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NOTF;s ON wJ'MORI.AL OBGLNIZA.TI C}J A.ND POLICY 

by 

Beardsley Ruml 

From the standpoint of field and nrogram: 

A. Social science . A very fruitful field . Must be extended to include 

anthropology and ethnology more completely in view of Rockefeller 

Fou.ndation change . Methods to date satisfactory for preliminary 

steps, but entirely inadequate for future . Large endowments must 

be provided at strategic centers. Fellowship s.rea Ilii.lst be extended . 

More attention to undergrHduate instruction and more attention to 

secondary curriculum , unless General Ed.ucation Board a~ea .. unes this . 

General policies proving effective . Surprising lack of public 

attack or public interest. 

B. Social technology . Schools of social work good stra.tegy but limited . 

Must cover public administration, especially sta.te and munici~al .. 

Professional training and demonstrations . Must proceed with extreme 

caution. Safest point of contact probably public ca.re of depenclency . 

Relates closely to criminology . Also to race relations . 

Schools of business . :Be ·orepared to strike hard at first real 
\ 
'---

op:portuni ty . .An extremely stre.tegic point .. Schools of law should be 

studied . In these field.s, both research and professional instruction 

worth attention in view of social consequences . Some day journalism .. 

C. Child study a.nd parent education. A fundamental and very pervasive attack 

on child welfare . Research should be literally dev~.oped at a few 

centers . '!'raining of leadership , personnel. Variety of experiments 

in adnlinistration of uarent educa.tion. Large }Y!Jbl ic interest increa.ses 

Iv~emorial o~9uortuni ty and responsibility. 
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D. Race relations. Emphasis on American negro. Memorial ' s concern urimarily 

threefold. (t) Research on social asnects , (2) Professional education 

in social work, business ctnd law, (3) Outste.nding ameliorative activi­

ties. Future program should emphcisize (1) and (2) . Fisk action very 

important. Continue present emphasis on .America.n negro . 

E . Criminology . A branch of social science and. social technology . Present 

emphasis due to public importance. Should not be conceived permanently 

apart . Valuable emnhasis for realistic integration of science, 

technology and common practices . 

F. Contributions to miscellaneous org2nizations for welfare work should be 

discontinued in line with ~resent policy. Policy should not preclude 

occasional miscell&neous contribution, e . g . university nresses , 

Americ2n- Scandinavian Foundation. 

Orgs.nization: 

Staff . No rigid division of field . l\fo subsidiary sections . Titles only 

for EHL'"Ilinistrati ve relations with outside . Highly centralized resnonsi ­

bility and control in Director . Results in extreme mobility; nerhaps 

excessive respons.ibili ty in Director . Seems to vvork for time being. 

High grade secreta.ria.l assist ance . Pol icy of other Boards a hancli cap 

on salaries . 

Boar d . Small number advantageous . ~~eak in scientific bacl{"ground . Executive 

Committee extremely mobile and effective. Consi(1ering i n tim; cy and 

interest Executive Committee hol ds to its nroper function admirably . 

Finance Committee organization t¥eak. Missing biggest uncultivated. 

field. Doubtful Lirector a member would help, but change in policy 

a.nd me thad sadl y needed. 

Trustee Committeesof Review. Temporary . Every three years . 
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Fiscal Policy. Short distance from major issue on restriction of 

field or liquidation through a.npropriations of principe1 . · Advisable 

for reorganization c~rn:r:i ttee to vmrk through this issue . Favor 

liquidation perronally. Cannot be very rapid at best . 



r.:r . Ra.yn1011d E. Fosdick 
61 Broadway 
:>Jew York City 

Dear -r . Fosdick: 

December 28, 1926 

In COl1fplie.nce with your letter of December 14th I am herevri th 

submitting some suggestions that might be considered in connection with 

makirlE plans for the Memorio.l 1 s oper ation and future . Kindly consider them 

as described, n&mely, suq;gestions for consideration . Had I been a.ware of 

suecific recommendations that should. be made I v!ould of course have submitted 

them from time to time to Dr . Ruml • 

The first paragrauh of your letter refers to administrc" ti ve 

machinery. It seems to me that in concddering this i tern it should be noted 

that the · ~emorial ha.e- given much thouez:ht to this phe.se of the situation 

during the -past ~rear . The problem to be met ·r.tas r,n exceedingly difficult 

one and. consisted of endeevorin~ to devise a s:vstem that would keep tBbs 

on the development o:· research work and of the results obteined. from 

donc..tions made by the Memorir;l . The very nature of research work maker 

such an undertakin€· a very difficult one . In endeavoring to meet the 

situat ion Dr . Ruml appointed a committe~ of y.hich I was chairman, --..,nd ~~e 

.1ere not successful in developing an effective plan which was accepta1Jle 

to all of the members of the sta.ff .. Thereafter another committee was 

e .. ppointed by Dr . Rmnl of which .Ar . Ol.1.thwc;ite was the chEdr::na.n, and their 

report "."ri th reconurendations was adopted and is now beint: put in oper&tion • 

.b.dmi tting that. -oroof of . &ny lYo.dC.ing lies in the ee.ting, never-theless, I 

believe thc:t the Outhwaite plan is a very promir.ing one and if roperly 

carried out will unquestionably prove very beneficial . 

_4 
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I think a letter of inquiry of this nature is an excellent thing 

and lead.s to a sh&rper and more cri tice.l examination o:' our work ·hich is 

good for all of us . It elso indicateE the mutual a<ivants . .ges that would 

follow from more freq_u.ent con tEet bet veen the staff members and_ the officers 

E.nd trustees .. The dock:et items should not form the only connecting link. 

l!'hese items represent conclusions, but lots of times when we have idees in 

process of develo-oment , and_ no doubt the seme is true of the officers and 

trustees, it would be helpful occa.sionally to discus::: them . 

With regard_ to the inter-relations bet·veen the VErious Rocke-

. feller founde tions, I ·would suggest tpat it woulc,_ be helpful to have a 

loose- leaf booklet corapiled rvhich would state briefly the names of the 

memoers of the va.rious orgc.nizations and. the particular field of end~evor . 

As a rem .. llt of a little over a year ' s )artici1Jation in the 

1~ .. emcrie:.l 1 s :vork, I find myself faced with two outstanding conclusions : 

First, that to obta in the results that should be obt~ .. ined from the use of 

these unprecedented fm.mcletions, or in other words, to make them accomplish 

the intentions of their donors is ~1- tc:sk of extreorc1i:nary· difficulty . Secorr1, 

that while the functions of the trustees and officers Ere of vitcl imoortance, 

it is p robable that in the long :r'..:tn the succese. or f&ilure of the under­

t bking will denenct '!?rimarily on the initiative, cr!Brocter and all - round 

ability of the operc.ting stnffs . It is inevi te..ble tba.t in at least nine times 

out of tE:n the trustees will see the problem through the eyes of the staff . 

The Trustees have the power to donate either the interest or the principal 

sum of the endowments . Unless they are 1?r8lJared to take such ste9s as ma.y 

be necessary to maintBin the staff ' s ability at a.s h igh or higher ooint 

than c~n be found elsewhere, it would seem that the tru.£tees should gtve 

serious consideration to the distributiotl of the -principal . At all events, 

consiclerstion must be given to the m2.intenance of the personnel of the 

various staffs on a very high -plBne . 
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The nature of the work to be done, and the plea.sent surroundings 

tend to ma.ke it easier to secure such a staff. Hov?ever, unless a proper 

comuense,tion is -paid, it woulcl be difficult, if not impos::.ible, to maintEin 

standa.rds. It is not suggested thc:.t the ra.te of compensa_. tion should eqUB1 

t"h.at in rrLny COIIil'Derical lines, but if the nroblem is not solved on thE·t b~si8 

it should be solved on the basis of considere. tion of what ere the reasonable 

requirements of members of the st&.ff 1 i ving in Hew York City. Let us presum.e, 

for the sake of a.rgument.that the trustees believe tbt:,t o. member of the staff 

should receive sufficient -r:ay to enable him to merry, live modestly in a 

decent neighborhood, maintC> in a fcmily and educcte the children, and have 

enough left over for some rea.sonable recreation and trc:-vel E.md meet extra­

ordinary doctors 1 bills in case of unusu.al illness and to nrovide a comoetency 

for old age . I am trying to picture an existence with some 1 eew,..y for a cul tulb 1 

background. It U:lcY be th~ t that is now be~ng done . As fE-.r as I kno "", there bas 

never been E.ny thorough investigation and consideration of the controlling 

factors from which to dreJ!J' a conclusion . I have heard it sta.ted that in a 

general wey the s&.1aries E:~..re believed to corres pond. with t h ose of nrofesf,ors 

in a university. I personelly doubt if that_ is a prouer yard stick to 

measure -by because the pro-per fulfillment of D staff position requires not 

only stud.y and trcining but a larger measure of administrative ability than 

is required of a professor . And in addition,- a wider socic:1 life snd the 

maintenance of more contacts mi th ·ceople of large &ffc- irs is necessary than 

for a professor . However, considering the 1;roblem for the moment cs being 

on a parity with that of the cc-se of a -professor, we find beads of deTt~n·t-

men ts rece i ving an equal or g reater salary -than staff members s.nd 1 i ving in 

smc...ll uni verBi ty towns where not only the general 1 i ving scele is very 

· substc-ntially less than in •l\evv- York, but the socif'_l demEnds are reg:n.lated 

by tbe university faculties in the same w.anner tho.t occurs in an army t)ost . 
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In the cr £e of the secretariat, equally ct:treful consideration 

seems to me to be d.emHnclecL but from a somewhat different approa ch . At the 

present time the secretari~t does not receive salaries equal to those pcid 

in commercial houses, lew offices end banki ng inst i tutions in this 

neighborhood . As in the case of the ste.ff, there are some con.T9ensating 

factors. As I see the situation, the most important one is the possibility 

of advancement beyond a fixed level . I dou-bt if we have this thoueht 

sufficiently in mind. The training received at least in the ~~emorial is 

broad in sco-pe and rather unique in char£l.cter . It should be an important 

fe-ctor in fitting the member~. of the secretariat for !>Ositions of 

responsibility in state Pnd J?rivate institutions ca.rrying on social 

welfare wor~<: and in the universities, and of course from tine to time to 

advancement within our own orge:1nizat ion . I think the tru.stees and officers 

t=md members of the steff could be more lart:·ely helpful in this rego.rd. 

In considering the scone encl s-pecific plans for the Memorial's 

work, it is interesting to note in passing that while our ?"Overning body 

is termed :Boa.rd of Trustees, they are actuctlly directors of a corporation 

end function as such rr>.ther thtm as trustees acting under a definite deed 

of trv.st. I realize t:t&.t the terms 11 directors11 and 11 trustees11 are inter-

ch&ngeable, but they have acquired & different meaning in general sneech ~ 

Now the result of this is tr.!.at the !,1emorial is left singularly free to 

develop as ma.y seem best from tirr.e to time. This fact is indicated by 

noting that while we are incorporated cts a charitable organization, our 

work at the present time is ls . .rgely in the field of educetion . On the 

other hand, we have not the clearly outlined policy e_nd general cdrection 

that wotlld !wve resulted from a definite deed of trust, and it follov s that 

the burden of supr;lying such direction is plsced on the trustees . 
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The urepondera.nce of the work of the .'iemorial is in the field 

of the sociLl sciences and considerable cpre bas evidently been taken to 

ind.icate in a general way the course that should_ be uursued. The oriE:"inal 

memorandum on this subject prepared "by ..!essrs . :Buttrick, Vincent, Rose and 

Abrahcm Flexner has been somewhat revised ancl presumably v1ill be subject to 

further investigation in the future as knowledge is acquired by exnerience. 

The revised memorandum sets forth some twelve noints. P&.ragranh 5 is of 

mo.jor importance, and in my judg.ment should receive critical consideration . 

It reads as follows: 

11 1Jot to attemnt to influence the :'indings or 
conclusions of reset:!rch and investigations through the 
designation of either personnel, snecific problenw to 
be attc:cked, or methods of inquiry to be ado-nted; or 
through indirect influence in giving inadequate 
assurances of continuity of support . 11 

Part of this seems to me splendid and ·oart of it doubtful . It 

seems to me tremen<lously to the credit of the Memorial that it bas so 

carefully refrcdned from attem ting to influence the findings or conclu~ions 

of rese.s:rch s.nd investigr.tions through the method in which suuport is given 

or otherwisee The rest of the parc,gr&nh should. be considered in the light 

of the apparent line of development of the Hemoric1 1 s work. Presumc;bly 

when the field of the social sciences was first entered, considerable 

number of lines of activity was submitted in widely different fields. To 

a la.rge extent they were appa-rently accented or rejected on the OE1sis of 

their individual value . As time went on it was inevitc:J)le, if the l~emorial 

v:as to be effective, thet it could not "be spread out too thin . And while 

the l!emorial was mE in t.s ined in the si tua.tion that iJOuld. nermi t of the 

takine on of ne¥' and. v&.lueble projects, it became increasingly identified 

~ith certuin lGrge endeavors en~ fi6lds of activity. From this point, 

as we look ahead, it seems certc:in tha.t we cannot rely on chance for the 

proper development of the fields. To an inc rea sing degree it will 
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"9robably be necec,scry to snecify nroblems to be: attacked and to endeavor 

to ascertain and o.esignate the most highly trained and generally comnetent 

personnel to carry on the vvork. There is no reason lV'hy this c.;.nnot be done 

in a scientific manner ana_ ,, i thout in::-luencing conclusions or findings & 

Orga.nizations such as these are a.pt to become very timid . The 

suggestion of a protject CE.uses shudders and if the problem to be studied 

through the pro.ject is one which is of every dey importance at the uresent 

time in reE·ard to which there is sharp conflict of public opinion, it is 

only huma.n to be tempted to pass it by and to rnoke some undertaking in 

Chins , Egypt, or the heart of Africa, or SOllie other ulace so far dist&nt 

that the clashes of ~ublic 011inion will not reach us here . The donors 

of these funds hove been so careful not to unduly circun1scri-be the fields 

of activity that it is sometirres hard to 'know just What they had in mind . 

But presumably they intended to make the present world at the present time 

a better place to 1 i ve in by endea.voring to take some of the s&nd out of 

the ge&r box. If we are gain~ to do th~t we must do it with the knovledge · 

tba t some of the undertakings will not come out the way we w Ln t them to e>.nd 

sometimes we vd.ll be subject to very cor~sid .erable criticism. Along tl1is 

same line, it might (?er11E-"f:lS be beneficial if we could rna,ke e rough cash 

forecast and budget under the terms of which a cert;;in percentc:ge of the 

income would go to pure research and_ a cert~in nercentage to the study of 

pressing problems of the day . 

Of course, in our work in the sociol sciences we claim to :be 

developing a considerable num-ber of idea.s that ,. ill have &n important 

effect on the conduct of industry in this country. If these idea£-, or a 

substant i al nart of them , may be f'OOd. we ought to apply them ourselves ~-

as well as handing them on to somecne else . We have enormous :funds at our 

disposal end they have umver 1)oth ways - that is , not only in the way in 
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which they e.re e:x:pende<]_ but through control of the source from wbich 

they come. If ve do not rr.ake full use of them we are 1ike c~ bird trying 

·to fly with one wing. By way of s"f)ecific exanmle, the cress advises tr,at 

next Sl:)ring we are thre·atened with an enormous strike in the bi tun1inous 

cocl fields. It is my unders.tand.ing that the Memorial is a. large stock-

holder in comppnies beving interests in these fields. As far as I knov, 

there is no member of the stBff of the :temoriel who is familiar with the 

facts in the coc:.l fields, who has 2.ny idea. as to whether there should or 

should not be a strike, and whether or not the conditions .are as they 

should be. During the last few years people at large in this country, and 

the governinent itself, rJE,Ve been grGatly .interested in investig~tions of 

certain phases of the conduct of the oil business. Gra.ve charges were 

made, but it was difficult to get at the facts because a nwn~er of the 

officers of some of the large oil corcc_0anies in which doubtless the 

Memorial or some of the other foundations are large if not controlling I 

I factors absented themselves from the country. With a. wide diffusion of the 

stock of the large corporo..tions, c ompc:.1rati vely small blocks may become, and , 

frequently do become, controlling factors. If Justice Brr::.ncleis 1 statement 

tb£1.t there is no su.cb thing as · an innocent stockholder is correct, these 

are rna tters tha. t shou~d receive e&.rl iest consideration since they affect 

not only the cose in point but the nation's attitude towctrd these gree.t 

trusts. 

~Vhile it is of course right and pro1"'~er the.t the funds el1ould be 

liberally disbursed without re@~ard to race, creed or color, it ·muld seem 

proper to hfve in mind two qualifications, namely, (a) that if the 

scientists are right certain stocks are ce-pable of fa.r gre&ter advancem~nt 

than others. Would_ it not be wise to see that sorr.e funds are given '.vith 

the ideo that they reach certr-.in stocks r· ther t}}c:n given for nroblems? 
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(b) We should be careful to see that tl-,e institutions to VJbich we contribute 

are actually using their funds without regard to race, creed or color when 

they puruort to do so'r I have in mind two lc:rge charitable orgenizations 

which adrni ttedly are giving somewhere from 75 to 90?~ of their resources to the 

members of one creed c::nd &.re giving uractically nothing to another creed 

mr:t.king un a very lc-Nrge percentage of' the nopulation of New York City end 

by official figures make up over 50~& of the po~"'ulc:-tion of the great 

borough of the Bronx .. 

V;i th regard to the selection and handling of our fellowshin men, 

perticul&rly from foreign countries, there .seems to me substantial room 

for improvement, but e.s this is a me.tter that is being intensively studied 

at the present time it does not seem necessary to go into it. 

\;'i th regard to problems in the social sciences relating to man 1 s 

rel"tion to man and man ' s relation to his govermnent,there are four factors 

tP~t seem to me of importance th&t are not receiving sufficient considera­

tion. 'I'he first of these is character buil d ing in the universities. It 

is g oing to be a. long time before the mill enium arrives in this \\0 rld, and 

people are much happ ier when they feel sure that their employers and their 

go,rernment are trying to give them the vell-known square de;:.. .. l. That 

can only be done from having employers and governments made up of men 'ho 

have been trained with this thought. To my mind it 11ould have a larger 

effect than the actu&1 number of hours of work, r 1ount of wages or living 

conditions, important as all these nroblems aret because· if the will is 

there these things will result from it . 

Second, and this is a suggestion that I know CFnnot be acted 

on in this country, is tbe question of -politeness. I think one of the most 

irritBting things about livingin New York is the too frequent e"'osence of 

p oliteness on the part of the public. .Anyone who feels that we have e good 

form of sociE1 adjustment here should t c.ke a rid.e in the subway, but its 



- 9-

epplication is a gree t deal wider tb8n that . 

Third, and this relo,tes ;ack to the first s·i..1.ggestion , the 

country is u.ndoubtedly suffering as a result of growing breekdown of 

formerly accented religirus tenets .. This is not rc-nidly enough being 

replaced by e .. new ret igion or even a new moral code . It wm.:dd be 

interesting and perhaps fruitful to bave some inves tig':\tions ma.de in 

this field , quietly and among the non- church ~·oir:g ponulation . 

Materielism cannot be tbe an~.wer to ever ything . 

Lastly, how are we going to correct some of the bad effects 

of the a:pparently inevitc>ble integration of industry'( Is it not 

necessary to develop means tba.t wi ll perpetuate initi""'tive, individuality 

and self confidence in the population ~vhen the time comes that we Ere 

nractically c:.ll enroloyes'! Possibly this is 8 11roblem so important to 

the commercial life of the country that we may safely rely on the 

heads of the grec.•t industries to vork it out themselves . I em ~ure I do 

not know, but would like to feel that the tru.stees had the .rratter uncler 

consideration . 

Sincerely ~rours , 

(Signed) Lawrence B. Dunhem 

2 



Decerd:er 31, 1926 

:.iemoranclum on pergonal observations rel& ting to the effectiveness 

of our work . 

During the period that I have been with the 1J.emoria1 its 

activities and its staff have steadily expanded . Due to thie exuansion, 

together with the increasing insight that I was getting ir .. to the field. and 

wethods of found.ation work, lc.,rgely through the guidance and assistance of 

the Director a.nd my other associates, questions necessc;rily arose in rr,y own 

mind from time to tir£16 rele. ting to all the various -oh::-ses of the work, 

including the administrctive machinery . 

~1e..ny of these questions ansv.rered t:bemsel·~res ::-~s time went on but 

the most decided progresr: in clarifying my concert of the ad.mini str&,tion, 

of my \"ork, and o:;: my relations with rr.y associates, probBbly because the 

time had becozle generally ripe for it, has been mao e during the nast five 

months . 

The staff meetings at Hanover last August conducted by the 

Director, the Report of Committee 4?2 ana. the subsequent obsE:rvances of its 

findings, and. finelly the gathering c-~ t Colonel \Voocls' hon:e to meet the 

Trustees and the Officers of the .;lemorial have altogether left little 

doubt as to what the individual func t ions of staff member~. sboul d be . 

Probably one of the most important phases of the work wbich seems 

to be extremely helpful to all ste.ff members is that we keep as much as 

-possi-ole abreast with the ]oard1 s uoint of view regard.ing the mc;.jor projects 

anct tendencies as they change or develou from time to time. The actions 

taken by the :Board. reveal tllese vievrpoints to a, certain extent at the time 

they e,re tElcen . Past actions over longer pericxl E., shmv trends, as do, of 

course, entirely newprojects which a.re acted u•?on fevor~,bly, but it seems 

13 
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essential that our conception of the Board 1 s vievq-po int al weys be as e.ccurate 

and up to date as it C8n be . 

Then there is, on my art, a decided desire for informal e~nd very 

nE.tUrE,.l contEct with those enga_ged in the S?..1.'11e -ohases of foundation work as I 

un engaged in . In business, for instance, bankers like to mingle with 

bankers - it hel:9s them - so I should like to meet with foundation people, 

informally, ~nd more frequently than I do . 

For instance, Mr . Lyn<.i 2nd !.lr . Lytell of the Con:trr:onwea.1 th Fund. 

recently asked Mr . Stubbs, Mr . Frank and myself to luncb for a.n informc1 tElk 

on the h&ndling of the scholars . In that particular instance it seemed to 

me that we were ~robBbly able to give them a little more in the v.ay of ide8s 

for possible inrJrovement in some directions than they gave us, but it was 

vorthwhile all a.round, nevertheless . At another time this -particu.lar circum­

sta.nce might be reversed, and one remark might count for a great deal . 

Our contacts on the whole are necessarily quite reserved and I feel 

that it would be a d.istinct anvantage for our general outlook to rr.eet as nwny 

individuals as we can, with whom we II18Y bave an unrestricted general inter­

chc-:..nge of ideas and attitudes auart from specific subjects . 

~bether more contacts with members of the sta.ffs of foundations 

other than the Rockefeller foundations would be advise.ble, maJy involve consid­

erc:t ions with ¥bich I e.m not famil ie,.r, but the members of the s tc· ffs of the 

Rockefeller foundations b.a.ve the common grom1d of what might be called a 

family relationship , and therefore need have no restrictions among themselves . 

VIi th the feel in£" of restraint removed at inforrr~ gat herings, I think certain 

benefits would undoubtedly result over a re riod of tirEe frorr. such contacts, 

and my thought is thet possibly a convenient c0111.'110n meeting place for lunch 

might be design;;: ted on say t1.io or three d&ys a week and each stc.ff member 

obligate himself to lunch there on at lea.st one of these days each wed<. 

-~ 



If it v:ould be of a.ny assistance to the Committee tbat I answer 

specific questions on any points, I shoulcl, of course , be willing to do so 

frE~nldy, as I hB.ve no confidencES to withhold . 

($igned) Rl1dolf C. Bertheeu 



~·BE LAURA. SPELMAN ROCKEFELLER .t:E~~O"""'IAL 

S t . Loui s , _ o . , 
December 31, 1·'""26 

Memo randum for the Cor::rrni ttee on Reorganization 
by the Memorial 's Rep-resentative for Gree.t Britain 
and Ireland. 

My connection ·.vi th the Memorial dG.tes from .Anril 1924, when 

its scheme for fellowshins in the social sciences was explaine to me 

in conversation bv ·y~r . Frank Aydelotte. A:na.rt from the generous and 

large minded spirit of helpfulness 1 hich insuired it, I was chiefly 

inroressed by the J..emoriL1 1 s comn:endab1e desire to keep their ~cheme 

flexible f,_nd their me tbods informal. The admiration I then felt hBs bee-n 

strengthened by wbat I have since seen of the Yrork of the- 1~1emoriz1, and 

notably by the recent magnificent extension of the scheme to ena" le men 

zncl women from one European country to work in another. .I -propose to 

begin the re.ther disjointed. remarks whicb follo·~r by mentioning some of the 

points President Aydelotte emphaEized to me a.n:l considering them in the 

1i6ht of two and e hc.1lf years' exnerience. 

1. Avoidance of undue oub1icity. TJ::is, I am sure, ·as wise. 

The fact that the fellowships are not ad.vertie.ed in the Press, and tbF<-t 

appl ica.tions are not in vi ted from candidates, has certainly saved the 

Representative from the flood of unsui tEble ap·;lica.tions ·~hich the methods 

of the 1 Commonweal th1 scheme involve; end I tbin_l.c tnat a.ll pro:nising 

sources of candide.tes can be tauned by our method of communicating, in the 

first instance, only with heads of universities, colleges, den~rtments, 

etc. , and peo-ple in similar pos L tions of kno .. vl edge :::·nd rerpons ibil i ty. 

I do not think we suffer in orestige from the absence of r;;ress advertise-
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ment , though I believe no harm would be done were I allowed to send to the 

Ti ·.es once a. year a list of the Fellows appointed, as Sir ,. alter Fletcher 

does in the case of the medical fellowshi·::.s . 

2 . A~ent of selection . Whether the idee. th&t t1•e res·oonsi.bility 

for selecting Fellows should rest with an indivi:luL~l , rD·\.ber thc,,n a comnittee, 

bas tiorked well , is not for me to say . The method c:don:ted no doubt increeses 

the element of gc.mble and :possibly narrows the field ; on the other hand , it 

n1inimizes delay , and m:. kes it easy to deal with a1Jnl ica tions from time to 

tirr.e throughout the yea.r - whereas the 1 Corrunonwecl th 1 selection com.~.1tittee 

mc..ke their decisions a,t one date in the SlJring . The ")O£sibil:..ty of consult -

ing an informal committee is certainly hel ~"ful .. In the first year I oved 

much to the advice of three gentlemen vrhom I conEul ted unoffici::.lly at a 

single meeting, after circulatin5 to them c 01::ies of the relevant n0:oers . 

(1hese advisers were Sir WillialYl Beveridge , Professor H. '"i . C. Davis, nd .r .. 

11' T -.- '"'V.l.on ) ; • • J.Jc ·., u • In 1925 I intended, ith their kind consent, to reveat this 

procedure , but eventuE;.lly I found it unnecessary, and I did not he,ve recourse 

to it this year . 

On every ground, exce;}t tbc: t of ti1re , I arn g1a.d that the ,. ctual 

a•:;po i ntment of Fellows rests with the ~ emorial . 

3 . A Rcnresentative for Irelc:nd . I know that one public man in 

the Irish Free State hEJs expressed his opinion that, ultim£Jtely c;.t any rate , 

there should be a separate Represent tive for the Free State . 

Eitberto , 5 candida.tes from the Free State have received Fellow-

ships (out of 30 awarded); 4 from Trinity College Dublin and 1 from the 

National University of Ireland ( University College of Cork) . ' hen visiting 

Dublin on the business of the "'~emoria1 last year, I bad conversa.tions wi t h 

of'f~ci&ls of the Free Stete Government as well es with re-presenta.tives of 

both Trinity College and the Nationr...l University .. If s. separate Representa-
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tive for the Free Sta.te is appointed, he will no doubt be G :person accer,t­

able to both elements. I pr~sume that 11 Forthern Irelandu will remc.in m1cler 

the purview of the ReJ?resentativefor Greet :Britain. 

4 . Su1J.jects included . The term ' Socic~l Sciences ' is not so 

familiar in Entl&nd as in Ame~ica, snd consideration has been needed :vhether 

certain applicationB fell within the scoDe of the scheme or not . 

In .hiconornics, I-olit.ical Science, Internetional La"~Y, Jurisnrudence, 

no difficulty arises . 

Sociolo.:::-y is e subject regarded with some SL1.S-rficion in Great 

:Britain, end .. 10t entirely without rea~on, since it ha.s been very slightly 

develo1)ed and m£y be sBid - on the analogy of Economics - to be still in 

the pre-Marshallian epoch. It does not e~t -present attract - at c:;ny rete 

un~er the n&~e of Sociology - many of the best-young students : it is 

necessary to bevrare of :peoole with vague cu'1cl wn shy ideas, without intellectual 

·oite, who may present themselves in this subject . 

To some extent the same is true of Educ~tion. 

A candidate in Philosonhy may be exnected to show some s1 ecic.l 

reason l!'rhy he should be financed to cross the Atlantic in the -oursu.it of 

ab.strc..ct truth. I det:l below · ith one such case . 

Psvcholo&;y is on the border of medicine . One application I re ­

ferred to Sir ·}~.1 ter Fletcher, and at his request left to him to deal Mi th . 

Anthro:gology has so far :provided one Fellow; the a:onl ication 

of a cra.niometrist was judged by the Hemorial, properly in my o·9inion , to 

f&11 OUt side itS SCOJ;>e . 

Hist_ory must evidently be included, at any r&te certein fields 

of history . Possibly an Englishman wonld be inclined to include more 

fields thHn an .American; but in one case, the history of nolitica.l theory, 

I found a, Professor at Harvard ,just .s.::- nositive as scholars in ·ne'land 

tbe.t the study of mediaeval doctrine of 1\fat·o.ral La.w was an irr.J?ortant topic 
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from the point of view of the social sciences . I , myself, refused a.n 

application concerned with mediaeval naval his tory, ancl the ~.1emorial de­

clined one concerned with mediaeval monastic life. 1/y own view is thBt 

each case must be judged on its merits, but I would certainly not 

necessarily exclude mediaevel or even a.ncient history .. Books like Zi~ern 1 s 

1 Greek Commonweal th 1 , :kine ' s ' .Ancient La.:;v 1 , Heitland 1 s ' Agricola', which are 

studies in a past civilization, seem to me quite as valuable contributions 

to the social sciences as are researches into the habits of savage tribes . 

It may be more difficult, however, to show why the scholar should go tbroad 

for his -puroose .. 

..Jieog:ra,phy h8.s as yet produced no cendida.te . 

5 . Fellm ~hi ns open to men and won.en alike . This has caused no 

difficulty& Of the 30 successful candidates from the British Isles, 8 hLve 

been women. 

6. Qualifications . When the scheme was first broached , I believe 

t1'ere -,as some idea that Fellows ought to be people who on social grounds 

would be likely to promote friendly relations between the two countries . I 

unders"hs.nd that now the test is regarded as wholly intellectucl, and this I 

think a good thing , subject to the permissibility of rejecting candidates 

1 ikely to promote po si ti vely bad feelings • 

.As to the intellectual oualificc.tion, President Aydelotte End I 

agreed that we would aim at vhat is understood by the phr8.se ' Fellowship 

standard ' in the older English universities , as Op)osed to that of 1good 

rese'"'rch worker '. We wanted men vd th distinction and ori.2inali ty of mihd , 

v·ho would not merely work out idees given them by others; or, to -put it 

differently, men whom it would be of ad ventage, not merely to their own 

development, but to that of the social sciences, to heln to reseaTch abroad . 

Some such criterion must, I think, be m&.in-t[~ined if the scheme is to remain 

manageable. One mi~ht like to go furtl:er and ei::n at secur.:.ng only those •ith 
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• genius 1 .. But to pick out genius requires a kincl of genius in the 

selector. If one per c.ent of an ordinLry mc:n ' s selections prove to uossess 

the divine quality, he ought to be well content .. I am very conscious of 

the shortcomi~s of my own work in the matter of selection : but it is 

"wvork in which exoerience should tea.ch a lot . 

A further point which it was agreed owht to be teken into 

consideration was the likelihood of the candidate ' s attaining a position 

in which the assistance given to him by the award of a fello~ship wruld 

result in benefit to the world at large . Successful ac8.demic teachers, 

journalists, and pub~ ic men would evidently qualify in this way . 

7 . Candidates from non- aca.demic fields . rr~is l a st c ons i derat i on 

raises a poiJ.lt which I consider of great imnortance . [According ito the 

gospel I received from President Ji .. ydelotte, •;bile Fello·ivs should all I>Ossess 

high intellectual ability, they need rro t &11 necessarily re-~:>resent the 

strictly academic point of vievv . They might be, or hope to become, 

politicians, journc:<lists, preachers, --d.ministrators, civil servk1.nts . The 

tests were whether or not they would co:na:act their inquiries in the attitude 

of the true schola.r, and whether it 'lies for the public service, or for 

their private advEntage, thG.t they wanted a fellowship ~ This breadth of 

outlook o.a the !Lemorial 1 s part delighted me from the first, and I still thiiLl< 

it not tbe least valuBble feature of the whole scheme . ~'Iork of the highest 

L11ports.nce for the development o: the soci&.l sciences c.s.n be done in the 

non- academic field; sometirres it can be done there only .l One of the weak­
J 

nesses of economics e.nd of politicst re~&rded as sciences, is that exoeri-

mentis oftEm difficult . The true laboratory of politics is 1,JU"blic life . 

Only public bo{ies can conduct experiments on.-:; large scale, and they are 

rarely willing to giv0 a mere acc:,,demic person the chLnce he desires . Then 

again, ln both nolitics and economics, the experience of the ~ra.cticol mant 

&s well as of the theoriet, is vital . And, i'inPlly, there is the fact tb&,t 

0 
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politic s is a crDft, at leact as mu.ch t:,s s scienc e , ond more th"n any otber 

cra f t needs wel l- trained crcft&~ n . 

I am ~lad therefo r e of the opportunity of s--ying l:o,; desire.bl e 

I t:'"'ink it that our Fello shins should , in sui.ta~ble c.s.ses , b e u~ed t o rnoke 

Government and Municipal servants more efficient in their work, whether of 

thought or action, and that in the interests of the social sciences t'bem­

selves. In English social history it is hardly possible to exaggerate the 

val tle of the work done by, say, Edwin Chadwick and Charles Buller in the 

182·0' s, and more recently by Sir Robert Morant and Sir Frederick Lugard., in 

the respective fields of domestic and colonial admi~istration. Experinents 

wl1ich may be of far-reaching importance are now being made in these fields -

in the prevention of destitution, in the treatment of crime, in the 

education of backward ra.ces; it is essential they should_ be studied by civil 

servants, because civil servants and their poll tical chiefs he.ve unique 

opport.uni ties of putting the result of the experiments to practical use. 

It is perfectly true tha~ the authorities of the British and Irish 

public services ought to be alive to the importance of these opportunities, 

and to include the necessary appropriations in their estimates. But it is 

clea.r that, under the pressure of Treasury control, such expenditure is not 

at present forthcoming. It is in these circumstances that the Memorial's 

Fello~ships may be of the greatest value. Indeed in two casew already the 

Memorial has shown its enlightened public spirit by accepting candidates 

who were, or were about to become, civil servants. I hope this policy will 

be continued, though I think it would be very reasonable for the Memorial 

to demand that c. certain proportion of the necessary expenditure should be 

undertaken by the Government concerned. 

8. Age Limit. It is difficult to tell, much before a man leaves 

college, or, it mey be, considerably later, whether he has the qUP~lifications 

we require. There is much to be sa id for not appointing anyone till he ha,s 

,. 
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actually started on research and produced his first fruits. The first steps 

in research can usually be quite well taken at home, and to subsidize a man 

to go abroad for this purpose is wasteful. 

On the other hand, the year or t ·o just after his first degree may 

offer the o1uy ch~nce of going away a British student will ever get; later he 

will be claimed by his profession and the small staff of most departments 

make it hard for them to release teachers even for a sabbatical yee.r. 

Nevertheless, I think a Fellowship should rarely be awarded 

until, say, 2 years from the candidate's degree. It is worth considering 

whether we should come to an arrangement with the 1 Conm:onwea1 th' selectors 

to pass applicants of status junior to this overto them. The alternative 

suggestion has been made that we might ask the 1 Commonwealth' to refer all 

their socic.l science aprl ican ts to us. On the whole, I prefer the former 

a1 terna.ti ve, partly for the sake of maintaining the prestige of our 

Fellows at the institutions they visit; they should be regarded as quite 

distinct from ordinary gredua.te students. 

9. Special Case§. It was part of the scheme that speciel . 

provision might be made for senior men, such as Professors. These wo~ud 

presumably ask for assistance on the ground not of mere promise but of 

achievement, and they would be expected to have a definite purpose in view. 

X The value of this provision seems to me beyond. question, all the more because 

of the difficulty such people have in England of getting away in the ordinary 

course. One ox· two of our Fellov1s have suggested that a special class of 

Fellowships for senior men might be formed. I shall discuss this later. What 

I have said above about Professors applies equally to men of senior standing 

in other walks of life. 

10. Nature of work. The object of the Fellowships I teke to 

be to add to the sum of our knowledge or und.ers tanding' or to our power of 
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controlling our environment, in the field of the social sciences. The 

method I take to be 'research', or the grappling at first hand with facts. 

The nature of the facts will differ; they may be manuscripts, or printed 

matter, or skulls, or customs, or institutions, or the thoughts and actions 

of men, or abstract relationships. It is desirable, as I have said above, 

that a Fellow should have already stexted on research, or at best shown his 

capacity to do it, and that he should have a pretty definite idea of what 

he wants to do. But I do not think it follows that he mtght to devote the 

whole period of his Fellowship - it is even conceivable that be amght to 

devote none of it - to this work. I think experience has shown that some 

men may profit most by putting their research temporarily on the shelf and 

applying themselves to mastering the technique of their trs.d.e. In particular 

at Oxfo1~ or Cambridge it may happen that a man has actually produced first­

class original work without having received a scientific tra.ining in research 

or mastered the general a~pects of his subject. Whereas a.n American student, 

I gather, of the same, ore ven lower attainment, would certainly have done so. 

For inste.nce, one of this year's Fellows, after winning a college Fellowship 

at Cambridge with great eclat by an elaborate dissertation on a legal subject 

and then studying for a year at Munich, is now deriving great benefit from 

working at jurisprudence at Harvard under Dean Pound. Another Fellow, an 

official in the British Ministry of Labor, came out with a definite plan of 

industrial research, but satisfied herself that she could derive greater 

profit from a more general survey of American industrial cond_i tions. The 

Memorial, wisely as I think, made no objection. In fact, I think that the 

requirement for the submission of a definite piece of research should be 

looked upon rather as a test of fitness than as laying down a task to be 

scrupulously performed. The important thing is to choose really able men 

and women; once chosen, I am for giving them great freedom. 

Research Degrees. It was first intended that Fellows should normally 

work for a Ph.D. or ot'her r€sea.rcb degree. This requirement he~s now been 
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abandoned - it was never enforced, - and I think Fellows should be positively 

discouraged from working for a degree, certainly if it means adhering to a rig-

idly defined course. Universities seem to meJ~e no objection to men registerirg 

in a graduate school and taking as few coarses as they like. 

Senior Men. Fellows of senior standing (Para. 9) should, I thin..'lt:, 

be left as free as possible and not even required to register at an institution. 

If they are fit to be Fellows, they will be fit to decide what is best for them, 

even if leisure should seem a large part of their object. It is clearly not the 

Memorial 1 s purpose simply to give a man a sabbatical year; on the other hand, 

in the ms.n' s own mind, the research motive and the sabbatical year motive may 

be indistinguishable. This was actually the case of one of the 1925 Fellows. 

He had the ideas for a book on philosophy in his head, but no opportunity of 

putting them into shape; at the same time a man of his ability was bound to be 

affected by the American atmosphere, if rather im~palpably. (The committee will 

remember that in 1925 Fellowships were tenable in America only.) The following 

are extracts from a ver.y appreciative letter to me: 

11 I believe that apart from the great advantage 
that one gets from being in a new country for a year -
especially what I may call a sort of ·• feel' for the 
American point of view - the different and in a way 
freer atmosphere of .America may have helped me to 
write more easily and less academically than if I 
bad stayed in England • •••• ..•... 

"It seemed to me unnecessary to keep up the fiction 
that I was working at a University and to insist on 
my being there during the University term. I cannot 
regret that I spent some time in Berkeley - I made too 
many good friends to do so - but when one has lived in 
a University atmosphere for 20 years one derives more 
stimulus elsewhere. The two and a half months I spent 
in Santa Barbara were by far the most profitable from 
the point of view of work, and it would have been better 
for me to go there at least a month or two earlier •... 

11 ! have got so much out of my time in America that I 
am ~~xious to suggest anything that would encourage senior 
people to follow in my footsteps •.•• Here there are 
many men growing stale with teaching to whom a year of 
complete freedom would mean almost a new lease of life, 
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11 and I believe that if this were made more easy to secure 
the result in the output of useful works would be very 
great •••... 11 

Both this Fellow and another have suggested, as I said before, 

that there might be a special category, with a higher stipend and complete 

absence of supervision, of senior Fellows. I doubt if this is desirable -

incidently it might lower the status of the other Fellows -but I think that 

Fellows of senior standing, if accepted, should be given the fUllest 

possible freedom. 

11. Tenure of Fellowships. It is no doubt a sound plan to 

encourage Fellows to plan to come for two years, but to make the grant for 

the second year subject to review towards the end of the first. I have 

usually found men wish to come for two years rather than one, but circumstances 

have often made it impossible. Three of the 1924 Fellows have had their 

grants extended for a third year. 

12. Place of §tuQv. It must clearly depend on circumstances 

whether a Fellow should spend his time in one place or more. One of the 

1924 Fellows was allowed to spend his second year in France, and, under the 

extension of the scheme to European countries, that immigration may, I 

suppose, be frequent. This extension of the scheme will enable the 

Representative to demand an even stronger case than hitherto to be made out 

by candidates for goi1~ to America rather than elsewhere. 

One Fellow, who had already done a year of research in the United 

States, was this year given a Fellowship to work in the Philippines. 

13. Results. One of the most admirable features of the Memorial's 

scheme is, in my opinion, the fact that it demands no specific concrete result 

in the shape of a book or voluminous report. Research in the Social Sciences 

is not like research in the Natural Sciences; its results, like its subject 

matter, are likely to be far less definite and precise. It suggests tendencies 
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and probabilities, instead of propounding laws. Moreover it is far less 

capa!Jle of solving ·specific 11 problems" as the outcome of comparatively 

short investigations. I am sure the sound plan - which I take to be that of 

the Memorial - is to do everything possible first to choose and then to help 

the best men, and then to trust the intellectual conscience to produce its 

best in its own best way and time. 

14. Finance. I propose to touch on this subject only lightly, 

as it is mainly a matter of details. Moreover, it is difficult to general-

ize as the circumstances of Fellows differ widely. Speaking generally, 

however, I think that $1800.00 plus authorized travel allowances and tuition 

fees is sufficient, but it means that the Fellow has to watch his expenses 

pretty narrowly, at any rate in the Eastern cities. It would be certainly 

difficult to propose a. rise in the stipend of British Fellows only, and I 

gather that those from the continent of Europe are more than satisfied. On 

the other hand our present stipend seems roughly equivalent to the inclusive 

$3000.00 given to the Commonwealth Fellows. Should the Memorial accept 

the suggestion that our Fellows should normally be men of standing senior 

to these,it might consider hether the same - or rather equivalent -

stipend is suitable. 

Assuming that the basic stipend remains at $1800.00 several Fellows 

have suggested that an extra grant for books would help them greatly. They 

are discouraged by the "Bulletin of Information" from bringing books from 

Great Britain, and there are books which a man wants to have continually 

at hand and mark; if he cannot buy the book, he may have to waste time on 

cop1ing out passages from the library co:;:y. The strongest case is perhaps 

that of men for whom no tuition is paid. Could they have a grant for books 

instead? 

Several Fellows have sp_oken of th t ·bl e errl e cost of clothes in 

~ ' 
. I 
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America. In view of the difference in climate between different parts of 

America, and of the fact that Fellows sometimes do not k:now before they arrive 

in New York what part of the country they are going to, it mB.y be difficult 

to obtain a complete outfit at home. However, I do not see how a specie~ 

grant for clothes can well be made except possibly to Fellow-s staying a 

second year, particular1:y if they move to a climatically different part of 

the country. 

With regard to travel, I understa~d that re~1ests for special trava 
\ 

allowances have sometirr:es been declined on the ground that to grant them would 

be 11 setting a precedent". While I have no reason to believe that the several 

requests were not rightly declined on their merits, I am inclined to think 

that too much weight may be attached to the t1p_recedent 11 argument. Our Fellow·s 

are all presu.m.a.bly picked men and women; in some at least of the Social 

Sciences personal contact is everything - for instance every student of 

politicie.l institutions ought to have a. chance of seeing the National and 

some of the State Legisls.tures and Courts at work; and some of the Fellows 

msy never come to America again. Therefore, I would urge a very generous 

attitude towards applications for tra.vel allowance;. I would almost go so far 

ae to suggest that the applicant should always have the benefit of the doubt. 

15. General assi§tE.nce. All the Fellows without exception have 

spoken with warm appreciation of the kindness and help they have received 

from the officers of the Memorial. as also from the members of the Faculties 

and others with whom they have come in conts,et. English people are some-

what shy of approaching strangers without introductions. and it might perhaps 

be helpful to make special concession to this weakness in the early m~1th of 

a Fellow's visit- particularly in the case of a woman. And I believe that 

social, as well as academic, intx·oductions ar€ greatly appreciated. 'It is 

the social life of an English University that a Fellow chiefly misses. But 
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the last thing I wish to guggest is that there has been any remissness in the 

providing of introductions. 

The dinner given on December 16th at Columbia to all the Fellows 

then in New York gave great pleasure and was most valuable to the British 

Fellows. 

Should any considerable expansion take place in the staff of the 

1emorial, it might possibly be a good plan to despatch an officer to go with 

some of the Fellows to the annUBl meeting of the various Associations of 

Teachere.; this might provide some va.lu.able contacts. Possibly, also, an 

officer who bad experience of English Univer sity life might find it easier 

to understand the peculiarities of English Fellows; but I see the difficulty 

of doing in the case of one nation what you cannot do in the case of all. 

As it is, the staff of the Memorial have shown the Fellows from the 

British Isles wonderful sympathy and kindness. 

16. Continental Fellows. It is too soon to speak of the recent 

extension of the scheme to cover Fellows from the continent o~king in 

England. With regard to those who spend a few weeks at the London School 

of Economics preparstor,y to visiting America, I think it would be worth while 

for an o~ficer of the Memorial to discuss the situation with the Secretary 

~ of the School in London. Some details of the present arrangement seem not 

wholly satisfactory. 

17. Keeping touch with former Fellows. It is of course the Repre­

sentative• s duty to keep in touch with the Fellows from his own country, and 

now that several Fellows have returned to the British Isles, it may be 

possible to arrange for an annual meeting. 

The A. K. Foundation, I believe, me.intE:.ins :tremises in Paris to which 

all its former Fellows arewelcomed. I do not see what purpose anything of this 

sort would serve in our case. It might, however, be worth considering whether 

periodical meetings of all the Memorial's Representatives , should be arre.nged for. 
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I think it might be part of the understanding come to ith all 

Fellows when appointed, that they should send copies, or at least notices, 

of their published professional work to the Memorial. 

18. Future Developments. I do not know how far it is desired that 

I should express any view as to the possible extensions of the work of the 

Memorial. Any points which have ' occurred to me are no doubt obvious and have 

occurred to.the Memorial. For instence, I know the question of mal<::ing limited 

gra.nts to individuals for specific research, or to free them from routine \vork 

at creative periods, has been considered. I have mentioned to Dr. RumJ one 

actus~ case ih which I think tr ... is might be done with great advantage; if the 

Memorial adopted a general policy, I do not think the machiner.y for carrying 

it out would present many difficulties. 

The establishment of Chairs when the time for such is ripe, and 

the subsidising of efficient research institutes, and the guarE:nteeing of 
\ 

scientific periodicals are all obvious means of assistance; it is equally obvious 

that each Cc,.se nro.st be judged on its merits. 

19. Prevention of War. There is one prf.l.ctical matter of such vi tel 

and urgent importance that the achievement of even small results would justify 

large expenditure - the prevention of war. Here, more than in the equally 

important field of industrial relations, it would. seem that money could help. 

For in this field there are plenty of ideas about; what is laddng is a 

sufficient force of public opinion to insist on their being tried in pre.ctice 

and to resist the pressure of excessive nationalism in emergencies. The 

weakness or apathy of public opinion is largely due to lack of knowledge or 

appreciation of the international aspect of things; and this lack is in its turn 

largely due to insufficiency of personal contact. Such contact can be 

supplied either by bringing men from Country A to explain their point of view 

in Country B, or by sending men from Country B to study Country A on the 
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spot. I imagine the Memorial might help in both ways, it being assumed that 

the men and women concerned wo1..1ld be carefully selected, both for their per-

sonal qualities and for their opportunities to influence others. From the 

latter point of view journel ists and school teachers would seem the most 

important people to get at; I pl~oe these before University teachers only 

because of the larger public with which they come in touch, and of the fact 

that University teachers probe.bly have more international contacts already. 

The obvious means of working to these ends appear to be: 

1. Foundation of Chairs such as that of International 
Relations at Aberystwyth, of International History 
in London, of American History at Oxford. 

2. Foundation or Subsidising in different countries of 
such centres of info1~tion and discussion as the 
Royal Institute of International Affairs in London. 
(Clearly immense tact would be needed in such cases.) 

3. Encouraging conferences on international relations like 
those of Williamstown and Honolulu, and such as has been 
arranged for next February by the Louisiana State 
University. Special provision might be made for journal­
ists e~d school teachers to attend. 

4. Subsidising in different countries periodicials concern­
ed with international topics like the Americ~All nroreign 
Affairs 11 ; assuming that a sui table editor could be 
found, and the.t he would be given an entirely free hand. 

(Signed) J. R. M. Butler 

St. Louis, Mo. 



THE LAURA SPELMAl! ROCKEFELLER MEMORIAL 

Mr. Raymond B. Fosdick 
61 Broadway 
New York City 

My dea.r Mr. Fosdick: 

New York, Jant.1Ary 11, 1927 

I hope you will forgive my tardiness in replying to your 

letter of December 14. The pressure of work in the office has crowded 

me so that I have not had either the time nor the energy to prepare 

the kind of memorandum I should like to give you. Moreover, I have 

been out of the office for the past two weeks and more and as you know 

tra .. veling is not conducive to consecutive thought_. 

I am sending the attached memorandum with considerable 

hesitation, because I am not at all sure that it will in e~ny way 

contribute anything to the task of your Committee. 

With renewed apologies for the delay, I an1 

Sincerely yours, 

(Signed) Lawrence K. Frank 

' 
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The organization and administration of the Memorial nru.st inevitably 

reflect the conceptions of its airr~ s and purposes which animate the Trv.stees 

and the Staff. The following remarks are offered, not as a program, but merely 

as an attempt to express the writer's personal views and interests on the 

subject. Naturally they will betrey his temperament and prior eXJ:e riences, just 

as they serve to color his views of the si tua tio n and incline him to empba size 

certain aspects of the work to the neglect of others. To save time and space, 

these remarks are made ratber dogmatically, but with the hope that tbe reader 

will not impute any such intention or spirit to the writer. 

The rapidity and extent of the changes te~ing place in almost all 

departments of human life have made it more imperative than ever before that 

new ideas, conce:ptions, plans and programs be given opportunity for develop­

ment and applicatwn. Uniquely among existing institutions and agencies, the 

endowed foundation is in a position to promote social welfare by cultivating 

these e~perimental and pioneering efforts which may otherwise languish or be 

killed off. Since the other organizations with which the Memorial is 

affiliated have so largely become com.mitted to long-term programs of develop­

ment of established institutions and programs, the opportunity and the 

obligation facing the Memorial to be -experimental and sensitive to these 

newly arising needs are paramount. 

It follo~vs from the above that the Sta.ff of the Memorial should ·be 

alert and informed not only in the particular fields which may be at any one 

time under consideration, but also in contiguous and affiliated fields or 

scenes of activity. This means that every effort sbould. be made by the Staff 

to keep abreast of scientific and social developments, ~:tnd that the 

administration of the Memorial should be largely concentrated upon that aim. 

When viewed from this angle, it might be said that the appropriation 

of ftu1ds is largely incidental and subordinate to the real work of the Memorial 

as thus interpreted. Which is another way of saying, tiThe gift ithout the 



giver is bare", perhaps more so in the case of foundation grants than in 

any other case, because, whether so intended or not, a foundation grant bas 

wide-spread implications: It is taken as a sign and seal of approval by 

experts and so serves to spur on those who share the ideas and views of the 

persons receiving the grant; moreover, it is interpreted as a forecast of 

the trend of research or development and so acts powerfully to encourage or 

discourage the younger workers. It is, then, impossible .for a foundation, 

no matter how cautiously it proceeds or .attempts to evade direct responsibility, 

to escape the onus for what is happening in the several fields it cultivates. 

It would seem wiser and fairer then to recognize this situation more 

explicitly and to deal with it more frankly, especially within the organiza-

tion. 

Specifically, this means that every Staff member in considering 

appeals and plans is acting upon some general conception of the foundation's 

purpose and is guided by fairly definite, -if not explicit, views of what is, 

and what is not, important and significant of the future. Some method of 

keeping these conceptions and views open to discussion and criticism and open 

to further growth, would. seem imperative if the Staff is to fulfill its 

functions and its larger obligations. 

In this si tua.tion, the T~~stees could be of greater service, if 

time and energy permitted, by more closely scrutinizing these mental back-

grmmds and general conceptions of the Staff. Speaking personally, the 

writer is continually wondering how nearly he is realizing the pu.rpose of the 

Founder and the intentions of the Board in his daily activities and judgments. 

This concern is aggravated by the fact that for good or evil every proposal 

reaching the :Board for decision has been l a rgely influenced in intent and 

form by the Staff member who dealt with it. Theoretically, the Staff receives 

appeals or proposals which it scrutinizes and then passes along to the :Board 

for decision upon the basis of the S-:t_aff member's study. Practically and 
~ \ 

,_../'" 
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inevitably, the Staff's participation in the proposal is usually much 

greater. It follows, then, that from such continued supervision and direction 

of projects, the Staff member is beset by the temptation to overvalue his own 

judgment; moreover, knowing about what the Board may expect and will probably 

approve, he is inclined to .stereotype his judgments and his proposals. Then 

he. begins to crystallize his thinking and to become insensitive to the chang-

ing needs and newer developments in his field of work and thereby converts his 
' 

activities into a rather humdrum repetition of what has gone before. 

This, I take it, is the prognosis of the occupational disease of 

foundation staffs and I venture to speak feelingly of it, because I have 

observed, in my own brief career with the Memorial, the insidious manner of 

its operation upon my personal activities. By trying to develop a group spirit 

and aim, we are attempting to reduce some of these dangers. But I am not a.t 

all sure this is sufficient. If the Trustees, or any single one, interested 

in some one field of work, could undertake to perform this office of friendly 

critic and counsellor to the Staff member in charge, such a service might be of 

considerable value as a prophylactic. In so far as the Trustees' activities are 

limited largely to decisions upon specific appropriations, even though they 

devote their attention primarily to questions of policy, the Sta.f'f fails to 

receive the kind of explicit critic ism and discussion essential to the maintenance 

of its vitality and intellectual growth. 

Let me here disclaim any intention of suggesting that my own ideas 

and convictions are of such importance that I want to take up the time of 

busy T~Jstees with their discussion. Rather I am trying to emphasize the 

fact that the Trustees are, at present, probably unaware of the underlying 

ideas, notions snd beliefs of the Staff members which are shaping the proposals 

they are called upon to judge. In the nature of things, failure to achieve 

Trustee approval for a proposal will more often than not be taken as a sign 

of clumsy or ineffective presentation rather than as criticism of the proponent's 
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thinking on the subject. 

In other words, I am pleading for the consideration of the dangers 

confronting the Staff member by reason of the position he occupies toward the 

outside world and toward the Board. The deference and acquiescence he 

receives from the outside world, eager to agree and to flatter in the hope of 

favors to come, and the temptation to speak as one with authority because 

others must listen, create as devastating a situation as the wit of man could 

devise. Those ~f us who are keenly aware of the extraordinar,y privileges 

and o:pportuni ties given us by the Memorial, and who would like to escape 

the fate which seems to threa,ten us, are plainly in a difficult situation. 

I venture to dwell upon it in some detail because in its larger and more 

general aspects it seems to be the crux of the problem of administration upon 

which your Committee is at work. The Board should and must rely upon the 

Staff to do the work of the organization. We of the Staff need help in 

discharging that obligation and fulfilling that trust and we can find such 

help only in a cntinually renewed conception of our tasks and the helpful 

scrutiny by our Trustees of the ideas and thinking we bring to our work. 

If it were possible to develop some plan for more frequent and 

friendly discussion of plans and programs and underlying conceptions with 

our colleagues in the other Boards, it would help to create a more favorable 

milieu to creative thinking and to mitigate the perils of which I have spoken 

above. I must confess that I have not found the auspice~ on the whole favor­

able to this activity. It is easily seen that, in the eyes of our olier 

and more experienced colleagues, the Memorial Staff is young and inexperienced; 

moreover, the Memorial's interests and activities not infrequently . run 

athwart the matured policies and programs of the other Boards. It would 

indeed be a thick-skined person who was not continually made aware of this 

readily understood attitude. While comprehensible, it is nevertheless to be 

deprec~ated, for it does not contribute to our working effectiveness. It 
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does, in addition, tempt one to develop a compensatory dogmatism, as 

a means of maintaining some semblance of self-confidence necessary to 

the daily work. Perhaps I am unduly lacking in self-confidence and 

assurance and too ready to acknowledge the tentative and experimental 

character of my thinking, to,cope with this atmosphere successfully. 

In regard to the Fellowships, row notion is akin to that 

expressed above. If we can find out the young men and women who are 

tr,ying to pioneer ahead in the field of the social sciences and can give 

them opportunities to follow their insights and work out their problems, 

we may make a substantial contribution to human progress. In the nature 

of the case, the person who is thinking ahead of his times is isolated and 

too often subject to overwhelming odds. It should be our task to cultivate 

such persoils, to give them the reassurance and the support necessary to 

the achievement of their aims. This calls for sympathetic interest in the 

person and in his problem and a willingness to offer help and encourage-

ment and individual attention. This is wbat I have been endeavoring to do, 

vdthin the limits of my time and capacities. The task is not uncongenial to me 

because I can personally sympathize with the position and needs of such 

persons. It is the hardest task in the world to escape from the traditional 

and conventional ideas and conceptions of one's day and yet it is becoming 

ever clearer that t~e developmente of science and the achievement of 

social welfare are dependent upon the ability to do so. The fellowships, 

therefore, should be considered as a means of seeking out and furthering 

the rare individuals who ~~y become the intellectual leaders of tomorrow. 

Thie. calls for patience and wide sympathies and willingness to consider 

the aims and purposes of others, no watter how divergent from one's ovm 

beliefs. In this respect. the fellowship work is susceptible to the same 

comments I have ventured to offer above on the general work of the 

Memorial. 



UNIVERSITY OF MINl~ESOTA 

!r. Raymond Fosdick 
Curtis, Fosdick & Belknap 
61 :Broadway 
New York City 

Dear Mr. Fosdick: 

Minneapolis, January 25, 1927 

In answering your letter e.bout the poseible reorganiza,tion of 

the Memorial, the first question ie really as to what new functions the 

Memorial proposes to assume or new tasks tr.Lftt it proposes to undertake. 

Organization or reorganization should and would be largely determined by 

functions or by fields of effort. 

I suppose that it is advisable for me to take it for gr£_nted 

that the Memorial will e.ct along the lines and by the methods it has been 

following. 

Its present basic org2.:.niza.tion and method of doing bu.siness is 

exceptional if not unique amor~ educational and philanthropic foundations, 

certainly among those including endowed Uni versi ties i th anything li!-ce the 

capital and income at its disposal. The fact tba t you have a Director 

who gives the program and activities of the .Memorial constant attention is 

usual. The fact that the Memorial has an executive committee at hand which 

gives exceptional, if not equal, attention to the Memo riel 1 s work is the 

unique feature. What marks off the Memorial's organization at present is 

the intimate interest end consideration that you and Mr. Woods and Mr. 

Richardson, and even Mr. Rockefeller himself, can a.nd go give constantly or 

at any important moment to its affairs. With the Boa-rd as a whole as smell 

as it is, the support of the Executive Committee when given can and does 

fortify the recow~endations of the Director before the Board however mucb 

7. 
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they may have influenced. them before hand.. It is this phase of the organ­

ization which gives to the Memorial at present much of that flexibility e,nd 

promptness in decisions that is valuable in the beginning or experimental 

stage .. 

I have spoken of this situation as 11 organization11 .. I am not so 

sure but that it ha.s to do with personalities more tha.n it does with 

administration. Now I am a.ll for persons and certainly not strong for 

machinery. The system I have mentioned above will work just· so long as 

there exists the present intimate, effective and cordial cooperation of 

this group who have the time and intelligence necessary for the 

responsibilities they now share in a sense with the director. When the 

circumstances arise, and time will surely bring them, when you do not nave 

in this group men with the same devotion and equal intelligence and social­

mindedness, the system won't work. It might even be as bad as local trustees 

who think proximity confers power and use it to harry a :president or a 

dire-ctor. At the present this arrangement gives not only flexibility, but 

the more careful immediate consideration of several capable men to any 

project or program. The advantages of the one man directorship are combined 

with the consideration of four or five men almost equally concerned and 

competent, having essentially a like po.int of view and indoctrinated with 

the Memoria1 1 s present program& 

What I have said so far is meant as description of things as I 

saw them. It is written to bring out certain essentials that may in the 

future have to be secured by modifying the organization either at the top or 

in the technical or office staff~ Those essentials are vigor and leadership 

in the director who recommends and executes the program after its considera­

tion by a group large enough at present because it is excentionally inter­

ested, qualified and free to give the necessary time. And you men who 

38 
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selected and are supporting Irr. Ruml in the executive comrnittee nmst not 

measure your deliber~tion about any matter he brings up by the time it takes 

you to come to a, decision. That is brief because each of you in his o n way 

ha.s been grappling with problems of human conduct and social action, each 

in his own rather large a.y, long before the Memorial was founded. 

Now all this more or less personal situation has been of great 

importance in view of the field the Memorial has entered. True, its report 

shows that it is making an amazingly long and diverse list of grants. But 

I am speaking of the fundamental lines Mr. Rum[ has outlined in various 

memoranda usually incorporated in other directors published annual reports. 

It is the field for which I used above the phrase 'the problems of human 

conduct and social action', covered in part when we say social sciences. 

It was, so far as I know, the first large foundation to select such a 

general basic field in hich to encourage research and experLnenta.tion. The 

Foundation's ork in medical education deals largely with sciences only as they 

are synthesized and applied by a certain professional group, much as the 

Memorial might have done if it had concentrated on law schools or schools of 

business administration, or education. That considerable part of the 

General Education Board 1 s activities that dealt with endowment for colleges 

was equally unlike the policy inaugurated by the Memorial. Likewise the 

Carnegie support of 1 i brarie s had in the long run to be shifted. to basic 

studies or broader conceptions of adult activities and seems in the 

Corporation's r~port to be marking out for itself a field in the fine arts. 

What the !emorial did first, the other large foundations will, I think, come 

to do in such fields as the biological and physical sciences, a.nd I hope 

the humanities in the largest, finest and most cultural sense. 

The ~emorial chose first, and its choice as the most difficult, 

and in some ays most dangerous field. 1edical education end public health 
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only expose you to the desultory sniping of the medical profession, the 

biological and physical sciences when you ad.vance them bring the plaudits or 

amazement of great numbers who accept and apply the results all too readily .. 

Protests by rear guard theologians would affect much. Art education and the 

humanities can be invigorated and the discerning ill know it and they will 

welcome it. But when you support a social scientist in studies that may run 

counter to any age-old taboo, or help him to look critically or objectively 

or historically at some outworn politice1 or social institution, you want to 

be sure your dug-out is really- bomb-proof. 

All this is said in order to indicate the wisdom in bottoming policy 

and action on as wide an administrative and advisory basis as is consistent 

with getting results in action. 

That means ul tirnately a somewhat larger board of directors made up 

not of professional men per se but of men who are social statesmen and come 

from any profession or any section. If one turns to the working staff, it is 

in my opinion too small or at least has too few people of first rate ability 

and wide experience.. You have in Mr .. Ruml and Mr. Frank two men of 

exceptional ability and Mr. Outhwaite is a rare sort of fellow in his own way. 

They e~l have the advantages of native ability well-trained, and they are 

young.. They have had a sketchy connection with the kind of men and academic 

institutions where a. goodly part of the research goes on. This is an advantage 

and a disadvantage. They are congenial a.nd supplement each other within the 

offices, but they do not supplement each other in the official contacts with 

the individuals and groups thctt come into the office for conference. They, 

especially Mr. RumJ. and Mr. Frank, handle people too much alike end likewise in 

a degree proposals. They are both keen enough to go through a proposal and 

cane out at the other end before the proposer has had time to uncoil it. Even 

Miss Walker when out in the field has given something of the impression of 

0 
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kno\ving too much about things she has not done. This may not be the gentle 

art of making enemies, but it leaves some conferees with the impression that 

they have been done out of a perfectly good idea by cleverness rather than by 

maturity or riper experience. You have to stand a lot of bores in order to 

have worth-while people think you are hospitable to new ideas and new proposals, 

and foreign scholars need their own special treatment as they come and go, 

However this is only a suggestion that has its pertinency, if a.ny, in consider­

ing the personnel of an enlarged ste.ff. About the need of this, I sho"Uld think 

there was no d.oubt. 

The staff needs at least two first class men of scholarship, ste.nding 

and experience with contacts already established on a national if not an 

international basis.. You were on the right level when you sought the services 

of such men a.s Coss and. Lingelbach. Personally, I could not think of a better 

combination, but I suppose it is impossible.. Even any just as good involves 

men that I fear a,re not any easier to move. Taking into consideretion the 

present ste.ff, I should want a man from sociology and from history. This is not 

~ith any view to departmentalizing the work, but to furnish variety in experience, 

training and point of view. Nevertheless, until you have an European office or 

representa.ti ve, someone should combine perhaps the fellowships and readiness 

a.nd ability to look. after foreign matters.. In this the European end looms 

largest at first, but Spanish-American countries must be taken into account soon, 

then the Fer East. 

Now the policy of working indirectly through others who execute ple.ns 

once an appropriation has been made is nowhere more justifiable than in the 

case of the Memorial in cultivating the field it bas chosen. It is free to 

operate through any respa1sible agency to whom it gives funds. It needs to keep 

in contact with, encourage and study all the ways anct groups in which scholars 

are associated. for research" 

I 
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What I may say will sound, perl1..aps, like a discussion of policy 

when you have asked only for suggestions on reorganization •. But the thing I 

am concerned with is to assure in some way tl:rough trustees or staff or 

both, and in other ways, that the Memorial and its plc~s are given just as 

broad a be,se as possible, thB,t just as many avenues as possible are open 

through which may come either new idee.s or wise judgments. 

Now in my opinion the best staff in an office behind glass topped 

desks will sooner or later lose its value, for Anteus like, it finds it 

d.ifficul t to keep its feet in the soil where the workers are and the work is 

really done. The real people you have to serve and support are the scholars. 

How to do that is the one big job of any 01·ganization or reorganization acting 

for any founde.tion and in any field. 

Where are they and how do you get at them1 Isn't the picture in 

rough something as follows: 

Scholars can be found and sustained in 

.A.) Teaching foundations, i.e .. , Universities. 
B) Research foundations or groups in some form of 

social work. i.e., Bureau of Economics. 
C) Their own national organizations for economics, 

history, sociology, etc. 
D) Cooperative organizations based on this organize.tion 

by disciplines as the Social Science Research 
Council, the American Council of Learned 
Societies, etc . 

E) Individual scholars of proved ability or considerable 
promise who. may be in a.ny or all of the above, 
and not p~rt of any program they conceive as a 
group but are doing or ca.n do something single-r.l8nded tr.tat is 
well worth while. 

In supporting research so fa.r, as di stingu.i shed from its giving to a 

sor.tewhat miscellaneous ·list of worthy public enterprises, the Memorial has used 

"A11 and "Bn to a degree, (for there are not rua.ny) "C" not at all, 11 D" in part and 

largely through the Social Reseercb Council and ffEtl up to the present has re-

ceived less support due to certain difficulties in finding individuels and 

2 
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discriminating at long rangebetween worth. and mediocrity. 

The support given through 11 A11 , i.e., Universities, has been nation 

wide only in the field of child study, and parent education . The grants to 

Chica.go e.nd North Carolina and Vanderbilt are, so far as I recall, the only 

considerable subvention outside the group represented by Harvard, Yale, Col ­

umbia. It has an internationel aspect if you count the London School of 

Economics in this group as it should be ra.ther t}'l .. an in "B". 

11 B11 is a small group in any case. 

ucu has not been cultivated at all and in declining the request of 

the ·American Historical Association to aid it in its endovnnent canrpe.ign and 

in putting the declination on the ground tr.~&t it wou.ld be a precedent for 

similar requests and action in the case of other natiow.l associations such as 

economics, political science and sociology there was a definite turning away 

from these agencies. This action of the .~emorial is in my opinion a very 

serious one. These organizations are the scholars own effort through which at 

considerable sacrifice of effort, time and their limited personal incomes they 

have sought in a cooperative way to forward scholctrship in an effective way 

and in a wa.y not matched in any other country. Through them and their member­

ship one can give enco~uragement and incidental support on a nation-wide basis 

to the things that scholars themselves think worth while. I should give them 

more consideration than a single university represented by a president 

skilled in selling his proposition. Without St1Ch national organizations there 

would be little possibility of cooperativ·e research councils of any kind . In 

connection with any future extension of the effort to reach individual 

scmlars, they will be a valuable agencye In fa.ct, I should be inclined to 

turn end for end the Memorial ' s action in regard to the one association, the 

oldest and largest, and· make a grant because amon-- other things it would 

encourage the other natiQE[ associati ons to atten~t to expand their scholarship 
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work by raising the necessEry funds .. 

11 D11 The Social Research Council is an admirable agency under 

its present leadership and with the care the national associations have 

taken in making up its membership through their chosen representatives. The 

fact that it is so cooperative shotud not obscure or absorb the functions 

and activities of its parent organizations or constituent members. The 

Americe.n Council of Learned Societies ha.s a longer reach into other interests 

not as yet in the purview of any foundation. I am glad that its future is in 

part assured by the grant it has for its maintenance but not its enterprises 

outside the Dictionary of American Biography~ 

The Memorial's gre.nt of $5000. to the American Council of Learned 

Societies for aid to individuc•.l scholars is working well. I note tb.at at its 

recent meeting the Social Science Rese&rch Council adopted this plan and will 

seek $15,000. for individual grants in its fields alone, an admirable plan, 

but the duplication of effort and cost in distribution ought to be ea.sily 

avoidable. I am not as seriously concerned about this and similar matters as 

between the two councils a.s is Mr.. Rurnl and, of course:, Professor Merriam. 

11E11 I know how seriously concerned you all ar.e to reach individual 

scholars and have felt the difficulties of this method of action from the 

standpoint of 61 Broadway. But the Memorial bas done some things here. There 

is first and foremost the system of fellowships for foreigners that has been 

set up in Europe as the result of the trips of Messrs. Coss, Lingelbach a,nd 

myself. There are the fellowships in this country administered by the Social 

Science Research·Council in their fields. There is the selection and aid 

given foreign scholars who want to visit this country and a.re not exactly 

fellows, as Pasquet, Rein, Koppke, et al. There is nothing quite corresponding 

to this in aid to American scholars who need to go abroad outside a fellow­

ship arrangement a.nd yet have a plan and nurpo se equally commendable. The 

4 
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International Education Board is doing something. I am thinking in their 

case, aside from agricultural sciences, of their probable support to Professor 

Black here in agricultural economics. In his case, a fellowship system takes 

ca.re of his pupils either through the Social Science Research Council or the 

Gtlggenheim Board, although it does not of him, although he is just beginning 

his period of greatest usefulness. There is the small gra.nt of $5000. I have 

spoken of above, distributed in sums from $50. to $3008 by a committee of the 

American Council of Learned Societies. 

There is great difficulty in any group in a New York Office making 

selections or discriminations. It is here again that the orga~ization of 

scholars if they had funds could do a useful and vital service, for they know 

better than anw office staff who and what is worthwhile~ It seems certain 

that in the long run, universities themselves will have to be given sums that 
I 

they ca.n use for their staff rather freely withoot regard to definite programs, 

and projects that they now submit, and for which they win e,pprova:l.. That 

means the selection and supuort of the social sciences in strategic and promising 

universities. The Carnegie Corporation will have to do it when it swings into 

the field of fine arts. It will have to be done on a graduate school or 

research basis by any foundation that enters the field of biological or 

physical sciences. · It seems to me that in its field the Memorial has, since 

my day, taken a step in this direction in Nashville. Something like it will 

have to be done in Universities elsewhere or we ill have an intensification 

within the Universities as centers of scholarship for support to all sciences 

and interests except the most vi tal' ones that are represented by the social 

sciences and the humanities in a wide sense. Vie e.re learning now almost too 

much about the world about us, and too little about fuhe world within us, and 

too little about the appreciation and development of those things Which will 

make any world worth living in. 
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There is perhaps another form of keeping in touch with the field 

work of individuals and groups. The Memorial made a start in this in the 

first Dartmouth Conference where the attendants were chiefly psychologists. 

The one last sltmmer and one this coming sum.'Tler directed to the work and 

problems of the Social Science Research Council and its Committee on 

Problems and Policy are well wo,rth while, but should not be made to serve as 

a substitute for conferences that the officers of the Memorial should feel 

free o call of any group, on any occasion and in any section. In matters 

of such import as your work, it is almost too easy to seek and find excellent 

advice right in New York City. Almost uncon(sciously the same type of 

questions will be discussed informally with the same unofficial advisers. 

The result in the long run will reflect itself in the views of the Executive 

Committee or in the recon~endations of the staff. I see just enough future 

danger in this to justify any reasonable effort to get light and suggestion 

from other sources not so easily reached at the end of the telephone or in a 

casual luncheon by you or Colonel Woods or Mr. Ruml. In the closing para­

graphs of Mr. Keppel's last report, you will see an interesting ap~lication 

of this conference idea to the purpose of educa.ting prospective donors. It 

seems to me that the Memorial, already a going concern, can (as it has) make 

good use of the plan for keeping it abreast of the plans and ideas of the 

field workers. Another way is to have some one or a.ll of the staff in turn 

move about over the country from center to center. The Memorial staff is 

too small now to pennit this to the extent tl~t it is already done by other 

fou.ndations. 

Now another problem that is indirectly related to the inquiry you 

made arises out of the relations of the gro~p of Rockefeller benefactions. 

It is quite conceivable that the plans or programs of different foundations 

may overlap. I think even at present the Memorial could easily follow :psychology 

into certain as-pects of biology or even of med.icine and public health. 
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Another group could just as easily reverse the overlap· ing process and edge 

into psychology. ork here or abroad in the field of agriculture cannot deal 

with the farmer's productirmn and marketing problems without dealing i th the 

farmer and his social and economic status; agriculture in any lerge sense 

today is becoming or actually is a problem of the social sciences quite as 

much as it is of dairy or animal husbandry or soil physics. 

The Monday interboard luncheons are as good meals as I ever ate in 

congenial compa~v, but they don ' t go very f rasa clearing house about fund­

mental things. I don't t ink they ever could or were meant to. I don't think 

for a moment there should be any plan to diminish the autonomy of rny group 

seriously or curb initiative in any director or board, but if I and my 

associates here did not confer with and confide in one another infor:nally and 

constantly, the University would be a group of rival educational units all the 

more discordant and indefensible because they ere on the same Cfu~pus. Of 

·course the suggested comparison cannot be pressed very far but there ought to 

be some regular informal provision forseen f>r conferences. As programs shift 

within the group, it is even more essential. As a small contribution Mr. Runu 

ought to publish an anYJ.ual report that would let anybody kno\V ~bat in general 

or in any particular year the Memorial was doinE~ and thinking. And the think­

in~ out loud ought not be confined to specific things done but give any reader 

some of the advantages that come to one in such a strategic position to study 

or discuss the drift of education, research and activity in the the bole field 

that interests him. 

I meant to do some here a little analysis of the Memorial 's last 

report as a partial basis for the suggestions I made about the steff. And at 

another place where I was discussing the finding of scholars to aid, it would 

have been :possible to discuss a little more definitely the means by w"hich 

scholars individually and in groups can be helped. Most of those means the 
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Memorial and other foundations are using. One only have they all left out, 

ancl that is some way of making it easier for the investigator to publish his 

results. All possible means are F"iven in some way by some or a.ll the foundations 

(books, instruments, clerical aid, travGl. etc.) to enable him to do a piece of 

scholarly work. But the particular thing that would make his researches 

available is almost universally unprovided.. It is a very difficult problem, 

but is not therefore to be ignored, and sooner or later if you listen to the 

scholars in any field, you will find that the question of publication is one 

thing in which they are all interested and which they consider of first 

importance. The possibilities and in~ossibilities in this form of aid to 

research will have to be explored anew by each foundation that is aiding 

investigators. 

I should 1 ike in conclusion to revert again to the problem of personnel 

ani staff.. I wish I could end with a whole list of men able and obtainable but 

so often as I think of V&J;ious men, I fear the results of approaching them would 

be no more successful than in the case of Coss or Lingelbach. T~~t would be 

true of Hayes at Columbia or Schlessinger at Harvard, for example. One of the 

best young men I know is Henry M .. Wriston who went from the history deJ)artment 

of Wesleye.n last year to the Presidency of Lawrence College, Appleton, Wisco11sin . 

Herman Jsmes (Political Science) son of Edmund J* James, former president of the 

University of Illinois, trhnsferred last year from a Texas professorship to a 

deanship at the University of Nebra.ska . He is a. real man but now the retirement 

of Chancellor Avery may be opening up for him a presidency there. He knows South 

America and Euroue well. Both he and Wriston are scholars, executives, and 

forceful personalities .. If I wan ted a sociologist or a man \Vi th t:b.at training, 

I should try for Arthur Todd at Northwestern, but I know Mr ~ Ruml, &1 though he 

does not kr.ow him would demur. Todd is one of the rarest combinations I know 
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and to his theoretical gra sp of his field he added this last year a valuable 

e:x:pe rienc e in India and the Orient.. He hs s culture, charm, vigor and scholar­

ship. His years as labor adjuster with Kuppenheimer are proof of his ability 

to handle men of diverse kinds. Mr. Vincent knows him. 

Another ms"n who is a possibility is Robert J. Kerner, professor of 

ht~odern European History of the University of Missouri, and also acting dean of 

the Graduate Scbool. He is a Harvard Ph., D., his parents were Czechs. He was 

an expert with the .America.n Peace Commissioners at VersEdlles~ He is a younger 

man of pleasing personality, enthusiasm and energy. Having known him since he 

was a graduate student, my disadvantage in judging him arises out of an 

inability to say ,.just how much he has matured in judgntent. 

Mr. Thorkelson when be was in my office recently spoke very cordially 

of Kerner as be knew him in ·visits at Columbia for the G.E .. B. 

In these few suggestions I am limiting myself to the men who ba.ve a 

trc1.ining, point of view and experience that would supplement the 1?resent staff. 

I hope this memo may be of some use to you. I am sending Mr. Buml a 

carbon copy. 

If there is_any other way in which I cen be helpful, please count on 

my cooperation. 

Sincerely, 

(Signed) Guy Stanton Ford 

Dean 



The Trustees are as familiar with the program and objectives 

of the Memorial as is the Administrative Staff, therefore this memoran~ 

will be limited to the consideration of administre.tive machinery and wUl 

discuss the following points: 

1. High rete of turnover in the Administra.tive Staff. 

2. Hair shirt minority in Board of Trustees. 

3. Social investment as a foundation activity. 

4. Simple and flexible organization prepared to undertake 

any worthwhile project. 



MEMORA:NDUM 

TO 

THE COM11ITTEE ON REORGANIZATION 

OF 

THE LAURA SPELMAN ROCKEFELLER MEMORIAL 

lL In support of the theor.y that a high rate of turnover in the administrative 

steff is desirable, may I suggest that men life Professor Merri~, Professor 

Marshall, Professor Day and Dean Ford as temporary members of the staff are in­

valuable as advisors and as channels through which worthwhile projects ma~ be 

brought to the attention of the Memorial, but that it would be a great waste of 

good research material per.manently to remove them from university work and 

that from the Memorial 1 s point of view they probably would make mediocre 

executives and would lose their value as advisors, if too far removed from active 

participation in research projects. 

This raises the question as to whether it is desirable to develop a 

group of professional foundation administrators. I do not think that it is. 

Young members of the $taff have contributions to make to foundation activities. 

Their enthusiasm, vigor and questioning attitude and the opportunity whieh they 

have for acquiring a broad social point of view are valuable assets, but work 

of this kind does not provide for unlimited growth as would participation in 

the solution of actual problems. After a few years the staff member's ideas 

are apt to become crystalized and his development arrested. He then becomes 

a liability instead of an asset. 

There is another factor which seems worthy of consideration - the 

necessity for holding on to the job in view of the difficulty of securing 

another without startir~ at the bottom. Isn't it expecting too much of a 

human being, who regards foundation work as his career and source of liveli­

hood, to sponsor dubious projects when he has ever,ything to lose and ver,y 

little to gain by backing a project which may prove unpopular or at best must 
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wait years to show results? 

~ Of course there must be some provision for continuity and for 

the accumulation of experience as a basis for action. This can be accomplished 

through the Board of Tru.stees. It is essential that the control of such power 

be in the hands of broadminded, far-seeing and conservative individuals, but 

it is also necessary to the success of this undertaking tha.t the ::Soard create 

within itself a strong, active-minded minority. 

Therefore a new classification of trustees is suggested. Of a 

board of nine, six to be self perpetuating and elected as at present, three 

to be elected for three year periods but not eligible to succeed themselves. 

These three should be so chosen that this group would ste.nd in the same rela­

tion to the ~oard as did the hair shirt to the monk. Perhaps this too is 

expecting too much of human beings. As an example of the type I have in mind, 

the names of Sir William Beveridge, Dr. Alexander Meikle: john, Dr. Elton ~o, 

Mr. Andrew Mellon and Mr. John M. Keynes are presented. 

Since the Memorial's work is conceived on a world wide basis, 

would it not be worthwhile to have other countries represented on the Board? 

~ Social investment seems to be virgin terri tory so far as these 

foundations a r e concerned and yet it might prove the most productive field in 

which they could work. It staggers one to think what could be accomplished 

through the investing power controlled by these foundations and by Mr. Rocke­

feller. 

Mr. Rockefeller has ta~en a ·cautious step in this direction through 

his building program but even there the foundations have not followed. 

Of course one could point to a number of opportunities but one 

will suffice. The movie industr.r is largely in the hands of self-seeking 

individuals whose ignorance of social effects is only exceeded by their lack 

of interest in them. If this preoccupation with the box office were only 



intelligeBt, there might be some hope for the future. 

Here is a great industry whose potential power is exceeded by no 

social institution, the Church and press not excepted, with self-seeking 

ignorance so firmly intrenched that social minded producers with limited capi-

tal have not the remotest chance of breaking through. And yet this is a gold 

mine waiting to be tapped by intelligence. 

Social investment would require and co:mn1and the best brains in the 

countr.y. A man of tne broad vision, wide experience and conservative point of 

view of Mr. Mellon would be desirable. Along with him there should be such 

a man as Mr. Keynes for inspiration. 

4. Organizations like organisms tend to pass through a life cycle of 

youth, with its optimism, enthusiasm and mistakes, middle age, of conservatism 

and productivity, and old age, of querulous defense of obsolete ideas. Old 

organizations tend to snim cocoons of red ta~e and precedent and to become - . 
impervious to newlidea.s and -procedures. This is especially true of social 

l -

welfare organizations which are not subjected to the test of competition. 

A large orgenization is not only unwieldy but it is usually built 

up through becoming an operating concern. I do not believe that operation is 

a function of foundations. When the operative .machinery becomes an integral 

part of the foundation organization, it is more difficult to maintain an 

objective and critical attitude toward it. As an illustration from another 

Board: It seems to me that it would be better to maintain the International 

Health Board as a separate institution located at some strategic point such 

as Washington or Geneva and by allowing it to raise part of its budget from the 

outside, enable the Foundation gradually to withdraw and use its funds for other 

unproven projects. After an experimental sts.ge, it would either stand or fe,ll, 

depending on its intrinsic merit. 

The problem of the Memorial's Reorganization Committee is simplified 

by the fact that the Memorial is staffed by young individuals who have not yet 
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become fixed in their attitudes and has si~ple administrative machinery 

which can be changed easily. Although I am a strong advocate of consolida­

tion of administrative machinery, I nevertheless appreciate the v&ue of 

having one organization where experiments in administration can be tried 

without too much difficulty and where essential factors are not too much 

obscured by the flood of detail. 

Furthe~ore, there should be one arm of the service which could 

readily be brought to bear on any problem in any field. 

Submitted by 

Frank B. Stubbs 

February 17, 1927. 



THE LAUBA SPELMAN ROCKEFELLER MEMORIAL 

Mr. Haymond B. Fosdick 
61 Broadway 
New York City 

My dear Mr. Fosdick: 

New York, February 23, 1927 

You have asked for suggestions from the staff as to the reorganization 

of the Memorial. The term "reorganization" has been a little ba.ffling to me as 

I have thought of the Memorial a.s hardly organized as yet -- still in a somewhat 

amorphous state. However, we are moving in the direction of more definite for.m 

and the need of planning what that form shall be is apparent. 

The development of the Memorial to date seems to have been furthered 

by freedom from set program and organization. Through the experimentation per-

mitted, several satisfactory fields of activity have opened up. The question 

now raised is Whether it is better to continue to evolve a program as We go or 

whether a program should be drawn upon the basis of the Memorial's present ex-

perience. Much would be lost if a:ny hard and fast program were made, sinee 

flexibility in point of view is essential for work dealing w-ith the social 

sciences and social relations. At the same time a degree of prescience as to 

possible next steps might yield a coherency and unity not yet achieved. We have 

discovered certain things which are worth doing and also certain ways of doing 

them. What further activities are likely to support and -extend the activities 

already entered upon? Is dependence of new activities upon those already under-

55 

taken to be the decisive factor in extensions? Or do we recognize the possibili~ 

of taking on new functions of importance equal to those now handled and not of 

necessity related to themt 

Consideration by the staff and by the trustees eitber separately or 
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jointly of possible future lines of development should yield some tangible 

·benefits. Ground work could be done in advance of taking on new interests. 

Also, present activities might have a different aspect or a cha~ed emphasis. 

For i11stance, if the Memorial plsmned at some future date to assist university 

departments of social science or socis~ science research in South America and 

in Asia, some period of time could be profitably used for collection of general 

and then specific information before any definite work was undertaken. Exist­

ing connections with South America and Asia would be utilized with a view to 

probable future connections. 

Some indication of priority of interests -- the probable dozen next 

steps --might be further suggested. This with no idea of making a schedule to 

be adhered to in the face of unforeseen opportunities or obstacles, but to 

provide some kind of chart for guidance. :Before such a cr..a.rt is framed, consider­

ation should be given to what men actively engaged in the social sciences and in 

the fields of our other interests propose as desirable developments. Probably 

this counsel shoul_d be obtained indirectly -- that is, there is advantage in 

learning what is th!D'€ht of value to the field from the point of view of professional 

interest, rather than what is thought an expedient program to suggest in view of 

the Memorial's interests. Meetings such as those a. t Hanover, where the Memorial' s 

staff sits on the side lines and the responsibility of adva~cing social science 

is the subject of the discussion by social scientists, furnish most valuable 

guidance. Attendance upon various conferences held by or§anized groups in whose 

work we are interested furnish insight as to objectives professionally accepted. 

The necessity for reliance upon technical ·advice from without the 

Memorial's own staff is evident, if the staff and board of trustees continue to 

be constituted as at present. There are ~dvantages and disadvantages in maintining 

the existent order. Experts in the fields of our interests, who could speak with 

authority as to the advisability or inadvisability of propositions submitted, 

5 
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might command respect but would perhaps commit the Memorial to advancement of 

one man's point of view. When members of the staff have not had extensive ex­

perience in the fields which they are promoting, there will always be criticism 

of their apparent power of decision upon technical questions. The second dis­

advantage appears to be of less s~rious account than the first, for it can be 

shown that few decisions are made upon technical points and in such cases are 

based upon the best advice obts.inable from technicie.ns. Close contact between 

ste.ff members and technicians must, therefore, be a reality. 

The staff will necessarily increa.se with a wider ra.nge of interests. 

In additions which may be mad~, not only should there be consideration oft he 

chare.cter of the ne\T activities, but also of the need of supplementing the 

present sta:f'f in its cooperative capacities. Maturity of judgment and foresight 

in policy-8haping should be sought. 

These comments are, I recognize, of very general nature. I do not see 

an opportunity of being more specific. 

Ver,y sincerely yours, 

(Signed) Sydnor H. Walker 
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