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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 o f F e b r u a r y

The present form repre3ents the essential points in summary state-

ment. The paragraphs will all be expanded and statistical tables , graphs , etc. , 

will be added . For example, M r . Kirk has assembled the data which show with 

respect to every capital project the amount which we have given and that contributed 

by the benei'iciary. 'rhese facts will also be p u t 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 B o a r d at the L'1ovem-

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 c a r e f u l l y by Mr. Greene and M r .

Embree who concur in the statements of principles of o r g a n i z a t i o n policies and 

recommended procedures. A copy was also given to Doctor Simon Flexner just befor e 

he sailed . He has promised to send a memorandum vrhich will be considered before 

the final draft is prepared . 

I am by this post sending a 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 w i l l be gone over carefully 
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in connection with the final revision. 

Ji_s the tit:le for the conference approaches, I :core and 1aore regret 

that you and Doctor Peurce are to be absent. It is extremely important for 

us to have full statements from you on any points with respect to which you 

ha,re opinions . 'lhile it ·-roulrl. he 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 tn.emoranda which you desire 

to submit will be presented directly to the Board . 

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

am, 

Dr . F' . F' . Russell, 
Rock feller Foundution, 
22 rue de 1'3lys~e, 
P11.ris, .t<'rance . 

GEV:DSB 

Very sincerely yours, 
' 
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THE ROCKEFELLER FOUNDATION 

Agenda for tho Special Conferonoe lleeti11g, February 23-26, 
1926, at Princeton, New Jersey. 

(Prel~inary drat~, January 15, 1925) 

Developmant of tho Found~tion's notivitiee: Sineo 1911 the followinG havo 

boen the chief fe~tures of tho work dono under Foundation a\lspioes: 

The International Health Board (1911) , replacing the Rockci'ellor 

Sanitary Coamission, has gradually expanded its program, increased its current 

operating budget to $3, 000, 000 for 1925, (including a special yellow fever 

appropriation of $500, 000) and has requested large ap,propriations for capital 

expenditure in tho oreation or extension of sohoolo and institutes of hygiene 

and public health. Thin growth hao boon guided by a eare£Ully worked out 

policy. 

The China Modieal Board (1913) organized on n geographical rather 

than functional basis, after prelUDinnry aid to missionary hospitals through 

grants, follOVIshipB,. ~o., has concentrated its efforts upon the Peking 

Union Medical College, upon premedical education nnd on aid to two medical 

schools. 

Tho Division of Medical Education (1920) r.ns created to adminioter 

an expo.nding pro(;ro.m of co-operation with oodical schools in rw.ey countries 

in improving their facilities o.nd putting their toa.ching mathodo upon a 

higher leval. Emergency aid in cartl\in European countries ha.s been undertaken 

as a temporary ~aaure of relief to be graduall y 3Uperseded us conditions 

~prove. Onder the auspices of this Division largo capital expenditures have 

boon mrulo. Certo.in fon:l8 of service through surveyo,, bulletins of information, 

eto., nre a. part of tho r•ivision' s program. 
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The Division of Studies {1923)~ recently created, is administering 

certain activities which have more or leas bearing upon public health and 

medical education (e.g.~ dispensary development, nursing education~ mental 

hygiene) a.nd has made beginnings in aiding the biological sciences . 

Certain miscellaneous appropriations made since the Foundation ~as 

chartered fall under three genoral groups: Projects intrinsically bnportant, 

but consistently grouped in no one field cupported in the early days of the 

Foundation betore definite policies had been formulated; gifts of many kinds 

at the request of the Founder under an original provision vhioh he renounced 

in 1919; appropriations aggregating $22~000,000 made in connection ~ith various 

phases of war work. 

The income of the Foundation, except during the V:ar 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 1925 it has been evident tha.t with expanding expenditures 

and a deoreasing revenue the l~i~ of ino~e wns being rapidly approached. 

The funda:o.ental theory of the F'oundation mn.y be chAracterized as 

follows: 

A single fund is held by a Board of self-perpetuating Trustees under 

a charter which gives wide powers and large discretion in promoting "the \tell-

being oi' II1D.llkind throughout tho world". 

Subsidiary JJoarde and Divisions without sopara.te legal status or endow-

ments have been created by the Tntstees to carry on special activities so long 

ao these are approved. It is within the power of the Trustees n.t any time to 

dissolve existing administrative units and to substitute othera 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 tho President nnd Secretary of the Foundation 

shall be ex officio Chairman and ~ecretary of the departcental boards, by 

identity of personnel in the Exemttive Comnittees or the Foundation and of the 

Boards and by the approval by the Foundation Trustees of all Bos.rd programs and 

the appropriation of funds £or putting these into exeeution. 

General Poli~: As a result of the experience of the various administrative 

agencies of the Foundation certain policies have been adopted. 

Care~tl first-hand investigation by representatives of the Foundation 

precedes the elaboration or any project . The plans, suggestiona and applications 

of interested persons are not acted upon until the situation has been surveyed 

tllld cheokod by a competent sta.t'f' member. 

Enterprises are undertaken only in co-operution with governments 

and with responsible institutions. It is belioved that lasting results can be 

secured only as responsibility is a.sst!lled by the agencies which are to be 

looked to for the pennanont carrying on o£ the work. There have been f'ew 

departures from this policy, the most notable being the Peking Union Medical 

College. 

Som.e contribution by the goverMerrb or institution concerned to the 

program of development is usually insisted upon. Such 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 annual 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 ot 

Hygiene and Public Health there has been virtually no contribution by Johns Hopkins 
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University. In other cases contributions have been small. A table i s being 

prepared in w h i c h the ratio in every case i s shown

It is t h e policy of t h e various boards and divisions to withdraw from 

a co-operative pro jec t and to l e ave the en t i r e admin i s t ra t ive and financial 

responsibilitywith the benef ic iary a s soon a s this c a n be done in justice to 

t h e e n t e r p r i s e In the c a s e o.t' medical education this withdrawal takes pl ace 

as soon as the conditions of a gi f t have been m e t The co- operation of the 

International Healthth Board and of the China Medical Board o f t en extends o v e r

considerable per iods

The Foundation carefu l ly a b s t a i n s from anything which could bo regarded 

a s i ntervention in the administration of a g o v e r n m e n t activity or i n s t i t u t i o n a l

work. (Note: Since a g r e e m e n t s with certain medical schools are not fully consis-

tent with this principle tho T r u s t e e s have approved a p l a n for modifying these 

understandings s o that university trustees will not be bound in perpetuity to 

continue any particular form of organization or instruction.) 

Tho theory of t h e F o u n d a t i o n Fel lowships During 1925 nearly 800 individuals 

will receive directly or indirectly some form of scho la r sh ip aid from Foundation 

sources. Fellowships are granted directly by the agencies of the Foundation 

in accordance witha well- defined policy. 

No fixed number of f e l l o w s h i p s is created and assigned to countries .or 

institutions. The system is kept perfectly f l ex ib l e There i s no such thing as 

n vacant fell owship. Fellowships a r e created for individuals . Individuals are 

not sought for fe l lowships

Candidates are selected t hrough recommendations or governcents and 

i n s t i t u t ions confirmed by s ta f f r e p r e s e n t a t i v e s o f t h e Foundation. There is 

no public announcement of fellowships a n d no solicitation of applicants

Each fe l low is selected for a special kind of training for a position 
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in his arm country -t.o which he promieos t<l return. In almost all cases assurances 

from a governcent or an institution that a plnce will be nvnilnble for the 

oe.ndidatcus w:·e secured nt the tir.~e tho e.ppointment is made. 

(Uote: The principles \rhich h.flve boen outlined o.bo-ve o.pply with fp 

exceptions to nll the rogular !'ellowshtpo nhich are ~;ranted under Foundation 

auspices. The Foundation exercisos no suparvizion over tho fellowships granted 

by the Uo.tlorml Research Council of the United States and tho lledical F.esearch 

Council of Groat Britain to which bodies tho Foundation contribute3 funds for 

fellowship purposes . ) 

Certain problell".s of actual adlllinistra.tion: \Thile in theory terun work within the 

Foundation has been nosured. inevitably probleus have nrisen as tho work hAs developed. 

There is a naturnl tendency towards autoncmy and irAepondence in the 

di:fferE:nt units. SUch an outcOI!le wna to be anticipated. The interest of each 

uni~ in the development of its r.ork io a oource of strength ~~d n sense of re-

sponsibility ie essential t.o :mccesstul a&linictro.tion. 

It ie not 7 horrever, nlwayn ea~y to :mu.intain conui::tent and. '..Ulitied 

poli~. One Board or Division mny na~~~e a project 'before ite bcuring upon 

tho plans ot other administrative units has been adequately considered. This 

oay o.nd som.ctii::.e.a doc:J result in l(lck of co-ordination nnd consintency frOl:L 

the standpoint or the Foundation ac n \vbol e . 

It is dif!'icult to interest tite trustcea in s~t oocplicntod 

technical prcposa.ls p~oeentod in voluminous nge!ldll. which DUot be acted upon within 

t1. faw hours . It is hn.rd to escape the feeling that L'IDJ'I.y tima:; the Truotoea 

arc £creed into a mDre or less pertunotor,y attitude. There is little tice 

t'or discussion, nl..most no opportunity J:or individual truoteea to ~o 

suggestions, etc. Tho hold~~ of Board nr.d Foundation meetings on &~ccessive 

days in Uove!:lber has dono nomothing to improve the o1tuntion, but tho Trustees 
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l!'.AY ~7Cll bo asked to discucs tJl.ie problom !'rankly o.nd to offer suggestions 

for its solution. 

The Trustees are almost conpletely dependent for the appraisal 

of r~sulta upon tho officers ru1d staff nho l~ve initintod and adninistored 

tho activitiea. i'here is nothing corresponding to o.n independent audit of 

the ~innncinl oper~tions of the Foundation. Tho~e ore a nunba r of ~ye in 

which the Tructoea lligh.t inform theli!nelvos more indepondently of what is being 

ttccompliDhed. Tho proble."ll is by no moans oinple. Each nethod that might 

be ~ploycd involvoe possible r.eakne3sce and danger~. 

The tendencies towards sotting up under privata nuspicos a~inistra-

tive r.:achincry which te.kos on so:::e of the aspects c£ governtlental bureaucracy 

muiiit be vir;Hantly guarded against . A very large ftndamnent and a ayatOJ:t 

of retiring ~llowancoo are in great danger ot creating an atmosphere in 

~hich officers nnd stat£ co:ne to think of thecselvce o.s holding lifo positions. 

group brought tor,ether ~o accomplish r.ertain definite results cay on~ily 

became a group looking £or so~£thing to do in order to preserve nr~ porpotu~te 

its mdstonca . 

In addition to the ubovo, there is constant c~taion in the pub-

lic nind uith rospect to t..l-te l'ive Rockef'ellcr Boards nnd the r;iftD :made by 

the Founder and his son. The poUciec o.nd progrens of those di:!'.forent 

nr:oncics _. tho vlsitra or thoir ofticerr; n..nd &taf nembore in the United 

Statas and in foroi~t countries, give rise to rnicinterprototions ~bich nro 

probably in the c1rcumstancaa inevitable. 

Budgot makin.!L_aB o. r:~ow1s of teruJ work: In goverm::onts , universities and c.ll 

other institutions bud&ot making io r gurded no ~moan~ of promoting co-

ordination and unity of effort. Tho noc:iro.foller Foundation is no exception 

to this rule. 
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Problems within the organizat ion h a v e a r i s e n ohiefly f r o m lack of early 

knowledge and discussion by a l l concerned of projects before t h e s e have been 

matured a n d before expectations o f beneficiaries have been raiGed. A proposal may 

easily be carried so for to completion a.s to make it diff icul t i f not impo s s i b l e

to raise questions and secure m o d i f i c a t i o n s One Board or Division can rarely 

adopt a modification o f policywhich does not directly or indirectly affect the 

p o l i c y and procedure of one or all of the other units. 

Informal p e r s o n a l contacts between the v a r i o u s officers can accompl ish

much in the way o f preserving team work. but with the i n c r e a s i n g complication and 

volume o f the Foundation' s activities a more regular and off ic ia l lyrecognized 

f o r m of conference seems des i rable The Executive Committee passes upon formulated 

proposals but a Budget Committee - t h e P r e s i d e n t the Directors of the Boards and 

Divisions, the S e c r e t a r y a n d the C o m p t r o l l e r - could c o - o p e r a t e usefu l ly in prepar-

ing a comprehensive Foundation budget which should include both the current o.nnual 

budgets of the Boards and Divisions and. a proposed schedule of appropriations f o r

capital expenditures f o r buildings and endowment . 

Under the form of organization suggested above procedure would be a s

follows: (1) proposals of plans by directors and boards; (2) c o n s i d e r a t i o n of these 

plans by the Budget Committee; (3) p r e l i m i n a r y submission to the Trustees o f the 

Foundat ion a t the M a y meeting o f a s s e m b l e d e s t i m a t e s both for current maintenance

o f regualr programs and for capital expenditures during the following calendar year; 

(4) detailed e l a b o r a t i o n of current maintenance budgets and of s u c h plans f o r capital 

expenditure as are provisionally approved a t the May m e e t i n g 5 final approval at 

November meeting o f tho Foundation of the detailed c u r r e n t maintenance budgets and 

the c a p i t a l p r o j e c t s so elaborated. (Note: While this provides for t h e annual budget 

making, it is understood that new capital projects could be taken up in accordance 

with the above procedure at a n y meeting of tho F o u n d a t i o n !t is reasonab le to 

suppose that this procedure would insure a complete understanding a n d unity of 
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a c t i o nwhich experience has shown canno t always be counted u p o n unless s o m e

} official agency of conference i s recognized by the ·trustees . 

Future P o l i c y The Trus tees natural lydes i re from t ime to t i m e to revieww h a t

ho.s b ee n accomplished and to make g e n e r a l fo recas t s for t h e f u t u r e

The present w o r k of the F o u n d a t i o n l i e s almoat e x c l u s i v e l y  w i t h i n

t h e f ie lds o f publ ic health a n d medica l educa t ion These a r e l a rge a r e a s and 

are a t present by no m e a n s intensivelycultivated There are a g r e a t m a n y

opportunities for expanding exist ingp r o g r a m s w i t h i n t h e s e general divisions

of s c i e n t i f i c knowledge a n d activity. 

It would be easy to d r i f t into the tradition of d e c l i n i n g to aid. a l l

projects outside the f ie lds of publio heal th and medical education or t h e

Trusteesmight by vote or a g r e e m e n tlimit the activities of the Foundat ion to 

theoe f i e l d s

If, h o w e v e r f lexibil i tyis one o f the principles upon which the 

Foundation w a s c r e a t e d it is a questionwhether flexibilitywould not b e

sacrificed by a determinationto confine the Foundation'ss work to heal th and 

medical e d u c a t i o n I fsuch a decision w e r e reached it m i g h t easily result in 

a comple te ly professionalizeds t a f f In such c i r c u m s t a n c e s it w o u l d b e h a r d

to avoid a permanent c r y s t a l i z a t i o n a b o u t a restricted p r o g r a m

If it i s d e e m e dwise to reserve some p a r t of the income of the 

Foundation for ac t iv i t i e s in other, though not necessarilywholly unrelated, 

fields , it would be well to have t h e T r u s t e e s record their decision to t h i s

e f f e c t

Human biology a s a new f i e l d for t h e F o u n d a t i o n The time seems to have arrived 

at which concerted a n ddirect effort in t h e field of human biology{( a) a n t h r o p -

ology {b) general zoology c psycho logy psychia t ry and i n their application

in mentalh y g i e n e rnay bring r e s u l t s o f distinct value to human p r o g r e s s This 
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ia a fiold fundamental to oedioino nnd public hoalth. Intenoivc effort in it 
would f .it in 'i'lith tha progra:1 in aoionco of tho Intorna.tionnl. Educational Board. 

Already otudy of ani.t:lals Ql'1d plants hrus given us oor::o infol"'l:Je.t!.on 
concerning horodicy and. r,rcmth and is indionting the types of otudy t l'>.Ilt nay 
ylold further re:rultc . The ooons of llOO.DUrlng bodieD and ninds have boon e:ctondcd 
within recent yoaro J co that onthroponotrio studios J:JD.y now bo oa.rriod out '!'lith 
precision not before pose1ble. Kno~lodgo of brain proaosscs nnd of ~ntnl ar~ 

emotional statos. t'lhile still llmitod in extent, is approaching tho emctness 
of a scicnoc. 

Young men of exoollent abilities nro intorostGd in those problEl!:la and 

can be brought in~o incraanlngl~ offeotive groupo for roccarob and toaohing. 
Soeioty o.t lo.r ~c, Vlhilo cona:ervativo and often t!l:torouo , is :rnnld.ng TfAat use it 
ca.n of f'..m7 li::no'>'7ledge concorning mentnl l'\'f~one o.nd 1G indicating n \7illlngne:::s 
to apply to ito u~ lito nnd progrosD the losoonc of paDt olvili~utiona and 

the principlcG of horodity and ~ra:tth M findings horo «Jorge fra:n tentative 
specula.t1ono into r.oll established ond repeatedly proven conolucions. 

'lypoG of projects that eight be considered include: 

S·t;udios of Primtive Pooploa already begun in Australia 
Support of a center for otudy or race rela.tionship3 cmd race biology Co-onomtion in dovelopnent of ons or more strong centerG in peychology 

and psychiatry at Uni vorsitios 
Support or eapocinlly promi~ing research programs under 

cpoclal lendcrship (e.g. proposol !'or biological rosenrch at 
Jobna Hopldn3 under Poo.rl) 

Support of npooinl cantors of biological rcaoorch (o.g. Uoods Dolo. et.mlar sta.tiono on Pnoific Coast etc.) 
lido uoe of telloash1p principle and of viciting and exehaDBe profo~sorah1ps. 

Concluciona tho officers uould welc~o either expressions of opinion or 

reaolutiono uith reference to the follouing ~ostions: 

1. Roo.t:t'irnation o£ tho thcoey timt tho ve.rioas nctivitico of tho 

Fourumtion are to be reg:;lrdod. eo co-ordi:nntod po.rto of a. uni.fiod inotitt..ttion 
uithin mlioh ro.ch Ho!lrd or Diviaion lo responaiblo for initiating proposal.o, 
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and for c-..dninictoring pro~ which hnve rocclvod tho nppravul of tho 2ructco:J 

of too FoundAtion. 

2 . Approval of tho creation of Bwlgot COC3i:littoo to conniot o£ tho 

Preoidont of tho Foundn.tion, the Dirootors of tho t\70 boards and the tr.o 

diVicions 1 the Secretary a 1d tl1e C()I:lptroller, thic COt!!l'Jittoe to corve as nn 

n.gen~ of economic co- ordim.tion and of b'~ot mldng. 

s. . pproval or the budget DS.king procei:iure horoin bof'ore outlinad.. 

4 . RotLfi'"imo.tion o£ tho general policy of car~l invorotigntion, 

co-operation with govoi'11DOnts and 1rurt;itut1onn, contribution lzy' bono.f'icinrieo, 

withdmmll by tho Foundntion no soon na tho '\70rl: pen:tite, nnd abstention f'roo 

intervention in governnantal or ir.atit.-utiono.J. adoinistration ~ 

6. .npprow.l of tho ide@ of' r.nintaining the i'lenbillty of t ho 

Foundation, tho exprcsoio.."l of uillinenoGs to oonsider proposal.G which :tall 

Tlithin tho f''iold of' Rw:um Biology c.nd tbe e.ppointtl.ent or a .spocic.l OO!:l:littoe 

or council to co- operate l'lith tho Ui~aetor of the Division of' Studioo in 

elaborating propooals. 

6. A request to the Pro,iJent ~ Directors to present a report 

upon vnriouo methods tffiich trl.ght be adopt;cd for deta.ohed ourveya c.nd appro.isa.l.s 

of field r.ork which io carried on undor the aupPices of the Founda.ti.on.. 
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