 

Mr。 GRANT, Acting Director, Division of Administrative Management and 

Personnel, explained that reconmiendations for the selection of staff were 

the prerogative of the regional director. The latter, however, submitted 

to Headquarters the list of candidates for selection, in order to ensure 

maintenance of the principle of geographical distribution and of the 



professional standards required for posts throughout the Organization. On 

receipt of the list the Appointments Committee made recommendations as to 

who should be placed in the post. 

In answer to another question by Dr. van den Berg, he said that locally 

recruited staff were those in Grade 7 and below 池о were engaged locally and 

paid at local rates. That procedure was usual except where, because of the 

language problem or the need of particular qualifications a specific request 

was received from the regional director for the Organization to recruit 

personnel from outside. 

The DIRECTOR-GENERAL pointed out that the actual appointments were made 

by the Director-General in order to carry out his responsibilities under 

Article 35 of the Constitution. 

There was no comment on sections 4 (1), and 5, 

Dr, van den BERG stated that he could accept section 6 in the light of 

the observations he had made at the previous meeting. 

Decision; The committee provisionally approved section 1, 

section 2 in principle, and sections 4 (l), 5 and 6 of 

document EB5/AF/2. " 

Organizational Charts and Functional Statements (EB5/AFA) 

The CHAIRMAN drew the committee's attention to document EB5/AF/1, 

Part II, Sections 1 and 2. He reminded them that at the previous meeting 

the Division of Co-ordination of Planning and Liaison had been discussed, 

but that it had been decided to defer decision until the division had been 

visited. 

Dr. HIDE asked whether the Director-General could indicate which posts • 

in the Director-General's Office were filled at present. He realized that 

the organization was provisional but felt that such information would be 

useful. 

The DIRECTOR-GENERAL stated that all posts in the Office of the 



Director-General were filled, with the exception of those of Deputy 

Director-General and one secretaiy. In the Division of Co-ordination of 

Planning and Liaison all posts were filled, except that the Director of the 

Office • 

New York Liaison/had resigned his post as from December 1949, All posts in 

the Division of Public Information were filled. 

Dr. STAMPAR asked that discussion might be confined to the general 

organizational charts before the charts showing ^ecific posts were 

discussed. 

In order to make clear the proportion of administrative to technical 

services, he asked the Director of the Department of Administration and 

Finance to repeat the figures he had given at the previous meeting, 

The SECRETARY stated that the number of personnel in the Department of 

Administration and Finance was 129 and it vras assumed that the same number 

would continue to be required in 1950 and 1951, It was not possible to 

compare the functions of personnel in international organizations with those 

in national ones. For that reason a comparison could only be sought in other 

international organizations, but even they, owing to difference in 

character and in extent of decentralization, did not provide a valid 

comparison. Comparative figures were as follows: 

World Health Organization 

Food and Agriculture 
Organization 

UNESCO 

International Bank 

International Labour 
Organization 

International Civil
 r 

Aviation Organization 

Total 
staff 

516 

664 

799 

400 

583 

405 

Staff engaged 
administration and 

129 

1X9 

258 

101 

169 

165 

in 
finance 

Percentage 
of whole 

25 

17.92 

32.29 

25C25 

28。98 

40。74 



adviser to Dr.Mackenzie, 

Mr
P
 MASOlVthought the figures, although interesting, could not be of 

great value since so little basis existed for comparison. Within the 

British Civil Service it had been found that even departments engaged in 

similar tasks and employing similar services could not be compared because 

of inherent .m'fjfeareridea which were only apparent to those on the spot. 

The information should be noted, but it should not be assumed that the 

proportion of administrative staff to the vihole indicated a greater or 

Siiialler economy or efficiency. 

H STMIPARj who had asked for the figures to be given in percentages, 

said that governments were taking a greater interest in finance and 

administration than before and would certainly wish for exact figures. 

Members of the committee needed such figures in order to defend the 

Organisation, 

Ее himself had been impressed by the fact that from May 1949 the staff 

of the Organization had increased from 360 to 516; an increase of nearly 

200 people in little more than half a year was a point on which governments, 

interested in numbers of staff and geographical distribution, would ask . 
, - " • 

questions
t
 . 

Mr» BRUNSKOG, External Auditor, thought that the figures provided no 

valid comparison, particularly since the World Health Organization, with its 

regional offices, required more administrative control than other 

organizations
0
 ., 

With reference to the Department of Operational Services, Dr, STAMPAR 

thought that
s
 since the regional offices would be mainly responsible for 

such seri/icss, the central office, while employing highly-qualified 

personnel to advise the regional offices, should hardly need a special 

department for such services. It should be possible to combine the 

Departments of Technical and of Operational Services, leaving only two 

departments ̂  one technical and one administrative» 



Dr. van den BERG said that he had gained a different impression from 

the previous day» s discussion» Even though in the future it should prove 

possible to reduce services at Headquarters following the institution of a 

complete regional network, the most important part of operational work 

would .still be done at Headquarters, The type of work carried out by 

Operational Services was so different from that of Technical Services that 

it would be a mistake to combine the two. 

Amalgamation, moreover, would mean that the resulting department would 

have eight divisions, and one or more special deputies would be required to 

work under the director of the department for the purpose of co-ordination. 

It had, moreover, been accepted at the previous meeting that no department 

ought to have more than seven divisions
#
 Even if the Department of 

Operational Services could be reduced by half, it would still be necessary 
. . . • ‘ 

for it to remain à separate department» 

Dr
#
 HYDE was not entirely happy about the name "Operational Services"• 

He understood that Technical Services provided services in connexion with 

epidemiology, unification of pharmacopoeias^ and other internationally 

necessary services- Operational Services, however, had also an international 

technical function, in that it provided servi ces to governments, whereas the 

name "operational" did not have a very technical ring, He suggested that the 

name "Department of World Services" and "Department of Services to 

Governments" might more clearly show the functions- of the two departments. 

The DIRECTOR-GENERAL said the names of.the two departments had been 
• < • • 

i . . . . . ‘ 

studied at length and repeatedly;• they probably satisfied no one, but none 

had been found to meet all the requirements• The Department of Technical 

Services； for example, also provided services to governments directly. 

He agreed that Dr
t
 Hyde‘s distinction between the two departments was 

• • . » 

sound but failed to see how that, distdjiction could be reflected in a few 

words• The Department of Operational Services was not "operational" in the 



sense that it conducted operations in the field» It might be called the 

"Department of Technical Advisory Services" but that would necessitate a 

change in the name of the present Technical Services, Or again, one 

department might be called "World Technical Services" and the other 

"Technical Advisory Services to Governments". 

The difference in work was quite clear, and however difficult it might 

be to find two names for the two departments^ it was clear that they must 

remain separate, since no single person was capable of exercising the degree 

of supervision demanded by the services forming part of them, 

Dr, HYDE suggested that the committee might think over possible name s 

He disliked the implication that one department was technical and the other 

non-technical. "Operational", moreover, sounded as if the department 

actually carried out services for governments. He proposed that members put 

forward suggestions for the 'titles of those departments the following week., 

Dr. STAMPAR still thought that the two departments could be amalgamated 

.and called: "Technical and Advisory Services". It should be made clear that 

it was 
a question of technical advice, 

• • • • • • ； • • 

He admitted that it might be difficult to find an official to supervise 

the whole department, but thought that that matter was a question of internal 

arrangement. The post of deputy director of the department might be helpful 

in that connexion. 

The DIRECTOR-GENERAL pointed out that the introduction of a Deputy 

Assistât Director-General would necessitate the creation of a further 

echelon, thus increasing expenditure and introducing unnecessary 

complications. Co-ordination could be effected at the level of Assistant 

Director-General and directors without further internal co-ordination. 
• . . . . : I . ‘ 

D r

- STAMPAR thought that the question might be decided when divisional 

structure had been discussed. 
M r

'
 M S 0 N

^ aiiviser to Dr, Mackenzie, supported the proposal made by 



Dr. Hyde that members should consider the problem of another name for the 

Department of Operational Services. 

ïhe CHAIRMAN asked for comments on the División of Public Information, 

such с «rusente to bo, n«turally of a prelirainary nature ； the subject would be' 

discussed again when the division in question had bee» visited. 

Dr. HYDE announced his intention at a later stage of the discussion of 

bringing up the matter of the presentation of factual material sent by the 

Organization to interested groups. 

Dr. van den BERG, in connexion with the four divisions coming under 

the Department of Operational Services, reminded the meeting of the 

importance of the relationship between health work and the medical side of 

social security, There was a danger of the curative aspect of the problem 

being developed at the expense of the preventive aspect. There should be a 

highly qualified person at Headquarters to deal with that type of problem, 

and he found no place in the division for such a post or section. 

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

Services, thought that the Division of Promotion of Health might presumably 

fill that need. Although no section as yet existed to deal with the aspect 

raised by Dr. van den Berg, it had been thought that suqh a section would 

eventually come under the Division of Promotion of Health. The preventive 

aspect of medicine, "positive health", when developed would require a special 

unit. The Division of Promotion of Health might, indeed, have been called 

that of thé Promotion of Public Health or of Social Health. 

Ihe Organization had foreseen the need for studying the"relationship 

between health as such and the social aspect of health, and it had been 

suggested that a section dealing with public health might be added under the 

Technical Assistance part of the budget, in view of the necessity of 

promoting the health of workers under the Technical Assistance programme. 

Even the normal regional programmes, however, should make some provision for 

promoting the health of the population as a whole. 



In establishing the pattern.of the department, there had been two 

types of national organization possible as examples : :(1) the single State 
R 

pattern and (2) the federal pattern. It was necessary, at that stage of 

development, to take into account the variety of problems with which the 

Organization might be faced. The function of the department was to assist 

governments, and bearing in mind the policy of decentralization, give 

appropriate support %o the regional offices,, The department, therefore, had 

been conceived so as to г elate to public-health functions existing at the 

present time. 

At the First and Second World Health Assemblies a number of subjects 

had been given priority,丨 It had been thought that those priority subjects 

should be arranged so as to allow ejqjansion to take in additional 'subjects 

if necessary; sections had therefore been created for Malaria, Tuberculosis, 

Venereal Diseases, Maternal and Child Health, Mental Health and-Nutrition. 

Since the World Health Assembly had also stressed the importance of training, 

a division had been set up for Professional and Technical Education^ 

But it had also, been felt, in the light of Health Assembly decisions, 

that some provision should be made for - other important aspects of health. 

The Working Party on Priorities had given only second priority to Public 

Health Services, but during the preceding two years it had be come apparent 

that governments were realizing that the World Health Organization should 

also give advice on public-health services, hence the division of that name. 

In connexion with the original question of Dr. van den Bergj Di‘。Eliot 

said that it was apparent that in any public-health programme emphasis would 

be laid on the positive aspect of health, and there had been much debate « 

within the Organization as to how that could be combined with the other 

programmes. A different form might have been found but the interim form 

shown in the chart had been purposely chosen - an interim stage which the 

committee might consider unnecessary. 



Dr. van den BERG asked where the place of such a disease as 

rheumatism would come,-

Dr. ELIOT said that, although no advice was at present being given on 

that disease, its place would be in the Division of Organization of Public 

Health Services, There was no specific section for medical administration 

or for hospital care, nor were there any sections giving advice on therapy 

for a great many types of disease. "№eiamatism, chronic or acute, was one 

among many. 

The DIRECTOR-GENERAL reminded the meeting that, although the 

Constitution of the Organization recognized health as related to social 

security an important function of the Organization, no implementation of 

policy in that direction had as yet been approved. Article 2 (p) of the 

Constitution stated that it was a. function of the Organization "to study and 

report on, in co-operation with other specialized agencies where necessary, 

administrative and social techniques affecting public health and medical care 

from preventive and curative points of view, including hospital services and 

social security", and later Health Assemblies might recognize the desirability 

of action being taken in that field. In that case the functional charts would 

have to be reconsidered with a view to finding a place for such a function. 

Indeed, any new type of responsibility undertaken on instructions from the 

World Health Assembly might require some change in organizational structure. 

The existing structure was considered.suitable for 1950, but possibly changes 

might be needed in 1951. The organizational pattern had never been 

considered as providing for activities not yet specified by the World Health 

Assembly or implicit in their decisions, 

Mr, MASON, adviser to Dr. Mackenzie, thought that some economy might be 

achieved by amalgamating the Division of Promotion of Health with that of 

Organization of Public Health Services, since the objects of both divisions 

were similar, although their subjects might vary. 



Dr» ELIOT thought that such amalgamation might be possible, bjxt would 
. . . • . ' * . . . ’ •， 

necessitate the creation of another echelon, 
. . . .• . ' • ‘ 

Dr. STAMPAR found the charts complicated and again raised the question 
• • . ' • • . * 

of the difficulty of finding proper titles for divisions. The Division of 
. . . 

Promotion of Health should, ty its name, include the activities of the whole 

organization. It would appear from the Director-General's statements, 

however, that any sinplification in structure always required additional 

personnel, and the financial position of the Organization must not be ignored. 

Dr. Standar suggested that the Department of Operational Services might 

be made to consist of only two divisions - one for Professional and Technical 

Education and one, a combination of the existing other three, to be called 

the Division of Public Health and Social Health Services. If the 
• . 

Organizational Services were merely advisory there should be no difficulty in 

bringing the charts more into keeping with the existing situation. 

Dr, van den BERG supported ¡Ir, Mason's suggestion, feeling that two 

such closely related divisions should come under one heading. It..was clear 

that a separate division would be required for communicable diseases, which 

represented another type of work and of people. He asked in that connexion . 

whether the Section of Environmental Sanitation would not be better 

* transferred to the latter division. 

Dr, van den Berg also recalled that at the time of the Interim 

Commission a special section had been planned for assistance in emergency 

cases; he could not find any such section among the charts. 
• " . 

Wie DIRECTOR-GENERAL pointed out that emergencies varied considerably in 

character and that a section could hardly be created for that especial 
： • •• ； - • "； 

purpose. If an emergency occurred, the particular sections of the 

Organization concerned took over and personnel were assigned for special . 

service from the appropriate division, or by the appropriate regional office 
with assistance from the central office 



Dr. MACKENZIE supported the proposal to combine the Division of 

Organization of Public Health Services with that of Promotion of Health. 

The DIRECTOR -GENERAL reminded the meeting that it had been agreed that 

not more than from five to seven sections should be responsible to one head 

and that sections very diverse in their activities should not be combined 

It was true that an amalgamation of the two divisions in qœstion would give 

only seven sections, but he doubted whether one person could successfully 

deal with all of them. It might be possible at the time of speaking, but 

certainly not after the Technical Assistance programme - a programme for 

which the Organization would probably receive some four million dollars 

during the latter part of 1950 - had brought an increase of responsibility 

for those divisions. 

He also reminded the committee of the health projects of the United 

Nations Children's International Emergency Fund, projects for which the 

World Health Organization provided technical advice, at its expense. 

Dr. MACKENZIE thought that if the two divisions were combined, one 

director of the combined division might be assisted by a staff member of 

a lower grade• 

Mr. HANSON, adviser to Dr.取de, felt that the tendency xas to place 

emphasis on public-health services. The picture seemed to be weak in the 

matter of public health administration, but strong in specialized programmes. 

He suggested that the committee should consider which was preferable: 

(1) an organizational structure which reflected the present recommendations 

of the World Health Assembly as regards priorities or (2) a more far-sighted 

type of organization having as its framework the normal functional elements 

of a national health administration. 

The meeting rose at 12.35 p.m. 


