September 5th, 18722

Dear dir. Fosdick @

I am sending you under separate cover a document
conteining various suggestione on Memorial policy. It was
my thought to get your commente end criticisme, revise it, and
eubmit it to the Executive Committee. If the Executive Committee
feels that the program offers possibilities, it might them be sub-
mitted, with such changes ss seem sdvisable, to the Board as a
whole.

No member of the Board has seen this manusecript as
yet. After you have gone over it, I want very much to get Mr.
Wood#! resction, and also Dr. Vincent's if you think it would
be a proper thing tc do. I have discussed the general field
suggeeted with Mr. Woods, Mr. Dodge and Mr. Richardson and the
response, [ thiok, was good. Of course, I could not go inte
detail as I have in the Mee, snd so their roacticne may be %
quite different to the concrete program.

One of the important things about the program
which I did not fecl that I could mention, is the close re-
lation it would bear to lr. Rockefsller, Jr's. personsl
philaathropiea. I feel that in & relatively short period of
time there would be sufficient "results” to assist greatly in
showing avenues of wiee exjenditures.

I do not expect to hear from you until you have
returned toc llew York; my only excuse for burdening ycu with
the Mse at the preesent time is that I know your desk will be
loaded for you when you get beek and it may explode before
you have an opportunity for meditation.

Sincerely,

Mr., Raymond B. Fosdick,
Juniper Point,
#¥est Booth Bay Hearbor,
Meine.

BR/licC,




September 25,1922

MEMORANDUTU M,

Talk with Dr. Vinecent with reference to
Memorial Policy.

——

Dr. Vincent expressed general approval of the policy
as outlined in the memorandum, end said that from his experience in
university work he felt that such a program as that outlined would be
extremely productive.

He suggested a conference with people who might be
interested in such a program, particularly of the liberal group, and
thought that it would be well if Mr. Fosdick should present the program
to them for their comments and criticisms. He feels that it is quite
important to have the more intelligent of the liberel group informed as
to what is going on.

Dr. Vincent feele that the program as outlined is
sufficiently guarded to justify an attempt to work in the very difficult
field of the social sciences, but also feels that the dangers in this program

ought to be discussed more fully than they are in the report as it stands.
e

BR/FM.
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Definition: Direct Charity

The setivities of an organization may be considered within
the field of direct chsrity when the primary and controlling purpose
of the organizstion is ministering to the personal needs of individual
men, women or children, andwhen the usual method of operation in minister-
ing to these needs doee not involve workinz through another agency.
Under this definition, local branches of the Y. W. C. A. would be
congidered within the scope of direct charity; the National Board of
the Y. W. C. A., if I understand its main purposes correctly, would not.
Scientific research, demonstrations, surveys, would lie without the field;
hospitals, asylums, educstional institutions, in the majority of cases,

would be within the field of direct charity.
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Questions of Policy

Shall the Memorial ss a matter of policy contribute
some portion of its income to direct charity?

Contributions to direct cherity would appear to be desirable,

certainly for the time being, for several reasons:

1. Sueh a policy would be in harmony with the purposes for
which the Memorial was originally established.

2. It would be in harmony with the past activities of the
Memorial.

3. It ie in accordance with what the public believes part of
the Memorial's field to be.

4. There is at the present time no constructive policy of &
more general nature that requires funds, and it is desirable
to appropriate in any year approximately the full year's in-
come. Direct charity offers a natural and useful channel of
expenditurs for at least a portion of this income.

5. There is a certain value in maintaining & close contact with
the ulti@abe end of all philanthropy, the welfare of the indi-
vidual.human being. It is perhape desirable that the Memorial
gshould enter the field of direct charity, if for no other reason,
to preserve an intimate association with concrete humen needs.
These needs are, after all, the justification for such indirect

activities as the Memorial may undertake.
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Objectione to donations to direct charity seem to be based

on three grounds:

1. It is not the most fruitful way of expending the
money involved, since it does not meke a permanent
contribution to the solution of the problem.

2. The needs are so great that the entire income of the
Memorial might be expended in direct charity without
appreciable effect.

3. KEach generation should provide for its own direct
charities. Donations by impersonsl agencies may tend

to make individual donors shirk their responsibility.

The objections, though weighty, do not seem to justify a
negative policy for the Memorial. They are important, however, when
the questions arise as to how much shall be given to direct charity,

where it shall be given, in what manner and for what purposes?

It is therefore suggested that an affirmetive position be

taken with reference to the proposition:

The Memorial, as a matter of policy, will continue
for the time being to make appropriations of some

portion of ite income for purposes of direct charity.
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Whet proportion of the Memorial's income shall be
expended in direct

Thie question of policy is one of the first that must be
answered. Upon the decision depends the whole character and

organization of the Memorial's work.

The negative considerations with reference to any appropriations
at all to direct charity suggest that the amount so expended should
not be a large one. These considerations were:

1. It is not the most fruitful way of expending the money
involved, since it does not make a permanent contribution
to the solution of the problem.

2. The needs are so great that the entire income of the
Memorial might be expended in direct charity without
appreciable effect.

5. Each generation should provide for its own direct charities.
Conatione by impersonzl agencies may tend to mske

individual donors shirk their responsibility.

It is nevertheless necessary, if the Memorial is going imto
direct charity at all, to do so on a scale that will at least give
the Memorial a real contact with the needes that exist and that will
make possible definite accomplishment within such limited fields as

may be chosen.

Any amount or any proportion that may be decided upon is

necessarily arbitrary. The following suggestion is offered:

The Memorial,as a mattsr of policy, will expend in an
year not more t an 2 of the income of that year an

not more then $ - .. , in the support of direct charities.
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What criteria shall be adopted in discriminsting

between activities in direct charity, it being evident &
that it is impossible to contribute to all direct charity?
Shall there be & geographical limitation?

AL geographical limitation on donations to direct charity
would appear a natural one. The Memorial in the past has, with the
exception of gifts to Cleveland and Ohio orgasnizations, limited its
contributions in this country to work in New York State, largely in
New York City. The need for a limitation that will make possible close
contact with the operations of the charities supported without excess-
ive overhead costs for administration makes the choice of a reasonably
small ares seem desirable. The opportunity offered by New York City
is certainly sufficient for any expenditure for dirsct charity the

Memorial may desire to make.

Two reservations to a rigid limitation to New York City may
be made., The first is as to New Yofk State, or national charitable
enterprises that have the entire state or nation as their field. In
certuin circumstances, work in the City proper may be most advantageous-
ly pursued through a State or National organization. The second
regervation may be made with respect to extraordinary emergency relief.
Such crises as the recent ones in Russia and China may always properly

receive special consideration.

With these reservations, a geographical limitation to New
York City would seem desirable. If there are moral obligations to

contribute to direct charity in other places, these might be promptly




disposed of, either by endowment, the turning over of the necessary
funis to other Trustees, or by a definite negative decision as to

the continuance of the appropriation after a certain date.
The following proposition is suggested:

The Memorial, as a matter of policy, will limit its
appropriations for direet charity to activities carried

on in New York City:i.e., the Boroughs of Manhattam,

Bronx, Richmond, Brooklyn and (ueens. This limitation

does not apply to New York State or national organizations,
operating for the benefit of the state or nation as a whole,
nor to conditions of extraordinary emergency.
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What fields of direct charity shall the Memorial enter?

Decision on this question of policy should come only after
further study of the field. The Memorial has, nevertheless, already
entered the field of work with women and children, and there does not
appear to be any good feason why the precedent should be disregarded.
The Memorial has not, of course, limited ite appropriations for direct

charity etrictly to thie field.

The following proposition ie suggested:

The Memoriel, as & matter of policy, will continue
for the time being to give preferred consideration
in the field of direct charity to projectes devoted
primarily to women and children.
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In the fields of direct charity in which the Memorial

decides to work, ehall the ground be covered syetématically,

the Memorisl searching out, if need be, suitable organizations,
for support, or shall consideration be given only to such orgsn-
izations as appeal for aid on their own initistive?

This question seeme to call for only one answer, — the Memorisal
ought properly to cultivate its field systematically. The Memorial
is presumebly not intereéted in particular organizations; it is
interested in the work that ie to be done. With this in mind, it
does not seem an effective procedure to try to work only through such
orgsnizations as may by chance of personal scquaintance seek out the
lemorial. The objection to systematic activity ie ite practical
difficulty. The obstacles nevertheless can be overcome if it is

decided that it is desirsble to do so.

It is therefore suggested that the Memorisl teke an affirmstive

position with reference to the proposition.

The Memorisl, as & matter of policy, will enter its chosen fields
of direct charity systematically, taking the initiative in dis-
covering organizationg that.may be most éffective in the particular
work in question.
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What position, if any, shall be taken with reference
to the nature of appropriations to direct charity? Shall

these appropriations be for endowment, for buildinge or
for current expense only? What limits, if any, shall be
placed on the ratio of the Memorial's sppropriation to a
chariteble orgenization's total reguirements?

As in the case of policy with reference to the Memorial's
field of operation, it is probsbly too early to state definitely &
position on these matters. It would be helpful, however, to formulste
a statement of some kind, expressing perhaps only the Memorial's
preferences, for guidance in the study of requests and the preparation

of recommendations.

As a genersal proposition, it would seem desirable to avoid
contributions to permanent endowment. If it is felt necessary to give
assurence of a certein permanence of support, this can be accomplished

by voting sn ennual appropriation for a stated number of years.

Donations to building progremes would probsbly seem appropriate
in only a small number of cases; yet in certain circumstances, ae
with hospitals, for example, proper housing facilities are essential,
and it therefore seems desirable not to eliminate building requests

entirely from coneideration.

As to the retio of lMemorial appropriations to a charitable
orgenization's total requirements, the percentege would probably
alwaye be a small one. If the proportion becomes too large, there is
always denger of curtailing the gifte of privete individuals. Then,

too, the Memorial can hardly assume the moral responsibility for

charitable enterprises which is involved in large proportionzl con-

tributions.
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The following propositions are suggested:

The Memorial prefers to mske ite appropriatione for direct
charity as contributions to current expense rather than to
endowment; or when it seems necesssry, to building funds
in the case of orgenizations where provieion for current
expense seems satisfactory.

The Memorial prefers that its appropriation to a direct
charity, either for the snnusl budget or for a building
operation, shall constitute only a small percentage of the
total funds reguired, usually less than lq% and only in very
exceptional circumstances in excess of 25%.




Whet position shall the Memorial take with reference
to the genersl field of public health?

Thie important question of policy requires relatively prompt
congideration. It ie very desirable that the field of the Memorial
should be marked off as clearly ss is practicesble from that of the

Rockefeller Foundation. O@therwise, there is almost certain to arise

duplication of effort and confusiop through the prosecution of un-
coordinated plans and poesible differences of opinion as to method.
The Foundation has worked out a technique in the field of publie
health, it has developed a program, it has ample resources, It is
proper that the Memorisl's policy be formulated with these consider-

ations in mind.

Under the circumstences, it would seem naturel if the
Memorial should decide to abandon the field of public health entirely
to the Foundation. It certeainly eseems adviesble to avoid the support

of scientific research and of demonetrations of gemeral significsnce

in the health field. The Memorial is not equipped with personnel to
give such work the technical supervision it requires, nor is it able

to judge the merits of a project of thie kind ss to its appropriateness
in time or in location; neither is it prepared to estimaste the ebility
of the investigators. To be sure, the Memorial could, if it so desired,
build up & staff competent to deal with such questions suthoritatively.
But such & development would seem westeful and undesirable in view of

the Foundation's progrem.
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On the other hand, if the Memorial is to enter the field of

direct charity in New York City, particularly with respect to women

end children, one of the more important subjects for consideration is
that of physical welfare., There would appear to be some justification
for including among the Memorial's activities in direct charity a certain
amount of work in the health field. It would also seem appropriate for
the Memorial to cooperate with the Foundation in health projects of

unusugl size or importance concerned primarily with women and children.

The following proposition is therefore suggested for discussion:

The Memorial, as a matter of policy, will limit its activities

in the field of public health to those projects which fall with-
in the scope of direct charity, subject to the policies of the
Memorial in respect to appropriations for direet charity; with

the exception of health projects of specinl significance concerned
primarily with women and childrem, in which cases, if agreeable

to all parties concerned, the Memorial may elect to cooperate

with the Rockefeller Foundation in their support.
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Recapifulation of Policies

The following propositions have been formulated for discussion:

2.

The Memorial will continue for the time being to make
appropristions of some portion of its income for purposes
of direct charity.

The Memorial will expend in any year not more then —- ¢
of. the income of that year and not more than $....eevee.
in the support of direct charities.

The Memorial will limit its appropriations for direct
charity to activities carried on in New York City. This
limitation does not apply to New York State or national
organizations, operating for the benefit of the state or
nation as & whole, nor to conditions of extraordinary
emergency . '

The Memorial will continue for the time being to give
preferred consideration in the field of direct charity to
projects devoted primarily to women and children.

The Memorial will enter its chosen fields of direct charity
syetematically, taking the initistive in discovering
organizations that may be most effective in the particular
work in guestion.

The Memorial prefers to make its appropriations for direct
charity as contributions to current expense rather than to
endowment; or when it seems necessary, to building funds
in the case of organizations where provision for current
expense seems satisfactory.

The Memorial prefers that its appropriation to a direct
charity, either for the annual budget or for & building
operation, shall constitute only a small pereentage of the
total funds required, usuzlly less then 10¢ and only in
very exceptional circumetances in excess of 25%

The Memorial will limits its activities in the field of
public health to those projects which fall within the scope
of direct charity, subject to the policies of the Memorial
in respect to appropriations for direct charity; with the
exception of health projecte of special significance con-
cerned with women and children, in which cases, if agreeable
to all perties concerned, the Memorial may elect to cooperate
with the Rockefeller Foundation in their support.
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