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January 15, 1925.

My dear Doctor Russell:

Here is a preliminary draft for the agenda of the special conference
meeting to be held at Princeton at the end of February.

The present form represents the essentisl points in summary state-
ment. The paragraphs will all be expanded and statistical tables, graphs, etc.,
will be added. For example, Mr. Kirk has assembled the data which show with
respect to every capital project the amount which we have given and that contributed
by the beneficiary. These facts will also be put in the form of graphs so that
at a glance the trend of policy will be shown.

I think no points are introduced in this agenda which were not presented
explicitly or implicitly in the statement which I made to the Board at the Novem-
ber meeting. You will remember that the conference meeting of February was pro-
posed for the discussion of the points raised in that statement.

The present draft has been gone over carefully by Mr. Greene and lr.
Embree who concur in the statements of principles of organization, policies and
recommended procedures. A copy was also given to Doctor Simon Flexner just before
he sailed. He has promised to send a memorandum which will be considered before
the final draft is prepared.

I sm by this post sending & copy to Doctor Pearce. I hope you and he
will have an opportunity to confer. In any event, I shall expect memoranda of

comment and suggestion from you and from him. These will be gone over carefully




Dr. F. F. Russell. -2= January 15, 1925.

in connection with the final revision.

As the time for the conference approaches, I more and more regret
that you and Doctor Pearce are to be absent. It is extremely important for
us to have full statements from you on any points with respect to which you
have opinions. While it would be very desirable if possible for the officers
to represent substantial unanimity, each one should feel perfectly free to
express any divergence of opinion. Any letters or memoranda which you desire
to submit will be presented directly to the Board. ‘

Trusting that your trip is proving in every way satisfactory, I

Very sincerely yours,

Dr. F. F. Russell,
Rockefeller Foundation,
22 rue de 1'Elysée,
Paris, France.
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THE ROCEEFELLER FOUNDATION

Agenda for the Special Conflerence Meeting, February 23-25,
1925, at Princeton, New Jersey.

(Preliminary draft, January 15, 1925)

Development of the Foundation's activities: Ginece 1911 the following have

been the chief features of the work done under Foundation auspices:

The International Health Board (1911), replacing the Eockefeller
Sanitary Commission, hes gradually expanded its program, increased its current
operating budget to $3,000,000 for 1925, (including a special yellow fever
appropriation of §600,000) and has requested large appropriations for capital
expenditure in the ereation or extension of schools and institutes of hygiene
and public health. This growth has been guided by a carefully worked out
policye.

The China Medical Board (1913) organized on a geographical rather
than functional basis, after preliminary ald to missionary hospitals through
grants, fellowships, etc., has concentrated its efforts upon the Peking
Union Medical College, upon premedical education and on aid to two medical
schools.

The Division of Medical Education (1920) was created to administer
an expanding program of co-operation with medical schools in many countries
in improving their facilities and putting their teaching methods upen a
higher level. Imergency aid in certain Furopean countries has been undertaken
as a temporary measure of relief to be pgradually superseded as conditions
improve. Under the auspices of this Division large capital expenditures have
been made. Certain forms of service through surveys, bulletins of information,

etos are a part of the Division's program. -4




The Division of Studies (1923), recently created, is administering
certain setivities which have more or less bearing upon public health and
medical education (@.g., dispensary development, nursing education, mental
hygiene) and has made beginnings in aiding the bioclogical sciences.

Certain miscellaneous appropriations made since the Foundation was
chartered fall under three general groups: Projects intrinsically important,
but consistently grouped in no one field supported in the early days of the
FPoundation before definite policies had been formulated; gifts of many kinds
at the request of the Founder under an original provision which he renounced
in 1919; appropriations aggregating $22,000,000 made in connection with various
phases of war work.

The income of the Foundation, except during the War when by special
vote appropriations were made from capital, has proved until recently ample
to meet the growing needs of the Boards and Divisions of the Foundation. In
making the budget for 1926 it has been evident that with expanding expenditures
and a decreasing revenue the limit of income was being rapidly approached.

The fundamental theory of the Foundation may be characterized as

follows:

A single fund is held by a Board of self-perpetuating Trustees under
a charter whioch gives wide powers and large discretion in promoting "the well=-
being of mankind throughout the world".

Subsidisry Boards and Divisions without separate legal status or endow-
ments have been created by the Trustees to cerry on special activities so long
as these are approved. It is within the power of the Trustees at any time to
dissolve existing administrative units and to substitute others to fulfil

different purposes.
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Unity of administration and control within the Foundation are secured
by the appointment of members and officers of subsidiary Boards by the Foundation
Trustees, by the provision that the President and Secretary of the Foundation
shall be ex officio Chairman and Secretary of the departmental boards, by
identity of personnel in the Executive Committees of the Foundation and of the
Boards and by the approval by the Foundation Trustees of all Board programs and
the appropriation of funds for putiing these into execution.

General Policy: As a result of the experience of the varicus administrative

agencies of the Foundation certain policies have been adopted.

Careful first-hand investigation by representatives of the Foundation
precedes the elaboration of any project. The plans, suggestions and applications
of interested persons are not acted upon until the situation has been surveyed
and checked by a competent staff member.

Enterprises are undertaken only in co-operation with governments
and with responsible institutions. It is believed that lasting results can be
secured only as responsibility is assumed by the agencies which are to be
looked to for the permesnent carrying on of the work. There have been few
departures from this policy, the most notable being the Peking Union Medical
College.

Some contribution by the government or institution concerned to the
program of development is usually insisted upon. BSuch contribution may take the
form of actual payment of cash for capital expenditure or in the case of govern~
ments the promise to provide additional ennual maintenance. There has been con-
siderable variation in the ratio of contribution by the Foundation and by the
beneficiary concerned. In some cases as for example the Johns Hopkins School of

Hygiene and Public Health there has been virtually no contribution by Johns Hopkins




University. In other cases contributions have been small. A table is being

prepared in which the ratic in every ocase is shomn.

It is the policy of the wvarious boards and divisions to withdraw from
a co-operative project and te leave the entire administrative and financial
respongibility with the beneficiary as soon as this can be done in justice to
the enterprise. In the case of medical education this withdrawal takes place
as soon as the conditions of & gift have been met. The co=operation of the
International Health Board and of the China Medical Board often extends over
eonsiderable periodse

fha Foundation carefully abstains from anything which could be regarded
as intervention in the administration of a government activity or institutional
works (Note: Since agreements with certain medioal schools are not fully consis-
tent with this principle the Trustees have spproved a plan for modifying theae
understandings so that university trustees will not be bound in perpetuity to
continue any particular form of organization or instruction.)
The Theory of the Foundation Fellowships: During 1926 nearly 800 individuals

will receive dirsctly or indirectly some form of scholarship aid from Foundstion
sources. Fellowships are granted directly by the agencies of the Foundation
in accordance with a well-defined policys. I

Ho fixed number of fellowships is ecreated and assigned to countries or
inatitutions. The system is kept perfectly flexible. There is no such thing as
a vacant fellowship. Fellowships are created for individusls, Individuals are
not sought for fellowships.

Candidates are selected through recommendations of governments and
institutions, confirmed by staff representatives of the Foundation. There is

no public ammouncement of fellowships and no solicitation of applicants.

Each fellow is selected for a special kind of training for a pesition
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in his own country to which he promises to return. In almost all cases assurances
from a government or an institution that a place will be available for the
candidates are secured at the time the appointment is made.

(Note: The principles which have been outlined above apply with few
exceptions to all the regular fellowships which are granted under Foundation
auspices. The Foundation exercises no supervision over the fellowships granted
by the Hational Research Couneil of the United States and the Medical Eesearch
Council of Great Britain to which bodies the Foundation contributes funds for
fellowship purposes.)

Certain problems of actual administration: While in theory team work within the

Foundation has been mssured, inevitably problems have arisen ss the work has developed.

There is a neturel tendency towards sutonemy snd independence in the
different units. Such en outeome was to be anticipated. The interest of each
unit in the development of ite work is & source of strength and a sense of re~
sponsibility is essential to successful edministration.

It is not, however, always eacy to maintain consistent and unified
policy. One Board or Division may mature e project before its bearing upon
the plans of other administrative units has been adequately considered. This
may and sometimes does result in lack of co-ordination and consistency from
the standpoint of the Foundation as a whole.

It is difficult to interest the trustees in somewhat complicated
technical proposals presented in voluminous agenda which mist be acted upon within
a fow hours. It is hard to escape the feeling that many times the Trustees
are forced into a more or less perfunctory sttitude. There is little time
for diseussion, almost no opportunity for individual trustees to nake
suggestions, ete. The holding of Board and Foundation meetings on successive

days in November has done something to improve the situation, but the Trustees
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mey well be asked to discuss this problem frankly and to offer suggestions
for its solution.

The Trustees are almost completely dependent for the appraisal
of results upon the officers and staff who have initiated and edministered
the activities, There is nothing eorresponding to an independent audit of
the financial operations of the Foundation. There are a number of ways in
which the Trustees might inform themselves more independently of what is being
accomplished. The problem is by no means simple., Eech method that might
be employed involves possible weaknesses and dangers.

The tendencies towarde setting up under private auspices administra-
tive machinery which takes on some of the aspects of governmental bureaucracy
must be vigilantly puarded against. A very large endowment end a system
of retiring allowances are in great danger of creating an atmosphere in
which officers and staff come to think of themselves as holding life positions.
4 group brought together to accomplish certain definite results may easily
become a group looking for something to do in order to preserve and perpetuate
its existencs.

In addition to the above, there is constant confusion in the pub-
lic mind with respect to the five Rockefeller Boards and the gifts made by
the Founder and his son. The policles and programs of these different
apencles, the visits of their officers and staf: members in the United
States and in foreimm countries, give rise to misinterpretations which are
probably in the circumstances inevitable.

Budget mking as a means of team work: In governments, universitles and all

other institutions budget making is regarded as a means of premoting co-
ordination and unity of effort., The Rockefeller Foundation is no excepticn

to this rule.
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Problems within the organization have arisen chiefly from lack of early
knowledge and discussion by all concerned of projects before these have been
matured and before expectations of beneficiaries have been raised. A proposal may
easily be carried so far to completion as to make it difficult if not impossible
to raise questions and secure modifiu;.tionn- One Board or Division can rarely
adopt a modifiication of policy which does not directly or indirectly affect the
policy and procedure of one or all of the other units.

Informal personal contacts between the warious officers can accomplish
muach in the way of preserving team work, but with the increasing complication and
volume of the Foundation's activities & more regular and officially recognized
form of conference seems desirable. The Executive Committee passes upon formulated
proposals but a Pudget Committee - the President, the Directors of the Boards and
Divisions, the Secretary and the Comptroller = could co-operate usefully in prepar-
ing a compreohensive Foundztion budget which should inelude both the current annual
budgets of the Boards and Divisions and a proposed schedule of appropriations for
capital expenditures for buildings and éndowment.

Under the form of organization suggested above procedure would be as
follows: (1) proposals of plans by directors and boards; (2) consideration of these
plans by the Budget Committee; (3) preliminary submission to the Trustees of the
Foundation at the May meeting of assembled estimates both for current maintenance
of regular programs and for capital sexpenditures during the following calendar year;
(4) detailed elaboration of current maintenance budgets and of such plans for capital
expenditure as are provisionally approved at the May meeting; (5) final approval at
Kovember meeting of the Foundation of the detailed current maintenance budgets and
the eapital projects so elaborated. (Note: While this provides for the annual budget
making, it is understood that new capital projects could be taken up in accordance
with the above procedure at any meeting of the Foundution.) It is reasonable teo

suppose that this procedure would insure a complete understanding and unity of




asction which experience has shown cannot always be counted upon unless some
Jommlmdmhmiawimwmm.
Future Poliey: The Trustees naturally desire from time to time to review what

has been accomplished and to make general forecasts for the future.

The present work of the Foundation lies almost exclusively within
the fields of publiec health and medical edueation, These are large areas and
are at present by no means intensively cultivated, There are a great meny
opportunities for expanding existing programs within these general divisions
of seientific knowledge end activity.

It would be easy to drift inbo the tradition of declining o aid all
projects outeide the ficlds of public health and medical education or the
Trustees might by vobte or agreement limit the activities of the Foundation to
these fiolds.

If, however, flexibility is one of the principles upon which the
Foundation was oreated, it is a question whether flexibility would not be
sacrificed by & determination to confine the Foundation's work %o health and
nodical education. If such 2 decision wore resched it might easily result in
a completely professionalized staff, In such circumstances, it would be hard
to avoid a permanent erystalization about a restricted program.

If it is deemed wise to reserve some part of the income of the
Foundetion for activities in other, though not ncoesserily wholly unreleted,
fields, it would bde well to have the Trustees record thoir decisien to this
effects
Humen biology as a new field for the Foundation, The time seems to have arrived

at which concerted end direet effort ia the field of human biology((a) anthrop-

ology (b) generel zoology (e) psychology, psychiatry and in their application
in mental hyriene) may bring results of distinet velue te human progress. This
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is a field fundamental to medicine and public health, Intensive effort in it
would £it in with the program in science of the Internstional Xdueetional Board,

Already study of enimals end plants has given us some informetion
mmhewwmmmummmtmwmtmam
yield further results. The means of measuring bodies and minds have been ertended
within recent years; so that anthropometric studies may now be carried oub with
preeision not before possible, Imowledge of brain processes and of mental and
mm,m.mnmmum,umm.m
of a science,

Young men of excellent abilities sre intercsted im these problems and
mhhwghtimmmsinglyorfmﬁumfwnmmhmtmm
Seciety at large, while conservative and often timorous, is making what use it
mwmmwmmwmmuimutm;wu
to apply to i%s own life and progress the lossons of past civilizations and
thepﬂnnipluatwtymm“ﬂndlmhuowtmtmtlu
speculations into well established and repeatedly proven conclusions.,

Types of projects that might be considered include:

Studies of Primitive Feoples already begun in Australia

Wdaomhrfarswdmemaummnmmwlm

M@thwmormmmrzmwng

and psychiatry at Universities

Support of especially promising research programs under

special leadership (e.g. proposal for biological research at
Jommummﬁ

Support of special eenters of biological reseerch (c.g. Voods Hole,

similar stations on Pacific Coast ete.)

iiide use of fellowship principle and of vielting and exchange professorships.
Conclusions the officers would welcome either expressions of opinion or
resolutions with reference to the following questions:

1. Reaffirmation of the theory that the various sctivities of the
Poundation are to be regarded as co-ordinated parts of & unified institution

within which each Board or Division is responsible for initiating proposals,
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and for sdninistering programs which have received the approval of the Trustess
of the Foundation.

2e Appmlufthoamtludmmmmtomiutdm
President of the Foundation, the Directors of the two boards and the two
divisions, the Secretary and the Comptroller, this Committee te serve as an
agency of oconemic co-ordination and of budget making,

Se Wcmmmmpmmmmbarmmm.

4, ReafPirmation of the peneral policy of careful investigation,
co-operation with governments and institutions, contribution by bensficlaries,
withdrawal by the Foundation as soon as the work permits, and abstention from
intervention in govermmental or institutional admindstration,

5. dpprovel of the ides of meintaining the flexibility of the
Foundation, the expression of willingness to consider proposals which fall
within the field of Human Biology and the appointment of a special committee
or council to co-operate with the Virector of the Vivision of Studies in
elaborating proposals.

6. A reguest to the President and Directors Lo present a report
upon various methods which night be adopted for detached surveys and sppraisals
of field work which is earrisd on under the euspices of the Foundation,
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