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My dear Mr . Fosdick: 

FR&DERtCK STRAUSS 
GEORGE E. VINCVIT 
Wll.l.JAM ALL£N WHITE 

RAY LYMA,toi' WJL.BOX 

Enclosed you will find a memorandum which 

I have prepared upon some of the questions which are 

receiving consideration from your Committee . I have 

purposely made this statement as succinct and summary 

as possible. If the Committee desires to talk with

me about any of the points raised in my memorandum or 

upon any other questions which are receiving attention 

from the Committee I shall be glad to respond to any 

summons that you may send me . 

Yours sincerely, 

Raymond B. Fosdick, E s q . ,
Chairman of the Committee on Organization 

of the Rockefeller Foundation, 
61 Broadway
New York C i t y

GEV:DSB

Enclosure. 

ACTI>:O COMPTROLLER 



THE ORGi~IZATION OY THE FOUNDATION 

Memor.andum for the Special Committee of the T~stees, by George E. Vincent, 
President 

' 

I. The practical question which has given rise to the present 

consideration of organization is tbia: What are or should be the r elations 

of the International Health ~oard and the China Medical ~oard to the Trnstees 

of the Foundation and to their designated executives: the President and the 

Secretary? 

(In EXhibit A I have outlined my interpretation of the existing 

constitution and by-laws. In essence I belie~e that the final 

authority of the Fo'Wldz.tion Trustees and the ranking powers and re-

sponsibilities of the Pr esident are by implication as well as in 

many cases explicitly established, but that the complex form of 

organization obscures the facta, suggests an autonoJcy" which is not 

really warranted, and hamfers effective unity of administration.) 

II. On the assumption that no consideration is being given to a 

policy of decentralization by which either through separate charters and a 

division of endowment funds or the unrestricted assignment of a given income 

over a period of years to each ~oard and Division, the Foundation as an 

administrative unit would disappear or become merely an automatic appro-

priating agency, the following possibilities are presented: 

1. An authoritative interpretation of existing regulat ions. Such an 

interpretation drawn up with advice of Counsel and off1oial17 approved by 

the Trustees ought to provide an unequivocal basis for administration, clear 

the air, and promote i neti tutional un1 t7. Such J;rocedure would Beem to be 

the minimum of action that could be e:xoected to improve the si tu.a.tion. 

(Note) Would it not be well also to amplify the unnecessarily complex 
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(Eote - continued -
machiner;y by creating : (a) a sin.gle executive committee which would 
act upon proposals made b7 the various directors; (b) a aingle set of 
minutea; (c) a unified system of accounta (the acting comptroller 
ahouln be consnlted on thia point); aud (d) by granting of larger 
discretion with respect to purely routine budget items to executive 
officers to relieve the agenda of the !xecutive Committee?) 

2 . fhe comolete unification of the loun1a tion. lf all thought of 

separation i nto ~tonomoua agencies has been abandoned, baa the ~ime not come 

for an org6.Dization which would call for: 

{a) a single authori tative Board of Trusteea 

(b) a staff of executive officera directly responsible to the 
Tru,stsea 

(c) Standing Committees of the Trustees which would replace l 
exieting Boards and act in an ad.vieor;y capaci t7 to the 
Directors with respect to the various activities of the 
Foundation. 

{Note. SUch o. change need involve almost no embarrassment. Certain l t 
Board 'embers might be elected Trustees of the Foundation; othere 
could be attached to the Standing Ooiiiilittees as ·associate members.) 

Considerations Against Thit Un1f1catioa 

{1) The prestige alreadf gained by'the ~oarde aa distinct entities might be 

sacrificed. 

(2) fhe esnrit de corpa developed over a period of years, especially in the 

International Health Board, would be impaired to the detriment of the work. 

{3) If the positions of General Directors of apparent~ autonomous Boards 

were abolished, it might be more difficult to secure able executives who ork 

beat under conditione of relative independence. 

Coneideratione in Favor of Unification 

( 1) .la a matter of fact the Board• are very generally now merged i n public 

estimation in the Bockefeller foundation . Even otflci~ly the International 

Heal t.b .Board • a representati vea in j)razil and Colombi-a o.re kno n as the 

ucommisaion Rockefeller". Negotiations with Turkey were delayed a year because 



the o!ficials th~ht the International Health .Board had eome connection 

with the United States Government. 

(2) Tbeze ia r aeon to believe that eome men in the field even now prefer 

the distinction which the lUJ,lne Rockefeller confers, and it is probable that 

all would readily adjust thems~l ves to the change. 

(3) Universitiee have no difficulty in aecuri:og executives of individuali~ 

and capacity as Deans of law Schools and Engineering Schools, posi tiona 

corre&~onding in opportunities for iuitiati~e and responaibility to 

Directorships of Div1cions of the Foundation. 

(4) If the principle of flexibility is to be maintained the sooner the 

pseudo-independent Board& itb the veBted intereata of their profesaiotlal 

staffs are brcraght under the direct control of the Trustees the better. 

It 16 a case of •if eventually ·~ not now?e 

(li2a. This plan 1s predicated upon the demobililing of both 
Boafdp and the transfer of their work to either new or exist-

rove 
1 
I 

3. Plans for a unified organization. If the existi~ activities of 

the ]Qsrde were transferred to Ilvisiona without other modification the 

division of labor would be as follows: 

(a) Pivisiop o! Internat1onsl Health 

(l) Field work in hookworm, malaria and yellow fever 

(2) County or rure.l health work 

(3) Aid to central health departments for laboratories, 
vital statistics, etc. 

(4) Public health education thr~ fello ships, study leave, 
visiting officials. Includes at present gradunte train-
ing of public health nurses 
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(a) Division of Intei'II6tional Health (Contiilued) 

(5) Cooperation with sc11ools of heclth and institutes for 
gradus te teaching and research in public health and. 
health 

(b) Pivision of edica1 EducAtion 

(1) Cooperation with ~iversity medical schoola (including 
undergraduate hygiene) 

(2)Education of personn~l through fellow~ipa. v1a1t1ng 
professors and commi~sions. Interested in nurse 
training 

(3)Distr1bution of information throu6h special bulletins 
and surveys by s t .... ff 

(c) pivision of 'edicine in China 

(l) Pe~ing Union Medical College , nbich includes nurse 
training 

( 2) .Aid to other medical schools 

(3) Cooperation with hospital• 

(4) Promotion of pre~edical education 

(d) ~tvi~ion of Studies 

(1) 1'u.1ee trainine - bedside and public health combined 
(see 3 e.(4) ) 

(2) Aid to dispensary development 

(3) Human biology. including physiology. psychology, 
pe,ycbit.tr;y. and cmthropolog 

Comments and Queriea 

(l) It will be nctcd thn.t :n'..t.ree trai!ling appears in all four divisions. 

Does this •U€~eet the concentration in one Division of responsibility for 

nurse education as distinguished from the employment of nurses in public 

health project.? Pna.ctic~ _coniiderations would suggest keeping this 

responsibility in the Division of Studiea. 

(Rote. The suggestion bas been made tho.t a service section o: nurse 
trainill8 might be created. It J1W:3 be urged in OP!· oai tion to the 
idea that this wonld in reality distribute the responsibili~ for 
initia.ti ve in nurse train1Jl8 among three Divisions and the central 
administration and cause confusion.) 
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( 2) Education in hygiene is divided between International Health and Medical 

Education on the b a s i s of graduate a n d undergraduate t e a c h i n g Would there be 

an advantage in drawing a line between fieldand administrative work in 

public health on the one hand and public health education in schools of health 

' on the other, and in transferring the l a t t e r to a Division to be renamed

Division of Medical and Public Health Education? - . 

( 3) The D i v i s i o n of Medicine in China 1 s an anomaly Nowhere else in the 

Foundation is a distinction based not on f u n c t i o n but on a geographical or 

national consideration. Should this organization be abolished and i t s

functions t r a n s f e r r e d to the Division of Medical E d u c a t i o n ? And. i f this be 

so, are there a n y p e c u l i a rconditions which would make it desirable to 

postpone act ion for a t i m e

(4) If nursing education were ultimatelytransferred to a Divis ion of 

Education and if a later readjustment between all the Rockefeller Boards were 

to assign biology as a whole to the Foundatino s e e p 5 (c) ), would it not 

be consistent to change the name of t h e Division of Studies to the Division 

of B i o l o g y This is a field which has relations on the one hand to medicine

and public health and on the other represents an important frontier for 

research into the p h y s i c a l mental and s o c i a l nature of man

4. Increasing the responsibilityof the President's functions of over-

sight, appraisal and coordination would naturally call for a larger personnel 

for central adminis t rat ion The additional assistance would fall into three 

classes: 

(a) Menof special knowledge and wide experience to assume 

responsibilit ies as vice-presidents or understudies so 

as to make sure of having one authoritative representa.ti ve

of the central administration a l w a y s in the home office. 
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another at interval a in the Pari a office, and e. 

third in the fi eld stud.yiug the foundation' a work 

as a whole in a given eountry or group of countries. 

It might eeem Wi~_, to assign - poasibl¥ in rotation -

a vice-president or other t)~e of general officer to 

each Divioion or to a special field of work. e.g. the 

far tast 

(b) ell- trained assistants of goodjldgment and critical 

ability to r ead correspondence, studT reports, etc., 

to keep the President, the Vice-Presidents, and the 

Secre~ry currently informed 

(c) The temporar,v enlistment of special representatives, 

members of the Board of 'l'ru.stoae, experts in various 

aubjccts to go into the field for a limited t1mo to 

atudy some pbaae of the Jou.ndation 1 s work and to 

report through the cantral administr•tion to the ~oard 

(~. ~c en atcnce of a group of men concerned with the Founda-
tion•~ cnti:c progr~ r a th r than anxio~r eaeh to push one special 
phase of it ought to make for unity, balance and flextbiliQ'.) 

5. fhe e im ahould be the team-plcy of able indiyiduele of 

imegination and ipitiatiye. not the creation of a bureaucratic machine . 

While well-defined orgsnizs.tion ia necesaary, dependence must be placed 

upon the cbs.r£.Cter and. spirit of the ,Pertons who work under 1 t. Ideally 

they shOQld recpond net to dictation but to a cell to formulate common 

plans for realizing a corr~on purpo£e in ~hich all believe. 

6. Ap.y dgnificsnt r eorgp.p.he.tion cannot begin de novo , but muet 

t ake into account certain cractical con£idera tions, which have to do ith 

individual and group inte1~ste. Here are some of them: 

(a) The International Health Board officers weald, I 
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believe, protest rather vigorouslJr sgainat tra.ns:f'er 

of school and institutes of hyGiene to the Divi&ion 

of J.!edical Education. 'n!e Hopkins School began as a 

central Jound•tion project but at Mr. Rose'• request 

was transter1·ed to the IBB ae was the Harvard plan. It 

\lou.ld also be urged that in its other ork the nrs ie 

in constant relations w1 th the heads, profess<> rs and 

fello•a of these institutions. 

{b) It haa been pointed out by Mr. Greene {aee summaq sent 

to tho Ooani ttee Uay 4) thtlt tho China l!edi~l Board 

de~lc ~th a peculiar situation snd that nothing is to 

be gained. but conceiTably tomething ~· be loat, b7 

merbing of the Clm \ilth the Dlvision o:f' Medical Educa-

tion. 

(c) tbile a workiDg division of la"bor between the General 

Education Bonrd (inclu~~ the Inte~tional lducation 

Board) au~ the Division of Studiea with respect to 

biology u:.ay be temporarily worked out, it seems sound 

and loglcol to look !orwa1-d to a. tum 'lhen a ll biology 

will be adm1nieterei as a unity. The e1tuat1on should 

be kept fluid enough to bring t his about, possibly nt the 

time Hr. Ecee r tires. 

(Note. It 1e obvious that the functions of tho Foundation in the ~ 
coming -ree.r will depend to a considere.ble extent upon the fUture 
relations of ell the Eoardc (except the In;titute). Ia it not 
conceivable that the chnrters of the Gr.:B and the liJ', w1 th 
identical trustees and officers ~d appropriate trensfer of funds. 
might be used to unify all activities in one well-organized 
scheme? ) 

• 
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It seems to be agreed that when Mr.Abraham Flexner

retires all medical education should be transferred to 

the F o u n d a t i o n M r . Flexnerand Doctor Pearce are 

w o r k i n g now in close cooperation. 

(e) Doctor P e a r c e ' s relation raises a question as to h i s

appointment as vice-president and unders tudy This pro-

p o s a l should receive careful c considerationtion. Doctor 

Pearce is a man of unquestioned ability, i n t e g r i t y and

honor. He h a s a clear. analytical m i n d wide and accurate 

knowledge, and looks at the workof the Foundation a s a 

co-ordinated whole. If his health permits and other 

officers would give his a p p o i n t m e n t s hearty s u p p o r t I 

personally would welcome him most warmly

(f) Mr. Greene in his 1 etters of c commenton plans of re-

o r g a n i z a t i o n has questioned the need of a n y c h a n g e and 

betrayed a l i t t lepersonal feeling about the proposals as 

reflectingupon his administrat ion H e has even sugges ted

that he sees no really sat isfactory position available

for him. (An associate directorship in the Division of 

Medica l Education combined with the secretaryship of the 

Peking Union Medical College Trustees was tentatively 

suggested.. He evidently regards this as a demotion. ) 

N o t e It would obviously be unfortunate to have M r . Greene get 
the i m pression that he was being treated unjustly or even in-
considerately. especlelly in view of the c i r c u m s t a n c e s which 
attended h i s brother's withdrawal from the secretaryshipof the 
Foundat ion This question arises: would Mr. Greene make a second 
vice-president. not speci f ica l ly a s s i g n e d to the Far East but 
with the idea o f relying upon him a. good deal to represent the 
central administration in the supervision of t h e Foundation's
whole program in Japan, China and lndiaY This matter should be 
considered on its merits and not as a means of e s c a p i n g personal 
embarrassment. Again the estimate which his col leagues put upon 
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r. Greene . o u l d be an almost d e t e r m i n i n g factor. So far 
as I am concerned he would be persona g r a t a

(g) Doctor Heiser is something of a p r o b l e m He

was deeply d i s a p p o i n t e d and chagrined at not b e i n g

selected as General D i r e c t o r Re has ability and 

wide exper ience but plays a l o n e h a n d makes a biennial 

official progress t h r o u g h Japan, C h i n a the Philippines, 

Strai ts Settlements, J a v a S i a m I n d i a Pales t ine There 

i s little e f f o r t on the p a r t of the IHB administration 

to keep him in l i n e or to check up his work a n d

a r r a n g e m e n t s I f he were less i n d i v i d u a l i s t i c and, to 

put it quite frankly, more dependable for loyal 

cooperation, h e h a s manyqualities which would make him 

a useful c e n t r a l officer. I fear, h o w e v e r that the 

c o n s e n s u s of opinion in the orgn iza t ion would be 

aga ins tt appoint ing him to s u c h a p o s t

(h) Doctor Hough ton Mr. Gunn, Doctor Smillie, Doctor 

Gregg and Doctor Sawyer are men of excellent training, 

wide experience, initiative and capacity. Doctor Houghton 

heads the Peking Union Medical College and is resident 

director of the C M B Mr. Gunn occupies an impor tan t

p o s ition as virtual Director of the IHB for Europe; 

Doctor Gregg fills a. similar post for the D M E It i s a 

ques t i on h o w e v e r w h e t h e r Doctors Smillie and S a w y e r

especially tbe former, are b e i n g used to the greatest 
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a d v a n t a g e a n d in a. way permanently to satisfy them. 

One or more of a l l these men might be considered

for a central administrativep o s i t i o n

(Signed) George E.Vincent 



lxhibit 4 

Me~pore..pdum on the Organisation of the Rockefeller J'oundation 

The experience of the President of the Foundation in attempting 

to administer the institution os a unified and correlated agency hich 

carries on it£ activities tbrougb tno Boards and two Divisions convinces 

htm that the tiEe has come for ~n intorpretaticn a~d possibly for a revi-

sion of the Constitution. By-lAJ.'tra and Rules which are now in fot·ce. 

f!o Bapio Queytioaa 

1. Whet ie the actutil cbaracter &nd status of ar. l3oard of the 
Rockefeller Foundationf 

2. What are the duties and responsibilities of the President 
of the Rockefeller Founaat1on1 

The President bas baaed his administration on the theory t~t: 

A Board of the Rockefeller Foupdation is - in soite of superficial appear-

&nees of {.LUtonow - essentiallz a subordinate adm1nietrat1ve agencz 

with an M.visoq committee, which conddere the suggestions of an exe-

cutive officer and reco~ends proJects to the Trustees or Executive 

Committee of the 7oundation for approval or reJection, @Ai. if approved, 

for the ~revision of funds. 

fbi& view 1e su~ported by the following facta: 

1. A Board, like a Division, has no legal statue independent of the 
J'ound.at1on anrl cannot enter into contracts or O\Vll pr~rty. 

2. A. Joard cannot select its own members. !rhere h no provision eTen for 
recommendat ion by a :Board. 'l'he Executive Committee (as a boliy, not 
a.a individuals) forma the nucleus of tho :Board. Other members are 
appointed by the foundation. (Rules Sees. I and II.) 

3. A Board cannot aelect ita own officers. Ita ChAirman and Secretary 
are ~~ officio the President nnd Secretary of the Foundation; ita ex-
~tive is appointed by the Founietion ith~t ODT provision even for 
a recomend.o.tion frol& the :Board. (Rules Sees. V and TI.) 

4. A Board cannot choose ita o\711 Executive Committee, but must accept 
tbe Xxecutive Committee of the Foundation. (Rules Sec. IV.) 

5 . A. Board cannot secure the diaburaement of funds until estimates have 
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been submitted to the Budget C o m m i t t e e of the F o u n d a t i o n B y - L a w s
Art. IV.), money h a s been appropriated by the Foundation or its -
Executive Committee, the voucher approved by the Secretary of the 
F o u n d a t i o n a n d the transaction aompleted by its comptrol ler and 
Treasurer. R u l e s Secs. XI. XII and XIII.) 

6 . A Board cannotl adopt or amend i t sownRules. T h e s e without a n y
provis ion for r e c o m m e n d a t i o nfrom a B o a r d are formulated and en-
acted by reso lu t ions of the Foundation. R u l e s Sec. XIV.) 

7. A Board cannot adopt regulations or authorize work except in con-
formity with the Charter, Constitution and By-laws of the Rockefeller 
foundation. (Rules Sees . XI and XIII.) 

a. If a Division were to h a v e a na d v i s o r y committee which passed upon 
the proposals of its Director and made recommendations to the Trustees
of the Foundation it w o u l d be essentailly in the same position as a 
B o a r d

N o t e When the Division of Medical Education was created.. the idea 
of appointing an Advisory Committee was seriously considered. The 
Director f i n a l l y recommended that no such committee be s a t up. Re said 
that the men l ikely to b e selected would be connected wi th the medical
schools, that it might prove embarrassing to have the group pass upon 
projects i n hich m e m b e r s were personally interested, and that he could 
ask these persons as individuals for advice at any time. The advantage 
of h a v i n g the backing of a group of s p e c i a l i s t s in presenting projects 
to the Trustees was consciously f o r e g o n e

Duties and Responsibi l i tes of t h e P r e s i d e n t

The acceptance of the above interpretation of the existing 

Constitution, By-lawss a n d Rules involves the further theory that The

President of the Foundation as the executive representative of the 

Corporation and T r u s t e e s (Cont. Art. VI, Rules V) is charged with 

responsibility, not for the direct administration of the work of the 

Boards and Divisions, but for supervision of these activities as a 

whole• , for their correlation, for common budget m a k i n g for the 

provision of common services, and for official representation of the 

Foundation as a unified institution. 

• (See last page) 
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Proper discharge of eech res~onsibility calls for: 

1. Ourx·ent familiarity with the ·trork of the Boards e.nd Divisions and 
forekno.ledge of new projects. 

2. ~intenance of coordinated, ani when £e&sible, cooperative policies 
and progr~s. 

3 . Report~ to frust.ees about questions r&is~d,variationr. of policy, &nd, 
on occ&sion, expres£1on of Judgment. 

4. Preparation and cv.rr-ent scrutiny of a comprehendve Found.atio:a 
budget. 

5. Genersl tru.pe rvhion of cormr.on office services. 

6. for correspondence which concerns the Foundation as 
a hole. 

? . Official representation of the Foundation in certain public relatione, 
as hoet, etc . 

• The relation to the D1visione is direct and clear. As to the Boards 
the President's pereo~al ident i ty os both Fresident and Chair~n seema, 
on 8lV theory, to fix his responaibili ty. 'l'ho relation of C:bairm&n, as 
defined 1n Art. V of the Conctitution pre~bly bold& good for the 
Chairman of the l3oe.rds: 11 The Ohairmnn .of' the lloard of Trustees shall sus-
tain an edvlsor.y relation to the ~ork and policies of the Corporotion 
similar tt' that usually sustained by the Ch:d.rman of the Board of 
Directors of Dusiness corpo1·e.tion. 11 
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