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1 IITRODUCTION 

The Working Group on the Organizational Study on Regionalization met on 

Tuesday, 11 September, at 9: 00 a.m., under the chairmanship of Dr. F.S. Maclean 

(New Zealand). other members of the group were France, Japan, the Philippines, 

United Kingdom and the United States. 

The Working Group had before it document wp/RC7/12, "Future Organizational 

Studies j Regionalization", and the report of the first study made by the Ez cuti ve 

Board, Off .Rec. Wld Hlth Org. ~, page 157. The Working Group understood the 

purpose of the new study to be to ensure that the organizational structure of 

WHO provides the most effective method of accomplishing the objectives of WHO. 

The Working. Group studied the question before it, and submits its reports to 

the Regional Committee. 

The Committee may, after it has studied the problem, wish the report, 

wi th watever changes are made by the COmmittee, transmitted to the Director-

General for submission to the Executive Board. In that event, the WOrking 

Qroup recommends that the Committee adopt the following resolution: 

"The Regional Committee, 

Having considered the question of regiona1ization in accordance 

with the request of the Ninth World Health Assembly, 
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1. ADOPTS its report on the subject, 

2. REQUESTS the Regional Director to transmit the report to the 

Director-General for submission to the Executive Board." 

2 FUNCTIONS OF REGIONAL OFFICES 

The Vorking Group outlined the functions of the Regional Office as follows: 

(1) To act on behalf of the Organization as the directing and 

co-ordinating authority on international health work in the 

Region. 

(2) To carry out the policies of the Organization within the 

Region. 

(3) To maintain contacts with governments and other international 

agencies having common interests. 

(4) To assess national needs, to receive governments' requests 

for aSSistance, and to plan, supervise and evaluate activities 

undertaken to meet those requests. 

(5) To submit to the Director-General an annual programme and 

budget estimate. 

3 ADVANTAGES AND DISADVANTAGES OF REG IONALIZATION 

3.1 Advantages of Regionalization 

The Executive Board, in its organizational study on regionalization 

(Off.Rec. WId Hlth Org. ~, page 158) listed the advantages of decentralization 

as follows: 

(a) The policy of an organization can be better adopted to 

local circumstances; 

(b) The several aspects of an organization's work can be 

better co-ordinated within the area; 
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(c) The persons and gov8rnments concerned feel themselves 

less separated from the source of control and can more 

readily consider it as their own and not an alien 

organization; 

(d) Planning, supervision and provision of services can be 

better developed in the light of specific requirements 

The Working Grc-) agreed to the advantages (a), (c) and (d) but had 

some doubts as to whether'decentralization of itself led to better co-ordination 

within the area. It was stressed that the boundary between two adjoining 

regions could possibly lead to a neglect of the proper co-ordination of the 

Organization's work in countries which lay within separate regions but which 
. 

had a community of interests in health problems. The Working Group considered 

an additional advantage of decentralization is that it allows opportunity for 

local initiative, and a healthy spirit of competition between regions. A 

further advantage of reg::"onalization is that it improves co-operation between 

the Organization and other intel'national organizations. 

3.2 Disadvantages of Regionallzation 

The Executive Board report listed the following disadvantages: 

(a) It is mare difficult to ensure that the actions of the 

Organization :f.'ollOiT 0. uniform policy; 

(b) More care is needed to see that administration is not 

confused by unnecessary variations of procedure; 

(c) It is sometimes more difficult to use specialist advice 

effectively; 

(d) Regionalization is more costly than a centralized 

administration, and the possibilities of duplication 

and wasted efforts are multiplied; 
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(e) There is a risk that the Organization may develop into 

a loose federation. 

The Working Group agreed that some of these disadvantages were 

apparent but it was not considered that under regionalization it was in any 

way more difficult to use specialist advice effectively. It was also 

considered that regionalization does not show any signs of causing the 

Organization to develop into a loose federation. 

It was agreed that regionalization is essentially more costly, 

but it was thought that with adequate control and good administration the 

additional cost was more than balanced by the admitted advantages of 

decentralization. 

The risk of confusion in administrative proceduree and of a 

lack of cohesion between regional offices and Headquarters is largely guarded 

against by the preparation by Headquarters of a manual which prescribes detailed 

procedures for various aspects of administration, which procedures are only 

varied in the regional office when the local conditions require this to be 

done. Concerning specialist advice, while each region is staffed with 

specialists appropriate to the region, there is a frequent interchange of 

such officers, and assistance in providing specialists is given by the 

Director-General to fill any gaps that may be in the expert staffing of the 

regional offices. 

4 MAINTENANCE OF ADEQUATE COHESION BETWEEN ~LA-qTERS AND REGIONAL 
OFFICES TO MAINTAIN THE FULL EFFECTIVENESS OF THE ORGANIZATION 

4.1 Meetings of regional directors at Headquarters. The regional 

directors meet regularly at Headquarters in January and May of each year 

on which occasions they have an opportunity to discuss individual programmes 

and to arrange co-operation between their own and other regions as necessary. 



wp/RC7/23 
Page 5 

The Working Group suggests to the Regional Committee that it 

might consider the adoption of a resolution recommending the Director-General 

to provide ample opportunities for regional directors to confer regarding the 

projected activities in their regions so that inter-regional co-operation may 

be assisted, and overlapping avoided. 

4.2 Frequent opportunity is taken for the Director-General and 

members of his staff to visit regional offices, and the Director-General is 

generally represented at regional committee meetings. Regional officers may 

pay visits to other regions or to Headquarters, and by this means also inter-

change of ideas and co-ordination in policies are maintained. 

4.3 Exchange of reports. Each regional director makes a quarterly 

report to the Director-General and copies of each report are supplied to the 

regional directors of other regions. Project reports are furnished to the 

Dir ctor-General and copies also are supplied to staff members working in 

the same field. Each expert adviser from time to time prepares reports and 

it fs recommended that these reports should be made regularly, and that copies 

of such reports should be supplied to all specialist officer working in the 

same fields. 

4.4 Interchange of staff. From time to time, senior officers are 

transferred from Headquarters to regional offices or from one regional office 

to another. This procedure is of great value if used with discretion. It 

was stressed that an officer required a period of several years to become 

fully acquainted with the problems of his region and for that reason some 

continuity of employment is essential. Nevertheless, there are obvious 

advantages in having periodiC changes as this will provide stimulus to the 

officer concerned, and will lead to a better appreciation amongst regional 

offices of their various problems. 
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5 RELATIONSHIPS WITH OTHER ORGANIZATIONS WHOSE ACTIVITIES AFFECT HEALTH 
WORK 

Consideration was also given to the Organization's relations with other 

international organizations and, in particular, with UNICEF and the Technical 

Assistance Programme. 

5.1 United Nations Children's Fund 

There is a very close co-ordination between the regional office 

and the local representatives of UNICEF. The Working Group were of the 

opinion that this close consultation should be encouraged and improved, in 

particular so as to provide WHO with early knowledge of joint projects in 

order that WHO may give technical approval of such projects and may have an 

opportunity to incorporate them in the regional programmes. 

5.2 Technical Assistance Programmes 

The recent alteration whereby the Technical Assistance Board 

approaches individual countries to formulate programmes for technical aSSistance, 

has increased the problems facing WHO in co-operating with the Technical Assistance 

programme. It is very desirable therefore that regional officers and, in 

particular, area representatives, should give early advice to health adminis-

trations to enable them to formulate their parts of the Technical Assistance 

programmes on a sound basis. 

It was stressed that in maintaining adequate liaison with UNICEF 

and the Technical Assistance Board, regionalization operated most favourably, 

and that tllCSC difficulties would be cccentuated if a policy of centralization 

was followed. 

5.3 Bilateral Agencies 

Of the sever~l bilateral agencies with which villO co-operates, it 

was stressed that relation between the Western Pacific Regional Office 
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and the International Co-operation Administration were particularly cordial 

and effective, and it would seem that this arise from the opportunity for 

frequent consultation, which again points to the advantages of a policy of 

decentralization. 

6 S~y 

It was the opinion of the Working Group that the main advantage of 

regionalization was that it enabled much closer contact with individual 

countries, with ability to assess their needs, to provide helpful advice, 

and to supervise field projects, and it also led to better liaison with 

other international agencies. The main disadvantage of regionalization 

was the additional cost involved, but provided this was strictly controlled, 

the balance was greatly in favour of regionalization. The Regional Director 

also stressed the point that WHO can look to a great increase in its work 

in future years, and by means of regionalization it has built up a structure 

which will permit rapid expansion while at the same time providing effective 

control. 


