rorm 378 q 00
Pty

LUGY 1348 Xty Q}ﬁm

oo
Jenuary 23, 1'5;8‘" &Q.,;:‘\ﬁ

Dear krs. Carsong “FSWB«CCSW_.

Though it will muke en appuilingly loug letter, the cosiection
of querlies, comments end impressions wihilch migut in some way be useful
to you will have so little orderly structure tist they migit s vwell go
into & letter as any otner way. Certalnly I have ro thesls to prove,
no leit wotlf, no mein arguasut to support. Indeed 1f souwe of Lhe sug-
gestions given serve merely ae stepladders that uelp you to anung your
pletures, they will have served a reasonable purpose as well ss rovid—
ing me with the fun of trying to put theam together.

The most interesting way to look ut the uisbtory of tae Gid ana
the RF, especially in their foruwetive perious, is to view tuem &s criii-
gipme of, or reacticus te, the tuen cuntemporaly scene., Lebind action

9 purpose, beidnd urpose lie veiues, and, a8 Uscar Viide remarked
*Afl eriticism is & iiud of autobiography.® But beivre goiig further
in exploring foundations as an interesting form of c.iticism, it may be
vell to note vhat were ithe only .veiiable autecsdents on wuich toey could
be modeled. '

Denosinstional chusrity iu the United States hed for & hunured
yesrs or more icacied cut towsrd schools wad uospitels as the bewt way
of serving tie commnity and at the same time mexing meriv for the ceuowi-
nation. Waen the fortunes of some individusis ut the beyginping of wue
20th Century fur surpussed wuat their long practiced frugaliity sllowed
them to uwpend on themselves, und when these millionaires would huve de—
veloped & distressing retinue of porsonal dependenus, it thut hea appeaied
to tiem, thelr sdminlstrutive experisnce suggested the orgunization of an
ed hoc group of persons to spend lurge suws of wonhey. Hithout otuer
successful examples tiuey ifoilowed the lines of denominutional cherity.
But & n=w elemont was udded from the business eapsrience and wiministretive
sagacity of these men wio ned made the money they were wow pistning to gives
they were going to get thuir wmoney's worth, Thsy wius e significent counge:
instesd of taking tne worthiness of the project and the nigh sindedness
of the reciplent for grunted and then concentrating om uow auch could be
spared, they concentrated auttention on tie question of the ability of the
reciplent (including the soundness of his iceas and the likelihood of iis
success) and assuacd that the amcunt to be given wus to be governed wore
by the project's neveds than by the donorts financial limitations. That
vsoms to me 10 huave been sumething of & landmark in american philanthropy -
thut now emphusis u.on the skiil, the economy, tit. efficliency of philan—
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thropde epending. Tbe very size of tue new foundations called for
resyonsible, skiiled specielists Ln the business of giving. Alsost &
wiole cheyter could be devoted to the tactics of shilanthropy introuuced
by tieo ISD end DHE, the snnual reports, the budgeting of projecus, the
st of euditing end weticulous finuncisi control, und the cunstunt ligal
suporvision of ferme of comaitment nud sppropriwtiol. If thls emplunsls
vae Lot entirely nee it wus conspioums anough to 2eem new, or new enough
to be conspicitous.

Teo OLher frotors infilusacea the &y in which tiege large
reserves of xoeith were to be spert, JeDebe lived duriug & periou of
ro, ia ond duuntless optivds: end growth in the United Stetes. e sow
cnportunities on & coatdnentel ang even oi & world scele. It wer &n
54,0 when big idese 1eid biy dividends, provided such bold ldews were
sursued” ith ciose attention to detail. Indeed so chsracteristiciily
were blg fdess welcomed by tho Dosrds thet u sleng term wes invented o
the ofiice to correct the defeet of that virtwe wnd control tite gruwaiore,
tha vegue, end the ell-inclusive type of project. &ush rojects were
snlied ®SCOPEY® end tims condemned. The other fector In puy wai tie
seerehlight of jublicity, g¢perated in belwlf.of, »ud often dirvectly by,
those o ferred bue power of great wsuith. It 1 jrobuble that i a
constent amersnesy of Lids ,ubliclty, fesr. and misbtrust the ewriy
trustess oreferred to aid education and wedi:ine rather toen go very
fer in mcre comtroversial fields., HEducation an’ sadicine held velues
not 1ikely to be disputed by u soclety already accustomed to closeiy
sicilar denominetd nel phiiunthropler.

~ Bui the 9xtent to which thuce comments on tns foractive in-
fluences sre velid i of lses interast than sone .ucstlons Ifd like to
fde, I whet the Bourds dld muy be texen us tasir eriticiom of the
sgedety of thut tine what kind of criticism wes 187 Fus 1t eriviciunm
BEESA on distress at the manifest ins:uu.ity of education snd nselin
10 ¢ifferent perts of the country and the wor.d?  MHuch of ths Gip's
inberest in the South snd in the Negro eseme to huve been just thet.
Ve it eriticlisn based oB dissatisfuctlion with tle best becausge 1t wus
aeh good enou it How such did the eariy ucticne of elther doara iwve
i comronr with Telleyrand's comment upon & certuin form of education,
"it is the best that I have seen aud it is mbomiiwbis.” How muny of
cithor Board's prograzs could be called reform or revoiutionary in ur-
pose! Yere they conbtent with helping whet wes gool or sers they out to
Lbteck whut they thought bad? Yere uny of then resctionary attempts
to counteract wudesirably soclel trends? Did esy fet cut tc give de-
liborstely & pow trend or & new sat of velues to ceutemporury suclety?
1 suspect thet soms of the activities widch Mr. fose based on the ldes
o! purtnership between the rockofeller Boiriy end the governuwnle of
countries, stetes, end the nation were in lurge moagure & n-« irund,
deliterstely sets Fhen did the Bowrds discover tae very mathnod itself
of discovery - ressarch? And how much time elegsed before supsort
recesreh bacsne an acknowladged objective of either Board? The uil
officare were realists but it sesus to me cupious thut for so long they
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ignored the cuintessence of rea.ism which is research. Were t.ey so
preoccupled by the inecualities of educatic:sl opportun.iy tuat tusy
fuiled to give adeqjuete attention to its -~uality? oid Sutbrick's
extraordiuvary flair foi what was "do-able™ obscure i vielon of wiat
reseerch couid naks fdo-able??

AM &ll, what & group of men will do with ungrecedentedly
large sums of money put at their disposal «ill depend noi only on tiw
state of society sround thes st tne time buv on what kind of wen they
were, their o_xperimco, and so thelr ve.ues sni jurposes. low repre-
gentutive of taeir times wers the officers and trustses of either
Board? uid they have much hissérical perspeciive? There were no
bistorisns on the Bosrd (I think). There were no engineers, There
 weye ministers, college presidenis, teuchisTu, lewyers, benkers, and

doctors of wedic:ne. dmong Shw officers nona, I tidnk, exce.t &. Flexner
hed hud any approciahla saxgosure to aiything but an awericen background.
Flexner could apesk & .ruun but sene of ths other senicr officers of
either Bosrd vould sjpeak any other languegs tiwen Engiish nor wmes anyone
of thea in the least at home in snother culture or with other vaiues
than those of his own country. 4. Flexner invisted that they were poorly
prepured for world-wide work. But imasmuch as foundationswere nes no
training could bave beon expected for thelr persornnel. Host of the
officers of the RF Lud been university profe.sors but they seened to
me to ba either disdainful ur supereilious about tus cuality of smsrican
sosdemic mansgement and w8 I buve later prewiized very counsldersbly ige
nersnt of uny othor forms of education *throughout the world®. ind yet
narrov se had been their exporience and inadequate ss wes their training
probably nowhers.else in the world wus thers wny group of men inclined
and enabled to Ma us nany and as V&riad lessons in world citizenuhip.

_' How Gid’ they work together? There did the i.daaas_ cowe from?
Thet was Ll claver of thair working hoursl Vhy did they so generslly
evide the task of ‘treining younger men? Vas It the press of request,

of intervisss, of meking up for sbsences on surveys that kept us ell so
buay, so hurried, g0 nesrly uncile to arrive at a vwell-thought-out set
of weiues and procedure? Ur was it ineviteble that & group of wsa, each
accurtomed to being & londer, found difficuity in forudng sn effective
organisation. in the sbsence of & single leuder wmho was in point of ind
and forcefultiess fagiie pringeps? These are quostions 1 don't belleve

I can ansver. It is essier to-goint to certain charucteristics of the
Bo_ard!' HOLK e

' Tc begin sith aone of ths lews satlsfuctory iftwems there were
‘three or four charscteristics which weemsd to ue to bs slso.t neurotic,
so pessionately did they ignore tie reslitiuzs., One wus the fear of
bullding up eny kind of tradition. Any organisation, even twenty years
old, has tradition. The struggle sgainst tradition bus ite good side
but 1f you don't kmnow what en oryanization ie golng to do, recruliaent
of wrsonnol J.ackn & sound crimim for aalocuon.
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I have never seen sny svidence that the trustees of either
Boerd exjiicitly fsced the problem of recruitm.nt of oteff. They
neitner fuvored nor discouraged the icea of training future yresidents
or diregtors of divisions. The result was that wien Duttrick, iwee,
Flexnor, and Vincent reiired there were ..o successors of eyun: yuelity
and even approximate training to eucceed them. How when J. B. Luke
asied hateon of the British imericen Tobacco Company whother he had any-
one 1u Chine good emcugh to succeed him Umtson seld b had thres, any
one of whom could tuxe over effectively. Juke roplicd "Gocul You stay
and your saliry 18 tripled from now an,” Ve nd nome of ciat King of
forssighte The feliure %o look ah.azd resuited in the sty sewrch end
sppoinwuent of Vincent's successor, and ix tix QEB the promotion of
Arnett %0 & post padafully dayond his abllicles. Flenty of wppointeownts
asve besn aade of asslstanty who were not inherenily cspsble of advance—
nent, end thie procedurs derived fruw u strange eversion to think of
anything in the organizetlon es contiruicg., Togwthsr with vids feliure
to fnslst on bdga gueiity of reeruits wes a consldersbl. fear of saking
those vio were ciiosen “too degendent®™ on thsir jobu. The chsa) davice
of yearly appointm:ntu, and the very expensive yraclice of "generous
cottlements® for thoss who wore dropped appesr to be the price tuge of
neurctic unwillingness to face the faet that really good foundstion
officers can e found end trained if thare is soms reasoncble pera.oence
to tu-ir job. The end result wse in too many lnatances an stmosphsre
of vary medfocrity. '

Anyone familiar with Lloyd Rurmer's oclass struciura theory of
fxerlosn soclety would be likely to plsce the valuss end motivationc of
both Bosrde as being cherscteristle of lhe Amsrican upper middle cluss.
Feur of bisme, uroesiness lest thers be churges of lusurious 8x,ense
accounts, a driving passion for self-justifiocudion, end &« passichate
~lessure in approvel ns well as enonymity, ere reminiscent of the ciuse
tit feels happler in consclentlious foliowing of the siyles than in
confidently setiing them. Compare tide "upper middie-cluss® fiwvor of
thy Hocrefeller Boards with the "lower upper-cluss® Curnegie wid I
thisk you will conclule that the main sdvantsge in uaking the comporison
is 10 ensuing ¢apdor und resssurence, Thy eet out to be saytidayg other
than vhet »a are?

In the exriier dsys (lLsre wus u livelier senss of Lhe dsiijer
of backing eontroversiul issues than there is now. Yhere is &oTe
jablic approvel too. For severul yesrs regulirly th:re wes brought
into the State Legislature st Albuny & bill to iuvestigate the Rockefeller
Foundetion., The effect secumsd Lo ae tc create a svort of mildly resentiul
serupalosity ~- wn atresghers thet zeve the Foundeticn much in common
vith Ceeear's wife. So averse to controyersy wus Vinceut tiel in the
twentiss items vere withdruwm hurri:diy by tae officurs rutuer tien risk
& divided vote, espeelelly if tie o) oeer wmy Bimon Floxnor. '

Of course whet I huve deserivec 6o neurotic treivu sey be
ex..ulitd 15 the results of the ¥y business mon sre prone to rogerd
und control scholars -- plck them lwstily, fire then if they dem't
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deliver, assume thut insecurity is in the long run what will make them
vori hardest, pay off the discontents, "reorganize® shenever it uwens
desirebie and don't forg.t wio gave the mney., Ulertsiniy with second-
rate psrsonnel there 1s much to be saild for tals point of visw but
with first-reters such attitudes wade one wince,

Fell, senough of the pathologicul. ket us twrr to the more
heartening characteriztics of the Rockefeller Bourds. I'd 1lik: to voe
sttention drewn to tha lergeness of Lhsir ideus, to their putient
tenacity, to thelr stewdfx.t honor in mesting their promisec, to the
cure witi which Lhey studied situations before acting. They neerly
slvaysc bogan the v:auination ¢f & roject with the question, ®How good
is 17" and not "How mach weuld 1t cost?" Thedr policy of giving credit
away to others proved wico as well as decent. Despite aifferences
betieen certuin officers in point of values, urgoses eni temperssent,
there was sstounlshingly less power-hmnting sand rivelry than sight have
been «xpected. I have seen only one trustees' meeting where decorum was
in short supply and in twenty-five ocily three officeru of any importance
of whose conduit I was sshamed,

In the GEB thore were two divergent currents. buttrick wes
the encourager of what to uls shrewd judgment see:sd Zood in education
of any kind. Under nis influsnce alone I think the GEB would have
leen juite prepared to accept the current best in iwerican schools and
golleges and thwn to ®yend its efforts in bringing the hanaicepped
fouth and the bewildered Hegroes up to the levels of the North. In
sontrast, Flexner's influence wue thet of & reforwer who challenged
the existent best dbecuuse it was not good enough. He was insiutent and
fosrless in using bis Bosrd's power end meney 4o reform medicali sducation
radically. .

In the EP Vincent wes, like Buttricik, the emcouragerand toe
supporter of what was good. He believed in fair ;lay, in veriasty, and
in voluntary sgencies. He wus besutifuily qualifisd to be the popu~
iarizer of the Foundation's essential good wiil and desire for the wele
fure of weuicind. Rouy on the other hund, wished ‘o get work done by
his cen stuff a8 an example to governments snd & colluborator with theam.
Vincent seo skeplicrl of systems, dogue ani forsuius. Rose believed
in building en orgunization sccerding to sowe very ciear formuias and
he succeeded in showing how much couid be done by applying his dogmutic
convictiona. 4s . result the IHD wiuc en oxtraordinary pioneer in showe
ing how valusble wuns ths application of knowledge alresdy available in
the universities but not yet used by governmentss Nobt until 1929 uid
the importance of research come into tae true focuy of tu. Boards!
attention — a rather extrzordinary deiay which would texe ilobg to ex=
1)1&1110

» * o *

I hope at leust some of those points wiil be useful, Doing
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this hee ehown me how imich lapger w theme Lhe whole :d.tory could be
then 48 epperent 2zt firet reflection.

Tours sincerely,

4 Lrse Julis 8. H. Cerson ALAN GREGG

Tie Kookefeller Foundaiion
49 fast Lyth Ltreaet
How York 20, New York

AG3RE

Yaise I hope thet the lose of « foundation as & form of criticvis
of its timaes s cloar, Ctretegy it the ert of choosing whob anua on
wiab you will engege your otrength;- wheres: wicbics is tae wkill, the
econonmy, the apeed an. tiae gruce with maleca ,o. stbain the objectives
sut by strategy. In these bori: LU 1o Inter:.ting that the GEB and the
IF nave made & pureltly &b auch of & conbribution by Liedr mwetio.is of
spenudng mosey (tactics) & by their selection of objuctives (strutcgy).
Toeir tactical successel bugen fimost lusvediutsly. ‘helr strategicsl
alstory he. beein more complicated. At Lhe culest LU sue dntultive,
fumbiing, iuitative aad at timss comfilcting. It has contdnmued, in
respunes LW Yery grost chtnges in the world simce lyls, Lo vaxy.
Zesentdelly tie decleicn of when snd on shwt Lo enguge your strength
depends on your vi-ss end your ve.ues -- oand ln this sence policies
sdoted srze criticiime ab sork. Jeriwp. the chdef interest of tue
foundations 1s that twey were .. s.ingularly fres to be critical. Tuey
.bad no stadsatbs Lo leuch anu no eicctorate to plisase, JYet tus
chmilen ing cveliabis ity of Large rescurces lupowed strategical deci-
plons. Thay were frear tlan governsents end freer thun univer-ities,
If I ua right in thinking toat the Bowrds huve steadiiy run evay (rouw
the roble.s of reusvwing Lnedr own persotned then that Jwse of taeir
eritic.l funetlon in dpucisty = Buweiy their contisulty - was fIon ihe
start tne priucipal unsolved problew befcre Liem — ansoliad aontly
Loceuse unfuced.

Adu.
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