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Topic 6 _ REPORT ON THE PROGRAM OF ECONOMIES AND DECENTRALIZA-
TION OF THE PANAMERICAN SANITARY BUREAU

In order to determine the effectiveness of the program
of decentralization of the activities of the Bureau, and to
ascertain if the operations of the Bureau were being conducted
in an economical manner_ the Directing Council in Resolution
XVII of its VI Meeting appointed a three-member Committee_
composed of Representatives of Chile_ Mexico_ and the United
States, to study these subjects.

The Committee on Economies and Decentralization met at

the Headquarters Building from 17 through 21 March 1983_ under
the chairmanship of Dr. Zozaya (Mexico) and with Dr.Jimenez
(Chile) and Dr.Brady (United Stat_s) attending. During this
period the Committee reviewed the general aspects of the pro-
gram of the Bureau and called upon the key officials to out-
line the activities for which they were responsible. From
this information, and from the study of other pertinent mate-
rial_ the Committee presented an Interim Report to the 19th
Meeting of the Executive Committee, which was then transmitted
to the VII Meeting of the Directing Council. (Document CDT/G)

The Committee stated that its observations were ten-
tative but pointed out that a program of economy and decen-
tralization was already in effect in the Bureau. This was
demonstrated by the fact that through improvement in methods
of operation a reduction in the size of the administrative
staff of the Bureau had already been effected_ with still
further reductions anticipated in the future.

It became obvious to the Committee during this study_
that the problem of economy and decentralization was a complex
one_ that the work entrusted to the Committee was very dif-
ficult to perform by persons not permanently assigned to the
Bureau_ and that it would not be possible for the Committee
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to present a final report on specific proposals in the imme-
diate future. In view of these factors the Directing Council,
at its VII Meeting, adopted the following Resolution:

"ResolutlonXk_I

"THE DIRECTING COUNCIL,

HAVING restudied the question of the program
of economies and dece_tralizatlon?

RESOLVESt

1. To request the Director of the Pan American
Sanitary Bureau to present to the XIV Pan American
Sanitary Conference a report on the steps taken and
the results obtained with respect to this matter.

2. To declare terminated the functions of the
Committee on Economies and Decentralization, estab-
lished by the Directing Council _t its VI Meeting_
and express appreciation for the task it has per-
formed."

In accordance with the terms of the above resolution_
the Director has the honor to present the following report to
the 23rd Meeting of the Executive Committee for transmittal to
the XIV Pan American Sanitary Conference.

REPORT OF ACTION TAKEN

As noted by the Committee on Economies and Decentrali-
zation, the Director had undertaken a program of decentraliza-
tion in 1951 which was in progress at the time of the meeting
of the Co_mlttee.

The initial stages of the program had consisted of the
establishment of zone areas, the location of zone offices, and
the staffing of those offices.

Prior to the establishment of the zone areas, program
and project activities were administered directly from the Cen-
tral Office in Washington. Some field offices existed, but
they varied considerably as to size, staffing and mission. The
Lima and Guatemala sector offices more closely resembled the
zone establishment of the present since they had a general res-
ponsibility for the projects in their immediate area. Addition-
ally, there were field stations in Rio de Janeiro, E1 Paso, and
Kingston.
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In the latter part of 1951_ the zone areas were defined,
the location of zone offices established, and the staffing of
the offices commenced. The Zone III, Zone IV, and Zone V Of-
fices assumed responsibility for their respective areas_ and
in the last part of 1951 the Zone VI Office was established.
The Zone II Office was established in the early part of 1952.
The Washington Office retained jurisdiction over Zone I. With-
in Zone I, the field office of Kingston assumed the responsibi-
lities for the project activities within the Caribbean area.
The E1 Paso Office was continued as an inter-country field pro-
gram concerned with stimulating cooperation and coordination of
activities among border health officials of Mexico and the Unit-
ed States in the solving of health problems.

In 1952, a Statement of General :Principles Governing the
Extent and Method of Decentralization_ which outlined the res-
pective responsibilities of Headquarters and Zone Offices! was
issued. The Statement dealt primarily with program plannlng
and supervision, leaving administrative service aspects to be
developed progressively as experience warranted.

The Zone Offices were made responsible for operational
program activities, both in giving direct technical advice to
health administrations, and in fieldplanning _nd operation of
projects. This system has had the advantage of making tech-
nical advice of zone staff continuously available to govern-
ments. Further, it assures that projects will be planned in
cooperation with the national health personnel whowill be res-
ponsible for their execution, and thus in a manner appropriate
to local conditions.

Zone Offices cooperate with the local representatives
of other agencies in planning health activities in countries.
Zone personnel collect basic information on health needs and
resources to be used for long range planning. As a fundamental
part of decentralization, Zone Offices propose the field ac-
tivities to be included in the Program and Budget, after con-
sultation with the respective national health authorities and
the cooperating agencies.

The Principles of Decentralization reserved for Head-
quarters the responsibility for provision of certain technical
and administrative services which can be more efficiently
carried out from the Central Office. Under these principles
the responsibility and authority for relations with the Govern-
ing Bodies of the Organization and their Members are retained
by the Director. The Director also maintains relations with
international, governmental and non-governmental organizations.
The Director is also responsible for establishing the policies,
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procedures and regulations for operation of the Bureau and for
over_all direction of its activities. The several officies in
the Washington Office are responsible for: carrying out in
whole or in part certain technical and administrative services,
such as procurement, fellowship placement and supervision, col-
lection and dissemination of statistical and epidemiological
information, library service, publication of material for pub-
lic information_ financial control and general administrative
services_ the development of general and long term program
planning; evaluation of program accomplishments; provision of
technical information and advice; and the operation of inter-
country projects involving more than one zone.

The Division of Public Health prior to decentralization
had fulfilled both an advisory and operational role. With the
transfer of operational responsibility to Zone Offices for all
except some interzone projects, the Division was reduced and
reorganized for greater flexibility in the use of its smaller
staff. In place of twelve sections_ three branches were estab-
lished: Health Promotion, Communicable Diseases, and Environ-
mental Sanitation.

The primary role of the Division of Public Health is
now to serve as the technical advisory unit in all matters re-
lated to public health activities of the Bureau. This includes
the use of basic information on health needs and resources for
short and long range program planning_ review and approval of
plans of operation for field projects as well as technical ad-
vice on their implementation_ program evaluation and develop-
ment of improved technical procedures and standards. In addi-
tion the Division devotes substantial time cr_ _ffort to _-
cruitment of professional personnel and tecbz_:sal rsvie_ cf
supply requirements. The collection and dissemination of epi-
demiological and statistical information is an increasingly
important central service under the responsibility of the Divi-
sion.

The Division of Education and Training was reorganized
in 1952 with two branches_ Professional Education and Fellow-
ships. The activities of the Fellowships Branch remain sub-
stantially unchanged, although, as described later, some ad-
ministrative services have been decentralized. The participa-
tion of Zone Offices in planning fellowship programs with coun-
tries, and in the preliminary selection of Fellows has improved
the quality of the training program. Improved procedures in
the Branch for the selection and placement of Fellows and their
supervision while in training have also raised the standard of
the program.
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The Professional Education Branch has the same respon-
sibility in relation to education projects as branches in the
Public Health Division have for other projects. An important
number of the interzone projects are in the field of education,
e.g. seminars, training courses, etc., and those which cannot
be decentralized to a particular Zone remain the operational
responsibility of the Division. The growth of activity in
this field has increased the work load of the Division of Edu-
cation and Training even though the Zone Offices also have
assumed more responsibility. In addition to its other activi-
ties, the Division has undertaken responsibility for coordina-
ting the exchange of information on medical education among
the international and private organizations active in this
field.

The Division of Administration was reorganized, in
keeping with the aims of the decentralization program, and in
the interests of more efficient operation. It consists of two
branches and two offices, each having definite responsibility
for major segments of the administrative activity.

During the period of reorganization_ the initial steps
in the program of decentralization and economy in the adminis-
trative areas were undertaken. The operations of the Washing-
ton Office had been hampered by the lack of suitable office
accommodations. In 1951_ this had been resolved by the acqui-
sition of the two present buildings. These buildings for the
first time afforded an opportunity to locate the several of-
fices in an efficient and practical working arrangement. Also,
at this time, the custodial and protective services were per-
formed by the staff of the Bureau. As an economy measure it
was decided to employ a commercial contractor to provide these
services. While the direct costs were more or less comparable_
the Bureau was relieved of the indirect and less tangible
present and future liabilities represented by recruitment, ter-
mination, and leave costs of the Bureau staff.

Even before the zone establishments had all been acti-
vated, decentralization had begun. With the creation of each
Zone, responsibility for the appointment of local personnel
was fully delegated to the Zone Representative. As the staff-
ing of the Zone Offices was completed, more and more functions
were transferred from the _ashington Office.

A major step in 1952 was the delegation to the Zone Of-
fices of complete responsibility for the processing of all per-
sonnel documentation for the staff of their areas although the
actual appointment of international staff remained a Head-
quarters function. This delegation permitted the Zone Offices
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to arrange medical examinations, to obtain necessary documen-
tation for allo_ance_ pension, and insurance purposes, and to
complete processing of appointees without delay. Responsibi-
lity for review of staff performance and recommendation as to
continuation of employment was also vested in the Zone Repre-
sentative, subject to the review and approval by the Director
for international staff members.

Pay-rolling of PASB staff members was transferred to
the Zone Offices in 1952 and with it the responsibility for
maintenance of leave records and processing of withln-grade
salary increments. Z6ne Offices were also given authority to
make payment of installation allowances to incoming staff mem-
bers and to pay travel claims; this reduced the work load at
Washington as well as the length of time b_tween claim and
payment. Responsibility for maintenance of control over pro-
perty of the Bureau was transferred to the field establish-
ments_ which maintain the inventory records for all property
within their area.

In order to ascertain that the financial procedures
were followed_ the Internal Auditor, who serves both the PASB
and the WHO, performed audits of the field office accounts at
the Zone Offices instead of at Washington as before.

Of great importance to the economy phase of the program
were the organizational and procedural studies that were con-
ducted. These studies restated in recommendations for internal
reorganization and assignment of functions, and insuggestions
f_r improved methods of operation. The Supply Office was re-
organized internally and new functions were assigned to it
without any increase in staff. A study of the Building Services
Unit and the Property and Equipment Unit resulted in the combi-
nation of the two units with a net reduction of four positions.
The study of the Personnel Office resulted in a complete-in-
ternal reorganization_and a reduction o£tw6 poalti_ns_

Itwould be difficult to enumerate all ef the measures
taken tc _implify the work_ 6btain better utilisation of per-
sonnal_ and-conduct a more economical operation. Examples
range from the changes approved by the Executive Committee
whereby _ PA_ budget _Im_nt is prep_roa _1_a]ly in_tead
of two, and the summary budget _mb_n_d with the Regional docu_
ment, to such items as installation of an internal telephone
dial system. Both of these actions effectively reduced work
loads and costs. In the case of the budget documents, the pre-
sent cost of printing a single budget, in both Spanish and
English, is approximately _1600, exclusive of staff time; by
elimination of two documents costs were substantially reduced.
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By the installation of the dial telephone system, service was
greatly improved, and the necessity for an additional switch-
board operator eliminated.

Other examples are the use of forms and form letters
wherever possible, in order to reduce clerical and stenogra-
phic requirements, and the printing of commonly used forms in
both Spanish and _nglish to facilitate understanding and speed
communication.

At the en_ of 1982, the first major steps had been ac-
complished. The Zone Offices were in full operation, and the
transfer of responsibility for technical supervision effected.
Significant progress had been made in the delegation of ad-
ministrative responsibilities and beneficial results were
accruing from the organizational studies and procedural im-
provements.

In 1953, the emphasis was placed on further decentrali-
zation of administrative functions, and on refining existing
processes and procedures. It was possible to complete the
decentralization of the field payroll operation through trans-
fer of responsibility for payment of WHO staff employed in the
field to the responsible Zone Offices.

Decentralization of responsibility for procurement of
travel and transportation was completed. In 1951, the work
load of the travel staff had steadily increased, since in ad-
dition to the normal travel by headquarters staff, the acce-
lerated fellowship program caused an increase in the number of
Fellows travelling in the United States. Rather than add to
the travel office staff, it was decided to contract with a
commercial travel agency to provide some services and to decen-
tralize responsibility as soon as practicable to the field
offices. As the Zone Offices gained in experience it was pos-
sible to transfer more and more authority for both approval and
procurement of travel to them. By 1953, the last stage @f
decentralization of travel procurement responsibility was at-
tained when the Zone Offices were made responsible for approval
of all duty travel by their staff within the area, and for the
purchase of fellowship and statutory travel originating in
their area.

Experience in 1951 and 1952 indicated that the system
of purchase of administrative supplies by the Washington Of-
fice and shipment to the field should be replaced to some ex-
tent by a system of local purchase by field offices. Accord-
ingly, a standard catalog of administrative supplies was pre-
pared which contained average prices in the Washington area.
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The Zone Offices were given authority to compare these costs
with local costs and_ giving dueallowance to shipping charges,

- to acquire from the more economical source.

Progress continued in the standardization of methods
and procedures. A forms catalog listing all PASB forms_ and
_0 forms in use in the Region of the Americas! was prepared
and distributed. A Correspondence Classificatlon Manual was
issued_ which is of great importance for the simplicity of
maintenance of records. True machine accounting was introduced
with the mechanization of the Washington Office payroll, thus
providing the preparation of individual checks, vouchers, and
summary ledger records in one operation and permitting the
assignment of one staff member to other duties. Organizational
studies were conducted in the Budget Officer the Reproduction
Unit_ and the Travel Unit. In each office_ these studies re-
sulted in simplified procedures and for the Budget Office and
the Reproduction Unit in recommendations for reduction of staff_
which has been effected by the elimination of two positions in
the Budget Office and one position in the Reproduction Unit.

In the process of economizing through simplification of
systems_ a new method was developed for the payment of stipends
to Fellows. It had been the practice to prepare monthly checks
for each F_!:ow; thus, in effect, separate payrolls were main-
tained for PASB and WHO Fellows. A simple letter of credit was
designed which pe_mltted the Fel]ow to draw his stipend where-
ever he might be and which eliminated the monthly payrolling
operation.

Also in l_&3_ themethod of payment _f tax reimbursement
was impToved. The Bureau reimbtL_ses the staff members who are
required.,to pay i_come tax in order to preserve the principle.
of equal pay for equal work. In previous years reimbursement
was made in the year in which-the staff member's tax paymant.
became due_ that is, the year following the earning year_
Through payment of the tax reimbursement_ a_#ther liability
was incurred in that year in addition to the salary liability,
thus increasing the smount of relmbur_ement _equired at the
time of tax payment. This prevented'any exact estimate of the

-_ur_au_s total f_ture liability since the liability could only
be calculated at the time of the individual'spayment. This
difficulty was resolved by the .institution of a system which
provid2s .for the payment of the entire amount calculated to be
the liabili_ty of the Bureau for any year, within that year,
and without any carry-over of.liability into future years.
This plan became effective in1964o



Q

CE28/5 (Eng,)
Page 9

Towards the end of'i983_ it was determined that a re-
view of the budget and allotment process should be made. A
Working Committee was established which made an intensive
study of the several aspects of the process_ and submitted a
series of recommendations. While it is too early to evaluate
the savings or increased efficiencies which may result from
these recommendations_ it is believed that they represent for-
ward steps.

By the end of 1983, the majority of the responsibili-
ties and functions susceptible of decentralization had been
transferred to the field offices. Progress could be noted in
reduction of staff at Washington and in improved procedures.
With the stabilization of the organization at Washington it
had been possible to complete preparation of position descrip-
tions and to recommend appropriate grade and salary classifi-
cation in nearly all of the offices. With decentralization of
functions almost completely accomplished 9 the emphasis in 1954_
was laid on reduction of staff and overhead costs and on further
simplification of methods and procedures.

In 1984_ a new system of payment of consultants was de-
veloped_ which eliminated another payrolling operation. Former-
ly_ consultants' checks had been prepared and issued by the
Washington Office. Through adoption of a drawing account sys-
tem_ it was possible for consultants to be paid at whatever
station to which they were assigned,

Responsibility had been centralized in one unit of the
Washington Office for effecting all program purchases_ adminis-
trative supplies and equipment? as well as member government
purchases. Centralization of an activity of this type is essen-
tial, since procurement can be most economically effected when
it is possible to purchase on a volume basis and to make com-
parison of previous purchase prices_ qualities_ and reliability
of suppliers. In 1954_ responsibility for procurement of con-
tractual services was removed from the several service units
and integrated with the existing supplies procurement activity.
Again_ it is too early to estimate potential savings_ but it is
felt that consolidation of procurement activities will ultimate-
ly result in some reduction in personnel.

The last major step in decentralization taken prior to
the preparation of this report was the establishment of Zone
Boards of Inquiry and Appeal. In the revised Staff Rules_ which
were approved by the 22nd Meeting of the Executive Committee_
provision was made for the Zones to establish local boards. The
Boards_ which are now in the process of selection9 will afford
staff in the field an impartial review body composed of their
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fellow staff members. Recommendations by the Boards are_ of
course_subject to the review_ final action is the prerogative
of the Director for PASB staff, and of the Director-General
for _H0 staff,

Summar_

In summary_ the Director _ishes to lay special emphasis
on the fact that a decentralization and economy program is not
a single dramatic step. It is a continuing effort that is
evidenced in series of studied actions.

There are and were many considerations to be faced in
the program. _ach segment of the Vashington Office operation
was measurcd for adaptability to decentr_lized operation. It
was nece_sary to determine whether the staff in the field was
sufficiently experienced to accept particular responsibilities.
The effects on the organization and staffing at _ashington were
considered from the aspects of the realignment of a unit from
which a function was transferred. The effects on related opera-
tions and the new requirements which would stem from the decen-
tralized operations, were carefully considered.

The number of personnel required in _ashington as opposed
to field requirements, is indicative. The approved positi. _ at
the end of the years_ for all sources of funds, were:

WashingtonOffice 254 219 199

Field 205 251 255

The steady shift in numbers of positions is highly satis-
factory, It will be noted that approved position figures_
rather than actual strength figures are given_ since approved
positions reflect the actual requirements even though positions
might be vacant due to difficulty in recruiting required skills_
this is a condition which has been apparent for some time in
the technical fields,

One other comparison of approved positions is of interest.
Since the major effort has been in decentralizing administrative
functions 9 the question might well be rai3ed as to whether the
zone staffs have simply replaced the Washington staff, The ap-
proved positions as of the years' end were_



cE2s/5 (Eng.)
Page 11

195___! 195_33

Office of the Director 40 42 89

ConferenceServices 18 18 18

Division of Public Health 53 84 37

Division of Administration 129 109 99

Division of Education and
Training 14 16 17

ZoneOffices 71 81 84

It can be seen that the Zone Office staff, which in-
cludes technical persnnnel, rose only slightly_ the largest
increase came in 1952 when the Mexic_ City Zone Office was
activated. The Division of Public Health decreased in 1952
with the transfer of responsibility to the field. The other
offices remain relatively stable except for the Division of
Administration which shows a decrease of 30 pesiticns. It is
worth adding that the staff strength of the Division of Admin-
istration stood at 94 as of 1 August 1954, and the approved
posts for 1955 number only 91.

In conclusion, the Director wishes to state that every
effort has been made to carry out the wishes of the governing
bodies with respect to economies and decentralization, and that
these efforts_ particularly with regard to economies, will be
continued in future years.


