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Thé document which follows is stimulated by a sense
that current conceptual frameworks in.sociolpgy do not
"cover" or adequately extend'to a range.bf.raw experience
that we, in fact, very often strﬁggle to discuss. Put
very crudely, ‘this raw experience concerns the organization
of day-to-day dealings in naturai settings. Despite the
enormous amount of work generated'undermthe small group.
rubric and kindred labels,_one isfleft with the sense that
he still knows very little about how people manage to
operate in 'a world of mundane but fatefulmcontingeﬁcies.

Perhaps sehsihg such a gap,'wei'as sociologiéts;l
oscillate between purely descriptive and unanalytic materi-
als and very abstract statements.

The present document:étteﬁpts~£6 move somewhere
between .concreteness and abstraction, and toward a soci-
ology of everyday life that embodies the:virtues of both--
substance and conceptualization--while avoiding their
limitations--irrelevant, ﬁndisciplined detail and substén-

tive vagueness. -



. THE PROBLEM: -
ORDER' IN EVERYDAY LIFE

Althoughrphrased,.pérhaps éven-aisguised,’in a variety
of ways, one of the most popular but_uhappiauded and unap-.
preciated concerns in sociology appears.to. be that of the
‘so¢ial order—TSOQial disordér continuum,mcbnceivéd'aé~a'ﬁde-
.;pendeht vafiaple,"’ We find;the social order--disorder prob-
lem posed at-the level .of total societiés,,ihstitutibns,“¢omf'
munities;.organizations,_groups,-encountersfand persons, and
.it+might, indeed, 5e said to be the:ceﬁ;ral p;bbiemﬁbf~soci-
ology. From the'perspectivg of'the”sociblogy ofikhowlnge'
it"is-hot peculiér_that social sciéntists:and others should
be so concerned for, at leastqin'the-Western\tradition,“ofder
has been, in fagt;“highlyuproblematic.HWW.

The "problém of order" itself can.be.phrased in a vari-
ety of ways: what are;the»requiéiteé of.a sociél system;
what are’ the factorspaffecting‘order and;disordér; hqw-are
systems.maintained; what afe‘the~sOurcés,;conditiéné{and
typeé of social change in various kinds.of units, etc.

The. answers to these .variously phrased questiéns ﬁave
téended to move in the:direétions~said:towhave‘been“énugcir
ated by Hobbeé and Locke. Leaving.aside.the 'excess baggage
of that dispute, the. contrast between the two and the tradi-
tions tracing themsélves to these ‘men, ‘appear to revolve
around the degrée. to which order-disorder. is postulated as

problematic. Locke begins with a state of nature in'which
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rational men apprehend their joint interssts, so that order
becomes a marginal and solvableAproblem,hngbﬁésfbgginsiwith
‘a_state of nature in which selfisﬁ:men_agt;only’for-theméeIQes;
so that order becomes a central and continuing problematic
matter.1

Skipping over the question:of why.order:is more or less
problematic( we can focus on. the.directions that analysis
takes dependingvupon which degree of the.problem one assumes.

One: of "the more prominent:receﬁtfairections representing
a Lockeian stance can~be‘seen“intthe;workmof those'theorists
who‘havetrecommended as useful the,concepfs_of social sys£em,
social norm and social value and their cembinations: the
norms- of the system and the values of tﬁe;system; Allied
récommendéd:concepts,have:included sécialization,'socialfcon—,
trol. and deviangé; making possible such. phrases as socializa-
tion to the norms and valués. and deviance from the norms and’
~values.

These and othe:-notibns are combinéd,;then,“into*a con-
ception:ofma"syspem maintaining-its.equilibrium} "The ana-
lytic quest becomes that of isolatiﬁg~and;examining-components-
of.the system in terms of the contribution they make fb:it§
equilibrium, ‘whether this equilibrium is;posthlateqsas'staﬁle,
dynamic, mOving,-oscillating;:ﬁnstablé,_partiai;.etc.?.
The products of this qﬁest_givé~prominénce'to_values

and norms "as contributors to stability _and to socialization

(inculcating commitment to values and norms) and social control
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inculcating compliance to values and norms) as mechanisms
through which order and stability are accomplished. Indeed,
the problem of order seems essentially solved, or at least
rendered highly marginal, via the mechanisms of socializa-
tion to norms and values. Consider, for example, one of
the more recent statements of Professor Parsons, this one-
on. the stability of societies:.

The maintenance of a normative. order requires that

it be implemented in a variety of respects; there
must- be very considerable--even if incomplete--com-
pliance with the behavioral expectations established
by the norms and values. The most basic condition of
such compliance is the internalization of society's"
values and norms by its members, for such socializa-
tion underlies the consensual basis of a societal-
community.3

Problems of order that nonetheless occur, become strains
in the system which must be reduced, rechanneled or isolated
by wvarious mephanisms, extant and generated. The existence
or persistence of "strain". has to ao,.in turn, with a lack.
of "integration" of the system, as Professor Parsons tells us
again about societies:

An ‘intermediate society is [in Parsons' evolutionary
scale], in a.sense, equivalent to the integration

of a large number of primitive societies into one
societal system. This presupposes an integration at
the cultural level...

[In] the advanced intermediate empires..such integra-
tions have been incomplete...In Rome and the Islamic
empires,...ethnic and local particularities...
especially failed to be fully integrated into- the
political and legal -structure of the empires, either
as effectively "domihated" or, still:more, as autono-
mously.differentiated units. 4
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Integration itself appears, in significant._measure, to refer

values, bringing us full circle wi£h these”conceptions as a.
éolutionito the problem of order. .

° The peculiar feature of.concepfs:like system, value,
norm and the like, is the impliciﬁ;;éométimes explicit, image
they suggest of social relations as:being ordered under. an-
over-arching, embracing, clearly delineated. scheme of Sha;ed~
énd accepted understandings. The "systemﬂ:becomés a kind of
solid, albeit amorphous,objeqt‘that“operates‘in.the manner
of a mechanical orJBi6logical system. .It_is a set of parts,
articulated as though designed, that carry out functions.

I should like to suggest that the;Lockeian postulate
-and an answer like the one just sketched.perform an unfor-
tunate short circuit in sociologicai-analysis.- Note that
I say short circuit, I do not suggest'that;they héad of% in
the wrong direction. To be sure, théré-isma»sighificant
sense‘in.which the problem of order’iéfxeasonably solved.
through a shared normative order.to which participants are
socialized and commiéfea_by the éntanglements.of social-
control. N

All such devices, to the degree theyxexist, seem to
me, however, at best, simply to set the_stage or to pro-
vide a backdrop.- against which the~pf6blem:of-order aé an
unsolved,‘gontinuing issue is again,pésedw' We need to
quarrel with various answers along Lockeian . lines to the

degree that these formulations become,. for us, a point-
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at which to rest our analytic effOrtsL-“Thegdanger.lies‘in~
such-frameworks dulling our~sensitivitymto;*and‘capacity
for, dealing with problematic. order 6f awcharac£er so_sbecf
tacular and obvious and close toauéféh;¢:we may, liﬁe the
famous fish who. was the last-:to discover. .water, fail-to

see it at all. R

Beginning, as Professdr,Parson's'oncewdid,6 with a
plurality ofuactors'pursuing a variety;of;end5~frdmﬁbe—
hind a.range of labels by means.ofmwhichwthey idéntify
and respond to one another, "we may;éékwhOW‘their activi-
ties are integrated in such. a way. that something we can
call an orderly character is produced. . ..

Even assuming the existence of.thewfundamental de-
terminants. summed up under the rubrics.socialization and
social cont;ol, we have only laid doansome‘conditibhs
that make order possible, rather than éertain_ormalready
determined. e

We have only  to examine the. way action;and;order ap-.

socialized actors to find quite clééilywthat"to them action
and order are highly problematic. Deépiteztheir socializa~-"
tion and their apprehension of.rules apdwcontrols, they,-
in a wide variety of situations, sti;l?percéive'cour§es
of action andvsituations'as-ambiquﬁsﬂandtwithout sufgi-
cient guidelines. They display»anxiety_and.consternation
over exactly what step to take next,.whether: it be. what

to say next in an encounter (if anything); what to do
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exactly in the next hour; how exactly to.do.-it; or how to
carve out the contours of a day, a week,.a:-month. Experi-
entially, action, and thus order, .are problematic.

It is here, in the'probiematic-gharatter'offadtign

to actors in encounters, daily rounds,. and-:social positions

that we find the unsolved problem of order. We might call

this. the proximate problem of order, to.distinguish it
from the more encoﬁpassing varietY‘éo Well'pointed to by
Professor Parsons and others.

The stunning miracle of daily social.life is that
somehow, "most' actors, most of the time, manage to muddle
through, as it were, so that social life'moves in a rel-
~.atively ordered manner. .

Again, to be satisfied-merely-fé*say”that actors
comply to internalized norms -and respond“to:social”égn—'
trol is to beg the question. There are many norms, ﬁany
of which are contradictory, and there.are;a“plethoréqu
situations that have a.moot.relatibnrtoﬂthe'best'intended
attachment to, -and apprehension of,.normsnand,COntrélg.
Social actors are jugglers in'a frightening social game.
Part of the job of the sociologist is to.decipher the
principles and patterns. of this juggling.by being attuned
to the - small but numerous occurrences of disorder and
near disorder that constantlonc;cur._7 R

It is in such a juggling game, too,.that we can be-
gin to see that norms and social. controls.are more points

of . reference, items to be taken into account in the
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construction of action, than they are properties of systems
that determine action. They are, rather, statements and
arrangements which, expressing and serwing some faction's
interests, are phrased as "system interests", more per-
suasively to promote claims for legitimécy.
* * _ ] *
A question of the magnitude. of the .order-disorder
problem, is not, of course, directly o;“eésily amenable
to a meaningful or useful answer. . Its proportions must
be reduced to manageable uﬁits and more researchable
patches of questions. Such reduction requires a set of
decisions pertaining to the specification of analytic
units and the operationalization of independent and de-
pendent variables.
AN APPROACH:

SOCIAL ROLE AS A POINT OF REFERENCE

It is by now conventional to enunciate laments over
that concept called role for having promised so much but
delivered so little. For many years social scientists;
almost across the board, have touted the notion as EEE
fundamental unit of social organization, as something
vlike the brick out of which the mansion of - society is
to be constructed, and, as the crucial. link between so-
cial organization and individual dynamics. They have
sensed, however, that the actual study of roles has
not added up to a constructed model of the social house.8

And, one might suppose that the disappointing pay-off
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indicates the concept's limited'usefulﬁgés;~

I should like to suggest, "however, that the concept's
difficulties might reside in sociologists.not taking thé
notion seriously enough while venerating it too much. fer-
haps structurally and situationally:oriented“inVestigators
have allowed dispositionally-oriented wQ;kers to dominate
its use, -thus giving the literature its peculiarly psycho-
logical character,h(e;é.;‘role4peﬁcep;ion,vxole'satisfac~
tion and the like). While acknowledging .that social or-
ganization may be usefully conceived as. .a.complex set of
interrelated roles, in actually studying .social organiza—-
tion. the organizationally—minded”socic;ogists have been,
perhaps, too much in a hurry to build up.portraits of so-
cial organization in terms other than role=units carefﬁlly
conceived and closely'scrutin%zed. . The problem with the
concept may not lie in the notien itself, then, but ratﬁer
in the questions that have been asked in its terms.

The suggestion Here is"that sociologists view the
concept.in terms of the problem of order, a problem that
has, as will be detailed, an organizational or structural
character. | I

Given the plethora of definitions.of. role, what gens
eral meaning is useful to assign. to. it2...We. may provisiqhal—
ly .conceive the concept as: designating.the set of all those
linguistic terms which themselves. designate pattérns of .in-
dividual activity or physical characteristic¢s,; on the basis

of which actors-centrally organize the manner in which they
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organize their own action and their action toward one another.

Leaving aside the question of whether all roles are
revealed in the vocabularies of participants, it is necessary .
to call attention to the fact that those terms that are points
of centrally organizing action are, with very high frequency,
labe}s appearing in.the vocabularies of participants.-

By recognizing this at the outset, we can not only
explicitly exploit this recognition but by-pass those uséless
discussions of what roles "really are," which assume that
somewhere--in the mind_of God perhaps--there exists a pristine
sociological conception.

Roles are-claimedvlabels, from behind which people
présent themselves to others and partially in terms of which,
they conceive, gauge and judge their own past, current, and
projected action. And roles are imputed labels toward which
and partially in terms of which, people likewise conceive,
gauge and judge otheérs' past, present and projeéted action,

Such a conception.of rdle brackets together the
standard array of ways in which people are aware of,. and
‘respond to, one another. These range from the ancient and
sometimes felt to be fundamental labels based on.sex, age,
kinship,_ethnicity,vand territoriality over to -designa-
tio_ns felt to defa. more transitory sort, namely, organiza-
tional affiliations, organizational offices and occupations.
We would want to:include with the latter set the so-called
argot roles that‘grow up in. organizations and those loosely

organized creatures called social worlds or social milieux
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(e.g., the butch or femme of thé lesbian world, among a multi-
tude of such names and worlds).

A conception of role as the fundamental unit of'social
organization merely provides a global concept in terms of .
which materials can be organized in.a general way in order
to'approachuthe proximate problem of order. At one level of
abstraction "above" role lies social organization per se,
considered as a system of interrelated roles. In order
meaningfully to accomplish that one step "up" in ana-
lytic,level,flet us consider first moving "down" one analyt-'
ic level, 'a step that will allow us to consider.roies in
more detail while retaining a focus upon organization. This
task becomes somewhat tricky because of the ease with which
one can fall into the pure social-psychology of.roles, 'as.

distinct from a concern with micro-organization. Our task

must be that of distinguishing smaller units of social or-

ganization as components of roles..

Adopting the perspective of someone, some place in
particular, :behind a role label, the ‘world stretches before
Him in terms of the immediate‘present,-in terms of the day, "
and perhaps in terms of weeks and months. First and fore-
most, "'reality extends-before him in terms of the immediate
present and the current day. From behind that label a
course ofievents must be constructed; other persons hiding
begind other labels must be dealt With and managgdz an or-

derly flow of activity must be negotiated..
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The concrete units of this negotiation for . .order seem
usefully viewed in terms of the units phenomenologically"
problematic to label-wearers; namely immédiate face-to-face

co-presence or what we might loosely call encounters;9 the

daily constructed sequence of such encounters.or the daily
round; and activity in the perspective of weeks or -months--"
the more or less foreseeable: future--which might be called
positions,lo

At any moment, conduct may be attuned to each of
these three levels and judgments may be simultaneously
made as to the repercussion for each of them. Each.
level reciprocally influences events at each of the other
levels.

While larger and more long-term organizational
policy - or strategy (i.e., position management matters)
may- be the topics and themes of witnessed'encounters
and daily rounds and provide the substance of exchange
and negotiation, such matters, ‘it must be emphasized,
are hardly the sole units of organization. Issues of
formal organizational life, in particular, may color
the labels that people wear and furnish topics of dis- -
pute, but they represent only one kind of problematic
order and are perhaps only secondary, via their actual
existenée only in. a multutide of encounters and daily
rounds. It can indeed be suggested that the tendency
for analysts of formal organizations to take the’

~substantive issues of an organization (its position
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management issues) as the primary focéus of organization anal-
ysis has been a hindrance in coming to grips with organiza--
tions as forms of human association. The on-going overt- (and
covert) disputes of formal organizations are so readily dis-
covered that it begomes all too easy. to.attend merely to mat-
ters of positional management to. the exclusion of these othér
fundamental units:of .organized and brganizational action.

As a guide to studying social organization, the basic
units of data collection can be suggested as encounters, daily
rounds and positions.- Formal organizations, in particular,
seem usefully conceived as a set!of~a¢toré’who see themselves
as .reasonably carrying on relations under some common. label
(the name of the organization),_each of whom has' encounters,
daily rounds and positions to negotiate:and interdigitate with
other labels. By looking over everybody's .shoulders simulta-
neously, so to speak, and deciphering the conditions which
make possible so many interdigitated and orderly managed.
roles, *we can perhaps begin to state the processual conditions
of the miracle of everyday sociai order.

THE ROLE-PROBLEM CIRCUIT

We began with.the broad statement of a problem; namely,
the proximate problem of.order. 1Eroceeding then to take the
concept of. role as a basic point of reference, some more de-
tailed units of analysis have been discriminated. Broadly’
speaking, we have worked "down" from the.most abstract-of
concerns to somewhat "lower level" units of inquiry. We

shall now explicitly skip over the level of abstraction:
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just "below" encounters, daily rounds,.and positions (i.e.,"
strategies and tactics of role management) and move'directly
to the most concrete and "lowest" level conceptual unit,- "the
roie4problem circuit."

In so skipping I do not mean to skirt any issue or to
sluff off a problem. Quite the contrary. The precise aim
of this document is to set forth 4 set of units. that will.
make possible the analysis of that never-never-land that
lies, conceptually, between encounters, daily rounds and
positions at one level of abstraétipn and role-problem
circuits at the lowest level of abstraction. The notion
of the role-problem circuit is hopefully a unit partly,
in terms of which, one can build up a picture of the sub-
stantive and formal character of the strategy and tactics
of role management.

The conception of the role-problem circuit may be
viewed, like Gaul, in three parts.

l. Contingencies and problems flow toward role-
labels at a bewildering rate and in enormous variety. In
order to make sociological sense of this rate and variety’
és it occurs in natural settings, one can adogt the induc-
tive strategy of initially cataloging what appear to be
"problems" and dilemmas in the phenomenology of label-bearers
(and within each of the unit levels). Such "close up" top-

ics might be called proximate role-problems. They form the

moment-to-moment, daily minutiae of social life upon which

the larger configurations of social organization rest.
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Cataloging of this kind is of interest as the raw’
material. from which s;ructurally informed scrutiny can’
derive fruitful,clasSes of role-problems to be employed
in the broader analysis of order.

A comment must be made on the:relation of "role-
problems" and sociological problems. A first principle
we should consider is that things considered problematic

are somebody's role problems. Problematic affairs do

not emerge pristine and in a vacuum; items are always a
problem from some point of view ‘and for somebody.or some’
stratum. As noted above, the problem of order is hardly

or simply an academic toy played with by professional
intellectuals or sociologists. It is generated out of

a tradition where order was, and is, a role=problem for
powerful and would-be powerful persons, -especially politi-
cal. leaders. It is justified as a sociological problem
only to the extent that it is highly germane to everybody's
roles and to the extent that it represents a. very. abstract .
statement of what almost everyone experiences in enormously
more concrete ways.

The feature of interest about many so-called socio-
logical problems is that they are some stratum's particular
role problems. that have been embraced by social scientists
as their professional and scientific problems:. The large
literature on worker productivity, ‘worker morale and organi-
zational leadership, for example, .représents-a taking-on of

managerial role-problems as scientific problems. This is’
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especially apparent. in the interest shown by some sociol-

ogists in "increaSing" each -of the items just mentioned.
The point is obviously not, however, that sociol-

ogists should avoid studying role-problems. The moral

pitch is, rather, that they might avoid identification

of a role's problems as.thé perspective from which they

construct-analysis. To identify role-problems. is not

to identify with the problems.of a role.. Thus the study
of worker- productivity, worker morale and the like, is
more properly the analysis of role struggles over them
rather than the production of designs for attaining
mahagerially desired states of affairs. It must be recog-
nized, of course, that insofar as what actually goes on.
in’ the world reveals "effective" procedures, then knowledge
of this kind is a by-product.

2. The second third of the circuit concerns
the strategy used by the role-player as a dgViCéFfor coping
with a. role-problem. The terms "strategy; and "coping" de-
note that class of actions intended to solvé, contain, fore-
stall or master the role-problem. Again proceeding inductive-'
ly and in conjunction with role-problems,.one can aim for the
development ‘of classes of strategies and their equivalence
or non—quivalence in the quest for-order.

3. The final third of this circuit deals with
the actual order-disorder outcome of coping strategies.
Although I should like to avoid the terms "success". and

"failure" in this connection (because of their normative
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connotations), such terms do suggest the differential effect
of one or another class of strategies in-maintaining orderly
activity. or allowing disorder.

The third or outcome phase of this primitive inductive
circuit brings us to a more concrete and operational specifi-
cation of order-disorder: How does one know he is looking
at order or disorder, or perhaps something in between the two?

Proceeding suggestively. rather than formally in order
to approach an initial approximation, we may point first to
actors'jimputations that some situation has gottgp“%but of
hand", gecomeA"unmanaééable“,,or fallen into a state of "dis-
organizétiOn." Such imputations imply that some state of af-
fairs appears unresponsive to strategic efforts at manageabil-
ity relative to some standard of managemént against which the.
facts at hand are viewed,

For initial purposes, participant codings of circum-
stances’as "in hand" or "out of hand" (Oi equivalent- folk"
coding - categories) seem a reasonable focus for induéting
the nature of order-disorder as a daily problem. This is
to say.that order and role manageability are, in a sig-
nificant sense, overt features of how.role players think
about and .experience their practical everyday-encgunters;
daily rounds and positions. Their stream of strategic
responses to role-problems provides them with continuing
"feedback" on the order-disorder consequences of their

coping strategies.
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The everyday practical practitioner of coping strat--
egies is, -in his own way, much like .a scientist in that he
iS’engaged in the continuous. "testing" of propositions about
the order-disorder effects of coping strategiesvrelatiQe to
a given rolé=problem. (He is, however, unlike a scientist
in that he may confront a relatively narrow range of prob-
lems‘and,evolve‘a narrow range 6f strategies and he may
not be as self-conscious and systematic in evaluating-ordef—
disorder effects.)

At the level of encounters, the issue. of order becomes

manifest on those occasions wherein persons experience
what we commonly label embarrassment, shame, humiliation,
"loss for words", being paralyzed, bewildered or flustered.
We see it also in experiences of consternation, confusion,
immobilization, 'guilt, indignation, shock, anxiety, astonish-
ment, uncertainty, anger,”trauma (such as crying or acute
depression) or b'oredom.ll

.The occurrence of such states points rnot only to the
disordered terminai~point following a rolé—problem and- an
ineffective coping strategy, but also feeds back into the
interaction. system as.a new role-problem, itself to be
coped with, in the midst of a now rapidly disorganizing
encounter.

Such continuing feedback begins to suggest, also,
the potent possibilitiesAfor escalating disorder. The

others, from behind their labels, now have a role-problem,

posing at least the possibility of complete interactional
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breakdown. That such escalating disorder is rare suggests
only the effectiveness of the repertoire of strategies that -
actors can marshal.

At the level of daily rounds, the problem of order

surrounds such matters as scheduling encounters and soli+
tary activities such that obligations do not pile up,
chaotically overlap, be come either too brief, posing a
problem of make-work (in occupational settings), or too

extended, posing a problem of daily overload. Taking a
12

cue from Goode, * it is reasonable to postulate that
all roles are ‘inherently over-demanding. Applied to.
daily rounds, we can postulate that people tend to per-’
ceive their days as requiring more than can be done. in
them, permitting the~evérvpresent.possibility tQat try-
ing to do too much will lead to a sense of, and actual,
disorganized activity.

At the level of-position there are problems of-
aligning a role such that a sequence of encounters. and
daily rounds db not build up constellations.of obliga-
tions and demands-and possibilities, or lack of possibil-
ities, such that action becomes completely blocked, or
such that action possibilities become so numerous that
the player cannot possibly simultaneously hold up his
part“in.activity-systems,~which without him become dis-
organized.

Underlying or linked to order as a role issue, there .

\ M

lurk moré general questions of -how the occurrence of a
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sense of unmanageability.reflects.uponmactors'ggg compe- "
tent role players. The expressive meaning of -disorder-
arises from actors' fears that it reflects .upon.thém as
capable, -adequate, competent. participants.in social 1life.
If micro-organizational analysis necessitates postulates
concerning the motivational economy of actors, ‘a "master-
motive" of appearing to be reasonably compéetent and ade-’
quate in ordering activities would. appear to be a suffi-
cient_:'assumpt'i‘on.'13

Proceeaing'in this way, there. arises, of course,
the question of whose:perception of order-disorder.is -
important: . or’more'cohcretely, whose perception of a
management outcome .is to be accepted as.a criterion of
order? Since the analysis is initially phrased in terms
of an actor before others, do we look to "actor"'gnd/or,
to "other" in making a determination?. It seems reason-~’
able to assume that most of the time "actor" and "other"
will have quite similar perceptions on how actor manages
some qffa;r; they will agree on whether the outcome was .
6rderly'6£ not. It is possible, however, for the actor
to view a role-problem circuit as having an“orderly out-
come and for.others to see it as disordered; or.for the
actor to view an outcome as disordered and for-others
to view it as orderly. While such possibilities occur
they seem quite marginal and more reasonably set aside

as topics of special- analysis.
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SOME - ILLUSTRATIONS- - - -

What, more concretely, are the sorts of materials with
which one would be concerned at. each of these levels? Recog-
nizing that any problem and strategy has significance for
all three levels of management and order,. let me provide
some illustrations that relate primarily to each level.

My intent here is to be suggestive.of possible classes
of problems and classes of strategies in an informal and
cursory way for. the limited purpose of indicating a con-
crete direction.rather than for the broader purpose of
setting out a full-blown problem-strategy conceptualization
and set of propositions.

1. At the level of encounters, we glance first

at the police, where we find the recurrent proximate prob-
lem of calming down, containing and modulating what is de-
fined as irrational and potentially threatening>behavior
on the part of some citizens. A seemingly effective re-
sponse in such face-to-face engagements is.the strategy of
wl‘la.,t,= in another context, has been called~normalization.l4'

‘In direct dealings with the patient the policeman tries
to establish and maintain the pretense of a normal conversa-
tional situation. All of the patlent s remarks,.allegations,
or complalnts are treated in a matter-of-fact manner. Police-
men .do not attempt to suppress or. eliminate the absurd and
bizarre, but rather leave them aside while concentrating ver-
bal exchanges on the ordinary aspects of things. By this
method every situation acquires a certain sensé of no;malcy.
For example, in one observed instance a middle-aged lady-“com-
plained, in highly agitated panic, that she was pursued by
uneighbors with an unheard-of weapon. Without questioning the
lady's beliefs about what is.possible in the domain of weapon=

ry, or what might be reasonably assumed about the motives of
angry neighbors, the officers went through the motions of
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dealing-with the situation as - if-it- ‘involvéd. a bona fide
complaint. They searched the premises for non-existent
traces of 1mposs1b1e projectiles. They carefully took

note of mundane particulars of events that could not have
happened and advised the lady to be on the alert for sus-
picious occurrences in thé future. The. 1ntervent10n,

which lasted: approx1mately one hour, terminated when the
lady came to equate her predlcament with'the predicament-
of. all other persons who were under some sort of threat
and-who apparently survive under police protection. She
was visibly calmed and expressed the belief.that the 'offi- -
cers understood what she was facing and that it was within
their capacity to ensure her safety., In the end, the. con-
versatlon turned to such practical matters as how to- summon’
the police quickly in situations of. imminent danger and
how. to make doubly- sure that locks on windows and doors
were “secure. Throughout the conversatlon the officers gave
no hint that they doubted any part of the story. They did
not challengé the statement that a projectile may travel
through walls, furniture, and clothes without leaving any
traces but be, nevertheless, fatal to persons. They also
took pains to convince.the lady that it would be- tactically
unwise.and impractical to arrest or. even igterview suspect-
ed neighbors at this stage of the case.

Another -recurrent encéunter.problem,faced particularly
be the police, revolves around establishing initial-eontrol
over face-to-face engagements with citizens, particularly
when there is a crowd ofgoe—lookers“gathered on a public
thoroughfare. There is at least the. fear, and perhaps the
real possibility, that bystanders will actively. interfere
with police activity in such a site. The possible inter-

- vention of bystanders poses the potent possibility of'loes'
of -control over events, or, in fancier terms, a condition-
of .social disorder--from the police point of view. The

problem of possible interference is met by the strategy of
physically ehanging locale, or the functional equivalent “of

clearing the area of:bystanders. Bittner. reports that

...seasoned officers- 1nvar1ab1y remove the patient
from the immediate context in which they find him. 1In this
they merely follow good police practice in general, applicable




-23-

to all types of persons who attract police attention. The
object is to establish boundaries of control and to reduce
the complexity of the problem. When it is not feasible to"
move the patlent the. context is altered by removing others.
The result in either case is the envelopment of the subject
by. police attention."16

Switching the role-labels somewhat, let -us consider.
two of the. problems faced by conventionally oriented per-
sons wﬁo happen into encounters with radical religious-
cultists. In attendance at a meeting of -what are found
to be bizarre "religious kooks" with whom one drastically
disagreeées, "conventional" persons confront the problem of
not "getting involved" in lengthy and ahgry debate and of’
"getting by" without incident and. of maintaining a modicum
of politeness. One strategy for preserving a polite kind
of order is the humoring process.

Durlng study groups, -conventionals typically projected
themselves as polite and neutral silent part1c1pants. They
read at their turn, asked few or no questions, and maintained
an emoti'onal blankness. Neither approval or disapproval was
detectable. If a conventional happened to escape [the lead-
er's] sizing-up ceremony, he quickly withdrew after the meeting.

. Most often such people did not get away so easily and.
were forced to undergo quéries as to who they were, what
they did, and, most important, their impression of what
they had just "studied." Typically, these ceremoniés pro-
vided fascinating sociological studies in how peéople with
disparate world views manage to get along together, at least
for brief periods. Conventionals managed to exercise con-
siderable tact and to withhold their actual opinions and im-
pressions. In this way, the world was made safe for both
the [qultlsts] and themselves. Through innocuous, vague
remarks ("It's very interesting"), conventionals avoided
the. embarrassment of appearing radically displaced in the
setting. In response to questions such as "Does this conflict
with your belief?" conventionals might reply, "Not overly,:
no." This tact was perhaps a species of the humoring process
that sometimes obtains between people who. are radically at
odds. One party simply goes along for_ the sake of getting
past an otherwise hopeless encounter.
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Dyring direct face-to-face engagements, some con-
ventionals in the same setting experience the proximate
problem of bursting out in laughter over the "ridiculéus- -
ness" of the cultists and their beliefs. The propensity
to "break up" or flood 6dt is especially high among con-
ventionals present together who tend especially to "break
up" upon looking at one another. One strateqgy for coping
with this kind of tension is to intently fix their atten-.
tion upon the proceedings and the remarks of the. speakers
and to assiduously avoid éatching one another's eyes.

The practice might be called hyper-attentiveness and is
perhaps the encounter version of the "more general strate--
gy whereby exactly those who. are furthest from a given
"reality-  feel most obliged to apbear closest to it'."18

| Some final examples of encounter problems and strat- .
egies are not clearly empirical in content nor descriptive
in phrasing. They are hypothetical (perhaps) and norma-
tively stated, but so pungent and clear that they deserve
mention in this context. They deal with the encounter
problems and stragegies of professors, a dastardly grohp,'
much in need of close study. Three proximate encounter
problems and associated possible strategies may be men-
tioned. First, there is the problem of getting "all
balled up in a lecture" and beginning "to ramble on,
talking without saying anything, and boring the students

silly."19
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The usual cause of thlS is that he did not
prepare adequately; or the. lecture is so
old  that he- forgot-what ‘he had in mind when
he wrote it 2

One3strategy<for.managing such. a probleéem is -

to continue .to ramble until at least half.
the class is either asleép;, starlng of f
inte space, or writing letters. The pro-
fessor should then stop in the middle:of"
a sentence.p The silence will- arouse. them
all from the lethargy and once he: has "
their attention.he should, with a great
dlSplay of self- -control, gather up his
notes and books. With his brlefcase in

. hand, he then givés- the class an'icy stare:
and says, ‘"I see that the ‘profounder .
aSpects of this subject bore you," or some
such remark, and exits, not forgetting.
to shut the door with a resounding slam.
If this departure is ‘properly made,; the -
professor will be guaranteed the undi-
vided attention of his ‘class for the
next two wéeks. 21

This strategy is easily enough dubbed the indignant_walk-
out and can conceivably be.employed for problems othér
'thanrthat;of'getting balled up in a lecture. -

A second problem, especially for the new professor,
.is ignorance of the answers to questions asked by’ the

students in class. One, among many strategiés:for manag-

ing this,;is-the use .of the esoteric reference.

When asked a question he cannot answer, "the professor’
should 1mmed1ately compllment the.questioner- for asking
"an 1nterest1ng guestion," a "very important question," .
or a "question.worth a-good deal of consideration." This
establishes rapport with the: student and thwarts any at—
tempt - -at baltlng the. professor.

The second step is to ‘turn the question back on the
student: =In a friendly, open-faced manner the- professor
asks, "Have you. read Higgenbotham on this?" Since the
answer will be no, the ‘professor, now in a less ' friendly’
manner ‘follows w1th "Surely you ve read Llchenste1n°"



-26=- - -

-Now the student.is quite sorry he‘raised.the question and
will ‘be grateful if ‘the professor will let him off the
hook, without' further embarrassment: This the proféssor
does, gettlng himself off the hook .thereby, by explaining-
that the answer will be meaningless until the student :has-
‘a better grasp of the background of his question. One
final jab ‘here is for the professor to tell the studént
that he will look forward to dlscus51ng this matter with

him when he has. done more extensive reading in thls area. 22

- Among the. extra-scholarly strategies used by students
to extract thher -than deserved grades from professors is

that of the belligerent stance.

The belligerent student comes in waving his- test
paper as if it were a battle flag. He spent long .. _
hours: in preparation, so obv1ously no fault lies with
him. The one other possibility -is that he did not
understand what the professor wanted. His meaning is
that the professor obviously did not want clear,
intelligent, and critical. answers to his questions, but
must have wanted more superf1c1al genéralized, and
subjective answers. 23

This strategy presents the professor with the proximate
encounter Eroblem~of maintaining the order previously im-~
posed upon. the reiation in former encounters. One practical
strategy is the highly apologetic variation on. the more gen-
eral "twist principle.”

To counter this approach the professor must be almost
apologetic  towards the student. He claims that he is sorry
to hear that the student put in so much time.and labor in
preparation. In fact; he had hoped the student,-for some
reason or another, had been prevented from maklng any seri-
ous preparatlon.p Naturally the student is taken back by:
this--deflated is a better word, because he does not.yet
grasp the sylloglsm of which thls is the major premise.

The professor then presents the minor premise, that
such 1engthy preparation would. naturally tend to bear
fruit in even a slightly fertile mind and such fruit would
have been in evidence on the test paper.. Since no signs:
of 'serious preparatlon were discovered on the paper, the.
conclusion is.obvious,-but it is always wise to spell it out
for the student lest he miss the real beauty of this argumen

/

r.24
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- 2. At the level of daily’roundsvthere arise issues
of schedulihg, audience‘segregation} circulation among terri-
tories,'contriving‘meetingSqand avoidanCes (especially . avoid-..
ances), and the-1like.:. . s

Of course, large-eegments'of”theﬁprUlation have their-
daily round laid out for -them and they have but- to route
_themselves.through“itT But for many,‘ 'still, curiously at
the very'bottom and. top of.the social order, (including also,
housé&ives) considerable leeway‘egiSts and- therefore, also,
the possibility for considerable disruption or~diserder. For-
the fortunate (or unfortunate) top dogs and bottom dogs,. there
are.a‘plurality of territories to travel among, priorities
" to e:range.in‘such‘travel.and co—presence\to contrive ‘and avoid.

‘It is in such terms that 'the Negro hustler assumes theo-
retical interest. (as dees the big business executive), The
hﬁstler faces the generic problem of'each'day'"being ready",

a problem requiring a particular kind of-time:and movement

strategy.
A dude must-be. ready on short notice to move - "where the
action is." His’ 1nterna1 clock may not be runnlng at.all

when he is hanging on.the corner and waiting for somethlng
to do. It may suddenly speed up- by -chance: Someone. cruises
by in a car and brings-a nice "stash"_ of "weed," a -gig is
organized and he looks forward to belng well: "togged-out and
throw1ng a'rap to some "boss. Cthk " or a lame" appears and
opens himself. to a quick "con. Chance as'a determinant of
personal, tlme can be called more accurately uncertain pre-
d1ctab111t¥ “Street-life is. an aggréegate of relatively in--
dependent events. A dude may-.not know exactly what or when.
somethlng will happen, but from past experience he can pre-
‘@ict-a range of possibilities, and he will be ready, in
p051t10n, -and waltlng
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‘Time is alive when and’wheré-there‘is'actiOnE It
picks up.-in-the evening when everyone’moves on the street.
Durlng the regular school year it may 'pick up for an hour
in the afternoon when the "broads" leave school and meét.
with -the set-at a corner taco joint. Time may-pick up
when a familiar car crulses by and a few-dudes drive down.
to . Johnny's for a "process" (hair straightening and .
styling). Time is low on Monday- (as deséribed in the
popular song, "Stormy - Monday"), Tuesday, Wédnesday, when
money is tight.: Time- 1s hlgh on- Friday nlghts when' - the

"eagle flies™ and the "gig" beglns. On the 'street, ‘time
has.a pérsonal meaning.only when somethlng is happehlng,
and ;something is most likely to happen at night--especially
on Friday.and Saturday nights. Then- people. are together
.and there .may be bread--bread to take and’ bread to use. 26

D:aw1ng upon the -experiences of a‘s;mllar income level,
we may-note, too, the kiqd}of "getting by" or getting through
the day game once played by héboes in and around Chicago's
Main Stem.  In what remains to this day the fundamental  (if
skimpy),work_on—daily rounds, Nels Anderson -relates éome

strategies for meeting the-very‘real“praﬁlem of building a

day so as to survive -- to eat, to be gaféf.and to sleep.
We note herd but one small tactic within.the more general
strategy of stealing,
Theré are men who. wander about ‘the residential
areas in order to-steal from back doors. Some
men follow' the mllkman ‘as-he’ goes from door to
door..delivering milk'.and cream, in order' to
steal a bottle when the opportunlty offers.
A quart of milk makes an. excelleﬁt breakfast.27
As can be,appregiated,,each-strategy and tactic invo}Ves
the;planningvof*a day; a.s¢heduling of,selfJblagemént‘apd
intermeshing with other role's. activities, with some subtlety,
sophistication and’skill. The problem of sleeping at night

in. the winter could’become‘a-matter requiring. considerable .

ingenuity.
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- The best scouting qualltles the average ‘man- can.
command are needéd -to get along' in.winter. There are
many places to sleep.and loaf durlng the day, but the’
good places. are 1nvar1ably crowded. For sleeplng
quarters pollce stations, railroad depots, ‘doorways,
mission. ﬁloors, and eveén poolrooms are pressed into
service. It is not uncommon for mén- who cannot find
a warm place to sleep to.walk. the streets all night,

This practice of walking theé streets all night, snatch--
ing a- w1nk of sleep here and a little rest there, is
termed, in the parlance of the. road, "carrying the
banner. He who "carries the banner during- the night”
usually tries to snatch a "~ bit of sleep during . the day’

in. places he ~does- not have aceess to in the.n;ght tlme.28,

N 3. -As we ‘extend the time span in terms of.which
the actor is gauging his conduct, forward, as it.were, to
the point of weeks and months,.we -begin more clearly to.
overlap with conventional concerns of fields such as or-
ganizational analysis. We reach, in cherxwords,'the.
level'of;pqsitiOnal management. and the more or, less. stan-
dard materialS'centered’upon-concepts*suchiasA"adminis—
trative science", "organizational decision-making",
"leadership",. "supervision!, ‘and "worker. adaptation.".

While it is beyond the scope of this statement:to.
review ‘and reconceptualize this-quite large body of .
materials, some‘general observations are .nonetheless
appropriate.

First; I must say again-and even repeat it later;
that studies of, and.writings. on, superordinate roles,"
which tend to be a.major focus in.organizational analysis,
have had a peculiarly normative -character; they- are

highly concerned with stipulating the correct and incor-..

rect ways for superordinates (and subordinates, "therefore,)



to act. Empirical materials seem marshaled to in@icate"

the "effective" and "ineffectiyé“<ways to execute positions.
Such:an orientation:seems especially prevalent.in documents
directed to future business,.educational and public -adminis--
’tration role—occupants. As a cOngequenbg, one .receives- a

clear sense of what should be done, in an'authbrfs'opinion,'

but 1itt1e.systematic.sense-of“what'peoplegbehind-such la-
‘béls actually do in ménaging their positions.

Second, there would seem to be, among sociologists
at least, an overly strong tendency to accept thevnormar3
tive~principles"of'positi§n management -evolved by oc--
cupants of highly prestigious and powerful roles, as,’'in,
themselves; theories of organization or social organization.
I refer-iq~particular-to~the acceptance accorded the posi-
tion»managémént rhetoric of former telephonchompany,presié
dent, .Chester Bernard. 1In ;he-present view, Bernard's lec-

N

tures, published as Functions of theuExecutive,%g'are?mos;'

usefully regarded as-one kind of véry general. strategic

,conceptualizatiOn:that occupants of _highly superordinate

_xoles can evolve, That is, they can,conceive:théir subor-
dinates as a "system" of "cooperative action" wherein the.
"eXeéutive" functions .to'elicit-and coordinate activity,
While I'am not certain.that sociologists. should regard
such' lines of thought as-a theory of organization,'I’am

gertain that. they.can usefully analyze them as-thé most

eneral principles of one man's position management.strategies.
gen P P , pos] ;
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Put“in»more'gene;al terms, following Egon Bittner's
important observations-on’the matﬁer,30wan;importan£ part
of position management analysis is precisely the rhetoric
of "organization" and its "needs"'br."requirements"'that'
persons in some positions.use on occasion to formulate_
and explain the strategies of their position. The concept
of organization is-not merely a category- in..the vocabulafy
of social scientists,:but a part of the ideology of certain
patterns of. interrelated.roles.

A generalized theorygéffsocial>organizatibn‘must; of
course, take’as. its data the folk theories of human associa- .
tion that role-players evolve: One-trouble at the moment-
is- that sociologists-tend to be "taken inf{ so .to speak,
by the folk theories of bpsiness.and'other managers, -
accepting their'ideas as properly sociological conceptual-
izations. of human collective action.

It is against such a background in. the study-of
position management that works on the order of Melville

Dalton's Men: Who Manage-31 are a refreshing change aﬁd-

take on‘cqncéptually signifi;ant proportions. Although
nOt,exécﬁted:in‘role“management_terms,'as_here conceived, -
Dalton's work is-a virtual gold mine-of suggestive material-
on what. investigators should be sensitive.tqiand the. kinds
of matefials they 'should-collect. To take but one small
example; we find Dalton relating the staff-person's prob-
1em'of putting. across, and winning acceptance for,'ideas)

among . foremen.
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One of the. staff specialists assigned to
Taylor's department devised.what . he regarded’
as-a survival technlque for close living.
with a line chief.

"I never tell him anything point-blank.
It doesn't pay to. I hint at something
or give him a bare idea of' what I‘have-:
in.mind: I may even joke about it as
somethlng too -silly to cons1der—-anyhow-
I'don't brlng it-up again. Then he'll
come around in a week or so and tell

me the. same damn thing in different
words and ask me how I like it. I tell
him I think it's a good idea. Then: he
says, "Let's go ahead with:it." We
both pretend it's his own idea but we:
both know- it's not. On the other- hand,
sometimes I thlnk he fools hlmself 1nt0y
thinking 1t s -his. When you've got to
live with a guy like that, what else’
can you do? 32

As Dalton notes, "the above’ techhique is ‘one version of
the_rathe;'commOn»positionvmanagement stra;egy, practiced.by4
subordinates"in”all orgaeizations, of "buttering-up.,"33

.I will notﬁresis@*the temptation to add a final norma-.
tively-oriented example éf:position:management drawn~again-
from.the problems of prdeSsors.o In -planning thei; courses,
prefessérs someeimes define:as -a problem, the'task'of:es_
tabliehing'their~offerings as extremely difficult undertak-
ipés for. students: Teachers may.seek to bring about an order
Setween‘the positions.of teacher and student wherein the
situation is defined as arddoue end;highugrades are not to
be expected-in spite of hard work. One positional strategy

for imposing such a definition is the use of an esoteric

bibliography.-
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. A good bibliography passed out at the beginning of
a course will get a semester off to a.fine start. With -
a little effort a professor can.work .up a list of about
twenty -five inspiring titles, none of which, of course,
‘are in English. If a professor serlously expects the"
students to read any of the books, he should list works
that are available in translation. These, however, should
be kept to a minimum lest the tone of the course be lower-
ed. Very effective in this regard is to have five of the
titles marked with an asterisk which indicates that- the
reading of .these works is absolutely crucial to the un-
derstandlhg of’  the subject matter. Works so marked should:
be collector's items and unavailable in North America, as
students have been known to.go to great extremes to
acquire books.: Suitable titles can be obtained from a
list of the rare book holdings of the Vatican Library

r the British National Museum.

OTHER DISTINCTIONS

For purposes of actual and detailed analysis it may
be necessary to distinguish important dimensions within
the levels of.encounter,- daily round and position manage- -
ment. Although I prefer to considerrit an empirical
guestion, -one can recognize, ‘at the outset, the possibility-
that problems and strategies of role management may differ
significantly according to the contexts in which they occur.
I will here-mention two such contexts that would seem initial-
ly crucial.

The- first is the relation in which order may be prob-.
lematic. - By relation I have in mind a fundamental dis-
tinction that seems to. appear in all human association. .
.Role-labels are defined in large part in terms of their’
subordination, superordination or egquality with othér labels.
The matter of being over, under or on a par with; above, -

below, or roughly equal to, other labels is -among the most
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basic distinqtions made by human beings. Wé should expect, ..
therefore), the problems, strategies and order-outcomes..of
encounters, déily~rouhdsAand positions massivély -to reflect
this fact.. It may even be reasonable,‘initially,‘tO'regard.
materials in terms of the nine categories generatéd:by cross-.
classifying encounters, daily rounds and positions with supe;-
ordinates,; subordinates and peers.’

Along these same lines, "a fourth relation should be
mentioned’ as possibly:a properlobject of study in its own.
right. In a society of 'mass mobility and numerous contacts
amongistrangers,vtheré grows up.a peculiar kind of relation
among . the mass of mi#ed'and anonymous'perSOns who. .are ex-
posed to one. another in public¢ settings. These mutually
witnessing but anonymous persons do not,. in -any conventional
sense, have subordinateq‘superordinaté or peer rélationshipSﬁ
with one another. Associations of this kind should perhaps
be termed public relations and analyzed in terms of. their
distinbtiVe:characteristics.35-

A second additional distinction that might be useful
pertains to the.level at which order may be problematic.
Thus far the discussion has conduced a rather static view
of social organization by emphasizing the efforts of actors-
'to'somehow get. through theiéay without creating massive dis-
order. I"have implied a ratheér cowering. and crouching. little
creature, desperately fabricating-an orderly interdigiﬁation

with others. In many ways such an image:seems reasonable;
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analysis must view persons .as irrelevant in the convention-
al sense of warm and ‘human flesﬁ—bqund objects-with charming
or infuriaéing personal qualities or "personalities." Seen.
social—organ;zationally,-persons are merely energy nodes over
whom the tissue .of social organizatiOn;is'laid. The tissue .
i;self'and the vicissitudes.of its fragile existence are the
objeéts of analysis.

As with the distinctions among relations, it may also
be of interest initially to sort out role management epi-
sodes-in terms of getting by-or making out. In combination
with the distinctions among relations, eighteen hopefully
manageable smaller patches of.concerns are spawned.

The two mentioned- dimensions might, of course, turn
ou;‘to;beiofilittle use in discriminating significantly
different role management practices and other distinctions,
unmentioned and undiscovered(”may be found to form’ the

cutting edge of fruitful analysis.
NEIGHBORIN_G ENTERPRISES

Thenset of concerns set .forth here have a certain
affinity with, or résemblance to,:at.least two other kinds
of “activities carried on by persons concérned with roles
and their performance. 1In order to avoid identification
or confusion with them, .these neighboring. enterprises
should be mentioned and distinguished.

There 'is, first, the well-known.effort to explicate

the. technical details of how to perform the operations
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of a role.. By,techniéal,‘l mean the kind of:knowledge that
'is written up.and followed in manuals ofiinstruction,fon}
for example,-how to repair a-given breakdown on:a given’
model automobile or how to. administer-an electrocardiogram.
Such manuals, or their equivalent instructional:arrangements,
exist for a large number of rolés; occupations.in particular.
Facts of this-technical variety-become'relevant for
role management during the process.of execution or applibaj
tion when it is inevitably found - that-the manuals fail to
specify a.large range“offnecessary procedures and the role
players feel.the necessity to improvise or "play it by ear":
in order to actually get-a job done.
We can . most clearly and pointedly perceivé the dif- -
ference betwgenttechnical knowledge-and role management
,in those ‘cases where fole‘occupants come successfully to
- perform roles for which they patently lack much technical
kngwledge;. Thus- to find that Ferdinand Demara ("the great
impostor") could, by turns, perform as a medical. doctor,
-religiousfmonk, college. professor, 'prison, warden and school
teacher, alerts us to the existence of a range of pfactices'
that go into each of these role management shoWs‘that-do-
not derive from the. technical manuals available to those.roles,39'
Role management; then, is in.a significant sense con-
cerned with writing the unwritten part of. the technical
manual.
Second, ' there have, of course, been some attempts to

explicate .the "extra—techniqal".portiQns.of~role'performances;
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Perhaps the most famous and popular has beén Dale. Carnegie's

chhtoxﬂin Friends and Influence Reoplé40 and the most witty

41 Although includ-

and cynical Stephen .Potter's "ship" series.
ing éonsidérable technical instruction, Emily Post and Amy
Vanderbilt also explicate role management problems and strat-
egies. for sociabili;y"roles. In the limited sense that these"
people and others_have ﬁade at ieast some kind of a, try,
they“have:been.ahead of sociologists in the,undersianding

of everyday life. Ironically, the fact that they have tried
has probably been a deterrent to sociologists-and conduced
them to avoid, such matters altogether.

The highly normativé orientation of people like those
mentioned, 'and of some humaﬁ relations social scientists
(in.{he recent climate of value-free sociology) has likely
served to bring the entire matter inté disrepute, It would
seem.to ‘be another case of throwing the baby out with the "
bath.

The bath should-indeed be thrown out.- It's undesir-
able-cgntentS'inglude,“first,‘an;grientation to determin-
ing the "best" procedure in ; morally laudable or cynical-
ly manipulative sense. It seems=possible.and preferable,
in contrast, simply to detail what people do withlwha@;'f
kind of consequences.  Second, existing attempts.ét rolé
‘management manuals are not based upon carefully collected
and compared ranges of practices.  Giant generalizations:
rest upon -very small sets of haphazardly-assembled empirical
materials. Third, their authors have not been self-con-
sciously analytic and have not aimed for interrelated con-

cepts of.generalized applicability. It should be said in
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defensé of Carnegie et. algthhat‘theY'have;~noneﬁhéless;
at least had appropriate,kinds of sensitivity and that they"

. qte.not,péfter'all, trying to accompiish sociolaogical ana;ysié,~
FORWARD

To where, if any—piace; cap-thisfsét of conceptions
lead? ‘There;a;e,uatlleaqt,,tbreé'directionszf one is
‘specific and two are'general.‘ Specifically, a. set of.
.gﬁid;ngzd;tecpives>aﬁﬁﬂkotions~bf~this-kind‘p:ovide;‘a
ru¢imeptary'schemeawithfwﬁich-the;moreHCQQently¢and'
syste@qtically ?o obsérvevwhét~itk;s that' people actual-
‘ly do in tﬁg,roles they perform. A major roadbloék[ih*
thg.élosé'htudygofxrolgs en gigg is what to “make .of® or
“dQnWith9.Q“méjOt share of‘those ﬁhings that naturalistic
oﬁdq:vets‘?'see going@on“'ogt'there.* They write them"
'ih;thei; field notes,;but a;largelportionrof'day-tordayp
tbutine;practigespseem,resistant to sustagnedméonceptﬁal-
ia&ﬁipn. It’is’for-th;s-kind of . reason, among others,’
thét the. close case sﬁgdy of . roles in natural -settings |

‘hagfdroppedaspmewhat;out of fashion.43

Observérsﬁhave.
diffigulty»figuring out what to do wiﬁh all that rich.
VGbse:vational material so-that its:usual fate is to lie
uhused;in-files of field notes ahd'touappear only furtive-
;y»in”research reports. The organizing construct:posed

-~ here is, hopefully at least,:one way-more;me&hingfuily

to' "bring back"” that k;nd of data. Within the perspective:

ioutlined, each close study of a role could,: at least, be:
! 4.\.
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an analytic mariual of social orxder:for a particular role.
Such manuals wou;d have an obvious .practical value for
oCCquntsﬂand would=be occupan#s;~bﬁ;cone'canﬁalsb;looktinffu
a more generalized direction,. toward the comparative analysis.
of generi¢.role—problems and strategies and role;probleﬁ cir-
cuits;. Tending somewhat to an inductionist view of inquiry,
I.would suggest that one cannot aApriori*sensibly~suggesf
the substantive character of such a general theory. It seems.
'moStheasonable to wait and predicate any theory“bgilding
efforts upon afringe of more concrete studies, which are
themselves. oriented. to something like "role management."
Bracketing role management within the broader per-
spective of social organization, we immediately observe
that the presént.perspeCtive cohceives.activity,from_the
poiht.df view of. an actor peering- from behind or through
his role-label. The management. of encounters, daily rounds
and positions,is based upon an imagery of persons plying
their. roles through:the day, fretting over various problems
and strategies at different levels. of problematic order.
‘Roleé are of course connected to other roles. A role-
problem arises. from-the action, ‘actual.or antiCipated,'of‘
a cohﬁécted role. A strategic solution may-then pose a role

problem- for another connected role. Circuits.of reciprocat-

ing influence are thereby set in motion and create interaction
in its most structural, concrete and meaningful sense.
We have only -to. multiply- the number of roles considered

simultaneously. to arrive at a very complex imagery (and perhaps,



-41--

eventually, model) of the process. of social organization perse,
considered as-a complex web of interrelated and interacting
" toles. The proper.study of social organization might.then-be
been a§~the task of depicting how, at éll these levels, roles
manage to.be interrelated in an orderly way. If the understand-
ing~of-order from the vantage point-of;a single type of role is
itself highly complex, then how much more complicated is the
addition of -other roles and the depiction of‘the interrelations?
It may be, despite optimism to the contrary; that we have hardly
begun. to understaﬁd_the operation:of social organization,
Building upon an imagery of this character, it may even.
some day be meaningful and substantive. to speak of social or-’

ganizations as social systems, a conception which is presently

more of. a facile and unsubstantiated postulate, imposed withouﬁ
warrant, than an empirically demonstrable phenomenon. The con-
cept of system demands determinate-and fateful connection among
parts. Such image- surely.necessitates  data strongly;suggeéting‘
coerced linkages. Some aspects of interrelated roles may even-.
tually be shown to have this character.

It may also be the case that out of the determination. of’
fateful connections. among these smaller units, more meaningful
conceptualization and comparison of the standard larger units
- of social organization can'be performed. To speak of an or-
ganization, a.community, an.institutional sphere,.a society,
is to sum.up, in a highly global way, patterns of .encounters,

daily rounds and positions which are assumed to display certain
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boundaries that make them isolatable as objects and compa-
rable at their respective levels of abstraétion, One em-
pirical approach to thei; identification_and cqmparison.is'
1n termé'of'units of micro~orgahiiation‘of.the kind explozed
heére. When we'identify.or bound one of these larger units.
with.very abstract criteria, we may mean that certain types
of mict0°organizationa1 ro1é practiées'change at sdme point
that defines a boundary. When werompare these larqet;unigs.
wé may mean:that certain kinds of micro-organhizational piac-
tices can be found in some and anothe:-kind-in others. The-

: analytié task is, of course, the speéificatipn;of.classea of
rale practices, or, as termed above, classes of role érob#

, léma._stratégies and”typical :olo-problem circuitsg.

| Such an approach is at least one kind of way out of

the uﬁfo:tunate reification that takes place in.using these’

- lagger units or concepts of social organigation.. The phenom-
enological gap between eimply.'people'fand'unitp of social
organization leads al} too easily to thinking in térms of.

an organization 62 community "acting® or a society “thinking",
"expecting”, or “doing." None of these unito; of eoﬁtae,‘

does anything. Only people behind role-labels think, act

or feél. A great many of- them behind many labels may adé

up to something diffeq;nt, that these.larger terms might
properly denote,‘Put never to something more to which per-
sonal qualities can be attribyted. It is to_belhopda thai
through unife of miczo-organization, wa might £ill the vq&u-
un that leads us to believe too vividly that "people”
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sans roles and "organizations" or "society" are fundamental

realities.
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