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ABSTRACT

The purpose of this thesis is twofold: There is
an attempt to discover the contributions which the Society
of Friends has made to soclal work through the study of the
background of the Society, and the current activities of
its social work division, the American Friends Service
Committee,

A second objective has been the intensive study
and analysis of one section of the AFSC, so as to contribute
a modest piece of research to this organization.

- The material was gathered from interviews and -
correspondence with Friends, workers with the AFSC, social
workers; analysis of a questionnaire; personal obgersation.
through participation in a St. Paul work camp and available
publications on this subject.

Chapter 1 defines social work, its concepts,
principles, and methods. It also gives a brief description
of the origin and growth of the Society of Friends as it
pertains to the profession of social work. v

Chapter 2 describes the current activities of the
AFSC-~the largest social work organ of this religious sect., _
The strengths and weaknesses of the AFSC administration as
compared with other social work agencies are portrayed in
Chapter 3.

Chapter 4 provides an analysis of the Mexico vol-
unteer work camp projects. A questionnaire was sent to 300
volunteer work campers with the AFSC from 1951 through 1953.
Fifty four percent were returned in the allotted time. This
study revealed that work campers are a potential source of
supply for the profession of social work--particularly social
group work, community organization, and social action, though
in addition, a goodly number engage in case work. There was
individual resistance to writing down the techniques and a
greater emphasis on their practical application; something
which proved to be true of the organization as a whole, as
was demonstrated in the study of AFSC administration in
Chapter 3.

Chapter 5 is an attempt to analyze the theory and
practice of social work by the AFSC,.
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DEFINITIONS

AFSC: abbreviatiph commonly used for American
Friends Service COmmittee,'g social work branch of the
Quakers in the United States. |

Concept: the essende of a general and relatively
abstract idea. )

_ Concern: an altruistic, positive, active orien-
tation toward'one15~fellqwmman, especially if he is in
trouble, disadvantaged, or in any way in need of assistance,

_ Inner Light: thQAconvictidn that God speaks
directly to any man who will iisten. (Reader's Digest,
August, 1954). o

Method: a way of accomplishing the desired goél_
by-means of specific techniques. «'

Principle: a-doctrine; tenet; a settled law or
rule-of action (evolved from a concept). _ _

Quakef: now synonymous with Friend; a member of
the Society of Friends. | _ -

Sense-of the Meeting: unanimity-of opinion of

those in the group; consensus; unanimous decision.
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CHAPTER 1.
ORIGIN, EVOLUTION, AND THEORY OF SOCIAL WORK

N To understand the work of the American Friends
Service Committee and its contribution to social work, a
definition of social work such as that given by the United
Nations is helpful.

Social work as it is actually carried on has
certain very general characteristics-in all countries.

1, It is a helping activity, designed to give
assistance in respect to problems that prevent individuals,
families, and groups from achieving a minimum desirable
standard of social and economic well-being.

2. It is a social activity, carried on not for
personal profit by private practitioners but under the
auspices of organizations, governmental or non-governmental
or both, established for the benefit of members of the
community regarded as requiring assistance.

3. It is a 'liaison' activity, through which
disadvantaged individuals, families, and groups may tap
all the resources in the community available to meet their
unsatisfied needs.... i} :

Social work differs from other professions in its
integration of the family and.community resources to provide
the fullest possible development of the client's potential
growth and adjustmegt-in-his society. "The members of other
professions define their responsibility as- pertaining solely
to the client or patient, leaving with the latter the re-

sponsibility of adjusting himself to the 'mores'." 1

1 Bruno, Frank J., Trends 1n Social Work, Columbia
University Press, 1948 New York, pp. 289-290,
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Dr. Bruno comments, "In social work it is implicit
in the word ‘'social' that the practitioner must maintain a
- dual obligation: to society~~the body of opinion roughly
entitled, 'mores'--and to the individual served." 1 Present
recognized'types'of social work ares casework, group work,

community organization, social action, and research.

Concepts ' ]

The practice of social work has arisen from the
following concepts and principles: "All people have univer-
sal and basic human characteristics, ways of reacting, and
needs." 2 These néeds include physical, emotional and social
satisféctions. As they grow, they are subject to pressures
from within as.wellxasrbutside Fhemselves,'which cause changes
in their personalities. Each person has a different back-
ground of culture, experience, and family. As a result of his
heredity and environment, everyone has some inner conflicts

in most phases of his life,

Principles- -
Each client has the right to self-determination,
self-help, and confidentiality of the information he glives
the worker; the right to be different and be accepted as a

: 2 Caéework Syliahus for School of Social Work,
Vancouver, Canada.
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person of worth. Diagnosis of the strengths and weaknesses
of the person or group, treatmgnt by means of relationship and
through the use of famiiy and community resources, and eval-

uation from time to time are the principle methods used.

Origins ) .
» From_theigarliest records of the Egyptian and Hebrew

cultures, in the Bible, the writings of Confucious, and Cicero,
we find referenées to social work beginhings. This young
professign with its age-old background has a double paren#agé.
One was  the charitable and philanthropic approach. The other
was the political expediency of caring for the underprivileged
when -social pressure demanded. The Friends have followed the
first approach., From this heritage came- two philosophical
concepts. (1) the giving of relief as a salvation for the
soul of the giver and (2) the theory that giving of relief
without helping the cause, 1s basically lmmoral. The Friends

have taken thé second view.

Development ) ,
The- idea of the Common Chest which had been
practiced 5y the apostles of the New Testament, was revived
by Martin Iuther in 1523 and in the middle seyenteenth century
this method was used by the Society of ‘Friends to care for

their own people and, later, for others in need.
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Social work also profited from the work of Vives
and St. Vincent de Paul in the 16th century who stressed
helping others to help themselves and organized community
groups to aid those in finanoial difficulties, $St. Vincent
taught the worth of the 1ndividual through the helping of
children of unwed mothers and establishing convalescent homes
where the patients were supervised in mind, spirit and body.
This idea of growth through supervision-and guidance was
carried over by the Friends to the first improvement in
prisons - the Philadelphia system - in early Pennsylvania.
| - The English Poor Law of 1601, limited .as it was,
climaxeo-centuries of effort3~by governments to déal with
social problems and helped to publicize and organize the work
of giving relief and aiding the unemployed. Many social
ection and public welfare movements resulted from the impetus,
George Fox and the work of the Soclety of Friends which began
in 1662 added much to the theory and practice of social work
which is described in Chapter 5. o

At the beginning of the 19th century Thomas Chalmers'  -
statement that every individual has within himself the strength
to solve his own problem was a formulation of a principle of
social work., Out of this thinking evolved the "indirect"
method which is illustrated by some of the work camp tech-
niques mentioned in Chapter 4. Chalmers "is best known for
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‘his theory of locality for the administration of parochial

relief." 1

Training )

Professional training for gocial casework”was begun
in 1898 by the New York Charity Organization Society with a
six weeks® course, Training for social group workers did~noﬁ‘
come untii years later. The Frlends evolved their own tralin-
ing of workers for social group work, community organization,
and social action, through the American Friends Service
Committee, organized in 1917. o

Throughout this evolution of social work, private
philanthropy and socilal agencies were the result of individ-
‘ual endeavors., As-the small groups educated and exerted
“‘pressure-on the larger community, the government was-brought
in to organize the work on a larger scale--often with improved
efficiency. The place of the-priyate'organizations has been
.that of piqnger;ng, of Specialization, and of social action.
The AFSC is continuing this in various types of "pilot projects"”
asfdescribedwin»chapters 2 and 4,

Not all people in social work agenclies are social

workers. Employed-also arerthe~busineSS~and clerical staff,

"1 Miles, Arthur P., Introduction to Public Welfare,
D.C. Heath & Co., Boston, Mass. 1949.
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Social workers are employed in other organizations, partic-
ﬁlarly_social service, such as visiting teachers in the schools,
or medical social worksrs in hOSpItais. Helen Witmer con-
cludes thét "the activities that are social work are chiefly

in the fields of social case work and- group work'*, and that
“They also include those organizational, administrative, and
research activities that are a part of social cﬁse work and

social group work,"

Focus, Method, and Purpose of This Study

- This study describes the'various phases of the work
of the Américan.FriendsvService Committee. It poses the
question: Are there contributions which the AFSC has made
and can make to social work and vice versa?

In order to answer these questions there 1s a
spelling out of the background and current activities of the
AFSC and its contributions to the evelution of the profession
of social work., To evaluate the current activities, a statis-
Fical gna;ysis was completed. A»description-of>the AFSC
administration and itsrcempaiison to other social work agencies
more clearly 1dentifieémtheir mutual confributions. To
éccomplish this end, material was gathered from American

Friends Service Committee publications, from the Society of

Friends, and from other related subjects such as the

"1 Witmer, Helen Leland, Social Work: An Analxsis
of a Social Institution, Rinehart & Company, New York, 1942,
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Uhiversity Commission on the Doukhobors, through the
analysis of replies to the questionnaire, and through corr-
espondence and,interviewé. The general philosophy, concepts,
principles, and methods of the AFSC and social work concludes

the study.

Background of the American Friends Service Committee

_ The American Friends Service Committee is the
largest social work branch of the rgligioué sect, the Society
of Eriends, commonly called "Quakers", cher groups and
individuals within the S8ociety of Friends are active in
community organization and social action, but they'ére not
connected with the American Friends Service Committee, although
theywmay collaborate. ?he Eng;ish Frignds Serv;ce Council
agd the Canadian.FriendsAService Cémmittee are such orgapiz-
ations. The initiator of the project, "Houses for Hiroshima®,
Floyd-Schmoe, 1s an example-of a~concernéd individual who
started a movement within the Society of Friends and is re-
sponsible for it.

Thbugh there are many religious sects and many
social work and social service organizations, the American
Friends Service Committee 1s unique, as it combines the relig-
ious and humanitarian aspects in its community organization,
group work and social action activities. Today the Quakers
are known throughout the world for their work--especially in

times of crisis as in the World Wars,--but this was not always
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true, It is the outcome of a gradual development from the
spiritual concept. of Christian living. The history of this

movement goes back three hundred years.

Religious Origin of Society of Friends
George Fox, the founder of the Religious Society

of Friends, surveyed the churches of the middle séventeenth
century and felt strongly that the’dynamic Christian message
was burie@ beneath ecclesiastical liturgy, form, and ceremony.
This crystallized in 1&52 into a conviction that Christ could
Spéak te him directly,-and_tolevery oﬁher person, withont out-
ward forms, Ihough Fox and other early Quakers did not intend
to start a new sect, this movement became the first of the
'-Proﬁestant’perfectionist_groups, the Mathodists beginning
'shortly.after; The unexpressed spiritual life of hundreds of
thousands of peeple in England was challenged and 19?2%?95

by this powerful, moving preacher who taught that no £§£H£1‘3
was necessary. "Quiet meetings" came into being. People
spoke only-when they were inspired to do so, Even an all-
quiet meeting could be so dynamic that people were conﬁéEted
to Quakerism by the experience, Thé name "Quaker", was
applied to them-by observers who noted that the impassioned
force with which some spoke caused them to tremble or "quake",
§&~lééo the movement had spread so that there were Friends in
America, Antigua, Barbados, France, Germany, Irelénd, Italy,

Jamaica, Newfoundland, Norway, Palestine, Scotland, Surinam,
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Switzerlan§, Turkey, and Wales.1 The missionary zeal of the
movement spread and is still evident in the social service
program. » | '

Pla;nness in dress and speech outwardly expressed
the Quaker's belief in the necessity for humility and the edual
worth of all men. They were not as concerned about the way
in which one became holy as about the fact that one beéame So.
In this they'differeg from the oriental mysties and the follow-

ers of Ignatius Loyola.2

Quaker Defences

_ Though at first George Fox believed in capital
punishment, eventually he and- the Quakers were led by their
doctrines to the conclusion that this was wrong, as was all
war. Three hundred years later, social workers and others
know that minds are not.changed by violence or annihilation.

~ The Friends-stated that they would support their knowledge,
but not with "carnal' weapons--rather with psychological and
spiritual weapons--as their purpose was to change- the mind of
the enemy. Again, they were in agreement with moderh social
work principles in maintaining that they should not take away
defenses until othefs can be used. When questioned by

William Penn, George Fox .told him to "wear a sword as long as

!

1 Canter, Bernard, comp., The Quaker Bedside Book,
Hulton Press Ltd., London, 1952 PP. 2, 23.

2 Hinshaw, Cecil, Speech, Jan., 24, See Appendix.

8
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he felt he cou}d." These principles were largely responsible
fer the peaceable relations with the Indians in New Jersey
and PennsyiVania_when; having received Penn's grant from the
Crown, large numbers of Friends settled there. It has been
said that more Quaker lives-were lost through persecution by

the Puritans than by the Indians! 1

Code of Ethics

The Friends' attitude toward money also helped in
dealing with the Indians., They paid the Indians for the land
they~occqpied and~did not try to cheat them as did other
settlers, From the first, Quakers did not believe in bargain-
ing, but set what»they-considered~fair prices for items in
their business. Their integrity, thrift, and frugality caused
many to become well—to-do.. This led to a- temptation to improve
their standard of living, which was censured by -the Friends
Meeting. They desired-to apply their principles in social

action as in every other area in their lives.

Concern of the Meeting - Self-Determination

Emphasis. on study, action, and worship led to the
development of a-method which-was highly individualistic yet
almost totalitarian in nature. This 1s the doctrine of "the
concern of the meeting". George Fox was a shrewd business
man and established that anyone who had "a concern' was to

speak; if hot, it was assumed that he agreed to the procedure
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being recommended, (Perhaps this accounts for some of the
forthrightness with which Friends are blessed. However, if
all members, after discussion, did not eventually agree, the
matter was left until another time, or another solution was
proposed. Obvious as this may seem, this right of self-
determination and the attempt to prevent "railroadin' were
new ideas. Strong emphasis on'brotherly love made for
harmony améng themselves; i1t also led to concern for others,
Because the early Quakers were perfectionists and
had avstrang missionary zeal, they felt a responsibility for
their own government and people, and dargd tell them where
they wefe wrong. Naturally; they made enemies, They did not
fiee to another country for refuge when their ideas were con-
sidered 1llegal, but desired that the truth should be known

to rich and poor.

Penal Reform Movement ) ‘

| Thousands of Friends were~throﬁh into prison, their
houses burned, and various kinds of coercion were attempted
to repress this new, dynamic sect. Indeed, because of the
nu@ber_ip prisons, societies-were started in England and
America for the relief of their fellows; all of this made them
more keenly aware of the plight of those cast into prison for
other misdeeds. George_Fox‘protested‘to the judges from the
prison at Derby, "What a hurtful thing it was that the
prisoners would lie so long in jail, showing how that they



learned badness one of another in talking of their bad deeds;
and therefore, speedy justice should be done." Here, again,
this proposal of penal reform in 1550 still has a modern
ring, and the church continues to urge reforms because of the
corrupting influence of prison associates,

As fewef Friends were imprisoned, the work turned
to helping phoée less fortunate. John‘Howard wo?ked in close
contacp with Fr;ends like Dr. John<Fotpergill and Catherine
Phillips; the latter visited Aﬁerican prisons (1744-1745),

o and put into effect the principles of John Howard.

‘Elizabeth Fry, one of the most well known Quakers
because of her social action in the field of prison reform,
began her work at themage of seventeén when Stephen Grellet,
a French Quakgr ;iving in A@erica, caﬁe~to Europe in 1812-
1813, and interested- Elizabeth in the terrible prevéiling
gonditions. By 1816 she was able to organize-a small school
for the“children in the prisons. By the next year thg
"Association for the Improvement of Women Prisoners" was
formed. She appeared before the House of Commons to plead
for separate-duarters for men and women, and for separation
of debtors from those who had committed serious crimes, She
and other Quakers jolned with the~associat19n for the abolish-
ment of capital punishment. By an Act of Parliament in 1830,
capital punishment for forgers was ended and the number of
crimes punishable by death decreased from 150 to ten by the
beginning of the twentieth century.
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A "Society for Lessening the Causes of Juvenile
Delinquency":was organized by Friends whose investigations
found thousands of,London children living by robbery.

William Allen, a well known philanthropist and scientist,

and Peter Bradford were active in this group. "Hunger, $lum-
living, lack of work, and a minimum of“education were the
causes of crime and delinquency." 1 VThis was piloneer work in
the -field of child welfare.. )

Quakers believe that the man in prison has rights
‘as a human being and that to correct the canse of the crime,
in the man and in society, should be the objective of society's
treatment of prisoners. As a result of their endeavors, the
Howard League for Penal Reform was organized in 1866. William
Penn instituted prison reforms in his colony in America,
limiting capital punishmentato treason and murder, and allow-
ing,bail,excent for capital offenses and free food and_lodéing
%or prisoners. YThe Philadelphia Society for Relieving o
Distressed Prisoners", _an: association of Friends in}cnarge |
of the Walnut Street Prison in 1790, abandoned cruel pnnisn;
ments, provided work, garden walks, and sanitary facilities.
Solitary confinement for prisoners' meditations was eventually

abandoned because of the corruption of idleness and increase

1" Van Etten, ‘Henry, "“Prison and Prisoners" The
Quaker Ao-roach, G. P, Putnam's Sons, New York, 1953,
‘PP. 143-160. _ _
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of mental illness. A new penitentiary in Philadelphia, Cherry
Hill, introduced work but kept the solitary confinement,
o Relief of suffering of Friends in prison was re=-
ﬁivad in 1917 in the United States when there were at least
four thousand "unwilling to serve in the armed forces for
reasons of conscience." Though the law supposedly made allow-
ance for Quakers, Mennonites and évfew other groups, the clause
was seldom épplied. In World War II, though they were not
generally allowed'to do the work of constructive nature which
they requestéd, some were put in special camps. In July,
1943, of the éOOQYFriends who were_ﬁC.O.'s", 594 were in“
prisen. The "Prison Service Committee" 1 of the AFSC was

set-up to help them,

Organizational Development
A clearer picture of the movement of the Soclety of

Friends is given throagh Howard Brinton's four perliods of
Quaker history:

"1, The synthesis or balance of mysficism and .
~ evangelicalism, about 1700 to 1300.

2, The period of greater mystical inwardness,
about 1700 to 1800,

3. The conflict of mysticism and evangelicalism,
about 1800 to 1900.

4, The rise of a paramount interest in rationalism
and the social gospel, about 1900----," 2

L 4
N

1 _O_EO E;_t_o, Van Etten’ pp. 159"160

2 Brinton, Howard, Friends for 300 Years, Harper
. & Bros. 1952, p. 176.
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After the first period of deep conviction and in-
tense missionary zeal, came that of the growth of the inner
man. Emphasis was given to organization and structure of the
Society of Friends. Each group of Friends is a Meeting.
‘Their business meetings, usually held oncg a month, are called
‘Monthly Meetings., Two or more groups unite for Quarterly
Meetings, and the largest gathering is the Yearly Meeting.

An important group, from the point of view-of this study, is
that designated as the Meetings for Sufferings, a represen-
tative‘body formed in England in 1675 from the Yearly Meetings
to deal with the relief of Friends under persecution, and per-
haps the first big ;tep towardmthe formation of the American
Friends ServiceACommittée. A still larger group, the Five
Years Meeting, was formed in the United States, later, and a
Uniform Disciﬁline or declaration of faith was drawn up in
1887 but this did not contribute to unity.

John Woolman (1720-1772) was an illustration of the
sensitive Quaker spirit--sensitive to the power of love and
well-beihg of man. He was -active in social action, a preacher
and writer of considerable ability, who used methods similar
to those used today in visiting homes and- having intimate talks
to help the laboring man, the Indlan, or the slave. It wvas
he--who led the Friends to declare that holding any man in
servitude, without pay and against'his will, was disobeying the
will of God. The first official statement was that of 1758,

a ploneer stgp;towards,the_abolition of.slavery in the

United States. 1In Englénd, the movement led by Wilberforce
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and Joseph Sturge finally accomplished the passage of the Act
of 1833 which enfranchised between seven or eight million
slavés in the British colonies, and of a further Act which re-
leased the negro apprentices in the West Indies.” 1
“In;business, too, Woolman led-in the idea of
service as a basls of successful business, and the efficient
salesmanship established friendly relations with customer or
client." 2 ) _ .
. The third period bfought a conflict between the
introvert and extrovert elements in the Friends, which resulted
in splits into gvange}ical and more orthodox groups. Until
after the Revolutionary War, Quakers were the most numerous
’of any religious group in North America, but thiS»third period
saw a decrease in humbers in proportion to the population, due
to the increased emphasis on restrictions, as there was more
contact with the outside world. The Philadelphia branch, out
of which the American Friends Service Committee -evolved, stood
midway bgtween the evangelical, authoritarian, and theologic-
ally conservative branch, and the more mystical, liberal,
non-creedal branch., 3 The diagram on page léA shows the

divisions.

Mental Hospitals )
Of special interest during this period is the activity

o

. e
. Cit

tey Canter, p. 200
s Woodman, p. 28.

.y Brinton, p. 193

5 15 18

£
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Fig. 1. Divisions in American Quakerism as Related
to Mystical and Evangelical Trends

American Friends

B rydpepeye

Vastoral st‘\’em
1323 " S

The diagram indicates only
the beginning of separations,

sometimes taking place over \

a period of time. 1700
Keithien
1650

MYSTICAL EMPUASIS - EVANGELICAL EMPHASIS
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of Friends toward treatment of mental illness. Previously,
there had been mention of a need for a home for the demented
so that they would not be out on the streets, but it was over
100 years before William Tuke brought the idea before the
Frignds Yearly Meeting in 1792. He became superintendent of
'§uch a home and emphasized kindness, as little restraint as
possible, and pleasant and restful surroundings. By 1811,
another such home was established”in Dublin, Irelan&. More
recently, at Asfuriyeh in Thg Lebanon! the only large mental
hospital in the Middle East was founded by -a Friend,
Theephilus'Waldmeier.l

’ The foufth and last periqd~brought-an increasing
emphasis on the return to thé~“primit;vemCh:istianity"--the
origina;.prinéiples founded on the Inward Light and on the New

Testament.

Education for Women ‘

| Before leaving the history of the Society of Friends,
earlier called the "Sociefy for Truth", mention should be made
of their contributions to the status of women and to educatiop.

George Fox thought that education- should be provided

for both boys and girls. Usually, wherever a meeting house
was built, a school was constructed beside it. Willlam Penn
wrote that not only grammar and languages should be taught,

but science and mechanics. Boarding schools were started,

1 Op. cit., Canter, pp. 122-123
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partly to provide enough teachers to supply the elementary
schools. Colleges were built later in America, Africa, Asia,
Australia, and Great Britain. One original feature in

several of them is the emphasis on nature study.

Marriage similar to Doukhobors | o _
) Early Quaker women shared equal status w1th the men
in religious matters,\and some’of them suffered much in the
persecutions of'those'pioneer Quakers who pnbliclylbroclaimed
their feith. Since there is no Quaker priesthood, marriages
are conducted‘by the éeuple:in the meeting-house at a Meetfng
for Worship, where in silence-and prayer they~risefand eay@
their vows to each other.- If a Friend marries some one not' a
ﬁriend, permission is asked of the Meéting to do so, and a.
committee looks imto the matter. At the present time, thiéAis
mere a form than@a stern-restriction;' Some of these custome
are similar to those of the Canadisn Doukhobors.
Since the Quakers were not in favor of the military
Sf church professiens, many~hame gone into science and health
ﬁrofessions. George Fox=himse1fapad‘§peciel ability in
héaling both body and spirit and Jéhn?Beuers, John. Hunter, - |
and Dr. Jenner have gained distinction in the field of

medicine.



CHAPTER 2
- DEVELOPMENT OF THE AMERICAN FRIENDS SERVICE COMMITTEE

In the previous chapter a brief explanation of social
work and its development was'followgd by a summary of the
history of the Society of_Friends as its growth pertained te
the evolution of the social work profession. Besides the
philosophical concepts and methods which the Society contri-
buted to social work, a separate organization was set up to
give additional and more efficient outlets for the American
Friends! emphasis on community organization thrqugh group
work and soclal éction.. This became the American Friends
Service Committee. o

| Development of the American Friends Service
Committee: - English Friends were-involved in World War I
before the United States, and, feeling unable to join the cone
flict with the use of force, they asked for volunteers for
ambulance work, refugee-relief, assistance to aliens and con-
scientious objectors. Friends have always believed that 1n |
war, as in any disagreement, the purpose 1s to change the mind
of the enemy, not to annihilate him. Violence does not change
the mind, but love dées; therefore; they use weapons of
brotherly love. Friends in the Un@ted States sympathized with
those in England, and'sent contributions and some workers.

When the United States entered the war, in spite of
neutrality pledges, many young men felt they could not go to
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battle but wanted just as urgently to give their lives "for
the unity of men in the family of God." 1 Twenty-four days
after war was declared, a group of fourteen representing the
majoritywof Yearly Meetings in the United States, met in »
Philadelphia. Under the leadership of Rufus Jones, the Amer-
ican Friends Service Committee was formed, declaring this
statement of'purposeé» "We are united in expressing our love
for ouf country and our desire to serve her loyally., We offer
our;elves po the Government of the United States in any con-

structive work in which we can conscientiously serve humanity."2

‘ Relief in WOrld‘War I: The~f1rsﬁ step in fhe relief
programme of‘World-War I was consultatign with the government
and the Red Cross. One hundred men, chosen from many
applicants, were selected tq take the shor@ training course
at Haverford College and were sent to France where they
joiged the Missionﬂigit;ated two years before by English
Friends. Soon, almost six-hundred men and women- from AFSC
were working there, helping the French distribute medical
supplies, food, and clothing in more than 1&00 villages, re-
buildihg homes, re-establishing agriculture and industries,
ané caring for children., "From 1917-1919 Service Cemmittee

teams went into Austria, Germany, Poland Russia, and Serbia. n3

1 AFSC, The Story of the American Friends Service
Committee, 1917-195'2——_Ph‘i.—l_——ladelphia—-, 1952, passim.
2 Ibid Passim.

3 Pickett, C. E.; For More Than Bread, Boston,
Little, Brown & Company, p. 85, 1953.



At the invitation of Herbert Hoover, about one million child-
ren were fed egch day during the worst periods of 1920 to
1922_in Germany. Many stories are told of the devotion to
assignments and unidue and resourceful methods used to fit
the need,
B Because of the peculiar difficulties in Russian
relief in 1918, the Quakers were the only outside relief
commission in that country. 1In Austfia, in the early 1920's,
a fresh milk distribution plan was effected which caused the
Committee to be the largest distributor of milk in Vienna. |
'Rgalizing that the seeds- of another war would grow
from the revival of nationalism in Germany, the Committee felt
that a~greatreffort should be made to help them and.to promote
understanding and:friendship, The International Centers fdrméd
in six different countries in 1922-1923, staffed by permanent
representatives from England and America, served to forward

this aim,

Post-War Years: _ 4 _ i
N (World War I) After the war, hundreds of young
people qfféred their services to the Committeg. The emphasis
seemed to be more on work in the United States, particularly
with the coming of the depression. "Work in the coal mines,
beginnings of self-=help housing, the fifst work camp, peace
caravans, the first part of the race relations program, and

work in Mexico began at this point. Back of all this work
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vas a reaction to what was described as the 'basic immorality
of relief!--a recognition of the urgent needs, of which re-
lief needs were only a symptom, to do something which would
help elim;nate conditions that made relief necessary."

This meant the development of programs concerned with economic
Justice, race relations, and peace education,

" Meanwhile, in 1937, the need for help in Spain
caused the Friends of AFSC to send workefs to join the Mennon-
ites anderethren in both National;st and Loyalist Spéin. A
When the refugees poured inte France, Qqakers went with them,
setting up cantéens along the way, and ministering to their .
needs when in France. )

7 A year.later, World War II broke out, and refugees
frem.Holland,“Belgigm, and Luxembourg, filled the roads going
south. AFSC_workers ;n Paris utilized a large swimming pool
as a hostel for 3000 people who arrived at night and left in
the morning, moving_southwgrd, During the war, the work of
the memittee spread arqund the globe ffom the United States
to Austria, China, Finland, France, Germany, Hungary, India,
Italy, Japan, and Poland. "By the-end-of 194&, thé Committee's
budget for the next fiscal year called fbr seven million
dollars for relief programs alone. Clothing shipments that

year totalled close to seven hundred tons," 2

‘ 1 AFSC, Handbook for Project Leaders, Philadelphia
1953, p. 5

2 Op. eit. p. 5
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_ The Committee administered some of the Civilian
Public Service Camps for conscientious objectors as well as
"Spgcial service units through which men were released from
camps to work in mental hospitals and to serve as 'guinea
pigs' in the search for ways to control or cure typhus,
jaundice, virus pneumonia, and malaria, and. in experiments
with starvation diets and pigh a;titude conditions.. Some
3,400 men were in the camps and special units administered by
the Service Committee." _ ‘
‘ After the second World War, educational programs
were intensified. A School Affiliation Service matched
elementary and high schogls in the United States with schools
in Germany, the Ngtherlandé, France, Italy and Japan, for the
purpose of exchanging'needéd supplies for letters, poems,
paintings, and by 1949, teachers and-students. The Committee
of Educational Materials for Children published letters for
parents and teachers-as well as for éhildren, and was set up
to encourage friendships between children in the United States
and those in other countries.

Though it was necessary to give relief many times,

Quakers believe that the contrast between plenty in one country
and want in another do not stimulate understanding and friend-
ship. Other means of getting countries and peoples to help

themselves are used wherever it sesems possible. For example,

1 Ibid.



in 1947 there was a need in Finland for an expert authority

on small industries to help develop and find markets. The
Committee was able to do this, which meant furnishing a tool _
for them to be self-sufficienp. This is the type of work which
?he Service Committee attempts to do. Tools of similar
character weré furnished to India and Pakistan, China, Israel,

Italy, and Mexico.

Current Activities: _ B ,

Besides the regular AFSC activities, social and
technical assistance is being givgn-yo projects in six
countries. El Salvador, India, Israel, Italy, Mexico, and.

' JordanAhave varying degrees of financial assistance, publicity

and propaganda provided.

India and Pakistan: | .

: In India are two major programs at the p:esept time.
The International Center at Decca will be mentioned under
International Centers. The other program is that of Social
and Technical Assistance. Two projects, one in Orissa and
one in Madhya Prasesh, were undertaken in December, 1951,
after a survey team of two--~an agriculturist and an ecopomist,-;
was sent to visit existing projects of the U.N., of Point IV
of the Food Program, of the Indian Government, and private
organizations. They talked with government officials who had
knowledge or concern about a proje;t, and after discussion,

it was decided that the purpose would be to share technical
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and social skills and experiences. Through joint efforts,
improved standards of food, health, shelter, and education
would be planned and provided--a basic attack on the causes

of tension and insecurity. This is in line with the Quéker
philosophy that sﬁch methods can avert war if used on a large
enough scale, and will divert attention from the mounting
Communist and anti-Communist war hysteria, It 1s also a well-
known principle of social work that when basic needs are met,
people do not have the mounting hostility and aggression which
would otherwise be used to acquire these necessities of life,

. For the first two years, progect funds were pro-
vided in part by the Technical Cooperation Administration of
the United States Department of State, though AFSC has
independent direction. The project in Orissa is planned for
ten years, and- the one in Madya Pradesh for five years.

The Orissa pilot project is located in twenty
villages surrounding the town of Barpall where Western and
Indian technicians are responsible for stimulating local
participation in agriculture, education, public health, crafts,
cooperatives, and»yillage ;ndustry. The ten techniclans
train ten village workers who work "at the village level,"
and eventually will carry on the project when the western
technicians withdraw,

In Madhya Pradesh the British Friends Service

Council has been sponsoring, with the local government, an
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85-bed hospital, a 40-acre farm, an elementary school, and ‘
a consumer cooperative. With the help of AFSC, they are now
expanding the“outreach to twenty-five nearby villages,
doubling the size of the demonstration farm and adding a
model dairy to aid development of a milk cooperative. o

- The.work in Igd;a.differs from most AFSC projects
in that expert technicians are sent to share their knowledge,
iﬁstead of untrained but willing workers. They differ from
Point IV technicians in that their attitudes are so screened
beforehand phat;it w;ll be certalin they have a bellief in the
basic AFSC princip1e§ and have the humility of one who shares,
- rather than one who cqntrols the situation. In other words,
they must have some ability to love and get along with people
as well as technical knowledge.

Israel:
From 1948 to 1953 a team was sent to distributelU.V.

-supplies in the nga~strip in souphern Palest@ne, Over
200,060 Arab refugees received supplies. Schools were started
in large tents, using refugee teachers to supplement the few
there. By April, 1950, the program was turned over to the
U.N. The trained workers on the team had trained Arabs to
carry on the work wherevgr possiblef The U.N, planned to
change the program from relief to public works and local
action.

- Before this ended, three other programs were planned.

"In February, 1950, an agricultural project in the Arab village -



- 27 -

of Tur'an, near Nazareth, was begun; in October of the same
year, Qork commencee in the Community Center in the old city
of Ae:e. An international wo:k camp has beep held during .
1952 and 1953, and seven young Arabs were trained in ﬁechanicei
skills by the end of the year 1953 to aid in the program.”1
On the staff in Tur'an were two members, and two were in Acre.
All were trained specialists, |

The purpose of the work in Palestine was to show
good will to both Arab and Jew.in helping the plen of re-
settlement, particularly since the Arabs felt that the United
States was siding with the Jews in the conflict,

Jordan: , _
- 'After a two-man survey of the Middle East, planning
a resettlement projecy for Arab refugees, it was decided,
instead, to have a community development project similar to
the pattern of the one in Orissa, India, with trained tech~-
nicians training local people. Two have begun the work, and
others are to follow. The Ford Foundation 1s providing most

of the money for the first three years, beginning in 1953.

Italy:
In Italy, technical assistance is emphasized more
than social assistance., AFSC has one staff member werking

alongside four or five other small organizations, including

1 Op. cit. Financial Manual. p, 67
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the Union for the Struggle against Illiteracy. Financial and
material aid_arg being given. AFSC has shared in building
about elght community centers with the purpose of'raising the
level of 1living, and has helped with teacher-training courses,
agricultural experiments, handicrafts, and economic rehabil-

itation.

Mexico and El Salvadors B
An extensive work camp program is carried on in

Mexico, which will be discussed in following chapters. In
El Salvador, at the invitation of the Ministry of Public Health,
an AFSC Unit joined the United Nations Integral Demonstration
Area for Health and Education, and started settlement of land-
less agricultural workers on the cooperative farms in 1952,
The men of the unit are building houses, while-the women help
in the equipping of public health cliniés and diSpansaries,
assist teachers, and carry on a manual arts and crafts program.
Some are doing beginning social work under the direction of
the government social workers, helping the people adjust to
new;;deas.and habits ofvliving. The El1 Salvador program also
comes under social and technical assistance, but the Mexican
work is that of AFSC with only the propaganda and publicity
_supplied by TCA.

Japans

Pre-war contacts with the Japan Yearly Meeting led
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to AFSC Joining with LARA and later opening a Neighborhood
Center in July, 1949. The government recognized AFSC as one
of the three voluntary agencies supplying relief goods, A
(Church World Service and the National Catholic Welfare Con-
ference are the other twq,) The plan for 1953-54 is to send
150,000 gross pounds in material aid. NCSW pays for all
costs connected with it. . ‘ )

" A neighborhood center and a day nursery are located
in.Tokyo, and a kindergarten and neighborhood center in
Setagaya. Another center in Mito, abqut sgventy miles from
Tokyo 1s in the Old Friends Meeting House and is sponsored in
part by that Local Meeting. There are six staff members in

Japan.

China:z
In 1951‘thevFriends withdrqwﬂf;om China- after five
and a half years of transportation, medical service, relief,
and“gehabilitation through the Friends Service Unit. Pre-
viously, the Friends Ambulance Unit was active in World War II.

Korea: _ '
A hospital and a service center are being provided
by a team of six déctors, three nurses, a'transportatiqh
expert and his wife who is the secretary. This is on the west
coast of Korea in Kunsan, People:with soclal work training
are also being Sentvto this nevarogéét. Tons of clothing have

been sent, but many other suppliesiére needed,
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Floyd Schmqe's program of YHouses for Korea"_ia
being sponsored by the U.N, in Kyonggi-do province, south of
Seoul, N o _

Elmer Brown was sent to make a survey tour of the
situation before the Unit was established, and other aid is

being planned,

Austriaz 7 » |

: As a part of the Germany-Austria Refugee Services
Program, AFSC has set up several refugee projects. A farm
‘lean-projeet with a'revolving fund serves Upper-Austria,
Salzburg, and Kaernten, where investigations arermade before
approval is given, with the goal of stimulating progressive
and skilled farmers, This pilot project suggested a similar
project to the Austrian Government.

A student employment program on a self-help basis
has funds provided by AFSC from Ford-U.N. funds. The univer-
sities of Innsbruck, Graz, and Vienna help in student select-
ion., This also alds the social welfare programs, such as
camps for refugee children for day care, to improve the
quality of their services. » _

A loan fund for refugee tradesmen and intellectuals
has been set gp-simila: to the Farm Loan project, giving
about thirty loans in 1953. Language training classes are
given for prOSpecyive emigpants. Quakerhaus is shared with
British and Swedish Friends to provide educatiohal and re-

creational activities for young and old.
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A summer work camp has been arranged with Quaker
International Volunteer Service, and an international student
seminar has been held in Graz. Supply distributions include
student docto;s, TB children, the blind, delihéuent girls'
home, training sghool for crippled persons, and old people's
homes . Approximately $154,230 in supplies was distributed.

The AFSC staff in Austria consists of two volunteer appointess,

France: ' ]
The refugee program and the work with students is
being carried on under the International Centers Program.

(See below)

Germanys: ) ) - _

. A neighborhood center in Berlin has a varied pro-
gram 1n¢;uding week-end seminars and work camps, a kinder-
garten aﬁd summer day=-care camp for children, welfare services
for refugees, and special conferences for community leaders
in education, soclal work, and religious affairs. Other
neighborhood centers with some of the same activities are 1n
Coldgne, Darmstadt, Frankfort, and Wuppertal. The last named
also has a child-guidance clinic. These centers, German-
American run with affiliation in the International Federation
of Settlements, are'cooperativé,‘with:an average of half self-
supporfing. | ) | | | »

Student centers are located in Munich and Freiburg,

which are being turned over‘tb'the universities for management,
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the latter under the students., The material aids program
shipped $525,059 worth of supplies in 1952-53 to refugees,
dependents of missing or dead ex-soldiers, and returning
prisoners of war. ‘

The‘;efugees services program in Germany is a_result
of a special study in 1951-52, anq is a part of a six-agency
program pf the United.Nations High Commissioger.for Refugsees.,
AFSC-operated projects are: (1) Oldenburg, where the unit
concenﬁrates.on regettlement of refugees in camps. (2) Munich
DP camp, where a small kindeggarten and an adult library help
to bfing Germans and DP's together.
‘ Indigenous projects where aid 1s given local groups
are bglieved to encourage social responsibility. They are:
(1) student employment, (2) construction of refugee homes,
(3) vocational training énd-placement of refugee youth. Money
from the Ford Fouﬁdation i1s used in all these projects, though
AFSC pays for most of tpe_personnel_and‘administrative costs,

There are sixteen AFSC staff members in Germany.,

The -Doukhobor Projeet: B o
The American~Fr1endsvService‘Committee, cooperating
with the Friends Service Committee, was asked by the Canadian
Government to aid in solving the conflict.with the Sons of
Freedom--a Doukhobor sect--in the proﬁince of British Columbia.
The Friends had assisted the Doukhobors in their move to
western Canada from Russia in 1899, In their pacifist and
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religious views the two groups had much in common, but, in
addition, the Sons of Freedom have been unable to accept the
idea of citizenship, and have come in conflict with the local
community. The original résistance stemmed from their re-
fraining to support anything pertaining to war,
o Emmett Gulley and his wifs, Zoe, have worked since
1950 with the Consultative Committeg made up of represen- '
tatives from the three Doukhobor sects, the Friends, the
churches, the boards of traée! and scholars and scientists of
the University of British Columbia. Though the Committee is
no longer operative the Gulleys have bont;hued to work with
'the'gove;nment}d’The provincial government of British Columbia

assumes the major cost of the work.

Community Relations ‘

| This program arqsef?rom the concern in race re-; 
latiogs in 1944. 1t now includes Community Counseling, 1
Projectfilled Counseling, the Washington D.C. Community “
Relations Progréﬁite eliminate segregation, and tpé'North
Richmond, Califofnia;ANeighborhood House, a community center
for an interracial area of.inadequate;housing, sanitation and
jobs. Each of these activities attempts to resdlve tension
between the AFSC' work and the community, ° .

- ‘ Commﬁnity relations a;sq-iﬁbludeé a Job Opportuns
ities Prqgram for minority groupsi anHousing“Qppbrtﬁhiﬁié§:

Prégram‘fér racial integration, including cdope:atidh with the
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‘Catholic Interracial Council of Chicago on a project in Cicero,
Illinois; ‘and a Visiting Lectureship to make avallable to
qolleges'and high schools negro lecturers who are recognized

authorities,

Economic Relations

Since 1947 this program has worked toward labor-
management understanding, has held Industrial Relations
Seminars .in Chicago from 1947-49, and arranged a conference
of Quaker economists in 1950 which put forth a statement of
Quake:wbeliefg on industrial relations. Aﬂreport_on "American
Surplqses in a Hungry World" evolved from a 1950 agricultural

seminar,

American Indian- Program

~ Voluntary work -camps have been held since 1952 in
Arizona, New Mexico and California andnsho;t visits were
arranged_fqr Southwest Indian Children to private homes in
Los Angeleé, where there is also an Indian Center for infor-
mation on communlty resources.

In Rapid City, South Dakota, there is a community
project to aid in food, shelter, and recreation problems, and
to increase understgpdingubetween.Indians and'non-lndians.
Here, too, AFSC emphasizes the development of initiative and

leadership among the Indians.
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Friénds International Centers:

The International Centers, staffed by inter-
national groups of all nationalities, religious beliefs,
social, political, and economic convictions, "are located in
areas of tension.... At the heart of each centernis the Quaker
meeting for worship." 1 The program provides activity--dis-
cusSion groups "to_search_for basic truths which reconcile
differences," 2 projectskbf direct relief or services to
refugees, or a pilot.préjegt such as the bperat;on of a school
in the slum section of Calcutta. An intervisitation program
provides specialized professors and others for interpretation
and good will purposes., A _ '

| "An international team of Friends recruited from
England, Méxiqo, Sweden, and the United States met together
in New quk and worked together with some of the delegations
on the questions of major concern to Friends which were being
considered by the General Assembly. This effort of the
Committee to relate moral values and experience of Friends to
political_issues has been well received by the various U.N,
delegations." 3_ Meetings are held in Quaker House in New York
near the U.N} building. ] _ )

Some AFSC help is given Centers in Delhi, the Dutch

1 'ggi cit. Financial Manual p. 85
Ib
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Center in Amsterdam, and in Peking, in coqperation with_the
Britigh Friends, A Center is supported_by AFSC in K@ngston,
Jamaica, in conjunction with the American Friends Board of
Missions. ' The GenevaACenter is working w}th the Paris and New
York Centers on several international problems ;ncluding\East-
West tensions and the refugee problem, fhe Cepter in Dacca,
East Pakistan, has as 1ts core reconciliation work between
India and Pakistan. In Dacca, as in the Center in Shanghai,
an open forum is maintained for widely divergent views,
Shanghai also has a receiving home_for orphans and a univer-
sity student pfogram, as do most of the Centers,

- International Student House in Washington, D.C. also
sponsored by AFSC, accomodates thirty-five foreign students,
besides providing "a full educational and entertainment prograﬁ
for four hundred resident and non-resident members. The dining
room (is) open to all, regardless of race." ;

, Other International Centers .are located in Mexico

City, Copenhagen, and Davis House in Washington, D.C.

International Seminars: ]

In order that representatives from all cduntries may
learn to sfudy, work, live, and play together to develop warm
personal relationships, and thereby develop a desire to settle
international problems, peacefully, Intefnational Service
Seminars were‘af;anged in 1943, They have been held in India,

Japan, and Europe.

1 Op. cit. Financial Manual, p. 85-3
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Two diplomat seminars were held in Switzerland,
August 1953, attended by junior diplomats and civil servants
from.Europe, North America, and Asia., Co-chairmen were Ralph
Bunche. of . the United Nations and Gilbert White, President of
Hayerford_College. The first meeting in 1952 was called "an
experiment in adult sélf-education." 1

-In 1952, seminars for public school teachers and
administrators were initiated, and four were held in 1953 in
Washington, D.C., with abogt thirty members each. The purpose
was to'help the District educators in the change from a seg-
regated{to an integrated school system. Intefnational Student
Semingrsvwith students from many cogntries were held in seven

States and five additional in Europe and Asia. $Seminars on

Industrial Relations have been held in the United States.

Material Aids Program-

The shipment of used clothing which was-begun in
1917 has expanded to include surplus_foodstuffS~mgdg avail-
able by the U.S. Department of Agriculture. Gifts and dis-
cards were solicited from the textile, leather, shoe, hotel,
soap, and paper industries, with medical suppliesmdonated by
manufacturers and sent overseas- to Austria, El Salvador, France,
Germany, Greece, Indig, Italy, qapan,rKorea,“Mexico, the

Middle East, and Pakistan. A small amount went to the U.S.A,

1 AFSC, American Friends Service Committee Bulletin,
Philadelphia, October, 1953, passim,
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programs, The budget for shipping and storing in 1952-53
was $203,250 for about 1,425,000 pounds,

Since the emphasis of this study is primarily on
work outside the United States by AFSC, a brief mention of
other social service programs within the States wiil be given,
A few are given which are bpph in the States and abroad.

| The School Affiliatipn Service sponso;s an inter-
national teachers' conference and exchange of pupils and
teachers among 113 American schools and 131 foreign schoo;s
in France, Germany, Holland, Italy, Japan, and Jordan. The
Committee on Educational Materials for Children helps children
from six to twelve find ways of sharing with different national,
rel;gious, racial, and economic groups - a total of $83,282,
gifts-in-kind and cash during 1952—53, The College Program
has e;evgn‘college'secretaries who interpret AFSC to all
levels of college life. _

Services to Conscientious ObjJectors is in connection
with the civilian work program with seven thousand con-
scientious objectors assigned in 1953 or subject to assignment,
Friends Peace Service works dirgctly withuFriends Meetings
and Churches. Peace Education programs deal with other church
groups, oh the community level, farm and labor groups, and
works with national peace organizations. Since 1948 the
Prison Work program has been active, particularly in Calif-
ornia, (

Several pilot projects in self-help housing resulted
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in the'Self-Help counseling Service to make this experience
available to other groups. _ ‘ _

A Secreta;y for‘Education works as liaison between
'education and AFSC and becomes aware of significant trepds.
In the field of human relations, Social Science Seminars with.
bersons in current history, social psychology, anthropology,
public opinion, and“international relations, havg been meeting
in Davis House, Washington, D.C. at regular monthly intervals.
Another group of directors of personnel of federal agenciés
also meets ap Davis House, Many Inst;tutes gf International
Relations for college students and some for high school
students are being held yearly. ‘ _

Work Camps in the Uniped States are usually in slum
‘areas, Indian Reservations, or with migrant rural workers,
and since 1934~about 193 projects with over 3,000 people have
been carried on. Further word about work ¢amps,in other
countries is given in Chapter 2. Interne-in Industry, Interne-
in-Cooperatives, and Interne-in-Agriculture projects are :
uniqu; ways to give young people first hand knowledge of these
areas. | _

0f particular interest to psychiatric social workers
are the Institutional Service Units of ten to fifteen members
each, which work as regular personnel within mental hospitals
from three months to a year-round basis. They are paid the same
as attendants and not only help but gain insight into the causes

and results of mental illness,

1 Furthér information on any of these activities may
be obtained from AFSC offices,



CHAPTER 3

ADMINISTRATION OF THE AMERICAN FRIENDS SERVICE COMMITTEE

“ A To understand the individual projects of the AFSC
and why they‘continue to make a contribution to social work,
it is necessary to have some‘conception of the administrative
aspects of this organization. Almost no;written material was
availablg for this study except a staff handbook from the

- Philadelphia headquarters, and minutes of a few meetings of
executive secretaries. For additional facts, the wrifér
travelled to the Seattle, Portland, and San Francisco Offices
and was able to dispuss the administration of the Mexico pro-
gram w;th the director of these projects on pis visit to San
Francisco., Correspondence with the Philadelphia headquarters
brought out additional fagts which were not otherwise avail=-
able nor in an organized form. _

This social group work agency (See Chaptei V p.130)
is an example of social work administration with exceptional
strengths in some instances but with weaknesses; too. The
AFSC is unique in its extensive and unusual use of volunteers
and its application of techniques for community planning and

soclal action.

I, - Dynamics of AFSC Organization

The development of this administrative framework



goes back to the beginniggé of the Society of Friepds’and |
their first leader, George Fox. According to Roger Wilson,
he- showed something like genius for devising methods of ad-
ministration whieh, in the language of the Friends, "left the
spirit free'" and yet maintained order within the group and
between the Quakers and their often hostile surroundings. The
Friends fried to accept this hostility without recrimination,
but outsiders were not_alway; §ympathetic. The American
Friends Service Committee has carried on this method and
tradiFion qf the Friends. They do not believe in a hierarchy
of authority bqt have a form of circular administration. The
profassional staff and.boards (volunteer policy-making members
who, with the staff, formulate‘the latterts official action)
are not there-to tell the others but to serve a needed function
with the approval of the others. .

In the regional offices, of which there are thirteen,
the execﬁtive secretgry of each acts as the team coordinator.
He does not lay out his program and show his staff the job and
his way of doing it, supervising them in detail as is done in
some social work agencies, but points out the work to be done
with some expression of his own ideas, leaving the job for the
staff member to do in his own way. The executive board in
turn sets the policy framework for the executive secretary.

The program is fitted to the person, particularly
in the regional offices, because of the general abilities

(rather than specialized) and interests of the staff member,



In other words, self-determination and self-help are greatly
encouraged on the part of staff mqmbers as well as the people
with whom they work. There is not always a chance for close
su?ervision but a great opporthnity for the development of
initiative. Some apportionment of work 1s made so that the
new member will not be likely to attempt to handle too much.,

A In some ways this Service Committee resembles a
family or a town where the people seem related to each other
in one way or another and there is a~strong-feeling of unity
and loving support for each other., A regional office exec-
utive secretary has said that "weak sisters' who could not
work in some organizations can becomg quite important in the
AFSC. Because of the strength of character necessary to hold
to the Quaker point of view and the creative ability needed
for the job, most of the professional staff are reputed to
possess a stronger than average personality. _Thére is
"Sibling rivalry'--more frequent inAwork camps--or more than
average individualism and forthrightness, but these qualities
used or changed to proper perspective are assets when pionéer-
ing ventures or courage is essential for the success of the
work, '

Though relief work is not the primary purpose of the
Friends, there are times when this is absolutely necessary in
order to keep the recipients aliye and well enough to accept
othér help. Other than in war-torn aréas, relief is not

generally the first emphasis as this is considered secondary
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to helping people establish emotional stability and physical
standards so that they can take care of themselves.

As in most social work agencies, both the staff and
volunteers are carefully chosen for their particular function,
according to their motives and personality qualities. 1In
some situations, such as with demoralized refugees on an
Aegean Island, it was found that workers from secular agencies
were less able to stand up to the sheer misery of the sit-
uation. Thé new settlers were as dirty, quarrelsome, and
lacking in integrity as could be found, and work with them
was not rewarding as results were not noticeable,

- It 1s to the credit of the administrators of the
AFSC that they have been sensitive to both the needs of the
workers 1n“§hemfield/and to the desires of the Corporation
and the Executive Board, and that they are able to give
backing to field workers and interpretation to policy makers.
This is important in all social work agencies. Precedence in
the field is given to need rather than to administrative
‘tidiness--more than is true.of most social work organizations,
As each worker feels that his loyalty and inspiration (see
definitions, p. vi) come from God, it may be more difficult
for him to believe that the ¥Light within" is burning more
brightly in the office at home thah abroad. In other words,
the \worker abroad who will naturally feel that he has as great
a knowledge of what needs to be done in the emergency as the

administrator at home who is giving the orders, He does
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realize, however, that unprecedented needs, leading to new
tactics, may throw_the Service Committee's plans out of gear
and the person in charge at the home offiqe will be inclined
to select purposes which will suit the smdqth_running of the
Qhole machinery. A common fault of administrators, to be
avoided in social work or in business; is to assume more power
than is necessary for accomplishing the purpose. Because
humility is considered an essential virtue of a staff member,
Friends are particulariy wvary of applicants showing an excessive
desire to dominate, ‘ o
| "Moral responsibility is found through the !'sense
6f the Meeting' by the Friends. Administrative responsibility
is translatingltheusenseief the Meeting into action, being
gﬁided all along by the moral cbiigation péfremain,true;tbfthe
sense of the Meeting." 1 Because of the moral responsibility
of all members, there is more than avérage insistence on e
carrying responsibility. The main difficulty seems to be
Aétermining in édvancé who is interested in power, and who is
able to take responsibility but can be detached about it.
This'is'onekrgason for such a thorough inquiry before staff is
hired, Perhaps some such tension canfbeﬂeihilarating if it is
recognized by ﬁhe individuals concernéd that there is an |
app;opriate role for each and that'nO'one is perfect. - The:
pational” use of authority is needed in all social work -
agencies as well as the encouragement.of iﬁdividual_respohéib-

ility.

o Wilson, Roger, Authority, Leadership and Concern
London, 1949, p.'45.
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\ - The AFSC endeavors to be flexible and able to move
quickly when necessity demands. Perhaps there is less lethargy '
in the American Friends Service eemmittee than in some Yearly
Meetings composed of people from'many different Meetings, but
the traditions of the Friends also operate to prevent action
upon the impulse. |

The work of the AFSC.has been described as "second
grade work by third grade people', meaning that the total
product of the group was better than that of individuals,
separately, and that many are ordinary individuals who would
not be outstandingly successful in themselves, in that area
ofeenQeavor, which is often not their 'own profession. They
do not consider their work as "first grade" as the organiz-
ation is not large enough to do work such as the UNRRA or ‘the
UN are able to do.

~ One Value of smaller committees, of which there are
many in this organization, is that they have a knowledge of
each other's packgronnds, business,‘and'ways of thinking so:
that they can be  effective critics of eachiother, should the
concerns expressed seem»biaeed.- The efficiency and flex~ o
4bility of the organization are“poSsiBle through this method of
administration through small groups. - '

The Executive Functions
| _The Executive Secretary of the American Friends

Service Committee is generally responsible for the AFSC and



is himself responsible to the Executive Board. His business
manager and consultant, the Associate Executive Secretary,
helps him in implementing policy, as well as the Advisory
Committee and thg Executive Board who determine major policies,
Under the previous set-up, about eight staff members were re-
porting directly to him about activities, though under the
reorganization plan the Interoffice Coordinator handles most
of the program and regional office administration with con-
sultation with the Executive Secretary. (See Organizational
Chart on following page). _ _ ' ‘

The chief function of the Executive Secretary is in
interpretation and public relations--speaking, writing, visit-
ing regional offices and giving recent data to Friends Monthly
and Yearly Meetings. The-Executive 1is also responsible for
the overall budget planning,<énd he consults with fund.raiser§
and has considerable financial control, though this is usually
done after ponsgltation With the various Advisory Committees
or Executive Board or Executive Commitiee,

The eight staff members mentioned above include the
head of the-American Section, the Foreign Service Section,
Public Relations, Finance, Personnei, General Administration,
and the Regional Office Secrgtary, They compose the chief
Advisory Committee to the Executive, with perhaps the except~
ion of the small Executive Committee discussed under

"Organization®,
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Through this Advisory Committee the Executive learns
Just how the various units are operating and in turn can help
them by giving the overall picture and pass on the policies
or suggestions of the Executive Board. Another function of
the Executive Secretary is to keep the AFSC ﬁp—to-date on
changes in program as well as in policy. This is largely done
through mimeographed memoranda which are mailed to each unit,
board, and committee. ‘ ‘ _

As was mentioned under'dyngmics, the Executive
Secretary, who acts as the Administrater in AFSC, is concerned
with the smooth flow. of work, interpretation, and order in the
organization. It is easy for him and the staff at home to be
remote from the work done abroad and in activities in various
parts of the United States. The Advisory Committee, the field
visitors, and the direct communication through copies of
correspondence (mentioned in "Flow of Work") are for the pur-
pose of counterégtipg this tendency.

The Executive Secretary has the greatest respon-
sibility of any of the AFSC positions and probably gives more
interpretation of the agency functions for a longer period
of time than any other persons on the sfaff. Though he
initiates policy and must make decisions, he is somewhat pro-
tected and has less responsibility in this régard than some
executives, Much of the policy is suggested by board or
committee members or comes from Meetings and thgn is exgmined

carefully by‘the Executive Board or Advisory Committee after
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being initiated by the Executive»Secretary{ Some decisions,
of course, call for speed and must be made ét the discretion
-of the executive, , ) )
~ A&nother qualificat;on of the Executive Secretary

includes a‘sense of timing; which not only §omes~?hrough
training and experience with the AFSC, but appears to be an
innate quality to some extent. In a social work agency a
knowledge of social mgvements_is valuable for correct timing
of social action and majof changes, To correctly estimate
cultural lags and profit, thereby, intelligence, skill, and
know;edge are necessary. In the Service Committee, as in ofher
agencies, the long view is particularly important in reference
to prolonged projects such as social and technical assistance,
The executive and his advisors must decide whether the project
will be worth the time and money in relation to the abilityv
of the 1ocai people or governments to carry on the work after
the project is completed or turned over to the people.

- The Executive Secretary of the AFSC, as described
by a regional office secretary, when first chosen should be
young enough to grow with the job, and from a solid and con-
servative religious- background, even though many of the board
and committee members are liberal or radical Friends in their
own viewpoints. They have found through experience~that}one
from a conservative background would be less inclined to split
halrs over theological semanties aﬁd would get along with both

the radical and conservﬁtive groups, whereas a radical would



- 49 -
not be able to have a good relationship with the conser-
vative element. As a general policy, the executive secretary
emhodies the Friends' approach but need not have been spect-
acular in his past achievements as his potential is more
important. The present executive secretary, Lewis Hoskins,
had had experience with FherFfiends as head of the China Unit,
and was head of the Portland Regional Office for a few months
before becoming personnel secretary 1n_the Philadelphia
Office when he was cposen for the executive position.

Though most AFSC staff members are employed with a
term-of not.more than three %o five years in mind, the Exec-
utive Secretary is appointed with exceeding care as he may
remaln in the office for almost a lifetime of service. His
qualifications are studied for attitudes, ability, and exper-
1ence,_potentia1 for growth,‘and religious background. The
appointment is made afﬁer about three years of searching for
the right man and observation of his activities, in a general
way, by the staff, Executive Board, and lay Frilends. (This is

not a policy but an occurrence.)

Relationships w;th.Sﬁaff

In most 1arge-sociél»work organizations, it is not
usually considered advisable for the executive to form close
personal relatioﬁships with the staff as personal character-
istics fhen éome-so strongly into the picture-that efficiency
on the job may not be given proper perspective. With the
Society of Friends and the AFSC, thé situation 1s sqmewhat
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different because of the group support, frankness, and early
training in objectivity and lack of prejudice with Friends
as well as those people met in daily contacts. Informality,
kindness, and courtesy are expected~from{a11 staff members,'
including the executive. A Special‘effort is made to elim-‘
inate status distinctions. Everyone calls everyone else by
his or her first name. In the smaller offices, the staff eat
together, and in the Philadelphia Office there is a lunchroom
where friendly.sociability 1s encouraged. At staff meetings
everyone 1s encouraged to participate and most of them do.

Other staff requirements include: patience,
intelligence for jobs assigned, ability to cooperate with the
group or other workers, honesty, usually a variety of skills
rather than too specialized abilities, health for the Jjob
assigned, courage gnd ability to work under strain, and
industry. The last quality is strassgd.

_The Staff ﬁandbook states that no smoking is to be

done in the Philadelphia Office as 1t is objectionable to
other workers. In a social work office where many smoke a
great deal, smoking is often banned during interviews unless
the client also smokes. However, with the Friends, smoking
is uncommon. | 4 )
Because of the high degree of moral responsibility
assumed by professional staff members, there 1slno hard and
fast rule about the regularity of hours, should an emergency

or unexpected appointment be necessary. This can be made up'
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at other times, but no check is made. In the Seattle office,
as in many others, regular hours for clerical staff are
maintained,

In some of the offices a real effort is made for
staff members to meet eath others' families and get acquainted
in a-social way. This 1s not done in all offices since _
commuting distances may make it impossible as in Philadelphia,
Chicago, or Pasadena. This is considered a limiting factor
in deVeloping rapport, which is so necessary in this organ-
ization where salaries are not adequate for the amount and
quality of work to be done and the overtime necessary. Some
attempt to become socially acqualnted is also made with \
boards, committees, and volunteers.

| Though. there is a staff organization, it is the
unwritten rule that any staff member may contact any other -
staff member when he wishes. There are no hard feelings when
one staff member goes "over the head" in line operation, and
an attempt is made to avoid confusion. It may be somewhat
responsible for the enormous amount of coples of correspon-

dence. (See the “paper snow') 4

The biggest problem in staff relationships is the
coordination of the regional work. Therefore, the qzecutive
receives carbons of all correspondence between the regional
or national office and in this wéy can help at times by having
the overall picture when the correspondents have only their

‘own letters,
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As 1s described in Chaptgr 3, qualipies which are more
characteristic of the AFSC than of most agencies are; (1)
lack of religious, race, or national prejudices; (2) sympathy
with or belief in pacifism; (3) willingness to work with

people and to live on or near their standard when necessary.

Relationships with Officials and Boards

Since so many problems in social welfare are
settled b& coﬁmittee action, the wise executive.trains his
social workers to participate‘;n this activity.l The varilous
committees and boards in AFSC are particularly well suited to
train the staff, as all staff members are expected to_vigit
meetings and participate whenever possible. The Quiet Meetings
held at least .once a week in every office are helpful; inspir-
ation (see definitions) is received, not only from the medit-
ation itself, but from_listening to those who have been impell-
ed to speak. It is stimulating to individual initiative to
realize that anyone who receives inspiration and can formulate
it verbally is free to speak, and in a sense, 1s obligated to
speak if he has a concern. However, there have been occasions
when someone has spoken often and long and without the quality
of spirit which the others felt was true guidance, Chastise~
ment was given by another who was moved to mention this in
}reproof. These instances are rare as the right of self-deter-

mination is recognized in this matter as well as- others.

: 1 Atwater, Pierce, Problems of Administration in
Social Work, Minneapolis, Minnesota, University of Minnesota
Press, 1940, p. 42, '
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This feeling that each has a right and obligation
te contribute, regardless of the amount of responsibility
- assumed, is carried through in the relationships with officials
and board; and the corporation. The atmosphere of friendly
informality and calling each other by first names is true here,
also. Respect for each other and individual rights as a person
is strong enough to act as self-diseipline when, in another
group where this doe§ nop apply, it might mean anarchy.

As both staff and boards are concerned with the
program, the Executive Board dbes not lay down rules; the staff
is consulted at all points. At times the staff is expected
to bring matters to the Board, and in some instances, the
Board will express a desired policy. A staff member is con-
sidered a participating member even if_he is ex-éfficio.
Because of the size of the room or the group and the pressure
of time, the number of those not membefs»is sometimes limited
or rotatéd. If the regional office is large with many others
on the staff, the rotation system is used for their own board
meetings, . _

~ As in more specialized social work agencles, the
Executive Secretary acts as the interpreter and conveyor of
information among. the staff, the committees, the boards, and
the Corporation. About six hundred people are on committees
in the national office, alone. One task of the administrator

is to maké use of these advisory and working committees, and

~
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sﬁill not spend more time with them than is necessary. Good
~ judgment of timing, balance of schedule, preplanning, clear
discussion and interpretation are the essentials for smooth
relationéhips between the executive and the officials and
boards. One of his jobs is to encourage the advisory boards
to formulate policy rather than to leave it all for him, and
at the same time to keep them informed of current policy,
problems, and programs for which they are formulating policy.

- .. There 1s a strong tradition and insistence from
the Executive Board that use be made of the lay people who
form the committees; The Advisory Committee to the Executive
Secretary can add cpntinuity to the program when there is a
change of executives as well as be a help-in planning and
policy. 1In practice, some of the making of policy with the
adyice of the full Advisory Committee breaks down someﬁhat_
because of: (1) the necessity for speed in some situations;
(2) lack of decis;on in instances where there are itwo opposing
" trends of thought; (3) lack of time and interest enough to
attend the committeé meetings regularly because of outside
pressurés. Precgdence and tradition play a major part in
formulating the program and attitudes amongvstaff, board, and

committee members.,

II. Planning and Organizing

Principles of Organization and Structure:

The concept of the AFSC that its role is both
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education and service has led them to the question, "Are we
giving clearrexpression to our method of truth?" rather than;
Are we operating effectively on this problem?" 1 Priority
is_given to programs which work at this level., Each year,
the whole Committee is evaluated to see whether the organiz-

ation is functioning at the highest level it can operate, or

whether part or all of it should be scrapped. It is a grass
roots movement with a great deal of coordination in program,
%inances, and publicity. . | _ o

It has been ‘pointed out that the Society of Friends
has evolved various ideas of organization. "The early Friends
ibelieved in leaders, but not a system; the Friends of the ™
,aecond period in leaders and in a system; the Friends of a‘:
‘later period were content to have a system without leaders;f
‘but the Separationists believed neither 1n<leaders‘nor a
system.” 2 (See Chapter 1, Background). From this the AFSC
has evoived a system of o?ganization which looks on-paperv;
like a line organization but in reality is more of a circular
operation as 1t meets their requirements more efficiently. 1In
this way, too, there is less danger that any one of,a small
group of individuals can control the whole organization. It
is representative of a more healthy type of organization than

one in which authoritation sanctions are evident,

1 Pasadena Conference of Secretaries, Summary of
Proceedings and Minutes Adopted, AFSC, Inc., Jan 4-8, 1934.
2 Wilson, Roger, Op, cit. p. 57
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Ihe Friends Relief Service of England used the idea
of any member of the organizétion being able to challenge any
other member, though this‘member be in authority over him.

This was based on the old‘Quaker doct;ine of equal rights for
individuals. The AFSC has also used this principle, partic-
ularly through bringing out the challenge within a group so
that the decision may be weighed more carefully. This also
leaves the superior official free to make necessary deciséons
at the time. This idea has considerable influence over the
organizational structure, working;, and policy ﬁaking. The
two basic principles of the AFSC are (1) efficiency, and

(2) flexibility, though not in the usual sense. They may seem
inefficient by some standards byt efficiency is attempted in
the persénality-preservation—stimulation sense, though‘the
time consumed be great to get a "sense of the Meeting". Also,
AFSC endeavors tb close out'or lay down a program when 1its
function (often one in social pioneering) has been performed.
Programs are not continued by habit or tradition. For example:
the Seattle Regién Intereracial Children's Camps and Seattle
Institutes were terminated on such a basis. To serve the
purpose it is felt better to work on a small scale or with
small units, rather than on a large»scgle'such as the UN Social
Welfare Division., AFSC tries to be a channel for concerned
individuals to work on problems growing out of the experience
of Friends. The business end of the organization exists solely

for the purpose of enabling the rest of the program to function.
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The Authority under which the Agency Operates

The answer of_a regional secretary to the writer's
question, "Under what authority does the AFSC operate?" was,
"God?. He said that.this is more directly true than most
religious organizations because of the Quaker belief that each
man is possessed of the "inner light" and if he will listen
and act accordingly, testing out his "guidance" with others
in the group, he will be fulfilling the will of God. (Harry
Burke). - | :

Of the three types of organizational structure which
are most common--Administrative Board, Policy Making Board,
and Single Executive-~the AFSC has elements of all three. Thé
Ame?icgn Friends“Servicg Cpmmittee is hea@ed by the AFSC
Corporation, legally incorporated in the state of Delawars,
and composed of two hundred members chosen from Yearly Meetings
in Qanada and the United States. The By-Laws‘which are a
sort qf“constituﬁiop, are in the appendix of this‘study. The
AFSC standing Nomingting Qommittee nominates off;cers of the
Corporation, the Executive Board--except regional members--
and Board Committees (mentioned below.) Executive Board
members ére chosen from the Corporation, which is composed of
Friends. This Exegutive Board makes the pollecy which is
usually initiated by the Executive Secretary, who, more thah
any other person or“group,'Qirectsmthe}activitieé of the AFSC.
?herefore, it would seem that the agency operates under the

authority of the State of Delaware through the Corporation
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whose acting body is the Exeéutive Board, but the greater
authority is delegated to the‘ExebutivesSecretary. The organ-.
izational “we114spring?‘of\the whole American Friends Service
Committee, Incorporated, is the Society of Friends. For
example: when there is doubt about a policy wpiqh may possibly
refléct adverse criticism on the Society, it is submitted to
the Monthly and Yearly Meetings. The "Affirmation of Faith"
which was recently adopted regarding the signing of loyalty
oaths to reinforce the California Regional Officeé, was ptt

before the Society as a whole and approved.

Internal Organization

4 There is a national AFSC Office in Philadelphia with
" about 150 staff members employed. Begiqnal Offices areAlocated
in Austin, Texasj; Cambridge, Mass.; Chicago, Ill.; Columbus,
Ohio; Des Moines, Iowa; Greensboro, N.C.; New York City,
Pasadena, Calif.; Portland, Oregon; Richmond, Ind.,; San Fran-
cisco;vCalif.; Seattle, Wn.; and Wichita, Kansas. The staff

in most regional offices is about four or five, not oounting~
vbluntee;s, but Cambridge, Chicago, Pasadena, and San Francisco
have between 15 and 20 staff people.

The Corporation of about 200 members is nominated by
the Yearly Meetings of the Soclety of Friends, The Executive
Board is chosen by the standing Nominating Committees as are
the Board Committees. These committees are: Bequesté,wgon- )
sultative Committee on Foreign Affairs, Evaluation, Executive

Committee of the Executive Board (to assist the Executive in
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COMMITTEES OF THE EXECUTIVE BOARD, January 1954

EXECUTIVE BOARD =-- Executive Committee

Standing Committees

.........................

(concerned with
General Administration
1. Finance
2. Investments
3. Retirement
Li. Requests
5. Personnel
6. Public Reiatiqns
7. Mutual Savings Fund
8. Hospitality
9. Nominations

(appointed by
AFSC Corporation)

- Standing Committees

...........................

(concerned primarily
with Programs)

1. Quaker House Committee

2. Consultative Committee
on Foreign Affairs

3. Evaluation Committee

L. Committee on Educational
Materials for Children
(Subcommittee of Public
Relations Committee)

1.

2.

3.

Ad Hoc Committees

Committee on Civil
Liberties

Committee on Educa-
tion on National
Issues

Committee on Review
Relationship with
CARE ’

Friends House Commit-
tee (Joint Committee
with Philadelphia
Yearly Meetings)

-

-~Hoskins, Lewis M., Memorandum, American Friends Service Committee, Inc.,

Jan. 25, l95h
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emérgencies), Finance, Hospitality, Investments, Mutual Savings
Fund, Personnel, Public Relations, Quaker House, Retirement,
* Committee on Educaiionél Material for Children, Committee of
Public Relations. ,

Further information about nominating coﬁmittees,
terms of office of boards and committees, and how other
committees are chosep is @escribed in the Oct, 1 Memorandum of
. Eleanor S. Clarke, Assistant to the Executive Secretary, who
stated in a letter to the writer, March 29, 1954, that in the
national office there were almost gOO,individuals on committees,
some on more than one, and more than 800 committee places. To
give some 1idea of thg committee organization, a chart of the
Committees of the Executive Board is on Page 584. The work |
is 1argely run by the;e Qommittees which also make policy de-
ci;iqns and often help carry out the décisions. Under the
Executive Board are Standing Committees concerned with General
Administration, Standing Committeeslconcerned with Programs,
and Ad Hoc Committees. B |

Each unit has ;ts own committees and each regional
office hés its .own set-up based on thé plan of the national
office--aimost autonomous and becoming more so. An example
of the committees in a unit is the chart on the Committees of
the American Section which includes those on the'different
programs, Mexico and El Salvador are included in the American
because the head of this work is in the American Section. This

is an example of how the program is built around the person

when it is best suited that way.
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In some cases, a program may be responsible to both
- the American and the Foreign Sections because of the nature
of the work. This applies to the International Students
Program, which has programs ip both the United States and over-
seas, Non=Friends aré germ;tted on all boards and committees
belqw the national Executive Board which was coﬁposed of 50
members but is reduced in the new organization set-up. ]

- . The work of AFSC covers not only the United States,
but at present'there are over 64 projects in 12 different
countries. The four_general service departments with head-
quarters in Philadelphia are: Personnel, Public_Reiations,
Finance, and Accountihg. As was mentioned before, the head
of each of these seryicé departments and of the General Admin-
istratiop and American and Foreign Seryica Sgctigns,”compose
the chief Advisory-Comm;ttee to the ExgcufiVe»Secretary.

On the old chart; the Associate Executive Secretary
was shown dirgctly pnder thg Executive Secretary. In reality,
he was the Executive Assistant in charge of business maﬁage-
ment and internal administration’with some consultation with
the Executive Secretary in matters of policy.

. the regional»offices did“carry out the programs under
the American Section, and the overseas staff those under the
Foreign Section. The regional foice executive secretaries
decided at their January conferengé; 1954, that a Represen-
tative Council was needed, to be composed of representatives

of both staff and committee members of each regional office
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COMMITTEES OF THE AMERICAN SECTION ~- January 195L

Special American Section
Committees having final
authority, and not in

chart of committee AMERICAN SECTION EXECUTIVE COMMITTEE -~ Educatiocnal

structure:

Committee of Award
Central Reserve Fund Come
Little River Farm Com.

Advisory
Committee™
t

! .
Adult Program Committee Regional Offices
(Reporting directly to Advisory Committee
Executive Committee)

1. Community Relations Com=~
mittee

2, Self-Help Counseling Com-
mittee™™

3. Friends Peace Service
Council

L. Adult Peace Education
(projected)
Peace Education - Farm
Subcommittee
(process of formation)

Peace Educatiog - Church
Subcommittee ™

Peace Education - Labor
Subcommittee

5. Economic Relations Committee

Regional Offices
Executive Committees
Program Committees

* An advisory committee concerned with
educational philosophy and trends in
higher education. Provides broad
guidance to College Program and Edu~
cation Secretary.

**'Membership is same as that of Board
of Friends Service, Inc.

38+ An advisory group meeting on an
ad hoc-basis.

)

i

]

¢ 1
!

]

Youth Program Committees
(Reporting directly to
Executive Committee)

1. Work Camp Cormittee

2. Interne Program Commit~
tee

3, Institutional Service
Units Committee
(inactive)

L, International Student
Program Committee

5, Mexico and E1 Salvador
Committee

6. C.0. Service Committee

Key......
-=-= Consultative
relationship

~— Direct respon-
sibility

. ==Hoskins, Lewis M., Memorandum, American Friends Service Committee, Inc.,

Jan. 25, 1954
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and the Philadelphia Office and the Executive Board. The pur-
pose would be te act as an advisory council to the regional
offices and to the Executive Board., It would not take the
place of the Executive Board but would advise which organs are
I best to deal with particular projects and with international
relations. Another reason for this Council was to draw in the
regional committee chairmen.~ The regional representatives
then on the Execﬁtive Board became, instead, a member of the
Representative Council, (For further information on the re-

orgaeization see the 3eerganization Chert, Page 61A, and the

Summary of Proceedings agd Minutes Adopted at tpe<Pasadena

Conference of Secretaries, January 1954), The major change

besides the Representative Council was the addition of an
IntergOffice Cooreinator who relieved the Executive Secretary
of some of the responsibility for the units not already handled

by the Business Management,

Communication and Flow of Work A

N A flow chart which indicates the flow of work, should
ideally'not duplicate offieeé“or services. In the Service
Committee, to eliminate possible duplicetion of effort and to
let the Executive Secretary know what is happening, a copy of
correSpondence between all»offieeeﬂand programs is sent to the
Executive Secretary. This 1s facetiously referred to as the

"paper snow",
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COMMITTEES OF THE FOREIGN SERVICE SECTION =- January 1954

FOREIGN SERVICE EXECUTIVE COMMITTEE

Africa Subcommittee
Germany-Austria Subcommittee

International Centers Subcommittee
(a) Advisory Committee on France
(b) Davis House Committee

(c) International Student House
Committee

Italy Subcommittee

9.

10,

Japan Subcommittee

Korea Subcommittee
Materialeids Subcommittee
Oversea Work Camps Subcommittee
School Affiliation Subcommittee

Social and Technical Assistance
Subcommittee

~-Hoskins, Lewis M., Memorandum, American Friends Service Committee, Inc.,

Jan. 25, 195k
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FIG. 7. FLOW CHART OF A.FS.C. WORK CAMP APPLICATIONS -~
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| Programs are initiated by the Executive Bqard and »
then given tp the Executive‘Secretary who, in turn, delegates
them to the particular unit or units which would implement
them. If the program is for the Buéiness Management, then
that unit would implement it. 1In the present sef-up, if it
~1s related to the regional offices, 1t goés through the
inter-office coordinator who will if the occasion demands,
send the information to the executive secretary of the |
regional office ipvolved in the particular program,

‘ A“program could originate at a project, and the
idea would be sent to the coordinator who would turn it over
to the Executive Secretary. Also, it could f}qw from the
regional office Executiye Committee to the Executive Board.
The Advisory.COmmittee could channel their work through the
particular program director;'or could have thelr represen-
tative on the Executive Board present 1it.

The previous orgénizational chart indicates an
error ih picturing'the”flow-of allithe~work going first to
the Associate Executive Secretary before the Executive Sec-
rétgry. Instead, only the Finance, Accounting, and Public
Relgtions un;ts go}thrpugh the Associate Secretapy. The chart
on page 61C shbws the flow of work when an application is
filled out for a work camp, As the camper seldom goes to the
national office, though each application does, the regional
office has been located in the center of the chart and the
national office is at the right. There is some duplication,
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but most of it is merely copies which are sent back to the
regional office to keep it informed.

Policy Making B
Policy is made at all levels in the AFSC, and each

level should be sensitive to the need for clearance all the
way up and down the line--especially where the Committee, Inc.,
should speak with a unanimous voice on a controversial issue.
It is i1deally the "sense of the meeting" which determines the
policy rather than yhe minority-majority decision. At times,
this slows up”the mgking of decisions for several months or
- more. The Executive Board in Philadelphia has complete auto-v
nomy in its decisions, and 13 many ways each regional board
is autonomous. It is the spirit and the friendship which hbld
the organization together, '

An example of policy making 1s the acfion'Sf the
Pasadena Conference of $ecretaries who ;nitiated the idea of
the Réprysentative Council, $Some thipgs are cleared with the
Philadelphia Board for the sake of expediency. For example,
when a dgcision is required in rega:d to Selective Service _
which must be made speedily, the'Executive Board in Philadelphia
makes it rather than consulting with all thirteen regional
béardswfor their decision. For an even speedier decision,
the Executive Board Committee of four or five members can act

for the Board.
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Friends, and the AFSC included, do not attempt to
directly influence legislation as en organizatioq. Rather,
there 1is the Friends Committee on National Legislation which
performs such research, education, and "lobbying" activities.
Ih projects overseas or at home, nothing is done on the basis
of political V1ews, but on the basis of need. This would
include relief supplies as well as service rendered, which
accounts for success in some cases where the Red Cross,
Community Chest, or some religious organizations have failed,
as in Spain during World War II.

In all matters of basic policy the Executive Board
in Philadelphia makes the final decision, though matters per-
taining to the local offices may be made by their own exec=-
utive boards. The new Representative Counc%l takes consider-
able responsibility off the shouldere'ef‘the Executive
Secretary, and at the same time gives the regional offices
more equal voice in the decisions of policy. When a queetion
of policy is raised which concerns the Seciety of Friends
and their connection with the AFSC, advice and assistance is
asked for and received from the Monthly and Yearly Meetings
of Friends,

1I1I. Personnel Administration

Practices (Outline adapged from Personnel Practices.in Social
Work

Staff selection 1s made by the Personnel.Department

1 Personnel Practices in Social Work, Canadian Assn.
©of ocial Workers, Ottawa, 19?3
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which interviews all applicants or recommends qualified people
already known to them to-fill Jjobs., The work campers do not
neceésarily have interviews as do the paid staff or long-
term overseas volunteer staff., This does not include regional
voffiée staff on the clerical or volunteer level. The Per-
sonnel Department coordinates the’revision, administration
and study of personnel procedures, and decides where applic-
ants can best be placed and transferred. _

~ Graduation from a course in Soclal Work is not a
prerequisite for workers with the AF§C, though a large per-
centage of the volunteer work campers- go into Social Work
after having been to camp. (See Chapter 3). As they are
usually undergraduates or reéent graduates, they have gained
additional insight into the helping professions. Graduate
social group workers are used on the professional teams as
part of the staff or on a self-maintenance basis overseas
as specialists in their field. Either caseworkers or groupe-
wquers may be directors of work camps, of neighborhood
centers, or leaders of overseas teams. |
2. In staff selection, an all-round background of
experience, skill, college training, and personal suiltability
are necessary, but foremost is the emphasis on attitudes and
interest in the work and goals of the AFSC. Lack of dis-
criminafion‘on the basis of race or national origin is an
accepted policy of employment as_well as of‘qandidate's

attitudes, Members of the National AFSC Executive Board and
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of the Corporation must be Friends, but about 65% of the
staff and regional Executive Boards and work campers or
volunteers afe not. They come from many religious groups,
not necessarily Christian, ) ‘

In hiring a staff member, the committee looks
primarily for an appreech-attitﬁdes, relationships to staff,-
board, the project, etc. - There is also some feeling on the
part of AFSC that "the letter killeth the spirit" which re-
sults in greater eﬁphasis on attitudes than on a particular
achievement. A broad background and general maturity are :
important, especially for positions ebove the clerical level
in»responsibility., An example of staff members hired is a’
fo;mer viee-president of a lerge'corppration who took an-AFSC
-positionbat eonsiderably.less salary for the short term.' He
then went back to his old job, but the appeal of the AFSC °

was so strong that he came back to work with them.

3. The Staff Handbook gives an upfto-date statement_of

personnel and employment practices for those who are inter-

ested in making application.

4. - Provision for staff pa:ticipation in egeney policy
1s perhaps as great ﬁith the AFSC in any other social work
organization, as they have the opportunity of particlpation

in board, staff, and committee meetings.
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5. - Though there 1s no set rule about confidentiality,
the moral responsibility is clearly indicated. Where it would
be harmful to another, information is not repeated. This is
particularly applicable in time of war or labor disputes
with management. The personnel files are kept confidential,

as in any social work agency.

6. The activities of employees and volunteers are
limited_by AFSC only when they interfere with their pro- |
fessional activities; Buf'the job to be done may be absorbe-
ing and time consuming. His personal attitudes and actions,
if he 1s on a project, are also a subject of curiosity, even
in his free time, and may reflect on the work as well as his

effectiveness.,

7. Union participation, as such, has not been a proﬁlem,
but a staff organization called the Clericél Staff Council

was formed some years ago in the national office. After about
six months this was disbanded. The purpose had been to give
Suggestions for bettering the organization to the executives,
Later, another such organization ﬁas formed which now gives
suggestions to yhe Personnel Office. Unless this is carefully _
and tactfully done, it might be a limiting factor, as the -
Personnel Office does the hiring and firing of employees, and
might, in individual cases, feel the suggestions stemmed from

a basic inability to adjust,
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8. Equal pay is given to men and women except in cases
~of dependents when an agreement satisfactory to both couple

and Committee is reached.,

Classification Plans _ B
At the time of appointment, new staff members are
sent a letter giving in outline the duties and responsibilities
of the job. Annual reviews. are made of staff positions and
their effectiveness, whether they should be altered or con-
tinued., This includes salary, future plans, andvpresent
placement. ‘This is considered good policy by both social

casework and soclal groupwork agencles.

Salary Schedules . o

A reQiewvis made each year of the salary schedules
and annual increases between 3% and 6% have been given in the
last few years. The‘cosp of living is kept in mind in salary
administration. Sa}arie3~are roughly comparable to those in
other organizations; they are not intended to attract persons
to the Commiftee but to make it possible for qualified,
interested individuals to serve with the Committee.

. Volﬁnteers and overseas staff on a -self-mainten-
ance basis must have a definite desire to work with the
Committee and will be less apt to treat the position lightly
because of their stake in the results. It does meah, however,
that only those with access to savings or sufficient funds

can take part unless a scholarship is awarded. Preference is
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given people of minority groups as fewer minority mgembers
take part., If a staff member's work requires transportation
and expense for special meetings or conferences, or if there
is added expense for official meals or overtime, reimburse-

ment is given,

Insufance

Arrangements are made for each staff member to join
hospital and medical insurance plans. The AFSC contributes
a similar amount which cannot be withdrawn until after three
years' service. A cooperative credit union with an entrance
fee of 25¢ is available for loans and savings with its own
board of directors and special committees elected at the
January Annual Meeting of AFSERCO. It is controlled and man-
aged by members of the credit union. A retirement plan is
provided and a trained counselor is available for the staff
for personal or vocational confidential interviews or referrals
to other agencies or specialists. This latter plan is being
considered by some social work agencies--a counselor for v
personal problems (besides the supervisor)--but the AFSC is

a leader in this plan,

Selection and Appointment of Personnel
Adverﬁisements for job openings are not posted as in
some social work organizations. They are notified in the
semi-annual letters to former staff. Applicants are well in-

formed of the qualifications for the job through correspondence
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and interviews, Friends are especially frank in discussing
the terms of the position and the requirements and assume
their responsibility for carrying out the agreement, expecting
the applicant to do the same. The application form is quite
comprehensive, as it is very necessary when a volunteer for a
work camp, for example, lives in a remote area or another
country, and a personal interview is not possible because'of
fravel expense, (Seeprpendii B). Accéptance of the position
implies support of the philosophy, fuﬁction, and policy of'the
AFSC, thougp entire agresment of every detail is not required
as the policy of sélf—determination applies here, also.
Probationary periods,lsuch4as'the 6 months'! term in publicf
assistance ggepcies, are not used in AFSC. The evaluations

take their place.

'Cbnaitiohé_of Service ‘

. Becaﬁse'thé type of activity in the AFSC is varied,
the conditions also vary. jIn refugee camps in Europe, for
example, facilities would be less adequate than in the national
or regional offices. However, sanitation and neceésar& heat,
light, rest, and ventilation facilities are provided as far as
possible, and are certainly provided in the home offices. Care
with sanitation and cooking of food and watgr is especially
essential abroad. Telephone and clerical staff and supplies
are somewhat limited, and volunteers are called for extra Jjobs.
The usual five-day work week differs on projects depending on

the local community habits. (See Chapter 3)., Vacations are
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longer than in many social work ggencies. Four weeks with pay
and added allowance for sick leave is provided. Statutory

. and religious holidays are observed in the offices.

°

Tenure or Change of Status

The letter Af acceptance states the length of the
job, but there is no assured tenure or security other than the
above mentioned evaluation. As the staff are employed with
the understanding that it is only for a three to five year
period, it m;ght be expected thatﬂthe staff turnover would be
high, This topic is open for further research, but compared
to other social work\agencies, the paid staff is fairly stable.

Staff Development )

Origntation of the history, purposes, and activities
of the AFSC is given by mail to the_neW~staff member before
arriving on the job, -Chapter 3 describes-in detall the work
camp preparations, If the new staff member is to work in one
qf~the ;ffices, he is shown the plant and introduced to the
workers., In the national office he may only meet lmmediate
co-workers because of the large number of staff employed
there. At noon in the»lunchroom, members of other departments
or executives present are introduced. When the program is
rapidly expanding so that about a dozen new workers are taken
on at once, a regular opientaﬁion program is planned so that

the new people can meet the Executive Board and gain a rounded
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picture of the whole program. In the work camps or projects,
orientation programs may last from two to four days, as in
CARE, the Alaska project, or Mexico work camps. The new'
Representatiye Council has planned a rotating set-up for visits
of staff members.

In the national office are located the offices of
the Accounting, Finance, Publicity, Personnel, Public Relations
Committees and the executive secretaries fér”the American and
Foreigg Service_Sgctioﬁs. - 0f course, the Executive Sgcretary
and his assistanfs gné the Associate Egecutivé @eérétéry are
located at Philadelphia. There is a stenographic pool with an
office manager on the Clerk III level who écts as supervisor
for the accountahts.“ _ '

All thefétaff‘are. invited to the‘Monday‘morning
5&51ness,meetingiwhich lasts ah hour, 'and to;the“Wednesda&fi.
morning mgdita;ion o;'Qu;et_Meeting.‘IWith-the AFSC, perioés
6f.quiet meditatipn are considered most helpful in prpmoting_.
group harmony asiwellxas inner harmony. Staff members are
ékpected to be wquing if theyfdo not attend silent worship.
This period is used on a11 pngrams and projects., :

| One difficulty in continuing staff development &~
that there are aiwaysiemergencies. Too often the every day
é#sentials are not done well enough or are by-passed. Thé?l
whole staff are ﬁushed beyond their capabilitieS‘and patience,
ﬁoo.often, and tﬁis results in a:greéﬁer tﬁrno?erfin.staff\

than there would be, otherwise. Economy of Fhe budget may have
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something to do with providing enough staff to care for emer-

gencies. A high esprit de corps 1s necessary in such sit-

uations to complete the work.

In-service training in the offices is left to the
individual supervisor of the new member, usually the person
next in the line organizetion. Much responsibility is placed
on the individual staff member in the field who is expected
to grow with his job. Emphasis is not placed on criticism;
but help is given when aeked for and the yearly evaluations
also include a letter outlining the terms of the appointmeﬁt--
the yearly plans, whether the present placement is right,
saiary, and future plans,

Supervision is necessary in most social work agencies,
and even desirable for trained personnel until copsiderablé
experience preves otherwise, but in the AFSC, close super-'
vision seems almost impossible and is not always desirable,
Howevep,»according to Stevensonl}the committees and boards
would seem to‘act in a sort of supervisory capacity as well
as for consultation. ' Each regional office secretary acts as
supervisor for his office and the head of each unit serves-
this capacity in the nationaleoffice. (For further information
see Staff Development, Volumés I and II in bibliography-- ?

primarily for Public Assistance Agencies.)

1 Stevenson, Marietta, Public Welfare Administration
N.Y. MacMillan Company, 1938, p. 80
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The Volunteer

The executive secretary for the Seattle office,
Harry Burks, has said_tpat if there were no voluntee: workers
for AFSC, the work camps and warehouses would be closed
immediately, and the office would close within a week. Not
only are wofk campers and their directors volunteers, but also
they are on a self-maintenance basis, This includes the
overseas staff and some personnel who have been employed with
other concerns or in their own professions<who take time éut
to serve with the AFSC on a short term basis. They pay.’
 their own way and transportgtion, though occasionally scholar-
ships are offered for those unable to pay. These staff
members and campers have the same ultimate responsibility, and
the same spirit is expected as from other staff,

Volunteers are used at the warehouses for each
office where about fifty to seventy-five people a week (in
Seattle) contribute regularly, and about two hundred others
contribute irregularly in time,'money, and participatién in
clothing drives. For special jobs in the office such as a
lérge mailing, extra typing or filing,_volunteers are used.

In Seattle, a half-time volunteer is used to manage the
clothing drives and the_warehouse where it is stored. A half-
‘time volunteer is in charge of the sPecial program in
education—-the Yputh'Service Projects--and the SchoolwAffil—
iation_Progzam is run by a volunteer. There are two paid

staff persons, another half-time, and two clerical persons,
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A Janitor is paidvfor two‘hours a week., Larger regional
offices have sgmething like the same percentage of volunteers.,
As was previously stated, the members of the Cor-
poration and the National Executive Board are lay Friends and
volunteers, In almost every phase of the work volunteers are
used. One drawback is that though they are avallable, the
staff does not always know how to use them effectively. This
is true in most social work agencies where the pércentage of
volunteers used is much less. This is particularly true of
individuals who have specific talents and interests and place
of residence and can't be used where they are needed. Also,
therevgre various types of volunteers of which the AFSC has
at least its share. These vary from rugged individualists to
Hfuzzy minded do-gooders" whose desire to heip may spring from
a need to control or to patronize. This is one reason why

orientation and interpretation are so necessary.

Reporting and Public Relations

Agency statistics and reports: Daily statistical
reports of the number of people contacted, kinds of problems,
status of caées, letters, phoﬁe calls, and conferenceé are
not made in the AFSC, as a rule. The daily reports are
considered a waste of time and money in this type of agency
where a small staff 1s doing a large work with constantly
changing activities. Even the trained group workers do not

usually keep lengthy files because of the cbnstantly changing
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loads and mghy contacts., However, files of each applicant
are kept, whether staff member or work camper. The‘front
page of the application serves as a face sheet to give per-
tinent facts. (See Appendix B). _ i

o Mone& given to the AFSC is spent on the basis of
how much inferest there is in the project on the part of the
recipients ofﬁthe ﬁfogram as well as the staff and~901uﬁééers,
except for ear-marked funds from foundations, ete. Technical
assistance is helpful,in this respect as money is giVen for
need and over a certain period of time, In these»progréms,
.monthly reports aré sent in és in other U.N.‘socialsworkv
programs. | :

) For short term work camps, reports of each camﬁer
and of the whole camp experience are sent in at the end of the
project. In longer term projects, a report is usuhlly'sént
every thrée or four months, and this_may be done by letter
':ather'than through forms. Information of interest to others
is published in the Newsletters. In the case of foundation
money, such as the Ford Foundatibn,7fu11’reports'aré required,
In social work agencies where case loads are constant and
intensive caseﬁgrk is the rule, daily and'monthly statistics
are essential for pubiic interpretation and the worker's -
awareness of yhat is being-accompliéhed. o

An accurate record is kepf of each of the maﬁ&jmeet-

ings through minutes which are wideiy circulated. ‘This is a ]

b . X P
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method of giving reports as well as interpretation and is a
means of staff development. The executive secretary for each
office compiles the statisticé of each office, as does each
section secretary for his section. The AFSC, at considerable
expense to itself, pays an auditing company to audit all

accounts each year and report on them,

Interpretation |

~ Rarely do figures enter into ;nterpretation of the
AFSC except in terms of need. Nu@bers aré not the 1mportant
item as AFSC serves_the purpose of pioneering in social ser-
vice or group work and in distributing relief in areas of
conflict where high integrity without political side-taking
- is desired, and few if any other groups would be trusted to
go. A high quality of public relations 1is essential, but 1s
accomplished throughﬁphe group media. TheADepartment of
Public Relations coordigates and coptrols publicity and pub-
lications of the AFSC which includes servicing of all mass
mailings, visual aids and press releases. It is responsible
for correcting misinterpretations or misconcéptions which
appear in the press or elsewhere and for ;nforming the
AFSC of public attitﬁdes toward its program. _

The circle diagram on page 77A, illustrates the

types of interpretation given. The staff, Circle I, are the
first interpreters. They are not only proud of it but have

an inner conviction that it is the best known way of carrying
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INTERPRETING THE WORK OF THE AGENCY

~-iAdapted from Baker, Helen Cody and Routzahn, Mary Swain, "The Social

Agency and Its Publics", How to Interpret Social Welfare, New York,
Russell Sage, 19L7, page 10.




- 78 -

out the job., The Staff Handbook, and numerous types of

written material are written by the staff and volunteers to
tell others about the organization. However, as modesty is

a part of the Quaker creed, a conscious effort to let the
public know the good work they are doing is not made unless
it 1s to publicize the need for a particular project. Inter-
pretation is given to staff through the Memorénda and copies
of minutes which are circulated. .Circle I also includes
boards and committees made up largely of volunteers,

Circle II includes those who use or receive agency
services. Such interpretation is largely through word of
mouth-~especially in work camps--as the campers work or play
with the community. Occasionally, written publicity is given
as when school children take home pamphlets to let thelr
parents know of activities--especially in rural settings, At
one time, planes dropped leaflets to crowds to inform them of
food and clothing distfibution at a certain place, during a
time of crisis.

Circle III includes the many cooperators with AFSC,
Some of these are the U,N,, churches, social service and
social work agencies, schools, professional groups. Inter-
pretation is given through speeches or the leading of dis-
cussions, when requested.

Circle IV includes the contributors,--large or

small amounts are considered important, even though the
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literature he receives is sometimes worth more than his con-
tfibution. It is felt increasingly important that contribu-
tors become active in the organization, wherever possible.
Circle V includes the government and community

officials whose sanction is secured before any project is
begun and who probably learned about the organization through
F:iends whom they contacted. Key pérsons in the U,N, are
informedvtprough coptact with the AFSC people there, or
through visits to Davis House or International House, Wash-
ington, D.C. Hereare the leaders 1in education who cooperate
in the school_exchangé plans, and heads of schools of social
work who are informed of suitable openings for graduates with
specific qualifications. Labour people are important as they
are given:a further understanding of the work through the
Internes in Indqstry Prog:am. Those in allied fields of
religion are often co-workers‘and sponsors of the AFSC
program, as when several agencies combine for more efficient
organization in overseas programs such as in Korea.

| The general public in Circle VI is given little
interpretation except through occasional magagine Or news-
paper article§ and a small library which is available in each
office. The telephone and radio are frequentl& used. As
staff members and all other interested persons are invited to
attend board and committee meetings, this is a valuable means
of explain;ng the agency's services. (Also see Public Re-

lations Department, below).
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Publicity o

This department comes under Public Relations and
is reSponsible for publishing all material through personal
contacts with editors, commentators, magazine writers, radio
personnel, etc. This is also considered public education and
includes radio‘pfograms, audiovisual aids, and publication of
special pamphlets.

One purpose of pgblicity is to confront the Amer-
ican people with the relevance of moral principles to every-

day political, economic, and social decisions and actions.
V. Budgeting and Financial Control

] Fund raising is done through a small group of ded-
icated people who tell others what the Service Committee is
doing and why. There is a growing_feeling that the people
from whom they raise funds should be involved in the program
and so ;hare personally in the dividends of satisfaction from
the work, ) _

The fund raisers do not consider themselves as a
necessary evil. One of them says that he never asks people
for money, but merely tells them what the Service Committee
is trying to do. He gaises an avgrage oanbqut a million
dollars a year. If these people can reach those who are not
contacted by any other such program, it will'help to integrate
them as a part of the program. The bulk of the money coﬁes

from this class of people.
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Small dohations are considefed important because of
the number of contacts made, rather than the amount given.
Information is given all donors through pamphlets and letters,
Christmas and fall appeals for contributions are sent to those
who regularly contribute but need a reminder and somevup—fo-
date informationl About one-third of the budget is raiaed

this way.

Financial Planning

The Executive Board approves the over-all budget
which 1s planned in May when the represantatives,:who
represent three or four reéiana,,each, bring their budgets
for approval. This is called the Budget Committee as they
pass the approved budget to the Executive Board,'which almost
" invariably aﬁproves it. '

' Finances are planned carefully as the tradition and
practice of the Quakers is to spend other people's money 'as
"wisely as can be done. If contributions are accepted, they
are keenly aware of their responsibility to spend it as the
donors wish. In any social work ageﬁcy, bﬁdgeting is an
important phase of the administration. In the AFSC, the
Executive~Board:-the Executive Secretary, and the Associaté'
Secretary are all concerned with the planning of the budget
to balance proportionately with the available funds--to
obtain the maximum return in supplying the need. The

Associate Executive Secretary acts as the bu@get officef,'but
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the Executive Secretary must understand thé financial set-
up and dp much in the way pf interpretation to both the
Executive Board and the public{

In a pﬁblic welfare agency, though budget planning
depends to.some extent upon the money allotted, the estimated
‘need may be presented so that the executives can obtain
more money. In a private agency such as the AFSC a spying
appeal letter may be seht out, bﬁt the organization is care-
ful not to spend over the budgeted amount-as some public and
private agencies are known to do.

Though staff salaries are not high, they must still
be considered, as well as costs for materials, shipping,
office operation, clerical supplies, and special expenses in
connection with the programs. A summary of the budgets is
on page 82A and a more complete, detailed table is in the
appendix,

_ The general philosophy beh;nd financial planning
in the AFSC, as is true in the public welfare agencies, is
that materials or relief are not supplied where there is any
possibility that resources in the community can be utilized.,
The purpose is to motivate the self-help capacities of the
community and to give of themselves in volunteer labor or
other activ;ties, rather than give the money. This is based

upon respect‘for the individual, rather than patronage.
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AMERICAN FRIENDS SERVICE COMMITTEE
............. "Incorporated ..
SUMMARY OF CURRENT FUND TRANSACTIONS AND BALANCES
For the Year Ended, September 30, 1953

WE RECEIVED:

GAEES OF CASN ..o reeseeeeeeeereseesesesesse e ssossamarssassssessessesses $3,315,139.7L

Gifts of Materials. s e aesssneassmennne 1,964L,859.07

Other Receipts .. ereeseeseseseeess e es st ea et st et resens b esa s Sen SR 303,563.98 $5,583,562.79
WE SPENT:

For Relief and Rehabiliation Programs in
Europe and Asia ... relief supplies,
social and technical assistance, neigh-

borhood centers, refugees ..o, $2,870,995.11
For Work and Study Programs ... work camps, '
internes, institutional service units ... 288,712.29

For Programs toward World and Domestic
Understanding ... school affiliation,
seminars, international centers, peace
EAUCATION et essmseasssssssaesses s essenemstssresenssenens 1,145,814.85

For Programs dealing with Domestic Social
Problems ... Community relations (self=~
help housing, opportunities for minor- '
ities, aid to American Indians, etc.) ... 198,145.02

For Other Service Activities ... 186,611.95
For Public Education as to Committee Con-
COTTLS crerras st sereess s s s s s 1868 i 6L,151.24

For Employees! Retirement Plans ... trans-
fer to Trustee and Custodian of funds
accumulated over a period of years and

restricted by the Committee for same....... . 163,253.75
For General Administration, Persomnel, Pub-
licity, and FiNANCE ... 560,235.1)  5,L77,919.32
| BALANCE e & 105,6L3.47
BAIANCE at Begimning Of the YEAT ..., 1,Lh94,226.53
BALANCE at ENQ OF THE YEAT.. o oeeeoesoeeosessessoeessssssessssosomesssssssiees S . $1,599,870.00
This Part of the Balance is Allocated as to Use: )
Reserved for CONtINZENCIES .o & 2L6,9L46.60
Held for special purposes of the Commlttee .......... 170,242.27
Contributed for special USeS ....wio . shh,136.45
Undistributed relief clothing, etc... R 66,023.01
Required for working funds (advances, ‘receiv- ) :
O P