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Dear Mr. Fosdick: 

H e r e w i t h a statement in accordance w i t h request in 

your letter o f March 24 . This has been w r itten hurriedly in 

order to have it in your hands approximately on the date you 

requested, but i t does I think include my more importrtnt con-

elusions a f t e r a great deal of cogitation concerning our or-

organization I suggest it be considered as an outline, and if 

you wish it amplified I can do this either in a more detailed 

s t a t e m e n t in response to your suggestions, or w e can consider 

it a basis for discuss ion I have hesitated to go i n t o grea t

detail concerning matters which might be set a s i d e at once as 

impossible o f consideration. 

Raymond D. Fosdick, E s q .
61 B r o a d w a y
New York C i t y
RMP:GB- E 



1. 

1 . General 

The Founclntio!'l cannot flourish half "Board" and half 11 Div-ision11 • 

Readjustment ahould be nade on the basis of i'u..'l'l.ction and contact., the noces-

se.ry rr..l!ll.be!' o.r g1·oupo beinb astabl.i.shocl to take ca.ro of the work in corta.in 

<lci'ini~e fields , c.nC: aach to cieal with one type of authority. lioreover, in 

ord3r to brinG about a defini"'.;e unity of purpose and v:ork, _all groups esto.b-

lished on a fUnctional basis, no matte~ what they ~ny be callod, should be re-

sponsiblo, not through subsidiary boards, but directly throut;h the President 

to the Boru.·d o£ Tru:::;+.cos of t..'l-to Rockei'cller Foundation. This wou:d mean 

changinJ the present or&anization to the extent at least of abolishin& the 

International Health and China l!edico.l Bonrds o.s such, tho trustees or mom-

bers of these bein~ dropped excopt in so fa.r as more importt>.nt tnembers might 

become trustee~ o£ the nockefoller Foundation, or ns certain small groups 

mieht be retained as advisory co:m."T.i ~tee:::; without power to appropriate .!'undo . 

Another most necef:sary change is recognition of the fact thnt ·,·.hile budgets 

:!'or n>.ninten.o.ncc o£ field ;·;ark and other '·:ork i."l progres:.; should be !:lade by 

vote o£ the trus·l;oes of the Rockefeller l<,owlda"'.;ion directly to a gro'l.lp1 s.ll 

appropriations for nmv projects and especially for capital for buildings 

zhould be votod directly by the trustco3 o£ the Foundation. Funds should 

not be appropriatoc ~ a. subsidinry board for appropriation in turn. 

Perhaps the most important change of all is to give the President 

o£ the Foundation a real job. At present., with two subsidiary boards with 

independent groups of tructoes, independent budgets and with special bylaws 

indicntiLg tho ~~~ctions and duticc of those boards, co-opc~ation is purely 

a matter of porsonal, not officinl, relations . I£ a director vnshos to co-

oper3.te it is tho eaGiest thin~ in the world; if he does not vrish to co- operate 

this again is quite as easy. A pre3ident, with heads of several groups ba3od 

on i'unction (net boards or divisions based on historical, personal, topical or 



geographical considerations) would constitute a "cabinet11 capable of function-

ing with graded but specific responsibility. Such a readjustment which would 

focus final responsibility on the president, compel the discussion of all im-

portant problems w i t h him, a n d necessitate a c a b i n e t approval before thoy 

could be put into effect, would r e s u l t in a centralization of effort and a 

simplification of control and a u n i f o r m i t y of programs that c o u l d not be 

brought about in any other w a y At present it is doubtful if the president 

is always familiar with the correspondence r e p o r t s surveys and details of 

projects before they come to either the Executive Committee or the T r u s t e e s

for action. Theoretically he is held responsible to the Trustees for all 

programs, but practically he may sometimes be as ignorant a s are the Trus tees

until such time as formal action is requested. 

2 Proposed Plan 

A graph of a possible o r g a n i z a t i o n follows : 

.. 
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ROCKEFELLER FO'tniDATIOii 

TRU,TEES 

EDUCATIOn 

rnEl:rn:urr ___ _____ 21~ 
B. PUBLIC llEALTII DEI!ONS~RATIOU C. BIOLO--ar- - --

Including education of Phy-
sicians, Public Health offi-
cials, and Nursoo, under uni-
versity control. -----
Vfould replace present D. J!. E. 

Deroonstration o~ control of dis- To incl~do Human Biology narr 
ease, Development o~ public health part of n.s., ~~d add Gon9ral 
ort;;anization, including diagnostic Biology novr handled by I.E. B., 
laboratories, in co- operation with and certain practical applico.-
governments . tions of biology noVT he..'l'ldled 

' Hould replace present I.' . B. by L. S .R. I.:". 

P1·osont proe;r!l.D1s of C. H. B. 
to be ~ivided betvreen ~, B 
~ c; or A, D and I .E. B. 

Medico- Sociologic Set~ice 
Subsiciiary out co-operatfn~; Vlith A & B & C1 i n handling co:t:l-
mon problems involving nursing, public health, hospital exe-
cutives , social service, mental hy£iene, child \VOlfure, etc., 
vmcther or not falling in Univcr~ity problems for A, or Gov-
ernment proz:-a.-·as of B. Would take over much o" present -:rork 
of D. S. (exoept Hwr.o.n Biolory), aome of pracr.ical problems oi' 
L. s.R.M., and possibly borclct·line efforto oi' G. E. D. , D.M. E. 
a.nd I .H. B. 

All thin logically related to 
A & B more closely than to 
work of other Boards . 
Would replace present D. S. (If 
this not advisable, D. S. shouli 
be abolished, Human Biology 
transferred to I .E . B. and all 
other acti7ities of D. S. trrul& 
!'erred to schemes A & B here 
presented. 

2. Fello:sLi:' Service 
• As at -pt:"esent, "out 

actinc; for, and 
with cotl!t:on policy 
for all ~Ajor group 
A, B and C. 

-----
3. Office Servicos 

a . Employment 
b . Ini'or:nation 
o. Translation 
d. Libr:u-y 
o. Transportatia1 



These changes could be made, i£ planned on a broad functional 

basis, without disturbing very grea·tly the present executive officers . 

For eY..ample, with the doine a·way of the China !:edical Board the work in 

medical education in China r.ould naturally fall under Group A, ~d i£ this 

group had a. general director llr . Greene could ca::·ry the -::ork ir. China wit.'l 

the title of director, thus involving no demotion of tho individuo.l . other 

work in China involving hospitals, dispensaries, etc., as well as premedicn.l 

aid, r.ould nnturally fall into this same subdivision, ~Ŀmile work concer ning 

physics . ru1d chemistry not a part of premedical education r.ould be handled by 

the International Education Board, and biology by Group C if the grou~ were 

enlarged to include responsibility for all phases of biolo~; if not, all 

these by the Inten1ational Education Board. .f..ll public health and nursinG 

problems of China not concerned directly with education of personnel through 

university schools (which would belong to A) 17ould be referred to the Group B 

responsible for public healt~ deoonstration and developoent. {The PekinG 

Union :.!edical College , while nominally under A and in turn under a "Director 

fer China" - R. S. G. - would have its own office staff and presumably a sop-

arate o!'fice, and be regarded to some extent as an independent institution. 

see belm7, page 9.) 

In this plan of organization the most unportant distinction made is 

that be'b.1een public hcr..l-:.!1. field ,·,ork and public health education. Experience 

has shovm that the problems of educating public health officials are not very 

differ ent from those L"1.volved in the education of physicians, and as both are 

always carried out under definite university auspices whether or not tho univer-

:;ity is under govorn~ont control, it would seem advisable in a change of organ-

ization to recognize the two broad lines of (a) public health demonstra~:l.on as 

illustrated- by the hookvrorm, IllD.laria., yellow i'ever and other work of this type , 

and including devolopL1ent of serum and diagnostic ins.!.;itutos; and (b) education 
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of public henl th officials Tlhioh properly cones l.'nder 'the same direction as 

the education of physicians . Uany difficulties have arisen already 0\7inG 

to the fact that the Division of .Medical Education takes care of the tenching 

of hygiene in the medical school, but has nothing to do with postgraduate edu-

cation. As a result there is no com10n vievr concerning the problems of edu-

cation in (a) medicine and (b) hygiene end public health i.'>'l. rmy one coun'tryo 

The relegation to the group responsible for medical education of all university 

educational institutions for public health of.ficialG, as also nurses , ·would 

remedy this and all ow a wiser progr~. This division would in no v.uy inter-

fore v'ith the field \'rork, deoonstro.tions and experiments i."'l. tho control of dis-

ease or in the development of diagnostic or other laboratories, or special 

training through fellov~hips o£ public health perconnol after Graduation - all 

those efforts in direct co- operation with co't"ernments . A clean- cut division 

nllornng field work to develop in co- operation ;vith government, and educational 

work in medicine, nursing and public health through co- operation ·with univer-

sities, ~ould mean definite progress in the organization of the work and avoid 

many present difficulties . 

In this connection it should be clearly understood thnt it has not 

been possible in tho past to co-ordinate the programs of the Boards and 

Divisions, largely because of the conflict in the educational field between 

two or more present units . A realignoent as suggested above ~rould remove 

nll of tho present difficulties without introducing newr ones . If such ad-

justment is not made it will follow, as our work increases both topically 

nnd geographically, that veritable chaos vnll result . 

In the three fields which broadly speaking may be considered as 

educational - that is, medical education, health education, and nursing edu-

cation - it is ~l~mys possible that in a given country one or tho other of 

these must take precedence either on account of opportunity presented, or 



on account of rational procedure of development . But if the educational 

side were controlled by one group in the Foundation, this co-ordination could 

be l!IUCh tlore roa.dily arranged. 

The nursinG problem, in that it includes (a) bedside nursing having 

an important bearing on ~edical education and hospital administration, and 

(b) public health nursing vnth an intimate relation to all public health pro-

gra.'lls in the field, is dif.i'ioult of adjustment t-;nder two directing heads . A 

solution ~ould be to establish in the i;err York office a subsidiurJ group1 

111.iedico- Sociologic Service" (see diagrt:..:l), headed b:,~ a \'rOll- trained woman rec-

ognized as an a.uthority in all nm·sint; problems 1 this service to be analogous 

to the follovrohip service and subordinate to the main directing groupo and in 

a yray supplementing them. Problems on the educationn.l side (Group A) i..'l re-

lation to social service, hospital or dispensary or nursing matters , Yrould be 

te.l::en to thi:> service for discussion and the elaboration of a program. In 

the same way it •·;ould handle field service proble~s arising on the public 

heo.lth side (Group B) in relation to public health nursing . This subo1·1inate 

but more or less independent :;crvice with emphasis on nursing, l:ould co~pel 

in connection with nursing problems the best l;ype of co- ordina.tion bet-vreen 

the major ~;roups intere.;ted either i:1 ~edicino or public health. 

3. Rela~iona to Other Boards 'iith Speci~l Reference to Group C 

The major efforts of tho Fow1dation have been in public health and 

medica.l ~nd nursing oducation1 ·.vi t1: such related and ancillary progrrurul as it 

seemed advisable from time to time to include in these common £ields . It iz 

pertinent to ask v;hether it would not be .:iaer to to continue and to concen-

trate in the Rockefeller Foundation all such activities now handled by other 

Rockefeller boards, i.e . sot:.a activities now handled by tho General Educatio11 

Boal·J o.nd tho Laura Spelman Rocke£eller llemorial . 

stand, the Foundation does include Hu.tllrul Biology. 

Hovrcver 1 us things now 
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Several years ago, the writer , as result o£ experience in wuly 

surveys, \7aS impressed by the difficulty L~ many place~ of aiding medical 

education without at the same time doing something in a fundamental way for 

the sciences (physics, chemistry and biology) on which medicine is based, a.."'ld 

suggested (informally at a luncheon) to the t1~stees that these three sciences 

be aided by the Rockefeller Foundation and a special division be created for 

that purpose . The suggestion vms met by the remark tha·b the trustees assumed 

our program in public heaLth and medical education vms such that it would ab-

sorb all funds and effort for the next ten years at least. Later, and I think 

unfortunately, the sciences mentioned vrore included in the nevrly established 

International Education Board, but at about the same tir.le encouragement was 

given to the plan to develop liuman Biology under the Division of Studies . 

There is every reason vmy Biology (the basis of all work in anatomy and physi-

ology),~o much more closely related to medicine than either chemistry or physics, 

should be developed by the Foundation in relation to public health and modical 

education, but if this is to be a Foundation program, the effort should not be 

Human Biolo&-y only, but all biology in its broadest aspects - which means tak-

ing General Biology f'rom the International Education Board . If this is not 

done, the opposite policy is equally important: Human Biology should go to 

the International Education Board ru1d the Fo~~ation limit its work to Groups 

A and B as outlined above . This decision, in that it rn.eans the aboli-tion of 

the present Di~ision of Studies or permanent establisl~ant of Group C is per-

haps the most important problem of tho committee on organization. 

i',•i t!i the question oi' Group C settled, comes to tho fore the important 

question mooted above: should tho Rockefeller ~oundation include all medical 

nnd public henlth nork1 This brin~a up the disposition of certain activi~ies 

of the General Educu tion Board and the Laura SpeL-n.an Fockefeller Mel!loria.l: or 

the for1ner in Medico.l Educa/cion; of the lat'c;er in the fiold tormed in the 
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diagram on page 3 M e d i c o - S o c i o l o g i c and handled in part at least in the 

past by the Division of S t u d i e s

Finally, in regard to relations between the various Rockefeller 

boards, there should be a declaration of the policy that no new boards should 

be established and that as time goes on a n d personnel changes, there should 

be gradual consolidation and centralization w i t h an understanding that new 

fields of effort as proposed should be cared for by changing framework of 

existingboards . 

4 . Budgets 

8

The Budget Committee and the budget procedure will develop eventually 

into a sound system w i t h o u t especially drastic changes, but it is important that 

some method of approval of minor i tems in a budget already passed by the Trus-

tees should be developed in order to avoid the vast amount of detail now brought 

to the Executive Committee If at tho November meeting each group presented 

its budget in considerable detail so that there would be no doubt as to the in-

tent regarding the use of money under any particular item of appropriation, the 

allocation of funds in the development of minor items might perhaps be left to 

the Budget Committee itself with the understanding that only a divergence from 

the obvious intent of the budget should be brought to tho Executive Committee. 

The Executive Committee would then have more time to devote to important prob-

lems of policy. 

Also it is worth while to consider whether the estimates presented 

under the headings of general programs by each group should be as liberal as 

at present. In some i n s t ances a considerable leeway is allowed for expansion 

and u n f o r s e e n procedures , which in view of the present small balance of Fowl-

dation funds ties up unnecessarily considerable s u m s of money during t h e year . 

A director making ca re fu l estimates is handicapped by one making liberal es-

estimates



5. Peking Union 1.!edical College ...2Jpitalizc.tion 

In connection vritl1 the Pekine, Union Medical College budget it vrould 

see!:rl o.tiYi::;ablo to con:;idor in:mcdia.tely some procedure by which certain portions 

of that budget might be capitalized . For example, :; speci::1.J ~,;roup oi' :f'ir..nncial 

trustees .!light be appointed t.o holC.. and invest funds, the income of those i'u.nds 

to be placed at the disposal of the scientific truste_c~ each year (e . g . the tv;o 

groups of the Roclr..efellor Iusti t1.d;e) . The budget mie;ht be divided. in·co throe 

parts. At first, s. co.pita.l sun •.ir;:'1t bo ·set eside to cover the expense::; of 

bho plant - th~t is, buildings, grounds , etc., and sal~ries ~nd expenses of 

those in charge of these . Second, the same might be dono as to the hospital 

~s a plMe fo1· curine; for the sick. And eventually the educational side might 

b~ thus oapi~~lized. The financial trustees ''7ott.ld be rr~erely a holC..in& group 

with no a.uthori ty to trtt:lsi'cr co. pi t~'.l ";o Chinese or ot~e1Ŀ a.uthod ties until 

requested to do so by the trustee:; of the Rockefeller Fcunda.tion. Unless 

some such arrangement is made, in view of the proe;re3£ive increase of the 

budge"'.; of the raking Union Medico.l College, thore would appear to oe no 

lioit to eventual expenses of this institution. To set a~ide for example 

n sum to capitalize buildings and ~;rounds and their upkeep with the under-

zto.nding that no supplemente.ry budget was to be allowed by tho Foundation 

for this purpose, would compel tho trustees, especially ii' as is now pJ.nnnod 

they include Chinese members , to go to the Chinese for support of this item 

of. ~intenru1oe. Later the snmo attit~de could be developed as to support 

of the hospital . Tho budget for the educational ''Tork should obviously be 

the le.st co:r.trol to pass out. of the hands of the trustees of the Rockefeller 

Foundation. 
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6 . Common Services 

A considerable part of present overhead co:rt, multiplication of. 

stai'f and loss of time are now due to ir.dependent service activities of the 

various boards which it would seem might be co"&tbined. Certainly as long as 

all the boarlis occupy adjacent i'loors in one builrling it would seem possible 

to combine services such as employment, transportation, translation., inf'orma-

tion, and poGcibly library service . A well-organized common staff for each 

10 

of' these services should, theo);otically at least, f'iJ.l nll needs ,.ri th a reduction 

of costs . 

A nattor of less importanco within the Foundation itself' concerns 

minutes and dockets . Instecd of being prepared independently by the Seore-

ta.ries of the Foundation and its two subsidiary boards , all these it would 

seem might be handled by one small staff under the directio11 of' the Secre-

tary of' the Foundation. 
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