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

SOCIAL MOVEMENT INDUSTRIES: 

COMPETITION AND COOPERATION AMONG MOVEMENT ORGANIZATIONS 

Mayer N. Za ld  

and 

John D. McCarthy 

August, - 1979 

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

I,- +=,- 

C R S O  Working Paper No. 201 Copies a v a i l a b l e  through: 
Center f o r  Research on 

Soc ia l  Organ iza t ion  
U n i v e r s i t y  o f  Mich igan 
330 Packard S t r e e t  
Ann Arbor ,  Mich igan 48109 



SOCIAL MOVEMENT INDUSTRIES: 

COMPETITION AND COOPERATION AMONG 

MOVEMENT ORGANIZATIONS 

Mayer N. Zald, 
Un ive rs i t y  o f  Michigan 

and 

John D. McCarthy. 
Ca tho l i c  Un ive rs i t y  and 
The Boys Town Center f o r  

Youth Development 

To be published in Louis Kriesberg, editor, Research in Social 
Movements. Conflicts and Change. Volume 111. Greenwich, Conn.: 
JAI Press, Inc., 1980 

Although the l i t e r a t u r e  on s o c i a l  movements i s  vast, there has been 

s u r p r i s i n g l y  l i t t l e  systematic analys is  o f  the  i n t e r a c t i o n  o f  s o c i a l  move- 

ment organizat ions (bu t  see James Q. Wilson, 1973; Zald and Ash, 1966; 

Gusf ie ld ,  1966, Nelson. 1974). Of course. p r a c t i t i o n e r s  and the p r a c t i c a l  

t h e o r i s t s  have developed s t ra teg ies  f o r  i n te ro rgan iza t iona l  r e l a t i o n s .  Lenin 

knew how t o  f reeze the Mensheviks o u t  i n  the co ld,  and h i s  ab le d i s c i p l e ,  

W i l l i  Muenzenberger, knew how t o  c rea te  a  popular  f ront .  N a t u r a l l y  enough. 

p r a c t i c a l  t h e o r i s t s  have n o t  analyzed the range o f  poss ib le  forms o f  s o c i a l  

movement o rgan iza t ion  i n t e r a c t i o n ,  normal ly  concentrat ing ins tead  upon 

problems o f  the  moment. 

I f  s o c i a l  movements were u n i f i e d  a f f a i r s ,  w i t h  one char ismat ic  leader  

o r  SMO dominating and ho ld ing  together  the movement, then we could ignore 

movement organizat ions,  the formal organizat ions t h a t  pursue movement goals, 

and indus t r ies ,  the congery o f  organizat ions t h a t  pursue the goals; a t  best  

such a  focus would be marginal,  perhaps devoted t o  understanding fact ional ism.  

But i t  i s  apparent t h a t  s o c i a l  movements are r a r e l y  these u n i f i e d  a f f a i r s .  

Whether we study revo lu t ionary  movements, broad o r  narrow soc ia l  re form move- 

ments, o r  r e l i g i o u s  movements, we f i n d  a  v a r i e t y  o f  SMOs o r  groups, l i n k e d  t o  

various segments o f  suppor t ing const i tuencies (both i n s t i t u t i o n a l  and i n d i v i -  

dual ) ,  competing aniungst themselves f o r  resources and synbo l i c  leadership,  

shar ing f a c i l i t i e s  and resources a t  o the r  times, developing s t a b l e  and many 

times d i f f e r e n t i a t e d  funct ions,  occasional ly  merging i n t o  u n i f i e d  ad hoc 

c o a l i t i o n s ,  and occasional ly  engaging I n  a l l - o u t  war against  each other .  

Organizations associated w i t h  a  soc ia l  movement and w i t h  i t s  counter-movement 

may a lso  i n t e r a c t .  By d e f i n i t i o n  pursuing a n t i t h e t i c a l  goals, such organiza- 

t i ons  compete f o r  l eg i t imacy  and resources, but ,  under some c i  r c u m  tances , 

may a lso  cooperate w i t h  one another. 



The fundamental task o f  t h i s  paper i s  t o  ga in  a n a l y t i c  purchase on the 
' 

v a r i e t y  o f  SMO in te ro rgan iza t iona l  re la t i onsh ips  and t o  begin t o  spec i f y  the 

condi t ions under which these various forms o f  i n t e r a c t i o n  are most l i k e l y  t o  

occur. I n  o rde r  t o  accomplish t h i s  task we draw heav i l y  upon a resource 

m o b i l i z a t i o n  perspect ive (McCarthy and Zald, 1973, 1977; Oberschal l  , 1973) 

on soc fa l  movements and attempt t o  combine i t s  i n s i g h t s  w i t h  the extensive 

research and, analys is  which has been done i n  the study o f  complex organiza- 

t i ons .  I n  the past  soc ia l  movement analysts  and analysts  o f  complex organi -  

zat ions spoke r a t h e r  d i f f e r e n t  languages.. I n  o u r  attempt t o  merge these 

approaches we w i l l  u t i l i z e  the concerns o f  both and the conceptual izat ions 

o f  both. Our e a r l i e r  work has been informed by the  assumption t h a t  analys is  

o f  SMOs can be informed by the perspectives o f  o rgan iza t iona l  theory and re-  

search i n  general. Recent o rgan iza t iona l  theory and research has focused upon. 

the i n t e r r e l a t i o n s h i p s  between soc iety ,  o rgan iza t iona l  environment and organi- 

za t iona l  behavior. 

Refore we begin t o  discuss in te ro rgan iza t iona l  i n te rac t ions ,  we need t o  

define several terms. F i r s t ,  we de f ine  a s o c i a l  movement as a s e t  o f  opinions 

and b e l i e f s  i n  a populat ion which represents preferences f o r  changing some 

elements o f  the s o c i a l  s t r u c t u r e  and/or reward d i s t r i b u t i o n  o f  a  soc iety .  A 

s o c i a l  movement o rgan iza t ion  (SMO) i s  a  complex, o r  formal, o rgan iza t ion  which 

i d e n t i f i e s  i t s  goals w i t h  the preferences o f  a  s o c i a l  movement o r  a  countermove- 

ment and attempts t o  implement these goals. A s o c i a l  movement i ndus t ry  (SMI) 

i s  made up o f  a l l  o f  the SMOs w i t h  r e l a t i v e l y  s i m i l a r  goals ( j u s t  as an economic 

indus t ry  i s  a l l  f i rms o f f e r i n g  s i m i l a r  products). A s o c i a l  movement sec to r  

(SMS) consis ts  o f  a l l  SMIs i n  a soc ie ty  no mat te r  t o  which SM they are attached. 

We have elsewhere (McCarthy and Zald, 1977) discussed compet i t ion between the 

soc ia l  movement sec to r  and o t h e r  s o c i e t a l  sectors.  Here we focus p r i m a r i l y  upon 
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compet i t ion and cooperation between organizat ions w i t h i n  the s o c i a l  movement 

sector ,  pay ing a t t e n t i o n  p r i m a r i l y  t o  i n t r a - i n d u s t r y  r e l a t i o n s .  

Gerlach and Hine (1970) argue t h a t  a  number o f  s o c f a l  movements can be 

character ized exc lus ive ly  as a webl ike s t r u c t u r e  o f  in formal ,  unorganized 

r e l a t i o n s  o f  cooperation and comnunication among l o c a l  c e l l s .  Nevertheless, 

many SNOs have more coherent o rgan iza t ion  s t ruc tu res  and combine several l o c a l  

u n i t s .  Our d iscuss ion focuses upon organizat ions which a re  bureaucrat ic ,  as 

Gamson u t i l i z e s  t h a t  term (1975); t h a t  i s ,  organizat ions which have several 

l e v e l s  o f  membership, l i s t s  of members (however f a u l t y ) ,  and some k i n d  o f  w r i t t e n  

document desc r ib ing  the s t r u c t u r e  o f  the organizat ion.  Also, we focus upon 

organizat ions which pursue goals i n  more than a l o c a l  environment; they pursue 

goals aimed a t  changing soc ie ty  i n  general r a t h e r  than j u s t  l o c a l  condi t ions.  

Even though scholars w r i t i n g  about s o c i a l  mo'vements have p a i d  l i t t l e  

a t t e n t i o n  t o  i n te ro rgan iza t iona l  r e l a t i o n s ,  t h i s  has been a l i v e l y  t o p i c , i n  the 

study o f  complex organizat ions.  Dating; poss ib ly ,  from Levine and White's 

impor tant  paper on exchange re la t ionsh ips  among organizat ions (1961) and L i  twak 

and Hy l ton ' s  e a r l y  paper (1962), b u t  i n c l u d i n g  a l so  the emphasis'upon organiza- 

t ion-environment r e l a t i o n s  found i n  the w r i t i n g s  o f  Selzn ick ' (1949)  and James D. 

Thoslpson (1967), i n  the l a s t  decade students o f  organizat ions have mapped the 

forms and d e t e n i n a n t s  of i n te ro rgan iza t iona l  re la t i onsh ips  ( f o r  summaries, see 

Evans, 1978 and Negandi, 1978). They have explored exchange r e l a t i o n s  amongst 

s o c i a l  we l fa re  agencies, the emergence o f  federated r e l a t i o n s ,  temporary and 

permanent, c o n f l i c t  emerging from low domain consensus, the emergence o f  j o i n t  

progratm, mechanisms used t o  mediate between c l i e n t s  and organizat ions and those 

used t o  reduce e n v i r o n m n t a l  uncer ta in t i es .  We draw upon a n u h e r  o f  s t rands o f  

research i n  t h i s  t r a d i t i o n .  I n  p a r t i c u l a r  we discuss p e r f e c t  and imper fect  

conoe t i t i on ,  ideology and c o n f l i c t ,  cooperat ive re la t i ons ,  and fact ional ism.  



I Perfect  and Imperfect Competi t ion 

Although organizat ional  analysts  have tended, u n t i l  r a t h e r  recen t l y  

( i . e .  Pfeffer, 1978) t o  focus upon cooperation ins tead  o f  compet i t ion between 

organizat ions,  those who have addressed compet i t ion have normal ly  u t i l i z e d  

the imagery of the  market mechanism w h i l e  a t  the same t ime recogniz ing the 

soc ia l  cons t ra in ts  which a l t e r  and shape such mechanisms. L e t  us b r i e f l y  

descr ibe the cu r ren t  consensus about i n te r -o rgan iza t iona l  competi t ion. 

Businesses o f fe r ing  s i m i l a r  products t o  a l a r g e  number o f  p o t e n t i a l  

buyers need n o t  d i r e c t l y  i n t e r a c t ,  b u t  they are able t o  view the consequences 

and behavior of o thers,  and aware o f  p r i c i n g  and product decisions through 

market mechanisn~s. Pure, o r  pe r fec t ,  compet i t ive markets invo lve  homogeneous 

goods, many s e l l e r s  ( o f f e r o r s )  and many buyers (users). Imper fect  compet i t ion 

occurs when there i s  product d i f f e r e n t i a t i o n  and/or b a r r i e r s  t o  en t ry  somewhat 

r e s t r i c t i n g  market access. Where product  d i f f e r e n t f a t i o n  i s  poss ib le  s e l l e r s  

may attempt t o  d i v i d e  the market i n t o  segments which they "capture," reduce 

compet i t ion and e s t a b l i s h  more dependable and o rgan iza t iona l l y  favorable 

r e l a t i o n s .  As the number of s e l l e r s  becomes smal ler ,  we can speak of a move- 

movement towards an o l i g o p o l i s t i c  i ndus t ry ;  buyers have l i m i t e d  choices and 

the number o f  s e l l e r s  i s  small  enough so t h a t  one o r  a few may dominate and 

cons t ra in  the choices of o thers by t h e i r  i n f l uence  on buyers, o r  the s e l l e r s  

may d i r e c t l y  i n t e r a c t  and concer t  behavior ( e s t a b l i s h  a c a r t e l ) .  

Organizatfons ( f i rms)  o f fe r ing  r e l a t i v e l y  s i m i l a r  products may, i n  some 

cases, have t o  deal w i t h  a s i n g l e  buyer o r  s u p p l i e r  (monopoly and monopsony). 

Such s i t u a t i o n s  c rea te  g rea t  pressures upon the organizat ions t o  concer t  t h e i r  

behavior. What does such a perspect ive suggest about SMO compet i t ion? 

A. Competi t ion f o r  Resources and Legit imacy 

To su rv i ve  i n  modern soc ie ty ,  SMOs need f i n a n c i a l  resources if they are t o  

pursue goals i n  more than a l o c a l  context. Money i s  needed f o r  personnel, 

t ranspor ta t ion ,  o f f i c e  suppl ies, and the l i k e .  Organizations can su rv i ve  w i th -  

ou t  muney when personnel donate t h e i r  t ime and money t rans fe r red  t o  them f o r  

non-social movement purposes (Unemployment Insurance payments a re  widely  used 

f o r  subsistence by SMO organizers) .  Thus students can l i v e  o f f  t h e i r  parents, 

o r  o the r  organizat ions may " loan" t h e i r  personnel and f a c i l i t i e s  t o  SMOs f o r  

f u l l - t i m e  o r  pa r t - t ime  a c t i v i t y .  SCLC, f o r  instance, depended heav i l y  upon 

the resources o f  Black church groups i n  i t s  e a r l y  days (Oberschal l ,  1973). and 

many u n i v e r s i t i e s  t a c i t l y  loaned f a c u l t y ,  chaplains, and students t o  the  a n t i -  

Vietnam war movement. But where SMOs employ o r  wish t o  employ f u l l - t i m e  cadre, 

even a t  s t a r v a t i o n  wages, they w i l l  need t o  regu la r i ze  o r  i n s t i t u t i o n a l i z e  the 

f l ow  o f  money i n t o  the organizat ion.  Sometimes, o f  course, SMOs have w i n d f a l l  

resources. Ralph Nader sued GM,which had sp ied on him and attempted t o  ent rap 

him i n  i l l e g a l  and immoral behavior, leading t o  a one-half  m i l l i o n  d o l l a r  s e t t l e -  

ment, which he used f o r  h i s  en te rp r i ses  (McCarry. 1972). Lenin orchestrated 

the c o u r t i n g  o f  two s i s t e r s ,  heiresses t o  a l a r g e  for tune,  who prov ided an 

i n f u s i o n  o f  funds (Wolfe, 1955). 

Unless i n d i v i d u a l s  o r  organizat ions can be coerced t o  p a r t i c i p a t e  i n  SMOs 

(as occurs i n  armed c o n f l i c t s  where SMOs use coerc ive techniques t o  r a i s e  man- 

power and money), SMOs must appeal f o r  support. Consequently, a t  the most 

general l e v e l  SMOs must compete n o t  on ly  w i t h  a l l  o t h e r  SMOs b u t  w i t h  vo luntary 

organizat ions o f  o the r  k inds as w e l l  f o r  the t ime, e f f o r t ,  l o y a l t y ,  and money 

which c i t i z e n s  can g ive  o r  wi thhold.  Here, however, we focus upon the compe- 

t i t i o n  between SMOs w i t h i n  SMIs and p e r i p h e r a l l y  upon the competi t l o n  between 

soc ia l  movement i ndus t r ies .  Competi t ion i s  f o r  symbolic dominance: which SMO 

has the best  programs, t a c t i c s ,  and leaders f o r  accomplishing goals. SMOs 

attempt t o  convince sympathizers t o  f o l l o w  t h e i r  lead. 

B. Competi t ion f o r  Resources Con t ro l l ed  by I n d i v i d u a l s  

Organizations w i th inan  SM1"ought"to cooperate i n  goal accomplishment; 



a f t e r  a l l ,  they seek s i m i l a r  goals. However, because they share t o  a g rea te r  

o r  l esser  ex ten t  the same adherent pools, both i n d i v i d u a l  and i n s t i t u t i o n a l ,  

they are i n  bas ic  compet i t ion f o r  resources from adherents. The i n t e n s i t y  o f  

t h i s  compet i t ion i s  r e l a t e d  impor tan t l y  t o  resource a v a i l a b i l i t y ,  the e x t e n s i t y  

o f  the demands which SMOs p lace upon cons t i tuen ts ,  o r  those who prov ide the 

va r ied  resources t o  the organizat ion,  the  s o c i a l  heterogenei ty  o f  p o t e n t i a l  

supporters and the i n t e r a c t i o n  o f  these th ree  fac to rs .  

Hypothesis 1: Under condi t ions o f  the d e c l i n i n q  a v a i l a b i l i t y  o f  marginal 

resources, d i r e c t  compet i t ion and c o n f l i c t  between SMOs w i t h  s i m i l a r  goals can 

be expected t o  increase. Although money i s  n o t  the on ly  type o f  resource, i t  

i s  the mos t . f l ex ib le .  Obtaining funds from i n d i v i d u a l  cons t i tuen ts  (conscience 

o r  bene f i c ia ry )  depends p a r t i a l l y  upon the  a v a i l a b i l i t y  o f  marginal d o l l a r s .  

The amount o f  d i sc re t ionary  resources a v a i l a b l e  i s  l i n k e d  t o  the s t a t e  o f  the 

business cycle, the  number o f  sympathizers, and the a b i l i t y  o f  organizat ions 

t o  penetrate the pool o f  sympathizers. I 

A recent  case provides a use fu l  i l l u s t r a t i o n .  That i s  what has been 

c a l l e d  an "acrimonious disputd" between the NAACP and the NAACP Legal Defense 

and Educational Fund. The Fund, as the l a t t e r  i s  ca l l ed ,  separated from the 

NAACP i n  1957 under pressure from the  I n t e r n a l  Revenue Service i n  order  t o  

preserve the tax  deduct ib le  fea tu re  o f  i t s  f i n a n c i a l  support. As Brown says, 

"Few People, however, were aware o f  t h a t  separation. As a r e s u l t ,  f o r  the 

past  22 years the  NAACP and the  fund (LDF) o f t e n  were thought o f  as the  same 

group. Donations intended f o r  one o f t e n  went t o  the other ,  and t h a t  was the 

essence o f  the  dispute.. . (1979, p. A5)." The NAACP has decided t o  attempt t o  

bar  the Fund from us ing i t s  i n i t i a l s  i n  attempts t o  r a i s e  funds i n  the fu ture.  

While there has been some tens ion between the  two organizat ions over the years, 

i t  i s  noteworthy t h a t  the c o n f l i c t  has become inc reas ing ly  s t r i d e n t  a t  a t ime 

when resources f o r  c i v i l  r i g h t s  organizat ions have been dec l in ing .  

tlypothesis 2: Among more i n c l u s i v e  organizat ions (which demand r e l a t i v e l y  

l i t t l e  from the m a j o r i t y  o f  members) the compet i t ion fo r  resources between 

s i m i l a r  organizat ions should be less in tense than t h a t  between more exc lus ive 

organizat ions (which demand heavy comnitments from members). We would expect 

t h a t  m u l t i p l e  memberships would be common i n  i n d u s t r i e s  w i t h  many i n c l u s i v e  

organizat ions,  w h i l e  m u l t i p l e  memberships are frowned upon by exc lus ive  

organizat ions.  Exc lus ive SMOs t r e a t  membership as a zero-sum resource. 

(However, exc lus ive organizat ions may use m u l t i p l e  membership as a way o f  

i n f i l t r a t i n g  o the r  organizat ions.  I n  t h i s  case, m u l t i p l e  memberships r e s u l t  

from concerted po l i cy . )  

To repeat, SMOs must pursue resources, and, a l l  o t h e r  th ings being equal 

such compet i t ion should be more in tense under condi t ions o f  resource s c a r c i t y .  

But f o r  some SMOs, even dur ing  times when resources are n o t  scarce, i t  i s  

poss ib le  t o  view cons t i tuen ts  of r e l a t e d  i n c l u s i v e  organizat ions as p o t e n t i a l l y  

r e c r u i t a b l e  even w h i l e  they mainta in comnitments t o  o t h e r  SMOs. Given the 

extensive l i t e r a t u r e  on vo luntary associat ions genera l l y  and s o c i a l  movements 

i n  p a r t i c u l a r .  we know t h a t  few people a f f i l i a t e  very extensive ly ,  b u t  t h a t  

a small  p ropor t i on  o f  people are r a t h e r  widely  a f f i l i a t e d .  Indeed a nunber 

o f  s tud ies (Von Eschen, e t  a l . ,  1971; McFarland. 1977) have shown extensive 

m u l t i p l e  memberships i n  the s o c i a l  movement sector .  Thus, even though SMOs 

i n  the same indus t ry  may be competing f o r  the same resources ( i . e .  the labor  

and l o y a l t y  o f  the same people) s ince no o rgan iza t ion  comnands the t o t a l  

l o y a l t y  o f  most o f  i t s  const i tuents,  t h i s  compet i t ion i s  n o t  zero-sum, and. 

consequently, should n o t  be e s p e c i a l l y  rancorous. Once a person gives funds, 

f u t u r e  s o l i c i t a t i o n s  from o t h e r  SMOs become more l i k e l y .  

Competi t ion between i n c l u s i v e  organizat ions i n  an indus t ry  takes the form 

o f  s l i g h t  product d i f f e r e n t i a t i o n  ( o f f e r i n g  marg ina l l y  d i f f e r e n t  goals). and. 
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espec ia l l y ,  t a c t i c a l  d i f f e r e n t i a t i o n .  D i f f e r e n t  SMOs may spec ia l i ze  p r i n c i -  

p a l l y  i n  l i t i g a t i o n  s t ra teg ies ,  o r  lobbying s t ra teg ies ,  o r  p r o t e s t  s t ra teg ies ,  

o r  p a r t i c u l a r  targets .  Such d i f f e r e n t i a t i o n  provides a r a t i o n a l e  f o r  c o m i t -  

ted  cons t i tuen ts  t o  become a f f i l i a t e d  w i t h  a number o f  SMOs pursuing s i m i l a r  

goals i n  a number of d i f f e r e n t  ways. This i s ,  we bel ieve,  the major form o f  

compet i t ion between i n c l u s i v e  SMOs wi  t h i n  SMIs i n  modern America. 

Since organizat ions pursuing s i m i l a r  goals compete f o r  resources. SMOs 

w i l l  form t h a t  are based upon d i f f e r e n t i a l  perceptions and tastes o f  adherent 

pools i n  order  t o  c a p i t a l i z e  on such p re -ex is t i ng  d i f fe rences .  As we l l ,  when 

resource a v a i l i a b i l i t y  i s  expanding, e x i s t i n g  organizat ions can be expected 

t o  expand t h e i r  range of ta rge ts  and t a c t i c s  when poss ib le .  

Hypothesis 3: The range o f  appeals and the v a r i e t y  o f  organizat ions 

which develop i s  p a r t l y  r e l a t e d  t o  the  p re -ex is t i ng  heterogenei ty  o f  p o t e n t i a l  

supporters. SMO goals and programs are, of course, impor tan t l y  determined 

by the shape o f  the task, the range o f  i n s t i t u t i o n a l  ta rge ts  and the  means 

t o  change ta rge ts  which stem from a more o r  less w e l l  a r t i c u l a t e d  ideology. 

But a  heterogeneous p o t e n t i a l  support base c a l l s  f o r t h  and permi ts  a range 

o f  d e f i n i t i o n s  o f  the  s i t u a t i o n .  

Though product d i f f e r e n t i a t i o n  may appear sharp t o  the non-members o f  

more exc lus ive SMOs t h a t  d i f f e r e n t i a t i o n  i s  probably less impor tant  t o  growth 

and resource accumulation than i t  i s  f o r  more i n c l u s i v e  organizat ions.  Since 

ideo log ica l  t ransformat ion i s  t y p i c a l  o f  more exc lus ive  SMOs and some evidence 

e x i s t s  t o  suggest t h a t  members and non-members are q u i t e  s i m i l a r  p r i o r  t o  
' 

i deo log ica l  transformation (Hei r i c h ,  1977; Gerlach and Hine, 1970), what pre- 

e x i s t i n g  value heterogenei ty  there i s  among p o t e n t i a l  supporters i s  probably 

of less importance f o r  growth than the  appropriateness and s o p h i s t i c a t i o n  o f  

recru i tment  mechanisms (McCarthy and Hoge. 1978),. Consequently, the  apparent 

range and v a r i e t y  o f  o f f e r i n g s  o f  more exc lus ive  organizat ions i s  more r e l a t e d  

t o  i n t e r n a l  processes than t o  the p re -ex is t i ng  preferences o f  p o t e n t i a l  

supporters. 

Product d i f f e r e n t i a t i o n  i s  more impor tant  f o r  recru i tment  f o r  i n c l u s i v e  

organizat ions and espec ia l l y  so f o r  i n c l u s i v e  organizat ions which do n o t  

depend upon face-to-face i n t e r a c t i o n .  For  these organizat ions product 

d i f f e r e n t i a t i o n  funct ions much l i k e  i t  does i n  the  market place. I f  marginal 

d o l l a r s  are i n  p l e n t i f u l  supply the p o s s i b i l i t y  o f  o f fe r ing  s l i g h t  changes i n  

products i n  order  t o  capture some o f  the  increased p o t e n t i a l  market are more 

l i k e l y .  This may take the form of new organizat ions,  sp in-of f  organizat ions,  

o r  e x i s t i n g  organizat ions expanding t h e i r  range of r e l a t e d  issues, ta rge ts  

and t a c t i c s .  I n  the f i r s t  two cases a d d i t i o n a l  organizat ions are added t o  the  

f i e l d ,  c r e a t i n g  the p o t e n t i a l  f o r  increased compet i t ion f o r  resources on the 

p a r t  o f  e x i s t i n g  organizat ions.  When organizat ions expand t h e i r  o f fe r ings .  

they en te r  i n t o  compet i t ion f o r  resources w i t h  o the r  e x i s t i n g  organizat ions 

wh i th  whom they have n o t  competed w i t h  i n  the past .  The recent  h i s t o r y  o f  the 

American C i v i l  L i b e r t i e s  Union (ACLU) provides a case i n  p o i n t .  O r i g i n a l l y  an 

o rgan iza t ion  devoted exc lus ive ly  t o  suppor t ing l i t i g a t i o n  on f i r s t  amendment 

issues, du r ing  the e a r l y  1970's the  o rgan iza t ion  expanded i t s  goals t o  ending 

the war i n  Vietnam, f i g h t i n g  against  the  Nixon admin is t ra t ion ,  and f o r  women's 

r i g h t s  and abor t ion.  I n  the process, i t  gained tens o f  thousands of new 

members through i t s  mass ma i l  s o l i c i t a t i o n s .  I n  the process i t  became an 

o rgan iza t ion  competing f o r  resources w i t h  many o the r  e x i s t i n g  organizat ions 

such as NOW, NARAL and many ant i -war  organizat ions.  But these were times o f  

expanding marginal d o l l a r s ,  and l i t t l e  outward c o n f l i c t  occurred between these 

organizat ions.  Presumably, the  expanded appeals brought new members and 

a d d i t i o n a l  funds i n t o  the c o f f e r s  o f  the  organizat ion.  The adding of new 

product l i n e s  f o r  an o rgan iza t ion  such as t h i s  one w i t h  widespread name recog- 

n i t i o n ,  we might  expect would p u t  i t ,  as w i t h  f i rms ,  i n  a b e t t e r  compet i t ive 
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p o s i t i o n  i n  the soc ia l  movement sector. Unfor tunate ly ,  such a d i v e r s i f i c a -  

t i o n  s t ra tegy  proved , cos t l y  t o  the ACLU when i t  took an unpopular f i r s t  

amendment stand t o  defend the Nazi marchers i n  Skokie, I l l i n o i s .  As Mann 

(1978) persuasive ly  argues, the heterogenei ty  o f  the membership which was 

b u i l t  by expanding the goals o f  the  o rgan iza t ion  meant t h a t  many new members 

brought i n  by these recent appeals could n o t  be expected t o  support the  Skokie 

dec is ion.  The r e s u l t  was a d r a s t i c  dec l i ne  i n  membership renewals f o r  the  

organizat ion.  

C. Competi t ion f o r  Resources Con t ro l l ed  by Organizations 

So f a r  we have focused upon the compet i t ion f o r  support from i n d i v i d u a l  

sympathizers--how t o  t ransform sympathizers i n t o  cons t i tuen ts ;  b u t  funds are 

a l s o  ra i sed  from i n s t i t u t i o n a l  sources. These funds may be more o r  less re -  

s t r i c t e d  i n  purposes. Thus money g iven t o  an SMO by a governmental agency 

f o r  a  s p e c i f i c  purpose comes under a u d i t .  Foundation support may be less  

r e s t r i c t e d - - t h e  foundation, f o r  instance,  may prov ide money f o r  a  vo te r  reg is -  

t r a t i o n  d r i ve ,  b u t  i n  f a c t  n o t  t i g h t l y  c o n t r o l  expenditures. However, s ince  

foundations are observed by Congress and t h e i r  operations c o n t r o l l e d  by federa l  

s ta tu te ,  they tend t o  be q u i t e  p o l i t i c a l l y  sens i t i ve .  The l e a s t  r e s t r i c t e d  

money from i n s t i t u t i o n a l  sources may w e l l  be from church organizat ions,  

espec ia l l y  the many "soc ia l  concern" departments i n  the p ro tes tan t  denominations. 

These groups aggregate a p ropor t i on  o f  t o t a l  g i v ings  from the membership and 

d isburse them over a range o f  organizat ions and p ro jec ts .  (Such funds are 

probably more r e s t r i c t e d  than money prov ided by i n d i v i d u a l  cons t i tuen ts ,  s ince 

these bodies a l so  operate under accountabi 1  i t y  procedures. ) Elsewhere (McCarthy , 

and Zald. 1977) we have argued t h a t  i n  the Un i ted  States, resources prov ided 

t o  SMOs by i n d i v i d u a l s  i s  more i n s u l a t e d  from p o l i t i c a l  s o c i a l  c o n t r o l  than 

are those o f  i n s t i t u t i o n s .  The more removed from p o l i t i c a l  c o n t r o l  and from 

membership pressure, the more an i n s t i t u t i o n  i s  f ree t o  d i s t r i b u t e  resources 

as i t  wants. 

However, remember t h a t  compet i t ion f o r  funds from i n d i v i d u a l  cons t i tuen ts  

requi res a very d i f f e r e n t  process than at tempt ing t o  ob ta in  funds from i n s t i -  

t u t i o n a l  sources; the former requ i res  more p u b l i c  r e l a t i o n s  s k i l l s  and s t y l e s  

w h i l e  the l a t t e r  requi res more program development s k i  11s. Lawson (1978) 

repor ts  t h a t  the increase i n  funds a v a i l a b l e  from i n s t i t u t i o n a l  sources t o  

the various organizat ions o f  the tenants r i g h t s  movement i n  New York C i t y  has 

created both a wider  d i v e r s i t y  o f  SMOs and increased l e v e l s  of compet i t ion 

f o r  the a v a i l a b l e  funds. Where the re  are l i m i t e d  numbers o f  i n s t i t u t i o n a l  

funders, compet i t ion appears t o  be zero-sum. Competit ion becomes c o n f l i c t  as 

those who cannot ga in  access t o  such funds a t tack  the leg i t imacy  o f  those who 

can. Most o f  the  SMOs which Lawson describes appear t o  be i n c l u s i v e .  We a re  

l e d  t o  Yypothesis 4: I ns t i t u+pna l  funding, when p u b l i c l y  knm~n, w i l l  increase 

c o n f l i c t  between more i n c l u s i v e  SMOs. Whether o r  n o t  t h i s  hypothesis holds 

f o r  more exc lus ive  SMOs i s  n o t  so c l e a r  t o  us, s ince i t  i s  d i f f i c u l t  t o  un- 

tangle the e f f e c t s  o f  o rgan iza t iona l  s t ruc tu re ,  goals and i n s t i t u t i o n a l  fund- 

i n g  f o r  such organizat ions.  

I 1  Ideology and C o n f l i c t  

The c o n f l i c t  which occurs between SMOs over l eg i t imacy  i s  normal ly  d i s -  

cussed by analysts  under the r u b r i c  o f  the " func t ions  o f  a  r a d i c a l  f r inge."  

As the SMOs o f  an SMI pursue r e l a t e d  goals, some organizat ions o f f e r  a  more 

comprehensive vers ion o f  the problem and more d r a s t i c  change as a so lu t ion .  

These organizat ions are normal ly  c a l l e d  r a d i c a l .  N a t u r a l l y  enough, au tho r i -  

t i e s  are l i k e l y  t o  p r e f e r  t o  deal w i t h  organizat ions which s t a t e  less  compre- 

hensive vers ions o f  change. By v i r t u e  o f  the a u t h o r i t i e s '  recogn i t i on  o f  



some SMOs as l e g i t i m a t e  spokespersons and others as n o t  l eg i t ima te ,  c o n f l i c t  

i s  almost guaranteed between SMOs. This  normal ly  takes the form o f  open 

at tacks by the un leg i t ima ted  SMOs upon those who have been accepted, however 

marg inal ly ,  by a u t h o r i t i e s .  The r i c h  r h e t o r i c  desc r ib ing  f i n e  degrees o f  

cooptat ion and " s e l l i n g  out" gi-ows ou t  of t h i s  process. The leg i t ima ted  

SMOs may ga in  even more leg i t imacy  from a u t h o r i t i e s  and bystanders counter- 

a t t a c k i n g ' t h e  unlegi t imated SMOs, b u t  t h i s  increases the  l e v e l  o f  inter-SMI 

c o n f l i c t .  The longstanding c o n f l i c t s  between communist and non-communist t rade 

unions i n  the Un i ted  States dur ing the 1940's and 1950's i l l u s t r a t e s  t h i s  pro-  

cess. Under o the r  condi t ions,  no response by the l e g i t i m a t e d  SMOs reaps the  

reward o f  increased leg i t imacy.  This process i s  described i n  d e t a i l  by K i l l i a n  

f o r  the recent  c i v i l  r i g h t s  movement, (1972). Hypothesis 5: Assuming t h a t  SMOs 

are competing f o r  s i m i l a r  audiences, as SMOs w i t h i n  an indus t ry  become f u r t h e r  

apar t  i n  t h e i r  conception o f  the amount o f  change and the t a c t i c  requi red,  

rancorous c o n f l i c t  increases. 

So f a r  we have discussed compet i t ion and c o n f l i c t  i n  which SMOs present 

verbal  c la ims about themselves and t h e i r  opponents and competi tors. And most 

o f t e n  the appearance o f  shared goals mutes the d i r e c t  and more v i o l e n t  a t tack  

o f  one SMO on another. But rancorous and deadly c o n f l i c t  i s  no t  unknown 

between SMOs i n  the same SMI. I n  modern America, rancorous c o n f l i c t  occurs 

i n  such s e t t i n g s  p r i m a r i l y  over l eg i t imacy  o f  representat ion o f  const i tuency 

o r  over exc lus ive membership. 

I n  the U.S., the re  are two s e t t i n g s  i n  which SMI c o n f l i c t  has occurred: 

between s e c t - l i  ke SMOs w i t h  comprehensive v i s ions  o f  change; and between labor  

organizat ions which must, by v i r t u e  o f  the  l e g a l  and p o l i t i c a l  circumstances 

under which they operate, requ i re  membership e x c l u s i v i t y  w i t h  regard t o  o the r  

organizat ions.  

I t  i s  w ide ly  observed t h a t  smal l ,  s e c t - l i k e  SMOs tend t o  devote exten- 

s i v e  energies toward b i t t e r  c o n f l i c t s  w i t h  o t h e r  SMOs which seem t o  non- 

combatants on ly  marg ina l l y  d i f f e r e n t .  For instance i n  the l a t e  1960's the 

Black Muslims and Malcolm X's Organizat ion f o r  Afro-American Uni ty ,  engaged 

i n  murderous c o n f l i c t .  A major reason fo r  the i n t e n s i t y  o f  such c o n f l i c t  

appears t o  r e l a t e  t o  the great  s a c r i f i c e  and commitment requ i red  o f  t h e i r  

members: members are a scarce and va luable resource which have normal ly  re -  

qu i red  a major SMO investmentin s o c i a l i z a t i o n .  Hypothesis 6: The more SMOs 

w i t h  exc lus ive  merbership requirements compete f o r  a l i m i t e d  pool o f  p o t e n t i a l  

members, the g rea te r  the p o t e n t i a l  c o n f l i c t .  
,.. 

Another s i t u a t i o n  producing rancorous and deadly c o n f l i c t  occurs, a t  

l e a s t  i n  the l o c a l  context, when o rgan iza t iona l  s u r v i v a l  i s  a t  stake. The 

recent  c o n f l i c t  between the Un i ted  Farm Workers Organizat ion and the Team- 

s t e r s  Union i n  the f i e l d s  o f  C a l i f o r n i a  i l l u s t r a t e s  the i n t e n s i t y  t h a t  such 

c o n f l i c t  can reach. C o n f l i c t  between the AFT and the  NEA i n  many school 

d i s t r i c t s  and co l leges demonstrates the same process i n  a m i l d e r  form.' 

I n  these cases, organizat ions depend upon membership enro l lment  i n  o rde r  t o  

win recogn i t i on  from a u t h o r i t i e s .  The l o s e r  i n  these b a t t l e s  i s  n o t  ecc red i t -  

ed as a bargain ing agent and must leave the scene. 

lltil i z i n g  ou r  resource m o b i l i z a t i o n  l o g i c ,  then. and viewing the s o c i a l  

wor ld  from the  p o i n t  o f  view o f  a p a r t i c u l a r  SMO h i g h l i g h t s  the p o s s i b i l i t i e s  

o f  c o n f l i c t  between i t  and o t h e r  SMOs o f f e r i n g  s i m i l a r  products. But  the  

r e l a t i v e  lack  o f  c o n f l i c t  and the  ex ten t  o f  cooperation among r e l a t e d  SMOs 

then c a l l s  f o r  some explanat ion.  How can we account f o r  cooperation between 

SMOs which, a l l  o the r  th ings being equal, ou r  t h e o r e t i c a l  perspect ive leads us 

t o  be1 ieve should be v igorously  competing? 



I 1 1  Cooperation: Exchange, the D i v i s i o n  o f  Labor and Domain Consensus 

I n  the product ion o f  a product o r  the c a r r y i n g  ou t  of s o c i a l  funct ions.  

a s e t  of organizat ions may develop d i f f e r e n t i a t e d  b u t  i n t e r l i n k i n e d  ro les .  

They then e s t a b l i s h  exchange re la t ions .  Here i s  where the emphasis upon ex- 

change, domain consensus and c o n f l i c t  over  domain has become re levan t  t o  

analysts  o f  complex organizat ions.  These re la t ionsh ips  vary i n  t h e i r  import- 

ance t o  the pa r t i es ,  t h e i r  s t a b i l i t y ,  and the amount o f  coord inat ion and mutual 

adjustment t h a t  takes place. To review: 

1. Ad hoc, small  i t e m  exchanges may take p lace i n  which lower- level  

personnel o f  an o rgan iza t ion  f i n d  i t  advantageous t o  u t i l i z e  the 

services, products, o r  f a c i l i t i e s  o r  another organizat ion.  

2. P o l i c y  coord ina t ion  and ru les  governing interchanges are l i k e l y  t o  

emerge when two o r  more organizat ions are dependent upon each o t h e r  

f o r  an important p a r t  of t h e i r  i n p u t  o r  output .  These p o l i c i e s  

and ru les  are l i k e l y  t o  be reviewed by upper- level  personnel i n  

organizat ions.  Where the interchange i s  regu la r  b u t  over changing 

condi t ions o r  issues, interagency committees o r  1 i a i s o n  groups may 

emerge t o  moni tor  the r e l a t i o n s .  

3.  Cooperative r e l a t i o n s  occur  t o  the ex ten t  t h a t  the s k i l l s ,  com- 

petencies, tasks, and p r i ces  o f  the par tners t o  the exchange a re  

agreed upon by a l l  p a r t i e s  ( t h i s  i s  what i s  meant by domain consensus). 

4. Where s t a b l e  re la t i onsh ips  have emerged w i t h  h i g h l y  d i f f e r e n t i a t e d  

b u t  i n t e r l i n k e d  domains, the o rgan iza t iona l  par tners may exchange 

in format ion and moni tor  t h e i r  environments f o r  mutual enhancement. 

5. I n  some cases, cooperating organizat ions may s e t  up j o i n t  organiza- 

t i o n s  o r  pro jects . '  As opposed t o  coord inat ion,  the j o i n t  program 

involves some autonomy o f  a c t i o n  f o r  the personnel o f  the  j o i n t  

program; i n  essence a new o rgan iza t ion  i s  created. 

These cooperative re la t i onsh ips  occur i n  both the p ro f i tmak ing  and non- 

p r o f i t  sectors.  And a nurnber o f  researchers have pursued a desc r ip t i on  o f  

the r o l e  o f  i n t e r l o c k i n g  boards o f  d i rec to ra tes  i n  the business sectors,  

showing t h e i r  widespread occurrence, t h e i r  pat terned nature, and specu la t ing  

upon t h e i r  probable r o l e  i n  coord ina t ing  the in te r -o rgan iza t iona l  sector .*  

There have a lso  been studies o f  j o i n t  ventures i n  the f o r - p r o f i t  and non- 

p r o f i t  sectors.  

Other researchers, such as Donhoff (1976). have explored s o c i a l  r e l a t i o n s  

between the leaders o f  p r i v a t e  sec to r  organizat ions,  again showing widespread 

contact  and extensive communication a l l ow ing  the development o f  i n te r -o rgan i -  

za t iona l  undertakings about cooperative ventures. F i n a l l y ,  severa l  analysts  

have argued t h a t  p r i v a t e  sec to r  organizat ions have cooperated i n  the develop- 

ment o f  c e r t a i n  federa l  regu la to ry  agencies as a means o f  reducing compet i t ion 

and o f  s t a b i l i z i n g  indus t ry  operation. 

Fol lowing such leads the re  are a number o f  fac to rs  we can i s o l a t e  which 

serve t o  f a c i l i t a t e  and shape cooperation among SMOs. We s h a l l  discuss severa l  

o f  these: task s p e c i a l i z a t i o n ,  s o c i a l  con t ro l ,  i n t e r l o c k i n g  boards o f  d i r e c t o r s ,  

over lapping membership const i tuencies , and inducements from author1 t i e s  and 

e l i t e s .  Each o f  these fac to rs  may produce e i t h e r  formal o r  in formal  cooperation. 

A. Task Spec ia l i za t ion  

l lhere an S M I  i s  f a i r l y  w e l l  establ ished,  comprised o f  several d i f f e r e n t  

SMOs , informal domain agreements and exchanges emerge. They emerge usual l y  

between those organizat ions shar ing r e l a t i v e l y  s i m i l a r  conceptions o f  goals 

and a l lowable t a c t i c s .  F i r s t .  SMOs may agree upon geographic and func t iona l  

t u r f .  Basic t o  domain consensus are economies o f  exper t i se  and closeness o f  

cons t i tuen t  re la t ionships.  On the one hand, l e g a l  organizat ions,  lobbying 



and in fo rmat ion  groups, and o the r  techn ica l  serv ices develop w i t h i n  s p e c i f i c  

SMls and consequently have a v a i l a b l e  an exper t i se  which o t h e r  SMOs i n  the SMI 

would f i n d  d i f f i c u l t  and expensive t o  dupl icate.  On the o t h e r  hand, the h i g h l y  

techn ica l  groups r a r e l y  develop s t rong  l i n k s  t o  const i tuents.  Hypothesis 7: 

Domain agreements are more l i k e l y  t o  be reached a l l ow ing  extended cooperation 

among SMOs w i t h  d i f f e r e n t  b u t  n o t  con t rad ic to ry  task spec ia l i za t ions  than among 

those whi th  pursue goals w i t h  s i m i l a r  t a c t i c a l  formulas. Although SCLC employed 

lawyers, they l a r g e l y  protected the organizat ion and i t s  leaders from a r res t .  

We know t h a t  c l e a r  domain agreements ex is ted  between CORE and the NAACP dur ing  

the "Freedom Rides" i n  the South, where the NAACP s t r a i n e d  i t s  resources t o  

prov ide l e g a l  defense f o r  CORE members a r res ted  i n  l o c a l  areas (Meier and 

Rudwick, 1973). We suspect t h a t  a s i m i l a r  exchange r e l a t i o n s h i p  developed 

a t  the he igh t  o f  the c i v i l  r i g h t s  movement between the  SCLC and both the ACLU 

and the NAACP Legal Defense Fund. 

B. External  Socia l  Contro l  

Hypothesis 8: Socia l  c o n t r o l  produces increased cooperation among SMOs, 

when the s o c i a l  con t ro l  e f f o r t s  threaten the very ex is tence o f  a number o f  

m. Violence. l e g a l  r e s t r i c t i o n s  upon opera t ing  procedures, and a r res ts  

n o t  on ly  commit SMO const i tuents t o  t h e i r  own SMOs (Gerlach and Hine, 1970), 

b u t  a l so  c o m i t  SMOs w i t h i n  the same SMI t o  one another. This i s  a p a t t e r n  

which appears ' i n  even broader contexts ,  sometimes even i n c l u d i n g  SMOs from 

diverse SMIs i n  momentary cooperative ventures. For instance, the Japanese 

invasion l e d  t o  uneasy cooperation between the N a t i o n a l i s t s  and the Comnunists 

i n  China dur ing World War 11. The Berkeley Free Speech Movement (FSM) a t  the 

Un ive rs i t y  o f  C a l i f o r n i a  i s  another example o f  a c o a l i t i o n  which formed as a 

response t o  an outs ide threat .  The FSM grew ou t  o f  an attempt by a u t h o r i t i e s  

t o  r e s t r i c t  off-campus p o l i t i c a l  organiz ing by on-campus organizat ions.  A wide 

v a r i e t y  o f  organizat ions w i t h  sometimes r e l a t e d  and sometimes d ispara te  

goals coalesced when t h e i r  base o f  operat ions was threatened. O r i g i n a l l y  

the Un i ted  Front  was formed which even tua l l y  became the FSM. The Un i ted  

F ron t  inc luded a l l  three campus Republican groups along w i t h  a r i gh t -w ing  

conservat ive soc ie ty  and a wide a r ray  o f  l e f t  groups (Draper. 1964). 

Socia l  c o n t r o l  engenders the same k i n d  o f  cooperation between SMOs w i th -  

i n  the same SMI. P o l i t i c a l  t r i a l s  r e g u l a r l y  have such an e f f e c t .  The 

notor ious t r i a l s  o f  W W I  leaders du r ing  the 1920's served t o  develop coopera- 

t i v e  r e l a t i o n s  between organizat ions which normal ly  worked a t  arm's leng th  

from one another (Dubofsky, 1969). The cooperat ive defense funds which 

normal ly  a r i s e  i n  such circumstances serve t o  i n f o r m a l l y  l i n k  SMOs t o  one 

another. An unintended e f f e c t  o f  such t r i a l s  when they are badly  managed 

(as i n  the  Uni ted States du r ing  the 1960's and i n  pre-revolut ionary Russia) 

i s  t o  develop bonds between leaders o f  d iverse SMOs, thereby s e t t i n g  the 

stage f o r  f u t u r e  cooperat ive ventures. 

C. Overlapping Const i tuencies 

Boards: Much l i k e  modern corporat ions,  many i n c l u s i v e  SMOs i n  modern 

soc ie ty  develop boards o f  d i r e c t o r s  o r  adv isory counci ls .  These boards 

serve var ious purposes i n c l u d i n g  p rov id ing  l e g i t i m a t i o n ,  p rov id ing  l i n k s  w i t h  

var ious const i tuencies,  techn ica l  and p o l i t i c a l  advice t o  SMO leaders, and 

p rov id ing  l i n k s  t o  var ious e l i t e  and i n s t i t u t i o n a l  funding sources. 'We are 

n o t  aware o f  a systematic eva lua t ion  o f  boards o f  t h i s  type, b u t  a quick look 

a t  boards w i t h i n  any SMI shows extensive over lapping membership--or i n  recent  

parlance, i n t e r l o c k s .  For instance, the  leaders o f  one SMO may be found on 

the board o f  d i r e c t o r s  o f  s i m i l a r  SMOs. D i g n i t a r i e s  such as Ramsey Clark o r  

Benjamin Spock can be found on a wide v a r i e t y  o f  boards. I t  may be poss ib le  

t o  descr ibe in ter -SMI and SMO r e l a t i o n s  by inspec t ing  the amount of i n t e r -  

lock, muchas t h i s  has been attempted by analysts  o f  the corporate wor ld  i n  



modern America. Of course, such i n t e r l o c k s  can a lso  be used t o  i n f e r  i n t e -  

g r a t i o n  i n t o  the l a r g e r  soc ie ty  by a t tend ing  t o  the o the r  pos i t i ons  h e l d  by 

members. 

m o t h e s i s  9: The more the i n t e r l o c k s ,  the g rea te r  the cooperation 

among SMOs. The perspect ive o f  the board member who s i t s  on the  boards o f  two 

s i m i l a r  SMOs ought t o  i n c l i n e  t h a t  i n d i v i d u a l  toward counsel ing cooperation i n  

goal p u r s u i t .  Though board members are normal ly  i n  a formal p o s i t i o n  of 

approving the behavior o f  the SMO, we suspect t h a t  these boards, l i k e  corporate 

boards, are o f t e n  r a t h e r  less than vigorous. However, the  c i r c u l a t i o n  o f  

i n fo rmat ion  i n  these s e t t i n g s  ought t o  keep each SMO so l i n k e d  abreast o f  the 

a c t i v i t i e s  o f  the c loses t  competi tors f o r  resources. Fol lowing what we know 

o f  s i m i l a r  processes i n  the corporate sec to r  (Oomhoff, 1974), we would n o t  be 

surpr ised t o  f i n d  the  ex is tence o f  water ing holes (such as Stewart Mo t t ' s  

Townhouse across from the Supreme Court i n  Washington. O.C.) where those who 

occupy extensive i n t e r l o c k i n g  pos i t i ons  gather  s o c i a l l y .  I t  i s  known, f o r  

instance, t h a t  leaders o f  the C i v i l  R ights  movement i n  the South convened a t  

the Highlander Folk  Center i n  Tennessee, and l a t e r  i n  Kentucky. These informal 

groupings should serve t o  f u r t h e r  coord inate the a c t i v i t e s  o f  SMOs w i t h i n  an 

SMI and r e l a t i o n s  between i d e o l o g i c a l l y  l i n k e d  ~ ~ 1 s . ~  

Memberships: As we noted above, many c i t i z e n s  belong t o  a number of 

vo luntary associat ions,  and a subset o f  them belongs t o  a number of SMOs. Con- 

sequently, any SMO should have some s e t  o f  i t s  cons t i tuen ts  who belong t o  o the r  

r e l a t e d  and o the r  apparent ly  un re la ted  SMOs. We could character ize SMOs by 

the1 r degree o f  over lapping const i tuencies;  the i n c l u s i  ve/exclusive dimension 

inc ludes the end o f  t h i s  continuum as one o f  i t s  elements. Hypothesis 10: The 

more SMOs have over lapping const i tuencies , the more they should be constra ined 

toward cooperation. (However, where we normal ly  r e f e r  t o  the  i n c l u s i v e  SMO as 

a " f ron t  group," the  cooperation i s  induced through i n f i  1 t r a t i o n .  ) Though n o t  

as d i r e c t l y  as i n t e r l o c k i n g  boards of d i rec to rs ,  over lapping memberships ought 

t o  prov ide comnunication between a f f e c t e d  SMOs. 

Overlapping memberships have d i f f e r e n t  sources and consequences a t  

na t iona l  and l o c a l  l e v e l s .  I n  l o c a l  organizat ions,  o r  chapter o f  na t iona l  

organizat ions,  c l u s t e r s  of people may belong t o  a number o f  s i m i l a r  organiza- 

t i o n s  which pursue s i m i l a r  bu t  d i s c r e t e  goals. The c l u s t e r i n g  i s  created through 

in te rpersona l  networks. Meier and Rudwick (1973) descr ibe the  operat ion o f  

CORE and the  NAACP i n  the  South dur ing the  he igh t  o f  the C i v i l  R ights  movement 

o f  the 1960's as one commonly marked by over lapping membership a t  the l o c a l  

l e v e l .  I n  some circumstances there was almost complete over lapping membership. 

hence t a c t i c a l  cooperation was guaranteed. 

Nat ional  organizat ions w i t h  i n c l u s i v e  and non-federated o r  on ly  p a r t l y  

federated cons t i tuen ts  may f i n d  themselves i n  a s i t u a t i o n  where many o f  t h e i r  

cons t i tuen ts  ho ld  memberships i n  s i m i l a r  SMOs created through interchanged 

membership l i s t s .  McFarland (1976) shows, f o r  instance, t h a t  approximately 30 

percent o f  the members o f  Common Cause are a l s o  members of the League of 

Women Voters. There i s  extensive over lap between the membership o f  

the Nat ional  Abor t ion Rights  Act ion League (NARAL) , Planned Parenthood, and 

the Nat ional  Organizat ion o f  Women (NOW) (Personal Comnunication). Some o f  

t h i s  over lap appears t o  occur when the same o r  s i m i l a r  m a i l i n g  l i s t s  are used 

i n  s o l i c i t a t i o n s  f o r  membership i n  p a r a l l e l  SMOs. SMOs loan o r  r e n t  t h e i r  

l i s t s  t o  one another. SMOs may a l s o  con t rac t  w i t h  a s i n g l e  f i r m  t o  handle 

s o l i c i t a t i o n s ,  and the same pool of l i s t s  may be used. We would expect. fo r  

instance, t h a t  R ichardV iguer ie ' s  c e n t r a l i t y  as a m a i l i n g  f i r m  f o r  organizat ions 

on the  r i g h t  would serve t o  increase the l i k e l i h o o d  o f  over lapping memberships 

between s i m i l a r  conservat ive organizat ions.  The e x t e n s i t y  o f  the overlaps 

should cons t ra in  p o t e n t i a l  c o n f l i c t  between such organizat ions.  Membership 



surveys are n o t  a l l  uncommon among such organizat ions,  so i t  i s  reasonable t o  

assume t h a t  many leaders a re  aware of such overlaps. Since such membership 

i s  q u i t e  unstable (many organizat ions w i t h  a mai l  order  membership experience 

less than 50 percent renewals each year) ,  one would expect leaders t o  be 

r a t h e r  c a r e f u l  t o  show appropr ia te cooperation, w h i l e  a t  the same t ime r e t a i n -  

i n g  Images o f  product d i f f e r e n t i a t i o n .  

D. E . l l t e  and Th i rd  Par ty  Constra in ts  

F i n a l l y ,  cooperation between SMOs may be encouraged by a u t h o r i t i e s  and 

e l i t e  i n s t i t u t i o n s .  During the  days o f  the Johnson admin is t ra t ion ,  the Pres i -  

dent he ld  many meetings w i t h  " C i v i l  R ights  Leaders." Though there was exten- 

s i v e  c o n f l i c t  between some of these groups a t  times, some element o f  coopera- 

t i o n  was encourqged as the  leaders o f  SNCC and the more moderate c i v i l  r i g h t s  

groups maintained t i e s  through the o f f i c e s  o f  the President. Churches and 

foundations which support the s o c i a l  movement sec to r  r e g u l a r l y  c a l l  f o r  

cooperation between SMOs pursuing s i m i l a r  goals. Such i n s t i t u t i o n a l  funders 

most l i k e l y  h o l d  e f f i c i e n c y  v i s ions  o f  goal accomplishment, and from t h e i r  

vantage p o i n t  c o n f l i c t  i s  counterproductive. When i n  the business o f  pro- 

v i d i n g  resources, such i n s t i t u t i o n s  can back up such encouragement w i t h  

th rea ts  and ac tua l  sanctions. Deal ing w i t h  a small  number.of funders o r  

a u t h o r i t i e s  puts con t rad ic to ry  pressures on SMOs; i t  heightens c o n f l i c t  

because zero-sum s i t u a t i o n s  are created, b u t  i t  a l s o  creates a demand f o r  

cooperation. Hypothesis 11: I f  the funding i n s t i t u t i o n  i s  s e l e c t i n g  one 

among many proposals from d i f f e r e n t  SMOs, c o n f l i c t  i s  encouraged; if c o a l i -  

t i o n s  grants  are being made, cooperation i s  encouraged. 

SMOs i n  modern soc ie ty  are l i n k e d  t o  one another and t o  o the r  organ- 

i z a t i o n s  i n  a wide v a r i e t y  o f  ways. These l inkages serve t o  mute the con- 

f l i c t  which might  be expected from a conception o f  SMOs as j u s t  organiza- 

i s o l a t e d  from widespread l inkages where we would expect t o  f i n d  more ran- 

corous inter-SM0 c o n f l i c t .  

E .  Al l iances,  Car te ls ,  Federations, and Mergers 

Organizations n o t  on ly  cooperate and exchange, they sometimes form supra- 

organizat ions--car te ls ,  federations, a l l i ances ,  and mergers. These forms o f  

o rgan iza t iona l  behavior have been ex tens ive ly  discussed by o rgan iza t iona l  

analysts .  I n  the merger, two o r  more formal ly  separate organizat ions combine 

i n t o  one new organizat ion;  the merger can occur by mutuai consent o r  through 

a h o s t i l e  takeover. I n  the federat ion,  u n i t s  r e t a i n  t h e i r  i d e n t i t y  b u t  g i v e  

up c e r t a i n  d i sc re t ionary  r i g h t s  t o  the new organizat ion,  or ,  i n - t h e  dominated 

a l l i ance ,  t o  one o f  the component u n i t s .  Federations and a l l i ances  d i f f e r  i n  

t h e i r  depth and purposes. Indeed the r e l a t i v e l y  permanent coord ina t ion  o f  

p o l i c i e s  discussed above can be considered one form o f  a l l i a n c e .  The forma- 

t i o n  of a l l i ances ,  however, i s  a l s o  l i k e l y  t o  r e s u l t  from the necessi ty  of 

deal ing w i t h  a powerful (monopol is t ic )  resource p rov ide r  o r  buyer. Pub l i c  

and p r i v a t e  organizat ions o f f e r i n g  s i m i l a r  serv ices and products may need 

" t rade associat ions"  t o  represent them t o  the outs ide world. 

F i n a l l y ,  a wide v a r i e t y  o f  p r i v a t e  sec to r  organizat ions may cooperate i n  

ad hoc a l l i a n c e s  when an outs ide t h r e a t  o r  a p o t e n t i a l  ou ts ide  advantage i s  

perceived. Examples a re  a l l i ances  formed t o  counter  federa l  t a x a t i o n  and 

labor  p o l i c i e s .  

A managerial technocrat  might  see i n  the p le tho ra  o f  SMOs i n  an i n d u s t r y  

a magni f icent  oppor tun i t y  f o r  r a t i o n a l i z a t i o n  by merger. A f t e r  a l l ,  economies 

o f  scale would r e s u l t  from the merger o f  these small ,  i n e f f i c i e n t  organizat ions.  

And j u s t  t h i n k  how much s impler  i t  would be i f  the  movement spoke w i t h  one 

voice! But an o rgan iza t iona l  r e a l i s t  such as James Q. Wilson (1973) would su re ly  

p o i n t  ou t  t h a t  the managerial technocrat i s  both unwise and naive. Naive, because .. 

t i o n s  seeking s u r v i v a l  and growth. It i s  those organizat ions which are 



the technocrat assumes t h a t  e f f i c i e n c y  i s  a prime concern o f  SMO leaders 

when i t  i s  not, and because they miss the s t rong  d r i v e  t o  organizat ional  

maintenance o f  leaders and t h e i r  key const i tuents.  Unwise, because they 

assume t h a t  speaking w i t h  one vo ice increases the e f fec t i veness  o f  the  move- 

ment when i n  f a c t  the ef fect iveness o f  a movement, both i n  m o b i l i z i n g  support 

and a t t a i n i n g  change, may be a ided by having many organizat ions.  Moreover, 

as Gerlach and Hine (1970) demonstrate, the re  are major advantages . t o  having 

d i v e r s i t y  w i t h i n  an SMI: d i v e r s i t y  al lows f o r  innovat ion i n  t a c t i c s  and makes 

i t  d i f f i c u l t  f o r  a u t h o r i t i e s  t o  t a r g e t  soc ia l  c o n t r o l  e f f o r t s .  

But i d e o l o g i c a l l y  compatible SMOs do form a l l i ances  and mergers under 

specia l  sets  o f  circumstances. SMOs w i l l  j o i n  together  f o r  specia l  events. 

Marches and mass demonstrations are o f t e n  run i n  consort ium fashion w i t h  

several d i f f e r e n t  organizat ions m o b i l i z i n g  const i tuencies and i n t e r l i n k e d  ne t -  

works. J o i n t  p lanning and ad hoc l i a i s o n  comnittees are used f o r  these occa- 

sions. Our conception o f  i deo log ica l  leadership and Olson's theory (1965) o f  

the con t r ibu t ions  o f  organizat ions t o  the p r o v i s i o n  o f  c o l l e c t i v e  goods leads 

us t o  be l ieve  tha t :  Hypothesis 12: The leading o r  dominant organizat ion i n  a 

movement w i l l  make con t r ibu t ions  g rea te r  than i t s  p ropor t i ona l  share o f  re -  

sources t o  ca r ry ing  ou t  l a rge  events f o r  specia l  purposes. 

Although c o a l i t i o n s ,  both formal and in formal ,  are common, mergers between 

SMOs seem r e l a t i v e l y  rare.  One cond i t i on  which seems t o  spur merger i s  the 

same one which can a lso  spur b i t t e r  c o n f l i c t ,  and t h a t  i s  between competing 

labor  SMOs. The Uni ted Farm Workers Organizat ion i d e n t i f i e d  w i t h  Cesar Chavez, 

f o r  instance, was formed ou t  o f  two e t h n i c a l l y  d i s t i n c t  SMOs, and the merger 

o f  the A.F. o f  L. and the C.1.0. i s  w e l l  known. The cond i t i on  o f  l abor  repre- 

sen ta t ion  seems t o  o f f e r  an incen t i ve  f o r  both c o n f l i c t  and merger which does 

n o t  normal ly  e x i s t  t o  the  same ex ten t  i n  o the r  SMIs. 

As we noted above, monopoly funders may requi re,  as p a r t  o f  t h e i r  comnit- 

ment t o  fund, u n i t e d  a c t i o n  o r  programs on the p a r t  o f  SMOs, o r  a t  l e a s t  the 

working ou t  of domain agreements. I n  t h i s  sense, funders may have a techno- 

c r a t i c  b ias t h a t  may o r  may n o t  correspond w i t h  o rgan iza t iona l  e f fect iveness.  

Monopoly funders a l s o  create formal a l l i a n c e s  as d i d  the Ford Foundation i n  

i t s  funding of the  Southwest Counci l  o f  La Raza (Goulden, 1971: p. 270 f f . ) .  

This counc i l  was designed t o  fund and d i r e c t  l o c a l  boards drawn from e x i s t i n g  

Ilexican-American organizat ions i n  a number o f  s ta tes  t o  create un i ted  ac t ion .  

S i m i l a r l y ,  po l  i t i c a l  power-holders may impose an a l l i a n c e  because they want t o  

know t o  whom they can speak--who represents the movement. On the SMO s ide.  

u n i f i c a t i o n  comes about because the SMO's leaders r e a l i z e  the  e l i t e  w i l l  p i c k  

up on d i v i s i o n s  and magnify them, o r  w i l l  n o t  know t o  whom t o  l i s t e n .  A re -  ' 

l a t e d  environmental press toward the fo rmu la t ion  o f  a l l i a n c e s  i s  the need t o  

present a u n i t e d  f r o n t  i n  lobbying a c t i v i t i e s .  Lawson's (1978) d e s c r i p t i o n  o f  

the development o f  federat ions o f  tenant organizat ions i n  New York C i t y  i n  

recent  years seems t o  represent such a process. The s t a t e  l e g i s l a t u r e  pro- 

v ided n o t  on ly  the p o t e n t i a l  f o r  s ta tu tes  a f f e c t i n g  comnon goals, b u t  a l s o  

resource f lows t o  var ious organizat ions engaging i n  tenant  act ions o f  a d i ve rse  

nature. 

A l l i ances  may o f t e n  come about as the SMO scents v i c t o r y ;  then coord inated 

a c t i o n  t o  achieve goals has a h igher  p r i o r i t y  than o rgan iza t iona l  maintenance. 

Besides, a t  such times o rgan iza t iona l  maintenance i s  n o t  under th rea t ,  and 

money and resources tend t o  be e a s i l y  mobi l ized.  But a t  such t imes no one 

worr ies about ac tua l  mergers. On the  o the r  hand, mergers are o f t e n  suggested 

i n  d e c l i n i n g  movements; then mergers may represent  the  on ly  mechanism f o r  

mainta in ing a v iab le  organizat ion.  

L e t  us mention one o the r  form o f  a l l i a n c e ,  the popular  f r o n t .  It represents 

a c o a l i t i o n  o f  l ike-minded SMOs against  a c lea r -cu t  countermovement group. We 



suspect t h a t  : Hypothesis 12: The more c lea r -cu t  and vigorous the countenove-  

ment, the eas ie r  i t  i s  t o  mob i l i ze  an a l l i a n c e .  The need f o r  a  u n i f i e d  defense 

transcends ideo log ica l  d i f ferences.  The Southern Conference f o r  Human Welfare 

represents j u s t  such an a l l i ance .  Formed i n  1938, Krueger says, 

The Southernconference was n o t  a  Comnunist Front  (as many had 

charged), b u t  a  popular f r o n t ,  a  conglomeration o f  i n d i v i d u a l s  

. from organizat ions as d iverse as the B a p t i s t  Church and the 

Comnunist p a r t y  un i ted  about a minimum program on which a l l  o f  

the cons t i tuen t  fac t ions  could agree. That minimum program aimed 

a t  r e p a i r i n g  the defects o f  American Capital ism, b r i n g  the South 

up t o  the economic and s o d a 1  standards o f  the r e s t  o f  the  

country, and f i n a l l y  ob ta in ing  elementary j u s t i c e  f o r  American 

Negroes (p. 181). 

Of course, a l l i a n c e s  may stem from common ideo log ica l  p r e s c r i p t i o n  o f  ta rge ts  

as w e l l .  

I V  Fact ional ism 

Both economists and soc io log is ts  have a b loodless conception o f  i n t e r -  

o rgan iza t iona l  r e l a t i o n s .  And the  soc io log is ts ,  oddly enough, tend t o  ignore 

power imbalances i n  these r e l a t i o n s .  The language o f  domain consensus tends 

t o  assume t h a t  the  par tners have shared o r  a t  l e a s t  non-con f l i c t i ng  goals. 

But organizat ions may wish death on one another; they may want t o  absorb the 

other ,  take over i t s  domain, squash the compet i t ion.  As we have noted the 

g rea te r  the commitment t o  a z e a l o t ' s  view o f  the proper s t a t e  o f  the world, 

and the less  e f f e c t i v e  the c o n t r o l  o f  competi t ion, the  more one can expect 

i l l e g i t i m a t e ,  v i o l e n t ,  and deadly i n te ro rgan iza t iona l  r e l a t i o n s .  F i n a l l y ,  one 

o the r  aspect o f  i n te ro rgan iza t iona l  r e l a t i o n s  deserves mention. e o r g a n i -  

za t iona l  r e l a t i o n s  may emerge from *organizational fac t iona l i sm.  Espec ia l l y  

i n  soc ia l  movements (see Zald and Ash, 1966, and Gamson, 1975), fac t iona l i sm i n  

SMOs may lead  t o  s p l i t s  and the formation of new organizat ions.  A s i m i l a r  

process occurs i n  o the r  organizat ions when p r i n c i p a l s  (par tners,  sen io r  execu- 

t i v e s )  s p l i t ,  t ak ing  resources and repu ta t ions  w i t h  them. 

Fact ional ism i s  probably the  v a r i e t y  of inter-SMO r e l a t i o n s  which has 

received the most note h i s t o r i c a l l y .  Probably as a r e s u l t  o f  the  extensive 

fac t iona l i sm w i t h i n  l e f t ,  s e c t - l i k e  organizat ions dur ing the 1930's i n  the 

Uni ted States, the impression was l e f t  t h a t  exc lus ive  SMOs are more l i k e l y  t o  

develop fact ions,  leading t o  the amoeba-like growth of new SMOs. Gamson's 

(1975) evidence on 53 SMOs suggests t h a t  exc lus ive  organizat ions are no more 

l i k e l y  t o  fac t ion  than are i n c l u s i v e  organizat ions.  I t  may be the case t h a t  

the impression der ives from the f a c t  t h a t  b i t t e r  c o n f l i c t  tends t o  occur 

between newly-formed SMOs o f  the exc lus ive v a r i e t y  w i t h  the parent  organizat ion,  

w h i l e  b i t t e r  c o n f l i c t  i s  n o t  so l i k e l y  when i n c l u s i v e  SMOs s p i n  o f f  f ac t ions .  

The impression comes, then, from the a f t e r - s p l i t  behavior o f  the SMO. Some 

sub-set o f  the cons t i tuen ts  o f  an SMO may s p l i t  o f f  t o  form a new SMO r e l a t i n g  

t o  s i m i l a r  goals f o r  a  number o f  reasons. and under a number o f  d i f f e r e n t  

condi t ions.  

The o rgan iza t ion  o f  Afro-American Un i t y .  Malcolm X's organizat ion,  repre- 

sented an o f f - shoo t  from the Black Muslims of E l i j a h  Muhanunad. The new organi -  

za t ion  inc luded severa l  members o f  the  Muslims, and was c l e a r l y  viewed by the 

Muslims as a compet i tor  f o r  t h e i r  exc lus ive  members. The b i t t e r  c o n f l i c t  

which occurred between these two organizat ions f i t s  o l d e r  impressions o f  the 

process o f  fac t iona l i sm.  

The Students f o r  a  Democratic Society  represent a somewhat d i f f e r e n t  

case (Sales, 1973). O r i g i n a l l y  a  youth arm of the League f o r  I n d u s t r i a l  Oemo- 

cracy, they s p l i t  o f f  from the parent  body when the p r i c e  o f  a  s tab le  resource 

f l ow  was non-deviat ion from the operat ing t a c t i c s  and, espec ia l l y ,  membership 

c r i t e r i a  o f  the LID. Ne i the r  o rgan iza t ion  was exc lus ive  i n  s t ruc tu re ,  and, 



though pursuing somewhat s i m i l a r  goals, the two organizat ions d i d  no t  compete 

fo r  the same const i tuency o r  engage i n  open c o n f l i c t .  

Another case, again q u i t e  d i f f e r e n t ,  i s  t h a t  o f  the s p l i t t i n g  o f f  from 

the S i e r r a  Club o f  the Friends o f  the  Ear th (FOE). This o rgan iza t ion  was 

created a f t e r  a f a c t i o n  o f  the leadership of the S i e r r a  Club l o s t  several 

debates about t a c t i c s .  The forming o f  the  new organizat ion was n o t  an occasion 

fo r  acrimony, however, and the  parent  o rgan iza t ion  l e n t  the new o rgan iza t ion  

i t s  n a i l i n g  l i s t ,  as FOE attempted t o  r e c r u i t  a const i tuency which backed up 

i t s  more aggressive lobbying t a c t i c s  (Wagner, 1972). FOE seems t o  have drawn i t s  

const i tuency impor tan t l y  from the const i tuency o f  the parent  organizat ion,  and 

the two SMOs have cooperated i n  a number o f  j o i n t  a c t i v i t e s  since. Here, two 

i n c l u s i v e  organizat ions,  the  second a r e s u l t  o f  fac t iona l i sm w i t h i n  the parent  

body, have n o t  engaged i n  b i t t e r  c o n f l i c t ,  and i n  f a c t  have cooperated r a t h e r  

extensive ly .  FOE has received grants  from i n s t i t u t i o n a l  funders f o r  opera- 

t i o n a l  expenses, e s p e c i a l l y  du r ing  i t s  e a r l y   phase^.^ 

These th ree  cases suggest: Hypothesis 14: When f a c t i o n a l  ism and the s p i n n i n g  

o f f  o f  new SMOs occurs, the ex ten t  o f  e x c l u s i v i t y  o f  membership and the ex ten t  

o f  i n t e g r a t i o n  i n t o  a wider a r ray  o f  non-SMO orqanizat ions are both r e l a t e d  t o  

the ex ten t  o f  a f t e r - s p l i t  c o n f l i c t .  

Conclusions 

Inter-SM0 r e l a t i o n s  are a c e n t r a l  dynamic o f  any s o c i a l  movement. Whether 

one reads the h i s t o r y  o f  the making o f  the Russian r e v o l u t i o n  o r  the spread o f  

evangel ica l  C h r i s t i a n i t y ,  the  p a t t e r n  o f  c o n f l i c t  and cooperation leaps t o  the  

eye. The resource m o b i l i z a t i o n  perspect ives '  focus upon SMIs l e d  us t o  ask 

how i n t e r a c t i o n  w i t h i n  i n d u s t r y  p a r a l l e l s  the forms and dynamics of organiza- 

t i o n a l  i n t e r a c t i o n  found i n  the l i t e r a t u r e  o f  economics and the soc io logy o f  

complex organizat ions.  The p a r a l l e l s  are s t r i k i n g .  

Only the naive assumption t h a t  SMOs a l l  share a comnon goal and there-  

f o r e  have l i t t l e  i n t e r e s t  i n  c o n f l i c t  and compet i t ion has kept  scholars from 

examining such cen t ra l  processes. I n  add i t i on ,  s ince scholars o f t e n  do case 

s tud ies  o f  s i n g l e  SMOs ( t h e  usual s t y l e  i s  t o  move from a concern w i t h  a move- 

ment t o  a study o f  t h a t  movement's7 dominant organizat ion)  industry-wide 

phenomena a re  usua l l y  t r e a t e d  on ly  i n  passing. 

We have o f f e r e d  a number of hypotheses about the  pressures toward coopera- 

t i o n  and c o n f l i c t  i n  an industry ,  and the forms and permanence o f  these i n t e r -  

act ions.  Obviously, ana lys i s  o f  these processes i s  dependent upon a p r i o r  

desc r ip t i on  of the s t r u c t u r e  of an indus t ry .  Thus another t h e o r e t i c a l  task 

remains: accounting f o r  the d i f fe rences  i n  i n d u s t r y  s t ruc tu re - - the  number. 

size, and market l oca t ions  o f  SMOs i n  an indus t ry .  

Even w i t h  such an analys is ,  our  j o b  would n o t  be f i n i shed .  Although we 

t h i n k  the p a r a l l e l  w i t h  economic processes i s  s t r i k i n g ,  we should remember the 

d i f ferences.  I n  p a r t i c u l a r .  compet i t ion f o r  dominance among SMOs i s  o f t e n  f o r  

symbolic dominance, f o r  d e f i n i n g  the  terms o f  s o c i a l  movement ac t ion .  Socia l  

movement leaders are seeking symbolic hegemony. At  some p o i n t  s o c i a l  movement 

analys is  must j o i n  w i t h  c u l t u r a l  and l i n g u i s t i c  analys is ,  i f  i t  i s  t o  f u l l y  

understand cooperation and c o n f l i c t  i n  i t s  s o c i a l l y  s p e c i f i c  forms. 
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FOOTNOTES 

*We wish t o  thank Roberta Ash Garner, Wi l l i am Gamson and Louis Kr iesberg 

f o r  t h e i r  usefu l  comnents upon e a r l i e r  d r a f t s  o f  t h i s  paper. 

1. Systematic v io lent ,  c o n f l i c t  between competing SMOs i n  such contexts, o f  

course, demands specia l  o rgan iza t iona l  s t ruc tu res .  The Teamsters organi -  

zat ion,  the Black Muslims and Synanon, f o r  instance, possess squads who 

spec ia l i ze  i n  such t a c t i c s .  Most SMOs do not .  

2. See. f o r  instance. P f e f f e r  (1972) and A l l e n  (1974). 

3. M i t c h e l l  and Davies (1978) i n  d iscuss ing environmental movement c o a l i t i o n s  

argue t h a t  newer members o f  p r e - e x i s t i n g  c o a l i t i o n s  i m p l i c i t l y  accept the  

e x i s t i n g  d i v i s i o n  o f  l a b o r  i n  j o i n i n g  them. S t a l l i n g s  (1977) argues t h a t  

the p re -ex is t i ng  s t ruc tu red  r e l a t i o n s  i n  l o c a l  communities a f f e c t s  the  

l i k l  ihood and shape o f  emergent c o a l i t i o n s .  

4. See Aveni (1978) on the NAACP and C u r t i s  and Zurcher (1973) on l o c a l  a n t i -  

pornography campaigns f o r  examples o f  the importance t o  SMOs of l inkages 

t o  i n d i v i d u a l s  and organizat ions both w i t h i n  and beyond p a r t i c u l a r  SMIs. 

5. M i t c h e l l  and Davies (1978) p o i n t  t o  the  importance o f  comnon headquarters 

l oca t ions  i n  Washington, O.C. as w e l l  as sporadic  conferences o f  profession- 

a l  s t a f f s  f o r  the cooperat ive e f f o r t s  o f  many na t iona l  environmental 

organizat ions.  

6. Later ,  i n  fact ,  FOE s p l i t  again when some s t a f f  members l e f t  t o  form the 

Envtronmental P o l i c y  Center, designed as a lobbying group w i thou t  members 

(Wagner, 1972). 

7. Even i n  Gamson's (1975) otherwise notable study o f  53 SMOs, sampling procedures 

were used t h a t  l e d  t o  i gnor ing  the p o s i t i o n  o f  SMOs i n  an industry--as 

' if we could study the Russian r e v o l u t i o n  by s tudy ing the Mensheviks alone. 
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