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Memorandum on Policies and Organization of the Rockefeller Boards 

I . Questions of Underlying Theory and Policy: 

1. General Considerations: A reading of the letters and memoranda which 
have been submitted by Trustees and Staff Members of the General Education 
Board and of the Laura Spelman Rockefeller Memorial creates at first an 
impression of confusion of counsels and differences of opinion. Further 
reflection, however, discloses certain general agreements and brings out 
more clearly alternatives of policy. 

(1) Agreements: there should be (a) more clearly defined divi-
sion of labor, (b) a more capable personnel, (c) better 
diffusion of information, and (d) closer team-work in carry-
ing out of plans. 

(2) Alternate policies have to do with (a) comprehensiveness of 
programs (bJ size and char acter of staffs, (c) type of or-
ganization, and (d) the relation of trustees and officers. 

2. Alternatives of Scope. Shall the Boards actually attempt : 

(1) To cover comprehensively the entire range of scientific re-
search, general and professional education and applications 
to governmental and social administration? Can they c o m m a n d
a personnel c a p a b l e of doing this? Would their combined re-
sources prove at all adequate? Could Trustees be found to 
over-see so vast an undertaking? o r shall the Board be con-
tent : 

(2) To consider a limited number of proposals which fall within 
tho fields enumerated above, being guided in selection by 
considerations of value as stimulating demonstrations, range 
of influence, possibilities of well- rounded development , etc. , 
etc. This comparatively modest policy can easily be adapted 
to personnel available , resources, etc . It would keep the 
organization flexible, and avoid the danger inherent in a 
large, permanent staff of technically trained persons. (See 
below) . 

(Note. In outlining programs is there not danger of over- simplification and 
suggestions of grandeur? For example, "to promote science internationally" 
is a fine phrase but may it not lead to grandiose conceptions? Translated 
into the concrete it means aid to a relatively small number of individual 
scientists who have demonstrated their ability to use equipment, supplies 
and assistants to advantage. It fu r t he r means assisting the migration of 
research men and in a few instances contributions to the building or endow-
ment of laboratories. This help very likely hastens developments which 
would otherwise have been delayed, it may even in rare cases bring to light 
new things that might have been overlooked, but in the aggregate this aid 
is a very smal l factor in the whole onward progress of scientific research 
in t h e world. Might not a more modest, less apparently comprehensive scheme 
be wiser? This applies quite as much to some of the phrases used by the 
Foundation as to the implication of the names and programs of other Boards.) 



3. Alternatives of Staff Size and Character: A comprehensive program 
would call for: 

(1) A large technically trained personnel stationed or traveling 
in all the leading countries or regions of the world. (The 
Internatio~~l Health Board, the only unit now organized on 
such a basis has 50 regular and 23 special staff members with 
an annual salary list of $427,500 and an annual retiring allow-
ance payment of t4l,OOO.) Could enough men and women well-
trained, wise, tactful, cultivated be found for such se1-vice? 
If so could any trustees really control a world-wide machine 
like this? Would not its representatives - enthusiastic, 
ambitious and competitive - develop projects and urge them 
in volume upon the home office? Would not the general 
officers even with another supervising field staff of un-
usually able and detached persons be largely incapable of 
making discriminating decisions? Could any organization 
staffed in this way by professionally expert people hope 
to rets.in any considerable flexibility? Would it not go 
the way of a vested interest to a privately endowed bureau-
cracy? Is it not wiser, therefore, to rely upon 

(2) A relatively small permanent staff of administrators and 
a few broad-minded technical persons, who Yrould call in 
for temporary service on specific projects varying numbers 
of the leading specialists in different fields? Would not 
such a policy greatly enrich and diversify the expert coun-
sel at the disposal of the Boards, avoid the danger of a 
single bias (see Zinsser in February Atlantic: "The Dangers 
of ~!agnanimity, 11

) minimize the possibilities of bureaucratic 
dry rot, and keep tho organization flexible? 

(Note on laymen as administrators of technical organizations : Is it not 
true that in the Rockefeller Boards the conspicuous contributions to 
general policy have been made by laymen~ e. g. Buttrick, Rose and Flexner? 
Is it not almost inevitable that the specialist as a general administrator 
wiU find it hard, if not impossible, to avoid the professiontt! bias? Is 
is not likely, therefore, that with rare exceptions work of co-ordination 
and of larger initiative will be more effectively administered by intelli-
gent laymen, able to enter sympathetically into the plans of their pro-
fessional colleagues but capable of seeing these plans in their wider rela-
tions?) 

4. The problem of trustees presents something of a dilernna. If they 
are chosen from the group of prominent publicists whose names command 
confidence , the appointees are too busy to give more than very general 
and largely uncritical consideration to business . The officers are 
likely to have very much their own way. On the other hand less con-
spicuous younger men or persons with leisure may be able to give more 
time, but they offer little assurance to the public. Specialist mem-
bers of broad view are extremely useful, but too many of them might 
easily make for professional bias and inflexibility. Ought not ef-
forts be made to free trustees' meetings of too much detailed business 
so that large questions of policy can be discussed? Ought not a care-
f\\1 search be made for nevr trustees of a. type which can give more time 
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to the v;ork of the Boards? Ought not the plan of asking trustees to 
visit work in the field be e:ctended? (e. g. the visits of Doctors 
Edsall and Wilbur to Peking were highly usefUl. ) Ought not the idea 
of standi~g committees of the trustees for special fields be given a 
fair trial? 

II. Different Plans of Organization 

1. The plan of Disper sion. .It has been suggested by Embree that or-
ganizations Yrith more or less definite and somewhat conventionalized 
progra."'ls be set off as detached units viith their own trustees and 
assurances of annual support; for a fixed period of 15 or 20 yee.rs . 
Such independent units might be : 

(1) The International Health Board - moved say to the head-
quarters of the National Health Council , 370 Seventh 
Avenue, put under a Board of self-perpetuating trustees 
and promised $2 , 500,000 a year for J5 or 20 years . 

( 8) A l{edical Education Board, which would combine the 
Divisions of' v·edical Education of the I oundation and 
the General Education Board. and administer the special 
medical fund of the latter with additional grants from 
the Foundation. 

(3) A General International Education Board, combining in 
a similar wa;..r the activities of the General Education 
Board. the International Education Board and the educa-
tional work of the Memorial . 

(4) The Rockefeller foundation, divested of its administra-
tive activities. would become und~r Embree ' s plan a 
pioneering organization making investigations and 
initiating nevr kinds of work which in turn when once 
conventionalized might be turned over to Boards al-
read; in existence or to new ones created for the 
purpose. 

Queries : To be consistent ought not such a plan call for a distribu-
tion of the capital? Otherwise would not the Rockefeller name be 
involved without responsibility? Would setting loose in society a 
group of quite separate Boards be a real service? 

2. Sim lif'ica.tion Looking Toward Li ui.dation. There is another 
possi le plan w c would contempla e stribution or capital 
within a period. say of 25 :·ears, and nenntime would av:>id the 
recruiting of a large permanent staff and the development of an 
elaborate world-wide progr~~. The main featureo of such a plan 
would be: 
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(1) A consolidntion of Boards .9.Dd Fn.'lds . 'rhis mi~ht 

ba accomplished hy the rocuring of a new chnrt~:r but 
nreferably by idsnti ty of t"'embershi.:o under t>"o existi -:1:: 
characters . 

(2) Transition f'rom largely staffed onernting org:miza.-
tions toward gif'ts. to OUtsi Ce O""Jel"llting; ae;enci.CS SUCh &S 
National Pesearch Councils, the League of Nations HA.nlth 
SP.ctionJ Ncticnal Health Soci~ties, Universities, etc . 

{3) A small staff' of la~.r administrators '<ritr a limited 
and decreasinE ntoober ~~ sneciali~t anpointe~s. 

( 1) 'fhe t&Jt"forary employment of "!xperts for special 
st\ldies and other forMs o~' p!"o.fessio~nl service which 
would nt the same tine be usei'ul to tba Ro!lrd and of 
advantage to the sPecialists tnemselves . 

4 

( 5) fransi tion fron: man;• snall gifts to the concentration 
of lur~e suns on es..,ecially signif'ic~nt pro;iects, lil-.:e 
universities 0f strategic importa lC'"': e . g . ,johns 11o'!J1·ins, 
cr.ica.go, Paris, London, el;c . J ~radical anrJ h.altb centers , 
etc . 

( ~'ote. There h'\s been a 
11m:o:lects" as contrastPd 
bv oro·ect" one m.,ans a definite er~>l.-"d .,roble~"" of research 
;;l1er~ i~ no gro~d of di:::pute J bu" if 11 '1!'0 ·ect11 be i ..... terpre;:.~d 
as a. ,£moral inquiry by un exceptional ~n - for exal!lnl~ &"" 

exuedition b:• Breasted or n cor:prehe!ls5ve inveo+.igation by 
Ponrl - temoor~ry s\lpport for such a pro,ject would see:m to be 
precisely the kind of thing for a private founrltJ.I·ion to under -
tnke. :hy insist on ".mdo··;in '; a departl"'P.nt wh,,n th~ income for 
a. few years would insun~ the con~ri" u ... ion o" a [l;rne.t man? His 
snccessor to 1:he use of an endovnn"lnt mi";ht be s very differ~"'+ 

person . On ... he ot er hand very often n c ntri uti on +o1· a.rd 
the cndO\'.T.lent of a der>~rt::""nt ':".a.nneri b~· a stron~ grcu,... 'lnd 
1r:aintaining a fine tr.ldition #ght be the so1.mdest uolic:·· 
fuy tr~lk about being; opportu..'listic and. u.+ tl-to same t~m11 +ie our 
hands v·ith bureaucratic 11 Pl'inciplec":) 

3 . Progressive Gteps tov·urrl Unific<ttion . Tlv•rr> a~e, ho"",...VP", 
quite obviously ura.ct.ico.l considerati~"~'1S or wot·k in orogro·s, 
personal int~rests, etc . which probably make an inu·edintc 
drastic or doctrinaire change u~;,iso and unrl'3oirable . Are 
there n t st~ps ··hich m"glt be EUccessively t~~An in th~ 

diret::tion oi' ur.ification if 4.. ~tis deo!'led good noli~~-., r•ere 
~or ex- lP. nre ~ossi~ilities: 

(1) Th~ f'irst tep: t 10 C' lose]:" co "era t~ n,. groups: 
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(n) 'rhe unificntirn of tl e },oundation i• a"co•·da!1ce 
i t'1 tne plnn ·;hi en l1uc already "een npprovnd in 

nrinciple . 

(b) The unification of -he ;enern' l<'duc tio. ?oard , 
Inter national ucution ourd an t."e oduc tional 

orl: of the l.emorinl to inc::.\;.de th"' r.omddera-+-io!1 of 
nro·ects in Public Vducnticn, C~lle c Education , ~rn-

duute Educntion uv Research , Professional l<'ducation 
i eluding adical F.ducntion i.'!l the U. S . A. 'tl) a 
~pac-·~1 liaison comrrittee • ith ~ha niv~oion of 
~dicul Education of the Fou~dation. 

(a) ~r~sfer of '~dical Education ~ro t"~ ~eneral 
-d,lcution group to the edical Educ~tion Division 
o~ t e l?ocl.·e.fP-ller Foundation . 

(b) Transfer of Gr~duute ~aucation an~ "Pr,urch in 
Fhys'cs , Ghe!"'istry ur.d Riology fro"' ... h~ 'Jenera.l 
Educo.tio!1 group to n new n.:.v'i sion of the Founda:Lion 

ith a lla'son conuittee ith the r.ruduate and p,_ 

~ arch Division of the General Educn-+-ior. Boar~. 

(Note: 'l'he Linieon Cor.=1i ttees not ... o be ~relv "Onf'e~·cnce 
-roups but iul. constituted a 0 encies whic~ mu ... · pass ?.fficially 
upon a.ll order- lim! "lro.' etc • '-lich involve cooporatior. . ) 

(3) 
i th sc'Yl'" r>UCh C!i vision of 

hut with the cl ur undP.rs-t-and-
in& t~at t~e pro~rnm is not to bo rand'os~ or n-
cl sive , tb1t t o er• nent toc~nicnl taff is to 
b'3 '-::o t at' e lUI, th'!t adl'linistr tive respon-
'b' itiee ur t ver to o~her u nc:es so 

fur as possillo nolicy ill be to ~ass 
resour'P,S a r 1 · •h , in.fluAntial 
ce.ter£ . 

(a) D'vision of "ra wte ~ducat'on nnd ~Asenrch: 
The hysicul Scie~cc , the so~iul Sciences , Lan-
guaGe , Literature u~l Art . 

(b) Divisiol of ~ennral duc~t· 
:cgia e ~nd .c ~r Training . 

(c) Divisio. of Profess'o 
und Public e lt , 

us·r':! s . 

s~cond·r:, ~ol-

~rl· cir.e 
, t 'l'P., 



(a) Divisio4 
ea.l;; , •-; i t:y a:1 

A t!.on: 
ce, e-tc. 

(' e . "r,radu· te io u. 11 would S9A to be 
~ appropr~ate and aseful co 
to • :.stingu\_s . more shar l . 
. or'· , i . e. b"3tleen universit· colle iata stud'es? 

€ 

ot all true 5 rn.dua te 'ror': t;e"" 'ts in · "1 t; Cl!'l fro'll the id .. als 
of researc 1 and d ~.,. .. o~ tAll research · nvo:v" the training of 
yo1mger !'len :ho sr.rv"' as ~v .... .i :::;te. s? '()(los not t., A ')1' ,..,sed 
-::o.ml,irm tion off'er at least a slender bridge bf)t ;een t~"'l 
11 prorotion of sci"l1 .... "l 11 id~a ttnd th~ "co-ool!lrate · th th"' 
educational syste:!!'11 theory?) 

A .;lea.nng House S~cre~ariat. I a " ~ 1 .. • all tha-'; ··1-.n.t~ver 
t •e organization there should be a diffu<-ion of ir:form~;.tio!1 b<>tveen 

· fferFl adn inistrators a:: to • 'lUt is being; co'ls:d ... r~d and done 
by the various roups and d··-·s· ns . This clearin~ or :nro~ma.t~nn will 

b carr· ut systerr.:.a t · call:r, con""· nuously &.n( promptl:· so lon~ 
left spas a:c ~~f r n of husy peopl~. ~ e 

the special duty and res onsib ' lit,r of some ore ~erson 
iby :u-=-t e:. eri er~ at lP.ast · th fl. clea.rin--house 

~ .1' r.rna"tion Serv·c· 'the F ·t.dat·!'ln b.., c!->ar;ed 
""lis nat1.1raL.: ·nclude: 

1 . 'l'he ,a.:.. ta.i1:ing and circulating to nll !'f · C;}rs o·"' all Po!'.rds 
o.- l.:.~ts f pro.'ects under consideration. 

2. The act"n as a ref,.re'Ylcc cl-ta"ll1e1 i' r all co· Ul'ic .tions o.f 
·J.r :i to a ,.,other • 

;$. The preparation and circulutj on of sunum.ry di.;ests of 
ni~utP.s of all committees and Boarus. 

4. rne furnishing of ciga ... ts of' rr> 0 ·ts of otl er '"'oun ·a:'·i ns 
a d ~nds. 

The circulation of :r.e TGT')a er cl'"'p· ll"S ea.rin upon t ,.,. . or1: 

o<" t e oo..-ds. 

6 . The callin~ of the atte tion of off'cers t all n vs:~·li~;es 
r overlr.. -:1ino . 

Y r ~ Jr.nuary 29, :827 . 


	003777_001_m
	003777_002_m
	003777_003_m
	003777_004_m
	003777_005_m
	003777_006_m



