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Further to Resolution XXI of the XXVIII Meeting of the Directing
Council (1981), and in compliance with Resolution XVI of the XXI Pan
American Sanitary Conference (1982), the Director submitted for consider-
ation by the 90th Meeting of the Executive Committee the study of the
functions of the Area Offices of the Pan American Sanitary Bureau
contained in Document CE9O/11.

The Committee examined and discussed this report and adopted the
following Resolution I, which contains a proposed resolution for the
consideration of the Directing Council:

THE 90th MEETING OF THE EXECUTIVE COMMITTEE,

Having examined the report presented by the Director on the
study of the functions of the Area Offices of the Pan American
Sanitary Bureau (Document CE90/11);

Bearing in mind Resolution XII at the XXVIII Meeting of the
Directing Council and Resolution XVI of the XXI Pan American
Sanitary Conference on this subject; and

Mindful of the provisions of the Regional Plan of Action:
Health for All by the Year 2000, outlining the need to increase the
operating capacity of the Pan American Sanitary Bureau to support
national and regional processes,

I _

directing council
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RESOLVES:

1. To commend the Director for the study contained in Document
CE90/11.

2. To transmit the study of the functions of the Area Offices
of the Pan American Sanitary Bureau (Document CE90/11) to the XXIX
Meeting of the Directing Council.

3. To recommend to the XXIX Meeting of the Directing Council
that it adopt the following resolution:

THE XXIX MEETING OF THE DIRECTING COUNCIL,

Having examined the report presented by the Director on
the Study of the Functions of the Area Offices of the Pan
American Sanitary Bureau (Document CD29/18);

Recalling Resolutions XII of the XXVIII Meeting of the
Directing Council and XVI of the XXI Pan American Sanitary
Conference; and

Mindful of the provision of the Regional Plan of Action:
Health for All by the Year 2000, to increase the operating
capacity of the Pan American Sanitary Bureau to support
national and regional processes,

RESOLVES:

1. To thank the Director for the study of the functions
of the Area Offices of the Pan American Sanitary Bureau
(Document CD29/18).

2. To approve the Director's recommendation in this study
that the Area Offices be eliminated with effect from 1 January
1984, as well as the measures proposed for accomplishing this
end, including the administrative actions and their implemen-
tation schedule, as set forth in Document CD29/18.

3. To recommend to the Director that he initiate negoti-
ations with the countries in which Area Offices are located
to review and conclude new Basic Agreements for the establish-
ment of Country Representative Offices, similar to the
agreements in effect with other Member Governments of the
Organization.

The Members of the Council are therefore requested to examine the
appended report and take a decision on the proposed resolution presented.

Annex
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STUDY OF THE FUNCTIONS OF THE AREA OFFICES OF THE PAN AMERICAN SANITARY

BUREAU

In compliance with Resolution XII of the XXVIII Meeting of the

Directing Council and Resolution XVI of the XXI Pan American Sani-
tary Conference, the Director submits, for the consideration of the

90th Meeting of the Executive Committee, the study of the Functions

of the Area Offices of the Pan American Sanitary Bureau.

This report contains background information on the discussions

by the Governing Bodies, consultations with the Member Governments,
the historical background of the PASB field office organization and
structure, current organization and functional structure of PASB

field offices, and resources available to the Area Offices. The
report includes an analysis of the need for the Area Offices and an
evaluation of alternative courses of action, based upon pertinent

criteria and applicable recommendations.

The Executive Committee is invited to examine the report and

its recommendations and consider a proposed resolution on this
matter.



CONTENTS

Page

I. BACKGROUND. . . . ., .. . . . . . . ... 1

1. Resolutions, Progress Report and Discussions of
the Governing Bodies. . . . . . . . . . . . 1

2. Methodology . . . . . . . . . . . . . . . . . . . . 2

3. Consultation with the Governments.. . . . . . 3

4. Scope of Study . . . . . . . . . . . . . . . . . . . . . 5

II. HISTORICAL BACKGROUND OF PASB FIELD OFFICE ORGANIZATION AND
FUNCTIONAL STRUCTURE . . . .. . . . . . . . . . . . . . 6

1. Zone Offices . . . . . . . . . . . . . . . . 6

2. Establishment of Country Representatives' Offices 8

3. Area Offices . . . . . . . . . . . . .... .. . . 9

III. AGREEMENTS WITH MEMBER GOVERNMENTS--ZONE OFFICES AND
COUNTRIES . . . . . . . .. .. . . . . . . . . . . . . . . . 9

1. Zone Offices (Area Offices) . . . . . . . . . . . . . . . 9

2. Country Representatives' Offices . . .. . . . . . . . . 10

IV. CURRENT ORGANIZATION AND FUNCTIONAL RESPONSIBILITIES--
FIELD OFFICES . .. . . ... . . . 10

1. Area Offices. . , . , . , . . . . . . 10

2. Country Representatives' Offices ........... . 12

3. Pan American Centers . . . . . . . . . . . . . . . . . . 14

4. WHO Field Office Structure Outside the Americas . . . . . 15

V. RESOURCES ALLOCATED TO AREA OFFICES . . .. . . . . . . 15

1. 1984-1985 Proposed Budget ................ 15

2. Staffing of Area Offices ................ 16

3. Physical Facilities . . . . . . . . . . . . . . . . . . . 16



COTENT (S coneL.)

VI. NEED FOR AREA OFFICES ....... ........ .. I.

1. Major Considerations Influencing Field
Organizational Structure .............. . . . . 17

2. Criteria for Evaluation of Alternative Courses
of Action. . . . . . . . . . . .. . .... . 23

VII. ALTERNATIVE COURSES OF ACTION . . . . . .. . . . . . .. . 25

1. Continue Current Operations of Area Offices . . . ... 25

2. Reorganize Area Offices with Consideration of
Subregional Groups . .. .... 29

3. Strengthen the Area Offices and Enlarge
Current Authority and Responsibilities . . . . . . .. 30

4. Eliminate Area Offices and Define a New Role for
the Country Representatives . . . . .. ........ 30

Summary ...... o. ..... ... ........ .......... 31

VIII. RECOMMENDATIONS AND OTHER PERTINENT CONSIDERATIONS . . . . 32

1. Recommended Course of Action on Area Offices. . .... . 32

2. Proposed 1984-1985 Budget . . . . . . . . . . . .... . . 32

3. New Role of the Country Representatives . . . . . . . . 33

4. Management and Control of Intercountry Projects . . . . 34

5. Other Considerations. . . . . . . . . . . . . . ... 35

IX. IMPLEMENTATION ACTIONS .................. 35

1. Plan of Operations/Administrative Actions . . . ... 35

a) General ................... ... 35

- ii -



CONTENTS (cont.)

Page

b) Revision of Policies, Procedures, Directives,
Manuals, etc. . . . . . . . . . . . . . . ..... 36

c) Financial and Budgetary . . . . . . . . . . . ... 36

d) Personnel . . . . . . . . . . . . . . . . . . . . 36

e) Physical Facilities and Property. . . . . . . . . . 36

2. Implementation Schedule . . . . . . . . . . . . . . . . 37

3. Orientation/Briefing of Staff . . . . . . . . . . . . . 38

4. Consultations with Governments. . . . . . . . . . . . . 38

ANNEXES

I. Resolution XII, XXVIII Meeting of the PAHO Directing Council

II. Resolution VIII, 88th Meeting of the PAHO Executive Committee

III. Resolution XVI, XXI Pan American Sanitary Conference

IV. Methodology for the Study of the Area Offices (Annex II, Document
CSP21/30)

V. Organizational Charts of the Pan American Sanitary Bureau (1951,
1967 and 1982)

VI. Agreement between Government of Peru and PAHO on Zone Office IV,
signed 13 August 1957

VII. Area Offices--Budgeted Posts in Initial Proposed Budget for 1984-
1985

VIII. Structure and Organizational Chart of the Pan American Sanitary
Bureau dated 6 March 1983

IX. Summary Matrix--Application of Evaluation Criteria on Alternative
Courses of Action

X. Area Offices--Redistribution of Posts

XI. Functions of Area Representatives and Country Representatives
(including expanded new role of Country Representatives)

- iii -



CE90/11 (Eng.)

STUDY OF THE FUNCTIONS OF THE AREA OFFICES OF
THE PAN AMERICAN SANITARY BUREAU

I. BACKGROUND

1. Governing Bodies Resolutions, Progress Report and Discussions of
the Governing Bodies

In compliance with Resolution XII (Annex I) approved in the XXVIII
Meeting of the Directing Council (1981), the Director initiated a study
of the functions of the Area Offices of the Pan American Sanitary Bureau.
Subsequently, a document (CE88/20) was presented to the 88th Meeting of
the Executive Committee (June 1982) outlining the progress to date on the
study. The 88th Executive Committee approved Resolution VIII (Annex II).

The Director submitted a progress report (Document CSP21/30) on
the study to the XXI Pan American Sanitary Conference (September 1982)
and the Conference approved Resolution XVI (Annex III), requesting the
Director to:

a) Continue the evaluation study initiated by Resolution XII of
the XXVIII Meeting of the Directing Council;

b) Ensure that the study includes, inter alia, attention to the
functions of the Area Offices, to the appropriateness of the
distribution of countries served by each office, and to the
issue of need for the Area Offices in the effective operation
of the Organization.

As indicated above, the study of the Area Offices was the subject
of discussions in the XXVIII Meeting of the Directing Council (September
1981), the 88th Meeting of the Executive Committee (June 1982) and the
XXI Pan American Sanitary Conference (September 1982). Some of the major
points of the discussions and recommendations of the Governments' repre-
sentatives were as follows:

a) The analysis/study of the functions of the Area Offices should
be made as a part of an overview of the overall structure of
the Organization and should include examination of the evolu-
tion of Area Offices since 1951.

b) Evaluation should be based upon context of the Strategies of
Health for All by the Year 2000.

c) Possibility of reorganizing with consideration to subregional
groups or other geographical configurations should be
considered.
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d) The need to have countries in each Area participate and be

consulted in the study was emphasized.

e) The study should be objective and not just based upon self-
evaluations.

f) Objective criteria should be developed for the evaluation.

g) Usefulness, existence and need for the Areas was questioned;
concern was expressed on the role of Area Offices, especially
in view of existence of Country Representatives Offices and
Centers; functions did not appear to be clearly defined.

h) Existence of Areas was necessary; if strengthening, greater
decentralization and delegation of responsibility were given
without return to Zone concept; Areas seemed to present certain
advantages, especially for the use of specialized human
resources.

i) Concern expressed over the amount of regular budget devoted to
Areas.

2. Methodology

In compliance with the above mentioned resolutions of the Govern-
ing Bodies, the following actions were taken:

a) A methodological guideline was prepared for evaluation of the
effectiveness of the measures entrusted to the Area Offices
(Annex IV).

b) As part of this methodology, on 2 October 1981 Resolution
CD28.R12 was transmitted to the Area Offices with a request for
their initial comments.

c) In December 1981 a meeting with the Area Representatives was
held in Washington, D.C., in which the methodology was reviewed
and the procedures established for implementing the resolution.

d) In keeping with the agreed methodology, a plan of study and a
self-audit outline were prepared and distributed to the Area
Representatives on 8 January 1982. They were instructed to
consult with the competent national authorities of their
assigned countries and to prepare the evaluation in conjunction
with those authorities.

e) The Area Offices presented their self-audit reports and the
comments of the national authorities.
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f) The documentation needed for the Director's formal consulta-

tions with the Ministries of Health was prepared, as estab-
lished by the methodology.

g) In July 1982, the Ministers of Health of the Latin American

Member Countries were sent the reports of the self-audits

carried out by the Area Offices servicing their respective

countries. In his covering letter the Director asked each
Minister:

i) To examine the report and supply comments on the functions

of the Area Office in relation to the self-audit;

ii) To make recommendations on the proper role and functions of

the Area Offices in the context of the Regional Strategies

and Plan of Action;

iii) To designate one ministerial representative to participate

in a meeting to be convened by the Area Representative for

the purpose of drawing up a joint report on the study
carried out.

h) Meetings were convened by the Area Representatives in conjunc-

tion with ministerial representatives of the Member Countries.
Joint reports covering each Area Office were completed and

submitted to the Director.

The information, reports and comments indicated above have been

analyzed, and utilized in the final evaluation of the Area Offices.
Within this document, the Director is pleased to present the completed

study with appropriate recommendations for the consideration of the

Executive Committee and Directing Council.

3. Consultations with Governments

In compliance with operative paragraph 2 of Resolution XII of the

XXVIII Directing Council, working groups were set up in each Area in

formal consultation with representatives of the Area countries. Meetings

in all the areas have been conducted and reports of these meetings were
submitted to the Director PASB for use in completing the evaluation of

the Area Offices. The dates and places of the meetings and the partici-

pants from the governments were as follows:
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Participants from Governments

Area I 30 August 1982

(Caracas, Venezuela)

Area II 24-26 November 1982
(Mexico City, Mexico)

Area III 23-25 February 1983
(Guatemala City,
Guatemala)

Area IV 1-3 September 1982
(Lima, Peru)

Area VI 6-7 September 1982

(Buenos Aires,
Argentina)

Venezuela - Dr. Mariano Fernandez, Jefe de
la Divisi6n de Medicina General y Familiar
Netherlands Antilles - Dr. Carol Elassaiss,
Director General of Health

Cuba - Dr. Jorge Aldereguia, Director of
Institute for Health Development, Ministry
of Health
Mexico - Dr. Ram6n Alvarez Gutierrez,
Director of International Coordination
Dominican Republic - Unable to attend
Haiti - Unable to attend

El Salvador - Dr. Humberto Antonio Alvarez C.,
Director General of Health
Guatemala - Dr. Francisco Zambroni, Director
General of Health Services
Honduras - Dr. Gustavo Corrales, Director
General of Health
Nicaragua - Dr. Roberto Zapata, Director of
Medical Care, Ministry of Health
Panama - Dr. Enrique Garcfa, General Secretary,
Ministry of Health

Bolivia - Dra. Rosario Andre, Directora Na-
cional de Salud Pdblica, Ministerio de Previ-
si6n Social y Salud P6blica
Colombia - Unable to attend
Ecuador - Dr. Fausto Andrade, Director de Pla-
nificaci6n, Ministerio de Salud P6blica
Peru - Dr. Alejandro Sotelo Baselli, Director
General de Administraci6n, Ministerio de Salud

Argentina - Dr. Victorio V. Olguin, Director
of International Coordination, Ministry of
Health
Chile - Mr. James Sinclair, Secretary of the
Embassy of Chile, Buenos Aires, Argentina
Paraguay - Dr. Luis Santiago Codas, Chief,
Planning Office, Ministry of Health
Uruguay - Dr. Roberto Mariffo, Chief, Planning
Unit, Ministry of Public Health
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In addition to the self-evaluation completed by each Area Office,
the Working Groups were provided detailed information on the programs and
operations of the Area Office and their role in the delivery of the
Organization's programs to countries. A summary of the reports of these
working groups is as follows:

i) There was a general consensus that the Areas have fulfilled
their functions in the past but were not entirely effective in
their current status to provide the type of technical coopera-
tion needed by the Member Countries.

ii) There was general agreement with the self-evaluations--essen-
tially that the operations of the Areas needed great improve-
ment and a redefinition of their functions.

iii) If the Area Offices were to remain, they should be strengthened
and provided with larger resources in order to optimize support
to countries.

iv) Liaison and cooperation with subregional groups was emphasized.

4. Scope of Study

The Area V Office is located in Brasilia, Brazil. The responsi-
bility of this office covers the country of Brazil. Therefore it is
essentially a Country Office. The funds and staff for the operation of
the Area V Office are included in the program and budget as Brazil coun-
try projects. For the purpose of this study, the Area V Office will not
be included.

The Office of the Caribbean Program Coordinator (CPC) includes
responsibilities for six Member Countries and other territories in the
Caribbean area, which do not have PAHO Country Representatives' Offices.
The CPC, in addition to being the Country Representative for Barbados, is
also the Country Representative for Antigua and Barbuda, Dominica,
Grenada, Saint Lucia and St. Vincent and the Grenadines. The CPC's
Office has not been designated as an Area Office. Due to the multiple
responsibilities and unique status of this Office, the Office of the
Caribbean Program Coordinator has not been included in this study. A
separate study of the Caribbean area and the CPC Office was completed in
1982 and separate actions will be taken on the conclusions and recommen-
dations of that study in cooperation with the Governments of the
Caribbean area.

In summary, this study covers the Area Offices in Venezuela (Area
I), Mexico (Area II), Guatemala (Area III), Peru (Area IV), and Argentina
(Area VI).
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It should also be noted that Resolution XII of the XXVIII Meeting

of the PAHO Directing Council (Annex I) states that 8.4 per cent of the

regular budget of the Organization is allocated every year to the Offices

of Area Representatives. This 8.4 per cent is the 1982-1983 Proposed

PAHO and WHO Regular Budgets included in OD-169 (page 450) for the Area

Offices (excluding Brazil) and the Office of Caribbean Program Coor-

dinator. The budget for the Area V Office is included under Brazil coun-

try projects (Brazil 5000, page 117, OD 169). Excluding the office of

the Caribbean Program Coordinator and Area V (Brazil), the 1982-1983

PAHO/WHO Regular Budget in OD 169 for the five other Area Offices totaled

$8,686,800, or 6.47 per cent of the total Regular Budget.

II. HISTORICAL BACKGROUND OF PASB FIELD OFFICE ORGANIZATION AND

FUNCTIONAL STRUCTURE

1. Zone Offices

One of the most important events of 1951 was the establishment of

Zone Offices, by means of which the activities of the Bureau could be

decentralized, close touch could be maintained with Member Governments,

and the needs of each area could be accurately appraised.

In accordance with various resolutions and recommendations adopted

by the Pan American Sanitary Conference, by the Directing Council, and by

the Executive Committee, the continent was divided into six zones, and in

October 1951 the Zone Offices were designated as follows:

I. Washington, D.C. Alaska, Canada, U.S.A., Non-
Self-Governing Territories
(except British Honduras)

II. Mexico City (to be opened in 1952) Cuba, Dominican Republic,

Haiti, Mexico

III. Guatemala City Costa Rica, El Salvador,

Guatemala, Honduras,

Nicaragua, Panama, British
Honduras

IV. Lima Bolivia, Colombia, Ecuador,

Peru, Venezuela

V. Rio de Janeiro Brazil

VI. Buenos Aires Argentina, Chile, Paraguay,

Urugtiay
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Zone I included the Field Office in E1l Paso, Texas, and the Field

Office for the Caribbean located at Kingston, Jamaica.

Zone II was placed under supervision of Washington Office until

the Mexico City Office was established in 1952.

The Annual Report of the Director for 1954 (page 159, OD-11)

states: "The Zone Offices were made responsible for operational program

activities, both in giving direct technical advice to health administra-
tions and in field planning and operation of projects. This system has

the advantage of making technical advice of Zone staff continuously
available to governments. Further, it assures that projects will be

planned in cooperation with the national health personnel and in a manner

appropriate to local conditions."

From an operational standpoint, the new arrangement meant that

henceforth direct responsibility for the planning and implementation of

field programs would be placed upon the Zone Representatives. The

Washington Office would appraise the projects for conformity with general

policy and budgetary limitations, and would give advice and cooperation

to the Zone Offices; but after approval from Washington, the working out

of details with the Member Governments concerned and the execution of the

programs would be the responsibility of the Zone Representatives. Each

Zone Representative would make many decisions on details that formerly

were made in Washington. He would also propose the program and budget

for his zone, including the list of projects, and would recommend candi-
dates for fellowships.

The staff of the Zone initially was mainly composed of technical

advisory staff, but during the 1950's additional administrative staff, to
include professional administrative officers (finance/, supply, etc.),

were assigned. These offices handled their own budget/allotment controls
and finance/payment records. Their operations and staff provided field
administrative support for the organization's activities in the countries

within the Zone Office's area of responsibility. Under this arrangement,

the Zone Chief was responsible for and supervised all technical and ad-
ministrative activities of the Zone-wide operations of the Organization.

There were no field offices in the individual countries. In each country

there was a "Health Team" leader, who acted as coordinator of PASB opera-

tions under the supervision of the Zone Chief. The Zone Chief was re-
sponsible for day-to-day contacts through the coordination with the na-

tional authorities in each country.

The organizational chart of the Bureau as of December 1951 is

included as Annex V(A).

At the X Meeting of the Directing Council held in September 1957,

approval was given to the Director's proposal to move the Field Office,
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Caribbean, from Kingston, Jamaica, to Caracas, Venezuela, where a new
Zone I Office was established in 1958. This Zone embraced the Caribbean
territories and the Republic of Venezuela, which was transferred from
Zone IV to the new Zone.

2. Establishment of Country Representatives Offices

The increase in the programs, operations, and size of the Organi-
zation, together with the changing trends in the delivery of technical
cooperation, provided the stimuli for an extensive reorganization of both
the Headquarters and field activities.

In the 1962-1964 period, reorganization actions were implemented
to provide more rapid and economical methods for handling administrative
and financial services with increased use and dependence upon improved
technology and communications and data processing. An integral part of
these actions was increased emphasis on structure and staffing in the
individual countries to provide an operational basis of the Organiza-
tion's program which was closer to the Member Government's operations.
The main reorganization actions involved:

i) The incorporation into the Washington Headquarters of all
administrative operations of the Zone and field activities. The
concept was to provide centralized administrative support of all
field activities from the Washington office, complemented by the
establishment of a large data processing center and the existing
international communications networks.

ii) The decentralization of a significant amount of the technical
program operational responsibilities from the Zone to the
country level and the establishment of PAHO Country Repre-
sentatives Offices in each country.

The staff of the Zone offices was reduced to a Zone Chief, an
office manager, plus secretarial and clerical support for a small number
of technical advisers. All professional administrative officer posts in
the Zone offices were eliminated, as well as requirements to maintain
financial records and make payments, except for costs of housekeeping
operations for the Zone Office. The Quadrennial Report of the Director
for the period 1962-1965 indicates that this reorganization program
resulted in a savings of 68 administrative posts without an increase in
Headquarters staffing. The Country Offices were established and each was
staffed with a PAHO Country Representative, assisted by one secretary.
The Country Representative became responsible for the full coordination
of the PAHO/WHO program within his respective country of assignment.
Additional administrative/clerical support personnel were to be provided
by the Government per the Basic Agreement between PAHO/WHO and the
Government. The type of staff provided by the Government was determined
by discussions between the Government and the Country Representative.



CE90/11 (Eng.)

Page 9

The Zone Chief continued to have supervisory responsibility of the Coun-

try Office. The Country Representative reported directly to the Zone
Chief. The organization chart depicting the structure of the Bureau
after this reorganization and up to the time of Area Offices concept is
shown in Annex V(B).

3. Area Offices

In 1976, the Zone Offices were redesignated Area Offices. The
Zone Chiefs were redesignated as Area Representatives reporting directly
to the Director. Country Representatives, who previously had reported to
the Zone Chiefs, now reported directly to the Director. Area Represen-
tatives were designated to serve as Country Representatives in the Coun-

try of their duty station. Zone-wide (Zone/AMRO) advisers were desig-
nated Area Advisers under the supervision of the Area Representatives.
Center Directors were placed under the supervision of the appropriate
Headquarters Division Chief.

This reorganization in 1976 strengthened the Country Representa-

tives' Offices and transferred supervisory and decision-making authority
for country programs from the Zone Chief to the Country Representative.
This reorganization was another change in the process towards the
recognition that program delivery of technical cooperation was at the
country level.

The reorganization of the field office structure effected in 1976

is essentially the current structure with the exception of the establish-
ment of the Office of the Caribbean Program Coordinator (CPC) in 1979.

The staffing of the new Area Offices remained essentially the same as the
Zone Offices, with the exception of Area I where staff were reassigned to
the CPC Office. An organizational chart depicting the field structure of
the Secretariat in early 1983 is attached as Annex V(C).

III. AGREEMENTS WITH MEMBER GOVERNMENTS--ZONE OFFICES AND COUNTRIES

1. Zone Offices (Area Offices)

When the Zone Offices were established, agreements were concluded
between PAHO and the Member Governments in whose countries the Zone
Offices were located. Those Zone Office agreements were signed on the
dates indicated below:

Zone I, Venezuela 2 July 1971 (Revised)

Zone II, Mexico 26 August 1952
Zone III, Guatemala 29 September 1958

Zone IV, Peru 13 August 1957
Zone V, Brazil 27 August 1951
Zone VI, Argentina 21 August 1951
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Those Zone Office agreements are still in effect and are consi-
dered to cover the operations of the current Area Offices. These agree-
ments are basically the same for all Area Offices. As an example, the
Government of Peru/PAHO agreement on Zone IV (Lima, Peru) is attached as
Annex VI.

The agreements do not provide for costs of the Zone Office to be
provided by the Governments. Therefore, a large portion of the costs of
the Zone/Area Offices have been the responsibility of PAHO.

2. Country Representatives Offices

Basic Agreements between each Member Government and PAHO/WHO have
been concluded and are in effect. These agreements include, inter alia,
that the Member Government will provide for operational expenses of the
PAHO/WHO Country Offices, including office accommodations, utilities and
secretarial/clerical staff. Many Governments have provided office accom-
modation plus government staff on detail to PAHO and covered other ex-
penses of Country Representatives' Offices.

IV. CURRENT ORGANIZATION AND FUNCTIONAL RESPONSIBILITIES--FIELD OFFICES

1. Area Offices

a) The functions of the Area Offices were initially established in
1976 when the Zone Offices were redesignated as Area Offices.
These functional responsibilities were further refined the
following years. The responsibilities approved in 1981 are
reflected in identical duties for each Area Representative, as
follows:

i) Serves as PAHO/WHO liaison and coordination officer with
international organizations and subregional political,
economic and technical groups in the countries of the Area,
with respect to intercountry programs and more directly
with those in the health sector;

ii) Collaborates in the promotion, formulation, coordination,
execution, and evaluation of intercountry health programs,
monitoring and reporting on their progress;

iii) Supervises and stimulates the effectiveness of PAHO/WHO

staff and is responsible for the management of all other
PAHO/WHO resources in the Area Office;

iv) Collaborates with the Government of the countries of the
Area, identifying and securing extrabudgetary resources for
the implementation of intercountry health and development
programs;
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v) Ensures that resolutions of PAHO/WHO Governing Bodies re-

lated to intercountry health and development programs are
noted and adequately implemented;

vi) Is aware of and stimulates the subregional groups, so that
the resolutions they approve and consistent with the poli-
cies and strategies approved by the Governing Bodies of the
Organization;

vii) Promotes, in coordination with other socioeconomic sectors,
the inclusion of the health sector in subregional develop-
ment plans;

viii) Serve as Country Representative in the country where the
area office is located, fulfilling the functions assigned
to this post;

ix) Fulfills other functions as assigned by the Director.

b) These functions also include the responsibility for:

i) The promotion of intercountry projects within the strategy
of technical and economic cooperation among developing
countries;

ii) Stimulating the cooperation between developed and develop-
ing countries;

iii) Fulfilling of all functions assigned to the Country
Representative.

c) Area advisers are assigned to each Area Office to provide advi-
sory assistance to the countries of the Area. The number and
technical expertise of Area Advisers assigned to each Area
Office vary according to the program needs as requested by the
countries of the Area and in accordance with the priorities
established by the PAHO Governing Bodies.

d) The Area Representative is under the direct supervision of the
Director. The Area Advisers report directly to the Area Re-
presentative and receive technical guidance from the technical
division of Washington Office. The advisory services provided
by Area Advisers to the countries of the Area are programmed by
coordination with the Country Representative based upon re-
quests for such services by the individual country. Such
advisory assistance is then provided with the approval of the
Country Representative.
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e) Each Area Representative is responsible for liaison and coor-
dination of PAHO activities with existing subregional groups.
These subregional groups and the responsible Area Office for
coordination are as follows:

Ministers of Health of Central America and Panama Area III

Rio de la Plata Basin Conference
of Ministers of Health Area VI

Convenio Hip6lito Unanue
(Health Agreement of the Andean
Countries) Area IV

CARICOM (Caribbean Health Ministers) CPC

A formal agreement was signed between PAHO and the Convenio
Hip6lito Unanue in November 1974. A formal agreement between
PAHO and CARICOM (Health Desk) is being processed. Informal
arrangements exist between PAHO and the secretariat of the
Ministers of Health of Central America and Panama Conference
and the Rio de la Plata Basin Conference of Ministers of Health.

f) Each Area Office includes administrative support staff who
provide required support for the Area Office activities, the
Country Representative activity assigned to the Area Represen-
tative for the Host Country, and the Area Advisers. A specific
delegation of authority is issued to the Area Representative,
which covers authorities delegated for the operation of the
Area Office. The authorities delegated cover financial matters
(including financial controls), purchasing and contracting,
travel and other operational requirements. The delegation of
authority issued to each of the Area Offices is essentially the
same.

g) There are a small number of intercountry projects with PAHO
technical staff assigned to the countries. These projects and
assigned staff are under the supervision of a Headquarters
technical division and may be located in the Area Offices.

2. Country Representative Offices

a) The functions of the Country Representatives' Offices within
the current organizational and functional structure of the
Organization were also initially established in 1976 when the
Zone Offices were redesignated as Area Offices. These func-
tional responsibilities were further refined in 1981 by the
issuance of new post descriptions for Country Representatives.
The post descriptions contain identical duties for each Countiy
Representative. The functional responsibilities of the Country
Offices are summarized in the official duties assigned to the
Country Representative, as follows:
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Under the supervision of the Director, Pan American Sanitary

Bureau, the incumbent exercises a technical, managerial and coor-
dinating role and has exclusive responsibility for all aspects of
the PAHO/WHO program of technical cooperation being carried out in
the country. Specifically performs the following duties:

i) Represents the Director of the Pan American Sanitary Bureau
and serving as PAHO/WHO liaison and coordination officer
with international, bilateral, and national organizations in
the country of assignment;

ii) Cooperates with health and other national authorities in
health planning and programming within the context of social
and economic development;

iii) Collaborates with the Government in the promotion, formula-

tion, coordination and execution of the PAHO/WHO technical
cooperation program, its evaluation and adjustments, using
methodologies and procedures in accordance with the economic
and social situation of the country;

iv) Cooperates with the national authorities in preparing the
country program and budget estimates for the PAHO/WHO
Proposed Program and Budget;

v) Promotes the participation of the Government in global and
Regional programs, approved by the Governing Bodies of PAHO/
WHO, in which the country is interested;

vi) Collaborates in the promotion, formulation, coordination,
execution and evaluation of intercountry health programs;

vii) Collaborates with the Government in identifying and securing
extrabudgetary resources for the implementation of health
prbgrams;

viii) Ensures that resolutions of PAHO/WHO Governing Bodies are
noted by national authorities and stimulates their implemen-
tation; N

ix) Promotes, in coordination with other socioeconomic sectors,
the inclusion of the health sector in national development
plans;

x) Identifies potential or actual national capabilities for
technical cooperation among developing countries;

xi) Supervises and stimulates the effectiveness of PAHO/WHO
staff and is responsible for the management of all other
PAHO/WHO resources in the country of assignment;

xii) Ensures, with the cooperation of the United Nations' respon-
sible officials, adequate security for PAHO/WHO staff and
their dependents in the country;



CE90/11 (Eng.)

Page 14

xiii) Acts as coordinator of WHO programs in the country;

xiv) Serves as exclusive channel of communications between other
PAHO/WHO organizational units and the national authorities
of the country of assignment;

xv) Fulfills other functions as assigned by the Director.

b) The Country Representative is under the direct supervision of
the Director. Technical staff who are assigned to individual
country projects are under the supervision of the Country
Representative. There are a small number of PAHO adminis-
trative support staff assigned to each country office. These
PAHO staff are complemented in some offices by government staff
provided and paid for by the government per the Basic Agreement
between PAHO/WHO and the Government.

c) The Country Representative is issued a Delegation of Authority
by the Director covering authorization delegated for the
operation of the Country Representative activities in the
country. These authorities delegated cover financial matters
(including financial controls), purchasing and contracting
travel and other operational requirements. The delegation of
authority to each Country Representative is substantially the
same.

3. Pan American Centers

a) The functions of the Pan American Centers are included in the
PAHO/Government agreements regarding the establishment and
operations of each Center. The Centers operate as an extension
of PAHO/WHO programs and each Center has a specialized
function. The Pan American Centers are as follows:

Center Location

PANAFTOSA Pan American Foot-and-
Mouth Disease Center Rio de Janeiro, Brazil

BIREME Regional Library of Medi-
cine and the Health Sciences S9o Paulo, Brazil

CAREC Caribbean Epidemiology Center Port-of-Spain, Trinidad

CEPIS Pan American Center for
Sanitary Engineering and
Environmental Sciences Lima, Peru

CEPANZO Pan American Zoonoses

Center Buenos Aires, Argentina
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CFNI Caribbean Food and Nutrition

Institute

CLAP Latin American Center for
Perinatology and Human
Development

CLATES Latin American Center of
Educational Technology
for Health

ECO Pan American Center for
Human Ecology and Health

INCAP Institute of Nutrition of
Central America and Panama

Kingston, Jamaica

Montevideo, Uruguay

Rio de Janeiro, Brazil

Toluca, Mexico

Guatemala City, Guatemala

b) The Director of each Center is under the supervision of the
technical division at Headquarters, which has responsibility

for the applicable technical program. The Centers provide
advisory and operational assistance to the Governments through

coordination with the appropriate Area and/or Country
Representative.

c) A formal delegation of authority is issued by the Director PASB

to the Center Director outlining the authorities delegated to
assist in the execution of assigned duties and responsibilities.

4. WHO Field Structure Outside of the Americas

The WHO Region of the Americas is the only WHO Region which has an

intermediate organizational level between Country Offices and the Re-
gional Office. WHO Country Offices are called "Offices of the Program
Coordinator."

V. RESOURCES ALLOCATED TO AREA OFFICES (excluding CPC and Brazil)

1. 1984-1985 Proposed Budget (Initial Proposals)

The initial proposed 1984-1985 PAHO/WHO Regular Budget for the
Area Offices based upon a continuance of the current organization and
functional structure totals $9,234,800. This proposed budget of

$9,234,800 is 6.31 per cent higher than the 1982-1983 budget ($8,686,800)
included in OD-169, as indicated below:

A
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1982-1983 1984-1985 % of Increase
Area (OD-169) Proposed (Decrease)

I $ 873,700 $1,109,100 + 26.94%
II 1,754,900 1,824,000 + 3,94%

III 2,332,400 2,809,700 + 20.46%
IV 1,594,900 2,255,300 + 41.41%
V 2,130,900 1,236,700 (- 41.96%)

Total 38,686,800 $9,234,800 + 6.31%

The decrease in Area VI is principally due to decreased costs of
posts in Buenos Aires, e.g. a P.4 post in Area VI was $229,300 in the
1982-1983 budget versus a projected cost of $151,900 in the proposed
1984-1985 budget.

Since the Area Representative. also is the Country Representative
for the country where the Area Office is located, the Area Office pro-
vides operational and administrative support for the Country Represen-
tative's activities, including some support for the country projects in
the country where the Area Office is located. Therefore, the initial
1984-1985 proposed Regular Budget for the Area Offices indicated above as
well as previous budgets includes operational expenses for the Country
Representatives' Office.

2. Staffing of Area Offices

The initial proposed 1984-1985 PAHO/WHO Regular Budget for the
Area Offices includes 35 professional posts and 63 general service posts.
Annex VII indicates the distribution of these posts by Area Office and by
grade. These posts include five posts for the Area Representatives, 24
professional posts for Area Advisers, two professional posts for the
Community Health Training Program for Central America and Panama
(PASCCAP) located in Costa Rica, and four posts for Area Administrative
Officers at grade levels P.3 (2) and P.1 (2).'

3. Physical Facilities

The Area Offices (except Area II, Mexico) are housed in buildings
which are owned by the Organization. The purchase date and cost of these
buildings are as follows:

Building Purchase Date Purchase Cost

Area I, Caracas, Venezuela 1970 $208,645

Area III, Guatemala City,
Guatemala 1969 96,391

Area IV, Lima, Peru 1967 125,940

Area VI, Buenos Aires, 1954 and 1969
Argentina 116,561

4547,537Total
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It is estimated that the current value of these buildings is over

$1,500,000.

In Area II, the Organization rents office space and the current

lease will expire at the end of February 1984.

Except for Country Representatives' Offices in Bolivia, Ecuador

and Haiti, office space for the Country Representatives' Offices is
provided by the Governments, either through the use of office space in

government facilities or in commercial space paid for by the Government.
In the case of Ecuador, the Ministry of Health is negotiating the
acquisition of a building and the Country Representative has been offered
space in that building as soon as current negotiations are approved by

the Government. In Bolivia and Haiti, PAHO rents commercial space for
the Country Representatives' Offices.

The Basic Agreement between PAHO/WHO and its Member Governments

provides, inter alia, that office accommodations, utilities, local per-
sonnel costs, etc. be provided by the Government.

The Agreements between PAHO and the Governments on the Zone
Offices do not provide that the expenses for the operations of the Zone

Offices are the responsibility of the Governments. Therefore, the cost
of office accommodations and other operational expenses are paid by
PAHO. As a result of these agreements and the arrangement whereby the
Area Representative is also the Country Representative, the Member
Governments where the Area Offices are located have not been required to
provide office accommodations and operational expenses for a PAHO/WHO
Country Representatives' Office in the same manner as in other countries
where PAHO/WHO Country Representatives Offices are located. It should be
noted that the Government of Barbados does provide a building, local
personnel, and other costs for the operation of the Office of the
Caribbean Program Coordinator in Barbados.

If the PAHO-owned Area Office buildings continue to be used in the
future to house intercountry projects and staff, recognition will need to
be given to this situation in the development of budgetary costs of Coun-

try Offices/Area Offices.

VI. NEED FOR AREA OFFICES

1. Major Considerations Influencing Field Organizational Structure

a) Compatibility with the Plan of Action--HFA 2000

The Plan of Action for the Implementation of Regional Strat-
egies for Health for All by the Year 2000 includes many
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implications for the Organization within the context of the
established objectives, goals and strategies. The Plan of
Action requires the development of new mechanisms and modifi-
cations of existing ones in order to make the PAHO's internal
administrative processes more flexible and to assure a more
effective and efficient response to new demands for technical
cooperation. The Plan of Action emphasises the need for
change through the development of adequate support mechanisms
for the strategies. The Plan's objectives include "Increase
in the Operating Capacity of PASB to support National and
Regional Processes." A major area of action states "Review
and appropriately revise the functions and responsibilities of
PAHO/WHO personnel in Headquarters and at each level in the
field, for the purpose of maximizing their effectiveness and
efficiency in the implementation of the Plan of Action."
Another area of action cited in the Plan states: "Increase
the Organization's capacity to cooperate with subregional
organizations and thus support the efforts of the Governments
to implement the strategies of subregional groups."

The study of the Area Offices as requested by the Governing
Bodies is especially timely and is an integral part of the
need to seek the best possible mechanisms to support the
successful implementation of the Regional Strategies. The
organizational structure at the field level must be compatible
with the Plan of Action and be so designed as to facilitate
the achievement of the regional goals and objectives. The
PASB field organizational structure must be adapted to ensure
optimum support to Member Governments and particularly to
improve the effectiveness of the Organization's interaction
with the Governments in their effort to implement effectively
their strategies.

b) Budgetary Constraints

The support provided by the Organization to Member Governments
must be conditioned upon the optimum use of the available
resources. The limited budgetary resources of the Organiza-
tion must provide the maximum benefits to the Member Govern-
ments. Simplification of administrative procedures, effective
lines of communication and the decision-making processes re-
quire an organizational structure which will allow a gradual
and careful reallocation of the available resources for the
benefit of national cooperation programs.

Resolution XIV of the XXI Pan American Sanitary Conference
(September 1982) requests the Director, inter alia:

i) To increase the proportion of funds allocated to country
programs to at least 35 per cent of the PAHO/WHO Regular
budget, taking into account the proposed programs and
budgets to be submitted by the Member Countries, in for-
mulating the draft program and budget for 1984-1985;
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ii) To make appropriate reductions in other budgetary loca-
tions, taking into account the regional baseline target
areas established in Chapter 6, Part II, of Official Docu-
ment 173, and the ongoing studies related to the PAHO
Centers and the Area Offices;

iii) To make a study of the matter with a view to establishing
a more equitable form of distributing PAHO resources,
endeavoring to pay due attention to the most characteris-
tic needs of the countries, and to report thereon to the
90th Meeting of the Executive Committee.

In compliance with the above resolution the available re-
sources allocated to the Area Offices require close scrutiny
since these resources are not directly allocated in the budget
to country programs.

c) Improvement of Program Planning and Delivery at the Country
Level

An essential ingredient of successful program delivery of

technical cooperation is a well-coordinated program/planning
effort between the Governments and PAHO. As the organization
has grown, the Member Governments have become more exacting in
their demands. The complexity of international cooperation
has increased during the last decade. The need for a closer
reconciliation of program planning and delivery, based upon
the needs and capabilities of the countries themselves, has
generated a need for a closer permanent dialogue between the
Organization and national health authorities. The country
level is the only level where the Organization delivers tech-
nical cooperation. It is there where the final product of the
work of the Organization is seen. Increased planning capabil-
ity within Member Governments has increased the need for a
stronger PAHO/WHO presence at the country level in order to
work more closely with government planning agencies and to
identify individual programs to overall program needs. Even
intercountry activities should be expressed, wherever pos-
sible, in relation to country level activities.

d) Coordination with Subregional Groups

The Regional Plan of Action includes the following area of
action:

"Increase the Organization's capacity to cooperate with sub-
regional organizations and thus to support the efforts of the
Governments to implement the strategies of subregional groups."
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An assigned function of the Area Representative is to serve as

PAHO/WHO liaison and coordination officer with international
organizations and subregional political, economic and tech-
nical groups in the countries of the Area of assignment, with

respect to intercountry programs and more directly with those
in the health sector.

Country Representatives serve as the PAHO/WHO liaison and
coordination officers with international, bilateral and na-
tional organizations in the country of assignment. Close
coordination is required between the Area Representative and
the Country Representative to ensure that their individual
responsibilities and efforts on these matters are compatible.

The PASB field organizational structure and assigned functions
and responsibilities at the field office level should include
consideration for the requirement to coordinate with sub-
regional groups, international organizations and other groups,
especially in the health field.

e) Cost Benefits/Savings

The limited budgetary resources available -for the support of
country programs is insufficient to meet all identified
requirements to finance the Plan of Action for Health for All
by the Year 2000. The Plan calls for the analysis, reorienta-
tion and control of sectoral and institutional financing to
insure that financial allocations are consistent with national
sectoral priorities. At the same time, it is the responsibil-
ity of the Secretariat to seek all possible ways to make opti-
mum utilization of resources available to the Organization.
Marginal effectiveness activities should be identified and
eliminated, with savings redistributed toward the priority
country programs. New mechanisms need to be found to improve
support to the field offices, including organizational struc-
ture to facilitate program delivery.

The study of the Area Offices must give high priority to the
costs of operation of these Offices in relation to the demands
on the limited budgetary resources of the Organization.

f) Strengthening of the Country Offices capability/actions in
support of the national programs/priorities, as strongly
recommended by the Governing Bodies

Discussions of the Governing Bodies, not only on the issue of
the study of the Area Offices, but on many previous occasions,
have reiterated a strong position to strengthen the Country
Offices capability for support of the national program and
priorities. The regional plan of action emphasizes the
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strengthening of Country Offices. This study of the Area
Offices must seek a field organizational structure which will
satisfy the strong recommendations of Governing Bodies on this
issue.

g) Coordination between Country-Level Operations and the
Washington Office

Currently, there are two final organizational levels (Area and
Country Offices) coordinating country-level operations with
the Washington Office. Close coordination is required between
these two levels to ensure that the Organization's response to
the program requirements of individual countries provide
effective and efficient support to each country.

For the purpose of an effective coordination between the coun-
try level and the Washington Office, the need for the Area
Offices must be viewed within the context of the overall
organizational structure of the entire Organization.

h) Compatibility of PASB Field Office Structure with the Program
Budgeting Process at the Country Level

Decision-making by the PAHO Governing Bodies in respect to the
allocation and use of PAHO resources is carried out through
the process of program-budgeting. This joint program budget-
ing process is initially the subject of negotiations between
each individual country and the PAHO Country Representative,
who negotiates with the Government on PAHO's cooperative pro-
gram activities in the country. These negotiations are in
accordance with the individual policies of the countries and
with the policies adopted by the Member Governments
collectively in the PAHO Governing Bodies, and are related to
PAHO resources made available at country level in the indivi-
dual country budget ceilings.

The negotiations with the countries outside the country of the
Area Office on the use of PAHO resources available to the Area
Offices must also be done by the Country Representative, who
coordinates the program-budgeting of these resources with the
Area Representative. The existence of this dual program-
budgeting requirement raises the question for its need, espe-
cially if a Country Representative, given sufficient resources,
could negotiate intercountry program budget requirements.

i) Agreements with Member Governments

The existing agreements concerning the establishment and
operation of the Zone Offices have been in effect for many
years. These agreements normally may be terminated by either
party by notice given to the other party ranging from one year
to two years. The Zone Offices, established under those
agreements, were redesignated as Area Offices in 1976 without
any amendments to those agreements.
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Any change in the status of the Area Offices should give con-
sideration to the pertinent provisions fo these agreements.
If the Area Offices are eliminated, negotiations will be re-
quired with each Government to rescind the applicable Zone
Office agreement.

In the event that the elimination of the Area Offices is man-

dated by the Directing Council as a result of this study, the
applicable resolution should give the Director the authority
to eliminate these offices and negotiate termination of the
applicable Zone Office agreements.

j) Compatibility of PASB Field Office Structure with other WHO
Regions

The Area office concept in PASB is unique in relation to other
WHO Regions. No other WHO Region has such an intermediate
level in its field office organization. WHO Country Offices
(Office of WHO Program Coordinator) in other regions report
directly to the Regional Office and an intermediate level
(such as an Area Office) has not been considered necessary.

k) Compatibility of PAHO Classified List of Programs with WHO
Classified List of Programs

Resolution XIV of the XXI Pan American Sanitary Conference
resolved, inter alia, as follows:

"1. To accept the PAHO Classified List of Programs set
forth in Annex C of Document CSP21/24, with the addition
of Classification 2.6, Disaster Preparedness, and with

modifications in some of the classification descriptions
to take into account recommendations of the Subcommittee
on Long-Term Planning and Programming, as the structure
to be used in the 1984-1985 program and budget document,
while requesting the Director to continue to work with
WHO to develop appropriate adjustments in either the WHO
or PAHO classification systems to ensure that they are
as identical as possible, and present the results of
these discussions to the Executive Committee for its
approval."

As indicated above, the Conference requests the Director to
continue to work to develop appropriate adjustments in the
classification systems to ensure that the PAHO and WHO systems
are as identical as possible. The PAHO Classified List of
Programs, which was approved by Resolution XIV, includes
Offices of the Area Representatives. The WHO Classified List
of Programs does not include Area Offices.
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1) Reorganization Actions Already Taken by the Director PASB

On 6 March 1983 the Director of PASB announced a
reorganization of Headquarters activities effective 1 April
1983 (see Annex VIII(A). In addition, the Director has
delegated authority to the Assistant Director to supervise and
coordinate the technical and administrative activities of PAHO
in the Area and Country Offices, as well as the Caribbean
Coordination Office, effective 1 April 1983 (see Annex
VIII(B).) As has been indicated in consultations with the
Governments on this study of the Area Offices, a field office
organizational structure must be designed as an integral part
of the overall organization of the Bureau. Consequently this
study of the Area Offices will include the recent
reorganization actions by the Director.

m) PASB Staffing Resources

The present study considers the development of a managerial
framework for ensuring optimal use of PAHO's resources. How-
ever, any managerial system can only be as effective as the
people who run it, and no managerial system alone can ensure
the necessary attitudes and actions which are the key to
optimal use of PAHO resources. The development of a new
organizational framework should give high recognition to the
impact on available and future staff resources and minimize or
eliminate any adverse effect on the staff.

2. Criteria for Evaluation of Alternative Courses of Action

In the discussions on this topic by the Governing Bodies, it was

emphasized that objective criteria for this evaluation be utilized and
that the study of the functions of the Area Offices should be considered
in the context of the overall structure of the Organization.

Any criteria to be applied in this evaluation, including a com-
parative analysis of alternative courses of action, must revolve around
the objectives and goals contained in the Regional Plan of Action for the
implementation of Regional Strategies for Health for All by the Year
2000. With consideration of these objectives and goals, the establish-
ment of a set of definitive quantitative criteria, whose relative impor-
tance can be easily applied in the analysis of the alternatives, is not
considered to be feasible. Cost savings is one quantifiable criterion,
which can be applied. The evaluation of the delivery of technical coo-
peration has provided a continuing challenge to national authorities as
well as to the Organization. Suggestions for indicators have been
developed in the Plan of Action to measure or judge the results of the
delivery of health programs. Sufficient experience has not yet been
accumulated in the use of these indicators for the purpose of this evalu-
ation. Consequently, the criteria have been developed for application to
the viable alternatives mainly in qualitative terms, with consideration
to the interdependency and interrelationship of the criteria to each
other.
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: The criteria are based upon discussions of the mandates of the
Governing Bodies in relation to the structure of the Organization to
support the national programs. The criteria selected for the evaluation
are based on all available information and data plus criteria included in
the self-audits, the comments and recommendations provided through con-
sultation with the Governments, and the information indicated in previous
pages of this report.

The following criteria are considered to be relevant to the evalu-
ation and to the selection of the optimum alternative course of action:

i) Compatibility with the Regional Plan of Action--HFA 2000;

ii) Budgetary constraints;

iii) Improvement of program planning and delivery at the country
level;

iv) Coordination with subregional groups;

v) Cost benefits/savings;

vi) Strengthening of the country offices capability/actions in
support of the national programs/priorities, as strongly
recommended by the Governing Bodies;

vii) Coordination between country-level operations and Washington
offices;

viii) Compatibility of PASB field office structure with the program-
budgeting process at the country level;

ix) Agreements with Member Governments;

x) Compatibility of the PAHO field office structure with other
regions;

xi) Compatibility of PAHO Classified List of Programs with WHO
Classified List of Programs;

xii) Reorganization actions already taken by the Director;

xiii) PASB staffing resources.
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VII. ALTERNATIVE COURSES OF ACTION

1. After consideration of all available information and data plus
recommendations and expressed views of the Governments and Governing
Bodies, the following alternative courses of action are considered to be
viable options on the future status of the Area Offices:

Alternative 1. Continue current operations of Area Offices.

Alternative 2. Reorganize Area Offices with consideration to
subregional groups.

Alternative 3. Strengthen Area Offices and enlarge current
authority and responsibilities.

Alternative 4. Eliminate Area Offices and define a new role for
Country Representatives.

2. Utilizing the criteria developed in Section VI above plus all the
available information and data indicated previously, an analysis of the
fourviable alternative courses of action is indicated below:

Alternative No. 1: Continue Current Operations of Area Offices

1) The Regional Plan of Action calls for an increase in the
operating capacity of PASB to support national and regional processes.
To seek this objective, the Plan indicates, inter alia, that an important
area of action is to review and appropriately revise the functions and
responsibilities of PAHO/WHO personnel at Headquarters and at each level
in the field, for the purpose of maximizing their effectiveness and effi-
ciency in the implementation of the Plan of Action.

The consultations with the Governments and this study indicated
general agreement with the significance of the Area Offices for certain
coordination activities but concern was expressed about the current
operational capability of these offices and the need to strengthen the
Area Offices to improve support to the country programs. Strengthening
of the Area Offices would require the addition of considerable resources
and would be contrary to the mandates of the Governing Bodies to increase
budgetary allocations to the countries. There was not a consensus that
the current operation of the Area Offices is compatible with the Plan of
Action.

2) The amount of the budgetary allocations to the Area Offices
was the subject of the initial discussions of the Governing Bodies, which
led to this study of the functions of the Area Offices. Subsequently,
the XXI Pan American Sanitary Conference requested the Director in
Resolution XIV to increase the proportion of PAHO/WHO Regular Budget
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funds to country programs. The continuation of the Area Offices in their
current operations and current budgetary allocations is not compatible
with the budgetary guidelines and constraints requested by the Governing
Bodies.

3) A major activity of the Area Offices is to provide advisory
services to Country Representatives and Governments. These services are
provided through the use of Area Advisers who are under the direct super-
vision of the Area Representatives. The number and type of Area Advisers
depends upon the program needs and requests of the individual countries

of the area. These Area Advisers are, in essence, Country Advisers, who
do not have sufficient program demands to justify one adviser for each
country. The programming and- use of the advisers' services are developed

between the Area Representative and the Country Representative, based
upon requests from the Governments. An Area Adviser provides advisory
services to a Government only through and with the participation of the

Country Representative. Technical guidance to the Area Adviser is pro-
vided by the applicable Headquarters program activity.

Since full utilization of the Area Adviser in technical coopera-
tion programs is dependent upon requests from the individual Government
through the Country Representative, the utilization of these services may
vary considerably. There appears to be an underutilization of their
services. Past experience has shown, that on an average, 70 per cent of
an adviser's time is spent in the country of his/her duty station. This
average will vary for the individual consultant and according to the use
of consultants by the individual countries. A review of the utilization
of the services of the Area Advisers in 1982 indicates that the actual
days of service provided to the countries outside their duty station were
approximately 54 per cent of the number of days programmed for those
countries.

The managerial/supervisory relationship of the Area Advisers
vis-A-vis the Country Representative present some difficulties in coor-
dination for programming and use of their services. In essence, the
Country Representative responsible for the country programs does not have
a direct input in the use of the PAHO/WHO Area Consultant's resources

utilized directly in those programs. As previously stated, this arrange-
ment has led to some underutilization of these Area resources and at the
same time restricts the flexibility of Country Representatives and coun-

tries on the use of the Organization's resources at the country level.
Yet, on the other hand, the full time assignment of such advisers to each
country would be wasteful, since the countries do not need a permanent

adviser and because of the limited budgeted resources available to the
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Organization. In addition, the programming, supervision and coordination
of the services of field staff in intercountry projects (such as Area
Advisers) provides somewhat of a managerial dilemma involving supervision
and/or coordination by Area Representatives, Country Representatives and
technical offices at Headquarters. The available information indicates
that the current assignment and utilization of Area Advisers in the Area
Representative's Offices is not completely satisfactory and improvement
in the utilization of these specialized human resources is needed.

4) The functions of the Area Representatives include liaison and
coordination with subregional groups and with international organiza-
tions, especially on intercountry projects. There does not appear to be
any cogent reason why this function cannot be performed by a designated
Country Representative, who already has responsibility for liaison and
coordination with international, bilateral and national organizations in
the country of assignment, with assistance from Headquarters units.

5) The continuation of the Area Offices under their current
operations would not produce any identifiable cost-benefits and/or
savings. The maintenance of the "status quo" would eliminate the Area
Offices budget allocations as a possible source to increase the budgetary
allocations to the country programs as requested by the Pan American
Sanitary Conference (Resolution XIV).

6) The continuation of the current operations of the Area Offices

does not provide any basis for strengthening of the Country Offices
capability in support of national programs. On the contrary, the alloca-
tion of a significant portion of the Organization's budget to the Area
Offices detracts from this objective by precluding allocation of these
resources directly to country programs to provide the increased flexibil-
ity in utilization of country budget allocations.

7) The historical background on the PASB Field Office structure
highlights an evolution of the PASB field offices from a structure with
no representation in individual countries through the establishment of
Country Offices to a further strengthening of the country offices under
the Area Office concept. This process indicates the trend for the deli-
very of international cooperation at the country level. The existence of
an intermediate level in the PASB field office structure does not recog-
nize that the focal point for PAHO delivery of technical cooperation is
at the country level. Under the current Area Office concept, both the
Area Representative and the Country Representative report directly to the
Washington Office. Yet, both levels are concerned with programming and
delivery of technical cooperation for country programs. Coordination
between these two field levels and the Washington Office on country level
programs is complicated and requires simplification.
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8) Under the current Area Office concept, a significant portion
of the Organization's resources at the field level, which are allocated

in support of country programs, are not under the control of the coun-
tries and the flexibility in use of resources at the country level is
significantly reduced. The programming of Area resources in support of
country programs requires close coordination between the Area Represen-
tative and Country Representative.

The elimination of the Area Offices will allow the reallocation of
a major portion of the Area Offices resources to the countries. This
reallocation will place more resources under the direct control of the
countries and will contribute to the implementation of the mandates of
the XXI Pan American Sanitary Conference to increase the proportion of

funds to at least 35 per cent of the PAHO/WHO Regular Budget. The resul-
tant increase in the country budget ceilings will not only increase the
flexibility in use of the Organization's resources at the country level

but will also improve the program-budgeting process at the country level.

9) The current agreements for the establishment and operation of

the Zone Offices would be continued under Alternative 1, but would need
to be updated. It should be noted that per these agreements, the Member
Countries in which the Area Offices are located are not required to pro-
vide support for the operations of these offices in the same manner as
the PAHO/WHO Basic Agreements require Member Countries to support Country
Representatives' Offices.

10) The Area Office concept is unique in the Americas. No other
WHO Region has an intermediate level between the countries and the Re-
gional Office and the need for this level has not been demonstrated.

11) The WHO Classified List of Programs does not contain "Area
Offices." The continuation of the Area Office concept will hinder the
implementation of the PAHO Governing Bodies mandate to the Director to
develop adjustments in the PAHO and/or WHO classification systems to
ensure that they are as identical as possible (Resolution XIV, XXI Pan
American Sanitary Conference).

12) As indicated previously, the Director has announced organiza-
tional changes of Headquarters activities effective 1 April 1983. The
continuation of the current Area Office operations is possible under the

new realignment of Headquarters activities. However, it is not compa-
tible with the reorganization's objectives of improving coordination and
communication in direct support of country program planning and delivery.

The existence of the Area Offices necessitates coordination by this in-
termediate level of five offices with at least 15 other country offices
at the field office level on country programs. The elimination of the
Area Offices will reduce the number of field offices reporting to Head-
quarters and be compatible with the objective of streamlining operations.



CE90/11 (Eng.)
Page 29

13) The information collected from all sources indicates an under-
utilization of the specialized human resources of the Areas (Area Advis-
ers). The continuation of the current Area Office operations does not
offer any significant improvements in this underutilization.

Alternative No. 2: Reorganize Area Offices with Consideration of Sub-
regional Groups

The existence of subregional groups such as the Convenio HipYlito
Unanue (Health Ministers of the Andean Countries), Ministers of Health of
Central America and Panama, and the Rio de la Plata Basin Health Minis-
ters Meeting provides a possible alternative to the current Area Offices
structure. The agreement with the Convenio HipYlito Unanue was signed on
28 November 1974 by PAHO and the Government of Bolivia, Colombia, Chile,
Ecuador, Peru and Venezuela. This agreement provides for cooperation
between PAHO and this subregional group and for PAHO to designate a staff
member to act as Coordinator between PAHO and the subregional group. The
Area IV Representative provides the coordinating link, with additional
support from individual Country Representatives and the Headquarters
Office of External Relations Coordination. The Convenio HipYlito Unanue
has a Health Unit which coordinates with PAHO on the individual countries.

The subregional groups of the Ministers of Health of Central
America and Panama and the Rio de la Plata Basin Conference of Health
Ministers do not have formal agreements with PAHO. But informal arrange-
ments exist whereby liaison and coordination is effected between PAHO and
these groups, with PAHO participation in their meetings. The countries
of the Rio de la Plata Basin are Argentina, Brazil, Uruguay and Paraguay,
with participation by Bolivia and Chile.

The four countries of Area II are not members of these subregional
groups.

The Area Representatives and/or Country Representatives are curr-
ently responsible for liaison and coordination with these groups. Reor-
ganization of the Area Offices along the same lines as the subregional
groups is possible.

Although PAHO's liaison and coordination function with these sub-
groups is extremely important and should be accorded special attention,
reorganization of the Area Offices in accordance with the geographic
representation of these groups does not provide any significant improve-
ment in PAHO operations in support of country programs. Liaison and
coordination functions with these groups could be adequately carried out
by PAHO at the country level, by a designated Country Representative with
the assistance of the External Relations Coordination Office and other
technical and administrative units at Headquarters.
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Alternative No. 3: Strengthen the Area Offices and Enlarge Current

Authority and Responsibilities

Consultations with the Member Governments on this study indicated

that, if the Area Offices were to be retained, these Offices should be
strengthened with an increase in authority and responsibilities.

Strengthening of the offices would entail increased allocation of
resources and increased delegation of authority. Such actions could

result in the diversion of resources from use at the country level. The

mandates of the Governing Bodies have clearly stressed the need for

strengthening of country-level operations in support of the national
programs. Strengthening of the intermediate level which is not essential

for field operations will dilute the Organization's efforts to comply

with the mandates of the Governing Bodies. The efforts of the Director
to comply with the XXI Pan American Sanitary Conference's request to

increase the regular budgetary allocations to country programs would be
placed in jeopardy by not only maintaining the current allocation of

regular funds to the Area Offices but providing additional resources

needed to strengthen the operations of those offices.

The coordination of program planning and delivery at the country

level would become increasingly difficult due to the requirement for the
planning, programming and use of the increased resources at the inter-

mediate level.

The entire process required to strengthen the Area Office would be
a reversal of the trend in the evolution of the PAHO field office struc-

ture towards strengthening of the country programs in support of national
programs.

Alternative No. 4: Eliminate Area Offices and Define a new Role for the
Country Representative

A review of the evolution of the PASB Field Office structure from
1951 to date highlights a trend which gives recognition to the need to
extend the Organization's program planning and delivery activities closer

to the recipients of the Organization's technical cooperation program.
It is clear that the basic unit of cooperation with the Member Govern-

ments is at the country level. Other organization levels and activities

within PASB exist only to provide the executive, administrative and
logistical guidelines and support to country-level operations.

The Plan· of Action for the Implementation of Regional Strategies
for Health for All by the Year 2000 and the mandates of the Governing
Bodies emphasize the need to strengthen the field structure for the pur-

pose of maximizing effectiveness and efficiency in the implementation of
the Plan of Action. The Pan American Sanitary Conference clearly ex-
pressed the Member Governments desires to strengthen the Organization's

country-level operations by requesting that the proportion of the
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Organization's 1984-1985 regular budget for country programs be increased
to at least 35 per cent of the total regular budget and to make appro-
priate reductions in other budgetary locations, including consideration
of the ongoing study of the Area Offices. The elimination of the Area
Offices would free the funds allocated to those Offices for more direct
utilization in country programs.

WHO in other regions has not found it necessary to maintain an
intermediate level in its field office structure.

Current difficulties in coordination on programming and budgeting
of Area Office resources would be substantially eliminated and the
program-budgeting process at the country level would be improved.

The current Area advisers would be assigned either to a country
project or in an intercountry project in the field, serving countries
where the majority of the adviser's services would be utilized, and
avoiding duplication with country consultants of the same discipline.
Technical supervision and guidance would be provided by the Regional
Program Coordinator at Headquarters. The Country Representative would
provide administrative support and also supervision when the adviser
works in his country. Coordination on the use of the intercountry
advisers in the countries would be effected through continuing consul-
tations between the Regional Program Coordinator at Headquarters and the
Country Representative of the Country involved. The intercountry ad-
visers would be, in essence, an extension of the regional program super-
vised by the Regional Program Coordinator, and would relate directly to
Headquarters as per the new organizational structure. The arrangements
would provide more flexibility in the use of their services, which would
not be limited to the countries of the current Area Offices. The assign-
ment of these advisers in this manner would serve to improve utilization
of their scarce technical skills and improve the coordination and use of
their services at the country level.

3. Summary

The evaluation of the selected alternative courses of action has
included all available information and data, self-audits, consultations
with governments, mandates and discussions of the Governing Bodies and
the use of selected criteria to assist the analysis and evaluation. A
matrix outlining the criteria and summarizing the application of these
criteria to the several alternative courses of action has been developed
and is presented as Annex IX.

As a result of the evaluation, the elimination of the Area Offices
with a new definition of the role of the Country Representative is consi-
dered to be the optimum organizational and functional structure of the
field activities of the Pan American Sanitary Bureau to complement the
newly organized Headquarters structure and newly developed program re-
sponsibilities towards the goal of implementing the Regional Plan of
Action for Health for All by the Year 2000.



CE90/11 (Eng.)

Page 32

VIII. RECOMMENDATIONS AND OTHER PERTINENT CONSIDERATIONS

1. Recommended Course of Action on Area Offices

This study of the Area Offices has included the analysis and eval-
uation of information, opinion and data from both within the Organization
and from input provided by consultation with the Member Governments and

the Governing Bodies. Criteria were developed to assist in this evalua-

tion. Details on this analysis and evaluation have been presented in

this report. The evaluation has given consideration to the organization

and functions of field level activities within the context of the overall

structure of the organization. When consideration is given to the many
factors involved it is recommended that the Area Offices be eliminated.

2. Proposed 1984-1985 Budget

The initial proposed 1984-1985 Regular Budget for these five Area
Offices to continue their current operations was $9,234,800. The pro-

posed elimination of the Area Offices requires the redistribution of

these resources. The proposed redistribution is included in the Proposed
Program and Budget for 1984-1985 (OD-187). A summary of this redistribu-

tion is as follows:

Initial Proposed 1984-1985 Regular Budget $9,234,800

Proposed Redistribution

Country Projects 4,568,600

Intercountry Projects 3,442,600

Savings 1,223,600

The $1,223,600 savings indicated above has been included in the

Director's reduction of the 1984-1985 Proposed Budget contained in the

earlier Official Document 169 (17.9 per cent increase over the 1982-1983
budget) to the 1984-1985 Proposed Budget contained in the current Offi-

cial Document 187 (15.5 per cent increase over the 1982-1983 Budget).

The proposed redistribution includes the reallocation of posts as

follows (see also Annex X):

Country Intercountry Posts

Projects Projects Eliminated Total

Professional Staff 12 20 3 35

General Service Staff 27 13 23 63

39 33 26 98Total
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3. New Role of the Country Representative

The Regional Plan of Action, the current functions and responsi-
bilities of the Area Representatives and Country Representatives plus the
reorganization of Headquarters activities provide a basis for the devel-
opment of a broader new role for the Country Representatives' Offices.
The elimination of the Area Offices will generate enlarged responsibili-
ties for the Country Representatives. Common operational goals for the
country offices include technical excellence, a capacity for technical-
scientific knowledge, a political capacity to deal with the political
realities affecting the health field, and a capacity to coordinate the
PAHO/WHO technical-scientific cooperation with the countries.

Functions to support the application of the above operational
principles will be developed. The country offices must act as a unit for
coordinating and executing PAHO/WHO health policy and activities at coun-
try level and as a unit for programming, coordination, execution and
evaluation of PAHO/WHO technical-scientific cooperation in the country.
Coordination of international cooperation is a vital function. The Coun-
try Representative must analyze, interpret and promote the application of
PAHO/WHO and the Director's policies in the country and also analyze,
interpret and inform the Director on the country's development of socio-
economic and health realities and policies. Efforts are required to
analyze jointly with the Government the national policies and strategies
on health and to study the country's health projects and programs. The
country office must assist the countries to detect the needs for coopera-
tion in the technical-scientific and financing areas. The country's
priorities on technical-scientific cooperation aimed at selective concen-
tration of the activities must be jointly defined.

Certain conditions and requirements are considered necessary to
place the Country Representative's (CR) Office in a position to effec-
tively and efficiently perform its new role. The CR's Offices in each
country have common objectives emanating from the mandates of the
Governing Bodies, but day-to-day operations of each country office will
vary according to the individual characteristics of national programs and
national authorities. It is therefore considered essential that there be
prepared a development program for the country offices taking into
account each one's entity, historical evolution and special needs for
growing and development.

Other essential conditions and requirements include the strength-
ening of operational management levels and a permanent systematized
relationship with Headquarters. The Country Representative must possess
managerial expertise for the administrative management of country office
operations. The country offices must have active participation in the
definition and the formulation of regional and subregional programs.
Being the entrance door of the Organization for the needs and aspirations
of the countries, the country offices should become a creative and in-
tegrated part of the activities at Headquarters.



CE90/11 (Eng.)

Page 34

Country Representatives' Offices should engage in a horizontal

interchange of information and expertise and promote teamwork and a
spirit of cooperation between these Offices, including the sharing of
positive accomplishments to facilitate a common development of all Coun-
try Representative's Offices.

The establishment of study working groups within multidisciplinary

groups at Headquarters should include participation of one or more field
offices taking into account subregional facts or problems common to
diverse countries.

The Country Representative will maintain a permanent communication
with national authorities, other organizations of the UN system and other
offices of Country Representatives, and will stimulate subregional rela-
tionships and greater horizontal contact between offices of Country
Representatives.

The Country Representative must have the capacity to effect chan-

ges to meeting the dynamic requirements and needs of the health field.

It is envisioned that the new role of the Country Representative
will be strengthened and supported by the proposed reorganization of the
field structure of the Bureau and that this new role will continue to
increase the Organization's capacity to support national programs and
priorities.

The current functions of the Area Representative and Country Re-
presentative and the proposed expanded functions of the Country Represen-
tative with the elimination of the Area Offices are summarized in Annex
XI.

4. Management and Control of Intercountry Projects

Under the recommended plan of assigning Area Advisers to inter-
country projects in the country where the major need for their services
exist, it is essential that management and control-of these projects and
assigned staff be clearly established. As indicated previously, it is
envisioned that:

a) Intercountry projects providing advisory services to two or
more countries be placed under the management control of the
appropriate Regional Program Coordinators at Headquarters.

b) The applicable Program Coordinator will be responsible for the
management of the intercountry project funds and for the
supervision of the Adviser. However, the responsibility may
be delegated, if operational efficiency warrants it.

c) The responsible Program Coordinator will coordinate on a con-

tinuing basis with Country Representatives on the programming
and use of the advisory services.
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d) Administrative support for the project will be provided by the
Country Representative of the duty station of the Adviser as
well as other Country Representatives when the Adviser works
in their countries.

5. Other Considerations

a) The dynamic and changing nature of the health sector in the
Hemisphere will generate requirements to continually adjust
and refine the distribution of the Organization's resources at
the field level as well as at Headquarters. Recognition will
need to be given in the 1984-1985 operating budget to any
priority changes required by actions of the XXIX Meeting of
the Directing Council and by requests from each Member
Government.

b) The operating expenses of the proposed new country offices to
replace the Area Offices will be higher than other country
offices due to the PAHO ownership of the Area Office build-
ings. Consideration should be given to seeking reduction of
such operating expenses through negotiations with Governments
in accordance with the PAHO/WHO Basic Agreements. The possi-
bility of sale of these Area Office buildings should be ex-
plored, with consideration to the need to house staff of
intercountry projects.

c) The proposed reorganization will require orientation and
briefing of staff at all levels on the new roles of the Coun-
try Representatives and the functional realignment of duties
and responsibilities in the field offices. Orientation and
training of staff at all levels will be scheduled to ensure
the effective implementation of the proposed changes.

d) Administrative policies, procedures, directives, manuals, etc.
will have to be changed to reflect the new field organiza-
tional structure and new role of the Country Representatives.

e) Consultations with Governments on the Zone Office Agreements
and the Basic PAHO/WHO agreements will be initiated to align
and update these agreements with approved reorganization
actions.

IX. IMPLEMENTATION ACTIONS

1. Plan of Operations/Administrative Actions

a) General

If the XXIX Meeting of the Directing Council approves the
elimination of the Area Offices immediately after the Meeting
of the Council, the proposed implementation schedule will be
initiated. A detailed plan of operations/administrative
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actions will be developed and will be discussed prior to

implementation within the organization at all levels. Actions
will be taken in accordance with resolutions of the Governing
Bodies, the Financial Regulations and Staff Rules. Considera-

tion and consultations on actions which affect the staff will
be effected to minimize the impact of required changes.
Necessary adjustments and refinements will be made in the Plan
of Operations to give full recognition to current and
projected requirements and to effect the reoganizational
change as of 1 January 1984.

b) Revision of Policies, Procedures, Directives, Manuals, etc.

The approval of a new field organizational structure will
require extensive changes in current policies, procedures,
directives and manuals of operation. These changes will be

programmed to coincide with the effective date of the
organizational changes.

c) Financial and Budgetary

The budgetary changes required by a new organizational struc-

ture effective 1 January 1984 have already been included in
the Proposed Program and Budget for 1984-1985 and 1986-1987.
Subsequent to the XXIX Meeting of the Directing Council and
prior to 1 January 1984, the 1984-1985 operating budget will
be prepared to include the budgetary changes approved by the
Directing Council, plus changes requested by the individual

countries within their new budget ceilings. The new 1984-1985
operating budget reflecting all approved changes will be
effective on 1 January 1984.

d) Personnel

A new field organization structure will require personnel
actions on reassignments, transfers, termination of surplus
staff, and others. New post descriptions will be prepared in
accordance with newly assigned duties and responsibilities.
In order to reduce the impact on staff whose posts will be
abolished and to provide for a smooth transition, the affected
post has been budgeted in 1984-1985 through the expiration
date of the individual's contract. The rights of staff
affected by abolition of posts will be fully protected. Every
effort will be made to reassign such staff to vacant posts for
which they qualify.

e) Physical Facilities and Property

During the implementation of the new field organizational

structure it is anticipated that the current status of PAHO-
owned buildings will be continued. As stated previously,
there are budgetary expenses in the current Area Office budget



CE90/11 (Eng.)
Page 37

for the operation of these buildings which will continue even
if the Area Office is redesignated as a country office. These
costs will increase the operating expense of the new country
offices in relation to existing country offices. Therefore,
the Directing Council may wish to consider the matter of these
PAHO-owned office buildings and their operating expenses in
the future and in light of the Basic Agreements with Member
Countries.

2. Implementation Schedule

If the XXIX Meeting of the Directing Council approves the elimina-
tion of the Area Offices, a proposed implementation schedule is as
follows:

Action Target Date for Completion

a) Inform Ministries of Health of
resolution of the XXIX Directing
Council

b) Orient PAHO Headquarters Staff
and chiefs of field offices;
inform WHO

c) Hold briefing of Headquarters
staff and chiefs of field
offices (AR, CR and Center
Directors) and develop de-
tailed plan of operation for
implementation

d) Conduct orientation briefings
for Area Office staffs

e) Redesignate Area Offices as
Country Offices

f) Redesignate Area Representatives
as Country Representatives

g) Publish redefined functions and
responsibilities on new role of
Country Representatives; include
new delegations of authority and
post descriptions

h) Adjust 1984-1985 operating budget
and AMPES

i) Effect transfers of Area Advisers,
where required, to new duty stations

October 1983

October/November 1983

October-December 1983

November/December 1983

January 1984

January 1984

January 1984

January 1984

January/February 1984
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j) Develop termination actions on

surplus Area Office staff and
provide termination notices to
affected staff

k) Revise and publish pertinent
policies, procedures, directives,

etc. to implement approved
reorganization actions

1) Negotiate with Governments on
Zone Office Agreements

m) Negotiate with Governments on
provision of logistical and
administrative support in
accordance with Basic
Agreements for newly
designated Country Offices

n) Initiate study on future
of Area Office buildings

January/February 1984

October 1983/February 1984

November 1983/March 1984

November 1983/March 1984

February 1984

Note: All of the above actions will be coordinated with Member Govern-
ments and internal organizational elements within PASB and WHO, as
well as with PASB staff.

3. Orientation/Briefing of Staff

Any reorganization ultimately affects the staff of the Bureau. It
is essential that these staff be kept informed of the actions which
affect them. Maximum staff participation in the implementation of chan-
ges is highly desirable and will be effected. Orientation, briefing and
discussion sessions will be held immediately following the XXIX Meeting
of the Directing Council to ensure maximum coordination and participation
of staff in the implementation actions.

4. Consultations with Governments

a) Consultations will be effected with individual governments to
ensure the preparation of the 1984-1985 operating budget
within the approved resolutions of the Directing Council and
to adjust this budget to reflect the requests of the Member
Governments. These consultations will also include the impact
of these changes on delivery of their country programs.

b) Negotiations will be initiated with the Governments of
Venezuela, Mexico, Guatemala, Peru, Brazil and Argentina on
the Zone Office agreements.
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c) The existing agreements between PAHO/WHO and the Member

Governments may require amendment or updating as appropriate

to reflect the common commitment, basic approach and new

framework. WHO has already indicated that the existing "basic

agreements" between WHO and Governments are largely obsolete.

The basic agreements covering PAHO's activities in the coun-

tries include these WHO basic agreements. Pending any major

changes in these agreements, it is contemplated that negotia-

tions will be required with the Governments of Venezuela,

Mexico, Guatemala, Peru, Brazil and Argentina concerning the

Governments' obligations in these agreements in support of

PAHO's activities in these countries under the proposed new

field organizational structure.

Annexes
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ANNEX I

RESOLUTION xII

STUDY OF THE FUNCTIONS OF THE AREA OFFICES OF THE
PAN AMERICAN SANITARY BUREAU

THE DIRECTING COUNCIL,

Considering that the administrative and technical strengthening of the
Offices of Country Representatives is a policy approved by the Governing
Bodies of PAHO;

Mindful that significant progress has been made in this direction in
recent years;

Noting that the functions and responsibilities of some of the Offices
of Area Representatives on both the technical and the administrative side
have undergone contractions concurrent with the expansion of those of the
Offices of Country Representatives;

Considering that about 8.4 per cent of the regular budget of the

Organization is allocated every year to the Offices of Area Representatives;
and

Concerned that the funds of the Organization be put to the best
possible use,

RESOLVES:

To request the Director:

1. To draw up methodological guidelines for evaluation of the effec-
tiveness of measures entrusted to the Areas that make up the Pan
American Health Organization;

2. That in each Area a working group in formal consultation with
representatives of its constituent countries be set up within the
budgetary limits approved by the Directing Council to make this
evaluation in accordance with the established guidelines;

3. To consolidate and integrate a report on the progress of that
evaluation for the next Pan American Sanitary Conference.

(Approved at the eleventh plenary session,
29 September 1981)
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RESOLUTBON viii

STUDY OF THE FUNCTIONS OF THE AREA OFFICES OF THE
PAN AMERICAN SANITARY BUREAU

THE EXECUTIVE COMMITTEE,

Having examined the document presented by the Director on the study
of the functions of the Area Offices of the Pan American Sanitary Bureau
(Document CE88/20),

RESOLVES:

1. To thank the Director and to take note of his progress report.

2. To request the Director to take into consideration the comments
made during the discussion of this topic at the 88th Meeting of the
Executive Committee, in order to continue the process of studying the Area
Offices.

3. To recognize that the results of the self-audits that have
already been carried out provide important basic information for the
continuation of the proposed study, with government participation, in
accordance with operative paragraph 2 of Resolution XII of the XXVIII
Meeting of the Directing Council.

(Approved at the sixth plenary session,
25 June 1982)
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STUDY OF THE FUNCTIONS OF ITHE AREA OFFICES OF THE
PAN AMERICAN SANITARY BUREAU

THE XXI PAN AMERICAN SANITARY CONFERENCE,

Having seen the progress report submitted by the Director concerning
the study of the functions of the Area Offices of the Pan American Sanitary
Bureau, and the comments made by the Executive Committee (Document
CSP21/30),

RESOLVES:

1. To note with thanks the progress report submitted by the
Director (Document CSP21/30).

2. To request the Director to:

a) Continue the evaluation study initiated by Resolution XII of
the XXVIII Meeting of the Directing Council;

b) Ensure that the study includes, inter alia, attention to the
functions of the Area Offices, to the appropriateness of the
distribution of countries served by each Office, and to the
issue of the need for the Area Offices in the effective
operation of the Organization;

c) Report on the results of this study to the 90th Meeting of
the Executive Committee and to the XXIX Meeting of the
Directing Council.

3. To thank the Executive Committee for its comments.

(Approved at the ninth plenary session,
27 September 1982)



CE90/11 (Eng.)

ANNEX IV



CE90/11 (Eng.)
ANNEX IV

METHODOLOGY FOR THE STUDY OF THE AREA OFFICES

I. Background

Resolution XII of the XXVIII Meeting of the Directing Council

requests the Director;

1. To draw up methodological guidelines for evaluation of the

effectiveness of measures entrusted to the Areas that make up
the Pan American Health Organization.

2. That in each Area a working group, in formal consultation with

representatives of its constituent countries, be set up within

the budgetary limits approved by the Directing Council to make

this evaluation in accordance with the established guidelines.

3. To consolidate and integrate a report on the progress of that

evaluation for the next Pan American Sanitary Conference.

II. Purpose

To evaluate the effectiveness of the tasks assigned to the Area

Offices of the Pan American Health Organization.

III. Terms of Reference

The terms of reference for this study will be as follows:

1. Resolution XII of the XXVIII Meeting of the Directing Council.

2. The study must cover the operations of the Area Offices in

1980-1981.

3. The Plan of Action for the Implementation of Regional

Strategies.

IV. Methodology

1. Transmittal of Resolution X of the XXVIII Meeting of the

Directing Council to the Area Offices for comment by the Area

Chiefs and their staffs.

2. Holding of a meeting to learu the views of the Area Chiefs and

to consider standards, procedures and methods for implementing
the resolution.

3. Preparation of self-evaluation form and its distribution to

Area Office staff members.
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4. Consultation by Area Representatives with national authorities.

5. Report to and formal consultation with the Ministers by the
Director on the basis of the foregoing information.

6. Analysis of the information, formulation of conclusions and
recommendations, and preparation of the report for the Pan
American Sanitary Conference.
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Translation
Original: Spanish

AGREEMENT BETWEEN THE GOVERN1;ENT OF PERU AND THE
PAN A1ERICAl SANITARY ORGANIZATION

THE GOVERNMENT OF THE REPUBLIC OF PERU, of the one part, and

THE PAN AMvERICAN SANITARY ORGANIZATION, of the other,

Desiring to conclude an Agreement for the purpose. of' (d,. tt;rmiririg

the privilegns, iimlunitie,;, and exemptions to be granted by the Government
of the Republic of Peru to the Pan American Sanitary Organization, to thLl
representatives of its i"embl)rs, and to its experts and officials, in
particular with regard to its arrangements and preparations in Zone lV, and
of regulating other matters related to this Zone,

HAVE AGREED AS FOLLOWS:

Article I: Definitions

Section 1

In the present Agreement:

(i) The word "Organization" shall mean the Pan American Sanitary
Organization, which serves also as the Regional Organization of the World
Health Organization for the Americas;

(ii) For the purposes of Article IV, the words "property and assets",
"funds, notes, coins, securities, gold or currency", or "assets, income,
:;,ld other property" shall be deemed to include property, assets, and funds
administered by the Organization under its Constitution and/or in further-
ance of its constitutional functions;

(iii) The words "representatives of Members" shall be deemed to include
all delegates to the Pan American Sanitary Conference; all persons desig-
nated by Members to serve on the Directing Council and the Executive Com-
mittee of the Pan American Sanitary Organization; as well as all delegates,
alternates, advisers, technical experts who are members of delegations, and
secretaries of delegations;

(.iv) The word "Members" shall be deemed to include the States Members
of' the Pan American Sanitary Organization and any territory or group of
territories which, without being a Member, is represented and participat-
ir'C in the Conference, in the Directing Council, or in the Executive Com-
mittee, in accordance with Article 2 of the Constitution;

(v?) The words "principal or subsidiary organs" shall be deemed to
ilnclude the Pan American Sanitary Conference, the Directing Council, the
l*::. ,utive Committee, the Pan American Sanitary Bureau, and any of the sub-
ii,.isions of all these organs in Peru;
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(vi) For the purposes of Sections 4, 6, 16, and 17, the words "freedom
of meeting" or "meeting of the Organization" shall be deemed to include all
meetings of the principal or subsidiary organs of the Organization as well
as all conferences or meetings convened by, or under the authority or
auspices of, the Organization in Peru.

Article II: Juridical Personality

Section 2

The Organization shall possess juridical personality and legal
capacity and, in particular, capacity

(a) to contract,

(b) to acquire and dispose of immovable and movable property, and

(c) to institute legal proceedings.

Article III: Freedom of Action

Section 3

The Organization and its principal or subsidiary organs shall have
in Peru the independence and freedom of action belonging to an international
organization.

Section 4

The Organization, its principal or subsidiary organs, as well as
its Piembers and the representatives of riembers in their relations with the
Organization, shall. enjoy in Peru absolute freedom of meeting, including
freedom of discussion and decision; the Organization will notify the Govern-
ment of Peru, in advance, of any meeting it will hold in Peru.

Article IV: ProDerty Funds, and Assets

Section 5

The Organization and its property and assets located in Peru shall
enjoy immunity from every form of legal process except insofar as in any
particular case this immunity is expressly waived by the Director of the
Bureau. It is, however, understood that no waiver of immunity shall extend
to any measure of execution.

Section 6

(1) The premises of the Organization in Peru or any premises in Peru
occupied by the Organization in connection with a meeting of the Organiza-
tion shall be inviolable.



(2) The premises and the property and assets of the Organization shall
enjoy the immunities and privileges accorded to the property and assets of
foreign States.

Section 7

The archives of the Organization and, in general, all documents
belonging to it or held by it shall be inviolable, wherever located.

Section 8

(1) Without being restricted by financial controls, regluations, or
moratoria of any kind, the Organization may:

(a) receive and hold 'unds, notus, coins, gold, curr.ncey, and
securities of any kind and operate accounts in any currency;

(b) shall be free to transfer its funds, notes, coins, gold,
currency, or securities to or from Peru or within Peru and
to convert any currency held by it into any other currency.

(2) This section shall apply also to Members of the Organization in
their relations with the Organization.

Section 9

The Organization shall, in exercising its rights under Section 6,
pay due regard to any representations made by the Government, insofar as it
is considered that effect can be given to such representations without
detriment to the interests of the Organization.

:;cction 10

The Organization, its assets, income, and other property shall be:

(a) exempt from the payment of all taxes; it is understood, how-
ever, that the Organization will not claim exemption from
taxes or excise taxes which are, in fact, no more than
charges for public utility services;

(b) exempt from customs duties and prohibitions and restrictions
on imports and exports in respect of medical supplies or any
other goods or articles required by the Organization for
official use. It is understood, however, that such medical
supplies, goods, or articles imported by the Organization
under such exemption will not be sold in Peruvian territory
except under conditions mutually agreed with the Government
of Peru;

(c) exempt from customs duties and prohibitions and restrictions
on imports and exports in respect of its publications.



Article V: Facilities in resnect of Communications

Section 11

The Organization shall enjoy in Peru for its official communica-
tions treatment not less favorable than that accorded by the Government of
Peru to any other government, including its diplomatic missions, in the
matter of priorities, rates and taxes on mails, cables, telegrams, radio-
grams, telephotos, telephone, and other communications, and press rates
for information to the press and radio, on the condition that such treat-
ment is not incompatible with the terms of international conventions.

un:ction 12

(1) gNo censorship shall] be )pplied to the Or£ici.nl corre::;ponI( IicC: iani
other official communications of the Organization.

(2) The Organization shall have the right to use codes and to
dispatch and receive correspondence by courier or in sealed bags, which
shall have the same immunities and privileges as diplomatic couriers and
bags.

Article VI: Representatives of Members

Section 13

Representatives of riembers of the Organization on its principal or
subsidiary organs and at conferences or meetings convened by the Organiza-
tion shall, while exercising their functions and during their journeys to
and from the place of meeting, enjoy the following privileges and'immuni-
ties:

(a) immunity from personal arrest or detention and from seizure
of their personal baggage and, in respect of words spoken or
written and all acts done by them in their official capacity;
immunity from legal process of every kind;

(b) inviolability for all papers and documents;

(c) the right to use codes and to dispatch or receive papers and
correspondence by courier or in sealed bags;

(d) exemption in respect of themselves and their spouses from
immigration restrictions, aliens' registration or military
service obligations in Peru;

(e) the same facilities in respect of currency or exchange
restrictions as are accorded to representatives of foreign
governments on temporary official missions;

(f) the Lame immunities and facilities in respect of their
personal baggage as are accorded to members of comparable
rank of diplomatic missions.
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Section 14

In order to secure for the representatives of iMembers of the
Organization complete freedom of speech at the Organization's meetings and
independence in the discharge of their duties, the immunity from legal
process in respect of words spoken or written and all acts done by them in
the discharge of their duties shall continue to be accorded notwithstanding
that the persons concerned are no longer engaged in the discharge of such
duties.

Section 15

If the incidence of arny form of' taxation depends upon rcsidence
in Peru, periods during which the representatives of Members of thn Organiza-
tion are present at a meeting of the Organization in Peru for the di:;chirge
of their duties shall not be considered as periods of residence.

Section 16

Privileges and immunities are accorded to the representatives of
l;embers of the Organization not for the personal benefit of the individual
themselves, but in order to safeguard the independent exercise of their
functions in connection with the Organization. Consequently, a Member not
only has the right, but is under a duty, to waive the immunity of its
representatives in any case where, in the opinion of the Member, the im-
munity would impede the course of justice, and it can be waived without
prejudice to the purpose for which the immunity is accorded.

Article VII: Experts on Missions for the Oreanization

Section 17

Experts and consultants other than those who under Section 1 (iii)
or as officials come within the scope of Articles VI and VIII, respectively,
and who perform missions for the Organization shall be Accorded such
privileges and immunities as are necessary for the independent exercise of
their functions during the period of their missions, including the time
spent'on journeys in connection with their missions. In particular, they
shall be accorded:

(a) immunity from personal arrest or detention and from seizure
of their personal baggage and, in respect of words spoken or
written and acts done by them in the course of the perform-
anoe of their mission, immunity from legal process of every
kind.

This immunity from legal process in respect of words spoken
or written or acts done by them in the performance of their
mission shall continue to be accorded notwithstanding that
the persons concerned are no longer employed on missions for
the Organization;
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(b) inviolability for all papers and documents;

(c) for the purpose of their communications with the Organization,

the right to use codes and to dispatch or receive papers or
correspondence by courier or in sealed bags;

(d) exemption in respect of themselves and their spouses from

immigration restrictions, aliens' registration, or military
service obligations in Peru;

(e) the same facilities in respect of currency or exchange

restrictions as are accorded to representatives of foreign
governments on t.rml-por:ry orr ic.i:ji. mi.::;i.ons;

(f) the same immunities and racilities in respect of' thelir
personal baggage as are accorded to members of diplomatic
missions.

Section 18

Privileges and immunities are granted to experts in the interests
of the Organization and not for the personal benefit of the individuals
themselves. The Director of the Bureau shall have the right and the duty

to waive the immunity of any expert in any case where, inl his opinion, the
immunity would impede the course of justice and can be waived without

prejudice to the interests of the Organization.

Article VIII: Officials

Section 19

The Director of the Bureau or the Zone Representativc, shall fromn

time to time communicate to the Government of Peru the names of those of,

ficials to whom the provisions of this article and of Article IX shall apply.

Section 20

(1) Officials of the Organization, irrespective of nationality, shall:

(a) be immune from legal process in respect of words spoken or
written and all acts performed by them in their official

capacity;

(b) be exempt from taxation in respect of the salaries and emolu-

ments paid to them by the Organization.

(2) Moreover, those who are not of Peruvian nationality shall:

(a) be immune, together with their spouses and relatives dependent
on them: from immigration restrictions and aliens' registra-
tion;



(b) be accorded the same privileges in respect of exchange
facilities as are accorded to officials of comparable Zank
of diplomatic missions to Peru;

(c) be given, together with their spouses and relatives dependent
on them, the same repatriation facilities in time of inter-
national crises as officials of comparable rank of diplomatic
missions;

(d) be entitled to the customs exemptions granted under Title X,
Supreme Decree No.69 of 15 February 1954, on privileges
accorded by the Government of Peru, it being un(lder:3;.,ood l'!it
the experts and officials of the Organization shall be
entitled to the rights stipllated in Article 73.

Section 21

(1) The officials of the Organization shall be exempt from the military
service obligations in force in Peru, with the express provision that such
exemption shall not apply in the case of officials of Peruvian nationality.

(2) Should other officials of the Organization be called up for
military service, the Government of Peru shall, at the request of the
Director of the Bureau or the Zone Representative, grant such defcrments
in the call-up of such officials as may be necessary to avoid serious dis-
location in the continuation of essential work.

Section 22

Local Peruvian officials recruited by the Organization to fill
posts within the Organization shall be subject exclusively to the Orpnniz:a-
tion's staff rules.

Section 23

Privileges and immunities are granted to officials in the interests
of the Organization and not for the personal benefit of the individuals them-
selves. The Director of the Bureau shall have the right and the duty to
waive the immunity of any official in any case where, in his opinion, the
immunity would impede the course of justice and can be waived without preju-
dice to the interests of the Organization.

Section 24

The Organization shall cooperate at all times with the appropriate
authorities of the Government of Peru to facilitate the proper administra-
tion of justice, secure the observance of police regulations, and prevent
the occurrence of any abuses in connection with the privileges, immunities,
and facilities mentioned in this article.

- 7' -



-'8-

Article IX: Visas, Perinits of fte~;idernic, and United Nations La i-:;ez-Dasser

Section 25

(1) The Government of Peru shall take all measures required to
facilitate the entry into, residence in, and departure from the country of
all persons having official business with the Organization, i.e.:

(a) representatives of Members, whatever may be the relations
between Peru and the respective countries;

(b) experts and consultants on missions for the Organization,
irrespective of nationality;

(c) officials of the Organization;

(d) other persons, irrespective of nationality, summoned by the
Organization.

(2) Any police regulation calculated to restrict the entry of aliens
into Peru or to regulate the conditions of their residence shall not apply
to the persons provided fo±' in this section.

(3) The Government of Peru shall issue to its embassies, legations,
and consulates abroad general instructions in advance to grant visas to any
applicant on presentation of a valid identity and travel document and of a
document establishing his official relationship to the Organization, with-
out any delay or waiting period and without requiring his personal
attendance or the payment of any charges.

(4) The provisions of this section shall apply'to the spouse and
depcndanto of the person concerned if they live with him and do'not exercise
an independent profession or calling.

Section 26

The Government of Peru shall recognize and accept as valid travel
documents the United Nations Laissez-passer issued to the officials of the
Organization.

Section 27

The Director, the Assistant Director, the Secretary, the Chiefs of
Divisions, and the Zone IV Representative of the Organization, while travel-
ling on its official business, shall be granted the same facilities as are
accorded to diplomatic envoys.

Article X: Security of the Government of Peru

Section 28

Nothing in the present Agreement shall be construed to preclude
the adoption of the security precautions which the Government of Peru may
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deem it appropriate to take and which shall be determined by rrmtual agree-
ment between the Government and the Director of the Bureau.

Article XI: Settlement of Disputes

Section 29

The Organization shall make provision for appropriate modes-of
settlement of:

(a) disputes arising out of contracts or other disputes of a
privato law char:,ict.cr to which the Orrgnni.zntion in n pnrt.y;

(b) disputes involving any official of the Orrfanization who, hby
reason of his official position, enjoys iuranunity, if im-
munity has not been waived by the Director of the Bureau in
accordance with the provisions of' ection 23.

Article XII: Final Provisions

Section 30

The present Agreement shall enter into f6rce upon an exchange of
notes between the Government of Peru and the Director of the Bureau stating
respectively their approval thereof.

Section 31

This Agreement may be revised at the request of either of the
parties hereto, after consultation between both parties concerning the modi-
fications to be made in the provisions. If the negotiations do not result
in an understanding within one year, the present Agreement may be denounced
by either party giving two years' notice. Notice of denunciation to the
Government of Peru may be given to the representative of that Government in
the Organization, and notice to the Organization may be given to the
Director of the Bureau.

IN WITNESS WHEREOF the undersigned, being duly authorized to that
effect, have signed this Agreement in three copies at Lima on the
thirteenth day of August, 1957.

FOR THE PAN AMERICAN SANITARY FOR THE GOVERNMENT OF THE
ORGANIZATION REPUBLIC OF PERU

(sgd) Fred L. Soper (sad) Manuel Cisneros Sanchez

SP:eb



Translation
Original: Spanish

D 18 March 1958

Dear Mr. Minister:

.L acknowlcdge r.:c(ip ol your lottur NiJl (M).-'/-4-i/1l of'

4 Murch 195 8 intormaing mn: Lluhat thl- Governmcnt of P'clu hIa:; aplpoved

the Agreement concluded with tic Pun Amnericain Sanitary Oran:i zat:ion

on 13 August 1957, which it considers in effect beginning 4 March

1958.

The purpose of this letter is to express my conformity

with the aforesaid date.

Very truly yours,

(sgd)

Fred L. Soper
Director

Doctor Victor Andres Beladnde
Minister of Foreign Affairs
Ministry of Foreign Affairs
Lima, Peru



MINISTRY OF FOREIGN AFFAIRS Translation

Original: Spanish
Number: (M).-7-4-E/1

Lima, 4 March 1958

Sir:

I take pleasure in acknowledging receipt of your com-

munication of 2 October of last year, in which you inform this

Ministry of your Organization's approval of the Agreement

concluded on 13 August 1957 between the Government of Peru and

the Pan American Sanitary Bureau.

By means of this letter, I am pleased to inform you

that the Government of Peru has also approved the aforesaid

Agreement, which it will consider in effect as of this date.

Very truly yours,

(sgd)

Victor Andres Belauinde
Minister of Foreign Affairs

Dr. Fred L. Soper, Director
Pan American Sanitary Bureau
Washington, D. C.
U.S.A.
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AREA OFFICES
1984-198j iNITIAL PROPOSED BUDGET

BUDGETED POSTS
PR/WR FUNDS

Title of Post

CE90/11 (Eng.)
AUNEX VII

Grade AR I AR II AR III AR IV AR VI Total

Professional Staff
Area Representative
Project Manager (PASCCAP)
Medical Officer (MCH)
Epidemiologist
Medical Officer
Nurse Administrator
Hospital Administrator
Veterinarian
Statistician
Dental Education Advisor
Nurse Educator
Nutrition Advisor
Statistician
Administrative Officer
Medical Records Officer
Sanitarian
Administrative Officer

Total Professional Staff

~eneral Service Staff
Office Manager
Administrative Assistant
Secretary
Secretary
Office Assistant
Accounts Assistant
Procurement Assistant
Personnel Assistant
Secretary
Office Assistant
Secretary
Office Assistant
Clerk-Receptionist
General Assistant
Office Clerk
Driver
Driver/Messenger
Printng Clerk
Receptionist
Messenger
Driver
Janitor
Guard/Janitor
Guard

D.1
P.5
P.5
P.4
P.4
P.4
P.4
P.4
P.4
P.4
P.4
P.4
P.3
P.3
P.3
P.2
P.1

1 1 1
1
1
1

1
1
1
1
1
1

1
1
1
1
1
1

1

1

G.8
G.7
G.7
G.6
G.6
G.6
G.6
G.6
G.5
G.5
G.4
G.4
G.4
G.4
G.3
G.3
G.3
G.3
G.3
G.2
G.2
G.1
G.1
G.1

8

1

1
2

2

1
2

2

1

1
1
1

1

1
1

1

1

1

5
1
1
4
2
4
2
3
2
1
2
1
1
2
1
1
2

35

1
1
1
1

1 1

13 8

1
5

5

1

1

1

1

1
1
1

3
2
1

1

1
1

2
2

1
3

5

1
1 12

1
41 .11

2
1
1
1

4 11
2 5

3
3
1
1
1
3
1
1
1
2

2 4
2
1
3

Total General Service Staff 15 19 10 637 12
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PAN AMIERICAN1 HEALTH ORGANIZATION

DIRECTIVE No.:

DISTRIBUTION:

SUBJECT:

83-02 6 March 1983

B-01

Structure of the Pan American Sanitary Bureau

Pursuant to the General Information Bulletin No. 83/14,

the Director is pleased to inform that he has approved the

enclosed structure for the Pan American Sanitary Bureau,

effective 1 April 1983.

Enc.: Annexes 1 and 2
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*iiLNEX I PAHO'S ORGANIZATIONAL CHART MARCH 19b6

COUNTRY (AREAS)

REPRESENTATIVES

AND PROGRAM COORDINATORS

I



GB - GOVERNING BODIES

D - DIRECTOR

DD - DEPUTY DIRECTOR

DLA - Legal Advice

DPI - Publications and Public Information

DIC - Information Coordination

DEC - External Relations Coordination

DRC - Research Coordination

DAP - Analysis and Strategic Planning

AD - ASSISTANT DIRECTOR

POC - Program and Operation Coordination

PWD - Women in Health and Development

PDP - Emergency Preparedness and Disaster Relief

PHS - Health Statistics

AM - OFFICE OF ADMINISTRATION

AAA - Administrative Analysis

ABF - Budget and Finance

AGS - General Services

APL - Personnel

APO - Procurement
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HSI - IIEALTH SYSTEI:S INFRASTRUCTURE

HSS - Health Systems Development

HSC - Health Services Delivery

HSM - Health Manpower

BIREME - Regional Library of Medicine and the Health Sciences

CLATES - Latin American Center for Educational Technology
in Health

lIST - Health Technology Development

HPD - HEALTH PROGRAMS DEVELOPMENT.

HPE - Environmental Health

CEPIS - Pan American Center for Sanitary Engineering &
Environmental Sciences

ECO - Pan American Center for Human"Ecology and'Health

HPV - Veterinary Public Health

CEPANZO - Pan American Zoonoses Center

PANAFTOSA - Pan. American Foot-and-Mouth Disease Center

HPN - Food and Nutrition

CFNI - Caribbean Food and Nutrition Institute

INCAP - Institute of Nutrition of Central America and Panama

HPT - Tropical Diseases

HPM - Maternal and Child Health

CLAP - Latin American Center for Perinatology & Human Development

HPA - Health of Adults -

HPW - Worker's Health

HCE - Epidemiology

CAREC - Caribbean Epidemiology Center

COUNTRY (AREAS) REPRESENTATIVES AND PROGRAM COORDINATORS



HSI - HEALTH SYSTEMS INFRASTRUCTURE

HSS - HEALTH SYSIEMS DEVELOPMENT (Health Policies, Health Planning,
Information Systems, Health Systems Organization and Adminis-
tration, Financing, Project Development, Health Legislation).

HSC - HEALTH SERVICES DELIVERY (Health'Services Administration, Local
Health Services, Community Pirticipation, Health Education,
Oral Health).

HSM - HEALTH MANPOWER (Human Resources Development Policies, Planning,
Training and Utilization). Coordination of Fellowships Program,
Textbook Program, CLATES and BIREME.

HST - HEALTH TECHNOLOGY DEVELOPMENT (Laboratories and other Diagnostic
and Treatment Methods, Essential Drugs, Vaccines and Other
Biological Products, Medical Devices and Technology Assessment.

HPD - HEALTH PROGRAMS DEVELOPMENT

HPE - ENVIRONMENTAL HEALTH (Water Supplies, Basic Sanitation, Environ-
ment Contamination, Human Ecology, Sanitary Aspects of Housing
Sanitation, Development of Operational Capacity of Water and
Sanitation Institutions). Coordination of CEPIS and ECO.

HPV - VETERINARY PUBLIC HEALTH (Zoonosis, Aftosa Fever, Food Protection).
Coordination of CEPANZO and PANAFTOSA.

HPN - FOOD AND NUTRITION (Food and Nutrition Policies, Food and
Nutrition Surveillance Systems, Food and Nutrition in Primary
Health Care, National and Regional Food Systems). Coordination
of INCAP and CFNI.

HPT - TROPICAL DISEASES (Malaria, Vector Control, Tropical Diseases).

HPM - MATERNAL AND CHILD tHEALTH (Mother Health, Child Health, and
Teenagers' Health, Breastfeeding, Family Planning, Growth and
Development, Immunizations, Diarrhea, TB and Acute Respiratory
Diseases). Coordination of CLAP.

HPA - HEALTH OF ADULTS (Cancer, Cardiovascular Diseases, Diabetes,
Other Non-Infectious Diseases, Health Problems of Old Age,
Rehabilitation, Mentdl Health).

HPW - WORKERS' HEALTH (Workers' tHealth Programs Organization, Health
Effects of Work, Technologies for Workers' Health Protection).

HPC - EPIDEMIOLOGY (Coordination of Lpideidiological Studies of PAHO
Technical Programs, Epidemniological Surveillance, Analysis of
Health Situation and Trends). Coordination of CAREC.
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PAN AMERICAN HEALTH ORGANIZATION

1 April 1983

DIRECTIVE NO. 83-06

DISTRIBUTION: B-05

SUBJECT: Delegation of Authority

As indicated in Directive No. 83-02 of 6 March 1983 on the structure

of the Pan American Sanitary Bureau, the Area Representatives, Country

Representatives, Caribbean Program Coordinators (Bahamas and CPC) and El Paso

Field Office (FO/USMB) report to the Office of the Director. To facilitate

day-to-day operations, the Assistant Director (AD) is delegated authority to

supervise and coordinate the technical and administrative activities of PAHO

in the Area and Country Offices as well as in the Caribbean Coordination

Office. This authority includes coordination of operational actions between

the Headquarters Technical Programs and the PAHO's Field Offices (AR, CR, CPC

and FO/USMB). The Director retains the prerogative of dealing directly with

the Area, Country Representatives and Program Coordinators on policy matters.

The Office of Program and Operation Coordination (POC) under the

Office of the Assistant Director, will be responsible for carrying out the

orientation, supervision and ''technical assistance activities of the

Organization, as well as for the evaluation of PAHO's technical cooperation at

the field level. POC will use AMPES as its operational mechanism.

As regards to communications with Headquarters, the Field Offices

(AR, CR, CPC and FO/USMB) will use the following procedure:

a) Comunications dealing with PAHO's policy matters: For the

attention of the Office of the Director.

b) Communications regarding operational, technical and administrative

matters: For the attention of the Assistant Director (AD).

c) Communications of technical nature: For the attention of the

Area Director or the corresponding Program Coordinator.

d) Communications of administrative, financial or accounting

nature: For the attention of AM.

'This delegation of authority to the Assistant Director is effective 1

April 1983.
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Sumary of .ormaL .e Analy sis
Application of iEvaluatio Cr._iteria o Alternatives

I

Evalu.t Ion Alternative I Alternative 2 Alternative 3 Alternative 4 A Most Feasible
Reorganize - Sub-regional

Criteria Con:tinue Current Status Groups Strengthen Area Offices E!liminate Area Offices Alternative

I. Contatibility with the Plan of Action requiremen M!eets Plan of Action "aets Plan of Actioi Meets Plan of Action Alternative 4 is most cornati-

Regional "lan of Action to increase ooerating requirement to increase requirement to increasc requirement to increase ble with the Plan of Action to
- IIA 2900. capacity of PASB would be Organization's capacity tc onerating. canacitv of "cASC onerating canacity of PASE increase onerating canacitv of

difficult to attain. coooerate with sub- hut at the cost of addi- and maximizes effective- PASR, maxir-ize effectiven"ss

regional organizations; tional allocation of ness and efficiency in and efficiency and optimize use
little change fron current resources to the Aria innlementation of the Pla of Organization's resoulrces.

status. Offices. of Action.

2. Budgetary Constraints. Precludes use of Area Precludes use of Area Precludes use of Area Will allow reallocation Alternative 4 provides basis

resources to increase resources to increase resources to incre.ase of Area resources to for inre.asing budget:rv

budgetary allocation to budgetary allocation to budgetary allocation to country orograms in com- allocations to country nropram-

country programs per country programs ner coor':ry nrograms noe pliance with Resolution in compliance with mandates of

Resolution XIV, Pan Resolution YIV, Pan "esolution XIV, Pan XIV, Pan American Sanitary Coverting nodies.

American Sanitary American Sanitary Arerican Sanitary Conference.

Conference. Conference. Conference; will renuire
allocation of additional
resources to Area Office.

3. Compatibility of thie not compatible with other :lot compatible with other Not romnatible with other Will nrovide similar field Alternative 4 provides -ompalti-

PAHO field office lTlO Regions. I1'n Regions. '.i10 pegions. office structiur as other bilitv of V'PlIO country level

structure with other llO Pegions. field office :tructure wu'h

regions. other Wlli Rlegions.

4. Compatibilitv of PAIIO Area Office concept in Area Office concept in Area Office concent in Elimination of Area Alternative 4 nrovides increlsied

Classified !.ist of PAHO Classified List of PAtiO Classified List of PAIO Classified List of Offices in PAlO t(lassi- coren ibiliTv hetween !'Ali ;1,0!

Programs with !,q!O Programs is not compati- Programs is not comnati- "rograms is not coriati- fi d l.ist is in acor- ''1IO Classifiied Iisl of "ropr;rms

Classified List of ble ,ith WHO List of ble with 11110 Classified hle with ITHO Classi ied dance with request of XXI in romnli ance witl mndllate' of

Program:. Programs. List of Programs. List of Prograrms. "ann American Sanitary "APlt r:ovwrinlg lodies.

Conference to lr,.e PA'O
aod 'lO Classified List
of Frograms as identical
a; nossiblh.

5. Imorovement of program tinder current status pro- There would be some There w'ould be some Rlimination of dual Alternativ!- 4 nrovids hest

planning and delivery gram planning and deliver improvement but difficul- improvement but dif'icul- resnonsibilities (Area altrnalive for improvedl or-

at the country level. at country level involved ties in coordination and ties in coordinatiol and and Colutry) for Coultry ination nl' resnolsihilitv for
both Area and Country divided resnonsibility divided res'oosihuil't' programs would serve to nropram nlanninig and delivery

Offices; coordination is would remain. would remain. innrove nrogran planning at country level.

difficult and responsi- delivery.
bility is divided.

_~~~~~~~~eonz th trn ic _, te*a I ye '. orovi_ zes tiS!@_%R 1s 8c

6. Coordination between
country-level opera-
tions and !!ashinpton
Offices.

Provides for country and
intermediate field office
levels for coordination
with Washington Office:
fails to recognize that
basic cost of program
delivery is at country
level; increased difficul-
Iv for effect iv (e ioordilna-

i --lf .i-:-ry progranm':.

Provides for country and
intermediate field office
levels for coordination
1with !lashington Office;
fa:ls to recognize that
basic cost of prograr
deliverv is at country
level; increased diffiric,-
lv for effcrt ive cioordini-
I i ni of ('Oi0 Irv pro r;i':m!;

Provides fnr collntr' and
irt'rced'te field ,ffice
levels for cnordina :.ion
with '!aSllionf:tsn Off ce
fails to recognize !:hat
basic cost of ,ro.,'rin
delivery is nt cetunrv
lvel iner:gcdil d ificill-

jort ! e '' iv' - ' I. -rdinlI-

Re,-ognize the trend ir
delivery of international
cooneration; emphasizes
the country level as foca
point of delivery of !'At0
:'rogram of Techlnical
:,oonerat i on.

l t e rna t i ve . v) rov i di hes t
field office structure for
Effective delivery of Organi-
zntion' s nrcl.ramms and coordillna-
tion with nat ional authorit ies.
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H r

91
T

. I
I



Evaluation Alternative I Al-rn; 2. 1

Criteria
-- _- 1- -IV r L ti.Lten iarlve J I Alternative 4

At: .pn - -3z - :-U- -eg ,on

._ . .. ,... nLx u'= Itnc aLtui - U GrouDs S..engthen Area Offices li Alternive!. ~ ~ ~ ~ ~ ~ ~ ~ :,reh Ld5li inate Area Offices7 I~~~~iaisnn De,3 .3:__ r___.:__.: _ . .. .~~~~~~~~~~~Alerntiv
!. ,lazson and coordina-

tion with Sub-Regional
provrs.

Coordination with sub-
regional groups is
effective under current
status.

No substantial benefits
are apparent over current
status.

Improvement of coordina--
tion is possible but
would be mininal.

Responsibility for liaisor
and coordination would be
made assigned to Country
Pepresentative if Country
where sub-regional groum
is located. No problems
envisioned.

8. Cost Benefits/Savings. No substantial change in RTo substantial change in Would increase operating llould result in: Alternative 4 nrovideq opt)tirmlr
current operating costs. current operating costs. costs of Area Office. 1. Decrease in field coec benefits/savings.

office administrative
operating costs.
2. Savings from reduced
onerating costs are avail-
able for redistribution to
Country Programs.
3. Provides basis for
futuire decrea:;e in field
office onerating costs.

9. Agreements with enmber No hsuhstantive rhanges Possible changes reoelired Fo substantive chan'es Nelotitil on Zone Ii i , , I I ;,ll el;o! ives aire Colln;ider,
Governments. required in the Zone in Zone Office agreer-ents. required in ::one Of-ice agreements would he to be ll:ll Ix bfeasjle.

Office agreements; up- agreement-. effe-ted in accordance
dating required. with the provisions of

these agreement :.

10. Compatibility of PAS;3 Significant portion of Significant portion of 'aould increase resources '10old significarntlyv Altrnative 4 nrovides signifi-
Field Office Structure reso.lrces ir. sunport of resol.rces in support of allocated to intermediatp streamline and innr-ove cant improvement of !'rogrl-;lr-
with the Progran-Rud- coln',try program r are rot country programs are not level and redtuce fle-hibi- the nrogr;lm-buldget proress 3ldlgetarv proress at col.llltry
geting Process at the under control of under control of litv in nrogramning ind¢ for countrv nrograms; level. t.
Country Level. coluntries; flexibility in coulntries; flexibility in budgeting at country innrove coordination and

programming and budgeting programming and budgeting level. mexecution of budget.
of resources at country of resoulrces at country
level is reduced. level is redllced.

II. Reorganization actions Continuation of current Reorganization of Area Additional resoulrce I!ould eliminate five Al trnative 4 is connlatible
already taken by the status is operative under Offices with coordination reqlIirements is not con- reporting activities to with reorganization ;ations
Director. reorganization actions to sub-regional groups is natible with objectives of I)irector and improve mtana- already takes by the Director

already taken by Director possible with reorganiza- new reorgani-ation retion gement control; meets and provides ontimilm field
but is incompatible with tion ection taken by in !;eadouarters to ohjectives of new Head- office/t!eadq(l.arters strlctilre
objective of improving, Director but it is incon- ontirize costs of progran quarters reorganization to to support olillIry plror.ramrs.
coordination and patible with objective if delivery. strengthen I eadquarters
communications. improving coordination and and country level coordi-

communications. nation and to increase
can;lc.itv of PlAS.. to
snlnport eat ionnal programs:.

Reorganization action will not
sulbstantially affect capability
of effective liaison and coor-
dination with, suh-regional
groulps.

12. Utilization of PASB
Staffing Resources.

Specialized technical
staffing resources are
underultilized in current
Area Office concept; no
crange in current status
wo.uld c.olt lill'e l5ow nro-
dI,,,- ivilv ,of I .Iff.

Impnrovermnt of t i 1 lizat iol
.f current staff i:;
nossihle bult would be
snall in relation to ren'o
organizatioral pattern.

Innrovorent of t i 1 it';:l io

of st f f by additi t;ll
allocation of resonhl'er.

is nossible.

I· A

A':si plment of snecial izoed

area resnllrres; to inter-

rniritry proiects in
cill" I rv t!here the ir

srrvice-. are r,ost neededl
wi I I improvy ,llt i I i :al ilo(i

'.- t .'i ' :;I t I .1t

Allterait iye /I woo.lid :rv-, lo
in. mrov, tit i I 7 ion of st;aff
Illd i'lrTl'.;I:t

'
pl.nrelt il g a!alC itv

a.. fiell o1ff ice lvel ill

slnPorl of IItl io(;a !1rolwl';Ilms.

.__
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A__ lternative I Alterna;tive 2 e
Reorganize - Sub-regiona

2 '

'AternjL.iv. 31 Alternative 4

trenot!hen Area Offi:es I Eliminate Area Offices
Cri Leria I {;olitlnie Current 3Lr al:l ,I -le..... I_ ......... - .- r

3. Strengthen Country

off ilces.
Cornpatibility in
support of national
prograns.

Continuation of current

status does not provide
basis for strengthening

of Country Offices.

Reorganization by Sub-

Regional Groups will not
significantly contribute

to strengthering of

country offices; such

reorganization does not

materially change current

status of Area Offices.

Strengthening of Area

Office could nossibly
increase capacity of Area

Offices to support Country
Programs. Ho',ever.
requirenents to provide

additional resources
could divert resources
currently allocated to

country program and

offset advantage gained

by strengthening of Area

Office.

Allocation of additional
resources to country
programs, improvement of
program-budget process at
country level, increased
flexibility on use of
resources at country
level; better utilization
of staff in support of
country programs and
cost benefits/savings.

I . I I I I

I tI I

I I I __

L.Hst sible

Alternative

The elimination of Area Offices

wIill serve to substantially

increase the country office

caDability to support national

programs, as strongly recommend,

by the PAHO Governing Bodies.

Evaluat Ion

·

,,
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AREA OFFICES

REDISTRIBUTION OF POSTS

Title of Post Grade Total Country Inter-Country Terminated*
Projects Projects

Professional Staff

Area Representative D.1 5 5
Project Manager (PASCCAP) P.5 1 1
Medical Officer P.5 1 1
Epidemiologist P.4 4 1 2 1
Medical Officer P.4 2 2
Nurse Administrator P.4 4 2 2
Hospital Administrator P.4 2 2
Veterinarian P.4 3 3
Statistician 1'.4 2 2
Dental Education Advisor P.4 1 1
Nurse llucator P.4 2 2
Nutrition Advisor 1'.4 1 1
Statistician P.3 1
Administrative Officer P.3 2 1 1
Medical Records Officer P.3 1 1
Sanitarian P.2 1 1
Administrative Officer P.1 2 1 1

Total Professional Staff 35 12 20 3

General Service Staff

Office Manager G.8 1 1
Administrative Assistant G.7 2 1 1
Secretary G.7 1 1
Secretary G.6 11 4 2 5
Office Assistant G.6 2 2
Accounts Assistant G.6 1 1
Procurement Assistant G.6 1 1
Personnel Assistant G.6 1 1
Secretary G.5 11 3 4 4
Office Assistant G.5 5 2 1 2
Secretary G.4 3 1 1 1
Office Assistant G.4 3 3
Clerk-Receptionist G.4 I 1
General Assistant G.4 1 1
Office Clerk G.3 1 1
Driver G.3 3 3
Driver/Messenger G.3 1 1
Printing Clerk G.3 I 1
Receptionist G.3 1 1
Messenger G.2 2 2
Driver G.2 4 4
Janitor G.1 2 2
Guard/Janitor G.1 1 1
Guard G.1 3 3

'lotal General Service Staff 63 27 13 23

*These posts will be phased out during the 1984-85 and 1986-87 bienniums.
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SUMMARY OF ASSESS.- ,TIONS

CURRENT FUNCTIONS OF AREA REPRESENTATIVES

1) Serves as PAHO/WHO liaison and coordination
officer with international organizations, and
subregional political, economic and technical
groups in the countries of the Area, with
respect to inter-country programs and more
directly with those in the health sector;
2) Collaborates In the promotion, formulation,

coordination, execution, and evaluation of
inter-country health programs. Monitoring and
reporting on their progress;
3) Supervises and stimulates the effectiveness

of PAHO/WHO staff and to be responsible for the
management of all other PAHO/WHO resources in
the Area Office;
4) Collaborates with the Government of the

countries of the Area identifying and securing
extrabudgetary resources for the implementa-
tion of inter-country health and development
programs;
5) Ensures that resolutions of PAHO/WHO

Governing Bodies related to inter-country health
and development programs are noted and
adequately implemented;
6) Be aware of and stimulating the subregional

groups, so that the resolutions they approve
would be consistent with the policies and
strategies approved by the Governing Bodies of
the Organization;
7) Promote in coordination with other socio-
economic sectors, the inclusion of the health
sector in subregional development plans;
8) Serve as Country Representative in the

Country where the Area Office is located, ful-
filling the functions assigned to this post;
9) Fulfill other functions as assigned by the

Director;
10) The promotion of inter-country projects
within the strategy of technical and economic

cooperation among developing countries;
11) Stimulating the cooperation between
developed and developing countries.

AREA REPRESENTATIVES/COUNTRY REPRESENTATIVES

CURRENT FUNCTIONS OF COUNTRY REPRESENTATIVES EXPANDED FUNCTIONS OF COUNTRY REPRESENTATIVES

I I

1) Representing the Director of the Pan American
Sanitary Bureau and serving as PAHO/WHO liaison and
coordination officer with international, bilateral,
and national organizations in the country of
assignment;
2) Cooperating with health and other national

authorities in health planning and programming
within the context of social and economic
development;
3) Collaborating with the Government in the
promotion, formulation, coordination and execution
of the PAHO/WHO technical cooperation program, its
evaluation and adjustments, using methodologies and
procedures in accordance with the economic and
social situation of the country;
4) Cooperating with the national authorities in

preparing the country program and budget estimates
for the PAHO/WHO Proposed Program and Budget;
5) Promoting the participation of the Government

in Global and Regional programs, approved by the
Governing Bodies of PAHO/WHO, in which the country
is interested;
6) Collaborating in the promotion, formulation,
coordination, execution and evaluation of inter-
country health programs;
7) Collaborating with the Government in identify-
ing and securing extrabudgetary resources for the
implementation of health programs;
8) Ensuring that resolutions of PAHO/WHO Governing

Bodies are noted by national authorities and stimu-
lating their implementation;
9) Promoting, in coordination with other socio-

economic sectors, the inclusion of the health
sector in national development plans;
10) Identifying potential or actual national capa-
bilities for technical cooperation among developing
countries;
11) Supervising and stimulating the effectiveness
of PAHO/WHO staff and being responsible for the
management of all other PAHO/WHO resources in the
country of assignment;
12) Ensuring, with the cooperation of the United
Nations' responsible officials, adequate security
for PAHO/WHO staff and their dependents in the
country;
13) Acting as Coordinator of WHO programs in the
country;
14) Serving as exclusive channel of communications
between other PAHO/WHO organizational units and the
national authorities of the country of assignment;
15) Fulfilling other functions as assigned by the
Director.

I. COMMON OPERATIONAL GOALS
1) To have a capacity for technical excellence;
2) To have a political capacity for technical-

scientific knowledge;
3) To have a political capacity to deal with

political realities affecting the health field;
4) To have a capacity to coordinate the PAHO/WHO

technical-scientific cooperation with the
countries;
5) To increase the organization's operating

capacity to support national and regional
processes (including sub-regional organizations).

II. FUNCTIONS AND ACTIVITIES IN SUPPORT OF OPERATIONAL
GOALS
1) To act as a unit for coordinating and

executing PAHO/WHO health policy and activities
at country level;
2) To act as a unit for programming,

coordination, execution, control and evaluation o;
PAHO/WHO technical-scientific cooperation in the
country and as coordinator of international
cooperation;
3) To analyse, interpret and promote the

application of PAHO/WHO policies in the country;
4) To analyse, interpret and inform the Director

on the country's development of socioeconomic and
health realities and policies;
5) To actively participate in the definition and
formulation of regional and subregional programs;
6) To analyse jointly with governments the

national policies and strategies on health;
7) To study the country's health projects and

programs;
8) To assist with the detection of the needs for

cooperation in the technical-scientific and
financing areas;
9) To define jointly with the country the

priorities on technical-scientific cooperation
aimed at selective concentration of the
activities;
10) To improve the interchange of information
and expertise between Country Representative's
offices through greater horizontal contact with
other Country Offices;
11) To maintain a permanent communication with
national authorities, other organizations of the
UN system and other Offices of Country
Representatives;
12) To stimulate subregional relationships and
greater horizontal contact between Offices of
Country Representatives;
13) To act as unit for the administrative
management of PAHO country office operations.
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