
Memorandum for: Judge E,. E.. Townes, Chairman, Houston Executive Committee,

Subject:

yequest

Baylor University Board of Trustees

The Current Status of Baylor University College of Medicine in

The Texas Medical Center and the Proposed New JeffersonDavis

Hospital oe

In a memorandum on The Texas Medical Center, prepared in 1946 at the

of Mr. He. Re Cullen, the lateDr. H. J, Stander, an outstanding medical

educator who was then Professor of Obstetrics and Gynecology of Cornell University

Medical College and Director of the New York Lying=in Hospital, gave the follow~

ing definition of a Medical Center;

'f, Medical Center', as this term is used today , connotes an

institution designed to offer medical care of the highest standards

in every branch of medicine to the community; to equip and train most

adequately sini graduates for general practice or the specialties; to

educate and train undergraduate medical students and nurses in a manner

consonant with the highest demands of medical education; and finally,

to be in the forefront in medical investigation and fundamental

research in the cause and treatment of disease, It is evident that

to attain these ends the medical center must be able to offer adequate

hospital facilities as well as be an intimate part of a first class

medical school,"

Dr. Stander stated further that these essential requisites could be met

in the proposed Texas Medical Center in Houston and that "the Medical School of

Buylor University is uniquely situated in a large and ever growing modern city

with a concentration of industry end finance which should be able, not only to

support, but alsoto develop the Medical School to a point where it will be
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among the best of our centers of medical education and research," He emphasized,

however, that in order to achieve these objectives certain broad principles must

be followed, including particularly:

1. For every dollar spent in construction at least two dollars should

be reserved for endowment to operate the institution,

Re A total bed capacity of about 1200, provided the classes of Baylor

University be limited to 80 students per class,

34 The Head of each major department in the Medical School must be the

Chief of Service in the affiliated hospital.

4e Establishment of an administrative organization with a joint Board :

representing the governing boards of the medical school and each of the partici-

pating hospitals and responsible for broad policies and under this a Medical

Board composed of the Heads of the major clinical departments as the responsible

professional body, The actual administrative organization for the Center should

consist of the President of the Joint Board who works closely with the Director

of the Hos»ital and the Desn of the Medical School,

5 "Geographic unity, The Center cannot function successfully and

become one of the outstanding Nedical Centers of the world if it is merely a

combination of five or more individual hospitals associated with a medical school.

The new Center cannot be a mere gathering together with the 'neighborhood' of

several hospitals. The Center must be planned as one complete institution, with

its several component units (hospitals) fitting as one overxall schome, so that

services such as X-ray, Out-Bationt Department, Pathology and the various .

Laboratorics may serve cach unit alike and that there be no need for duplication

of X-ray, etc,"
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Several other outstanding medical educators, iné¢luding Dr. Alfred Blalock

of The Johns Hopkins University, Dr. Basil MacLean of the University of Rochester,

end Dr, Alfred Snoke of Yale University, who have had occasion to visit Houston

and observe the Texas Medical Centcr development, have submitted reports ombody= —

ing similar recommendations for tho organization and construction of the Center.

All of these men have emphasized the fact that a Medical Center consists essen-

tially of a regular medical school and its affiliated hospital (or hospitals)

with complcte organizational integration of their personnel and geographic unity

of their facilitics. In his report on The Texas Medical Center, Dr. Blalock

placed great emphasis upon these principles stressing particularly the proper

relationship between the medical school and its affiliated teaching hospital,

After explaining the fundamental reasons for these principles and how time and

experience had proved their significance in the ssbtnnte grcatest medical centcrs,

he emphasized that by "hospital facilitics, I do not mean mere association or

proximity to a hospital where medical students may be permitted to drop in and

observe the course of patients, but instead a hospital operated and maintained

primarily for the teaching of medical sciences and the investigation of medical

problems, and supervised and directed by appropriate members of the medical

school faculty just as absolutely as other faculty members arc in complete charge

of their anatomical dissecting rooms or chemical laboratorics."

In the concluding remarks of his sonectis Dr. Blalock again cmphasized

thc important role of the medical school stating "it must be obvious to you that

I feel that thc success and the future of the proposcd medical center hinges on

the omphasis and the development of the facilities of the associated medical

school, Having carcfully selectcd the mon to head the faculty of the medical
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school, they must assume a position in the organization of the center that will

ensure the proper development of their departments, They must have absolute

control under trustce supervision of sufficient beds for training and teaching ©

purposes. Qne well organized, gloscly integrated medical school that is actually

tho foundation upon which the gontor ig organized is the best assurance of
successe"

aesSM

 

These men arc all ominent medical cducators, They are recognized authori-

tics in their fields of cndcavor and they spcak with the wisdom derived from

long cxpcricnee and diligent study of thesc problems, Thcy have all pointed out

the important role of the medical school in the center. Thoy rocognized only onc

medical school for the ccntcr ~ the onc regular and complcte weltec!. school =

Baylor University College of Mcdicinc. No other medical school is mentioned in

their reports because their concept of a medical center both in organization and

construction consists simply of a medical school joined with its toneking hospital

units, This concept by.its very nature excludes the possibility of more than one

medical school. Thus, it is no more possible to have a medical center with two

medicol schools than it is to have a wheel with two hubs. To be sure, two medical

schools can exist in two medical centers geographically located in the some area,

but each medical school would constitute the nucleus of its own center.

A review and analysis of eartinhe events which have taken place in the

Texas Medical Ccnter during the past few years make it plain thet the wise

counsel and recommendations of these prominent medical educators have not been

fully appreciated. More important, however, than the failure to appreciate the

significance of this advice is the fact that the current trend of events may

seriously jeopardize the entire future of the Texas Medical Center and of

Beylor University College of Mcdicine,
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For a more concise consideration of these events it is desirable to

a with the status of the Texas Medical Center cpproximately two years ago,

At that time the only constructed institution in the Center was Baylor University

College of Medicine and it was operating under tremendous hendicapsfor it had

no affiliated hospital facilities for which it could cssume proper responsibility

cmd adequate authority in cerrying out its clinical teaching program, With few

cxceptions the various clinical departments existed only as organizational faccts

of the College with no clinical Services of their own through which they could

rroperly perform their teaching and research functions, Tho Dlucprint for the

Center consisted essentially in a “gathering together" in the neighborhood of a

number of proposed hospitcls and a so=called Central Outpaticnt Clinic which was

to provide outpatient scrviee for cll the hospitals in the Genter and be operated

by the Medical Center Board, It wes apparent from this concept of the Center

that the Central Outpatient Clinic would be the "Central organization through

which 21l institutions in the Conter will be drawn into the team," and tho

Board of the Toxas Medieal Conter would build the Clinic and "exercise gencral

control over it," It was further stctcd in describing this concept that "the

| professional men heading the various departments" will have charge of the work

within the Clinic, Thus, it would be the hub of the Center, not the medical

school. Aside from the fact that the concept itself is unsound, the details of

operetion so far as professional personnel, channels of authority, ond patient

mcnagement were — clerificd, It is obvious thet this concept of a Medical

venser violated cll the principles cnd injunctions of Drs, Stander and Blalock

and the idea of « Central Outpaticnt Clinic was simply unthinkcble to the pro-

“essioncal people both in the medical school ond in the participcting hospitals,
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The conviction thet it was on unworkeble Scheme generated much Opposition and
contention, This was the status of the situction when Drs, Basil MacLean and
Aifred Snoke arrived on the scenc approximately two years ago,

These experts in the ficld of hospitalization ond medical education were
invited herc by the Board of Managers of the Jefferson Davis Hospitcl who were
uotivated by a sinccre desire to improve the services and teaching facilitics of
“he institution, Following their survey of tho hospital these men recommended

effiliction with Baylor similer to thet in effect at some of the nations leade —
ing medical centers, On the besis of these recommendations and tho conviction
thet they wore diroctod toward the best intcrcsts of tho hospital in providing
smproved professional care of peticnts and in furthcring mcdicel knowledge, the
Board of Managors complcted the cmmbeouss with Baylor University formally cstablish-
ing the Ostaliahigns The expressed approval of thcsc recommendations by a
Loijority of the —_— of the staff of the hospital at thattime is also signifi-
cent in reflecting their desire to sorve the best interests of thc institution
end their spirit of cooperation which grcatly facilitated tho reorgenization and
which hes since prevailed,

The importance of this event cannot be overemphasized for it not only
previded Baylor with a. toaching hospital without which it could never function
curcessfully but it also ercated theo requisite wits for the devclopment of a

cruc Medical Centcr,. The only difficulty in fully achicvingthis objcctive,

a-wever, was the fact that these two institutions worc situcted several milcs
ayert and cxpericnes has shown that until these two units are joincd together

ander one roof or in juxtaposition, they can ncver achicvo the full fruits of

their marriagc, It was for this reason that Dr. Basil MacLean in confereoncc
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with Mr, H. R, Cullen recommended tho construction of a now Jefferson Davis

Hospital immediately adjoining Baylor University College of Medicine and the

conversion of the present hospital into a Tuberculosis hospital, with the funds

for the proposed new Tuberctilosis hospital to bo used along with additional funds —

for construction of the now Jofferson Davis Hospital, With his charactcristic

perspicacity, Mr, Cullcn immodiatcly recognized the full significance of this

proposal both as a solution to the problems crcated by the unworkable and ieee

tionable plans of the proposed Central Outpaticnt Clinic idea and as a mcens of

renewing the faltcring progress of the Mcdical Centcr development, Mr. Cullcn's

announcement of this proposal was immediatcly met with the cnthusiastic approval

of virtually cveryone concerned and steps wore takcn to sccure the authoritative

sanctions of the City and County officials, as woll as ae charge of the

Tuberculosis hospital program, Tho additional funds for construction were to be

obtained from thc Cullen Foundation and the M. D, Anderson Foundation esmmahiiin

to about a million end a half dollars apicec.s

These cssential agrcoments were completed approxinately a yoar ago with

o Building Committce costablishcd to confer with the architects in planning the

new hospital, but during this time all saitions has come to a virtual standstill.

An analysis of tho ceuse of this unfortuncte development reveals the fact that

she same factors which previously plagued the Medical Ccntor dcvelopnent have

again become operative and sten primarily from tho concept of the so~called

Sentral Outpaticont Clinic,

Thus, while The Cullen Foundation was willing to provide its funds with

virtually no strings attached except, of course, that the hospital be used es an

_£filioted tcaching hospitel of Baylor University College of Medicine, the
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M, D. Anderson Foundation (whose mombors appercntly dominate the Medical Center

Boixd) have insisted upon certain qualifications in giving their funds and have

placed these restrictions in tho agreement which has been tentatively prcpared

by the Medical Ccnter Board for decding the land to the City County on which the

hospital is to be built,

Thcse provisions which would, oun indecd already have, created much

objcction and even dissension appear in Section IX of the tentative agreencnt.

They include first "provision for cxamination and hospitalization of private pay

paticnts" in addition to "provisions for public charity hospitalization."

Sccond, the unittest of a "scparate director" for the Outpaticnt Clinic and

Pathological Institutc upon rccommendation of thc Administrative Board of the

Now Hospital giving "due consideration to suggestions from the Board of Trustees

of the Toxas Medical Center," Third, that “arrangomcnts will be made with medical

and cducational institutions having school or schools in the Toxas Medical Centcr"

and that the "rclations between the Hospital and its scrvicos with the schools

or school and thcir or its services will be proper and cquitabdle as respects all

of the institutions concerned," Fourth, the managoment, control, and opcration

of the hospital by (1) a joint board consisting of soven members, three of whom

(including the Chairman) would be nominatcd by the Board of Trustces of the

Toxas Medical Canter; (2) a "Director of the New Hospital (cxclusive of the

Outpaticnt Clinic and Pathclogical Institute)"; and (3) a Dircetor of the Oute

jaticnt Clinic and Pathological Institute,

It is reedtty apparent from these provisions that the same fallacious

concept of a Medical Center which plagued its carlicr development and reached

its climax of frustration in the proposal to build a soecallcd C.untral Outpatient
\
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Clinic two years oa has persisted to haunt and frustrate the construction of the

new hospital. Why, for cxamplc, is there a need to appoint a separate Director

of the Outpaticnt Clinic and Pathological Institute? Tho Owspaticnt Clinic is

inherently a part of hospital and just as much a part of the hospital as the

clinical laboratorics, the operating room suite, or for that nattor, the laundry.

There is as much reason to have a separate dircetor for the Outpaticnt Cinic as

to have scparate directors for every other phase of the hospital's activitics.e

Why should there be en insistonce on private pay paticnts? Only because this

was an cssential part of tho original concept of the so-called Central Outpaticnt

Clinic, This provision canonly ereate (it has alrcady done so) violent objec-

‘tions by the local mcdical profession and the oivete hnepitale in the city, as

well as in the Cvnter, It is unessential to the educational activitics of the

hospital and is particularly unnecessary in light of aiequate provisions alrcady

available in other hospitals, Wy shovld there be insistence upon arrangenents

of affiliation botwocon the hospital and mcdical schools in the Center? A

satisfactory affiliation by means of a formal cient now cxists between the

hospital and Baylor University College of Medicine and this provision is obviously

directed toward an effiliation with another mcdical school, Herc again is raised

tho samc old problem which has continuously plagucd the Medical Center develope. —

mont = the problem of two medicel schools, Baylor University College of Medicine

and the so-called Postgraduaitc School of Nodicine of the University of Toxas.

To make mattors worse this original plan was based upon the conecpt that the

former would concern itsclf with undergraduate toashine end the latter with poste

graduate instructions, The fallacy of this plan is bascd upon the obsolcte con-

cept that undergraduate and graduate medical education arc indepcendcnt cndeavors



requiring scparate anddifforentporsonnelandfacilities,Tobe suresucha

conccpt onee prevailed a quarter ofa century ago, butit is now ofhistorical

intcrcst only. Postgraduate Schoolsof Medicine as scparatc institutions havo

long been abandoned, It scems curious that the University of Toxas should still

embrace this concept wnen the trends in medical cducation have long since passed

this point of developmcnt, It is now goncrally roeognizod that undergraduate

and graduate medical education are insuperable parts of a single program; they

arc simply stagcs in thc development of physicians which follow cach other in

logical sequcnec. They arc intcrrcelatcd and intcrdcpendent. They require the

same teaching staff and facilitics and thc some structural ditiniebeation of the

institution providing then, Those provisions are all available at Baylor

University College of Medicine, and like any other first class medical institu-

tion, it must cngige in these activitics if it is to maintain its Class yvebins

and its development as « strong and vital foree in the ficld of nedical cducatione

it is obvious thet these provisions written into thc tontetive agrocncnt

for construction of the now Jefferson Devis Hospital stom from a fallacious

concept of a Medical Centor = the originel conecpt that placcd cmphasis upon the

so-called Ccntral Outpatient Clinic as the hub of the Conter rather then the

medical school cnd the now obsolete and factitious notion thet the mcdicel cdu-

cational program may be separately organizcd and cerricd out by two different

universities, one of which would be concerncd with underrraduate activitics and

the other with postgraduate activitics, The effort to impose this concept,

Which violates all the principles and injunctions of such outstanding medical —

educators as those mentioned carlicr, has produced a scrious conflict of intcreost

which if continucd can only lcad to further discord and contcntioh, Indecd so



much strife and opposition has now been generated that the whole future of both

the Mcdiceal Contcr and Baylor University College of Medicine is now in serious

jeopardy. Because of this contentious situation as well as its ow opposition

to certain provisions in the above agrecnent, the Cullen Foundation is now giving

serious consideration to dropping the whole plan of building a new Jefferson

Devis Hospital.

This is a natter of grave conecrn both for -the Mcdical Counter end for

Baylor, Such on eventuality would seal the doom of the Medical Center for a

long time = —_— our lifetine - and it would destroy ell hopo for the growth

and development of Baylor as a strong and vital medical cducational institution,

To be sure Baylor could limp elong under present conditions but the great dis

advantages and handicaps produced by the several niles separation of its hospital

would crcate scrious limitations to its future progress as © first rate institu-

s
t

+tion, Since the Jefferson Devis Hospital is. the only hospital thet can provide

Baylor with adequate teaching material end since it is not possible to move

Beylor next to the present hospital, tho only hope for Baylor lics in moving

the Jefferson Devis Hospital next to Beylor, In addition, it is recognized that

there is a crying need for a new and cnlarged hospital to mect. the growing denands

of the community which has almost doublcd sinee the present building was con-

structcds
|

Tais hope can be fulfilled only if cortain essential principles which |

constitute the basis of a Medical Center are closely followcd in its establishment,

These ettnadelor: as dGeseribcd above and cxtracted fron the Stender and Blalock

reports, have been repeatedly emphasizcd by meny outstanding medical educators.

Excopt for "gcogrephic unity" of the medical school and the hospitel these
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principles constitute the basis for the present affiliotion between Baylor and

the Jefferson Davis Hospital, Bysimply eontinuing this agreement all that

rcnains to achicve a great Medical Centcr and to assurc the future growth and

development of Baylor is to construct the new Jofforson Davis Hospital next

to the medical school, This is the key to the solution of our problen,

Tparheck E k4e Luh“4

Michael E. De Bakey, M.D,
Professor of Surgery and
Chairman of the Department of
surgery, Baylor University
College of Medicine

Januery 27, 1951


