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J.. FOREV10RD 

, Since this memorandum is the response to certain bro&d 

questions, it is importent to note at the outset what topics are 

here considered, end what topics have been excluded. .Assuming that 

The Rockefeller Foundation is going to support rese~rch in the natural 

sciences over & period of years at approximately the present level, 

what is the wisest and most useful program, and what are the most ef-

fective administrative mechbnisms? These &re the questions which 

are here discussed. But underlying these are two more basic questions 

neither of which is here considered. Thus this memorhlldum does not ask: 

why should the Foundation support research in the natural sciences, 

snd how large should such support be in comparison with expenditures 

in other fields? From the record of the v&rious boards it is concluded 

that the trustees have no doubts concerning the desirability of support 

for science. If a change of this policy is under consideration, so 

grave a decision should be influenced by the scholarship of the world, 

rather than by the somewhat fortuitous effectiveness of the presentation 

of any one individual.* Arguments on the optimum relative size of 

natural science support are not presented here, on the assumption that 

* It may, however, be mentioned that I wrote, shortly U'ter being it! 1>~ 
appointed in 1952, a memorandum under the title "The Values in Science". 
This was not written to convince anybody of anything; but simply be-
cause I could not h~ve satisfaction in a job unless I had thought 
through for m,yself the reasons why it seemed to me worth while. 



this tru~tee question is one which an individual director cannot 

properly discuss, even in a memorandum of this character. 

B . THE PLJ._N OF THIS ME!dORANDUM 

\That sort of support should the Foundo.tion give to the 

nctural sciences, and what administrative procedures seem likely best 

to serve both the necessary practical interrelationships of scientists, 

officers, trustees, and public, and &lso the imponderable br onder re-

l~tionships between scientific progress and the welf&re of man? These 

questions may be come at from a variety of direct~ons. Certain direc-

tions of approach reveal possibilities which obviously do not square 

with the special potentialities of the Foundation. But even though 

these ~ossibilities may seem trivial or impractical, it is as well to 

include them as partial insurance that one is trying to look broadly 

at the problem, not too much influenced by tradition. 

The· e are interlocKing connections, moreover, between 

the various ways of coming at these questions, so that it is difficult 

to know where to start and what plan of exposition to follow. And 

what is sought here is not e logical* idea, but a practical compromise, 

controlled not only by the aims of pure f Cience and the useful service 

of men, but also by the limitations of funds, the human peculiarities 

* Science occupies its present prestige 6nd power becaus e it has 
learned the h&rd lesson that logic which may be a good servant is 
always a bad master." L. Hogben 
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of scientists ~d institutions, the exigencies of the d~ys in which 

we live, and the finite wisdom and energy of officers and trustees. 

It is relatively easy to co~pose a well-ordered exposition of cer-

tain grand ideas; but one experienced in the actual day by day busi-

ness of a found8tion would find it necessary to punctuate such an 

idealistic document with a series of rude but practical considera-

tions. 

Thus a large number of considerations crowd into this 

problem some of which have little significance apart from the whole 

complex of other considerations. It has therefore seemed advisable 

to present first, with no special attempt to trace interrelationships, 

a frankly heterogeneous series of fragmentary topics, labeled "Comments". 

With that section of cocments on record end in mind, the concluding 

section of "Principles and Recommendations" can, it is hoped, combine 

briefness and intelligibility. 

C. COMMENTS 

I - Types of Possible Support 

A - Recruitment and Development of Personnel 

1 - Discovery of &nd aid to "young genius" 

The ''Lincoln Stiftung" sort of thing - somewh&t appeal-
in6 but too chancy - too great wastage - boy wonders 
often burn out early - better left to more emotional 
organizations. 

2 - Undergraduate and gradULte scholarships 

Some objections as above - procedures of wise choice 
lacking. 
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5 - Training fellowships 

As now used to serve propram - spec~al emphasis 
on broad training in disciplines auxiliary to but 
correlated ~ith m£in interest - of special service 
to "borderline" fields such as biochemistry and 
biophysics - very high standards of choice essen-
ti&J. - of high importance and usefulness if 
Foundation is following a functional program with 
fields of concentration. 

4 - Experience fellowships 

Also as now used - candidates i n general more mature 
and with established competency in chosen field of 
research - to furnish an enlivening experience through 
first-hand contact with the men, problems, and tech-
niques of other groups - values clearly demonstrated 
by several years of experience, particularly in 
Europe - of high importance . 

5 - Special fellowships 

Characteristically given to still more mature and 
dist~ished men - infrequent but very useful. 

6 - Cooperative fellowships 

/ 

Costs shared between foundation and institution - to 
protect research interests during first critical years -
automc.tically limits appointments to men who have posi-
tions and every assurance of continuing research op-
portunities - a type of fellowship that has been too 
little used. 

7 - NRC fellowships 

Essential part of a ~robd program - also highly de-
sirable backlog of general development in science as 
an adjunct to a concentrated program - protection 
again~t chE.rge of over-direction of American science 
by Foundation - universally recognized as one of the 
best bnd soundest things the Foundation has ever done 
in science - method of selectin6 candidates has been 
improved - support h;; s been too far reduced. 
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B - Support for Individual Scientists 

1 - S&l~ries for research professors 

Should be, and in practice is, the obligation of the 
university - not advisable and not necessary, but 
see below under Departmental Development. 

2 -Expenses for summer travel and res~rch of individuals. 

Frequently asked for this - almost uniformly a poor 
thing to do. 

5 - ~ersonal research budget for outstanding leader 

Differs from support of a one-mc..n "project11 in th&t 
here the money is pledged for the recipient ' s general 
( ~nd perhups changing) interests - emphasis almost 
wholly on the ~' and very little on problems - ideal 
when it is really justified - Cannon fine instance -
Stockard doubtful case - one is playing at rather long 
odds for high stakes - only r arely does a man have 
the qualities of character and intellect that keep 
him highly productive over a long per iod - ample sums 
have been known to remove a great experimenter f r om 
the laboratory and ~ke him a director of lesser 
abilities - this is a procedure to be used with great 
caution. 

4 - ~ssistance for specific problems or programs 

See G - Project Support; also II, A. 

C - Group Support 

See G - Project Support, for a project often involves a 
cooper&ting group - here is meant the su_p1ort of a group 
working in one institution on separate problems which, es 
a group, fall ~ithin pro&ram interests - ChicLgo biology 
and Stt nford biology good examples - procedure open to 
d~ngers centioned under L - Fluid Res(arch Funds - justi-
fied ~hen the administration of the funds is under 
direction (Teli~ferro at Chicago, Taylor at Stanford} 
which insures against these d&ngers - closely related 
to departmentvl developcent ss listed Under E. 
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D - Committee Support 

Example is NRC Committee on Sex Rese&rch - at its best, 
a way of mobilizing the brains of the country for E•ttL•Ck 
on a set of problems - personbl and institutional connec-
tions of cocmittee members are h~dic~ps to their objec-
tivity &nd freedom of ~ction - vested interests develop 
surprisingly rf1~)idly - in general such committees should 
not continue too long, for they inevitably enter period 
of diminishing returns - good tactics in "public relztions" 
aspects of science ~rogr~m. 

E - Departmental Development 

This headin~ overlLps Tith several othf.rs, since assist-
ance to a man or group obviously strengthens ~ department -
here is meant a move planned prim&rily to develop future 
and permanent departmental strength - aid might consist of 
funds for equipment and supplies , laboratory construction 
or elteration , research assistance, tempor ary ~id to 
major salaries later to be assumed by the institution, 
fellovship training and experience for st aff, etc. etc. -
such items will in £eneral involve substanti~l sums - this 
is building permanently for the future. 

F - Institutional Development 

This still bro~der c~tegory vo~d involve the department&l 
development of a gr oup of science dep£rtments in an insti-
tution - obviously 11broad11 support, tmd would involve 
lsrge sums. 

G - Proj ect Su~port 

Emphasis so far in this list h~s been on men, groups of 
men, and institutions - "Project Support" involves no less 
emphvsis on the quality of personnel, but adds to this an 
emphasis on the speci~l program interest of the project 
or problem in question - support may consist of 

1 - Grcnts in aid 

Rel&tively smell and of short term - allocated by 
officers - important explor~tory 6nd tryout mech6nism -
aid to returned fellows - fine WbY of maintaining in-
timate conttct with men 6nd problems - time-s~ving for 
tru~tees end administr ation - other agencies can 
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admittedly do this sort of thing, but this is no 
reason why we should refrLin if the procedure really 
is useful to us - disappointing unless the small 
grants reElly add up to l. tott.l result of recog-
nizable coherence snd significance - this lesds one 
to b&r, at le&st for the Foundation, general grant 
in aid progrt1ms, and use this only as a mechanism to 
serve special progr~ interests - must be administered 
with restrained objectivity to guard sgsinst the lure 
of that por.er and prestige which sometimes goes with 
being Santa Cl~us. 

2 - "Docket Item" Projects 

From t~o to five or more yeQrs in extent, and from 
two to ten or fifteen thousPnd doll~rs per year -
usually under the direction of one or two scientists -
characteristically provide equipment, supplies, and 
research assistance - results are concrete and can 
be fairly accurc.tely a~~raised - decisions must in-
volve, within the recognized range of field, primary 
emphasis on qUblity of 1-ersonnel - the bf.ckbone of a 
concentr&ted J:·rogram. 

5 - Cooperetive Projects 

Present NS program, with special interest in apply-
ing the techniaues and methods of the physical sciences 
to ?roblems of biology, has found an unanticipated num-
ber of T;Orthwhile opportunities to assist in the active 
collebor~tion between biologists, on the one hand, and 
chemists, physicists, or mathem&ticians, on the other. -
such rese~rch, escaping the traditional organizational 
formull:,e of most institutions, in particular need of 
outside assistsnce - cooperation is a tender plsnt which 
will stand no forcing - but it deserves all the li€ht, 
air, and nutriment that it can spontaneously absorb -
NS is proud of some of the ex~mples we now have on our 
books. 

H - Nstional or Intern&tionsl Scientific Orgsnizetions 

1 - National Research Council 

The msster orgEni?.etion of P.merican science - can not 
be neglected, certainly should not be ant~gonized -
at times e most desirable buffer between the source 
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of funds and recipients - best and safest agency 
for getting various thin€s done - deserves general 
support. 

2 - Interru:;tionally Org~:nized Scientific Efforts 

EX&mples are International Critic~l Tables, Inter-
national Poler Ye&r, lntern~tional High Altitude 
Btation on the Jungfrau, Intern~tion£l Biological 
Station st Naples - importPnt as exomples of sane 
internationol cooper~tion - deserve sup~ort - very 
modest part of funds et present supplied to NRC 
can be used for such purposes. 

I - Buildings 

Under present conditions major expenditures under this 
heQding should be a r are exception - certainly no situa-
tion of general need that justifies particular attention 
here. 

J - Endol'l1D.ent 

Necessarily brobd support - to be significant, involves 
very hu·ge sums - not a natural part of o program in 
which considerable emphLsis is placed on certain chosen 
fields. 

K - Support of National or International Conferences, Colloquia, 
or Congresses 

To recognize any gener&l interest in such activities r.ould 
seem inappropriate - to take too active a leadership in 
organizing such meetings is unwise - it is also a very 
easy 6nd pleasant WhY to waste money - specibl cases war-
rant exceptional treatment. 

L - Fluid Research Funds for Institutions 

Blanket sums turned over to institutions from v:hich they 
alloc&te for special vrojects - such funds vit~l to the 
reserrch spirit of en institution, but highly doubtful if 
this is wise business for the Foundation - money charbcter-
istically dissipated in many small projects r&nging from 
excellent to foolish e.nd bizarre - chief objection is 
thht decisions sre influenced by a variety of institutional 
criteria th~t have little objective validity - a good W6Y 
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to make ~u institution happy, but not so good a w~y to 
serve science - probably never warranted except when a 
stert by the Foundation will stimulate state or other 
sources to c&rry on. 

M - Publications 

P. pit into which '"e could pour all our funds and never 
even hesr them hit bottom - general support not warranted -
exceptions justified in truly remedial cases ~s where, 
for exsmple, modest support will aid in allocating the 
costs of publication of research where they belong, 6S 

an integral part of the cost of research - the support of 
physics and IDLthematics publications in this country h£s 
been stabilized in this wsy under Foundation help -
should also help, when opportunity offers, competent 
experimentstion or planning that is aimed at & real 
solution of the world problem of publication, distribu-
tion, storage, and ca aloguing, indexing &nd abstrhcting 
reseerch public~tion in &11 fields (microphotography, 
for exemple). 

N - Research Institutes 

1 - Independent Research Institute 

Independent building, staff, and endowment for, say, 
•Genetics" or "Endocrinology" - requires huge sums -
the day for this (even in the judgment of those who 
f~vor the idea) would appear to be at least temporarily 
past. 

2 - Marine Biological LaborE.tory Type 

Requires building &nd endowment, but no periilB.nent 
staff - serves as focus for gr~duate tesching and 
rese~rch interests of nationwide (and internstional) 
group of summer visitors - needs of this type appeer, 
fortunately, to be ulready met. 

0 - Endowment 

The present burden of proof ~gainst per~ent endowment 
of any activity seems to be justified. 
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P - Expeditions or Explorations 

Usually appe~l to other so1~s of sources - involve 
serious risks for such an institution as the 
Foundation - not indicated for Foundation interest. 

Q - Scientific Museums 

Also appeal to other sources - usually mild scien-
tific interest or importance - not indicated. 

R - Scientific Prizes 

Of very questionable value to scientific progress -
certainly not for the Foundation. 

S - Other Types of Support 

No list can be complete enough to catalogue sll 
future possibilities - the drosophilists of the 
world wanted a small sum for maintaining a clearing 
house for current reses.rch news and a central supply 
service for all stocks of fruit flies - this oppor-
tunity to aid genetics was important, but was also 
essentially unique in character - aid to deposed 
scholars - there will be other unpredictable items. 

II - Procedures of Choice 

£ - Men versus Problems 

The most precious commodities that a foundation can deal 
in are brcdns and character. An important problem seldom 
if ever makes a little man great, while one of the character-
istics of a great man is his ability to discern and attack 
great problems. Thus the choice is a clear one. But it is 
misleading to leave the matter here, lest one conclude 
that this choice is one which frequently confronts an of-
ficer. If one concentrated all the resources of the di-
vision in a grimly determined effort to force advance in 
some narrow field, then one might well be required to put 
emphasis on problems ahead of emphasis on men. But the 
area now included in NS progr~ro is much too broad to leed 
to any such dilemma . Working within our area, and pls.cing 
primary emphasis on quality of men, the opportunities still 
greatly exceed our resources. 
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B - ;dd to the Strong or Build up the Weak? 

This question sometimes occurs in Found6tion discussions. 
Building up the weak is a type of genertl developmental 
oper&tion th~t is not consistent with the present ruling 
philosophy of concentr&ted empruLsis. But it is sometimes 
very import~nt to add to the otherwise strong or the 
potenti~ll~ strong; and it Ehould be observed that this 
alternative seldom fhces one in the odministration of a 
concentrated and functiom•l progrnm. Seeking to serve 
certE~in progr~.m ends, one sim!>lY siezes his opportunities 
where he finds them. In c. majority of instances they are 
of course found in strong institutions, but it would be 
foolish to disregard the special competence sometimes 
found in sme.ll institutions. The best man in America in 
one br&nch of ~hysical chemist~ is at ~mherst, one of the 
two specialists on producing pure ~mino ~cids is at the 
Univ. of Southern C~liforni&, E leading enzyme chemist 
is at the Cer~n Technical High School ~t Prague, a world 
authority on the genetics of the ~rimrose is ~t Goucher 
College, etc. etc. etc. 

C - Small or Large Projects? 

This topic has been discussed at some length in V~'s pre-
vious 'lernorar..dum of November 5, 1956 on 11The Cuse for ~\5' 
Small Projects". In ~tcrt.i.cular, this memo gives the f.co-\"). 
actual facts of distribution in size of NS &ctivities 
over various periods of time. Only the following summary 
comment will be included here. 

In the last analysis the dollars of the Foundation do 
very individual jobs: some buy a piece of equipment; some 
pay a railroad fare; some buy bricks ; some pay a man ' s 
sslsry for 8 year; some purchbse gles~ware, chemicals, 
experiment&l animals, etc. etc . But one continuously 
hopes that these individual expenditures are fitting to-
gether to serve certain bro~d purposes; one hopes that 
all these individual cctivities add up to some result of 
real .,ignific&nce. Indeed our trustees C&rulot long con-
tinue support for f progrfm unless they can sense the 
synthesis ~hicb gives cumulative significance to the 
individual expenditures. 

How is such & synthesis to be ~chieved? In the Cnse 
of the very large projects of the ~bst the concentr~­
tion of & major expenditure in one place it~elf contri-
buted to & sense of significbnt unity. If the trustees 
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wish a highly concentr~ted functional progr£~, they must 
recognize thEt concentrs.tion of effort, et least in cer-
tain fields, strongly influences tow~rda smaller projects; 
and they must be prep&red to make b special effort to 
utilize means whereby one might test whether or not the 
separate moves fit together into c- consistent, a uni-
fied, &nd & signifiCLnt pcttern. See Comments, Section IV 
Checks and Reviews and Section V Trustee-Officer Relations. 

D - The United States und Europe 

Under present conditions there is little in the n~tural 
sciences that can wisely be done in Germany, less in 
Italy, still less in Russi~, and still less (zero now 
having been reached) in Spain. Opportunities ere s.t-
tr~ctive in Englbnd, Denmsrk, Sweden, France, Switzerland, 
Holl&nd, Belgium. Worthwhile opportunities occasion&lly 
~rise in Hungary, Czechoslovc.ki£, the BGltic countries, 
Jugoslavi&, etc. The proportion of NS funds used in the 
United States seen1s bound to be higher, over the next 
few ye&rs, th&n in the past. But we have, it seems to 
me, s.n important O,t)portunity and duty to reiJ'I£.in calm and 
uphold, wherever and whenever we can, the hands of rs.tion-
alism, decency, and sanity. Science (and particularly 
biology, so fs.r re~oved from the technologies that can be 
used to destroy men) is about as safely, es healthily, as 
unselfishly international as is any human activity. I 
strong~v believe th&t, as the number of opportunities in 
Europe decret-ses, the str&tegic im~" ortb.nce of eech is 
likely to increase in a compensating way. I strongly be-
lieve that European ectivities should be limited by no 
special decision to reduce or withdraw, but simply, as in 
the past and eve~here, by the applics.tion of normal 
criteri&. 

E - Equipment, Supplies, ResP&rch Assist~ce, Buildings? 

Fro:n the point of view of general policy these Gre met.n-
ingless nlteru<. tives. One could b.S well osk whether &n 
siling ~an needs rest, exercise, bn operation, or a 
physic. 

F - Start New or Finish Old? 

The Penrose fund of the Geological Society of .Anerice 
hss (or Et lesst did have) a rule that they would give 
support only for the completion of projects judged to be 
st least h&lf done. Perhaps a deeirable safety measure 
for E sm~dl fund, this criterion seems to have no generEl 
value for the Foundotion. 
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G - The Present and the Future 

Agreeing wholehe~rtedly that e chief aim of science is the 
service of men, it is nevertheless my own conviction th&t 
recent discussions reflect too great an emphasis on present 
recognizability of practicr.l importance*. .t:>rof. L .Hogben, 
in his essc.y on The Retr eet from Reason, bDs said: "The 
only volid distinction between pure and applied research 
in n&tural science lies between enquiries concerned r.ith 
issues which u~y eventually and issues which already do 
arise in the social practice of mankind ." The most 
pr&ctical technique of biology ~nd medicine ten or twenty 
or forty years from now may rest upon the most imprE>ctical-
appearing present discovery in org~nic chemistry or even 
in pure mzthem&tics or atomic physics. The immedistely 
and obviously ap~liceble will get done somehor., by other 
aid if not by ours. We should have the courege, the 
patience, end the vision to devote a sizable fraction of 
the Foundation's resources t o the playing of the greater, 
longer, game. 

H - "Just do the best things" 

To charecterize by so unfeir1y naive a phrc:se certain 
beliefs concerning Foundation procedure is to l~ oneself 
open to the chEtrge of attE>.cking a dogma with e stigma. 
And yet this phrcse does summarize certain reactions 
against definitions of progrcm end against specifications 
of vrocedure. Some ~ersons ap~ear to think th&t st~ted 
policies and syste~tization of administrc.tive mechanisms 
are merely the protective devices of a small and over-tidy 
mind, not brave or wise enough to make its own decisions. 

Indeed everyone wants to do the best things, but by what 
criteria is a ~roject to be judged best, and what assur-
ance is there th~t all of the strongest alternatives have 
been given due consideration? I reset strongly against 
any assumption th&t the best opportunities for support 
spontaneously rise to the surface and magically drift 
down forty-ninth street, where they may be skimmed off 
and presented to the trustees. I suspect that the NS 

* "It does not pay to tether one's thoughts to the post of useful-
ness with too short a rope. 11 John Dev;ey ••••••• "There is nothing 
so prolific of utility as s.bstrE..ctions ." Fur~da.y. 
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division has been considered too fond of careful diary 
records, too much concerned with detail, too little 
devoted to generl>l str ategy. The n::.ture of the early 
explorc.tive yee.rs of our new progr~m, and the directions 
we have had from the trustees, have both pointed us 
tow&rd re~~tively smell projects, and have doubtless 
contributed somewhd to this impression. But for the 
lt.bor that has gone into all this detail I make no 
apology. I am convinced thct it is an essential basis 
for general strategy. I muintc.in that there is no 
decision, large or small, which does not ultimately 
rest on the accuracy f·nd obj activity of such detailed 
informetion. 

Do the best things, of coursel But be realistic about 
the means which are necess~ for assuring a f~ir approxi-
m~tion to that end. The Found~tion, wh£tever may be the 
case for smeller organizGtions, does not need to depend 
upon uninformed enthusiasos or upon versonal or emotional 
appeals; h&s no right to depend upon chance, or succumb 
to the smoothly organized s ttacks of the good askers who 
know the ropes; has no right to handicap the distant or 
the modest. Although I ~ necesscrily getting &head of 
my story in so doing, I stop here to indicate that these 
remarks connect closel~ in my mind, with the following 
statements : 

(a) The Foundation owes it to the world 
of scholers to make plain and defi-
nite whet its progrbm is. 

(b) It should not make exceptions to de-
clared program unless it frankly in-
dicates, in the progrom stLtement, 
the possibility of such exceptions. 

(c) Within its special pro~rbm interests, 
the Foundation has an obligation to 
be informed in such o way as to bring 
to the very serious duty of making 
each decision & background, both bro8d 
and detailed, of knowledge of men, 
problems, and alternutive opportunities. 

(d) !he extensive information &nd the de-
tailed competence that, within special 
progrcm, should reasonably le~d to 
nthe best 11 csnnot (&t least with a 
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st~f of present size) be similarly 
brought to be~; r on broad program or 
on exceptions to special progr am. 
Therefore if such sections of progr am 
form a recognized part of Foundation 
activity, special techniques, speci~ 
protective devices must be adopted to 
insure as fair, as objective, and ~s 
wise as possible a procedure of choice. 
See Recommendation VIII. 

I - General ~nd Special Progrsm 

There is no intention of arguing e.t this point the strong 
and week points of concentrLted or gener~ programs . This 
topic is included here under the general heading of 
"Procedures of Choice" becE1Use the ntture of the progre.m -
whether general or concentrated - inevitably effects the 
procedures which ultimGtelv lead to officers' decisions 
to recommend. These remhrks ere, moreover, very closely 
connected with those made under the preceding subhead. 

There are two IDLin considert...tions. \'ihat procedures of 
choice are financial~y snd administratively practi~ble, 
and r.hat procedures ¥romise the broadest, most objective, 
most open, and fair competition between ~11 possib:e re-
cipients of support? The nature of the program affects, 
in my judgment, the answer to both of these questions. 
There is a procedure which (whether the most efficient 
or not) is at least logic&l and socially fair for the 
administrEtion of a totally general program. The program 
is widely announced as such , every person bas a reasonable 
chance of knowing that it is proper for him to present 
his case, and the officers and trustees draw as widely 
as possible on competent advice, cross their fingers, and 
do their best . This best probebly cannot be defended, but 
it is equally true that it cannot effectively be attacked. 
Similarly, there is a logica~ and fair way to administer 
a concentrated program, - a way which I consiJer to be not 
too fsr removed from the one in use at present. But it 
is a tricky and difficult business to try to drive two 
such programs in tandem. 

Theoretically there would appear to be little difference 
between two programs , one consisting of speci&l plus 
exceptions, the other consisting of special plus general . 
But practically I think there is a re~l difference in 
officer's attitude, in administrative procedures , end in 
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Foundation - public rel&tions. The first is open to 
& variety of humcn d~ngers that the second could be 
mc.de free from. See Recommendation VIII. 

III - Field or Fields of Special Interest 

Five yesrs ago there was recommended, cS the spPcial interest 
of this division, the support of researches planned to in-
crease knof;ledge concerning the functioning of living organisms, -
a program in vital processes. There ~as recommended, moreover, 
a particular interest in increasing the application to basic 
biological problems of the nnclytical procedures &nd the ex-
perimental techniques of chemistry, physic~ and mathematics. 
In thP intervening five years there has been the world over a 
~rkedly gro'~ interest in such rese~rch; leaders of un-
questioned authority h~ve quite independently &nd with in-
creasing frequency voiced their conviction of the vital im-
portance of such research, and of the pressin6 need of more 
support for it; this division has found opportunities to aid 
men of &bsolutely first-rg.te 4bility, and &lref,dJ has a record 
of lidvance in this eren which it is ready to subLlit, at any 
time, to COIIlpetent and critlcal review. All of the ar guments 
which led to the recommendation of this field stand today, 
heavily reinforced both by outside opinion and by our own 
practical experience. Jlthough practical considerations mey 
indicate certain shifts of emphasis within this field, or cer-
t~in segments which should be removed or added, the division 
strongly reaffir~s thP choice of this field for the major 
emphnsis of the division's program. 

IV - Checks and Reviews 

There ha~ certainly been too little analysis of the effective-
ness of past appropri~tions. Studies of the effects of 
Foundation action should contribute basic infor~tion as to 
whether or not the fun1s tre, under a given program and given 
administrative procedures, accomplishing important purposes . 
This infor~tion should: 

(a) Contribute to thP training of officers 

(b) Aid the President of the FoundPtion in his de-
cisions of general policy 

(c) Incredse the interest and insight of the trus-
tees, and &id them in their decisions. 
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(d) Contribute, insofbr as it is reflected in 
published reports, to sound FounAation-
public rel&tions. 

It is clearly too early to judge the review procedures which 
are just being developed; but it is my impression that they 
are likelr princiz;t=-lly to serve (b) and hence (d). P. con-
siderable further burden of "pLper work" is not likely, in 
my judgment, to contribute notcbly to (c), end (~t least for 
this division) the procedure as so f~r suggested will not 
materially increase our own informttion, although it will 
insure a more systematic accumulation of th£t information. 
Project reviews could, however, be mede the basis (and 
probably are a necessary basis) for e type of general review 
which, while it hrs its limitations and even its dangers, 
seems to me worth a triGl. ~t intervals the President could, 
for e£ch division, invite a small board of external advisory 
experts to 

(a) Receive written and/or oral reports from the 
director of the division in question , explain-
ing the plan of the prograJil in operation, the 
general chEracter of trustee instruction, etc. 

(b) Receive end study the individual project re-
views, together with similar report Illd.terial 
on fello~ships, grants in aid, etc. 

(c) Appraise this record und present recommenda-
tions for shifts in emphasis, in field, in 
character of support , etc. 

This board would be purely advisory in character, and their 
function wouln be completed with the filing of their report. 
I an inclined to think that the directors should be asked 
to submit a panel of, say, ten recommendations from which 
the President would !ip,t>oint a boc.rd of five. I doubt if this 
review should be carried out more often than ever,y three 
years, and preferably at somewhat longer intervals . 

On each individual project s.s it E•rises the officers can 
get and do get this sort of counsel. Indeed they can choose, 
as it were, an ad hoc committee af special com~etency for the 
one project in question; and they can ~et fuller and franker 
advice bece.use it is obtained informally from one man at a 
time. Officers clso normally have, to bear on any decision, 
& lLrge amount of advice and inform&tion, obtained through 
office interviews and tr~vel and recorded in di~ries, which 
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has not been gathered in the artificial atmosphere of formel 
recommendations, and does not refer to the gr&nting or not 
gra.ntint. of a Slll:l of money for & specific .t'rocess ; and which 
hence is more likely to reflect the ~dviser's true opinion of 
the man himself, r elatively uninfluenced by personal or in-
stitutional consirlerations . 

Thus officers have no difficulty in obt~ining, on individu~l 
projects , advice that is more specially co·npetent and useful 
than thc..t which could be given by such &. r eview board; but the 
bo&rd, with the tote.l record of sever1:.l ye~::a.rs before it, 
should be able to give an import~nt and useful judgment on 
the general development of progr~ ra c.nd on the desir ability 
of new trends and new emphuses. 

Such advice sho~d be of real fervice to officers , President, 
and trustees alike . The summ~ry report of this committee, 
incidentally, would presum~bly be of such reasonable dimensions 
that the trustees could be expected to digest it . 

V - Trustee-Officer Relations 

The relationship between officers ~d trustees over the last five 
years has not, in my judgment, been ch~rscterized byE satisfactory 
degree of either understand~ or confidence. It has been com-
mented that the t rustees used to come out of meetin0 s rubbing their 
hands; but that they c&me out of several meetings , a year or two 
~go, scr~:tching their hesds . I thinK, and sincerely hope, th~t the 
situation has impr oved considerably. If the necessary ingredients 
for a further improvement are not present in the situation as it 
now exists, then these ingr edients should be changed. 

The trustees are very busy men, - men with large &nd extensive 
responsibilities. It is f airly clear t~t with a few possible 
exceptions they cannot take the time for a sustained consideration 
of detc ils . They must direct their energies prim~ily to decisions 
of bro~d policy, and they must be provided with a staff of offi-
cers, to carry out details, in whom they have confidence . 

It is not resson£ble to suppose that each truEtee understood , 
in a sense of detailed personal competence, a~l of the spectacular 
operations of the older days ; but in those cases the pr esumption 
was easy, nc.tural , and comforting th&t a project was likely to 
be great bec&use it was l~5e . But under the present tjr~e of 
program the officers h~ve en uphill rather thun u downhill pull; 
for it is almost eqUL:ly naturul, if one h~s neither the time nor 
speci&l competence to consider det~ils, to suspect that a project 
is trivial bec~use it is small. 
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These considerations lead, in my judgment, to two conclusions. 
First, the trustees must be brought to see, somewhat more 
clearly thl.lll at present, that a high degree of concentration 
carries with it procedures with which they have been relatively 
unfamiliar, and which make upon them rather new demcnds . And 
they should not vote for concentrc.ted programs unless the.y are 
prepared to meet these dembnds. This remark applies principally 
toNS and to H, less to MS, and least to SS. For the MS progr~ 
in psychiatry wbs recognized at the outset as a res~onse for the 
need of general development in this area, end somewhat l~rger 
moves are indicated; and the somewhat diffuse character of any 
progr&m in the SS permits rEther bro~.d operations even under a 
concentrated ~rogram. Further it is to be noted thut SS has been 
assigned three creas of concentr~tion, H and MS two, ~nd NS but 
one. 

Second, the officers should be given a more effective opportunity 
to present, to the trustees, the general features of progress in 
the various concentrated progr&llls . If forty minutes to G.D hour 
were available, ~t least once a year, ~t which a director could 
present to the trustees an integrated ~icture of some feature of 
his progr&m, there should be a considerable dissipation of the 
present faintly confusing fog out of which a~pear for a moment, 
and sometimes only for ~ moment , isolated projects. 

VI - Interdivisional Relations 

The weekly officers 1 conference of a ysar and more ago was inef-
ficient of officers' time and somewhat unrealistic in that each 
was asked, at least in theory, to p~ss on questions concerning 
the projects of other divisions on which he could not possibly 
have com~etence. But these frequent meetings did accomplish 
certain useful purposes. Logical or illogical, wasteful or ef-
ficient, they did contribute to the unity of the organization. 
Officers unquestionably knew more about the plans and ideas of 
other divisions than they know now . There was more pooling of 
experience, of individual knowledge, of the institutional circum-
stances surrounding cert&in projects. I think I greeted the 
change from the long weekly meeting with as much relief 6S did 
any director; but a year's ex~erience has convinced me th~t it 
is import~t to find some way to regain, with reasonable expendi-
ture of time, some of the ~dv&ntages of the olner type of meeting. 

These remkrks ~p~ly to the reletion between any division and all 
the others . /The _t>oint of s .r,..ecial interest here,( hovrever, is the 
relation betw6en :,JS and NS . It is important to note that the 
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present questions concerning US relctions £rise because of the 
functional nature of the prP.sent NS program. In the previous 
yeQrs MS ~as engaged in the broad development of medical schools, 
while the natural science activities of the boards consisted pri-
marily of m~jor sums for buildings, endowment, or fluid rese~rch. 
Such &ctivities nztur~lly followed the formal lines of academic 
organization: kS had their sole contacts with and negotiated with 
medical school authorities ; NS similnrly stayed on its side of the 
academic fence. But problems hsve no respect for or interest in 
the formalities of academic org~nizstion; and when one follows a 
functional program, interested in a certain type of problem, he 
either follows those problems wherever they lead him, or he con-
fesses that he is blocked by reasons which are largely artificial 
and formal. Thus the psychiatry progra.:n of ~ must either be per-
mitted to go outside medical schools or it must forswear connec-
tion with all psychologists who receive their pay checks from 
liberal arts colleges; thus NS must be permitted to go inside 
medical schools, or accept the technical ruling thet of two 
projects of essentially identical character, one is NS because 
Hisaw at Harvard is a professor of zoology and the other MS be-
cause Britton at Virginia is a professor of physiology. Chemistry 
in its relations with vital processes, - where is this to be 
found? It depends often on nothing more significant than the 
accidents of the organizational history of tke institution in 
question. It may be in depHrtments or subdepartments of chemistry, 
of zoology, or of b:ochemistry of the liberal srts college; it may 
be in de..::-·artments of biochemistry, so.::.l chemistry, etc. of the 
agricultural college; it may be in ogricultur&l experiment sta-
tions or in independent research institutes of various character; 
and it ~ay very well be in biochemistry, pharmacology, physio-
logical chemistry or, indeed, in any other division of a medical 
school. Are we to fo . .low the problem lmtil we reach an imaginLry 
organizational line and then stop, like a revenue cutter at the 
three mile :imi t y 
It is , of course, true that the :AS stc.ff heve an extensive E.lld 
intimLte knowledge of medical school problems and personnel, -
but it should be humanly po•sible to find ways of pooling know-
lange and experience. .And medical men, although they are in-
fluenced by somethinf of a guild spirit, do not exactly form an 
unapproachable priesthood . The NS officers have found no peculiar 
or strange complications to surround our occas~onal negotiation 
with medical school personnel. 

So long as the NS division has a functional concentr&ted program 
it will face this question, and so long as thct program pl8ces 
primary emphasis on ba~ic biol~ical problems, the significant 
overlap ~11 be with MS. If there are aspects of this dilemma 
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which arise prim&rily from notions of divisional prerogatives, 
&nd of individu~ pride and prestige, for those as~ects I heve 
little patience. But there are aspects which have nothing to 
do with ~ersonal or divisional pride and credit. A oivision 
with no qualified medical personnel cunnot wisely, in my judg-
ment, have anythine beyond cbsual 5nd indirect relation with 
clinicsl research. This rem~rk bears especially on possible 
NS interests in endocrinology, &nd to some lesser extent to 
NS interestf in sex resebrch. 

To all these reffidrks mu~t be joined two further facts. First, 
the division's experience of the last few years hes made us 
realize th&t our "concentrated" progrem actually includes a 
wide area, and ~s E:..lso proven tlu.t there l<re many more important 
opportunities for support than we had antici~ted. ~econd, this 
division is more than wiiling to aid in any internal readjustments 
which will contribute to the effectiveness of the orgsnization 
as a whole. See Recommendation VIII. 

D. PRINCIPLES & RECO~DJ..TIONS 

I - The .:.'rohlems of program and administrbtion of the Foundation 

are too complex, too unpredictable, too human to be solved by formula. 

Policies for general guidance we must have, but the following sug-

gestions are to be interpreted as indicating norms and trends which at 

present appear desirable. Any stated principles a+e to be violated 

cs exceptions warrant, and are to be modified when experience indi-

cates. 

II - The Found,tion should play the long game, should support \ 

with its funds the patient unspectacular search for abiding values, 

relatively little influenced by the superficial, even though pressing, 

exigencies of the moment. 

III - Consideration of Bdministr ative organization and procedure 

does not reveal any possibilities very new or different. The 
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divisional setup appears definitely indic~ted for any program com-

p&rable with the pre~ent. ~pproximete divisional budgets, as an 

indicution of trustee decision concerning rel~tive empbssis on 

fields, ere useful to directors, ~lthough we will need some book-

keeping technique for "spret.ding", if luge eppropr ie.tions are to 

be made. The present exchange of paper information concerning di-

visional operations is not t.s useful an integrating force as it 

should be and theoreticdly could be. ArrHngements should be de-

vised for more extensive and unhurried discussions of directors 

with the President ; ~d for more pooling of officers' ideas on 

matters of eeneral interest and policy. 

IV - The officers have, for some period, been both hurried and 

worried. ~e have been almost swamped with paper work, and with the 

necessity for restating, rev&lllping , recasting })lana. V:e hc;ve been 

too long on the defensive. The important work of the Foundation de-

serves a more peaceful, a more stable, a more sanely contemplative 

atmosphere. If staff adjustments are necessary to gain that end, 

those udjustments should be made. 

V - The Foundation should apply in Europe, unier present 

troubled circumstances, the same protective criteria it would use \ 

elsewhere and &.t other times . .Although suitable opportunities will 

n&turally be reduced by circumstances, the residuum becomes thereby of 

heightened gener al significance. It is my own belief that the Paris 

office, essentially as now constituted, is important E:.Od desirt-.ble . 
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VI - It would be highly unfortuna.te if there developed within 

the Bo~rd of Trustees smell cliques acting as the almost uniform 

defenders of any certain program (like the previous Dixie Club on 

the GEB). 4 t would be equally unfortun~te to have fine J:)rojects 

suffer from the offh&nd reservations of a man who has not had op-

portunity to eive c&reful con~ider&tion to ell aspects of a. proposal, 

but v;ho~e advice has very specis.l wei,ght bec&use of hiF trb-ining and 

position. Thus there 8re real dangers, as well as the obvious ad-

va.nt&ges, to the inclusion on the Board of Trustees of experts in the 

special fields of progrru.. interest~. It is my own belief that techni-

cal competency must, in the last analysie, rest with the officers and 

upon the advice which the officers can get from the scholbrs of the 

~orld. Thus the best possible trustees, in my judgment, are men such 

as Owen D. Young and J.W.Davis , of the broadest &nd soundest outlook 

on matter~ of general policy. If there is to be direct representa-

tion of science on the Board, I think it should be increased. 

VII - I think that Board meetings should contain more 11 cornmon 

consent" business; and that time should thus be gained for presents-

tion, by the officers, of the gener&l tectic&l fe&tures of program 

development. 

VIII - I suggest the desirability of exploring the values to be 

found in reviews of the three to five-year record of each special pro-

gr&JD by specially apf-ointed sdvisory boards of extern&l experts. 

IX - Granted the desir6bility of concentration (and with that 
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general principle I am in complete accord) the le&ically orderly 

thing for a division ie co·pletely to restrict its activitiee to ~ 
clearly oefined areas of special interest. Such a program simplifies 

administrative procedure~, and gives a clear basis for satisfactory 

relations with the ~bole body of science and scientists . But I am 

nevertheless convinced that a wholl) concentrated ~rogram is neither 

humanly possible nor desirvble. Our trustees, however strong their 

theoretichl enthusi~sm at soDe p&rticul~r t~e, ~11 not - and quite 

properly will not - suffer a self-denying ordin~nce that keeps them 

from doil'lB what they consider worthv;hile. Our trustees, I ~ con-

vinced, wish, and will alTays wish, officers to make use of the same 

freedora of opportunity. Our procedure may thereby be the more compli-

cated and the less logical; but the Foundation is concerned with 

service, not simplicity or logic. 

I think, therefore, thnt we have the task of thinking 

through, ss has not yet been done, a problem which is relatively new 

for the Foundation. What is the honest, fair, useful, wise, practicable 

wey of administering a combined concentreted-plus-general {or con-

centrated-plus-exceptional) program? 

This problem cannot be solved with a phrase or ~~th a 

formula . But I would urge acceptance of the principle, for this di-

vision, that the concentrution be frankly hdmitted as one of emphbsis 

rather then ~trictly one of content; and that, as a guide for averages 

over severG. years, expenditures strictly within the area of concentrbtion 
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total at least two thirds of total expenditures. I would urge that 

the .·ublished record of the Foundation make this situation clear, 

so that competition for support outside of the area of concentration 

be as open and general as within. The steady canvassing of scien-

tific fields outside the are& of concentration is a ~hysical and 

mental impossibility for the present NS staff. This indicates the 

desirability of possible additions to staff and/or the desirability 

of occasional studies and reports, by experts on temporary appointment, 

of certain fields outside the areas under regular and continuous exam-

ination by the permanent staff . I should suggest the desirability that 

further procedures be developed to secure, for items outside the areas 

of concentration, the desired qualities of objectivity, impersonality, 

and open competition. The "criterion of uniqueness" forms one such 

suggestion: the delaying of all general items and the selection, say 

once e year, of the best of the crop forms another possible suggestion. 

X - It is recommended th~t, in the bS program*, 'the em_9hasis be 

pleced on modern experimental biology, including a special interest in 

the application to basic biological problems of the quantit&tive and 

analytical techniques of chemistry, physics, and msthematics. As exceptions 

to usual procedure, there will occasionally be supported projects of un-

usl1al interest and importance which b.re not biological in nature or in 

direct implica:tion, espec:ially when these exceptional projects occur in those 

* The description in quotes is the sort of st&tement I think should be 
made J:)Ublicly. 
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fields of the physical sciences from which seem most likely to come re-

sults of ultimnte importance to biology." It is further suggested that: 

(a) The division continue and strengthen its emphasis 
on biochemistry, biophysics, genetics, radiation 
biology, gener~l physiology, and experimental em-
bryology. 

(b) The division cease to recognize a direct interest 
in sex r esearch. Activities in this ~rea include 
typPs of projects which are clinical in em1hasis 
and should preferably be handled el~ewhere, and 
others which erE> closely related with the r.~edical 
divis:on 's intere~ts in psychi~try and should be 
handled by them. Certain ~rejects (classified, 
for exa~ple, as organic or biochemistry) with de-
finite and perhaps direct implications for sex re-
search would, however, continue to be supported 
by NS. 

(c) The division, for the same reasons and with the 
same understanding, cease to recognize a direct \ 
interest in endocrinology.* 

1'hese suggestions would involve both expansion and con-

traction of the present NS program: some occ&sional expansion as re-

gards ~rejects of exceptional interest in the physic&! sciences; and 

some contraction, as indicated by (b) and (c) away from topics whose 

emphasis might be judged more medical than biological. It is ex-

pected that a prqgr~m characterized by the foregoing general statement 

(the one in quotes) wo~d, as it develops, include an occasional pro-

ject of considerable magnitude. 

Grant in aid activities would continue to play a role, 

* This is not, unfortunately, as simple as it sounds 1 l. serious 
need in endocrinological research, for ex~mple, is the close inter-
locking of chemistry and physiology. Vie would lwve to do the best 
we could, and bear ~ith one another. 
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but every effort ~ould be made to prevent smnll items absorbing too 

much time, effort, or tot~l support. It is further suggested that: 

(d) General fellofiship support be increased somewhat. 

~:PHP 
10/1/57 
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