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INTRODUCTION

Twenty-two new charity organization societies in the last twenty
months have been added to the movement for a better and more beneficent
organization of social service work in this country. In a number of
cities, however, the neglect of bad social conditions persists, combined, in
some instances, with great but aimless charitable activity. To the earnest
and thoughtful in these places this pamphlet is addressed. It gives them
in detail the beginnings of a way out, provided they have a mind to work.

In the year 1906, when he was Superintendent of the Brooklyn
Bureau of Charities, Mr. McLean became associated with a small com-
mittee interested in charity organization extension in the United States,
and prepared for them the first, much shorter draft of a paper on the
Formation of Charity Organization Societies in Smaller Cities. During
the twelve months following its publication, he devoted the spare hours
of a busy executive to a most painstaking correspondence with cities seek-
ing advice about the organization or reorganization of their local
charitable work. _

But social conditions vary, and letters at their best are a poor sub-
stitute for personal contact. The committee counted itself fortunate
when, in the autumn of 1907, it was enabled, by a contribution from the
Russell Sage Foundation, to induce Mr. McLean to become its field
secretary, and devote his whole time to the study of local conditions in
city after city, submitting to each a suggested form of organization or
reorganization, and serving each, so far as possible, in working the pro-
posed plan out. No visit was paid without an invitation from those
locally interested, but many invitations were forthcoming, and the re-
sults achieved were so practical and far-reaching that the Russell Sage
Foundation decided a year ago (October, 1909) to establish a Charity
Organization Department devoted to extension work and to kindred
endeavors.






THE FORMATION OF CHARITY
ORGANIZATION SOCIETIES
IN SMALLER CITIES

NOTE.—It is assumed that readers of the practical suggestions which follow are alredy familiar with the
other pamphlets published by this Depanment, more especxally with those which explain the charity organiza-
non movement m general terms, such as ** First Principles in the Relief of Distress,” and Alexander Johnson’s

** Organization in Smaller Cities.”

I
THE CARDINAL PRINCIPLES

It has sometimes been stated that the form of organization of a
society has nothing to do with its success. This is an assertion which
is not borne out by experience. Organization does have something
to do with success, because of the kinds of relationships that it estab-
lishes and the degree of speed that it permits. On the other hand, those
who do make this assertion are less wrong than those who imagine
that everything depends upon the form of organization. For instance,
the formation of a charity organization society in either a large or
a small city must involve points of structure, formal grouping, etc.,
but back of all this there must be the vital interesting of the right
people in the project.

There is a difference between intellectual sympathy and determina-
tion based upon conviction; this latter is not aroused by the impulse
of the moment, as has been illustrated again and again in the ex-
perience of charity organization societies in this country. The writer
recalls an instance where all appeared to favor the formation of an
associated charities.* Excellent co-operation was promised,. and every-
one seemed to take his appointed place in the scheme; it seemed to be
a well-nigh perfect example of organization. Nevertheless, the so-
ciety never did anything. What was the trouble? Simply that the
ideas and ends of the work had not sunk into people’s minds. Upon
the enthusiasm of the moment, they had concluded that they wanted

* The terms *'charity orzanizanon society "’ and ‘' associated charities® are used interchangeably
throuzhom this pamphlet some cities use one name and some the other. In a few places, the other organiza-
tions are literally * associated,” but, in the prevailing type of society, the other charitable agencies are not,
though they are usually well represented upon its tuberculosis, case, and other special committees, or upon
the central council, the structure of which is herein defined (p. 28)

1



something of a charity organization sort, and had gone ahead heed-
lessly, without waiting to arouse determination and conviction. It is
possible, of course, to use these words in a perfunctory way, but, for
the success of a movement such as this, they must imply willingness
to make sacrifices, especially sacrifices of time. This does not mean
that all of those interested have to be equally involved, but that
those who are to be leaders, and are sufficiently strong to be leaders,
are finally committed.

START ON A SUFFICIENTLY LARGE BASIS

Three years of field-work experience in starting new charity organ-
ization societies has demonstrated almost uniformly that cities of over
20,000 should, from the beginning, plan to start with a paid trained
worker upon full time. The assumption is against any city which
considers itself an exception to this rule. The trouble with the charity
organization movement in the past has been that some societies have
started on too modest a basis, without a paid trained worker, and have
never been able to grow at all. The fact that it is difficult to secure
the necessary support means that the time has not yet come to start.
For smaller cities, various suggestions will be found under the Smaller
City Problem (see page 23).

BUSINESS AND PROFESSIONAL MEN MUST BE INTERESTED

That the business community must be interested before organiza-
tion can start with any success is strongly emphasized in the following
pages. The statement should have its place here, however, as a cardinal
principle. As long as social work is left to women and ministers, so
long will it not be seriously regarded by the men themselves. They
may scatter around compliments to the women, and claim to know how
good the work is, etc., but they are not influenced in the slightest degree
by it. Some genuine feeling of responsibility must be aroused in them
before-the society can be successfully launched. The writer recalls a
small Western city where for several years an organization struggled
along with a number of prominent business men permitting themselves
the extravagance of giving it fifty cents a month. With the re-organiza-
tion, in which the board of trade was involved, these same men were
afterwards giving anywhere from $25 to $100 a year. This financial
argument is only one and not the best for securing the business men’s
interest. A board of directors composed solely of women cannot appeal
with the same force to a city administration, or a city official.
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COMMITTEE ON ORGANIZATION

From whatever direction the movement starts, it is generally ad-
visable that there should be created as soon as possible a steering, work-
ing, or organizing committee of seven or more. If this committee can
be appointed as the result of the deliberation of a conference in which
all of the three interests above indicated (namely, the business men,
the women’s clubs, and the churches and charities) are represented, it
is a desirable end to be obtained. But the interest of the other factors
may not be secured at this early stage, in which case the meeting of
ministers, or woman’s club, or board of trade, as the case may be,
should itself appoint such a committee, to be added to from time to time.
This committee should not, of course, be representative solely of the
special interest which created it. It should include one or two profes-
sional or business men, one or two women well known and already con-
nected with philanthropic or social work, and one or two clergymen.

INTERVIEW OTHER CHARITABLE SOCIETIES

If the proposition for a society has come from charity workers
rather than from some general social agency like the woman’s club, or
from a business men’s organization, it is much more necessary for this
committee to make a most careful canvass of the charity field itself in try-
ing to find the unconvinced. This is because, if the movement is started
from the charitable side, people will expect to see a far greater degree
of unanimity among the different charitable societies of the city with
regard to it. If, however, the demand has come from another direction,
then it is not so essential that a fair degree of unanimity be reached
before definite steps are taken. Under no circumstances is it absolutely
necessary, because a few societies oppose organization, to delay the
carrying out of plans. It may be said that the degree of thoroughness
with which there has been a canvass made of charitable organizations,
and the degree of thoroughness with which the majority of them have
been lined up for any such plan, varies considerably. But wherever
possible, it is desirable to make this canvass in the way herein indicated.
Local conditions will show where the canvass must be most thorough
and where it may be more superficial.

TRY TO FIND THE UNCONVINCED

The committee should very carefully canvass the field to learn if
among the clergymen or the workers or executive officers of any so-
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