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The importance of administration in any campaign of malaria
eradication has been repealedly emphasized by various experi bodies
and in pariicular the recommendations of the sixth Expert Commitiee
on Malaras have placed particular emphasis on the vifal need for
strong administrative supporting services without which the
technical strategy of malaria eradication would be seriously
hampered,

Experience during the last few years had demonstrated that
plans of operation for malariz eradication are inevitably less
sound when fundamental administrative considerations have been
overlooked or i1nsufficiently stressed during the development of
these plans. In particular 1t can be said that however geod the
quality of scientific and technical know-how availsble to any
particular project, unless the country 18 willing and able to fit
the malaria eradication project with adequate admnistrative
regources which allew for good management and financing, the
programe quickly becomes entangled in all kinds of setbacks
which not only retard lhe development of the campaign on efficient
lines but result in the indiscriminate squandering of limited
resources and involve important wastages in personnel, material
and prestige. The adminigtrative difficulties and deficiencies
generally experienced are primarily related to delays and other
logistical factors causiag failure of ftotal coverage. Even 1f
governmerits have agreed to assume necessary commitments for the
succeas of the programme and have fullcst goodwill in the matter
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1t 18 not poscible to change overnight a oureaucratic pattern
which is not 1t to support o coéuntrywlde operotion vhich needs
to be perfeect in @ality ond perfectly tined.

In its sixth report the Expert Committec on Melaria recorded

a largs namber of conclusionsg basged on the worldwaide cxperience
of the members of that Committec.  The rrinciples streased in
thig report arc thoroughly consonant with sound principles of
public admirnistration. Apart from their relationship to the
general science of adminastration 1t can be said that many of
these principles are simply statements of the product of good
sound ccmmonsense,

Al though the fundamental and basic technigal standards for
malaria eradlication operations arec uniform and are universally
applicable 1t 18 obvious that no standardized form for & plan
of opsrations 18 possible for all counirices or for every phase of
a programne directed towards eradication. Notwithstanding this
fact, howover, any plan of operations needs to include sufficient
details to permit the evaluation of the proposed operations in
administrative termu 1n order that admimistrative supporting
gervices may be able to produce the necessary daspesition of mane
power and naterial resources at the exset time and place they
are roguired.

In the framing of a plan of operations thers are four majer
aspects involving administrative science yhich must be ftaken into
consideration and 1t would be appropriate to consider thesc four
aspechs in turn, for cach nceds attention from the vory beginning
of the planning stage:

1. Sonstizrtutional and exccutive authority

Since the final objective of eny antimalaria campaign 18 the
oradication of the discasc 1t 18 virtually scli-cvident that the
objectrve can be attainced only 1f the campasign is supportcd by
the government and the public al all levels. Many countrics have
alrcady enacted legislataion an some form or ancther which recognizos
the conceopt of cradication as o national gospel but therce arc many
who have not gone sc far as to recognize this problem as pne
requzring specific unequivocal and clearly defined laws which
establish all the machinery appropriate to the attaimnment of the
objective and the line of authority of both directing and executive
personnel (at this point it may be useful to discuss particular
proble?s on this aspeet which have arigsen in the Bastern Meda terranean
Region).

2. Fanancang

4 malaris eradicatbron programme is an oxpensive investment
which can 1n the last analysis only be jusitified by z government
to 1ts taxpayers if the accrued dividends are in proportron to the
amount of capital placcd ain this programmc. These davidends waill
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only finally become apparent wher the malaria cradication programme
has beon completed, the nced to spend large recurrent annual sums
on malaria control has occn oliminated, and the economic gain to
the” country results from the improved standards of health of the
entirc population,

,Experlence to date has shown tnal a progretme which is not
from the very inception of planning considered in 1ts totalaty an
terme. of necessary financing quickly runs iato dafficulties due
the drying-—up of sources of funds, It 18 no easy task for a
government to ostimate what exactly a tolal eradication programmc
would cost, rumnning as 1t nceds to do over a period of sevcral
years. However, difficulil though this.excrcl~e may be 1t 1s
considercd that a pretty accurate cstamate of such expenditure
can be caleulated. They would be doing themselves no service by
adopting an ostrich attitude and coatenting thomselves with
agsessing the problem prccemeal, It 15 uvwltimately fruitless to
cmbark cven on the i1nitial phascs of & pilot or pre~eradication
projcct unless the government realizes that neither of these
activities .serves any uliimate purpose umlesg they are preparcd
to contanuc the programme through tc cradication and provide for
thc necessary finanecing of the totality. Intornmational assistance
with the costs of national malaria eradicatign programmes is but
a fraction of the sums which need to be found by the governmments
themsclves,

Fa Qreganizdtion

It 15 generally recognized that any country planning to
eradicate malaria noeds 3 special malaria service with sufficiont
auvtonomy from other departrents of the national health servace to
give 1t the nccessary flexabilaty o coordinate and control the
entire strategy of malaris overatrons which arc esscntially and
fundamentally different from thosc employed .n other types of
public health campaign. The organizational structure of any project
wi1ll depend upon ils prarccaipal iasks and on 148 size and functions,
This structure neecds clear definition i1n the planning stage to
ensure that the responsibil.ty of thc various sub~orgamization units
arc clearly defined and the ehain of nuthority is firmly establashed.

As soupd general principles of admmistration {a) tho organiza-
tiomal structurc must be subdivided anto graup activities on the
basis of defainitec functiong (b) thc numoer of these subdivisions
should be such that an cffecb.ve control of them is possible;

(¢) provision should be made for adequate staff sorvices to carry

out the overall management and to coordinate the functions of cach
aubdivision; (d) cach subdivasion ghould have one official in

charge of it and every individual 1n the subdivision should be
drrectly responsable only to his superior officer and through him

to the head of the project; (e) the cntire project must have well-
defined lines of authority nd responsibility at each of the several
lovels; \f) each subdivision and othor person in the project must be
ultimately responsible to the officer in overall charge of the project.
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Experaicnce has shown that many projcets run into dafficuliics
in the early stages of operation due to too rigid centrelizmation
of optrational snd admmastratlive control, 4As a general principle
the most adequatc organizational systom advizable would be ohe
based on centralized dircetion of the programme and decentralized
exceution, In thir same connexion 1t 18 a sound principle to
delcgate responsibility and auwthority to the greatest degrec
possible, 1.6. to place at the lowest possible organizational
level tho rosponsability znd "authoraty to act in order fo obtain
deciszons speodily. This principle of delegotion of responsi-
bility and authority should be followed to the utmost extont:
consistent with officiency and coordination of policy.

4. Manpowyer and training

The manpower requircments of any programme will vary
according to the oporations to be carried out but already in
the 1nitial stages of planning an assessment of the numbor,
quality and type of personnel necded should be calculated.
The general phalosophy of manpower rolated to malaria eradication
programmes 1s well stated in pages twenty-~four through thirty
of the sixth Report of the Expert Committce on Malaria., Some
general principlos arc given below rclated to some fundamontal
considerations of personnel cdministration on the recruitement
and selcction, troining and promotion of personnel.

{a) Reonimont ond selection

A3 regards the dutics tc be performed by cach category of
worker, thcasce should be rccurately described in terms of the
varicus types of work to be performed, duc account boing taken
of the skills inveolved at the various lovels, Adequate rates
of pay bascd upon the principle of cqual pay for cqual work and
cqual rosponeibilities should be provaded for each class of
position. In order to avoid nepotism and the like a country
should have csitablished some organized system of sclection so
that only persons qualificd as suaitablc through experience and
training arc appointed to the respective posiriions in the
molaria cradication sorvice.

(») Trainine

As reogards training, the best work comcs from those who
fully undcrstand the purposc of therr work and i1ts relationship
%o a total programme, To fulfil this objective adequate
facilaties lor the training of all personncl should be provided,
and provided for within the time lablc for planned operations
g0 that tho trainced porsonncl arc rcady when the operations are
ready to be carricd out. The kand of trainmaing should include
aoct only the tcchnical subjects appropriate to the functions and
future dutics of the traineces, tho discovery of thoir aptitudos
and qualifications for eventual reassignment or promotien, but
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alac such subjects as may be pertinent to tho future uscfulness
of the perseons beang trained in case the nced for thoir current
aCrvices should come to an end.

Good supervision roguires adecuatc knowledge, on the part

of lhc supervisor, of thc purposc o be achieved and the role

10 be played by each of thc subvordinatcs in the common cffort,
Enployecs should be led and not driven. Good supervision
involves delegation of responsaibility and authority to subordinates.
In any well-organized {tralning programme provision for carcful

selection and troining of both management and supervisory
porsonncl i1s cssontaal,.

(¢) Transfcr, promotion and scparation

As a good gencral principlc insofar as this is practicable
the transfer of personncl withan the service, their promotion
and their scparation should be made only for tho benefit of the
gervice, and 1f the work 18 impaired by the incompetence of any
worker he should be promptly removed.



