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(Preliminary Draft, Decen~7, 1925) 

The experience of the President of the Foundation in attempting to 

administer the institution as a unified nnd correlated agency which carries on 

its activities through two Boards and two Divisions convinces him that the time 

has cone for an interpr etation and possibly for a revision of the Constitution, 

By- Laws and Rules which are now in force. 

Two Basic Quosti,,ns 

1 . 'Vhat is the actual character and status of' a Board of the 
Rockefeller Foundation? 

2. What are the duties anti responsibilities of the President of the 
Hockefeller Foundation? 

The President has based nis administration on tho t~eory that: 

A Board of the Rockefeller l<"'ounlation is - in spite ~.t:_ superficial app~~ 

of autonomy - essentially a subordin~te a~inistrat~ve agency with an advisory 

committee, \'lhich considers the suggestions of an exec:utive off'ic_er and-~~ 

mends projects to the Trustees or F.xecutive Committee of the Foundation for 

approval or rejection, and, if approved, fo~ t~~_Rrovision of funds . 

This view is supported by the following facts: 

1 . A Board, like a Division, has no legal st•ttus i..ndependent of the Foundation 
and cannot enter into contracts or own property. 

2. A Board cannot select its O\'fn members. Thare is no provision even for recom-
mendation by a Board . The ~xecutive Co~nittee (as a body, not as individuals) 
forms the nucleus o+' the Board . Other members are appointed by the I<'ounda-
tion . (Rul es Sees . I and II). 

3. A Board cannot select its own officers . Its Chairman anci. Secretary are ex 
officio the Presiient and Secretary of the Foundation ; its executive is 
appo1.nted by the :r·oundation without any provision even for a recommendation 
from the Board (Rules Sees . V and VI). 
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4 . A Board cannot chooae its own Executive Collll:'..ittee, but must accept the 
Executive Cor.~ittee of t~e Founlation. (Rules Sec . IV) . 

5. A .Hoard cannot secure the disbursement of funds until eatimates have been 
submitted to the Budget Committee of the Foun ltltion (By- Laws Art . rn I 

money has been appropriated by the Foun·lation or its Executive Cor.mittee, t\ 
the voucher approved b~· the Secretary of the Foundation, and the trans-
action completed by its Co!itptroller and '.i'reasurer . (Rules Sees . XI, XII and 
XIII). J k ·~ 

/' 

6 . A Board cannot adopt or amend its own Rules. These, without any provision 
for recomnewlution from a Board, are formulated and enacted by resolutions 
of the r'oun lu.tion. (Rules :.>ec . XIV). 

7 . A Board cannot v.dopt reg1.1lations or authorize wo1·k except in conf'ormity with 
the Charter , Constitution and By- Laws of the Rockefeller Foundation. (Rules 
Sees . XI and XIII) . 

a. If a Division were to have an advisory committee which passed upon the pro- ~ 
posals of its Director and oade recommendations to the Trustees of the ~ 
Foundation it would be essentially in the same position as a. Board . >A~ 

~ir 
(Note: When the Division of Medical Educution was creo.ted, the idea of appointing 

an Advisor/ CoLlmittee was seriously considerod . Tho Director finally 
recommen·led that no such committee be set up. He said that the n1en 
likely to be selecteri nould be connected \'lith rnetiicu.l schools, tho.t it 
might prove embarrassing to have the group pass upon projects in which 
members vrere personally interested, and tha.t he could ask these persons 
as in•lividunls for uuvice at any time . 'i'he advantage of having the 
'hackint~ of ~ group of specialists in presentinf; proJects to the Trustees 
was consciously foregone . ) 

Duties and Responsibilities of the Pre3ident 

The acceptance of the above interpretation of tho existing Consti tution, 

By- Laws anrl Rules involves the further theory that 

The President of the Jo,oun,lation a~-~_:~_e_xecutive repres~r:_tu.tive _<?_1: the Corporation 

and Trustees (Const. Art . VI , Rules V) is charged with responsibility, not for 

the direct administr~:~.tion of the work ot• the Boards and Divisions , but for 

supervision of thesa activities as a whole *, for their correlation, for common 

* The relation to the Divis ions is direct and clear . As to the Boards the Presi-
dent's personal identity as both President and Cl1airman seems, on any theory, to fix 
his responsibility. Tho relation of Cha irm~.~.n, u.s clefined in Art . V o! .. the ConstitutionJ 
presumably holds good for the Chairman of the Boards: "The Chairman of the Board of 
·trustees shall sustain an advisory relation to the work and policies of the Corpora-
tion similar to that usually sustu.ined by the Chairman of the board of directors of 
business corporr1tions." ' ""~'"r \J \., \: ~ ..._ 1"0......_ i 
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budget making~ for the provision of conunon services , and fo1:_ offl:_ci al repr e-

sentation o£ the Foundation as a unified institution . 

Proper lischt1rge of each resiJonsibility calls for: 

1. Current familiarity with the .work of the Boards and Divis i ons and foreknowledge 
of new projects . 

2 . Maintenunce of' coordinated, und when feasible ., cooperative policies and programs . 

3 . Reports to 'l'rustees about questions rtiised, variations of policy, and~ on 
occasion, expression of judgment . 

4 . Prep~ration and current scrutiny of a comprehensive Foundation budget. 

5 . General supervision of cor:unon office serv ices . 

s. Responsibility for correspondence which concerns the Foundation as a whole . 

7. Of!'icial representation of the Foundation in certain publ i c relations , as host , etc . 

Ueed for an Authoritative Interpretation 

The questions outlined above ure raised at this time because the 

General [•irector of the Interntitionul Health Boar d, it is believed, puts a 

different intcrpretv.tion upon the rolation of the l:!ourds to the Foundtition. He 

has been requested to prepare a stu.tetnent of his view. It is proposed to ask for 

an authoritative interpretation because any !'undW!lental divergence as to basic 

principles of organization tends to rc3ult in n.isunderstandings, tensicn~ loss of 

ef!'iciency an-i impairment of morale. 

Possible Courses of Action 

1. Procedure upon tho busis of an opinion by the Counael of the Foundation as to 
the actual status of the Boards and the duties and responsibil i t i es of the 
Central 4dministr ation. 

2 • Appeal to the Trustees oi' the Foun·lation for decision as to whether the exist-
ing orgunizu.tion, as interpreted by counsel, represents the present ideas of 
the Hoard . 

;~ . It not , a revision of the By-Laws and Hules in tho direction of either: 

a . Greater autonomy for tho Internutional Health Board . The present 
organization probably records an earl i er idea of SOL~atime mnking 
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the Boards separate entities, possibly tfith their own endowment 
funds or nnnual l~p sum appropriutiona. 

Or, if this idea has been abandoned, 

b. S~plification and unification, wi~h emphasis upon the central control 
oi' the }t'oundation 'i'rustee.s, one Executive Collll:littee, a single budget 
~nd system of accoun~s, nn explicit recognition of an Anvisory Hoard, 
if this seems desirable, the General Director directly responsible 
to the Found~tion, etc . 

4. The dissol~tion of the China Medical Board and . the turning ovor of its 
functions to the Division or Medical ~ducation . 'i'hi~ Boani, organized 
on a geographic bt\:Jis, hns always been an anomaly, has served its 
temporary purpose, and with the conpletion of tho Peking Union Medical 
College can be dispensed wit.h . Tile 1Jestion as to whether the moment is 
auspicious for announcing S<!Ch o. plan deserves consideration. 


	003758_001_m
	003758_002_m
	003758_003_m
	003758_004_m

