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NOTES ON MEMORIAL ORGANIZATION AND POLICY

by
Beardsley Ruml

From the stendpoint of field and Tams:

A--

P B'

c-

Soclel science. A very fruitful field, Must be extended to include

anthropology and ethnology more completely in view of Rockefeller
Foundation change. Methods to date satisfactory for preliminery
steps, but entirely inadequate for future. Large endowmenfs must
be provided at strategic centers. Fellowship srea must be extended.
More attention to undergrsduate instruction and more attention to
secondary curriculum, unless General Education Board sssumes this.

Generesl policies proving effective. Surprising lack of publie

attack or vublic interest.

Socisl technology. Schools of socisl work good strategy but limited.

Child

Must cover public administration, especiszlly state and municinal.
Professional trasining and demonstrestions. Must proceed with extreme
caution. Safest point of contact probably public care of devendency.
Relates closely to criminology. Also to rsce relations,

Schools of business. Be prepared to strike hard at first resl
opportunity. A4An egfremely strategic point., Schooles of law should be
studied. In these fields, both research and professionsl instruction
worth attention in view of socizl consequences. Some day journalism.
study and parent education. A fundamentel and very pervesive attack
on child welfare. BResearch should be liberslly devel oped at e few
centers. Training of leadership, personnel. Variety of experiments
in sdministration of parent education. Large public interest increases

Memorisel opportunity and responsibility.
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D. Race relations. Emphasis on American negro. Memorizl's concern primarily
threefold. (1) Research on socizl asspects, (2) Professionzl education
in socisl vork, business and law, (8) Outstanding amelioretive sctivi-
ties. Future progrem should emphssize (1) and (2). Fisk sction very
importent. Continue preaent emvhasis on American negro.

E. Criminology. A brench of socisl science and socisl technology. Present
emphasis due to publie importance. Should not be conceived permanently
epert. Valuable emphasis for rezlistic integration of science,
technology and common practices.

F. Contributions to miscellaneocus orgenizations for welfare work should be
discontinued in line with present policy. Policy should not preclude
occasional miscellaneous contribution, e.z. university oresses,

Americen-Scandinavian Foundation.

Orgzenization:

Staff. No rigid division of field. UNo subsidiary sections. Titlee only
for sdministrative relations with outside. Highly centraslized resvonsi -
bility end control in Director. Results in extreme mobility; perhaps
excessive responsibility in Director. Seems to work for time being.
High grede secretarial essistance, Policy of other Boards & hendicap
on salaries.

Board. Smell number edvsntageous, Weak in scientific background. Executive
Committee extremely mobile and éffective. Considering intimecy and
interest Executive Committee holds to its proper function admirably.
Finence Committee orgenization weak. Missing biggest uncultivated
field., Doubtful Director a member would help, but chenge in policy

and method sadly needed,

Trustee Committees of Review. Temporery. Every three years.




Fiscel Policy. Short distsnce from mejor iseue on restriction of
field or liguidation through avpropriations of principal. Adviseble
for reorganization comrittee to work through this issue., Favor

liquidetion personally. Cennot be very rapid at best.




THE LAURA SPEIMAN ROCKEFFLLER MEHORIAL

December 28, 1926

Mr. Haymond B. Fosdick
61 Brosdway

New York City

Dear lr. Fosdick:

In complience with your letter of December l4th I am herewith
submitting some suggestiong that might be considered in connection with
meking plans for the Uemorial's operstion and future. Kindly consider them
as described, nemely, suggestions for consideration. Hzd I been aware of
specific recommendations that should be made I would of course have submitted
them from time to time to Dr. Ruml. .

The first paregraph of your letter refers to administretive
machinery. It seems to me thet in coneidering this item it should be noted
that the Memorizl hae given much thought to this phase 6f the situation
during the past year. The problem to be met was en exceedingly difficult
one and consisted of endesvorinz to devise a gystem that would keep tebs
on the development of research work and of the results obtsined from
donations made by the Memorisl. The very nature of resesrch work mekes
such an undertaking a very difficult one. In endeavoring to meet the
eituation Dr. Ruml sppointed a committee of which I was chairman, and we
were not successful in developing an effective plan which was acceptable
to all of the members of the staff. Thereafter snother committee was
eppointed by Dr, Buml of which Mr. Outhweite was the chzirmen, and their
report with recommendations wae adopted and is now being put in operstion.
Admitting that proof of eny pudding lies in the eating, nevertheless, I
believe that the Outhwaite plen is 2 very promising one and if properly

carried out will unquestionably prove very beneficial.




I think a letter of inguiry of this neture ie &n excellent thing
and leads to & sharper and more criticel examinztion of our wori vhich is
good for &ll of us. It zlso indicates the mufual advantsges that would
follow from more frequent contect between the staff members and the officers
and trustees. The docket items should not form the only connecting link,
These items represent conclusions, but lots of times when we heve idess in
process of development, and no doubt the seme ies true of the officers and
trustees, it would be helpful occasionally to dlscuss them.

With regard to the inter-relations between the verious Rocke-

-feller foundaticne, I would suggzest that it would be helpful to have &
loose~leaf booklet compiled which would state briefly the names of the
members of the vericus orgenizations and the particular field of endeevor.

As a result of a2 little over & year's participation in the
Memoriall's work, I find myself feced with two outstanding conclusions:

First, that to obtzin the results that should be cbtained from the use of
these unprecedented foundstions, or in other words, to meke them sccomplish
the intentions of their donors is a tegk of extreordinary difficulty. Seconi,
that while the functions of the trustees and officers are of wvitzl importancs,
it is probable that in the long run the guccess or fasilure of the under-
teking will depend primerily on the initiative, character and all=-round
ebility of the opersting staffe. It 1g ineviteble that in et lezst nine times
out of ten the trustees will see the problem through the eyes of the staff.
The Trustees have the power to donate either the interest or the principsal
gunt of the endowments. Unlese they are prepared to tske such sters as may

be necesezry to mzintsin the staff's ability at as high or higher point

“than can be found elsewhere, it would seem that the trustees should give
serious consideration to the distribution of the principel. At &ll evente,
consideration must be given to the maintensnce of the personnel of the

various staffe on & very high plane.
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The nature of the work to be done, and the pleesant surroundines
tend to meke it easier to secure such a staff. However, unless a Troper
compensation is peid, it would be difficult, if not impossible, to meintzin
stendards. It is not suggested that the rate of compensation should equel
that in meny commericel lines, but if the problem is not solved on thet bssis
it should be solved on the besis of consideration of what ere the rezsonable
requirements of members of the steff living in New York City. Let us presume,
for the sake of arsument,that the trustees believe that & member of the staff
should receive sufficient pay to enazble him to merry, live modestly in
decent neighborhood, maintein 2 femily and educste the children, snd have
enough left over for some ressonsble recreation and trevel and meet extrs-
ordinary doctors' bills in case of unusuel illness and to provide a competency
for old sge. I am trying to picture an existence with some leewsy for a cultuml
background. It mey be thet that is now being done. As fer as I kmow, there has
never been any thorough investigetion and considerstion of the controlling
factors from which to drew & conclusion. I have heard it stated that in a
generel way the salearies are believed to corresvond with those of profescors
in & university. I personslly doubt if that is a proper yard stick to
megsure by because the proper fulfillment of a staff position reguires not
only study and training but e larzer measure of sdministrative ability than
is required 6f & professor. And in addition, & wider socisl life and the
maintensnce of more contects with people of large affeirs is necessary than
for a professor. However, considering the vproblem for the moment es being
on a parity with that of the czse of & professor, we find hesde of depart-
ments receiving an equel or greater salary than etaff members snd living in
smell university towns where not only the genersl living scele is very
substentially less than in*New York, but the socisl demsnds are rezulated

by the university faculties in the same manner thet occurs in an army vost.




In the cezse of the secretarist, equally careful consideration
seecms to me to be demanded but from a somewhat different approach. At the
present time the secretariat does not receive sslaries equel to those paid
in commercial houses, law offices snd banking institutions in this
neighborhood. As in the case of the staff, there are some compenszting
factors. As I gee the situation, the most important one is the possibility
of zdvancement beyond =z fixed level., I doubt if we have this thousht
sufficiently in mind. The training received at lezst in the Memoriszl is
broad in scope znd rather unigue in cherascter. It should te an importent
factor in fitting the members of the secretarist for positions of
responsibility in state and private institutions cerrying on socisl
welfare work and in the univereities, snd of course from time to time to
advancement within our own organization. I think the trustees and officers
and members of the staff could be more lareely helpful in this resard.

In considering the scope and specific plans for the Memoriesl's
work, it is interesting to note in passing that while our governing body
is termed Board of Trustees, they are actuslly directors of 2 corporation
aﬁd function as such rether than as trusteee seting under 2 definite deed
of trust. I realize ;hat the terms "directors" and "trustees" &re inter-
chengeeble, but they have acquired & different meaning in genersl speech.
Now the result of thig is that the Memorizl ies left sinsmlarly free to
develop as may seem best from time to time. This fact ie indicated by
noting that while we are incorporated as & charitsble orgenizetion, our
work at the present time is largely in the field of educetion. On the
other hand, we have not the clearly outlined policy end general direction
that would have resuvlted from & definite deed of truet, and it followe that

the burden of supplying such direction is plsced on the trustees.
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The prepondersnce of the work of the Memorial is in the field
of the socisl sciences end considerslle care has evidently been talen to
indicate in a general way the course that ghould be pursued. The original
memorandum on this subject prepared by Messrs. Buttrick, Vincent, Bose end
Abrshsm Flexner has been somewhat revised snd presumebly will be subject to
further investigation in the future as knmowledze is scguired by experience.
The revised memorandum sets forth some twelve points. Peragreph 5 ig of
mzjor importance, and in my judement should receive criticsl consideration.
It resds as follows:

"Not to attempt to influence the findings or
conclusions of research and investigations through the
designation of either pergonnel, specific problems to
be attecked, or methods of ingquiry to be adonted; or
through indirect influence in giving inadequate
assurances of continuity of support."

Part of this scems to me splendid and part of it doubtful, It
geems to me tremendously to the credit of the Memorisl that it has so
carefully refresined from attempting to influence the findings or conclusions
of resecrch and investizztions through the method in which suoport is given
or otherwise. The rest of the péragr&ph should be congidered in the light
of the spparent line of development of the Memorisl's work. Presumsbly
when the field of the social sciencee was first entered, considerable
number of lines of activity was submitted in widely different fields. To
& lerge extent they were sppsrently accepted or rejected on the basis of
their individuel velue. As time went on it was inevitable, if the Memoriel
wes to be effective, thet it could not be spresd out tod thin. And while
the Memoriel was meintsined in the eitustion thet would permit of the
teking on of new snd valusble projects, it beceme increasingly identified
with certzin lsrge endesvors and fielde of sctivity. From this point,

as we look shead, it seems certein that we cennot rely on chance for the

proper development of the fields., To &an incressing degree it will




probebly be necesszry to specify vroblems to be attecked and to endeavor

to ascertsin and desigznete the most highly trsined and gererally competent
personnel to carry on the work. There is no rezson why this cannot be done
in & scientific manner snd without influencing conclusions or findings.

Organizetions such as these ere apt to become very timid. The
suggestion of & project causes shudders and if the problem to be studied
through the project is one which is of every dey importance at the present
time in regard to which there is sharp conflict of public opinion, it ie
only humen to be tempted to pass it by end to mske some undertaking in
China, Egypt, or the heert of Africa, or some other place so far distant
that the clashes of public opinion will not reach us here, The donors
of these funde have heen so careful not to unduly circumseribe the fields
of activity that it is sometimes hard to kmow just what they had in mind.
But presumebly they intended to make the present world at the present time
& better place to live in by endesvoring to take some of the sand out of
the gear box. If we are going to do that we must do it with the kmowledge
that some of the undertakings will not come out the way we want them to and
sometimes we will be subject to very cousiderable criticism. Along this
seme line, it might perheps be beneficial if we could make a2 rough cash
forecast and budget under the terms of which & certsin percentsze of the 3
income would go io pure research and a certain percentage to the study of
pressing problems of the day.

Of course, in our work in the social sciences we claim to be
developing 2 considerable number of idess that will hsve sn important
effect on the conduct of industry in this country. If these idescs, or &
substantial.part of them, may be =zood we ought to spply them ourselves

s well as hanéing-them on to someone else. We have enormous funds at our

dieposal end they have power both ways - that is, not only in the way in
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which they sre expended but through control of the source from which
they come, If we do not meke full use of them we sre like & bird trying
to fly with one wing. By way of specific example, the press sdvises that
next soring we are threatened with an enormous strike in the bituminous
coal: fielde. It is my understanding thet the Memorial is 2 large stock-
holder in compsnies heving interests in these fields., Ae far as I Iknow,
there is no member of the staff of the Memorisl who is femiliar with the
feets in the coal fields, who has sny ides as to whetlier there should or
should not be & strike, and whether or not the conditions are as they
should be, During the last few years people at large in this country, end
the government itself, have been greatly interested in investigations of
certzin phases of the conduet of the oil business. Grave charges were
mede, but it was difficult to zet at the facts because a number of the
officers of some of the large oil compsnies in which doubtless the

Vemorizsl or some of the other foundations are large if not controlling

factors ebsented themselvee from the country. With a wide diffusion of the)
stock of the large corporations, comparatively smsll blocks may become, and |
frequently do become, controlling factors. If Justice Brendeis! statement
that there is no such thinz as an innocent stockholder ie correct, these

are matters that shonld receive earliest consideration since they affect

not only the case im point but the nation's attitude toward these grest
trusts.

While it is of course right end proper that the funds ghould be
liberslly disbursed without regard to race, creed or color, it would seem
proper to heve in mind two qualificatione, namely, (a) that if the
scientists are right certain etocks are capable of far greater advencement

then others. Would it not be wise to see that some funds are given with

the ides that they resch certeain stocks rether than given for problemst

: _— EE———— M . - m‘ 2 P ——_— E \ g &



(t) We should be careful to see that the institutions to which we contribute
are actuaslly using their funds without regard to race, creed or color when
they purport to do sot I have in mind two large charitsble orgaenizations
which admittedly are giving somewhere from 75 to 20% of their rescurces to the
members of one creed and sre giving practicelly nothing to another creed
melcing up a very large percentage of the nopulation of New York City end
by official figures meke up over 50% of the porulation of the great
borough of the Bronx.

With regerd to the selection and handling of our fellowship men,
perticulerly from foreign countries, there seems to me substantial room
for improvement, but as this is 2 matter that is being intensively studied
at the present time it does not seem necessary to go into it.

With regerd to problems in the social sciences relating to men's
relation to.man and man's relation to his zovernment,there are four factors
thet seem to me of importance that are not receiving sufficient considera-
tion. The first of these is chsracter building in the universities. It
is zoing to be a long time before the millenium arrives in this world, and
people are much happier when they feel sure that thelr employers and their
sovernment are tryinz to give them the well-known sguare deal. That
can only be done from having employers and govermments made up of men who
have been trained with this thousht. To my mind it would have a larger
effect then the asctusl number of hours of work, szmount of wages or living
conditions, important as all these problems are, because if the will is
there these things will result from it.

Second, end this is a suggzestion that I know cesnnot be acted
on in this ecountry, is the guestion of politeness, I think one of £he most
irriteting things sbout livingin New York ig the too frequent sbsence of
politeness on the part of the public. Anyone who feels that we have = good

form of socisl adjustment here should teke gz ride in the subway, but its
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application is & grest deal wider then that,

Third, and this relates back to the firet suggesticn, the
country is undoubledly suffering as a result of growing breakdowvm of
formerly sccepted relizioaus tenets. Thie is not rzpidly enough being
replaced by & new religion or even & new morel code. It would be
interesting and perhaps fruitful to have some investigations made in
this field, gquietly and smong the non-church going population.
Materielism cennot be the answer to everything.

Lastly, how are we going to correct some of the bad effects
of the avparently inevitable integration of industry? 1Is it not
necessary to develop mesns that will perpetuste initistive, individuality
and self confidence in the population when the time comes that we =re
practicelly &1l employese? Posesibly this ié & problem so importent to
the comﬁeroial 1life of the country that we mey safely rely on the
heads of the grest industries to work it out themselves, I am sure I do
not know, but would like to feel that the trustees hzd the matter under
consideration.

Sincerely yours,

(Sigzned) Lewrence B, Dunhem
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December 31, 19226

Memorsndum on personal observations relating to the effectiveness
of our work,

During the period that I have been with the Memoriszl its
sctivities end its staff have steadily expended. Due to thie expaneiop,
together with the increasing insight thet I was getting into the field and
wmethods of foundation work, larsely through the zuidence and assistence of
the Director snd my other associates, questions necesssrily arose in my own
mind from.time to time relating to all the various pheses of the work,
including the administrztive machinery.

Meny of these questions answered themselves ae time went on but
the most decided progress in clarifying my concept of the adminigtretion,
of my work, end of my relations with my associates, probably beceuse the
time had become gzenmerelly ripe for it, has been made during the past five
months.

The steff meetinss at Hanover last August conducted by the
Director, the Report of Committee #2 and the subsequent observances of its
findings, end finslly the gathering &t Colonel Woods' home to meet the
Trustees and the Officers of the Memorigl have altogether left little
doubt as to what the individuel functions of steff merbers shoﬁld be.

Probebly one of the most important phases of the work which seems
to be extremely helpful to ll steff members is that we keep as much as
posgible sbreast with the Board's poiﬁf of view regarding the major projects
end tendencies as they change or develop from time to time. The actions
taken by the Board revesl these viewpoints to a certain extent at the time
they are teken. Past actions over longer periois, show trends, as do, of

course, entirely newprojects which zre acted upon fevorebly, but it seems




essentisl that our conception of the Bozrd's viewpoint alweys be as sccurste
and up to date as it can be.

Then there is, on ny part, & decided desire for informel and very
natursl conteet with those engazed in the seme phases of foundation work as I

em engeged in. In business, for instence, benkers like to mingle with
bankers - it helps them - so I chould like to meet with foundation mpeople,
informslly, =nd more freguently than I do.

For instence, Mr. Lynd ;nd Mr. Lytell of the Commonwealth Fund
recently aslked Mr. Stubbs, Mr. Frenk and myself to lunch for ean informel telk
on the hendling of the scholars. In that particular instence it seemed to
me that we were probably able to give them z little more in the way of ideas
for possible improvement in some directions than they geve us, but it was
worthwhile 211 sround, nevertheless. At snother time this particular circum-
stence mizht be reversed, snd onme remark might count for a greet deal.

Gur contecte on the whole are necessarily quite reserved and I feel
that it would be & distinct adventege for our general outlook to meet as meny
individuzls as we can, with whom we msy have an unrestricted general inter-
chenge of idess and attitudes avart from specific subjecte.

Whe ther more contscts with members of the staffs of foundations
other then the Rockefeller foundations would be adviseble, mey involve consid-
erstions with which I em not femiliar, but the members of the steffs of the
Rockefeller foundations have the common ground of whet might be called a
family relationship, and therefore need have no restrictions smong themselves.
With the feeling of restraint removed at informel gatherinzs, I think certain
benefits would undoubtedly result over & period of time from such contacts,
snd my thought ie that possibly & convenient common meeting place for lunch

mizht be designated on say two or three days a week and each steff member

obligate himself to lunch there on gt leest one of these days each week.

ia




If it would be of any assistance to the Committee that I znswer
specific questions on eny pointe, I sghould, of course, be willing to do so
frankly, as I heve no confidence to withhold.

(Signed) Rudolf C. Berthesu
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THE LAURA SPELMAN ROCKEFELLER MEMORIAL

gt. Loute, Ho.,
December 31, 1526

llemorandum for the Committee on Reorgsnization
by the Memorial's Representative for Greet Britain

and Ireland.

My connection with the Memoriasl dstes from April 1924, when
its scheme for felloweships in the social sciencee was explained to me
in conversation by Mr. Frank Aydelotte. Apert from the generocus &and
large minded spirit of helpfulness which inspired it, I wes chiefly
inpressed by the Memorizl's commendable desire to keep their scheme
flexible snd their methods informal, The admiration I then felt hss been
strengthened by what I have since seen of the work of the Memorial, znd
notably by the recent megnificent extension of the scheme t0 enable men
end women from one Eurdbean country to work in enother. 1 propose to
begin the rether disgjointed remarks which follow by mentioning some of the
points President Aydelotte emphasized to me and considerinz them in the
light of two end & hzlf years' experience,

1. Avoidsnce of undue publicity. This, I em sure, was wise.
The fact that the fellowshipe ere not advertised in the Press, snd that
epplications are not invited from cendidates, has certainly saved the
Representative from the flood of unsuitable applications which the methods
of the 'Commonweslth' scheme involve; end I think that 2ll promising
sources of candidates can be tapped by our method of communicating, in the
first instance, only with heads of universities, colleges, deveriments,
ete., and people in similar positions of knowledge and responsibility,

I do not think we suffer in prestige from the gbsence of press zdvertise-
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ment, though I believe no harm would be done were I sllowed to send to the
Timeg once & year a list of the Fellows appointed, as Sir Walter Fletcher
does in the cese of the medical fellowshivs.

2. Asent of selection. Whether the idea that the responsibility

for selecting Fellows should reét with an individusl, rether than & committee,
hes worked well, is not for me to say. The meéthod edoptéd mo doubt incresses
the element of gemble and possitly narrows the field; on the other hand, it
minimizes delsy, and mekes it easy to deal with applications from time to
time throughout the year - whereas the 'Commonweslth' selection commitiee
meke thelr decisions at one date in the spring. The pogsibility of consult-
ing en informsl conmittee is certainly heloful., In the first year I owed
muich to the advice of three gentlemen whom I consulted unofficislly at a
eingle meeting, after circulating to them covies of the relevant napers,
(These advisers were Sir William Beveridge, Professor H. W. C. Davis, and Mr.
W. T. Leyton.) 1In 1925 I intended, with their kind consent, to repeat this
procedure, but eventvuelly I found it unnecessary, and I did not have recourse
to it this yesr.

On every ground, excent that of time, I am &lad that the sctual
eppointment of Fellows rests with the lemoriel.

2. A Representative for Irelend. I kunow that one public men in
the Irish Free State has expressed his opinion that, ultimstely zt any rate,
there should be a separate Representative for the Free State,

Eitherio, 5 candidztes from the Free State have received Fellow-
shipe (out of 20 awarded); 4 from Trinity College Dublin and 1 from the
National University of Ireland (University College of Cork). Vhen visiting
Dublin on the busginess of the Memorisl last year, I hgd conversations with
officiels of the Free Stste Government as well ss with representstives of

both Trinity College snd the Nationzl University. If a seperste Representa-
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tive for the Free State is appointed, he will no ubt be a DErson sccept-
able to both elements., I pregume that "Northern Ireland" will remsin under
the purview of the Representative for Great Britain.

4. Subjects included. The term 'Sociel Sciences' is not so
femiliar in Englend ass in Americe, end consideration has been needed whether
certain spplications fell within the scope of the scheme or not.

In Economics, Political Science, Internstional Lew, Jurisprudence,
no difficulty arises.

Sociology is a subject regerded with some suspicion in Grest
Eritain, end not entirely without reason, since it hss been very elizhtly
developed and mey be seid - on the snslogy of Economics - to be still in
the pre-Marshallian epoch., It does not at present attrect - at eany rete
under the neme of Sociology = meny of the best younz students: it is o
necessary to beware of people with vague and washy ideas,without intellectual
bite, who may present themselves in this subject.

To some extent the same is true of Educstion.

A candidate in Philosophy mey be exvected to show some specisl
reason why he should be financed to crose the Atlantic in the vursuit of
abstrzet truth, I desl below with one such cese.

Pgycholozy is on the border of medicine. One spplication I re-
ferred to Sir Valter Fletcher, snd st hie reqguest left to him to dezl with,

Anthropology hes so far provided one Fellow; the avolication
of & creniometrist was judged by the Memorial, oroperly in my opinion, to
fall outside its scope.

History rust evidently be included, &t esny rate certain fields
of history. Possibly en Englishmen would be inclined to include more
fields than an Americsn; but in one csse, the history of politigal theory,

I found & Professor zt Harvard juet z¢ positive 2e¢ scholers in Englend

that the study of medizeval doctrine of Natursl Law was an importent topic




from the point of view of the social sciences. I, myself, refused an
epplication concerned with mediseval nsvsl history, asnd the Memoriel de-
clined one concerned with mediseval mOnasfic life. My own view is that

each case muet be judged on its merits, but I would certzinly not
necessarily exclude medizevel or even ancient history. Books like Zimrern's
'Greek Commonwealth', Mzine's "Ancient Lew', Heitland's 'Agricola', which are
studies in a past civilization, seem to me gquite as valusble coantributions

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

It may be more difficult, however, to show why the scholar should 2o abrosd
for his purpose.

-Geogrgphy hes as yet produced no candidate,

5. Fellowships open men and wWome ike. This has csused no
difficulty. OFf the 30 successful cendidates from the Britich Isles, 8 have
been women.,

6. Quelificstions. When the scheme was first broached, I believe
there was some idea that Fellows ought to be people who on social grounds
would be likely to promote friendly relations between the two countries. I
understend that now the test is regarded as wholly intellectusl, and this I
think a zood thing, subject to the permissibility of rejecting candidates
likely to promote posi tively bad feeliugs.

As to the intellectual guslificetion, President Aydelotte znd I
egreed that we would sim at what is understood by the phrase 'Fellowship
staﬁd@rﬂ' in the older English universities, as opnosed to that of tgood
research worker'. We wanted men with distinction and orizinelity of mind,
who would not merely work out ideas given them by others; or, to »ut it
differently, men whom it would be of advsantage, not merely to their own
development, but to that of the socisl sciencea, to help to research sbroad.
Some such criterion mast, I think, be meintained if the scheme is to remain

managesble. One might like to go further and &im st securing only those with

i8




tgenius?. But to pick out genius reguires a kind of genius in the
selector. If one per cent of an ordinsry men's selections prove to possess
the divine gquality, he ought o be well content. I am very conscious of
the shortcomings of my own work in the matter of selection: but it is

work in which experience should teach & lot,

A further point which it was agzreed ouzht to be tsken into
consideration was the likelihood of the candidate's attaining a position
in which the assistsnce given to him by the award of a fellowship waald
result in benefit to the world at largze. Successful aczdemic teachers,
Journelists, and poblic men would evidently qualify in this way.

7. Candidstes from non-academic fields. This last consideration
raiees & point which I COnalder of zreest impOrtance.[:&ccording to the
gospel I received from President Aydelotte, while Fellows should all possess
high intellectual ability, they need not sll necessarily represent the
etrictly scademic point of view. They might be, or hope to become,
politiciens, journaliste, preachers, administrators, civil servants. The
tests were whether or not they would conduct their inguiries in the attitude
of the true scholar, and whether it wes for the public service, or for
their private adventage, that they wented a fellowship. This breadth of
outloock on the Memoriel's part delighted me from the first, and I still think
it not the least valusble festure of the whole scheme. Work of the highest
importsnce for the development of the socizl sciences can be done in the
non-gcademic field; sometimes 1t cen be done there only;] One of the wesl—
nesses of economics and of politics, regerded as sciences, is that experi-
ment is often difficult. The trme leboratory of politics is public life.
Only public bodies can conduct experiments on & large scale, and they are
rerely willing to give a mere scademic person the chsnce he desires. Then
sgain, In both polifics and economics, the experience of the preciical men,

&s well as of the theoriet, is vitel, And, finelly, there is the fact that




politics is & creft, at least =¢ much as & science, eand more then eny other
creft needs well-trained craftsmen.

I am glad therefore of the opportunity of seying how desirable
I think it that our Fellowships should, in suitable cases, be used to malke
Government and Municipel servents more efficient in their work, whether of
thought or action, and that in the interests of the socigl sciences them-
selves. In English social history it is hardly possible to exsgzerste the
value of the work done by, sey, Bdwin Chadwick and Charles Buller in the
1820's, and more recently by Sir Robert Morsnt and Sir Frederick Lugerd, in
the respective fields of domestic and colonisl administretion. Experiments
which may be of far-reaching importance are now being made in these fields =
in the prevention of destitution, in the trestment of erime, in the
education of backward races; it is essential they should be studied by eivil
servents, because civil servante and their political chiefs have unique
opportunities of putting the result of the experiments to prectical use.

It is perfectly true that 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 estimstes. But it is
clear that, under the pressure of Treasury control, such expenditure is not
at present forthcoming, It is in these circumstances that the Memorial's
Fellowships may be of the greatest value., Indeed in two cases alresdy 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 reasonsble for the Memorisl
to demand thate certain proportion of the necessary expenditure should be
undertaken by the Government concerned,

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

college, or, it may be, considersbly later, whether he has the qualifications

we require. There is much to be said for not appointing anyone till he has




actuslly started on research and produced his first fruits. The firet steps
in research can ususlly be guite well taken at home, and to subsidize a men
to go abroad for this purpose is wasteful.

On the other hand, the year or two Jjust after his first degree may
offer the only chence of going awey & British student will ever get; later he
will be claimed by his profession and the smell steff of most departments
meke it hard for them to releasse teachers even for a sabbatical year.

Nevertheless, I think s Fellowship should rarely be awarded
until, say, 2 years from the candidate's degree. It is worth considering
whether we should come t0 an arrangement with the 'Conmonwealth' selectors
to pass applicants of status Junicr to this over to them. The alternative
suggestion has been made that we might ask the 'Commonwealth! to refer all
their sociel science applicants to us. On the whole, I prefer the former
alternetive, partly for the sake of meintasining the prestige of our
Fellows at the institutions they vigit; they should be regarded as guite
distinet from ordinary greduate studente.

9. Specisl Cases. It was part of the scheme that specisl
provision might be mede for senior men, such as Professors. These would
presumebly assk for assistance on the ground not of mere promise but of
achievement, and they would be expected to have a definite purpose in view.
The value of this provision seems to me beyond question, all the more because
of the difficulty such people have in England of getting awey in the ordinary
course. One or two of our Fellows have suggested that a special class of
Fellowshipe for senior men might be formed. I shsll discuse this later. What
I have said above about Professors spplies equelly to men of senior standing
in other walks of life.

10. HNature of work, The object of the Fellowships I teke to

be to a2dd to the sum of our kmowledge or understanding, or to our power of




controlling our environment, in the field of the social sciences. The
method I teke to be 'research', or the grappling at first hand with facts.
The nsature of the facts will differ; they mey be menuscripte, 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 sterted 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 ought to devote the
whole period of his Fellowship - it is even conceivable that he omght to
devote none of it - to this work., I think experience has shown that some
men may profit most by putting theirlresearch temporsrily on the shelf and
applying themselves to mestering the technique of their trsde. In particular
at Oxford or Cembridge it may happen that a man has actually produced first-
class originel work without having received a scientific treining in research
or mastered the general aspects of his subject. Whereas an American student,
I gather, of the same, or even lower attsinment, would certainly have done so.
For instence, one of this year's Fellows, after winning a college Fellowship
at Cambridge with great eclat by an elzborate 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 Lebor, came out with a definite plan of
industriel research, but satisfied herself that she could derive greater
profit from a more general survey of American industriesl conditions. The
Memorial, wisely ae 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 es laying down a task to be
scrupulously performed. The important thing is to choose reslly able men

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

Research Degrees, It was first intended that Fellows should normally

work for a Ph.D, or other resesrch degree, Thig requirement has now been

= 3 - g
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abandoned - it was never enforced, - and I think Pellows should be positively
discouraged from working for a degree, certeinly if it means adhering to a rig-
idly defined course. Universities seem to make no objection to men registerirg
in a graduate school and taking as few courses as they like.

ior Men. TFellows of senior standing (Para. 9) should, I think,
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 & large part of their object. It is clearly not the
Memorial's purpose simply to give a man & sabbatical year; on the other hand,
in the men'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 philesophy in his head, but no opportunity of
putting them into shape; at the same time a man of his ability was bomnd to be
affected by the American atmosphere, if rather impalpebly. (The committee will
remenber that in 1925 Fellowships were tenable in America only.) The following
are extracts from a very appreciative letter to me:

"I believe that apart from the great advantage
that one gets from being in a new country for & 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 then if I
had stayed in England....cccvuue

"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
& University atmosphere for 20 years one derives more
stimilus elsewhere., The two and a half monthe I spent
in Santa Barbera 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 lesst a month or two earlier ....

"I have got so much out of my time in America that I
am anxious to suggest anything that would encoursge 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,




25

-10-

"and I believe that if this were made more easy to secure
the result in the output of useful worke would be very
great ... "

Both this Fellow and another have sugzested, as I said before,
that there might be & special category, with a higher stipend and complete
ebsence of cupervision, 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 ziven the fullest
possible freedom.

il. £ owships. It is no doubt a sound plan to
encourage Fellows to plzn to come for two years, but to meke 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 yeer.

12. Place of study. It must clearly depend on circumstances
whether & 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 Furopean c ountries, that immigration may, I
suppose, be frequent. This extension of the scheme will ensble the
Representative to demand an even stronger case than hitherto to be made out
by candidates for going 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, Regults. One of the most admirable features of the Memorialls
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 Socizl 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 tendenciles
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and probabilities, instead of propounding laws, Moreover it ie far less
capable of solving specific "problems" as the outcome of comparatively
short investigations. I am sure the sound plan - which I take to be that of
the Memoriel - 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, Tinance. I propose to touch on this subject only lightly,
as it is mainly = 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 sufficiént, but it means that the Fellow has to watch his expenses
pretty narrowly, at any rate in the Fastern 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 Furope are more than satisfied. Om
the other hand our present stipend seems roughly equivalent to the inclusive
$3000.00 given to the Commonwealth Fellows. Should the Memorisl accept
the suggestion that our Fellows should normelly be men of standing senior
to these,it might consider whether the same - or rather equivalent -
stipend is suitable, A

Aesuming that the basic stipend remsins at $1800.00 seversl Tellows
have suggested that an extra grent for books would help them greatly. They
are discourasged by the "Bulletin of Information" from bringing books from
Grest Britain, and there are books which a2 man wants to have continually
at hand and merk; if he cannot buy the book, he may have to waste time on
copying out passages from the librarf cory. 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 spoken of the terrible cost of clothes in
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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 know before they arriwe
in New York what part of the country they are going to, it mey be difficult

to obtain a complete outfit at home. However, I do not see how a special
grant for clothes can well be made except possibly to Fellows staying a

second year, particularly if they move to 2 climatically different part of

the country.

With regard to travel, I understand that requests for speciel travel
allowences have sometimes been declined on the ground that to grant them would
be "setting a precedent". While I have no reason to believe that the seversl
requests were not rightly declined on their merits, I am inclined to think
thet too much weight may be atteched to the "precedent" argument, Our Fellows
are all presumably picked men and women; in some at least of the Socisl
Sciences personal contact is everything - for instance every student of
politicial institutions ought to have a chance of seeing the Nationsl and
some of the State Legislztures and Courts at work; and some of the Fellows
mgy never come to America again. Therefore, I would urge a very generous
attitude towards epplications for travel allowance; I would almost go so far
as to suggest that the applicant should always have the benefit of the doubt,

18. Qggg:gi_ﬁgéiﬁﬁﬁgﬁg. All the Fellows without exception have
spoken with warm.appreciation of the kindness and help they have received
from the officers of the Memorisl, &s also from the members of the Faculties
snd others with whom they have come in contect. English people are some-
what shy of approaching strangers without introductions, and it might perheps
be helpful to meke specizl concession to this weelmess in the early month of
e Fellow's visit - particularly in the case of a woman. And I believe that

social, as well as acedemic, introductions are greetly appreciated. It is

the socisl life of an English University that a Fellow chiefly misses. But




the last thing I wish to suggest is that there has been any remigsness in the
providing of introductions,

The dimner given on December 16th at Columbia to sl1 the Fellows
then in New York gave great pleasure and was most valusble to the British
Fellows,

Should any considerebl'e expansion teke place in the staff of the
Memorisl, it might poseibly be a good plan to despatch an officer to go with
gsome of the Fellows to the snnusl meeting of the various Associations of
Teachere; this might provide' some veluable contsets., Possibly, also, an
officer who had experience of English University life might find it easier
to understand the peculiarities of English Fellows; but I see the difficulty
of doing in the cese of one nation what you‘cannot do in the case of 211,

Ae it 1s, the staff of the Memorial have shown the Fellows from the
British Isles wonderful sympathy and kindness.

16, ontin we. It is too soon to speak of the recent
extension of the scheme to cover i‘éllow_s from the continent working in
England, With rezard to those who spend a few weeks at the London School
of Economics prepsratory to visiting America, I think it would be worth while
for an officer of the Memorisl to discuss the situation with the Secretary
of the School in London, ©Some detsile of the present arrangzement seem not
wholly satisfactory.

17. K 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 severazl Fellows heve returned to the British Isles, it may be
possible to arrznge for an enmual meeting.

The A, K. Foundation, I believe, meintsins pemices 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 a1l the Memorizl's Representatives ghould be arrsnged for.




I think it might be part of the understanding come to with 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 kmow how far it is desired that
I should expreses 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 Memorisl. TFor instence, I know the gquestion of meking linited
grante to individuelg for specific research, or to free them from routine work
at creative periods, has been considered. I have mentioned to Dr. Ruml one
ectual case in which I think this might be done with great advantage; if the
Memorisl adopted a general policey, I do not think the machinery for carrying
it out would present many difficulties.

The establishment of Cheirs when the time for such is ripe, and
the subsidising of efficient research institutes, and the guarenteeing of
scientific pg;iggggglg are all obvious means of assistance; it is egually obvious
that each csse muet be judged on its merits.

19. Prevention of War. There is one practical matter of such vitel
" and urgent importance that the achievement of even small results would justify
large expenditure - the prevention of war. Here, more than in the equelly
important field of industrial relations, it would seem that money could help.
For in this field there are plenty of idess about; what ie lading is a
sufficient force of public opinion to insist on their being tried in practice
and to resist the pressure of excessive nationelism in emergencies. The
weskness or apathy of public opinion is largely due to lack of kmowledge 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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epot. I imegine the Memorial might help in both waye, it being assumed that
the men and women concerned would be carefully selected, both for their per=-
sonal qualities and for their opportunities to influence others. From the
latter point of view journsliste and school teachere would seem the most
important people to get at; I place these before University teachers only
because of the larger publiec with which they come in touch, and of the fact
that University teachers probably have more internationsl contacte already.
The obvious means of working to these ends appear to be:
1. TFoundation of Chairs such as that of International
Relations at Aberystwyth, of Internationsl History
in London, of American History at Oxford.
2. Foundation or Subsidising in different countries of
guch centres of information and discussion as the
Royal Institute of Internationel Affairs in London.
(Cleerly immense tact would be needed in such cases.)
3. ZEncouraging conferences on internationsl relations like
those of Williamstown and Homolulu, snd such as has been
arranged for next February by the Louisiana State
University. Special provision might be made for journal-
ists and school teachers to attend,
4, Subsidising in different countries periodicisls concern-
ed with internationsl topics like the American "Foreign
Affairs"; assuming that a suitable editor could be
found, and that he would be given an entirely free hend,

(Signed) J. R. M. Butler

St. Louls, Mo,




TEE LAURA SPELMAN ROCKEFELLER MEMORIAL

New York, Janusry 11, 1927

¥r. Raymond B, Fosdick
61 Broadway

New York City

My dear Mr. Fosdick:

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 80 that I bhave not had either the time nor the energy to prepare
the kin@ of memorandum I should like to give you. Moreover, I have
been out of the office for the past two weeke and more and as you know
traveling is not conducive to consecutive thought.

I am sending the attached memorandum with considerable
hesitation, becsuse I am not at all sure that it will in any way
contribute anything to the task of your Committee.

With renewed apologies for the delay, I am

Sincerely yours,

(Signed) Lewrence K. Frank
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The organization and administration of the Memorial must inevitably
reflect the conceptions of its aime and purposes which animate the Trustees
and the Steff. The following remarks are offered, not as a program, but merely
as an attempt to express the writer's personzl views and interests onlthe
subject, DNaturelly they will betray his temperament and prior experiences, Jjust
as they serve to color his views of the situation and incline him to emphasize
certein aspects of the work to the neglect of others. To save time and space,
these remarks are made rather dogmaticslly, but with the hope that the reader
will not impute any such intention or spirit to the writer.

The rapldity and extent of the changes teking plsce in almost sll
departments of humen life have made it more imperative than ever before that
new idess, conceptions, plans and programs be given opportunity for develop-
ment end application. Uniquely emong existing institutions and sgencies, the
endowed foundation is in & position to promote social welfare by cultivating
these experimental and pioneering efforts which may otherwise languish or be
killed off. Since the other orgsnizations with which the Memorial is
affiliated have so largely become committed to long-term prozrams of develop-
ment of established institutions snd progrems, the opportunity and the
obligation facing the lMemorisl to be experimental and agneitive to these
newly arising needs are paramount,

It follows from the above that the Staff of the Memorisl should be
alert =nd 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 should be made by the Staff
to keep abreast of scientific and social devel opments, and that the
administyration of the Memorial should be largely concentrated upon that aim,

When viewed from this angle, it might be said that the appropriation
of funds is largely incidental and subordinate to the real work of the Memorisl

as thus interpreted. Which is another way of seying, "The gift without the




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

any other case, because, whether g0 intended or not, a foundation grant has
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 idezs 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 omue 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 frenkly, 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 ite lerger obligations.

In thie situation, the Trustees could be of greater service, if
time and energy permitted, by more closely scrutinizing these mental back-
grounds and general conceptions of the Staff. Speeking personally, the
writer is contimally wondering how nesrly he is realizing the purpose of the
Founder snd the intentions of the Board in his deily asctivities and judzments.
This concern is agegravated by the fact that for good or evil every proposal
reaching the Board for decision has been largely influenced in intent end
form by the Staff member who dealt with it. Theoretically, the Staff receives
appeals or proposels which it scrutinizes and then passes alonz to the Board

for decision upon the basis of the Staff member's study. Practically and

./




inevitably, the Staff's perticipation in the proposal is usually much

greater, It follows, then, that from such continued supervieion 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 judgmente and his proposals. Then
he begins to crystallize his thiﬁking and to become insensitive to the chang-
ing needs and newer developments }n his field of work end thereby converts his
activities into 2 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, becsuse I have
obgerved, in my own brief career with the Memorial, the insidious menner of
its operation upon my personal activities. By trying to develop = group spirit
end aim, we are attempting to reduce some of these dengers. But I am not at
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 & service might be of
considerable value as a prophylactic, In so far sz the Trustees'! sctivitieg are
limited largely to decisions upon specific sppropriations, even though they
devote their attention primarily to guestions of policy, the Staff fails to
receive the kind of explicit criticiem and discusesion essentisl to the maintensnce
of its vitality and intellectusl growth.

Let me haré 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 Trustees with their discussion. Rather I am trying to emphasize the
fect that the Trustees are, at present, probably unaware of the underlying
ideas, notions end 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 proposasl will more often than not be teken as a sign

of clumsy or ineffective presentation rather than as criticism of the proponent's




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 deferemce 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 spesk as one with suthority because
others must listen, create as devastating & situstion ss the wit of man could
devise. Those of us who are keenly aware of the extraordinary privileges
and opportunities given us by the Memorial, znd who would like to escape
the fate which seems to threaten us, are plainly in a difficult situation.

I venture to dwell upon it in come detsil becsuse in its larger and more
general aspects it seems to be the crux of the problem of administration upon
; which your Committee is a2t work, The Board should and must rely upon the
Steff 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 2 entinually 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 freguent and
friendly discussion of plans and programs and underlying conceptions with
our colleasgues in the other Boards, it would help to create 2 more favorsble
milieu to creative thinkingland to mitigate the perils of which I have spoken
above., I must confess that I have not found the auspices on the whole favor-
able to this activity, It is easily seen that, in the eyes of our older
and more experienced colleasgues, the Memoriesl Staff is young and inexperienced;
moreover, the Memorial's interests and activities not infrequently run
ethwart the matured policies and programs of the other Boards, It would
indeed be a thick-skined person who was not contimuslly made aware of this
readily understood attitude. While comprehensible, it is nevertheless to be

deprecdated, 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, my notion is akin to that
expressed above. If we can find out the young men and women who are
trying to pioneer shead in the field of the social sciences and can give
them opportunities to follow their insighte and work out their problems,
we may meke a substantisl contribution to humen progress. In the nature
of the case, the person who is thinking shead of his times is isolated and
too often subject to overwhelming odds. It should be our task to cultivate
such persons, to give them the reassurance and the support necessary to
the aschievement of their aims., This calls for sympathetic interest in the
person and in his problem and a willingness to offer help and encoursge-
ment and individusl attention. This is what I have been endeavoring to do,
within the limits of my time and cepecities, The tesk is not uncongenial to me
becsuse I can personzlly sympathize with the position and needs of such
persons. It is the hardest task in the world to escape from the traditional
end conventional idess and conceptions of one's dey and yet it is becoming
ever clearer that the developments of science and the achievement of
cocial welfere are dependent upon the ability to do so. The fellowships,
therefore, should be considered as a means of seeking out end furthering
the rere individusls who mey become the intellectual leaders of tomorrow,
Thie calls for patience snd wide sympathies and willingness to consider
the aime and purposes of others, no metter how divergent from one's own
beliefs. In this respect, the fellowship work is susceptible to the same

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

Memorial.
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Minnespolis, Jamuary 26, 1227

Mr. Raymond Fosdick
Curtis, Fosdick & Belknap
61 Broadway

New York City

Dear Mr, Fosdick:

In answering your letter about the pessible reorganization of
the Memorial, the first question ie reslly as to what new functions the
Memorial proposes to assume or new tasks that it proposes to undertake.
Organization or reorganizetion should and would be largely determined by
functions or by fields of effort.

I suppose that it is advisable for me to tske it for grented
that the Memorial will act along the lines and by the methods it has been
following,

Its present besic orgenization and method of doing business is
exceptional if not unique among educationsl and philanthropic foundations,
certainly among those including endowed Universities with anything like the
capital end income at its disposel. The fact that you have a Director
who gives the program snd activities of the ﬁemorial constant attention is
ususl. The fact that the Memorial has an executive committee at hand which
gives exceptionsl, if not equal, attention to the Memoriel's work is the
unique feature. What marke off the Memorisl's organization at present 1s
the intimate interest s nd consideration that you and Mr. Woods and Mr.
Richardson, and even Mr. Rockefeller himself, can and go give constantly or
et any importent moment to its affairs. With the Board as a whole as small

as it is, the support of the Executive Committee when given can and does

fortify the recommendations of the Director before the Board however much




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 end
promptness in decisions that is valuable in the beginning or experimental
stage.

I have spoken of this situation as "organization®, I am not so
sure but that it has to do with personalities more than it does with
administration. Now I am sll for persons and certainly not strong for
machinery. The system I have mentioned szbove will work just so long as
there exists the present intimate, effective and cordisl cooperstion of
this group who have the time and intelligence necessary for the
respongibilities they now ghare in a sense with the director. When the
circumstances arise, and time will surely bring them, when you do not have
in this group men with the same devotion and egual 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
| director. At the present this arrangement gives not only flexibility, but
the more cereful immediate consideration of several capable men to any
project or progrem, The advantages of the one man directorship are combined
with the congideration of four or five men almost equally concerned and
competent, having essentially a like point of view and indoctrinated with
the Memorisl's present program.

What I have said so far is meant as description of things as I
gaw them, It is written to bring out certein essentisls 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 essentisls are vigor and leadership
in the director who recommends and executeg the program after its considera-
tion by a group large enough at present because it is exceptionally inter-

ested, gqualified and free to give the necessary time. And you men who

P B SRS =




selected and sre supporting Mr. Ruml in the executive committee must not
measure your deliberation sbout 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 own way
haes been grapplingz with problems of human conduct and sociel asction, each

in his own rather large way, 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
chows that it is meking an emazingly long and diverse list of grants. But
I am speaking of the fundamentsl lines Mr. Buml has outlined in verious
memoranda usually incorporated in other directors published annual reports.
It ie the field for which I used above the phrase 'the problems of human
conduct and socisl action', covered in part when we say socizl sciences.

It was, so far as I know, the first large foundation to select such a
general basic field in which to encoursge research and experimentation. The
Foundation's work in medical education deals largely with sciences only as they
are synthesized and applied by & certain professional group, nmuch 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's activities that deslt with endowment for colleges
wag equally unlike the policy inaugurated by the Memorial. Likewise the
Carnezie support of libraries had in the long run to be chifted to bagic
studies or broader conceptions of adult activities and seems in the
Corporation's report to be marking out for itself & field in the fine arts,
Toet the Memorisl did first, the other large foundations will, I think, come
to do in such fields as the biological and physical sciences, and I hope

the msnities in the largest, finest znd most cultursl sense.

The Memorial choss first, and its choice was the most difficult,

and in some ways most dsngerous field. Medical education and public health
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only expose you to the desultory sniping of the mediczl profession, the
biological and physical sciences when you advence 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 snd the
humanities can be invigorated and the discerning will kmow it and they will
welcome it. But when you supporf a social scientist in gtudies that may run
coanter to any age-old taboo, or help him to look criticslly or ob jectively
or historically at some outworn politicel or social institution, you want to
be sure your dug-out is really bomb-proof.

A1l this ie said in order to indicate the wisdom in bottoming policy
and action on as wide an administrative and edvisory basis as ig consistent
with getting results in sction.

That means ultimately a somewhat larger boerd of directors made up

.not of professional men per se but of men who are socisl stetesmen and come
from any profession or any section. If one turns to the working staff, it is
in my opinion too smsll or at least has too few people of first rate sbility
and wide experience, TYou have in Mr. Ruml and Mr. Frank two men of
exceptional ability end Mr. Outhwaite is a rare sort of fellow in his own way.
Tﬁey all 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 goee on. This is an advantage
and & disadventage. They are congenial and supplement each other within the
offices, but they do not supplement each other in the official contects with
the individuale and groupe that come into the office for conference. They,
especially Mr. Ruml and Mr. Frank, handle people too much alike and likewisge in
& degree proposals. They are both keen enough to go throvgh a proposal and
cane out at the other end before the proposer has had time to uncoil it. ZEven

Miss Welker when out in the field has given something of the impression of




kmowing too much about things she has not done. This may not be the gentle

art of meking enemies, but it leaves some conferees with the impression that
they have been done out of a perfectly good idez 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 proposszls,
end foreign scholars need their own special treatment ss they come and go,
However this ie only & suggestion thet has its pertinency, if eny, in consider=-
ing the personnel of an enlarged steff. About the need of thie, I should think
there was no doubt.

The staff needs at least two first class men of scholarship, stending
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 as COoss and Lingelbach, Personally, I could not think of a better
combination, but I suppose it is impossible. Even any Jjust as good involves
men that I feer are not any easier to move. Taking into consideration the
present staff, I should want a man from sociclogy and from history. This ig not
with any view to departmentslizing the work, but to furnish variety in experience,
training and point of view. Nevertheless, until you have an European office or
representative, someone ghould combine perhaps the fellowships and readiness
and sbility to look after foreign matters. In this the European end looms
largest at first, but Spanigh-American countries must be tszken into account scon,
then the Far East.

Now the policy of working indirectly through others who execute plens
once an appropriation has been made is nowhere more Jjustifiable than in the
case of the Memorial in cultivating the field it has chosen, It ig free to
operate through eny respansible agency to whom it gives funds. It needs to keep
in contact with, encourage and study all the ways and groups in which scholars

are associated for research.
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What I mey sey will sound, perheps, like & discussion of policy
when you have asked only for suggestions on reorgenization. But the thing I
am concerned with is to assure in some way through trustees or steff or
both, and in other ways, that the Memorial snd ite plans are given just es
broad 2 bese as possible, thst just as many avenues as possible are open
through which may come either ﬁew idess or wise judgments,

Now in my opinion the best staff in an office behind glass topped
desks will sooner or later lose its velue, for Anteus like, it finds it
difficult to keep its feet in the soil where the workers sre 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 organization or reorganization acting
for any foundation and in eny field.

Where are they and how do you get at themt Isn't the picture in
rough something as follows:

Scholars can be found and sustained in

A) Tesching foundations, i.e,, Universities.

‘B) Research foundztions or groups in some form of
sociel work, i.e., Buresu of Economics.

C) Their own nationsl orgsnizetions for economics,
history, sociology, ete.

D) Cooperative organizations based on this orgzenization
by disciplines as the Sociel Science Research
Council, the American Council of Learned
Societies, etc.

E) Individual scholars of proved ability or considerable
promise who mey be in any or all of the above,
end not part of any program they conceive as &
group but are doing or cen do something single-handed that is
well worth while.

In supporting research so fer, as distinguished from its giving to a
sonewhat miscellaneocus list of worthy public enterprises, the Memorial has used
"A" and "B" to & degree, (for there are not many) "C" not at all, "D' in pert end
largely through the Social Reseerch Council and "E" up to the present has re-

ceived less support due to certain difficulties in finding individusle and




discriminating at long rangebetween worth and mediocrity.

The support given through "A", i.e., Universities, has been nation
wide only in the field of child study, end perent education. The grants to
Chicago and North Carolina and Vanderbilt are, so far as I reczll, the only
considerable subvention outside.the group represented by Harvard, Ysle, Col~
umbia, It bas an internationel aspect if you count the London School of
Economics in this group as it should be rather then in "B",

YB" is a small group in any case.

UC" has not been cul tivated at all and in declinjng the request of
the Americen Historical Association to aid it in ite endowment campeign and
in putting the declination on the ground that it would be a precedent for
similer requests and sction in the cese of other national asssocistions such as
economics, politicel science and sociology there was a definite turning awsy
from these agencies. Thie action of the Memorial is in my opinion a very
serious one, These orgenizations are the scholars own effort through which at
congiderable sacrifice of effort, time end their limited personsl incomes they
heve sought in a cooperative way to forward scholarship in an effective wey
and in a way not matched in any other country. Through them and their member-
ship one can give encoursgement and incidental support on a nation-wide besis
to the things that scholars themselyes think worth while, I should give them
more consideration than a single university represented by a president
skilled in selling his proposition. Without such national organizations there
would be little possibility of cooperative research councile of any kind, In
connection with any future extension of the effort to reach individual
sclolars, they will be & vzlusble agency. In fact, I should be inclined ta
turn end for end the Memorizl's action in regard to the one asgsociaticn, the
oldest and largest, and mske a grant becsuse among other things it would

encourage the other natiael sesociations to attempt to expand thelr scholarship




work by raising the necessery funds.

DM The Socisl Research Council ie an zdmirsble agency under
its present leadership and with the care the national associations have
tsken in meking up its membership through their chosen representatives. The
fact that it is so cooperative should not obscure or ebsorb the functions
and activities of its parent oréanizations or constituent members, The
Americen Council of Learned Societies hae & 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 grent it has for its masintenance but not its enterprises
outside the Dictionary of American Biography.

The Memoriel's grent of $5000. to the American Council of Lesrned
Societies for z2id to individuel scholars is working well, I note that at its
recent meeting the Social Science Research 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 easily
avoidable., I am not as seriously concerned ebout this and similar matters as
between the two councils as is Mr. Ruml and, of course, Prcfessor Merriam.

#E" T know how seriously concerned you all are to reach individual
scholars and have felt the difficulties of this method of action from the
gtandpoint of 61 Brosdway. But the Memorisl has done some things here. There
{s first and foremost the eystem of fellowships for foreigners that has been
set up in Burope eg the result of the trips of Messrs. Coss, Lingelbach and
myself. There are the fellowships in this country administered by the Socisal
Science Resesrch 'Council in their fields. There is the selection and sid
given foreign scholars who want to vieit this country and are not exsctly
fellowe, 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 and yet have a plan and purpose equally commendable. The




International Bducation Board is doing something. I am thinking in their
case, aside from agricultursl sciences, of their probable support to Professor
Black here in agricul tursl economics. In his.case. a2 fellowship system takes
cere of his pupils either through the Social Science Research Council or the
Guggenheim Board, although it does not of him, élthaugh he ig just beginning
his period of greatest uaefulne;s. There is the amall.grant of $5000. I have
spoken of above, distributed in sums from $50. to $300. by a committee of the
American Council of Learned Societies.

There is great difficulty in any group in a New York Office malking
selections or discriminstions. It is here again that the orgamization of
scholars if they bhad funds could do a useful and vital service, for they know
better than any office staff who and what is worthwhile. It seems certain
that in the long run, unigersities themeelves will have to be given sums that
they can use for their staff rather freely without regard to definite programs,
and projects that they now submit, and for which they win espprovel, That
mezans the selection and support of the sociel sciences in strategic and promising
universities. The Carnegie Corporaztion will have to do it when it swings into
the field of fine arts, It will hsve 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, teken a step in this direction in Nashville., Something like it will
have to be done in Universities elsewhere or we will have an intensification
within the Universities as centers of schnlérship for sunvort to all sciences
and intercstes except the most vital ones that are represented by the socizl
sciences and the humanities in a wide sense. We are learning now almost too
much about the world sbout us, and too little about the 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 mede & start in this in the
first Dartmouth Conference where the attendants were chiefly psychologists.
The one last summer and one this coming eummer directed to the work and
problems of the Social Science Research Council and its Committee on
Problems and Policy are well worth while, but should not be made to serve as
a substitute for conferences that the officers of the Memorial should feel
free ‘0 call of eny 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 unconsciously 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 recommendztions of the staff. I see just enough future
danger in this to Jjustify any reasonable effort to get iight and suggestion
from other sources not so easily rea;hed 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 apnlication
of this conference idea to the purpose of educating prospective donors. It
seems to me that the Memorial, slready a going concern, can (as it has) make
good use of the plan for keeping it abreast of the plans snd idess of the
field workers., Another way is to have some one or all of the staff in turn
move about ovér the country from center to center. The Memorial staff is
too small now to permit this to the extent that it is already done by other
foundations.

Now another problem that is indirectly related to the inguiry you
mede arisee out of the relations of the group of Rockefeller benefactions,
It is quite conceivable that the plans or progrems of different foundations
may overlap., I think even at present the Memorisl could easily follow psychology

into certzin aspects of biology or even of medicine and public health.
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Another group could Jjust as easily reverse the overlapring process and edge
into psychology. Work here or abroad in the field of sgriculture cznnot deal
with the farmer's production and marketing problems without dealing with the
farmer and his sociel and economic status; agricul ture in eny large sense
todsy is becoming or zctuzlly isba problem of the socigl sciences quite as
muach as it is of deiry or animal husbendry or soil physices.

The Mondsy interbosrd luncheons are as good meals as I ever ate in
congenial company, but they don't go very far as a clearing house about funda-
mentel things. I don't think they ever could or were meant to, I don't think
for a moment thefe ghould be sny plen to diminish the sutonomy of any group
seriously or curb initiative in any director or board, but if I and my
agsociates here did nmot confer with and confide in one another informally and
constantly, the University would be & group of rivel educationel units all the
more discordant snd indefensible becaunse they were on the same campus, Of
course the suggested comparisoﬁ cannot be pressed very far but there ought to
be some regulsr informsl provision forseen Hr conferences. As progrems shift
within the group, it is even more essential, As & small contribution Mr, Ruml
ought to publish sn annual repori that would let anybody kmow what in general
or in any particular year the Memorisl was doing end thinking. And the think-
ing 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 discuse the drift of education, research and sctivity in the the whole field
that interests him.

I meant to do somewhere 2 little anslysis of the Memorial's last
report as a partial basis for the sugeestions I made gbout the steff. And at
another place where I was discussing the findinz of scholars to aid, it would

have been possible to discuss a little more definitely the means by which

scholers individually and in groups can be helped. Most of those mesns the
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Memorizl and other foundations ere using. One only have they all left out,

and that is some way of making it easier for the investigzator to publish his
results. All possible mesns ere ziven in some wsy by some or all the foundations
(books, instruments, clericel aid, travel, ete.) to enable him to do a piece of
scholarly work. But the particulér thing that would make his resesrches
available is slmost universslly unprovided. It ie a very difficult problem,
but is not therefore to be iznored, Qnd gooner or later if you listen to the
scholars in any field, you will find that the guestion of publication is one
thing in which they are all interested and which they consider of first
importance. The possibilities and impossibilities in this form of 2id to
research will have to be explored snew by each foundation that is aiding
investigators.

I should like in conclusion to revert agzin to the problem of personnel
and staff, I wish I could end with a whole list of men able and obtainable but
s0 often as I think of various men, I fear the resulte of spprosching them would
be no more successful than in the case of Coss or Lingelbach. That would be
true of Hayes at Columbis or Schlessinger at Harvard, for example. O©One of the
best younz men I know is Henry M, VWriston who went from the history devartment
of Wegleyan last year to the Presidency of Lawrence College, Appleton, Wisconsin,
Hermzn Jemes (Political Science) son of Edmund J. Jemes, former president of the
University of Illinois, transferred last year from a Texas professorship to a
deanship at the University of Nebreska. He is & real man but now the retirement
of Chancellor Avery may be opening up for him a presidency there, He kmows South
America and Eurove well. Both he and Wriston are scholers, executives, -&nd
forceful personslities. If Ilwanted a sociolozist or & man with that training,

I should try for Arthur Todd at Northwestern, but I know Mr. Buml, eglthough he

does not kmw him would demar. Todd is one of the rerest combinations I know
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and to his theoretical grzsp of his field he added this last year a valuable
experience in India and the Orient. .Ee has culture, charm, vigor and scholar-
ship., Bis yeare as labor adjuster with Kuppenheimer are proof of his ability
to handle men of diverse kinds. Mr,Vincent knows him.

Another man who is a possibility is Robert J, Kerner, profeseor of
Modern Eurcopean History of the University of Migsouri, and also scting dean of
the Graduate School. He is a Harvard Ph. D., his parente were Czechs, He was
en expert with the Americen Pesce Commiscsioners at Versailles. He is a younger
men of pleasing personslity, enthusiasm and energy. Having kmown him since he
was a graduate student, my disadventsge in Jjudging him arises out of zan
inability to say Jjust how much he has matured in Jodgment.

Mr. Thorkeleon when he was in my office recently spoke very cordially
of Kerner s¢ he knew him in visits at Columbia for thé G.E.B.

In these few sugzestions I em limiting myself to the men who have a
training, point of view and experience that would supplement the present staff.

I hope thig 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 progrem and objectives

of the Memorial as is the Administrative Staff, therefore this memorsndum

will be limited to the consideration of administrative mechinery and will

discuss the following points:

1.
2.
3,

4,

High rete of turnover in the Administrative Staff.
Eair shirt minority in Board of Trustees.
Social investment as a foundation activity.

Simple and flexible organization prepared to undertske

any worthwhile project.

50"
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MEMORANDUM
TO
THE COMMITTEE ON REORGANIZATION
or
THE LAURA SPFELMAN ROCKEFELLER MEMORIAL

l. In support of the theory that a high rate of turmover in the administrative
staff ig desirsble, may I suggest that men life Professor Merriam, Professor
Marshall, Professor Day end Desn Ford as temporary members of the steff are in-
valuable ag advisors and as channels through which worthwhile projects may be
brought to the attention of the Memorizl, but that it would be a grest waste of
good research material permanently to remove them from university work and

that from the Memorial's ;point of view they probably would make mediocre
executivee and would lose their value as advisore, if too far removed from active
participation in research projects.

This reises the question as to whether it is desirable to develop a
group of professional foundation adminietrators. I do not think that it is.
Young members of the staff have contributions to make to foundation activities.
Their enthusiasm, vigor and questioning attitude and the opportunity which they '
have for acguiring a broad socisl point of view are valuable assets, but work
of this kind does not provide for unlimited growth as would perticipation in
the solution of actusl probleme. 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 v
another without starting at the bottom. Isn't it expecting too much of a
humen being, who regards foundation work as his career and source of liveli-
hood, to sponsor dubious projects when he has everything to lose and very

little to gain by backing a project which may prove unpopular or at best must




walt years to show results?

8¢ Of course there must be some provision for continuity and for
the accumulation of experience as a basis for ection. Thie can be accomplished
through the Board of Trustees. It is essential that the control of such power
be in the hands of broaﬁminded,_far—seeing and conservetive individuals, but
it is also necessary to the success of this undertaking that the Board create
within itself a strong, active-minded minority.

Therefore & new classification of trustees is suggested. Of a
board of nine, six to be self perpetvating and elected as at present, three
to be elected for three year periods but not eligible to succeed themselves, S
These three should be so chogen that thie group would stend in the seme rela-
tion to the Board as did the hair shirt to the monk, Perhaps thies too is
expecting too much of human beings. As an exsmple of the type I have in mind,
the names of Sir Williem Beveridge, Dr., Alexander Meikle john, Dr. Elton Mayo,
My, Andrew Mellon and Mr. John M. Keynes are presented.

Since the Memoriel's work is conceived on a world wide basis, v

would it not be worthwhile to have other countries represented on the Board?

s Socizl investment seems to be virgin territory so far as these
foundations are 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 tsken 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 industry is largely in the hande of self-geeking

individuels whose ignorance of socizl effects is only exceeded by their lack

of interest in them, If thie preoccupation with the box office were only
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intelligent, there might be some hope for the future.

Bere 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 ie a gold
mine waiting to be tapped by intelligence.

Social investment would reguire and command the best brains in the
country. A man of the broad viesion, wide experience and conservative point of
view of Mr. Mellon would be desirable., Along with him there should be such

a men as Mr, Keynes for inspiration.

4, Orgsnizations like orgenisms 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
organizetions tend to spim cocoons of red tape and precedent and to become
impervious to non:idoa.s and procedures. This is especially true of soclal
welfare organizations which are not subjected to the test of compe tition,

A large orgenization ie not only unwieldy but it is uswally built
up through becoming an operating concern. I do not believe that operation is
s function of foundations. When the operative machinery becomes an integrel
part of the foundstion orgsnization, it is more difficult to maintain an
objective and ecritical attitude towerd it. As an illustration from another
Board: It seems to me that it would be better to meintain the Intermational
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, enzble the Foundation graduslly to withdraw and use its funds for other
unproven projects. After an experimental stage, it would either stand or fall,

depending on its intrineic merit,

The problem of the Memorial's Reorgenization Committee is simplified

by the fact that the Memoriel is staffed by young individuals who have not yet
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become fixed in their attitudes and has simple administrative mechinery
which can be changed easily. Although I am a strong advocate of consolida-
tion of administrative machinery, I nevertheless appreciate the wvel ue of
having one orgenization 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,

Furthermore, there should be one arm of the service which could
readily be brought te bear on any problem in any field.

Submitted by
Frank B. Stubbs

February 17, 1927.




THE LAURA SFELMAN ROCKEFELLER MEMORIAL

New York, February 23, 1927

Mr. Raymond B, Fosdick
61 Broadway

New York City

My dear Mr, Fosdick:

You have asked for suggestions from the staff as to the reorgenization
of the Memorial. The term "reorganization" has been & little baffling to me as
I have thought of the Memorial as hardly organized as yet == still in a somewhat
amorphous state, However, we arec moving in the direction of more definite form
and the need of planning what that form shall be is spparent.

The development of the Memorial to date seems to have been furthered
by freedom from set progrem and orgenization. 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 prozram as we 2o or
what_her a program should be drawn upon the basis of the Memorial's present ex-
perience. Much would be lost if any hard and fast program were made, since
flexibility in point of view ie essential for work dealing with 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

elready entered upon? Is dependence of new activities upon those already under-

taken to be the decisive factor in extensions? Or do we recognize the possibility

of taking on new functions of importance equal to those now handled and not of
necessity related to themi

Consideration by the staff and by the trustees either separately or
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Jointly of possible future lines of development should yield some tangible

‘benefite, Ground work could be done in advance of teking on new interests.

Also, present activities might have a different aspect or a changed emphasis.
For instance, if the Memorial planned at some future date to assist university
departments of socisl science or socisl science research in South America and
in Asia, some period of time could be profitably used for collection of genersl
and then specific information befb¥e any definite work was undertsken, Exigt-
ing connections with South America end Asiz would be utilized with 2 view to
probable future connections.

Some indication of priority of interests -- the probable dozen next
steps -~ might be further sugzgested. This with no ides of meking a schedule to
be sdhered to in the face of unforeseen opportunities orlobstacles, but to
provide some kind of chart for guidance. Before such a chart is fremed, consider-
ation should be given to what men actively engaged in the social sciences and in
the fields of our otker intereste propose as desirable developments. Probably
this counsel should be obtained indirectly -- that is, there is advantage in
learning what is thoght of velue to the field from the point of view of professional
interest, rether than what is thought an expedient program to suggest in view of
the Memorial's interests. Meetings such as those at Hanover, where the Memorieal's
staff site on the side lines and the responsibility of advancing social science
is the subject of the discussion by sociel scientists, furnish most wvaluable
guidance. Attendence upon various conferences held by organized groups in whose
work we are interested furnish ingight as to objectives professionslly accepted,

The necessity for relisnce upon technicel sdvice from without the
Memoriel's own staff is evident, if the staff and boerd of trustees continue to
be constituted as at present. There are mdvantages and disadvantages in maintining

the existent order., Experts in the fielde of our interests, who could spesk with

authority as to the advisability or ingdvisability of propositions submitted,




might command respect but would perheps commit the Memorial to advencement of
one men's point of view. When members of the stzaff have not hed extensive ex-
periehce in the fields which they are promoting, there will alweye be criticiem
of their apparent power of decision upon technical questions. The second dis-
advantage appesrs to be of less eerious account than the first, for it cen be
shown that few decisions are made upon technicsl points and in such cases are
based upon the best advice obtainable from technicians. Close contact between
steff members and technicians must, therefore, be a reality.

The staff will necessarily incresse with a wider range of interests.
In additions which mey be made, mot only should there be considerztion of the
character of the new activities, but also of the need of supplementing the
present staff in its cooperative capacities. Maturity of judgment and foresight
in policy~sheping should be sought.

These comments are, I recognize, of very general nature, I do not see
an opportunity of being more specific,

Very eincerely yours,

(Signed) Sydnor H. Walker
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