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SUBJECT: Comments on a Policy of SS Operational Programs in the World's Backward Aress

I am puzzled and troubled about the proposal thst SS institute a policy
of conducting operational programs in the world's backward areas, and about some
of the points which arise in discussions of the proposal. To facilitate staff dis-
cussion of this guestion, I should like to try to state some of my thoughts on a
number of these points.

1. The Foundation's statement of purpose, ™to promote the well-being of
mankingd throughout the world," does not necessarily argue, it seems to me, in
favor of earrying on activities in all or even in several parts of the globe.
Activities confined wholly to the United States, or to New York City, could
entirely fllfill the purpose. Under certain circumstances they might do so far
more effectively than much more widespread activities. To illustrate the point
with hypothetical but by no means faneiful examples, let us consider the follow-
ing alternatives:

a. Concentration of funds in support of fundamental research leading to
the discoveries of Pasteur and their applicstion to the development
of medical science versus applying the same amount to the recruitment
and support of healers throughout the world before Pasteur's work had
been done,

b. Concentration of funds in support of the work that developed hybrid
corn versus applying the same amount to the placement of county agents
tiroughout the world before hybrid corn was knowne

e. Concentration of funds on research which will develop specific cures
for different types of insanity versus applying the seme amount to the
establishment of insane asylums throughout the world in the absence of
such knowledge.

Obviously many criticisms can be made of these hypothetical cases. Their
only purpose is to illustrate the point that under many circumstances the well-being
of mankind throughout the world may be far better served indireetly than directly.
The alternative view leads necessarily, it seems to me, to the conclusion that the
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Foundation's purpose is not fulfilled until activities sre established in all
perts of the world.

I should suppose that we all agree azbout this and that I have been
attacking a straw men. Our problem is so to utilize scarce resources as to
maximize their contribution to the well-being of mankind when viewed in long-
run terms. But if we are agreed on this, I do not think we can use the Founda-
tion's statement of purpose to weight in either direction discussions about
_ what areas we should operate in.

Perhzps it will be argued that there are political or tactical reasons
for far-flung operations because of the possible tendency for some members of the
family, trustees, and top-level officers (not to mention ourselves) to swell with
pride at the thought that the sun never sets on the good works of the Rockefeller
Foundation. I suspect we need to be alert to detect and resist such imperialist
motivations.

2. If we are to maximize the productivity of scarce resources, I do not see
how the needs of backward areas can rank high among the considerations on which
we base our decisions. As JH¥ points out, needs among backward peoples sre un-
limited. Moreover, we do not at present heve any effective means for dealing
with many of these needs. Our means for dealing with others are highly uncertain
or of very limited effectiveness. Cur attention should be focussed, I believe,
on econsiderations of whether prospective arezs and problems offer clesr possibili-
ties of meking fundemental and enduring advances under existing limitations of
imowledge, persomnel, and technology. To be sure we must do some gambling but we
should learn not to dissipate our stakes on impossible odds or stacked decks. Tne
of the most begulling sn=res we face is the ever-present argument thet needs are so
grest, conditions so bed, or levels so low, that anything we do will result in
such relative improvement ss tc justify the investment. I would be inelined to
hazard the mssertion that, in terms of long-run perspectives, responses to appeals
of that type sre far more often wasteful than otherwise.

I believe that RF's general policy decision is wise-—that it can con-
tribute more significantly to the well-being of mankind indirectly through helping
to =2dd to knowledge then directly through operating programs. (More on this later.)
But here, too, we face the problem of meximizing the productivity of scarce re-
sources through alterrative allocations to relatively backwerd or to more advanced
eress. And here, tco, I think we face the comtinuous temptation to respond to ap-
peals of grest need by scattering grents which may slightly improve the immedlate
situation but which, in terms of the major objective, are completely or largely

diss:-l.mtgd.

When considering new areas of operztion, I believe that in genersl we
should be unwilling to undertake any program sctivity except where we cen find in
combination 211 the conditions necessary to provide good mrobebllity that 2 really
effective training snd resesrch center will result from the amount we are able

ling . find the necessary conditions in a given place, we
pe o pered to make an investment of

chould still undertske no program unless wWe are pre
sufficient size and durstion to Insure the development of tralning and research to
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a thoroughly respecteble level by American stendsrds. We should refuse to dis-
sipate S8 resources through grants to mediocre or poorly trained people even
though they are the best ones there are, or to zble and well-trained people in
locations where the total situstion is not promising. Such grants would un-
doubtedly improve a little the situation in the place where they are made. But
they would in the long run be far less rroductive of new knowledge or really ef-
fective training than grants more strztegically placed.

Whether or not we alweys fully achieve these standards, I believe they
are good ones to strive toward. Of course, what conditions are necessary to pro-
vide ndequate probebility of respectable levels of training and research will vary
somewhat with subject matter. But the test of productive promise in terms of a
single stendard of excellence should always apply if our aim is to maximize the
yield of new knowledge from cur resources.

3. I am not sure that I zlways understand exactly what is meant by the state-
ment that we should work a2t the grass roots and that RF operations tend to be in-
effective because they work from the top dowme. I, of course, agree that some kinds
of research require direct and detailed scquaintance with people and conditions in
lower classes and hinterlands, and not merely with leaders and population centers.
But in so far as the statement implies, as it sometimes seems to me it does, that
RF operations in backward areas should alweys be directed primarily to the grass
roote, I believe it is highly dubious. In & country where there are 450,000,000
grass roots scattered over thousends of square miles, it seems likely that it will
be highly inefficient if not almost entirely fruitless to focus operations exclusively
or primarily on the grass roots. An abundance of evidence from extensive research
indicates pretty clearly that social changes typically arise in population centers
and diffuse outward from those centers, and very frequently arise in elite groups
2nd diffuse to the messes. In so far =s BF operations seek to produce socizl change,
it would seem sensible to work along these natural lines.

Whether, and to what extent, resources and energy should be expended
directly at the grass roots depend, I sehould think, on the character of the opera-
tion. If the aim is the reduction of malaria through mosguito control, the most
efficient procedure may well be direct operations by RF staff in cooperation with
governmental agencies of infested zreas. When the changes sought reguire changes
in attitudes and hebits of locel populations, zs in efforts to immrove sanitary

practices, more attention must be peid to the grass roo‘bs.in?zt hare;ﬁgoo, gicient
i uires wor t the normal channels of iuence con
e o s D Direct grass-rools opera-

and depending on them for any wide diffusion of resulis.

tions should be limited, I believe, to experimental and demonstration mrojects
carried on in cooperation with the agencies of the country who will be expected to
carry them into other areas. If the zim is to improve medical training and prac-
tice in & backward country, it seems probeble that concentration of resources on
the development of one really first-class medical school at a mejor center will be
more effective in the long run than scattering those resources in nincor improvements
throughout the hinterland. Obviously, twelve first-class medical schools in twelve
leeding centers throughout the country would be better. But that is still no aﬁs
roote operation; end it requires twelve times the investment. I believe one g

medical school would be more vortiwhile then twelve, all no better thean could be
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pravildad by one t‘.malf_T th the cost of one good one. Obviocusly, too, investment in
one mediecal school may not prove very effective. But it is difficult for
me to imagine any grass roots operation which could meke sn investment of similar
size c:; :ifhzziwe in improving medical training and practice zs could one good

I do not think I am wanting in eagerness for the improvement of 1
among the humblest groups aznd in the remotest regions of the gld. But ati'tt::st
our resources can contribute but little to that end. If we are to make them count
the most toward fundemental and enduring improvement, we must use great care to
apply Them strategically. 2nd I believe this will mean applying them to influential
centers or groups much more often than directly to the grass roots.

4. BAnother statement which T am never gquite sure I understand 1 t
we too often err by giving beckward zreas what we think t%t, or what :etha
believe they ought to have, rather than finding out what they do want and giving
them that. I am sure we 2ll agree that FF will be ineffective in its efforts to
2id the advancement of backward peoples if we do not discover the real interests
and motivations of those peoples and learn how to relate our programs to those in-
terests and motivations or else how to develop new interests and motivations rele-
vant to our programs. But the statement sometimes sounds as if it means that RF
program should literally be directed 2t learning what people in backward areas
want and helping them get it. This view seems to me mistaken and dangerous. No one
would argue for it in extreme - and hence obvious — cases, such as a tribe which
has no interest in lesrning improved agricultural methods but wants improved weapons
with which to prey on its sgricultural neighbors, or medicine men who are uninterested
in knowledge about ssnitation but want more hideous costumes with which to exorcise
demons. But I think in less obvious cases too we cannot escape the responsibllity
of meking decieions sbout what will be useful in improving the well-being of menkind
and making BF policy decisions on the basie of our own best judgments. Thie is not
to imply that our cwn judgments are infallible or that they can even be intelligent
in the sbsence of the fullest and most sympeathetic understanding of the points of
view =nd interests of those whom we would assist. But I do not see how we can avoid
the hard necessity for making our own decisions in terms of a ccherent program for
advencing basic knowledge. #nd this forces us, much more tly than we would

omfortable position of having to decide that the kind of

like, I fear, to the unc
assistance people would like is not the kind which will be sufficiently effective
funds to it. In such cases I

in adveneing knowledge to justify our diverting KF
think we must decide that no RF program is indiceted unless we can find means of
developing interests and felt needs in more fruitful directions.

« The sal thet BF should undertake SS operational programs in backward
4 i 1 level of life in those areas by demomstrating how

areas to help raise the geners
the social science lmowledge and skills of the West may be applied most effectively
seems to me to be unwise for the reason thet

of beckward peoples
to the service o ? T seriously believe we are more

T do not think we can deliver on it successfully.
fect

it the social sciences by the undertaking than we are to ef
oo N e The rescon ig that we do not have the

importent improvements in beckward areas. o
knowledge and skills which can be spplied in specific ways to specific situstions 9
with reasonably assured specific results. The models which we must zdmittedly see i
to parallel are the I. E. D. and NS operations. But what parallels can S5 u.ndartakl
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Both I. H. D. and NS can tackle specific problems with full assurance that their
knowledge and techniques are adequate to produce visible results. They can state
in advence what problem they will tackle, whet their procedure will be, what
result it cen be expected to produee, snd how they kmow this to be true. (In
__the case of experimentel ventures that are less clear cut than this, they still
have a large store of scientific knowledge of wide =pplicsbility on which to draw
with eonfidence.) I think SS should not launch operatiocnel programs uvntil it,
too, can approximate these conditions. At present I believe the soeizl sciences
are in about the same position as medicine a century or more agoe when operators
had to depend on empirical knowledge and personazl wisdom becsuse there existed no
basic knovwledge of the causes or cures of specific diseases. And the empirical
knowledge and personal wisdom which we now have in the socizl sciences are of very
limited and uncertain utility in solving specific problems in our owm society.
They are even less applicable to backwerd zreas since they are largely derived

from observation and experience in our own societys

I think we are compelled to be extremely lmble about what we can do
in the way of operations in the present state of knowledge in the social sciences -
and inflexibly persevering in our efforts to improve that stete of knowledge,
especially by seeking progressively to displace empirical wisdom by specifie
scientific principles of known applicebility. 2nd I think we should be ceveful
not to discredit the pursuit of more secure knowledge by too early or too sanguine
efforts to exploit inadecuate knowledge.

6. The net of all this is:

a. I believe we should smmounce or lsunch no operating program in SS unless
and until we can be quite explicit and reasonably confident about what
problem we will attack, how we will operate on it, and what results are
to be expected. In addition, we should be sure that the importance of
the results to be expected and our eonfidence about produecing them are
sufficient towarrant the cost of the mrogram - realistically estimated.
I am very skeptical sbout our being in a position to do this either

Now Or S00n.

b. I believe we should concentrate on the most effective programs we can
devise for advancing basic lmowledge in the social sciences.

¢. This would confine SS activities in backward nreas to:

(1) Helping to develop centers in backward areas where native
groups can carry on significant social research and train
effective research people. This should be attempted, in
my view, only where the combined elements of strength in
the local situation are such that a really competent center
can be expected to result from what we can and will invest -
and where continued local support of the center may be
expected after our support is to cease.
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(2) Backing research projects by qualified personnel which eall
for work in beckward areas directed toward adding to basic
knowledge in the social sciences. The relevant criterion
here, however, would be the importance of the seientifie
problem and the feasibility of the project rather than ex-
pected benefits for the beckward area. IHD and NS opera-
tions in backward aress may mrovide unusual opportunities
for significant study of important social secience problems.
This possibility should be explored and exploited. Here
too, however, the eriterion would be the same as stated
above, not expected gains for the RFoperations.

In addition thers msy be instences, and we might seek a few, where
there is hope that an SS backed spplied research project in a
backward area could prove useful to the country or to one of HF's
operating programs. But here I think we should proceed with great
czre and undertake = project only under the following circumstances:

(1) The aim is to secure information, not effect social change.

(2) The RF operating group, or some agency in the country, will
agree that the information, if secured, would be useful in
some specific way to its operations.:

(3) The information to be sought is clesrly specified and the
necessary technigues and personnel are available for the
undertaking.

For example, social scientists might be able to conduct a study which
would show some of the wesys and extent to which RF operations might
be having unintended disruptive effeets in a beckward area. It is very
much more uncertain that present technigues could lead to any secure
information about how to modify the operation in such a way as to
achieve the results it is seeking,but with the eliminstion of the un-
intended consequences. It is probable that studies of economic prob-
lems involved in the attempt to raise the level of life in backward
areas could provide significant information about limitations and
obstacles which should be taken into account. It is much less clear
thet they could provide secure information about how to achieve the
desired results in the face of Pimitationsamd obstacles. #And it is
practically certain that they eould not provide convineing proof of
their eonclusions to any responsible operators who are inclined not
to be convinced by the report. Such studies are likely to be useful,
therefore, only where some operating group in the area involved is
inclined to be impressed by the information provided and to be in a
position to try to use that information in some actual program.

Providing opportunities for grass roots training of social science
personnel in comnection with FF opersting programs in backward areas
may be useful in special instences, but I am dubioue about the useful-
ness or possibility of a large-scale general program along this line.
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If the aim is merely to give a large number of socisl scientists
some personzl experience in and acquaintance with & variety of
backward areas sround the world, it seems to me that Carnegie's
aree fellowship progrsm is alresdy underteking this in a very
sensible way and in relation to & program for utilizing such ex-
perience in its area projects. If, as I would argue, RF should
underteke such activity only where it is clearly and specifically
useful for carrying out needed research or developing specified
research skills, I =m not et all elear about:

(1) Where we could possibly find several hundred qualified people
during the next five years to spend from one to three years
in beckward areas, or,

(2) Whet they would do during this period in the backward are=s
or vhat specific reseerch techniques they would thereby =c~

quire.

In instances where we do find people who need and will sccept
such training in order to increase their research capecity, and
vhere 2 clear progrem serving this purpose cen be defined, T am
sure we should proceed. But I cannot see how this can be ex-
pected to develop into a very extensive activity if we hold to
a criterion of importance for a program of increasing basie

knowledge.

This leaves us, I realize, without any impressive program for ex-
pending operations or research in beckward aress. £&11 it does is
commit ug Yo be on the alert to find and besck research projects in
our basic research program which czll for research in backwerd sress,
or which seek to provide knowledge which may ultimately prove applic-
able to the solvtion of some of the problems in backward areas. And,
with special caution and modesty, possibly to undertske to find per-
sonnel for a very few applied research projects which may prove help-
ful to others in their opersting programs. These we would undertzke
only where the problems sre explicit, the personnel and techniques
svailable, and the riskes fully understood and accepted by the clients.
The adventage of this limited proposal is that it does not overextend
us by arousing unrealistic expectations which we have little likelihood

of being able to fulfill,
1D,

3/22/49.
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