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1, ORGANIZATIONAL STRUCTURE AND ADÎflNISTRATION 

General Discussion (continuation) 

The CHAIRMAN said the items under discussion were, firstly, the 

question raised by Dr. HYDE and Dr, van den BERG regarding certain 

difficulties of contact between Member States in the regions and 

Headquarters^ and, secondly, the question of technical experts on the 

Headquarters staff, . 

"Dr. MACKENZIE said that in his view the functions of medical officers 

at Headquarters should be mainly confined to the co-ordination and 

assessment of research, which was work that did not require an expert. 

Where expert advice in a particular field was necessary^ it should be given 

by an expert consultant or an expert committee. One danger of having 

specialists on Headquarters staff lay in the possible tendency of each 

specialist to favour a particular line of approach to a problem. 

Dr, van den BERG， generally speaking, was in agreement with 

Dra Mackenzie， but whilst it was certainly beneficial to have public-health 

administrators at Headquarters, he thought that a number of specialists in 

certain, fields would also be necessary. Any tendency, however, to have 

Headquarters staff too finely specialized in specific aspects of these 

fields must be avoided. He further observed that a specialist coming to 

work for the Organization would rapidly cease to be fully expert in his 

own field， for the reason that he would lose practical contact with his 

subjects 

‘ ‘ г 
Dr- MACKENZIE agreed with the last point made by Dr. van den Berg. 

Only a specialist actually working in his particular field could have really 

uj>’W-date expert knowledge. In national public-health administrations no 

official engaged in administrative work would claim to be an expert in any-

one fields and there the normal practice was to call in advisory bodies, or 

to maintain experts on the staff in a part-time capacity only. 



The DIRECTOR-GENERAL agreed with Dr. Mackenzie up to a point, but 

considered that in certain fields, e.g. venereal diseases, the WHO 

Headquarters officer, while he must be a specialist with the necessary 

background knowledge, need not be a practising expert. In such fields the 

officer was initially an expert and by keeping himself abreast of 

developments in his subject he was able to fulfil his function as an adviser 

‘ a n d administrator. The .duties of such officers, which included important 

secretarial and reporting functions for expert committees, required the 

experience of a specialist. 

I f the existing arrangement was not adhered to, the whole standard of 

the Organization would tend to fall in the eyes of governments. It was 

reasonable to engage part-time experts for certain special work, but such 

functions as the preparation of the programme and budget of the Organization 

could not be satisfactorily discharged by a part-time specialist. 

Dr. STAMPAR, whilst emphasizing his strong objection to the employment 

of a large number of experts, agreed that a certain number were necessary 

in some fields. The point at issue was how many of these experts were 

required. 

The CHAIRMAN said there would be à further opportunity of considering 

the question when the Headquarters organizational structure was discussed. 

Dr. HÏDE said that the Regional Committee for the Americas had 

forwarded to WHO a request for the establishment of certain specialist 

sections at the regional offices. He asked whether there was any reason why 

this could not be done. 

The DIRECTOR-GENERAL pointed out. that there were already certain 

technical advisers in the regional offices. The question was whether the 

regional offices should have specialist organizational units or regional 

advisers in the major fields. The setting-up of organizational units would 

entail much greater expense than the appointment of technical advisers in 



certain fields. 

Dr. STAMPAR felt it would be dangerous to adopt the same pattern in 

all regional offices, since their needs and problems differed so much. 

Regional offices should not be over-organized, and he favoured the idea of 

having consultant advisers, thus reducing expense. 

Functions of Headquarters 

The CHAIRMAN invited a statement from Dr. Stainpar on the functions 

•which he considered might appropriately be undertaken by Headquarters. 

Dr, STAMPAR drew attention to the suggestions he had already submitted 

in writing (EB5/14i page 30). In reply to a question by Dr. Hyde, he 

explained that the first of the questions he had listed as being of global 

importance related to the promotion of acceptable standards in medical 

education. 

It was agreed that Dr. Stampar's paper would provide a useful .basis of 

¥ 

discussion J the matter was deferred, on the suggestion of Dr. van den BER.G, 

until the committee had studied the statement made by the Director-General, 

at the first meeting of the committee, on the respective functions of 

Headquarters and the regional offices. 

Basic Principles applied by the Dlrsctor-General in Planning the 

Administration and Organization of ffHQ ‘ 

The CHAIRMAN considered it desirable in presenting a report to the 

Executive Board to comment on the "Basic principles applied by the 

V-

Director-General in Planning the Administration and Organization of WHO" 

( E B 5 A f A , Part I , page 6) . 



Dr van don BERG emphasized the importance of restricting the number 

.of subordinates5 as laid down in paragraph 2 on page 7, Paragraph 

ho folt, might not be appropriate if the principles under examination 

covered both Headquarters and regional offices, for subordinates at 

regional offices reported as o.^visovs to the Regional Director, and were 

also in technical liaison with Headquarters, 

The DIRECTOR看GENERAL explained that a technical adviser was under 

the administrative control of the Regional Director but had technical 

liaison with Headquarters。 

He also stressed the importance of paragraph 7 on page 7, as he 

felt that co-ordination and liaison at all levels were essential for the 

smooth working of the Organization. 

On the suggestion of Mr MSON^ adviser to Dr Mackenzie, it was 

agreed to insert，as the first principle under "Organization" (page 6), 

a paragraph readings . 

"The Organization as a whole and each part of it should exist to 

serve defined purposes11 » 

It was also agreed, on the suggestion of Dr HïDE5 to amend the word 

"devgloping" in the eighth line of tho first paragraph on page 9 to read 

"attaining" 

Dr MACKENZIE proposed that a paragraph be inserted to the effect 

that 

"in view of the importance of the Dire с tor-Gene ral1 s duties of co-

ordination and control^ it is desirable that, except in emergency 

or because of inevitable pressure of organization away from Head-

quarters, the Director-General and the Deputy Director-General 

should not be absent from Headquarters at the same time.“ 

The DIRECTOR-GENERAL felt that, while this practice was desirable, 

tho proposed paragraph was unnecessary^ since under normal procedure, if 

both the Director-General and the Deputy Director-General were absent at 

the same time, fall authority would Ъв delegated in writing to the senior 

staff member remaining at Headquarters. 



Dr HYDE felt that the delegation of authority was the responsibility 

of the Director-General and that this paragraph was therefore unnecessary. 

Dr MACKENZIE agreed to withdraw his proposal, provided that it was 

recorded in the minutes. He then asked whether it was necessary for all 

staff to be fully conversant with the machinery and progress of the Organ-

ization, as stated in paragraph 1 on page 11. 

The DIRECTOR-GENERAL felt that this was a principle of paramount 

importance, since it increased efficiency and improved morale j he would 

be vsry reluctant to take any measures to limit tbs facilities for obtain-

ing information which were now available to tho staff. 

The committee accepted unanimously the Basic Principles applied by 

the Director-General, as amended. 

Organizational Charts and Functional Statements i (EB5/AF/1，Part I I , 

Section l ) 

Dr STAMPAR felt that it would be difficult to discuss the charts and 

functional statements until the committee had further pursued the discussion 

on the division of functions between Headquarters and the regional organ-

izations. 

Dr van den BERG saw no objection to discussing the general principles 

underlying the charts and functional statenents； many of the problems to 

be examined would not be affected by the discussion on the functions of 

Headquarters and the regional organizations. 



He considered the new charts a considerable imps.'.cement on the old, 

particularly as there were three departments instead of two, including 

a special department of administration and finance. He welcomed the 

placing of the Division of Co-ordination, of Planning and Liaison and 

the Division of Public Information directly under the Director-General 

and the increase in the number of sections per divisiom He found 

nothing to criticize in the basic charts and suggested that the committee 

might well discuss the Department of Technical Services and that of 

Administration and Finance, for it seemed to him that those departments 

would not be greatly affected by any subsequent discussion on the 

functions of Headquarters and the regional offices» 

Mr» MASON, adviser to Dr. Mackenzie, stated that in his view 

tlie general structure of the Organization as proposed was sound. He was, 

however^ not particularly happy about the Division of Co-ordination 

of Planning and liaison. He reminded the committee of the emphasis 

placed by the Director-General upon the principle that an officer 

should coordinate his activities as he went along and also of the need 

for simpiicitya He therefore suggested that the committee might examine 

in detail the Statement on the Division of Co-ordination of Planning and 

Liaison。 Discussing paragraph (1) on page 2 of document EBS/AF/l, Part 工I, 

Section 1., he suggested there might be overlapping of activities mth those 

of the Office of Conference and General Services, whose functions were 

laid down on page 60 o f the same document。 With regard to paragraph (2) 

on page 2 , he felt that other divisionsmight undertake the functions of 

exchange of information provided for there. As for item 4f the Policy 

Board and the committee of directors co-ordinated programmes and there 

seemed to be further duplication with the Division of Promotion and 

Health (page r/i paragraph (1)) . In general, he felt that it was 

possible that the functions of the Division of Co-ordination of 

Planning and Liaison could be more economically undertaken by other 

divisions,, 



Dr, STAMFAR was in full agreement with Mr. Mason and considered 

the Division of Co-ordination of Planning and Liaison to be unnecessary» 

Mr. HANSON； adviser to Гг : I- d̂ê  asked what mechanism Mr, Mason 

had in mind to take the place of the Division of Co-ordination of 

Planning and Liaison and submitted that the Director-General required 

a staff for intelligence and long-range work。 

Mr. MASON suggested that the necessary co-ordination might be 

achieved through the Policy Board。 

The DIRECTOR-GENERAL remarked that what Mrc Mason had said pressed 

a considerable increase of the Director-General!s staffs It had to 

i • 
be remembered that planning was a complex matter deriving fran many 

sources$ for- example, from th,e Assembly^ fron the Executive Boards 

from regional committees ̂  from с ш с у о с omit tee s and from specialists 

on the staff of "Ш0о There was planning and liaison in fields where work 

was done jointly with other organizations^, WHO had a small permanent 

office at the United Nations Headquarters, the officers of which attended 

meetings of UN organs, Liaison was also maintained with non-governmental 

organizations^ There was, therefore^ a need for a place where all the 

resultant material could be collected and co-ordinated into a coherent 

programme and the Division of Co-ordination of Planning and Liaison seemed 

to be eminently suitable in that regard. If the division in question 

were to be sacrificed the personnel "would have to be incorporated in the 

Director-General?s Office» Actually^ the division was not large^ having 

regard to the work it was called upon to doe It therefore seemed to him 

that the question was whether the Director-General丨s Office should be 

increased or whether the Division of Co—ordination of Planning and Liaison 

should be maintainecL He reminded the committee that the division' s f unction 

was not basic planning but cc-o^dination of plans« 



Dr. van den BERG thought that from an organizational point of view it 

would be a mistake to pass the work of the Division of Co-ordination of 

Planning and Liaison to the Director-General1 s Office. 

At the request of the Chairman, the SECRETARY explained the difference 

bu'GT/vyen the functions of the Division of Co-ordination of Planning and 

Liaison and those of the Office of Conference and General Services. 

Paragraph 1 on page 60 provided for arrangements with regard to space- staff, 

e tc ” physical arrangements for conferences and general services, whereas . 

tho Division of Co-ordination of Planning and Liaison dealt with the planning 

of the work of conferences and the making of arrangements for the 

representation of WHO at the United Nations and other specialized agencies. 

Mr. HkSON agreed that the functions were possibly different in nature 

but felt that they were directed towards the same general purpose. Would 

it not have been botter for other divisions to be reorganized so as to take 

over several of the duties allocated to the Division of Co-ordination of 

Planning and Liaison? At least the suggestion might well be explored. As 

regards paragraph 1, the work could possibly be transferred with some slight 

staff alterations. As for paragraph 2, it was probable that other divisions 

were already performing these duties. 

The DIRECTOR—GENERAL emphasized that the work involved représentation of 

Щ 0 at meetings of other organizations, including technical functions in the 

medica] field. The Office .of Conference and General Services formed part of 

the Ocpartraent of Administration and Finance and had no medical personnel. 

For it to take over such functions would give rise to organizational 

difficulties that would not be easy to resolve. 

Dr. HÏDE submitted that the Division of Co-ordination of Planning and 

Liaison was, for all practical purposes, the foreign ministry of WHO and 

should therefore be part of the Director-General's own personal staff. 

The DIRECTOR-GENERAL recalled that the concept on a separate division 



for co-ordination of planning and liaison had not been originally foreseen. 

It was as the result of a strong recommendation of Dr, Boudreau that this 

type of structure had been evolved. 

Dr. van den BERG considered it desirable to see the practical. 

functioning of the organizational structure bofore discussing the 

appropriateness of the detailed arrangements set forth in the statement, and 

that the committee should confine itself to the consideration of whether the 

division as such should be retained, 

Mr。狐SON said that in the circumstances he would limit his further 

remarks to parafçraphs 5 and b} which provided for the development and 

maintenance of a report system and the devising of methods for the 

evaluation of the operational efficiency of WHO projects. In his view； the 

responsibility for these operations rested with the senior officers of the 
f • 

relevant divisions» Admittedly, the Director-General would require staff to 

co-ordinate their reports and tho like, but he did not think that it was the 

function of the Division of Co-ordination of Planning and Liaison to undertake 

the developmont of such reports, 

Dr, van den BERG agreed with the views expressed by Mr. Mason. 

The DIRECTOR-GSNER/iL e^lained that there was no control whatsoever 

vested in the division,, It merely collected information from a variety of 

sources, and saw to it that what went on in the Organization was properly 

co-ordinated、Its work formed the basis of the Direct or-C-e ne ral? s Annual 
‘ * 

* 

Report, 

Mr0 îfeSON maintained that there seemed to be confusion of 

responsibilities and thought that if it v;as intention that the Division 

of Co-ordination of Planning ancl Liaison should carry out the functions of 

a foreign miuiKtry the paragraph relating to these functions should appear 

as the first item in the statements 

Mr, H/INSOII said that he would be wary of the division if it were set 



up for control purpose, but it seemed clear to him that its function 

was to analyse and co-ordinate information and material required by the 

Director-General with regard to the operations of WHO and the proposed 

scope of future operations.' There was the danger that the division might 

become sterile and he felt that care should be taken to see that officials 

made proper use of the division. 

The DIRECTOR-GENERAL said that the division was unlikely to become 

sterile, as it had to represent WHO at meetings of other organizations, and 

thus was constantly briefed by other divisions. He added that the liaison 

function discharged by the division resulted in a considerable saving on 

travelling expensés, as it rendered unnecessary many individual journeys 

by officers of other divisions. 

The CHAIRMAN suggested that further discussion of the matter be left 

over until more direct knowledge had been obtained of the operations of 

the division through interviews n»ith its officers. 

Mr. MASON then drew the attention of the committee to paragraph 1 

on page 7 of the statement on the Division of Promotion of Health, 

which seemed to him to create the possibility of duplication between 

Headquarters and regional offices. 

The DIRECTOR-GENERAL stated that as time went on the regional 

offices would become better organized and the functions of Headquarters 

would be largely confined te advice at a high technical level. For the 

time being no personnel with the necessaiy qualifications and experience 

were available in some of the regions身 so that the function of 

technically supervising demonstrations of modem methods of prevention 

and control and the training of local personnel attached to such 

demonstrations must be provided from Headquarters for some time to come. 

He suggested that Mr. Mason's point might be met by the insertion of the 

words "through regional offices" in the first line of paragraph 1 on 

page 7, after the word "activities", and at the same place in the 



functional statements of the other divisions in the Department» 

This was agreed. 

The CHAIRMAN.proposed that the committee should return to the 

consideration of the Department of Administration and Finance, the 

Technical Services and the basic charts, as proposed by Dr. van den Berg. 

Dr# HYDE asked whether the charts reflected the minimum organization 

required for the scope of the regular budget or whether the organization 

so set forth was capable of absorbing additional programmes• He reminded 

thfc committee of the criticism that had been levelled at WHO for 

overweight on the administrative side, and he was very concerned about 

the relative weight of the administrative and technical services. 

Mr, MASON drew attention to the fact that administration accounted 

for 20 % of the total staff and 16 % of the expenditure, and that the 

administrative services absorbed 38 % of the Headquarters staff. 

The SECRETARY stated that in general the charts covered the requirements 

of the regular budget as approved by the Assembly and did not reflect 

positions that might be required at Headquarters and for field operations 

to pursue the programme of Technical Assistance^ Estimates for the latter 

were given in document EB5/44t On being 

his percentages had been taken from the 

Secretary detailed the breakdown of the 

total of 175 as followst 

Director-General's Office 

informed by Mr« Mason that 

1951 Budget figures, the 

Headquarters administrative staff 

Division of Co-ordination of Planning 

and Liaison 28 

( 

Division of Public Information 13 

、 
f Department of Administration and Finance 129 

He presented to the committee a comparison with the Administration 

and Finance staffs of other specialized agencies, emphasizing^ however. 



that the circumstances and work of the various agencies were entirely-

different and that there were no other organizations directly comparable 

to VfflO. The following figures were givenг 

rao 129 

FAO 119 

UNESCO 258 (excluding conference staff) 

International Bank 101 

ILO 169 

ICAO 165 

In all fairness the Secretary thought that he should add that one of 

the main reasons why Ш 0 staff was relatively small was the fact that the 

Organization operated in the Palais des Nations and was able to use a 

number of the services of the United Nations, 

In reply to Mr, Mason, who asked how the percentage of administrative 

staff to the total positions compared with similar percentages in other 

Organizations, the SECRETARY gave the following figuran i 

Total Staff 

FAO 664 

UNESCO 799 

International Bank 400 

ILO 583 

ICAO 405 

TOO 516 

In considering these figurer he felt that the committee might 

wish to take into account the fact that WHO was organized on a regional 

basis, which had the effect of increasing administration costs. 

The meeting rose at .5。30 p->m« 
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1. ORGANIZATIONAL STRUCTURE AND ADfflNISTRATlVE EFFICISNCI 

General Discussion (continuation) 

The CHAIRMAN said the items under discussion were, firstly, the 

question raised by Dr. Hyde and Dr, van den E:erg regarding certain 

difficulties of contact between Member States in the regions and 

Headquarters, and, secondly, the question of technical experts on the 

Headquarters staff. 

•Dr. MACKENZIE said that in his view the functions of medical officers 

at Headquarters should be mainly confined to co-ordination‘and to the 

assessment of research, which was work that did not require an expert. 

Where expert advice in a particular field was necessary, it should be" given 

by a tonpar&ry expert consultant oy an oxport conmittoe. Ono ckvn¿；or of having 

specialists on Headquarters staff lay in the possible tendency of each 

specialist to favour a particular line of approach to a problem. 

Dr. van den BERG； generally speaking, was in agreement with 

Dr- Mckenzie, but whilst it was certainly beneficial to have public-health 

administrators at Headquarters, ha thought that a number of ^ecialists in 

certain, fields would also be necessary. Any tendency, however, to have 

Headquarters staff too finely specialized, in specific aspects of these 

fields must be avoided. He further observed that a specialist coming to 

vrork for the Organization would rapidly cease to be fully expert in his 

own field, for the reason that he would lose practical contact with his 

subject» 

Dr. MCKENZIE agreed with the last point made by Dr. van den Berg. 

Only a specialist actually working in his particular field could have really 

up-t-^-date expert knowledge. In national public-health administrations no 

official engaged in administrative work vrould claim to be an expert in any 

one field, and there the normal practice was to call in advisory bodies, or 

to maintain exports on the staff in a part-time capacity only. 



The DIRECTOR-GENERAL agreed with Dr. Mackenzie up to a point, but 

. ‘ » 

considered that in certain fields, e .g. venereal diseases, the WHO 

Headquarters officer, while he must be a specialist with the necessary 

background knowledge, need not be a practising expert. In such fields the 
* • - • ‘ ‘ . • 

officer was initially an expert and by keeping himself abreast of 

developments in his subject he was able to fulfil his function as an adviser 

and administrator. The'.duties of such officers, which included'important 

secretarial anci reporting functions for expert committees, required the • 
« ‘ 

experience of a specialist. 

.If the existing arrangement v/as not adhered to, the whole standard of 

• * 

the Organization would tend to fall in the eyes of governments. It was 

reasonable to engage part-time experts for certain special work, but such 

functions as the preparation of tho programme and budget of the Organization 
• ‘‘ • 

could not be satisfactorily discharged by a part-time specialist. 
« ‘ "‘ 

Dr, STAMPAR, whilst emphasizing his strong objection to the employment 

of a large number of experts, agreed that a certain number were necessary 

in some fields. The point at issue was how many of these experts were 

required. 

The CHAIRMAN said there would be a further opportunity of considering 

the question when the Headquarters organizational structure was discussed. 

Dr. HÏDE said that the Regional Committee for the Americas had 

forwarded to WHO a request for the establishment of certain specialist 

sections at the regional offices. Ho asked whether there was any reason why 

this could not be done. 

The DIRECTOR-GENERAL pointed out that there were already certain 

• ‘ . 

technical advisers in the regional offices. The question was whether the 

regional offices should have specialist organizational units or regional 

advisers in the major fields. The setting-up of organizational units.would 

entail much greater expense than the appointment of technical advisers in 



certain fields. 

Dr. STAMPAR felt it would Ъз dangerous to adopt the same pattern in 

all regional offices, since their needs and problems differed so much. 

Regional offices should not be over-organized, and he favoured the idea of 

having consultant advisers, thus reducing expense. 

Functions of Headquarterg 

« 

The СНА1ЮШ. invited a statement from Dr. Stampar on the functions 

which he considered might appropriately bo undertaken by Headquarters. 

Ü14 STAMPAR drew attention to ths suggestions he had already submitted 

in writing (EB5./14, page 30). In reply to a question by Dr. Hyde, he 

explained that the first of the questions he had listed as being of global 

importance related to tha promotion of acceptable standards in medical 

education. 

It was agreed that i)r„ Stampar^ paper would provide a useful basis of 

discussion; the matter was deferred, on the suggestion of Dr. van den BERG, 

until the committee had studied the statement made by the Director-General, 

at the first meeting of the committee； on the respective functions of 
* 

Headquarters and the regional offices,. 

Bas-ic Principles applied by the Oirector-General in Planning the 
Administration " —'— 

The С Ж Ш Ш considered it desirable in presenting a report to the 

Executive Board to comment on the "Basic principles applied by the 

Director-General in Planning the Administration and Organization of WHO" 

(EB5/AF/1, Part I , page 6)„ , 



Dr van don BERG emphasized the importance of restricting the number 

.of subordinates, as laid дош in paragraph 2 on page Ъ Paragraph 3, 

he felt, might not be appropriate if the principles under examination 

covered both Headquarters and regional offices, for subordinates at 

regional offices reported as advisers to the Regional Director, and were 

also in technical liaison with Headquarters, 

The DIRECTOR-GENERAL explained that a technical adviser was under 

the administrative control of the Regional Director but had technical 

liaison with Headquarters. 

He also stressed the importance of paragraph 7 on page 7, as he 

felt that co-ordination and liaison at all levels were essential for the 

smooth working of the Organization. 

On the suggestion of Mr MASON, adviser to Dr Mackenzie, it was 

agreed to insert, as the first principle under "Organization" (page 6)， 

a paragraph readings . 

"The Organization as a whole and each part of it should exist to 
serve defined purposes". 

It was also agreed, on the suggestion of Dr HYDE, to amend the.word 

"developing" in the eighth line of tho first paragraph on pago 9 to read 

"attaining" 

Dr MACKENZIE proposed that a paragraph be inserted to the effect 

that 

"in view of ths importance of the Director-General's duties of co-

ordination and control, it is desirable that, except in emergency 

or because of unavoidablo pi-oeauro of work-.àwà#、.'£rôft-Heà :̂; iba‘.b 

quarters, the Director-General and the Deputy Director-General 

should not be absent from Headquarters at the same time." 

The DIRECTOR-GENERAL felt that, while this practice was desirable, 

the proposed paragraph was unnecessary, since under normal procedure/if 

both the Director-General "and the Deputy Director-General were absent at 

the same time, full authority would Ы delegated in writing to the senior 

staff member remaining at Headquarters. 



Dr HÏDE felt that the delegation of authority was the responsibility 

。f the Director-General and that this paragraph was therefore unnecessary. 

Dr MACKENZIE agreed to withdraw his proposal, provided that it was 

recorded in the minutes. He then asked whether it was necessary for all • 

all parts of 

staff to be fully conversant with/the machinery and progress of the Organ-

ization, as stated in paragraph 1 un page 11. 

The DIRECTOR-GENERAL felt that this was a principle of paramount 

importance, since it increased efficiency and improved morale; ho would. 

b e У Э ГУ reluctant to take any measures to limit the facilities for obtain-

ing information which were new available to tho staff. 

The committee accepted unanimously the Basic Principles applied by 

the Director-General, as amended. 

Organizational Charts and Functional Statements» (EB5/AF/L， Part II f 

Section 1) 

Dr STAMPAR felt that it would be difficult to discuss tho charts and 

functional statements until the committee had further pursued the discussion 

on the division of functions between Headquarters and the regional organ-

izations. 

‘ 

D r 職 d e n BERG saw no objection to discussing the general principles 

underlying the charts and functional statements; many óf the problems to 

be examined would not be affected by tho discussion on the functions of 

Headquarters and the regional organizations. 



He considered the new charts a considerable improvement on the old, 

particularly as there were three departments instead of two, including 

a special department df administration and finance. He welcomed the 

placing of the Division of Co-ordination of Planning and Liaison and 

the Division of Public Information directly under the Director-General 

and the increase in the number of sections per division» He found 

nothing to criticize in the basic charts and suggested that the committee 

might well discuss the Department of Technical Services anci that of 

Administration and Finance, for it seemed to him that those departments 

would not be greatly affected by any subsequent discussion on the 

functions of Headquarters and the regional offices。 ’ 

Mr, MASON, adviser to Dr. Mackenzieí stated that in his view 

the general structure of the Organization as proposed was sound- He was》 

however； not particular^ happy.about the Division of Co-ordination 

of Planning and Liaison. He reminded the committee of the emphasis 

placed by the Director-General upon the principle that an officer 

should co-ordinate his activities as he went along and also of the need 

for simplicity。He therefore suggested that the committee mirht -..auine 

in detail the Statement on the Division of Co-ordin^.ion 上 Planning and 

Liaisoru Discussing paragraph (1) on page 2 of document Part 11》 

Section 1； he suggested there might be overlapping of activities： with • then 

o f t h e Office of Conference and General Services, whose functions were 

laid do-wn on page 60 of the same document. With regard to poragraph (2) 

on page 2, he felt that other divisionsmight undertake the functions of 

exchange of information provided for there. As for item 4, tho Policy 

Board and the committee of directors co-ordinated programmes and there 

seemed to be further duplication with the othor divisions 

•(parje 7f paragraph (!))‘• In ¿； jnerals he felt that it v/аз 

possible that the functions of the Division of Co-ordination of 

Planning and Lisison oould be more economically undertaken by ether 

divisions』 
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Dr. STAMPAR was in full agreement with Mr, Mason and considered 

the Division of Co-ordination of Planning and Liaison to be unnecessary. 

Mr. HANSON, adviser to Dr. Hyde, asked what mechanism Mr. Mason 

had in mind to take the place of the Division of Co-ordination of 

Planning arid Liaison and submitted that the Director-General required 

a staff for intelligence and long-range work. 

M r ' MASON suggested that the necessary co-ordination might be 

achieved through the Policy Board. 

The DIRECTOR-QENEFIL remarked that what Mr. Mason had said presumed 

a considerable increase of the Director-General»s stajff. It had to 

be remembered that planning was a complex matter deriving from many 

sources: for example, from the Assembly, from the Executive Board, 

from regional committees, from expert conraittees and from specialists 

on the staff of WOe There wa« planning and liâison in fields where work 

w a s d o n e ¿ointly with other organizations. TOO had a small permanent 

office at the .United Nations Headquarters, the officers of which attended 

meetings of UN organs. Liaison was also maintained with non-governmental 

organizations. There was, therefore, a need for a plebe where all the. 

resultant material could be collected and oo-ordinated into a coherent 

programme and the Division of Co-ordination of Planning and Liaison seemed 

to be eminently suitable in that regard. If the division in question 

W e r e t o b e sacrificed the personnel vrould have, to be incorporated in the . 

Director-General's Qffice. Actually, the division was'not large, having ' 

regard to the work it was called upon to do. ït therëfore seemed to him 

that the question was whether the Director-OeneraHs Office should be 

increased or whether, the Division of Co-ordination of Planning and Liaison 

should be maintained. He rminded the coMnittee that the divisionf s function 

was not bagic planning but co-ordination^ of plans." 



. Dr. van den BERG thought that from'an organizational point of view it 

would be a mistake to pass the- work of the Division of Co-ordination of 

Planning and liaison to the Director-General's Office. 

At the request of the Chairman, the SECRETARY explained the difference 

between the functions of the Division of Co-ordination of Planning and 

Liaison and those of the Office of Conference and General Services. 

Paragraph 1 on page 60 provided for arrangements with regard to space, staff, 

e t c ” Physical arrangeants for conferences and general services, whereas 

the Division of Co-ordination of Planning' and Liaison dealt with the planning 

of the work of conferences and the making of arrangements for the 

representation of WHO at the United Nations and other specialized agencies. 

Mr ,服SON agreed that the functions were possibly different in nature 

but felt that they were directed towards the same general purpose. Would 

it not have been bottor for other divisions to be ^organi^ed 5 0 as to take 

° V e r s e v e r a l o f t h e ^ ^ ^located to the Division of Co-ordination of 

Planning and Haison? At least the suggestion might well be explored! As 

r e g a r d s P^^Sraph 1, tho work could possibly be transferred with some slight 

staff alterations. As for paragraph 2, it was probable that other divisions 

were already performing these duties. 

The DIRECTOR-GENERAL emphasized that the work involved representation of 

WHO at BBetings of other organizations, including technical functions in the 

medical field. The Office of Conference and General Services formed part of 

the Department of Administration and Finance and had no medical personnel! 

For it to take over such functions would give rise to organizational 

difficulties that would not be easy to resolve. 

Dr. HYDE submitted that the Division of Co-ordination of Planning and 

Liaison was, for all practical purposes, the foreign ministry of WHO and 

should therefore be part of the Director-General's awn personal staff! 

• The DIRECTOR-GENERAL recalled that the concept on a separate division. 



for co-ordination of planning and liaison had not been originally foreseen. 

It vfas as the result of a strong recommendation of Drv Boudreau th .̂'t this 

type of structure had been evolvecU 

Dr. van den BERG considered it desirable to see the practical 

functioning of the organizational structure before discussing the 

appropriateness of the detailed arrangements set forth in the statemerro， and. 

that the committee should confine itself to the consideration of whether the 

division as such should be retained^ 

Mr。M/VSON said that in the circumstances he would limit his further 

remarks to paragraphs 5 and which provided for the development and • 

maintenance of a report system and the devising of methods ior the 

evaluation of the operational efficiency oí WHO projects. In his view, the 

responsibility for these operations rested with the senior officers of the 

relevant divisionsй Admittedly, the Director—General would require staff to 

со-ordinate their reports and tJtxe like, but he did not think ttrnt it was the 

function of the Division of Co-ordination of Flanning and Liaison to undertake 

the development of such reports9 

Dr. van den BERG agreed with the views expressed by Mr. Mason, 

The DIRECTOR-GENERAL explained that there was no control whatsoever 

vested in the division,» It merely collecbed information from a variety of 

sources^ and saw to it that what went on in the Organization was properly 

co-ordinated^ Its work formed the basis of the Шге ci or-Ge ne reír s Annual 

Reporto 

Mr9 íí/iSON maintained that there seemed to be confusion of 

responsibilities and thought that if it was the intention that the Division 

of Co-ordination of Planning and Liaison should carry out the functions of 

a foreign ministry the paragraph relating to tliese functions should appear 

as the first item in the statement« 

Mr. HANSON said that he would be wary of the division if it were set 



up for control purpose^ but it seemed clear to him that its function 

was to analyse and co-ordinate information and material required by the 

Director-General with regard to the operations of Щ 0 and the proposed 

scope of future operations,. There was the danger that the division might 

become sterile and. he felt that care should be taken to see that officials 

made, proper use of the divisioru 

The DIRECTOR-GENERAL said that the division was unlikely to becpme 

sterile, as it had to represent TffiO at meetings of other organizations, and 

thus was constantly briefed by other divisions. He added that the liaison 

function discharged by the division resulted in a considerable saving on 

travelling expenses, as it rendered unnecessary many individual journeys 

by officers of other divisions。 

The CHAIRMAN suggested that further discussion of the matter be left 

over until more direct knowledge had been obtained of the operations of 

the division through interviews with its officers,, 

Mr. MASON then drew the attention of the committee to 

.on page 7 of the statement on the Division of Promotion of Health, 

which seemed to him to create the possibility of duplication between 

Headquarters and regional offices。 

The DIRECTOR-GENERAL stated that as time went on the regional 

offices would become better organized and the functions of Headquarters 

would be largely confined to advice at a high technical level. For the 

time being no personnel with the necessary qualifications and experience 

were available Ь гтаз of the regions厂so that the function of 

technically supervising demonstrations of modern methods of prevention 

and control and the training of local personnel attached to such 

demonstrations must be provided from Headquarters for some time to come. 

He suggested that Mr, Mason!s point might be met by the insertion of the 
. * 

words "through regional offices" in the first line of paragraph 1 on 

page 1, after the word "activities", and at the same place in the 



functional statements of the other divisions in the Department, 

This was agreed. 

The CHAIRMAN.proposed that the committee should return to the 

consideration of the Department of Administration and Finance, the 

Technical Services and the basic charts, as proposed by Dr. van den Berg. 

Dr, HYDE asked whether the charts reflected the minimum organization 

required for the scope of the regular budget or whether the organization 

so set forth was capable of absorbing additional programmes. He reminded 

thfc committee of the criticism that had been levelled at WHO for 

overweight on the administrative side, and he was veiy concerned about 

the relative weight of the administrative and technical services. 

Mr* M S 0 N ^ ^ attention to the fact that administration accounted 

for 20 % of the total staff and 16 % of the expenditure, and that the 

administrative services absorbed.38 % of the Headquarters staff. 

statod that 

Mr. SIEGEL, Socrotary, / i n general the charts covered the requiremenl 

of the regular budget as approved by the Assembly and did not reflect 

positions that might be required at Headquarters and for field operations 

to pursue the programme of Technical Assistance. Estimates for the latter 
» ^ 

were given in document EB5/44. On being informed by Mr. Mason that 

his percentages had been taken from the 1951 budget' figures, the 

Secretary detailed the breakdown of the Headquarters administrative staff 

total of 175 as follows? 

Director-General‘s Office 

Division of Co-ordination of Planning 

and Liaison 

Division of Public Information 

'Department of Administration and Finance .. 

He presented to the committee a comparison with 

and Finance staffs of other specialized agencies； eaphafiizirg-. howevai-, 

1 

.Pr.)posod Prograiamo and Budrot Estimates for 1951 

28 

13 

129 

the Administration 
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that the circumstances and work of the various agencies were entirely 

different and that there were 

to VfflO. The following figurée 

1H0 

FAO 

UNESCO 

International Bank 

ILO 

ICAO 

all fairness the Secretary 

no other organizations directly comparable 

were given: 

129 

119 

258 (excluding conference staff) 

101 

169 . 

165 

In thought that he should add that one of 

the main reasons why WHO staff was relatively small was the fact that the 

Organization operated in the Palais des Nations and was able to use a 

number of the services of the United Nations. 

In reply to Mr.狐SON. who asked how the percentage of administrative 

staff to the total positions compared with similar percentages in other 
». . . . . 

Organizations, the SECRETARY gave the following figurest 

Total Staff 

FAO 664 

UNESCO 799 - . • 

International Bank 
i 

400 、 

ILO 583 

ICAO 405 

Ш 0 516 

In considering these figures he felt that the committee might 

*ish to take into account the fact that WHO was organized on a regional 

basis蠢 which had the effect of increasing administration costs. 

The meeting rose at 5»30 p»m. 


