
TEE ROCKEFELJ..ER FOUND.\.TION 

A State~ent by the Prcsidont 

Made at the Meeting of the Trustees, February 24, 1926 
j7~.- ~ 

At the meeting of November 7, 1924, the President made a 

statement which formed the basis of a special conference that was held 

at Princeton, N.J., Febr~a~y 23 and 24, 1925. The topics which were 

pre::>ented and. discussed rio3l'e th~ follm.iue; : 

l. The problems of budget making. 
2 . The the017 of the orbanization of the Foundation. 
3. Practical problems oi adoini£tratio~. 

a. ~endencies towarc m1.tor:.:rn;· of :Boa1:ds and Divisions. 
b . Difficulty of co-ordinatii~ pro5ramo . 
c . Presentation of voluminous dockets to Trustees at brief 

meetings. 
4 . The evaluation of actual acco~lis~flnts. 
5. The possible tondency toward private bureaucracy and inflexi-

bility. 
6. Relations between the Foundation and other Rockefeller Boards. 

It seems fitting to report upon the progress which bas been 

made with respoct to these questions. 

The ~dget Co~~ittee and bu4Get ~Aking procedure. At tt~ 

meeting of Fob1uary 25 a Budget Committee w~s created and at the meet-

ing of May 2? a procedure for the making and presenting of budgets was 

adopted. The new plan is working reasonably well. Estimates are con-

sidered by the President and Directors in relation to the resources 

available. Knowledge of the programs of the different administrative 

units is shared by the members of the group. There are beginnings at 

least of reciproc~l criti~ism and sug;cstion . The idea of co-operation 

in a unified institutional effort beco~cs appreciably clearer. 

But only tho first stops have been taken. Certain obvious 

difficulties have energed. The Committee does not have a.real op~ortunity 

to consider in detail th~ large number of programs and projects embodied 



- 2-

in the estimates which are laid before the trustees at the November 

meeting. Nor have the Boards and the tr~stees enough t~e to exa~ine 

these thoroughly in two or three limited sessions. Wnen once programs 

have been approved later analysis and scrutiny by the Eud&et Co~ittee 

and even by the Executive Committee arc virtually estopped . 

Another 90int calls for consideration. The licited powers 

of the Budget Committee raise a question as to character of the re-

ports which should be made to the Executive Co~~ittee and Trustees . 

The 'Budget Comn::it tee has no power to eliminate iter.:s except by unan-

imous consent . Every directJr 1s right to present any project to the 

Trustees either through a Board or directly is guaranteed . On the 

other hand it would seem that the Trustees oueht to know of any dif-

ferences of judgment in the Eud;et Committee. The President, ur1less 

otherwise instructed, will follow tr.e plan of informing the Executive 

Committee or Trustees of objections which r.Jay have been raised with 

respect to any item in the Coocittee. 

Co-or~ination of Programs. This subject has received some 

consideration at the hands of the President and the Directors . There 

has been an agraei;Jent to ask for simultaneous reports and recor.'ll!;endat ions 

from the field representatives of the Boards and Divisions with re-

spect to plans which affect co-o"?erat ion with a given g.)vernrJent or in-

stitution. The details of procedure, however, have not been worked out. 

The practical results so far have not been significant . In the ~jority 

of instances co~itments had already been nade . In other cases the pro-

grams were not intimately related. It becones increasingly clear that a 

real solution of the problem of co-ordination within the Foundation must 

await decisions as to the whole question of organization . To this ref-

erence will be made later. 
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One gratifying example of successful co-operation may be 

reperted. In the autumn a conference of all concerned with nursing 

education devoted ample time to a full discussion of the subject in 

all its aspects . As a result an agreement on policy and procedures 

was drawn up in the f orm of a memorandum which was submitted to the 

Trustees at the meeting last November. In the same way a unified and 

consistent policy with respect to fellowships is maintained through 

office conferences and a centralized administration. 

Relations between the Rockef~ller BoDrds. If the Advisory 

Committee be included there are six agencias which are carrying on 

work or making appropriations 5r doing both: Th8 Rockefeller Institute 

for Medical Research, the General Education Board, the Int~rnational 

Health Board, the Rockefeller Foundation, the Laura Spelman Rocke-

feller Memorial , and the Advisory Committee of ta. Rockef~ller1s of-

fice . The Institute occupies so sp~cific a field that it is unlikely 

to overlap the activiti~s of the other units. 

An informal group made up of executives of tho five agencies 

meets at luncheon every Monday. Under th~ ~us;icvs of this group the 

questions of relations between the different units is being considered 

Special committees have examined the various programs as these have a 

bearing upen specific subjects such as mental hygiene and biology. A 

little overlapping and some rather vague dofinition of frontiers have 

been disclosed. .An agreement has boun reall:..3d to study the entire 

question of interrelationships. As a first step it has boon decided 

that each group will make a preliminacy survey of its ovm organization 

and pelieies. Later an attempt will be made to work out a plan for 

division of labor and curr"3nt cc:t.<st'.lt!'lt.io'1 
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is being tested as a means of continuous liaison. Another committee 

is studying the possibilities of adding other common services to that 

which is now being rendered by the Treasurer's office . 

An independent apnraisal of results. This question has re-

ceived no further attention from the Trustees. There are inherent 

difficulties which are perhaps insurmountable. Two or three Trustees 

have said that they would be willing to visit projects under way in 

the field. So far no definite plans have been made. While such visits 

would have value, this ought not to be overestimated. Possibly a good 

deal more can be done in the future in the way of giving the Trustees 

detailed reports on different activities . Thus a rather elaborate anal-

ysis of tho fellowship system is being prepared. It is hoped that the 

section which deals with the fellows of the Division of Medical Education 

will be ready for presentation at the May meeting. Other sections will 

follow in due course. 

Flexibility of policies and of administrative machinery. The 

following resolution adopted by the Trustees February 25, 1925 bears upon 

this question: 

RESOLVED that the officers be requested to keep in mind the impor-
tance of constant vigilance in tb~ appraisal of ~ork already 
in progress, in withdrawal from projects as soon as these 
arc in a position to dcvclo~ independently, in the termina-
tion of administr~tive units, whether Boards or Divisions, 
when conditions justify , and in the consideration of new op-
portunities qhether theso are closely related to present 
activities or extend into other fields . 

Attention is also called to two paragraphs from a letter dated 

December 28, 1925 from the Chairman of the Board of the Rockefeller Founda-

tion to the Chairman of the Monday Luncheon group: 

11As you know, this whole matter has long been very much on my mind, 
and the tendency to measure success by the volume of business done 
by a single Board or by one department of a Board instead of by 
the wisest and most economical promotion of the well being of man-
kind by all the Boards has caused mP ~t'ov-i.TIP" con,.~r,., "'"' T th~ pl- "'f 
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the future. Any human institution tends to get into a rut, 
to confuse motion with progress, and to exalt machinery and 
organization above wor:C and objeetives. This is certainly 
true in the business world, and it is equally true in philan-
thropy . We get so used to following a particular line of ac-
tivity that the routine and machinery by which it is accom-
plished takes on a certain sanctity . It is not necessary 
for me to tell you that thero is nothing sacred or inviolate 
about any tyl)e of organization. Machi~ery a."ld. uersonnel are 
merely the instruments by which objectives are reached, and 
unless we keep ourselves clear-eyed a.."ld fresb and :teep the 
machinery elastic, we run the risk of dry rot. 

"If these Foundations ar~ going to fulfill the high purposes 
that the Fou~der had in mind for them - indeed, if they are 
to escape the decay which seems evcmtUO.llj• to ,_t t1.ch itself 
to all human institutions - the,.: must be subjected to con-
stant, critical scrutiny, and tGeir directors und officers 
must be ready at all timas to rco..e.:'i:1e ti1eir aims , r~organize 

their technique, a~d scrap exist ing machinery in favor of 
something that is bett~r.11 

~ne translation vf general principles liKe these into con-

crete procedures is a difficult task for executives themselves to 

undertake . A specialization of professional training and experience , 

genuine faith in existing programs, the momentum of a going concern, 

the future careers of a loyal perso~"lel constitute a vested interest 

which can hardly be exnected tJ a~praise itself quito objectively or 

to initiate its own transformation or dissolution. 

Nor is the central administration, under existing conditions 

or organizations, in a position auspiciously to raise questions which 

affect the work of the institution as a whole . In these circumstances 

is it not a function of the Trustees themselves to assume the responsi-

bility for exam~in~.taeorcanization, policies ~d ?rograms of the 

Foundation in such ways as mny seem best? 

The question of organization, to v;hich allusion has already 

been made, underlies many of the administrative proble~s which currently 

arise within the institution. The present constitution and by-laws are 

apparently susceptibJe of dj fferont i.ntflrnrPt<::.~icn~. Thl3 f"'.ct that 
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personal courtesy and good will prevcn~ these divergencies frnm de-

velcping into open conflicts of authority should not blind one to 

the actual embarrassment in the present situation. There can be no 

doubt that it aff~cts the t~~-~ork anQ morale of the Four1aation as 

a whole. 

After having f~r a number of years made every effort t o 

maintain unity of administration and co-ordination of effort almost 

solely by conference and mutual understanding, the President has 

come to believe that the only satisfactory bnsis f or the future is to 

be found in a clear definition of status, pcwers, and duties. This 

might take the form of an authorit~tive interpretation of existing 

regulations. Or if thi~ should prove uns~tisfactory, changea might 

be made to bring the organization into conformity with such policies 

as the Trustees might wish to carry out. 

Of one thir.g the President iG definitely convinced: Until 

the precise relations of the Boards t~ th~ Rockefeller Foundation and 

the respon~ibilitiec and duties of the Central Administration- i .e . 

the President and the Secretary, have been clearly defined, the ccn-

diti~ns for effe r.tive administration will be lacking. 

GEORGE E. VINCENT 
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