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PROBLEMS AND METHODS INVOLVED ZE-COORDINATING'RESEARCH
AND ADMINISTRATIVE ACTIVITY IN LAND-USE PLANNING 1/

By

C.L. Alsberg
Food Research Institute
Stanférd’ University

The subject assigned to me is not a problem of land-
Use planning alone, If one were to substitute for the words "land-use
?lanning" the words "industrial investigations" or the phrase
fengineering rroblenms," my subject would ‘cause no astonishment if
1t were found on the program of the Institute of Chemical Engineers
Or-on that of one of our national engineering societies., In short,
the problens involved in coordinating research and adninistrative
?Gtivities are very similar in any field of applied science, be
¥ land-use planning, bridge building, or the development of a
ey chemical manufacturing process, Even in chemical indusiry
Problems of economics, notably of costs and of marketing, must be
Solved, while from bridge-building there often result social pro-
lens such as shifts in population and redistribution of industry.
ence what I propose to present to you today must of necessity be
feneral in churacter. There is no distinct and specific method
for coordinating research and administrative activities in land-
Use planning,

There are many ways in which one might classify research,

OFG might divide it into two categories, pure and applied, or one
Might classify it according to subject matter, for exemple as social
and nptural science research, or one might use methodology as the
c1assifying principle; for instence, one might distinguish between
®Xperimental and descriptive reaearch., For my present purposes, I -
?hall use none of these. I propose to divide research problems
Mo twe categories: +those requiring new and original ideas for
heir solution and those that can be solved by well-known methods
of investigation and by existing techniques, I realize, of course,
hat it is quite impéssible to draw hard and fast lines between

ese two categories, Opinions will inevitably differ regerding
?he definition of the phrase '"mew and originmal," For excmple,
s a novel combiration of well-known ideas or technigues to be re-
8arded as "novel and originel"? For my presert purposes I would
Mot 50 regard it, If we take this position, I believe that most
°f us would have little difficulty in assigning any given problem

8 one or the other of our categories.

Progress in applied science often waits upon the develop-
"ent of new and novel ideas, For example, wireless communication AN
ag impossible until Herz discovered his waves, certain problems of
Inetallurgy could nct be solved prior to the discovery of the X-ray
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g the use of these rays solved the problem of diagnosing certain
I'\atl'lological conditions. The solution of problems regquiring the
“PDlication of new ideas cannot be organized., It's very mu?h as

ouzh one were to try to orgemnize the writing of greet lyric
Doetry or the composing of great symphonies, or the creation of
Eroat works of art, One cannot have great poems written to order;’
Cne cannot contract for the delivery of the score of a greet opera,
OFe cannot have a great statue made to specifications, If one 1is
"se, one selects a poet, a composer, or & sculptor who has clready
Ole great work and one gives him a cormission in the most general
8ms, for if one ties him down to specifications and does not
Permit the free play of his creative powers, even & genius is likely
© do merely hack work,

The orgsnizaticn for the solution of a problem rcquiring
17 ideas comes down then, simply, to the finding of 2 man who has
Uready qemonstrated that he is capable of original thinking, to
interesting him in the problem and to creating favorable working
fonditions for. him, It is less jmportant that ho be familia? Vith
&1d'utilization problems than that he be endowed with an original
Ming, If he has such & mind, he will soon get the necessary point
°f view and technique. The life of Pasteur is everlasting proof _
that this is easy for a first-class mind; he began 2s a mineraloglst
2?d érystallographer and became perhaps the first biologist of his
Ine,
Unfortunately really first-class men are few and these
Tow 14 is often imrossible to divert from their chosen field of
Tesearch, It is therefore of the utmost importance not merely
Tor the sake of better land utilization but for the advancegent Qf
1 science to multiply the number of first-class men in science.
is can only te done by creating favorable conditions for their
emer@ence. 4 society must be developed which is appreciativ? of
Seientific research, which honors great scientists, and furnishes
% livelihood for large numbers of seientists of all'sorts, Most
of these, to be sure, are likely to be mediocrities, but by encour-
%8ing the existence of a large number, one increases enormously the
Probability thet among them will be a few gemiuses.

To my mind, perhaps the most telling argument for
Wiversal education is that it increases the number of those from
dmong whom the leaders in all fields of intellectusl endeavor may
® recruited. Universal educetion therefore multiplies enormously
tFO Probebility that in any gziven society the number of first-class
Tinds available for intellectual ectivities will be lcrge, and thatb
&% men cof genius will remain submerged.,

And so, about all one can do to stimulate the solution
°f problems requiring new and novel ideas is to create favorable
tonditicns for wesearch in generzl, to train large nubers of :
nvestigators, snd to make careers for them possible in the expe?tation
hat among them will appear a few first-class minds and an occasional
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?m of genius, - If we have many people supported in research directly
drindirectly of importancée to the field of land utilization, we have
e all that is possible, We can only hope and trust that among

8n thero will be at lecast a few original minds.

t It is, however, not enough to create conditions favorable
0 the emergence of original minds. One must pursue toward them a
gﬁicy of laissez fuire; let them elone. I fear it is in t@is resp?ct
&ﬂp fmerican govermment administrators and university presidents sin..
N is nstural for such officials to systematize administration, for
gstem.makes administretion casier, reduces it to a routine and les-
£n8 the amount of intelligence required, And so we see in govern-
;@ as well as in universities the trend to organize in large admin-<
tretive units, Organization reduces the freedom of the individuel,
®ds to suppress individuality, and therefore to hamper the first-
%Ziz mind and the genius by crowding him into the mold that fits the
ge.

g, As everyone ¥knows, first-class ninds and geniuses arc often
the 1cult.per393811tlcs. Their own work means so rmch to them that

¥ 2re impationt of restrcint, resent direction, will not conform
® req tape, end are therofore often poor cooperators. The lurge unit
chxeell?nt for ?oop?rat%9n, but it is bad fo? thg gen%us. If he
Nt:eeds }n.becom}ng its director, he wastes his gifts in ?asks of
it'y administration. I fear, therefpre, thet in.our American univer-
is11388 we h?mpor the devolopment of first-class minds becguse we in-
- on making ther: members of lorge departments. There is little

Use for this in universities, since ccoperative research is not
Portant there. The prescnce of more than cne first-class mind in
tmﬁpgrtment very ccynonly lecads to perscrnel difficulties with ell
%Qlll? tlerein implied. It would often be better to have several

) depirtments in a given field than one large one. Of course,
%;i would put additional werk on the university president, for he
L4 have to decl with a good meny more individuals instead of

ha ron department heads or a dean or two, A4lsc, it weuld probably

Somewhat more expensive to maintain two or three small, independent
§°ratories than to maintain one large one, Hewever, the university
e such & policy wculd find it easier tc hold its brillient young

Or t¢ call brilliant young men to it from elsewhere,

Reat In @he g?veru@eyt services, in wh%ch resources are infinitely
er then in universities, the problem might be handled much more
Ply, though in fact it rarely is. It is comparatively easy, as I
% frem my own expericnce, to give the brilliant, queer genius his
Bsilittle independent bgdggt, and his omm laberatcry and persona}
Iuvstagtg. However, this is very rarely dcne, more rarely than in
t0t§r51t}es, go.that the government usually lcses the.brilliant men
Neng ¢ universities. Ccmmcn%y, in.the governm§nt‘sarv1ce, advance-
oe 1s only by way of admi§1§tra§1on. .The brl}l}ant man has'thgre—
hxh-to chcose betwgen remeining in a minor p031?1on and c?n§1nu1ng
Mo ;f research, geoing to a university, or becoming an administrator.
Ve a mania in America for charting an organizaticn. A bureau
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«Z:lch a number of brilliant men are allowed to work 1ndenendently doesn't
% . Well, 1Its organization chart shows a few large divisions in charge

Wy lv181on chiefs who are responsible to the chief of Bureau, and super-
m °00perat1ve, routine, or applied research., In addition, the chart

hy " a few little excres cences, each representing a brilliant individual

the * s not part of the general organization, and who reports directly to
%Ifhlef of Bureau. Since the chief of Bureau is a very busy man, this

s S that the independent worker is nearly as free as a unlver51ty pro-

qusr for he need consult the chief of Bureau only in matters of general

% %y, FHe has not immediately over him an officious administrator, with

g " he must have constant contacts. It is this sort of organization I had
fto I was chief of the Bureau of Chemistry. I was much criticised and had

'wruggle constantly to protect the more original minds in the Bureau.

fps Let us now turn to our second category of problems, those re-

he;ng no new and original ideas for their solution. These problems may

0 Ta general character dealing with general principles of land utilization
aey may be specific dealing with the best manner of utilizing a given

," In either case these kinds of research may be organized cooperatively
Qtocratically.

{sr A cooperative organization would consist of a group of independent

eml~1ndependent investigators in a number of fields, for example, soil
entlSts, bacteriologists, agronomists, agricultural economists, perhaps
®ngineers and political scientists. Such a group would constitute

[
by, it o planning committee to analyze the specific land-use problem under

‘% Stlgatlon and to divide it into a series of discrete parts, which would

u%slgned for oxploration to several members of the group. Each person

f %s his group of assistants and associates would begin the investigation

0 8neq o him, there would be frequent meetings of the group with reports
tmﬁogress and much discussion of objectives and interpretation, with from
Ul to time publication of results in specific fields. Such an organization

- Ay Ye successful if the leader of the group is wise and the individual
. %cers tolerant. Such a combination, however, is exceedingly rare. Even

am iy occurs, it does not often hold together, for scientists arec always
pbmg at the goose and hitting the gander. An investigator begins on one
wmoem and in the course of his work emcounters unexpected phenomenea, the
lyy.ration of which mny not be significant for his problem. Usually, he
'S ke an untrained bird dog who, instead of sticking to the scent of the
r%&tcannot resist the temptation to- leave it to follow the scent of a
W, » fox, or skunk that happens to have crosscd the bird's trail, How-
Yy the cooperative type of organization is the one into which the original
%e-o? genius most casily fits. It is the best way of utilizing for =z
&%ﬁflc purpose these rare workers when one is fortunate enough to have
Avajlable,

Mgy Usually it hoppens in cooperative research of the type under dis-

nQ;OH that soms of the cooperators allow themselves to be diverted from

ty Original objective, either completely or elsc they give to it only =

ly : 10n of their efforts. Naturzlly, the solution of the original problem
Lther gelayed or never found, This outcome is avoided by the autocratic




ftﬁd of orgnrizing researsh. In it, the responsibility for the problem

'_Dl“Ocd upor. a sirgle, atle, broa dly -trained individuzl, wnd he is given

'“0“n> with which to ump‘OV 2 staff in 2il the fields neeessary. In
Jayltation with his staff, he outlines the plan of research and the staff
‘ the conditions of th01r employment ore required to concentrate upon
%‘Sbe“1f1v portions of the problem cssigned to them. They are not z1loved
€ diverted to secondary issues, no matter how int‘resfing znd important
ft may seem., This is the method of the great inductriel researci labora-
h*e" It gets spzcific results., If the autocrat in h“rge of the work
first-class mind or is & man of genius, the results are bound to be
pgrtﬁnt nnd valuable. If he is not, the results mz=y look more imposing
N they orc,

- The cooperative method, on the other hand, may not solve the ori-
mfh problem set, but there ~re bound to bc some “LOA]ts of considerszble
%:m and perhaps mony. This is recognized by some industriul laboratories,
nslde by side with the zutceratic organization you sometimea. find inde-
hﬁent workers who ~re merely expected to keep in the forecground of their
dﬁ problems of the industry, and who consern themselves in their re esearch
yult% its genoral field. 7e thus fund in the lzboratory of the General
s tric Compuny, & Lengmuir and 2 Coolidge, who have the widest liberty in
e research in tie general field of the electriozl industry und who do
Yozt denl of pure reeecrch, It is the expericnce of this compzny thut
n Practienl by-produzts of such free and independent rosezrch cmply repay
e "ompany for the cost of maintaining able men in research without specific
“rictions.,

t
the

For reseurch into generzl principles of land utilization the ccop-
m{“ve method is probably to be prefecrred - =t any rute it is the only
% °d poseible in most of our universitics. It may not le.d to the solution
{y Peeifia problems, but it is almost nert -in to producs results of value
Q{EV”nﬂlnv the knowledge of lund utilization in generzl, It is better to
@mqbe grnder when you aim at the goose thon to miss both the goose cnd the
the “r, If the men in the cocperating group cre .ble, if the lecdership of
chroup iz wise ~nd tolerant, if consultations znd conferwnees wre frequent
dih’ the subjeet will be adv;nced, though perhaps not in the direction

he way originally intended.

i For investigotions into the best way of utilizing the lund in wny
mngd"re I tnve no hesitotion in taking thoe position that the autocratic
g is thc best, Fore you have o very dofinite aond very specific object-
*WQTIH consequence, it is possible to have effeetive leadership, thut 1is

2. 17ient ﬁutcor;t, without requiring & genius for & lezder. It is not
m{s°““y to huave zny new original idecs, though this is desirable., It is
elcnt to know the technigues, tic points of vicw, the objectives of
leOr land-utilization investigations. The problem cun bu solved by

stng out = capable, ndequately-truined lecder, who in turn will pick out
b fff suitecd to the purposs., He will employ zoil scicntists, agronomists,
1Lt1ng experts, cconomists, nd others as the cuse dem nds. To thesc he
%l‘glvD instruztions znd definitc .ssigmments, «nd ke will sec that they

b 1O their instruetions wund complote their tasks., In the end, he will

Dm;tﬂﬁ synthesis of their results, and +ill give = practicel :nswer to
iczl problem.

’2’9
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b Such ~n org:nization is impossible in & university with its

r;gltlons of ~cndsmic freedom wnd pure rescaerch. Professors, assistwnt
Essors, sven instructors cannot be assigned tasks ind held to them.

y Wniversities ar: to sttock specific practic:l problems by the nutoerctic

hod it is neeess ry to asscmble . speeiill staff reeruitcd from outside

p;fﬁculty ranks. This kos in fast been done by soms of thom in sepir.te

i Cireh institutes. The sutceratic typc of org-nizotion might be wmployed
“grlcultar 1 cxperiment stations more often wnd more successfully thun

W;S if the stotions wwre raady to ndmit thsnt they need -n org.nization

2 €rent from the agricultural college. For teuching purposes it is pro-
" to divide the ficld of knowledge by scicnces; for the solution of

mgflc 1 problems it is best to orgaonisc functionilly cround problems;
this is the csscneec of the autocr:ztic method.

tht I con perhaps conelude in no more effective way then to state
2 this is thz conclusion resched for the Feder:l SoTVl ces by 4 committee
Minted in 1903 by President Theodore ROOSCVth consisting of Dr. Charles
ju¢cott Brigadier-Gener-1l Willism Crozier, Rouar Admirzl Franeis T.
m{tﬁ", Gifford Pinchot, =nd Jemes R. Gurfluld The report of this com-

€ contcins the .following passuge:

"Tts (thc committec's) conclusions :re bascd upon the theorty,

;Ch appeers to be sust:ined by the fiocets, th't Government scientific
}‘ should bc orgmnized upon such @ bosis th t the administrative unit
Oulq comprisc 11 thc elements ncccssdry for thc solution of o distinct p//
gtentlflu problem, or - group of closely rclated problems, the investi-
qun of which is for the people in gencr-l. For example, whatever

thees ond «rts may be recuired for the investigntion of the disenses of
mstle should be cmployed in the v.rious specitl lines which modern scicnce
) issumed, under the direction of the Shief of the Burcau of Animcl
s ustry. This theory, presumes, on the other hund, that the individucl
&QHCLQ and arts should not be segregatced in the seporate burcaus nd
;CGS unlese thers exists such = largg item or group of itcms in which
1ngle branch of scicncc or art predominctes s to render such seporntion
httur of dictinet cecnomy."




