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Preface 

The  ideas  and  analysis  presented  in  this  book  have  been  strongly 

influenced  by  the  works  of  other  social  scientists,  and  they  often  have 

their  ultimate  soiu’ce  in  the  insights  into  social  life  presented  by  social 
philosophers  and  thinkers  of  long  ago.  I   have  tried  to  acknowledge 

my  debts  to  predecessors  by  reference  to,  and  citations  from,  their 

works,  but  there  are  xmdoubtedly  notions  and  conceptions  I   have 

borrowed  from  others  without  being  aware  of  having  done  so,  and 

I   must  apologize  for  faflmre  to  make  proper  acknowledgment  in  these 

cases.  Of  the  many  influences  on  my  thinking,  one  should  be  singled 

out  for  special  recognition  smce  it  is  so  per\'asive  in  the  first  half  of 
this  book  despite  some  fundamental  differences  in  approach;  namely, 

that  of  George  C.  Homans’  Social  Behavior;  Its  Elementary  Forms. 
I   am  indebted  to  the  Center  for  Advanced  Studies  in  the  Behavioral 

Sciences  for  inviting  me  to  spend  a   year  in  the  intellectually  stimulat- 

ing and  physically  delightful  surroundings  it  has  to  offer  and  for  pro- 
wding  me  mth  an  opportunity  to  Avrite  this  monograph,  to  my  fellow 

Fellows  there  in  1962-1963  for  many  stimulating  discussions  ranging 
over  a   Avide  variety  of  topics,  and  to  the  National  Science  Foundation 

for  the  grant  of  a   Senior  Postdoctoral  FelloAvship. 

A   number  of  colleagues  in  sociology  and  related  fields  have  read 

parts,  or  all,  of  the  first  draft  of  this  manuscript  and  made  extenswe 

comments.  I   have  greatly  benefited  from  their  suggestions  and  criti- 
cisms in  making  revisions,  though  I   \mquestionably  did  not  have  the 

sagacity  to  take  full  advantage  of  all  their  insights  and  criticisms.  I 

am  very  grateful  for  such  help  to  HoAvard  S.  Becker,  Zena  S.  Blau, 

EA'sey  Domar,  Erving  Goffman,  Ruth  V.  Heydebrand,  Wolf  Heyde- 
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brand,  George  C.  Homans,  Edward  E. 
 Jonej  Ebhu  Kata,  Duncan 

MacRae,  Arthur  L.  Stinchcombe,  Stanley  H
.  Udy,  Jr.,  and  Hans  Zeisel. 

Finally,  I   want  to  acknowledge  the  
secretarial  assistance  of  Joan 

Wannbrunn,  Ruth  Soltanoff,  and  Jeanne  R
andolph,  as  well  as  Richard 

Gilman  s   assistance  in  preparing  the  inde
x. 

Pimrp  'N/f  Pt  att 

Chicago 

June,  1964 
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Sympses  of  Chapters 

INTRODUCTION,  1 

The  aim  of  the  book  is  the  analysis  of  the  processes  that  govern 

fhe  associations  among  men  as  a   prolegomenon  of  a   theory  of 

social  structure.  The  problem  is  to  derive  complex  from  simpler 

processes  without  the  reductionist  fallacy  of  ignoring  emergent 

properties.  Social  exchange  as  a   central  principle  of  social  life, 

which  is  derived  from  primitive  terms,  and  from  which  complex 

social  forces  are  derived.  The  problem  of  tautology,  and  the 

question  of  whether  the  principles  advanced  are  culture-bound. 
Overview  of  the  chapters  in  the  book. 

CHAPTER  ONE.  THE  STRUCTURE 

OF  SOCIAL  ASSOCIATIONS,  12 

The  study  of  associations.  Simmel’s  approach  contrasted  witli 
Webers  and  Parsons’. 

The  Exchange  of  Social  Rewards,  14 

Social  roots  of  most  human  pleasures  and  of  most  suffering. 

Expectation  of  reciprocation.  “Altruism”  and  “egoism”  in  social 
life.  Significance  of  social  approval.  Rational  conduct;  which 

assumptions  about  it  are  not  made  and  which  ones  are. 

Basic  Processes,  19 

Simple  processes  of  social  association,  rooted  in  primitive  psycho- 

logical processes,  give  rise  to  complex  social  processes.  Social 
XI 
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attraction  promotes  concern  with  impressing  others  and  with 

social  exchange.  Unilateral  exchange  generates  differentiation  of 

power.  The  exercise  of  power,  as  judged  by  norms  of  fairness, 

evokes  social  approval  or  disapproval,  which  may  lead  to  legiti- 

mate organization  and  to  social  opposition,  respectively.  Distinc- 
tive characteristics  of  macrostructures. 

Reciprocity  and  Imhalance,  25 

Equilibrium  forces  on  one  level  are  disequilibrating  forces  on 

another.  Reciprocal  attraction  estabhshed  by  imbalance  in  ex- 

change. Exchange  balanced  through  imbalance  of  power.  Legiti- 
mation reciprocates  for  just  exercise  of  power,  and  opposition 

retaliates  for  unjust,  restoring  balance  but  also  creating  new 
imbalances. 

Conclusions,  SI 

Discussion  proceeds  from  simpler  processes  in  interpersonal  asso- 

ciations to  more  complex  ones  in  large  social  structures.  Impor- 

tance of  social  context  of  interpersonal  relations  illustrated  by 

Simmel’s  analysis. 

CHAPTER  TWO.  SOCIAL  INTEGRATION,  33 

Bonds  of  attraction  unite  individuals  in  a   group.  Processes  of 
attraction. 

Impressing  Others,  S4 

Expectation  of  rewards  makes  association  attractive.  Intrinsically 

rewarding  associations  and  those  that  produce  extrinsic  rewards. 

Intrinsic  attraction  rests  on  fused  rewards.  Strategies  to  appear 

impressive;  taking  risks;  role  distance;  exhibiting  strain  and  ease. 

The  gratification  in  meeting  a   challenge. 

A   Paradox  of  Integration,  43 

Impressive  qualities  make  a   man  attractive  to  a   group  but  also 

pose  a   status  threat  for  the  rest.  Competition  for  social  recognition 

in  early  stages  of  group  formation,  which  can  be  conceptualized 
as  a   series  of  interlocking  mixed  games,  and  which  serves  as  a 
screening  test  for  leadership.  Emergent  differentiation  of  status 

intensifies  need  for  integrative  bonds.  Reversal  of  strategy  from 

appearing  impressive  to  self-depreciation.  Superior  status  is  re- 
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ward  for  instrumental  contributions,  social  acceptance,  for  con- 
tnbution  to  group  solidarity. 

Testing  Some  Inferences,  50 

Data  on  informal  acceptance  among  colleagues.  Experimental 

findmgs  support  and  refine  theory;  pressure  to  become  integrated 

promoted  self-depreciation.  It  led  low-status  subjects,  however, 
to  stress  that  they  have  some  impressive  qualities  as  well  as  to  be 

self-depreciating  in  other  respects,  whereas  high-status  subjects 

insisted  on  their  own  judgment  in  status-relevant  areas  but  com- 
pensated through  concihatory  agreement  with  the  lows  in  other 

areas. 

Conclusions,  56 

Group  formation:  the  interdependence  of  social  integration  and 

differentiation.  Incompatible  conditions  required  for  group  cohe- 
sion produce  integration  paradox.  Feedback  effects  of  social 

processes. 

CHAPTER  THREE.  SOCIAL  SUPPORT,  60 

Group  cohesion  strengthens  normative  control  of  members  and 

social  support  Social  approval  and  attraction  are  two  elements 

of  support. 

Social  Approval,  62 

Significance  of  social  approval  depends  on  its  being  accepted  as 

genuine.  Problems  of  simony  and  prostitution.  Approval  and  re- 

spect: respect  for  a   man  raises  value  of  his  approval;  indiscrimi- 

nate approval  lowers  respect  for  him.  Dilemma  of  approval: 

providmg  support  through  expressing  it,  but  e-xpressing  it  freely 

depreciates  its  value.  Status  differences  and  approval.  Feedbacks 

of  praising  others  on  praiser  s   own  standing  depend  on  structural 

support  of  his  status. 

Attractiveness:  First  and  Second  Impressions,  69 

Approval  of  opinions  and  mutual  attraction.  Attraction  as  general- 

ized approval  of  person.  Self-defeating  first  impressions.  Self- 
fulfilling  first  impressions:  creating  social  reahty  by  investing 

one’s  style  with  value,  living  up  to  expectations  initially  produced; 
bluffing.  Preoccupation  with  impressing  others  impedes  both  ex- 

pressive involvement  and  instrumental  endeavors.  Restraints  im- 
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posed  by  social  approval  are  confined  to  circles  of  significant 
others. 

Excursus  on  Love,  76 

Polar  case  of  intrinsic  attraction,  where  exchange  of  extrinsic 

benefit  is  merely  means  for  expressing  and  winning  intrinsic 

attachment.  Movement  toward  commitment;  flirtation;  testing 

dependence;  advantage  of  lesser  commitment.  Although  expres- 

sions of  affection  stimulate  another’s  love,  freely  granting  them 
depreciates  their  value,  which  is  the  dilemma  of  love.  Social 

pressures  to  withhold  commitment.  The  challenge  of  conquest. 

Alienating  demands  for  commitment.  Conditions  that  encourage 

the  expression  of  affection.  For  a   lasting  attachment  to  develop 
commitments  must  keep  abreast. 

Conclusions,  85 

Parallels  between  approval  and  attraction:  significance  depends 

on  their  being  genuine,  their  being  scarce,  and  other’s  orientation 
to  the  bestower.  A   basic  difference  behveen  the  two. 

CHAPTER  FOUR.  SOCIAL  EXCHANGE,  88 

Homans’  conception.  Exchange  in  simple  societies.  Principles  of 
exchange;  illustrated  with  associations  between  professionals. 

Unspecified  Obligations  and  Trust,  91 

Limits  of  concept  of  exchange.  Reciprocity  as  starting  mechanism. 

Unspecified  obligations  distinguish  social  from  strictly  economic 

exchange.  Social  exchange  depends  on  and  promotes  trust.  No 

exact  price;  fusion  of  various  benefits.  Constraints  to  discharge 
obligations. 

Conditions  of  Exchange,  97 

Significance  of  initial  offer.  Commitments  and  otlier  mechanisms 

to  promote  trust.  Types  of  social  rewards.  Types  of  cost.  Furnish- 

ing social  rewards  at  no  cost.  Social  context  of  exchange:  role  sets; 

interdependencies  in  group  structure;  impingement  of  other  trans- 

actions, Multigroup  aSiliafa'on  resolves  exchange  conflicts  and weakens  social  control. 

Overwhelming  Benefactions,  106 

Gift  exchanges  in  simpler  societies  and  parallels  in  ours.  Obliga- 
tion to  give,  to  receive,  and  to  repay.  Exchange  may  engender 
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peer  relations  or  status  difierences,  since  bestowing  benefactions 

is  a   claim  to  superiority,  which  is  invalidated  by  reciprocation, 

but  which  is  validated  by  failure  to  do  so.  Tributes  to  chiefs  are 

an  exception.  The  role  distance  expressed  by  exchange  rituals. 

Institutionalization  of  exchange  as  basis  of  stratification,  under- 
lying generic  forces. 

Conclusions,  112 

Soeial  exchange  as  intermediate  case  between  pure  calculation  of 

extrinsic  advantage  and  pure  expression  of  intrinsic  affection 

Supplying  benefits  may  lead  to  bonds  between  peers  or  superiority 

over  others,  depending  on  reciprocity.  Common  and  conflicting 
interests  in  associations. 

CHAPTER  FIVE.  DIFFERENTIATION  OF  POWER,  115 

Power  defined  as  control  through  negative  sanctions.  Refinement 

required  by  problem  of  recurrent  rewards. 

Unilateral  Dependence  and  Obligations,  118 

Establishing  power  by  supplying  needed  benefits.  The  four  alter- 

natives to  submission  that  delineate  the  conditions  of  power  im- 
balance: (1)  reciprocation,  (2)  alternative  sources  of  needed 

benefits;  (3)  use  of  force,  (4)  suppression  of  need  for  benefits. 

This  schema  can  be  used  to  specify  the  conditions  of  social  in- 
dependence (strategic  resources,  available  alternatives,  coercive 

force,  and  ideals  lessening  needs),  the  requirements  of  power,  the 

issues  in  power  conflicts,  and  basic  problems  in  the  analysis  of 
social  structure.  The  case  of  coercive  force. 

Competition  for  Status,  125 

The  object  of  competition  in  discussion  groups  shifts  from  speak- 
ing time  to  status,  power,  and  leadership,  and  similar  shifts  occur 

in  other  competitions,  such  as  that  between  firms.  Exchange  rela- 

tions become  differentiated  from  competitive  ones  as  status  be- 
comes differentiated.  Consensus  crystallizes  stratified  structure. 

Distinction  between  the  influence  respect  commands  and  com- 
pliance resting  on  obligations;  the  mixed  case  of  leadership. 

Status  as  Expendable  Capital,  132 

Status  is  expended  in  use  but  can  be  expanded  by  investing  it  at 
risk.  Secure  status  is  source  of  social  rewards  not  accessible  to 

insecure  status.  Power  over  an  entire  collectivity  permits  organ- 
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izing  their  endeavors  to  further  the  pursuit  of  various  objectives. 

Doing  so  entails  the  risk  of  loss  of  power  if  unsuccessful,  but  it 

promises  the  gain  of  greater  power  if  successful.  The  greater  a 

man  s   scope  of  power,  the  easier  it  is  to  take  such  risks,  since  he 

can  insure  himself  against  them  and  thus  reduce  uncertainty. 

Tolerance  is  a   sign  of  strength,  whereas  intolerance  is  an  admis- 

sion of  weakness  that  may  strengthen  the  opponent. 

Conclusions,  140 

Imbalances  of  obligations  produce  differences  in  power.  The 

supply  of  needed  benefits  creates  an  undeniable  claim  to  power 
unless  one  of  four  alternatives  to  submission  exists.  Competition 

and  differentiation.  Influences  that  replenish  and  those  that  de- 

plete obligations.  Democracy,  status  threats,  and  intolerance. 

CHAPTER  SIX.  EXPECTATIONS,  143 

Satisfactions  with  and  reactions  to  social  associations  depend  on 

expectations.  Past  experience  and  reference  standards  influence 

those  expectations. 

Expectations  and  Associations,  145 

Three  types:  general  expectations  of  achievements,  particular  ex- 
pectations of  given  associates,  and  comparative  expectations  of 

profiting  from  social  associations.  Past  attainments  increase  ex- 
pectations and  thus  the  significance  of  further  rewards,  but  the 

attainment  of  increasing  rewards  also  eventually  diminishes  the 

value  (marginal  utility)  of  further  rewards.  American  intellectuals 

illustrate  influence  of  expectations  on  reactions  to  social  rewards. 

Fair  Exchange  and  Reference  Groups,  151 

Going  rates  of  exchange  for  social  benefits;  possible  operational 

measures.  Social  norms  establish  fair  rates  of  exchange,  which 

adjust  long-term  investments  and  “production”  capacities,  analo- 
gous to  the  normal  price  in  economics.  These  norms  superimpose 

a   secondary  exchange  of  fairness  for  approval  upon  the  primary 
one.  The  relative  deprivation  resulting  from  comparisons  with 

more  highly  rewarded  group  members  reflects  a   principle  of 
diminishing  collective  marginal  utility. 

Attachment  and  Immobility,  160 

The  commitments  to  groups  and  organizations  that  are  expected 
of  men  severely  restrict  their  mobility,  as  exemplifled  by  occupa- 
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tional  commitments.  EfiFective  endeavors  in  organized  collectivities 

require  such  commitments,  but  the  immobility  produced  by  them 

impedes  competitive  adjustments  and  has  the  unjust  result  that 

some  individuals  must  pay  the  price  of  these  adjustments  when 

they  do  occur. 

Conclusions,  165 

Attainments  influence  expectations,  and  both  influence  the  value 

of  further  rewards.  Social  experiences,  reference  groups,  and  ex- 
pectations. Required  organizational  attachments  prevent  some 

men  from  receiving  fair  returns  for  their  major  investments. 

CHAPTER  SEVEN.  THE  DYNAMICS  OF  CHANGE 

AND  ADJUSTMENT  IN  GROUPS,  168 

Application  of  marginal  analysis  to  study  of  exchange  and  differ- 

entiation in  groups,  designed  to  illustrate  how  operational  hy- 
pothesis can  be  derived  from  the  theory  presented.  Diminishing 

marginal  utility,  exchange,  and  specialization. 

Bilateral  Monopoly  and  Proliferation,  171 

Consultation  pairs  conceptualized  as  bilateral  monopolies,  with 

indifference  curves  on  two  pairs  of  coordinates  representing, 

respectively,  problem-solving  ability  and  relative  status,  which 
can  be  exchanged  by  supplying  advice  for  compliance.  Bargaining 

paths  and  exchange  rates.  Proliferation  of  exchange  due  to  search 
for  alternatives  and  limitation  of  resources. 

Structural  Adjustment  to  Changing  Conditions,  179 

Elasticity  of  demand  for  advice  depends  on  duties  that  are  not 

too  complex,  available  substitute  sources  of  information,  and 

significance  of  task  performance  relative  to  that  of  standing  among 

colleagues.  Changes  in  the  number  of  experts,  and  hence  the  sup- 
ply of  advice,  are  expected  to  affect  the  volume  of  consultation 

less  if  the  task  is  complex  and  demand  is  otherwise  inelastic  than 

if  it  is  elastic.  The  elasticity  of  the  supply  of  advice  is  governed 

by  the  time  pressure  on  consultants  and  the  availability  of  poten- 
tial consultants  in  the  group.  An  increase  in  demand  for  advice 

due  to  the  assignment  of  newcomers  is  expected  to  increase  the 
volume  of  consultation  more  if  consultants  are  not  under  much 

pressure,  and  if  others  are  ready  to  join  the  ranks  of  consultants 

than  if  the  opposite  conditions  make  supply  inelastic.  Another 

inference,  which  empirical  data  support,  is  that  the  demand  for 
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advice  created  by  newcomers  promotes  partnerships  of  reciprocal 

consultation  primarily  if  supply  is  inelastic.  The  addition  of  new- 

comers may  produce  a   permanent  increase  in  the  amount  of  con- 
sultation, because  the  contracting  supply  tends  to  be  less  elastic 

than  the  expanding  one. 

Imperfections,  187 

The  assumptions  of  resource  allocation  on  the  basis  of  alternative 

costs  and  of  perfect  competition.  Major  sources  of  imperfections: 

heterogeneity  of  services,  which  is  greatest  in  multipurpose 

groups;  small  size  of  group,  which  facilitates  the  development  of 
monopoly,  as  does  a   common  purpose  even  in  a   large  collectivity; 
and  restrictions  of  free  communication,  notably  as  the  result  of  a 

crystallized  structure  of  diflFerential  status. 

Conclusions,  194 

Proliferation  of  exchange.  DiflFerences  in  elasticity  condition  the 

effects  of  changes  in  supply  and  demand  for  advice  on  volume 

of  consultation  and  on  status  structure.  Self-perpetuating  element 
of  power.  Collectivities  with  and  without  a   common  purpose. 

CHAPTER  EIGHT.  LEGITIMATION  AND  ORGANIZATION,  199 

Power  makes  it  possible  to  organize  collective  efforts.  Stable  or- 

ganizing power  requires  legitimation.  Legitimate  authority  rests 
on  normative  constraints  of  subordinate  group. 

Leadership,  200 

The  oppressive  exercise  of  power  engenders  resistance,  whereas 

collective  approval  of  the  leader’s  contributions  legitimates  and 
fortifies  his  leadership.  Stable  leadership  depends  on  power  and 

the  subordinates'  legitimating  approval  of  it;  the  conflicting  re- 
quirements for  attaining  the  two  pose  the  dilemma  of  leadership. 

Legitimate  Authority,  205 

Institutionalized  authority  and  sanctioning  power  of  management. 
Obligating  subordinates  by  contributing  to  their  welfare  trans- 

forms managerial  power  into  legitimate  authority.  The  role  of 
cognitive  dissonance  in  legitimation.  The  defining  criterion  of 

authority  is  that  compliance  with  the  superior’s  commands  is 
enforced  by  the  collectivity  of  subordinates  or  its  dominant  sub- 

groups. The  contrasting  problems  of  managerial  authority  and 
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informal  leadership.  Institutionalization  of  authority.  PoUtical 

authority. 

Organizing  Collective  Effort,  213 

The  function  of  authority  to  organize  collective  effort.  Members 

and  employees  of  organizations.  The  uncertain  investments  made 

to  organize  men  are  rewarded  by  the  profits  that  accrue  to  leader- 
ship. The  great  strength  of  an  organization  enables  its  leadership 

to  treat  members  as  if  they  were  employees.  Assuming  responsi- 

bility. The  diverse  comparisons  in  complex  organizations  engen- 
der relative  deprivation  and  conflict. 

Conclusions,  220 

The  legitimation  of  power  has  its  source  in  the  social  approval 

its  fair  exercise  evokes  among  subordinates.  Problems  of  leader- 

ship, and  how  organizations  help  solve  them  for  managers.  The 

mobilization  of  power  through  organization. 

CHAPTER  NINE.  OPPOSITION,  224 

Punishment  is  a   poor  reinforcer.  Resort  to  it  tends  to  be  prompted 

by  its  function  as  social  deterrent  and  by  the  wsh  to  retahate  for 
serious  harm  done. 

Exploitation  and  Retaliation,  227 

The  oppressive  use  of  power,  as  defined  by  social  norms  of  justice, 

may  engender  active  opposition  to  it.  The  unfair  exercise  of  power 

tends  to  evoke  anger  and  a   desire  to  retahate  for  the  exploitation 

suffered.  Serious  deprivations  experienced  in  a   collective  situa- 

tion may  produce  a   social  surplus  by  giving  rise  to  a   revolutionary 

ideology,  since  such  ideals  make  men  less  dependent  on  material 

rewards  and  thus  free  their  energies  to  oppose  existing  powers. 

Political  Opposition,  234 

Limitations  of  purely  rational  model  of  pohtics,  notably  that  it 

cannot  account  for  the  growth  of  radical  pohtical  opposition. 

Extremist  opposition  as  expressive  action  signifying  antagonism 

against 'existing  powers.  The  significance  of  ideological  rewards 
for  small  opposition  parties.  Factors  that  strengthen  the  ideologi- 

cal commitment  of  opposition  members.  Leftist  extremism  as 

response  to  economic  deprivation,  rightist  extremism  as  one  to 

relative  deprivation  of  status. 
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Political  Structure  and  Ideological  Conflict,  242 

Heterogeneity  and  partisan  conflict.  Political  institutions  govern 

the  number  of  parties  and  the  chances  of  radical  opposition.  The 

conflict  between  the  militants  in  the  opposition,  who  want  to  pre- 
serve the  extremist  ideology,  and  the  realists,  who  are  willing  to 

compromise  to  widen  its  appeal.  In  competing  for  major  groups 
of  voters,  parties  become  interpenetrated  by  organized  elements 

of  these  groups.  Ideological  compromise  that  does  not  succeed 

in  promoting  the  growth  of  the  opposition  is  likely  to  hasten  its 
decline. 

Conclusions,  2S0 

Opposition  to  oppressive  powers  often  has  expressive  significance. 
Majority  rule  depends  on  partisan  conflict  as  well  as  democratic 
institutions. 

CHAPTER  TEN.  MEDIATING  VALUES 
IN  COMPLEX  STRUCTURES,  253 

Common  values  mediate  indirect  relations  in  large  collectivities, 

and  they  legitimate  the  social  order. 

Social  Norms  and  Indirect  Exchange,  255 

The  need  for  normative  standards  in  social  life,  illustrated  by  the 

prisoner’s  dilemma.  Enforced  social  norms  discourage  self-inter- 
ested action  that  harms  the  collective  interest  by  changing  die 

reward-cost  ratio  of  such  action.  Conformity  with  norms  substi- 

tutes indirect  for  direct  exchange;  it  entails  refraining  from  en- 

gaging in  certain  transactions  and  being  compensated  by  the  col- 

lectivity for  the  advantages  thereby  foregone.  Friendship  cliques 

illustrate  indirect  transactions,  as  do  organized  philanthropy,  pro- 
fessional service,  and  bureaucratic  relations  with  clients. 

Values  as  Media  of  Social  Transactions,  263 

Value  consensus  serves  as  medium  for  extending  the  range  of 

social  transactions  through  social  space  and  time.  Media  of  com- 

munication illustrate  the  principle.  Four  types  of  mediating 

values:  (1)  particularistic  values  as  media  of  social  integration 

and  solidarity;  (2)  universalistic  values  as  media  of  exchange  and 

differentiation;  (3)  legitimating  values  as  media  of  organization; 

(4)  opposition  ideals  as  media  of  change  and  reorganization. 
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These  four  are  reflected  in  four  facets  of  social  structure  and  have 

implications  for  collective  power. 

Institutionalization,  273 

Institutionalization  preserves  legitimate  organizations  through 

time.  Two  complementary  mechanisms  perpetuate  institutions 

from  generation  to  generation,  a   historical  reality  external  to 

and  independent  of  particular  persons,  and  internalized  values 

transmitted  in  the  process  of  socialization.  The  roots  of  institu- 

tions in  the  power  structure  further  fortify  them.  Four  types; 

(1)  integrative  institutions,  notably  kinship  and  rehgious  ones; 

(2)  distributive  institutions,  the  core  of  which  is  the  economy; 

(3)  political  institutions,  including  organizational  administration 

as  well  as  government;  (4)  counterinstitutional  component  of 
cultural  heritage. 

Conclusions,  280 

Common  values  extend  social  processes  through  large  collectivi- 

ties and  through  time,  the  latter  as  the  result  of  institutionaliza- 
tion. Parallels  and  contrasts  befrveen  simple  structures,  complex 

ones,  and  institutions. 

CHAPTER  ELEVEN.  THE  DYNAMICS 

OF  SUBSTRUCTURES,  283 

Macrostructures  composed  of  substructures  and  microstructures 

composed  of  interrelated  individuals.  Complex  interplay  behveen 
substruchnes. 

Macrostructure  and  Substructures,  284 

Types  of  substructiures.  Social  values  have  contrasting  implica- 
tions for  substructiures  and  encompassing  structure.  Particularistic 

values  integrate  substructures  internally  but  create  segregating 
boundaries  between  them.  Diverse  universalistic  standards  are  a 

particularistic  standard  in  the  larger  social  structure,  whereas 

universalistic  values  in  the  larger  system  may  become  sources  of 

particularism  in  its  subsystems.  Conflict  between  legitimate  cen- 

tral authority  and  unit  autonomy.  Opposition  ideals,  though 

divisive  force,  unite  subgroups  in  a   common  cause.  The  relation- 

ships between  integration,  differentiation,  and  organization  in 

substructures  to  the  integration,  differentiation,  and  organization 
in  the  encompassing  structure. 
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Intergroup  Relations  and  Mobility,  294 

Relations  between  individuals  and  those  between  groups.  One 

aspect  of  the  latter  is  intergroup  mobility,  prompted  by  differen- 
tial rewards.  Whether  the  highs  or  the  lows  within  a   subgroup 

have  most  inducements  to  leave  it  for  other  groups  depends  on  the 

value  standards  that  govern  the  status  structure.  Vertical  mobility 

poses  the  problem  of  relative  size  of  fish  and  pond,  that  is, 
whether  the  benefits  of  superordinate  status  in  ingroup  interaction 

or  the  greater  privileges  of  membership  m   a   superior  stratum  are 

preferable.  An  alternative  to  adjustment  through  mobility  is  ad- 

justment through  new  social  investments  represented  by  a   suc- 
cessful opposition. 

Opposition  as  a   Regenerative  Force,  301 

Opposition  movements  as  countervailing  forces  against  institu- 

tional rigidities.  Opposition  takes  many  forms,  a   political  revolu- 

tion being  merely  an  extreme.  The  significance  of  cross-cutting 
conflicts,  multigroup  affiliations,  and  overlapping  oppositions  for 

stable  democracy.  Cross  pressures  protect  democracy  against 

being  sacrificed  in  violent  partisan  conflicts,  but  they  do  so  at 

the  expense  of  the  most  oppressed,  whose  political  influence  they 
diminish. 

Conclusions,  309 

Requirements  of  a   systematic  theory  of  social  structure.  Inter- 

group mobility  modifies  internal  structures  and  boundaries  be- 

tween them  in  larger  system.  Cross-cutting  conflicts  produce 
dialectical  pattern  of  change. 

CHAPTER  TWELVE.  DIALECTICAL  FORCES,  312 

Two  dimensions  of  interpersonal  relations.  Two  dimensions  of 

social  structures.  Analysis  of  social  dynamics  must  go  beyond  such 

schemas  derived  from  underlying  dimensions. 

Dilemmas,  314 

Social  exchange  can  be  considered  a   mixed  game,  which  poses 
dilemmas.  Dilemmas  are  also  revealed  by  the  analysis  of  social 
attraction,  approval,  love,  leadership,  and  opposition.  They  have 
their  sources  in  mixed-game  situations,  the  contradictory  forces 
that  affect  the  impact  of  rewards  on  social  interaction  (often  due 
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to  the  principle  of  diminishing  marginal  utility),  and  mcompatible 

requirements  of  goal  states.  Structural  differentiation  often  re- 
solves dilemmas  of  individuals  but  produces  new  ones  reflected 

in  dialectical  forces  of  change. 

Differentiation,  321 

Status  securely  rooted  in  the  social  structure  promotes  expansion 

of  power.  Multiple  supports  m   the  social  structure  make  power 

independent  of  any  one  of  them  by  making  it  possible  to  insure 

against  the  risk  of  defections.  The  joint  social  support  of  sub- 
ordinates solidifies  dominant  status  further.  The  independence 

resting  on  multiple  supports  of  superior  status  promotes  tolerance, 

but  it  also  permits  the  oppressive  use  of  power  should  conditions 

invite  it,  at  least  up  to  the  point  where  the  oppressed  join  in 

opposition  to  the  oppressor  and  thus  deprive  him  of  multiple 

supports. 

Dynamics,  327 

Deriving  the  four  facets  of  social  structure— integration,  differen- 

tiation, organization,  and  opposition— from  an  analysis  of  social 

exchange.  Indirect  exchange  in  organizations  and  complex  struc- 
tures. Just  as  the  transactions  within  collectivities  lead  to  tlie 

development  of  common  goals  and  organizations  to  achieve  them, 

so  do  the  transactions  among  organized  coUecbvities  stimulate 

the  emergence  of  an  overall  political  organization  to  maintain 
order  and  further  other  common  interests.  The  restraints  exerted 

by  established  organizations  and  its  governing  groups  often  give 

rise  to  opposition  forces. 

Dialectic,  336 

The  very  processes  that  restore  social  equihbrium  are  usually  dis- 
equffibrating  forces  in  other  respects.  Since  social  forces  may  have 

contradictory  implications,  and  smce  rigidities  may  require  op- 

position forces  to  gather  momentum  before  they  can  effect  adjust- 
ments, structural  change  tends  to  assume  a   dialectical  pattern  of 

intermittent  reorganizations. 
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All  contacts  among  men  rest  on  the  schema  of  giving  and  returning 
the  equivalence.  The  equivalence  of  innumerable  gifts  and  performances 
can  be  enforced.  In  all  economic  exchanges  m   legal  form,  in  all  fixed 

agreements  concernmg  a   given  service,  in  all  obligations  of  legalized 

relabons,  the  legal  constitution  enforces  and  guarantees  the  reciprocity 

of  service  and  return  service— social  equilibrium  and  cohesion  do  not 
exist  without  it.  But  there  are  also  innumerable  other  relations  to  which 

the  legal  form  does  not  apply,  and  m   which  the  enforcement  of  the 

equivalence  is  out  of  the  question.  Here  gratitude  appears  as  a   supple- 
ment. It  establishes  the  bond  of  interaction,  of  the  reciprocity  of  service 

and  return  service,  even  when  they  are  not  guaranteed  by  external 
coercion.  .   .   . 

Beyond  its  first  origin,  all  sociation  rests  on  a   relationship’s  effect  which 
survives  the  emergence  of  the  relationship.  An  action  between  men  may 

be  engendered  by  love  or  greed  of  gam,  obedience  or  hatred,  sociability 
or  lust  for  domination  alone,  but  this  action  usually  does  not  exhaust 
the  creative  mood  which,  on  the  contrary,  somehow  lives  on  in  the 

sociological  situation  it  has  produced.  Gratitude  is  definitely  such  a 

continuance  ...  If  every  grateful  action,  which  hngers  on  from  good 
turns  received  in  the  past,  were  suddenly  elimmated,  society  (at  least 
as  we  know  it)  would  break  apart. 

Geohg  SiMMEt,  The  Sociology  of  Georg  Simmel 

Gratitude  is  like  mercantile  credit.  The  latter  is  the  mainstay  of  busi- 
ness; and  we  pay  our  debts,  not  because  it  is  right  that  we  should 

discharge  them,  but  in  order  more  easily  to  borrow  again. 

La  Rochefoucauld,  The  Maxims 
1 



2   Introduction 

The  aim  of  this  book  is  to  contribute  to  an  understanding  of  social 

structure  on  the  basis  of  an  analysis  of  the  social  processes  that  govern 
the  relations  betw'een  individuals  and  groups.  The  basic  question  that 

is  being  raised  is  how  social  life  becomes  organized  into  increasingly 

complex  structures  of  associations  among  men. 

The  intent  is  not  to  present  a   systematic  theory  of  social  structure; 
it  is  more  modest  than  that.  The  core  of  a   theory  of  society  has  to 

explain  the  complex  interdependence  between  substructures  of  numer- 

ous kinds,  often  intersecting,  and  on  different  levels.  An  approach 

to  such  a   theory  is  adumbrated  in  the  last  part  of  the  book.  The 

foundation  required  for  a   systematic  theory  of  social  structure  is  a 

thorough  knowledge  of  the  processes  of  social  association,  from  the 

simplest  that  characterize  the  interpersonal  relations  between  individ- 

uals to  the  most  complex  that  pertain  to  the  relations  in  and  among 

large  collectivities.  These  social  processes  out  of  which  structures  of 
associations  evolve  are  at  the  focus  of  attention  in  the  analysis  to  be 

presented.  This  monograph  may  be  considered  a   prolegomenon  of  a 

theory  of  social  structure. 

The  problem  is  to  derive  the  social  processes  that  govern  the 

complex  structures  of  communities  and  societies  from  the  simpler 

processes  that  pervade  the  daily  intercourse  among  individuals  and 

their  interpersonal  relations.  An  attempt  is  made  to  provide  a   connect- 
ing link  between  the  study  of  everyday  social  life,  as  represented 

by  the  works  of  Georg  Simmel  and  Erving  Goffman,  and  broad  theories 

of  society,  such  as  those  of  Max  Weber  and  Talcott  Parsons.  The 

purpose  of  the  intensive  analysis  of  interpersonal  relations  that  occu- 

pies much  of  the  first  half  of  the  book  is  not  primarily  to  investigate 
the  relations  between  individuals  for  their  own  sake,  nor  is  it  to  search 

for  the  psychological  roots  of  human  interaction,  but  it  is  to  derive 

from  this  analysis  a   better  understanding  of  the  complex  structures 

of  associations  among  men  that  develop.  It  is  this  fundamental  concern 

with  utilizing  the  analysis  of  simpler  processes  for  clarifying  complex 

structures  that  distinguishes  the  approach  here  from  that  of  other 

recent  students  of  interpersonal  processes,  notably  George  C.  Homans 
and  John  W.  Thibaut  and  Harold  H.  Kelley,  from  whose  perceptive 

insights  the  present  investigation  has  otherwise  greatly  benefited.^ 
Two  dangers  must  be  avoided  in  such  derivation  of  more  complex 

from  simpler  social  processes,  and  in  the  study  of  social  structure 

^   George  C.  Homans,  Social  Behavior,  New  York:  Harcourt,  Brace  and  World, 
1961;  and  John  W.  Thibaut  and  Harold  H   Kelley,  The  Social  Psychology  of 
Groups,  New  York:  Wiley,  1959. 
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generally— the  Scylla  of  abstract  conceptions  too  remote  from  observ- 
able empirical  reality  and  the  Charybdis  of  reductionism  that  ignores 

emergent  social  and  structural  properties.  Attributes  of  social  struc- 

tures are  usually  abstractions  that  reflect  combinations  of  variables 

describing  human  conduct  or  individual  characteristics.  A   typical 

example  is  the  differentiation  along  various  lines  that  exists  in  col- 

lectivities, such  as  in  respect  to  the  tasks  performed  by  different 

members.  Although  the  division  of  labor  in  a   community  refers  ulti- 

mately to  observable  patterns  of  conduct  of  individuals,  it  is  an 

emergent  property  of  communities  that  has  no  counterpart  in  a 

corresponding  property  of  individuals.  Age  distribution,  similarly,  is 

an  attribute  that  exists  only  on  the  group  level,  individuals  have  no 

age  distribution,  only  an  age  The  hmitation  of  psychological  reduc- 
tionism is  that  it  tends  to  ignore  these  emergent  characteristics  of 

social  hfe  and  explain  it  exclusively  in  terms  of  the  motives  that  govern 

individual  behavior.  The  limitation  of  abstract  conceptions  of  social 

structure  that  stress  their  distinctive  “Gestalt,”  and  do  not  analytically 
dissect  the  complex  patterns  into  its  simpler  components,  on  the  other 

hand,  is  not  only  that  testable  hypotheses  can  rarely  be  derived  from 

such  theories  but  also  that  the  most  complex  aspects  of  social  life 

cannot  be  fully  explained  without  reference  to  its  simpler  aspects  in 

which  they  are  rooted.^ 
Emergent  properties  are  essentially  relationships  between  elements 

in  a   structure.  The  relationships  are  not  contained  in  the  elements, 

though  they  could  not  exist  without  them,  and  they  define  the  struc- 
ture. Three  nonparallel  lines  in  a   plane,  or  even  three  points,  define  a 

triangle,  but  none  of  the  hnes  or  points  contain  constituent  parts  of 

the  triangle.  The  study  of  social  life  is  concerned  with  the  relations 

among  people  and  thus  always  with  emergent  properties  in  the  broad- 
est sense  of  the  term.  Often,  however,  social  relations  are  simply 

treated  as  characteristics  of  individuals,  no  different  from  them  other 

characteristics,  for  instance,  when  tiie  influences  of  the  friendships 

of  workers  and  of  their  technical  skills  on  their  performance  are 

examined.  In  these  cases,  the  fact  that  a   vanable— such  as  the  extent 

of  friendships— is  an  emergent  social  property  poses  no  special  prob- 

lems since  it  is  actually  ignored.  In  contrast,  the  analysis  of  the  struc- 
ture of  social  relations  in  collectivities,  for  example,  their  differentiated 

2   On  the  danger  of  oversimplifying  the  concepts  of  Gestalt  and  emergent 

properties,  see  Ernest  Nagel,  “On  the  Statement  ‘The  Whole  Is  More  than  the 
Sum  of  Its  Parts,’  ”   m   Paul  F.  Lazarsfeld  and  Morns  Rosenberg,  The  Language 
of  Social  Research,  Glencoe.  Free  Press,  1955,  pp  519-527. 



4   Introduction 

status  structures,  deals  explicitly  with  emergent  properties.  A   more 

complex  illustration  is  the  study  of  the  interdependence  between  the 
internal  structures  of  subgroups  and  the  relations  among  them  in  the 

larger  society.  Yet  not  only  complex  social  structures  but  also  patterns 
of  interaction  between  individuals  reveal  emergent  properties. 

The  concept  of  social  exchange  directs  attention  to  the  emergent 

properties  m   interpersonal  relations  and  social  interaction.  A   person 
for  whom  another  has  done  a   service  is  expected  to  express  his  grati- 

tude and  return  a   service  when  the  occasion  arises.  Failure  to  eiqpress 

his  appreciation  and  to  reciprocate  tends  to  stamp  him  as  an  ungrateful 
man  who  does  not  deserve  to  be  helped.  If  he  properly  reciprocates, 
the  social  rewards  the  other  receives  serve  as  inducements  to  extend 

further  assistance,  and  the  resulting  mutual  exchange  of  services 

creates  a   social  bond  between  the  two.  To  be  sure,  each  individual’s 
behavior  is  reinforced  by  the  rewards  it  brings,  but  the  psychological 

process  of  reinforcement  does  not  suffice  to  explain  the  exchange 

relation  that  develops.  This  social  relation  is  the  joint  product  of  the 

actions  of  both  individuals,  with  the  actions  of  each  being  dependent 

on  those  of  the  other.  The  emergent  properties  of  social  exchange 

consequent  to  this  interdependence  cannot  be  accounted  for  by  the 

psychological  processes  that  motivate  the  behavior  of  the  partners. 

Exchange  is  here  conceived  as  a   social  process  of  central  significance 

in  social  life,  which  is  derived  from  simpler  processes  and  from  which 

more  complex  processes  are  in  hum  derived.®  Social  exchange,  broadly 
defined,  can  be  considered  to  underlie  relations  between  groups  as 

well  as  those  between  individuals;  both  differentiation  of  power  and 

peer  group  ties;  conflicts  between  opposing  forces  as  well  as  coop- 
eration; both  intimate  attachments  and  connections  between  distant 

members  of  a   community  without  direct  social  contacts.  Restricting 

the  concept  more  narrowly,  the  reciprocal  exchange  of  extrinsic  bene- 
fits is  distinguished  from  other  social  processes,  for  example,  those 

in  associations  that  have  intrinsic  significance,  or  the  unilateral  trans- 

actions in  which  power  becomes  differentiated.  Exchange  and  related 

processes  of  interpersonal  relations,  which  are  directly  rooted  in 

primitive  psychological  processes,  such  as  social  attraction,  are  ana- 
lyzed in  the  first  third  of  this  book.  Next,  differentiation  of  status  is 

^   Although  an  attempt  has  been  made  to  derive  the  major  concepts  used  in 
the  analysis  from  a   few  pnmitive  terms,  the  analysis  is  not  completely  restricted 

to  concepts  so  derived.  In  other  words,  some  concepts  are  introduced  ad  hoc  at 

various  points,  such  as  the  concept  of  connecting  links  based  on  common  interests 
in  chapter  ii. 
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derived  from  exchange  under  specified  conditions,  and  various  aspects 

of  a   differentiated  group  structure  are  discussed,  notably  adjustments 

that  occur  under  changing  circumstances  and  the  significance  of  the 

legitimation  of  superior  power  for  stable  organization  of  collective 

effort.  The  study  of  opposition  leads  to  a   discussion  of  complex 

structures  and  their  dynamics  in  the  last  third  of  the  book,  which 

rests  on  the  conception  that  a   secondary  exchange  is  superimposed 
upon  the  primary  one  and  indirect  transactions  become  substituted 

for  direct  ones  as  the  result  of  normative  expectations  and  value 
orientations  in  collectivities. 

Not  all  human  behavior  is  guided  by  considerations  of  exchange, 

though  much  of  it  is,  more  than  we  usually  think.  Two  conditions 

must  be  met  for  behavior  to  lead  to  social  exchange.  It  must  be 

oriented  toward  ends  that  can  only  be  achieved  through  interaction 

with  other  persons,  and  it  must  seek  to  adapt  means  to  further  the 

achievement  of  these  ends.  The  purview  of  this  study  is  restricted 

to  such  behavior.  Excluded  from  consideration,  therefore,  is  behavior 

resulting  from  the  irrational  push  of  emotional  forces  without  being 

goal  oriented,  for  instance,  a   girl’s  irrational  conduct  on  dates  that 
IS  motivated  by  her  unconscious  conflicts  with  her  father.  But  a   wide 

range  of  behavior  is  pertinent  for  a   study  of  exchange,  including 

goal-oriented  conduct  in  love  relations,  and  including  particularly 

“wertrational”  as  well  as  ‘zweckrationar  conduct,  in  Weber’s  terms. 
The  former  does  not  entail  what  is  conventionally  defined  as  rational 

action  but,  as  Weber  put  it,  “the  action  of  persons  who,  regardless 
of  possible  cost  to  themselves,  act  to  put  into  practice  their  convictions 

of  what  seems  to  be  required  by  duty,  honour,  the  pursuit  of  beauty, 

a   religious  call,  personal  loyalty,  or  the  importance  of  some  ‘cause’  no 

matter  in  what  it  consists.”  *   In  brief,  social  exchange  may  reflect  any 
behavior  oriented  to  socially  mediated  goals. 

The  fact  that  given  actions  of  people  have  expressive  significance 

and  are  not  calculated  to  obtain  specific  advantages  does  not  neces- 

sarily mean  that  their  conduct  is  irrational  but  may  mean  that  it  is 

wertrational  rather  than  zweckrational,  that  is,  oriented  to  the  pursuit 

of  ultimate  values  rather  than  to  the  pursuit  of  immediate  rewards. 

This  IS  not  simply  a   hairsplitting  distinction.  Expressive  social  conduct 

oriented  to  ideals  and  absolute  values  is  of  great  importance  m   social 

hfe,  but  our  understanding  of  it  is  not  at  all  advanced  by  the  assump- 
tion that  it  merely  reflects  idiosyncratic  and  irrational  individual 

■*  Max  Weber,  The  Theory  of  Social  and  Economic  Organization,  New  York; 
Oxford  University  Press,  1947,  p.  110. 
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behavior.  Radical  political  opposition,  for  example,  cannot  be  ex- 

plained without  taking  into  account  the  expressive  significance  it 
has  for  supporters,  and  failure  to  do  so  is  a   serious  shortcoming  of 

formalistically  rational  models  of  pohtics.  Such  pohtical  opposition  that 

expresses  the  resentment  of  the  oppressed  can,  however,  be  derived 
from  a   conception  of  exchange  without  resort  to  the  assumption  that 

the  push  of  irrational  impulses  or  psychopathic  personality  traits  drive 
individuals  to  become  radicals.  Similarly,  in  intimate  relations  of 

intrinsic  significance,  individuals  often  do  favors  for  one  another  not 

in  the  expectation  of  receiving  explicit  repayments  but  to  express 

their  commitment  to  the  interpersonal  relation  and  sustain  it  by 

encouraging  an  increasing  commitment  on  the  part  of  the  other.  There 

is  stiU  an  element  of  exchange  in  doing  favors  to  strengthen  another’s 
commitment  that  one  desires,  though  only  in  the  broadest  sense  of 
the  term. 

The  broad  apphcation  of  the  notion  of  exchange  raises  the  question 

of  tautology.  There  is  a   great  temptation  to  explore  the  fruitfulness 

of  the  concept  by  extending  its  scope  and  applying  it  to  all  social 

conduct.  But  the  assumption  of  exchange  theory  that  social  interaction 

is  governed  by  the  concern  of  both  (or  all)  partners  with  rewards 

dispensed  by  the  other  (or  others)  becomes  tautological  if  any  and  all 

behavior  in  interpersonal  relations  is  conceptualized  as  an  exchange, 
even  conduct  toward  others  that  is  not  at  all  oriented  in  terms  of 

expected  returns  from  them.  To  be  sure,  much  conduct  that  appears 

at  first  sight  not  to  be  governed  by  considerations  of  exchange  turns 

out  upon  closer  inspection  to  be  so  governed,  as  we  shall  see,  but  this 

makes  it  stiU  more  important  to  specify  a   criterion  that  restricts  the 

concept  of  exchange  and  precludes  its  use  in  tautological  fashion. 
Social  exchange  as  here  conceived  is  limited  to  actions  that  are 

contingent  on  rewarding  reactions  from  others  and  that  cease  when 

these  expected  reactions  are  not  forthcoming.  Ultimately,  however, 

a   negative  answer  to  the  question  of  whether  the  theoretical  principles 

are  tautological  depends  on  the  possibility  of  inferring  empirically 
testable  hypotheses  from  them,  and  some  operational  hypotheses  \vill 
be  inferred  to  illustrate  that  this  possibility  exists. 

Another  issue  that  should  be  confronted  is  whether  the  principles 
advanced  are  culture-bound  or  apply  also  to  other  societies,  other 
cultures,  and  other  times.  The  objective  certainly  was  to  suggest 
generic  principles  of  social  life  that  are  not  confined  to  the  historical 

context  of  America  today.  Social  exchange  in  nonliterate  societies  is 
compared  in  some  detail  with  that  in  contemporary  ones,  for  example. 
There  is,  nevertheless,  undoubtedly  a   bias  in  perspective  stressing  the 



Introduction  7 

experiences  that  are  prevalent  in  our  own  culture  at  the  expense  of 

those  in  others.  Two  illustrations  of  this  bias  might  be  mentioned. 

Many  of  the  processes  of  interpersonal  relations  discussed  probably 

are  more  typical  of  societies  hke  ours,  where  men  have  many  ac- 

quaintances of  varying  degrees  of  intimacy,  and  where  groups  fre- 

quently form  and  reform,  than  of  cultures  dommated  by  an  ascribed 

kinship  system  where  men  tend  to  classify  others  as  either  km  or  foe. 

The  analysis  of  opposition  is  largely  conceived  widiin  die  framework 

of  democratic  values,  though  not  necessarily  of  democratic  institu- 

tions, and  neglects  to  consider  corresponding  conflicts  m   fundamen- 

tally diffeient  pohtical  climates. 

In  concluding  this  introduction,  an  overview  of  the  contents  of  the 

book  might  be  in  order  to  facihtate  placing  the  earlier  discussion  of 

interpersonal  relations  and  face-to-face  groups  into  a   wider  social  con- 
text, which  is  systematically  discussed  only  in  the  later  part  of  the 

book.  The  first  chapter  sets  the  theme  of  the  analysis  by  outhning 

how  more  complex  social  processes  evolve  out  of  simpler  ones  and 

have  their  ultimate  source  in  psychological  dispositions,  and  by  posing 

the  inherent  conflict  between  reciprocity  and  imbalance  in  social  hfe. 

Processes  of  social  attraction,  without  which  associations  among  men 

would  not  occur,  give  rise  to  processes  of  exchange.  Unreciprocated 

exchange  leads  to  the  differentiabon  of  power.  The  exercise  of  power 

in  collectivities,  as  judged  by  social  norms  of  justice,  promotes  proc- 
esses of  social  approval,  legitimation,  and  organization,  on  die  one 

hand,  and  forces  of  opposition,  conflict,  reorganization,  and  change, 

on  the  other.  Although  there  is  a   strain  toward  reciprocity  in  social 

relations  and  a   strain  toward  eqmhbrium  in  social  structures,  the  same 

forces  that  restore  balance  or  eqmhbrium  in  one  respect  are  imbal- 
ancing  or  disequihbrating  forces  in  others,  which  means  that  the  very 

processes  of  adjustment  create  imbalances  requiimg  further  adjust- 
ments 

Chapters  two  and  three  are  concerned  with  the  processes  connected 

With  social  attraction.  The  topic  of  chapter  two  is  the  process  of  social 

mtegration  in  the  formation  of  groups.  An  analysis  of  the  role  of 

attraction  to  others  and  of  impressing  others  to  prove  oneself  attrac- 

tive to  them  for  social  integration  is  presented,  and  the  emergence  of 

differentiating  processes  simultaneous  with  integrative  processes  is 

discussed  The  thesis  that  most  men  seek  to  win  social  acceptance  m 

groups  to  which  they  are  attracted  by  imtially  trying  to  impress  others 

and  then  reverse  their  strategy  and  act  \vidi  self-depreciating  modesty 
is  generally  supported  by  the  results  of  an  experiment  designed  to 

test  it.  An  analytical  distinction  is  drawn  between  associations  that 
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are  intrinsically  attractive  and  those  to  which  men  are  attracted  by 

the  expectation  of  extrinsic  benefits.  Chapter  three  deals  wth  two 

elements  of  social  support,  approval  and  attraction,  the  latter  serving 

the  function  of  generalized  approval  of  a   person.  After  discussing 
romantic  love  as  the  polar  case  of  intrinsic  attraction  and  the  dynamics 

of  the  development  of  deepening  commitments,  some  parallels  and  a 
basic  difference  between  approval  and  intrinsic  attraction  are  out- 
lined. 

Whereas  some  social  exchange  occurs  even  in  love  relations,  the 

expressive  orientation  characteristic  of  intrinsic  attachments  contrasts 

with  the  orientation  to  obtain  extrinsic  benefits  in  calculated  exchange, 

and  chapter  four  turns  to  a   consideration  of  exchange  in  this  narrower 
sense.  Social  exchange  is  distinguished  from  strictly  economic  ex- 

change by  the  unspecified  obligations  incurred  m   it  and  the  trust 

both  required  for  and  promoted  by  it.  Various  institutions  of  gift  ex- 

change in  simple  societies  are  shown  to  reveal  underlying  principles 

that  apply  to  social  exchange  in  general,  notably  the  principle  that 

reciprocated  benefactions  create  social  bonds  among  peers,  whereas 

unreciprocated  ones  produce  differentiation  of  status. 

Power  imbalances  are  shoivn  to  derive  from  unilateral  exchange 

in  chapter  five.  Four  conditions  are  specified  under  which  persons  or 

groups  having  scarce  services  at  their  disposal  can  use  these  resources 

to  make  an  undeniable  claim  to  power  over  others.  The  same  four- 

fold schema  is  employed  to  indicate  the  conditions  of  social  inde- 
pendence, the  strategies  for  attaining  and  sustaining  power,  the  issues 

in  power  conflicts,  and  basic  problems  in  the  analysis  of  social  struc- 
ture. The  relationships  between  competition  and  differentiation  are 

examined.  Status  is  likened  to  capital  inasmuch  as  each  is  expended 

in  use  but  can  be  invested  at  risk  to  expand  it.  Tolerance  is  considered 

an  expression  of  strength,  and  intolerance  a   sign  of  weakness  that  may 
have  opposite  effects  of  those  intended. 

How  social  expectations  modify  reactions  to  experiences  in  ex- 
change relations  and  power  structures  is  discussed  in  chapter  six. 

The  principle  of  the  eventually  diminishing  marginal  utility  in  social 

exchange  is  assumed  to  have  its  major  source  in  the  dampening  effect 
the  attainment  of  expectations  has  on  further  attainments,  but  the 

rise  in  expectations  typically  resulting  from  attainments  partly  coun- 
teracts the  decline  in  marginal  utility.  Going  rates  of  exchange  that 

become  established  in  group  interaction  are  distinguished  from  fair 

rates,  which  rest  on  normative  expectations  of  a   fair  return  for  invest- 

ments. The  immobility  produced  by  commitments  to  organizations 

and  groups,  however,  prevents  many  individuals  from  realizing  fair 
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returns  for  their  occupational  and  other  investments.  The  standards 

of  expectation  examined  in  this  chapter,  particularly  the  norm  of  fair- 

ness, become  the  baseline  for  the  emergence  of  new  social  processes 

in  groups  and  societies. 

The  application  of  principles  of  marginal  analysis  from  economics, 

appropriately  adapted,  to  the  exchange  of  advice  for  status  in  work 

groups  in  chapter  seven  makes  it  possible  to  infer  numerous  specific 

hypotheses  from  the  theory.  Consultation  pairs  are  initially  concep- 
tu^zed  as  bilateral  monopolies,  and  reasons  for  the  proliferation  of 

exchange  into  wider  circles  are  indicated.  Conditions  that  govern  the 

elasticity  of  supply  and  demand  for  advice  are  stipulated,  and  the 

effects  of  changes  in  group  composition  on  the  amount  of  consultation 

and  on  the  status  structure  under  variations  in  these  conditions  are 

predicted.  Whereas  empirical  tests  would  undoubtedly  prove  a   good 

proportion  of  the  inferred  predictions  to  be  incorrect,  these  negative 

fincfings  would  provide  a   basis  for  refining  tlie  theory,  whereas  no  such 

refinements  are  possible  if  a   theory  fails  to  yield  operational  hypoth- 

eses that  can  be  negated  by  empirical  evidence. 

At  this  point,  the  focus  shifts  to  the  study  of  complex  structures  in 

large  collectivities  and  societies.  Legitimation  and  opposition,  which 

are  considered  to  be  collective  reactions  to  the  exercise  of  power  as 

judged  by  social  norms  of  fairness,  result  from  a   secondary  exchange 

(of  social  approval  for  fairness)  that  is  superimposed  upon  the  pri- 

mary one,  and  they  effect  organization  and  reorganization,  respec- 
tively. Legitimation,  as  shown  in  chapter  eight,  transforms  power  into 

authority  and  thereby  into  an  important  resource  for  the  stable  or- 
ganization of  collective  endeavors.  The  defining  criterion  of  legitimate 

authority  suggested  is  that  the  normative  constraints  of  the  collectivity 

of  subordinates,  or  its  dominant  subgroups,  enforce  comphance  with 

the  superior’s  commands.  The  problems  posed  by  emergent  leader- 
ship and  by  authority  in  estabhshed  organizations  are  contrasted. 

Opposition  to  existing  powers  is  conceived  in  chapter  mne  as  grounded 

in  the  unfair  treatment  experienced  by  an  oppressed  collectivity 

with  extensive  social  communication  among  themselves  and  in  their 

desire  to  retaliate  for  the  injustice  and  exploitation  they  have  suffered. 

Radical  opposition  to  an  oppressive  ruling  group  could  not  arise  were 

it  not  for  the  expressive  significance  this  manifestation  of  their  collec- 

tive vengeance  has  for  the  exploited,  because  a   ruhng  group  has  the 

power  to  make  opposition  to  it  disadvantageous,  which  would  pre- 

clude opposition  were  subjects  to  engage  in  it  only  on  strictly  rational 

grounds.  Oppression  and  deprivation  often  produce  a   social  surplus, 

since  they  tend  to  make  some  men  willing  to  sacrifice  material  welfare 
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for  the  sake  of  opposition  ideals  and  hence  free  human  energies  to 

join  in  opposition  to  the  oppressors.  A   dilemma  a   radical  opposition 

party  is  likely  to  face  is  that  widening  tlie  appeal  of  its  ideology 

requires  compromises  tliat  may  well  weaken  tlie  commitment  of  its 
most  devoted  supporters. 

Value  consensus  is  looked  upon  in  chapter  ten  as  a   medium  of  social 

transactions  tliat  extends  tlieir  scope  far  beyond  tlie  range  of  direct 

social  contact  and  tliat  is  essential  for  tlie  development  of  complex 

structures  in  large  collectivities.  After  analyzing  how  normative  orien- 
tations substitute  indirect  patterns  of  exchange  for  direct  transactions, 

four  types  of  mediating  value  orientaUons  are  distinguished:  particu- 
laristic standards  as  media  of  social  integration  and  solidarity;  uni- 

versahstic  criteria  as  media  of  c.xchangc  and  differentiation  of  status; 

legitimating  values  as  media  of  organization;  and  opposition  ideals  as 

media  of  cliange  and  reorgam'zation.  Institutions  are  conceptualized 
as  social  arrangements  tliat  are  perpetuated  from  generation  to  gen- 

eration, partly  because  their  formal  manifestations  persist  as  a   histor- 

ical reality  independent  of  particular  individuals  and  partly  because 

the  values  that  are  embodied  in  these  external  forms  and  give  tliem 

continuing  meaning  arc  transmitted  to  succeeding  generations  in  tlie 

process  of  socialization.  The  roots  of  institutions  in  the  power  struc- 
ture are  indicated,  and  four  types  arc  distinguished. 

Chapter  eleven  calls  attention  to  tlie  interdependence  behveen  sub- 
structures of  diverse  sorts  in  a   larger  structure,  some  encompassing 

others  and  some  intersecting,  and  it  indicates  the  kind  of  analysis 

required  for  a   systematic  theory  of  social  structure.  The  relation- 
ships beUveen  the  integration,  differentiation,  and  organization  of  the 

substructures  and  the  same  tliree  asiiects  of  tlie  encompassing  social 

structure  are  traced.  A   treatment  of  intergroup  mobility  represents 
one  of  these  nine  relationships,  namely,  that  between  the  internal 

differentiation  of  substructures  and  their  relative  position  in  tlie  dif- 

ferentiated larger  structure.  The  significance  of  opposition  as  a   re- 

generative force  and  the  importance  of  many  crisscrossing  oppositions 
for  stable  democracy  are  discussed. 

The  final  chapter  extrapolates  from  tlie  preceding  analysis  those 

elements  that  pertain  to  die  dynamics  of  social  life.  Men  are  fre- 

quently confronted  by  dilemmas  posed  by  conflicting  forces  and  in- 
compatible requirements.  While  social  differentiation,  and  especially 

multiple  social  supports  of  superior  status,  resolve  dilemmas  for  indi- 

viduals, tlie  differentiated  status  structure  tends  to  give  rise  to  new 

conflicb'ng  forces.  The  political  organization  of  a   society  can  be  de- 
rived from  the  social  transactions  among  the  organized  collectivities 
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in  it,  just  as  the  formal  organization  of  a   collectivity  can  be  derived 

from  the  processes  of  integration  and  difFerentiation,  as  well  as  ex- 

change and  competition,  OTthin  it  Smce  social  forces  often  have  con- 
tradictory imphcations,  creating  new  imbalances  in  the  course  of 

restoring  some  balance,  and  since  rigidities  in  social  structures  may 

require  opposition  forces  to  gather  momentum  before  they  can  effect 

adjustments,  the  dynamics  of  social  structure  is  characterized  not  so 

much  by  continuously  adjusted  equilibrium  states  as  by  intermittent 

reorganizations  in  a   dialectical  pattern. 



^   ONE 

The  Structure 

of  Social  Associations 

O?  course  the  elementary  qualities  of  which  tire  social  fact  consists 

are  present  in  germ  in  individual  minds.  But  tire  social  fact  emerges 

from  tlrem  only  when  they  have  been  transformed  by  association  since 

it  is  only  tlren  that  it  appears.  Association  itself  is  nko  an  active  factor 

productive  of  special  effects.  In  itself  it  is  Uiercfore  sometliing  new. 

^^'hen  the  consciousness  of  indiraduals,  instc.ad  of  remaining  isolated, 

becomes  grouped  and  combined,  somctlu'ng  in  the  world  has  been  altered. 
Emilt:  DrnrianriM,  Swiddc 

To  speak  of  social  life  is  to  speak  of  Uic  associations  between 

people— their  associating  togetlier  in  work  and  in  play,  in  love  and  in 

war,  to  trade  or  to  worship,  to  help  or  to  liinder.  It  is  in  the  social 

relations  men  establish  tliat  tlicir  interests  find  expression  and  tlieir 

desires  become  realized.  As  Simmcl  put  it:  “Social  association  refers 
to  the  widely  varying  forms  tliat  arc  generated  as  tlie  diverse  inter- 

ests of  indmduals  prompt  tlicm  to  develop  social  units  in  xvhich  they 

realize  tliese— sensual  or  ideal,  lasting  or  fleeting,  conscious  or  un- 

conscious, casually  impelling  or  teleologically  inducing— interests.”  * 

Simmel's  fundamental  postulate,  and  also  that  of  this  book,  is  tliat  the 
analysis  of  social  associations,  of  the  processes  governing  tliem,  and 

of  the  forms  tliey  assume  is  tlio  central  task  of  sociolog)’.  Tlie  title  of 

diis  first  chapter  can  be  considered  a   free  translation  of  SimmeVs  basic 

concept,  "Die  Formen  der  Vergesellscbaftung." 

People's  associations  proliferate  dirougb  social  space  and  time. 

*   Georg  Simmel,  Soz{o!og(c,  Leipzig:  Dunckcr  und  Humblot,  1908,  p.  6   (my 
translation). 
12 
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Social  relations  unite  not  only  individuals  in  groups  but  also  groups 
in  communities  and  societies.  The  associations  between  individuals 

tend  to  become  orgamzed  mto  complex  social  structures,  and  they 

often  become  institutionalized  to  perpetuate  the  form  of  orgamzation 

far  beyond  the  hfe  span  of  human  beings.  The  main  sociological  pur- 

pose of  studying  processes  of  face-to-face  interaction  is  to  lay  the 
foundation  for  an  understanding  of  the  social  structures  that  evolve 

and  the  emergent  social  forces  that  characterize  then:  development. 

The  objectives  of  our  investigation  are  to  analyze  social  associa- 
tions, the  processes  that  sustain  them  and  the  forms  they  attain,  and 

to  proceed  to  inquire  into  the  complex  social  forces  and  structures  to 

which  they  give  rise.  Broad  as  this  topic  is,  it  is  intended  to  provide 

a   specific  focus  that  explicitly  excludes  many  sociological  problems 

from  consideration.  Sociology  is  defined  by  Weber  as  “a  science  which 
attempts  the  interpretative  understanding  of  social  action  in  order 

thereby  to  arrive  at  a   causal  explanation  of  its  course  and  effects.  .   .   . 

Action  is  social  insofar  as,  by  virtue  of  the  subjective  meaning  at- 
tached to  it  by  the  acting  individual  (or  individuals),  it  takes  account 

of  the  behavior  of  others  and  is  thereby  oriented  in  its  course.”  ̂    A 
concern  with  social  action,  broadly  conceived  as  any  conduct  that 

derives  its  impetus  and  meamng  from  social  values,  has  charactenzed 

contemporary  theory  in  sociology  for  some  years.  The  resulting  pre- 
occupation with  value  orientations  has  diverted  theoretical  attention 

from  the  study  of  the  actual  associations  between  people  and  the 

structures  of  tlieir  associations.  While  structures  of  social  relations  are, 

of  course,  profoundly  influenced  by  common  values,  these  structures 

have  a   sigmficance  of  their  own,  which  is  ignored  if  concern  is  ex- 

clusively with  the  underlying  values  and  norms.  Exchange  trans- 
actions and  power  relations,  in  particular,  constitute  social  forces  that 

must  be  investigated  in  their  own  right,  not  merely  in  terms  of  the 

norms  that  limit  and  the  values  that  reinforce  them,  to  arrive  at  an 

understanding  of  the  dynamics  of  social  structures.  If  one  purpose  of 

the  title  of  this  chapter  is  to  indicate  a   link  with  the  theoretical  tradi- 

tion of  Simmel,  another  purpose  is  to  distinguish  the  theoretical  orien- 

tation in  this  monograph  from  that  of  Weber  and  Parsons;  not  “the 

structure  of  social  action”  “   but  the  structure  of  social  associations  is 
the  focal  point  of  the  present  inquiry. 

2   Max  Weber,  The  Theory  of  Social  and  Economic  Organization,  New  York: 
Oxford  University  Press,  1947,  p.  88. 

®   The  title  of  Talcott  Parsons’  first  major  work,  The  Structure  of  Social  Action, 
New  York:  McGraw-Hill,  1937,  would  also  be  appropriate  for  some  of  his  later 
theorehcal  wntings,  as  he  himself  has  noted  in  The  Social  System,  Glencoe:  Free 
Press,  1951,  p.  ix. 
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Alter  illustrating  tlie  concept  of  social  exchange  and  its  manifeshi- 

tions  in  vanous  social  relations,  this  chapter  presents  the  main  tlicmc 

of  how  more  complex  processes  of  social  association  evolve  out  of 

simpler  ones.  Forces  of  social  attraction  stimulate  exchange  transac- 

tions. Social  exchange,  in  hmi,  tends  to  give  rise  to  differentiab’on  of 
status  and  power.  Further  processes  emerge  in  a   differentiated  status 

structure  tliat  lead  to  legitimation  and  organization,  on  the  one  hand, 

and  to  opposition  and  change,  on  the  other.  Whereas  the  conception 

of  reciprocity  in  exchange  implies  the  existence  of  balancing  forces 

that  create  a   strain  toward  equilibrium,  the  simultaneous  operadons 

of  diverse  balancing  forces  recurrently  produce  imbalances  in  social 

life,  and  the  resulting  dialectic  behveen  reciprocity  and  imbalance 

gives  social  structures  then  distinctive  nature  and  dynamics. 

The  Exchange  of  Social  Rewards 

By  Honour,  in  its  proper  and  genuine  Signification,  we  mean  nothing 
else  but  the  good  Opinion  of  others.  .   .   . 

The  Reason  why  there  are  so  few  Men  of  real  Virtue,  and  so  many 
of  real  Honour,  is,  because  all  the  Recompence  a   Man  has  of  a   virtuous 

Action,  js  the  Pleasure  of  doing  it,  which  most  People  reckon  but  poor 

Pay;  but  the  Self-denial  a   Man  of  Honour  submits  to  in  one  Appelilo, 
is  immediately  rewarded  by  the  Satisfaction  he  receives  from  another, 

and  what  he  abates  of  his  Avarice,  or  any  other  Passion,  is  doubly  repaid 
to  his  Pride.  .   .   . 

MANDEVIL1.E,  The  Fable  of  the  Bees 

Most  human  pleasures  have  their  roots  in  social  life.  Whether  we 

tliink  of  love  or  power,  professional  recognition  or  sociable  com- 

panionship, tlie  comforts  of  family  life  or  the  challenge  of  competitive 

sports,  the  gratifications  experienced  by  individuals  are  contingent  on 

actions  of  otliers.  The  same  is  true  for  the  most  selfless  and  spiritual 

satisfacdons.  To  work  effectively  for  a   good  cause  requires  making 
converts  to  it.  Even  the  religious  experience  is  much  enriched  by 

communal  worship.  Physical  pleasures  that  can  be  experienced  in 

solitude  pale  in  significance  by  comparison.  Enjoyable  as  a   good  din- 
ner is,  it  is  the  social  occasion  that  gives  it  its  luster.  Indeed,  there  is 

something  pathetic  about  the  person  who  derives  his  major  gratifica- 
tion from  food  or  drink  as  such,  since  it  reveals  either  excessive  need 

or  excessive  greed;  die  pauper  illustrates  the  former,  the  glutton,  the 
latter.  To  be  sure,  tliere  are  profound  solitary  enjoyments— reading  a 
good  book,  creating  a   piece  of  art,  producing  a   scholarly  work.  Yet 
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tliese,  too,  derive  much  of  their  significance  from  being  later  com- 

municated to  and  shared  with  others.  The  lack  of  such  anticipation 

makes  the  solitary  activity  again  somewhat  pathetic:  the  recluse  who 

has  nobody  to  talk  to  about  what  he  reads,  the  artist  or  scholar  whose 

works  are  completely  ignored,  not  only  by  his  contemporaries  but  also 

by  posterity. 

Much  of  human  suffering  as  well  as  much  of  hmnan  happiness  has 

its  source  in  the  actions  of  other  human  beings.  One  follows  from  the 

other,  given  the  facts  of  group  life,  where  pairs  do  not  exist  in  com- 

plete isolation  from  other  social  relations.  The  same  human  acts  that 

cause  pleasure  to  some  typically  cause  displeasure  to  others  For  one 

boy  to  enjoy  the  love  of  a   girl  who  has  committed  herself  to  be  his 

steady  date,  other  boys  who  had  gone  out  xvith  her  must  suffer  the 

pam  of  having  been  rejected.  The  satisfaction  a   man  derives  from 

exercising  power  over  others  requires  that  they  endure  the  depriva- 
tion of  being  subject  to  his  power.  For  a   professional  to  command  an 

outstanding  reputation  in  his  field,  most  of  his  colleagues  must  get 

along  without  such  pleasant  recognition,  since  it  is  the  lesser  profes- 
sional esteem  of  the  majority  that  defines  his  as  outstanding.  The  joy 

the  victorious  team  members  experience  has  its  counterpart  in  the 

disappointment  of  the  losers.  In  short,  the  rewards  individuals  obtain 
in  social  associations  tend  to  entail  a   cost  to  other  individuals.  This 

does  not  mean  that  most  social  associations  involve  zero-sum  games 
in  which  the  gains  of  some  rest  on  the  losses  of  others.  Quite  the 

contrary,  individuals  associate  with  one  another  because  they  all  profit 

from  their  association  But  they  do  not  necessarily  all  profit  equally, 

nor  do  they  share  the  cost  of  providing  the  benefits  equally,  and  even 

if  there  are  no  direct  costs  to  participants,  there  are  often  indirect 

costs  bom  by  those  excluded  from  the  association,  as  the  case  of  the 

rejected  suitors  illustrates. 

Some  social  associations  are  intrinsically  rewarding.  Friends  find 

pleasure  in  associating  %vith  one  another,  and  the  enjoyment  of  what- 

ever they  do  together— climbing  a   mountain,  watching  a   football 

game— is  enhanced  by  the  gratification  that  inheres  in  the  association 
itself.  The  mutual  affection  between  lovers  or  family  members  has  the 

same  result.  It  is  not  what  lovers  do  together  but  their  doing  it 

together  that  is  the  distinctive  source  of  their  special  satisfaction— not 

seeing  a   play  but  sharing  the  experience  of  seeing  it.  Social  interac- 
tion in  less  intimate  relations  than  those  of  lovers,  family  members,  or 

friends,  however,  may  also  be  inherently  rewarding.  The  sociability 

at  a   party  or  among  neighbors  or  in  a   work  group  involves  experiences 

that  are  not  especially  profound  but  are  intrinsically  gratifying.  In 
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these  cases,  all  associates  benefit  simultaneously  from  their  social  in- 

teraction, and  the  only  cost  they  incur  is  the  indirect  one  of  giving  up 

alternative  opportunities  by  devoting  time  to  the  association. 

Social  associations  may  also  be  rewarding  for  a   different  reason. 

Individuals  often  derive  specific  benefits  from  social  relations  because 

their  associates  deliberately  go  to  some  trouble  to  provide  these  bene- 

fits for  them.  Most  people  like  helping  others  and  doing  favors  for 

them— to  assist  not  only  their  friends  but  also  their  acquaintances  and 

occasionally  even  strangers,  as  the  motorist  who  stops  to  aid  another 
with  his  stalled  car  illustrates.  Favors  make  us  grateful,  and  our  ex- 

pressions of  gratitude  are  social  rewards  that  tend  to  make  doing 
favors  enjoyable,  particularly  if  we  express  our  appreciation  and  in- 

debtedness publicly  and  thereby  help  establish  a   person’s  reputation 
as  a   generous  and  competent  helper.  Besides,  one  good  deed  deserves 
another.  If  we  feel  grateful  and  obligated  to  an  associate  for  favors 

received,  we  shall  seek  to  reciprocate  his  kindness  by  doing  things  for 

him.  He  in  turn  is  likely  to  reciprocate,  and  the  resulting  mutual  ex- 

change of  favors  strengthens,  often  vidthout  explicit  intent,  the  social 
bond  between  us. 

A   person  who  fails  to  reciprocate  favors  is  accused  of  ingratitude. 

This  very  accusation  indicates  that  reciprocation  is  expected,  and  it 

serves  as  a   social  sanction  that  discourages  individuals  from  forgetting 

their  obligations  to  associates.  Generally,  people  are  grateful  for  favors 

and  repay  their  social  debts,  and  both  their  gratitude  and  their  repay- 
ment are  social  rewards  for  the  associate  who  has  done  them  favors.^ 

The  fact  that  furnishing  benefits  to  others  tends  to  produce  these  so- 

cial rewards  is,  of  course,  a   major  reason  why  people  often  go  to  great 

trouble  to  help  their  associates  and  enjoy  doing  so.  We  would  not  be 

human  if  these  advantageous  consequences  of  our  good  deeds  were 

not  important  inducements  for  our  doing  them,®  There  are,  to  be  sure, 
some  individuals  who  selflessly  work  for  others  without  any  thought 

of  reward  and  even  without  expecting  gratitude,  but  these  are  vir- 
tually saints,  and  saints  are  rare.  The  rest  of  us  also  act  unselfishly 

*   ‘   We  rarely  meet  with  ingratitude,  so  long  as  we  are  m   a   position  to  confer 
favors,”  Francois  La  Rochefoucauld,  The  Maxims,  London:  Oxford  University 
Press,  1940,  p.  101  (#306). 

®   Once  a   person  has  become  emotionally  committed  to  a   relationship,  bis 
identification  with  the  other  and  his  interest  in  continuing  the  association  provide 
new  independent  incentives  for  supplying  benefits  to  the  other.  Similarly,  firm 
commitments  to  an  organization  lead  members  to  make  recurrent  contributions 

to  it  without  expecting  reciprocal  benefits  in  every  instance.  The  significance  of 
tiiese  social  attachments  is  further  elaborated  in  subsequent  chapters. 
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sometimes,  but  we  require  some  incentive  for  doing  so,  if  it  is  only 
the  social  acknowledgment  that  we  are  unselfish. 

An  apparent  “altruism”  pervades  social  life,  people  are  anxious  to 
benefit  one  another  and  to  reciprocate  for  the  benefits  they  receive. 

.But  beneath  this  seeming  selflessness  an  underlying  “egoism”  can  be 
discovered;  the  tendency  to  help  others  is  frequently  motivated  by  the 
expectation  that  doing  so  will  bring  social  rewards.  Beyond  this  self- 
interested  concern  with  profiting  from  social  associations,  however, 

there  is  again  an  “altruistic”  element  or,  at  least,  one  that  removes 
social  transactions  from  simple  egoism  or  psychological  hedonism. 

A   basic  reward  people  seek  in  their  associations  is  social  approval, 
and  selfish  disregard  for  others  makes  it  impossible  to  obtain  this  im- 

portant reward.® 
The  social  approval  of  those  whose  opinions  we  value  is  of  great 

significance  to  us,  but  its  significance  depends  on  its  being  genuine. 

We  cannot  force  others  to  give  us  their  approval,  regardless  of  how 

much  power  we  have  over  tliem,  because  coercing  them  to  express 

their  admiration  or  praise  would  make  these  expressions  worthless. 

"Action  can  be  coerced,  but  a   coerced  show  of  feeling  is  only  a 

show.”  ’   Simulation  robs  approval  of  its  significance,  but  its  very  im- 
portance makes  associates  reluctant  to  withhold  approval  from  one 

another  and,  in  particular,  to  express  disapproval,  thus  introducing  an 
element  of  simulation  and  dissimulation  into  their  communications. 

As  a   matter  of  fact,  etiquette  prescribes  that  approval  be  simulated  in 

disregard  of  actual  opimons  under  certam  circumstances.  One  does 

not  generally  tell  a   hostess,  “Your  party  was  boring,”  or  a   neighbor, 

“What  you  say  is  stupid.”  Since  social  conventions  requure  comph- 
mentary  remarks  on  many  occasions,  these  are  habitually  discounted 

as  not  reflecting  genuine  approbation,  and  other  evidence  that  does 

reflect  it  is  looked  for,  such  as  whether  guests  accept  future  invita- 
tions or  whether  neighbors  draw  one  into  further  conversations. 

In  matters  of  morality,  however,  individuals  have  strong  convictions 

that  constrain  them  to  voice  their  actual  judgments  more  freely.  They 

usually  do  not  hesitate  to  express  disapproval  of  or,  at  least,  withhold 

approval  from  associates  who  have  violated  socially  accepted  stand- 

®   Bernard  MandeviUe’s  central  theme  is  that  private  vices  produce  public  bene- 
fits because  the  importance  of  social  approval  prompts  men  to  contnbute  to  the 

welfare  of  others  m   their  own  self-mterest.  As  he  put  it  tersely  at  one  point, 

‘‘Moral  Virtues  are  the  Pohtical  Offspnng  which  Flattery  begot  upon  Pride." 
The  Fable  of  the  Bees,  Oxford:  Clarendon,  1924,  Vol.  I,  51,  see  also  pp.  63-80. 

^   Erving  Coffman,  Asylums,  Chicago:  Aldme,  1962,  p.  115. 
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ards  of  conduct.  Antisocial  disregard  for  the  welfare  of  the  ingroup 
meets  universally  with  disapprobation  regardless  of  how  immoral,  in 
terms  of  the  mores  of  the  wider  community,  the  norms  of  a   particular 

group  may  be.  The  sigmficance  of  social  approval,  therefore,  discour- 
ages conduct  that  is  utterly  and  crudely  selfish.  A   more  profound 

morality  must  rest  not  merely  on  group  pressure  and  long-run  advan- 
tage but  primarily  on  internalized  normative  standards.  In  the  ideal 

case,  an  individual  unerringly  follows  the  moral  commands  of  his 

conscience  whatever  the  consequences.  While  such  complete  morality 
is  attained  only  by  the  saint  and  the  fool,  and  most  men  make  some 

compromises,®  moral  standards  clearly  do  guide  and  restrain  human 
conduct.  Within  the  rather  broad  hmits  these  norms  impose  on  social 

relations,  however,  human  beings  tend  to  be  governed  in  their  associa- 

tions with  one  another  by  the  desire  to  obtain  social  rewards  of  vari- 

ous sorts,  and  the  resulting  exchanges  of  benefits  shape  the  structure 
of  social  relations. 

The  question  that  arises  is  whether  a   rationalistic  conception  of 
human  behavior  underhes  this  principle  that  individuals  pursue  social 

rewards  in  their  social  associations.  The  only  assumption  made  is  that 

human  beings  choose  between  alternative  potential  associates  or 

courses  of  action  by  evaluating  the  experiences  or  expected  experi- 

ences with  each  in  terms  of  a   preference  ranking  and  then  selecting 

the  best  alternative.  Irrational  as  well  as  rational  behavior  is  governed 

by  these  considerations,  as  Boulding  has  pointed  out; 

All  behavior,  in  so  far  as  the  very  concept  of  behavior  imphes  doing 

one  thing  rather  than  another,  falls  into  the  above  pattern,  even  the 

behavior  of  the  lunatic  and  the  irrational  or  irresponsible  or  errabc 

person.  The  distinction  between  rational  and  irrafaonal  behavior  h'es  ui 
the  degree  of  self-consciousness  and  the  stability  of  the  images  involved 

rather  than  in  any  distinction  of  the  principle  of  optimum.® 

What  is  expHcitly  not  assumed  here  is  that  men  have  complete 

information,  that  they  have  no  social  commitments  restricting  their 

alternatives,  that  their  preferences  are  entirely  consistent  or  remain 

constant,  or  that  they  pursue  one  specific  ultimate  goal  to  the  exclu- 

sion of  all  others.  These  more  restrictive  assumptions,  which  are  not 

made  in  the  present  analysis,  characterize  rationahstic  models  of 

®   Heinrich  von  Kleist’s  story  "Michael  Kohlhaas”  is  a   pathetic  illustration  of 
the  foohshness  inherent  in  the  insistence  on  rigid  conformity  vwth  moral  standards 
in  complete  disregard  of  consequences, 

®   Kenneth  Boulding,  Conflict  and  Defense,  New  York:  Harper,  1962,  p.  151. 
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human  conduct,  such  as  that  of  game  theory  Of  particular  impor- 

tance is  the  fact  that  men  stave  to  achieve  diverse  objectives.  The 

statement  that  men  select  the  most  preferred  among  available  alter- 

natives does  not  imply  that  they  always  choose  the  one  that  yields 

them  the  greatest  material  profit.^^  They  may,  and  often  do,  choose 
the  alternative  that  requires  them  to  make  matenal  sacrifices  but  con- 

tributes the  most  to  the  attainment  of  some  lofty  ideal,  for  this  may 

be  their  objective.  Even  m   this  choice  they  may  err  and  select  an 

alternative  that  actually  is  not  the  best  means  to  realize  their  goal. 

Indeed,  the  need  to  anticipate  in  advance  the  social  rewards  with 

which  others  will  reciprocate  for  favors  in  exchange  relations  inevi- 

tably introduces  uncertamty  and  recurrent  errors  of  judgment  that 

make  perfectly  rational  calculations  impossible  Granted  these  qualifi- 
cations, the  assumption  that  men  seek  to  adjust  social  conditions  to 

achieve  their  ends  seems  to  be  quite  realistic,  indeed  inescapable. 

Basic  Processes 

To  reward,  is  to  recompense,  to  remunerate,  to  return  good  for  good 
received  To  punish,  too,  is  to  recompense,  to  remunerate,  though  m   a 
different  manner,  it  is  to  return  evil  for  evil  that  has  been  done 

Adam  Smith,  The  Theory  of  Moral  Sentiments 

The  basic  social  processes  that  govern  associations  among  men  have 

their  roots  in  primitive  psychological  processes,  such  as  those  under- 
lying the  feelings  of  attraction  between  individuals  and  their  desires 

for  various  lands  of  rewards.  These  psychological  tendencies  are 

primitive  only  in  respect  to  our  subject  matter,  that  is,  they  are  taken 

as  given  without  further  inquiry  into  the  motivating  forces  that  pro- 
duce them,  for  our  concern  is  with  the  social  forces  that  emanate 

from  them. 

The  simpler  social  processes  that  can  be  observed  in  interpersonal 

10  For  a   discussion  of  game  theory  which  calls  attention  to  its  hmitabons,  see 

R   Duncan  Luce  and  Howard  Raiffa,  Games  and  Decisions,  New  York-  Wiley, 
1957,  esp  chapters  in  and  vu.  For  other  criticisms  of  game  theory,  notably  its 

failure  to  ublize  empirical  research,  and  an  attempt  to  incorporate  some  of  its 

pnnciples  mto  a   substantive  theory  of  conflict,  see  Thomas  C.  Schelhng,  The 

Strategy  of  Conflict,  Cambridge:  Harvard  University  Press,  1960,  esp  chapters 
iv  and  vi 

See  on  this  point  George  C   Homans,  Social  Behavior,  New  York-  Harcourt, 
Brace  and  World,  1961,  pp  79-80,  and  Anatol  Rapoport,  Fights,  Games,  and 
Debates,  Ann  Arbor  Umversity  of  Michigan  Press,  1960,  p   122 
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associations  and  that  rest  directly  on  psychological  dispositions  give 
rise  to  the  more  complex  social  processes  that  govern  structures  of 
interconnected  social  associations,  such  as  the  social  organization 

of  a   factory  or  the  political  relations  in  a   community.  New  social 

forces  emerge  in  the  increasingly  complex  social  structures  that  de- 

velop in  societies,  and  these  dynamic  forces  are  quite  removed  from 

the  ultimate  psychological  base  of  all  social  life.  Although  complex 

social  systems  have  their  foundation  in  simpler  ones,  they  have  then- 
own  dynamics  with  emergent  properties.  In  this  section,  the  basic 

processes  of  social  associations  will  be  presented  in  broad  strokes,  to 

be  analyzed  subsequently  in  greater  detail,  with  special  attention  to 

their  -wider  implications. 
Social  attraction  is  the  force  that  induces  human  beings  to  establish 

social  associations  on  their  own  initiative  and  to  expand  the  scope 
of  their  associations  once  they  have  been  formed.  Reference  here  is 
to  social  relations  into  which  men  enter  of  their  own  free  will  rather 

than  to  either  those  into  which  they  are  bom  (such.,as  kinship 

groups)  or  those  imposed  on  them  by  forces  beyond  their  control 

(such  as  the  combat  teams  to  which  soldiers  are  assigned),  although 
even  in  these  involuntary  relations  the  extent  and  intensity  of  the 

association  depend  on  the  degree  of  mutual  attraction.  An  individual 

is  attracted  to  another  if  he  expects  associating  -with  him  to  be  in 
some  way  rewarding  for  himself,  and  his  interest  in  the  expected 

social  rewards  draws  him  to  the  other.  The  psychological  needs  and 

dispositions  of  individuals  determine  which  rewards  are  particularly 

salient  for  them  and  thus  to  whom  they  -wiU  be  attracted.  Whatever 
the  specific  motives,  there  is  an  important  difference  between  the 

expectation  that  the  association  will  be  an  intrinsically  rewarding 
experience  and  the  expectation  that  it  will  furnish  extrinsic  benefits, 

for  example,  ad-vice.  This  difference  calls  attention  to  two  distinct 

meanings  of  the  term  “attraction”  and  its  derivatives.  In  its  narrower 
sense,  social  attraction  refers  to  hking  another  person  intrinsically  and 

having  positive  feelings  toward  him;  in  the  broader  sense,  in  which 

the  term  is  now  used,  social  attraction  refers  to  being  drawn  to  an- 
other person  for  any  reason  whatsoever.  The  customer  is  attracted  in 

this  broader  sense  to  the  merchant  who  sells  goods  of  a   given  quality 
at  the  lowest  price,  but  he  has  no  intrinsic  feelings  of  attraction  for 
him,  unless  they  happen  to  be  friends. 

A   person  who  is  attracted  to  others  is  interested  in  pro-ving  himself 
attractive  to  them,  for  his  ability  to  associate  with  them  and  reap 

die  benefits  expected  from  the  association  is  contingent  on  their  find- 

ing him  an  attractive  associate  and  thus  wanting  to  interact  with  him. 
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Their  attraction  to  him,  just  as  his  to  them,  depends  on  the  anticipa- 

tion that  the  association  will  be  rewarding.  To  arouse  this  anticipa- 

tion, a   person  tnes  to  impress  others.  Attempts  to  appear  impressive 

are  pervasive  in  the  early  stages  of  acquaintance  and  group  formation. 

Impressive  quahties  make  a   person  attractive  and  promise  that  asso- 

ciating with  him  will  be  rewardmg.  Mutual  attraction  prompts  people 

to  establish  an  association,  and  the  rewards  they  provide  each  otlier 

in  the  course  of  their  social  interaction,  unless  tlieir  expectations  are 

disappointed,  maintain  their  mutual  attraction  and  the  continuing 
association. 

Processes  of  social  attraction,  therefore,  lead  to  processes  of  social 

exchange.  The  nature  of  the  exchange  in  an  association  experienced 

as  intrinsically  rewarding,  such  as  a   love  relationship,  differs  from  tliat 

between  associates  primarily  concerned  with  extrmsic  benefits,  such 

as  neighbors  who  help  one  another  with  various  chores,  but  exchanges 
do  occur  in  either  case.  A   person  who  furnishes  needed  assistance  to 

associates,  often  at  some  cost  to  liimself,  obhgates  them  to  reciprocate 
his  kindness.  Whether  reference  is  to  instrumental  services  or  to  such 

mtangibles  as  social  approval,  the  benefits  each  supplies  to  the  others 

are  rewards  that  serve  as  inducements  to  continue  to  supply  benefits, 

and  the  integrative  bonds  created  m   the  process  fortify  the  social 

relationship. 

A   situation  frequently  arises,  however,  in  which  one  person  needs 

something  another  has  to  offer,  for  example,  help  from  the  other  in 

his  work,  but  has  nothing  the  other  needs  to  reciprocate  for  the  help. 

While  the  other  may  be  sufficiently  rewarded  by  expressions  of  grati- 

tude to  help  him  a   few  times,  he  can  hardly  be  expected  regularly  to 

devote  time  and  effort  to  providing  help  without  receiving  any  return 

to  compensate  him  for  his  troubles.  (In  the  case  of  intrinsic  attraction, 

the  only  return  expected  is  the  willingness  to  continue  the  associa- 
tion.) The  person  in  need  of  recurrent  services  from  an  associate  to 

whom  he  has  nothing  to  offer  has  several  alternatives.  First,  he  may 

force  the  other  to  give  him  help.  Second,  he  may  obtain  the  help  he 

needs  from  another  source.  Third,  he  may  find  ways  to  get  along 

without  such  help.^®  If  he  is  unable  or  umvilling  to  choose  any  of 
these  alternatives,  however,  there  is  only  one  other  course  of  action 

left  for  him;  he  must  subordinate  himself  to  the  other  and  comply 

with  his  -wishes,  thereby  rewarding  the  other  with  power  over  himself 

The  last  two  of  these  altemabves  are  noted  by  Parsons  (op.  cit.,  p.  252) 

m   his  discussion  of  a   person’s  reactions  to  having  his  e-^pectabons  frustrated  by 
another. 
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as  an  inducement  for  furnishing  the  needed  help.  Willingness  to  com- 

ply with  another’s  demands  is  a   generic  social  reward,  since  the  power 
it  gives  him  is  a   generalized  means,  parallel  to  money,  which  can  be 

used  to  attain  a   variety  of  ends.  The  power  to  command  compliance 
is  equivalent  to  credit,  which  a   man  can  draw  on  in  the  future  to 
obtain  various  benefits  at  the  disposal  of  those  obligated  to  him.” 

The  unilateral  supply  of  important  services  establishes  this  land  of 
credit  and  thus  is  a   source  of  power. 

Exchange  processes,  then,  give  rise  to  differentiation  of  power.  A 

person  who  commands  services  others  need,  and  who  is  independent 

of  any  at  their  command,  attains  power  over  others  by  making  the 
satisfaction  of  their  need  contingent  on  their  compfiance.  This  prin- 

ciple is  held  to  apply  to  the  most  intimate  as  well  as  the  most  distant 
social  relations.  The  girl  with  whom  a   boy  is  in  love  has  power  over 

him,  since  his  eagerness  to  spend  much  time  with  her  prompts  him 

to  make  their  time  together  especially  pleasant  for  her  by  acceding 
to  her  wishes.  The  employer  can  make  v/orkers  comply  with  his  direc- 

tives because  they  are  dependent  on  his  wages.  To  be  sure,  file 

superior’s  power  wanes  if  subordinates  can  resort  to  coercion,  have 
equally  good  alternatives,  or  are  able  to  do  without  the  benefits  at 

his  disposal.  But  given  these  limiting  conditions,  umlateral  services 

that  meet  basic  needs  are  the  penultimate  source  of  power.  Its  ulti- 

mate source,  of  course,  is  physical  coercion.  While  the  power  that 
rests  on  coercion  is  more  absolute,  however,  it  is  also  more  limited  in 

scope  than  the  power  that  derives  from  met  needs. 

A   person  on  whom  others  are  dependent  for  vital  benefits  has  the 

power  to  enforce  his  demands.  He  may  make  demands  on  them  that 

they  consider  fair  and  just  in  relation  to  the  benefits  they  receive  for 

submitting  to  his  power.  On  the  other  hand,  he  may  lack  such  re- 
straint and  make  demands  that  appear  excessive  to  them,  arousing 

feelings  of  exploitation  for  having  to  render  more  compliance  than 

the  rewards  received  justify.  Social  norms  define  the  expectations  of 

subordinates  and  their  evaluations  of  the  superiors  demands.  The 

fair  exercise  of  power  gives  rise  to  approval  of  the  superior,  whereas 
unfair  exploitation  promotes  disapproval.  The  greater  the  resources 

of  a   person  on  which  his  power  rests,  the  easier  it  is  for  him  to  refrain 

from  exploiting  subordinates  by  making  excessive  demands,  and  conse- 
quently the  better  are  the  chances  that  subordinates  will  approve  of 

the  fairness  of  his  rule  rather  than  disapprove  of  its  unfairness. 

13  See  Parsons,  “On  the  Concept  of  Influence,”  Public  Opinion  Quarterly,  27 
(1963),  37-62,  esp.  pp.  59-60. 
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There  are  fundamental  differences  between  the  dynamics  of  power 
in  a   collective  situation  and  the  power  of  one  individual  over  another. 

The  weakness  of  the  isolated  subordinate  limits  the  significance  of  his 

approval  or  disapproval  of  the  superior.  The  agreement  that  emerges 

in  a   collectivity  of  subordinates  concerning  their  judgment  of  die 

superior,  on  the  other  hand,  has  far-reaching  implications  for  de- 
velopments in  the  social  structure. 

Collective  approval  of  power  legitunates  that  power.  People  who 

consider  that  the  advantages  they  gain  from  a   superior’s  exercise  of 
power  outweigh  the  hardships  that  compliance  with  his  demands  im- 

poses on  them  tend  to  communicate  to  each  other  their  approval  of 

the  ruler  and  their  feehngs  of  obligation  to  him.  The  consensus  that 

develops  as  the  result  of  these  communications  finds  expression  in 

group  pressures  that  promote  comphance  with  the  ruler’s  directives, 
thereby  strengthemng  his  power  of  control  and  legitimating  his  au- 

thority. “A  feeling  of  obligation  to  obey  the  commands  of  the  estab- 
hshed  public  authority  is  found,  varying  in  liveliness  and  effectiveness 

from  one  individual  to  another,  among  the  members  of  any  political 

society.”  Legitimate  authority  is  the  basis  of  orgamzation.  It  makes 
it  possible  to  organize  collective  effort  to  further  the  achievement  of 

various  obj'ectives,  some  of  which  could  not  be  attained  by  individuals 
separately  at  aU  and  others  that  can  be  attained  more  effectively  by 

coordmating  efforts.  Although  power  that  is  not  legitimated  by  the 

approval  of  subordmates  can  also  be  used  to  organize  them,  the 

stability  of  such  an  organization  is  highly  precanous. 

Collective  disapproval  of  power  engenders  opposition  People  who 

share  the  experience  of  being  exploited  by  the  unfair  demands  of 

those  m   positions  of  power,  and  by  the  insufiBcient  rewards  they 

receive  for  their  contributions,  are  likely  to  communicate  their  feelings 

of  anger,  frustration,  and  aggression  to  each  other.  There  tends  to 

arise  a   wish  to  retahate  by  striking  down  the  existing  powers.  "As 
every  man  doth,  so  shall  it  be  done  to  him,  and  retahation  seems  to 

be  the  great  law  that  is  dictated  to  us  by  nature.”  The  social  support 
the  oppressed  give  each  other  in  the  course  of  discussing  their  common 

gnevances  and  feehngs  of  hostihty  j'ustifies  and  reinforces  their  ag- 
gressive opposition  against  those  in  power.  It  is  out  of  such  shared 

discontent  that  opposition  ideologies  and  movements  develop— that 

Bertrand  de  Jouvenel,  Sooereignty,  University  of  Chicago  Press,  1957,  p   87. 

Adam  Smith,  The  Theory  of  Moral  Sentiments  (2d  ed.),  London:  A.  Mdlar, 
1761,  p.  139. 
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men  organize  a   union  against  their  employer  or  a   revolutionary  party 

against  their  government. 
In  brief,  differentiation  of  power  in  a   collective  situation  evokes 

contrasting  dynamic  forces:  legitimating  processes  that  foster  the  or- 

ganization of  individuals  and  groups  in  common  endeavors;  and  coun- 

tervailing forces  that  deny  legitimacy  to  existing  powers  and  promote 

opposition  and  cleavage.  Under  the  influence  of  these  forces,  the  scope 

of  legitimate  organization  expands  to  include  ever  larger  collectivities, 
but  opposition  and  conflict  recurrently  redivide  these  collectivities  and 

stimulate  reorganization  along  different  lines. 
The  distinctive  characteristic  of  complex  social  structures  is  that 

their  constituent  elements  are  also  social  structmres.  We  may  call  these 

structures  of  interrelated  groups  “macrostructmres”  and  those  com- 

posed of  interacting  individuals  "microstructmres.”  There  are  some 
parallels  between  the  social  propesses  in  microstructures  and  macro- 

structures. Processes  of  social  attraction  create  integrative  bonds  be- 

tween associates,  and  integrative  processes  also  unite  various  groups 
in  a   community.  Exchange  processes  between  individuals  give  rise  to 

differentiation  among  them,  and  intergroup  exchanges  further  differ- 

entiation among  groups.  Individuals  become  incorporated  in  legiti- 
mate organizations,  and  these  in  turn  become  part  of  broader  bodies 

of  legitimate  authority.  Opposition  and  conflict  occur  not  only  \vithin 

collectivities  but  also  between  them.  These  parallels,  however,  must 

not  conceal  the  fundamental  differences  between  the  processes  that 
govern  the  interpersonal  associations  in  microstructures  and  the  forces 

characteristic  of  the  wider  and  more  complex  social  relations  in  macro- 
structures. 

First,  value  consensus  is  of  crucial  significance  for  social  processes 

that  pervade  complex  social  structures,  because  standards  commonly 

agreed  upon  serve  as  mediating  links  for  social  transactions  between 

individuals  and  groups  without  any  direct  contact.  Sharing  basic 

values  creates  integrative  bonds  and  social  solidarity  among  millions 

of  people  in  a   society,  most  of  whom  have  never  met,  and  serves  as 

functional  equivalent  for  the  feelings  of  personal  attraction  that  unite 

pairs  of  associates  and  small  groups.  Common  standards  of  valuation 

produce  media  of  exchange— money  being  the  prototype  but  not  the 

only  one— which  alone  make  it  possible  to  transcend  personal  trans- 
actions and  develop  complex  networks  of  indirect  exchange.  Legiti- 
mating values  expand  the  scope  of  centralized  control  far  beyond  the 

reach  of  personal  influence,  as  exemplified  by  the  authority  of  a 

legitimate  government.  Opposition  ideals  serve  as  rallying  points  to 

draw  together  strangers  from  widely  dispersed  places  and  unite  them 
in  a   common  cause.  The  study  of  these  problems  requires  an  analysis 
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of  the  significance  of  social  values  and  norms  that  must  complement 
the  analysis  of  exchange  transactions  and  power  relations  but  must 
not  become  a   substitute  for  it. 

A   second  emergent  property  of  macrostructures  is  the  complex 

interplay  between  the  internal  forces  within  substructures  and  the 

forces  that  connect  the  diverse  substructures,  some  of  which  may  be 

microstructures  composed  of  individuals  while  others  may  themselves 

be  macrostructures  composed  of  subgroups.  The  processes  of  integra- 
tion, differentiation,  orgamzation,  and  opposition  formation  in  the 

various  substructures,  which  often  vary  greatly  among  the  substruc- 
tures, and  the  corresponding  processes  in  the  macrostracture  all  have 

repercussions  for  each  other.  A   systematic  analysis  of  these  intricate 

patterns,  which  will  only  be  adumbrated  in  chapters  ten  and  eleven, 

would  have  to  constitute  the  core  of  a   general  theory  of  social  struc- 
tures. 

Finally,  enduring  institutions  typically  develop  in  macrostructures. 

Established  systems  of  legitimation  raise  the  question  of  their  per- 
petuation through  time.  The  strong  identificabon  of  men  with  the 

highest  ideals  and  most  sacred  behefs  they  share  makes  them  desuous 

to  preserve  these  basic  values  for  succeeding  generations.  The  invest- 

ments made  in  establishing  and  expanding  a   legitimate  orgamzation 

create  an  interest  in  stabihzing  it  and  assuring  its  survival  in  the  face 

of  opposition  attacks.  For  this  purpose,  formalized  procedures  are 

instituted  that  make  the  organization  independent  of  any  individual 

member  and  permit  it  to  persist  beyond  the  life  span  or  penod  of 

tenure  of  its  members.  Insbtutionahzation  refers  to  the  emergence  of 

social  mechanisms  through  which  social  values  and  norms,  organizing 

pnnciples,  and  knowledge  and  skills  are  transmitted  from  generation 

to  generation.  A   society’s  institutions  constitute  the  social  matrix  in 
which  individuals  grow  up  and  are  socialized,  with  the  result  that 

some  aspects  of  institutions  are  refiected  in  their  own  personahbes, 

and  others  appear  to  them  as  the  inevitable  external  conditions  of 
human  existence.  Traditional  institutions  stabihze  social  life  but  also 

introduce  rigidities  that  make  adjustment  to  changing  conditions  diffi- 

cult. Opposition  movements  may  arise  to  promote  such  adjustment, 

yet  these  movements  themselves  tend  to  become  institutionalized  and 

rigid  in  the  course  of  time,  creating  needs  for  fresh  oppositions. 

Reciprocity  and  Imbalance 

Now  in  these  unequal  friendships  the  benefits  that  one  party  receives 
and  IS  entitled  to  claim  from  the  other  are  not  the  same  on  either  side, 

.   .   .   the  better  of  the  two  parbes,  for  mstance,  or  the  more  useful  or 
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otherwise  superior  as  the  case  may  be,  should  receive  more  affection 

than  he  bestows;  since  when  the  affection  rendered  is  proportionate  to 

desert,  this  produces  equality  in  a   sense  between  tihe  parties,  and  equality 
is  felt  to  be  an  essential  element  of  friendship. 

Aristotle,  The  Nicomachean  Ethics 

There  is  a   strain  toward  imbalance  as  well  as  toward  reciprocity  in 

social  associations.  The  term  “balance”  itself  is  ambiguous  inasmuch 
as  we  speak  not  only  of  balancing  our  books  but  also  of  a   balance  in 

our  favor,  which  refers,  of  course,  to  a   lack  of  equality  between  inputs 

and  outputs.  As  a   matter  of  fact,  the  balance  of  the  accounting  sheet 
meiely  rests,  m   the  typical  case,  on  an  underlying  imbalance  between 

income  and  outlays,  and  so  do  apparent  balances  in  social  life.  Indi- 

viduals and  groups  are  interested  m,  at  least,  maintaining  a   balance 

between  inputs  and  outputs  and  staying  out  of  debt  in  their  social 

transactions;  hence  the  strain  toward  reciprocity.  Their  aspirations, 
however,  are  to  achieve  a   balance  in  their  favor  and  accumulate  credit 

that  makes  their  status  superior  to  that  of  others;  hence  the  strain 

toward  imbalance.  "V 
Arguments  about  equilibrium— that  all  scientific  theories  must  be 

conceived  in  terms  of  equilibrium  models  or  that  any  equilibrium 

model  neglects  the  dynamics  of  real  life— ignore  the  important  point 
that  the  forces  sustaining  equilibrium  on  one  level  of  social  life  con- 

stitute disequilibrating  forces  on  otlier  levels.  For  supply  and  demand 

to  remain  in  equilibrium  in  a   market,  for  example,  forces  must  exist 

that  continually  disturb  the  established  patterns  of  exchange.  Similarly, 

the  circulation  of  the  elite,  an  equilibrium  model,  rests  on  the  opera- 
tion of  forces  that  create  imbalances  and  disturbances  in  the  various 

segments  of  society.  The  principle  suggested  is  that  balanced  social 

states  depend  on  imbalances  in  other  social  states;  forces  that  restore 

equilibrium  in  one  respect  do  so  by  creating  disequilibrium  in  others. 

The  processes  of  association  described  illustrate  this  principle. 

A   person  who  is  attracted  to  another  will  seek  to  prove  himself 

attractive  to  the  otlier.  Thus  a   boy  who  is  very  much  attracted  to  a 

girl,  more  so  than  she  is  to  him,  is  anxious  to  make  himself  more 

attractive  to  her.  To  do  so,  he  will  try  to  impress  her  and,  particularly, 

go  out  of  his  way  to  make  associating  with  him  an  especially  reward- 

ing experience  for  her.  He  may  devote  a   lot  of  thought  to  finding 

ways  to  please  her,  spend  much  money  on  her,  and  do  the  things  she 

likes  on  their  dates  rather  tlian  those  he  would  prefer.  Let  us  assume 
that  he  is  successful  and  she  becomes  as  attracted  to  him  as  he  is  to 



Reciprocity  and  Imbalance  27 

her,  that  is,  she  finds  associating  wth  hun  as  rewardmg  as  he  finds 
associating  wth  her,  as  indicated  by  the  fact  that  botli  are  equally 
eager  to  spend  time  together. 

Attraction  is  now  reaprocal,  but  tlie  reciprocity  has  been  estab- 

lished by  an  imbalance  in  the  exchange.  To  be  sure,  both  obtain  satis- 

factory rewards  from  tlie  association  at  this  stage,  the  boy  as  tlie  result 

of  her  wiUingness  to  spend  as  much  time  widi  him  as  he  wants,  and 

the  girl  as  the  result  of  his  readiness  to  make  tlieir  dates  enjoyable 
for  her.  These  reciprocal  rewards  are  tlie  sources  of  their  mutual 

attraction.  The  contributions  made,  however,  are  in  imbalance.  Both 

devote  time  to  the  association,  which  involves  giving  up  alternative 

opportunities,  but  tlie  boy  contributes  in  addition  special  efforts  to 

please  her.  Her  company  is  sufiBcient  reward  by  itself,  while  his  is 

not,  which  makes  her  “the  more  useful  or  otherwise  superior”  in  terms 
of  their  own  evaluations,  and  he  must  furnish  supplementary  rewards 

to  produce  “equality  in  a   sense  between  the  parbes.”  Although  two 
lovers  may,  of  course,  be  equally  anxious  to  spend  bme  togetlier  and 

to  please  one  another,  it  is  rare  for  a   perfect  balance  of  mutual  affec- 

tion to  develop  spontaneously.  The  reciprocal  attraction  in  most  inb- 

mate  relations— mamages  and  lasting  fnendships  as  well  as  more  tem- 

porary attacliments— is  the  result  of  some  imbalance  of  contribubons 

that  compensates  for  inequahties  in  spontaneous  affeebon,  notably  in 

the  form  of  one  partner’s  greater  wilhngness  to  defer  to  tlie  odier’s 
wishes. 

The  relationship  between  this  conception  and  balance  theory  in 

psychology  may  be  briefly  indicated.  Thus,  Newcomb’s  ABX  scheme 
is  concerned  witli  an  individual  A,  who  is  attracted  to  anotlier  indi- 

vidual B,  has  a   certain  attitude  toward  an  object  X,  and  perceives  B 

to  have  a   certain  attitude  toward  X.'®  Discrepancies  between  any  of 
these  elements  produce  a   strain  toward  balance  both  in  indhddual 

systems,  that  is,  internal  psychological  states,  and  in  collective  systems, 

that  is,  interpersonal  relations.  For  e,xample,  if  A   prefers  tlie  Demo- 

crats and  B   the  Repubheans,  tliere  are  several  ways  for  A   to  restore 

balance:  he  may  become  more  favorable  toward  the  Republicans;  he 

may  misperceive  B’s  attitude  as  being  really  not  Repubhean,  he  may 
lose  interest  in  politics,  making  the  disagreement  inconsequential;  or 

he  may  cease  to  associate  with  B   and  search  for  otlier  associates  whose 

opinions  he  finds  more  congenial.  The  focus  here  is  on  tlie  implications 

Theodore  M.  Newcomb,  The  Acquaintance  Process,  New  York:  Holt,  Rme- 
hart  and  Wmston,  1961,  esp.  chapter  ii.  See  also  Fntz  Heider,  The  Psychology  of 
Interpersonal  Relations,  New  York:  Wiley,  1958. 
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that  imbalances  in  interpersonal  relations  have  for  psychological  proc- 

esses that  restore  balance  in  the  mental  states  of  individuals,"  on  the 
one  hand,  and  for  changes  m   interpersonal  relations  on  the  other. 

Initially,  however,  individuals  tend  to  cope  with  impending  imbal- 
ances of  attraction  by  seeking  to  prove  themselves  attractive  to  asso- 

ciates they  find  attractive  in  order  to  estabhsh  friendly  relations  and 

become  integrated  among  them.  These  processes,  rather  than  those 

to  which  Newcomb  calls  attention,  are  the  main  concern  of  the  pre- 

ceding discussion  and  of  the  more  extensive  one  in  the  next  chapter. 

The  theoretical  principle  that  has  been  advanced  is  that  a   given 
balance  in  social  associations  is  produced  by  imbalances  in  the  same 

associations  in  other  respects.  This  principle,  which  has  been  illus- 

trated with  the  imbalances  that  underlie  reciprocal  attraction,  also 

applies  to  the  process  of  social  differentiation.  A   person  who  supplies 
services  in  demand  to  others  obligates  them  to  reciprocate.  If  some 

fail  to  reciprocate,  he  has  strong  inducements  to  withhold  the  needed 

assistance  from  them  in  order  to  supply  it  to  others  who  do  repay 
him  for  his  troubles  in  some  form.  Those  who  have  nothing  else  to 

offer  him  that  would  be  a   satisfactory  return  for  his  services,  there- 

fore, are  under  pressure  to  defer  to  his  wishes  and  comply  with  his 

requests  in  repayment  for  his  assistance.  Their  compliance  with  his 

demands  gives  him  the  power  to  utilize  their  resources  at  his  dis- 

cretion to  further  his  own  ends.  By  providing  unilateral  benefits  to 

others,  a   person  accumulates  a   capital  of  willing  compliance  on  which 

he  can  draw  whenever  it  is  to  his  interest  to  impose  his  will  upon 

others,  within  the  limits  of  the  significance  the  continuing  supply  of 

bis  benefits  has  for  them.  The  general  advantages  of  power  enable 

men  who  cannot  otherwise  repay  for  services  they  need  to  obtain 

them  in  return  for  their  compliance;  although  in  the  extreme  case  of 

the  person  who  has  much  power  and  whose  benefits  are  in  great 

demand,  even  an  offer  of  compliance  may  not  suffice  to  obtain  them. 

Here,  an  imbalance  of  power  establishes  reciprocity  in  the  exchange. 

Unilateral  services  give  rise  to  a   differentiation  of  power  that  equili- 

brates the  exchange.  The  exchange  balance,  in  fact,  rests  on  two  im- 

balances: unilateral  services  and  unilateral  power.  Although  these  two 

imbalances  make  up  a   balance  or  equilibrium  in  terms  of  one  per- 

spective, in  terms  of  another,  which  is  equally  valid,  the  exchange 

equilibrium  reinforces  and  perpetuates  the  imbalances  of  dependence 

Processes  that  restore  the  psychological  balance  of  individuals  by  reducing 
dissonance,  that  is,  by  decreasing  the  significance  of  an  unattainable  object  or 

person,  are  the  central  focus  in  Leon  Festinger,  A   Theory  of  Cognitive  Dissonance, 
Evanston:  Row,  Peterson,  1957. 
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and  power  that  sustain  it.  Power  differences  not  only  are  an  imbalance 

by  definition  but  also  are  actually  experienced  as  such,  as  indicated 

by  the  tendency  of  men  to  escape  from  domination  if  they  can.  In- 

deed, a   major  impetus  for  the  eagerness  of  individuals  to  discharge 

their  obligations  and  reciprocate  for  services  they  receive,  by  provid- 

ing services  in  return,  is  the  threat  of  becoming  otherwise  subject  to 

the  power  of  the  supplier  of  the  services.  While  reciprocal  services 

create  an  interdependence  that  balances  power,  unilateral  dependence 
on  services  maintains  an  imbalance  of  power. 

Differentiation  of  power  evidently  constitutes  an  imbalance  in  the 

sense  of  an  inequahty  of  power;  but  the  question  must  be  raised 

whether  differentiation  of  power  also  necessarily  constitutes  an  im- 

balance in  the  sense  of  a   strain  toward  change  in  the  structure  of 

social  relations.  Power  differences  as  such,  analytically  conceived  and 

abstracted  from  other  considerations,  create  such  a   pressure  toward 

change,  because  it  can  be  assumed  that  men  expenence  having  to 

submit  to  power  as  a   hardship  from  which  they  would  prefer  to 

escape.  The  advantages  men  derive  from  their  ruler  or  government, 

however,  may  outweigh  the  hardships  entailed  in  submitting  to  his 

or  its  power,  with  the  result  that  the  analytical  imbalance  or  disturb- 
ance introduced  by  power  differences  is  neutralized.  The  significance 

of  power  imbalances  for  social  change  depends,  therefore,  on  the 

reactions  of  the  governed  to  the  exercise  of  power. 

Social  reactions  to  the  exercise  of  power  reflect  once  more  the 

principle  of  reciprocity  and  imbalance,  although  in  a   new  form.  Power 

over  others  makes  it  possible  to  direct  and  organize  tlieir  acti\'ities. 
SuflBcient  resources  to  command  power  over  large  numbers  enable  a 

person  or  group  to  estabhsh  a   large  organization.  The  members  re- 

cruited to  the  organization  receive  benefits,  such  as  financial  remu- 
neration, in  exchange  for  complying  wth  the  directives  of  superiors 

and  making  various  contnbutions  to  the  organization.  The  leadership 

exercises  power  within  the  organization,  and  it  derives  power  from 

the  organization  for  use  in  relation  wth  other  organizations  or  groups. 

The  clearest  illustration  of  this  double  power  of  organizational  leader- 

ship is  the  army  commanders  power  over  his  own  soldiers  and, 

through  the  force  of  their  arms,  over  the  enemy.  Another  example  is 

the  power  business  management  exercises  over  its  own  employees 

and,  through  the  strength  of  the  concern,  in  the  market.  The  greater 

the  external  power  of  an  organization,  the  greater  are  its  chances  of 

accumulating  resources  that  put  rewards  at  the  disposal  of  the  leader- 
ship for  possible  distribution  among  the  members. 

The  normative  expectations  of  those  subject  to  the  exercise  of 

power,  which  are  rooted  in  their  social  experience,  govern  their  re- 
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actions  to  it.  In  terms  of  these  standards,  the  benefits  derived  from 

being  part  of  an  orgamzabon  or  polibcal  society  may  outweigh  the 
investments  required  to  obtain  them,  or  the  demands  made  on  mem- 

bers may  exceed  the  returns  they  receive  for  fulfilling  these  demands 

The  exercise  of  power,  therefore,  may  produce  two  different  kinds  of 

imbalance,  a   positive  imbalance  of  benefits  for  subordinates  or  a 

negative  imbalance  of  exploitation  and  oppression. 
If  the  members  of  an  organization,  or  generally  those  subject  to 

a   governing  leadership,  commonly  agree  that  the  demands  made  on 

them  are  only  fair  and  just  in  view  of  the  ample  rewards  the  leader- 

ship delivers,  joint  feehngs  of  obligation  and  loyalty  to  superiors  will 
anse  and  bestow  legitimating  approval  on  tlieir  authority.  A   positive 

imbalance  of  benefits  generates  legitimate  authority  for  the  leader- 

ship and  thereby  strengtliens  and  extends  its  controlling  influence. 

By  expressing  legitimating  approval  of,  and  loyalty  to,  those  who 

govern  them  subordinates  reciprocate  for  the  benefits  their  leadership 
provides,  but  they  simultaneously  fortify  tlie  imbalance  of  power  in 
tiie  social  structure. 

If  the  demands  of  the  men  who  exercise  power  are  experienced  by 

those  subject  to  it  as  exploitative  and  oppressive,  and  particularly  if 
tliese  subordinates  have  been  unsuccessful  in  obtaining  redress  for 

their  grievances,  their  frustrations  tend  to  promote  disapproval  of 

existing  powers  and  antagonism  toward  them.  As  the  oppressed  com- 

municate their  anger  and  aggression  to  each  other,  provided  there  are 

opportunities  for  doing  so,  tlieir  mutual  support  and  approval  socially 
justify  and  reinforce  the  negative  orientation  toward  the  oppressors, 

and  their  collective  hostility  may  inspire  them  to  organize  an  opposi- 

tion. The  exploitative  use  of  coercive  power  that  arouses  active  oppo- 

sition is  more  prevalent  in  tlie  relations  betw'een  organizations  and 
groups  than  within  organizations.  Two  reasons  for  this  are  that  the 

advantages  of  legitimating  approval  restrain  organizational  superiors 

and  tliat  tlie  effectiveness  of  legitimate  authority,  once  established, 

obwates  the  need  for  coercive  measures.  But  the  exploitative  use  of 

power  also  oecurs  witliin  organizations,  as  unions  organized  in  oppo- 

sition to  exploitative  employers  show,  A   negative  imbalance  for  the 

subjects  of  power  stimulates  opposition.  The  opposition  negatively 

reciprocates,  or  retaliates,  for  excessive  demands  in  an  attempt  to  even 

the  score,  but  it  simultaneously  creates  conflict,  disequilibrium,  and 
imbalance  in  the  social  structure.^® 

Organized  opposition  gives  expression  to  latent  conflicts  and  makes  them 
manifest. 
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Even  in  the  relatively  simple  structures  of  social  association  con- 

sidered here,  balances  in  one  respect  entail  imbalances  in  others.  The 

interplay  between  equihbrating  and  disequihbratmg  forces  is  still 

more  evident,  if  less  easy  to  unravel,  in  complex  macrostructures 

with  their  cross-cutting  substructures,  where  forces  that  sustam  reci- 

procity and  balance  have  disequihbratmg  and  imbalancing  repercus- 
sions not  only  on  other  levels  of  the  same  substructure  but  also  on 

other  substructures.  As  we  shall  see,  disequihbratmg  and  re-equili- 

brating forces  generate  a   dialectical  pattern  of  change  in  social  struc- 
tures. 

Conclusions 

In  this  chapter  the  basic  processes  underljnng  the  structure  of 

social  associabons  were  outhned,  and  some  of  the  emergent  forces 

characteristic  of  comple.x  social  structures  were  briefly  indicated.  The 

pnnciples  presented  in  simplified  form  to  convey  an  overall  impres- 
sion of  the  theoretical  scheme  in  this  book  will  be  elaborated  and 

refined  m   subsequent  chapters.  After  discussing  processes  of  social 

integration,  support,  and  exchange  in  interpersonal  associations  m 

some  detail,  various  aspects  of  social  differentiation  m   groups  \vill  be 

analyzed,  and  finally  attention  will  be  centered  on  the  imphcation  of 

these  social  forces  as  well  as  of  newly  emergent  ones  for  organizabon 

and  change  in  complex  social  structures. 

The  discussion  ^vill  proceed,  therefore,  from  tlie  basic  processes  that 

govern  the  social  interacbon  between  individuals  in  microstructures 

to  the  mcreasmgly  complex  processes  in  macrostructures  composed  of 

several  layers  of  intersecbng  substructures.  We  shall  be  concerned 

with  the  changes  in  social  processes  that  occur  as  one  moves  from 

simpler  to  more  complex  social  structures  and  with  the  new  social 

forces  that  emerge  in  the  latter.  Enbre  counbies,  for  example,  cannot 

rely  for  social  conbol  primarily  on  social  approval  and  personal  obli- 
gations, as  small  groups  of  friends  can,  and  must  consequently  give 

formalized  procedures  and  coercive  powers,  such  as  law  courts  and 

police  forces,  a   more  prominent  role.  While  progressing  from  the  sim- 
pler to  the  more  complex  seems  to  be  the  only  logical  sequence,  it 

does  pose  some  problems  in  the  study  of  social  life. 

The  pattern  of  association  between  two  mdividuals  is,  of  course, 

sbongly  influenced  by  the  social  conte.xt  in  which  it  occurs  Even  the 

analysis  of  social  interaction  in  dyads,  therefore,  must  not  beat  these 

pairs  as  if  they  existed  in  isolation  from  other  social  relations.  The 

mutual  attraction  of  bvo  persons  and  the  exchanges  between  them,  for 
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example,  are  affected  by  the  alternative  opportunities  of  each,  with 
the  result  that  competitive  processes  arise  that  include  wider  circles 

and  that  complement  and  modify  the  processes  of  exchange  and  at- 

traction in  this  pair  and  m   other  pairs.  The  power  of  an  individual 
over  another  depends  enturely  on  the  social  alternatives  or  lack  of 

alternatives  of  the  subjected  mdividual,  and  this  fact,  as  well  as  some 

others,  makes  it  mandatory  to  examine  power  relations  in  a   wider  con- 

text than  the  isolated  pair.  Simmel’s  perceptive  discussion  of  the  dyad 
and  the  triad  is  instructive  in  this  connection.^® 

Simmel’s  analysis  of  the  dyad  seems  to  be  conceived  as  a   polar  case 
that  highlights,  by  contrast,  the  distinctive  characteristics  of  group 
life.  To  cite  only  one  example,  the  death  or  withdrawal  of  one  indi- 

vidual destroys  the  dyad,  whereas  groups  are  not  completely  depend- 

ent on  any  single  member.  His  discussion  of  the  triad  is  explicitly 
concerned  with  the  significance  of  a   multiplicity  of  social  relations  in 

social  life,  and  his  use  of  the  triad  for  this  purpose  is  apparently  in- 

tended to  emphasize  the  crucial  distinction  between  a   pair  and  any 

group  of  more  than  two.®®  Power  can  be  strengthened  by  dividing  the 
opposition  (divide  et  impera)-,  it  can  be  resisted  by  forming  coalitions 

(tertius  gaudens)',  and  power  conflicts  can  be  mediated  by  third 
parties.  All  these  distinctive  processes  of  the  dynamics  of  power 

cannot  be  manifest  in  a   dyad.  The  legitimation  of  the  power  of  a 
superior  and  the  mobilization  of  opposition  to  him  also  do  not  occur 

in  dyads  but  only  if  a   superior  is  confronted  by  a   group  of  subordi- 
nates in  communication  with  each  other. 

It  is  essential,  in  the  light  of  these  considerations,  to  conceptualize 

processes  of  social  association  between  individuals  realistically  as  find- 

ing expression  in  networks  of  social  relations  in  groups  and  not  to 

abstract  artificially  isolated  pairs  from  this  group  context.  Crusoe  and 
Friday  were  a   dyad  that  existed  in  isolation,  but  most  associations  are 

part  of  a   broad  matrix  of  social  relations.  Although  the  analysis  of 

complex  structures  will  be  postponed  until  after  interpersonal  proc- 
esses have  been  examined,  the  group  structures  within  which  the 

associations  between  individuals  occur  will  be  taken  into  account  from 

the  very  beginning. 

1®  Georg  Sunmel,  The  Sociology  of  Georg  Simmel,  Glencoe:  Free  Press,  1950, 
chapters  m   and  iv. 

20  See  ibid.,  pp.  138-139,  141,  145. 
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Social  Integration 

Modesty  is  due  to  a   fear  of  incurring  the  well-merited  envy  and 
contempt  which  pursues  those  who  are  intoxicated  by  good  fortune: 

it  IS  a   useless  display  of  strength  of  mmd;  and  the  modesty  of  those 
who  attain  the  highest  eminence  is  due  to  a   desire  to  appear  even 
greater  than  their  position. 

La  Rochefoucauld,  The  Maxims 

The  formation  of  a   group  involves  the  development  of  integrative 
bonds  that  unite  individuals  in  a   cohesive  unit.  These  are  bonds  of 

social  attraction.  The  greater  the  attraction  of  individuals  to  one  an- 

other and  to  the  group  as  a   whole,  particularly  if  their  intrinsic 

attraction  to  the  association  generates  common  identification,  the  more 

cohesive  is  the  group.  For  a   new  member  to  become  integrated  into 

an  existing  group,  similarly,  requires  that  ties  of  social  attraction  de- 

velop between  him  and  the  rest.  A   persons  attraction  to  a   group  stim- 
ulates his  desire  to  become  a   member,  but  only  if  he  proves  himself 

attractive  to  its  other  members  can  he  realize  this  desire  and  gain 

social  acceptance. 

Some  groups  evolve  as  individuals  with  opportunities  for  social  con- 

tact become  increasingly  attracted  to  each  otlier  and  establish  common 

bonds  that  stabilize  their  social  association,  as  happens  in  the  friend- 

ship cliques  that  form  in  college  dormitories  or  in  the  gangs  tliat 

originate  in  urban  neighborhoods.  These  emergent  groups  often  have 

difEuse  boundaries  and  constitute,  in  effect,  overlapping  circles,  with 

many  individuals  being  peripheral  members,  and  occasionally  even 

core  members,  of  several  groupings;  the  friendship  groups  in  high 
33 
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schools  or  neighborhoods  typify  this  pattern.  Other  groups  are  part 

of  organizational  or  institutional  systems,  such  as  work  groups  or 
families.  In  these  cases,  the  social  association  is  not  the  product  of 

the  participants’  initial  attraction  but  of  external  conditions  established 
by  others;  children  do  not  choose  their  parents,  and  workers  are 
assigned  to  sections  and  required  to  interact  with  certain  other  mem- 

bers of  the  organization.  The  integrative  bonds  that  tend  to  unite  the 

members  of  work  groups,  not  to  speak  of  families,  however,  do  rest 
on  forces  of  social  attraction  that  induce  members  to  associate  more 

with  each  other  than  the  minimum  requirement  externally  imposed 

upon  them.  Without  such  integrative  bonds  that  identify  the  mem- 

bers as  part  of  a   distinct  social  entity,  the  work  group  would  not  really 

be  a   group  but  an  assembly  of  individuals  under  a   foreman. 

The  processes  of  attraction  that  underhe  the  development  of  social 

integration  in  a   group  may  be  briefly  summarized.  Social  attraction, 

using  the  term  in  its  broadest  sense,  refers  to  the  proclivity  to  asso- 
ciate with  others.  A   person  is  attracted  to  others  if  he  expects  associat- 

ing with  them  to  be  rewarding,  specifically,  to  be  more  rewarding 
than  alternatives  open  to  him  at  the  given  time  and  place  (and  some- 

times the  only  alternative  is  no  association  at  all).  His  attraction  to 
them  creates  a   desire  to  find  social  acceptance  among  them.  To  be 

accepted  by  them,  he  must  prove  himself  an  attractive  associate.  For 

this  purpose,  he  will  seek  to  impress  them  and  show  that  he  has  quali- 

ties that  make  associating  with  him  rewarding.  If  he  is  successful,  they 
will  accept  him,  and  if  the  association  brings  them  and  him  the  ex- 

pected rewards,  the  reciprocal  advantages  solidify  the  mutual  attrac- 

tion and  help  him  to  become  an  integral  part  of  the  group. 

These  primitive  processes  give  nse  to  other  social  processes  in  the 

context  of  group  formation  where  a   number  of  individuals  in  asso- 
ciation exhibit  such  tendencies.  The  desire  of  many  individuals  to 

impress  each  other  with  their  outstanding  qualities  engenders  com- 
petitive processes,  and  social  differentiation  develops  in  the  course  of 

the  ensuing  competition.  It  is  in  the  face  of  these  competitive  and 

differentiating  processes,  which  intensify  the  need  for  supportive 

social  bonds,  that  emergent  processes  of  social  integration  stabilize 

and  unify  the  group.  The  consequent  common  identification  of  the 

members  with  the  group  itself,  its  cohesion  and  its  fortunes,  comple- 
ments their  mutual  attraction  as  the  foundation  of  social  solidarity. 

Impressing  Others 

The  fact  that  a   person  is  an  attractive  associate  is  manifest  in  the 

inclination  of  others  to  engage  in  social  interaction  with  him,  which 
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can  be  ascertained  in  various  ways  Sociometric  questions  can  be 

asked  to  determine  the  relative  populanty  of  each  group  member 

among  the  rest,  either  in  general  or  as  an  associate  in  specific  en- 

deavors, such  as  working  together  or  rooming  together.^  If  there  are 
no  external  restnebons  on  associabons,  the  frequency  with  which  any 
group  member  is  approached  by  the  rest  in  the  course  of  social  inter- 

action can  serve  as  an  index  of  his  comparabve  attractiveness.  More 

complex  measures  of  attractiveness  can  be  devised.  On  the  assumption 

that  meetings  with  attractive  colleagues  are  most  hkely  to  be  remem- 

bered, for  example,  the  number  of  colleagues  who  named  one  as  a 

fellow  worker  with  whom  they  had  lunched  in  the  past,  but  who 

were  not  named  by  him  in  answer  to  the  same  question,  has  been 

used  as  such  a   measure.® 

The  reason  a   person  is  an  attractive  associate  is  that  he  has 

impressed  others  as  someone  with  whom  it  would  be  rewarding  to 

associate.  They  may  expect  his  company  to  be  entertaining  or  intel- 

lectually stimulating,  to  get  support  for  their  opinions  or  help  on  their 

problems  from  him,  or  to  enjoy  being  seen  in  his  distinguished  com- 

pany. A   crucial  analytical  distinction  is  that  between  associations  that 

are  intrinsically  rewarding  and  those  that  furnish  extrinsic  benefits, 

which  are,  in  pnnciple,  detachable  from  the  association  itself.  In  the 

first  case,  another’s  company  as  such  is  the  source  of  attraction,  while 
in  the  second,  specific  benefits  he  suppHes  are  the  inducement  for 

associating  with  him.  Conceptualized  in  abstract  terms,  discrimina- 
tions and  corresponding  generalizations  along  two  different  lines  can 

be  derived  from  gratifying  social  experiences.  First,  the  discrimination 

is  between  this  attractive  individual  and  others  who  are  not,  the 

generahzation  is  from  this  pleasurable  e.\perience  to  the  expectation 

that  other  experiences  with  him  will  be  gratifying  too,  and  an  intrinsic 

attachment  to  him  develops.  Second,  the  discrimination  is  between 

the  person  and  the  object  or  activity  that  is  enjoyable,  the  generahza- 
tion is  that  similar  objects  from,  or  activities  with,  other  persons  will 

be  gratifying  too,  and  an  extrinsic  interest  in  these  benefits  from  any 
source  results. 

Deep  intrinsic  attachments  fundamentally  alter  the  social  transac- 

tions in  interpersonal  relations.  The  basic  difference  is  between  associ- 

^See  J.  L.  Moreno,  Who  Shall  Survioe?  Washington-  Nervous  and  Mental 
Disease  Publishing  Co.,  1934,  esp.  pp.  10-16. 

^   See  Blau,  The  Dynamics  of  Bureaucracy  (2d  ed  ),  University  of  Chicago 
Press,  1963,  pp.  150-152  As  noted  there,  even  when  these  discrepancies  are 

not  due  to  the  faulty  memory  of  the  person  named  but  to  mispercepbons  of 

those  naming  him,  they  reveal  his  attractiveness. 
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ations  that  are  considered  ends-in-themselves  by  participants  and  those 

they  consider  means  for  some  further  ends.  The  salesman’s  associations 
with  customers  are  not  intrinsically  rewarding  for  him  but  means  for 

making  profitable  sales,  while  his  association  with  the  woman  he  loves 

is  intrinsically  rewarding  and  an  end-in-itself  for  him.  In  intimate 
relations  of  profound  sigmficance,  the  mutual  supply  of  rewards  is  a 
means  for  reaffirming  and  sustaining  the  association  itself,  whereas  in 

other  social  relations  the  association  is  a   means  for  obtaining  extrinsic 
rewards  of  various  sorts.  The  strong  commitments  of  individuals  in 

interpersonal  relations  that  are  of  intrinsic  importance  to  them  tend 
to  make  the  continuation  of  the  association  a   supreme  value,  for  the 

sake  of  which  they  are  willing  to  make  great  sacrifices.  Under  these 

conditions  of  intrinsic  attachment,  selfless  devotion  to  another’s  wel- 

fare can  often  be  observed,  as  exemplified  by  a   mother’s  love  for  her 
children  and  her  tendency  to  make  sacrifices  for  them  without  any 
apparent  thought  of  return.  Contributions  to  the  welfare  of  a   loved 

one  are  not  intended  to  elicit  specific  returns  in  the  form  of  proper 

extrinsic  benefits  for  each  favor  done.  Instead,  they  serve  as  expressive 

symbols  of  the  individual’s  firm  commitment  to  the  relationship  and 
as  inducements  for  the  other  to  make  a   corresponding  commitment 

and  continue  the  association.  If  the  devotion  of  a   person  and  his 

readiness  to  benefit  another  without  expecting  any  specific  repayments 

are  exploited  by  that  other  to  gain  extrinsic  advantages  for  himself, 

a   serious  strain  is  introduced  into  the  relationship.  Although  there  is 

no  quid  pro  quo  of  explicit  services  in  these  intimate  relations  of 

intrinsic  significance,  each  participant  does  expect  his  devotion  to 

the  other  to  be  rewarded  by  the  other’s  enduring  commitment  to  the association. 

Extrinsic  benefits  constitute  objective  criteria  for  comparing  associ- 
ates, choosing  between  them,  and  abandoning  one  in  favor  of  another. 

They  are  independent  standards  for  determining  whether  a   person’s 
choice  of  associates  is  rational  or  not.  If  a   challenging  chess  game  is 

what  we  want  and  nothing  else  matters,  our  decision  to  play  with 

one  friend  rather  than  another  is  demonstrably  correct  or  incorrect, 

depending,  of  course,  on  the  relative  qualifications  of  the  two  as  chess 

players.  Associations  that  are  intrinsically  rewarding,  however,  are 

unique  in  the  sense  that  they  cannot  be  compared  except  in  the  purely 

subj'ective  terms  of  the  gratifications  they  provide.  Since  there  are  no 
independent  standards,  an  individual’s  subjective  judgment  that  an 
association  is  intrinsically  rewarding  for  him  cannot  be  considered 

wrong  in  any  meaningful  sense;  it  is  right  by  fiat.  The  extrinsic  bene- 
fits on  which  tihe  significance  of  some  social  associations  rests  make 
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factual  judgments  about  them  possible,  but  only  value  judgments 

apply  to  associations  that  are  intrinsically  attractive. 

There  are  many  social  relations,  however,  that  cannot  be  readily 

classified  as  being  either  extrinsically  or  intrinsically  rewarding.  Thus, 

workers  participate  in  unions  not  only  to  improve  their  employment 

conditions  but  also  because  they  intrinsically  enjoy  the  fellowship  in 

the  union  and  derive  satisfaction  from  helping  to  realize  its  objectives. 

Indeed,  these  are  the  primary  inducements  for  active  participation, 

since  the  material  rewards  the  union  provides  are  not  contingent,  for 

any  one  individual,  on  active  participation.  The  problem  is  not  merely 

that  the  distinction  is  an  analytical  one  and  actual  associations  consti- 

tute mixed  types.  Neither  is  it  simply  that  many  ends  are  means  to 

further  ends  or  that  the  ends  of  some  people  are  means  to  different 

ends  for  others.  The  basic  difiBculty  is  rather  that  of  deciding  whether 
or  not  a   certain  social  reward  can  be  considered  detachable  from  the 

association  in  which  it  is  obtained. 

Take  a   dinner  party  as  an  illustration.  The  person  who  accepts  an 

invitation  in  order  to  enjoy  the  food  and  dnnk  is  an  unambiguous 

case,  and  so  is  the  one  who  does  so  for  the  sheer  pleasure  of  seeing 

his  old  friends— extrinsic  rewards  motivate  the  former,  intrinsic  ones 

the  latter.  But  consider  the  third  person  who  comes  to  have  an  oppor- 

tunity to  meet  high-status  people,  or  the  fourth  who  attends  to  enjoy 
the  sparkling  wit  and  intellectual  sophishcation  at  the  dinner  table. 

Compared  to  food  and  drink,  the  stimulating  nature  of  the  conversa- 
tion of  individuals  is  a   reward  that  is  intrinsic  to  the  association,  as 

is  the  enjoyment  of  their  distinguished  company.  On  the  other  hand, 

high  prestige  is  evidently  a   charactensbc  that  can  be  abstracted  from 

the  persons  who  possess  it  and  used  as  an  independent  standard  for 

evaluating  the  attractiveness  of  potential  associates.  The  enjoyment 

of  sophisticated  conversation,  too,  implies  that  the  level  of  sophistica- 
tion serves  as  an  extrinsic  standard  of  attraction  and  of  choosing 

between  associates.  From  this  perspective,  the  third  and  fourth  guests 

are  not  drawn  to  the  company  at  the  dinner  by  its  intrinsic  attractive- 

ness either  but  by  extrinsic  benefits  it  supphes  If  not  even  people’s 
stimulating  conversation  is  considered  a   reward  intrinsic  to  associating 

with  them,  however,  what  possibly  would  be  a   reward  that  is  intrinsic? 

One  answer  to  this  question  centers  on  the  relative  nature  of  the 

extrinsic-intrinsic  criterion  The  satisfaction  union  members  derive 

from  participating  in  joint  endeavors  to  help  realize  common  ideals 
is  more  intrinsic  than  the  material  benefits  they  receive  as  the  result 

of  their  activities,  but  this  satisfaction  from  working  for  union  objec- 

tives is  more  extrinsic  than  their  enjoyment  of  the  fellowship  among 
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or  that  he  is  opposed  to  Communism,  however,  hardly  makes  liim  a 

particularly  attractive  associate  in  this  country,  since  attributes  or 

values  shared  by  virtually  everyone  do  not  differentiate  anyone.  It 

requires  distinctive  opinions  or  orientations  to  become  differentially 

attractive  as  an  associate,  and  such  disbnctive  viewpoints  make  a 

person  not  only  attractive  to  tliose  who  share  them  but  also  un- 
attractive to  those  who  do  not.  The  fear  of  antagonizing  associates 

and  being  rejected  by  tliem  is  the  reason  individuals  tend  to  confine 
themselves  to  subtle  hints  about  their  most  distinctive  traits  and 

opinions  m   the  imtial  stages  of  acquaintance.  Another  method  for 

proving  oneself  differentially  attractive  is  to  impress  others  with  quali- 
ties that  command  their  admiration  or  respect. 

The  strategies  used  to  impress  others  vary  widely  from  group  to 

group  and  from  individual  to  individual,  contingent  as  they  are  on 

die  values  that  determine  what  group  members  find  impressive  and 

on  the  aptitudes  that  limit  how  an  individual  can  impress  them. 

People  create  impressions,  of  course,  continually  and  without  special 

design  in  the  process  of  engaging  in  activities  and  interaction  with 

others.  But  an  interest  in  gaining  social  acceptance  in  a   new  group 

makes  individuals  self-conscious  and  deliberate  about  making  a   good 

impression.  “Instead  of  allowing  an  impression  of  their  activity  to 
arise  as  an  incidental  by-product  of  tlieir  activity,  they  can  [and  often 
do  in  this  situation]  reorient  their  frame  of  reference  and  devote  their 

efforts  to  the  creation  of  the  desired  impression.”^  This  may  involve 
demonstrating  their  wide  knowledge  for  some  individuals  and  display- 

ing their  sophisticated  wit  for  others.  Athletic  abihty  may  constitute 

an  impressive  quality  in  one  group,  artistic  talent  in  another.  To  make 

a   good  impression,  a   person  must  infer  which  of  his  qualities  would 

do  so  in  a   given  group  and  adapt  his  conduct  accordingly.  Self- 
conscious  concern  with  impressing  others,  however,  can  easily  become 

self-defeating.  If  an  individual  is  too  self-conscious,  his  awkwardness 

vwU  leave  a   poor  impression,  and  if  others  suspect  him  of  deliberately 

putting  up  a   front,  he  also  will  have  made  an  unfavorable  impression. 

Creating  a   good  first  impression  is  a   subtle  form  of  bragging,  but  its 

success  depends  on  its  being  so  natural  that  it  does  not  appear  to  be 

bragging  at  all. 

Presenting  an  impressive  image  of  oneself  entails  some  risks:  the 

risk  of  appearing  boastful  or  conceited,  the  risk  of  repelling  others 

with  extreme  opinions,  and  generally  the  risk  of  incurring  their  dis- 

*   Erving  Gotfman,  The  Presentation  of  Self  in  Everyday  Life,  University  of 
Edinburgh  Social  Science  Research  Center,  1956,  p.  162. 
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not  explicitly  say  so,  it  would  seem  that  die  chief  surgeons  jokes  also 
serve  to  show  that  he  is  superior  to  the  demands  of  his  role,  just  as 

those  of  the  intern  do. 

Regardless  of  the  difficulties  of  a   task,  full  absorption  in  it  implies 

that  it  taxes  one’s  capacities  to  the  limit.  Indeed,  m   the  most  critical 

stages  of  an  operation,  there  is  undoubtedly  no  banter.®  The  surgeon 
who  can  joke  at  other  stages,  which  also  make  considerable  demands 

on  him,  demonstrates  that  his  abilities  are  so  great  he  can  perform 

fairly  difficult  tasks  with  ease  Generally,  tense  involvement  in  a   task 

implies  that  the  limits  of  an  individual’s  abilities  are  being  approached. 
Hence,  performing  a   complex  task  with  great  ease  is  particularly 

impressive,  in  pait  because  lack  of  full  absorption  increases  the  risk 

of  failure.  The  more  difficult  a   performance  is,  the  more  impressive 

is  it,  and  the  greater  is  the  risk  of  failure  Role  distance,  in  the  form 

of  being  at  ease  and  not  even  fully  involved  while  performing  a 

complex  task,  is  impressive  because  it  increases  the  risk  of  failure 

and  simultaneously  indicates  confidence  m   one’s  ability  to  meet  the 
challenge. 

Two  opposite  tactics  make  the  performance  of  a   difficult  act  espe- 
cially impressive  The  circus  arbst,  for  example,  who  strains  every 

muscle  and  nearly  fails  before  he  finally  succeeds  arouses  great  awe 

in  his  audience,  but  the  one  who  performs  his  difficult  act  with  ease, 

as  if  it  were  mere  child’s  play  for  him,  also  commands  profound 
admirahon.  Whether  exhibiting  strain  or  ease  makes  a   difficult  per- 

formance still  more  impressive  depends  on  the  sophistication  of  the 

audience  and  ultimately  on  whether  the  fact  tliat  tlie  performance  is 

difficult  must  be  established  or  can  be  taken  for  granted  If  others 

do  not  know  how  very  difficult  a   performance  is,  manifesting  tense 

concentration  and  strain  in  the  course  of  it  provides  this  knowledge 

and  increases  their  admiration.  If  they  already  realize  the  difficulties 

involved,  however,  it  is  the  great  ease  with  which  such  a   hard  task 

can  be  mastered  that  is  most  impressive. 

New  social  situations  typically  pose  a   challenge,  since  there  is  the 

!   risk  of  failure  to  impress  others.  For  a   social  situation  to  be  experi- 

i   enced  as  a   challenge  by  an  individual,  the  others  present  must  be 

!   sufficiently  sigmficant  for  him  to  make  hun  concerned  with  impressing 

■   ®   Goffman,  m   a   personal  communication,  noted  that  while  surgeons  during  the 
/   entieal  stages  of  operations  do  not  make  funny  remarks,  they  sometimes  do  hum 

.   tunes  Humming  is  not  very  distracting— much  less  so  than  tellmg  jokes— but  it 
does  serve  to  demonstrate  that  a   person  is  not  tense  with  anxiety  even  at  these 

cntical  times,  it  may  well  be  a   form  of  “whistlmg  in  the  dark.” 
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them  and  winning  their  approval.  For  it  to  be  experienced  as  a   stimu- 

lating challenge  rather  than  a   debilitating  threat,  he  must  be  fairly 
confident  in  his  ability  to  earn  their  acceptance,  if  not  their  respect, 
InsuflScient  challenge  makes  a   social  occasion  boring,  and  excessive 

challenge  makes  it  distressing.  It  is  the  social  gathering  in  which 

individuals  cannot  take  their  success  in  impressing  others  for  granted 

but  have  reasonable  chances  of  success  that  animates  their  spirit  and 

stimulates  their  involvement  in  social  intercourse.  Indeed,  thorough 

involvement  in  any  activity— be  it  a   game,  a   sport,  or  one’s  work- 
seems  to  depend  on  such  an  intermediate  challenge,  which  makes  the 

outcome  problematical  but  hmits  the  threat  of  failure,  either  because 

failure  is  not  too  serious  (the  loss  of  money  in  gambling)  or  because 

failure  is  not  too  hkely  (the  loss  of  hfe  in  ski  jumping).’  If  the  risk 

of  failure  becomes  more  serious  (the  stakes  in  the  game  are  getting 

too  high;  a   ravine  must  be  jumped  in  an  emergency),  the  stimulating 

challenge  can  quickly  turn  into  an  unpleasant  threat.  The  ability  to 
view  great  dangers  as  a   challenge  rather  than  a   threat  is  rare  and 

impressive. 

Why  do  men  risk  life,  hmb,  and  fortune  to  meet  a   challenge?  What 

makes  it  enjoyable  to  race  a   car  at  great  speeds  or  to  solve  a   chess 

problem  even  when  nobody  is  there  to  oflFer  social  approval?  It  might 

be  the  result  of  a   process  that  could  be  called  reverse  secondary 

reinforcement.  Social  rewards  owe  their  significance  to  the  psycho- 

logical process  of  secondary  reinforcement.  The  primary  gratifications 

of  human  beings  are  originally  contingent  on,  and  become  associated 

with,  certain  actions  of  others  in  their  environment,  such  as  the 

mother’s  nurturing  or  the  father’s  approval.  These  and  related  actions 
of  other  human  beings  become,  in  due  course,  intrinsic  social  rewards 

that  act  as  secondary  reinforcers  for  the  individual’s  behavior;  the 
respect  and  approval  of  significant  associates  are  notable  examples. 

Since  taking  risks  earns  an  individual  social  approval  and  respect, 

these  secondary  reinforcers  stimulate  him  to  look  for  challenges  he 

can  meet.  The  repeated  association  of  meeting  challenges  and  obtain- 
ing these  social  rewards  makes  meeting  a   challenge,  through  a   process 

of  reverse  secondary  reinforcement,  intrinsically  rewarding,  motivat- 
ing individuals  to  seek  out  challenging  situations  even  when  they  are 

alone.  Since  the  process,  in  which  rewards  rooted  in  the  individual 

organism  give  rise  to  socially  rooted  rewards  is  a   type  of  secondary 

reinforcement,  the  process  in  which  social  rewards  give  rise  to  new 

’See  Goffman,  op.  cit.,  pp.  66-79. 
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rewards  that  inhere  in  the  individual  might  be  designated  as  reverse 

secondary  reinforcement. 

A   Paradox  of  Integration 

In  a   group  situation,  impressive  qualities  make  a   person  attractive 

in  one  sense  and  unattractive  in  another,  because  they  raise  fears  of 

rejection  and  pose  a   status  threat  for  the  rest  of  the  group.  Since  we 

are  most  impressed  by  qualities  that  are  superior  to  our  own  and  that 

other  people  also  find  impressive,  an  individual  who  possesses  such 

qualities  may  well  find  ours  unimpressive  and  know  that  he  can 

impress  many  others,  giving  us  good  reason  to  fear  his  rejection.  If  he 

IS  attracted  to  our  group,  there  is,  of  course,  no  imminent  danger  of 

rejection,  but  there  is  the  well-founded  suspicion  that  such  an  im- 

pressive person  cannot  be  kept  in  the  group  without  paying  tlie  price 

of  superior  status  to  him.  The  rewards  expected  from  associating 

with  an  impressive  person  tliat  make  him  attractive  also  would  make 

us  dependent  on  him  and  subject  to  his  control.  For  it  is  m   the  nature 

of  rewarding  social  experiences  to  produce  simultaneously  social 

attraction  and  social  dependence.®  Paradoxically,  the  very  attributes 
that  make  a   person  an  attractive  associate  for  otliers  also  raise  fears 

of  dependence  tliat  make  tliem  reluctant  to  acknowledge  their  at- 
traction. 

This  point  requires  elaboration  lest  it  be  oversimplified.  A   person 

who  establishes  unifying  links  with  die  members  of  a   group  by  show- 
ing that  he  has  mterests  in  common  with  them  and  holds  values  they 

share  proves  himself  an  attractive  companion  without  posing  a   status 

tlireat.  The  newcomer  to  an  estabhshed  group  tends  to  employ  pre- 

cisely these  strategies  and  otlier  unthreatening  ones,  such  as  ingratiat- 
ing himself  through  flattering  remarks,  to  gam  social  acceptance.  Such 

strategies,  however,  can  only  succeed  in  eliciting  a   bare  minimum  of 

social  attraction.  Whereas  the  insecure  newcomer  may  feel  constrained 

to  confine  himself  to  them,  the  members  of  a   newly  forming  group, 

none  of  whose  social  position  is  more  insecure  than  that  of  the  rest 

(although  psychological  differences  in  feelings  of  security  exist,  of 

course),  often  resort  to  more  aggressive  tactics  to  establish  themselves 

as  valuable  associates.  They  seek  to  differentiate  their  attractiveness 

from  that  of  most  people  by  impressing  others  with  qualities  that 

command  respect. 

®   See  John  W.  Thibaut  and  Harold  H.  Kelley,  The  Social  Psychology  of  Groups, 

New  York-  Wiley,  1959,  pp.  21-24  and  66. 
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A   colleague  who  commands  professional  respect,  for  example,  is  a 

more  attractive  social  companion  than  one  who  does  not,  if  only 
because  his  conversations  promise  to  be  more  interesting  The  mere 
fact  that  they  respect  him  does  not  make  others  dependent  on  and 

subordinate  to  him.  His  stimulating  discussions  of  professional  prob- 
lems in  front  of  a   group  are  amply  repaid  by  their  expressions  of 

appreciation  and  respect  for  his  expertness.  If  some  of  them  should 

repeatedly  ask  his  advice  on  their  problems,  however,  they  would 
become  obligated  to  him,  and  in  the  long  run  their  dependence  on 

him  would  probably  require  them  to  comply  with  his  requests.  The 

obhgation  to  defer  to  the  wishes  of  an  expert  on  whose  guidance 
others  have  come  to  depend  is  what  detracts  from  his  attractiveness 

as  a   sociable  companion  for  them.  Deference  to  another  impedes 
relaxed  sociabihty  with  him.  Although  respect  for  another  as  such 

does  not,  these  processes  have  feedback  effects.  The  respected  expert 
is  expected  to  make  important  contributions  to  the  group  as  a   whole 

as  well  as  to  its  individual  members.  These  impending  contributions 

lead  both  the  others  and  the  expert  to  anticipate  that  they  will  become 

obligated  to  him.  In  anticipation  of  their  future  dependence,  others 

may  not  feel  entirely  free  with  a   person  whom  they  highly  respect 
even  before  they  have  actually  become  obligated  to  assume  a   sub- 

ordinate role  in  relation  to  him. 

What  poses  the  paradox  of  social  integration,  then,  is  that  the 

impressive  qualities  that  make  a   person  a   particularly  attractive  and 

valuable  group  member  also  constitute  a   status  threat  to  the  rest. 

The  result  is  a   defensive  reluctance  to  let  oneself  be  easily  impressed, 

and  this  reluctance  is  an  important  strategy  in  the  competition  for 

social  recognition  characteristic  of  early  stages  of  group  formation. 

As  group  members  seek  to  impress  each  other  with  their  outstanding 

attractiveness  as  associates,  they  enter  into  competition  with  each 

other.  In  contrast  to  competition  in  economic  markets,  where  the 

competitors  of  a   firm  rarely  are  identical  with  the  customers  for  whose 

purchases  the  firm  competes,  each  group  member’s  competitors  in  the 
competition  for  social  recognition  are  the  same  individuals  for  whose 

attraction  and  esteem  he  competes.  The  more  successful  A   is  in 

impressing  B   and  earning  B’s  high  regard,  the  more  displeasure  he 
causes  to  C   whose  relative  standing  in  the  eyes  of  B   has  suffered. 

All  group  members  simultaneously  play  the  role  of  A,  B,  and  C   in 

this  schema,  which  greatly  complicates  the  competitive  process.  Every 
member  has  an  interest  in  withholding  evidence  of  having  been  greatly 
impressed  by  the  qualities  of  others,  since  his  manifestations  of  high 
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regard  for  their  qualities  would  give  them  a   competitive  advantage 
over  him  by  contributmg  to  their  standing  in  the  group 

This  competition  can  be  conceptualized  as  a   senes  of  interlocking, 
mixed  games,  in  which  group  members  have  some  common  and  some 

conflictmg  interests.  If  the  members  are  attracted  to  the  group  and 
to  each  other,  they  have  a   common  interest  m   establishing  and  main- 

taining social  relations.  A   simplified  concephon  of  the  forces  that 
sustain  a   social  associabon  is  that  at  least  one  of  tlie  two  associates 

must  be  highly  attracted  to  the  other  If  each  has  high  regard  for  tlie 

other,  a   peer  relationship  exists,  but  if  only  one  has  high  regard  for 
the  other,  it  is  the  subordinate  role  he  assumes  tliat  supports  the 

relationship  It  is  assumed  that  each  individual’s  first  preference  is 
to  have  social  relations  tliat  are  based  on  the  high  regard  of  the  odiers, 
and  in  this  respect  they  have  conflicting  interests,  altliough  each  pre- 

fers relationships  maintained  by  reciprocal  regard  to  the  termination 

of  social  interaction,  winch  would  be  the  result  if  neitlier  partner  were 

to  manifest  high  regard  for  the  other.  The  group  member  must  choose 

between  withholding  expressions  of  liis  regard  for  tlie  various  other 

members,  thereby  endangenng  the  continuation  of  his  associations 

in  an  endeavor  to  achieve  superordinate  status,  and  e.xpressing  high 
regard  for  them  to  safeguard  his  associations  at  the  cost  of  possibly 

having  to  assume  a   subordinate  role  and  certainly  not  being  able  to 

attam  a   superordinate  one.  The  individual’s  choice,  which  is  not 
necessarily  tlie  same  in  regard  to  all  other  group  members,  is  governed 

by  liis  eshmation  of  his  chances  of  winmng  unilateral  respect  and  by 
the  relative  value  he  places  on  the  four  possible  outcomes.  The 

situation  can  be  schematized  in  the  following  pay-oE  matrLx:  ° 

A's  choice 

B’s  choice 
Expressing 

regard 

Withholding 

regard 

Expressing Peer  relation A   superior  to  B 
regard (2nd  choice  of  both) (A’s  first  choice) 

Withholding B   superior  to  A No  relation 

regard (B's  first  choice) (Last  choice  of  both) 

®   For  the  extensive  use  of  such  matrices  in  two  theories  of  social  behavior,  see 
Thibaut  and  Kelley,  op  at ,   and  Thomas  C.  Schelhng,  The  Strategy  of  Conflict, 
Cambridge  Harvard  University  Press,  1960. 
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Although  such  a   matrix  grossly  oversimplifies  the  social  situation 

it  does  highhght  tlie  implications  of  various  strategies.  If  each  indi- 

vidual chooses  tlie  strategy  that  can  yield  him  liis  first  preference 

(widiholdmg  expressions  of  high  regard,  since  only  it  can  produce 

superior  status),  botli  end  up  with  their  least  preferred  choice  (no 
relation).  If  each  adopts  the  strategy  that  averts  the  danger  of  maxi- 

mum possible  loss  (no  relation),  both  express  regard  for  the  other 
and  a   peer  relation  becomes  established.  The  most  dynamic  elements 

of  the  group  processes  under  consideration,  however,  escape  this  type 
of  schematization.  Group  members  do  not  decide  on  strategies  a 

priori  xvithout  any  knowledge  of  die  strategies  of  others,  but  tliey  are 
in  continual  interaction  and  recurrently  modify  their  behavior  in  re- 

sponse to  die  preceding  actions  of  others.’®  Social  communicaHon 
furnishes  clues  about  the  chances  of  achieving  superior  status  in  a 

group,  and  it  provides  opportunities  for  reaching  agreements  that 
maximize  joint  advantage.  Moreover,  the  existence  of  many  such  inter- 

locking games— there  would  be  forty-five  in  a   group  of  ten— alters  the 
situation  as  the  outcomes  in  some  affect  die  conditions  in  others. 

The  individual  who  has  succeeded  in  commanding  die  respect  of 

some  group  members,  for  example,  has  improved  his  chances  of 

success  in  impressing  others.  Finally,  dicrc  is  not  merely  a   series  of 

interlocking  pair  relations  but  a   group  structure  widi  its  own  dynamics. 
Processes  of  association  between  indmduals,  such  as  dieir  endeavors 

to  impress  one  another,  leave  their  imprint  on  the  social  structure, 

often  in  unanticipated  ways,  and  die  emergent  structural  conditions, 

in  turn,  modify  subsequent  processes  of  association. 

The  competition  for  social  recognition  in  the  early  stages  of  group 

formation  serves  as  a   screening  test  for  leadership  and  generally  for 

the  ability  to  make  various  contributions  to  the  group.  AlUiough  not 

all  groups  have  specific  objectives  diat  require  instrumental  contribu- 

tions, all  do  requiie  some  contributions  to  sundve.  Even  such  a   fleet- 

ing grouping  as  a   dinner  party  depends  on  some  participants  capable 

of  stimulating  the  conversation.  The  competition  diat  ensues  when 

group  members  seek  to  prove  tliemsch'cs  attractive  to  each  other 

motivates  them  to  reveal  their  most  impressive  qualities.  This  display 

of  potential  permits  die  group  to  discover  the  abilities  different  mem- 

Thibaut  and  Kelley  qualify  game  tlicor>>  in  this  important  respect,  as  well  as 

some  others,  by  calling  attention  to  the  .significance  of  successive  moves  and 

exploration,  op.  cit.,  pp  24-25,  but  their  decision  nevertheless  to  ignore  sequential 

effects  in  the  matrices  that  constitute  the  core  of  tlicir  analysis  (p.  19)  constitutes 

a   senous  limitah’on  of  their  tlicory. 
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bers  have  for  making  needed  contributions  and  to  draw  upon  them. 

The  competitive  rivalry  also  motivates  group  members  to  question 

claims  to  superior  abilities  that  seem  unreahstic  and  to  require  evi- 

dence to  back  them  up  or  to  belittle  attempts  to  appear  impressive 

they  suspect  of  being  unwarranted.  These  competitive  tactics  improve 

the  eEectiveness  of  the  screening  test  by  discouraging  exaggeration 

and  deception  and  by  making  it  unlikely  tliat  misleading  impressions 
remain  undetected. 

Men  who  make  essential  contributions  to  a   group  as  a   whole,  or  to 

its  members  individually,  have  an  undeniable  claim  to  superior  status. 

Interested  as  members  are  m   withholding  social  recogmtion  from 

others  to  protect  their  own  standing  m   the  group,  they  have  an  even 

greater  interest  in  obtaining  needed  contributions,  because  the  bene- 

fits tliey  derive  from  group  membership  are  contingent  on  these  con- 

tributions. Without  men  to  strengthen  a   union  or  organize  a   gang,  to 
assist  fellow  workers  or  score  for  a   basketball  team,  the  members  of 

these  groups  would  be  deprived  of  valued  benefits.  The  obligations 

of  group  members  to  those  who  make  such  benefits  possible  are  dis- 

charged by  according  them  supenor  status  They  command  respect 

and  compliance,  which  serv'e  as  rewards  for  having  made  contribu- 
tions in  the  past  and  as  incentives  for  continuing  to  make  them  in  the 

future. 

The  emergent  differentiation  of  status  m   the  group  intensifies  the 

need  for  integrative  bonds,  particularly  for  those  who  do  not  com- 
mand respect  for  their  ability  to  make  important  contnbutions.  Having 

to  acknowledge  the  supenor  status  of  others  undermines  their  own 

security  and  casts  doubt  on  the  impressive  image  they  have  attempted 

to  convey.  They  have  yet  to  gain  full  social  acceptance,  and  their 

subordinate  status  increases  their  need  for  supportive  bonds  to  secure 

tlieir  position  in  the  group  and  bolster  then:  self-confidence.  Lack  of 
success  in  proving  themselves  attractive  by  demonstrating  outstanding 

abilities  constrains  them  to  turn  to  other  means  for  doing  so,  and  the 

fact  that  a   number  of  group  members  find  themselves  in  the  same 

situation  provides  opportunities  that  make  this  possible. 

In  the  course  of  impiessmg  each  other,  these  group  members  have 

shown  that  they  have  attractive  qualities,  although  not  the  kind  of 

superior  quahties  tliat  promise  great  benefits  for  associates  and  thus 

force  them  to  override  their  own  defensive  reluctance  against  ac- 
knowledging a   former  peer  as  their  superior.  The  defensive  reactions 

aroused  by  the  claim  to  superior  status  implicit  in  appearing  impres- 
sive can  be  overcome  not  only  by  making  this  claim  undeniable  but 

also  by  withdrawing  it.  Completely  reversing  their  earlier  strategy 
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of  revealing  only  their  impressive  qualities,  these  group  members  now 

flaunt  their  weaknesses.  Whereas  an  individual  usually  conceals  his 

shortcomings  and  less  desirable  traits  on  first  acquaintance,  he  often 

readily  admits  them  soon  afteiwards  in  sociable  intercourse,  long 
before  the  association  has  become  intimate.  Having  first  impressed  us 

with  his  Harvard  accent  and  Beacon  Hill  fnends,  he  may  later  tell  a 

story  that  reveals  his  immigrant  background.  After  having  talked  only 
of  the  successes  in  his  career,  he  may  let  us  in  on  the  defeats  he  has 

suffered.  He  no  longer  carefully  protects  himself  against  the  slightest 

ridicule  but  may  now  tell  some  jokes  at  his  own  expense.^! 

Such  self-depreciating  modesty  is  disarming— literally  so  since  it 
obviates  the  need  for  defenses.  As  the  hsteners  sympathize  with  a 

person’s  troubles  or  smile  at  his  blunders,  they  feel  drawn  to  him 
because  he  ceases  to  be  a   status  threat  against  which  they  must  protect 

themselves.  By  calhng  attention  to  his  weaknesses,  a   person  gives 

public  notice  that  he  withdraws  from  the  competition  for  superior 

standing  in  the  group  and  that  he  considers  acceptance  as  a   peer 
sufiBcient  reward  for  his  attractive  qualities  and  for  whatever  contri- 

bution they  enable  him  to  make.  When  many  group  members  sur- 

render their  claim  to  superior  status  and  appeal  for  peer  group 

acceptance,  their  latent  feelings  of  attraction— inasmuch  as  fhey  were 
initially  attracted  to  and  discovered  further  attractive  traits  in  each 

other— are  freed  from  the  restraints  imposed  by  fear  of  loss  of  status. 

They  consequently  are  prone  to  establish  mutual  bonds,  which  meet 

their  needs  for  social  acceptance  and  support  and  constitute  the  basis 

of  social  integration. 

To  be  sure,  self-depreciation  does  not  always  promote  sympathy 
and  social  acceptance;  under  some  circumstances,  it  has  the  opposite 

effect  of  producing  discomfort  and  rejection.  If  an  individual  whose 

outstanding  qualities  we  appreciate  modestly  admits  some  shortcom- 
ings, it  win  strengthen  our  regard  for  and  attraction  to  him  and  not 

cause  us  any  discomfort.  But  if  an  individual  whom  we  do  not  find 

attractive  insists  on  telling  us  about  his  shortcomings,  it  tends  to 

embarrass  us  and  incline  us  to  withdraw  from  his  company.  The  reason 

is  that  his  exhibition  of  modesty  is  a   claim  for  acceptance  but  our 

lack  of  attraction  to  him  prevents  us  from  honoring  this  claim,  and 

This  reversal  of  strategy  is  nicely  illustrated  by  a   passage  of  Evelyn  Waugh 

in  which  the  speaker  descnbes  his  wife  as  adept  in  "first  impressing  the  impres- 
sionable with  her  chic  and  my  celebrity  and,  superionty  once  firmly  established, 

changing  quickly  to  a   pose  of  almost  flirtatious  afFabihty.”  Brideshead  Revisited, 
New  York:  Dell,  1956.  p.  220. 
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when  the  expectations  of  one  person  are  not  fulfilled  by  others, 

embarrassment  arises,  as  Goffman  has  pointed  out.^=  A   display  of  his 
deficiencies  does  not  make  a   person  attractive,  such  self-effacement 

can  only  activate  already  existing  feehngs  of  attraction  that  have  been 

suppressed.  Hence,  unless  the  weaknesses  to  which  a   group  member 

calls  attention  are  less  sigmficant  than  the  attractive  quahties  he  has 

exhibited,  he  will  not  have  succeeded  in  demonstrating  to  others  that 

he  is  approachable  as  a   peer  as  well  as  attractive  but  only  in  convinc- 

ing them  that  he  is  fundamentally  not  an  attractive  associate  at  all. 

Group  members  who  have  achieved  high  status  also  tend  to  engage 

in  self-depreciation.  While  their  abihties  and  contributions  earn  them 

respect  and  obligate  others  to  follow  their  suggestions,  these  obhga- 
tions  are  experienced  as  restraints,  which  inhibit  sociable  mteraction 

and  create  some  social  distance  between  the  leadmg  group  members 

and  the  rest.  Rewarding  as  high  esteem  is,  it  is  shU  more  rewardmg 

to  be  not  only  esteemed  but  liked  and  fully  accepted  as  well.  Besides, 

leaders  in  small  groups  depend  on  them  followers  for  supportive  bonds 

because  there  are  no  distinct  leadership  subgroups  that  can  provide 

them.  The  modest  leader,  who  freely  admits  his  inferionty  to  others 

in  some  respects,  rewards  them  by  acknowledging  their  superior 

abihties  and  mitigates  the  burden  of  their  subordination  by  not  insist- 
ing on  maintaining  superiority  over  them  in  every  way.  It  is  easy  to 

exhibit  such  modesty  for  the  person  whose  status  is  securely  anchored, 

since  doing  so  cannot  endanger  his  position.  On  the  contrary,  his 

modesty  is  likely  to  earn  the  leader  tlie  approval  and  loyalty  of  his 

followers  to  complement  the  respect  his  abihties  command,  and  thus 

to  increase  the  effectiveness  of  his  leadership  As  long  as  several  mem- 

bers of  superior  status  compete  for  leadership  in  the  group,  moreover, 

their  appeahng  modesty  is,  in  fact,  a   strategy  to  -win  group  support 
in  this  competition. 

Frankness  is  often  infectious,  especially  when  it  proves  effective  in 

gaining  acceptance  in  a   peer  group.  An  indmdual  who  ceases  to  try 

to  appear  impressive  imdtes  others  to  follow  his  example,  and  the 

more  group  members  do  so,  the  easier  it  becomes  for  the  rest  to  do 

die  same  The  first  person  in  a   circle  with  intellectual  pretensions  who 

admits  that  he  prefers  watching  television  to  going  to  the  symphony 

modestly  admits  a   weakness  His  frankness  may  well  encourage  others 

to  acknowledge  their  low-brow  tastes.  Now  for  sbll  others  to  join  m 
and  teU  of  their  fondness  for  Westerns  or  xvresthng  or  comics  no 

Goffman,  “Embarrassment,”  American  Journal  of  Sociology y   62  (1956), 
264-271. 
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longer  involves  self-depreciating  modesty  but  represents  attempts  to 
establish  common  links  witli  tlie  rest,  which  permit  group  members 

to  relax  and  enjoy  each  ollier’s  company.  The  common  interests  dis- 
covered  in  tliis  process— be  tlicy  baseball,  art,  or  pacifism-are  an 
important  source  of  the  integrative  bonds  that  unite  the  group.  To  be 
sure,  the  ideals  and  purposes  that  initially  bring  men  together  consti- 

tute the  unifying  bonds  of  the  groups  tliey  form.  In  groups  without 

explicit  objectives  of  this  kind,  however,  tlie  discovery  of  common 
links  is  essential  for  the  development  of  social  integration,  and  this 

discovery  tends  to  be  made  when  group  members  witlidraw  from  the 

competition  for  status. 

In  brief,  processes  of  competition  and  social  differentiation  create 

strains  tliat  increase  tlie  need  for  integrative  ties  in  groups.  As  some 

group  members  find  it  necessary'  to  withdraw  from  the  competition 
for  superior  status,  tliey  establish  integrative  bonds  which  become 

tlie  foundation  of  group  solidarity'.  Social  solidarity'  rooted  in  bonds 
of  fellowship  makes  important  contributions  to  groups  tliat  have  in- 

strumental objectives  as  well  as  to  tliose  tliat  are  primarily  sociable 

in  character.  Large-scale  participation  in  a   union  or  a   political  party, 
for  example,  which  promotes  the  effectiveness  of  tlie  organization,  and 

without  which  it  cannot  be  democratically  governed,  is  contingent  on 

such  integrative  ties.  Unless  active  participation  is  motivated  not  only 

by  tlie  prospect  of  commanding  respect  and  attaining  positions  of 

leadership  but  also  by  gratifications  dcrix'cd  from  working  Nrith  like- 
minded  men  in  a   common  cause,  it  will  be  inevitably  restricted  to  a 

small  minority.  Associations  have  to  be  intrinsically  attractive  for 

large-scale  participation  to  occur,  and  integratii'c  bonds  of  fellowship 
make  tlicm  so.  Some  group  members  must  compete  for  superior  status 

to  furnish  a   screening  dei’icc  for  effective  leadership,  but  to  maintain 
social  integration  Uiere  must  be  many  who  do  not  participate  in  this 

competition.  The  members  who  cease  to  compete  for  superior  status 

win  social  acceptance  in  tlie  group  in  exchange  for  tlie  contribution 

they  thereby  make  to  group  solidarity. 

Testing  Some  Inferences 

Outstanding  attributes  are  not  an  unambiguous  asset  for  establish- 

ing friendly  relations  in  a   group,  because  they  tend  to  make  an  indi- 

vidual a   status  llireat  and  somewhat  unapproachable  ns  well  as  attrac- 
tive. Common  sense  would  lead  one  to  expect  that  the  group  member 

two  of  whose  attributes  others  find  attractive  is  more  likely  to  be 

befriended  by  die  rest  dian  the  member  who  has  only  one  of  tliese 
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two  positive  qualities,  and  that  the  one  without  either  is  least  likely 

to  attain  friendly  acceptance  in  the  peer-group  fellowship.  The  in- 
ference derived  from  the  theory  presented,  in  contrast,  is  that  group 

members  who  have  positive  characteristics  on  a   sahent  attribute, 
which  make  them  attractive,  but  negative  ones  on  a   less  salient  attri- 

bute, which  also  make  them  approachable,  have  the  best  chance  to 

win  informal  acceptance,  correspondingly,  those  who  are  negative  on 
a   more  salient  and  positive  on  a   less  salient  attribute  should  have  the 

least  chance.  Interview  data  from  tivelve  work  groups  in  a   welfare 

agency  were  used  to  test  this  inference.^® 
The  sixty  caseworkers  m   these  twelve  groups  were  classified,  for 

each  companson  made  (that  is,  in  each  table),  on  the  basis  of  two 

characteristics  as  the  independent  variables  and  their  informal  accept- 

ance as  the  dependent  variable,  the  measure  of  the  dependent  variable 

being  whether  others  in  his  ovm  group  were  on  a   first-name  basis 

with  a   given  individual.  Sociometric  measures,  such  as  popularity  and 

being  respected  among  colleagues,  were  used  to  indicate  the  more 

salient  attribute,  and  background  characteristics,  such  as  seniority  and 

class  origin  (father’s  occupation)  as  the  indications  of  the  less  salient 
attribute.  The  prediction  implied  by  the  theory  is  that  first-name 

informahty  is  most  prevalent  among  individuals  who  have  a   positive 

quahty  on  the  more  salient  and  a   negative  one  on  the  less  salient 

factor  and  that  first-name  informahty  is  least  prevalent  among  those 
positive  on  the  less  and  negative  on  the  more  salient  attribute.  Of  18 

cross-tabulations  examined,  15  confirmed  this  prediction.^ 
Of  special  interest  is  an  experiment  by  Jones  and  his  colleagues  that 

was  exphcitly  designed,  in  part,  to  test  some  inferences  of  the  theory 

presented,  a   version  of  which  had  been  previously  published.^®  The 
experimenters  wanted  to  test  the  tendency  to  ingratiate  oneself  as 

afiected  by  differences  in  status  between  individuals  and  in  the  amount 

of  pressure  to  achieve  mutual  compatibility  or,  in  our  terminology, 

social  integration.  For  this  purpose,  seventy-nine  Naval  R.O.T.C. 
students  at  Duke  University  were  used  as  subjects  in  pairs  composed 

of  one  upperclassman  and  one  freshman,  the  high-status  and  low- 
status  individual,  respectively.  In  the  experiment,  each  subject  sat  in 

Blau,  "A  Theory  of  Social  Integration,”  American  Journal  of  Sociology,  65 
(1960),  550-553 

Since  not  all  18  tests  were  independent  of  each  other,  however,  the  finding 

furnishes  only  suggesfave  support  for  the  inference 

1=  Edward  E.  fones,  Kenneth  G.  Gergen,  and  Robert  G   Jones,  “Tactics  of 

Ingrabation  Among  Leaders  and  Subordinates  in  a   Status  Hierarchy,”  Psychologi- 
cal Monographs,  77  (1963),  whole  No  566. 
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a   private  booth  and  received  standardized,  written  communications 

presumably  from  his  partner  and  sent  to  his  partner  written  evalua- 
tions of  himself,  opinions  on  various  issues,  and  evaluations  of  the 

partner.  The  experimental  variable,  which  was,  in  effect,  pressure 
to  become  integrated,  was  introduced  through  instructions  given  in 
advance.  All  subjects  were  told  that  each  pair  consists  of  a   commander 

(the  senior)  and  a   subordinate  (the  freshman)  and  that  their  partner 
had  expressed  a   preference  for  working  with  them.  The  central  sen- 

tence in  the  talk  to  the  experimental  group  was:  “After  forming  the 
pairs,  in  other  words,  we  want  to  find  out  whether  the  commander 

ends  up  thinking  highly  of  the  subordinate  and  whether  the  subordi- 

nate ends  up  liking  and  respecting  the  commander.”  The  talk  to  the 

control  group,  on  the  other  hand,  stressed:  “We  are  not  especially 
concerned  with  whether  you  end  up  hiring  each  other  or  not.  .   .   . 

We  are  interested  only  in  how  well  you  can  do  in  reaching  a   clear 

impression  of  the  other  person.” 
To  measure  self-presentation  and  self-depreciation,  subjects  were 

given  a   list  of  twenty-four  pairs  of  antonyms,  such  as  forceful-weak, 
and  asked  to  check  their  own  characterisbcs,  and  also  to  indicate 

those  they  considered  most  important,  the  ratings  being  presumably 
sent  to  the  partners.  Separate  scores  for  the  important  and  unimpor- 

tant items  were  computed.  Most  subjects,  notably  those  in  the  control 

condition,  rated  themselves  more  highly  on  the  important  than  on  the 

unimportant  attributes,  which  suggests  that  they  tried  to  impress  their 

partners.  By  and  large,  the  self-ratings  of  the  subjects  were  more 
modest  in  the  experimental  than  in  the  control  condition,  which  im- 

plies that  pressure  toward  integration  promotes  self-depreciation.  A 
specific  hypothesis  tested  was  that  superiors  are  more  hkely  than 

subordinates  to  rate  themselves  lower  on  unimportant  than  on  impor- 

tant items  under  pressure  to  become  integrated,  since  by  doing  so 

they  prove  themselves  approachable  associates  while  maintaining 

respect,  and  the  results  confirmed  this  hypothesis.  But  what  is  of 

particular  interest  is  the  overall  pattern  of  findings. 

Pressure  to  win  social  acceptance  made  both  superiors  and  subordi- 
nates more  modest  about  those  of  their  qualities  they  considered 

important;  it  lessened  the  tendency  to  appear  very  impressive.  This 

pressure,  however,  had  opposite  effects  on  superiors  and  subordinates 

in  unimportant  areas.  Whereas  the  experimentally  introduced  integra- 

^^Ibid.,  p.  5.  Although  limitations  of  the  experimental  design,  to  which  the 

authors  call  attention  in  a   concluding  “Apologia,”  make  the  imphcations  of  find- 
ings somewhat  equivocal,  the  results  are  very  suggestive  for  the  theory  presented. 
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tion  pressure  made  superiors  more  modest  about  their  unimportant 

qualities  too,  it  made  subordinates  less  modest  in  regard  to  qualities 

they  considered  not  important.  As  a   result,  subordinates  under  integra- 

tion pressure  presented  self-ratmgs  m   ummportant  areas  that  were 
not  only  less  modest  than  those  of  subordinates  m   the  control  condi- 

tion but  also  less  modest  than  those  of  superiors  under  integration 

pressure.  Apparently,  concern  with  winning  social  acceptance  and 

approval  prompted  subjects  in  inferior  positions  to  depreciate  their 

own  important  qualities,  as  a   demonstration  that  they  did  not  seek 

to  challenge  their  partner’s  superior  status,  and  it  led  them  simulta- 
neously to  emphasize  that  they  have  some  impressive  qualities,  albeit 

not  in  the  most  important  areas,  in  order  to  prove  themselves  suffi- 

ciently attractive  associates.  The  secure  status  of  the  superiors,  which 

was  firmly  grounded  in  their  advanced  standing  as  naval  trainees  and 

college  students,  permitted  them  to  be  more  modest  in  all  areas.  On 

issues  relevant  to  their  superordinate  position,  however,  superiors 

exhibited  little  conciliatory  modesty  in  their  judgments. 

Agreeing  with  the  opinions  of  others  is  a   way  of  making  oneself 

attractive  to  them.  The  authors  of  the  expenmental  report  reasoned 

plausibly  that  this  method  is  more  congenial  for  subordinates  than 

for  superiors  and  hence  hypothesized  that  the  low-status  subjects 

would  conform  to  the  opinions  of  the  highs  more  tlian  the  high-status 
subjects  would  conform  to  the  opinions  of  the  lows  and  that  such 

conformity  would  generally  increase  under  integration  pressure.  To 

measure  conformity  with  the  partner’s  opimons,  twelve  statements 
that  presumably  came  from  the  partner  and  tliat  differed  considerably 

from  the  opinions  known  to  be  prevalent  among  these  college  students 

were  presented  to  every  subject,  and  he  was  asked  to  indicate  his 

agreement  with  each  opinion  on  a   twelve-point  rating  scale  for  trans- 
mission to  the  partner.  Inasmuch  as  subjects  were  expected  actually 

to  disagree  with  most  of  the  opinions  presented,  the  degree  of  agree- 

ment expressed  was  taken  as  the  measure  of  conformity  to  the  partner’s 
opinions.  Some  of  the  statements  pertained  to  the  Navy,  some  to 

academic  hfe,  and  some  to  general  issues. 

Generally,  the  subjects  were  influenced  by  the  statements  they 

attributed  to  their  partners,  that  is,  they  checked  statements  that  were 

closer  to  the  bogus  opinions  they  had  received  than  were  the  opinions 

known  to  have  prevailed  in  the  student  population  from  which  they 

were  drawn.  On  the  average,  subj'ects  conformed  more  under  in- 
tegration pressure  than  without,  and  subordinates  expressed  more 

agreement  with  the  opinions  of  superiors  than  superiors  did  with 

those  of  subordinates,  confirming  the  hypotheses.  Here  again,  however. 
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these  average  differences  conceal  the  most  interesting  interaction 

effects.  The  subordinates  did  not  conform  in  all  respects  to  the 

opinions  of  superiors;  indeed,  in  some  areas  the  superiors  were  die 
ones  who  expressed  most  conciliatory  agreement  with  the  opinions 
of  subordinates. 

On  items  concerned  with  naval  problems,  which  are  directly  rele- 
vant to  the  status  difference  between  subjects,  superiors  insisted  on 

their  own  judgment,  and  even  integration  pressure  hardly  induced 

them  to  move  toward  closer  agreement  with  subordinates.  Subordi- 

nates were  considerably  more  hkely  than  superiors  to  conform  with 

the  bogus  opinions  on  naval  issues  in  the  control  condition,  and  die 

experimentally  induced  integration  pressure  moved  their  statements 

still  further  away  from  what  probably  was  their  own  viewpoint  toward 

increasing  conformity.  On  academic  items,  however,  the  difference 

was  small,  and  on  general  items  it  became  reversed,  that  is,  the 

superiors  had  a   somewhat  greater  tendency  to  conform  to  the  opinions 
of  subordinates  on  miscellaneous  topics  than  the  subordinates  had  to 

conform  to  the  opinions  of  superiors.  In  matters  irrelevant  to  the  status 

hierarchy,  then,  superiors  were  willing  to  compromise  their  own  beliefs 

in  a   conciliatory  gesture  of  moving  toward  closer,  although  not  full, 

agreement  with  subordinates.  High  status  requires  firm  judgments  on 

issues  that  directly  pertain  to  the  basis  of  the  superior  position,  in 

disregard  of  the  contrary  opinions  of  subordinates  and  of  die  pressure 

to  court  their  approval.  To  compensate  for  this  insistence  on  contra- 

dicting their  ideas,  superiors  made  concessions  to  subordinates  in 

other  areas,  modifying  their  opinions  to  bring  them  into  greater  har- 
mony with  tliat  of  subordinates,  and  modestly  depreciated  their  own 

important  as  well  as  unimportant  qualities  in  response  to  the  pressure 
to  win  the  approval  of  subordinates. 

These  findings  go  beyond  the  hypothesis  that  conformity  with  the 

opinions  of  others  is  a   means  for  proving  oneself  attractive  that  is 

more  often  employed  by  low-status  than  by  high-status  individuals, 
As  a   matter  of  fact,  the  experimental  data  are  not  particularly  well 

suited  to  test  this  hypothesis.  Since  superior  status  in  a   given  area 

implies  that  a   person’s  judgments  in  this  area  will  prevail  over  those 
of  subordinates,  the  finding  that  this  is  the  case  does  not  constitute 

specific  evidence  that  low-status  individuals  are  more  likely  than  high- 

status  individuals  to  conform  in  order  to  ingratiate  themselves  and 

gain  social  acceptance.  To  test  tlie  hypothesis  that  lows  are  more 

likely  to  conform  than  highs  because  doing  so  is  a   more  appropriate 

method  of  winning  social  approval  and  for  becoming  integrated  for 
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low-status  than  for  high-status  individuals,  it  is  necessary  to  isolate 
the  significance  of  conformity  as  a   strategy  for  earning  approval  from 

the  tendency  to  agree  with  the  statements  of  a   person  whose  status 

and  presumed  competence  are  the  inverse  of  one’s  own.  This  can  be 
done  by  comparing  the  conformity  of  the  highs  and  the  lows  to  the 

same  general  group  pressure  rather  than  to  one  another’s  opinions. 
Several  studies  that  made  such  comparisons  found  tliat  individuals 

with  low  informal  status  were  more  likely  to  conform  to  group  pres- 

sures than  those  whose  informal  status  was  high,^^  confirming  die 
hypothesis.  Low  status  in  a   group  constrains  an  individual  to  conform 

lest  he  antagonize  others,  whereas  the  contributions  and  power  high 

status  implies  permit  a   person  greater  latitude,  since  the  dependence 

of  others  on  him  restrains  them  from  penalizing  him  for  minor 

deviations.^® 
A   final  method  of  ingratiating  oneself  examined  by  Jones  and  his 

colleagues  was  flattery.  They  hypothesized  that  the  superiors  would 

be  more  prone  to  resort  to  flattery  than  the  subordinates,  arguing  that 

subordinates  would  be  reluctant  to  flatter  superiors  for  fear  of  appear- 

ing to  be  sycophants,  and  they  expected  integration  pressure  to  in- 

crease this  tendency.  On  a   form  identical  to  that  used  for  self-ratings 
subjects  were  asked  to  rate  their  partners,  the  assumption  being  that 

the  form  would  be  sent  to  their  partners.  Favorabihty  scores  derived 

from  these  forms  served  as  index  of  flattery.  The  results  did  not 

confirm  the  hypothesis.  The  ratings  of  partners  were  more  favorable 

in  the  experimental  condition  of  integration  pressure  than  in  the 

control  condition,  but  tins  was  particularly  so  for  the  low-status  sub- 
jects, and  the  lows  were  more  flattering  in  their  ratings  of  the  highs 

than  the  highs  were  in  their  ratings  of  the  lows.  It  seems  that  the 

imposing  nature  of  superior  status  and  its  halo-effect  exert  more 
influence  on  the  orientations  of  subordinates  than  the  fear  of  giving 

the  appearance  of  a   sycophant.  Indeed,  unsparing  approval  of  others 

See,  for  example,  Harold  H.  Kelley  and  M.  M.  Shapiro,  “An  Experiment  on 
Conformity  to  Group  Norms  Where  Conformity  is  Detrimental  to  Group  Achieve- 

ment,” American  Sociological  Review,  19  (1954),  667-677;  and  Blau,  “Patterns 
of  Deviabon  in  Work  Groups,”  Soctometnj,  23  (1960),  245-261 

Some  studies,  however,  obtained  a   direct  relationship  between  high  status 

and  conformity  (see  ibid,  for  references  to  them),  perhaps  because  conformity 

with  basic  values,  as  distinguished  from  conformity  to  the  prevailing  chmate  of 

opimon,  IS  mandatory  and  only  outcasts  are  likely  to  deviate  from  them.  In  any 
case,  there  is  a   need  for  further  clanfication  of  the  relabonship  between  status 

and  conformity  and  the  conditions  that  affect  it  (such  as  the  type  of  norm  and 
the  type  of  status  under  consideration). 
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is  incompatible  with  superior  status,  whereas  inferior  status  encourages 

giving  approval  freely,  as  will  be  seen  in  chapter  tliree. 

In  sum,  the  experimental  results  indicate  that  pressure  to  establish 

integrative  bonds  promotes  the  tendency  of  individuals  to  please 
others  by  making  favorable  comments  about  their  characteristics  and 

by  conforming  with  their  opinions  and  that  it  fosters  self-depreciating 
modesty.  Under  this  pressure,  individuals  whose  status  is  inferior 

depreciate  those  qualities  of  theirs  that  might  be  interpreted  as  a 

status  threat  and  simultaneously  try  to  demonstrate  that  they  do  have 

some  impressive  qualities  in  order  to  prove  themselves  attractive  asso- 

ciates. Individuals  whose  status  is  superior  hold  to  their  own  judg- 

ments on  status-relevant  matters  in  disregard  of  group  pressures, 
whereas  inferiors  do  not,  but  the  superiors  seek  to  pacify  others, 
whose  opinions  in  these  matters  they  have  rejected,  through  concilia- 

tory agreement  with  their  other  opinions  and  tlirough  modest  self- 

depreciation under  pressure  to  maintain  social  integration.  These 

findings  generally  support  the  tlieory  presented  and  refine  it,  notably 
by  suggesting  that  the  person  whose  status  is  secure  is  the  one  who 

depreciates  his  own  qualities  most  extensively,  probably  in  part 
because  his  evident  superiority  obviates  any  need  to  stress  that  he 

has  attractive  qualities  and  in  part  because  he  must  counteract  the 

antagonism  his  insistence  on  his  own  judgment  in  status-relevant  areas 

may  well  arouse. 

Conclusions 

In  tlie  course  of  group  formation  processes  of  social  integration  give 
rise  to  differentiating  processes,  and  social  differentiation,  in  turn, 

stimulates  the  development  of  social  integration.  The  attempts  of 

individuals  to  prove  themselves  attractive  associates  in  a   newly  form- 

ing group  promote  competition  for  being  highly  esteemed  among 
them.  Their  competitive  endeavors  to  impress  each  other  reveal  that 

some  have  qualities  tliat  enable  them  to  make  essential  contributions 

to  the  group,  and  these  abilities  to  make  contributions  become  the 

source  of  superior  status  in  the  group.  The  emergent  differentiation 

of  status  intensifies  the  need  for  social  integration,  which  is  met  when 

most  group  members  withdraw  from  the  competition  for  status  and 

establish  mutual  ties  of  fellowship.  These  integrative  bonds,  rein- 

forced by  the  shared  interests  discovered  in  the  process  of  establish- 
ing them  and  by  the  common  objectives  or  ideals  that  brought  group 

members  together,  are  the  basis  of  group  cohesion. 
Social  integration  in  groups  poses  a   paradox.  For  social  acceptance 
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requires  some  outstanding  qualities  that  make  an  individual  a   differ- 

entially attractive  associate,  but  outstanding  quahties  raise  fears  of 

dependence  that  inhibit  acceptance  as  a   sociable  companion.  Even 

group  members  who  are  interested  only  m   being  accepted  as  peers— 

and  many  are,  of  course,  also  interested  m   attaimng  superior  status- 

have  strong  inducements  to  display  impressive  qualities  to  which 

others  react  with  ambivalence.  The  individual  with  superior  abihties 

can  make  important  contributions  to  the  group  as  a   whole,  but  by 

doing  so  he  displaces  other  members  from  a   superior  position.  The 

rewards  they  obtain  collectively  from  his  contributions  and  the  re- 

wards they  forego  individually  as  the  result  of  his  superior  status 

combine  to  produce  their  ambivalent  attitude  toward  him,  which  is 

hkely  to  be  most  pronounced  among  those  of  relatively  high  status, 

whom  he  directly  threatens  to  displace.  Although  contributions  of 

undeniable  significance  constrain  others  to  accord  superior  status  to 

a   person,  doing  so  leaves  a   residue  of  resentment.  Superiors  often 

depreciate  their  own  abilities  and  express  conciliatory  agreement  in 

order  to  lessen  the  resentment  of  group  members  forced  to  occupy 

subordinate  positions.  Group  members  whose  abihties  do  not  com- 

mand great  respect  also  depreciate  some  of  their  qualities,  in  their 

case  to  demonstrate  they  have  surrendered  any  claim  to  superior 

status,  but  they  simultaneously  emphasize  that  they  have  some  im- 
pressive qualities,  though  less  important  ones,  to  prove  themselves 

attractive.  This  double  strategy  of  appearing  both  impressive  and 

self-depreciating  in  order  to  win  social  acceptance  reflects  the  paradox 
of  social  integration. 

Group  cohesion  depends  on  somewhat  incompatible  conditions,  and 

this  is  what  produces  the  paradox.  Acceptance  as  a   sociable  com- 
panion requires  that  an  individual  have  attractive  qualities  and  that 

he  not  pose  a   status  threat,  but  outstanding  qualities  that  make  him 

especially  attractive  ako  pose  a   status  threat  Similarly,  the  solidanty 

of  the  group  depends  on  contributions  to  its  goals  and  on  integrative 

bonds  among  its  members,  but  the  differentiation  of  status  necessary 

to  provide  incentives  for  making  contributions  is  detrimental  for 

integrative  bonds  of  fellowship.  Many  social  phenomena  rest  on  in- 
compatible conditions  that  pose  a   paradox  and  create  dilemmas,  as 

will  be  seen  in  the  discussion  of  such  topics  as  social  approval,  love, 

leadership,  opposition,  and  substructures  in  the  following  chapters 

These  dilemmas  rooted  in  incompatible  requirements  of  social  phe- 
nomena are  the  source  of  much  of  the  dynamics  of  social  hfe. 

Social  processes  often  have  a   variety  of  feedback  effects,  since 

human  beings  anticipate  the  consequences  of  social  interaction  on  the 
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basis  of  previous  experience  and  take  tliem  into  account  even  before 

they  occur.  Thus  a   person  whose  superior  abilities  command  respect 
is  expected  to  make  contributions  that  obligate  others  to  him,  and  the 

anticipation  of  their  dependence  may  inhibit  easygoing  sociability 
with  him  in  advance  of  having  actually  incurred  obligations  to  him. 

The  experience  of  winning  social  approval  for  the  abihty  to  take  risks 

and  meet  difiBcult  challenges  appears  to  make,  through  a   process  of 

reverse  secondary  reinforcement,  the  meeting  of  a   challenge  intrin- 

sically  gratifying.  If  others  do  not  know  how  difficult  a   task  is,  we 

impress  them  by  conveying  the  difficulty  through  appearing  tense 
and  strained  while  performing  it,  but  once  they  do  appreciate  the 

difficulty,  we  impress  them  more  by  performing  it  with  ease.  In 

parallel  fashion,  as  long  as  the  great  talent  of  a   man  is  not  known  to 
others  he  can  impress  them  only  by  directing  attention  to  it,  but  once 

they  do  know  of  it  he  can  impress  them  more  by  modestly  depreciat- 

ing it.^®  The  fact  that  a   baseline  for  expectations  has  been  established 
has  a   feedback  effect  on  behavior  in  social  associations,  as  will  he 

more  fully  discussed  in  the  analysis  of  the  implications  of  first  impres- 
sions in  chapter  three. 

Finally,  an  individual  may  be  attracted  to  others  either  because 

associating  with  them  is  intrinsically  gratifying  or  because  the  associ- 
ation furnishes  extrinsic  benefits  for  him.  This  distinction  between 

intrinsically  and  extrinsically  rewarding  social  associations,  which  is 

of  fundamental  importance,  can  be  considered  a   special  case  of  Par- 

sons’ more  general  distinction  between  particularism  and  universal- 
ism,®®  The  basic  criterion  is  whether  individuals  are  oriented  toward 

an  association  as  a   means  to  some  further  end,  as  when  they  request 

a   neighbor’s  help,  or  as  an  end-in-itself,  as  when  they  simply  socialize 
with  him.  Extrinsic  benefits  constitute  standards  for  comparing  associ- 

ations and  deciding  between  them,  whereas  no  such  independent 

criteria  of  comparison  exist  for  intrinsically  rewarding  associations. 

^®Anstotle  already  called  attention  to  the  use  of  modesty  as  a   means  of 

impressmg  others:  “and  sometimes  such  mock  humility  seems  to  he  really  boast- 
fulness, like  the  dress  of  the  Spartans,  for  extreme  negligence  in  dress,  as  well  as 

excessive  attenbon  to  it,  has  a   touch  of  ostentation.  But  a   moderate  use  of  self- 

depreciation in  matters'  not  too  commonplace  and  obvious  has  a   not  ungracious 

air”  The  Nicomachean  Ethics,  London:  William  Heinemann,  1926,  p.  245  (Book 
IV,  vii,  15-16). 

2®  For  an  early  reference,  see  Parsons,  Essays  in  Sociological  Theory,  Glencoe: 
Free  Press,  1949,  pp.  185-199  (onginally  published  m   1939).  The  most  systematic 
discussion  IS  m   Parsons  and  Edward  A.  Shils,  Toward  a   General  Theory  of  Action, 

Cambridge:  Harvard  University  Press,  1951,  pp.  76-88. 
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Since  any  aspect  of  a   social  association  that  is  experienced  as  reward- 

ing, however,  can  be  analytically  distinguished  from  the  association 

itself,  the  significance  of  an  association  is  purely  intrinsic  only  when 

a   variety  of  rewards  that  it  provides  have  become  fused  and  thus 

inseparable  from  it.  Hence,  the  initial  attraction  between  individuals 

always  rests  on  the  expectation  of  rewards  that  are,  analytically, 
extrinsic  and  that  make  comparisons  between  potenfaal  associates 

possible.  But  once  social  relations  have  become  established,  they  often 

rest  primarily  on  either  intrinsic  or  extrinsic  rewards,  as  exemplified 

by  the  supportive  and  the  exchange  relations,  respectively,  to  be 

discussed  in  the  next  two  chapters. 
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Social  Support 

But  Swann  said  to  himself  that,  if  he  could  make  Odette  feel  (by 

consenting  to  meet  her  only  after  dinner)  that  there  were  other  pleasures 

which  he  preferred  to  that  of  her  company,  then  the  desire  that  she 

felt  for  his  would  be  all  the  longer  in  reaching  the  point  of  satiety.  .   .   . 

He  made  what  apology  he  could  and  hurried  home,  overjoyed  that 

the  satisfaction  of  his  curiosity  had  preserved  their  love  intact,  and 

that,  havmg  feigned  for  so  long,  when  in  Odette’s  company,  a   sort  of 
indifference,  he  had  not  now,  by  a   demonstration  of  jealousy,  given  her 

that  proof  of  the  excess  of  his  own  passion  which,  in  a   pair  of  lovers, 

fully  and  finally  dispenses  the  recipient  from  the  obligation  to  love  die 
other  enough. 

Maucel  Proust,  Swanns  Way 

Integrative  bonds  of  social  cohesion  strengthen  the  group  in  the 

pursuit  of  common  goals.  Group  cohesion  promotes  the  development 
of  consensus  on  normative  standards  and  the  effective  enforcement 

of  these  shared  norms,  because  integrative  ties  of  fellowship  enhance 

the  significance  of  the  informal  sanctions  of  the  group,  such  as  dis- 

approval and  ostracism,  for  its  individual  members.  Cohesion,  there- 
fore, increases  social  control  and  coordination,  as  a   number  of  studies 

have  shown.  One  experiment,  for  example,  demonstrated  that  inte- 
grative bonds  between  individuals  make  it  more  likely  for  them  to 

reach  consensus  in  discussions  after  initial  disagreement.^  A   field  study 

^   Kurt  W.  Back,  “Influence  through  Social  Communication,”  Journal  of  Ab- 
normal and  Social  Psychology,  46  (1951),  9-23. 
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of  two  Student  housing  projects  found  that  once  distinctive  group 

norms  had  formed,  cohesion,  as  measured  by  ingroup  sociometric 
choices,  was  inversely  related  to  the  proportion  of  deviants  from 

these  norms,  which  indicates  that  cohesion  promoted  group  control.* 

Although  cohesion  in  work  groups  is  not  consistently  related  to  high 

productivity,  since  some  groups  encourage  and  others  restrict  high 

output,  a   study  of  228  industrial  work  groups  obtained  an  inverse 

correlation  between  a   group’s  cohesion  and  the  variation  in  the  pro- 
ductivity of  its  members,  which  suggests  that  the  members  of  cohesive 

groups  conformed  more  closely  to  common  output  standards.* 
Group  cohesion  is  an  important  source  of  social  support  as  well  as 

of  normative  control.  To  be  sure,  these  two  implications  of  cohesion 

are  related,  since  it  is  the  threatened  loss  of  extensive  social  support 

that  serves  as  an  effective  control  mechanism  in  cohesive  groups.  But 

social  support  exerts  an  independent  influence  on  conduct,  which  is 

distinct  from  that  of  the  enforcement  of  conformity.  Whereas  social 

control  strengthens  the  group  as  a   whole,  social  support  strengthens 

its  members  individually,  particularly  in  relation  to  outsiders.  The 

results  of  one  experiment,  for  instance,  indicate  that  peer  group  sup- 

port facihtates  expressing  aggression  and  opposition  against  an  inter- 

fering power  figure.*  In  a   study  of  a   welfare  agency,  the  social  support 
in  cohesive  work  groups  was  found  to  make  caseworkers  more  inde- 

pendent of  clients  and  more  impersonal  in  their  approach  to  them 

than  were  workers  in  less  cohesive  groups.®  In  unity  lies  strength,  for 
the  collectivity  as  a   whole  and  for  its  individual  members,  and  it  is 

the  social  support  unifying  bonds  furnish  that  is  an  important  source 

of  this  strength. 

This  chapter  is  concerned  with  two  related  elements  of  social  sup- 

port-social approval  and  intrinsic  attraction.  The  conditions  that  de- 

termine expressions  of  approval  and  attraction  in  interpersonal  rela- 
tions will  be  examined,  as  will  the  processes  in  which  these  two 

components  of  social  support  manifest  themselves.  These  are  social 

rewards  that,  although  they  enter  into  reciprocal  transactions,  cannot 

*   Leon  Festinger,  Stanley  Schachter,  and  Kurt  Back,  Social  Pressures  in  Informal 
Groups,  New  York:  Harper,  1950,  chapter  v. 

®   Stanley  E.  Seashore,  Group  Cohesiveness  in  the  Industrial  Work  Group,  Ann 
Arbor:  Institute  for  Social  Research,  University  of  Michigan,  1954. 

*   Ezra  Stotland,  “Peer  Groups  and  Reactions  to  Power  Figures,”  in  Dorwin 
Cartwright,  Studies  in  Social  Power,  Ann  Arbor.  Institute  for  Social  Research, 

University  of  Michigan,  1959,  pp.  53-68. 

®   Blau  and  W.  Richard  Scott,  Formal  Organizations,  San  Francisco-  Chandler, 
1962,  pp.  107-108. 
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be  directly  bartered  in  exchange  without  losing  their  intrinsic  value. 

The  analysis,  therefore,  will  help  to  indicate  the  boundary  of  explicit 
social  exchange  and  to  distinguish  social  transactions  of  intrinsic  from 

those  of  primarily  extrinsic  significance. 

Social  Approval  y   Kl 

Men  are  anxious  to  receive  social  approval  for  their  decisions  and 

actions,  for  their  opinions  and  suggestions.  The  approving  agreement 

of  others  helps  to  confirm  their  judgments,  to  justify  their  conduct, 
and  to  validate  their  beliefs.  Factual  decisions,  which  are  either  true 

or  false  in  terms  of  an  outside  eriterion,  often  engender  doubts  and 

anxieties  regarding  their  correctness,  which  are  dispelled  if  associates 

whose  judgment  is  respected  concur  in  the  decision.  The  values  of 

men  that  govern  their  opinions  and  behavior  cannot  be  considered 

true  or  false  on  the  basis  of  any  objective  criterion,  but  this  makes  it 

even  more  important  to  receive  the  confirming  approval  of  others. 

For  it  is  the  stamp  of  approval  social  agreement  bestows  on  our  values 

that  validates  them.®  Social  consensus  defines  beliefs  as  right  or  ivrong. 
Although  it  is  possible  for  men  to  maintain  convictions  in  the  face 

of  contrary  public  opinion,  it  is  most  difficult  to  do  so;  and  the  more 

at  odds  a   man’s  beliefs  are  with  prevailing  values,  die  more  important 
it  is  for  him  to  receive  some  social  support  to  sustain  them. 

Since  social  approval  is  of  great  significance,  it  constitutes  an  impor- 
tant social  reward  and  a   basic  source  of  social  influence.  To  earn 

social  approval,  men  often  modify  their  opinions,  change  their  con- 

duct, seek  to  improve  their  judgment,  and  devote  efforts  to  making 

contributions  to  the  welfare  of  others.  The  rewarding  expierience  of 

receiving  social  approval  for  one’s  opinions  encourages  men  to  express 

opinions  more  freely.’^  But  the  significance  of  social  approval  depends 
on  its  being  accepted  as  genuine.  In  contrast  to  many  other  social 

rewards,  therefore,  social  approval  is  not  expected  to  be  bartered  in 

exchange  for  other  rewards.  Whereas  it  is  quite  proper  for  an  indi- 

vidual to  be  prompted  to  offer  help  or  accede  to  anodier’s  wishes,  for 
example,  by  the  gratitude  or  other  benefits  he  receives  in  return,  he 

®   See  Leon  Festuiger,  “A  Theory  of  Social  Comparison  Processes,”  Human 
Relations,  7   (1954),  117-140. 

Thus  an  experiment  by  William  S.  Verplank  found  that  subjects  with  whose 

opinions  others  regularly  agreed  increased  the  rate  of  stating  opimons,  "The 

Control  of  the  Content  of  Conversation,"  Journal  of  Abnormol  ond  Social  Psy- 
chology,  51  (1955),  668-676. 
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is  not  expected  to  be  motivated  to  give  approval  by  a   desire  to  make 

others  grateful  or  obligated  to  him.®  If  others  suspect  that  he  furnishes 
approval  merely  to  please  them  and  not  because  it  reflects  his  actual 

judgment  of  their  behavior,  his  approval  loses  its  significance. 

Valuables  that  are  not  for  sale  create  the  problems  and  temptations 

symbohzed  by  simony  and  prostitution.  Salvation  cannot  be  bought, 
nor  can  love,  but  its  great  significance  may  prompt  men  to  seek  to 

buy  at  least  its  appurtenances  Priceless  spiritual  benefits  are  worth 

much  to  men,  and  this  exposes  tliose  who  have  tlie  power  to  dispense 

them  to  the  temptation  of  offering  them  for  a   pnce.  By  supplying 
goods  that  moral  standards  define  as  invaluable  for  a   pnce  in  the 

market,  individuals  prostitute  themselves  and  destroy  the  central  value 

of  what  they  have  to  offer,  leavmg  only  some  by-products— not  love 
but  merely  sex,  not  spiritual  blessing  but  merely  spintual  oBce.  The 

importance  of  approval  produces  social  pressures  to  give  it  more 

freely.  As  a   result,  some  individuals  simulate  approval  of  others  and 

flatter  them  to  ingratiate  themselves.  Even  those  who  do  not  yield 

to  the  temptation  of  simulatmg  approval  to  gam  advantage,  however, 

are  under  pressure  to  relax  their  standards  and  not  restrict  expressions 

of  approval  to  behavior  that  meets  their  highest  ideals. 

Social  approval  is  the  general  term,  whereas  respect  or  esteem  refers 

to  a   specific  type  of  approval.  The  distinguishing  characteristics  of 

respect  are  that  it  entails  unilateral  approval  of  ahihties  presumably 

judged  by  objective  standards.  Approval  of  beliefs  and  opinions  is 

frequently  reciprocal,  since  we  tend  to  approve  of  tlie  orientabons  of 

others  whose  values  are  similar  to  our  own  and  they  tend  to  approve 

of  ours.  The  abilities  of  a   person  command  the  respect  of  others, 

however,  if  his  abihties  are  superior  to  tlieirs,  which  implies  that  the 

others’  abilities  do  not  command  his  respect,  at  least  not  as  far  as  the 
same  abilities  are  concerned.  Respecting  a   person  means  looking  up 

to  him,  and  if  his  standing  requires  others  to  look  up  to  him,  theirs 

eannot  require  him  to  look  up  to  them,  too,  although  he  may  admure 

their  skills  in  debating,  while  they  admire  his  as  a   quarterback. 

Finally,  the  term  respect  denotes  a   positive  evaluation  of  a   person’s 
abihty  in  a   given  area  or  his  abilities  in  general,  whereas  the  term 

approval  is  more  appropriate  for  a   positive  evaluation  of  specific 

®Even  compliance  wth  a   person’s  suggesbons,  which  has  e\binsic  significance 
and  may  be  bartered,  is  apparently  valued  more  if  it  is  assumed  to  be  genmne, 

that  IS,  to  be  moUvated  by  internal  reasons  rather  tlian  primarily  by  external 

pressures.  See  John  W.  Thibaut  and  Henry  W.  Riecken,  “Some  Determinants 

and  Consequences  of  Social  Causahty,”  Journal  of  Personality,  24  (1955),  113-133. 
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judgments  or  actions.  We  approve  of  given  decisions,  while  we  respect 

the  ability  to  make  correct  decisions  regularly. 

The  significance  that  a   persons  approval  has  for  others  depends 
not  only  on  their  acceptance  of  it  as  genuine  but  also  on  two  other 
conditions,  namely,  their  respect  for  his  judgment  and  the  discrimi- 

nation he  exhibits  in  furnishing  approval.  These  factors  are  related. 

If  rather  poor  decisions  as  well  as  very  good  ones  receive  a   man's 
approval,  his  approval  does  not  provide  incentive  for  learning  to  make 
better  decisions,  and  it  loses  much  of  its  significance.  Such  lack  of 

discrimination  in  offering  approval  leads  others  to  question  a   person’s 
judgment,  with  the  result  that  their  respect  for  him  suflPers.  The  recur- 

ring disapproval  expressed  by  superiors  who  adhere  to  strict  standards 
protects  Ae  value  of  their  approval  from  becoming  deflated.  To 
command  respect  for  his  judgment  and  safeguard  the  value  of  his 

approval,  a   person  must  use  it  spanngly. 

Superior  status,  whether  it  rests  on  the  respect  a   person  commands 

or  on  his  official  position  of  power,  makes  his  approval  important  for 

others.  The  high  value  of  his  approval  permits  him  to  use  it  sparingly 
despite  group  pressures  for  greater  leniency,  although  there  are,  of 

course,  individual  differences  in  the  tendency  to  yield  to  these  pres- 

sures. The  individual  who  neither  occupies  a   superior  official  position 
nor  is  highly  respected  is  under  constraints  to  use  his  less  valuable 

approbation  more  freely.  His  approval  is  not  in  great  demand,  par- 
ticularly not  by  those  whose  competence  enables  them  to  receive 

praise  from  more  respected  persons.  Hence,  for  his  approval  to  have 

any  impact  at  all,  he  must  be  willing  to  furnish  it  for  decisions  of  only 

mediocre  quality.  The  fair  artist’s  praise  is  not  particularly  salient  for 
Picasso,  nor  is  the  junior  executive’s  very  important  for  the  senior 
executive.  To  make  their  approval  a   salient  influence,  persons  of  lower 

rank  themselves  must  grant  it  for  less  outstanding  performances  than 

do  those  of  higher  rank.  Besides,  the  golfer  who  shoots  in  the  eighties, 
to  alter  the  illustration,  cannot  gracefully  withhold  admiration  for 

the  one  whose  score  is  close  to  par,  while  the  champion  golfer  can. 

The  lower  a   man’s  status,  consequently,  the  more  incentive  he  has  to 
express  his  approval  freely,  and  his  doing  so  further  decreases  respect 

for  his  judgment.  Empirical  support  for  tliese  principles  is  provided 

by  two  research  findings.  One  study  indicated  that  the  most  respected 

members  of  discussion  groups  were  less  likely  to  agree  with  others, 

that  is,  approve  of  their  decisions,  and  somewhat  more  hkely  to 

disagree,  than  the  rest.®  Another  set  of  studies  found  that  tlie  most 

®   Philip  E.  Slater,  “Role  Differentiation  in  Small  Groups,”  American  Sociological 
Review,  20  (1955),  305. 
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effective  informal  leaders  discriminated  in  their  approval  of  followers 

more  than  others.^®  Initial  differences  in  respect  and  social  standing 
promote  tendencies  in  the  expression  of  approval  that  are  likely  to 

intensify  these  differences. 

Since  people  greatly  value  the  approval  of  others  whom  they  re- 

spect, they  can  hardly  help  being  displeased  when  they  fail  to  receive 

it,  not  only  with  themselves  but  also  with  those  who  withheld 

approval.  The  person  who  husbands  his  approval  to  protect  its  value 

against  depreciation,  therefore,  does  so  at  some  cost  to  his  popularity. 

This  IS  the  dilemma  of  judging  associates  and  their  performances, 

which  is  related  to  the  paradox  of  integration  discussed  in  chapter 

two.  Men  who  explicitly  or  implicitly  present  something  they  have 

done  to  a   close  associate  for  his  evaluation  expect  both  supportive 

approval  for  their  performance  and  assistance  with  further  improving 

it  from  him,  but  the  two  are  not  compatible.  The  associate’s  approval 
furnishes  social  support  and  dispels  their  anxieties  about  their  per- 

formance, and  it  is  likely  to  increase  their  positive  feelings  for  him. 

His  penetrating  criticism  helps  them  to  improve  their  performance, 

and  it  may  well  augment  their  respect  for  his  judgment  Either  alter- 

native, however,  also  has  negative  implications  for  both  parties.  Sup- 
portive approval  does  not  furnish  the  instrumental  help  they  need, 

and  it  gives  them  no  reason  to  increase  their  respect  for  his  expert 

abihties.  Criticisms,  even  constructive  ones,  are  threatening  inasmuch 

as  they  cast  doubt  on  the  abihty  to  perform  satisfactorily,  and  the 

defensive  psychological  reactions  against  being  criticized  can  easily 

turn  into  negative  attitudes  toward  the  critic  ”   Our  attempts  to  com- 
promise by  prefacing  our  criticisms  with  some  sootliing  praise  merely 

highhght  the  existence  of  the  dilemma 

Furnishing  support  and  supplying  assistance  are  somewhat  incom- 
patible, as  are  winning  affection  and  earning  respect,  not  only  in  a 

Fred  E.  Fiedler,  Leader  Attitudes  and  Group  Effectiveness,  Urbana-  Univer- 
sity of  Illinois  Press,  1958. 

One  of  the  many  aspects  of  the  negafave  implications  of  both  alternatives  is 

illustrated  in  this  passage  from  “Within  a   Budding  Grove”  “But  as  there  is 
always  something  to  be  said  on  botli  sides,  if  the  pleasure,  or  at  least  the  mdiffer- 
ence  shewn  by  our  friends  m   repeating  something  offensive  that  they  have  heard 

said  about  us,  proves  that  they  do  not  exactly  put  themselves  into  our  skin  at 

the  moment  of  speaking,  but  thrust  in  the  pin-point,  turn  the  knife-blade  as 

though  it  were  gold-beater’s  skin  and  not  human,  the  art  of  always  keeping 
hidden  from  us  what  might  be  disagreeable  to  us  in  what  they  heard  and  said 

about  our  actions,  or  in  the  opinion  which  those  actions  have  led  the  speakers 

themselves  to  form  of  us,  proves  that  there  is  in  the  other  kind  of  friends,  in 

the  friends  who  are  so  full  of  tact,  a   strong  vein  of  dissimulation.”  Marcel  Proust, 
Remembrance  of  Things  Past,  New  York.  Random  House,  1934,  Vol  I,  692. 
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single  encounter  but  still  more  so  in  the  total  pattern  of  associations 

between  individuals.  The  person  who  applies  strict  standards  of  judg- 
ment that  command  respect  displeases  others  by  rarely  ofiering  sup- 

portive approval,  and  tlie  one  whose  ready  approval  makes  him  a 

more  congenial  companion  undermines  respect  for  his  judgment 

Only  after  role  expectations  have  become  crystallized  can  men  judge 
the  performance  of  others  without  being  greatly  concerned  over  how 

their  judgments  will  reflect  on  their  own  reputations.  A   leader  whose 

expertness  is  widely  acknowledged  does  not  endanger  respect  for  his 

judgment  by  praising  the  performance  of  followers,  but  a   man  whose 

status  is  not  so  secure  does.  The  mutual  support  in  close  friendships 

is  not  threatened  if  one  criticizes  a   friend’s  work,  but  in  less  firmly 
entrenched  social  relations  critical  assistance  and  social  support  are 
incompatible,  and  individuals  usually  obtain  one  from  some  associates 

and  the  other  from  different  associates.^^  Professional  or  bureaucratic 
detachment  has  the  function  of  preventing  decisions  on  cases  from 

being  distorted  by  a   concern  wth  how  these  evaluations  will  affect 

one’s  own  reputation,  since  it  is  designed  to  make  the  reactions  of 
clients  insignificant  for,  and  sometimes  entirely  unknown  to,  the 

professional  or  official  who  has  the  responsibility  of  making  judgments 
about  them. 

The  diflrerentiation  of  status  in  groups  is  accompanied  by  differences 

in  the  nature  of  the  social  approval  that  sustains  the  various  social 

positions.  Mutual  approval  of  opinions  and  of  conformity  to  group 
norms  suffices  as  the  basis  for  mere  acceptance  as  a   group  member, 

but  superior  status  requires  that  a   member’s  abilities  command  uni- 

lateral respect.  The  social  approval  of  a   person's  beliefs  and  values, 
regardless  of  how  profound  its  significance  is  for  him,  does  not  help 

raise  him  to  a   superordinate  position;  only  respect  for  liis  supenor 

qualities  does  that.  While  moral  superiority  as  well  as  superior  instru- 

mental competence  command  respect,  sheer  conformity  with  pre- 
vaihng  values  does  not.  It  only  earns  approval  because,  as  Homans 

has  noted,  "what  is  important  about  conformity  is  not  just  that  it  is 
valuable  but  that  it  is  in  ample  supply.  Any  old  fool,  so  to  speak,  can 

conform,  for  many  in  fact  do  conform— including  the  very  people  that 

are  giving  approval  in  return.” 

For  empirical  data  that  suggest  diis  conclusion,  sec  Donald  C.  Pelz,  "Some 

Factors  Related  to  Performance  in  a   Research  Organization,”  Administrative 
Science  Quarterly,  1   (1956),  310-325. 

13  George  C.  Homans,  Social  Behavior,  New  York.  Harcourt,  Brace  and  World, 
1961,  p.  146. 
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An  individual’s  endeavors  to  gain  social  acceptance  in  a   group  are furthered  most  by  the  approval  of  highly  respected  group  members, 
since  their  approving  opinions  of  him  influence  the  opinions  of  others 
and  thus  have  a   multiplier  effect  Highly  respected  persons,  how- 

ever, tend  to  reserve  their  approval  for  outstanding  qualifications 
and  not  to  express  it  for  mere  conformity.  To  win  their  approbation, 
consequently,  an  individual  must  show  that  he  has  some  superior 
abilities.  The  fact  that  even  social  acceptance  is  expedited  by  making 
an  outstanding  impression  on  others  reinforces  the  tendency  of  new 
group  members  to  demonstrate  their  impressive  qualities,  although 
acceptance  as  a   peer  does  not  require  outstanding  abilities  and  can  be 
won,  if  more  slowly,  by  establishing  common  links  with  other  mem- 

bers, expressing  opinions  they  share,  and  conforming  to  the  prevaiHng 
norms  among  them. 

Men  do  not  necessarily  accept  as  valid  the  evaluabons  others  make 

of  them  and  their  performance  The  appraisals  of  superiors  are  more 

likely  to  be  accepted  at  face  value  than  those  of  inferiors.'^  Whether 
men  grant  or  question  the  accuracy  of  an  evaluation  of  themselves 

governs  their  reactions  to  the  evaluator.  If  they  question  the  validity 

of  another’s  approval,  it  tends  to  make  them  contemptuous  of  his 
attempt  at  flattery  or  his  lack  of  discernment  rather  than  pleased  with 

his  support.  If  they  question  the  validity  of  another’s  disapproval,  it 
tends  to  make  them  annoyed  with  his  lack  of  appreciation  for  their 

abilities  rather  than  grateful  for  his  helpful  suggestions  for  improve- 

ment. Since  the  judgments  of  a   person  who  commands  respect  are 

more  hkely  to  be  accepted  as  correct  than  those  of  one  who  does  not, 

superiors  have  a   better  chance  to  earn  gratitude  with  either  then: 

supportive  approval  or  their  critical  suggestions  for  improvement, 

whereas  inferiors  take  a   greater  risk  of  incurring  contempt  by  their 

approving  agreement  or  of  provoking  annoyance  by  their  critical  dis- 
agreement. Moreover,  the  displeasure  caused  by  disapproval  makes  it 

more  hkely  for  negative  than  for  positive  evaluations  to  be  rejected.^® 
The  expectation  is,  therefore,  that  individuals  generally,  and  inferiors 

For  a   study  that  shows  that  suggestions  of  superiors,  even  if  incorrect,  are 

accepted  in  disproporbonate  numbers  and  those  of  inferiors,  even  if  correct,  are 

rejected  in  disproportionate  numbers,  see  E.  Paul  Torrance,  “Some  Consequences 
of  Power  Differences  on  Decision  Making  m   Permanent  and  Temporary  Three- 

Man  Groups,”  in  A   Paul  Hare,  Edgar  F   Borgatta,  and  Robert  F.  Bales,  Small 
Croups,  New  York  Knopf,  1955,  pp  483-492. 

In  the  cynical  words  of  FranfOis  La  Rochefoucauld,  “Few  men  are  wise 

enough  to  prefer  helpful  censure  to  treacherous  praise.”  The  Maxims,  London: 
Oxford  Umversity  Press,  1940,  p.  49  (#147). 
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in  particular,  are  less  prone  to  express  disapproval  than  approval,  and 

empirical  data  on  discussion  groups  confirm  this  expectation,^® 

Generalized  approval  of  a   persons  performances  becomes  respect 
for  his  abilities.  If  nearly  every  task  a   person  performs  elicits  our 

strong  approval,  we  express,  in  fact,  high  regard  for  his  competence. 

Such  positive  evaluations  of  another’s  abilities,  however,  may  imply either  that  the  evaluator  has  a   superordinate  status  that  qualifies  him 

as  a   judge,  as  is  the  case  when  an  instructor  praises  the  talent  of  a 

student,  or  that  the  evaluator  acknowledges  that  the  other’s  abilities 
are  superior  to  his  own,  as  is  the  case  when  the  scholarly  expertness 

of  a   colleague  commands  the  instructor’s  respect-  The  question  arises 
as  to  what  conditions  determine  whether  a   person’s  praise  of  another’s 

skills  reaffirms  or  negates  the  praiser’s  superiority.  Actual  differences 
in  skills  are  important,  provided  diat  they  are  clearly  evident,  and  so 

are  pronounced  differences  in  status  that  are  presumed  to  rest  on  cor- 

responding differences  in  abilities.  But  differences  in  abilities  often 

cannot  be  readily  measured,  as  illustrated  by  the  difference  between 

art  experts  in  contrast  to  that  between  long-distance  runners.  In  these 
cases,  the  crucial  factor  is  the  relative  respect  the  abilities  of  the  two 

parties  command  among  others  who  are  qualified  to  judge  them.  If  a 

widely  respected  scientist  highly  praises  die  competence  of  a   col- 

league with  lesser  standing  in  the  scientific  community,  it  may  help 

raise  this  colleague’s  standing  but  does  not  threaten  the  videly  re- 

spected scientist’s.  If,  on  die  other  hand,  most  scholars  regularly  ex- 
press great  admiration  for  the  work  of  a   colleague,  the  common 

respect  they  accord  him  establishes  liis  professional  standing  as 
superior  to  theirs. 

Superior  status  that  is  firmly  rooted  in  die  social  structure~in  a 

man’s  generally  acknowledged  expertness,  his  superior  power,  or  his 
position  of  official  authority— cannot  be  endangered  by  free  expres- 

sions of  approval  of  others,  whereas  insecure  status  that  yet  needs  to 

be  solidly  anchored  must  be  protected  against  the  loss  of  respect 

entailed  in  the  lack  of  discrimination  in  judgments.  The  inference  is 

that  persons  whose  superior  status  is  secure  give  praise  more  freely 

In  discussions  scored  in  terms  of  the  Bales  interaction  categories,  agreements 

With  others,  which  imply  approval,  are  about  ten  times  as  frequent  as  disagree- 
ments, which  imply  disapproval,  but  social  status  affects  this  ratio.  In  one  study, 

for  example,  the  ratio  of  agreements  to  disagreements  was  7.7  for  the  highest 

and  14.1  for  the  lowest  status  category.  See  Edgar  F.  Borgatta  and  Robert  F. 

Bales,  "Interacbon  of  Individuals  in  Reconstituted  Groups,”  Socwmetry,  16 
(1953),  302—320  (the  two  ratios  were  computed  from  the  data  in  the  upper 
half  of  Table  3). 
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than  those  whose  status  is  not.  On  the  other  hand,  the  greater  value 

\vith  which  superior  status  endows  a   mans  approval  enables  him  to 

use  it  more  sparingly  than  the  man  of  inferior  status  can  easily  do,  as 

pointed  out  m   the  prewous  discussion.  The  inference  here  is  that 

persons  of  superior  status  give  praise  less  freely  than  those  of  inferior 

status.  The  two  inferences  appear  contradictory,  but  actually  they  are 

not,  although  they  do  refer  to  two  conflicting  forces,  which  account 

for  the  observation  that  many  persons  of  high  status  express  approval 

less  readily  but  some  express  it  more  readily  than  do  persons  of  low 

status.  If  the  two  aspects  of  status  under  consideration  are  analyti- 

cally separated,  however,  two  unambiguous  hypotheses  are  implied 

by  the  foregoing  analysis:  first,  the  higher  a   man’s  status,  the  less  free 
he  will  be  in  offering  approval,  second,  among  those  with  equally  high 

status,  the  more  securely  grounded  a   man’s  status— that  is,  the  less 
subject  it  is  to  modification  by  the  impressions  he  makes— the  freer 

ivill  he  be  in  offering  approval. 

Attractiveness;  First  and  Second  Impressions 

Expressions  of  intrinsic  attraction  to  an  indmdual,  just  as  expres- 
sions of  approval  of  him,  are  expected  to  be  spontaneous  reacbons  to 

his  qualities;  they  lose  their  sigmficance  for  him  if  it  becomes  ap- 
parent that  they  are  calculated  to  have  a   certain  effect  on  him,  though 

it  be  only  to  give  him  pleasure  A   man  who  seeks  affecfaon  does  not 

want  kindness  Approval  is  expected  to  be  governed  by  mtemalized 

normative  standards  of  judgment,  and  mtrinsic  attraction,  by  an  m- 
temal  emobonal  reaction  The  simulation  of  either  is  condemned 

Approval  of  an  individual’s  specific  qualities  that  becomes  diffuse 
approval  of  his  composite  qualities  as  a   person  is  the  source  of  in- 

trinsic attraction  to  him. 

Your  opinions  of  which  we  approve  and  your  approval  of  our  opin- 
ions both  increase  your  attractiveness  for  us.  Individuals  who  share 

values  and  interests  provide  each  other  with  support  for  their  beliefs 

and  have  a   basis  for  engaging  in  common  endeavors.  Homogeneous 

orientations  and  attitudes,  therefore,  draw  individuals  together, 

whereas  disagreements  in  important  matters  make  each  an  unattrac- 
tive companion  for  the  other  On  initial  acquaintance,  individuals 

may  deceive  themselves  about  the  differences  in  outlook  between 

them  and  perceive  more  agreement  than  actually  exists— Newcomb 
found  such  autistic  distortion  to  be  most  prevalent  among  individuals 

wth  authoritarian  personahties— but  in  the  long  run  significant  dis- 
agreements are  usually  discovered  and  motivate  individuals  to  turn 
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to  Other  associates  with  whom  they  have  more  in  common.  As  a   result 

bonds  of  mutual  attraction  are  typically  found  among  associates  who 

are  in  essential  agreement  on  basic  issues.^’ 

The  support  an  individual’s  opinions  receive  from  associates  who 
share  his  values  is  rewarding  for  him,  particularly  if  the  opinions  are 

important  to  him  but  he  is  not  entirely  sure  that  they  are  right,  be- 
cause their  agreement  helps  to  confirm  his  beliefs  and  to  silence  his 

disturbing  doubts.  An  individual’s  self-image  is  such  a   belief  that  is 
of  vital  significance  for  him  and  that  simultaneously  raises  doubts  con- 

cerning its  accuracy  in  his  mind.  To  have  his  favorable  self-evaluation 
confirmed  by  the  approval  of  others  implicit  in  their  attraction  to  him 

is  thus  especially  rewarding  for  him,  as  Thibaut  and  Kelley  have 

pointed  out.^®  The  more  attracted  others  are  to  an  individual,  conse- 
quently, the  more  attractive  companions  they  become  for  him.^®  In 

brief,  the  rewards  furnished  by  supportive  approval  of  common  be- 

liefs make  associates  increasingly  attractive  to  one  another,  and  the 

rewarding  experience  for  each  of  having  his  favorable  self-image  con- 
firmed by  the  fact  that  the  other  finds  him  attractive  further  increases 

their  mutual  attraction. 

Serious  and  persistent  conflicts  of  opinions  lead,  in  corresponding 
manner,  to  personal  rejections.  Some  differences  of  opinions  are  im- 

portant conditions  for  a   stimulating  discussion.  In  a   discussion  of  a 

topic  in  a   companionable  group,  each  participant  typically  concedes 

points  of  lesser  significance  for  him,  making  himself  agreeable  and 

inviting  others  to  do  likewise,  and  closer  agreement  on  the  issue  is 

reached.  Sometimes,  however,  a   participant  refuses  to  surrender  an 

opinion  with  which  most  or  all  others  strongly  disagree.  What  tends 

to  happen  in  such  cases,  as  an  experiment  by  Schachter  indicates,  is 

that  the  others  address  themselves  increasingly  to  him  and  seek  to 

overwhelm  him  with  arguments,  but  if  he  resists  their  efforts  to  influ- 

ence him  and  persists  in  his  deviant  opinions,  they  reject  him  and  no 

longer  want  to  associate  with  him.=“ 
Extreme  opinions  and  characteristics  of  individuals  are  conceived 

of  not  merely  as  quahfying  attributes  but  as  status-defining  traits. 
The  difference  is  exemplified  by  tiie  contrast  between  a   neighbor  who 

ir  See  Theodore  M.  Newcomb,  The  Acquaintance  Process,  New  York.  Holt, 
Rinehart  and  Winston,  1961,  chapters  iv,  v,  and  vii. 

John  W.  Thibaut  and  Harold  H.  Kelley,  The  Social  Psychology  of  Groups, 

New  York:  Wiley,  1959,  pp.  42-43. 

Newcomb,  op.  cit,  chapter  viii. 

2®  Stanley  Schachter,  “Deviation,  Rejection,  and  Communication,"  Journal  of 
Abnormal  and  Social  Psychology,  46  (1951),  190-207. 
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has  progressive  pohtical  ideas  and  a   Red  who  lives  next  door.  The 

progressive  neighbor  is  a   man  with  whom  one  can  discuss  politics  and 
whose  opinions  on  vanous  issues  carry  some  weight.  One  is  inclined 

to  grant  some  of  his  points  in  the  expectation  that  he  will  reciprocate 
and  make  concessions  too.  If  his  viewpoint  is  somewhat  more  extreme 

and  less  flexible,  however,  he  is  defined  as  a   Red,  and  his  arguments 

no  longer  have  to  be  taken  seriously,  which  averts  the  necessity  of 

continually  having  to  defend  one’s  opimons  against  fundamental  criti- 

cisms. When  a   person’s  social  values  put  him  beyond  the  pale,  there 
is  no  basis  for  the  give  and  take  of  a   debate.  The  situation  is  similar 

to  that  where  a   person’s  greatly  superior  or  far  inferior  resources  dis- 
courage enduring  relations  of  reciprocal  social  exchange  with  him. 

Simmel  called  attention  to  this  contrast  between  attributes  that  modify 

an  individual’s  status  in  the  ingroup  and  traits  that  exclude  him  from 
it  in  his  analysis  of  the  difference  between  a   poor  man  and  a   pauper.^^ 

The  attraction  of  associates  to  an  individual  and  their  approval  of 

him  are  affected  in  complicated  ways  by  the  first  impression  he  makes 

on  them.  Their  initial  impressions  give  nse  to  expectations,  and  these 

expectations  influence  his  behavior,  sometimes  inspmng  him  to  per- 
form with  extraordinary  skill  and  sometimes  inhibiting  his  faculties 

in  front  of  them.  As  others  judge  his  performance,  moreover,  in  terms 

of  the  expectations  his  earher  impressions  have  created,  their  evalua- 
tion is  hkely  not  to  be  tlie  same  as  it  would  have  been  m   the  absence 

of  these  expectations.  First  impressions  may  be  self-defeating,  for 

example.  The  high  expectations  they  raise  of  a   person’s  brilliant  wit 
or  outstanding  horsemanship  may  make  others  disappointed  with  his 

actual  performance,  although  they  might  have  appreciated  his  adroit- 
ness had  they  not  expected  so  much  more;  and  as  his  awareness  of 

their  disappointment  disconcerts  him,  he  may  make  a   still  worse  im- 
pression. The  difiident  person  benefits  from  this  process,  since  his 

unimpressive  initial  demeanor  makes  it  easy  for  him  to  exceed  die 

expectations  of  others  and  prove  himself  a   surprisingly  attractive  asso- 
ciate. He  gains  this  advantage,  however,  at  the  cost  of  having  to 

remain  on  the  side  lines  in  the  early  phases  of  social  interaction. 

First  impressions  may  be  self-fulfilling  as  well  as  self-defeating 

One  reason  for  this  is  that  the  impressions  people  make  on  others  are 

in  some  areas  not  merely  reflections  (which  may  be  distorted)  of  an 

underlying  reahty  but  the  only  reality  there  is.  What  are  the  charac- 
teristics, for  instance,  of  a   sophisticated  man  or  of  a   fascinating 

Georg  Simmel,  Soziologie,  Leipzig  Duncker  und  Humblot,  1908,  pp  490- 491. 
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woman?  Although  a   sophisticated  mans  conversation  cannot  entirely 

consist  of  platitudes  and  a   fascinating  woman’s  conduct  cannot  en- 
tirely lack  charm,  a   content  analysis  of  what  they  say  and  do  would 

undoubtedly  not  reveal  a   distinctive  difference  between  their  be- 

havior and  that  of  others  who  are  not  considered  sophisticated  or 
fascinating.  There  must,  of  course,  be  subtle  differences  between 

others  and  them,  otherwise  they  could  not  convey  the  impression 
they  do.  But  the  crucial  point  is  that  the  woman  who  succeeds  in 

inspiring  men  to  conceive  of  her  as  a   glamorous  and  exciting  enchant- 

ress is  actually  a   fascinating  woman  for  them,  and  that  tlie  man  who 

impresses  others  as  the  pinnacle  of  worldly  wisdom  and  savoir-faire 

defines  and  represents  for  them  what  sophisticated  conduct  really  is. 
If  only  one  person  is  impressed  and  others  are  not,  he  may  check 

his  impression  wth  that  of  others  and  revise  it.  If,  however,  most 

associates  are  convinced  that  a   man  is  not  just  intelligent  but  sophisti- 
cated and  tliat  a   woman  is  not  just  beautiful  but  fascinating,  that  is 

what  they  actually  are. 

The  difference  between  these  impressions,  which  are  intrinsically 
significant,  and  those  that  reflect  traits  of  extrinsic  import,  such  as 

athletic  prowess,  parallels  that  between  artistic  creation  and  economic 

production.  Botli  generate  valuables,  but  in  fundamentally  different 

ways.  Economic  goods  and  services  are  produced  and  supplied  be- 

cause they  are  valuable  in  terms  of  existing  standards  of  utihty  or 

value.  Artistic  creation,  in  contrast,  does  not  involve  so  much  pro- 

ducing something  that  is  already  valuable  as  it  does  investing  some- 

thing ivith  new  value.  The  creative  artist  makes  us  enjoy  a   picture  or 

a   poem,  a   song  or  a   play,  and  since  we  could  not  have  imagined  the 

ei^erience  before,  we  cannot,  in  any  meaningful  sense,  be  said  to 

have  valued  it.  We  do  know  what  we  miss  when  we  do  not  own  a   car, 

but  we  did  not  know  what  we  missed  before  we  first  read  Hamlet, 

saw  Chartres,  or  heard  a   Brandenburg  concerto."-  The  creative  genius, 
in  particular,  establishes  a   new  style  in  art  and  succeeds  in  making 

us  value  entirely  new  experiences  tliat  at  first  often  seemed  displeas- 
ing. In  similar  fashion,  if  on  a   less  exalted  plane,  tlie  svoman  who  can 

convince  men  that  her  distinctive  style  makes  being  in  her  company 

a   more  desirable  experience  than  being  with  other  women  has  made 

To  be  sure,  we  did  not  know  what  we  missed  by  not  having  cars  before 

they  were  invented.  In  terms  of  die  analyhcal  distinction  made  here,  successful 

invention  contains  an  element  of  artistic  creation,  because  it  produces  not  only 

new  products  but  in  tlie  long  run  also  new  needs  for  tliem,  and  so  does  advertis- 
ing, inasmuch  as  it  sometimes  makes  us  value  things  we  did  not  miss  or  value 

before. 
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herself  attractive  by  the  creative  act  of  investing  her  style  with  value. 

Another  reason  why  impressions  may  be  self-fulfilling  is  that  the 

expectations  they  arouse  in  others  influence  the  individual’s  conduct. 
In  this  case,  an  external  standard  for  evaluatmg  accomphshments 
exists,  but  the  expectations  an  individual  has  created  m   others  either 

serve  as  incentives  for  living  up  to  them  or  have  a   dampemng  effect 

on  his  performance.  The  poor  impression  the  self-conscious  and 

awkward  person  makes  leads  others  to  expect  to  be  bored  in  his  com- 

pany, and  then  apparent  lack  of  interest  causes  him  discomfort  and 

makes  his  conversation  less  stimulating  than  it  otherwise  would  be. 

The  anticipation  raised  in  his  audience  by  a   man  who  gives  the  im- 

pression of  a   brilliant  conversationalist  that  they  will  find  him  enter- 

taining, and  their  resulting  appreciative  attentiveness  when  he  talks, 

may  inspire  a   versatility  and  adroitness  in  him  of  which  he  is  not 

capable  under  ordinary  circumstances.  There  is  no  sharp  hne  of  dis- 

tinction between  these  self-fulfilling  impressions  and  the  ones  dis- 

cussed above.  The  woman  who  impresses  men  as  an  enchanting  com- 

panion also  is  emboldened  by  their  expectations  of  her  actually  to 

behave  in  an  especially  alluring  manner,  just  as  tlie  one  who  impresses 

them  as  a   model  matron  may  feel  required  by  their  different  expecta- 

tions to  live  up  to  these.  “The  desire  to  be  worthy  of  the  praise  we 
receive  fortifies  our  virtue,  praise  accorded  to  wit,  courage,  or  beauty 

tends  to  enhance  those  quahties  ”   Even  physical  skills  are  affected 
by  the  expectation  of  associates,  because  it  fortifies  or  disturbs  the 

self-confidence  of  individuals  A   well-knovra  illustration  is  Whyte’s 

case  of  a   bowhng  contest,  in  which  a   gang’s  leading  group,  who  were 
expected  to  excel,  won  over  the  followers,  some  of  whom  made  higher 

scores  than  the  leaders  in  practice  sessions.^*  A   tragic  example  of  a 

self-fulfilling  prophecy,  as  Merton  calls  it,  is  the  Negro  in  the  United 

States;  the  assumption  that  Negroes  are  intellectually  inferior  helps  to 

justify  the  lack  of  adequate  educational  provisions  for  them  that 

makes  the  assumption  come  true.^' 

Bluffing  IS  another  mechanism  that  makes  early  impressions  self- 

fulfilhng,  for  the  cost  of  calling  the  bluff  may  be  too  high.  The  large 

bet  in  poker  is  designed  to  convey  the  impression  that  a   man  has  a 

good  hand,  and  die  great  loss  possibly  entailed  in  covering  his  bet 

La  Rochefoucauld,  op  ctt.,  p.  49  (#150). 

^‘William  F.  Whyte,  Street  Corner  Society  (2d  ed.).  University  of  Chicago 

Press,  1955,  pp.  14-25 
2=  Robert  K.  Merton,  Social  Theory  and  Social  Structure  (2d  ed  ),  Glencoe. 

Free  Press,  1957,  pp-  421-436. 
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may  restrain  others  from  forcing  him  to  show  his  hand  to  determine 

whether  he  is  bluffing  Similarly,  the  swaggering  bully  lays  a   claim 

to  superior  status  in  the  gang,  and  the  fear  of  his  possible  strength 
may  inhibit  other  members  from  testing  it,  because  if  they  were  to 

test  his  strength  and  fall,  they  would  be  likely  to  suffer  his  retribution, 

The  costlier  it  is  to  test  the  claims  a   person  makes  through  his  im- 

pressive demeanor,  even  if  they  can  in  principle  be  vahdated,  the 
better  are  the  chances  that  false  claims  of  his  remain  undetected. 

Bluffing  in  group  situations,  however,  involves  great  risks,  since  there 
are  recurrent  opportunities  for  discovering  deceptions,  and  since  their 

discovery  engenders  distrust  as  well  as  loss  of  respect.  Hence,  outright 
bluffing  is  undoubtedly  more  prevalent  in  casual  encounters  than  m 

enduring  groups,  although  more  subtle  forms  of  trymg  to  present 

initially  a   too  favorable  image  of  oneself  to  others  are  probably 
ubiquitous. 

The  challenge  of  impressing  associates  in  social  intercourse  greatly 
adds  to  its  enjoyment,  but  continuing  preoccupation  with  the  impres- 

sion one  makes  is  an  impediment,  inasmuch  as  it  requires  an  indi- 

vidual to  forego  various  advantages.  Concern  with  the  impression  he 

makes  on  associates  may  prevent  him  from  asking  for  their  advice 

for  fear  of  appearing  ignorant;  or  constrain  him  to  spend  much  money 
entertaining  them  lest  he  seem  insufficiently  affluent;  or  induce  him 

to  compromise  his  integrity  and  agree  -with  extremist  opinions  in  order 
not  to  sound  like  a   Philistine.  Moreover,  preoccupation  with  making 

a   favorable  impression  keeps  a   person  from  becoming  fully  involved 

in  the  ongoing  activities;  it  precludes  full  absorption  in  his  play  and 
full  concentration  on  his  work. 

A   preoccupation  with  impressing  others  contrasts  with  two  alterna- 

tive orientations— expressive  involvement  in  the  situation  and  instru- 

mental concern  with  securing  benefits.  "When  an  individual  becomes 
engaged  in  an  activity,  whether  shared  or  not,  it  is  possible  for  him 

to  become  caught  up  by  it,  carried  away  by  it,  engrossed  in  it— to  he, 

as  we  say,  spontaneously  involved  in  it,”  noted  Goffman,  adding  in 

regard  to  sociable  experiences  of  this  sort:  “By  this  spontaneous  in- 
volvement in  a   joint  activity,  the  individual  becomes  an  integral  part 

of  the  situation,  lodged  in  it  and  exposed  to  it,  infusing  himself  into 

the  encounter  in  a   manner  quite  different  from  the  way  an  ideally 

rational  player  commits  his  side  to  a   position  in  an  ideally  rational 

game.”  The  enjoyment  produced  by  such  involvement  in  games  or 
other  sociable  encounters— or,  indeed,  in  work  on  a   common  task  of 

2®Erving  Goffman,  Encounters,  Indianapolis;  Bobbs-Mernll,  1961,  p.  38 



Attractiveness:  First  and  Second  Impressions  75 

great  interest— is  enhanced  by  the  opportunities  it  provides  for  im- 
pressing others,  whether  it  is  with  being  a   good  loser  in  poker,  an 

entertaimng  companion  at  a   party,  or  an  effective  speaker  at  a   po- 
litical rally.  Nevertheless,  as  long  as  the  concern  with  the  impression 

he  makes  dominates  the  individual’s  thinking,  he  cannot  become  com- 
pletely involved  in  the  social  situation  or  fully  enpy  it,  and  neither 

can  he  thoroughly  concentrate  on  his  tasks. 

The  reason  that  an  individual  is  not  particularly  anxious  to  appear 

impressive  to  his  associates  is  either  that  he  is  quite  sure  of  their 

approval  or  that  their  approval  is  of  no  significance  for  him  The  per- 

son whose  previous  social  experiences  make  him  self-confident,  as 
well  as  the  one  who  is  already  accepted  m   a   group,  can  cease  to 

worry  about  impressing  others.  The  security  derived  from  acceptance 

in  a   peer  group  that  is  of  great  importance  for  a   person  not  only 

enables  him  to  relax  in  the  ingroup  but  also  makes  the  approval  and 

respect  of  outsiders,  especially  those  of  lower  status,  less  significant 

for  him.  His  consequent  lesser  concern  with  impressing  outsiders  of 

little  importance  to  him  permits  him  to  concentrate  on  the  perform- 
ance of  his  task  in  interaction  with  them  Agents  m   a   federal  office 

who  were  highly  integrated  in  their  own  work  group,  for  example, 

were  found  to  be  less  disturbed  by  the  presence  of  stenographers 

when  composing  difficult  reports  and  able  to  dictate  these  reports 

more  often  instead  of  writing  them  out  themselves  than  their  less 

integrated  colleagues,  probably  because  the  less  integrated  agents  were 

more  concerned  with  the  impressions  they  made  on  stenographers.^^ 
Uneasiness  about  the  impression  he  makes  m   social  interaction  inter- 

feres with  an  individual’s  instrumental  endeavors. 
Concern  with  impressing  others  and  earning  their  social  approval 

generally  limits  heedless  pursuit  of  personal  advantage  m   social  situa- 

tions. Yet  often  men  can  be  observed  to  pursue  their  instrumental  self- 

mterests  m   apparent  disregard  of  the  reactions  of  others  and  of  in- 
curring disapproval.  This  conduct  would  seem  surprising  in  view  of 

the  great  significance  tliat  social  approval  has.  Men,  however,  do  not 

aim  for  the  approval  of  everybody  or  just  anybody.  They  strive  to 

prove  themselves  attractive  and  win  approbation  and  respect  in  the 

social  circles  that  are  most  sigmficant  for  them.  The  reactions  of  per- 
sons outside  these  circles  have  little  intrinsic  value  for  them,  both 

because  their  secure  position  obviates  the  need  for  further  social  sup- 

port and  because  they  are  oriented  in  their  interaction  with  out- 

^^Blau,  The  Dynamics  of  Bureaucracy  (2d  ed.).  University  of  Chicago  Press, 
1963,  pp.  155-156. 
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sidcrs  to  gnining  instnimcnlal  hcnefif;  that  they  can  ti^c  lo  fortify 

their  po';ition  in  tlie  important  circlc-s.  A   worker  may  he  willing  Inim- 

h!y  to  reqncsl  .-Ksiitancr  witli  )>j?  t.nk>:  from  fellow  workers,  particij. 

larly  tliosc  not  in  In'-  ingroup,  lo  bo  able  to  ri’ccive  liis  superiors’ 

approval  for  liis  performance.  An  empltner  may  be  willing  to  esploit 

his  workers  in  disregard  of  their  disippro'.'al,  as  loin:  ns  it  is  not  .strong 
enoiigli  lo  alien-itc  them  caimph  tely  from  their  jobs,  to  mal  c   profits 

that  enable  him  to  imjiress  his  own  s<Kial  circle  ns  an  ninueiit  and 

generous  man.  Apparent  disregard  for  social  approval,  including  .such 

extreme  forms  .as  e'>ploitatinn  and  opprei-Mon,  typicvlly  cnt.iih  indirect 
attempts  to  earn  social  approv.al  hy  using  some  people  to  obtain  the 

resources  needed  to  impress  others  who  are  more  'ignifieant.  Hence, 

the  resir.-tiiits  imposed  hy  ;ociol  .approval  on  conduct  arc  largHv 

confined  to  circles  of  .sutnificant  as'ociite', 

Excurni^  on  Love 

Lmc  is  the  polar  c.ue  of  intrms'r  atli. action.  Whereas  it  fiiuls  un- 

doubtedly its  puri't  e\prw'.ion  in  tie  rcht.'on  betwsen  mother  and 
child,  its  deve!ojim"ut  .t-  the  result  of  the  itifreastm*.  attr.ietioa  of  two 

independent  indivichnU  to  om  another  e.an  b*--.*  be  c-x.imitierl  in  a 

romantic  rtl.Uionship  Love  rlJ5J'ear^  to  make  human  beings  unselfuh, 

since  tiny  themselves  enjoy  gisuig  ph-aMire  to  thn-e  tiny  line,  hut 

tlii-S  jelfiess  desotion  gem  rally  ri't-  on  .an  itit*rt-t  in  m.aint.iinmg  the 

other's  love.  Kvin  n   nvitlur’s  devotion  to  let  thddrrn  is  mts-ly  entire!;, 
devoid  of  the  derire  to  m   lint.un  tlu  Ir  attachment  to  h'T.  Icxcluangc 

processt's  (xcair  in  line  rtl.ilinns  .-.s  v.»!l  .as  in  'Oihl  .asmri.atiuns  of 

only  exIrinMC  signifirance.  Tin  ir  ih.namies,  however,  are  di.ffere.at, 

hcc.ause  the  specific  rew.’.rds  exels.'m'.ed  are  imncly  nu-.ans  to  pmduce 

the  ultimate  reward  of  intrinsic  .•'tlr.utliiri  in  lose  relalious.  while  the 

c'dinnge  of  sjiecifie  rtwaref’  is  the  very  ohjertive  of  the  .astrKantioa 

in  purely  iiistnuneut.d  .soH.d  relation'  In  intrinsic  lose  nttnthni''nts, 
as  noted  earlier,  e.teh  individual  funiishes  rew.xrcK  lo  the  other  not 

lo  receive  proporliou.ate  exfrInstV  bent  fits  in  retum  but  to  etiiri'ss  niicl 

confirm  his  own  cximmitnunt  mid  to  piomole  the  other’s  gnswing  com- 
mitment to  the  msocintion.  An  and) sis  of  love  nwcals  the  element 

of  exchange  entaih-d  even  in  intrinsicMlIy  sngmficant  assorintinns  as 
well  a.s  ihcir  dislinetis'e  nature. 

A   man  falls  in  love  if  the  attr.’Ctivcm'r.s  of  .a  woman  has  become 

unique  in  his  eyes,  ’’All  th.at  is  lucessarx'  is  that  our  taste  for  her  should 

become  exclusive."  Tin’s  li.ippens.  Promt  continues,  when  wo  start  to 
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experience  an  “insensate,  agonising  desire  to  possess  her.”^®  The 
woman  who  impresses  a   man  as  a   most  desirable  love  possession  that 

cannot  be  easily  won  and  who  simultaneously  indicates  sufficient  in- 

terest to  make  ultimate  conquest  not  completely  beyond  reach  is 

likely  to  kindle  his  love.  His  attracbon  to  her  makes  him  dependent 

on  her  for  important  rewards  and  anxious  to  impress  and  please  her 

to  arouse  a   reciprocal  affecbon  that  would  assure  him  these  rewards. 

In  the  early  stages  of  falhng  in  love,  the  fears  of  rejecbon  and  de- 

pendence engendered  by  the  growmg  attracbon  motivate  each  lover 
to  conceal  the  full  extent  of  his  or  her  affection  from  the  other  and 

possibly  also  from  himself  or  herself.  Flirting  involves  largely  the 

expression  of  attraction  in  a   semi-serious  or  stereotyped  fashion  that 
is  designed  to  ehcit  some  commitment  from  the  other  in  advance  of 

making  a   serious  commitment  oneself.  The  joking  and  ambiguous 

commitments  implied  by  flirting  can  be  laughed  off  if  they  fail  to 

evoke  a   responsive  cord  or  made  firm  if  they  do  But  as  long  as  both 

continue  to  conceal  the  strength  of  their  affection  for  the  other  while 

both  become  increasingly  dependent  on  the  others  affection,  they 

frustrate  one  another.  In  the  lovers’  quarrels  that  typically  ensue,  as 

Thibaut  and  Kelley  have  pointed  out,  “each  partner,  by  means  of 

temporary  withdrawal  or  separation,  tests  the  other’s  dependence  on 

the  relationship.”  As  both  are  threatened  by  these  quarrels  with  the 
possible  end  of  their  relationship,  they  are  constramed  to  express  suffi- 

cient commitment  for  it  to  continue.  Of  course,  one  may  not  be  ready 

to  do  so,  and  the  conflict  may  terminate  their  relationship. 

Human  beings  evidently  denve  pleasure  from  doing  things  for  those 

they  love  and  sometimes  make  great  sacnfices  for  them.  This  tendency 

results  partly  from  the  identification  with  the  other  produced  by  love, 

from  the  desire  to  give  symbohc  expression  to  one’s  devotion,  from 

the  function  providing  rewards  has  for  strengthening  a   loved  one’s 
attachment  to  oneself,  and  perhaps  partly  from  the  process  previously 

termed  reverse  secondary  reinforcement.  The  repeated  experience  of 

being  rewarded  by  the  increased  attachment  of  a   loved  one  after 

having  done  a   variety  of  things  to  please  him  may  have  the  effect 

that  giving  pleasure  to  loved  ones  becomes  intrinsically  gratifying. 

Proust,  op.  cit ,   p.  177. 

For  the  analysis  of  a   special  case  of  this  strategy,  see  James  D   Thompson 

and  Wilham  J.  McEwen,  “Organization  Goals  and  Environment,”  American 
Sociological  Review,  23  (1958),  29-30. 

Thibaut  and  Kelley,  op.  cit ,   p.  60. 
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Further  feedback  effects  may  occur.  Since  doing  favors  and  giving 

presents  are  signs  of  love,  a   man’s  gifts  and  efforts  for  a   woman  may 
stimulate  his  own  affection  for  her  as  well  as  hers  for  him,  and  a 

woman  may  encourage  a   man  to  give  her  things  and  do  things  for  her 

not  primarily  out  of  interest  in  the  material  benefits  but  in  order  to 

foster  his  love  for  her.  "Benefactors  seem  to  love  those  whom  they 
benefit  more  than  those  who  have  received  benefits  love  those  who 

have  conferred  tliem,”  said  Aristotle.®*^ 
The  more  an  individual  is  in  love  with  another,  the  more  anxious 

he  or  she  is  likely  to  be  to  please  the  other.®*  The  individual  who  is 
less  deeply  involved  in  a   love  relationship,  therefore,  is  in  an  advan- 

tageous position,  since  tire  other’s  greater  concern  with  continuing  the 
relationship  makes  him  or  her  dependent  and  gives  the  less  involved 

individual  power.  Waller  called  this  “the  principle  of  least  interest.” 
This  power  can  be  used  to  exploit  the  other;  the  woman  who  exploits 

a   man’s  affection  for  economic  gain  and  the  boy  who  sexually  exploits 
a   girl  who  is  in  love  with  him  are  obvious  examples.®*  Probably  the 
most  prevalent  manifestation  of  the  principle  of  least  interest,  how- 

ever, is  that  the  individual  whose  spontaneous  affection  for  the  other 

is  stronger  must  accede  to  the  odier’s  wishes  and  make  special  efforts 
to  please  the  other.  Such  an  imbalance  of  power  and  extrinsic  rewards 

is  often  the  source  and  remains  the  basis  of  lasting  reciprocal  love 

attachments.  Hence,  the  lover  who  does  not  express  unconditional 

affection  early  gains  advantages  in  tlie  established  interpersonal  re- 

lationship. Indeed,  the  more  restrained  lover  also  seems  to  have  a 

better  chance  of  inspiring  another’s  love  for  himself  or  herself. 

Costly  possessions  are  most  precious,  in  love  as  elsewhere.  A   man’s 
intrinsic  attraction  to  a   woman  (and  hers  to  him)  rests  on  the  rewards 

®iAnstotle,  The  Nicamachean  Ethics,  London:  William  Heinemann,  1926, 
p.  545  (Book  IX,  vii,  1). 

Providing  extrinsic  benefits  may  be  a   substitute  for  proving  oneself  intrin- 

sically attractive,  as  Proust  has  noted  {op.  ctt.,  p.  205):  “For  the  moment,  while 
he  lavished  presents  upon  her,  and  performed  all  manner  of  services,  he  could 

rely  on  advantages  not  contamed  in  his  person,  or  in  his  intellect,  could  forego 

the  endless,  Idlling  effort  to  make  himself  attractive." 

Willard  Waller  and  Reuben  Hill,  The  Family,  New  York:  Dryden,  1951, 

pp.  190-192. 

For  a   discussion  of  exploitation  m   courtship,  see  ibid.,  pp.  159-173.  See  also 

the  fictional  account  of  the  game  of  making  another  dependent  in  order  to  derive 

pleasure  from  exercismg  power  over  him  or  her,  played  actually  as  a   game  and  in 

real  life,  in  Roger  Vailland,  The  Law,  New  York:  Knopf,  1958,  esp.  pp.  42-52, 
196-198. 



Excursus  on  Love  79 

he  expects  to  experience  in  a   love  relationship  wdth  her.^®  An  analyti- 
cal distinction  can  be  made  beriveen  his  actual  experiences— resulting 

from  her  supportiveness,  her  charming  talk,  her  kisses,  and  so  forth— 

and  the  value  he  places  upon  these  experiences  with  her  compared  to 

similar  experiences  with  other  women.  His  gratifications  are  the  prod- 

uct of  the  experiences  themselves  and  the  value  he  places  on  them. 

The  ease  wth  which  he  obtains  the  rewards  of  her  love,  however, 

tend  to  depreciate  their  value  for  him  This  is  the  dilemma  of  love, 

which  parallels  the  previously  discussed  dilemma  of  approval.  Just  as 

a   person  is  expected  to  give  approval  to  his  associates,  but  his  doing 
so  too  freely  will  depreciate  the  value  of  his  approval,  so  is  a   woman 

under  pressure  to  give  evidence  of  her  love  to  her  admirer,  but  if  she 

does  so  too  readily  the  value  of  her  affection  to  him  will  suflfer. 

How  valuable  a   woman  is  as  a   love  object  to  a   man  depends  to  a 

considerable  extent  on  her  apparent  populanty  with  other  men.  It  is 

difBcult  to  evaluate  anything  in  the  absence  of  clear  standards  for 

doing  so,  and  individuals  who  find  themselves  in  such  an  ambiguous 

situation  tend  to  be  strongly  influenced  by  any  indication  of  a   social 

norm  for  making  judgments.^®  Evaluating  the  intrinsic  desirability  of 
a   woman  is  an  ambiguous  case  of  this  fand,  in  which  any  particular 

man  is  strongly  influenced  by  her  general  popularity  among  men  that 

socially  vahdates  her  value  as  a   love  object.  Of  course,  a   girl  can  only 

become  generally  popular  by  being  attractive  to  many  parbcular  boys, 

but  her  attractiveness  to  any  one  depends  in  part  on  evidence  that 

others  find  her  attractive  too.  Good  looks  constitute  such  eiidence, 
and  so  does  her  behavior  on  dates. 

A   woman  whose  love  is  in  great  demand  among  men  is  not  likely 

to  make  firm  commitments  quickly,  because  she  has  so  many  attractive 

alternatives  to  weigh  before  she  does.  The  one  who  is  not  popular  is 

more  dependent  on  a   man  who  takes  her  out  and  has  more  reason  to 

become  committed  to  him.  A   woman  who  readily  gives  proof  of  her 

affection  to  a   man,  therefore,  provides  presumptive  evidence  of  her 

lack  of  popularity  and  thus  tends  to  depreciate  the  value  of  her  affec- 

tion for  him.  Her  resistance  to  his  attempts  to  conquer  her,  in  con- 

trast, imphes  that  she  is  in  great  demand  and  has  many  alternatives 

To  make  the  following  discussion  less  burdensome,  it  will  refer  largely  to 

men’s  orientabons  to  women,  but  it  is  assumed  to  apply,  in  principle,  also  to 
women’s  onentabons  to  men,  although  there  are,  of  course,  sex  role  differences 
m   specific  pracbces,  as  will  be  noted 

See  Muzafer  Sherif,  “Group  Influences  upon  the  Formabon  of  Norms  and 

Atbtudes,”  in  Eleanor  E   Maccoby,  Theodore  M   Newcomb,  and  Eugene  L 
Hartley,  Readings  tn  Social  Psychology  {3d  ed  ),  New  York  Holt,  1958,  pp  219- 
232. 
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to  choose  from,  which  is  likely  to  enhance  her  desirability  in  his  eyes. 
Her  reluctance  to  become  committed  helps  to  establish  the  value  of 

her  aflFection,  partly  because  he  takes  it  as  an  indication  of  her  general 
desirability,  notably  in  the  absence  of  any  direct  knowledge  of  how 
desirable  she  appears  to  other  men.  To  be  sure,  men  sometimes  dis- 

cuss women  among  themselves,  their  desirability  and  even  their  be- 

havior on  dates,  the  social  taboo  on  doing  so  notwithstanding,  but 

these  discussions  only  increase  the  importance  a   woman’s  restraint  has 
for  protecting  the  value  of  her  affection.  If  a   woman  has  the  reputa- 

tion of  readily  engaging  in  sexual  affairs,  the  value  of  this  expression 
of  her  affection  greatly  dechnes,  largely  because  her  sexual  favors 

entail  less  commitment  to,  and  ego  support  for,  a   man  than  those  of 

a   woman  who  very  rarely  bestows  them. 

To  safeguard  the  value  of  her  affection,  a   woman  must  be  ungener- 

ous in  expressing  it  and  make  any  evidence  of  her  growing  love  a 

cherished  prize  that  cannot  be  easily  won.  Ultimately,  to  be  sure,  a 

man’s  love  for  a   woman  depends  on  her  wilhngness  and  ability  to 
furnish  him  unique  rewards  in  the  form  of  sexual  satisfaction  and 

other  manifestations  of  her  affection.  The  point  made  here  is  not  that 

a   woman  who  fails  to  provide  a   man  with  sexual  and  emotional  grati- 
fications is  more  likely  to  win  his  love  than  one  who  does.  The 

opposite  undoubtedly  is  the  case,  since  such  gratifications  are  the 

major  source  of  a   lasting  love  attachment.  The  point  made  is  rather 

that  a   man’s  profound  love  for  a   woman  depends  not  only  on  these 
rewarding  experiences  themselves  but  also  on  the  value  he  places 

upon  them  and  that  a   woman  who  refrains  from  bestowing  expres- 
sions of  her  affection  freely  increases  the  value  of  these  expressions 

when  she  does  bestow  them.  Of  course,  unless  she  finally  does  bestow 

these  rewards,  she  does  not  profit  from  their  increased  value.  This 

is  precisely  the  reason  for  the  dilemma.  A   woman  promotes  a   man’s 
love  by  granting  him  sexual  and  otlier  favors,  as  demonstrations  of 

her  affection  and  as  means  for  making  associating  with  her  outstand- 

ingly rewarding  for  him,  yet  if  she  dispenses  such  favors  readily— to 

many  men  or  to  a   given  man  too  soon— she  depreciates  their  value 
and  thus  their  power  to  arouse  an  enduring  attachment. 

Social  pressures  reinforce  the  tendency  to  withhold  early  evidence 

of  great  affection.  If  most  girls  in  a   community  were  to  kiss  boys  on 

their  first  dates  and  grant  sexual  favors  soon  afterwards,  before  the 

boys  have  become  deeply  committed,  it  would  depreciate  the  price 

of  these  rewards  in  the  community,  making  it  diflBcult  for  a   girl  to 

use  the  promise  of  sexual  intercourse  to  elicit  a   firm  commitment  from 

a   boy,  since  sexual  gratifications  are  available  at  a   lesser  price.  The 

interest  of  girls  in  protecting  tire  value  of  sexual  favors  against  de- 
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emotion  that  cannot  be  commanded,  and  the  command  to  love  her 

more  imphcit  in  the  gml’s  expressions  of  increasing  affection  for  him 

may  act  as  an  external  restraint  that  wthers  the  boy’s  existing  affec- 

tion for  her.  A   boy’s  growing  love  for  a   girl  he  pursues  is  typically 
accompanied  and  spurred  by  an  anxiety  lest  he  lose  his  love  object, 
but  the  fear  of  becommg  too  deeply  involved  that  her  great  involve- 

ment arouses  in  him  is  incompatible  with  and  corrodes  tlie  anxiety'  of 
losing  her  and  the  affection  associated  with  it.  Although  he  can  take 

advantage  of  her  greater  commitment  to  obtain  se.\-ual  favors  from 
her,  his  exploitative  orientation  in  doing  so  is  not  likely  to  sbmulate 

an  intrinsic  attachment;  and  if  his  superego  prevents  him  from  ex- 

ploiting her,  he  is  likely  to  terminate  the  relationship  under  these 

circumstances.  The  jealousy  characteristic  of  the  more  deeply  involved 
lover  constitutes  an  exphcit  demand  for  a   more  exclusive  commitment 

on  the  part  of  the  other,  and  it  frequently  provides  the  final  stimulus 
for  the  less  involved  lover  to  witlidraw  from  the  relationship.  The 

growth  of  love  is  often  stifled  by  the  pressure  put  on  it  by  the  other 

lover’s  too  great  affection. 
Whereas  the  processes  just  considered  discourage  the  free  expres- 

sion of  affection  in  early  courtship,  lovers  also  experience  pressures 

to  express  their  feelings.  If  an  individual  is  in  love,  he  or  she  obtains 

gratification  from  declaring  his  love  to  the  beloved  and  even  “to 

shout  it  from  the  treetops.”  Identification  \Mth  the  person  one  loves 
makes  rewarding  him  enjoyable,  and  rewarding  him  tends  to  involve 

some  ex'pressions  of  love  for  him.  Besides,  many  actions  of  a   girl  that 
reward  a   boy  and  express  her  feelings  for  him  are  simultaneously 

rewarding  for  her,  such  as  her  willingness  to  kiss  him.  Flirting,  more- 
over, gives  rise  to  expectations  that  must  later  be  fulfilled  to  maintain 

the  love  relationship.  The  conduct  of  the  flirtatious  girl  implies  that, 

although  she  may  not  yet  be  ready  to  let  the  boy  hold  her  hand,  con- 
tinued association  with  her  would  ultimately  bring  these  and  much 

greater  rewards.  The  implicit  promises  made  in  the  course  of  flirting 

put  subsequent  pressure  on  lovers  to  live  up  to  the  expectations  they 

have  created  and  begin  to  provide  at  least  some  of  the  rewards 

promised.  The  result  is  a   dynamic  force  of  increasing  rewards  and 

commitments,  since  each  new  commitment  creates  further  expecta- 

tions, lest  frustrated  expectations  lead  to  the  termination  of  the  re- 

lationship. The  girl  lets  the  boy  kiss  her,  he  takes  her  to  the  “prom,” 
she  permits  some  sex  play,  he  ceases  to  date  others,  so  does  she,  and 

he  ultimately  gives  her  the  ring  that  formalizes  their  relation— unless, 

of  course,  these  pressures  toward  stepped-up  rewards  and  increasing 
commitments  induce  one  of  the  lovers  to  discontinue  the  affair. 
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Finally,  the  gratifications  a   woman  experiences  as  the  result  of 

being  loved  by  a   man  are  greatly  enhanced  if  she  loves  him  too,  and 

this  may  unconsciously  incline  her  to  return  his  love.  The  love  of 

a   man  animates  a   woman  and  makes  her  a   more  fascinating  and  at- 
tractive person.  Going  out  with  a   man  who  is  in  love  with  her 

enhances  her  self-image  as  a   captivating  woman  and  thus  probably 

affects  her  behavior  to  make  her  actually  more  charming  and  appeal- 

ing. For  a   man’s  loving  admiration  to  have  pronounced  effects  on  her 
self-image  and  conduct,  however,  his  estimation  of  her  must  be  of 
great  significance  for  a   woman,  and  the  more  she  loves  him  the 

greater  is  its  significance  for  her.  A   woman’s  love  for  a   man  who  loves 
her,  therefore,  helps  to  make  her  a   more  charming  and  self-confident 
person,  because  it  magnifies,  as  it  were,  the  mirror  that  reflects  and 

partly  shapes  her  personality  as  a   lover.  Although  a   woman  cannot 

will  herself  to  love  a   man  who  loves  her,  the  advantages  she  gams 

from  reciprocating  his  love  may  unconsciously  motivate  her  to  do  so. 

Lovers,  then,  are  under  pressure  to  e.xpress  affection  for  one  an- 
other as  well  as  under  pressure  to  xvitlihold  e.xpressions  of  affection. 

The  basic  dilemma  is  that  a   woman  who  freely  provides  evidence 

of  her  affection  for  a   man  in  order  to  make  associating  with  her  more 

attractive  to  him  tliereby  depreciates  the  value  of  her  affection.  'The 
generic  processes  are  the  same  for  both  sexes,  although  cultural  sex 

role  differences  determine  their  specific  forms  The  willingness  to 

enter  into  sex  relations,  for  example,  entails  less  of  a   commitment  for 

a   boy  than  for  a   girl  in  our  culture,  and  he  can  more  easily  declare 

his  love  first,  since  this  too  tends  to  imply  less  of  a   commitment  for  a 

boy  than  for  a   girl.  But  tliose  acts  of  a   boy  that  signify  his  commit- 

ment to  a   girl,  such  as  his  introducmg  her  to  his  parents  or  his  giving 

her  his  fraternity  pin,  have  essentially  the  same  implications  as  her 

acts  of  commitment.  If  both  lovers  are  interested  in  continuing  the 

relationship,  both  are  also  interested  in  having  the  other  commit  him- 
self or  herself  first  and  more  deeply.  Hence,  there  is  an  element  of 

“brinkmanship”  in  courtship,  with  both  partners  seeking  to  withhold 
their  own  commitment  up  to  the  point  where  it  would  endanger  the 

relationship,  because  courtship  is  a   mixed  game  with  some  common 

and  some  conflicting  interests,  just  as  is  the  establishment  of  other 

social  relations  discussed  in  chapter  two  (see  chart  on  p.  45).^“ 

Another  dilemma  iwsed  by  this  mixed  game  is  that  the  lover  who  expresses 

his  eagerness  to  spend  time  with  his  beloved  enables  her  to  enjoy  dates  xvith 

him  without  revealmg  how  eager  she  is  to  do  so  and  without  making  the  commit- 
ment imphcit  in  such  revelations. 
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One  lover’s  apparent  affection  and  increasing  commitment  some- 

times stimulate  the  growth  of  the  other’s  love  for  him,  while  they 
sometimes  inhibit  the  other’s  love  and  cause  the  other  to  lose  interest 
m   the  relation.  What  determines  which  is  the  case^  The  personahty 
structure  of  the  lovers  is  unquestionably  the  most  important  factor,^" 
but  the  social  condition  in  the  developing  love  relation  also  exerts  an 

influence.  Since  lovers  tend  to  suppress  the  strength  of  their  growing 

affection  for  one  another,  a   lover’s  own  deepening  involvement  pro- 
duces a   state  of  tension.  This  state  makes  him  anxious  to  receive 

evidence  of  the  other’s  increasing  affection  for  him,  which  would  avert 
the  danger  of  rejection  and  of  one-sided  dependence  and  permit  him 
to  cease  suppressing  his  strong  feelings  of  attraction.  In  this  situation 

the  eagerly  anticipated  expressions  of  affection  of  a   woman  tend  to 

relieve  a   man’s  distress  and  intensify  his  love  for  her.  If,  on  the  other 
hand,  there  is  no  such  reservoir  of  suppressed  feeling  and  a   lover  is 

no  more  involved  than  is  manifest,  a   woman’s  demonstrations  of  great 
affection  for  him  are  hkely  to  ahenate  his  affection  for  her,  because 

they  depreciate  the  value  of  her  love,  undermine  the  challenge  of 

pursuing  her,  and  make  demands  for  stronger  commitments  than  he 

is  ready  to  undertake.  In  parallel  fashion,  a   man’s  expressions  of 

affection  that  meet  a   woman’s  suppressed  desires  tend  to  intensify 
her  love  for  him,  but  if  his  affection  far  exceeds  her  feelings  and 

desires  it  is  likely  to  alienate  her. 

In  brief,  it  seems  that  commitments  must  keep  abreast  for  a   love 

relationship  to  develop  into  a   lasting  mutual  attachment.  If  one  lover 

is  considerably  more  involved  than  the  other,  his  greater  commitment 

invites  exploitation  or  provokes  feelings  of  entrapment,  both  of  which 

obliterate  love.  Whereas  rewards  experienced  in  the  relationship  may 

lead  to  its  continuation  for  a   while,  the  weak  interest  of  the  less  com- 
mitted or  the  frustrations  of  the  more  committed  probably  will  sooner 

or  later  prompt  one  or  the  other  to  terminate  it.  Only  when  two  lovers’ 

Generally,  this  discussion  has  not  attempted  to  deal  with  the  psychological 

forces  and  motivational  structures  underlying  the  socio-psychological  processes 

analyzed.  Waller  and  Hill’s  comment  concerning  their  analysis  is  also  appropriate 

for  the  one  presented  here  (tbid.,  pp.  172-173):  “It  happens  that  we  have 
directed  our  own  analysis  at  the  interaction  process  in  courtship,  we  recognize 

the  necessity  of  supplementing  this  analysis  by  pointing  out  how  these  processes 

are  related  to  the  inner  nature  and  developmental  history  of  the  participants. 

Here  the  psychoanalytic  contributions  are  much  in  point.”  Special  attention  should 
be  called  to  the  neglect  of  emotional  conflicts  and  the  resulting  irritational  tend- 

encies of  individuals,  that  is,  tendencies  produced  by  unconscious  dnves  that 

defeat  the  mdividual’s  own  objectives. 
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affection  for  and  commitment  to  one  another  expand  at  roughly  the 

same  pace  do  they  tend  mutually  to  reinforce  their  love. 

Conclusions 

Social  approval  and  personal  attraction  are  basic  sources  of  support 

for  an  individual’s  opinions  and  judgments,  for  his  values  and  self- 

conception. The  significance  of  another’s  approbation  or  admirabon 
depends  on  its  being  accepted  as  genuine.  In  contrast  to  the  services 

of  an  associate  or  his  comphance,  where  his  actions  count  rather  than 

his  underlying  attitudes,  the  underlying  orientabon  is  what  counts  m 

expressions  of  approval  and  affecbon.  Simulated  approval  and 

feigned  affecbon  have  httle  value. 

The  significance  of  a   person’s  expressions  of  approval  or  affection 
also  depends  on  their  being  scarce.  Individuals  who  hardly  ever  dis- 

approve or  who  readily  demonsbate  affection  for  others  thereby  de- 
preciate the  value  of  their  praise  or  their  love.  Whereas  the  simulabon 

of  approval  and  affection  is  highly  condemned,  their  dissimulabon  is 

not  seriously  censured  False  praise  stamps  a   person  as  a   sycophant; 

false  agreement,  as  a   har,  false  show  of  affecbon,  as  dishonorable, 

but  the  person  who  fails  to  express  approval  when  he  could  or  who 

withholds  evidence  of  affecbon  that  he  feels  is  much  less  severely 

rebuked  and  is  merely  accused  of  being  unappreciative  or  cold.  Only 

simulabon,  not  dissimulation,  makes  approval  and  affecbon  unauthen- 

bc.  Given  this  asymmetry,  there  is  no  conflict  between  the  require- 
ments that  expressions  of  approval  must  be  genuine  and  that  they 

must  be  rare  to  be  of  importance  for  others. 

A   man’s  willingness  to  provide  social  support  by  giving  approval 
makes  his  associates  appreciate  him,  but  if  he  freely  offers  praise  he 

depreciates  its  value  Similarly,  a   woman’s  expressions  of  affection 
for  the  man  who  loves  her  make  him  appreciate  her  the  more,  but  if 

she  too  readily  gives  evidence  of  her  love  she  depreciates  its  value. 

This  poses  a   dilemma,  since  individuals  risk  either  antagonizing  sig- 

nificant associates  by  withholding  expressions  of  approval  and  affec- 
bon or  depreciabng  the  value  these  expressions  have  for  them.  The 

dilemma  is  more  pronounced  in  the  case  of  love  than  in  the  case  of 

approbabon,  because  the  significance  of  approbabon  rests  to  a   greater 

extent  on  alternabve  foundabons  than  that  of  love.  A   person’s  ability 
to  contribute  to  the  welfare  of  others,  which  commands  their  respect, 

and  his  power  over  them  govern  the  value  his  approval  has  for  them, 

and  the  effect  of  his  lack  of  discriminabon  in  bestowing  approval  on 

its  value  does  not  completely  obhterate  these  other  effects.  A   person’s 
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lack  of  restraint  in  demonstrating  afiFection,  on  the  other  hand,  is 
much  more  intimately  bound  up  with  the  impression  he  makes  as  a 
lover  and  thus  with  the  value  of  his  love  for  another. 

The  significance  of  a   persons  approval  or  affection  for  others  de- 

pends, furthermore,  on  their  orientation  to  him.  The  respect  of  others 

for  a   man  greatly  increases  the  significance  of  his  approval  for  them, 

and  the  adoration  of  others  for  a   woman  greatly  enhances  the  signifi- 
cance of  her  affection  for  them.  Men  whose  performance  receives  the 

commendation  of  highly  respected  persons  care  little  about  the  ap- 
proval of  less  respected  persons,  and  women  who  are  adored  by  the 

most  desirable  men  care  httle  about  the  admiration  of  less  desirable 

ones.  For  his  approval  to  be  appreciated  at  all,  the  less  respected 

person  must  be  relatively  undiscnminating  in  expressing  it  and  praise 

performances  of  only  mediocre  quality,  thereby  further  decreasing 
the  value  of  his  approval.  Correspondingly,  for  her  affection  to  be 

appreciated  at  all,  tlie  woman  who  is  not  greatly  admired  among  men 

must  be  comparatively  indiscriminate  in  expressing  it  and  readily 

give  evidence  of  her  love  for  a   man,  thereby  further  decreasing  the 
value  of  her  affection. 

The  very  endeavor  to  impress  others  in  order  to  win  their  approval 

or  admirabon  makes  a   person  less  impressive.  The  man  whose  emi- 
nence in  his  field  is  renowned  can  dispense  with  such  endeavors.  He 

can  act  naturally  and  be  matter-of-fact,  and  he  can  even  minimize  his 
own  accomphshments,  since  doing  so  does  not  detract  from  their 

evident  importance  but  only  increases  the  others’  estimation  of  him. 
The  man  whose  equally  great  achievements  are  not  known  in  a   par- 

ticular group  cannot  impress  them  in  the  same  fashion.  Unless  he 

tells  them  of  his  accomplishments,  they  have  no  basis  for  respecting 
him  or  for  appreciating  his  modesty  in  speaking  of  his  attainments  in 

a   deprecatory  manner,  yet  his  having  to  tell  them  that  he  is  a   man  of 

distinction,  however  subtly,  makes  him  less  impressive.  Similarly,  the 

raving  beauty’s  evident  attractiveness  frees  her  from  the  necessity  to 
demonstrate  that  she  is  a   captivating  woman  and  permits  her  to  be 

charming  and  unpretentious  and  thus  to  prove  herself  still  more 

attractive.  Once  a   baseline  of  social  standing  is  established,  it  is  rela- 

tively simple  to  make  further  gains,  but  establishing  it  is  not  so  easy. 

There  are,  then,  numerous  parallels  between  expressions  of  affec- 
tion in  love  relations  and  expressions  of  approval  in  social  associations 

generally.  There  are  also  some  contrasts,  however.  The  mam  source 

of  the  difference  is  that  the  conditions  in  a   collective  structure  largely 

govern  the  significance  of  social  approval  while  the  conditions  estab- 
lished by  a   pair  of  lovers  themselves  primarily  govern  the  significance 
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of  their  aflEection  for  one  another,  although  pair  relations  modify  the 

significance  of  approval  and  the  broader  social  situation  affects  the 

significance  of  affection,  too.  The  baseline  of  prestige  that  makes  others 

appreciate  an  individual’s  approval  and  the  baseline  of  attraction  that 

makes  others  appreciate  an  individual’s  affection  rest  on  different 
foundations,  since  prestige  is  typically  more  firmly  rooted  in  the 
social  structure  than  is  attraction. 

Although  a   vi'oman’s  beauty  and  popularity  make  her  imtially  at- 
tractive to  a   man,  the  significance  of  her  love  for  him  depends  ulti- 

mately on  his  personal  feehng  of  attraction  for  her,  whereas  the 

sigmficance  of  the  approval  of  a   person  of  superior  status  is  inherently 

greater  than  that  of  others,  whatever  an  individual  may  think  of  him 

for  idiosyncratic  reasons  The  judgment  of  his  superior  or  of  an 

expert  in  his  field  cannot  rationally  be  dismissed  by  an  individual,  but 

there  is  nothing  irrational  about  not  being  attracted  to  a   woman  who 

IS  beautiful  and  whom  other  men  consider  desirable.  Finally,  with 

the  exception  of  the  special  case  of  physical  beauty,  what  makes  a 

woman  a   desirable  love  object  is  the  impression  she  makes  of  being 

desirable,  while  the  respect  commanded  by  a   man— or  a   woman,  for 

that  matter— IS  governed  by  his  actual  abihties  and  evaluated  in 
terms  of  objective  critena.  To  be  sure,  the  relevance  of  these  abihties 

rather  than  others  depends  on  the  social  standards  of  evaluation  that 

prevail  in  the  social  structure,  but  this  fact  does  not  affect  the  funda- 
mental distincfaon.  The  attractiveness  of  a   person  as  a   lover,  or 

generally  as  a   sociable  companion,  is  primarily  a   function  of  the 

orientations  of  his  particular  associates  to  him,  whereas  the  multiple 

supports  on  which  status  in  a   social  structure  rests— especially,  though 

not  only,  in  areas  of  instrumental  achievement— make  it  comparatively 
independent  of  the  orientations  of  particular  associates. 
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vasiveness  of  social  exchange  makes  it  tempting  to  consider  all  social 

conduct  in  terms  of  exchange,  but  this  would  deprive  the  concept  of 
its  distinctive  meamng.  People  do  things  for  fear  of  other  men  or  for 

fear  of  God  or  for  fear  of  their  conscience,  and  nothmg  is  gained  by 
trying  to  force  such  action  into  a   conceptual  framework  of  exchange. 

Mauss  and  other  anthropologists  have  called  attention  to  the  sig- 

nificance and  prevalence  of  the  exchange  of  gifts  and  services  m 

simpler  societies.  "In  theory  such  gifts  are  voluntary  but  in  fact  they 
are  given  and  repaid  under  ohhgabon.  .   .   .   Further,  what  they  ex- 

change is  not  exclusively  goods  and  wealth,  real  and  personal  prop- 

erty, and  things  of  economic  value  They  exchange  rather  courtesies, 

entertainments,  ritual,  mihtary  assistance,  women,  children,  dances, 
and  feasts,  and  fairs  in  which  the  market  is  but  one  element  and  the 

circulation  of  wealth  but  one  part  of  a   wide  and  enduring  contact.”  - 
The  institutionalized  form  the  exchange  of  gifts  frequently  assumes 

in  simpler  societies  highlights  the  two  general  functions  of  social,  as 

distinct  from  strictly  economic,  exchange,  namely,  to  estabhsh  bonds 

of  friendship  and  to  establish  superordination  over  others.  The  crea- 

tion of  friendship  bonds  is  typified  by  the  ceremonial  Kula  exchange 

m   the  Western  Pacific,  where  “the  Kula  partnership  provides  every 
man  within  its  ring  wth  a   few  friends  near  at  hand,  and  with  some 

friendly  alhes  in  the  far-away,  dangerous,  foreign  districts  ”   ®   A   polar 
example  of  the  establishment  of  superordinabon  over  others  is  tlie 

potlatch  in  the  American  Northwest,  in  which  “status  in  associations 
and  clans,  and  rank  of  every  kind,  are  determined  by  the  war  of 

property.  ...”  *   What  is  most  interesting,  however,  is  that  the  ex- 
changes in  the  same  institution  serve  sometimes  to  cement  peer  rela- 

tions and  sometimes  to  produce  differentiation  of  status,  contradictory 

as  these  bvo  consequences  appear  to  be. 

The  basic  principles  underlying  the  conception  of  exchange  may 

be  briefly  summarized.  An  indiiudual  who  supplies  rewarding  services 

to  another  obligates  him.  To  discharge  this  obhgation,  the  second 

must  furnish  benefits  to  the  first  in  turn  Concern  here  is  \vith  ex- 

trmsic  benefits,  not  primarily  with  the  rewards  intrinsic  to  the  asso- 

ciation itself,  although  the  sigmficance  of  the  social  “commodities” 
exchanged  is  never  perfectly  independent  of  the  mterpersonal  relation 

between  the  exchange  partners.  If  both  individuals  value  what  they 

2   Marcel  Mauss,  The  Gift,  Glencoe.  Free  Press,  1954,  pp  1,  3 
®   Bronislaw  Malmowsld,  Argonaitts  of  the  Western  Pactfic,  New  York:  Dutton, 

1961,  p   92 

■*  Mauss,  op  cit ,   p   35. 
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receive  from  the  other,  both  are  prone  to  supply  more  of  their  own 

services  to  provide  incentives  for  the  other  to  increase  his  supply  and 

to  avoid  becoming  indebted  to  him  As  both  receive  increasing 

amounts  of  the  assistance  they  originally  needed  rather  badly,  how- 
ever, their  need  for  still  further  assistance  typically  declines. 

“The  profits  from  exchange  decrease  with  the  number  of  ex- 

changes;” '   in  technical  terms,  the  marginal  utihty  of  increasing 
amounts  of  benefits  eventually  diminishes.  If  we  need  help  in  our 

work,  for  example,  five  minutes  of  an  expert’s  assistance  are  worth 
much  to  us,  and  another  five  minutes  are  perhaps  just  as  valuable, 
but  once  he  has  aided  us  for  half  an  hour  another  five  minutes  of 

his  time  are  undoubtedly  less  sigmficant  than  were  the  first  five. 

Ultimately,  the  declining  marginal  utihty  of  additional  benefits  is 

no  longer  worth  the  cost  of  obtaining  them,  and  the  point  at  which 

this  happens  for  both  partners,  often  after  some  adjustment  in  the 

ratio  at  which  they  exchange  services,  governs  the  level  of  transac- 

tions most  advantageous  for  both  at  which  the  volume  of  exchange 

between  them  presumably  becomes  stabilized.  Although  personal 

considerations— for  instance,  the  desire  not  to  antagonize  a   colleague— 
modify  these  rational  decisions,  such  factors  also  can  be  taken  into 

account  in  more  complex  versions  of  the  basic  model,  at  least  in 

principle. 

Take  the  association  of  a   new  member  of  a   profession  with  a   re- 

spected senior  colleague  as  an  illustration  of  these  processes.  The 

junior  is  rewarded  by  the  senior’s  stimulating  expert  discussions  of 

professional  matters  and  by  the  senior’s  wilhngness  to  treat  him  as 
a   colleague,  which  symbolizes  acceptance  as  a   full-fledged  profes- 

sional. He  reciprocates  by  his  deferential  admiration,  which  is  re- 

warding for  the  senior.  'The  gratification  the  senior  derives  from  being 
listened  to  with  great  respect  prompts  him  to  devote  some  of  his 

limited  time  to  the  association,  but  his  gratification  is  not  propor- 

tionately increased  if  he  extends  the  period  in  which  the  other  ad- 
mires his  expert  opinions  from  half  an  hour  every  few  days  to  several 

hours  daily.  Moreover,  the  more  time  the  senior  devotes  to  the  asso- 
ciation, the  costlier  it  becomes  for  him  to  further  restrict  the  time 

available  to  him  for  other  activities.  Hence,  he  wiU  be  inclined  to 

limit  the  time  he  spends  in  discussions  with  the  junior  to  the  level 

at  wliich  die  support  he  receives  from  his  admiration  still  outweighs 

in  significance  the  advantages  foregone  by  taking  time  from  other 

pursuits.  At  this  point,  however,  the  junior  may  still  profit  from 

®   Homans,  Social  Behavior,  p.  70. 
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further  association  with  die  senior.  Since  Iiis  admiration  does  not 
suffice  to  increase  tlie  association  time,  the  junior  must  endeavor  to 

furnish  supplemental:)'  rewards,  for  example,  by  doing  odd  jobs  for 
his  senior  colleague,  thereby  obligating  him  to  reciprocate  by  devot- 

ing more  time  to  the  association  than  he  otherwise  would.  Eventually, 
the  marginal  advantages  for  the  junior  of  associating  still  more  with 

the  senior  will  no  longer  outweigh  the  marginal  cost  of  providing 
more  services  for  him,  and  die  exchange  will  tend  to  level  off.  The 

assumption  is  not  that  individuals  make  these  calculations  exphcitly 
but  that  sucli  implicit  calculations  underlie  the  feelings  of  boredom 

or  pressure  from  other  work  diat  prompt  dieir  decisions  to  spend 
only  a   certain  amount  of  tune  together. 

Unspecified  Obligations  and  Trust 

The  concept  of  excliange  can  be  circumsenbed  by  indicating  tivo 

hmiting  cases.  An  individual  may  give  another  money  because  die 

other  stands  in  front  of  him  with  a   gun  in  a   holdup.  While  diis  could 

be  conceptualized  as  an  exchange  of  liis  money  for  liis  life,  it  seems 

preferable  to  exclude  die  result  of  physical  coercion  from  the  range 

of  social  conduct  encompassed  by  die  term  “exchange.”  An  mdiwdual 
may  also  give  away  money  because  his  conscience  demands  that  he 

help  support  the  underpnvileged  and  widiout  expecting  any  form 

of  gratitude  from  diem  Wliile  diis  could  be  conceptualized  as  an 

exchange  of  his  money  for  the  internal  approval  of  his  superego,  here 

again  it  seems  preferable  to  exclude  conformity  with  internalized 

norms  from  die  purview  of  die  concept  of  social  exchange.”  A   social 

exchange  is  involved  if  an  individual  gives  money  to  a   poor  man  be- 

cause he  wants  to  receive  the  man’s  expressions  of  gratitude  and 
deference  and  if  he  ceases  to  give  alms  to  beggars  who  withhold  such 

expressions, 

“Social  exchange,”  as  the  term  is  used  here,  refers  to  voluntary 
actions  of  individuals  that  are  motivated  by  die  returns  diey  are 

expected  to  bring  and  typically  do  in  fact  bring  from  odiers  Action 

®   Ludwig  von  Mises  refers  to  this  type  as  autistic  exchange  "Making  one-sided 
presents  without  the  aim  of  being  rewarded  by  any  conduct  on  the  part  of  the 

receiver  or  of  a   third  person  is  autistic  exchange.  The  donor  acquires  the  satis- 
faction which  the  better  condition  of  tlie  receiver  gives  to  him.  The  receiver  gets 

the  present  as  a   God-sent  gift.  But  if  presents  are  given  in  order  to  influence 

some  people’s  conduct,  they  are  no  longer  one-sided,  but  a   variety  of  interpersonal 
exchange  between  the  donor  and  the  man  whose  conduct  tliey  are  designed  to 

influence.”  Human  Action,  New  Haven.  Yale  University  Press,  1949,  p.  196 
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compelled  by  physical  coercion  is  not  voluntary,  although  compliance 

with  other  forms  of  power  can  be  considered  a   voluntary  service 

rendered  in  exchange  for  the  benefits  such  compliance  produces,  as 
already  indicated.  Whereas  conformity  with  internalized  standards 

does  not  fall  under  the  definition  of  exchange  presented,  conformity 
to  social  pressures  tends  to  entail  indirect  exchanges.  Men  make 

charitable  donations,  not  to  earn  the  gratitude  of  the  recipients, 

whom  they  never  see,  but  to  earn  the  approval  of  their  peers  who  par- 

ticipate in  the  philanthropic  campaign.  Donations  are  exchanged  for 

social  approval,  though  the  recipients  of  the  donations  and  the  sup- 

pliers of  the  approval  are  not  identical,  and  the  clarification  of  the 

connection  between  the  two  requires  an  analysis  of  the  complex 

structures  of  indirect  exchange,  which  is  reserved  for  chapters  eight 
and  ten.  Our  concern  now  is  with  the  simpler  direct  exchanges. 

The  need  to  reciprocate  for  benefits  received  in  order  to  continue 

receiving  them  serves  as  a   “starting  mechanism”  of  social  interaction 
and  group  structure,  as  Gouldner  has  pointed  out.’  When  people  are 
thrown  together,  and  before  common  norms  or  goals  or  role  expecta- 

tions have  crystallized  among  them,  the  advantages  to  be  gained  from 

entering  into  exchange  relabons  furnish  incentives  for  social  inter- 
action, and  the  exchange  processes  serve  as  mechanisms  for  regulating 

social  interachon,  thus  fostering  the  development  of  a   network  of 

social  relations  and  a   rudimentary  group  structure.  Eventually,  group 

norms  to  regulate  and  hmit  the  exchange  transactions  emerge,  includ- 
ing the  fundamental  and  ubiquitous  norm  of  reciprocity,  which  makes 

failure  to  discharge  obligations  subject  to  group  sanctions.  In  con- 

trast to  Gouldner,  however,  it  is  held  here  that  the  norm  of  reciproc- 

ity merely  reinforces  and  stabilizes  tendencies  inherent  in  the  char- 
acter of  social  exchange  itself  and  that  the  fundamental  starting 

mechanism  of  patterned  social  intercourse  is  found  in  the  existential 

conditions  of  exchange,  not  in  the  norm  of  reciprocity.  It  is  a   neces- 

sary condition  of  exchange  that  individuals,  in  the  interest  of  con- 
tinuing to  receive  needed  services,  discharge  their  obligations  for 

having  received  them  in  the  past.  Exchange  processes  utilize,  as  it 

were,  the  self-interests  of  individuals  to  produce  a   differentiated  so- 

cial structure  within  which  norms  tend  to  develop  that  require  indi- 
viduals to  set  aside  some  of  their  personal  interests  for  the  sake  of 

those  of  the  collectivity.  Not  all  social  constraints  are  normative 

’   Alvin  W.  Gouldner,  "The  Norm  of  Reciprocity,”  American  Sociological  Re- 
view. 25  (1960),  161-178,  esp.  p.  176. 
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constraints,  and  those  imposed  by  the  nature  of  social  exchange  are 

not,  at  least,  not  originally. 

Social  exchange  difiers  in  important  ways  from  strictly  economic 

exchange.  The  basic  and  most  crucial  distinction  is  tliat  social  ex- 

change entails  unspecified  obligations.  The  prototype  of  an  economic 

transaction  rests  on  a   formal  contract  that  stipulates  the  exact  quanti- 

ties to  be  exchanged.®  The  buyer  pays  $30,000  for  a   specific  house, 
or  he  signs  a   contract  to  pay  that  sum  plus  interest  over  a   period  of 

years.  Whether  the  entire  transaction  is  consummated  at  a   given  time, 
in  which  case  the  contract  may  never  be  written,  or  not,  all  the  trans- 

fers to  be  made  now  or  in  the  future  are  agreed  upon  at  the  time 

of  sale.  Social  exchange,  in  contrast,  involves  the  principle  that  one 

person  does  another  a   favor,  and  while  there  is  a   general  expectation 

of  some  future  return,  its  exact  nature  is  definitely  not  stipulated  in 

advance.  The  distinctive  implications  of  such  unspecified  obligations 

are  brought  into  high  relief  by  the  institutionalized  form  they  assume 

in  the  Kula  discussed  by  Malinowski: 

The  main  principle  underlying  the  regulations  of  actual  exchange  is  that 
the  Kula  consists  in  the  bestowing  of  a   ceiemonial  gift,  which  has  to  be 

repaid  by  an  equivalent  counter-gift  after  a   lapse  of  bme  .   .   But 
it  can  never  be  exchanged  from  hand  to  hand,  with  the  equivalence 

between  the  two  objects  being  discussed,  bargained  about  and  com- 
puted. .   .   .   The  second  very  important  principle  is  that  the  equivalence 

of  the  counter-gift  is  left  to  the  giver,  and  it  cannot  be  enforced  by 

any  kind  of  coercion.  ...  If  the  article  given  as  a   counter-gift  is  not 
equivalent,  the  recipient  will  be  disappointed  and  angry,  but  he  has  no 

direct  means  of  redress,  no  means  of  coercing  his  partner,  .   .   .® 

Social  exchange,  whether  it  is  in  this  ceremonial  form  or  not,  in- 
volves favors  that  create  diflfuse  future  obligations,  not  precisely 

specified  ones,  and  the  nature  of  the  return  cannot  be  bargained 
about  but  must  be  left  to  the  discretion  of  the  one  who  makes  it. 

Thus,  if  a   person  gives  a   dinner  party,  he  expects  his  guests  to  recipro- 
cate at  some  future  date.  But  he  can  hardly  bargain  with  them  about 

the  kind  of  party  to  which  they  should  invite  him,  although  he  ex- 
pects them  not  simply  to  ask  him  for  a   quick  lunch  if  he  had  invited 

®   This  is  not  completely  correct  for  an  employment  contract  or  for  the  purchase 
of  professional  services,  since  the  precise  services  the  employee  or  professional 

will  be  obligated  to  perform  are  not  specified  in  detail  in  advance.  Economic 
transacbons  that  involve  services  generally  are  somewhat  closer  to  social  exchange 

than  the  pure  type  of  economic  exchange  of  commodibes  or  products  of  services 

®   Mahnowski,  op  cit.,  pp.  95-96. 
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them  to  a   formal  dinner.  Similarly,  if  a   person  goes  to  some  trouble 
in  behalf  of  an  acquaintance,  he  expects  some  expression  of  gratitude, 

but  he  can  neitlier  bargain  with  the  other  over  how  to  reciprocate 

nor  force  him  to  reciprocate  at  all. 

Since  there  is  no  way  to  assure  an  appropnate  return  for  a   favor, 

social  exchange  requires  trusting  others  to  discharge  their  obligations. 
While  the  banker  who  makes  a   loan  to  a   man  who  buys  a   house  does 

not  have  to  trust  him,  although  he  hopes  he  will  not  have  to  foreclose 

the  mortgage,  die  individual  who  gives  another  an  expensive  gift 
must  trust  him  to  reciprocate  in  proper  fashion.  Typically,  however, 

exchange  relations  evolve  in  a   slow  process,  starting  with  minor  trans- 
actions in  which  little  trust  is  required  because  little  risk  is  involved. 

A   worker  may  help  a   colleague  a   few  times.  If  the  colleague  fails  to 

reciprocate,  the  worker  has  lost  litde  and  can  easily  protect  himself 

against  further  loss  by  ceasing  to  furnish  assistance.  If  the  colleague 

does  reciprocate,  perhaps  excessively  so  out  of  gratitude  for  the 

volunteered  help  and  in  the  hope  of  receiving  more,  he  proves  him- 

self trustwordiy  of  continued  and  extended  favors.  (Excessive  recip- 
rocation may  be  embarrassing,  because  it  is  a   bid  for  a   more  extensive 

exchange  relation  than  one  may  be  wiling  to  enter.)  By  discharging 

their  obligations  for  sendees  rendered,  if  only  to  provide  inducements 

for  the  supply  of  more  assistance,  individuals  demonstrate  their  trust- 

wortliiness,  and  die  gradual  expansion  of  mutual  service  is  accom- 
panied by  a   parallel  growdi  of  mutual  trust.  Hence,  processes  of 

social  exchange,  which  may  originate  in  pure  self-interest,  generate 
trust  in  social  relations  through  their  recurrent  and  gradually  expand- 

ing character. 

Only  social  exchange  tends  to  engender  feelings  of  personal  obli- 
gation, gratitude,  and  trust;  purely  economic  exchange  as  such  does 

not.  An  individual  is  obligated  to  the  banker  who  gives  him  a   mort- 
gage on  his  house  merely  in  the  technical  sense  of  o%ving  him  money, 

but  he  does  not  feel  personally  obligated  in  the  sense  of  experiencing 

a   debt  of  gratitude  to  the  banker,  because  all  the  banker’s  services, 
all  costs  and  risks,  are  duly  taken  into  account  in  and  fully  repaid 

by  the  interest  on  the  loan  he  receives.  A   banker  who  grants  a   loan 

without  adequate  collateral,  however,  does  make  the  recipient  per- 
sonally obligated  for  this  favorable  treatment,  precisely  because  this 

act  of  trust  entails  a   social  exchange  that  is  superimposed  upon  the 

strictly  economic  transaction. 

In  contrast  to  economic  commodities,  the  benefits  involved  in  social 

exchange  do  not  have  an  exact  price  in  terms  of  a   single  quantitative 

medium  of  exchange,  which  is  another  reason  why  social  obligations 
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are  unspecific.  It  is  essenfaal  to  realize  that  this  is  a   substantive  fact, 

not  simply  a   methodological  problem.  It  is  not  just  the  social  scientist 

who  cannot  exactly  measure  how  much  approval  a   given  helpful 

action  is  worth,  the  actors  themselves  cannot  precisely  specify  the 

worth  of  approval  or  of  help  in  die  absence  of  a   money  price.  The 
obligations  mdividuals  incur  in  social  exchange,  therefore,  are  defined 

only  m   general,  somewhat  diffuse  terms.  Furthermore,  die  specific 

benefits  exchanged  are  sometimes  pnmarily  valued  as  symbols  of  die 

supportiveness  and  friendhness  they  express,  and  it  is  the  exchange 
of  the  underlying  mutual  support  that  is  the  main  concern  of  the 

participants.  Occasionally,  a   time-consuming  service  of  great  material 
benefit  to  the  recipient  might  be  properly  repaid  by  mere  verbal 

expressions  of  deep  appreciation,  since  these  are  taken  to  signify  as 

much  supportiveness  as  the  material  benefits  In  the  long  run,  how- 
ever, the  explicit  efforts  the  associates  in  a   peer  relation  make  in  one 

another’s  behalf  tend  to  be  in  balance,  if  only  because  a   persistent 
imbalance  in  these  manifestations  of  good  will  raise  questions  about 

the  reciprocity  in  the  underlying  orientations  of  support  and  con- 

geniality. 
Extrinsic  benefits  are,  in  principle,  detachable  from  die  source  that 

supphes  them,  but  their  detachabihty  is  a   matter  of  degree.  At  one 

extreme  are  economic  commodities,  the  significance  of  which  is  quite 

independent  of  the  firm  that  supplies  them.  The  value  of  a   share  in 

a   corporation  is  not  affected  by  the  broker  from  whom  we  buy  it. 

At  the  other  extreme  is  the  diffuse  social  support  we  derive  in  a   love 

relationship,  the  significance  of  which  depends  entirely  on  the  indi- 

vidual who  supplies  it.  The  typical  extrinsic  benefits  socially  ex- 

changed, such  as  advice,  invitations,  assistance,  or  compliance,  have 

a   distinctive  significance  of  their  own  that  is  independent  of  their 

supplier,  yet  an  individual’s  preferences  for  them  are  also  affected 
by  his  interpersonal  relations  with  the  suppher.  Although  the  quahty 

of  advice  determines  its  basic  value  for  an  individual,  regardless  of 

who  furnishes  it,  he  tends  to  prefer  to  consult  a   colleague  whose 

friendly  relations  with  him  make  it  easy  for  him  to  do  so  rather  than 

a   more  expert  consultant  whom  he  hardly  knows.^’^  The  ease  with 
which  he  can  approach  a   colleague,  the  jokes  and  conviviality  that 

surround  the  consultation,  and  other  rewards  he  obtains  from  the 

association  combine  with  the  quahty  of  the  advice  itself  to  determine 

See  Erving  Goffman,  Asylums,  Chicago  Aldine,  1962,  pp  274-286 
See  Blau,  The  Dynamics  of  Bureaucracy  (2d  ed  ),  University  of  Chicago 

Press,  1963,  pp  129—131. 
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individuals  can  be  used  to  derive  testable  hypotheses  concerning  the 

group  structures  that  ■will  emerge  among  them  and  the  structural 

changes  that  will  occm*  under  various  conditions,  as  will  be  exemph- 
fied  in  chapter  seven. 

Impressionistic  observation  suggests  that  people  usually  discharge 
their  social  obligations,  even  though  there  is  no  binding  contract  that 

can  be  enforced,  in  contrast  to  the  contractual  obligations  in  economic 

exchange,  which  can  be  enforced  through  legal  sanctions.  The  reason 

is  that  failure  to  discharge  obligations  has  a   number  of  disadvanta- 

geous consequences,  several  of  which  do  not  depend  on  the  existence 

of  a   norm  of  reciprocity.  Suppose  an  individual  to  whom  a   neighbor 

has  repeatedly  lent  some  tools  fails  to  reciprocate  by  doing  his  neigh- 
bor a   favor  when  an  opportunity  arises.  He  can  hardly  borrow  the 

tools  again  next  time  he  needs  them,  and  should  he  be  brash  enough 
to  ask  for  them  the  neighbor  may  be  reluctant  to  lend  them  to  him. 

The  neighbor  is  also  likely  to  become  less  friendly  toward  an  indi- 
vidual who  refuses  to  do  favors  after  he  accepts  some.  Besides,  the 

neighbor  will  probably  distrust  him  in  the  future  and,  for  example,  be 

disinclined  to  trust  him  to  repay  for  having  their  common  fence 

painted  but  ask  him  for  payment  in  advance.  Chances  are,  more- 
over, that  the  neighbor  will  tell  other  neighbors  about  the  ingratitude 

of  this  indmdual,  with  the  result  that  this  person’s  general  reputation 

in  the  community  suffers.  Specifically,  the  neighbor’s  complaints  will 
prompt  numerous  others  to  think  less  well  of  him,  to  hesitate  to  do 

him  favors,  and  generally  to  distrust  him.  The  first  neighbor  and  the 

others  have  reason  to  act  in  this  manner  even  if  they  were  only 

concerned  with  protecting  their  ovm  self-interest.  The  existence  of 
a   norm  of  reciprocity  among  them  further  reinforces  their  disapproval 

of  him  and  their  disinclination  to  do  favors  for  him,  now  as  a   punitive 

reaction  against  a   violator  of  a   moral  standard  as  well  as  to  protect 

their  own  interest.  Finally,  an  internalized  norm  of  reciprocity  would 

make  him  feel  guilty  if  he  fails  to  discharge  his  obligations,  subject- 
ing him  to  sanctions  that  are  independent  of  any  actions  of  others 

The  multiple  penalties  that  failure  to  discharge  social  obligations 

evokes  constitute  pressures  to  discharge  them. 

Conditions  of  Exchange 

A   variety  of  conditions  affect  processes  of  social  exchange:  the 

stage  in  the  development  and  the  charaeter  of  the  relationship 

between  exchange  partners,  the  nature  of  the  benefits  that  enter  into 
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the  transactions  and  the  costs  incurred  in  providing  them,  and  the 
social  context  in  which  the  exchanges  take  place. 

The  initial  oEer  of  a   favor  to  a   stranger  or  an  acquaintance  is  of 

special  significance,  whether  it  takes  the  form  of  a   few  friendly  words, 

a   cigar,  the  first  invitation  to  one’s  home,  or  some  helpful  suggestions. 
It  entails  the  risk  of  rejection  of  the  offer  itself  and  the  risk  of  rejection 
of  the  overture  implied  by  it  through  failure  to  reciprocate  and  enter 

into  a   friendly  relationship.  By  taking  these  risks,  an  individual  brings 
to  an  end  the  complete  indifference  between  himself  and  another 

and  forces  on  the  other  a   choice  of  two  alternatives,  as  Levi-Strauss 

has  noted:  "From  now  on  it  must  become  a   relationship  either  of 

cordiahty  or  hostility.”  The  offer  cannot  be  refused  without  being 
insulting,  and  acceptance  of  it  invites  some  friendly  exchange,  if  only 
of  greetings  and  a   few  cordial  words.  Simmel  took  the  extreme  view 

that  the  first  kindness  of  a   person  can  never  be  fully  repaid,  because 

it  alone  is  a   spontaneous  gesture  of  good  will  for  another,  whereas 

any  future  favor  is  prompted  by  the  obligation  to  reciprocate.^® 
The  establishment  of  exchange  relations  involves  making  invest- 

ments that  constitute  commitments  to  the  other  party.  Since  social 

exchange  requires  trusting  others  to  reciprocate,  the  initial  problem 

is  to  prove  oneself  trustworthy.  We  have  already  seen  how  the 

gradual  expansion  of  exchange  transactions  promotes  the  trust  neces- 
sary for  them.  As  individuals  regularly  discharge  tlieir  obligations, 

they  prove  themselves  trustworthy  of  further  credit.  Moreover,  the 

investments  an  individual  has  made  by  fostering  a   friendly  relation 

with  another,  in  which  it  is  easy  to  e-xchange  sen'ices  of  various  sorts, 
and  by  neglecting  to  cultivate  other  associates,  who  might  constitute 

alternative  sources  of  such  services,  commit  him  to  the  relationship. 

His  commitment,  which  would  make  it  disadvantageous  for  him  to 

abandon  tlie  partnership  in  favor  of  anotlier,  gives  the  other  addi- 

tional reasons  to  trust  him  not  to  evade  his  obhgations  in  tlieir  rela- 

tionship.^® Both  partners  gain  advantages  from  a   stable  exchange 
partnership,  but  the  greater  commitment  of  one  constitutes  a   particu- 

Claude  Ldvi-Strauss,  "The  Principle  of  Reciprocity,”  in  Lewis  A.  Coser  and 
Bernard  Rosenberg,  Sociological  Theory,  New  York,  Macmillan,  1957,  p.  90. 

^®  Georg  Simmel,  Soziologie,  Leipzig:  Duncker  und  Humblot,  1908,  pp.  595- 
596. 

Commitment  has  been  conceptualized  as  a   side  bet  that  promotes  trust  by 

making  it  disproporhonately  disadvantageous  for  a   person  to  violate  an  agree- 

ment; see  Thomas  C.  Schelhng,  The  Strategy  of  Conflict,  Cambridge:  Harvard 

University  Press,  1960,  Chapter  li;  and  Howard  S.  Becker,  “Notes  on  the  Concept 

of  Commitment,”  American  Journal  of  Sociology,  66  (1960),  32-40. 
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lax  advantage  for  the  other.  Here  again  we  find,  as  we  did  in  the 

discussion  of  social  integration  and  in  that  of  love,  a   situation  that 

resembles  a   mixed  game  with  some  common  and  some  conflictmg 

interests— the  common  ones  in  the  partnership  and  the  conflicting 
ones  concerning  who  makes  the  greater  commitment.  The  partner 

with  fewer  alternative  opportunities  tends  to  be  more  dependent  on 
and  committed  to  the  exchange  relation  than  the  other. 

Since  trust  is  essential  for  stable  social  relations,  and  since  exchange 

obligations  promote  trust,  special  mechamsms  exist  to  perpetuate 

obhgations  and  thus  strengthen  bonds  of  indebtedness  and  trust. 

In  the  Kula  expeditions  of  the  Trobriand  islanders,  for  example,  the 

ceremonial  gifts  received  cannot  be  returned  until  the  next  expedition 

many  months  later, and  while  exchanges  between  partners  who 

live  in  proximity  to  one  another  are  more  frequent,  hasty  reciproca- 
tion here  too  is  condemned  as  improper In  our  society,  similarly, 

the  custom  of  giving  Christmas  gifts  prevents  us  from  reciprocating 

for  an  unexpected  Christmas  present  until  a   year  later  or,  at  least, 

until  another  suitable  occasion  arises.  Although  an  invitation  to  a 

party  can  be  repaid  any  time,  it  is  not  proper  to  do  so  too  promptly. 

Generally,  posthaste  reciprocation  of  favors,  which  implies  a   refusal 

to  stay  indebted  for  a   while  and  hence  an  insistence  on  a   more  busi- 

nesshke  relationship,  is  condemned  as  improper.  “Excessive  eagerness 

to  discharge  an  obhgation  is  a   form  of  ingratitude.”^®  Social  bonds 
are  fortified  by  remaining  obhgated  to  others  as  well  as  by  trusting 

them  to  discharge  their  obhgations  for  considerable  periods. 

The  nature  of  social  rewards  can  be  distinguished  along  several 

lines.  First,  some  social  rewards  cannot  be  bartered  in  exchange, 

notably  intrinsic  attraction  to  a   person,  approval  of  his  opinions  and 

judgments,  and  respect  for  his  abihties,  because  their  significance 

rests  on  their  being  spontaneous  reactions  rather  than  calculated 

means  of  pleasing  him.  These  evaluations  of  a   person  or  his  attributes 

reward  him  only  if  he  has  reason  to  assume  that  they  are  not  primarily 

motivated  by  the  exphcit  intention  to  reward  him.  Rewarding  actions, 

in  contrast  to  evaluations,  can  be  bartered  in  social  exchange  since 

the  fact  that  they  are  intended  as  inducements  does  not  infringe  on 

their  inherent  value  as  rewards  Social  acceptance  m   a   group  to  which 

a   person  is  attracted,  instrumental  services  of  various  kinds,  and 

Malinowski,  op.  cit ,   pp.  210-211. 
18 IM,  p   96. 

1®  Frangois  La  Rochefoucauld,  The  Maxims,  London’  Oxford  University  Press, 
1940,  p.  73  (#226). 
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compliance  with  his  wishes  constitute  rewards  for  him  even  if  he 

knows  that  they  are  furnished  in  exchange  for  benefits  expected  of 
him.  Second,  widiin  each  of  these  two  categories,  rewards  that  are 

intrinsic  to  the  association  between  individuals,  such  as  personal 

attraction  and  social  acceptance,  can  be  distinguished  from  extrinsic 

ones,  such  as  approval  of  decisions  or  opinions  and  instrumental 

services.  Third,  rewards  that  individuals  may  mutually  supply  for 

each  other,  as  the  four  types  just  mentioned,  can  be  distinguished 
from  those  that  are  necessarily  unilateral,  which  are  manifest  in  the 

general  respect  for  a   person  that  bestows  superior  prestige  on  him 
and  in  the  prevailing  comphance  with  his  requests  that  bestows 

superior  power  on  him.  The  six  types  of  rewards  delineated  can  be 

presented  in  this  schema:  'y 

\<7 

Intrinsic Extrinsic Unilateral 

Spontaneous Personal Social 

Respect- Evaluations attraction 
approval prestiget 

Calculated Social Instrumental 

Compliance- Actions 

acceptance* 

services* 

power  t 

^   Entails  investment  costs  for  suppliers  in  addition  to  those  needed  to 
establish  the  social  association. 

t   Entails  the  direct  cost  of  subordination  for  suppliers. 

The  person  who  receives  rewards  from  associating  with  another 
has  an  incentive  to  furnish  inducements  to  the  other  to  continue  the 

association,  and  this  is  also  the  case  if  the  rewards  are  spontaneous 

reactions  that  must  not  be  bartered  in  exchange.  Since  it  is  rewarding 

for  an  individual  to  associate  with  others  who  accord  him  high 

respect,  he  is  likely  to  provide  suflBcient  inducements  for  them  to 

continue  the  association  unless  he  suspects  them  of  simulating  respect 

in  order  to  obtain  benefits  from  him.  Positive  evaluations  of  a   person 

must  not  be  bartered  lest  they  cease  to  be  accepted  as  genuine  and 

thus  lose  their  significance,  but  they  do  make  social  associations 

rewarding  and  worth  some  cost  to  the  recipient  and  consequently 

enable  the  evaluator  to  reap  some  benefits  from  associating  with  him. 

Men  sometimes  take  advantage  of  this  fact  and  express  approval  of 

another  in  a   calculating  manner  to  obtain  benefits  from  him  in 

exchange,  but  this  strategy  of  the  sycophant  can  succeed  only  as  long 
as  its  calculating  intent  remains  hidden. 
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The  cost  incurred  in  providing  social  rewards  in  exchange  for  others 

may  be  thought  of  as  “investment  cost,”  “direct  cost,”  and  “opportu- 

nity cost.”  Investments  in  time  and  effort  are  necessary  to  acquire  the 
skills  required  for  furnishing  many  instrumental  services,  and  such 

investments  are  also  necessary  to  command  respect  for  one’s  approval 

and  thereby  make  it  valuable  for  others.  A   group’s  investments  that 
benefit  its  membership  determine  the  value  of  social  acceptance  m 

the  group  and  the  contributions  it  can  demand  m   exchange  for 

acceptance.  The  supply  of  other  social  rewards  usually  entails  no 

investments  beyond  those  needed  to  establish  the  exchange  relations. 

The  most  distinctive  direct  cost  in  social  transactions  is  the  subordi- 

nation involved  in  expressing  respect  or  manifesting  compliance,  that 

is,  in  rewarding  another  with  prestige  or  with  power.  The  most 

general  cost  incurred  m   supplying  any  social  reward  is  the  time 

required  to  do  so  in  social  associations.  Since  the  significance  of  this 

tame  depends  on  the  alternatives  foregone  by  devoting  it  to  a   given 

exchange  relation,  it  may  be  considered  an  opportunity  cost.  Time  is 

not  the  only  limited  resource  that  may  have  to  be  withdrawn  from 

alternative  uses,  thereby  engendering  opportunity  costs,  although  it 

is  probably  the  most  widely  significant  one  in  social  life. 
The  rewards  an  individual  obtains  from  a   social  association  cost 

him  the  opportunity  to  devote  the  time  (and  other  limited  resources) 

spent  to  another  association  where  he  could  have  obtained  rewards. 

The  mutual  support  in  a   love  relationship  and  the  social  acceptance 

in  an  artistic  circle,  the  endeavors  made  to  court  the  approval  of 

others  or  to  command  their  respect,  the  efforts  devoted  to  providing 

benefits  to  others  in  exchange  for  needed  services  or  for  compliance 

with  one’s  wishes— all  entail  the  cost  of  alternatives  foregone  as  the 
result  of  the  decision  to  expend  time  and  energy  in  these  associations 

rather  than  elsewhere.  This  time  and  effort  could  have  been  spent 

to  obtain  the  same  lands  of  rewards  from  another  source,  possibly 

at  less  cost  or  of  a   better  quality,  and  it  could  have  been  spent  to 

obtain  different  rewards.  As  long  as  these  alternatives  appear  tempt- 
ing, individuals  are  inclined  to  explore  them,  but  once  they  decide 

on  what  they  consider  the  best  alternative,  they  are  hkely  to  become 

committed  to  an  exchange  partnership  and  stop  further  exploration, 

with  the  result  that  they  may  not  be  able  to  take  advantage  of  better 
opportunities  that  do  become  available. 

If  an  individual  obtains  gratification  from  doing  something  in  social 

interaction  that  is  also  gratifying  for  his  associate,  he  provides  the 

associate  with  a   social  reward  without  any  cost  to  himself  Although 

there  is  a   cost  in  time  for  him,  this  cost  should  be  allocated  to  the 
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reward  he  himself  experiences  rather  than  to  the  one  he  simultane- 

ously furnishes  the  other.  Such  costless  rewards  are  typical  of  mutual 

love,  where  each  individual  derives  gratification  in  the  very  process 

of  furnishing  it  to  the  other,  but  they  also  can  be  observed  in  instru- 

mental associations.  Giving  advice  to  a   colleague  costs  time  and  eflFort, 
and  the  colleague  is  expected  to  recompense  the  consultant  for  this 

cost,  at  least  by  expressing  appreciation  and  respect  for  his  expert 
counsel.  Instead  of  asking  for  advice,  however,  a   competent  mdividual 

who  encounters  complex  problems  may  tell  his  colleagues  about  his 

mteresting  case,  as  was  actually  often  observed  in  a   study  of  govern- 
ment officials 

Such  discussions  of  intricate  problems  in  the  presence  of  fellow 

experts  can  be  considered  consultations  in  disguise.  The  attentive 

listening  and  appreciative  comments  of  his  colleagues  provide  the 

speaker,  in  effect,  with  needed  advice  and  confirmation  by  indicating 

to  him  whether  he  is  on  the  right  track  while  “thinking  out  loud,” 
thus  helping  him  to  arrive  at  decisions  that  he  might  not  have  been 

able  to  make  when  alone.  Since  listening  to  and  commenting  on  an 

interesfang  presentation  of  a   complex  case  is  instructive  and  enjoy- 

able, the  implicit  advice  of  the  listeners  does  not  entail  any  cost  to 

them  for  which  the  speaker  would  be  obligated  to  recompense  them. 

He  obtains  advice  free,  except  for  the  indirect  cost  of  his  investment 

in  his  competence,  without  wliich  he  could  not  present  complex 

discussions  others  find  stimulating  enough  to  want  to  hear.®^ 
What  exactly  is  it  tliat  enables  a   person  to  obtain  social  rewards 

from  associates  witliout  incurring  obh'gations  to  reciprocate?  It  is 
basically  die  fact  that  their  actions  that  reward  him  are  experienced 

by  them  not  as  a   net  cost  but  as  a   net  gain,  that  is,  as  sufificiendy 

rewarding  to  themselves  to  motivate  them  to  engage  in  these  actions.®® 

The  perception  of  relative  advantage  of  die  exchange  partners,  how- 
ever, may  complicate  the  situation.  For  example,  if  one  neighbor 

2®  Blau,  op.  cit ,   pp.  132-135. 

21  He  also  incurs  a   cost  in  bme  but  not  an  obligation  to  reciprocate.  Individuals 

who  ask  advice  pay,  at  least,  respect  to  the  superior  ability  of  others  imphcitly 

by  requeshng  their  advice.  In  contrast,  individuals  who  present  discussions  on  the 

complex  problems  in  their  cases  earn  respect  by  doing  so  successfully,  although 

they  do  incur  tlie  risk  of  losing  respect  should  their  analysis  prove  incorrect,  and 

this  discourages  the  less  competent  individuals  from  resorting  to  this  practice. 

22  Although  I   emphasized  in  my  study  the  sigmficance  of  a   person’s  intention 
of  rewarding  another  in  this  conneehon  {ibid.,  p.  134),  I   now  think  that  the 

crucial  factor  is  not  his  intent  but  whetlier  he  himself  profits  m   the  very  process 

of  rendering  a   service  to  the  other. 
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enjoys  chopping  wood  and  another  wants  to  have  his  wood  chopped, 
the  first  can  provide  the  other  with  a   service  by  an  action  from  which 

he  directly  profits  himself  (choppmg  wood),  and  vice  versa  (letting 
wood  be  chopped),  so  that  initially  neither  is  indebted  to  the  other. 

But  if  either  or  both  should  come  to  think  that  the  advantages  one 

gains  from  the  transaction  are  greater  than  those  of  the  other,  one 

will  feel  obligated  to  supply  additional  favors  to  the  other,  who  will 

feel  justified  in  accepting  or  even  requesting  favors.  The  comparative 

net  advantage  one  person  gains  from  an  action  that  also  rewards 

another  is  what  frees  the  other  from  the  obligation  to  reciprocate 
for  the  rewards  he  receives. 

In  the  analysis  of  the  cost  in  an  exchange  transaction,  it  is  impor- 

tant to  differentiate  between  the  cost  to  A   of  obtaining  a   given  reward 

and  the  cost  to  B   of  supplying  it.  If  B   s   cost  in  alternatives  foregone 

are  amply  repaid  by  the  gratification  he  receives  in  the  very  process 

of  rewardmg  A,  he  can  supply  these  rewards  at  no  net  cost  to  himself 

Nevertheless,  obtaimng  these  rewards  may  be  costly  for  A,  because 

the  disproportionate  benefits  he  derives  obligate  him  to  make  a   return 

to  B   at  some  expense  to  himself.  An  individual  can  cut  his  costs  by 

obtaining  rewards  from  actions  of  others  that  are  profitable  rather 

than  costly  to  them,  if  this  is  possible.^®  Thus,  consulting  others  in- 
directly by  telling  them  about  difiBcult  problems  is  a   more  eco- 

nomical method  of  receiving  help  with  decision-makmg  than  directly 
asking  for  advice,  but  only  experts  whose  discussions  of  problems 

others  find  stimulating  can  avail  themselves  of  this  method  of  obtain- 

ing help  without  becoming  obligated  to  reciprocate  for  it.  Social 

exchange  can  also  be  made  less  costly  and  more  profitable  by  supply- 
ing social  rewards  that  simultaneously  benefit  and  obhgate  several 

others.  The  person  who  makes  important  contributions  to  an  entire 

group  illustrates  this  way  of  multiplying  the  benefits  produced  by 

one’s  actions  and  so  does,  to  a   lesser  extent,  the  individual  who 
mediates  disagreements  between  friends.  A   manipulative  case  of  this 

type  is  illustrated  by  Proust: 

He  would  now  and  then  agree  to  act  as  an  intermediary  between  two 
of  his  friends  who  had  quarrelled,  which  led  to  his  being  called  the 

most  obhging  of  men.  But  it  was  not  sufficient  for  hun  to  appear  to  be 
domg  a   service  to  the  fnend  who  had  come  to  him  to  demand  it, 

he  would  represent  to  the  other  the  steps  which  he  was  taking  to  effect 
a   reconcffiation  as  undertaken  not  at  the  request  of  the  first  fnend  but 

He  ̂ vlll  cut  his  cost,  altliough  not  to  nothing,  even  if  they  profit  less  tlian 
he  does  from  these  actions 
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in  the  interest  of  the  second,  an  attitude  of  the  sincerity  of  which  he  had 

never  any  difficulty  in  convindng  a   listener  already  influenced  by  the 

idea  that  he  saw  before  him  the  “most  serviceable  of  men.”  In  this 
fashion,  playing  in  two  scenes  turn  about,  what  m   stage  parlance  is  called 

“doubling”  two  parts,  he  never  allowed  his  influence  to  be  in  the  shghtest 
degree  imperilled,  and  the  services  which  he  rendered  constituted  not 

an  expenditure  of  capital  but  a   dividend  upon  some  part  of  his  credit.==‘ 

The  social  context  in  which  exchange  transactions  take  place  affects 

them  profoundly  in  several  respects,  which  must  be  briefly  adum- 

brated in  this  discussion  of  the  conditions  of  exchange,  although  a 

more  complete  analysis  of  the  interrelations  between  exchange  proc- 
esses and  social  structure  is  reserved  for  later  chapters.  First,  even 

if  we  abstract  the  exchange  transactions  in  a   single  pair,  they  are 

influenced  by  the  “role-set”  of  each  partner,^®  that  is,  by  the  role 
relations  either  has  by  virtue  of  occupying  the  social  status  relevant 

to  the  exchange,  since  these  role  relations  govern  the  alternative 

opportunities  of  the  two.  The  larger  circle  of  acquaintances  of  the 

members  of  a   clique  who  exchange  invitations,  for  example,  or  the 

dating  opportunities  of  two  lovers,  define  the  alternatives  foregone 

by  each  and  hence  aSect  the  cost  each  incurs  in  order  to  obtain 

rewards  from  his  present  association. 

Second,  the  entire  exchange  transactions  in  a   group  determine  a 

prevaihng  rate  of  exchange,  and  this  group  standard  puts  pressure 

on  any  partnership  whose  transactions  deviate  from  it  to  come  into 

hne.  These  are  not  normative  pressures  in  the  sense  of  moral  stand- 

ards supported  by  group  sanctions  that  enforce  conformity  but  pres- 
sures resulting  from  existing  opportunities  The  demand  for  and 

supply  of  certain  mechanical  skills  in  a   group  of  factory  workers,  for 

instance,  influence  how  much  respect  and  other  benefits  a   highly 

skilled  worker  can  command  on  the  average  for  helping  others  with 

their  tasks.  Considerable  departures  from  this  average  in  a   given 

exchange  partnership  create  strong  inducements  for  one  of  the  part- 
ners to  abandon  it,  inasmuch  as  more  profitable  opportunities  for 

social  interaction  are  elsewhere  available  to  him.  Third,  potential 

coahtions  among  the  weaker  members  of  a   collectivity  tend  to  restrain 

its  stronger  members  from  fully  exploiting  their  advantageous  position 

in  exchange  transactions.  Fourth,  the  differences  in  power  to  which 

Marcel  Proust,  Remembrance  of  Things  Past,  New  York:  Random  House, 
1934,  Vol.  I,  703. 

25  For  the  concept  of  role-set,  see  Robert  K.  Merton,  Social  Theory  and  Social 

Structure  (2d  ed.),  Glencoe:  Free  Press,  1957,  pp.  369-370. 
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exchange  processes  typically  give  rise  in  a   group  subsequently  modify 
these  processes,  since  established  power  enables  an  individual  to 

compel  others  to  provide  services  without  offering  a   fan:  return, 

although  the  danger  of  the  formation  of  coahtions  to  destroy  his 

power  may  discourage  its  exploitative  use. 
Finally,  the  social  situation  exerts  a   subtle  but  important  influence 

by  making  the  transactions  m   a   given  exchange  relation  part  of  other 

exchanges  that  occur  m   die  background  and  that  may,  nevertheless, 

be  the  more  salient  ones.  A   person  may  give  a   waiter  a   large  tip  to 

ehcit  the  approval  of  his  companions  at  the  table  for  his  generosity, 

not  primarily  to  earn  the  waiter’s  gratitude.  A   worker  may  kindly 
help  a   newcomer  and  refuse  any  return  offered  because  he  wants  to 

impress  his  supervisor  or  senior  colleagues.  If  we  look  only  at  the 

apparent  exchange  m   these  cases,  the  individual  appears  to  be  un- 
interested in  profiting  from  it,  but  the  reason  is  that  he  is  oriented 

toward  a   different  exchange,  and  his  unselfish  behavior  m   one  ex- 

change is  designed  to  profit  him  in  another  by  winmng  liim  the 

approval  of  significant  others.  The  opposite  type  of  case  is  that  of  the 

mdividual  who  fully  exploits  every  advantage  to  extract  maximum 

instrumental  benefits  from  some  exchange  relations  in  disregard  of 

the  disapproval  he  diereby  incurs,  because  he  needs  these  benefits 

to  court  the  approval  of  other  parties  who  are  more  significant  for 

him.  In  either  case,  the  immediate  exchange  processes  cannot  be 

understood  without  taking  into  account  other  exchange  transactions 

that  impinge  on  them. 

People  want  to  gain  approval  and  they  want  to  gain  advantage  in 

their  social  associations,  and  the  two  desires  often  come  into  conflict, 

since  heedless  pursuit  of  advantage  tends  to  elicit  disapproval.  The 

multigroup  affihations  of  individuals  in  modem  societies  help  to  re- 
solve this  conflict.  The  resources  needed  to  win  social  approval  in 

some  groups  are  typically  acquired  m   other  groups  whose  approval 

is  less  significant  and  can  be  dispensed  with,  as  mentioned  earher. 

The  money  the  businessman  earns  driving  hard  bargains  that  make 

him  more  feared  than  hked  among  his  busmess  associates  enables 

him  to  earn  the  approval  of  his  friends  with  his  generosity.  The 

politician  humbly  ingratiates  himself  with  voters  in  order  to  achieve 

a   position  where  he  can  wield  power.  The  miserly  secretary  saves 

all  year  despite  the  ridicule  of  her  companions  in  the  hope  of  impress- 
ing another  social  circle  with  her  affluence  during  her  vacations.  The 

juvenile  dehnquent  willingly  draws  upon  himself  the  condemnation 

of  the  larger  community  for  acts  that  command  respect  m   his  gang. 

Multigroup  afiBhation  entails  social  costs,  as  shown  by  the  last  illus- 
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tration,  particularly.  It  enables  individuals  in  modern  society  to  make 

the  informal,  and  partly  even  die  formal,  sanctions  of  the  commumty 
at  large  ineffective  by  organizing  themselves  into  subcollectivities 

whose  social  approval  alone  is  considered  important. 

Overwhelming  Benefactions 

The  exchange  of  gifts  and  services  in  simple  societies,  which  fre- 

quently assumes  a   ceremonial  form,  serves  not  only  to  create  bonds 

of  friendship  and  trust  behveen  peers  but  also  to  produce  and  fortify 
status  differences  between  superiors  and  inferiors.  The  pervasive  ex- 

change processes  in  modem  society,  which  are  typically  not  institu- 

tionahzed,  have  the  same  paradoxical  twofold  implication.  Indeed, 

there  are  many  parallels  between  tlie  e.xchange  rituals  in  simpler 
societies  and  social  exchange  in  ours. 

Mahnowski  has  pointed  out  that  the  ceremonial  objects  used  in 

tlie  Kula  are  virtually  pure  objects  of  exchange.  Although  these  arm- 
shells  and  neeklaces  are  sometimes  worn  on  festive  oceasions,  tlie 

great  pride  the  islanders  take  in  them  is  neither  due  to  tlieir  value 

as  possessions  to  be  displayed— they  are  readily  lent  to  others  for 

ceremonies— nor  to  their  significance  as  heirlooms,  since  tliey  must 
not  be  kept  in  possession  for  more  tlian  a   year  or  two  at  tlie  most. 
It  is  rather  due  to  the  renown  an  individual  achieves  from  the  success 

in  tlie  ceremonial  e.xchange  tliat  liis  temporary  possession  of  a   fine 

Kula  object  indicates.^®  Other  permanent  possessions  are  greatly 

valued,  and  “wealth  is  tlie  indispensable  appanage  of  social  rank  and 
attribute  of  personal  virtue.  But  die  important  point  is  diat  with  diem 

to  possess  is  to  give— and  here  die  natives  differ  from  us  notably. 
A   man  who  owns  a   diing  is  naturally  expected  to  share  it,  to  dis- 

tribute it,  to  be  its  trustee  and  dispenser.  And  die  liigher  the  rank 

the  greater  the  obligation.  .   .   .   Thus  die  main  symptom  of  being 

powerful  is  to  be  wealthy,  and  of  xvealth  is  to  be  generous.” 
Perhaps  our  orientation  to  wealth  is  really  not  as  different  from 

that  of  the  Pacific  islanders  as  Malinowski  claimed  in  this  passage. 

We  too  value  wealth  primarily  for  the  uses  to  xvhich  it  can  be  put 

to  strengthen  our  power  and  to  x\dn  us  approval  by  dispensing  it 

generously.  The  miser  xvho  secretly  hoards  his  wealdi  gains  no  social 

advantages  from  it  and  can  be  considered  a   padiological  case.  To  be 

sure,  wealth  is  undoubtedly  employed  much  more  often  to  maintain 

20  Malinowski,  op.  cit.,  pp.  86-87,  94. 
Ibid.,  p.  97. 
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power  over  people  in  the  complex  economic  structures  in  modem 

society  and  much  less  often  to  be  generous  to  people  than  it  is  among 

the  islanders.  The  reason  for  this,  however,  is  the  segmental  nature 

of  modern  society,  which  makes  the  approval  of  most  of  the  persons 

with  whom  we  come  into  contact  of  little  sigmficance  for  us,  as 

repeatedly  noted.  In  the  narrow  circle  of  inhmates  whose  approval 
is  highly  sahent  for  modern  man,  the  main  function  of  his  wealth  is 

that  it  enables  him  to  be  generous  in  dispensing  rewards  that  help 
win  their  approval  and  sustain  their  affection. 

‘Total  prestation,”  as  Mauss  called  any  form  of  exchange,  “not 
only  carries  with  it  the  obligation  to  repay  gifts  received,  but  it 

implies  two  others  equally  important;  the  obligation  to  give  presents 

and  the  obligation  to  receive  them.  ...  To  refuse  to  give,  or  to  fail 

to  invite,  is— like  refusing  to  accept— the  equivalent  of  a   declaration 

of  war;  it  is  a   refusal  of  friendship  and  intercourse.”  Giving  a 

present  or  doing  a   favor  demonstrates  trust  in  anodier;  the  other’s 
reciprocation  validates  this  trust  as  justified.  A   refusal  to  give  a 

present  or  invite  a   person  when  the  occasion  arises  implies  distrust 

of  him,  and  so  does  a   refusal  to  accept  a   present  or  an  invitation, 

since  acceptance  would  involve  an  individual  in  an  exchange  relation 

in  which  he  would  have  to  tmst  the  other  to  reciprocate  at  some 

future  date.  Distrust  in  simple  sociebes  is  the  equivalent  of  hosbhty, 

while  distmst  in  economic  relabons  in  our  society  is  expected,  dis- 
trust in  sociable  relations  here  too  is  a   sign  of  unfriendhness.  The 

offer  of  a   present  or  a   favor  is  an  invitabon  to  become  friendly;  the 

rejection  of  such  an  overture  is  an  insult,  and  failure  to  make  one 

when  it  seems  called  for  is  only  slightly  less  insulting. 

The  acceptance  of  an  overture  and  the  reciprocabon  of  the  present 

or  favor  received  tend  to  become  the  starting  point  of  a   budding 

exchange  relabon  and  possibly  a   lasbng  friendship.^”  The  expanding 
exchange  of  benefits  of  various  sorts  between  individuals  makes  them 

increasingly  mterdependent,  establishes  mutual  trust,  and  fortifies 

their  social  bond.  A   person’s  interest  in  the  e.xtrinsic  benefits  tliat  are 
being  exchanged,  however,  may  lead  him  to  accept  a   favor  although 

he  cannot  properly  reciprocate,  or  to  fail  to  reciprocate  for  one 

28  Mauss,  op.  cit.,  pp  10-11 

28  The  significance  of  small  favors  as  an  invitation  to  engage  in  more  significant 
exchanges  is  illustrated  by  the  Kula  practice  of  soliciting  gifts.  The  partners  of 

an  islander  who  has  a   particularly  valuable  Kula  ob]ect  give  him  sohciting  gifts 
of  various  kinds,  trying  to  obligate  him  to  give  this  object  to  them  rather  than 

another  partner,  see  Malinowski,  op  cit.,  pp.  98-99,  354-355 
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although  he  could.  Failure  to  reciprocate  engenders  loss  of  credit  and 
loss  of  trust,  and  it  ultimately  brings  about  exclusion  from  further 

exchanges  and  a   general  decline  in  social  status,  particularly  as  a 

person’s  reputation  as  one  who  does  not  honor  his  obhgations  spreads 
in  the  community. 

There  is  a   conflict  between  the  obhgation  to  reciprocate  and  the 

obligation  to  accept  favors,  since  the  only  way  an  individual  who  is 

not  in  a   position  to  reciprocate  appropriately  for  benefits  offered  to 

him  could  protect  himself  against  the  dire  consequences  of  lack  of 

reciprocation  would  be  not  to  accept  the  offers.  Yet  this  combination 

of  two  apparently  incompatible  conditions  is  what  makes  it  possible 

for  largess  to  become  a   source  of  superordination  over  others,  that  is, 
for  the  distribution  of  gifts  and  services  to  others  to  be  a   means  of 

estabhshing  superiority  over  them.  One  of  the  important  functions  of 

social  exchange  is,  in  the  words  of  Levi-Strauss,  “to  surpass  a   rival  in 
generosity,  to  crush  him  if  possible  under  future  obligations  which 

it  is  hoped  he  cannot  meet,  thus  taking  from  him  privileges,  titles, 

rank,  authority,  and  prestige.” 
A   person  who  gives  others  valuable  gifts  or  renders  them  important 

services  makes  a   claim  for  superior  status  by  obhgating  them  to 

himself.  If  they  return  benefits  that  adequately  discharge  their  obli- 

gations, they  deny  his  claim  to  superiority,  and  if  their  returns  are 

excessive,  they  make  a   counterclaim  to  superiority  over  him.  If  they 
fail  to  reciprocate  with  benefits  that  are  at  least  as  important  to  him 

as  his  are  to  tliem,  they  validate  his  claim  to  superior  status.  (In 

simple  societies  this  status  difference  is  typically  due  to  the  institu- 

tionalized significance  of  one-sided  gifts,  while  in  modem  societies  it 
is  typically  the  result  of  unilateral  dependence  on  recurrent  needed 

services.)  If  others  refuse  his  offer,  it  may  imply  that  they  cannot 

afford  to  repay  him  for  it,  and  this  admission  of  their  inability  to 
be  his  equal  in  social  exchange  also  entails  a   loss  of  status.  But  if  their 

rank  and  affluence  are  beyond  dispute,  their  refusal  of  his  offer  implies 

something  else,  namely,  that  they  do  not  consider  him  worthy  of 
being  their  companion  in  exchange,  and  in  this  case  their  refusal 

creates  animosity.®^ 
The  ability  to  distribute  valuable  possessions  becomes  a   socially 

s®  L4vi-Strauss,  op.  cit.,  p.  85. 

3^  See  the  discussion  in  Homans,  op.  cit ,   pp.  318-319,  from  which  this  analysis 
derives,  except  that  Homans  does  not  make  the  disfanchon  between  the  two 

different  implications  that  the  refusal  to  enter  into  an  exchange  relation  may  have, 

depending  on  the  refuser’s  rank  and  resources.  The  distinction  is  implicit  in  Mauss, 
op,  cit.,  pp.  10-11,  39-40. 
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denned  mark  of  supcrionly.  The  extreme  jllustralion  of  this  process 

IS  found  in  the  institution  of  the  potlatch  among  the  Kwakiutl  and 

otlier  Indian  tribes.  These  ceremonies  arc,  to  quote  Mauss,  "above  all 
a   struggle  among  nobles  to  determine  tlieir  position  m   the  hierarchy 

to  the  ultimate  benefit,  if  they  arc  successful,  of  their  own  clans."  °- 
For  tliis  purpose,  feasts  arc  given  in  which  the  host  not  only  dis- 

tributes but  actually  destroys  huge  quantities  of  valuable  iiossessions 

in  order  to  shame  others  who  cannot  match  his  extravagance  into 

submission.  "In  some  potlatch  systems  one  is  constrained  to  expend 

cvciy'thing  one  possesses  and  to  keep  nolln'ng  The  rich  man  who 
shows  his  wealth  by  siicnding  recklessly  is  the  man  who  wins 

prestige.”  The  seemingly  senseless  dissipation  and  destruction  of 
wealth  as  a   means  for  asserting  superior  status,  which  is  institutional- 

ized in  the  potlatch,  can  also  be  obscrx'cd  in  our  society,  where  it  is 

not  institutionali/cd  and  takes  the  form  of  “conspicuous  consump- 

tion.” Vcblcn  has  emphasized  that  visible  achievements,  once  diought 

of  as  indications  of  a   man’s  skills  and  capacities  to  make  productive 
contnbution.s,  have  come  to  be  emulated  and  looked  up  to  in  their 

own  right,  and  that  conspicuous  consumption  and  even  conspicuous 

waste  have  become  major  strategies  for  asserting  superior  status  by 

displaying  outward  signs  of  achievement.'*  A   reason  for  tliis  might 

be  that  conspicuous  ssastc  indicates  that  a   person’s  resources  arc  so 
great  he  has  no  need  to  husband  them,  and  ns  it  demonstrates  his 

ample  potential  for  rewarding  others  and  obligating  tlicm  to  accede 

to  his  wishes,  it  may  lead  them  to  accord  him  superior  status  even  in 

anticipation  of  his  actual  use  of  this  potential. 

The  distribution  and  destruction  of  valuables  at  public  ceremonies 

is,  moreover,  held  by  many  peoples  to  constitute  a   sacrifice  to  the 

gods  in  behalf  of  the  entire  community,  and  giving  alms  to  the  poor 

and  gifts  to  children  sometimes  has  similar  significance.”  The  rest 
of  the  tribe  confers  high  status  on  those  who  make  these  sacrifices, 

partly  in  exchange  for  the  good  will  tlicy  are  assumed  to  create 

among  the  spirits  and  gods  toward  the  whole  tribe.  The  benefits  a 

modern  community  derives  from  charitable  and  philanthropic  dona- 
tions correspondingly  help  to  sustain  the  high  status  of  those  who 

make  tlicm. 

lh!(I ,   pp.  4-5 
Ibid ,   p   35.  See  nbo  Ruth  Bcnccllct,  raticms  of  Culture,  Boston;  Houghton 

Miftlin,  1934,  chapter  vl 

’‘Ihorslein  Vcblcn,  The  Theory  of  the  Leisure  Class,  New  York:  Viking,  1931, 
chapter  iv. 

S'  See  Mauss,  op.  ell.,  pp.  12-10. 
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Tributes  to  chiefs  constitute  a   notable  exception  to  the  principle 

that  unilateral  giving  establishes  superordination.  In  the  Kula,  for 

example,  the  initial  gift  always  goes  to  the  chief.  “So  that  the  chief 
sometimes  owes  a   gift  to  a   commoner,  but  a   commoner  never  owes 

a   gift  to  a   chief.”  A   chief  maintains  his  superiority  over  commoners 
despite  his  temporary  indebtedness  to  some  in  the  ceremonial  Kula 

exchange  and  despite  his  dependence  on  the  contributions  of  many 

to  support  his  household  and  staflF.®’’  The  explanation  probably  is  that 
commoners  owe  tribute  to  a   chief,  and  the  goods  and  services  they 
furnish  him  are  not  considered  favors  that  obligate  him  to  them  but 

returns  for  obligations  they  owe  him.  The  underlying  assumption  is 

that  the  chief s   leadership  provides  important  benefits  to  the  commu- 

nity, and  their  tribute  to  him,  both  in  the  form  of  valuables  and  in 

the  form  of  deference,  is  a   repayment  of  their  continuous  indebted- 

ness to  him.  Institutionalized  power  commands  services  which  a   su- 

perior can  use  to  provide  benefits  to  subordinates  that  fortify  his 

power.  Such  power  makes  the  services  of  subordinates  insufficient  for 

establishing  equality  with  the  superior.  Unilateral  giving  produces 
status  differences  between  former  peers,  but  once  superior  status  is 

securely  grounded  in  the  social  structure  its  occupant  can  demand 

unilateral  services  without  endangering  his  superordinate  position. 

An  examination  of  the  ritualized  behavior  in  the  actual  exchange 

of  Kula  objects  is  also  instructive:  “The  native  term  ‘to  throw’  a 
valuable  describes  well  the  nature  of  the  act.  For,  though  the  valuable 

has  to  be  handed  over  by  the  giver,  the  receiver  hardly  takes  any 

notice  of  it,  and  seldom  receives  it  actually  in  his  hands.  The  etiquette 

of  the  transaction  requires  that  the  gift  should  be  given  in  an  off-hand, 

abrupt,  almost  angry  manner,  and  received  with  equivalent  non- 

chalance and  disdain.”®®  These  conventions  symbolize  the  exchange 
interests  of  the  partners,  which  they  are  prohibited  from  manifesting 

directly  through  bargaining,  as  Mahnowski  indicates;  the  recipient’s 

disdain  impHes  that  the  object  is  of  little  value,  and  the  donor’s  dis- 

play of  anger  serves  “to  enhance  the  apparent  value  of  the  gift  by 

showing  what  a   wrench  it  is  to  give  it  away.”®®  In  addition,  the 

recipient’s  nonchalance  expresses  a   lack  of  need  for  the  valuable,  and 

the  donor’s  off-hand  manner  of  throwing  it  down  similarly  expresses 
a   lack  of  need  for  it. 

Malinowski,  op.  cit.,  p.  473 

Ibid ,   pp.  64-65. 

p.  352. 
39  Ibid.,  p.  353. 
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This  exchange  etiquette  can  be  considered  an  institutionahzed  form 

of  role  distance,  wliich  provides  each  actor  wth  an  opportunity  to 

impress  tlie  audience  at  the  ceremony  as  well  as  liis  partner  by  show- 
ing that  he  can  easily  rise  beyond  the  demands  of  the  role  of  Kula 

partner  and  tliat  neither  tlie  rewards  it  brmgs  nor  the  sacrifices  it 

requires  involve  him  deeply  in  this  role.^“  By  expressmg  role  distance, 
a   Kula  partner  implicitly  claims  that  his  resources  warrant  supenor 

status  in  the  exchange  structure.  This  interpretation  is  indirectly 

supported  by  Malinowski’s  obser\'abon  tliat  a   commoner  does  show 
appreciation  when  he  receives  a   Kula  object  from  a   chief, since  a 

commoner  would  be  expected  to  seek  to  claim  superiority  over  other 

commoners  but  not  over  a   chief.  The  ehquette  tliat  surrounds  tlie 

giving  of  presents  in  our  society  reveals  some  parallels  witli  that  in 

the  Kula  exchange.  We  too  tend  to  display  role  distance  by  depreci- 

ating the  x'alue  of  the  presents  we  give— “It’s  really  nothing!”— and, 
while  the  recipient  is  supposed  to  show  his  appreciation  for  the  gift, 

the  stereotyped  forms  of  gratitude  prescribed  by  conventions  func- 
tion to  conceal  any  strong  interest  he  may  have  in  the  object  itself. 

Gifts  are  tokens  of  fnendship  and  social  bonds,  and  the  requirement 

not  to  exliibit  an  interest  in  their  inherent  value  as  objects  helps  to 

preserve  tlieir  prisbne  significance  as  .symbols  of  interpersonal  senti- 

ments.'*- 
In  sum,  overwhelming  others  with  benefacbons  serves  to  achieve 

superiority  over  them  The  ritual  stance  assumed  when  conferring 

benefits  on  others  reveals  tlie  claim  to  superiority  made  by  doing  so. 

In  many  simple  sociehes,  exchanges  of  gifts  and  services  have  become 

institutionahzed  as  the  basis  for  status  distincbons,  and  the  institution- 

alized pattern  of  approval  and  deference  bestows  superior  status  on 

those  who  are  able  to  dispense  valuables  with  most  largess.  “Wliere 
we  have  institutionalized  tlie  market,  they  have  institubonalized  tlie 

gift.”  But  underlying  tlicse  insbtubonahzed  forms  are  generic  social 
forces  that  are  manifest  in  tlie  most  complex  as  well  as  tlie  simplest 

societies.  Whatever  is  defined  as  valuable  in  a   society,  those  who 

possess  much  of  it  can  easily  reward  others  and  thus  gain  ascendancy 

over  them.  Their  dispensation  of  these  valuables,  whether  in  tlie 

<0  Erving  GofTman’s  concept  of  role  distance  was  discussed  in  chapter  ii. 
Malinowski,  op.  cit ,   p   352 

*-  Simtnel  has  noted  (op  cit ,   pp.  488-489)  tliat  giving  sometlung  useful  to  a 
poor  relative  or  friend  who  needs  it  humiliates  lum,  because  tlie  evident  instru- 

mental value  of  tlie  gift  robs  it  of  its  sentimental  value,  tlius  emphasizing  tliat 
he  is  being  treated  as  a   needy  person  rather  than  .as  an  intimate. 

Homans,  op  cit ,   p   319. 
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form  of  actual  rewards  or  in  the  form  of  eonspicuous  waste  that 

demonstrates  their  potential  to  reward,  constitutes  a   claim  to  superi- 

ority most  others  tend  to  acknowledge.  The  recurrent  unilateral 

supply  of  benefits  that  meet  important  needs  makes  otliers  obligated 
to  and  dependent  on  those  who  furnish  them  and  thus  subject  to  their 

power. 

Conclusions 

People’s  positive  sentiments  toward  and  evaluations  of  others,  such 
as  afiFection,  approval,  and  respect,  are  rewards  worth  a   price  that 

enter  into  exchange  transactions,  but  they  must  not  be  explicitly 
bartered  in  exchange  lest  their  value  as  genuine  feehngs  or  judgments 

be  compromised.  The  actions  of  people  that  benefit  others,  however, 

remain  significant  whatever  the  underlying  motive,  hence  their  value 

as  rewards  is  not  jeopardized  if  tliey  are  explicitly  used  for  bargain- 
ing in  exchange  transactions.  This  is  particularly  so  for  instrumental 

services,  which  constitute  extrinsic  rewards,  including  the  generic 

instrumental  service  of  compliance  with  another’s  wishes.  But  the 
distinction  between  rewards  that  are  intrinsic  to  a   social  association 

and  those  that  are  extrinsic  and,  in  principle,  detachable  from  it  is 

an  analytical  and  relative  one. 

Social  exchange  always  entails  elements  of  intrinsic  significance  for 

the  participants,  wliich  distinguishes  it  from  strictly  economic  trans- 
actions, although  its  focus  is  on  benefits  of  some  extrinsic  value  and 

on,  at  least,  implicit  bargaining  for  advantage,  which  distinguishes  it 

from  the  mutual  attraction  and  support  in  profound  love.  The  taboo 

on  explicit  bargaining  in  the  exchange  of  gifts  is  designed  to  protect 

their  significance  as  tokens  of  friendship,  that  is,  as  signs  of  intrinsic 

attraction,  from  being  obhterated  by  tlie  inherent  value  of  the  objects 

themselves.  Social  exchange,  then,  is  an  intermediate  case  between 

pure  calculation  of  advantage  and  pure  expression  of  love.  However, 

even  economic  transactions  and  love  relations  rarely  express  the  polar 

processes  in  entirely  pure  form,  since  the  multiple  gains  and  costs 

typically  involved  in  any  economic  transaction  prevent  unambiguous 

calculation  of  advantage,  and  since  extrinsic  benefits  are  exchanged  in 

love  relations  and  often  help  to  produce  mutual  affection.  Economic 

institutions,  such  as  the  impersonal  market  and  the  contract  that 

stipulates  the  precise  terms  of  the  exchange,  are  designed  to  separate 

concern  with  distinct  objects  of  exchange  from  other  considerations 

and  to  specify  the  exact  obligations  incurred  in  a   transaction,  thus 

maximizing  the  possibility  of  rational  calculation.  Social  exchange. 
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in  contrast,  involves  unspecified  obligations,  the  fulfillment  of  which 

depends  on  trust  because  it  cannot  be  enforced  in  the  absence  of  a 

binding  contract.  But  tlie  trust  required  for  social  exchange  is  gen- 

erated by  its  own  gradual  expansion  in  a   self-adjusting  manner. 
Furnishing  benefits  to  others  may  lead  to  the  development  of  bonds 

of  fellowship  with  them  or  to  a   position  of  superiority  over  tliem. 

A   person  who  distributes  gifts  and  services  to  others  makes  a   claim 

to  superior  status.  By  reciprocating  and,  particularly,  by  making 

excessive  returns  that  now  obligate  the  first  to  tliem,  others  invalidate 

his  claim  and  invite  further  transaetions  in  expanding  exchange  rela- 
tions of  mutual  trust  behveen  peers.  Their  failure  to  reciprocate,  on 

tire  other  hand,  validates  his  claim  to  superiority,  and  so  does  tlieir 

failure  to  aecept  his  offer,  unless  their  evident  affluence  proves  that 

their  rejection  is  not  due  to  their  inability  to  enter  into  egahtarian 

exchange  relations  xvith  him  but  to  their  unwillingness  to  do  so,  m 

wliich  case  it  is  hkely  to  produee  hostihty.  A   person  can  establish 

superiority  over  others  by  overwhelming  tliem  with  benefits  they 

cannot  properly  repay  and  tlius  subduing  tliem  with  tlie  weight  of 

their  obligations  to  liim.  But  once  superiority  is  firmly  rooted  in 

political  or  economic  structures,  it  enables  an  individual  to  extract 

benefits  in  the  form  of  tribute  from  subordinates  without  any  peril 

to  his  continued  superiority  over  them. 

It  seems  to  be  typical  of  social  associations  tliat  the  individuals  who 

establish  them  have  some  common  and  some  conflicting  interests 

A   stable  social  relationship  requires  tliat  individuals  make  some 

investments  to  bring  it  into  being  and  maintain  it  in  existence,  and 

it  is  to  the  advantage  of  each  party  to  have  the  other  or  otliers 

assume  a   disproportionate  share  of  tlie  commitments  that  secure  tlieir 

continuing  association.  Hence  the  common  interest  of  individuals  in 

sustaining  a   relation  betiveen  them  tends  to  be  aecompanied  by 

conflieting  interests  as  to  whose  investment  should  contribute  most 

to  its  sustenance.  We  have  seen  that  the  first  choice  of  group  mem- 
bers who  are  attracted  to  each  other  is  typically  to  have  their  position 

in  the  group  buttressed  by  the  unilateral  respect  of  otliers  for  them, 

although  most  of  them  are  willing  to  settle  for  a   position  in  which 

they  must  pay  respect  to  others  in  preference  to  being  excluded  from 

the  group.  Similarly,  lovers  gain  advantage  from  having  the  other 

more  committed,  but  their  interest  in  maintaining  the  love  relation- 
ship often  induces  them  to  make  the  greater  commitment  if  necessary. 

In  parallel  fashion,  exchange  partners  derive  most  advantage  from 

having  the  other  make  the  bulk  of  the  investment  needed  to  stabilize 

their  relationship,  although  their  interest  in  the  continuing  partner- 
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ship  gives  each  of  them  an  incentive  to  make  the  major  investment 

himself  rather  than  let  the  profitable  association  fall  apart.  In  every 
exchange  transaction,  finally,  each  participant  hopes  to  gam  much  at 

httle  cost,  yet  to  profit  at  all  both  must  come  to  some  agreement. 
The  coexistence  of  conflicting  and  common  interests  in  all  these 

social  associations  means  that  associates  alivays  have  first  choices 
that  conflict  but  last  choices  that  are  identical,  and  the  first  choice 

of  either  is  the  second-last  of  the  otlier,  though  it  may  still  be 

preferable  to  any  available  alternative.^^  These  preferences,  however, 
are  continually  modified  in  the  process  of  maneuvering  between 

partners  and  exploring  alternative  opportunities  until  stable  social 

relations  have  become  crystalhzed. 

Aside  from  these  interpersonal  conflicts,  there  is  also  the  intraper- 

sonal conflict  between  the  individual’s  desire  to  gain  social  approval 
and  support  and  his  desire  to  gain  instrumental  advantage  in  his 

social  associations.  This  conflict  is  usually  resolved  by  obtaining  in- 
trinsic support  primarily  from  some  associates  and  extrinsic  benefits 

largely  from  others.  The  multigroup  aflBHations  of  individuals  in 

modem  society  facilitate  tins  solution,  permitting  them  to  pursue 
their  advantage  witliout  regard  for  approval  in  one  social  context  and 

to  elicit  approval  and  support  by  their  generosity  and  supportiveness 

in  another,  for  example,  in  tlieir  business  and  in  their  family,  respec- 
tively. Social  approval  has  less  pervasive  significance  as  a   restraining 

force  in  complex  societies  than  in  simpler  ones,  because  the  multi- 

phcity  of  groups  and  tlie  possible  mobiflty  between  them  in  complex 

societies  enables  deviants  of  nearly  all  sorts  to  escape  from  the  impact 

of  community  disapproval  by  finding  a   subgroup  of  like-minded  per- 
sons where  they  can  gain  approval.  Impersonal  restraints  are,  there- 
fore, of  special  importance  in  modern  societies,  and  a   basic  source 

of  impersonal  restraint  is  power. 

See  the  chart  on  p.  45 
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Differentiation  of  Power 

[Power]  IS  thus  both  awful  and  fragile,  and  can  dominate  a   contment, 
only  m   the  end  to  be  bloum  down  by  a   whisper.  To  destroy  it,  nothing 
more  is  required  than  to  be  indifferent  to  its  tlireats,  and  to  prefer  other 

goods  to  those  which  it  promises  Nothing  less,  however,  is  required  also. 

R.  H.  TA^VNEY,  Equality 

“‘Power’  (Macht)  is  the  probability  that  one  actor  witliin  a   social 
relationship  will  be  m   a   position  to  carry  out  Ins  own  will  despite 

resistance,”  according  to  Weber.*  Tawney’s  definition  similarly  centers 

on  imposing  one’s  will  on  others,  except  that  he  exphcitly  directs 

attention  to  the  asymmetry  of  power  relations:  “Power  may  be  defined 
as  the  capacity  of  an  individual,  or  group  of  individuals,  to  modify 

the  conduct  of  other  individuals  or  groups  m   tlie  manner  which  he 

desires,  and  to  prevent  his  own  conduct  being  modified  in  the  manner 

in  which  he  does  not.”*’ 
Broadly  defined,  power  refers  to  all  kinds  of  influence  between 

persons  or  groups,  mcluding  those  exercised  m   exchange  transactions, 
where  one  induces  others  to  accede  to  his  wishes  by  rewarding  them 

for  doing  so.  Neither  Weber  nor  Tavmey,  however,  used  the  term 

that  broadly.  Although  the  customer  technically  imposes  his  will  upon 

the  jeweler  when  he  makes  him  surrender  a   diamond  ring  by  paying 

for  it,  this  situation  clearly  should  not  be  confused  with  that  of  the 

*   Max  Weber,  The  Theory  of  Social  and  Economic  Organization,  New  York: 
Oxford  University  Press,  1947,  p.  152 

2   R   H.  Tawney,  Equality,  London  Allen  and  Unwin,  1931,  p   229 
US 
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gangster  who  forces  the  jeweler  to  hand  over  the  ring  at  the  point 

of  a   gun.  Physical  coercion,  or  its  threat,  is  the  polar  case  of  power, 
but  other  negative  sanctions,  or  the  threat  of  exercising  them,  are 

usually  also  eflFective  means  of  imposing  ones  will  on  others.  People 

can  be  made  to  do  things  for  fear  of  losing  their  jobs,  of  being 
ostracized,  of  having  to  pay  fines,  or  of  losing  social  standing.  This 
suggests  a   distinction  between  coereive  power,  which  rests  on  the 

deterrent  effect  of  negative  sanctions,  and  influence  based  on  rewards, 

as  that  characteristic  of  exchange  transactions.® 
Defining  power  as  control  through  negative  sanctions  implies  that 

an  individual  exercises  power  when  he  gets  another  to  perform  a 

service  by  threatening  to  take  100  dollars  from  him  if  he  refuses, 
whereas  he  does  not  when  he  gets  the  other  to  perform  the  same 

service  by  promising  him  100  dollars  for  it.  The  objection  may  be 

raised  that  the  net  difference  is  the  same  in  both  cases— the  other  is 
100  dollars  better  off  if  he  performs  the  service  than  if  he  does  not— 

but  this  objection  does  not  seem  valid.  The  crucial  factor  is  the  base- 

line from  which  an  individual  starts  when  another  seeks  to  influence 

him,  and  the  only  difference  between  punishments  and  rewards  is  in 

relation  to  this  initial  baseline,  whether  he  is  worse  or  better  off  than 

he  was  before  the  transaction  started.  The  necessity  to  avert  a   loss  is 

probably  also  experienced  as  more  of  an  external  compulsion  than 

the  temptation  to  make  a   gain.  A   more  serious  objection,  however, 
is  that  the  baselme  itself  is  obscured  once  rewards  become  recurrent. 

Regular  rewards  make  recipients  dependent  on  the  suppher  and 

subject  to  his  power,  since  they  engender  expectations  that  make  their 

discontinuation  a   punishment.  A   person  who  has  a   job  is  rewarded 

for  performing  his  duties  by  his  earnings,  and  as  his  wages  are  posi- 
tive sanctions  it  seems  at  first  that  no  power  is  involved  in  terms  of 

the  definition  presented.  However,  being  fired  from  a   job  cannot 

plausibly  be  considered  to  constitute  merely  the  absence  of  rewards; 

it  clearly  is  a   punishing  experience.  The  tlureat  of  being  fired  is  a 

8   This  corresponds  to  John  P   R.  Frendi,  Jr ,   and  Bertram  Raven’s  distinction 
between  coercive  and  reward  power,  in  addition  to  which  they  specified  three 

types  not  contingent  on  external  sanctions  (legitimate,  referent,  and  expert 

power);  “The  Bases  of  Social  Power,”  in  Dorxvin  Cartwright,  Studies  in  Social 
Power,  Ann  Arbor;  Institute  for  Social  Research,  University  of  Michigan,  1959, 

pp.  150-167.  Talcott  Parsons  makes  a   parallel  distinction  betxveen  coercive  power 
that  rests  on  deterrence  through  negative  sanctions  and  inducements  in  exchange 

transactions  that  rest  on  positive  sanctions,  "On  the  Concept  of  Influence,”  Public 

Opinion  Quarterly,  27  (1963),  43—45,  and  “On  the  Concept  of  Pohtical  Power,” 
Proceedings  of  the  American  Philosophical  Society,  107  (1963),  238-239. 
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negative  sanction  that  gives  an  employer  power  over  his  employees, 

enabling  him  to  enforce  their  comphance  with  his  directives.  Regular 

rewards  create  expectations  that  redefine  the  baseline  in  terms  of 

which  positive  sanctions  are  distinguished  from  negative  ones.  The 

air  we  breathe  is  not  conceived  by  us  to  be  a   special  reward,  nor  is 

the  freedom  to  move  about  the  streets  as  we  please,  but  being  suffo- 
cated or  imprisoned  is  experienced  as  a   punishment  Correspondingly, 

a   man  who  has  reason  to  expect  to  remain  in  his  job  does  not  think 

of  his  regular  earnings  as  distinctive  rewards,  and  the  loss  of  his 

income  is  a   punishment  for  him.  Only  a   raise  in  income  is  a   specific 

reward,  although  even  raises  that  occur  regularly  come  to  be  ex- 
pected, and  in  these  cases  failure  to  receive  a   raise  tends  to  be 

experienced  as  a   pumshment  and  may  be  so  intended  by  the  employer. 

The  defimtion  of  power  should  be  amphfied,  therefore,  to  read  that 

it  is  the  ability  of  persons  or  groups  to  impose  their  will  on  others 

despite  resistance  through  deterrence  either  in  the  forms  of  withhold- 

ing regularly  supplied  rewards  or  in  the  form  of  punishment,  in- 
asmuch as  the  former  as  well  as  the  latter  constitute,  in  effect,  a 

negative  sancbon.^  Three  further  implications  should  be  noted.  First, 
foUowmg  Parsons,  the  concept  of  power  is  used  to  refer  to  an  indi- 

vidual’s or  group’s  ability  recurrently  to  impose  his  or  its  will  on 
others,  not  to  a   single  instance  of  influencing  a   decision  of  theirs, 

however  important®  Second,  the  punishment  threatened  for  resist- 
ance, provided  it  is  severe,  makes  power  a   compelling  force,  yet 

there  is  an  element  of  voluntarism  in  power— the  punishment  could 

be  chosen  in  preference  to  comphance,  and  it  sometimes  is— which 

distinguishes  it  from  the  hmiting  case  of  direct  physical  coercion.® 
Finally,  power  is  conceptualized  as  inherently  asymmetrical  and  as 

resting  on  the  net  abihty  of  a   person  to  withhold  rewards  from  and 

apply  punishments  to  others— the  ability  that  remains  after  the  re- 

*   A   technical  problem  of  defimtion,  to  which  Arnold  Kaufman  has  called  my 
attenbon,  anses  if  there  is  disagreement  between  superior  and  subordinates  as 

to  whether  a   given  reward  is  regularly  supplied  or  not.  For  example,  an  employer 
may  think  of  a   Christmas  bonus  as  a   special  reward,  whereas  his  employees  have 

come  to  thmk  of  it  as  part  of  their  regular  income  and  to  consider  not  receiving 

the  bonus  a   penalty.  It  is  necessary  to  decide,  dependmg  on  the  purpose  at  hand, 

whether  the  defimng  cnterion  is  the  subordinates’  expectaUon  or  the  supenor’s 
intent 

6Ihid,pp  237-238 

“Parsons’  emphasis  on  legitimacy  m   this  connection  {ibid.,  pp  236-244),  how- 
ever, seems  to  confound  the  distincbon  between  power  and  the  special  case  of 

authority,  which  will  be  discussed  in  chapter  vm. 
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straints  they  can  impose  on  him  have  been  taken  into  account.  Its 

source  is  one-sided  dependence.  Interdependence  and  mutual  influ- 
ence of  equal  strength  indicate  lack  of  power. 

Unilateral  Dependence  and  Obligations 

By  supplying  services  in  demand  to  others,  a   person  establishes 

power  over  diem.  If  he  regularly  renders  needed  services  they  cannot 

readily  obtain  elsewhere,  others  become  dependent  on  and  obligated 
to  him  for  these  senuces,  and  imless  they  can  furnish  other  benefits 

to  him  that  produce  interdependence  by  making  him  equally  de- 
pendent on  them,  their  umlateral  dependence  obligates  them  to 

comply  with  his  requests  lest  he  cease  to  continue  to  meet  their 
needs.  Providing  needed  benefits  others  cannot  easily  do  without  is 

undoubtedly  the  most  prevalent  way  of  attaining  power,  though  not 

the  only  one,  since  it  can  also  be  attained  by  threatening  to  deprive 
others  of  benefits  they  currendy  enjoy  unless  they  submit.  The  threat 

of  punishment,  although  it  exerts  the  most  severe  restraints,  creates 

the  dependence  diat  is  the  root  of  power  indirecdy,  as  it  were,  while 

recurrent  essential  rewards  that  can  be  withheld  do  so  directiy.  The 

government  tiiat  furnishes  needed  protection  to  its  citizens,  the  em- 

ployer who  provides  needed  jobs  to  his  employees,  and  the  profession 

that  supplies  needed  services  to  the  community,  all  make  the  others 

dependent  on  them  and  potentially  subject  to  their  power. 

Emerson  has  presented  a   schema  for  examining  “power-depend- 
ence” relations  and  their  consequences,  which  can  be  reformulated 

to  specify  the  conditions  that  produce  the  imbalance  of  power  itself.’ 
Individuals  who  need  a   service  another  has  to  offer  have  the  follow- 

ing alternatives:  First,  they  can  supply  him  with  a   service  that  he 

wants  badly  enough  to  induce  him  to  offer  his  service  in  return, 

though  only  if  they  have  the  resources  required  for  doing  so;  this 

will  lead  to  reciprocal  exchanges.  Second,  they  may  obtain  the  needed 

service  elsewhere,  assuming  that  there  are  alternative  suppliers;  this 

also  will  lead  to  reciprocal  exchanges  but  in  different  partnerships. 

Third,  they  can  coerce  him  to  furnish  the  service,  provided  they  are 

^   Richard  M.  Emerson,  “Power-Dependence  Relations,”  American  Sociological 
Review,  27  (1962),  31—41.  Suggestive  as  the  underlying  conception  is,  the  focus 
on  balancing  operations  is  unfortunate  and  somewhat  confusing  inasmuch  as  it 

diverts  attention  from  the  analysis  of  power  imbalance.  His  schema  deals  wth 

the  balancing  operations  consequent  to  given  differences  in  power-dependence, 

whereas  the  reformulabon  derives  power  imbalances  from  the  conditions  of  ex- 
change. 
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capable  of  doing  so,  in  which  case  tliey  would  establish  domination 

over  him.  Fourth,  they  may  learn  to  resign  themselves  to  do  without 

this  service,  possibly  finding  some  substitute  for  it,  which  would  re- 
quire that  they  change  the  values  that  determine  their  needs.  Finally, 

if  they  are  not  able  or  wilhng  to  choose  any  of  these  alternatives, 

they  have  no  other  choice  but  to  comply  with  his  wishes,  since  he 

can  make  continued  supply  of  the  needed  service  contingent  on  their 

compliance.  In  the  situation  specified,  the  supply  of  services  inevi- 
tably generates  power.  The  absence  of  the  first  four  alternatives 

defines  the  conditions  of  power  in  general. 

This  schema  can  be  employed  to  indicate  the  conditions  of  social 

independence,  the  requirements  of  power,  the  issues  in  power  con- 

flicts, and  their  structural  implicabons.  The  condihons  of  social  inde- 

pendence are  characterized  by  the  availabihty  of  the  first  four  alterna- 
tives, which  enables  people  to  evade  the  fifth  one  of  dependence  on 

services  from  a   given  source.  First,  sbategic  resources  promote  inde- 
pendence. Specifically,  a   person  who  has  all  the  resources  required  as 

effective  inducements  for  others  to  furnish  him  with  the  services  and 

benefits  he  needs  is  protected  against  becoming  dependent  on  anyone. 

The  possession  of  generalized  rewards,  such  as  money,  is  evidently 

of  major  significance  in  this  connection,  although  wealth  is  not  a 

perfect  safeguard  against  dependence,  since  many  benefits  a   person 

may  want,  such  as  fame  or  love,  cannot  be  obtained  for  money  but 

only  with  other  resources. 
The  fact  that  there  are  alternative  sources  from  which  a   needed 

service  can  be  obtained  is  a   second  condition  that  fosters  independ- 

ence. If  there  is  only  one  employer  in  a   community,  or  only  one  expert 

consultant  in  a   work  group,  others  are  likely  to  become  dependent 

on  him.  The  situation,  however,  does  not  have  to  be  tliat  extreme. 

As  a   matter  of  fact,  any  commitment  to  a   social  relationship  entails 

a   degree  of  dependence  by  excluding  alternatives.  An  employee  pre- 
sumably remains  in  a   job  either  because  alternative  employment 

opportunities  are  less  attractive  to  him  or  because  his  investment  in 

this  job  is  so  great  that  moving  to  another  would  be  too  costly  for 

him.  Whatever  the  reason,  his  lack  of  equally  preferable  alternatives 

makes  him  dependent  on  his  employer,®  The  degree  of  dependence 

®   The  counterdependence  of  the  small  employer  on  the  employee's  services 

may  create  interdependence  and  neutralize  the  small  employer’s  power,  but  the 
large  employer  is  not  so  much  dependent  on  single  employees  as  on  a   labor  force 

whose  turnover  can  and  must  be  taken  into  account  in  management,  and  his 
independence  of  any  one  employee  sustains  his  power  over  all  of  them,  unless 

it  IS  reduced  by  their  collective  action. 
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of  individuals  on  a   person  who  supplies  valued  services  is  a   function 

of  the  diflFerence  between  dieir  value  and  tliat  of  the  second-best 

alternative  open  to  them.  The  more  employees  prefer  their  own  job 

to  any  possible  alternative,  the  more  dependent  are  they  on  their 

employer  and  the  more  power  does  he  have  over  them.  The  employer 

can  cut  the  salary  of  employees  who  are  very  dependent  on  their  job, 
assign  them  unpleasant  duties,  or  force  them  to  work  harder,  and 

they  have  no  choice  but  to  accept  the  decisions  and  to  comply.  Yet 

by  doing  so  the  employer  makes  the  job  less  attractive  to  the  em- 

ployees and  other  employment  opportunities  relatively  more  attrac- 

tive, decreasing  the  difference  between  the  present  job  and  alterna- 

tives, and  tlius  reducing  his  employees’  dependence  on  him  and  his 
power  over  them.  Generally,  the  greater  the  difference  between  the 
benefits  an  individual  supphes  to  others  and  those  they  can  obtain 

elsewhere,  the  greater  is  his  power  over  them  likely  to  be.  Hence, 
otliers  can  increase  their  independence  of  a   person  who  has  power 

over  them  simply  by  accepting  fewer  benefits  from  him— no  more 

than  they  can  get  for  their  services  elsewhere— except  that  this  is 

often  not  so  simple  for  them.® 
A   third  condition  of  independence  is  the  ability  to  use  coercive 

force  to  compel  others  to  dispense  needed  benefits  or  services.  The 

inability  to  use  force  may  be  due  to  weakness  or  to  normative  re- 
straints that  effectively  prohibit  resort  to  coercion,  or  it  may  be  due 

to  the  fact  that  the  desired  benefit  loses  its  significance  if  given  under 

duress,  as  is  the  case  for  love  and  for  social  approval.  Superior 

coercive  power  makes  people  relatively  independent  of  others  inas- 
much as  power  includes  the  abihty  to  prevent  others  from  interfering 

with  one’s  conduct.  Since  tliere  is  strengtli  in  numbers,  independence 
can  be  won  through  forming  coahtions  capable  of  enforcing  demands.^® 
A   lack  of  need  for  various  services  constitutes  the  fourth  condition 

of  independence.  The  fewer  the  wants  and  needs  of  an  individual,  the 

less  dependent  he  is  on  others  to  meet  them.  Needs,  however,  do  not 

remain  constant.  By  providing  individuals  with  goods  and  services 

that  increase  their  satisfaction,  their  level  of  expectations  tends  to  be 

raised,  and  while  they  were  previously  satisfied  without  tliese  benefits. 

®   Accepting  a   job  at  a   higher  salary  than  one  can  command  in  the  market, 
buying  from  an  acquaintance  at  wholesale  prices,  gaining  acceptance  in  a   more 

eminent  group  than  one’s  acluevements  warrant,  and  generally  obtaining  any 
recurrent  benefit  that  is  superior  to  what  could  be  obtamed  elsewhere  entails 

dependence  and  loss  of  power. 

Emerson,  op.  cit.,  p.  37. 
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they  are  now  desirous  of  continuing  to  obtain  them.  The  develop- 
ment of  new  needs  in  tihis  fashion  underhes  the  increasing  consumer 

demand  that  is  an  essential  element  in  an  expanding  economy.  But 

emergent  needs  serve  this  function  by  strengthening  the  dependence 

of  people  on  those  who  can  supply  the  resources  required  to  meet 

these  needs,  notably  employers.  Rehgious  and  political  ideals  derive 

their  driving  force  in  large  part  from  imbmng  adherents  with  values 

that  make  the  satisfaction  of  material  wants  comparatively  unimpor- 
tant and  that,  consequently,  lessen  mens  dependence  on  those  who 

can  supply  matenal  benefits.  By  reducing  material  needs,  revolution- 

ary ideologies  become  a   source  of  independent  strength  and  resist- 
ance to  power. 

The  fourfold  schema  can  also  help  to  delineate  the  strategies  re- 
quired to  attain  and  sustain  power,  which  are  complementary  to  the 

conditions  of  independence  just  discussed.  To  achieve  power  over 

others  with  his  resources,  a   person  must  prevent  others  from  choosing 

any  of  the  first  four  alternatives,  thereby  compelhng  them  to  comply 

with  his  directives  as  a   condition  for  obtaining  the  needed  benefits 

at  his  command.  This  requires,  first,  that  he  remain  indifferent  to  the 

benefits  they  can  offer  him  in  exchange  for  his.  The  strategies  of 

power  designed  to  preserve  this  indifference  include  denying  others 

access  to  resources  that  are  vital  for  the  welfare  of  a   group  or  indi- 

vidual, for  example,  by  fighting  attempts  of  working-class  parties  to 
take  over  the  government;  securing  needed  benefits  from  outside 

sources  ratlier  than  subordinates,  as  illustrated  by  the  gang  leader’s 
disinclination  to  borrow  money  from  his  more  affluent  followers; 

and  encouraging  competibon  among  the  suppliers  of  essential  service, 

for  instance,  by  opposing  the  formation  of  unions  that  would  restrict 

competition  for  jobs  among  workers. 

A   second  requirement  of  power  is  to  assure  tlie  continued  depend- 
ence of  others  on  the  services  one  has  to  supply  by  barring  access  to 

alternative  supphers  of  these  services.  Monopolization  of  needed  re- 
wards is  the  typical  means  of  achieving  this  purpose.  The  only  firm 

in  town  where  jobs  can  be  found,  the  only  child  on  the  block  who  has 

a   bicycle,  the  political  society  that  is  the  sole  source  of  national 

security  and  glory,  the  church  that  is  the  only  avenue  to  salvation, 

and  the  pohce  that  alone  can  offer  protection  against  violence— all 
these  have  power  due  to  their  monopoly  over  important  benefits. 

The  ability  to  prevent  others  from  resorting  to  coercive  force  to 

William  F.  Whyte,  Street  Corner  Society  (2d  ed.),  University  of  Chicago 

Press,  1955,  pp  257-258 
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effect  their  demands  is  a   third  prerequisite  of  maintaining  power. 

Discouraging  coalitions  among  subordinates  that  would  enable  them 

to  extract  demands  is  a   strategy  that  serves  this  end,  as  is  blocking 
their  access  to  political  power.  Such  organizations  as  unions  and 

working-class  parties  have  two  analytically  distinct,  though  actually 
inseparable,  functions  in  the  fight  against  existing  powers.  Their  suc- 

cess threatens  those  in  positions  of  power,  on  the  one  hand,  by  making 
them  dependent  for  essential  services  on  these  organizations  (for 

example,  for  labor  supply)  and,  on  the  other,  by  subjecting  them 

to  their  coercive  power  (for  instance,  the  union’s  sit-down  stake  or 
the  executive  power  of  the  labor-party  government).  Obstructing 
such  coalitions,  therefore,  protects  power  against  being  undermined 

either  by  withholding  vital  services  or  by  employing  coercive  force. 

Probably  the  most  important  strategies  for  safeguarding  the  power 

that  rests  on  the  possession  of  important  resources,  however,  are  sup- 
port for  law  and  order  and  resistance  against  political  control  of 

exchange  processes.  These  defenses  protect  the  power  potential  that 
resides  in  superior  vital  resources  not  only  from  the  threat  of  violence 

but  also  from  being  curbed  by  the  legitimate  power  of  the  state. 

Fourth,  power  depends  on  people’s  needs  for  the  benefits  those  in 
power  have  to  offer.  Matenalistic  values,  which  make  money  and 

what  it  can  buy  of  great  significance,  strengthen  the  power  of  em- 

ployers. Patriotic  ideals,  which  identify  people  \vith  Ae  success  of 

their  country  in  war  and  peace,  fortify  the  power  of  the  government. 

Religious  convictions,  which  make  the  blessings  of  a   church  and  the 

spiritual  counsel  of  its  representatives  rewards  of  great  saliency,  re- 
inforce the  power  of  church  dignitaries.  Revolutionary  ideologies, 

which  define  the  progress  of  a   radical  movement  as  inherently  valu- 

able for  its  members,  bestow  power  on  the  movement’s  leadership. 
Groups  and  individuals  in  power  have  a   stake  in  helping  to  perpetu- 

ate and  spread  the  relevant  social  values  and  in  opposing  counter- 
ideologies that  depreciate  these  values.  Dominant  groups  whose 

power  rests  on  different  social  values  have  some  conflicting  interests, 

therefore,  although  their  common  interest  in  preserving  the  existing 
power  structure  may  well  override  tliese  differences. 

The  conflict  between  die  powerful  (who  have  an  interest  in  forti- 
fying their  power)  and  the  people  over  whom  diey  have  power  (who 

have  an  interest  in  strengdiening  dieir  independence)  centers  around 

four  types  of  issues,  which  again  correspond  to  the  four  alternatives 
outhned.  First,  there  is  the  issue  of  the  resources  of  subordinates. 

If  their  resources  were  sufficient  to  obtain  die  benefits  they  need  in 

exchange  for  them,  they  would  cease  to  be  subject  to  the  power  of 
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the  others.  Granted  that  every  single  subordinate’s  resources  are  in- 
adequate for  this  purpose,  tlie  issue  becomes  that  of  poohng  the 

resources  of  all  subordinates  who  confront  a   supcnor  or  group  of 

superiors  to  extract  demands  from  him  or  them.  The  second  issue  is 

that  of  the  alternative  opportunities  available  to  subordinates  for  ob- 
taining needed  benefits.  Competition  among  superiors  for  the  services 

of  subordmates  increases  the  subordinates’  independence,  whereas 

monopohstic  practices  increase  the  superiors’  power.  These  two  con- 
flicts are  complementary,  since  tlie  question  in  both  cases  is  the 

degree  of  collective  organization  permissible  to  restrain  free  compe- 
tition, although  it  is  the  organization  of  the  powerless  that  would 

husband  their  resources  in  one  case,  and  tlie  organization  of  the 

powerful  that  would  monopolize  needed  benefits  in  the  other 

The  third  conflict  is  pohtical.  At  issue  here  is  tlie  use  of  coercive 

force  in  the  fight  against  powers  based  on  superior  resources.  The 

prototype  is  die  conflict  over  the  use  of  die  legitimate  coercive  power 

of  the  state  to  regulate  exdiange  transactions  and  restrict  power  that 

rests  on  economic  strength.  Fourth,  there  is  the  ideological  conflict 

between  social  values  that  intensify  the  need  for  the  sennces  the 

powerful  have  to  offer  and  counterideologies  diat  mitigate  diis  need. 

In  the  process  of  decreasing  the  need  for  some  services,  however, 

radical  ideologies  increase  the  need  for  odiers— namely,  those  that 

contribute  to  the  reform  movement— widi  the  result  diat  ideologies 

make  adherents  less  dependent  on  die  power  of  some  but  more  de- 

pendent on  the  power  of  others. 

Finally,  tracing  the  imphcations  of  each  of  die  four  alternatives 

leads  to  the  analysis  of  basic  problems  of  social  structure.  First,  the 

fact  that  benefits  can  be  obtamed  by  reciprocating  for  diem  with 

others  directs  attention  to  the  study  of  exchange  processes  and  the 

distribution  of  resources.  Second,  die  exploration  of  alternative  oppor- 

tunities points  to  the  investigation  of  the  emerging  e.\'cliange  struc- 
tures, the  competitive  processes  in  them,  the  going  rates  of  exdiange, 

and  the  normative  standards  diat  tend  to  develop  Third,  the  study 

of  coercive  power  raises  questions  concerning  die  establishment  of 

coahtions  and  organizations  to  mobilize  power,  the  differentiation  of 

power  in  social  structures,  and  die  processes  diat  govern  the  struggle 

over  political  power  in  a   society.^-  Fourth,  the  ability  to  get  along 
without  something  originally  needed  calls  attention  to  the  modifica- 

These  could  also  be  considered  to  be  imphcations  of  the  fifth  alternative. 

The  third  and  fifth  alternatives  are  complementary,  as  tliey  are  concerned  ivith 

power  from  the  perspectives  of  the  two  different  parties. 
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tions  of  social  values  that  occur  under  various  conditions,  the  forma- 

tion of  new  ideologies,  and  conflicts  between  ideologies.^® 
The  main  points  of  the  entire  discussion  presented  are  summarized 

in  this  schema: 

Alternatives  to 

Compliance 

Conditions  of 

Independence 
Requirements  of 

Power 

Structural 

Implications 

1.  Supply 
inducements 

Strategic 

resources 
Indifference 

to  what others  offer 

Exchange  and 

distribution  of 

resources 

2.  Obtain 

elsewhere 
Available 

alternatives 

Monopoly 

over  what 

others  need 

Competition 
and  exchange 

rates 

3.  Take  by 
force 

Coercive 

force 
Law  and 

order 

Organization and 

differentiation 

4.  Do  without Ideals 
lessening 

needs 

Materialistic 

and  other 
relevant  values 

Ideology 

formation 

Dependence  on  the  benefits  a   person  can  supply  does  not  make 

others  subject  to  his  power  but  gives  him  only  potential  power  over 

them.  Realization  of  this  power  requires  that  he  actually  supply  the 

benefits  or  commit  himself  to  do  so.  In  a   technical  sense,  we  are  de- 

pendent on  all  employers  who  are  in  a   position  to  offer  us  better  jobs 

than  those  we  have,  but  these  employers  have  no  power  over  us, 

while  our  employer  has  the  power  to  command  our  compliance  with 

his  directives,  because  the  salary  and  other  benefits  he  furnishes 

obhgate  us  to  comply  lest  we  cease  to  continue  to  receive  them.  He 

alone  can  withdraw  from  us  benefits  to  which  we  have  become  accus- 

tomed, whereas  other  employers  can  only  tempt  us  with  greater 
rewards. 

Some  aspects  of  the  first  problem  have  been  discussed  in  chapter  iv,  some 

of  the  second  will  be  discussed  in  this  chapter  and  in  chapters  vi  and  vii,  of  the 

third,  in  chapters  viii  and  ix  (as  well  as  in  the  present  one),  and  of  the  fourth, 
in  chapters  ix  and  xi. 
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The  ability  to  provide  superior  benefits  than  are  available  else- 
where, in  a   situation  where  these  benefits  are  needed  and  cannot  be 

extracted  by  force,  constitutes  a   very  strong  claim  to  power,  although 

not  a   completely  inescapable  one.  If  the  power  demands  are  too 

severe,  relinquishing  these  benefits  may  be  preferable  to  yielding  to 

the  demands.  Moreover,  a   person’s  or  group’s  resources  may  not  be 
adequate  to  obligate  others  to  comply.  For  these  reasons  coercive 

force,  which  can  hardly  be  resisted,  is  important  as  a   last  resort  for 

exercising  power  over  individuals  who  cannot  otherwise  be  made  to 

yield.  Whereas  physical  force  is  a   perfect  protection  against  power- 

lulling  a   man  or  incarcerating  him  disposes  of  his  threat— it  is  an 

imperfect  tool  for  exercising  power,  since  people  can  choose  even 

death  over  compliance.  Hence,  coercive  force  differs  only  in  degree 

from  the  power  that  rests  on  the  supply  of  needed  benefits,  albeit 

an  important  degree. 

Competition  for  Status 

Competition  arises  in  the  process  of  social  integration  and  gives 

rise  to  differentiation  of  status  m   groups,  as  noted  in  chapter  two. 

At  this  point  processes  of  social  differentiation  in  groups  will  be 

traced  in  greater  detail,  focusing  on  the  ultimate  differentiation  of 

power  and  drawing  attention  to  some  parallels  between  the  differ- 

entiating processes  in  face-to-face  groups  and  those  in  complex  struc- 
tures. 

The  initial  competition  in  newly  forming  groups  is  for  participation 

time.  Whatever  attracts  individuals  to  the  group,  whether  they  seeh 

to  gain  simply  acceptance,  social  support,  respect,  or  positions  of 

leadership  and  power,  obtaining  these  social  rewards  requires  oppor- 
tunities for  proving  oneself  worthy  of  them.  Others  must  devote  time 

to  interact  with  and  listen  to  an  individual  to  enable  him  to  impress 

them  with  his  outstanding  qualities,  but  time  is  scarce  since  not 

everyone  can  be  attended  to  at  once.  Time,  then,  is  a   generalized 

means  in  the  competition  for  a   variety  of  social  rewards,  equivalent 

in  this  respect  to  profitable  sales  in  economic  competition,  which  also 

are  needed  whether  the  aim  is  to  distribute  profits,  increase  assets, 

buy  new  equipment,  or  achieve  a   dominant  position  in  the  market. 

The  unequal  distribution  of  speaking  time  produces  an  initial  differ- 
entiation that  gives  some  an  advantage  in  subsequent  competitive 

processes,  just  as  the  unequal  distribution  of  sales  among  firms  does. 

'The  group  allocates  bme  among  various  members  in  accordance 
with  their  estimated  abilities  to  make  contributions  to  its  welfare 
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group  or  the  individual  goals  of  its  members.  It  requires,  for  ex- 

ample, suggestions  that  advance  the  solution  of  the  common  problem 

of  a   discussion  group  or  advice  that  helps  individual  colleagues  in  a 

work  group  to  improve  their  performance  Having  his  suggestions 

usually  followed  by  others  is  a   mark  of  respect  that  raises  an  indi- 

vidual’s social  standing  in  a   group,  while  odiers’  social  standing 
simultaneously  suffers  for  two  reasons,  because  they  often  follow  his 

suggestions  and  because  tlieur  own  are  rarely  accepted.  Imtially,  the 

high  respect  of  the  rest  of  the  group  may  be  sufficient  reward  for 

the  contributions  a   group  member  makes,  and  short-term  discussion 

groups  in  laboratories  may  never  advance  beyond  this  stage,  but  in 

the  long  run  it  is  hkely  to  prove  insufficient.  Since  the  value  of  a   per- 

son’s approval  and  respect  is  a   function  of  his  own  social  standing, 
the  process  of  recurrently  paying  respect  to  others  depreciates  its 

value.  Hence,  respect  often  does  not  remain  an  adequate  compensa- 
tion for  contributions  tliat  entail  costs  in  time  and  effort  to  the  one 

who  makes  them,  such  as  assistance  with  complex  problems.  Those 

who  benefit  from  such  mstrumental  help,  therefore,  become  obligated 

to  reciprocate  in  some  other  way,  and  deferring  to  the  wishes  of  the 

group  member  who  supplies  the  help  is  typically  the  only  thing  the 

others  can  do  to  repay  him.  As  a   result  of  these  processes  in  which 

the  contributions  of  some  come  to  command  tlie  compliance  of  others, 

a   differentiated  power  structure  develops. 

Exchange  relations  become  differentiated  from  competitive  ones 

concurrently  with  the  differentiation  of  social  status  that  emerges  in 

the  course  of  competition.  In  rudimentary  social  structures,  all  mem- 
bers compete  with  each  other  for  the  output  of  each  other.  Thus,  each 

group  member  competes  with  all  die  other  members  for  the  respect 

of  these  same  other  members.  As  status  begins  to  become  differen- 

tiated, those  whose  abilities  win  the  respect  of  others  go  on  to  com- 
pete among  themselves  for  positions  of  power  and  leadership,  whereas 

those  who  must  acknowledge  inferiority  by  paying  respect  have  no 

chance  in  this  continuing  competition.  In  consequence,  exchange  re- 

lations are  no  longer  identical  with  competitive  ones.  'The  high-status 
members  furnish  mstrumental  assistance  to  the  low-status  ones  in 

exchange  for  their  respect  and  compliance,  which  help  the  high-status 
members  in  their  competition  for  a   dominant  position  in  the  group. 

Without  the  contribution  of  the  highs  to  the  performance  of  collective 

or  individual  tasks,  the  lows  would  be  deprived  of  the  benefits  that 

accrue  to  them  from  improved  performance  and  joint  achievements. 

Without  the  compliance  and  support  of  the  lows,  the  highs  cannot 

attain  positions  of  power  and  leadership.  Sometimes  the  members  of 
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work  groups  compete  in  their  performance.  If  this  is  the  case,  the 

exchange  relations  between  the  highs  and  the  lows  that  develop  out 

of  competitive  relations  as  the  result  of  status  differenbation  help 
both  the  highs  in  their  competition  for  superior  status  and  the  lows 

in  their  competition  for  better  performance. 

These  processes,  in  which  competitive  and  exchange  relations  be- 

come differentiated  in  the  course  of  the  development  of  increasing 
status  differences,  are  also  manifest  in  entire  communities,  as  the 

class  structure  of  the  Ifugao  in  the  Phihppines  illustrates.^'  There  are 
three  broad  classes,  and  class  position  depends  primarily  on  wealth. 

Everybody  competes  for  wealth  as  a   means  of  improvmg  his  social 
status.  The  middle  class  is  composed  of  property  holders  who  work 

on  the  land,  ranging  from  those  with  such  poor  land  that  they  are 
continually  threatened  by  bankruptcy,  which  would  put  them  into  the 

propertyless  lower  class,  to  those  with  such  large  holdings  and  sur- 

plus incomes  that  they  have  some  chance  to  move  into  the  upper 

class.  In  effect,  famihes  in  the  lower-middle  class  compete  for  stay- 
ing in  the  middle  class,  while  families  in  the  upper-middle  class  com- 

pete for  entry  into  the  upper  class,  and  since  they  are  too  far  apart 
to  compete,  exchange  relations  develop  between  these  two  strata  that 

serve  the  members  of  each  in  their  distinct  competitive  struggles. 

Members  of  the  upper-middle  class  often  furnish  loans,  at  interest, 

to  those  of  the  lower-middle  class,  which  help  them  to  retain  their 
land  and  thus  stay  in  the  middle  class,  and  which  increase  the  wealth 

of  the  upper-middle  class  and  thus  their  chances  of  moving  into  the 
upper  class.  It  is  evident  that  tlie  situation  in  Western  societies, 

though  more  complex,  is  strikingly  similar. 

In  sum,  the  development  of  structural  differentiation  occurs  along 

several  different  lines,  partly  in  succession,  and  in  part  concurrently. 

The  initial  competition  for  participation  time  in  newly  forming 

groups  turns  into  endeavors  to  prove  oneself  attractive  to  otliers  and 

ultimately  into  competition  for  respect,  power,  and  leadership.  The 

group  first  allocates  participation  time  differentially,  then  centers 

interaction  disproportionately  on  some  members,  and  successively 

differentiates  respect,  power,  and  dominance.  Success  at  each  step  of 

differential  allocation  constitutes  a   competitive  advantage  for  the 

next.  Simultaneous  with  the  increasing  differentiation  of  social  status, 

exchange  relations  become  differentiated  from  competitive  ones,  he- 

Irving  Goldman,  “The  Ifugao  of  the  Phihppine  Islands,”  in  Margaret  Mead, 
Cooperation  and  Competition  Among  Frimitioc  Peoples,  New  York.  McGraw-Hill, 

1937,  pp.  153-179. 
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cause  only  those  successful  in  tlie  earlier  competition  for  respect  con- 
tinue to  compete  for  dominance,  while  the  unsuccessful  ones  cease  to 

compete  with  the  successful  members  and  instead  offer  compliance 

and  support  for  their  competition  in  exchange  for  instrumental  serv- 

ices from  them  Furthermore,  role  specialization  develops,  particu- 

larly in  complex'  social  structures,  where  a   great  variety  of  contribu- 
tions are  needed.  Individuals  who  have  been  unsuccessful  in  their 

attempts  to  earn  respect  and  power  have  incentives  to  find  new  ways 

of  making  contnbutions  that  would  gam  them  superior  status,  and 

individuals  in  dominant  positions  have  the  power  to  assign  specialized 

tasks  to  various  others,  both  of  which  processes  promote  speciali- 
zation. 

A   stratified  system  of  differential  status,  however,  involves  more 

than  differences  in  the  respect  and  compliance  various  individuals 

command  among  others.  The  fact  that  one  individual’s  abihty  and 

judgment  are  more  widely  respected  in  a   group  than  another's  means 
tliat  the  one  is  more  highly  esteemed  than  the  otlier,  but  for  these 

evaluations  to  crj’stalhze  into  status  differences  requires  that  they 
be  publicly  acknowledged  and  that  consensus  is  reached  regarding 

tliem.  As  Homans  put  it;  “In  the  early  stages  of  the  development  of 
a   group,  several  members  may  give  one  of  their  companions  much 

social  approval  so  tliat  he  is  in  fact  enjoying  high  esteem,  and  yet 

no  single  member  may  have  come  to  recognize  what  the  others  are 

doing  ”   ”   Only  the  consensus  that  emerges  among  the  rest  of  a   group 
that  the  qualities  of  one  member  are  wortliy  of  high  respect  trans- 

forms their  personal  esteem  of  him  into  social  status  rooted  m   shared 

valuations,  which  implies  that  newcomers  would  be  expected  to 

accord  him  high  respect  even  before  they  personally  have  acquired 

a   high  estimation  of  his  qualities.  Public  recognition  of  the  relative 

respect  deserved  by  various  members  of  the  group  makes  the  prestige 

structure  a   social  reality  independent  of  the  attitudes  of  specific  indi- 
viduals. Our  behavior  to  the  President  of  the  United  States  would 

undoubtedly  reflect  the  high  prestige  he  generally  commands,  what- 

ever we  personally  may  tliink  of  him.  Consensus  concerning  the  obli- 
gation to  comply  with  tlie  requests  of  a   person  similarly  transforms 

his  personal  power  into  authoritative  leadership,  but  analysis  of  this 

problem  is  deferred  to  chapter  ei^t. 

The  stratification  systems  of  entire  communities,  which  consist  of 
ranked  classes  rather  than  ranked  individuals,  exhibit  still  another 

George  C.  Homans,  Social  Behavior,  New  York.  Harcourt,  Braee  and  World, 
1961,  p.  150 
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way  in  which  social  status  is  grounded  in  public  consensus  that  re- 
flects the  social  structure,  and  so  do  organized  hierarchies  of  author- 

ity. Once  an  individual  is  not  only  accepted  by  the  members  of  a 
social  class  but  is  also  recognized  by  outsiders  as  belonging  to  it,  and 

perhaps  even  as  havmg  more  or  less  social  standing  witliin  it,  the 
existing  social  agreement  on  the  class  ranking  further  secures  his 
social  status  by  rooting  it  in  the  class  structure.  For  sheer  member- 

ship in  a   social  class,  if  generally  acknowledged,  bestows  a   certain 

prestige  upon  an  individual.^’  Correspondingly,  the  institutionalized 
authority  in  a   hierarchical  order  gives  ofBcials  some  authority  simply 

on  the  basis  of  occupying  a   given  oflice,  as  illustrated  by  mihtary 
rank,  although  this  authority  is  usually  fortified  and  expanded  in 

actual  processes  of  interaction,  as  we  shall  see.  In  contrast  to  prestige 
and  authority  structures,  power  structures  rest  not  primarily  on  social 

consensus  concerning  the  privileges  or  rights  that  must  be  granted  to 
the  members  of  various  strata  but  on  the  distribution  of  resources 

with  which  compliance  with  demands  can  be  enforced. 

A   person  of  superior  status  in  a   group,  who  usually  commands  re- 

spect as  well  as  compliance,  exerts  two  types  of  influence,  only  one 

of  which  should  be  designated  properly  as  power  to  impose  his  will 

on  others.  The  respect  others  have  for  his  judgment  prompts  them 

to  follow  his  advice.  The  obligations  diey  incur  by  accepting  his 

contributions  to  their  welfare  induce  them  to  reciprocate  by  comply- 
ing with  his  directives.  While  these  constitute  two  types  of  influence 

a   person  with  superior  status  exerts,  exception  may  be  taken  to 

Homans’  conclusion  concerning  diem:  "In  both  cases,  whether  he 
gives  them  advice  they  take  or  orders  diey  obey,  the  important  point 
is  that  he  controls  their  behavior;  and  the  fact  that  a   new  occasion 

may  call  for  his  advising  them  jointly  is  a   nonessential  detail."’® 
There  is  a   crucial  distinction  between  following  advice  and  following 

orders,  and  orders  are  not  simply  joint  advice,  although  there  is  a 
mixed  case  that  involves  both  joint  advice  and  directives. 

If  others  follow  a   person’s  advice  he  influences  them  by  enabling 
diem  to  do  something  that  is  to  their  advantage,  but  if  they  follow 

his  orders  he  influences  them  to  do  something  diat  is  to  his  advantage. 

Although  their  interests  are  served  in  both  cases,  diey  profit  directly 

The  existence  of  ranked  social  classes  makes  even  low  standing  in  any  class 

except  the  lowest  something  for  which  people  compete.  Henee,  most  exchange 

relations  between  high  status  and  low  status  individuals  contribute  to  two  differ- 

ent competitive  systems— Uiat  among  the  highs,  and  that  among  the  lows. 

“   Ibtd.,  p.  372. 
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from  taking  his  competent  advice,  whereas  they  incur  a   cost  by  com- 

plying with  his  directives  in  order  to  profit  from  services  he  renders 

them  in  exchange,  such  as  advice  on  their  problems.  The  individual 

whose  advice  is  accepted  does  not  impose  his  will  on  others— if  he 

were  to  advise  them  to  do  what  he  wants  rather  than  what  corre- 

sponds to  his  best  judgment,  his  poor  advice  would  soon  be  ignored— 

but  the  one  whose  orders  are  obeyed  does,  only  the  latter  exercises 

power.  Indeed,  giving  advice  and  issuing  orders  have  opposite  conse- 

quences, advising  another  creates  obligations,  while  ordering  him  to 

do  something  uses  them  up,  as  it  were,  by  enabling  him  to  discharge 

his  obhgations  through  his  compliance.^® 
The  status  implications  of  asking  a   person  to  perform  a   task  depend 

largely  on  its  effect  on  the  imbalance  of  obhgations.  Homans  concep- 

tualized this  differently;  "If  I   ask  you  to  do  something  I   cannot  do, 
I   recognize  you  as  my  superior.  .   .   .   But  if  I   ask  you  to  do  something 

that  I   can  also  do,  and  there  are  other  valuable  things  I   can  do  but 

you  cannot,  you  are  my  inferior.  .   .   However,  although  I   cannot 

clean  house  or  iron  or  cook  as  well  as  our  maid,  I   do  not  acknowledge 

her  superiority  by  asking  her  to  do  it,  since  I   pay  her  for  it.  If  a   per- 
son repeatedly  asks  another  to  do  something  that  benefits  himself, 

he  becomes  obligated  to  comply  with  the  other’s  wishes,  which  means 

that  he  imphcitly  subordinates  himself  to  the  other’s  power  by  asking, 
unless  he  repays  him  for  it,  financially  or  otherwise.  The  assumption 

is  that  the  maid’s  wages,  given  her  needs,  obligate  her  to  perform 
services  for  and  comply  with  the  direcfaves  of  her  employer,  and 

asking  a   person  who  is  under  obligation  to  one  to  do  something  does 

not  imply  subordination,  or  equahty,  for  that  matter. 

If  a   group  of  individuals  who  work  on  a   collective  task  regularly 

follow  the  good  suggestions  of  one  of  them,  thus  marking  him  as  their 

leader,  a   mixed  situation  exists.  Carrying  out  his  suggestions  that 

advance  their  work  benefits  the  entire  group,  those  who  accept  them 

as  well  as  the  one  who  gives  them.  'They  are  apt  to  contmue  to 
follow  his  lead,  not  only  because  his  suggestions  are  respected,  but 

also  because  the  others  become  obligated  to  him  for  his  contribution 

to  their  welfare,  enabling  him  to  make  them  accede  to  his  wishes 

even  when  this  is  not  to  their  immediate  advantage.  Smce  the  leader 

1®  On  separate  occasions  Homans  made  essentially  each  of  these  two  points: 
that  his  rewarding  advice  entitles  a   man  later  to  tell  others  what  to  do  {loc  at.), 

and  that  their  doing  what  he  tells  them  reduces  their  debt  to  him  {ibid.,  p.  298). 

But  the  two  points  together  conflict  with  his  statements  quoted  above. 
Ibid ,   p.  151. 
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benefits  as  much  as  the  rest  do  from  their  following  his  good  sug- 

gestions, rather  than  somebody  else’s  poorer  ones,  the  comphance 
his  contributions  earn  him  constitutes  a   surplus  profit  of  leadership. 

Status  as  Expendable  Capital 

Status  can  be  considered  as  capital,  which  an  individual  can  draw 

on  to  obtain  benefits,  which  is  expended  in  use,  and  which  can  be 

expanded  by  profitably  investing  it  at  interest.  Thus,  sociable  inter- 
course tends  to  occur  predominantly  among  people  whose  social 

standing  is  roughly  equal.^^  This  is  due  in  part  to  differences  in  style 
of  life  between  social  classes,  which  impede  relaxed  sociability  lie- 
tween  widely  different  classes,  and  in  part  to  the  deference  owed 

superiors,  which  too  hampers  easy  socializing.  Sometimes,  however, 

individuals  are  willing  to  put  up  witli  these  discomforts,  because  tliey 
find  it  gratifying  to  be  accepted  by  superiors  as  sociable  companions. 
The  striver  is  an  extreme  example  of  this  tendency,  although  it  should 

be  noted  that  the  individual  who  appears  a   striver  is  a   poor  one  in- 

deed, but  few  of  us  are  entirely  free  of  it.  The  person  is  rare  who 
would  not  enjoy  an  invitation  to  a   dinner  at  the  White  House.  The 

fact  that  many  people  find  it  rewarding  to  associate  with  superiors 

means  that  those  of  superior  status  can  furnish  rewards,  and  expect 

a   return  for  them,  merely  by  associating  with  otliers  of  lower  status."’ 
The  same  principle  holds  for  power.  The  subordination  of  a   person 

who  has  power  over  many  others  is  more  valuable  dian  the  subordi- 

nation of  one  witli  little  or  no  power,  just  as  acceptance  by  a   prestige- 
ful person  is  usually  more  highly  valued  than  acceptance  by  one  with 

little  prestige.  The  subordination  of  a   powerful  person  has  a   multi- 
plier effect  on  the  power  of  the  one  to  whom  he  submits,  since  it 

usually  carries  witli  it  the  subordination  of  those  over  whom  he  has 

power.  This  is  how  power  hierarchies  tliat  are  not  formally  instituted 

emerge.  In  political  conventions,  for  example,  the  delegate  who  has 

the  power  to  deliver  a   large  block  of  votes  is  a   more  valuable  sup- 

porter of  a   candidate— that  is,  contributes  more  to  a   candidate  s   power 

Ibid ,   pp.  320-331,  where  several  empirical  findings  in  support  of  this  state- 
ment are  cited. 

Ibid.,  pp‘.  366-370,  and  Blau,  The  Dynamics  of  Bureaucracy  (2d  ed.). 
University  of  Chicago  Press,  1963,  pp.  146-150.  Similarly,  since  infenors  usually 

take  the  initiative  in  approaching  superiors,  “if  you  can  get  anotlier  man,  hitherto 
considered  your  equal,  to  come  to  your  office  rather  than  your  gomg  to  his,  to 

discuss  some  problem,  you  are  to  that  extent  one-up  on  him.”  Homans,  op  cit, 
p.  202. 
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—than  the  one  who  can  only  offer  his  own  vote.  The  process  may  be 

more  subtle  and  thus  have  still  wider  repercussions.  Tlie  powerful 

delegate’s  reputation  and  tlie  weight  of  his  support  may  influence 
otlier  delegates  who  are  not  pledged  to  him  and  who  are  not  directly 

under  his  power  to  vote  for  the  candidate  to  whom  he  throws  his 

support.^^  Inasmuch  as  a   powerful  person’s  wilhngness  to  accept  a 
subordinate  posibon  is  more  valuable  than  that  of  a   powerless  one, 

the  powerful  can  expect  more  rewards  for  doing  so  tlian  the  power- 
less. 

Status,  hke  capital,  is  expended  in  use.  An  individual’s  prestige 
depends  largely  on  his  class  position,  that  is,  on  the  prestige  of  those 

who  accept  lum  and  sociahze  with  him  as  an  equal.  If  he  associates 

ivith  persons  of  superior  prestige  on  an  egalitarian  basis,  this  helps  to 
raise  his  own,  which  is  the  reason  it  is  rewarding  to  associate  with 

prestigeful  people.  By  the  same  token,  an  individual  who  regularly 

socializes  with  others  of  inferior  prestige  is  in  danger  of  being  con- 

sidered by  the  community  to  be  on  their  level  and,  hence,  of  losing 

prestige.  ’The  rewards  he  can  obtain  from  socializing  with  social  in- 
feriors who  prize  associating  with  him— for  instance,  from  the  defer- 

ence they  accord  him  in  social  interaction— entails  the  possible  cost 
of  losing  social  standing.  Correspondingly,  the  person  who  submits  to 

another’s  power  is  not  only  no  longer  his  own  master  but  also  indi- 
cates to  others  that  his  strength  is  not  as  great  as  they  might  have 

tliought,  which  may  well  encourage  them  to  comply  less  strictly  with 

his  requests  in  the  future.  ’These  losses,  in  addition  to  his  submission 
itself,  are  the  price  he  pays  for  using  his  power  over  subordinates  to 

obtain  benefits  from  a   superior. 

There  is,  however,  a   more  direct  e.xpenditiire  of  power.  By  direct- 
ing others  to  do  what  he  wants,  a   person  enables  them  to  discharge 

their  obligations  to  himself  for  whatever  services  he  has  rendered 

them,  thereby  depleting  his  power  over  them,  although  continuing 

sendees  to  them  would  replenish  his  power.  Moreover,  people  submit 

to  a   superior’s  power  because  all  other  alternatives  they  have  are  still 
less  attractive  to  them.  By  exercising  power  and  making  demands  on 

subordinates,  a   superior  makes  remaining  under  his  power  less  attrac- 
tive and  alternatives  to  it  relatively  more  attractive  than  they  were 

before,  thus  decreasing  his  subordinates’  dependence  on  which  his 
power  rests. 

For  an  analysis  of  the  circulabon  and  expansion  of  influence  and  power,  see 

Parsons,  “On  the  Concept  of  Influence,’’  and  James  S   Coleman’s  "Comment, 
Public  Opinion  Quarterhj,  27  (1963),  37-92,  esp.  pp.  72-73 
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A   person  with  a   large  capital  can  live  on  its  interest  without  using 
up  any  of  it,  and  the  case  of  the  person  whose  superior  social  status 

IS  pronounced  and  secure  is  analogous  The  upper-class  Brahmin  can 

freely  associate  with  middle-class  friends  should  he  find  it  rewarding, 
since  his  secure  social  position  is  not  in  the  least  endangered  by 

doing  so.  But  the  parvenue  who  still  seeks  to  prove  that  he  belongs 

to  the  upper  class  must  do  so  by  socializing  with  others  who  evidently 
do  belong  and  thus  tends  to  be  reluctant  to  risk  his  insecure  social 

standing  by  being  seen  with  middle-class  associates.  An  interviewing 
study  of  psychiatrists  (who  were  generally  acknowledged  to  be  the 

superior  group),  psychologists,  and  social  workers  found  that  psy- 

chiatrists of  high  status  (measured  by  self-perceived  power)  thought 
more  highly  of  psychologists  and  social  workers  and  showed  more 

interest  in  associating  with  them  than  low-status  psychiatrists  did.*‘ 
Although  the  medical  degree  makes  the  position  of  psychiatrists  im- 

mune to  any  threat  by  psychologists  or  social  workers,  it  tends  to 

require  a   secure  status  in  the  superior  stratum  to  feel  free  to  express 

approval  of,  and  associate  with,  the  members  of  the  subordinate  strata. 

Superiors  obtain  much  satisfaction  from  associating  with  inferiors, 

who  usually  look  up  to  them  and  follow  tlieir  suggestions.  The  re- 

wards that  high  status  yields  are  undoubtedly  an  incentive  for  en- 

gaging in  social  intercourse,  which  may  be  a   main  reason  why  socio- 

economic status  has  been  consistently  found  to  be  directly  correlated 

with  social  participation,  specifically,  with  membership  in  voluntary 

associations,  active  participation  within  them,  and  participation  in 

discussions  of  various  sorts.^’  But  insecure  superior  status,  which  can 
be  jeopardized  by  social  contacts  with  others  of  lower  status,  puts 

pressure  on  individuals  to  forego  these  satisfactions.  Only  firmly 

grounded  social  standing  enables  a   person  to  benefit  from  such  social 

contacts  without  the  risk  of  losing  his  superior  status  or  some  of  it. 

The  case  of  power  is  again  closely  parallel.  If  an  individual  has 

Alvin  Zander,  Arthur  R.  Cohen,  and  Ezra  Stotland,  “Power  and  the  Relations 

Among  Professions,”  in  Cartwright,  op.  cit.,  pp.  15-34 

25  On  voluntary  associabons,  see  Mirra  Komarowski,  "The  Voluntary  Associa- 

tions of  Urban  Dwellers,”  in  Logan  Wilson  and  William  Kolb,  Sociological 
Analysis,  New  York:  Harcourt,  Brace,  1949,  pp.  378-392,  on  unions,  see  WiUiam 

Spinrad,  “Correlates  of  Trade  Union  Participation,”  American  Sociological  Review, 
25  (1960),  237-244;  on  participabon  m   discussions,  see  Fred  L.  Strodtbeck,  Rita 

M.  James,  and  Charles  Hawkins,  “Social  Status  in  Jury  Dehberabons,”  American 
Sociological  Review,  22  (1957),  713-719,  William  A.  Caudill,  The  Psychiatric 

Hospital  as  a   Small  Society,  Cambridge.  Harvard  University  Press,  1958,  pp  243- 
252,  295-296,  and  Blau,  op.  cit.,  p.  154. 
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much  power  over  others,  which  means  that  they  are  obligated  to  and 

dependent  on  him  for  greatly  needed  benefits,  tliey  will  be  eager  to 

do  his  bidding  and  anticipate  his  wishes  m   order  to  maintam  his  good 

will,  particularly  if  there  are  still  others  who  compete  for  the  benefits 

he  supphes  them.  If  an  individual  has  httle  power  over  others,  how- 

ever, they  will  be  less  concerned  witli  pleasing  him,  and  he  may  even 

have  to  reimnd  them'  that  they  owe  it  to  him  to  follow  his  requests.^® 
Such  reminders  demonstrate  to  tliem  that  he  really  needs  the  services 

they  render  him,  just  as  they  need  his  services,  which  implies  that 

the  relation  between  him  and  tliem  is  not  one  of  unequal  power  but 

one  of  egalitarian  exchange.  The  power  of  accumulated  obhgations.is 

depleted  by  asking,  otliers  to  repay  tlieir  debts,  because  doing  so 

transforms,  at  least  in  part,  the  power  relations  into  exchange  rela- 

tions, which  presume  relative  equahty  of  status.  Great  inequality  of 

power  typically  obviates  tlie  need  for  such  reminders,  and  tlie  pro- 
found obligations  on  which  it  rests  cannot  be  fully  repaid  by  the 

services  furnished  at  any  one  time,  tlins  keeping  tlie  others  continually 

indebted.  Tlie  great  power  produced  by  a   large  asset  of  obligations 

permits  a   person  to  hve  on  its  interest  without  depleting  it.  Indeed, 

if  he  is  willing  to  risk  some  of  it,  he  can  increase  it  further. 

An  individual  who  has  power  over  an  entire  group  can  coordinate 

their  activities  in  tlie  pursuit  of  various  ends  by  telling  each  what 

to  do.  This  principle  underlies  political  government,  formal  organiza- 
tions generally,  and  also  the  organizing  activities  of  informal  leaders. 

By  giving  orders  to  otliers  and  imposing  his  will  upon  tliem,  the 

ruler  or  leader  cashes  in  on  some  of  tlie  obligations  they  owe  him  for 

whatever  services  he  has  rendered  and  tlius  depletes  his  power. 

Actually,  coordination  often  entails  credit,  tliat  is,  compliance  with 

demands  in  excess  of  obhgations.-^  But  if  the  coordination  is  effective, 
it  furthers  the  achievement  of  some  goals,  that  is,  it  brings  rewards 

that  would  not  have  been  obtained  otlierwise.  These  rewards  may  be 

indivisible— a   country’s  national  strength,  the  trophy  of  the  winning 
team— or  allocated  by  outside  authority— the  earnings  of  the  workers 

in  a   unit  under  the  group  incentive  system.  In  these  cases  the  bene- 

fits group  members  derive  due  to  the  leader’s  effectiveness  more  than 

Homans,  op.  cit ,   pp.  298-299,  on  a   gang  leader’s  reluctance  to  call  in  the 
debts  of  his  followers  to  him  lest  his  dominant  position  suffer,  see  Whyte,  op.  cit., 

pp  106-107. 

“Force  alone  can  establish  Power,  habit  alone  can  keep  it  in  being,  but  to 
expand  it  it  must  have  credit— a   tiling  which,  even  m   its  earher  life,  it  finds  useful 

and  has  generally  received  in  practice.”  Bertrand  de  Jouvenel,  On  Power,  New 
York:  Vikmg,  1949,  p.  25. 
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replenish  his  credit  and  their  obhgations  to  him,  which  were  partly 
used  up  by  their  compliance  with  his  directives.  If  the  rewards  are 

divisible,  as  illustrated  by  the  income  of  the  firm  or  the  political 
offices  of  the  winning  party,  the  leader  can  distribute  some  of  the 

extra  benefits  resulting  from  his  contribution  to  his  subordinates  and 

still  maintain  a   surplus  for  himself,  increasing  his  power  over  subor- 

dinates while  making  special  profits  besides,  whether  they  are  finan- 

cial or  the  highest  pohtical  office.  Should  his  guidance  prove  unre- 

warding, however,  he  will  lose  power  over  followers.  If  the  leader 

has  used  up  their  obligations  to  him  and  they  have  nothing  to  gain 
by  remaining  under  liis  direction,  he  will  even  cease  to  be  their  leader. 

Without  having  money  to  pay  employees  a   person  cannot  remain 

their  employer,  without  having  patronage  to  dispense  to  “ward  heel- 

ers” he  cannot  remain  their  pohtical  boss;  without  winning  some 
contests  for  the  gang  he  cannot  remain  its  leader.  It  is  by  taking  this 

risk  of  losing  some  or  aU  his  power  that  tlie  superior  earns  surplus 
profits,  in  the  form  of  increased  power  and  other  rewards,  if  the 

chances  he  takes  pay  off.^®  A   person  with  great  power  can  more  easily 
risk  some  of  it  to  gain  more;  hence  the  rich  in  power  tend  to  get 
richer  in  power. 

Very  high  status,  firmly  rooted  in  large  resources  and  in  the  social 

structure,  is  a   signal  asset,  the  implications  of  which  differ  from  those 

of  slight  superiority  qualitatively  as  well  as  quantitatively.  Superior 
status  that  empowers  a   person  to  command  a   variety  of  services  from 

others  enables  him  to  gain  many  advantages.  But  if  securing  these 

advantages  requires  making  too  stringent  demands,  he  depletes  his 

power  and  endangers  his  status  for  several  reasons.  The  costly  serv- 
ices he  forces  others  to  supply  to  him  may  make  it  profitable  for 

them  to  relinquish  the  benefits  on  which  his  power  rests  in  favor  of 

the  lesser  benefits  that  can  be  had  from  another  person  at  lesser  cost. 

If  he  must  often  prod  others  into  furnishing  services  to  him,  more- 
over, it  shows  them  that  he  is  dependent  on  tliem  and  thus  reduces 

his  power  over  them.  Finally,  his  exploitation  of  subordinates,  though 

they  may  not  be  able  to  escape  from  it,  may  draw  upon  him  com- 
munity disapproval  and  weaken  his  position  in  die  community  at 

large.  The  distinctive  asset  of  vast  power  is  that  it  obviates  the  need 

for  making  excessive  demands  that  undermine  power.  This  means  not 

merely  that  individuals  or  groups  with  much  power  still  have  a   great 

deal  left  after  using  some  of  it,  by  commanding  services,  but  that 

their  exercise  of  power  usually  does  not  deplete  it  at  all  and  often 

2®  Homans,  op.  cit.,  pp.  296-297. 
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actually  helps  them  further  to  enhance  it.  For  highly  superior  status 

and  resources  facihtate  making  profits  by  risking  investments  under 

conditions  of  uncertainty. 

Great  achievements  are  usually  the  result  of  having  taken  risks  in 

striving  for  them  It  is  precisely  when  success  is  uncertain  that  it 

tends  to  be  most  liighly  valued  and  most  generously  rewarded. 

Knight  has  emphasized  that  profit,  strictly  speaking,  is  due  to  uncer- 

tainty and  is  the  reward  for  assuming  responsibifity  for  uncertainty, 

that  is,  for  risking  investments  whose  return  cannot  be  predicted  with 

accuracy  in  advance.^”  People  seem  to  prefer  to  be  sure  of  the  rewards 
they  receive  for  the  services  they  render  and  to  be  willing  to  pay  a 

price  for  such  security.^"  The  entrepreneur  provides  tliis  security  by 
guaranteeing  his  employees  certain  rewards  for  their  services  and 

by  assuming  the  responsibihty  for  deciding  on  investments  under  con- 

ditions of  uncertainty.  The  profits  he  reaps  from  the  enterpnse  are  his 

reward  for  having  taken  these  risks.  Leadership  generally  involves 

making  decisions  whose  outcome  is  uncertain  and  furnishing  services 

expected  to  (but  not  certain  to)  further  the  attainment  of  collective 

objectives.  The  increment  in  power  the  successful  leader  earns  is  his 

reward  for  having  made  these  risky  decisions  and  investments. 

The  larger  the  initial  scope  of  a   man’s  power,  the  easier  it  is  for 
him  to  take  the  risks  that  are  likely  to  augment  his  power.  An  impor- 

tant reason  for  this  is  the  principle  of  insurance.®^  Although  the 
outcome  of  any  single  decision  may  be  quite  uncertam,  it  is  often 

possible  to  predict  mth  a   high  degree  of  accuracy  the  statistical  prob- 

abihty  of  the  outcome  of  a   large  number  of  decisions  of  a   given  land. 

For  example,  while  it  is  difficult  to  estimate  in  advance  whether  a 

single  employee  is  going  to  quit  or  not,  the  proportion  of  several 

thousands  of  employees  who  are  likely  to  quit  m   any  one  year  can 

often  be  predicted  rather  accurately  on  the  basis  of  past  experience. 

Whereas  there  is  uncertainty  concerning  the  single  event  or  decision, 

there  is  virtually  none  concerning  many  events  or  decisions  that  can 

be  grouped  under  a   general  category,  since  the  proportion  of  imsuc- 
cessful  ones  can  be  predicted  in  advance  and  taken  into  account  as 

part  of  the  cost  through  some  form  of  insurance.  Given  a   knowledge 

of  the  proportion  of  unsuccessful  outcomes— for  example,  warehouses 

atmually  destroyed  by  fire  or  quitting  rate  of  experienced  employees— 

Frank  H   Knight,  Risk,  Uncertainty  and  Profit  (2d  ed.),  Boston  Houghton 

MifiBin,  1933,  esp  chapters  i,  u,  and  viu 

See  Herbert  A.  Simon,  Models  of  Man,  New  York  Wiley,  1957,  pp.  183-195 
Knight,  op  ext ,   chapter  vu 



138  Differentiation  of  Fower 

the  man  with  a   large  number  of  investments  can  completely  assure 

himself  against  loss  and  does  not  operate  under  uncertainty  at  all, 
but  this  knowledge  does  not  reheve  the  man  with  a   single  investment 

of  uncertainty  (unless  he  buys  insurance  from  another  with  suffi- 

ciently large  investments  to  provide  it).  The  man  with  one  investment 

risks  it  and  may  lose  all,  while  the  man  with  many  investments  dis- 

counts a   proportionate  loss  and  assumes,  in  fact,  no  risk.  In  other 
words,  the  sheer  scope  of  a   mans  operations  or  power  decreases 

the  risk  involved  in  assuming  what  is,  in  absolute  terms,  the  same 

amount  of  risk.  The  consequent  security  of  individuals  with  much 

power  and  resources  makes  them  less  responsive  to  social  pressures 
but  also  more  tolerant  toward  inferiors  and  outsiders  than  are  those 

whose  superior  status  rests  on  less  secure  foundations. 

"In  the  Soudi  the  master  is  not  afraid  to  raise  the  slave  to  his  own 
standing,  because  he  knows  that  he  can  reduce  him  m   a   moment  to 

the  dust  at  his  pleasure.  In  the  North  the  white  no  longer  distmctly 
perceives  the  barrier  that  separates  him  from  the  degraded  race,  and 

he  shuns  the  Negro  with  the  more  pertinacity  since  he  fears  lest  they 

should  some  day  be  confounded  together.”  If  this  observation  of 
de  Tocqueville  does  not  exactly  correspond  to  the  situation  any  more, 

it  is  because  Negroes  are  no  longer  slaves  and  the  advances  they 

have  made  in  the  last  century,  disappointingly  small  though  they  are 
in  view  of  our  democratic  values,  have  made  them  a   threat  to  the 

superior  status  of  the  whites  in  the  South,  except  to  those  in  the 

highest  social  strata,  who  are  generally  more  tolerant  toward  Negroes 

than  lower-class  Southerners.  A   group’s  tolerant  attitude  toward,  and 
encouragement  of,  the  efforts  of  another  group  to  raise  its  power  and 

social  standing  requires  that  the  first  group’s  secure  social  status  is 
not  endangered  by  these  efforts.®®  There  is  something  smug  about 

tolerance,  despite  best  intentions,  since  it  implicitly  asserts  one’s  own 
superiority.®*  Our  attitudes  toward  opponents  and  deviants,  too,  can 

®2  Alexis  de  Tocqueville,  Democracy  in  America,  New  York:  Vintage,  1954, 
Vol.  I,  374. 

®®  See  de  Jouvenel,  op.  ctt.,  pp.  345-346. 

®*  John  Updike  illustrates  this  aspect  of  tolerance  nicely  in  a   story  about  a 
conversation  the  only  white  woman  resident  on  an  island  has  with  the  husband 

of  one  of  the  few  white  tourist  couples  there.  Thus,  the  woman  talks  about  his 

wife  and  the  attitude  of  the  Negro  inhabitants  to  her:  “   ‘You  see  how  dark  she  is,’ 

she  explained.  ‘How  tan  .   .   .   They  say  your  wife’s  being  part  Negro  has  kept 

you  out  of  the  hotels  on  the  better  islands.’”  Later,  wondering  about  his  defen- 
siveness in  answer  to  diis  remark,  the  husband  reflects  what  the  attitude  of  his 

progressive  wife  would  have  been:  "His  seriousness  had  been  unworthy  of  her. 
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remain  permissive  only  as  long  as  we  do  not  feel  threatened  by  them; 

once  their  actions  are  experienced  as  a   threat,  we  can  hardly  help 

becoming  intolerant  toward  them,  often  fiercely  so. 

The  social  conditions  of  tolerance  can  be  illustrated  by  the  differ- 

ence between  what  might  be  called  the  “psychiatric”  and  the  “pohti- 

cal”  orientation  toward  offenders  of  basic  values.  The  psychiatric 
orientation  toward  delinquents  conceives  of  them  as  individuals  with 

personality  problems  who  should  be  helped  and  not  punished.  Al- 

though such  an  orientation  is  most  appropriate  for  the  sex  deviant, 

the  parents  of  children  immediately  threatened  by  his  activities  can 

rarely  muster  such  a   tolerant  attitude  toward  him,  not  to  speak  of 

the  parents  of  children  who  have  actually  been  attacked  by  him. 

Hitler  was  undoubtedly  a   person  who,  though  not  insane,  had  serious 

personality  defects  that  deserved  psychiatric  treatment.  But  the  Jews, 

and  later  most  of  the  world,  could  not  and  did  not  think  of  him  as  a 

pitiful  neurotic  who  should  be  cared  for  but  as  a   dangerous  foe  who 

should  be  crushed.  The  power  he  held  to  subjugate  people  had  to 

be  taken  seriously,  which  made  any  psychiatric  understanding  of  his 

maladjusted  personahty  completely  irrelevant  and  requured  instead 

a   pohtical  orientation  to  him  as  an  opponent.  This  extreme  illustra- 
tion serves  to  highhght  the  principle  that  for  people  to  be  tolerant 

of  the  actions  of  others,  the  latter  must  not  have  the  power  to  subju- 

gate them  or  to  endanger  their  security;  if  they  do,  intolerance  is 

required  to  avert  the  threat. 

Intolerance  is  an  admission  of  weakness  that  acknowledges  the 

power  of  another,  just  as  tolerance  is  a   sign  of  strength  that  confirms 

the  other’s  inferiority.  Power  over  others  is  greatly  desired  by  many 
men,  since  it  is  a   generahzed  means  with  the  aid  of  which  a   large 

variety  of  objectives  can  be  accomphshed,  and  since  the  abihty  to 

impose  one’s  will  on  others  often  comes  to  be  valued  in  its  own  right. 
A   man  can  demonstrate  his  power  to  himself  and  to  the  world  by 

forcing  others  to  take  his  threats  seriously.  By  treating  the  juvenile 

delinquent  as  a   boy  in  need  of  rehabilitation,  we  deny  his  claim  to 

being  a   strong  man  through  our  condescending  tolerance.  We  cannot 

remain  equally  permissive  m   the  face  of  the  gangster  or  fascist 

She  would  have  wanted  him  to  say  yes,  her  grandfather  picked  cotton  m   Alabama, 
m   America  these  things  are  taken  for  granted,  we  have  no  problem.  But  he  saw, 

like  something  hving  ghmpsed  in  a   liquid  volume,  that  the  comedy  of  this  re- 

sponse depended  upon,  could  only  live  withm,  a   vast  unconscious  pride  of  race.” 
“The  Doctor’s  Wife,”  in  Pigeon  Feathers,  New  York-  Knopf,  1962,  pp.  208-209. 
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hoodlum,  who  poses  a   more  serious  threat  to  our  lives  and  fortunes 

and  freedom,  yet  our  intolerant  opposition  to  him  in  attempts  to  sup- 

press him  serves  to  validate  tlie  power  that  he  craves.  The  gangster’s 

or  fascist’s  power  over  followers  has  its  source  in  the  rewards  they 
derive  from  following  him,  whether  these  are  material  or  ideological, 
and  their  willingness  to  do  his  bidding  gives  him  coercive  power  in 

the  community.  Endeavors  to  suppress  his  power,  as  long  as  they  are 
unsuccessful,  confirm  and  reinforce  it,  for  they  show  others  the 

apparent  futility  of  resistance  and  tempt  them  to  submit  to  him. 

Power  is  undeniable,  and  its  serious  threats  must  be  opposed,  but 

unsuccessful  opposition  further  strengthens  it. 

Conclusions 

Imbalances  of  obligations  incurred  in  social  transactions  produce 

diflFerences  in  power.  Unreciprocated,  recurrent  benefits  obligate  the 

recipient  to  comply  with  the  requests  of  the  supplier  and  thus 

give  the  latter  power  over  the  former.  The  conditions  of  power 

are  defined  by  the  four  basic  alternatives  to  it.  One  method  for  ob- 
taining needed  benefits  from  a   person  who  can  furnish  them  is  to 

provide  services  he  needs  in  return.  This  raises  the  problems  of  the 

exchange  processes  that  develop  and  of  the  distribution  of  resources 

in  a   community  that  governs  them  and  is  modified  by  them.  A   second 

possibility  is  to  obtain  the  needed  benefits  from  another  source.  Trac- 

ing the  implications  of  this  alternative  leads  to  the  study  of  competi- 
tive processes,  of  the  exchange  rates  that  become  established  in  social 

structures,  and  of  monopolization.  Third,  benefits  can  be  secured  by 

force.  This  fact  calls  attention  to  the  difiFerentiation  of  power  in  a 

group  or  society,  to  the  organizations  in  which  power  is  mobilized, 

and  to  political  processes  and  institutions.  Fourth,  benefits  can  be 

renounced  and  the  need  for  them  can  be  overcome,  notably  when 

identification  with  profound  ideals  makes  material  satisfactions  ap- 
pear relatively  insignificant.  The  implications  here  point  toward  the 

analysis  of  common  values,  changing  needs,  and  the  emergence  of 
ideologies  in  various  social  situations. 

'The  four  conditions  of  power  are  circumscribed  by  the  absence  of 
these  four  alternatives.  If  men  have  insufficient  resources,  if  no  satis- 

factory alternatives  are  available  to  them,  if  they  cannot  use  coercive 

force,  and  if  their  needs  are  pressing,  a   person  or  group  who  can 

supply  benefits  that  meet  these  needs  attains  power  over  them.  Under 

these  conditions,  their  subordination  to  his  power  is  inescapable. 
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since  iie  can  make  the  fulfillment  of  essential  needs  contingent  on 

their  compliance. 

Differentiation  of  power  arises  in  the  course  of  competition  for 

scarce  goods.  In  informal  groups,  the  initial  competition  is  for  par- 

ticipation time,  w'hich  is  scarce,  and  which  is  needed  to  obtain  any 
social  reward  from  group  membership  In  communities  the  primitive 

competition  is  for  scarce  means  of  livelihood  At  first,  all  members  of 

the  coIlecti\ity  compete  against  all  others,  but  as  status  differences 

emerge  in  consequence  of  differential  success  in  the  initial  competi- 
tion, the  object  of  the  competition  changes,  and  exchange  relations 

become  differentiated  from  competitive  ones.  Those  successful  in  the 

earlier  stages  of  competition  tend  to  compete  later  for  dominant  posi- 
tions and,  in  communities,  for  movement  into  higher  social  classes, 

while  the  unsuccessful  ones  cannot  compete  with  them  for  dominance 

but  become  their  exchange  partners,  who  receive  instrumental  bene- 

fits in  exchange  for  subordination  and  status  support.  In  class  struc- 
tures of  communities,  the  exchange  relations  between  members  of 

different  classes  or  substrata  complement  and  support  their  respective 

competitive  struggles  for  social  status.  Public  recognition  that  a   per- 
son belongs  to  a   given  stratum  in  the  hierarchy  of  classes  consolidates 

his  social  status. 

Not  all  types  of  influence  reflect  power  to  impose  one’s  will  on 
anoflier.  Inducing  a   person  to  render  a   ser\’ice  by  rewardmg  him  for 
doing  so  does  not  involve  exercising  power  over  him,  unless  con- 

tinuing rewards  obhgate  him  not  only  to  furnish  services  but  also  to 

comply  with  directives  Moreover,  a   person  w’hose  advice  others 
follow  influences  them  without  imposing  his  will  on  them.  In  con- 

trast, the  person  whose  orders  others  follow  does  exercise  power  over 

them.  His  orders  prompt  them  to  do  what  he  wants,  whereas  his 

advice  permits  them  to  do  better  what  they  want  His  advice  benefits 

tiiem  and  thus  obligates  them  to  him;  it  does  not  entail  tiie  exercise 

of  power,  though  it  may  well  be  a   source  of  power.  On  the  other 

hand,  their  compliance  with  his  orders  benefits  him  and  thus  dis- 

charges their  obligations  to  him;  it  does  entail  an  exercise  of  powder, 
and  it  depletes  the  power  in  the  process. 

Power  is  expended  in  use,  but  it  can  be  inv'ested  at  some  risk  to 
vield  more  power.  A   person  who  calls  on  others  to  discharge  their 

obligations  to  him  reveals  his  dependence  on  their  services  and  weak- 

ens his  power  ov^er  them.  But  if  a   man  has  much  power,  he  need  not 
remind  subordinates,  who  are  eager  to  maintain  his  good  will,  to 

discharge  their  obligations,  and  he  can  use  his  power  to  organize 
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^   SIX 
Expectations 

Oft  expectation  fails,  and  most  oft  there 

Where  most  it  promises. 

Shakespeare,  All’s  Well  that  Ends  Well 

The  satisfactions  human  beings  experience  in  then:  social  associa- 
tions depend  on  the  expectations  they  bring  to  them  as  well  as  on  the 

actual  benefits  they  receive  in  them.  The  man  who  expects  much 

from  his  associates  is  more  easily  disappointed  in  them  than  the  one 

who  expects  httle,  and  the  same  degree  of  friendhness  might  attract 

the  first  man  to  other  people  and  discourage  the  second  from  asso- 
ciating with  them.  These  expectations  of  social  rewards,  m   turn,  are 

based  on  the  past  social  experience  of  individuals  and  on  the  refer- 
ence standards  they  have  acquired,  partly  as  the  result  of  the  benefits 

they  themselves  have  obtained  in  the  past  and  partly  as  the  result  of 

learning  what  benefits  others  in  comparable  situations  obtain. 

The  fact  that  an  individual  derives  outstanding  rewards  from  asso- 
ciating with  others  increases  his  attraction  to  tliem,  his  dependence 

on  them,  and,  in  the  long  run,  his  level  of  expectation  concerning 

what  constitutes  satisfactory  social  relations.  The  superior  gratifica- 
tions that  attract  an  individual  to  some  associates  simultaneously 

make  other  associates  comparatively  unattractive,  thereby  making 

him  dependent  on  those  who  provide  superior  gratifications.  The 

group  whose  acceptance  is  more  rewarding  than  any  other’s  creates 
such  dependence,  as  does  the  girl  whose  love  is  most  rewarding,  and 

the  employer  whose  job  is  most  rewarding.  As  people  become  accus- 
tomed to  a   certain  level  of  social  gratification,  which  they  may  have 
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initially  considered  extraordinary,  they  come  to  take  it  for  granted 
and  to  expect  at  least  that  much  gratification  from  their  associates  m 

the  future.  The  emotional  support  in  early  love  relations,  the  con- 

genial camaraderie  with  previous  companions,  the  salary  of  the  pres- 
ent job  become  minimum  standards  of  expectations  that  define  future 

satisfaction.’^ 
The  groups  with  which  an  individual  is  in  contact  furnish  another 

set  of  reference  standards  that  influence  these  expectations  of  social 

rewards.  Human  beings  learn  not  only  from  their  own  experience,  as 
animals  do,  but  also  by  acquiring  knowledge  through  symbolic  com- 

munication, as  animals  do  only  in  very  rudimentary  form.  Individuals 

compare  themselves  with  others  hke  themselves  whom  they  know  or 

whom  they  know  about,  in  tlieir  own  groups  and  sometimes  also  in 

groups  to  which  they  aspire  to  belong,  and  their  knowledge  of  tlie 
rewards  these  others  receive  in  social  life  affect  the  level  of  social 

reward  they  expect  to  be  able  to  claim.  Given  such  comparisons, 
individuals  who  receive  high  rewards  in  groups  where  others  do  too 

are  likely  to  be  less  satisfied  with  their  attainment  than  individuals 

who  are  no  better  off,  or  perhaps  even  worse  off,  but  who  find  them- 

selves in  groups  where  others  receive  fewer  rewards. 

The  study  of  exchange  processes  in  social  associations  must  take 

into  account  die  ways  in  which  the  values  of  the  rewards  being  ex- 

changed are  modified  by  the  expectations  of  the  participants  and, 

ultimately,  by  the  previous  distribution  of  rewards  that  governs  these 

expectations.  This  chapter  is  concerned  with  these  problems.  After 

distinguishing  various  types  of  expectations,  the  influence  of  accumu- 

lated rewards  on  the  anticipation  of,  and  satisfaction  with,  future 

rewards  will  be  analyzed.  Not  only  the  rewaids  an  individual  has 

received  himself  in  the  past  but  also  the  prevailing  rate  at  which 

rewards  are  obtained  for  services  in  his  groups  and  reference  groups 

tend  to  influence  the  rewards  he  expects  for  his  services.  The  rela- 

tionship between  these  expectations  based  on  going  rates  of  exchange 

and  social  norms  of  fairness  will  be  discussed.  Finally,  the  problems 

posed  by  social  attachments  to  groups  and  organizations  and  the 

^   In  the  conception  of  John  W.  Thibaut  and  Harold  H.  Kelley,  the  difference 
between  these  companson  standards  and  the  rewards  obtained  in  a   given  social 

relationship  determines  satisfaction  with  and  attraction  to  it,  whereas  the  differ- 
ence between  the  rewards  obtained  and  those  available  m   alternative  social  rela- 

tions determines  dependence  on  the  given  relationship.  The  definition  of  an  in- 
voluntary social  relationship  is  that  a   person  is  dependent  on  but  not  attracted 

to  it.  The  Social  Fsijchology  of  Groups,  New  York:  Wiley,  1959,  pp.  21-24 
81-82. 
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immobility  they  produce  will  be  examined.  The  central  focus  of  the 

chapter,  then,  is  the  impact  of  past  rewards,  received  by  individuals 

themselves  or  others  m   their  environment,  on  the  expectations  of  and 

reactions  to  subsequent  rewards. 

Expectations  and  Associations 

Three  types  of  expectations  of  social  rewards  can  be  distinguished. 

The  first  is  the  “general  expectation”  an  individual  has  of  the  total 
benefits  he  will  achieve  in  various  aspects  of  his  social  life— the  in- 

come he  expects  in  his  career,  the  emotional  support  he  expects  from 

his  family,  the  social  status  he  hopes  to  attain  in  his  community. 

General  expectations  distinguish  achievements  that  are  experienced 

as  success  from  those  tliat  are  expenenced  as  failure,  and  differences 

between  these  expectations  make  die  same  achievement  a   success  for 

one  person  and  a   failure  for  another.  Usually,  however,  general  ex- 

peetations  range  from  a   level  of  minimum  need,  without  the  attain- 

ment of  which  an  individual  will  be  dissatisfied  and  frustrated,  to  a 

level  of  maximum  aspirations,  without  die  pull  of  which  he  would 

cease  to  strive  for  improvements  once  his  minimum  needs  have  been 
met. 

General  expectations,  which  define  achievement  needs  and  aspira- 

tions, are  governed  by  prevailing  values  and  social  standards,  and 

by  the  previously  experienced  attainments  of  individuals.  Research 

on  levels  of  aspirations  illustrates  these  two  influences  One  consistent 

finding  is  that  most  individuals  who  successfully  attain  their  level  of 

aspiration  in  the  performance  of  a   task  raise  their  aspiration  level, 

whereas  most  of  those  who  fail  to  attain  their  level  of  aspiration  lower 

it.-  Besides,  the  known  social  standards  of  achievement  in  a   group 
typically  affect  the  level  of  aspiration  of  its  members,  and  so  does 

knowledge  of  the  prevailing  standards  of  other  groups.  Specifically, 

a   given  standard  of  attainment  of  another  group  tends  to  raise  aspira- 
tion levels  if  that  group  is  considered  inferior  and  tends  to  lower 

them  if  it  is  considered  superior.®  A   strong  cultural  emphasis  on 
achievement,  such  as  that  manifest  in  the  ideology  that  any  good 

man  can  achieve  financial  success  and  should  try  to  do  so,  creates 

high  general  expectations,  with  impending  frustrations  for  many 

2   Kurt  Lewin,  Tamara  Dembo,  Leon  Festinger,  and  Pauline  S   Sears,  "Level 

of  Aspiration,”  m   J   McV.  Hunt,  Personality  and  the  Behavior  Disorders,  New 
York.  Ronald  Press,  1944,  Vol.  I,  337-340. 

®   Ibid ,   pp.  340-343 
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whose  achievements  might  have  been  satisfactory  had  it  not  been 

for  their  high  expectations.^  The  impact  of  failure  on  the  individual’s 
effort  probably  depends  on  the  duration  of  the  experience  in  relation 
to  his  capacity  to  cope  with  frustration  for  extended  periods.  Ini- 

tially,  dissatisfaction  with  achievements  and  rewards  is  likely  to  be 

a   spur  to  greater  effort,  but  continuing  inabihty  to  attain  important 
objectives  tends  to  lead  to  resignation  and  embitterment.  In  other 

words,  prolonged  failure  to  reach  general  expectations  is  apt  to  pro- 
duce a   drop  in  them,  which  is  often  accompanied  by  permanent  dis- 

satisfaction and  alienation. 

A   second  type  is  the  “particular  expectation”  an  individual  has  of 
a   given  other  person,  his  behavior  and  the  rewards  that  associating 
with  him  would  bring.  These  role  expectations  contain  two  distinct 

elements:  the  expectation  that  the  other’s  conduct  conform  to  ac- 
cepted social  standards,  otherwise  he  would  not  make  an  enjoyable 

companion,  and  the  expectation  that  associating  with  him  would 

furnish  particular  rewards,  more  or  less  than  associating  with  some- 

one else.  'The  early  impression  an  individual  makes  on  others  deter- 
mines what  social  benefits,  if  any,  they  anticipate  deriving  from 

associating  with  him  and  thus  idieir  initial  attraction  to  him.  Their 

expectation  of  benefits  as  well  as  their  expectation  of  conformity 
constitute  standards  that  he  must  live  up  to  in  order  to  gain  their 
approval.  The  strength  of  the  initial  attraction  of  individuals  to  an- 

other depends  on  the  difference  between  their  particular  expectations 

of  him  and  their  general  expectations.  If  they  expect  him  to  furnish 

all  the  advice  they  need,  for  example,  they  wiU  be  highly  attracted 

to  him  as  a   consultant.  If  they  expect  some  advice  from  him,  but  not 

all  they  need,  and  he  lives  up  to  their  expectations,  they  will  be  satis- 

fied, although  they  wiU  continue  to  seek  other  opportunities  to  con- 
sult and  not  develop  an  exclusive  attachment  to  him  as  a   consultant. 

The  term  “comparative  expectation,”  finally,  might  be  used  for  the 
profits  individuals  expect  to  realize  in  social  associations,  that  is, 

dieir  rewards  minus  their  costs.  The  continuing  attraction  of  indi- 

viduals to  social  relations  depends  not  simply  on  the  rewards  they 

derive  but  also  on  the  costs  they  incur  and,  specifically,  on  the  ratio 

between  the  two,  which  determines  how  profitable  the  social  relations 

are  for  them.  Whereas  particular  expectations  differ  for  various  asso- 

ciates, depending  on  one’s  estimation  of  their  ability  and  willingness 
to  furnish  rewards,  comparative  expectations  constitute  a   common 

*   See  Robert  K.  Merton,  Social  Theory  and  Social  Structure  {2d  ed.),  Glencoe: 
Free  Press,  1957,  chapter  iv. 
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Standard  that  is  independent  of  the  persons  to  whom  it  is  applied 

and  makes  comparisons  between  them  possible.  The  more  profitable 
social  relations  are  in  terms  of  this  standard,  the  more  committed  will 

individuals  be  to  them.'^  These  expectations  of  return  relative  to  in- 
vestment—how  much  income  individuals  with  a   given  level  of  skiU 

expect,  how  much  compliance  is  expected  for  advice,  how  much 

status  can  be  claimed  for  certain  achievements— are  governed  by 
social  norms  that  define  what  fair  rates  of  exchange  are.  Before 

analyzing  these  social  standards  of  exchange,  the  ways  in  which  past 

attainments  of  individuals  and  groups  influence  their  expectations  in 

general  will  be  discussed. 

The  attainments  of  people  modify  their  general  expectations  of 

what  rewards  can  be  realized  and,  indeed,  what  rewards  need  to  be 

realized  to  maintain  satisfaction,  and  these  altered  expectations,  in 

turn,  affect  the  significance  of  future  rewards.  The  achievement  of 

individuals  raises  their  expectations  and  consequently  makes  the 

absence  of  a   certain  level  of  reward  a   deprivation  for  them,  while  it 

previously  was  not.  The  worker  whose  wages  were  raised  from  $100 

to  $120  might  have  been  quite  satisfied  with  $110,  but  when  his  in- 
come is  later  cut  by  $10  he  will  feel  deprived  with  earnings  of  only 

$110,  which  means  that  the  minimum  expectations  aroused  by  his 

higher  income  increased  the  significance  of  the  difference  between 

$110  and  $120  for  him.  Similarly,  the  girl  who  was  very  popular  in 

high  school  probably  suffers  more  from  lack  of  popularity  in  college 

than  the  girl  who  was  not  popular  in  high  school  either.''  Since  cur- 
rent reward  levels  tend  to  define  minimum  expectations,  they  affect 

satisfactions  with  and  reactions  to  a   given  level  of  reward  in  the 
future. 

Two  studies  of  new  top  managers  in  factories,  one  by  Gouldner 

and  one  by  Guest,  illustrate  how  the  past  experiences  of  groups,  by 

affecting  social  expectations,  influence  their  members’  reactions  to 

the  treatment  they  receive  from  others.''  Gouldner  found  that  a   new 
plant  manager,  under  pressure  to  improve  productivity  in  order  to 

impress  his  superiors  in  the  corporation,  felt  that  he  had  to  resort  to 

®   The  expectabon  of  relative  profit  m   parhcular  partnerships  might  he  con- 
sidered a   fourth  type 

®To  avoid  the  interpersonal  comparison  of  utihbes  in  the  example,  the  punst 

might  want  to  change  the  companson  to  read  "than  the  same  girl  did  before  she 

had  become  popular  m   high  school.” 
1   Alvin  W   Gouldner,  Patterns  of  Industrial  Bureaucractj,  Glencoe:  Free  Press, 

1954,  chapters  in,  iv,  and  v,  and  Robert  H.  Guest,  “Managenal  Succession  in 

Complex  Organizations,”  American  Journal  of  Sociology,  68  (1962),  47-54. 
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bureaucratic  procedures  for  this  purpose,  such  as  elaboration  of  rules 

and  close  supervision,  because  he  was  unable  to  command  the  loyalty 
of  the  workers.  In  contrast.  Guest  found  that  a   new  plant  manager 

who  also  was  under  pressure  from  superiors  to  improve  productivity, 
did  so  by  relaxing  bureaucratic  rules  and  thus  promoting  worker 
loyalty.  A   crucial  difference  between  the  two  situations  was  that  the 

predecessor  of  Gouldner’s  manager  had  been  very  lenient  and  had 
commanded  much  loyalty,  whereas  the  predecessor  of  Guest’s  man- 

ager had  been  authoritarian  and  unpopular  with  workers.  The  infer- 
ence that  might  be  drawn  is  that  the  minimum  expectations  aroused 

by  the  treatment  of  the  predecessor  had  to  be  met,  if  not  exceeded, 
by  the  new  manager  to  gain  the  approval  of  the  workers,  and  differ- 

ences in  these  expectations  made  it  difficult  for  the  first  but  easy  for 
the  second  manager  to  command  the  loyalty  of  his  subordinates. 

Since  expectations  govern  satisfaction,  the  attainment  of  rewards 

that  meet  expectations  tends  to  be  more  significant  than  further  in- 

crements that  exceed  them.  Individuals  who  expect  an  income  of 

$10,000,  assuming  for  the  moment  that  their  expectations  and  other 

conditions  remain  constant,  are  likely  to  obtain  more  gratification 

from  the  $1000  raise  from  $9000  to  $10,000  than  from  the  next  $1000 

raise.  This  is  a   mamfestabon  of  the  economic  principle  of  the  ulti- 

mately diminishing  marginal  utility:  “As  a   consumer  increases  the 
consumption  of  any  one  commodity,  keeping  constant  the  consump- 

tion of  all  other  commodities,  the  marginal  utility  of  the  variable 

commodity  must  eventually  decline.”  ®   The  principle  is  similar  to 
that  of  satiation— the  hungry  man  wants  food,  but  once  he  is  full  he 

no  longer  wants  any  more— but  the  physiological  analogy  seems  less 
appropriate  than  the  economic  one  for  the  declining  significance  of 
increasing  social  rewards. 

When  a   man  is  satiated  he  wants  no  more;  if  food  were  forced 

upon  him,  he  would  reject  it;  he  might  vomit;  he  cannot  possibly  eat 

any  more.  Men  are  not  satiated  in  this  sense  with  prestige  or  money 

or  power,  regardless  of  how  much  they  have.  Social  rewards  do  not 

have  a   point  of  complete  satiation;  instead,  as  more  of  them  are 

obtained,  their  significance  declines,  either  gradually  or  more  abruptly. 

The  shape  of  the  marginal  utility  curve  of  social  rewards— specifically, 

whether  it  drops  gradually  or  sharply— depends  on  the  nature  of  the 

expectations.  If  individuals  expect  to  attain  a   certain  goal,  for  exam- 

ple, earn  a   medical  degree  or  earn  enough  money  to  get  married,  the 

8   Kenneth  E.  Boulding,  Economic  Anali/sis  (3d  ed.).  New  York-  Harper,  1955, 

pp.  682-683. 



Expectations  and  Associations  149 

significance  of  increments  in  attainments  probably  rises  to  the  point 

where  the  goal  is  reached  and  dien  drops  sharply.  (Despite  this 
abrupt  drop  there  is  no  satiation;  the  individual  who  had  decided 

he  can  get  married  on  an  income  of  $6000  will  not  therefore  refuse 

a   job  that  pays  him  $6500.)  If,  however,  individuals  expect  greater 
achievements  without  having  specific  goals  that  set  bench  marks  for 

them,  for  example,  to  achieve  wealdi  or  fame  or  power,  the  dechne 

in  the  significance  (marginal  utihty)  of  increasing  rewards  tends  to 
be  more  gradual. 

The  differences  between  the  pnnciple  previously  discussed,  con- 

cerning the  implications  of  "changing  expectations,”  and  die  “mar- 

ginal principle”  should  be  well  noted.  The  marginal  principle  refers 
to  the  eventually  declining  significance  of  rewards  consequent  to 

increasing  attamments,  whereas  the  fiist  principle  refers  to  the  grow- 

ing significance  of  rewards  consequent  to  rismg  expectations  resulting 

from  increasmg  attamments.  Imphcit  in  the  marginal  principle  is  the 

assumption  diat  general  expectations  remain  constant,  although  there 

are  different  levels  ranging  from  minimum  expectations  to  high  or 

virtually  unhmited  aspuations.  Given  this  assumption,  the  significance 

of  growmg  achievements,  although  it  may  first  nse,  declines  as  suc- 
cessive levels  of  expectation  are  reached  and  surpassed.  Removing 

the  restrictive  assumption  of  constant  expectation  requires  taking  into 

account  the  fact  that  increasing  attainments  raise  levels  of  expecta- 

tions. This  rise  in  expectations,  notably  in  mimmum  expectations, 

makes  the  attainment  of  sufiBcient  rewards  to  meet  the  new  expecta- 
tion level  more  significant  than  attaining  that  amount  of  reward  was 

before.  This  has  an  effect  opposite  to  that  of  the  principle  of  diminish- 

ing marginal  utihty  and  imtigates  its  mfluence. 

The  cost  incurred  in  obtaimng  social  benefits  also  affects  the  sig- 

nificance they  have  for  individuals,  because  costly  possessions  are 

most  precious,  as  indicated  in  some  detail  in  chapter  three.  Thus,  die 

value  of  social  approval  depends  on  its  bemg  scarce,  and  scarce 

approval  can  be  obtained  only  with  cosdy  effort.  Generally,  rewards 

that  are  in  high  demand  are  highly  valued  and  are  difficult  to  attain. 

As  a   result,  the  cost  entailed  in  attaining  social  rewards  that  do  not 

have  an  objectively  measurable  value,  such  as  group  acceptance  or 

approval,  becomes  a   sign  of  their  social  value.  This  process  is  exem- 

plified by  some  findings  concerning  the  significance  of  colleague 

approval  among  caseworkers  in  a   welfare  agency.®  Newcomers  to  the 

®   Blau  and  W.  Richard  Scott,  Formal  Organizations,  San  Francisco*  Chandler, 

1962,  pp  99-100. 
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10  Seymour  M.  Lipset,  Fol
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Ibid.,  p.  327  (italics  in  onginal).
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mean  is  that  high  status  is  not,  or  hardly,  ennobled  by  distinctive 

titles,  symbols,  and  honors,  and  that  it  does  not  bestow  upon  its 

bearer  special  privileges  and  rights  to  claim  deference  aside  jrom 

those  that  rest  on  the  wealth  and  power  from  which  high  status 

typically  derives.  In  Europe,  by  contrast,  high  status  does  carry  with 

it  rights  to  claim  deference  from  others  that  are  independent  of  the 

wealth  and  power  usually,  but  not  consistently,  associated  with  it. 

The  high  prestige  of  top  businessmen  and  pohticians  is  accompanied 
by  much  wealth  or  power  or  both,  which  gives  these  men  in  the 

United  States  great  status  privileges,  just  as  it  does  their  counterparts 

m   Europe.  But  the  prestige  status  of  mimsters,  academicians,  and 

other  intellectuals  is  not  similarly  founded  on  considerable  wealth  or 

power,  with  the  result  that  men  m   these  occupations  enjoy  fewer 

social  rewards  here  than  in  countries  whose  cultural  norms  require 

that  deference  be  paid  to  anybody  with  superior  social  status. 

Europe,  moreover,  with  its  great  traditions  in  the  arts  and  sciences, 

is  an  important  reference  group  for  American  intellectuals,  whereas 

this  is  not  the  case  in  business  and  politics.  His  orientation  to  his 

European  colleagues  leads  the  American  intellectual  to  expect  more 
deference  than  he  receives  here,  and  the  frustrations  due  to  his  too 

great  expectations  foster  his  identification  with  underprivileged  classes 

and  with  the  very  egahtarian  ideologies  that  help  cause  his  frustra- 

tions. To  quote  Lipset  again:  “Ironically  some  of  the  reasons  why 
American  intellectuals  do  not  get  the  signs  of  respect  which  they 

crave  spring  from  the  strength  of  the  egalitarian  standards  which 

they  espouse.” 

Fair  Exchange  and  Reference  Groups 

In  the  course  of  social  exchange,  a   going  rate  of  exchange  between 

two  social  benefits  becomes  established.  This  going  rate  is  governed 

by  supply  and  demand,  though  only  in  rough  fashion,  since  consid- 
erations other  than  the  two  benefits  in  question  influence  exchange 

transactions,  notably  other  benefits  that  simultaneously  enter  into 

exchange  relations,  such  as  social  support  and  companionship.  Thus, 

if  the  demand  for  advice  in  a   work  group  is  high  and  there  are  only 

few  experts  who  can  supply  it,  others  will  be  under  pressure  to  comply 

with  the  wishes  of  an  expert  to  a   considerable  extent  in  order  to 
induce  him  to  devote  his  scarce  time  to  consultations  with  them 

rather  than  someone  else.  The  resulting  high  price  of  advice  is  hkely 

Ibid ,   p.  320. 
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to  motivate  experts  to  devote  more  time  to  giving  it,  thereby  increas- 

ing supply.  Should  the  supply  of  advice  come  to  exceed  the  demand 

for  it,  experts  will  be  under  pressure  to  offer  it  for  less  compliance, 
because  others  can  choose  among  many  available  consultants.  This 

process  can  also  be  viewed  from  the  perspective  of  the  experts’  vary- 
ing demand  for  compliance,  tliat  is,  superior  status,  and  the  degree 

of  compliance  the  others  are  willing  to  supply  in  exchange  for  advice. 

The  compehtion  among  experts  for  superior  status,  which  furnishes 
incentives  to  supply  advice,  and  the  competition  among  others  for 

advice,  which  furmshes  incentives  to  supply  respect  and  compliance, 

are  governed  by  supply  and  demand,  giving  sometimes  one  party 
the  greater  advantage  and  sometimes  the  other.  These  two  competi- 

tions simultaneously  adjust  supply  and  demand  to  one  another  through 

the  mechanism  of  changing  rates  of  exchange  and  establish  the  going 
exchange  rate  as  determined  by  supply  and  demand  at  any  one  time. 

The  assumption  is  that  the  amount  of  advice  actually  requested 

(“demanded”)  by  those  in  need  of  some  decreases  the  higher  die 
price  in  compliance  they  would  have  to  pay  for  it  and  the  amount 

of  advice  supplied  by  those  who  can  offer  some  increases  the  higher 

the  price  in  compliance  they  would  obtain  for  it.^®  On  a   coordinate 
system  with  units  of  advice  on  the  horizontal  axis  and  its  price  in 

compliance  on  the  vertical  axis,  die  demand  curve  slopes  downward 

from  left  to  right,  and  the  supply  curve  slopes  upward  from  left  to 

right.  Exchange  tends  to  move  toward  the  rate  at  which  demand 

equals  supply,  that  is,  toward  the  point  on  the  coordinate  system 

where  the  two  curves  intersect,  which  indicates  the  equilibrium  price 

or  exchange  ratio  as  well  as  the  quantities  exchanged  in  the  hypo- 
thetical state  of  equilibrium. 

The  ratio  of  exchange  between  two  types  of  social  benefits  is 

affected  by  the  hypothetical  equilibrium  defined  by  existing  condi- 
tions of  supply  and  demand  in  a   manner  parallel  to  the  effect  of  the 

equihbrium  price  on  the  actual  price  in  economic  exchange.  Boulding 

explains  this  process  in  the  following  way: 

The  equihbrium  pnce  is  not  necessarily  the  actual  price  existing  at  a 

given  instant  of  time.  A   price  may  exist— i   e.,  there  may  be  transactions 
taking  place  at  a   certain  ratio  of  exchange— and  yet  there  may  be  forces 
operating  in  the  market  which  tend  to  bring  about  a   change  in  that 

An  alternative  conceptualization  of  the  same  facts  is  that  the  “demand”  for 
superior  status  (or  compliance)  depends  inversely  on  its  price  in  terms  of  advice 

and  that  the  supply  of  the  compliance  needed  for  superior  status  depends  directly 
on  its  price  in  terms  of  advice. 
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price.  ...  It  IS  possible,  even,  that  we  may  never  reach  the  equilibrium 

price,  that  in  fact  no  actual  price  is  ever  an  equilibrium  pnce  Before 

the  forces  which  would  bring  together  the  actual  and  the  equilibnum 

prices  have  had  tune  to  work  themselves  out,  it  is  quite  possible— indeed, 

almost  inevitable— that  the  circumstances  will  have  changed  and  with 
them  the  equilibrium  price 

Similarly,  the  going  rate  at  which  advice  is  exchanged  for  compli- 
ance and  superior  status  in  a   group  depends  on  conditions  of  supply 

and  demand,  but  the  continual  changes  in  these  conditions,  partly 

produced  by  the  changes  in  the  exchange  rate  they  themselves  have 

produced,  make  it  likely  that  the  actual  rate  of  exchange  never  catches 

up  with  the  hypothetical  rate  toward  which  supply  and  demand  pull 

it.  In  contrast  to  economic  exchange,  moreover,  there  is  no  exact  price 

in  social  exchange  but  only  an  approximate  exchange  ratio  between 

two  social  benefits,  as  other  rewards  experienced  by  exchange  partners 

in  their  social  association  become  implicated  in  the  exchange  of  the 

two  benefits  under  consideration  and  impede  precise  calculation  of 

the  worth  of  one  in  terms  of  the  other.  Hence,  the  actual  rate  of 

exchange  in  a   specific  transaction  often  differs  from  the  prevailing 

rate  in  a   group  as  various  pressures  induce  members,  for  example, 

to  offer  more  compliance  for  advice  or  more  advice  for  compliance 

than  the  going  rate  indicates.  But  the  going  rate  sets  approximate 

standards  of  social  expectations  that  influence  the  actual  rates  of 

exchange  between  particular  partners. 

To  apply  these  conceptions  in  empirical  research  requires  that 

operational  measures  for  them  be  devised.  The  first  problem  is  that 

of  constructing  indices  for  the  benefits  to  be  exchanged,  for  instance, 

for  compliance  and  advice.  A   measure  of  the  degree  of  compliance 

of  one  individual  with  the  requests  and  suggestions  of  another  could 

be  obtained  through  sociometric  questions,  using  either  general  ques- 

tions referring  to  relative  status  or  specific  questions  asking  respond- 
ents how  they  usually  do  or  would  react  to  various  requests  from 

given  colleagues.  Alternatively,  social  interaction  could  be  directly 

observed,  if  this  is  possible,  and  the  net  compliance  of  one  individual 

with  the  directives  and  suggestions  of  another  could  be  derived  from 

such  a   record.  (A  prerequisite  for  doing  so  would  be  to  classify 

requests  in  terms  of  the  degree  of  compliance  involved  lest  minor  acts 

of  compliance  be  given  the  same  weight  in  the  index  as  very  major 

ones.)  In  order  to  obtain  a   valid  index  of  advice  furnished,  which 

takes  into  account  its  quality  as  well  as  its  quantity,  a   measure  of 

Boulding,  op  cit ,   pp  55-56  ( italics  in  original ) . 
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competence,  possibly  derived  from  evaluations  of  supenors,  should 

be  used  to  •weigh  the  minutes  of  advice  a   man  gives  to  a   colleague. 
These  measures  would  make  it  possible  to  ascertain  tlie  rate  at  •which 

advice  is  exchanged  for  compliance  in  each  pair  and  the  average 

exchange  rate  in  a   group,  provided  one  is  willing  to  make  the  assump- 

tion that  advice  and  compliance  are  the  only  salient  benefits  being 
exchanged  in  the  situation  under  consideration.  If  this  assumption  is 

not  warranted,  the  other  important  benefits  that  enter  into  exchange 
transactions  would  also  have  to  be  measured  and  included  in  the 

calculation  of  exchange  rates.^® 
The  empirical  study  of  the  equihbrium  state  toward  which  the 

going  rate  of  exchange  moves  would  require  some  further  operations. 

For  this  purpose,  it  would  be  necessary  to  determine  how  changes 

in  the  price  of  advice  in  compliance  affect  variations  in  its  supply 
and  its  demand.  A   market  schedule  would  have  to  be  made  for  each 

indmdual  to  show  how  much  advice  of  a   given  quality  he  would  be 

willing  to  supply  at  various  prices  in  compliance  and  how  much 

advice  he  would  demand  at  various  prices.  Such  a   schedule  could  be 

based  on  answers  to  hypothetical  questions  or,  preferably,  on  obser- 

vation in  situations  in  which  the  compliance  received  per  unit  of 

advice  is  experimentally  varied  and  subjects  are  permitted  to  supply 
and  request  as  much  advice  as  they  wish.  By  summing  the  schedules 

of  all  members  of  a   group,  a   total  demand-and-supply  schedule  would 
be  obtained,  which  would  show  how  much  demand  and  how  much 

supply  for  advice  there  is  at  varying  prices.^®  The  price  at  which 

demand  and  supply  are  equal  is  the  “equilibrium  price,”  which  clears 
the  market,  and  toward  which  the  going  rate  is  presumed  to  move. 

There  are  also  social  norms  of  fair  exchange,  and  the  going  rate  of 

exchange  in  a   group  is  not  necessarily,  or  even  typically,  identical 

•with  what  is  considered  a   fair  rate  of  exchange.  To  clarify  this  dif- 
ference, it  is  necessary  to  extend  the  scope  of  the  analysis  from  the 

social  conditions  in  specific  groups  to  those  in  the  larger  community 

and  from  narrow  spans  of  time  to  extended  periods  in  the  lives  of 

individuals.  Thus,  the  expert  advice  available  in  the  various  groups 

in  a   community  depends  on  the  efforts  indmduals  have  made  in  the 

For  a   general  scheme  for  recording  exchange  processes,  see  Richard  Longa- 

baugh,  “A  Category  System  for  Coding  Interpersonal  Behavior  as  Social  Ex- 

change,” Sociometrij,  26  (1963),  319-345 
See  Bouldmg,  op.  cit ,   pp  49-55.  A   possible  procedure  for  dealing  with  the 

problem  of  differences  in  the  quality  of  advice  would  be  to  have  separate  sched- 
ules for  different  categories  of  quahty. 
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past  to  acquire  tlie  knowledge  and  develop  tlie  skills  needed  to 

furnish  competent  advice  of  diverse  sorts  to  colleagues,  friends,  and 

neighbors.  The  more  that  individuals  profit  from  being  experts,  the 

greater  are  their  incentives  to  achieve  expertness.  In  tlie  long  run, 

Aerefore,  the  commumty’s  ability  to  “consume”  expert  knowledge, 
that  IS,  to  return  adequate  social  rewards  for  it,  tends  to  equal  the 

“production”  of  expertness  by  its  members,  since  otherwise  there  are 
insufficient  incentives  to  make  die  neeessary  investments  to  produce 

it.  The  situation  corresponds  to  the  relationship  between  economic 

production  and  consumption,  though  again  widi  notable  differences. 

Tlie  intersection  bctiveen  the  two  curves  showing  die  quantity  of  a 

commodity  produced  at  varying  prices  and  the  quantity  consumed 

at  varying  prices  defines  the  normal  pnee  of  die  commodity.  This  is 

a   hypodietical  state  of  equilibrium,  at  which  production  and  con- 

sumption would  be  equal,  and  which  indicates  the  long-term  trends 

of  supply,  demand,  and  pricc.*^  So,  too,  the  relationship  between  the 
expertness  acquired  and  the  expertness  utilized  in  a   community  can 

be  envisaged  as  governing,  in  the  long  run,  the  supply  of,  and 

demand  for,  advice  in  different  groups  and  the  degree  of  status 

superiority  that  can  be  earned  with  it.  The  crucial  distinction  is  that 

the  intervening  mechanisms  in  social  exchange  are  social  norms  of 
fairness. 

Common  norms  develop  in  societies  diat  stipulate  fair  rates  of 

exchange  between  social  benefits  and  the  returns  individuals  deserve 

for  the  investments  made  to  produce  tliese  benefits,  Tliese  normative 

standards  of  what  a   fair  return  for  a   given  service  is  have  their 

ultimate  source  in  the  society’s  need  for  this  service  and  in  the 
investments  required  to  supply  it.  They  have  tlie  function  of  relating 

consumption  needs  to  production  capacities  by  providing  varying 

incentives  for  tlie  investment  of  time  and  effort  in  diverse  pursuits. 
Individuals  who  have  invested  much  of  tlieir  resources  in  order  to  be 

able  to  supply  services  in  great  demand  by  tlie  community  ought 

to  receive  proportionately  high  social  rewards,  according  to  these 
norms. 

'The  relationship  between  tlie  fair  rate  and  the  going  rate  of  social 
exchange  is  somewhat  parallel  to  that  between  the  normal  price  and 

the  average  price  in  economic  markets.  But  the  fair  and  going  rates 

both  rest  on  social  expectations,  tliough  of  different  kinds.  The  going 

rate  of  exchange  in  a   group  gives  rise  to  expectations  tliat  certain 
returns  will  be  received  for  certain  services.  Whereas  these  standards 

« Ibid.,  pp.  107-114. 



158  Expectations 

of  expectation  are  not  moral  norms  but  merely  anticipations  that 
influence  conduct,  the  normative  expectations  that  a   service  that 

required  a   certain  investment  deserves  a   certain  return  are  moral 
standards,  the  violation  of  which  evokes  social  disapproval.  Neverthe- 

less, the  going  rates  in  many  groups  depart  from  the  fair  rates, 
making  it  impossible  for  some  mdividuals  to  reahze  a   fair  return  on 

their  investments.  Some  individuals  cannot  even  reahze  the  going  rate 
in  their  exchange  transactions,  because  factors  other  than  these  social 

norms  and  standards  also  afFect  exchange  processes,  notably  the  con- 

ditions of  supply  and  demand  in  particular  groups  and  the  power 
relations  that  have  developed. 

The  concept  “fair  exchange”  is  fundamentally  similar  to  Homans’ 

rule  of  “distributive  justice,”  which  he  formulates  as  follows:  "A  man 
in  an  exchange  relation  with  another  will  expect  that  the  rewards 

of  each  man  be  proportional  to  his  costs— the  greater  the  rewards, 

the  greater  the  costs— and  that  the  net  rewards,  or  profits,  of  each 

man  be  proportional  to  his  investments— the  greater  the  investments, 

the  greater  the  profit.”  The  main  difference  is  that  Homans  does 
not  emphasize  explicitly  that  social  norms,  which  function  to  promote 

socially  significant  investments,  underlie  this  notion  of  fairness  or 

justice;  indeed,  he  seems  to  imply  that  it  is  a   natural  sentunent  An 

important  implication  of  this  principle  of  justice  is  that  people  com- 
pare themselves  in  terms  of  tlieir  investments  as  well  as  in  terms  of 

their  rewards  and  expect  differences  in  the  rewards  to  correspond  to 
differences  in  the  investments,  and  their  satisfaction  witli  their  own 

rewards  depends  just  as  much  on  the  fact  that  these  expectations  are 

not  disappointed  as  on  the  actual  quantity  of  the  rewards. 

A   study  by  Patchen  of  workers  in  an  oil  refinery  provides  some 

empirical  support  for  this  inference  from  Homans'  principle.”  The 
investigator  asked  workers  to  name  the  occupations  of  some  others 

whose  earnings  differed  from  their  own,  being  either  higher  or  lower, 

and  he  asked  them  how  satisfied  they  were  with  the  way  their  mvn 

earnings  compared  witli  diose  of  these  others.  The  most  relevant 

finding  was  that  workers,  in  comparing  their  own  earnings  with  others 

who  had  higher  earnings,  were  on  the  average  more  satisfied  if  these 

others  were  professionals  than  if  they  were  blue-collar  workers  like 

themselves  (and  comparisons  witii  nonprofessional  white-collar  occu- 

pations yielded  an  intermediate  level  of  satisfaction).  These  occupa- 

George  C.  Homans,  Social  Behavior,  New  York:  Harcourt,  Brace  and  World, 
1961,  p   75 

Martin  Patchen,  “A  Conceptual  Framework  and  Some  Empirical  Data  Re- 

garding Comparisons  of  Social  Rewards,”  Sociometry,  24  (1961),  136-156 
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tional  comparisons  were  implicit  comparisons  of  educational  invest- 

ments. The  finding  suggests,  therefore,  that  men,  as  Homans  stipu- 
lated, expect  rewards  to  be  positively  related  to  investments  and  do 

not  seriously  object  if  the  rewards  of  others  exceed  their  own  provided 
that  the  investments  of  those  others  are  correspondingly  superior  to 
their  own. 

Another  implication  of  the  principle  of  justice  is  formulated  by 

Homans  as  a   major  proposition:  “The  more  to  a   man’s  disadvantage 
the  rule  of  distnbutive  justice  fails  of  realization,  the  more  likely  he 

is  to  display  the  emotional  behavior  we  call  anger.”  People  whose 
standards  of  justice  are  violated  feel  angry  as  well  as  dissatisfied  and 

give  vent  to  their  anger  through  disapproval  of  and  sometimes  hos- 
tihty  and  hatred  against  those  who  caused  it.  Mutatis  mutandis, 

people  whose  standards  of  fairness  are  met  or  possibly  even  exceeded 

by  the  magnanimity  of  others  express  their  appreciation  through 

approval  of  them.  The  power  of  a   person  and  the  significance  of  the 

advantages  he  can  extract  from  another  may  make  him  disregard  the 

other’s  approbation.  However,  since  fairness  is  a   social  norm  that 
prescribes  just  treatment  as  a   moral  principle,  thnd  parties  in  the 

community  will  disapprove  of  a   person  who  deals  unfairly  with  others 

under  his  power,  whereas  the  one  whose  dealings  are  just  and  fair 

earns  general  social  approval.  Finally,  internalized  moral  standards 

may  make  men  feel  guilty  for  treating  others  unjustly 

Inequitable  treatment  and,  particularly,  exploitative  use  of  power, 

therefore,  evoke  social  disapproval,  which  makes  it  costly  to  take 

such  unfair  advantage  of  others.  Group  or  community  disapproval  of 

individuals  who  deal  unfairly  with  others  over  whom  they  have 

competitive  advantages  in  exchange  relations,  or  of  those  who  use 

their  power  over  others  oppressively,  constitutes  social  pressures  to 
refrain  from  actions  of  this  kind.  Correspondingly,  the  social  approval 

received  by  individuals  who  are  generous  in  their  treatment  of  those 

dependent  on  them  provides  incentives  for  such  benevolent  actions. 

Research  findings  on  work  groups  in  two  organizations  suggest  that 

expert  consultants  who  took  advantage  of  their  superior  status  were 

less  likely  than  those  who  did  not  to  win  their  colleagues’  approval 

and  acceptance  as  sociable  compamons.^^ 
Norms  of  fairness  superimpose  a   secondary  exchange,  of  fairness 

-“Homans,  loc.  cit  (original  in  capitals). 

See  ibid.,  pp.  75-76  for  a   slightly  different  conceptuahration  of  the  relation- 
ship between  lack  of  justice  and  guilt 

22  Blau,  The  Dynamics  of  Bureaucracy  (2d  ed.).  University  of  Chicago  Press, 

1903,  pp.  163-164. 
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for  approval,  on  the  primary  one.  In  a   sense,  the  unrewarding  social 

disapproval  provoked  by  unfairness  and  the  rewarding  social  approval 

bestowed  for  fauness  and  unselfishness  tend  to  restore  equity  by 

reducing  the  excessive  profits  in  the  case  of  unfair  dealings  and  by 
raising  the  possibly  insufficient  rewards  in  the  case  of  unselfish  ones. 

Does  this  mean  that  all  social  transactions  are  necessarily  equitable? 

Not  really.  To  be  sure,  men,  regardless  of  their  power,  have  no 

control  over  the  sentiments  of  others,  which  means  they  cannot  pre- 
vent others  from  retahating  for  exploitative  oppressions  witli  dis- 

approval and  animosity.  But  great  power  may  enable  men  to  prevent 

those  subject  to  it  from  expressing  their  negative  feelings,  and  it  may 
immunize  men  against  disapproval  and  dislike  if  they  do  find  overt 

expression.  Moreover,  the  exploited  and  oppressed  continue  to  receive 

inequitable  treatment  in  terms  of  prevailing  standards  of  fairness, 

though  they  and  others  express  their  disapprobation  and  hostility,  as 

long  as  they  remain  subjugated  to  the  dominant  power.^® 
People  belong  to  many  groups,  and  potentially  to  still  others,  which 

constitute  reference  groups  with  which  they  compare  themselves. 

The  members  of  a   group  compare  how  profitable  various  social  expe- 
riences are  not  only  among  themselves  but  each  also  compares  the 

returns  he  gets  for  his  investments  with  persons  in  other  groups  of 
which  he  is  a   member  or  aspires  to  be  one.  Since  the  various  members 

of  a   given  group  compare  themselves  with  others  in  dififerent  ref- 

erence groups,  whose  investments  they  consider  similar  to  their  own, 
their  diverse  expectations  create  differences  in  satisfaction  with  the 

same  rewards.  Thus,  American  soldiers  who  had  graduated  from  high 

school  were  less  satisfied  with  the  promotions  they  had  received  in 

the  army  than  those  who  had  not,  since  the  high  school  graduates’ 
different  reference  group,  with  its  higher  educational  attainment,  led 

them  to  expect  greater  social  rewards,  expectations  that  were  not 

unjustified,  given  the  fact  that  high  school  graduates  generally 

achieved  higher  ranks  than  nongraduates.®*  Stouffer  and  his  colleagues 

-3  The  model  of  exchange  can  be  used  with  varying  degrees  of  inclusiveness. 

If  only  specific  services  are  taken  into  account,  some  partnerships  are  character- 
ized by  unilateral  services.  If  power  is  also  taken  into  account,  these  are  seen  as 

also  involving  reciprocation,  but  power  is  used  in  some  relations  exploitahvely, 

entaihng  inequitable  transactions.  If  social  disapproval  too  is  taken  into  account, 

these  again  can  be  encompassed  by  an  exchange  concepbon.  The  independent 

standards  of  fair  rates  and  going  rates  should  prevent  the  analyst  from  employing 

these  models  m   tautological  fashion. 

Samuel  A.  Stouffer,  Edward  A.  Suchman,  Leland  C.  DeVinney,  Shirley  A. 

Star,  and  Robin  M.  Williams,  Jr.,  The  American  Soldier,  Princeton  Umversity 

Press,  1949,  Vol.  1, 254-256, 246-247. 
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referred  to  such  dissatisfactions  produced  not  by  one’s  own  meager 
rewards  but  by  comparisons  with  more  highly  rewarded  others  as 

“relative  deprivation.” 
Social  rewards  have  an  invidious  significance  that  depends  on  their 

scarcity  as  well  as  an  inherent  one  that  does  not.  Since  reference 

groups  serve  as  standards  of  comparison  and  expectation,  the  average 

reward  received  by  their  members  becomes  a   baseline  for  evaluating 

what  is  a   relatively  gratifying  or  a   relatively  depriving  experience. 

Men  derive  gratification  from  the  amount  of  money  they  earn,  but 

they  also  derive  gratification  from  earning  more  than  their  associates 

and  feel  deprived  if  diey  earn  much  less,  regardless  of  how  higli 

their  absolute  income  is.  Scarce  approval  is  most  valuable,  as  repeat- 

edly noted,  which  means  the  approval  a   few  get  and  most  do  not. 

The  best  empincal  illustration  of  this  phenomenon  of  relative  grabfi- 
cation  and  deprivation  is  the  finding  from  the  Stouffer  research  that 

soldiers  in  outfits  with  few  promotions,  such  as  the  Military  Pohee, 
were  more  satisfied  witli  promotion  opportumties  than  those  in  outfits 

with  many  promotions,  such  as  the  Air  Corps.=“  Tlie  noncommis- 

sioned oflScer  in  the  MP’s  (where  only  a   quarter  of  the  enlisted  men 
had  this  status)  received  a   comparatively  higher  social  reward  than 

his  counterpart  in  the  Air  Corps  (where  nearly  half  of  the  enlisted 

men  were  noncommissioned  officers),  and  the  private  in  the  MP, 

sharing  this  fate  with  tlie  large  majority,  was  less  deprived  tlian  the 

private  in  the  Air  Corps.-’^ 
Tlie  principle  of  relative  deprivation  is,  in  effect,  a   principle  of 

diminishing  collective  marginal  utihty.  According  to  tlie  principle  of 

marginal  utility  (for  individuals),  a   person  who  has  much  of  a   benefit 

tends  to  value  a   further  increment  less  than  he  did  when  he  had  only 

a   httle.  Relative  deprivation  implies  that  in  a   group  where  a   benefit, 

such  as  superior  military  rank,  exists  in  abundance  tliose  who  possess 

it  value  it  less  and  tliose  who  do  not  value  it  more  than  diey  would 

were  they  in  a   group  where  it  is  scarce.  (We  infer  from  the  empirical 

fact  that  promoted  soldiers  express  comparatively  low  satisfaction 

with  promotions  that  they  value  the  promotions  they  have  received 

less,  and  from  the  fact  that  nonpromoted  soldiers  express  compara- 
tively low  satisfaction  that  fliey  value  tlie  promotions  withheld  from 

“   Ibid,  p.  125 

^'^Jbid.,  pp  250-253  For  a   somewhat  similar  finding,  see  Nigel  Walker, 
Morale  in  the  Civil  Service,  Edinburgh.  University  Press,  1961,  pp  205-207 

A   formal  model  of  this  conception  of  relative  deprivation  is  presented  in 

James  A.  Davis,  “A  Formal  Interpretation  of  the  Theory  of  Relative  Depriva- 

tion,” Sociometry,  22  ( 1959),  280-296. 
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tiiem  more.)  Since  these  two  differences  m   valuations  are  opposite  in 

direction,  they  indicate  nothing  about  a   general  trend  produced  by 
increasing  rewards  (promotions). 

However,  from  the  perspective  of  the  organization  as  a   whole  (and 
in  this  case,  there  is  no  need  to  make  complex  inferences),  the  more 

benefits  in  the  form  of  promotions  that  have  been  received  by  a 
collectivity,  the  less  impact  another  increment  of  promotions  makes. 

Although  promoted  soldiers  were  generally  more  favorably  disposed 

toward  promotion  chances  than  privates— promotions  were  rewards 
that  produced  satisfaction— a   growmg  number  of  promotions  in  an 
outfit  did  not  proportionately,  in  fact  not  at  all,  raise  these  expressions 

of  satisfaction.  This  corresponds  closely  to  tlie  principle  that  tlie 
more  income  an  individual  already  has,  the  less  difference  in  his 

satisfaction  another  dollar  makes.  In  brief,  the  marginal  uhlity  of 
increasing  rewards  eventually  declines  for  entire  collectivities  as  well 
as  for  individuals,  though  the  mechanisms  are  different;  the  effect  for 

collectivities  is  produced  by  processes  of  social  comparison,  while 

that  for  individuals  is  produced  by  psychological  reactions  to  meet 

needs  and  expectations. 

Attachment  and  Immobility 

Men  are  expected  to  commit  themselves  to  dieir  social  relations, 

groups,  and  organizations.  The  investments  they  make  in  fostering 

social  relations  and  in  qualifying  for  membership  in  groups  and 

organizations  entail  commitments  to  tliem.  Many  exchange  transac- 
tions depend  on,  or  are  facilitated  by,  the  investments  made  in  them 

by  at  least  one  party— the  inservice  training  widiout  which  a   man 
could  not  do  his  specialized  job,  or  the  railroad  spur  to  transport 

goods  from  manufacturer  to  purchaser.  To  protect  the  investment  of 

one  party  against  loss  as  the  result  of  the  other  s   withdrawal  from  the 

exchange  relation,  the  other  is  expected  to  make  a   commitment  to  it 

also.  Commitments  themselves  constitute  opportunity  costs,  both 

“actual”  and  “virtual.”  The  rewards  obtained  in  the  social  associa- 
tions or  organizations  abandoned  in  favor  of  the  present  one  are 

actual  opportunity  costs,  and  the  rewards  not  obtained  from  ofiier 

affihations  that  could  have  been  established  are  virtual  opportunity 

costs.  These  alternative  opportunities  foregone  strengthen  commit- 
ments, and  together  with  the  investments  made  sometimes  produce 

firm  attachments. 

Memberships  in  groups  and  organizations  involve  such  attachments 

of  varying  degrees.  The  stronger  die  attachments,  the  more  rigid  is 
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the  larger  social  structure  of  groups  and  organizations.  Finn  attach- 

ments strengtlien  groups  and  organizations,  but  weak  attachments  are 

required  to  maintain  individual  mobility  and  a   fluid,  adaptable  social 

structure.  Strong  attachments  prevent  individuals  from  exploring  al- 
ternative opportunities  and  taking  advantage  of  tliem  to  increase  their 

rewards  and  improve  tlieir  posib'ons— from  turning  to  a   better  con- 
sultant, taking  a   more  promising  job,  moving  to  a   more  desirable 

community,  or  sxvitchmg  to  a   more  profitable  occupation.  Tlie  immo- 

bility resulting  from  firm  attachments  precludes  the  adjustments  in 

tlie  social  structure  required  for  exchange  transachons  to  yield  fair 

returns  to  all  parties. 

Occupational  life  provides  a   prototype  of  commitments  tliat  gen- 
erate immobility.  Individuals  are  attracted  to  occupations  by  the 

rewards  they  ex^pcct  from  becoming  members  of  them.  To  become 
eligible  for  membership,  they  must  invest  resources  to  acquire  tlie 

necessar)’  qualifications  and  skills.  This  entails  sometimes  a   long 
process  of  education,  training,  and  selection.  Aspirants  to  professional 

occupations  must  compete  with  other  candidates  for  acceptance  in 

professional  schools,  whicli  requires  that  they  impress  selection  com- 
mittees witli  their  potential  for  making  professional  contributions. 

Subsequently,  they  must  devote  time  and  effort  to  their  training  and 

to  demonstrating  to  teachers  and  prospective  colleagues  tlieir  qualifi- 
cations and  worthiness  of  becoming  a   professional  colleague.  The 

superior  rewards  consequent  to  accreditation  constitute,  in  part, 

returns  for  these  investments.  Were  it  not  for  superior  rewards,  indi- 
wduals  would  have  no  incentives  to  make  the  greater  investments 

needed  to  become  a   professional,  although  it  is  entirely  conceivable 

that  the  higher  prestige  and  more  interesting  work  of  professionals, 

even  if  their  incomes  were  no  higher  than  those  in  other  occupations, 

would  furnish  sufTicient  rewards  for  rccniiting  an  adequate  number 

of  aspirants. 

Tlie  investments  made  in  occupational  training  are  irrevocable  and 

create  strong  occupational  commitments.  Tlie  adult  manual  worker 

as  well  as  the  adult  professional  can  rarely  afford  the  new  investment 
in  time  and  resources  necessary  to  enter  into  a   completely  different 

occupation.  If  tlie  demand  for  the  serv'ices  of  a   given  occupation 
should  decline,  and  with  it  tlie  rewards  received  for  them,  fewer  and 

less  able  young  people  will  be  attracted  to  the  occupation,  and  possi- 
bly less  training  will  be  required  to  enter  it.  In  tlie  long  run,  tliese 

processes  may  adj'ust  the  investment  of  resources  made,  as  a   pre- 
requisite for  furnishing  occupational  services,  to  the  returns  received 

for  tliem,  though  the  superior  power  of  some  occupational  groups 
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often  impedes  these  adjustments  when  they  are  to  their  disadvantage. 
In  any  case,  the  persons  in  the  declining  occupation  at  the  time  do 

not  benefit  from  these  long-run  adjustments.  Quite  the  contrary,  they 
pay  the  cost  of  the  process  of  adjustment.  Their  commitment  to  the 
occupation,  which  precludes  mobiHty  to  other  occupations  for  most 

of  them,  means  they  receive  unfair  returns  for  their  investments  as 

the  result  of  the  process  in  which  rewards  for  supplying  occupational 

services  become  adjusted  to  the  decreasing  demand  for  them.  The 

imbalance  these  persons  suffer  is  the  human  cost  that  helps  equihbrate 

the  system  of  occupational  supply  and  demand.  For  them,  their 

inability  to  obtain  a   fair  deal  in  terms  of  social  norms  owing  to  forces 

beyond  their  control  is  a   punishing  experience,  to  which  they  are 
likely  to  react  with  bitterness  and  perhaps  belligerence.  But  theirs 

is  only  a   more  extreme  example  of  the  inequities  widely  generated 

by  social  attachments. 

Organizations  and  other  collectivities  require  membership  attach- 
ment, and  the  adjustment  of  exchange  rates  by  supply  and  demand 

depends  on  mobility,  but  social  attachments  inevitably  restrict  social 

mobility.  Turnover  of  membership  is  costly  to  an  organization.  Lasting 
attachments  further  organizational  efficiency,  and  they  are  promoted 

by  various  mechanisms  used  by  organizations,  ranging  from  employ- 
ment contracts  and  pension  plans  in  firms  to  ideological  identifications 

in  political  parties.  Competition  among  organizations  has  ideally 

the  result  that  those  who  supply  services  in  demand  by  the  public 

prosper  while  others  decline  or  fail  to  survive  altogether.  The  assump- 
tion is  that  competition,  and  the  failure  of  some  organizations  to 

prosper  or  to  survive  that  it  necessarily  entails,  contribute  to  the 
common  welfare.  Some  firms  must  decline  if  there  is  serious  economic 

competition,  and  so  must  some  parties  if  there  is  serious  political 

competition.  Economic  and  political  rivalry  as  well  as  other  forms 

of  contests  and  competitive  confficts  have  important  functions  and 

are  encouraged  in  societies  like  ours. 

Mobihty  of  various  types  makes  it  possible  for  competitive  conflicts 

to  persist  and  serve  their  functions  without  permanent,  serious  injury 

to  the  individuals  innocently  caught  up  in  them.  The  businessman 
who  risks  his  fortune  in  order  to  increase  it  is  not  an  innocent  victim 

of  circumstances  should  he  fail,  but  his  employees  are  and  need  social 

protection  against  being  irremediably  harmed  by  his  failure.  As  a 

matter  of  fact,  the  businessman  himself  needs  protection  against  tech- 
nological and  economic  forces  beyond  his  control,  if  only  to  encourage 

him  to  take  the  risks  of  innovation.  Mobility— using  the  term  in  its 

most  general  sense  to  include  all  kinds  of  movements  and  readjust- 
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ments— ofiers  such  protection  and  attenuates  the  deleterious  impact 
that  competitive  conflict  between  groups  and  organizations  otherwise 

has  on  individuals,  as  Bouldmg  has  pointed  out.-® 

One  type  of  mobility  tliat  reduces  conflict  is  group  mobility.  The 

upward  mobility  of  the  different  socio-economic  classes  m   a   society, 
made  possible  by  an  expanding  economy,  mitigates  tlie  severity  of 
the  conflict  of  economic  interests.  In  a   stationary  society  the  capacity 
of  the  rich  to  increase  their  wealth  and  power  necessarily  means  that 
the  poor  get  poorer  and  more  powerless,  with  the  result  that  class 

conflict  is  usually  acute.  In  a   growing  economy,  however,  “the  rich 
can  get  richer  without  the  poor  getting  poorer,  indeed  anybody  can 

get  richer,  up  to  a   point,  without  anybody  else  getting  poorer.  There 

is  still  economic  conflict,  in  die  sense  diat  some  get  richer  faster 

than  others.  This  is  very  different,  however,  from  the  conflict  in  a 

stationary  society,  where  one  only  rises  by  pushing  another  down.” 
Similarly,  once  ethnic  groups  have  improved  their  socio-economic 

positions,  as  the  successive  waves  of  immigrants  to  diis  country  have 

done,®“  the  conflict  behveen  diem  abates,  while  eontinuing  conflict  is 
associated  with  the  absence  of  group  mobility,  as  illustrated  by  the 

difference  between  Negroes  and  other  ethnic  groups  in  the  United 
States. 

The  involuntary  and  inevitable  mobility  between  age  groups,  too, 

lessens  the  conflict  between  diem.  The  adults  of  a   society  must  share 

the  product  of  their  labor,  in  die  words  of  Bouldmg,  “with  the  young, 
who  must  be  fed,  clodied,  sheltered,  and  educated  in  the  nonproduc- 

tive years,  and  also  with  the  aged,  who  must  be  supported  when  they 

are  not  producing  anything.  The  conflict  is  a   very  real  one;  the  more 

of  die  product  goes  to  one  group,  die  less  is  currendy  available  for 

the  others.”  Yet  with  rare  exceptions,  such  as  die  Townsend  move- 
ment and  the  opposition  to  it,  age  groups  are  not  engaged  m   open 

conflict  (the  conflicts  between  parents  and  children  are  an  entirely 

different  matter).  A   major  reason  for  this  is  diat  young  adults,  who 

are  likely  to  become  parents  of  children  who  benefit  from  educational 

institutions  and  later  old  people  who  benefit  from  pension  plans,  are 

not  a   lasting  group  widi  enduring  interests  distinct  from  those  of 

other  age  groups. 

Bouldmg,  Conflict  and  Defense,  New  York-  Harper,  1962,  chapter  x. 
20  lbid,p.  192. 

20  W.  Lloyd  Warner  and  Leo  Srole,  The  Social  System  of  American  Ethnic 
Groups,  New  Haven.  Yale  Umversity  Press,  1945,  cliapter  v. 

21  Boulding,  op.  cit.,  p.  199. 
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Another  type  of  mobility  that  mitigates  the  adverse  effects  of  con- 

flict is  that  of  organizations  and,  specifically,  their  resources.  As 

products  become  obsolete  or  the  demand  for  them  falls  off  sharply 
for  some  other  reason,  the  firms  that  produce  them  decline.  If  firms 

are  committed  to  a   particular  line  of  production  and  incapable  of 

turning  to  other  hnes,  this  worsening  of  their  terms  of  trade  threatens 
their  survival.  But  if  they  can  adapt  to  the  new  situation  and  if  their 

resources  are  mobile,  they  can  start  producing,  for  example,  bodies 

for  cars  instead  of  horsedrawn  carriages,  and  the  reverses  they  have 

suffered  wfil  have  been  only  temporary  and  not  permanent.  In  parallel 

fashion,  the  political  party  whose  program  is  rejected  by  the  voters 

may  be  able  to  recoup  its  losses  by  modifying  its  program,  but  it 
cannot  do  so  if  strong  commitments  to  the  old  ideals  preclude  such 

mobility  of  ideological  resources,  so  to  speak.  Even  when  an  organiza- 

tion s   resources  are  immobile  and  its  lack  of  adaptability  to  changing 

conditions  leads  to  its  decline,  its  individual  members  suffer  only 
temporary  setbacks  if  they  themselves  are  mobile. 

The  mobility  of  individuals  between  organizations  and  groupings, 

finally,  is  the  most  important  protection  against  being  ruined  by 

competitive  conflicts  among  powers  beyond  one’s  control.  The  decline 
of  an  organization,  occupation,  or  group  inevitably  causes  hardships 

to  its  members,  but  they  do  not  suffer  irreparable  damage  if  they 
can  readily  get  another  job,  pursue  another  line  of  work,  join  another 

party,  build  another  union.  It  is  precisely  this  mobility,  however,  that 

is  impeded  by  the  attachments  and  loyalties  organizations  and  groups 

require.  A   conspicuous  example  is  the  occupational  immobility  conse- 

quent to  the  investments  made  in  an  occupation.  The  great  investment 

men  have  in  their  occupation  and  their  job  make  the  wage  bargain 

fundamentally  different  from  other  economic  exchanges  and  distin- 

guish its  significance  for  the  employee  from  that  which  it  has  for  the 

employer.  Whereas  the  employer  buys  labor  power,  just  as  he  buys 

raw  materials,  by  investing  money  to  make  a   money  profit,  the 

employee’s  income  represents  his  whole  livehhood,  not  simply  one 
of  many  profitable  transactions,  and  what  he  invests  is  not  money  at 

all  but  a   good  part  of  his  life.  "The  worker  may  be  selling  humiliation, 

dependence,  and  self-respect  as  well  as  plowing  and  hoeing,”  in  the 
words  of  Boulding.®^ 

“The  employer  is  really  exchanging  commodity  (or  money)  for 
commodity.  .   .   .   The  worker  is  exchanging  life  for  income;  the  trans- 

action involves  him  in  status,  prestige,  his  standing  in  the  eyes  of  his 

88  lbid.,-g.  214. 
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family  and  of  the  community,  and  his  whole  position  as  a   man.” 
The  vital  significance  their  job  has  for  men  makes  the  immobility 

resulting  from  occupational  and  organizabonal  attachments  a   par- 

ticularly serious  threat  for  those  caught  up  in  the  vicissitudes  of  com- 

petitive conflict  between  powerful  firms  It  is  the  unjust  fate  of  some 

individuals  to  have  to  pay  the  price  for  the  benefits  the  community 
obtains  from  competition. 

Conclusions 

The  expectations  of  people  govern  the  satisfactions  they  find  in 

social  hfe  and  hence  their  reactions  to  social  experiences.  Depending 

on  expectations,  the  same  achievement  may  be  experienced  as  a 

gratifying  success  by  some  and  as  a   frustrating  failure  by  others. 

The  attainment  of  minimum  expectations  is  of  great  significance, 

but  as  increasingly  higher  levels  of  expectations  and  aspirations  are 

reached,  the  significance  of  attaining  still  further  rewards  declines. 

These  changes  in  the  significance  of  rewards  follow  the  principle  of 

the  eventually  diminishing  margmal  utility  of  increasing  amounts  of 

a   given  benefit.  Expectations,  however,  do  not  remain  constant.  The 

achievement  of  what  were  originally  high  aspirations  tends  to  turn 

them  into  minimum  needs  and  to  give  rise  to  new  higher  levels  of 

aspirations.  Although  the  attainment  of  increasing  amounts  of  rewards 

decreases  the  value  of  further  increments,  therefore,  this  manifesta- 

tion of  the  marginal  principle  is  mitigated  by  the  rise  of  expectations 

consequent  to  attainments,  which  again  increases  the  value  of  further 
rewards. 

Aside  from  these  “general”  expectations,  which  define  overall  needs 
and  aspirations  regardless  of  the  source  from  which  they  are  met, 

individuals  also  have  “particular”  expectations  of  specific  associates. 
The  impression  a   person  conveys  that  he  has  various  attrachve  quali- 

ties gives  rise  to  expectations  that  associating  with  him  will  furnish 

certain  rewards,  and  these  particular  expectations  guide  the  social 

interaction  of  others  with  him.  The  proximity  between  an  individual’s 
general  and  particular  expectations  determines  his  initial  attraction 

to  another.  That  is,  if  he  expects  the  other  to  furnish  rewards  of  a 

certain  kind,  whether  professional  assistance  or  social  support,  that 

fully  meet  his  general  expectations,  he  will  be  more  attracted  than 

if  he  expects  rewards  that  fall  far  short  of  meeting  his  needs.  An 

individual’s  particular  expectations  of  various  associates  differ,  de- 

Ihid.,  p.  211. 
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pending  on  his  impression  of  their  qualifications  and  inclinations  to 

provide  him  ■with  social  rewards.  In  contrast,  his  “comparative”  expec- 
tations of  profiting  from  social  experiences  constitute  a   common 

standard,  which  indicates  the  returns  he  expects  to  realize  from  his 

investments,  and  which  permits  him  to  choose  between  various  poten- 
tial associates.  Lasting  attractions  develop  in  those  social  associations 

that  are  most  profitable. 

The  expectations  of  individuals  are  not  only  influenced  by  their 

own  past  attainments  but  also  by  the  attainments  of  odiers  -who 
constitute  significant  reference  groups  for  them  and  by  the  common 
values  and  norms  in  the  society,  which  also  serve  as  reference  stand- 

ards. Shared  social  experiences  of  groups  exert  an  especially  pro- 

nounced influence  on  social  expectations.  Thus,  factory  workers  ■who 
were  treated  very  favorably  by  their  previous  manager  tend  to  have 

higher  expectations  of  his  successor  than  those  who  had  a   less  reward- 

ing experience  under  their  former  manager.  Whether  or  not  a   given 
approach  of  a   succeeding  manager  is  experienced  by  them  as  reward- 

ing and  earns  tlieir  loyalty  depends  on  whether  it  exceeds  or  falls 
short  of  the  expectations  his  predecessors  treatment  has  created.  A 

manager  may  conceive  of  his  treatment  of  subordinates  as  most 

generous  and  rewarding  in  terms  of  his  reference  standard  and  expect 
favorable  reactions  from  them,  whereas  their  different  reference 

standards,  based  on  tlieir  past  experience,  may  lead  them  to  expect 
more  of  him  and  hence  to  react  unfavorably  to  his  treatment.  Differ- 

ences in  the  expectations  that  define  tlie  significance  of  given  social 
transactions  are  a   potential  source  of  conflict. 

Shared  experiences  in  groups  induce  members  to  consider  their 

investments  to  be  similar  and  to  expect  similar  returns,  with  the 

result  that  the  average  reward  received  by  group  members  becomes 

the  standard  of  expectation  that  governs  tlie  value  of  rewards.  Given 

this  standard  of  expectation,  the  same  reward— for  example,  a   certain 

rank  and  pay  grade  in  the  army— is  typically  experienced  as  more 
gratifying  in  groups  where  it  is  rare  than  in  those  where  it  is  prevalent. 

Strangely  enough,  therefore,  the  more  rewards,  such  as  promotions 

to  higher  grades,  the  members  of  a   group  receive,  the  less  satisfaction 

are  these  rewards  likely  to  produce.  "Ihis  phenomenon  of  relative 
deprivation,  as  Stouffer  and  his  colleagues  termed  it,  can  be  conceived 

of  as  a   principle  of  diminishing  collective  marginal  utility.  The  rela- 
tive significance  of  a   social  reward  declines  the  more  of  it  has  been 

distributed  in  a   collectivity,  just  as  the  significance  of  a   dollar  dimin- 
ishes the  more  money  a   man  has. 

The  long-term  investments  required  to  furnish  various  services  in 



Conclusions  167 

demand  in  a   community  give  rise  to  social  norms  tliat  govern  what 

a   fair  return  for  rendering  these  services  is.  The  social  disapproval 
of  individuals  who  take  advantage  of  otliers  in  social  transactions  in 
violation  of  these  common  norms  of  fairness  is  a   cost  to  them  that 

discourages  such  behavior.  Nevertheless,  many  individuals  cannot 

obtain  fair  returns  for  their  investments.  The  conditions  of  supply 

and  demand  in  particular  groups  exert  an  independent  influence  on 

exchange  transactions  and  on  the  going  rates  of  exchange  between 

social  benefits  that  become  established.  The  relationship  between  tlie 

fair  rate  and  the  going  rate  in  social  exchange  roughly  corresponds 

to  that  between  the  normal  price  and  the  average  price  in  economic 

markets  The  normal  price  influences  the  average  price  in  the  long 

run,  but  its  immediate  influence  is  strongly  modified  by  the  direct 

impact  conditions  of  supply  and  demand  have  on  the  going  rate  of 

exchange.  Hence,  many  individuals  cannot  realize  a   fair  return  in 

their  transactions.  Indeed,  many  cannot  even  reahze  the  going  rate 

of  exchange.  An  important  reason  for  this  is  that  social  attachments 

produce  immobilities  that  prevent  individuals  from  taking  advantage 

of  alternative  opportunities. 

A   fundamental  problem  is  created  by  the  fact  that  the  effective 

achievement  of  collective  goals  requires  organizations  with  committed 

and  loyal  members,  but  attachments  to  organizations  preclude  the 

mobility  necessary  for  individuals  to  safeguard  their  investments  and 

receive  a   fair  return  for  them.  While  some  organizations  and  groups 

must  decline  in  the  course  of  the  competition  that  enables  the  com- 
munity to  select  those  for  whose  services  there  is  a   continuing  need, 

this  would  not  have  disastrous  effects  for  their  individual  members 

as  long  as  they  can  readily  move  to  other  organizations  or  groups. 

But  effective  competition  also  requires  that  individuals  become  com- 
mitted to  occupational  pursuits  and  to  particular  organizations,  and 

these  commitments  impede  mobihty.  As  a   result,  some  men,  due  to 

no  fault  of  their  own,  cannot  obtain  a   fair  return  for  tlie  major  invest- 
ments of  their  lives.  The  unfair  deal  they  receive  as  the  victims  of 

competitive  processes  beyond  their  control  is  likely  to  make  them 

alienated  from  and  hostile  to  their  society.  Social  welfare  legislation 

that  compensates  them  in  part  for  their  losses  is  designed  to  forestall 

their  potential  opposition. 
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The  Dynamics  of  Change 

and  Adjustment  in  Groups 

Any  social  order  requires  a   hierarchy  of  superordinations  and  sub- 

ordinations, even  if  only  for  technical  reasons.  Therefore,  equality  in 

the  sense  of  jusbce  can  only  be  the  exact  correspondence  of  personal 
quahfication  with  position  in  this  hierarchy.  Yet,  this  harmonious  corre- 

spondence is  m   principle  impossible  for  the  very  simple  reason  that  there 

always  are  more  persons  qualified  for  supenor  positions  than  there  are 

superior  positions. 

Geoug  Simmel,  The  Sociology  of  Georg  Simmel 

In  this  chapter,  an  attempt  is  made  to  apply  marginal  analysis  to 

processes  of  social  exchange  in  groups.^  The  aim  is  to  explore  whether 
the  economic  principles  of  marginal  analysis,  appropriately  adapted 

to  social  exchange,  can  help  clarify  the  changes  and  adjustments  of 

group  structure  that  occur  in  the  course  of  social  interaction  and 
social  differentiation. 

The  example  chosen  for  this  purpose  is  the  pattern  of  consultation 

in  work  groups,  that  is,  the  exchange  of  advice  for  social  status.  The 

^   One  inspiration  for  doing  so  was  Kenneth  E.  Boulding’s  statement  in  his 

review  of  Homans’  book  that  “there  is  a   useful  apparatus  of  indifference  curves, 
contract  curves,  bargaining  paths,  Pareto  optima,  and  the  hke,  all  of  which  is 

highly  relevant  to  Homans’  problem,  but  which  he  refers  to  only  in  passing.” 
The  attempt  to  show  in  this  chapter  that  specific  predictions  can  be  denved  from 

this  type  of  theory  was  partly  motivated  by  James  A.  Davis’s  cribcism,  in  the 

same  double-review  article,  that  it  is  impossible  “to  make  predictions  about 
empirical  events  from  the  theory  alone,  which  unfortunately  is  the  aim  of  Homans 

book."  “Two  Critiques  of  Homans’  Social  Behavior:  Its  Elementary  Forms,’ 
American  Journal  of  Sociology,  67  (1962),  459,  458. 
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assumption  is  that  advice  is  a   typical  service  and  that  its  exchange  for 
social  status  illustrates  general  principles  of  social  differentiation  in 

groups,  although  it  is  important  to  note  that  these  processes  are 
modified  if  a   group  has  distinctive  common  objectives  of  its  own. 

Two  individuals  might  initially  exchange  favors,  perhaps  one  advising 
the  other,  who  may  reciprocate  with  some  other  favors.  But  if  advice 

on  problems  of  one’s  work  is  the  most  valuable  service,  as  it  often  is 

in  work  groups,  other  favors  are  insufficient  to  discharge  one’s  obliga- 
tions for  it,  and  it  becomes  necessary  to  reciprocate  for  advice  with 

respect  and  compliance.  This  is  the  situation  that  serves  as  the  start- 

mg  point  for  the  analysis.  Concern  is  with  the  ways  in  which  ex- 

changes in  paurs  prohferate  into  exchange  processes  throughout  the 

group,  with  the  social  differentiation  that  develops  and  the  changes 

and  adjustments  that  occur  in  the  group  structure  in  response  to 

internally  generated  and  external  shmuh;  and  with  the  imperfections 

of  this  "social  market”  that  must  be  taken  into  account  in  the  analysis 
of  processes  of  social  exchange  and  of  the  development  of  a   differen- 

tiated structure. 

The  application  of  conceptions  of  economic  theory  to  the  study  of 

group  structure  is  intended  to  yield  propositions  that  can  be  tested 

in  empirical  research  and  thus  to  demonstrate  that  the  theoretical 

model  here  advanced  is  capable  of  generating  precise  operational 

hypotheses.  Some  of  the  hypotheses  derived  from  the  theoretical 

analysis  are:  Changes  in  the  number  of  experts  in  a   work  group  will 

affect  the  volume  of  consultation  if  the  task  is  relatively  easy  but  not, 

or  much  less,  if  it  is  very  difficult.  Contrary  to  what  common  sense 

would  lead  one  to  expect,  the  supply  of  advice  in  a   work  group  will 

influence  the  amount  of  consultation  less  if  task  performance  is  of 

great  importance  to  group  members  than  if  it  is  of  httle  importance 

relative  to  informal  status.  Newcomers  to  a   work  group  who  increase 

the  demand  for  advice  will  produce  a   permanent  increase  in  the 

volume  of  consultations,  which  will  persist  to  some  extent  even  after 

the  newcomers  have  become  experienced  oldtimers. 

The  basic  principle  underlying  marginal  analysis,  and  exchange 

generally,  is  that  of  the  eventually  diminishing  marginal  utility. 

Increasing  amounts  of  benefits  of  a   given  kind  produce  possibly  first 

an  increase  but  in  the  long  run  always  a   decrease  m   their  marginal 

value,  that  is,  the  value  another  umt  has  for  an  individual^  'This 

®   Rising  expectations  consequent  to  increasing  attainments  mitigate  the  negative 
effect  of  mcreasing  attamments  on  marginal  utihty,  as  noted  in  the  last  chapter, 

but  they  rarely  obhterate  this  effect  completely. 
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principle  is  the  ultimate  source  of  the  divergence  of  attitudes  without 

which  exchanges  would  not  take  place.  The  reason  two  men  engage 
in  a   voluntary  exchange  transaction  is  that  both  benefit  from  it.  Both 

can  benefit  only  if  they  have  divergent  attitudes,  which  means  that 

the  person  who  trades,  for  example,  an  apple  for  a   pear  values  the 

apple  less  than  the  pear,  whereas  the  one  with  whom  he  trades  values 

the  apple  more  than  the  pear.  This  difference  in  preferences  would 

exist  even  though  the  two  persons  have  identical  tastes  if  the  first 

has  many  apples  and  few  pears  and  the  second  has  many  pears  and 
few  apples.  Since  the  marginal  utility  of  increasing  possessions  is 

relatively  smaller,  all  benefit  as  “everybody  gives  up  what  he  has  too 
much  of  in  return  for  what  he  has  too  little  of.”  ®   Specialization  pro- vides each  man  with  more  of  some  resources  than  he  can  use  and 

fewer  of  others  than  he  needs.  It  therefore  necessitates  exchange. 

“Exchange  without  specialization  is  impossible;  speciahzation  without 

exchange  is  silly.”  ̂  
The  advice  of  the  most  expert  members  of  a   work  group  with  fairly 

complex  duties  constitutes  a   speciahzed  service,  and  the  less  com- 

petent members  have  a   need  for  this  service,  since  they  tend  to  be 

reluctant  to  expose  tlieir  ignorance  to  supendsors  by  frequently  con- 

sulting them.  This  divergence  of  attitudes,  which  makes  some  “eager 
sellers”  and  others  “eager  buyers”  of  advice,  constitutes  the  basis  for 
exchange  transactions  that  benefit  both  parties;  ®   one  profits  from  the 
advice  that  enables  him  to  perform  his  duties  better,  and  the  other 

profits  from  the  superior  status  he  is  accorded  in  exchange  for  his 

expert  advice.  The  compliance  of  others,  on  which  superior  status 

rests,  can  be  considered  a   generalized  means  of  social  exchange, 

similar  to  money  in  economic  exchange  (except  that  it  is  far  less 

hquid  than  money),  since  a   person's  command  of  the  compliance  of 
others  enables  him  to  obtain  a   variety  of  benefits,  just  as  his  possession 

of  money  does.  But  when  advice  is  exchanged  in  mutual  partnerships, 

as  it  often  is  between  individuals  whose  competence  is  about  the 

same,  there  would  seem  to  be  no  divergence  of  preferences  that 

enables  both  to  profit  from  the  transactions.  Both  do  profit,  however, 

because  the  anxiety  aroused  by  decisions  on  the  basis  of  which  one’s 
performance  is  evaluated  by  supervisors  often  interferes  with  a   per- 

son’s decision-making  on  his  own  cases  but  not  with  his  decision- 

®   Boulding,  Conflict  and  Defense,  New  York-  Harper,  1962,  p.  193. 

^Boulding,  Economic  Analysis  (3d  ed.).  New  York:  Harper,  1955,  p.  20 
( original  in  italics ) . 

®   See  ibid.,  pp.  68-70. 
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making  on  a   colleague’s  cases.  Hence,  the  advice  two  colleagues 
exchange  tends  to  be  superior  to  theur  decisions  on  their  own  cases. 

The  consequent  divergence  of  attitudes,  with  each  partner  preferring 

the  less  anxiety-distorted  decisions  of  the  other  to  his  own,  permits 
both  to  benefit  from  their  mutual  exchange  of  advice. 

Bilateral  Monopoly  and  Proliferation 

As  a   starting  point,  each  consulting  relationship  in  a   work  group 

engaged  in  mental  tasks  of  a   minimum  degree  of  complexity  is 

concentualized  as  a   case  of  bilateral  monopoly,  and  the  analysis  will 

then  proceed  to  the  pressures  created  in  these  pairs  to  explore 

alternative  opportunities  and  to  the  resulting  prohferation  of  exchange 

processes.  When  a   consultant  is  more  and  more  frequently  asked  for 

advice  by  a   colleague,  the  value  of  the  respect  and  comphance  he 

receives  in  return  for  his  advice  declines.  Simultaneously  the  cost  in 

time  of  giving  advice  rises  for  him  as  the  time  he  must  devote  to  it 

increasingly  impinges  on  the  time  he  has  left  for  doing  his  own  work 

and  engaging  in  other  activities.  Given  these  two  marginal  processes, 

the  marginal  rate  of  substitution,  that  is,  the  worth  (ublity)  of  the 
subordination  he  receives  in  terms  of  the  worth  of  the  cost  in  time 

he  incurs,  decreases  at  an  accelerated  rate  with  increasing  consulta- 
tions. Imtially,  the  status  enhancement  he  obtains  is  presumably  more 

valuable  for  him  than  the  time  he  must  devote  to  consulting,  this  is 

the  reason  he  supplies  advice.  But  the  declining  value  of  further 

status  enhancement  and  the  rising  value  of  further  time  costs  reach 

a   point,  vwth  more  frequent  consultations,  where  the  two  are  equal, 
and  this  is  the  amount  of  consultation  from  which  the  consultant 

profits  most  and  to  which  he  should  adhere  if  no  other  considerations 

influence  his  conduct.  Similarly,  the  cost  of  status  deflation  to  the 

questioner  looms  larger  and  larger  the  more  often  he  must  admit, 

to  a   man  formally  his  peer,  his  helplessness  and  dependence,  and  his 

need  for  advice  also  diminishes  as  more  of  his  questions  have  already 

been  answered,  so  that  he  too  reaches  a   point  where  he  no  longer 

profits  from  further  consultations. 

The  relationship  between  the  subjective  worth  or  utihty  of  two 

commodities  can  be  represented  with  the  aid  of  indifference  curves. 

Any  point  on  an  indifference  curve  mdicates  that  the  individual  is 

indifferent  to  whether  he  possesses  the  specified  amount  of  the  first 

or  the  specified  amount  of  the  second  commodity,  that  is,  that  the  two 
have  the  same  value  for  him.  If  an  individual  derives  the  same 

pleasure  from  spending  ten  dollars  on  going  to  the  theater  or  on 
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having  dinner  at  a   restaurant,  he  might  not  care  whether  he  goes  to 
the  theater  twice  a   week  and  not  to  a   restaurant,  goes  once  to  each 

or  goes  twice  to  a   restaurant  and  not  to  the  tlieater,  all  these  points 
would  be  on  one  indifference  curve.  To  he  sure,  he  probably  would 
prefer  dining  out  twice  a   week  and  also  going  twice  to  die  theater 

but  whether  he  does  this  or  engages  in  any  other  combination  of 

going  out  four  times  may  again  not  make  any  difference  to  him- 
these  points  would  lie  on  a   higher  indifference  curve  for  him.  So  far 

we  have  assumed  that  the  indifference  curves  are  straight  hnes  on 

a   graph  with  the  frequencies  of  dining  out  on  one  axis  and  those  of 

going  to  the  theater  on  the  other,  but  this  assumption  is  obviously 
unrealistic.  The  individual  who  hkes  both  equally  on  the  average  and 

has  already  dined  out  six  times  in  a   given  week  surely  will  prefer  a 
theater  to  a   restaurant  on  the  seventh  evening,  which  means  that  the 

more  often  he  has  dined  out  already,  the  lower  becomes  the  value 

of  dining  out  relative  to  that  of  going  to  the  theater  for  him,  in 
accordance  with  the  marginal  principle. 

Indifference  curves,  therefore,  typically  have  changing  slopes  (they 
are  curved,  not  straight),  which  indicate  that  the  amount  of  one 

commodity  that  is  equivalent  in  utility  to  a   given  amount  of  the  other 

depends  on  the  proportion  of  tlie  two  under  consideration,  as  shown 

in  Figure  1.®  The  individual  is  indifferent  toward  any  combination  of 
X   and  Y   that  lies  on  Ii,  whereas  he  has  increasingly  higher  prefer- 

ences toward  the  combinations  that  lie  on  successively  higher  indif- 

ference curves  (toward  the  upper  right),  being  again  indifferent 

toward  any  that  lie  on  the  same  curve.  The  hne  AB  is  the  opportunity 
line,  that  is,  it  shows  the  resources  available  to  him  to  obtain  the  two 

commodities.  He  can  purchase  OB  of  Y   and  no  X,  OA  of  X   and  no  Y, 

or  any  other  combination  on  tlie  opportunity  line.  The  most  prefer- 
able combination  is  the  one  where  the  opportunity  line  is  tangent  to 

the  highest  indifference  curve,  which  is  at  P,  where  he  obtains  OD 

of  Y   and  OC  of  X,  Other  attainable  combinations,  such  as  those  at  M 

and  N,  are  less  preferable,  since  they  lie  on  lower  indifference  curves. 

Let  X   represent  the  benefits  an  expert  obtains  from  devoting  the 

time  he  can  spare  from  his  own  work  to  relaxation  and  sociability; 

Y,  the  status  enhancement  diat  accrues  to  him  as  the  result  of  using 

this  time  for  advising  others  (both  in  terms  of  utility  to  him);  and 

the  line  AB,  his  total  extra  time.  The  point  P   would  then  show  that 

division  of  his  spare  time  between  relaxation  and  helping  others  that 

®   Figure  1   is  reproduced  from  George  J.  Stigler,  The  Theory  of  Competitive 
Price,  New  York:  Macmillan,  1942,  p,  73. 
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Y 

yields  him  most  ubh'ty.  The  a\'erage  slope  of  the  indifference  cun'es 
would  reveal  his  status  consciousness,  specifically,  how  significant  it 

is  for  him  to  achieve  supenor  status  among  colleagues  relative  to 

the  significance  that  relaxation  and  sociability  have  for  him.  If  X 

represents  the  benefits  a   man  receives  from  devoting  time  to  perform- 
mg  his  o^vn  work  (rather  than  from  his  leisure  time),  the  average 

slope  of  the  indifference  curves  would  indicate  the  degree  to  which 

he  is  oriented  to  colleagues  as  a   reference  group  rather  than  to  his 

instrumental  tasks  and  the  superiors  who  evaluate  his  performance. 

One  would  expect,  for  example,  that  social  cohesion  makes  these 

indifference  cur\'es  less  steep,  indicating  the  increased  significance  of 
colleague  approval  and  informal  status  (Y). 

The  exchange  process  in  bilateral  monopoly  can  be  represented  in 

a   box  diagram  wdth  tsvo  facmg  pairs  of  coordinates,  as  in  Figure  2." 
Og  is  the  origin  for  the  consultant.  Of,  for  the  colleague  who  consults 

him.  K   indicates  problem-solving  abilitj’,  which  is  conceived  as  the 
time  devoted  to  problem  solving  weighted  by  the  competence  applied 

to  the  task  OgY  (or  OiX)  is  the  total  problem-soKhag  ability  avail- 
able in  die  pair,  with  OgKg  representing  the  greater  ability  of  the 

expert  and  O^Kb  the  lesser  one  of  the  colleague  at  the  initial  point 

Po,  before  any  consultation  takes  place.  H   indicates  the  compliance 

each  is  wdUing  to  express  to  raise  the  other’s  status,  and  the  assump- 

tion is  made  that  the  expert’s  superior  status  makes  him  less  inclined 

"   Figure  2   is  reproduced  from  Bouldmg,  op.  ctl ,   p.  811.  The  following  dis- 
cussion is  adapted  from  tbid.,  pp.  810-813. 
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to  subordinate  himself  to  the  other  for  any  conceivable  benefit  than 

the  other  is  to  subordinate  himself  to  the  expert,  which  means  that 

the  expert  has,  in  effect,  less  resources  of  willing  compliance  (0„Ha) 
than  his  colleague  (OsHs).  (A  different  assumption  could,  of  course 

be  made.)  Consultations  would  be  reflected  by  movements  from  the 

initial  point  Po  toward  the  bottom,  showing  that  the  expert  apphes 
some  of  his  time  and  ability  to  the  problems  of  the  colleague,  and 

toward  the  right,  showing  that  the  expert’s  status  is  raised  by  the 
compliance  with  which  the  colleague  reciprocates  for  the  advice.  The 

sohd  indifference  curves  are  those  of  the  expert,  with  higher  prefer- 

ences indicated  by  the  successsive  cmrves  toward  the  upper  right, 

and  the  dotted  ones  are  those  of  the  colleague,  with  higher  pref- 

erences indicated  by  successive  curves  toward  the  lower  left.  Any 
movement  toward  higher  indifference  curves  from  Aq  and  Bo,  respec- 

tively, is  an  improvement.  As  long  as  both  can  move  toward  higher 
indifference  curves,  both  profit  from  increasing  consultations. 

A   fair  rate  of  exchange,  based  on  accepted  social  norms  of  what  is 

a   fair  return  for  expert  advice,  is  represented  by  the  exchange  oppor- 

tunity line  PoEfiEa-  As  long  as  these  norms  of  fairness  are  adhered  to, 
movements  can  occur  only  along  this  line,  the  slope  of  which  indi- 

cates the  degree  of  compliance  expected  per  unit  of  expert  advice, 

If  exchange  proceeds  up  to  the  point  E^,  it  brings  both  parties  to 

higher  indifference  curves  (from  Ao  to  Ai  and  from  Bo  to  Bi),  which 

means  that  both  profit  from  the  exchange.  The  consultant  now  fur- 

nishes PoL  units  of  advice  in  exchange  for  LEi,  units  of  compliance. 

A   move  to  point  Eq,  where  he  would  furnish  more  advice  at  the 

same  rate,  would  be  to  his  advantage,  since  it  would  bring  him  to  a 

still  higher  indifference  curve,  but  it  would  not  be  in  the  interest 

of  the  colleague,  since  it  would  move  him  to  a   lower  indifference 

curve.  A   change  from  Es  to  E^,  on  the  other  hand,  would  be  to  the 

advantage  of  both,  inasmuch  as  it  would  move  both  to  higher  indif- 

ference curves.  At  E^,  however,  the  consultant  receives  less  compli- 
ance per  unit  of  advice  than  the  fair  rate  requires  (the  line  PoEc  is 

closer  to  being  vertical  than  the  line  PoEb,  and  a   vertical  line  would 

show  that  he  gives  advice  free).  Even  in  bilateral  monopoly,  there- 
fore, it  may  be,  and  often  is,  to  the  advantage  of  both  parties  to 

depart  from  the  fair  rate  of  exchange. 

As  long  as  an  increase  in  the  volume  of  consultation,  at  whatever 

exchange  rate,  is  possible  that  moves  both  parties  to  higher  indiffer- 
ence curves,  it  is  to  the  advantage  of  both  to  expand  their  exchange 

relation.  But  once  a   point  of  tangency  of  the  indifference  curves  of 

the  two  parties  is  reached,  as  it  is  at  point  £<,,  "no  further  movement 
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can  be  made  which  will  benefit  both  parties,  no  matter  what  the 

price.”  ®   The  line  that  connects  all  the  points  of  mutual  tangency, 

AqEcBo,  is  called  the  contiact  cun'e  or  “Paretian  optimum,”  meaning 
the  condition  that  maximizes  the  joint  advantage  of  both  parties. 

Whereas  moves  that  profit  both  parties  are  possible  from  any  point 

that  IS  not  on  the  contract  curve,  once  they  are  on  the  contract 

curve  no  move  is  possible  tliat  does  not  disadvantage  one  of  the  two 

(or  both).  A   move  along  the  contract  curve  from  Aq  toward  Bo  would 

benefit  the  consultant  at  tlie  ex-pense  of  his  colleague,  and  a   move  in 
opposite  direction  would  benefit  the  latter  at  the  expense  of  the 

former.  The  point  on  the  contract  curve  that  is  reached  depends  on 

the  bargaining  strength  of  the  two  parties,  in  other  words,  on  factors 
outside  the  theoretical  model. 

To  be  sure,  there  is  only  a   single  point  that  fulfills  Pareto  s   condi- 
tion of  joint  optimum  and  also  satisfies  die  social  norm  of  fairness, 

namely,  the  point  Bi,  where  the  contract  curve  is  intersected  by  tlie 

opportunity  line,  which  represents  the  fair  rate.  Whether  tliis  point 

is  reached  or  not,  however,  depends  on  the  so-called  “bargaining 

8   Ibid.,  p.  812. 
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path”  of  the  two  parlicv,  tlial  is,  tljc  earlier  cvplorations  jn  which 
they  settle  the  terms  of  their  cxdmngc.  If  they  initially  settle  at  the 

rate  of  Et,  in  conformity  with  the  standard  of  a   fair  rale,  tliey  are 

unlikely  ever  to  get  to  K,,  .since  doing  so  would  rcrjuirc  the  colleague 

who  consults  to  accept  more  disadvantageous  terms  than  lie  already 

has  (to  move  to  a   lower  indifFcrcnce  curve),  whereas  there  are  many 
opportunities  that  increase  the  adsantage  of  the  consultant  as  well  as 

his  own.  The  point  reached  on  the  contract  curve  is  influenced  by 
tlic  personal  relation  between  the  consultant  and  the  consulting  col- 

league, the  skills  of  each  in  concealing  how  much  he  would  be 

willing  to  return  for  the  benefits  obtained  if  he  had  to,  and  in 

particular  the  other  benefits  that  one  or  both  derive  from  their  social 

interaction.  The  wan  who  reveals  his  great  need  for  advice  may  have 

to  pay  more  compliance  for  it  than  the  one  who  .successfully  conceals 

it.  Tlic  consultant  who  expresses  a   supporlis’c  interest  in  helping 
colleagues  tends  to  earn  more  appreciation  and  willing  compliance 

than  the  one  who  extends  assistance  only  grudgingly,’  Tlic  man 

afraid  to  go  to  the  supers isor  for  advice  may  have  to  pay  a   higher 
price  for  advice  from  colleagues  than  the  one  knossm  sometimes  to 

avail  himself  of  this  alternative  resource.  Generally,  available  alterna- 

tives strengthen  a   man’s  bargaining  power,  and  llie  major  altcm.atives 
accessible  in  work  groups  are  other  colle.agues. 

The  consulting  relations  in  a   work  group  do  not  exist  in  isolation 

from  cacii  other.  An  individual  may  not  he  able  to  get  as  miicli 

adx'icc  as  he  needs  from  his  consultant  at  a   price  he  is  willing  to  p.ay 
or,  for  that  matter,  at  any  price,  and  a   consultant  may  not  he  able  to 

obtain  (he  superior  status  he  feels  he  deserves  from  a   single  colleague. 

The  very  existence  of  altiTuative  opjmrtunitles  invites  their  exploration, 

and  as  some  workers  explore  various  exchange  opportunities  they 

tempt  others  who  have  already  become  relatively  settled  in  consult- 

ing relations  with  promises  of  more  profitable  alternatives.  In  conse- 

quence of  tin’s  proliferation  of  exebange,  e\j)crl,s  must  compete  for 
tlic  complianee  of  colleagues  and  for  superior  status  in  the  group, 

®Tlie  significnnt'c  of  MH-b  otlu'r  btnffit'i  c.in  bt-  taken  into  account  in  more 

complex  fhcoretic.ll  rnodek,  Init  ilifTc  have  n   (.lisidv.mt.lgc  in  tint  it  Ixxximcs 

increasingly  difiicuU,  if  not  iinpo>^'ililt',  to  opcratiiniali/e  them  for  empirical  rc- 

se.nrch.  Tlie  simpler  moilcK  Uwt  cont.ifn  onl>  the  most  imjxirfant  benefits  ex- 

changed, and  which  can  lie  more  easily  iransl.ited  into  operational  terms,  dimild 

suffice  for  .statislic.il  pri'dictions.  Tint  is,  if  the  most  s.ihcnt  benrfits  arc  t.ikcn 

into  account  in  the  model,  even  thmigh  not  all  benefits  esebanged  arc,  the  pre- 

dictions derised  from  it  should  br  confinnexl  in  ,i  .statistic.illy  signific.ant  propor- 
tion of  cases,  though  not  in  all  of  them. 
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and  those  in  need  of  advice  must  compete  for  the  consulting  time 
of  experts.  In  the  course  of  tliis  double  competition,  an  approximate 
going  rate  of  compliance  for  advice  becomes  estabhshed  in  the 

group.'®  Social  norms  of  fairness  influence  this  going  rate,  but  since 
the  conditions  of  supply  and  demand  in  the  group  exert  an  inde- 

pendent influence  on  it,  the  going  rate  often  deviates  from  the  fair 
rate,  as  noted  previously. 

Exchange  processes  proliferate  from  bilateral  monopolies  into  wider 

circles  not  only  as  a   result  of  the  search  for  more  profitable  opportu- 
nities but  also  because  of  limitations  of  resources.  A   person  can  obtain 

a   service  in  return  for  eitJier  another  service  or  compliance,  that  is, 

subordination.  Since  the  workers  in  need  of  expert  advice  usually 

have  nothing  else  to  offer  tliat  the  consultant  needs,  they  must  repay 

him  for  it  by  complying  witli  his  wishes.  As  tliey  consult  him  more 

and  more,  the  cost  in  compliance  and  self-respect  mounts  for  them. 

Ultimately,  of  course,  their  need  for  advice  also  dimim'shes  with 
increasing  consultation,  but  the  problem  of  tliose  in  need  of  much 

advice  is  precisely  that  they  continue  to  need  advice  at  the  point 

when  its  cost  has  become  prohibitive,  eitlier  because  their  self-reqiect 
would  suffer  too  mucli  from  further  subordination,  or  because  no 

amount  of  subordination  on  tlieir  part  would  profit  the  consultant 

sufficiently  to  devote  more  time  to  advising  them. 

In  brief,  die  maximum  amount  of  compliance  with  the  requests  of 

an  expert  consultant  diat  workers  can  pay  may  not  yield  them  the 

minimum  amount  of  advice  that  they  need.  In  this  situation,  they 

are  likely  to  do  what  people  generally  do  when  dieir  resources  are 

not  adequate  to  get  them  die  lands  of  goods  they  want,  namely, 

substitute  goods  of  lesser  quality  that  they  can  afford.  The  less  com- 

petent members  of  a   work  group  often  establish  partnerships  of 

mutual  consultation,  in  which  they  obtain  advice  of  poorer  quality 

than  that  of  experts  at  lower  costs.  Mutual  consultation  does  not 

involve  subordination  for  either  partner.  Each  pays  for  the  advice 

he  gets,  not  with  compliance,  which  he  can  ill  afford,  but  with 

consultation  time  devoted  to  the  other's  problems,  which  is  a   cheap 
price,  inasmuch  as  little  demand  is  made  on  his  consultation  time 

and  he  enjoys  the  regard  for  his  judgment  implicit  in  the  other’s 
asking  for  his  advice.  These  partnerships,  which  decrease  the  demand 

made  on  the  time  of  experts,  again  make  expert  consulting  time 

“It  can  be  demonstrated  that  the  length  of  the  contract  curve  decreases  as 
the  number  of  bargainers  increases,  and  that  witli  very  many  buyers  or  sellers  or 

both.  It  reduces  to  a   single  point.”  Stigler,  op.  cit.,  p.  81. 
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available  to  workers  when  they  need  advice  on  their  most  difficult 

problems.^  Reciprocal  exchange  relations  of  this  sort  decrease  ffie 
differentiation  of  social  status  in  groups,  since  they  diminish  the 

dependence  of  the  less  resourceful  members  on  the  more  resourceful 
ones. 

The  expert  consultants,  too,  have  reasons  for  not  confining  their 

exchange  transactions  to  one  colleague  but  expanding  their  consulting 
relations.  As  tlie  marginal  utihty  or  value  that  the  increasing  com- 

pliance of  a   colleague  has  for  an  expert  declines,  the  value  of  the 

compliance  of  otliers  does  not  similarly  decline;  quite  the  contrary, 
it  increases  by  comparison.  The  technical  reason  for  this  is  that  acts 

of  compliance  of  different  persons  are  not  equivalent  and  interchange- 

able. The  theoretical  reason  is  that  superior  status  in  a   group  requires 

tliat  many  otliers  acknowledge  tlieir  subordinate  position,  not  simply 
that  one  exliibits  a   very  high  degree  of  deference.  While  there  are 

advantages  to  having  one  person  completely  dependent  on  onself, 
tlie  significance  of  superior  social  status  in  a   group  makes  the  lesser 

dependence  of  most  members  typically  preferable.  To  achieve  supe- 

rior status,  experts  are  likely  to  distribute  tlieir  consulting  time  among 
many  colleagues  ratlier  than  to  devote  all  of  it  to  one  person. 

There  is  an  interesting  asymmetry  in  the  effects  die  marginal  proc- 

esses experienced  by  the  consultants  and  by  those  who  consult  them, 

respectively,  have  on  tlie  group  structure.  Changes  in  the  marginal 
rate  of  substitution  of  tlie  benefits  obtained  in  terms  of  the  costs 

incurred  with  increasing  consultations  in  a   given  consulting  relation 

prompt  bodi  die  expert  and  die  colleague  whom  he  advises  to  turn 

to  other  consulting  relations,  as  we  have  seen.  The  fact  that  a   con- 

sultant does  not  sufficiently  profit  from  advising  a   single  colleague 

leads  consultants  to  try  to  broaden  die  scope  of  dieir  advice-gmng 

to  include  numerous  colleagues,  which  promotes  the  differentiation 

of  social  status  in  die  group.  In  contrast,  die  fact  that  a   man  in  need 
of  advice  cannot  obtain  sufficient  assistance  to  meet  his  need  from 

a   single  colleague  leads  to  die  establishment  of  partnersliips  of  mu- 
tual consultation,  which  reduces  die  differentiation  of  social  status  in 

the  group. 

These  internally  generated  forces,  which  partly  operate  in  opposite 

directions,  produce  a   differentiated  group  structure.  The  character- 
istics of  tliis  social  structure  govern  die  modifications  and  adjustments 

For  tlie  analysis  of  an  empirical  case,  see  Blau,  The  Dynamics  of  Bureauc- 

racy (2d  ed.),  Umversity  of  Chicago  Press,  1963,  pp.  127-132,  137-138. 
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that  occur  m   it  in  response  to  externally  imposed  changes  in  con- 
ditions. 

Structural  Adjustment  to  Changing  Conditions 

The  concept  of  elasticity,  which  economists  use  in  the  study  of 

market  structures,  can  be  applied  m   the  analysis  of  changes  in  group 
structure.  There  is  a   close  relationship  between  the  demand  for  a 

good  or  service,  the  supply  of  it,  and  its  price.  Changes  in  any  one 

of  these  three  factors  produce  changes  in  the  other  two.  The  exact 

nature  of  these  interrelations  is  governed  by  the  elasticity  of  the 

quantity  of  supply  or  demand.  “The  elasticity  measures  the  degree  to 
which  price  is  effective  in  calling  forth  or  holding  back  the  quan- 

tity."*^ A   rise  or  fall  in  demand  produces  initially  a   corresponding 
change  in  price;  if  supply  is  elastic,  changes  in  it  absorb  most  of  the 

changes  in  demand,  and  the  ultimate  price  is  httle  affected,  but  if  it 

is  melastic,  the  change  in  demand  effects  a   considerable,  endurmg 

change  in  price.  Similarly,  an  increase  or  decrease  in  supply  produces 

initially  an  inverse  change  in  price,  if  demand  is  elastic,  changes  in 

it  absorb  most  of  the  changes  m   supply,  and  the  ultimate  effect  on 

price  is  small,  but  if  it  is  inelastic,  the  change  in  demand  has  a   last- 

ing and  pronounced  impact  on  price.  The  application  of  these  prin- 
ciples to  the  exchange  of  advice  for  social  status  in  work  groups 

makes  it  possible  to  advance  hypotheses  concerning  the  changes  and 

adjustments  that  occur  in  the  social  structure  in  response  to  varying 
conditions. 

The  impact  of  changes  in  the  supply  of  expert  advice  in  a   work 

group  depends  on  the  elasticity  of  the  demand  for  advice.  The  elas- 

ticity of  demand  is  primarily  governed  by  the  steepness  of  the  mar- 

ginal utility  curve,  “the  faster  marginal  utility  declines  with  increas- 
ing consumption,  the  faster  will  the  marginal  rate  of  substitution 

decline  and  the  less  elastic  will  be  the  demand  of  the  consumer  for 

the  commodity  in  question."  The  vital  need  for  a   given  commodity, 
the  lack  of  available  substitutes,  and  the  fact  that  its  cost  uses  up 

only  a   small  proportion  of  an  individual’s  total  investments  are  three 
main  factors  that  make  the  demand  for  the  commodity  relatively 

unresponsive  to  changes  in  its  price,  that  is,  inelastic.  In  respect  to 

advice,  demand  will  be  less  elastic  if  the  complexity  of  the  task 

makes  it  difBcult  to  reach  decisions  and  important  to  consult  col- 

i^Boulding,  op.  cit,  p.  119  (italics  in  original). 
Ibid,  p.  699. 
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leagues  in  doubtful  cases  than  if  any  easy  task  makes  consulting 
merely  a   convenience  individuals  can  do  without  should  it  be  too 

costly.*^  Besides,  if  workers  are  reluctant  to  consult  the  supervisor 

and  if  they  cannot  themselves  look  up  answers  to  the  questions  they 
ask  colleagues,  demand  for  colleague  advice  will  be  less  elastic  than 
if  such  substitutes  for  it  are  readily  accessible.  Finally,  the  less  in- 

vestment  workers  have  in  their  social  standing  among  colleagues 
compared  to  that  they  have  in  performing  their  task  well  and  ad- 

vancing their  careers,  the  less  elastic  wUl  demand  for  advice  he. 
This  is  because  the  small  significance  of  the  cost  of  advice  in  subor- 

dination makes  demand  for  advice  less  responsive  to  its  cost  than 

would  be  the  case  were  its  cost  to  play  a   greater  role  in  the  workers’ 
total  investments. 

Let  us  assume  that  two  or  three  experts  have  been  removed  by 
superiors  from  a   work  group  and  examine  how  the  impact  of  this 

decrease  in  the  supply  of  colleague  advice  is  conditioned  by  varia- 

tions in  the  elasticity  of  the  demand  for  it.  Now  twice  as  many  work- 

ers than  before  come  to  each  of  the  two  or  three  remaining  experts 

for  advice,  increasing  the  pressure  on  the  experts  and  the  competi- 

tion for  their  consultation  time  among  the  rest,  thus  probably  increas- 

ing the  price  in  compliance  others  will  offer  for  advice.  If  the  task 

is  not  very  difficult  and  workers  can  easily  look  up  the  information 

that  they  previously  requested  from  experts  simply  to  save  time,  or 

if  the  significance  of  their  status  among  colleagues  is  great,  or  that 

of  the  quality  of  their  performance  is  not  very  great,  others  will  con- 

sult experts  less  rather  than  subordinate  themselves  more  to  them 
in  order  to  obtain  their  advice.  Under  these  conditions  of  elastic  de- 

mand, a   decrease  in  the  supply  of  advice  is  expected  to  reduce  the 

volume  of  consultation  without  having  pronounced  effects  on  differ- 

ences in  social  status.^®  If,  however,  the  difficulty  of  the  task  or  other 
factors  make  getting  advice  from  expert  colleagues  a   necessity  for 

most  workers  and  make  their  demand  for  it  inelastic,  they  will  have 

to  offer  more  compliance  to  induce  the  few  remaining  experts  to 

^*J£  the  task  is  entirely  routine,  the  demand  for  advice  is  probably  also 

inelastic  (and  virtually  zero),  but  such  routine  tasks  are  excluded  from  con- 
sideration here. 

Changes  in  the  volume  of  consultabon  also  influence  status  differences-if 

others  consult  experts  less,  they  are  less  obligated  to  comply  with  their  wishes- 
but  changes  in  volume  have  less  pronounced  effects  on  the  differentiation  of  status 

than  do  changes  in  the  rate  of  compliance  required  to  obtain  advice,  as  shown  in 

greater  detail  at  the  end  of  this  section  on  Structural  Adjustment  to  Changing 
Conditions. 
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devote  sufficient  time  to  supplying  them  the  advice  they  need.  Under 

conditions  of  inelastic  demand,  a   decrease  in  the  supply  of  advice  is 

expected  to  intensify  status  difierences  and  have  comparatively  httle 
influence  on  the  volume  of  consultation. 

The  conclusion  that  can  be  derived  is  that  the  impact  of  a   change 

in  the  number  of  experts  in  a   work  group  on  its  social  structure  is 

contingent  on  the  difficulty  of  the  tasks  and  other  factors  that  afi^ect 
the  elasticity  of  the  demand  for  advice.  A   series  of  hypotheses  sub- 

ject to  empirical  testing  can  be  inferred  from  this  conclusion  and  the 

considerations  in  the  preceding  paragraph.  If  the  task  is  complex, 

a   decrease  in  the  number  of  experts  will  intensify  status  differences, 

an  increase  in  the  number  of  experts  will  lessen  status  differences, 

and  neither  will  affect  the  volume  of  consultation  very  much.  If  the 

task  is  relatively  simple,  a   change  in  the  number  of  experts  will  have 

little  effect  on  the  existing  differentiation  of  status,  but  it  xvill  give 

rise  to  parallel  changes  m   the  volume  of  consultation.  Similarly,  the 

less  easily  available  substitute  sources  of  advice  and  information  are, 

the  more  of  an  impact  ̂ vill  changes  in  the  number  of  experts  have 

on  the  status  structure,  and  the  less  of  an  impact  will  they  have  on 

the  volume  of  consultation.  Moreover,  the  less  sigmficant  status  in 

the  work  group  is  for  its  members,  the  more  will  changes  in  the 

number  of  experts  be  reflected  in  changes  in  social  distance  between 

consultants  and  others  rather  than  in  changes  in  the  volume  of  con- 

sultation. Fmally,  if  the  quality  of  the  performance  of  tasks  is  of 

great  significance,  changes  in  the  number  of  experts  will  primarily 
affect  status  differences  and  not  the  volume  of  consultation,  whereas 

they  win  have  the  opposite  effects  if  task  performance  is  less  sig- 
nificant. 

The  impact  of  changes  in  the  demand  for  coUeague  advice  in  a 

work  group  is  contingent  on  the  elasticity  of  its  supply.  The  elas- 
ticity of  supply  depends  essentiaUy  on  the  ease  with  which  existing 

suppliers  can  expand  their  output  (which,  in  turn,  depends  on  the 

slope  of  their  marginal  cost  curves,  that  is,  on  the  fact  that  an  in- 
crease in  output  raises  marginal  cost  little)  and  on  the  ease  with 

which  others  can  join  the  ranks  of  suppliers.  The  supply  of  advice 

in  a   group  is  more  elastic  if  experts  are  not  under  time  pressure 

than  if  the  pressure  of  their  o^vn  work  restrams  them  from  expanding 

the  time  devoted  to  consulting.  Besides,  the  less  difficult  it  is  for  other 

workers  to  become  expert  consultants,  the  more  elastic  is  the  supply 

of  advice.  This  depends  in  the  long  run  on  the  abihties  and  training 

required  to  become  an  expert,  but  in  the  short  run  it  depends  pri- 
marily on  the  difference  in  competence  between  the  experts  who  are 
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often  consulted  and  others  who  are  only  rarely  consulted  except  in 
mutual  partnerships.  Lack  of  time  pressure  on  experts  and  the  exist- 

ence of  workers  who  are  rarely  consulted  though  diey  are  nearly 
as  competent  as  experts,  then,  are  the  two  main  factors  that  increase 

the  elasticity  of  the  supply  of  advice  in  a   group. 

When  several  inexperienced  newcomers  are  assigned  to  a   work 

group,  the  demand  for  advice  is  Hkely  to  rise.  As  there  are  more 

workers  now  than  before  who  compete  for  the  consulting  time  of  tlie 

experts,  the  rise  in  demand,  just  as  the  drop  m   supply  previously 
discussed,  probably  will  initially  raise  tlie  price  in  compliance  tliat 

workers  wiU  offer  for  advice.  The  elasticity  of  supply  will  determine 

the  consequences  of  this  increase  in  the  rate  of  compliance  for  advice. 

If  experts  are  not  under  time  pressure,  the  fact  that  giving  advice  is 

now  more  profitable  than  it  was  before  will  provide  incentives  for 

them  to  devote  more  time  to  doing  so.  If  several  others  are  nearly 
as  competent  as  experts,  the  greater  profitability  of  giving  advice  is 

likely  to  induce  them  to  join  tlie  ranks  of  consultants  and  the  greater 

demand  for  advice  is  likely  to  induce  others  to  consult  these  persons 

even  though  their  counsel  is  not  of  the  highest  quality.  The  resulting 
expansion  of  the  supply  of  advice  will  counteract  the  initial  rise  in 

its  price.  Given  such  an  elastic  supply  of  advice,  a   growing  demand 
for  it  IS  expected  to  increase  the  amount  of  consultation  without 

having  much  influence  on  the  degree  of  status  differentiation  pro- 
duced by  consultation.  However,  if  time  pressures  on  consultants  and 

the  absence  of  competent  otliers  who  can  join  the  ranks  of  consult- 
ants limit  the  amount  of  advice  available  in  die  group,  those  in  need 

of  advice  must  compete  for  it  by  continuing  to  offer  much  com- 

pliance to  experts  in  exchange.  In  a   situation  where  supply  is  inelas- 
tic, a   growing  demand  is  expected  to  intensify  status  differences  but 

have  comparatively  little  effect  on  the  volume  of  consultation. 

These  changes  produced  by  a   relatively  inelastic  supply  of  advice, 

however,  tend  to  have  further  repercussions,  particularly  if  the  in- 
creased demand  for  advice  due  to  the  addition  of  newcomers  is 

relatively  inelastic  too.  Since  there  are  many  workers  who  need  ad- 
vice badly  and  not  enough  expert  consultants  to  meet  the  entire  need, 

some  substitute  for  advice  from  expert  colleagues  must  be  found 

although  no  really  satisfactory  one  is  available.  Workers  may  have 

to  overcome  their  reluctance  to  go  frequently  to  the  supervisor  with 

their  problems.  But  as  his  time  is  also  limited,  consulting  the  super- 
visor may  still  not  meet  all  the  need  for  advice.  Partnerships  of  mutual 

consultation  can  meet  this  need.  Experienced  professionals  or  skilled 

workers  of  any  kind  often  seek  confirmation  of  tentative  decisions 
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they  have  made  to  dispel  their  doubts  and  anxieties  about  them 

rather  than  help  with  problems  they  cannot  cope  with  at  all.  This 

type  of  assistance  can  be  furnished  by  a   fellow  professional  or  worker 

whose  competence  is  no  greater  than  one’s  own,  especially  since  a 

person’s  lesser  anxiety  concermng  the  decisions  on  his  colleagues’ 
cases  tends  to  make  the  advice  of  both  partners  superior  to  the  de- 

cisions they  make  on  their  own  cases,  as  noted  m   the  mtroduction  of 

this  chapter. 

Some  of  these  inferences  are  supported  by  empirical  data  from 

a   study  of  caseworkers  in  twelve  work  groups  (with  about  five  mem- 

bers each)  in  a   public  welfare  agency,  a   third  of  whom  were  new- 

comers with  less  than  one  year  of  experience.^®  It  has  been  hypothe- 
sized that  work  pressure  makes  the  supply  of  advice  inelastic  and 

that  melastic  supply  promotes  partnerships  of  reciprocal  consultation 

when  many  newcomers  intensify  a   strong  need  for  advice.  Indeed, 

the  amount  of  work  pressure  was  directly  associated  with  the  degree 

to  which  the  consultations  in  a   work  group  involved  reciprocal  part- 

nerships.^’’ The  significance  of  mutual  partnerships  is  indicated  by  the  finding 

that  in  groups  where  they  were  rare  caseworkers  under  pressure  from 

a   heavy  load  of  new  cases  consulted  less  than  those  without  such 

pressure,  while  m   groups  with  many  reciprocal  partnerships,  the  in- 
dividuals who  worked  under  much  pressure  consulted  more  than  the 

ones  who  worked  under  little  pressure.  The  fact  that  an  individual 

has  many  new  cases  indicates  that  he  encounters  many  new  problems 

on  which  he  might  need  advice  if  he  is  not  very  experienced,  that  is, 

it  imphes  a   greater  demand  for  advice.  Hence,  when  the  supply  of 

advice  was  relatively  inelastic,  because  the  hmited  consulting  time 

of  experts  was  not  supplemented  by  that  available  in  mutual  partner- 

ships, the  volume  of  consultation  did  not  rise  with  the  groivmg  de- 
mand for  advice  implied  by  a   larger  number  of  new  cases.  On  the 

contrary,  in  this  situation  where  workers  had  to  consult  experts  they 

seemed  to  do  so  primarily  when  freedom  from  work  pressure  per- 
mitted them  to  afford  the  luxury  of  getting  advice  rather  than  when 

their  need  for  it  was  greatest.  Wlien  reciprocal  partnerships  made 

’®Blau  and  W.  Richard  Scott,  Formal  Orgamzattons,  San  Francisco’  Chandler, 
1962,  pp. 134-136 

”   The  actual  measure  of  consultabon  partnerships  was  perceived  reciprocity 
in  consultabon,  that  is,  the  number  of  colleagues  whom  a   worker  named  m 

answer  to  hath  the  quesbon  about  whom  he  consults  and  the  quesbon  of  who 

consults  him  The  measure  of  work  pressure  was  the  number  of  new  cases,  which 

entailed  much  work,  assigned  per  month. 
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the  supply  of  advice  more  abundant  and  elastic,  however,  the  amount 
of  consultation  did  depend  on  the  need  for  advice  created  by  new 
problems.  The  implication  is  that  changes  in  demand  for  advice  were 
reflected  in  the  volume  of  consultation  only  if  supply  was  elastic 
in  accordance  with  the  inference  derived  from  the  theory. 

Once  newcomers  gain  experience  and  acquire  skills,  the  demand 
for  advice  drops  off  again.  The  significance  of  die  resulting  decline 
in  the  price  of  advice  depends  on  die  elasticity  of  its  supply.  The 
contracting  supply  of  a   commodity  tends  to  be  less  elastic  than  its 

expanding  supply  if  long-term  investments  are  needed  to  produce  it. 
A   rise  in  price  must  be  sufficient  to  justify  the  investment  costs  re- 

quired to  expand  production  and  dius  supply,  but  a   subsequent  drop 
in  price  to  its  previous  level  does  not  as  readily  decrease  production 

and  supply,  since  die  investments  diat  permit  a   larger  output  have 

already  been  made.^®  Workers  who  have  made  the  effort  to  improve 
their  competence  and  to  become  consultants  when  the  demand  for 

advice  in  die  group  increased  are  likely  to  want  to  continue  to  earn 

some  respect  and  compliance  of  colleagues  by  giving  them  advice 

despite  a   declining  demand  for  it. 

After  the  investments  necessary  to  become  an  expert  have  been 

made,  it  is  easy  for  consultants  to  supply  advice,  and  diey  have 

incentives  to  do  so  even  diough  the  rate  of  compliance  they  receive 

in  return  for  it  drops  below  an  earlier  level  or  below  a   fair  rate  of 

return.  Given  this  inelasticity  of  the  contracting  supply  of  advice, 

a   decrease  in  die  demand  for  advice  in  a   group  is  expected  to  reduce 

status  differences  considerably,  more  so  than  a   previous  increase  in 

demand  of  the  same  magnitude  intensified  them,  and  to  reduce  the 

amount  of  consultation  relatively  litde.  Specifically,  when  newcomers 

have  acquired  experience  and  competence,  die  differentiation  of  status 

in  a   work  group  is  expected  to  become  less  pronounced  but  the 

volume  of  consultation  is  expected  to  remain  high.  Another  hypothesis 

implicit  here  is  that  die  addition  of  inexperienced  newcomers  to  a 

work  group  produces  a   permanent  increase  in  die  amount  of  con- 
sultation, which  persists  to  some  extent  after  the  newcomers  have 

become  experienced  oldtimers.^® 
Although  the  contracting  supply  of  advice  tends  to  be  less  elastic 

Boulding,  op.  cit.,  p.  572. 

This  hypothesis  corresponds  to  the  conclusion  Herbert  A.  Simon  derives 

from  his  formalizabon  of  Homans’  theory  that  it  requires  less  environmental  pres- 

sure to  sustain  group  life  than  to  bring  it  into  existence,  “A  Formal  Theory  of 

Interachon  in  Social  Groups,”  American  Sociological  Reoiew,  17  (1947),  202-211. 
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than  the  expanding  supply,  due  to  the  investments  made  in  attaining 
expertness  as  a   consultant,  there  are  variations  in  its  relative  elas- 

ticity. The  time  pressure  under  which  experts  work  who  feel  tliat 

they  already  supply  as  much  advice  as  they  can  without  neglecting 
then:  own  work  or  exhausting  themselves  makes  the  expanding  supply 
of  advice  less  elastic,  as  we  have  seen,  but  its  contracting  supply 
more  elastic.  Experts  who  devote  as  much  time  as  they  do  to  con- 

sultations only  because  of  the  high  rate  of  compliance  they  receive 

in  return  will  be  inclined  to  restrict  their  consulting  acbvities  when 

the  demand  for  advice  and  its  price  decline.  The  previous  conclusion 

must  therefore  be  quahfied  to  read  that  a   decreasing  demand  for 

advice  in  a   group  will  reduce  the  volume  of  consultation  little  unless 

consultants  are  under  much  pressure,  m   which  case  it  will  reduce  it 

considerably. 

In  sum,  the  effects  of  the  assignment  of  inexperienced  workers  on 

the  structure  of  a   work  group  are  contingent  on  the  elasticity  with 

which  the  supply  of  advice  responds  to  the  increased  demand  for  it. 

If  other  workers  are  or  can  readily  become  sufficiently  competent  to 

join  the  ranks  of  expert  consultants  and  the  existing  consultants  can 

easily  devote  more  time  to  giving  advice,  the  level  of  consultation 

in  the  group  will  nse  while  the  obhgations  incurred  by  consulting 

will  remain  about  the  same.  To  be  sure,  the  expansion  of  consultation 

itself  fortifies  the  superior  status  of  consultants,  but  in  this  case  their 

superior  status  rests  on  the  great  efforts  they  must  devote  to  supply- 
ing needed  services  and  not  on  the  high  price  then  powerful  position 

enables  them  to  extract  for  limited  services.  If,  on  the  other  hand, 

the  competence  of  other  workers  is  insufficient  for  them  to  become 

consultants  and  the  time  pressure  on  die  few  experts  prevents  them 

from  broadening  the  scope  of  their  consulting  activities,  the  amount 

of  consultation  will  increase  little  in  response  to  the  growing  demand 

for  advice,  while  the  status  differences  will  become  intensified,  that  is, 

the  few  expert  consultants  will  gain  more  power  without  furnishing 

any  more  services  than  before.  The  great  social  distance  between 

experts  and  others  and  the  high  rate  of  compliance  required  for 

advice,  in  turn,  create  pressures  on  the  others  to  find  substitute 

sources  of  advice  and  establish  partnerships  of  reciprocal  consulta- 

tion. These  partnerships  somewhat  lessen  the  pronounced  differen- 
tiation of  status  again  because  they  decrease  the  demand  for  expert 

advice,  the  others’  dependence  on  experts,  and  the  experts’  power. 
Fmally,  when  most  newcomers  have  acquired  experience  and  im- 

proved their  competence,  the  consequent  decline  in  the  demand  for 

advice  further  reduces  status  differences,  but  the  volume  of  consulta- 
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tion  is  not  likely  to  drop  to  the  level  existing  before  the  demand  had 

increased,  since  the  investment  of  consultants  in  their  expertness 

tends  to  make  the  contracting  supply  of  advice  less  elastic  4an  the 

expanding  one  was.^® 
The  change  in  demand  resulting  from  a   rise  in  the  price  of  a   com- 

modity is  due  to  a   substitution  and  an  income  effect.  First,  other 

commodities  will  be  substituted  for  the  one  whose  price  has  in- 

creased, decreasing  the  demand  for  it.  Second,  the  rise  in  price  re- 

duces the  real  income  of  persons,  and  the  fact  that  they  can  buy  less 

for  their  money  now  decreases  their  overall  demand,  usually,  though 

not  always,  including  their  demand  for  the  commodity  whose  price 

has  risen.  Thus,  if  the  rate  of  comphance  for  advice  in  a   work  group 
increases,  workers  wiU  exchange  advice  more  in  mutual  partnerships 
instead  of  requesting  it  from  experts,  and  the  greater  subordination 

entailed  in  consulting  experts  will  further  decrease  their  inclination 

to  consult  them,  both  of  which  tendencies  reduce  workers’  demand 

for  expert  advice.  But  in  the  special  case  of  a   “poor  man’s  good”  and 
a   “rich  man’s  good,”  in  which  indifference  curves  and  the  so-called 
standard  of  life  line  bend  backwards,  the  pronounced  income  effect 

of  a   rise  in  the  price  of  the  “poor  man’s  good”  may  actually  increase 
the  demand  for  it.^^  If  people  were  to  buy  only  two  commodities, 
mostly  cheap  bread  and  some  expensive  cake,  a   rise  in  the  price  of 

bread  would  diminish  their  real  income  and  force  them  to  buy  less 

cake  and  substitute  bread  for  it,  thus  increasing  the  demand  for  bread. 

Let  us  assume  that  needed  advice  in  a   work  group  can  be  obtained 

only  from  expert  colleagues,  at  the  cost  of  losing  social  standing  in 
their  eyes,  or  from  the  supervsior,  at  the  much  more  serious  cost  of 

losing  standing  in  his  eyes.  An  increase  in  the  rate  of  compliance  re- 
quired to  obtain  advice  from  expert  colleagues  might  undermine  the 

self-confidence  of  workers  so  much  that  they  are  too  threatened  to 
consult  the  supervisor  at  all  and  actually  go  more  to  colleagues  for 

advice  than  they  did  formerly.  This  is  an  unhkely  result,  however 

(just  as  the  case  of  a   “poor  man’s  good”  generally  is),  since  recipro- 
cal partnerships  probably  would  develop  in  such  a   situation. 

In  concluding  this  application  of  marginal  analysis  to  changes  in 

group  structure,  the  difference  between  changes  in  the  amount  of 

It  should  be  noted  that  the  elasticity  of  supply  and  demand  is  not  neces- 
sarily, or  typically,  constant.  Thus,  the  supply  of  advice  in  a   group  is  hkely  to 

expand  easily  up  to  a   point  but  much  less  readily  later,  and  the  demand  for  it 

probably  contracts  more  easily  at  first  than  subsequently. 

Boulding,  op.  cit.,  pp.  803-807. 
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consultation  and  changes  in  the  rate  of  comphance  offered  for  advice 

should  be  further  clarified.  An  increase  in  the  rate  of  comphance  per 
umt  of  expert  advice  strengthens  the  power  of  experts  over  others 

and  intensifies  the  differentiation  of  social  status  in  the  group.  This 

has  been  contrasted  with  an  increase  in  the  amount  of  considtation, 

but  the  question  arises  whether  such  an  mcrease  does  not  also  involve 

an  intensification  of  status  differenbation.  To  answer  this  question, 

it  IS  necessary  to  exarmne  what  produced  the  greater  volume  of 

consultation.  If  it  is  largely  a   result  of  the  exchange  of  advice  in 

mutual  partnerships,  it  evidently  does  not  promote  differentiation  of 

social  status.  If  the  greater  volume  of  consultation  is  due  to  the  fact 

that  additional  group  members  have  joined  the  ranks  of  consultants, 

the  status  distnbution  in  the  group  has  changed,  but  this  does  not 
mean  that  the  differences  in  status  between  the  consultants  and  those 

who  consult  them  are  greater  tlian  before,  as  a   matter  of  fact,  status 

differences  may  have  become  smaller  as  more  experts  compete  for 

the  comphance  of  others.  If  the  greater  volume  of  consultation  is  the 

result  of  the  expanding  scope  of  the  consultmg  activities  of  existing 

experts,  it  does  indicate  that  experts  command  more  power  and  that 

theu  superior  status  in  the  group  is  more  firmly  established  than 

before.  Even  in  this  case,  the  superiority  of  experts  is  contingent  on 

their  furnishing  more  extensive  services,  whereas  an  mcrease  in  the 

rate  of  compliance  raises  their  status  without  requiring  them  to  sup- 
ply more  services  in  return.  Nevertheless,  the  juxtaposition  of  changes 

in  the  amount  of  consultation  and  changes  in  status  differences  should 

be  qualified  by  stating  that  changes  in  the  amount  of  consultation 
sometimes  also  entad  modifications  of  status  differences. 

Imperfections 

The  assumption  in  marginal  analysis  is  that  the  principle  of  equal 

advantage  governs  the  allocation  of  resources.  ‘If  the  owners  of  any 
resources  think  that  they  can  be  put  to  better  advantage  in  some 

other  use  than  the  one  in  which  they  are  employed,  these  resources 

xvill  be  transferred  from  the  less  advantageous  to  the  more  advan- 

tageous use.”^^  The  eqmmarginal  principle  expresses  this  more  pre- 

cisely. To  quote  Boulding  again.  “In  dividing  a   fixed  quantity  of  any- 
thing among  a   number  of  different  uses,  just  so  much  will  be  appor- 

tioned to  each  use  to  cause  the  gain  involved  by  transferring  a   unit 

of  dividend  into  one  use  to  be  just  equal  to  the  loss  involved  in  the 

«lM.,p.  69. 
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uses  from  which  tlie  unit  of  dividend  is  withdravra.”  Knight  puts 
it  more  simply  by  stating  tliat  “we  tend  to  apportion  our  resources 
among  the  alternative  uses  that  are  open  in  such  a   way  that  equal 

amounts  of  resomrces  yield  equivalent  return  in  all  fields.” 
An  expert  in  a   work  group,  for  example,  may  have  the  alternatives 

of  spending  his  lunch  hours  either  socializing  with  friends  or  advising 
colleagues  and  thereby  improving  his  status  among  them.  The  cost 

of  sociability  is  the  status  enhancement  foregone  by  devoting  time 
to  it,  and  the  cost  of  improved  status  is  the  sociability  foregone  to 
attain  it.  The  more  respect  and  comphance  an  expert  commands 

among  colleagues,  the  less  valuable  will  a   further  increment  of  these 

manifestations  of  his  superior  status  be  to  him,  in  accordance  with 

the  marginal  principle,  and  eventually  his  gains  from  devoting  more 

time  to  consultations  will  no  longer  be  wortli  the  cost  in  sociability 
to  him.  Similarly,  the  pleasures  of  sociability  wane  as  more  and  more 

time  is  spent  sociahzing  witli  companions,  until  a   point  is  reached 

when  time  would  be  more  profitably  spent  securing  one’s  social  status. 
If  no  otlrer  considerations  were  to  influence  his  decisions,  the  expert 
would  divide  liis  lunch  hours  between  sociability  and  consultations 

in  the  manner  that  gives  him  as  much  gratification  from  the  last  hour 

of  sociability  as  he  gets  from  the  increment  in  status  produced  by 
the  last  hour  of  consultation. 

Alternative  costs  govern  die  allocation  of  resources  in  accordance 

with  the  principle  of  equal  advantage.  Tliis  principle  apphes  to  long- 
term investments  as  well  as  to  short-run  choices.  How  much  time  and 

energy  to  invest  in  improving  one’s  competence  depends  on  the  gains 
expected  from  doing  so.  Competence  promises  three  advantages:  it 

makes  a   person  less  dependent  on  the  advice  of  others,  it  enables 

him  to  give  others  advice  and  receive  dieir  respect  and  compliance 

in  return,  and  it  advances  his  career  by  improving  his  performance 

of  tasks.  But  the  marginal  revenue  product  of  increasing  competence 

decreases,  that  is,  die  more  competent  a   person  has  already  become, 

the  less  difference  furdier  increases  in  his  competence  are  likely  to 

make  for  gaining  more  of  these  rewards.  When  die  costs  of  the  alter- 
natives foregone  by  devoting  more  time  to  training  and  learning 

equal  the  advantages  anticipated  from  further  expansions  of  skills 

Ibid ,   p.  688,  In  technical  terms;  “The  Tiest’  division  of  expenditures  is  that 

at  xvhich  tlie  weighted  marginal  utilities  in  all  hnes  of  expenditure  are  equal.” 
Ibid,  p.  687  (original  in  itahcs). 

Frank  H.  Knight,  Risk,  Uncertainty  and  Profit  (2d  ed.),  Boston:  Houghton 
MifBin,  1933,  p.  65  (original  in  italics). 
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and  knowledge,  a   person  has  no  reason  to  continue  to  improve  his 
abilities.  Of  course,  individuals  usually  do  not  have  sufficient  infor- 

mation to  make  these  predictions  accurately.  This  may  create  serious 

hardships  for  them,  and  it  constitutes  an  important  limitation  of  the 
theoretical  model. 

Alternative  costs,  since  they  underhe  the  allocation  of  resources  by 

individuals,  determine  in  principle  the  exchange  ratio  between  goods 

and  services.  If  the  resources  required  to  produce  either  of  two  goods 
are  the  same,  their  pnces  should  be  the  same,  for  if  one  commands 

a   higher  price,  individuals  who  produce  the  other  have  incentives 

to  reallocate  their  resources  to  the  first  until  the  ratio  of  exchange  of 

the  two  equals  the  ratio  of  invested  resources  or  alternative  costs. 

Unless  the  advantages  highly  competent  workers  obtain  from  advis- 

ing colleagues  equal  those  they  obtain  from  devoting  the  same 

amount  of  time  to  their  own  work  (or  other  pursuits),  they  have 
incentives  to  reallocate  their  resources  until  the  benefits  derived  from 

various  activities  are  proportionate  to  the  time  and  energy  spent  on 

them.  This  reallocation  assumes,  however,  not  only  that  these  indi- 

viduals have  full  information  about  present  and  future  advantages 

to  be  gained  from  various  alternatives  but  also  that  no  other  con- 

siderations influence  their  decisions,  such  as  their  personal  relations 

with  the  colleagues  who  seek  their  advice  These  are  clearly  un- 

realistic assumptions  for  social  exchange,  but  so  are  those  made  by 

the  theoretical  model  for  economic  exchange,  as  Bouldmg  has  pointed 

out.  “The  extremely  abstract  assumptions  of  the  above  argument 
[that  alternative  costs  determine  the  exchange  ratio]  must  be  noted 

carefully.  It  assumes  full  employment  and  perfect  mobility.”  The 

presence  of  too  many  experts  in  a   work  group  may  make  some  “un- 

employed” as  consultants,  and  the  commitments  to  established  social 
relations  restrict  mobility,  just  as  the  social  attachments  discussed 

in  chapter  six  do. 

Two  comments  ought  to  be  made  concerning  the  hmitations  of  the 

theoretical  model  of  social  exchange,  one  regarding  its  usefulness 

despite  limitations,  and  the  other  regarding  the  need  to  modify  the 

most  unrealistic  assumptions.  First,  while  the  model  abstracts  a   few 

social  forces  and  ignores  other  factors  that  influence  the  processes  of 

social  interaction  under  consideration,  this  makes  it  neither  incorrect 

nor  inapplicable  to  empirical  research  provided  that  the  forces 

selected  are  significant  ones.  The  application  of  the  theoretical  model 

to  the  analysis  of  social  processes  yields  statistical  predictions  that 

Bouldmg,  op.  cit.,  p.  29. 
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can  be  tested,  although  the  fact  that  conditions  ignored  by  the  model 

do  influence  these  processes  makes  it  impossible  to  advance  fully 
deterministic  ratlier  than  merely  probabilistic  predicbons.  If  it  is  true 

as  here  suggested,  that  concern  with  advice  and  social  status  exerts 

a   predominant  mfluence  on  social  interaction  in  work  groups,  and 
if  elasticity  is  actually  governed  by  the  factors  considered,  research 

would  confirm  the  hypotheses  advanced  in  the  last  section  as  well  as 

others  implicit  in  the  discussion.  Should  empirical  data  require  the 

rejection  of  these  hypotheses,  it  would  disprove  the  theory  advanced 

in  this  chapter  but  not  necessarily  the  underlying  model.  For  it  might 

well  be  that  the  wrong  variables  have  been  selected  in  applying  flie 
model,  for  example,  that  social  support  rather  than  superior  status 

or  advice  is  what  members  of  work  groups  primarily  seek  in  their 

social  associations.  By  including  other  factors,  or  several  at  once,  in 
the  model,  it  might  yield  accurate  predictions.  To  be  sure,  if  no 

factors  that  can  be  considered  would  make  it  possible  to  derive  cor- 

rect hypotheses  from  tlie  model,  one  would  have  to  conclude  that 

the  model  itself  is  deficient.  Second,  however,  it  is  necessary  to 
refine  the  theory  as  much  as  possible  by  taking  account  of  and  re- 

moving the  unrealistic  assumptions  made  by  the  model  in  its  simplest 

form.  The  basic  assumption  diat  must  be  questioned  is  that  of  “per- 

fect competition.” 
The  conception  that  the  rates  of  exchange  are  governed  by  alter- 

native costs  rests  on  the  assumption  tliat  there  is  perfect  competition 

(as  well  as  on  die  assumption  diat  diere  is  no  unemployment  and 

no  immobility).  Perfect  competition  is  an  abstraction  and  does  not 

exist  in  reality,  because  the  various  conditions  that  would  be  re- 

quired for  it  cannot  be  fully  realized,  only  approximated.  Variations 

in  these  conditions  determine  die  degree  of  competition  that  actually 

prevails.  The  more  imperfect  competition  is,  the  fewer  checks  there 

are  on  the  domination  of  die  powerless  by  die  powerful. 

The  first  requirement  of  perfect  competition  is  that  the  products 

or  services  available  from  different  suppliers  are  completely  homoge- 
neous, so  that  those  of  one  can  be  substituted  for  those  of  another 

and  considerations  of  price  alone  affect  exchange  decisions.  Some 

goods,  such  as  wheat  of  a   given  grade,  are  very  homogeneous,  hut 

many,  such  as  cars  from  different  manufacturers,  are  not,  and  services 

from  different  persons,  whether  lawyers  or  barbers,  are  necessarily 

at  least  somewhat  heterogeneous.  A   second  condition  of  perfect  com- 
petition is  that  the  number  of  competitors  is  sufficiently  large  and 

that  die  proportionate  size  of  the  strongest  is  sufficiently  small  to 

prevent  the  transactions  of  any  one  from  influencing  the  price  of  the 
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commodity  appreciably.  Since  the  process  of  competition  often  leads 

to  the  expansion  of  the  most  successful  and  die  ehmination  of  the 

least  successful  competitors,  it  tends  to  destroy  the  very  conditions 

necessary  for  it  to  thrive.  Particularly  in  industries  with  a   high  capital 

investment,  the  persistences  of  even  a   minimum  degree  of  competi- 

tion IS  precarious  unless  protected  through  noneconomic  institutions, 

such  as  antimonopoly  legislation,  A   third  fundamental  xequnement 

of  free  competition  is  perfect  communication  among  all  members  of 

the  exchange  system  that  provides  each  with  complete  information 

about  the  actual  and  potential  decisions  of  all  odiers.  Knight  has 

strongly  stressed  the  importance  of  this  assumption;  “Chief  among 
the  simplifications  of  reality  prerequisites  to  the  achievement  of  per- 

fect competition  is,  as  has  been  emphasized  all  along,  die  assumption 

of  practical  omniscience  on  the  part  of  every  member  of  the  competi- 

tive system.” 
These  three  main  imperfections  of  competition— due  to  product 

heterogeneity,  to  the  limited  number  of  competitors,  and  to  insuffi- 

cient knowledge  and  communication— are  manifest  in  the  social  inter- 
action in  groups  in  which  contributions  are  exchanged  for  superior 

status.  The  contributions  various  members  make  are  usually  some- 

what heterogeneous,  and  often  very  much  so.  Variations  in  quality 

make  the  advice  from  different  experts  not  easily  comparable.  Even 

when  implicit  standards  for  grading  these  quahtative  differences  have 

been  developed  in  a   work  group,  there  are  other  differences  that  defy 

stnet  comparison.  One  consultant’s  advice  may  be  superior  to  that 
of  another,  but  the  first  gives  it  in  a   gruff  manner  whereas  the  other 

is  hospitable  and  friendly  when  being  consulted,  and  a   third  may 

be  matter-of-fact,  and  a   fourth  may  furnish  instructive  explanations 

as  well  as  answer  questions.  These  odier  benefits  or  costs  become 

confounded  with  the  advice  itself,  making  the  total  benefits  obtained 

from  various  experts  a   heterogeneous  product.  This  lack  of  homoge- 
neity and  the  commitments  to  estabhshed  consulting  relations  restrict 

freedom  of  movement  and  competition,  inasmuch  as  the  degree  of 

compliance  expected  by  different  consultants  for  advice  of  a   given 

quahty  is  not  the  sole  factor  that  governs  the  choices  of  their  col- 
leagues between  them.  Such  restriction  of  competition  is  inevitable 

in  social  exchange,  an  inherent  character  of  which  is  that  transac- 
tions involving  specific  services  are  not  completely  insulated  from 

other  aspects  of  and  other  benefits  derived  from  tire  exchange  re- 
lations. 

Knight,  op.  cit ,   p   197. 
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There  are,  however,  differences  in  the  degree  o£  heterogeneity  of 

the  contributions  needed  by  and  made  in  a   group.  In  work  groups 
where  the  major  concern  is  with  the  performance  of  specific  tasks 

the  assistance  suppHed  by  expert  colleagues  to  others  constitutes  a 

comparatively  homogeneous  service.  The  more  differentiated  the  tasks 

of  group  members  are,  the  more  varied  will  be  the  contributions  for 
which  there  is  a   demand  m   the  group.  In  multipurpose  groups  whose 
members  engage  in  a   variety  of  speciaUzed  activities  and  have  a 
number  of  objectives,  many  diverse  contributions  that  cannot  be  com- 

pared are  in  demand.  The  lesser  heterogeneity  of  the  needed  services 

in  work  groups  with  specified  duties,  compared  to  that  of  the  needed 

contributions  in  multipurpose  groups,  should  intensify  competition 
for  status  m   the  groups  with  specified  duties,  though  other  difier- 

ences  between  these  two  kinds  of  groups,  notably  in  the  significance 
of  informal  status,  have  the  opposite  effect,  as  we  shall  see. 

The  number  of  members  in  a   face-to-face  group  is,  by  definition, 
too  small  to  meet  the  second  requirement  of  perfect  competition, 
since  the  transactions  of  one  member  do  affect  the  conditions  of  ex- 

change. The  decisions  of  each  one  of  a   handful  of  expert  consultants 

have  a   pronounced  impact  on  the  supply  of  advice  and  on  its  price 

in  compliance,  and  the  decisions  of  each  one  of  the  consulting  col- 
leagues have  a   considerable,  though  probably  less  pronounced,  effect 

on  the  demand  for  advice  and  its  price.  The  experts  constitute  an 

oligopoly.  Of  course,  workers  could  obtain  advice  from  colleagues 

outside  their  own  work  group,  but  they  often  do  not  have  enough 

information  about  most  of  them.  This  situation  corresponds  to  that 
in  which  inhabitants  of  a   small  town  used  to  find  themselves,  whose 

range  of  choice  was  also  largely  confined  to  the  few  merchants  in 

town,  until  national  advertising  provided  them  with  information 

about  outside  merchants  and  expanded  the  scope  of  their  choice. 

Special  institutions,  such  as  advertising  and  the  stock  market,  are 

necessary  to  furnish  the  communication  networks  without  which 

competition  is  restricted  to  only  a   few  buyers  and  sellers  and  hence 

remains  very  imperfect. 

An  important  difference  between  work  groups,  whose  members  do 

not  pursue  a   common  objective  of  their  own,  and  groups  that  do  have 

such  collective  objectives  is  that  the  ohgopoly  inherent  in  small  size 

is  not  hkely  to  become  a   monopoly  in  the  former  but  is  likely  to  do 

so  in  the  latter.  Except  in  very  small  work  groups,  a   single  expert 

cannot  easily  meet  the  entire  demand  for  advice.  The  fact  that  each 

expert’s  consulting  time  is  limited  and  cannot  be  expanded  indefi- 
nitely tends  to  prevent  each  from  monopohzing  consultations  and  to 
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encourage  the  survival  of  some  competition  between  several  of  them.^^ 
The  same  fact  also  discourages  the  development  of  informal  leader- 

ship in  work  groups,  because  hmitations  of  consulting  time  make  it 

virtually  impossible  for  a   single  expert  to  obhgate  all  other  members 

of  the  group  to  accept  his  dominance  over  them.  For  an  individual 

to  become  the  informal  leader  of  a   group,  he  must  have  a   monopoly 

of  major  obligations,  that  is,  the  entire  group  must  be  obhgated  to 

comply  with  his  directives.  If  a   group  has  no  common  goals,  this 

would  require  that  he  obligate  each  member  separately  by  helping 

each  with  his  tasks,  but  time  limitations  typically  preclude  his  doing 

so.  If  a   group  has  common  goals,  however,  the  superior  contributions 

an  mdividual  makes  to  the  achievement  of  these  goals  obligate  aU 

members  to  him  and  thus  become  a   source  of  power  over  all  of  them 

for  him.  Whedier  he  solves  the  puzzle  of  the  laboratory  group,  effec- 

tively organizes  the  warfare  of  a   gang,  or  successfully  negotiates  a 

union  contract  with  employers,  his  single  course  of  action  benefits 

and  obhgates  the  entire  membership. 

Common  goals  in  a   group,  therefore,  not  only  create  a   need  for 
a   leader  who  can  coordinate  activities  but  also  create  the  possibility 

for  a   single  person  to  obhgate  simultaneously  large  groups  of  people— 
indeed,  entire  nations— to  himself  by  contributing  to  their  common 

welfare,  which  is  impossible  in  the  absence  of  a   common  purpose. 

The  inference  is  tliat  work  groups,  and  other  groups  without  a   com- 
mon purpose,  typically  do  not  have  informal  leaders  and  a   centrahzed 

status  structure,  although  status  differences  exist  in  them,=®  whereas 
groups  with  collective  goals  do,  including  those  that  are  of  much 

shorter  duration,  considerably  smaller,  and  of  much  less  significance 

to  members  than  work  groups.  One  would  also  expect  that  the  greater 

import  of  superior  status  in  groups  with  collective  objectives,  where 

it  promises  the  reward  of  informal  leadership,  will  make  the  initial 

competition  for  status  more  intense  there  than  in  comparable  work 

groups;  but  that  this  competition  subsides  in  groups  with  common 

objectives  while  more  of  it  persists  in  work  groups,  both  because  the 

centralization  of  power  is  less  pronounced  and  because  the  services 

in  demand  are  less  heterogeneous  in  work  groups.  (It  is  evident  that 

The  degree  of  possible  expandability  of  competing  units  may  well  be  a 

fundamental  condition  that  determines  whether  monopoly  and  dominance  de- 

velop; see  Blau  and  Scott,  op.  cit.,  pp  214—217. 
member  of  a   work  group  may  achieve  a   degree  of  informal  leadership 

by  malong  contnbubons  to  the  common  welfare,  for  example,  by  becoming  the 

group’s  spokesman  who  represents  its  interest  in  relation  to  superiors,  see,  for 
instance,  Blau,  op.  cit ,   p.  150. 
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the  supervisor  has  been  excluded  from  consideration  in  the  references 

to  work  groups.)  These  hypotheses  should  be  tested  in  empirical 
research. 

Finally,  the  absence  of  complete  communication  and  information 

makes  perfect  competition  impossible.  “The  main  condition  of  perfect 
exchange  not  realized  m   real  life  is  that  of  perfect  intercommunica- 

tion,’ which  is  to  say  perfect  knowledge  of  what  they  are  doing  on 
the  part  of  all  exchangers.”  Knight  goes  on  to  show  that  the  lack 
of  complete  knowledge  of  the  future  as  well  as  the  present  prefer- 

ences of  all  marketers,  which  is  assumed  in  the  model  of  perfect 
competition,  is  what  necessitates  taking  risks  and  what  is  responsible 
for  profits.  Of  special  importance  is  the  fact  that  the  amount  of 

knowledge  different  individuals  have  is  not  the  same  but  generally 
varies  with  their  social  status.  The  more  extensive  information  typi- 

cally at  the  disposal  of  those  with  superior  status  faciUtates  assuming 
responsibility  for  risky  decisions  and  thereby  gives  them  a   competi- 

tive advantage  in  earning  still  greater  power  'and  higher  status  in 
return  for  taking  such  risks. 

A   crystallized  structure  of  differential  status  interferes  with  free 

competition  and  communication.  A   formal  status  hierarchy  imposed 

on  the  group  by  outside  authority,  for  example,  makes  winning  the 
respect  of  other  group  members  less  significant  and  makes  command- 

ing their  comphance  most  difficult  for  tliose  who  do  not  occupy 

positions  of  formal  authority.  Entrenched  differences  in  power  have 

similar  implications.  The  inability  of  group  members  under  these  con- 

ditions to  bestow  superior  status  on  those  of  their  own  choice  pre- 
vents them  from  utilizing  changes  in  status  to  elicit  contributions. 

Competition  for  social  standing  subsides  in  groups  in  which  the 

salient  status  differences  have  already  become  fixed,  and  the  status 

hierarchy  creates  obstacles  to  die  free  flow  of  communication,  often 

with  deleterious  consequences  for  the  performance  of  tasks.®"  These 

disadvantages  of  a   status  hierarchy  constitute  the  cost  of  the  con- 
tributions it  makes  to  the  effective  coordination  of  tasks. 

Conclusions 

When  some  members  of  a   work  group  are  in  need  of  assistance 

with  their  work  and  others  have  the  competence  to  supply  this 

Knight,  op,  cit.,  p.  86. 

See  Blau  and  Scott,  op.  cit.,  pp.  116-128,  where  relevant  empirical  studies 
are  summarized. 
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assistance,  consulting  relations  tend  to  develop,  in  which  advice  and 

help  are  exchanged  for  respect  and  compliance.  The  initial  consult- 

mg  relations  that  develop  can  be  tliought  of  as  cases  of  bilateral 

monopoly,  in  winch  the  two  parties  move  toward  an  implicit  agree- 
ment on  how  much  advice  one  will  render  and  how  much  com- 

pliance the  other  will  return  for  it,  at  a   point  of  optimum  joint 

advantage  on  the  contract  curve.  The  presence  of  many  workers  who 

need  advice  and  several  consultants  m   tlie  group  encourages  the 

exploration  of  alternative  opportunities.  A   consultant  has  an  interest 

in  fortifying  his  status  in  the  group  and  extending  his  power  of 

influence  by  supplying  advice  and  thus  obligating  not  merely  one  col- 

league but  as  many  as  his  time  permits.  The  tendency  of  consultants 

to  expand  the  scope  of  tlieir  consulhng  activities  increases  the  differ- 

entiation of  status  in  the  group.  Workers  in  need  of  assistance  may 

not  be  able  to  obtain  all  die  advice  they  want  from  experts,  at  least, 

not  without  excessive  cost  to  their  self-respect  and  social  standing. 
As  a   result,  they  often  establish  partnerships  of  mutual  consultation, 

in  which  they  obtain  advice,  tliough  of  poorer  quality,  at  no  loss  in 

self-respect,  since  they  pay  for  it  not  by  subordinating  themselves  to 
another  but  by  giving  the  partner  advice  in  turn.  These  partnerships 

lessen  the  differentiation  of  status  in  the  group,  although  they  may 

create  distinct  social  strata  if  there  are  sharp  differences  in  compe- 
tence. Once  group  members  become  committed  to  certain  consulting 

relations  and  mutual  partnerships,  the  situation  again  resembles  that 

of  bilateral  monopolies. 

The  concept  of  elasticity  of  supply  or  demand,  which  refers  to  the 

ease  with  which  either  expands  or  contracts,  has  been  applied  to 

the  analysis  of  changes  in  group  structure  under  various  conditions. 

The  implications  of  differences  in  elasticity  can  be  tersely  summarized 

as  follows:  a   change  in  the  supply  of  or  demand  for  a   commodity 

produces  primarily  a   change  in  the  same  direction  in  its  demand  or 

its  supply,  respectively,  if  the  latter  quantity  is  elastic,  but  if  it  is 

inelastic,  a   change  in  supply  produces  primarily  an  inverse  change 

in  price,  and  a   change  in  demand,  a   parallel  change  in  price.  Elas- 
ticity, therefore,  determines  the  extent  to  which  changes  in  supply 

or  in  demand  affect  the  volume  of  transactions  rather  than  the  price 

of  a   commodity.  In  the  analysis  of  consultation,  the  volume  of  trans- 
actions is  reflected  in  the  amount  of  consultation  in  a   group,  and  the 

price  refers  to  the  rate  at  which  advice  is  exchanged  for  comphance 

and  superior  status. 

The  elasticity  of  the  supply  of  advice  in  a   work  group  depends 

directly  on  the  number  of  nonconsultants  with  sufficient  competence 
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to  join  the  ranks  of  consultants,  should  conditions  warrant  it,  and 

inversely  on  the  time  pressure  under  which  the  existing  consultants 

work.  If  the  supply  of  advice  is  elastic  and  can  easily  expand,  an 
increase  in  the  demand  for  it,  which  might  be  the  result  of  the 

assignment  of  inexperienced  workers  or  a   new  supervisor  with  stricter 

minimum  requirements,  wdl  increase  the  amount  of  consultation  in 

the  group.  This  growth  in  the  volume  of  consultation  will  exert  some 
influence  on  the  status  structure,  but  it  will  not  intensify  the  differen- 

tiation of  status  as  much  as  would  an  increase  in  the  demand  for 

advice  if  its  supply  is  inelastic.  For  in  this  case,  when  no  other 

workers  are  capable  of  complementing  the  existing  number  of  expert 
consultants  and  these  experts  themselves  cannot  easily  devote  more 

time  to  consulting,  the  rate  of  comphance  colleagues  have  to  offer 

consultants  in  order  to  obtain  advice  will  increase,  with  the  result 

that  the  power  of  experts  over  others  increases  without  their  having 
to  furnish  more  services.  The  investment  that  consultants  have  in 

their  expertness  tends  to  make  the  contracting  supply  of  advice  less 

elastic  than  its  expanding  supply.  Unless  consultants  are  under  heavy 

time  pressure,  they  typically  profit  more  from  earning  some  superior- 

ity, little  though  it  may  be,  by  giving  advice  than  from  not  giving 
advice  at  all.  When  the  demand  for  advice  declines  after  new  work- 

ers have  gained  experience,  therefore,  the  status  differences  produced 
by  consultation  are  expected  to  diminish  but  the  level  of  consultation 

is  expected  to  be  less  affected  and  to  remain  higher  than  it  originally 
had  been. 

The  elasticity  of  the  demand  for  colleague  advice  in  a   work  group 

depends  largely  on  the  lack  of  difficulty  workers  experience  with  their 

tasks,  the  availability  of  substitute  sources  of  advice  and  information, 

and  the  significance  of  informal  status  relative  to  that  of  task  per- 

formance. If  the  difficulties  are  not  great,  substitutes  exist,  and  stand- 
ing among  colleagues  is  relatively  important,  demand  for  advice  is 

elastic,  and  a   change  in  supply,  possibly  due  to  a   change  in  the  num- 

ber of  experts  in  the  group,  will  be  primarily  reflected  in  a   corre- 

sponding change  in  the  volume  of  consultation,  and  it  will  have  rela- 
tively little  influence  on  the  status  enhancement  consultants  achieve 

by  giving  a   certain  amount  of  advice.  But  if  the  demand  for  advice 

is  inelastic— for  example,  because  the  complex  task  creates  unrelent- 
ing needs  for  advice— the  volume  of  consultation  will  not  be  very 

responsive  to  changes  in  its  supply  and  price.  A   decrease  in  the  sup- 
ply of  advice  in  this  situation  will  have  a   lasting  impact  on  the  rate 

of  compliance  required  to  obtain  advice,  which  will  be  reflected  in 

a   more  pronounced  differentiation  of  status  in  the  group.  These  al- 
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tered  conditions,  however,  have  furllier  repercussions.  The  high  price 

of  advice  and  the  great  social  distance  between  expert  consultants 

and  others  put  workers  in  need  of  much  advice  under  pressure  to 

find  some  substitute  for  the  assistance  from  expert  colleagues.  These 

workers  often  create  their  own  substitute  by  establishing  partner- 

ships of  reciprocal  consultafaon,  in  which  they  obtain  advice  of  suffi- 
cient quality  for  their  less  complex  problems,  and  which  enable  them 

to  reserve  the  resources  needed  to  obtain  expert  counsel  for  their 

most  difiBcult  problems. 

The  analysis  of  structural  differentiation  and  its  modifications  pre- 
sented in  this  chapter  serves  to  show  that  the  conception  that  power 

over  others  rests  on  services  furnished  to  tliem  does  not  imply  that 

the  superior  power  of  some  is  morally  justified  or  deserved  by  the 

services  they  render.  Large  differences  in  power  occur  without  corre- 

sponding differences  in  services.  Depending  on  social  conditions,  sup- 
phers  of  services  may  receive  an  unfair  return  for  their  investments 

or  an  excessive  return.  Even  were  there  no  initial  imperfections  m 

the  regulating  mechanisms  of  social  exchange,  tlie  superior  power 

achieved  by  furnishing  needed  services  would  create  such  imper- 
fections. 

SufiBcient  power  enables  individuals  to  monopohze  resources  and 

to  make  others  increasingly  dependent  on  themselves.  While  the 

perpetuahon  of  their  power  is  contingent  on  their  continmng  to  pro- 
vide some  benefits  to  others,  if  only  by  refraining  from  punishing 

them,  it  is  evident  that  the  very  power  tliat  makes  others  dependent 

for  these  "benefits”  cannot  be  considered  in  any  sense  to  constitute 
a   deserved  reward  for  supplying  services  or  an  incentive  necessary 

to  produce  them.  In  short,  once  superior  power  has  been  attained 

by  fumishmg  services,  it  can  be  sustained  without  furnishing  these 

same  services.  This  self-perpetuating  element  of  power  is  still  more 
evident  in  the  class  structure  of  entire  societies  than  in  tlie  differen- 

tiation of  status  in  small  groups,  and  failure  to  take  it  into  account  is 

a   serious  shortcoming  of  functional  conceptions  of  social  stratifica- 

tion.®^ 
Finally,  there  is  an  important  difference  between  collectivities  with 

a   common  purpose  that  must  be  achieved  by  the  members  together 

See  Kingsley  Davis  and  Wilbert  E.  Moore,  "Some  Prmciples  of  Stratifica- 

tion,” American  Sociological  Review,  10  (1945),  242-249.  For  a   revised  formula- 
tion that  notes  these  implications  of  power  differences,  if  only  in  passing,  see 

Wilbert  E.  Moore,  "But  Some  Are  More  Equal  than  Others,”  American  Sociologi- 
cal Review,  28  (1963),  13-18,  esp.  p.  17. 
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and  collectivities  whose  members  are  engaged  in  separate  pursuits 
without  collaborating  to  attain  a   common  objective.  Conditions  in 

the  common-purpose  collectivities  not  only  create  a   need  for  leader- 
ship but  also  facilitate  its  development.  To  achieve  a   position  of 

leadership  in  a   group,  a   person  must  obligate  all  or  most  other  mem- 

bers to  accept  him  as  their  superior.  In  a   group  whose  members  work 
on  separate  tasks,  obligating  the  entire  membership  requires  fur- 

nishing  services  to  each  one  separately,  which  time  limitations  make 

impossible  except  in  very  small  groups.  In  groups  that  have  common 
objectives,  by  contrast,  the  individual  who  makes  the  major  contribu- 

tions to  their  attainment  obligates  all  members  to  accept  him  as  their 
superior  in  return  for  the  advantages  they  all  derive  from  his  efforts. 
Leaders  are  expected  to  emerge,  therefore,  m   groups  that  have  com- 

mon goals  and  not  in  others.  Regardless  of  how  large  a   collectivity  is 
common  objectives  make  it  possible  for  an  individual  to  benefit  the 

entire  membership  and  to  achieve  a   position  of  leadership  in  ex- 
change for  his  contributions  to  the  commonweal.  Whether  a   collec- 

tivity is  characterized  by  a   centraHzed  hierarchy  of  status  or  merely 

by  differences  in  social  status— a   distinction  that  is  exemplified  by 
that  between  the  official  hierarchy  in  an  organization  and  the  class 

structure  in  a   community— depends  primarily  on  whether  there  are 

explicit  collective  objectives  or  not.  When  hierarchies  of  power  exist, 
processes  of  legitimation  often  transform  them  into  hierarchies  of 

authority,  as  the  next  chapter  will  show. 
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Le^tmiation  a7id  Organizaiion 

A   just  ruler  seems  to  make  nothing  out  of  his  office;  for  he  does  not 
allot  to  himself  a   larger  share  of  things  generally  good,  unless  it  be 

proportionate  to  his  merits,  so  that  he  labours  for  others,  which  accounts 

for  the  saying  mentioned  above,  that  “Justice  is  the  good  of  others.” 
Consequently  some  recompense  has  to  be  gi\en  him,  in  the  shape  of 
honour  and  dignity.  It  is  tliose  whom  such  rewards  do  not  satisfy  who 
make  themselves  tyrants. 

Aiustotixe,  The  Ntcomachcan  Ethics 

Organization  involves  the  coordination  of  collective  effort.  Some 

form  of  social  organization  emerges  implicitly  m   collectivities  as  the 

result  of  the  processes  of  exchange  and  competition,  m   which  the 

patterns  of  conduct  of  individuals  and  groups  and  the  relations  be- 
tween them  become  adjusted.  Tliese  processes  have  already  been 

discussed.  But  other  organizations  are  explicitly  estabhshed  for  the 

purpose  of  achieving  specified  objectives,  whether  they  are  manu- 
facturing goods  that  can  be  sold  for  a   profit,  participating  in  bowlmg 

tournaments,  collectiv’e  bargaining,  or  winning  political  victory'.  In 
these  formal  organizations,  special  mechanisms  exist  to  effect  the 

coordmation  of  tasks  of  v'arious  members  in  tlie  pursuit  of  given 

objectives.  Such  coordination  of  efforts,  particularly'  on  a   large  scale, 
requires  some  centralized  direction.  Power  is  the  resource  that  makes 

it  possible  to  direct  and  coordinate  the  activities  of  men 

Stable  organizing  power  requires  legitimation.  To  be  sure,  men 

can  be  made  to  vv’ork  and  to  obey'  commands  through  coercion,  but 

the  coerciv'e  use  of  povv'er  engenders  resistance  and  sometimes  activ'e 

199 
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opposition.  Power  conflicts  in  and  between  societies  are  characterized 

by  resistance  and  opposition,  and  while  the  latter  also  occur  within 

organizations,  effective  operations  necessitate  that  they  be  kept  at 
a   minimum  there  and,  especially,  that  members  do  not  eAibit 

resistance  in  discharging  their  daily  duties  but  perform  them  and 

comply  -with  directives  from  superiors  willingly.  Only  legitimate 
power  commands  willing  comphance. 

Legitimate  power  is  authority,  which  Weber  defines  as  "the  proba« 
bility  that  certain  commands  (or  all  commands)  from  a   given  source 

will  be  obeyed  by  a   given  group  of  persons.”  He  adds  that  a   basic 

criterion  of  authority  “is  a   certain  minimum  of  voluntary  submission,” 
although  the  specific  motives  for  the  obedience  to  commands  may 

vary.^  His  analysis  of  three  types  of  authority  centers  on  the  value 
orientations  that  cause  people  voluntarily  to  submit  to  orders  from 

an  authority  they  accept  as  legitimate.^  What  is  left  implicit  in  this 
analysis  is  the  specific  criterion  in  terms  of  which  authority  can  be 
distinguished  from  other  forms  of  influence  to  which  individuals 

voluntarily  submit.  Indeed,  the  emphasis  on  voluntarism  is  misleading 
without  further  specification,  since  an  autlioritative  command  is  one 
a   subordinate  cannot  dismiss  at  will. 

It  may  be  suggested  that  the  distinctive  feature  of  autliority  is  that 

social  norms  accepted  and  enforced  by  the  collectivity  of  subordi- 

nates constrain  its  individual  members  to  comply  witli  directives  of  a 

superior.  Compliance  is  voluntary  for  the  collectivity,  but  social  con- 

straints make  it  compelling  for  the  individual.  In  contrast  to  other 

forms  of  influence  and  power,  die  pressure  to  follow  suggestions  and 

orders  does  not  come  from  the  superior  who  gives  them  but  from 

the  collectivity  of  subordinates.  These  normative  constraints  may  be 

institutionalized  and  pervade  the  entire  society,  or  tliey  may  emerge 
in  a   group  in  social  interaction.  The  latter  emergent  norms  define 

leadership,  which,  therefore,  is  considered  a   type  of  authority.  The 

authority  in  formal  organizations  entails  a   combination  of  institu- 
tionalized and  leadership  elements. 

Leadership 

Furnishing  needed  contributions  in  a   group  empowers  a   man  to 

effect  compliance  with  his  demands.  The  exercise  of  power  exerts  re- 

^   Max  Weber,  The  Theory  of  Social  and  Economic  Organization,  New  Yoik; 
Oxford  University  Press,  1947,  p.  324. 

2   Ibid.,  pp.  329-363. 
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straints,  which  are,  in  effect,  inescapable  if  the  need  for  the  con- 

tnbutions  is  great  and  no  alternative  sources  for  them  are  available. 

Compliance  is  a   cost  that  is  judged  on  the  basis  of  social  norms  of 

fairness.  Excessive  demands  in  terms  of  these  social  standards,  though 

those  subject  to  the  power  may  not  be  able  to  refuse  them,  engender 

disapproval.  A   person  whose  demands  on  others  are  fair  and  modest 

relative  to  the  great  contribution  he  makes  to  their  welfare,  however, 

earns  tlieir  approval.  For  example,  a   laboratory  study  of  small  groups 

found  that  the  emergent  leader  was  more  apt  to  be  liked  by  the  rest 

if  the  initiative  he  took  in  social  interaction  was  accompanied  by  a 

high  rate  of  response  from  others,  that  is,  by  their  frequently  agreeing 

with  him  and  turning  to  lum  with  comments  and  questions,  than  if 

the  rate  of  such  feedback  was  low.®  This  may  be  interpreted  to  imply 
that  excessive  demands  by  a   leader,  as  indicated  by  a   low  rate  of 

feedback,  create  disapproval  that  make  him  less  liked. 

Compliance  can  be  enforced  with  sufficient  power,  but  approval 

cannot  be  forced  regardless  of  how  great  tlie  power.  Yet  the  effec- 
tiveness and  stabihty  of  leadership  depend  on  the  social  approval  of 

subordinates,  as  several  studies  have  shown.  Thus,  the  results  of  two 

experiments  demonstrated  that  leaders  who  were  accepted  and  ap- 

proved by  subordinates  were  more  effective  m   exerting  influence  on 

them  than  superiors  who  were  not.‘  A   study  of  army  leadership  found 
that  trainees  who  approved  of  their  officers  and  noncommissioned 

officers  were  less  hkely  to  express  various  forms  of  aggression,  such 

as  going  “AWOL”  (absent  without  leave),  “blowing  their  top,” 
drunkenness,  and  gripe  sessions,  than  those  who  described  their 

superiors  as  arbitrary  or  weak.®  The  findings  of  another  experiment 

indicated  that  group  leaders  whose  suggestions  and  directives  en- 
gendered a   disproportionate  amount  of  resistance  and  disagreement 

were  relatively  unstable,  that  is,  they  were  more  hkely  than  others  to 

be  displaced  as  leaders  in  subsequent  experimental  periods.®  The  dis- 

®   Robert  F.  Bales,  “Task  Status  and  Likabibty  as  a   Function  of  Talking  and 

Listening  in  Decision-making  Groups,”  in  Leonard  D.  White,  The  State  of  the 
Social  Sciences,  University  of  Chicago  Press,  1956,  pp  148-161. 

^   John  R.  P.  French,  Jr ,   and  Richard  Snyder,  “Leadership  and  Interpersonal 
Power,"  m   Dorwm  Carhvnglit,  Studies  tn  Social  Power,  Ann  Arbor:  Institute  for 
Social  Research,  Umversity  of  Michigan,  1959,  pp  118-149. 

®   Hannan  C   Selvin,  The  E§ects  of  Leadership,  Glencoe:  Free  Press,  1960, 
chapter  v. 

®   Ehhu  Katz,  Peter  M   Blau,  Morton  L   Brown,  and  Fred  L   Strodtbeck,  “Lead- 
ership Stabihty  and  Social  Change,”  Sociometry,  20  (1957),  36-50,  esp.  pp. 

44-46. 
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approval  some  leadership  practices  evoke  among  followers  impede  a 

leader’s  effectiveness  because  they  create  resistance,  aggression,  and 
possibly  opposition  that  may  lead  to  the  downfall  of  an  informal 
leader. 

Collective  approval,  in  contrast,  legitimates  leadership.  The  abili- 

ties  that  enable  a   person  to  make  major  contributions  to  the  achieve- 

ment of  a   group’s  goals  command  respect.  The  respect  of  others  for 
him  prompts  them  to  follow  his  suggestion,  since  they  expect  to 
benefit  from  doing  so  more  than  from  following  the  suggestion  of 
someone  whose  abilities  are  less  respected.  The  actual  contnbutions 

to  their  welfare  resulting  from  following  his  guidance  not  only  vah- 

date  the  others’  respect  for  such  a   person  but  also  obligate  them  to 
comply  with  his  directives  regardless  of  whether  doing  so  is  in  their 

personal  self-interest.  It  is  their  obligation  to  comply  with  his  direc- 
tives, not  simply  their  respect,  that  bestows  leadership  upon  a   person 

and  empowers  him  to  coordinate  the  activities  of  the  members  of  a 

group,  which  involves  directing  individuals  to  do  things  that  are 
not  to  their  own  immediate  advantage.  The  effective  coordination 

of  effort  produces  rewards,  and  die  leader’s  power  enables  him  to 
exert  a   predominant  influence  on  their  distribution— how  much  of 

the  honor  and  glory  of  the  winning  team  will  reflect  on  the  rest 

rather  than  on  himself,  or  how  large  a   share  of  the  material  benefits 

goes  to  others  and  how  much  remains  in  his  hands.  It  is  this  distn- 

bution  of  rewards  that  most  directly  effects  the  legitimation  of  lead- 
ership. 

If  the  benefits  followers  derive  from  a   leader’s  guidance  exceed 
their  expectations  of  a   fair  return  for  the  costs  they  have  incurred, 

both  by  performing  services  and  by  complying  with  directives,  their 

collective  approval  of  his  leadership  legitimates  it.  Their  joint  obh- 
gations  for  his  contributions  to  their  welfare  and  their  common 

approval  of  his  fairness,  reinforced  by  their  consensus  concemmg 

the  respect  his  abihties  deserve,  generate  group  pressures  that  en- 
force compliance  with  his  directives.  These  social  pressures  constrain 

individual  group  members  who  for  personal  reasons  are  inclined  to 

resist  the  leader’s  guidance  to  submit  to  it  lest  they  draw  on  fliem- 
selves  the  social  disapproval  of  their  peers.  Legitimate  leaders  com- 

mand willing  compliance,  which  obviates  the  need  for  sanctions  to 

compel  or  induce  others  to  comply  with  directives,  because  the  group 

of  subordinates  exerts  pressures  on  its  members  to  follow  the  leader’s 
orders  and  suggestions. 

The  social  approval  of  followers  that  legitimates  leadership  is  dis- 

tinct from  the  respect  they  may  have  for  the  leader’s  abilities. 
Although  the  two  go  often  together,  a   person  in  power  may  have 
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abilities  that  command  the  respect  of  subordinates  yet  make  oppres- 

sive demands  on  them  to  which  they  react  with  disapproval.  Respect 

probably  does,  however,  act  as  a   catalyst  of  legitimate  leadership, 
since  it  seems  to  make  comphance  with  a   persons  directives  less 

burdensome.  Indirect  support  for  this  statement  is  provided  by  some 

findings  from  a   study  of  sixty  caseworkers  in  a   welfare  agency.'^ 
Generally,  the  factors  that  distinguished  workers  who  were  often 

consulted  from  those  who  were  rarely  consulted  also  distinguished 

those  who  were  highly  respected  from  those  who  were  not.  But  some 

kinds  of  workers,  such  as  oldtimers,  were  often  consulted  wthout 

being  highly  respected.  The  obhgation  incurred  to  consultants  in- 
hibited informal  sociability  with  them  if  the  consultants  were  not 

particularly  respected,  but  it  did  not  inhibit  sociability  if  they  were. 

This  finding  suggests  that  respect  for  a   person  legitimates  the  obliga- 

tion to  comply  with  his  wishes  and  thus  makes  this  obligation  less 

of  an  impediment  to  informal  intercourse  with  him. 

Stable  leadership  rests  on  power  over  others  and  their  legitimating 

approval  of  that  power.  The  dilemma  of  leadership  is  that  the  attain- 
ment of  power  and  the  attainment  of  social  approval  make  somewhat 

incompatible  demands  on  a   person.  To  achieve  power  over  others 

requires  not  only  furnishing  services  that  make  them  dependent  but 

also  remaining  independent  of  any  services  they  might  offer  in  return. 

To  legitimate  a   position  of  power  and  leadership,  however,  requires 

that  a   leader  be  concerned  with  earning  the  social  approval  of  his 

followers,  which  means  that  he  does  not  maintain  complete  mde- 

pendence  of  them.  An  individual’s  refusal  to  accept  offers  of  favors 
from  others  who  are  in  his  debt  and  his  insistence  on  remaining 

entirely  independent  of  them  are  usually  experienced  as  rejections 

and  evoke  their  disapproval.  By  asserting  his  dominance  over  the 

rest  of  the  group  in  the  process  of  becoming  their  leader  and  exer- 
cising his  leadership,  a   person  can  hardly  help  antagonizing  at  least 

some  of  them,  thereby  endangering  his  chances  of  having  his  leader- 
ship legitimated  by  social  approval.  Conversely,  preoccupation  with 

the  approval  of  followers  interferes  with  a   leader’s  abihty  to  com- 
mand their  respect  and  compliance  by  making  the  greatest  contribu- 

tion to  their  welfare  he  can,  because  concern  wth  being  hked  pre- 

vents him  from  basing  his  decisions  consistently  on  criteria  of  effec- 

tiveness alone.  Such  preoccupation,  in  other  words,  induces  a   leader 

sometimes  to  refrain  from  making  what  is  the  best  decision  in  his 

judgment  for  fear  of  antagonizing  subordmates. 

^Blau,  “Patterns  of  Choice  in  Interpersonal  Relations,”  American  Sociological 
Reoteu),  27  (1962),  41-55,  esp.  pp.  50-51,  55. 
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The  dilemma  of  leadership  can  be  epitomized  by  saying  that  its 
legitimation  requires  that  a   leader  be  magnanimous  in  the  exercise 

of  his  power  and  in  the  distribution  of  the  rewards  that  accrue  from 

his  leadership,  but  such  magnanimity  necessitates  that  he  first  mo- 

bilize his  power  and  husband  the  group’s  resources,  that  is,  act  in 
ways  that  are  the  opposite  of  magnanimous.  Once  a   man  has  attained 

much  power,  however,  he  can  easily  make  demands  that  appear  only 
moderate  in  view  of  his  strength  and  capacity  to  supply  benefits. 

In  other  words,  extensive  power  facilitates  obtaining  legitimating 
approval  for  it. 

Two  difiEerent  sets  of  expectations  govern  the  process  of  legitima- 

tion, since  the  leader’s  general  expectations  define  what  is  extensive 
or  insufiBcient  power,  while  those  of  the  followers  define  what  are 

moderate  or  unfair  power  demands.  The  less  the  leader  expects  to 
achieve  with  his  power,  the  less  power  will  be  sufficient  to  meet  his 

needs  and  the  less  demands  he  will  make  on  those  subject  to  his 

power.  The  reactions  of  the  follower’s  to  the  leader’s  demands,  in 
turn,  are  contingent  on  tlieir  normative  expectations  of  how  much  a 

leader  can  fairly  demand  in  return  for  his  contributions.  Small  needs 

for  power  as  well  as  great  power  make  it  easy  for  a   man  to  exercise 

his  power  in  ways  that  elicit  legitimating  approval  from  subordinates. 

The  line  between  exploitative  oppression  and  legitimate  leadership 
is  defined  by  the  interplay  between  the  expectations  of  the  man  in 

power  that  define  his  needs  and  die  expectations  of  those  subject 

to  his  power  that  define  tiieir  needs  and  his  complementary  rights. 

Power  must  be  mobilized  before  it  can  be  legitimated,  because  the 

processes  involved  in  mobilizing  it  are  not  compatible  with  those 

involved  in  legitimating  it.  The  dilemma  of  leadership  is  resolved  by 

devoting  different  time  periods  to  coping  with  its  two  horns,  so  to 

speak.  This  parallels  the  conclusion  of  Bales  and  Strodtbeck  that  the 

dilemma  of  group  problem  solving  posed  by  die  need  for  a   cognitive 

orientation  to  the  task  and  the  need  for  a   supportive  orientation  that 

reduces  tensions,  which  are  incompatible,  is  resolved  by  devoting 

different  time  phases  to  meeting  these  two  needs.®  The  potential 
leader  of  a   gang  uses  his  physical  strength  first  against  the  other 

®   Bales  and  Strodtbeck,  “Phases  in  Group  Problem  Solving,”  The  Journal  of 

Abnormal  and  Social  Psychology,  46  (1951),  485-495.  Another  method  for  re- 
solving the  leadership  dilemma  is  a   division  of  labor  within  the  leadership  group, 

that  is,  having  those  leaders  who  exercise  power  and  restraints  supported  by 

other  leaders  who  do  not  and  who  command  the  approval  and  loyalty  of  follow- 

ers; see  Philip  E.  Slater,  “Role  Differentiation  in  Small  Groups,”  American 
Sociological  Review,  20  (1955),  300-310. 
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members  to  assert  his  dominance  over  them.  Only  then  can  he  or- 

ganize their  activities  and  lead  them  in  gang  warfare,  now  using  his 

strength  and  other  resources  in  behalf  of  his  followers  against  out- 
siders. If  he  IS  successful,  his  contributions  to  their  welfare  evoke 

legitimating  approval  of  his  leadership,  which  makes  his  continuing 

dommance  independent  of  his  use  of  physical  sanctions  against  fol- 
lowers. 

The  situation  of  formal  leaders  in  organizations  is  different  from 

that  of  informal  leaders  who  emerge  in  a   group.  Resources  and  in- 

stitutionahzed  mechanisms  place  managers  m   organizations  a   priori 

in  a   dominant  position  over  subordinates,  tliereby  obviatmg  the  need 

for  initially  asserting  their  dominance  and  facilitating  the  develop- 
ment of  legitimate  authority. 

Legitimate  Authority 

The  employment  contract  into  which  the  management  of  an  or- 
ganization enters  with  its  members  is  a   legal  institution  that  obligates 

Ae  members  to  furnish  certain  services  and  to  follow  managerial 

directives  m   exchange  for  a   salary  or  wage.”  These  obligations  are 
remforced  by  institutionahzed  norms  in  our  culture  according  to 

which  employers  have  a   right  to  expect  their  employees  to  comply 

with  their  directives  as  well  as  to  perform  specified  duties  faithfully. 

The  ultimate  source  of  these  obligations,  and  thus  of  managerial 

power,  are  the  organizations  resources  that  enable  it  to  buy  the 

services  of  employees  and  to  make  them  dependent  on  it  for  them 

livelihood,  the  degree  of  dependence  being  contingent  on  employees’ 
investments  in  their  jobs  and  the  alternative  employment  opportuni- 

ties available  to  them.  (In  organizations  whose  members  are  not 

employees,  such  as  unions  and  political  parties,  the  power  of  the 

leadership  rests  on  the  commitments  of  the  members,  the  benefits  they 

derive  from  membership,  and— notably  in  the  case  of  some  organi- 

zations, such  as  armies— coercive  force.)  Management’s  power  over 
dismissals  and  promotions,  which  is  partly  transmitted  to  lower  man- 

agers and  supervisors  through  mechanisms  like  periodic  ratings  of 

or  ad  hoc  reports  on  their  subordinates,  makes  the  career  chances  of 

employees  dependent  on  their  performance  and  compliance. 

A   manager  in  an  organization  has  some  formal  authority  over 

subordinates,  since  they  have  accepted  the  contractual  obligation  to 

®   See  John  R   Commons,  Legal  Foundations  of  Capitalism,  New  York.  Mac- 
miDan,  1924,  pp.  284-286. 
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perform  the  tasks  he  assigns  to  them,  and  he  has  also  considerable 

power  over  them,  since  he  has  official  sanctions  at  his  disposal 
through  which  he  can  affect  their  career  chances.  The  managerial 

authority  that  is  rooted  in  the  employment  contract  itself  is  very 
hmited  in  scope.  It  only  obligates  employees  to  perform  duties 

assigned  to  them  in  accordance  with  minimum  standards.  This  for- 

mal authority  does  not  require  them  to  devote  much  effort  to  tlieir 

work,  exercise  initiative  in  carrying  it  out,  or  be  guided  in  their  per- 
formance by  the  suggestions  of  superiors.  Effective  management  is 

impossible  within  the  confines  of  formal  authority  alone.  A   manager 
may  extend  his  control  over  subordinates  by  resorting  to  his  sanction- 

ing power  to  impose  his  will  upon  them,  promising  rewards  for  con- 

formity and  threatening  penalties  for  disobedience.  An  alternative 

strategy  a   manager  can  use  is  to  provide  services  to  subordinates  that 

obligate  them  to  comply  with  his  directives.  His  formal  power  over 

subordinates  helps  him  to  create  joint  obligations,  in  part  simply  by 
refraining  from  exercising  it.  In  this  case,  the  manager  rehnquishes 

some  of  his  official  power  in  exchange  for  greater  legitimate  authority 
over  subordinates. 

The  official  position  and  power  of  the  manager  give  him  various 

opportunities  to  furnish  important  services  to  subordinates  that  obh- 

gate  them  to  him.  His  superior  knowledge  and  skill,  on  the  basis  of 

which  he  presumably  was  selected  for  his  position,  enable  him  to 

train  newcomers  and  advise  oldtimers.  His  formal  status  gives  him 

access  to  top  echelons  and  staff  specialists  in  the  organization,  making 
it  possible  for  him  to  channel  needed  information  to  subordinates 

and  to  represent  their  interests  with  the  higher  administration.  While 

his  official  duties  as  manager  require  him  to  perform  a   minimum  of 

these  services  for  subordinates,  the  extra  effort  he  devotes  to  benefit 

them  beyond  this  minimum  creates  social  obligations.  Of  special 

significance  in  this  connection  are  the  manager’s  status  prerogatives 
and  formal  powers,  for  he  can  win  the  appreciation  of  liis  subordi- 

nates merely  by  not  exercising  these;  by  not  insisting  on  the  defer- 
ence due  his  rank,  by  not  enforcing  an  unpopular  housekeeping  mle, 

by  ignoring  how  much  time  subordinates  take  for  lunch  as  long  as 

they  perform  their  duties.  Every  privilege  the  manager  is  granted 

and  every  rule  he  is  empowered  to  enforce  increase  the  capital  on 
which  he  can  draw  to  make  subordinates  indebted  to  him.  By  not 

using  some  of  his  power,  he  invests  it  in  social  obligations.  The  ad- 
vantages subordinates  derive  from  his  pattern  of  supervision  obligate 

them  to  reciprocate  by  complying  wiffi  his  directives  and  requests. 

In  this  manner,  managerial  power  is  converted  into  personal  in- 
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fluence.  but  the  development  of  authority  depends  on  a   further  trans- 

formation. A   manager  whose  influence  over  subordinates  rests  on 

their  individual  obligations  to  him  does  not  exercise  authority  over 

them,  because  authority  requires  social  legitimation.  Only  the  shared 

values  of  a   collectivity  can  legitimate  the  power  of  a   superior  and 

thereby  transform  it  into  authority.  Managerial  practices  that  advance 

the  collective  interest  of  subordinates  create  joint  obligations.  When 

social  consensus  develops  among  subordinates  that  the  practices  of 
the  manager  contribute  to  their  common  welfare  and  that  it  is  in 

their  common  mterests  to  maintain  his  good  will  by  discharging  their 

obligations  to  him,  shared  feelings  of  loyalty  and  group  norms  tend 

to  emerge  that  make  compliance  with  his  directives  a   social  obliga- 
tion that  is  enforced  by  tlie  subordinates  themselves.  The  subordi- 

nates’ common  approval  of  managerial  practices  that  benefit  them 
jointly  gives  rise  to  social  norms  that  legitimate  managerial  authonty. 

Festmger’s  concept  of  cognitive  dissonance  can  help  explain  the 
underlying  process  in  the  legitimation  of  authority.^®  If  individuals 
must  choose  between  two  alternatives  one  of  which  is  clearly  su- 

perior, their  decision  entails  no  doubts  and  conflicts.  But  if  the  two 

alternatives  are  both  attractive  (or  unattractive),  the  choice  of  one 

creates  cognitive  dissonance,  that  is,  the  cost  incurred  by  having 

rejected  an  attractive  opportunity  produces  doubts  concerning  the 

wisdom  of  the  choice  made,  mental  conflicts,  and  discomfort.  Indi- 

viduals often  reduce  this  dissonance  by  changing  their  evaluations 

of  the  two  alternatives  after  having  committed  themselves  to  one, 

that  is,  they  resolve  their  disturbing  doubts  by  inflating  the  value  of 

the  chosen  and  deflating  the  value  of  the  rejected  benefit.  College 

students  asked  to  choose  one  of  two  gifts  they  would  receive  for 

having  participated  in  an  experiment,  for  example,  rated  tlie  chosen 

gift  more  highly  and  the  rejected  one  less  highly  after  having  made 

the  decision  than  they  had  done  before.^'  Since  social  consensus  on 
values  serves  to  confirm  die  valuations  of  individuals,  one  would  ex- 

pect these  tendencies  to  be  particularly  pronounced  if  they  occur  in 

a   collective  situation,  as  is  the  case  when  a   group  of  subordinates  is 

confronted  by  a   superior  who  has  power  over  them. 

Cognitive  dissonance  arises  only  when  a   manager  obligates  sub- 
ordinates to  comply  with  his  directives  and  not  when  a   superior 

enforces  compliance  with  his  orders  through  sanctions  If  a   superior 

^“Leon  Festinger,  A   Theory  of  Cognitive  Dissonance,  Evanston-  Row,  Peter- 
son, 1957. 

"lbid.,pp  61-68 
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uses  his  coercive  power  to  impose  his  will  on  subordinates,  the  serious 
cost  of  disobedience  makes  obedience  unequivocally  the  preferable 
alternative.  Although  submission  is  unpleasant,  subordinates  have  no 

doubt  that  the  consequences  of  failure  to  submit  would  be  more  so. 

There  is  no  cognitive  dissonance,  and  hence  no  basis  for  processes 

of  dissonance  reduction.  But  if  a   manager  furnishes  services  that 

obhgate  subordinates  to  comply  with  his  orders,  noncompliance  is  a 

possible  alternative  that  is  not  entirely  unreasonable.  The  assumption 
is  that  tlie  advantages  of  the  services  contingent  on  compliance  out- 

weigh its  cost  to  subordinates,  which  is  why  they  choose  compliance 
over  noncompliance.  Nevertheless,  doubts  are  hkely  to  arise  as  to 

whether  the  benefits  of  the  services  are  really  worth  the  hardships 
entailed  by  following  the  orders  of  a   superior,  particularly  in  a   dem- 

ocratic culture  where  equality  and  independence  are  highly  valued. 

To  resolve  this  cognitive  dissonance,  individuals  are  under  pressure 
to  appreciate  the  value  of  the  benefits  and  depreciate  the  cost  of 

compliance.  They  may  extol  the  abihties  of  the  superior  and  their 

respect  for  him  and  stress  that  following  the  guidance  of  such  an 

expert  is  objectively  the  best  course  of  action.  They  may  emphasize 

that  issuing  directives  is  the  manager’s  duty,  not  his  privilege,  and 
that  their  compliance  with  these  directives  does  not  constitute  sub- 

mission to  his  will  but  is  simply  part  of  their  freely  accepted  respon- 
sibihties,  just  as  issuing  the  directives  is  part  of  his. 

These  beliefs  might  be  considered  rationalizations  through  which 

individuals  adapt  to  a   subordinate  position.  Social  processes,  how- 
ever, transform  the  individual  rationalizations  into  common  values. 

Subordinates  who  find  themselves  in  the  same  situation  are  prone  to 

discuss  their  justifications  of  their  compliance  with  each  otlier  in 

order  to  have  their  doubts  relieved  and  their  justifying  beliefs  con- 
firmed through  social  agreement.  The  social  consensus  that  develops 

among  subordinates  in  the  course  of  their  communication  that  it  is 

right  and  proper  and  not  at  all  degrading  to  follow  managerial  orders 

validates  these  beliefs  and  converts  what  might  have  been  indmdual 
rationalizations  into  a   common  value  orientation. 

Authority,  therefore,  rests  on  the  common  norms  in  a   collectivity 
of  subordinates  that  constrain  its  individual  members  to  conform  to 

the  orders  of  a   superior.  The  joint  obligations  of  subordinates  for  the 

benefits  they  derive  from  the  superior’s  mode  of  supervision  or  leader- 
ship are  at  the  roots  of  these  normative  constraints,  which  are 

reinforced  by  social  values  that  justify  compliance  and  lessen  the 

onus  of  it.  These  norms,  hke  social  norms  generally,  are  internalized 

by  group  members  and  socially  enforced,  with  the  result  that  even 

the  potential  deviant  who  for  some  reason  does  not  feel  personally 
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obligated  to  the  superior  is  under  pressure  to  submit  to  his  authority 
lest  he  incur  the  social  disapproval  of  his  peers.  A   man  in  authority 

does  not  have  to  enforce  comphance  with  his  orders,  because  the 

structural  constraints  that  e.vist  among  subordinates  do  so  for  him. 

Authonty  entails  voluntary  comphance,  m   contrast  to  coercion,  smce 
the  influence  of  the  superior  on  subordinates  rests  on  their  own  social 

norms.  But  authority  entails  imperative  control,  m   contrast  to  persua- 
sion and  personal  influence,  since  social  norms  and  group  sanctions 

exert  compelling  pressures  on  individual  subordinates  to  foUow  the 

superior’s  directives.  Compliance  is  voluntary  from  the  perspective 
of  the  collectivity  of  subordinates,  but  it  is  compulsory  from  the 

perspective  of  its  individual  members.  It  is  exactly  as  voluntary  as 

conformity  with  social  norms  generally,  for  example,  as  our  custom 

of  wearing  dodies. 

The  social  norms  and  values  of  subordinates  that  legitimate  the 

power  of  influence  of  a   superior  transform  it  into  authority.  Simultane- 
ously, indirect  processes  of  social  exchange  become  substituted  for 

the  direct  exchange  transactions  between  the  superior  and  individual 

subordinates.  Before  legitimating  norms  have  developed,  subordinates 

offer  comphance  with  the  superior’s  directive  in  exchange  for  sendees 
he  furnishes,  a   process  essenbally  similar  to  that  in  which  consultants 

achieve  compliance  with  their  wishes  in  excliange  for  advice.  The 

emergent  social  norms  that  legitimate  authonty  give  nse  to  two 

exchange  processes  that  take  the  place  of  this  one.  Individual  subordi- 
nates submit  to  the  autliority  of  the  superior  because  group  norms 

require  them  to  do  so  and  fadure  to  conform  evokes  social  dis- 
approval. The  mdixudual  exchanges  compliance  with  the  directives 

of  the  supenor  for  social  approval  from  his  peers.  The  collectivity  of 

subordinates  exchanges  prevaihng  comphance  with  the  superior’s 
orders,  which  it  has  to  offer  as  the  result  of  its  social  norms  that 

enforce  comphance,  and  which  legitimates  the  superior’s  authority, 
for  the  contribution  to  the  common  welfare  his  leadership  furnishes. 

The  question  that  arises  is  whether  managerial  authority  has  its 

ultimate  source  m   the  manager’s  leadership  quahties  and  abilities  to 
assist  subordinates  or  in  his  official  sanctioning  power  over  them. 

To  answer  this  question,  let  us  assume  that  these  two  functions  reside 

in  two  different  persons;  a   supervisor  who  provides  guidance  and 

counsel  but  has  no  formal  power  of  sanction,  and  an  employer  who 

does  not  guide  the  work  of  employees  but  evaluates  its  results  and 

decides  on  promotions  and  dismissals  in  accordance  with  these  evalu- 

ations. If  the  supervisor  has  the  qualifications  to  furnish  superior 

guidance  and  advice  that  improve  and  facilitate  the  work  of  subordi- 

nates, his  contnbutions  to  their  common  welfare  create  joint  obliga- 
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tions  that  serve  as  the  basis  of  his  authority  over  them.  This  situation 

corresponds  essentially  to  informal  leadership.  If  the  employer  dis- 

tributes rewards  and  punishments  purely  in  terms  of  objective  criteria 

of  performance,  these  sanctions  would  provide  incentives  to  perform 

well  but  not  to  comply  with  his  duectives  (except  those  specifying 
the  parameters  of  adequate  performance).  If,  however,  he  uses  his 

sanctioning  power  to  reward  comphance  and  punish  disobedience 

with  his  orders,  employees  may  adapt  to  these  conditions  by  develop- 
ing social  values  and  norms  that  justify  and  enforce  their  compliance 

and  legitimate  his  authority.  These  considerations  imply  that  both 

effective  leadership  and  sanctioning  power  can  become  the  sources 

of  an  authority  structure,  but  sanctioning  power  does  so  at  the  cost 

of  diverting  the  incentive  system,  at  least  in  part,  from  its  major 
function  of  encouraging  optimum  performance  by  using  it  to  effect 

obedience.  There  can  be  little  doubt  that  the  reward  systems  in 

organizations  are  typically  used  in  this  manner  as  instruments  of 

power  and  aids  in  the  expansion  of  managerial  authority. 

Although  managerial  authority  in  organizations  contains  important 

leadership  elements,  its  distinctive  characteristic,  which  differentiates 

it  from  informal  leadership,  is  that  it  is  rooted  in  the  formal  powers 
and  sanctions  the  organization  bestows  upon  managers.  Their  official 

position  and  sanctioning  power  provide  managers  with  tools  that 

make  it  easy,  even  for  those  with  only  moderate  leadership  qualities, 

to  broaden  the  scope  of  the  hmited  authority  initially  invested  in 

them  through  the  employment  contract,  whereas  informal  leaders 

must  rely  on  their  own  qualities  and  resources  to  command  the 

willing  comphance  of  followers.  Effective  authority,  whether  in  formal 

organizations  or  outside,  requires  both  power  and  legitimating  ap- 
proval, but  the  one  is  more  problematical  for  the  informal  leader, 

and  the  other,  for  the  formal  leader  in  an  organization. 

The  crucial  problem  for  the  formal  leader,  with  undeniable  power, 

is  to  win  the  loyalty  and  legitimating  approval  of  subordinates,  par- 
ticularly since  his  power  may  tempt  him  to  dominate  them  instead 

of  winning  their  respect  and  wilHng  compliance.  In  contrast,  the 

crucial  problem  of  the  informal  leader,  whose  position  is  evidence 

of  the  support  and  approval  of  his  followers,  is  to  mobiUze  his  power 
of  command  and  estabhsh  sufBcient  social  distance  to  be  able  to 

direct  effectively  their  activities.  Fiedler’s  research  indicates  this 
difference.^^  He  found  that  the  informal  leaders  of  such  groups  as 

Fred  E.  Fiedler,  Leader  Attitudes  and  Group  Effectiveness,  Urbana:  Univer- 
sity of  Illinois  Press,  1958,  esp.  chapter  iii. 
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basketball  teams  and  surveying  parties  who  manifested  social  distance 

toward  followers  were  more  effective  than  those  who  did  not,  that  is, 

the  performance  of  the  groups  under  tlie  former  leaders  was  superior. 
The  social  distance  of  formal  leaders  toward  subordinates,  however, 

was  not  generally  related  to  tlieir  effectiveness,  except  when  they 
commanded  the  loyalty  of  subordinates  and  their  social  distance  from 

subordinates  was  accompanied  by  some  positive  attitudes  toward 
them. 

Authority  can  arise  only  in  social  structures.  The  power  or  personal 

influence  exercised  in  pair  relations  can  never  develop  into  legitimate 

authority.  For  only  tlie  common  norms  of  a   collectivity  of  subordinates 

can  legitimate  the  controlling  influence  of  a   superior  and  effect  will- 

ing compliance  witli  his  directives  in  tlie  specific  sense  of  making 

such  comphance,  since  it  is  enforced  by  tlie  subordinates  themselves, 

independent  of  any  inducements  or  enforcement  actions  of  die  supe- 
rior himself.  Once  authority  has  become  institutionalized  and  social 

norms  of  compliance  have  become  part  of  die  cultural  heritage, 

however,  it  does  find  expression  in  isolated  pair  relations.  A   father 

exercises  authority  over  an  only  child,  because  culturally  defined  role 

expectadons  shared  by  the  entire  community  constrain  him  to  control 

and  guide  the  child  and  compel  the  child  to  obey  him;  failure  to  live 

up  to  these  e.xpectations  draws  community  disapproval  on  both  of 

them.  Whereas  authority  typically  has  Us  source  in  die  power  of  one 

individual  over  a   group  (or  of  a   group  over  a   larger  collectivity), 

which  subsequently  becomes  legitimated  by  their  social  approval  and 

norms,  institutionalized  authority  is  a   source  of  power,  that  is,  it 

bestows  power  over  others  on  individuals  or  groups  occupying  a   given 
status. 

The  institutionalization  of  authority  requires  diat  the  social  norms 

that  demand  compliance  with  certain  orders  and  the  surrounding 

values  diat  justify  and  reinforce  diis  compliance  become  part  of  the 

common  culture  and  be  transmitted  from  generation  to  generation. 

Children  internalize  these  cultural  values  and  norms  in  the  process 

of  socialization,  and  the  moral  obligation  to  conform  to  commands 

from  given  sources  remains  part  of  their  personality  structure.  Paternal, 

religious,  and  political  authority  rest  on  such  cultural  orientations. 

The  normative  standards  underlying  institutionalized  audiority  do 

not  emerge  in  the  process  of  social  interaction  between  superior  and 

subordinates  and  among  subordinates  but  rather  in  the  process  of 

socialization,  to  which  each  one  of  them  is  separately  exposed  in  a 

common  culture.  iTie  managerial  ideologies  that  have  developed  in 

modem  societies  during  the  last  centuries,  which  justify  and  fortify 
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the  power  of  management  and  the  obligation  of  subordinates  to 

submit  to  its  directives,  constitute  such  an  institutionalized  value 

orientation,  which  legitimates  managerial  authority  in  principle.”  This 

value  orientation,  which  employees  in  our  culture  bring  to  the  organ- 

izational context,  gives  the  employment  contract  salient  meaning 
and  serves  as  the  foundation  for  the  social  processes  in  which  the 

authority  of  specific  managers  over  subordinates  is  legitimated  and 

expanded.  The  institutional  authority  of  management  and  the  power 
its  resources  give  it  distinguish  legitimating  processes  in  organizations 

from  those  characteristic  of  the  emergence  of  leaders  outside  an 
organizational  framework. 

Institutionalized  authority  in  complex  social  structures,  such  as  the 

political  authority  of  a   national  government,  has  three  distinctive 

characteristics.  First,  as  just  indicated,  the  people’s  obligation  to 

comply  with  the  authority’s  commands  does  not  develop  in  social 

exchange  as  a   result  of  the  ruler’s  contribution  to  the  common  welfare 
but  is  a   moral  obligation  inculcated  by  socializing  agencies.  Whereas 

disregard  for  an  emergent  leader  is  a   sign  of  disloyalty,  disregard  for 

institutionalized  authority  is  a   sign  of  immorality.  Second,  the  polit- 
ical authority  is  embodied  in  institutional  forms  that  constitute  a 

historical  reality,  such  as  the  Congressional  form  of  government  in 

the  United  States.  Third,  the  differentiated  groups  in  complex  struc- 

tures make  it  likely  that  the  institutionalized  authority  accepted  by 

the  major  groups  is  not  accepted  by  some  entire  subgroups  and  has 

to  be  enforced  through  external  restraints  on  them.  Although  legiti- 

mate authority  rests  on  the  social  norms  and  sanctions  of  the  col- 

lectivity of  subordinates,  this  does  not  mean  that  all  groups  in  a 

society  support  institutionalized  authority,  or  even  that  a   majority  do, 

'The  crucial  factor  is  that  important  and  powerful  groups  of  subordi- 
nates enforce  the  commands  of  institutionalized  authority,  putting 

external  pressures  to  comply  on  those  groups  who  refuse  to  do  so 

voluntarily.  Governmental  authority  prevails  if  the  groups  who  sup- 
port and  enforce  it  dominate  the  thinking  as  well  as  acting  of  the 

rest,  so  even  the  deviants  recognize  that  their  disobedience  is  illegiti- 

mate. In  countries  with  autocratic  traditions,  there  is,  strictly  speak- 

ing, no  public  opinion  in  the  sense  of  all  the  people’s  opinion  regard- 
ing matters  of  public  concern,  such  as  political  authority,”  and  the 

See  Reinhard  Bendix,  Work  and  Authontij  in  Industry,  New  York:  Wiley, 
1956. 

See  Hans  Speier,  Social  Order  and  the  Risk  of  War,  New  York:  Stewart. 
1952,  pp.  323-338. 
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elite’s  support  of  the  ruler  suffices  to  legitimate  his  authority  as  long 
as  the  status  quo  is  accepted  by  the  rest.  It  is  only  in  countries  where 

democratic  values  make  the  population  at  large  concerned  with  polit- 

ical issues  that  the  institutionalized  authority  of  the  legitimate  govern- 
ment is  in  danger  unless  supported  by  the  majority. 

The  authority  of  the  government,  then,  rests  on  its  acceptance  as 

legitimate  and  its  support  by  tlie  dominant  groups  of  subjects,  that  is, 

by  the  majority  of  those  who  participate  in  political  life  and  are 
concerned  with  public  matters,  not  necessarily  a   majority  of  the  total 

population.  The  actual  enforcement  of  the  commands  of  political 

authority,  furthermore,  is  usually  delegated  to  special  agents,  such  as 

military  and  pohce  forces.  The  groups  who  support  the  government 

express  their  confidence  in  it  by  delegating  the  power  to  enforce 
its  commands  to  agents  under  its  own  control.  Generally,  the  political 

authonty  of  a   legitimate  government  consists  of  a   grant  of  power 

“credit”  by  its  supporters,  which  means  tliat  the  government  has  the 
mandate  to  use  powers  vested  in  the  community  temporarily  at  its 

own  discretion  witliout  having  to  account  for  every  single  decision,^ 

The  government  that  uses  its  mandate  or  credit  of  power  to  con- 
tribute to  the  welfare  of  its  supporters  tends  to  strengthen  their 

legitimating  approval  of  it,  while  the  ruler  who  abuses  his  grant  of 

power  is  likely  to  lose  the  political  support  tliat  legitimates  his  lule, 

and  with  it  his  political  dominance,  unless  he  resorts  to  coercion  to 

maintain  it.  The  credit  of  political  support  and  power  on  which 

legitimate  governments  can  draw  to  enforce  compliance,  if  needed, 

acts  as  a   deterrent  and  fortifies  tlieir  authority  to  command  obedience, 

thereby  having  a   multiplier  effect  and  extending  political  control  far 

beyond  what  could  be  achieved  were  it  actually  necessary  to  rely 

on  the  underlying  coercive  power. 

Organizing  Collective  Effort 

An  important  function  of  legitimate  autliority  is  to  organize  col- 

lective effort  on  a   large  scale  in  the  pursuit  of  ends  commonly 

accepted.  To  be  sure,  this  is  not  the  only  function  of  legitimate 

authority— paternal  authority,  for  example,  serves  the  function  of 

socializing  children  and  thus  perpetuating  the  basie  culture.  But  this 

is  one  of  its  major  functions  and  the  one  that  is  manifest  in  formal 

organizations,  whetlier  they  are  political,  economic,  military,  or  some 

^®See  Talcott  Parsons,  "On  the  Concept  of  Influence,”  Public  Opinion  Quar- 

terly, 27  ( 1963),  59-62,  and  James  S.  Coleman,  “Comment,”  ibid ,   pp.  72-77. 



214  Legitimation  and  Organization 

Other  kind.  Using  the  term  “voluntary  association”  quite  broadly  to refer  to  freely  established  collective  organizations  generally,  de 

Jouvenel  has  stated:  “By  authority’  I   mean  the  faculty  of  gaining 
another  man’s  assent.  Or  again  it  may  be  called,  though  it  comes  to 
the  same  thing,  the  eflBcient  cause  of  voluntary  associations.  In  any 
voluntary  association  that  comes  to  my  notice  I   see  the  work  of  a 

force:  that  force  is  authority.” 
Commonly  accepted  ends  are  not  necessarily  common  ends.  Some 

organizations,  such  as  unions,  are  designed  to  further  the  common 

objectives  of  the  membership.  The  objectives  of  other  organizations 

such  as  business  concerns,  are  those  of  the  owners  or  of  management. 
The  majority  of  members  whose  services  are  bought  in  order  to 

achieve  these  goals  are  expected  to  accept  them  as  valid  guides  for 

operations,  although  they  are  not  their  own  objectives.  In  either  case, 
the  members  make  contributions  in  exchange  for  rewards,  but  whereas 

the  union  member’s  rewards  result  from  and  are  contingent  on  the 

achievement  of  the  union’s  objectives,  those  of  the  firm’s  employee 
come  from  the  salary  he  is  paid  for  his  services,  which  does  not 

directly  depend  on  the  firm’s  profits,  that  is,  on  the  achievement  of 

the  organization’s  objectives. 
The  difference  between  these  two  types  of  members  of  organiza- 

tions corresponds  to  that  between  stockholders,  who  make  invest- 

ments in  return  for  a   share  of  the  profits,  as  union  members  do,  and 

bondholders,  who  receive  a   stipulated  return  for  their  investments, 

as  employees  do.  The  ideal  expectation  is  that  collective  objectives 

are  democratically  decided  on  by  the  entire  membership,  while  em- 

ployees or  bondholders  are  not  expected  to  participate  in  deciding 

on  objectives.  In  fact,  however,  objectives  and  policies  are  usually 

not  democratically  determined  either  by  the  union  rank-and-file  or 

by  corporation  stockholders,  nor,  for  that  matter,  by  the  membership 

of  any  large  organization  unless  special  mechanisms,  such  as  a   party 

system,  facilitate  democratie  participation. 

The  establishment  of  an  organization  requires  capital  investments, 

often  in  the  form  of  financial  investments,  always  in  the  form  of  social 

investments.’^^  Resources  and  efforts,  which  could  be  spent  directly  to 
obtain  rewards,  must  be  devoted  to  building  the  organization  and 

developing  its  specialized  structure,  to  recruiting  members  and  con- 
tributors, to  coordinating  their  activities  and  instituting  normative 

Bertrand  de  Jouvenel,  Sovereignty,  University  of  Chicago  Press,  1957,  p.  29. 

See  George  C   Homans,  Social  Behavior,  New  York:  Harcourt,  Brace  and 

World,  1961,  pp.  385-390. 
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standards  for  them  to  follow.  Instead  of  pursuing  their  self-interests 

directly,  the  members  of  the  organization  make  contributions  to  it 

in  conformity  with  normative  expectations  and  in  anticipation  of 

receiving  rewards  from  it.  All  this  entails  postponement  of  gratifica- 

tions in  the  hope  of  greater  future  gratifications,  which  requires  a 

surplus  of  resources  beyond  those  merely  sufficient  to  meet  current 

minimum  needs.  Hence,  only  individuals  or  groups  with  surplus  re- 

sources can  estabhsh  a   business,  organize  a   union,  or  create  a   political 

organization.*® 

Knight  has  emphasized  that  an  organization’s  profits  are  the  rewards 
for  those  who  assume  ultimate  responsibihty  for  entirely  uncertain 
investments: 

Organization  involves  the  concentration  of  responsibility,  placing  resources 

belonging  to  a   large  number  of  individuals  under  centrabzed  control. 

Examinabon  shows  that  the  human  funcHons  in  producbon  involve  mak- 

ing decisions,  exercising  conbol,  but  that  this  conbol  is  not  final  unless 

combined  xvith  assumption  of  the  results  of  the  decisions  The  responsible 

decision  relates  to  men  rather  than  things;  the  ulbmate  manager  is  he 

who  plans  the  organization,  lays  out  funchons,  selects  men  for  funcbons, 

and  appraises  their  value  to  the  orgamzabon  as  a   whole,  in  compebtion 

with  all  other  bidders  m   the  market  For  this  ultimate  management  there 

IS  but  one  possible  remuneration,  tlie  residuum  of  product  remainmg 

after  payment  is  made  at  rates  established  in  compebtion  with  all  comers 

for  all  services  of  men  or  things  for  which  competition  exists  This 

residuum  is  profit.  .   . 

Leadership  involves  assuming  responsibility  for  coordinating  the 

work  of  others  and  for  the  consequences  of  the  common  endeavors. 

To  the  extent  to  which  specific  abilities  of  leaders  make  it  possible 

to  anticipate  the  achievements  their  guidance  makes  possible,  uncer- 

tainty is  removed.  These  adminisbative  services  of  a   leader  or  man- 

ager are  remunerated  by  rewards  established  in  competition,  just  as 

the  rewards  of  employees  are.®”  The  leadership  of  men,  however, 

entails  a   residue  of  uncertainty  that  defies  prediction.  Success  in  win- 

ning wars  or  negotiating  for  peace,  in  building  empires  or  dominating 

For  example,  the  workers  who  are  most  active  in  orgamzing  unions  and 

participating  in  them  are  not  the  poorest  ones,  who  need  umons  most,  but  those 

ivith  higher  socio-economic  status,  who  have  greater  resources.  See  Wilham 

Spmrad,  “Couelates  of  Trade  Union  Participation,”  Amencan  Sociological  Re- 
view, 25  {I960),  237-244,  esp.  p   239. 

Frank  H.  Knight,  Risk,  Uncertaintij  and  Profit  (2d  ed.),  Boston:  Houghton 
Mifflin,  1933,  p   308 

See  ibid ,   pp.  285-287,  309. 
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a   market,  in  consolidating  unions  or  winning  political  campaigns 
cannot  be  predicted  in  advance  with  any  degree  of  accuracy.  The 
leaders  who  assumed  ultimate  responsibility  for  the  decisions  and 

guidance  that  brought  these  victories  are  the  ones  who  reap  the  profits 
from  them. 

While  a   surplus  is  necessary  to  institute  an  organization,  further 

surpluses  are  produced  in  it.  The  organization  of  collective  effort 

replaces  the  free  competition  for  and  exchange  of  benefits  among 
individuals  by  normatively  regulated  transactions,  although  within 

this  framework  of  regulated  transactions  there  also  occur  some  direct 

exchanges,  such  as  that  of  advice  for  status  in  work  groups.  Basically, 
members  of  organizations  are  not  free  to  barter  their  services  but 

are  expected  to  conform  to  normative  expectations,  which  involves 
furnishing  services,  and  receive  a   return  for  doing  so.  The  contribu- 

tions made  by  employees  of  an  organization,  who  are  compensated 

for  their  serA'ices,  tend  to  produce  a   surplus  profit  at  the  disposal  of 
management,  which  it  can  use  at  its  own  discretion,  and  which  is  its 

return  for  having  assumed  responsibility  for  uncertainty  by  having 
guaranteed  to  employees  returns  for  their  services. 

An  organization  whose  members  are  not  employees  compensated 

for  services,  such  as  a   union  or  any  organization  whose  avowed 

purpose  is  to  advance  the  common  welfare  of  its  membership  in  some 

way,  also  often  obtains  surplus  profits  from  the  contribubons  of  its 

members.  Whereas  the  members  of  such  an  organization  are  expected 

to  receive  this  surplus  in  return  for  risking  their  contributions,  the 

power  vested  in  the  leadership  actually  gives  it  the  deciding  voice 

on  how  to  distribute  the  surplus.  This  situation  is  exactly  parallel 

to  that  in  a   large  corporation,  whose  stockholders  are  also  expected  to 

receive  its  surplus  profits,  but  whose  management  has  the  power  to 

distribute  the  surplus  as  it  sees  fit,  subject  only  to  the  restriction  that 

suflficient  profits  must  be  distributed  to  stockholders  to  attract  all  the 

needed  capital.  This  is  a   severe  restriction  for  weak  corporations  but 

not  for  strong  ones,  which  can  pay  stockholders  interests  at  a   regular 

rate  regardless  of  the  actual  profits  made  in  any  specific  year,  treating 
tliem,  in  eflFect,  like  bondholders. 

Generally,  the  stronger  an  organization,  the  less  are  the  restraints 

imposed  on  the  leadership  by  the  need  to  attract  members  who  make 

contributions,  and  the  greater  is  the  surplus  at  tlie  leadership’s  dis- 
posal. The  leaders  of  strong  unions  or  the  bosses  of  strong  political 

organizations  can  furnish  sufficient  rewards  to  members  to  assure 

their  continuing  contributions  and  still  retain  a   surplus  for  use  at 

their  own  discretion.  This  means  that  the  leaders  of  strong  organiza- 
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tions  can  and  do  treat  members  no  differently  from  the  way  manage- 

ment treats  employees,  just  as  strong  corporations  can  treat  stock- 
holders as  if  they  were  bondholders.  For  management,  too,  must 

distribute  enough  profits  to  employees  to  give  them  incentives  for 

making  contributions  to  the  organization  and  can  retain  only  the 

surplus  left  for  its  own  use.  In  brief,  an  organization’s  great  strength 
combined  with  its  differentiated  hierarchical  structure  tends  to  destroy 

the  distinction  between  members,  the  furthering  of  whose  welfare  is 

presumably  its  purpose,  and  employees,  whose  serviees  are  purchased 
for  this  purpose.  The  paradox  is  that  the  great  contributions  made  by 

a   large  membership,  which  make  any  member  dispensable,  are  the 

very  resources  that  empower  the  organization’s  leadership  to  treat 
members  as  if  tliey  were  merely  employees. 

The  ability  to  assume  responsibility  for  complex  decisions  and 

tasks,  which  is  important  and  highly  prized  in  organizations,  permits 

individuals  to  obtain  great  rewards  at  little  cost  to  themselves.  Jaques 

has  suggested  a   quantitative  measure  for  the  level  of  responsibility 

of  an  organization  member,  namely,  the  inverse  of  the  frequency  with 

which  his  performance  is  reviewed  by  his  superiors,  which  may  be 

several  times  an  hour  for  unskilled  workers  and  once  a   year  for  top 

management.^'  The  individual’s  ability  to  stand  uncertainty  for  ex- 
tended periods  of  time  governs  the  level  of  responsibihty  he  can 

easily  assume.^-  This  ability,  which  depends  on  a   person’s  techni- 
cal competence  and  tolerance  for  ambiguity,  determines,  therefore, 

whether  a   certain  responsibihty  is  experienced  as  an  enjoyable  chal- 

lenge, which  is  preferred  to  a   more  routine  task,  or  whether  it  is  per- 
ceived as  an  unpleasant  threat,  which  engenders  anxieties  and  a   desire 

to  escape  from  it.  In  short,  the  same  amount  of  responsibility  may  be  a 

gratifying  reward  for  some  and  a   punishing  cost  for  others,  and  which 

of  these  it  is  determines  the  reactions  of  subordinates  to  supervision, 

on  the  one  hand,  and  the  power  relations  among  managers,  on  the 
other. 

Employees  who  experience  their  level  of  responsibihty  as  an  un- 
pleasant burden  will  be  grateful  to  a   supervisor  who  readily  offers 

counsel  and  guidance  and  reciprocate  for  his  assistance  by  complying 

with  his  directives.  Employees  who  find  their  responsibilities  chal- 

lenging, however,  will  define  the  same  supervisory  practices  as  too 

Elliott  laques,  Measurement  of  ResponstbihUj,  London  Tavistock  Publica- 
tions, 1956,  pp.  32-42. 

^^Ibid,  pp.  85-106,  see  also  Melville  Dalton,  Men  Who  Manage,  New  York; 
Wiley,  1959,  pp  243-248,  252-255. 
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close  supervision  and  as  unjustified  interference  with  their  work 
rather  than  as  help  they  appreciate.  The  manager  who  supervises  his 

subordinates  too  closely  continually  makes  demands  on  them,  enabling 
them  to  discharge  whatever  obligations  they  have  to  him,  whereas 
the  one  who  does  not  supervise  too  closely,  but  lets  subordinates 
come  to  him  for  advice  or  assistance,  recurrently  obligates  them  to 

reciprocate  for  his  help  by  complying  with  his  directives,  thereby 
fortifying  his  authority  over  them.*®  In  brief,  the  subordinates’  orien- 

tation toward  responsibility  governs  whether  they  consider  given 
supervisory  practices  to  be  rewarding  assistance  or  demanding  inter- 

ference and  whether  these  practices  strengthen  or  weaken  the  supe- 
rior s   authority. 

Furthermore,  a   member  of  an  organization  who  enjoys  the  challenge 

of  responsibihties  can  relieve  others  of  duties  they  dishke  and  thereby 
earn  their  appreciation  as  well  as  other  rewards  at  little  or  no  cost 

to  himself.  Thus,  Crozier  noted  that  the  chief  engineers  in  the  plants 

of  the  bureaucratized  French  tobacco  monopoly  exercised  more  power 

than  their  ofiBcial  position  warranted,  because  they  were  capable  of 
assuming  responsibility  for  maintenance  problems  with  which  no  one 

else  could  cope.**  Generally,  men  who  discharge  important  responsi- 
bilities are  rewarded  by  their  fellows  with  great  honor  and  power, 

and  they  typically  make  these  gains  at  virtually  no  cost  at  all  since 

they  enjoy  the  challenge  of  their  responsibilities.*® 
Risk  is  an  essential  element  in  responsibility,  that  is,  assuming 

responsibilities  entails  making  decisions  whose  outcome  is  uncertain. 

Frequent  reviews  of  a   man’s  decisions  by  his  superior  limit  the  un- 

23  Impersonal  mechanisms  of  control,  including  such  different  lands  as  assembly- 
hne  production  and  quantitative  records  of  performance,  promote  the  authority 

of  superiors  over  subordinates  in  the  organization,  because  these  control  mecha- 

nisms lessen  the  supenor’s  need  to  make  many  demands  on  subordinates,  and 
because  they  encourage  subordinates  to  become  obligated  to  their  superior  by 

coming  to  him  \vith  requests  for  help.  See  Blau,  “Formal  Organization,"  American 
Journal  of  Sociology,  63  (1957),  58-63. 

2^  Michel  Crozier,  The  Bureaucratic  Phenomenon,  University  of  Chicago  Press, 

1964,  pp  112-174 

To  be  sure,  rendering  services  entails  costs  in  time,  and  the  abih’ty  to  pro- 
vide complex  services  has  been  achieved  at  some  investment  costs.  But  given  the 

requisite  abilities,  assuming  greater  responsibilities,  instead  of  performing  duties 

that  involve  lesser  ones,  does  not  entail  a   cost;  on  the  contrary,  it  is  rewarding. 

Although  the  social  recognition  and  power  men  receive  who  exercise  great  re- 

sponsibilities make  doing  so  particularly  gratifying,  tlie  challenge  of  responsi- 
bihties is  inherently  gratifying  independent  of  any  social  rewards  obtained  for  it, 

as  illustrated  by  the  fact  that  individuals  who  have  the  requisite  ahdities  prefer 

working  on  difficult  rather  than  easy  crossword  puzzles  even  when  they  are  alone. 
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certainty  he  must  bear  but  do  not  entirely  eliminate  the  risks  he  takes. 

His  judgment  may  turn  out  to  have  been  incorrect,  and  he  must 

suffer  the  consequences  when  this  is  the  case.  According  to  Knight, 

only  the  entrepreneur  who  invests  capital  assumes  responsibility  for 

uncertainty  and  thus  earns  profits.==“  But  in  social  hfe,  at  least,  respon- 
sibility for  uncertainty  is  not  confined  to  the  top  of  organizations  but 

exists,  in  varying  degrees,  throughout  their  hierarchies.  For  taking 

these  risks  of  making  uncertain  decisions,  individuals  expect  to  profit 

if  they  are  successful,  and  the  approval  and  power  men  typically  earn 

for  assuming  responsibihties  can  be  conceived  of  as  constituting  this 

profit. 
The  diverse  comparisons  of  rewards  between  the  many  groups  in 

a   large  and  complex  organization,  finally,  create  special  problems  for 

management.  The  workers  in  each  specialized  group  are  eager  to 

maximize  the  rewards  they  receive  for  their  services,  and  they  often 

engage  in  concerted  union  action  for  this  purpose.  As  management 

yields  to  the  pressures  of  one  group  to  avert  active  opposition  in  the 

form  of  a   stake  or  possible  defections  to  other  companies,  or  as  it 

modifies  a   group’s  incentive  system  m   ways  that  permit  its  members 
to  increase  their  earnings,  it  satisfies  the  demands  of  one  group  but 

creates  dissatisfaction  in  others.  The  members  of  other  groups  accus- 

tomed to  comparing  themselves  with  the  one  to  whose  demands 

management  yielded  experience  relative  deprivation  as  the  result  of 

the  decline  in  the  comparative  level  of  their  income  and  social  status, 

although  their  absolute  earnings  and  positions  have  remained  the 

same.  Such  relative  deprivation,  no  less  than  any  other  dissatisfaction, 

is  likely  to  produce  opposition  and  demands  for  improvements.®' 
Indeed,  once  earnings  have  risen  sufficiently  above  the  minimum 

needed  for  a   decent  standard  of  living,  relative  standing  tends  to 

become  as  important  for  employees  as  absolute  income.  Homans  has 

suggested  diat  this  produces  a   strange  paradox  for  umons:  “As  for 
organized  labor,  the  more  successful  it  is  in  getting  the  general  level 

of  wages  raised,  the  more  likely  it  is  to  undermine  its  own  unity;  for 

then  workers  can  begin  to  interest  themselves  not  just  in  the  absolute 

amount  of  wages  but  in  wage  differentials,  and  wage  differentials 

are  obviously  apt  to  set  one  group  of  workers  against  another.” 

Knight,  op.  cit.,  chapter  x. 

For  a   report  on  the  reactions  of  workers  to  an  increase  in  the  earnings  of 

another  group  of  workers,  see  Wilham  F.  Whyte,  Money  and  MotioaUon,  New 

York:  Harper,  1955,  chapter  viii. 

Homans,  op.  cit.,  p.  393. 
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Some  conflict  and  opposition  are  inevitable  in  large  organizations 

with  many  specialized  subgroups,  each  of  which  is  interested  not  only 
in  raising  its  absolute  volume  of  rewards  but  also  its  relative  standing 
among  others.  To  pacify  the  opposition  of  groups  who  have  effective 

bargaimng  power,  management  may  yield  to  their  demands,  and  by 
domg  so  it  often  evokes  the  opposition  of  other  groups.  The  unfavor- 

able comparisons  to  which  most  members  in  large  organizations  are 
recurrently  exposed  create  dissatisfaction  and  opposition  that  is  di- 

rected not  only  against  management  but  also  against  existing  institu- 
tions in  general.  Empirical  studies  indicate  that  political  radicalism 

is  more  pronounced  and  that  work  satisfaction  is  lower  among  workers 

in  large  plants  than  among  those  in  small  ones.*®  To  be  sure,  the 
success  of  the  enterprise  and  its  expansion  mitigate  the  internal 
conflicts  by  putting  resources  at  the  disposal  of  management,  which 
make  it  possible  to  increase  the  benefits  of  all  groups,  just  as  an 
expanding  economy  lessens  the  class  conflict  in  a   society,  as  noted  in 

chapter  six.  The  significance  of  relative  standing  among  groups,  how- 

ever, is  hkely  to  perpetuate  conflict  and  opposition.  As  some  groups 

gain  advantages,  the  opposition  of  others  is  aroused,  and  as  manage- 
ment solves  some  problems,  the  new  conditions  thereby  introduced 

generate  new  ones.  Hence,  the  process  of  change  in  organizations 

tends  to  assume  a   dialectical  form,®®  and  so  does  the  process  of 
change  in  social  structures  generally,  as  will  be  shovra  in  subsequent 
chapters. 

Conclusions 

The  legitimation  of  patterns  of  social  conduct  and  social  relations 

requires  that  common  values  and  norms  put  the  stamp  of  approval 

on  them  and  reinforce  and  perpetuate  them.  Legitimate  organizations 

and  social  relations  are  those  of  which  die  community  approves, 

whereas  illegitimate  ones  violate  the  prevailing  values  in  the  commu- 

nity. Many  social  relations  are  neither  e.xplicitly  legitimated  by  com- 
munity values  nor  proscribed  by  community  norms,  because  social 

standards  only  set  wide  limits  within  which  a   range  of  permissible 

relations  may  exist.  This  is  true  for  exchange  relations  and  power 

Seymour  M.  Lipset,  Paul  F.  Lazarsfeld,  Allen  H.  Barton,  and  Juan  Linz, 

"The  Psychology  of  Voting,”  in  Gardner  Lindzey,  Handbook  of  Social  Psychology, 

Cambridge:  Addison-Wesley,  1954,  Vol.  II,  1139,  and  Sergio  Talacchi,  "Or- 
ganization Size,  Individual  Attitudes  and  Behavior,”  Administrative  Science  Quar- 

terly, 5   (1960),  398-420,  esp.  p.  409. 

®®Blau,  op.  cit.,  pp.  67-69. 
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relations.  Explicit  legitimation  entails  not  merely  tolerant  approval 

but  the  active  confirmation  and  promotion  of  social  patterns  by 

common  values,  either  pre-existing  ones  or  those  that  emerge  in  a 
collectivity  in  the  course  of  social  interaction. 

The  exercise  of  poiver  is  judged  m   terms  of  social  norms  of  fairness 

by  those  subj’ect  to  it  and  by  others  witness  to  it.  A   powerful  indi- 
vidual or  group  whose  demands  are  moderate  in  terms  of  what  these 

norms  lead  others  to  expect  wins  their  social  approval,  which  legiti- 

mates the  authority  and  fortifies  the  controlling  influence  of  the 

powerful.  The  exploitative  use  of  power,  in  contrast,  provokes  social 

disapproval  and  opposition.  A   person  who  has  much  power  is  expected 

to  make  great  demands,  and  he  therefore  can  rather  easily  make 

demands  others  consider  only  fair  and  tlius  attain  legitimating  ap- 

proval of  his  power.  The  conclusion  that  great  power  facilitates 
obtaining  legitimating  approval  of  the  power  must  be  quahfied  in 

two  respects.  First,  if  a   person  has  very  great  needs  for  power, 

whether  because  of  objective  conditions  or  for  psychological  reasons, 

considerable  power  over  others  may  still  be  insufficient  for  his  needs 

and  may  not  prevent  him  from  using  his  power  ex-ploitatively  rather 
than  with  moderation.  Second,  if  social  approval  is  irrelevant  for  a 

person,  it  will  not  restrain  him  from  oppressing  others.  Legitimating 

approval  is  of  great  importance,  however,  for  stable  organizing  power. 

In  the  context  of  organized  social  endeavors,  and  particularly  of 

formal  organization,  consequently,  it  is  generally  true  that  great 

power  resources  promote  fairness  in  the  exercise  of  power  and  thus 

legitimating  approval  of  it,  which  is  one  reason  why  power  tends  to 

beget  more  power. 

The  dilemma  of  leadership  is  that  it  requires  both  power  over 

others  and  their  legitimating  approval  of  that  power,  but  the  process 

of  gaining  ascendency  over  others  and  the  process  of  winning  their 

approval  are  in  conflict.  An  individual  who  uses  his  resources  to 

assert  his  dominance  over  a   group  and  protects  his  dominant  position 

by  making  them  dependent  on  him  while  refusing  to  become  depend- 
ent on  them  usually  creates  resentment  and  fails  to  earn  general  social 

approval.  On  the  other  hand,  great  concern  with  courting  the  approval 

of  followers  interferes  with  effective  leadership,  because  it  induces 

the  leader  to  be  governed  by  what  followers  like  rather  than  by  what 

most  furthers  the  achievement  of  their  common  goals.  The  effective 

leader  must  be  capable  of  restraining  the  immediate  desires  of  indi- 

vidual followers  for  the  sake  of  their  long-run  collective  interests. 

Yet,  unless  he  obtains  their  legitimating  approval  of  his  leadership, 

their  desire  to  escape  from  his  dominance  makes  his  position  precari- 
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ous.  Individuals  who  seek  to  become  tlie  leaders  of  groups  tend  to 

resolve  this  dilemma  by  mobilizing  their  power  first  and  tlien  using 
it  in  ways  that  win  them  the  approval  of  followers,  but  as  a   result 
of  the  conflicts  that  occur  in  the  process  only  a   small  proportion  of 
the  aspurants  to  positions  of  leadership  succeed  in  attaining  them. 
Efficient  operations  in  formal  organizations  necessitate,  however,  that 

men  appointed  to  managerial  positions  succeed  in  die  majority  of 
cases  in  establishing  effective  formal  leadership  over  subordinates 

and  special  mechanisms  exist  that  greatly  increase  their  chances  of 

success  in  having  subordinates  accept  their  legitimate  authority. 

The  institutionalization  of  tlie  principle  of  managerial  authority  in 
modem  societies  and  the  sanctioning  power  of  management,  which 

rests  on  the  organization’s  resources  that  enable  it  to  provide  recurrent 
rewards  to  its  members,  greatly  facilitate  die  individual  manager’s 

task  of  winning  his  subordinates’  legitimating  approval  of  his  au&or- 

ity.  A   manager’s  outstanding  abilities  to  contribute  to  the  welfare  of 
subordinates  make  him  a   particularly  strong  formal  leader,  as  is  the 

case  for  an  informal  leader,  but  his  formal  position  and  powers  make 

it  easy  for  a   manager  to  benefit  his  subordinates  even  if  his  leadership 
qualities  are  limited,  and  in  this  respect  his  situation  differs  from 

that  of  die  informal  leader.  The  joint  obligations  of  subordinates, 

which  the  manager’s  contributions  to  their  common  welfare  have 
created,  tend  to  find  e.\pression  in  group  norms  that  demand  compli- 

ance with  his  directives.  These  normative  constraints  of  the  collectnity 

of  subordinates  legitimate  the  superior’s  authority  over  them  by  effect- 
ing voluntary  compliance  with  his  commands  in  the  specific  sense  of 

making  such  compliance  independent  of  any  enforcement  action  on 

his  part. 

Power  is  the  resource  that  permits  an  individual  or  group  to  co- 
ordinate the  efforts  of  many  odiers,  and  legitimate  authority  is  the 

resource  that  makes  possible  a   stable  organization  of  such  coordinated 

effort  on  a   large  scale.  The  leadership  of  an  organization  makes 

contnbutions  to  the  achievement  of  its  objectives  and  expects  to  profit 
from  these  investments.  Tlie  rewards  other  members  receive  must 

compensate  them  for  two  kinds  of  contributions,  the  instrumental 

services  tiiey  render  and  their  compliance  with  the  leadership’s  direc- 
tives (tliough  in  actual  life  these  two  frequently  merge).  Whereas 

employees  are  compensated  for  their  services  and  are  not  entitled 

to  a   share  of  the  surplus  their  contributions  help  to  make,  other 

members  who  risk  their  investments  are  expected  to  receive  a   share 

of  the  profits.  This  distinction,  however,  breaks  down  in  very  strong 

organizations,  because  its  leaders  can  elicit  the  needed  investments 
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from  members  wthout  giving  them  a   proportionate  share  of  tlie 

profits.  This  means  that  they  treat  members  who  have  made  invest- 
ments in  the  organization,  in  fact,  hke  management  treats  employees 

whose  services  it  purchases.  The  powerless  corporation  shareholder 

and  the  powerless  union  rank-and-file  are  typical  illustrations. 

The  organization  of  collective  effort  mobihzes  power.  The  leader- 

ship’s power  over  subordinates  becomes  the  basis  of  the  power  at  its 

disposal  in  relation  to  other  segments  of  the  society,  and  the  success- 

ful exercise  of  its  external  power,  in  turn,  increases  its  power  ivithin 

the  organization.  The  exercise  of  power,  however,  generates  conflict 

and  opposition  both  within  the  organization  and  in  its  external 

relations.  The  frequent  experience  of  relative  deprivation  resulting 

from  the  maiufold  comparisons  between  groups  in  large  organizations 

is  a   source  of  dissatisfaction  and  opposition  that  exists  to  a   lesser 

extent  in  small  organizations.  The  commanding  position  of  power 

leaders  of  strong  organizations  hold  in  the  community,  finally,  is  at 

the  root  of  much  social  conflict  and  pohtical  opposition 
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And  if  a   man  cause  a   blemish  m   his  neighbour,  as  he  hath  done,  so 
shall  it  be  done  to  him,  Breach  for  breach,  eye  for  eye,  tooth  for  tooth: 

as  he  has  caused  a   blemish  in  a   man,  so  shall  it  be  done  to  him  again. 
Leviticus 

Punishment  is  not  a   very  effective  method  of  influencing  behavior, 

as  has  become  increasingly  recognized.  Thus  Thorndike  concluded 

from  his  early  learning  experiments  with  animals:  “The  results  of  all 
comparisons  by  all  methods  tell  the  same  story.  Rewarding  a   connec- 

tion always  strengthened  it  substantially;  punishing  it  weakened  it 

little  or  not  at  all.”  ̂    Later  experiments  by  Skinner  and  Estes  essen- 
tially confirmed  the  conclusion  that  punishment  is  a   poor  reinforcer, 

especially  if  it  is  regularly  admmistered,  although  if  it  is  administered 

at  irregular  intervals  it  does  discourage  the  behavior  that  is  being 

punished.” 
Homans  has  summarized  the  implications  of  these  animal  experi- 

ments: “And  the  punishment  of  an  activity  once  found  reinforcing 
leads  to  an  ephemeral  fall  in  its  strength:  after  the  punishment  has 

been  removed,  the  activity  soon  returns  to  its  original  probability  of 

emission.  ...  It  is  this  characteristic  of  punishment  that  makes  it 

so  unsatisfactory,  because  so  costly,  a   way  of  controlling  behavior. 

E.  L.  Thorndike,  “Reward  and  Punishment  in  Animal  Learning,”  Compara- 
tive Psychology  Monographs,  8   (1932),  58,  quoted  in  Ernest  R.  Hilgard,  Theories 

of  Learning,  New  York:  Appleton-Century-Crofts,  1948,  pp.  26-27. 
2   Ibid.,  pp.  109-113, 
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Suppose  there  is  an  activity  that  we  find  undesirable  but  that  never- 

theless gets  some  reinforcement.  Unless  we  are  in  a   position  to  punish 

the  activity  every  time  it  appears,  it  will  soon  reinstate  itself.’’*  The 
most  serious  disadvantage  of  punishment  among  human  beings,  which 
has  also  been  observed  among  animals,  is  that  it  arouses  emotional 

reactions  that  have  undesirable  consequences  for  behavior  other  than 

the  one  it  is  intended  to  affect.^  Altliough  severe  punishment  of 
children,  particularly  physical  punishment,  may  succeed  in  suppress- 

ing the  misbehavior  for  which  they  are  penalized,  it  may  simultane- 

ously produce  aggressive  tendencies,  anxieties,  and  a   weak  superego 

tliat  encourages  other  forms  of  misbehavior.* 

Granted  that  the  effectiveness  of  punishment  as  a   means  of  exerting 

a   lasfang  influence  on  conduct  is  highly  doubtful,  we  may  ask  why 

people  so  frequently  hurt  and  punish  others  not  only  inadvertently 
but  also  intentionally.  One  reason  for  doing  so  is  that  coercive  force, 

which  IS  tlie  extreme  application  of  negative  sanctions,  can  suppress 

noxious  behavior  when  all  other  means  for  modifying  it  have  failed. 

The  screaming  child  who  cannot  be  quieted  can  be  prevented  from 

annoying  the  adults  by  being  locked  in  its  room.  Though  it  has  been 

found  impossible  to  rehabilitate  the  incorrigible  criminal,  imprison- 

ment does  prevent  him  from  disrupting  life  and  order  in  the  commu- 

nity. Of  special  importance  is  the  fact  that  groups  and  societies  who 

are  threatened  by  others  are  inclined  to  seek  to  forestall  the  danger 

by  preparing  punitive  measures  against  potential  aggressors,  and  these 

preparations  are  a   threat  to  tlie  suspected  aggressors  and  give  them,  in 

turn,  reasons  to  strengtlien  their  deterrent  power.®  'The  likelihood  of 
overt  aggression  under  these  conditions,  in  which  none  of  the  parties 

want  it  but  all  fear  it,  is  great.  For  example,  a   systematic  content 

*   George  C   Homans,  Social  Behavior,  New  York-  Harcourt,  Brace  and  World, 

1961,  p.  26.  Jolin  W.  Thibaut  and  Harold  H.  Kelley  conceptualized  this  by  indi- 
cating that  effecting  conformity  through  negative  sanctions  requires  surveillance 

but  that  effecting  it  through  positive  sanctions  does  not.  The  Social  Psijchologij 

of  Croups,  New  York  Wiley,  1959,  pp  240-246. 

*   Hilgard,  op  at ,   p.  113. 

*   For  a   summary  of  pertinent  research,  the  results  of  which  are  admittedly  far 

from  conclusive,  see  Irvin  L   Child,  "Sociahzation,”  in  Gardner  Lmdzey,  Hand- 
book of  Social  Psychology,  Cambridge.  Addison-Wcsley,  1954,  Vol  II,  669-672, 

683-686. 

*   For  theones  on  this  subject,  see  Lewis  F.  Richardson,  Arms  and  Insecurity, 

Pittsburgh:  Boxwood,  1960,  and  Statistics  of  Deadly  Quarrels,  Chicago  Quad- 

rangle, 1960,  Thomas  C.  Schelhng,  The  Strategy  of  Conflict,  Cambndge-  Harvard 
University  Press,  1960,  and  Kenneth  E.  Boulding,  Conflict  and  Defense,  New 
York-  Harper,  1962, 
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analysis  of  documents  from  die  weeks  immediately  preceding  the 
outbreak  of  World  War  I   found  that  the  key  decision-makers  of 
the  major  participants,  particularly  Austria-Hungary,  Germany,  and 
France,  considered  themselves  friendly  and  much  more  the  object  of 
aggression  than  hostile  to  other  nations  J 

Another  reason  people  resort  to  punishment  is  that  it  seems  to  be 
an  effective  social  deterrent  even  when  it  has  little  deterrent  effect 
on  the  specific  individuals  that  have  been  punished.  The  severe 

punishment  of  the  serious  violator  of  basic  moral  standards  may  only 
confirm  him  in  his  aggressive  rejection  of  the  mores  of  the  community. 
But  his  punishment  dramatically  symbolizes  to  the  rest  of  the  com- 

munity the  dire  consequences  of  immorality  and  the  vital  significance 

of  conformity,  thereby  fortifying  their  identification  with  the  prevail- 

ing moral  principles.  '‘The  people  demand  atonement,”  psychoanalysts 
have  pointed  out,  because  the  punishment  of  the  serious  offender 

helps  to  empower  the  superego  of  law-abiding  citizens  to  continue 
suppressing  the  temptation  to  deviate  from  normative  standards  in 

the  pursuit  of  self-interests.®  Sociologists  have  noted  that  the  righteous 
indignation  of  the  members  of  a   community  against  the  criminal  and 

the  discussions  of  their  condemnation  of  his  act  occasioned  by  his 
trial  and  punishment  serve  to  unite  them  in  common  consensus  and 
reinforce  their  commitment  to  the  normative  standards  he  has  vio- 

lated.® Punishment,  since  it  often  makes  the  punished  individuals 
more  confirmed  criminals,  may  be  said  to  sacrifice  the  conformity 

of  some  members  of  the  community  for  the  greater  conformity  of  the 
rest. 

Still  other  factors  that  make  punishing  experiences  prevalent  have 

already  been  mentioned.  Recurrent  positive  sanctions  become,  in 

effect,  undistinguishable  from  negative  ones,  since  the  cessation  of  a 

continuing  reward  that  individuals  have  come  to  expect  is  experienced 

by  them  as  a   punishment.  Indeed,  even  failure  to  receive  expected 

increments  in  rewards,  such  as  a   regular  increase  in  salary,  tends  to 

be  considered  a   penalty.  Moreover,  the  high  rewards  some  persons 

^   Ole  R.  Holsh  and  Robert  G.  North,  “History  as  a   ‘Laboratory’  of  Conflict,’ 
in  Elton  B   McNeil,  Soaal  Science  and  Human  Confltct,  Englewood  Cliffs: 

Prentice-Hall  ( forthcoming ) . 

®   Franz  Alexander  and  Hugo  Straub,  The  Criminal,  the  Judge,  and  the  Public, 

New  York:  Macmillan,  1931,  pp.  210-217,  citation  from  p.  210. 

®   See  Emile  Durkheim,  On  the  Division  of  Labor  in  Society,  New  York:  Mac- 

millan, 1933,  pp.  85-96,  108-109,  George  H.  Mead,  "The  Psychology  of  Punitive 

Justice,”  American  Journal  of  Sociology,  23  (1918),  577-602,  esp.  p.  591,  and 

Kai  T.  Enkson,  “Wayward  Puritans,”  unpubhshed  Ph.D,  dissertation,  University 
of  Chicago,  1963. 
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receive  engender  feelings  of  relative  deprivation  in  others  who  thinl- 

their  investments  deserve  equally  great  returns.  These  conditions  are 

punishing  without  necessanly  being  intended  as  penalties  by  those 
who  produce  them,  although  sometimes  they  are,  but  a   final  factor 

leads  people  dehberately  to  mete  out  punishment  to  others. 
The  desire  of  human  beings  to  retaliate  for  harm  done  to  them 

causes  them  to  seek  to  pumsh  others.  The  point  here  is  not  that 

people  sometimes  employ  negative  sanctions  to  gain  their  own  advan- 

tage but,  quite  the  contrary,  that  they  sometimes  forget  their  own 
self-interest  due  to  the  strong  desire  for  revenge.  When  men  have 

been  badly  hurt  or  seriously  deprived,  greatly  exploited  or  strongly 

oppressed,  retahation  for  the  pain  inflicted  on  them  tends  to  become 

an  end-in-itself,  for  the  sake  of  which  they  are  willing  to  sacrifice 

other  advantages.  Not  only  hosfahty  breeds  hostility  but  frustration 

and  deprivation  do  too,  against  those  who  cause  the  suffering  or  to 

whom  its  cause  is  attributed.^®  Without  being  actively  hostile  or  sup- 
pressive, groups  in  power  often  provoke  the  animosity  of  other  social 

classes.  If  these  groups  have  exploited  others  to  gam  advantage  or 

if  their  superior  position  rests  on  conditions  in  the  society  that  create 

hardships  and  deprivations  for  otliers,  the  others  will  blame  them 

for  their  misery,  and  not  without  justification,  since  power  cannot 

escape  the  responsibility  for  the  social  conditions  in  which  it  is  rooted. 

It  IS  the  desire  for  revenge  based  on  such  frustrating  experiences  out 

of  which  opposition  and  rebellion  develop.  "And  one  of  the  most 
potent  remedies  that  a   prince  has  against  conspiracies,  is  that  of  not 

being  hated  by  the  mass  of  people,”  stated  Machiavelli.  He  ex- 

plained in  another  connection  that  of  “the  causes  that  most  easily 
render  a   prince  odious  to  his  people,  the  principal  one  ...  is  to 

deprive  them  of  anything  that  is  advantageous  or  useful  to  them;  this 

they  never  forget,  and  the  least  occasion  reminds  them  of  it;  and  as 

these  occur  almost  daily,  their  resentment  is  also  daily  revived.” 

Exploitation  and  Retaliation 

Opposition  to  power  arises  when  those  subj’ect  to  it  experience 
shared  feelmgs  of  exploitation  and  oppression.  To  trace  the  social 

See  John  Dollard,  Neal  E.  Miller,  Leonard  W.  Doob,  O.  H   Mowier,  and 

Bobert  R.  Sears,  Frustration  and  Aggression,  New  Haven.  Yale  University  Press, 
1939. 

^^Niccolo  Machiavelli,  The  Prince  and  the  Discourses,  New  York:  Modem 
Library,  1940,  p.  67  (from  The  Prince). 

^•Ibid,  p.  483  (from  The  Discourses),  See  also  Harold  Folding,  Functional 

Analysis  m   Sociology,”  American  Sociological  Review,  28  (1963),  10-11. 
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processes  that  generate  opposition  to  existing  poweis,  it  is  necessary 
to  recapitulate  the  relevant  points  previously  made  in  difierent  con- 

nections. Povi^er  over  others  makes  it  possible  to  enforce  submission 

to  one’s  will.  Whether  it  rests  on  coercive  force  or  on  the  supply  of benefits  that  meet  essential  needs  and  cannot  be  obtained  elsewhere 
power  can  be  used  to  exploit  others  by  forcing  them  to  work  in  behalf 

of  one’s  interests.  The  conditions  under  which  exploitation  is  experi- 
enced depend  on  two  sets  of  social  expectations:  those  of  the  group 

or  groups  subject  to  the  power,  which  determine  how  they  react  to 
given  demands  for  obedience,  and  those  of  the  group  in  power 
which  determine  the  extent  of  their  demands  for  submission. 

Social  norms  define  what  power  demands  are  fair  and  just  and 
which  are  excessive  in  relation  to  the  advantages,  material  or  ideo- 

logical, derived  from  existing  powers.  Subjugation  by  coercive  force 

can  hardly  be  experienced  as  just,  for  it  offers  no  compensating 
advantages  for  submission.  Hence  coercion  is  virtually  always  resisted 

and,  if  possible,  actively  opposed.  But  if  tlie  power  to  command 
services  and  compliance  is  derived  from  the  supply  of  needed  bene- 

fits, those  subject  to  the  power  do  not  necessarily  experience  their 

position  as  disadvantageous,  although  they  may  do  so.  If  the  benefits 
obtained  are  greater  than  what  die  social  norm  of  fairness  leads 

subordinates  to  expect  in  return  for  their  services  and  compliance, 
they  will  consider  their  position  advantageous  and  express  social 

approval  of  the  ruling  group,  which  fortifies  its  power  and  legitimates 

its  authority.  If  subordinates’  normative  expectations  are  barely  met, 
they  will  neither  feel  exploited  nor  express  firm  legitimating  approval 

of  the  group  in  power.  If,  however,  the  demands  of  the  nihng  group 
with  a   monopoly  of  vital  resources  far  exceed  what  social  norms 

define  as  fair  and  just,  subordinates  will  feel  exploited  and  seize  any 

opportunity  to  escape  the  ruling  group’s  power  or  to  oppose  it, 
inasmuch  as  their  situation  is,  basically,  no  different  from  that  of 

groups  subject  to  coercive  force.^^ 
Groups  in  power  are  also  influenced  by  social  norms  of  fairness, 

but  other  considerations  may  induce  them  to  depart  from  these  stand- 
ards. Power  is  a   generalized  means  for  the  achievement  of  various 

ends.  The  higher  a   powerful  group’s  expectations  of  what  it  wants  to 

The  underlying  principle  has  been  pointed  out  by  Adam  Smith.  “That 
seems  blameable  which  falls  short  of  that  ordinary  degree  of  proper  beneficence 

which  experience  teaches  us  to  expect  of  everybody;  and  on  tlie  contrary,  that 

seems  praise-worthy  which  goes  beyond  it.  The  ordinary  degree  itself  seems 

neither  blameable  nor  praise-worthy.”  The  Theory  of  Moral  Sentiments  (2d  ed.)i 
London:  A.  Miller,  1761,  pp.  135-136. 
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accomplish,  the  greater  are  its  needs  for  power  and  the  greater  is 

the  pressure  on  tlie  group  to  mobilize  all  the  power  it  can  in  dis- 

regard of  social  norms  of  justice.  The  government  of  a   country  that 

aims  to  dominate  its  neighbors  must  mobilize  its  power  over  its  own 

subjects  for  this  purpose  and  frequently  demand  sacrifices  from  tliem 

in  excess  of  cultural  exqiectations,  altlioiigh  such  a   goi’emment  typi- 

cally attempts  to  solicit  social  support  for  its  pohcies  with  promises 

that  the  sacrifices  wall  be  amply  repaid  by  the  glory  and  material  gams 

accruing  from  victory.  Should  tliis  government  be  successful  and  keep 

its  promises,  it  probably  would  use  its  powmr  over  other  nations 

exploitatively  and  employ  the  resources  thereby  obtained  to  earn 

the  legitimatmg  approval  of  the  power  it  exercises  over  its  oivn 

subjects.  Generally,  since  the  significance  of  social  approval  for  the 

stable  organization  of  collective  effort  puts  restraints  on  the  exercise 

of  power,  exploitation  and  oppression  are  less  pronounced  and  less 

prevalent  xvithin  the  context  of  orgamzations  than  outside  of  tliem. 

The  power  conflicts  that  are  most  severe  and  fought  out  most  ruth- 

lessly are  those  between  groups,  organizations,  and  entire  nations,  in 

which  cases  the  rulers  widi  die  support  of  their  owm  followers  or 

subjects  strive  to  dominate  other  collectivities. 

Exploitation  and  oppression  are  punishing  experiences,  which 

arouse  anger,  disapproval,  and  antagonism  against  those  held  respon- 
sible for  them.  If  the  deprivation  suffered  is  severe,  die  desire  to 

retaliate  for  it  may  w'cU  become  an  end-in-itself  in  the  pursuit  of 
which  people  ignore  other  considerations.  Such  emotional  reactions 

to  havmg  been  hurt  appear  irrational,  and  they  are  indeed  if  they 

involve  a   blind  fury  that  strikes  aimlessly  at  everything  in  its  way. 

But  the  endeavors  of  individuals  to  retaliate  by  harming  those  who 

have  harmed  them  and  their  willingness  to  sacrifice  their  material 

welfare  to  achieve  this  end  are  no  more  irrational  than  the  pursuit 

of  any  other  objective  that  is  intrinsically  valued  Revenge  sometimes 

does  become  a   supreme  value  in  the  thinking  of  people,  and  its 

achievement  is  more  rewarding  for  them  than  are  other  rew'ards  they 

must  forego  for  the  sake  of  it.  The  jealous  husband  who  shoots  his 

unfaithful  ivife  and  her  lover  only  to  surrender  to  the  police  illustrates 

this  point,  and  so  does  the  revoludonary  who  assassinates  die  tyrant 

ivith  little  hope  of  escaping  death  himself.  The  desire  for  revenge  is 

seen  as  a   base  motive,  yet  it  can  be  the  source  of  some  of  the  noblest 

human  actions,  in  which  men  sacrifice  their  fortunes  and  their  very 
lives  for  ideals  that  benefit  their  fellow  men. 

The  wash  to  punish  odiers  in  retaliation  for  having  been  hurt  or 

disadvantaged  by  their  actions  finds  expression  not  only  in  situations 
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of  extreme  deprivation  but  also  in  everyday  social  life.  Thus  those 
interviewers  in  a   public  employment  agency  many  of  whose  clients 
were  uncooperative  and  created  difficulties  for  the  interviewers 
penalized  clients  with  sanctions  at  their  disposal  not  only  more  often 
than  interviewers  with  fewer  such  clients  (as  would  be  expected) 
but  disproportionately  more  often.^^  (The  ratio  of  difficult  clients  in 
three  units  was  about  but  the  ratio  of  negative  sanctions 

was  1:3:7%.)  This  finding  suggests  that  the  greater  the  frequency 
with  which  interviewers  were  antagonized  by  uncooperative  clients 
the  more  freely  did  they  penalize  clients  for  transgressions,  that  is 
the  more  punitive  did  they  become.  The  tendency  to  make  deviants 
into  scapegoats  who  are  attacked  at  every  opportunity  illustrates  the 

same  principle.  A   group  member  who  persistently  engages  in  prac- 
tices that  violate  group  norms  causes  displeasure  to  the  other  mem- 

bers, and  they  tend  to  retahate  by  frequently  expressing  aggression 
against  him,  even  when  he  has  not  done  anything  \vrong  at  the 

moment.^® 
Serious  social  deprivations  experienced  in  a   collective  situation 

create,  strange  as  it  may  seem,  a   surplus  of  resources,  just  as  an 

excess  of  social  rewards  does.  As  long  as  the  benefits  received  in 

social  transactions  merely  meet  ex-pectations  of  fairness  and  basic 
needs,  self-interests  tend  to  govern  social  exchange.  But  if  rewards 

exceed  expectations  and  needs,  die  surplus  created  permits  individ- 

uals to  be  generous  and  somewhat  set  aside  immediate  self-interests.*® 
This  surplus  is  the  resource  that  produces  social  legitimation.  Great 

profits  enable  management  to  reward  employees  generously,  and  the 

more  than  fair  returns  employees  consequently  receive  for  their  serv- 
ices promote  their  legitimating  approval  of  managerial  authority.  The 

successful  government,  similarly,  can  greatly  benefit  citizens  and 

thereby  earn  their  appreciation  and  loyalty,  which  fortify  its  political 
authority. 

Rewards  that  are  entirely  insufficient  to  meet  expectations  of  fair- 

ness and  basic  needs  paradoxically  also  create  a   potential  social  sur- 

i*BIau,  The  Dynamics  of  Bureaucracy  (2d  ed.).  University  of  Chicago  Press, 
1963,  pp.  101-106. 

See  ibid.,  pp.  198-199.  The  scapegoat  who  deviates  not  so  much  m   his  be- 
havior as  in  his  ascribed  characteristics,  such  as  the  Negro,  is  pumshed  for 

causing  displeasure  by  his  very  presence  in  a   community  most  of  whose  members 
are  prejudiced  against  liim. 

Homans’  reanalysis  (op.  cit.,  pp.  170-180)  of  an  empincal  study  by  Joachim 
Israel  suggests  that  once  immediate  self-interests  are  taken  care  of,  the  decisions 
of  individuals  tend  to  be  guided  by  their  sense  of  fairness  and  justice. 
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plus,  and  if  conditions  are  favorable  for  its  realization  this  surplus 
becomes  the  resource  that  produces  social  opposition.  Individuals 

exploited  by  existing  powers  have  httle  to  lose  by  resisting  them. 
The  meager  rewards  they  receive  for  their  services,  which  fall  short 

of  standards  of  fairness,  make  them  less  dependent  on  these  powers 

than  individuals  whose  rewards  are  fair  and  satisfactory.  Althou^ 

exploited  individuals  may  have  no  alternative  at  the  present  time, 

they  denve  some  independence  from  the  fact  that  the  possible  alter- 
native of  a   future  change  in  the  power  structure  is  more  attractive 

to  them  than  to  those  who  receive  adequate  benefits  under  existing 

conditions.”  If  their  sense  of  justice  is  outraged  by  their  oppression 
and  that  of  them  fellows,  moreover,  retahation  against  the  oppressors 

may  be  more  gratifying  to  them  than  securing  the  continuation  of 

their  meager  rewards.  Provided  that  these  conditions  of  potential 

opposition  are  experienced  in  a   collective  situation,  a   revolutionary 

ideology  is  likely  to  develop  that  helps  to  realize  the  potential  and 

activate  the  opposition.  The  belief  in  important  ideals  makes  it  re- 

warding to  further  them  attainment,  and  the  significance  of  these 

ideal  rewards  depreciates  the  value  of  material  ones  by  comparison. 

It  IS  such  a   revolutionary  ideology  that  effects  and  completes  the 

transformation  of  social  deprivation  into  a   surplus  resource,  by  making 

exploited  and  oppressed  groups  less  dependent  on  material  rewards 

and  thus  freeing  them  energies  to  fight  existing  powers. 

Social  values  that  legitimate  opposition  to  dominant  powers,  and 

thereby  solidify  it,  can  emerge  only  in  a   collectivity  whose  members 

share  the  experience  of  being  exploited  and  oppressed,  just  as  social 

values  that  legitimate  the  authority  of  a   superior  can  develop  only 

m   a   collecbvity  of  subordinates.  Isolated  victims  of  oppression  are 

helpless  m   them  futile  anger,  but  an  entire  collectivity  is  not,  and  its 

isolation  from  other  segments  of  the  society  may  actually  strengthen 

its  power  of  resistance  against  oppression.  The  insulation  of  a   group 

from  others  increases  its  chances  of  being  exploited  and  its  chances 

of  actively  resisting  the  exploitation.  Groups  whose  geographical 

isolation,  ethnic  differences,  or  distinctive  beliefs  set  them  apart  from 

the  rest  of  the  community  can  more  easily  be  exploited  by  dominant 

powers,  because  lack  of  identification  of  the  majority  with  these 

”Thibaut  and  Kelley  (op  ctt.,  p   23)  have  stressed  that  it  is  not  a   person's 
dissatisfaction  with  a   social  relahon  but  the  availability  of  alternatives  that  makes 

hun  mdependent  of  it  Serious  deprivations,  however,  do  create  a   degree  of 

independence,  because  they  make  a   change  in  the  system  of  social  relations  mto 
an  attrachve  alternative  worth  some  sacrifices. 
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groups  has  the  result  that  their  exploitation  is  not  discouraged  by 
general  social  disapproval.  The  relative  isolation  of  these  groups  pro- 

motes extensive  intragroup  associations  and  communications,  which 
provide  much  opportunity  for  group  members  to  discuss  their  griev- 

ances against  the  oppressive  powers  and  socially  justify  theur  feelings 
of  aggression  against  them.  Isolation  also  restricts  communication 
with  the  rest  of  the  community.  It  therefore  lessens  the  restraints 
imposed  on  isolated  groups  by  community  norms  that  legitimate  the 
authority  of  existing  powers  and  by  commumty  disapproval  of  overt 
acts  of  aggression.  These  conditions  make  active  opposition  against 
exploitation  by  dominant  powers  likely,  as  illustrated  by  Kerr  and 

Siegel’s  finding  that  strikes  occurred  most  often  in  industries  whose 

work  force  constituted  an  “isolated  mass,”  that  is,  a   group  whose 
social  and  working  life  separated  them  from  the  rest  of  society,  such 

as  miners,  sailors,  and  longshoremen.^® 
The  opposition  ideology  that  tends  to  emerge  in  the  process  of 

communication  among  the  members  of  an  exploited  group  sewes  to 

justify  and  crystallize  the  opposition  against  oppressors  in  a   variety 
of  ways.  A   desire  for  revenge,  feelings  of  aggression,  and  an  inchna- 

tion  to  resort  to  violence  are  culturally  tabooed  and  evoke  guilt  feel- 

ings, particularly  if  they  are  motivated  by  selfish  indulgence  in  one’s 
emotional  reaction  to  deprivation.  A   revolutionary  ideology  converts 
these  base  tendencies  into  noble  ideals  pursued  not  for  selfish  reasons 

but  for  the  sake  of  relieving  the  misery  of  one’s  fellow  men  or  even 
for  bettering  the  conditions  of  humanity  at  large.  Each  revolutionary 

need  not  be  ashamed  of  wanting  to  retaliate  for  the  exploitation 

suffered  and  to  use  violence  in  fighting  the  oppressors,  because  he 

does  so  to  benefit  his  comrades  and  not  simply  himself.  His  willing- 
ness to  sacrifice  his  own  material  welfare  in  the  interest  of  advancing 

the  revolutionary  cause  validates  his  conviction  that  it  is  not  selfish 

indulgence  that  leads  him  to  violate  profound  cultural  taboos. 

The  revolutionary  ideology  activates  opposibon  by  legitimating  it 

and  intensifies  the  conflict  by  transforming  it  into  an  unselfish  struggle 
against  oppressors.  Simmel  has  noted  that 

.   .   .   the  parties’  consciousness  of  being  mere  representatives  of  supra- 
individual  claims,  of  fighting  not  for  themselves  but  only  for  a   cause,  can 

give  the  conflict  a   radicalism  and  mercilessness  which  find  their  analogy 

in  the  general  behavior  of  certain  very  selfless  and  very  ideahstically 

Clark  Kerr  and  Abraham  Siegel,  "The  Interindustry  Propensity  to  Strike, 
in  Arthur  Komhauser,  Robert  Dubin,  and  Arthur  M   Ross,  Industrial  Conflict, 

New  York:  McGraw-Hill,  1954,  pp.  189-212 
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inclmed  persons.  Because  they  have  no  consideration  for  themselves,  they 
have  none  for  others  either,  they  are  convinced  that  they  are  entitled  to 

make  anybody  a   victim  of  the  idea  for  which  they  sacrifice  themselves. 

Such  a   conflict  which  is  fought  out  with  the  strength  of  the  whole  person 

while  the  victory  benefits  the  cause  alone,  has  a   noble  character.^® 

Coser,  in  commenting  on  tliis  passage,  added:  "The  real  difference  is 
whether  self-mterest  is  pursued  with  a   good  or  a   bad  conscience,  in 
other  words,  whether  its  pursuit  is  considered  legitimate  by  the  actor 

himself  and  by  the  collectivity  of  which  he  is  a   part  and  from  which 

he  seeks  approval.”  Social  legitimation  of  the  pursuit  of  collective 
self-mterest  by  an  ideology  justifies  and  fortifies  opposition  against 

oppressors. 
The  opposition  ideology,  finally,  becomes  a   rallying  point,  a   symbol 

of  group  idenbty,  and  a   new  basis  of  social  sohdarity.  Men  who  share 

the  experience  of  being  oppressed  and  the  feehng  of  aggression 

agamst  the  oppressors  are  drawn  to  ideals  that  advocate  their  over- 
throw. Common  ideals  put  adherents  under  pressure  to  advance  the 

chances  of  their  reahzation  by  proselyting  and  making  new  converts 

to  the  revolutionary  cause.  Ideological  identification  becomes  a   mark 

of  social  identity,  and  ideological  conflict  defines  the  boundaries  of 

the  opposition  movement.  “Conflict  with  other  groups  contributes  to 
the  estabhshment  and  reaffirmation  of  the  identity  of  the  group  and 

maintains  its  boundaries  against  the  surrounding  social  world.”  The 
shared  ideology,  furthermore,  serves  as  the  matrix  of  social  solidarity, 

superseding  personal  ties  of  social  attraction  as  the  primary  basis  of 

group  solidarity.  “It  is  one  of  the  most  striking  and  general  features 
of  ideological  groups  that  they  frown  upon  and  oppose  vehemently 

any  display  of  personal  affective  attachments  among  their  mem- 

bers.” For  personal  bonds  of  intimacy,  Nahirny  continues,  are  sus- 
pect of  impeding  pure  devotion  to  the  common  cause.  Only  the  most 

intimate  personal  bonds,  however,  are  discouraged  Generally,  shared 

ideals  are  a   source  of  social  attraction,  making  it  possible  for  strangers 

quickly  to  establish  bonds  of  fellowship.  It  is  by  this  very  process 

that  a   shared  ideology  unites  large  groups  of  men,  heretofore  un- 
known to  each  other,  in  common  sohdarity. 

Georg  Simmel,  Conflict  and  The  Web  of  Group-Affiliations,  Glencoe.  Free 
Press,  1955,  p   39. 

Lewis  A.  Coser,  The  Functions  of  Social  Conflict,  Glencoe'  Free  Press,  1956, 
p.  113. 

Ibid ,   p.  38 

Vladimir  C.  Nahirny,  “Some  Observations  on  Ideological  Groups,’  American 
Journal  of  Sociology,  67  (1962),  398. 
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Political  Opposition 

Downs  has  presented  a   rational  model  based  on  economic  theory 
for  the  analysis  of  political  processes.®®  The  conduct  of  government 
produces  advantages  for  various  citizens,  or  possibly  disadvantages 
The  rational  voter  in  a   two-party  democracy  like  ours,  according  to 
the  model,  must  compare  the  utility  he  derives  from  the  existing 
government  with  the  utility  he  expects  to  derive  were  the  opposition 
party  in  power  and  vote  accordingly.  If  this  decision  is  impossible  or 
too  difficult,  because  there  are  so  many  issues  on  which  parties  have 
to  be  compared,  there  are  two  ways  of  simplifying  voting  decisions. 
Instead  of  comparing  parties  on  all  issues,  a   voter  can  compare  tlieir 
ideologies  and  vote  for  the  one  whose  program  appeals  to  him  most 
and  promises  to  bring  him  most  rewards.  Alternatively,  he  may  vote 
for  or  against  the  present  government  on  the  basis  of  whether  or  not 

the  benefits  it  furnishes  meet  his  expectations— in  the  terminology 
used  here,  whether  or  not  he  receives  a   fair  return  for  the  various 
investments  he  has  made  in  his  government.  The  rational  government 

must  spend  resources  to  provide  rewards  for  voters  "until  the  marginal 
vote  gain  from  expenditure  equals  the  marginal  vote  loss  from 

financing.” 
A   purely  rational  model  of  politics  has  serious  limitations.  The 

strictly  rational  choice  of  both  parties  in  a   two-party  system  is  to 
become  increasingly  alike,  as  die  application  of  the  well-known 

Hotelling  principle  shows.®®  Since  the  voters  whose  ideological  posi- 
tion on  any  issue  is  to  the  left  of  the  leftist  party  can  only  vote  for  it 

or  abstain,  whereas  those  whose  position  is  between  the  leftist  or  the 

rightist  party  may  vote  for  either,  the  leftist  party  has  an  incentive 
to  move  closer  to  the  center  on  all  issues,  and  the  same  holds  tme  for 

the  rightist  party.  ( Large-scale  abstention  on  the  part  of  extremist  vot- 
ers would  somewhat  modify  these  tendencies  of  the  two  parties  to 

advocate  similar  programs.®®)  Besides,  it  is  rational  for  each  party  to 
adopt  an  ambiguous  poHtical  ideology,  which  is  not  clearly  distinct 

from  that  of  the  other  party.  The  similarity  and  ambiguity  of  their 

Anthony  Downs,  An  Economic  Theory  of  Democracy,  New  York.  Harper, 
1957. 

^Ubid.,  p.  73. 

2®  Harold  Hotelling,  “Stability  in  Compebtion,”  Economic  Journal,  39  (1929), 

41-57;  see  also  Artliur  Smithies,  “Optimum  Location  m   Spatial  Competition,” 
Journal  of  Political  Economy,  49  (1941),  423—439,  and  Downs,  op.  cit.,  pp.  115- 
117. 

26  Ibid.,  pp.  117-120. 
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programs,  however,  virtually  prevent  voters  from  making  rational 
choices  between  the  two  parties.  In  brief,  tlie  most  rational  course  of 

action  of  the  political  parties  precludes  rational  decisions  by  voters.=^ 
Another  difficulty  inherent  in  the  rational  model  of  pohtical  deci- 

sions is  due  to  the  fact  that  a   single  vote  exerts  very  httle  influence 

on  die  outcome  of  an  election.  The  rational  choice  of  the  voter  is  to 

incur  hardly  any  cost  to  vote,  since  his  vote  has  hardly  any  impact 

on  liis  party’s  chances  of  victory.  It  may  not  even  be  rational  to  incur 
the  cost  of  taking  time  out  to  go  to  the  election  booth,  and  it  certainly 

is  not  rational  to  incur  the  cost  of  acquiring  the  large  amount  of 

political  information  on  the  candidates  and  issues  that  is  necessary 

to  make  rational  choices  between  them.  In  other  words,  die  voter’s 
rational  course  of  action  is  not  to  obtain  the  information  he  needs  to 

vote  rationally.  To  be  sure,  people  acquire  pohtical  information  inci- 

dentally, because  they  are  interested  in  reading  and  hearing  about 

pohbcs,  but  this  tendency  is  outside  the  theoretical  model.  Since 

democratic  government  depends  on  cibzens  who  are  politically  in- 

formed and  do  vote,  it  is  a   prerequisite  of  democracy  tliat  many 

voters,  and  ideally  all,  be  made  to  act  in  ways  that  are  not  strictly 
rational  for  them. 

In  a   democracy  social  norms  are  required  that  obhgate  its  citizens 

to  keep  politically  informed  and  vote  and  tliat  reward  them  with 

social  approval  for  doing  so.  Conditions  in  which  actions  that  are 

in  the  interest  of  individuals  conflict  with  the  interests  of  die  collec- 

tivity always  indicate  a   need  for  social  norms  and  sanctions,  which 

make  it  rational  for  indmduals  to  act  in  ways  that  otherwise  would 

be  irrational  by  rewarding  them  for  actions  that  are  not  originally 

in  their  self-interest  and  penahzing  them  for  those  that  are.  My 

nonvoting  does  not  harm  me,  but  yours  does  harm  my  self-interest 

as  a   democratic  citizen— that  is,  the  nonvoting  of  all  of  you  is  contrary 

to  my  interest  in  maintaining  democracy.  Hence,  I   and  each  one  of  us 

put  pressure  on  you  and,  in  fact,  on  everybody  to  go  out  and  vote. 

Each  one  votes  not  because  doing  so  is  in  his  ovm  self-interest  but 

because  conformity  to  social  pressures  and  internalized  normative 

constraints  is.  Besides,  we  legally  compel  young  people  to  become 
educated  and  to  receive  in  the  course  of  their  education  a   minimum 

of  information  about  our  political  institutions.  Inadequate  as  this 

-‘Parties  m   multiparty  systems,  by  contrast,  benefit  from  adopting  clearly  dis- 
tinct political  programs,  but  the  coabbon  governments  usually  necessaiy’  there 

create  other  problems  for  rabonal  voting  (although  Downs  may  overemphasize 

the  comparabve  disadvantages  of  mulbparty  systems),  tbid.,  chapter  ix. 



236  Opposition 

minimum  usually  is,  the  increasing  level  of  education  promises  to 
have  a   salutary  impact  on  democratic  participation,  as  indicated  by 
the  well  estabhshed  fact  that  more  educated  persons  are  not  only 
better  informed  about  pohtical  issues  but  also  more  likely  to  vote 
than  less  educated  persons. 

Probably  the  main  shortcoming  of  Downs’  rational  model  of  politics is  that  it  cannot  account  for  the  growth  of  opposition  parties.  The 
desire  to  maximize  the  benefits  derived  from  government  activity 
cannot  explain  the  pohtical  support  received  by  minor  parties  ivith 
virtually  no  chance  of  election  in  the  near  future.  Two  factors  ignored 
by  the  model  can  help  account  for  active  participation  in  small,  third 
parties.  First,  pohtical  actions  do  not  rest  exclusively  on  the  rational 

calculation  of  advantage  but  sometimes  are  largely  expressive  mani- 

festations of  people’s  feehngs  and  values.^®  To  be  sure,  such  expressive 
action  is  by  no  means  devoid  of  rewards.  However,  second,  the 
rewards  obtained  in  pohtical  hfe  are  not  confined  to  those  that  the 

government  supphes  and  that  consequently  are  contingent  on  election 

victory  but  include  many  directly  derived  from  pohtical  participation, 
These  two  points  require  some  elaboration. 

The  pohtical  support  for  an  opposition  party  with  a   radical  ideology 

gives  expression  to  people’s  feelings  of  antagonism  to  ruhng  powers 
and  ahenation  from  existing  pohtical  institutions.  The  oppressive 

exercise  of  power  by  ruling  groups,  or  a   serious  depression  that 

prevents  large  segments  of  the  population  from  receiving  a   fair  return 

for  their  labor,  or  from  receiving  any  return  for  the  investments  they 

have  made  in  their  occupation  because  of  unemployment,  tends  to 

create  widespread  animosity  against  the  groups  in  power.  The  collec- 
tive experience  of  such  deprivations  socially  reinforces  the  hostility 

against  the  powers  held  responsible  and  the  desire  for  retribution. 

If  the  major  parties  have  failed  either  to  reheve  people’s  suffering  or 
to  satisfy  their  desire  to  strike  back  against  their  oppressors  by  de- 

priving them  of  power,  individuals  who  feel  exploited  and  oppressed 

are  hkely  to  become  ahenated  from  these  parties. 

A   political  party  that  receives  rewards  in  the  form  of  election  vic- 
tories without  providing  the  expected  return  to  those  who  have  voted 

for  it  by  advancing  their  interests  antagonizes  them  and  leads  them 

to  withdraw  their  political  support,  even  though  they  have  no  ra- 
tional alternative  since  no  other  major  party  offers  a   more  satisfactory 

program.  Exploited  and  oppressed  citizens  want  to  retaliate  for  the 

28  In  Max  Weber’s  terms,  it  is  wertrational,  not  zwecJcrational;  The  Theory  of 
Social  and  Economic  Organization,  New  York:  Oxford  University  Press,  1947, 

pp.  115-118, 
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unjust  policies  of  the  major  political  parties,  just  as  they  want  to  re- 
taliate for  the  unfair  treatment  they  suffer  under  existing  powers. 

These  two  complementary  wishes  to  retaliate  make  them  susceptible 

to  the  appeal  of  a   revolutionary  ideology  that  promises  the  downfall 
of  dominant  powers  and  political  organizations.  Radical  pohtical 

opposition  could  hardly  emerge  were  it  not  for  the  desure  to  retaliate 

for  oppression  and  injustice,  which  it  gratifies,  because  there  are  few 

other  advantages  men  obtain  from  membership  in  a   weak  revolution- 

ary sect. 
There  is  some  empirical  evidence  in  support  of  the  thesis  that  ex- 

tremist opposition  IS  often  not  a   calculated  means  to  gam  explicit 

rewards  but  an  expressive  action  signifying  antagonism  against  exist- 

ing powers,  stemming  from  feelings  of  deprivataon,  powerlessness, 

and  alienation.  Anti-fluoridation  campaigns  exemplify  these  tenden- 

cies One  student  of  these  campaigns  concluded  that  “the  opposibon 
to  fluoridation  is  likely  to  be  concentrated  m   categories  of  people 

who  have  a   sense  of  depnvafaon  relative  to  some  reference  groups.” 
Individuals  who  feel  helpless  and  oppressed  by  powerful  groups  ap- 

parently seize  tlie  opportunity  to  reject  the  fluoridabon  proposals 

originated  by  those  in  power  to  vent  their  aggression  against  them. 

As  another  investigator  of  the  subject  has  noted:  “It  is  as  if  fluorida- 
bon somehow  symbohzed  the  buffering  one  takes  in  a   society  where 

not  even  the  water  one  drinks  is  sacrosanct.”  A   comparative  study 
of  over  200  communities  confirmed  the  hypothesis  that  a   large  pro- 

portion of  persons  With  weak  social  attachments  to  their  community, 

as  indicated  by  a   variety  of  measures,  increased  the  chances  that  fluo- 

ridation referenda  were  defeated.^*  Research  on  two  school-bond 

referenda  similarly  found  that  feehngs  of  powerlessness  and  political 

alienation  were  associated  with  opposition  to  the  bond  issues.®^  Indi- 

Most  authorities  deny  that  there  is  a   rational  basis  for  opposing  the  fluorida- 

tion of  drinking  water,  for  some  exceptions,  see  John  Lear,  “Documenting  the 

Case  Against  Fluoridation,”  Saturday  Review,  January  4,  1964,  pp  85-92. 

Arnold  Simmel,  “A  Signpost  for  Research  on  Fluondation  Conflicts,”  Journal 
of  Social  Issues,  17  (1961),  29. 

^iWilham  A   Gamson,  “The  Fluoridation  Dialogue,”  Public  Opinion  Quarterly, 
25  (1961),  536 

®^Maunce  Pinard,  “Structural  Attachments  and  Pohtical  Support  m   Urban 

Pohbcs,”  American  Journal  of  Sociology,  68  (1963),  513-526 
John  E   Horton  and  Wayne  E   Thompson,  “Powerlessness  and  Pohtical  Nega- 

tivism,” American  Journal  of  Sociology,  67  (1962),  485—493  For  similar  findings 
on  a   referendum  to  create  a   metropohtan  government,  see  Edward  L.  McDill  and 

Jeanne  C.  Ridley,  “Status,  Anomia,  Pohtical  Ahenation,  and  Political  Participa- 

tion,” American  Journal  of  Sociology,  68  (1962),  205-213 
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viduals  o£  low  socio-economic  status  were  alienated  in  disproportion- 
ate numbers  and  opposed  the  bond  issues  in  disproportionate  num 

bers,  but  political  alienation  exerted  an  influence  on  opposition  that 
was  independent  of  and  greater  than  the  influence  of  socio-economic 
status, 

The  statement  that  extremist  opposition  frequently  has  expressive 
significance  is  not  meant  to  imply  that  the  expectation  of  rewards  is 
irrelevant  for  the  adherents  of  opposition  movements.  A   radical  party 
no  less  than  any  other  association,  must  furnish  rewards  to  elicit 
contributions.  But  the  sahent  rewards  of  a   minor  party  are  those 
derived  from  political  participation  itself  and  not  those  contingent 

on  the  party’s  assumption  of  the  power  of  government,  since  the 
chances  of  pohtical  victory  are  too  remote.  Clark  and  Wilson  dis- 

tinguished three  types  of  rewards  at  the  disposal  of  political  parties 
and  other  organizations  to  attract  members  and  induce  them  to  fur- 

nish services,  which  they  called  “material,”  “solidary,”  and  “purposive 
incentives.”®^  It  is  tlie  last  of  these  that  is  of  distinctive  importance 
for  the  political  support  of  a   minor  radical  party. 

The  material  rewards  political  parties  can  offer  members  in  return 

for  contributions  are  political  patronage,  actual  payments  for  work 

done  for  the  party,  either  occasionally  or  as  a   regular  job,  and  candi- 

dacy for  political  oflSce  with  the  possibility  of  a   permanent  pohtical 

career.  Solidary  incentives  refer  to  the  rewarding  experience  of  asso- 

ciating with  like-minded  people  in  the  course  of  working  for  a   po- 
litical organization.  The  shared  opinions  of  party  workers  and  the 

social  approval  and  reaffirmation  of  these  opinions  in  the  process  of 

social  interaction  among  them  produce  a   sense  of  fellowship  that  is 

rewarding.  In  addition,  a   person  who  makes  outstanding  contribu- 
tions to  the  party  earns  the  respect  of  the  other  members  and  can 

attain  a   position  of  leadership  among  them,  which  is  intrinsically 

rewarding,  and  which  gives  him  access  to  the  rewards  candidacy  for 

political  office  promise.  Purposive  or  ideological  incentives,  finally, 

are  the  rewards  derived  from  furthering,  if  in  a   small  way,  the 

aehievement  of  common  political  ideals  and  accepted  party  objectives. 

Ideological  rewards  are  of  particular  significance  for  a   small  oppo- 
sition party.  Only  a   strong  party  can  offer  salient  material  mcentives. 

A   party’s  chances  of  victory  at  the  polls  must  be  realistic  for  the 
promise  of  political  patronage  or  political  office  to  be  a   meaningful 

incentive,  and  it  must  have  financial  resources  to  pay  its  officials  a 

Peter  B.  Clark  and  James  Q.  Wilson,  “Incentive  Systems,”  Administrative 
Science  Quarterly,  6   (1961),  129-166. 
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salary.  While  positions  of  leadership  in  a   small  and  weak  party  are 

also  less  rewarding  than  leadership  in  a   large  and  strong  political 

organization,  other  solidary  rewards  do  not  depend  on  the  party’s 
strength  and  its  chances  of  victory.  But  neither  do  the  rewards  de- 

rived from  sociable  fellowship  among  party  workers  make  a   specific 

party  preferable  to  any  other,  except  insofar  as  the  sohdary  fellow- 

ship IS  rooted  in  common  political  ideals.  It  is  the  ideological  identifi- 

cation with  the  opposition  party’s  program  that  makes  the  social 
solidarity  among  its  members  a   distinctive  incentive  for  membership 

and  active  participation  in  this  party.  The  common  ideology  also 

serves  directly  as  an  important  incentive  for  contributing  to  the 

party’s  success,  because  helping  to  advance  cherished  ideals  is  in- 
trinsically rewarding.  A   minor  party,  therefore,  must  primarily  rely 

on  the  incentives  its  ideology  gives  its  members  to  contribute  to  the 

common  cause  and  on  the  appeal  of  its  ideology  to  attract  new  mem- 
bers and  contributors. 

A   deep  devotion  to  radical  ideals  is  characteristic  of  supporters  of 

small  opposition  parties  because  this  devotion  is  the  major  source  of 

reward  for  them  and  anybody  devoid  of  it  has  little  incentive  to 

work  for  such  a   party.  The  small  size  of  an  opposition  group,  more- 

over, remforces  its  radicalism  and  protects  its  ideological  purity 

against  compromise,  as  Simmel  has  noted:  “Radicalism  [in  small 
groups]  is  sociological  in  its  very  nature.  It  is  necessitated  by  the 

unreserved  devotion  of  the  individual  to  the  rationale  of  the  group 

against  other  nearby  groups  (a  sharpness  of  demarcation  required 

by  the  need  for  the  self-preservation  of  the  group),  and  by  the  im- 
possibility of  taking  care  of  widely  varying  tendencies  and  ideas 

ivithm  a   narrow  social  framework.”  The  uncompromising  radicalism 
of  the  small  opposition  movement  is  ultimately  rooted  in  the  feelings 

of  aggression  and  vengeance  of  its  members,  without  which  they 

would  not  have  been  hkely  to  join  it.  The  strong  commitments  of  the 

group  members  to  the  radical  ideology  is  solidified  in  the  social  inter- 

action among  them.  The  ideological  intolerance  of  radical  sects  en- 

genders conflicts  among  them— for  example,  among  those  representing 

various  shades  of  socialism— and  this  ideological  conflict  further  in- 

creases the  intolerance  against  dissent  in  each  sect,  since  any  devia- 

tion from  its  pure  ideology  implies  defection  to  another  sect.®® 

The  firm  ideological  commitment  of  the  radical  opposition  con- 

Georg  Sunmel,  The  Sociology  of  Georg  Simmel,  Glencoe  Free  Press,  1950, 
p.94. 

See  Coser’s  comments  on  Simmel’s  insight,  op  cit ,   pp  102-103 
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trasts  with  the  ideological  flexibility  with  which  major  parties  adapt 
their  programs  to  increase  tlieir  appeal  for  the  electorate.  The  psy. 
chological  process  of  reducing  cognitive  dissonance  can  help  explain 
this  difference,  just  as  it  was  used  in  the  last  chapter  to  help  account 
for  the  difference  between  legitimating  the  authority  and  submitting 
to  the  power  of  a   supenor.  Members  of  radical  sects  incur  high  costs 
for  their  political  convictions  in  the  form  of  general  social  disapproval 
and,  sometimes,  economic  and  legal  sanctions  that  are  invoked  against 
them.  Although  the  ideological  rewards  these  radicals  receive  from 
supporting  the  opposition  movement  presumably  outweigh  their  costs 

doubts  are  likely  to  arise  in  their  minds  as  to  whether  the  rewards 

are  really  worth  the  costs.  The  resulting  cognitive  dissonance  can  be 

reduced  by  inflating  the  value  of  the  rewards  and  deflating  that  of 

the  costs,  which  means  in  this  case  emphasizing  the  great  importance 

of  the  ideological  principles  and  de-emphasizing  the  significance  of 
community  disapproval  and  material  sacrifices.  The  fact  that  these 

processes  occur  in  a   group  situation  socially  confirms  the  changes  in 
valuations  they  produce  and  generates  strong  commitments  to  the 

opposition  ideology.  Supporters  of  major  parties  do  not  incur  similar 

costs  for  their  political  convictions  and  for  the  rewards  they  obtain 

from  engaging  in  widely  approved  political  activities.  Since  they  have 

consequently  little  need  for  reducing  cognitive  dissonance  through 
increased  valuation  of  theu:  ideology,  their  ideological  commitments 

are  usually  less  intense  than  those  of  supporters  of  minor  opposition 

parties. 
Extremist  political  movements  typically  have  tlieir  base  in  collec- 

tive experiences  of  serious  deprivation,  absolute  or  relative,  existing 

or  threatening.  Lipset,  citing  research  from  many  countries,  shows 

that  political  support  for  radical  opposition  parties  of  the  left— Social- 

ists and  other  parties  advocating  democratic  reforms  as  well  as  Com- 

munists—comes  in  disproportionate  numbers  from  the  poorest,  most 
deprived  social  classes,  the  economically  most  insecure,  and  ethnic 

and  religious  minorities  who  suffer  status  deprivation  as  the  result  of 

discrimination.^’^  His  analysis  also  shows,  however,  that  die  conclu- 
sion that  extremist  rebellions  derive  their  main  support  from  the  most 

underprivileged  social  strata  is  oversimplified  and  must  be  qualified 

in  two  important  respects,  one  pertaining  to  the  vanguard  of  radi- 
cal opposition  movements,  and  the  other  pertaining  to  the  difference 

between  rightist  and  leftist  extremism. 

Seymour  M.  Lipset,  Political  Man,  New  York:  Doubleday,  1960,  pp.  220- 244. 
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The  pohtical  support  of  the  vanguard  of  an  as  yet  unsuccessful 

revolutionary  movement  appears  to  depend  on  a   combination  of  in- 

tolerance and  tolerance.  The  members  of  a   small  radical  sect  must  be 

intolerant  of  compromise  m   their  firm  conviction  that  theu-  ideology 
is  the  only  right  one,  lest  the  pervasive  social  pressures  against  them 
lead  them  to  modify  their  ideals  and  abandon  their  fundamental 

opposition  to  existing  social  institutions.  On  the  other  hand,  they  must 

be  capable  of  tolerating  postponement  of  gratification  for  long  periods 

of  time,  since  they  cannot  expect  to  realize  their  all-important  ideals 

until,  at  best,  many  years  in  the  future.  Men  who  suffer  serious  eco- 

nomic hardships  tend  to  find  postponement  of  gratification  intolerable. 

The  inference  is  that  the  lowest  socio-economic  strata  do  not  furnish 

the  mam  support  of  small  radical  parties  but  only  of  larger  ones 
whose  chances  of  winning  elections  are  considerable,  whereas  the 

predominant  support  of  small  radical  parties  comes  from  the  upper 
strata  of  the  working  class,  whose  members  have  some  reason  for 

opposition  as  well  as  some  resources  that  make  postponement  of 

satisfaction  tolerable.  Lipset’s  investigation  confirms  this  inference. 
"The  available  evidence  from  Denmark,  Norway,  Sweden,  Canada, 
Brazil,  and  Great  Britain  .   •   .   ,   where  the  Communist  party  is  small 

and  a   Labor  or  Socialist  party  is  much  larger,  [shows  that]  Commu- 

nist support  IS  stronger  among  the  better  paid  and  more  skilled 

workers  than  it  is  among  the  less  skilled  and  poorer  strata.  In  Italy, 

France,  and  Finland,  where  the  Communists  are  the  largest  party  on 

the  left,  the  lower  the  income  level  of  workers,  the  higher  their  Com- 

munist vote.” 
The  political  extremism  of  the  right,  in  contrast  to  that  of  the  left, 

does  not  have  its  roots  in  the  underprivileged  working  class.  Lipset’s 
research  indicates  that  the  growing  Nazi  party  in  Germany  received 

its  main  support  from  the  middle  class,  who  had  previously  voted  for 

center  parties,  and  neither  from  the  working  class,  who  continued  to 

vote  for  leftist  parties,  nor  from  the  upper-class  conservatives,  who 
continued  to  vote  for  the  traditional  conservative  party Essentially 

the  same  was  true  for  the  Nazis  in  Austria,  Poujadism  in  France,  and 

the  support  for  McCarthy  in  the  United  States;  they  all  represent 

p.  123.  (The  data  on  Communist  support  m   various  states  of  India 

reveal  a   similar  pattern;  ibtd ,   pp.  124—126).  Duncan  MacRae,  Ir.,  has  criticized 

the  methodology  of  Lipset’s  analysis,  but  his  criticism  does  not  affect  the  con- 

clusion and  the  illustration  cited;  see  his  letter  and  Lipset’s  reply,  American 
Sociological  Review,  27  (1962),  91-92. 

Lipset,  Political  Man,  pp.  124-126. 

pp.  154-170. 
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extremist  rebellions  by  tlie  lower  middle  class  against  die  status  quo. 
The  interpretation  diese  Endings  suggest  is  that  left-wing  opposi- 

tion is  a   reaction  to  serious  deprivation  experienced  by  die  most 

underprivileged  social  strata  and  that  right-wing  rebelhons  are  re- 
actions to  the  serious  relative  deprivation  experienced  by  middle 

strata  whose  social  standing  is  threatened.  The  exploitation  and  op- 
pression of  the  poor  gives  rise  to  radical  opposition  movements  in  the 

form  of  leftist  parties  and  unions,  which  are  designed  to  improve  the 

standard  of  hving  and  social  position  of  the  working  class.  The  suc- 

cess of  workmg-class  parties  and  unions  in  raising  the  socio-economic 
status  of  workers  threatens  the  social  status  of  the  stratum  immedi- 

ately above  them.  The  members  of  die  lower  middle  class  experience 

relative  deprivation  as  the  superiority  they  have  traditionally  enjoyed 
over  workers  is  undermined  by  die  economic  improvements  workers 

have  achieved  through  their  collective  efforts.  Lower-middle  class 

persons  tend  to  react  to  this  threat  to  dieir  relative  social  standing, 
particularly  if  economic  conditions  intensify  their  insecurity,  by  re- 

belling against  the  existing  order  in  fascist  movements  that  advocate 

institutional  change  often  aimed  at  restoring  a   glonfied  past.  The 

hypothesis  implied  is  tiiat  economic  improvements  in  the  relative  posi- 

tion of  the  working  class  stimulate  the  development  of  ri^tist 
extremism. 

Political  Structure  and  Ideological  Conflict 

Politics  has  been  defined  by  de  Jouvenel  as  the  art  of  “increasing 

the  human  energies  at  our  disposal  by  rallying  other  men’s  wills  to 

our  cause.”  It  contrasts  with  and  complements  economics  in  human 
endeavors:  “economics  is  concerned  with  the  use  of  human  resources 

on  the  spot,  pohtics  with  adding  to  them.”  This  conception  of  poli- 
tics as  referring  to  the  creation  of  new  resources  by  mobilizing  the 

energies  of  men  in  a   common  cause  is  especially  apt  for  the  growth 

of  an  opposition  party.  It  has  already  been  discussed  how  the  wish 

to  retaliate  for  oppression  suffered,  the  collective  experience  of  actual 

or  relative  deprivation,  and  the  identification  with  a   revolutionary 

ideology  help  to  produce  the  human  resources  required  for  the  de- 
velopment of  an  opposition  movement.  Now  we  turn  to  examine  how 

conditions  in  the  social  structure  and  the  society’s  political  institu- 
tions affect  political  conflict  and  opposition,  and  how  tlie  dynamics 

Bertrand  de  Jouvenel,  Sovereignty,  University  of  Chicago  Press,  1957,  p.  18 
Log.  cit. 
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of  political  contest  and  ideological  conflict  influence  the  chances  of 

a   grow-ing  opposition  part>*. 
Heterogeneity  in  the  social  structure  tends  to  promote  political 

conflict  between  opposing  parties.  Thus  the  profound  class  differences 

in  European  societies,  compared  to  the  lesser  ones  in  the  United 

States,  are  apparently  reflected  in  the  deep  pohtical  and  ideological 

cleavages  betiveen  Evuopean  parties.  These  cleavages  contrast  wth 

the  relative  lack  of  conflict  over  fundamental  ideological  issues  be- 

tween the  Democrats  and  the  Republicans  here.  But  wthin  the 

United  States,  too,  the  extent  of  competition  between  parties  depends 

on  the  degree  of  heterogeneity  in  a   community,  as  Key  has  noted. 

Political  rivahy'  is  generally  more  intense  (in  primaries  as  well  as  final 

elections)  in  the  heterogeneous  urban  areas  than  in  the  more  homo- 

geneous rural  sections  of  a   state.  In  New  England,  for  example,  the 

proportion  of  urban  and  foreign-bom  residents  in  an  area  were  cor- 
related with  a   fairly  even  split  in  the  two-part}^  vote,  which  reveals 

serious  rather  than  merely  token  election  contests.'*^  A   sj-stematic 
study  of  all  American  cities  \vith  a   population  of  over  25,000  found 

that  partisan  elections,  which,  in  contrast  to  nonpartisan  ones,  are 

indicath-e  of  competition  between  political  parties  on  the  local  le\-d, 
were  more  prevalent  in  communities  that  were  heterogeneous  either 

in  regard  to  social  class  (as  measured  by  a   high  proportion  of  the 

labor  force  in  manufacturing)  or  in  regard  to  religion  (as  measured 

by  a   considerable  proportion  of  Catholics  in  the  to\m).“  This  differ- 

ence in  the  prevalence  of  local  part}'  contests  was  most  pronounced 
m   states  where  there  was  serious  competition  between  the  tivo  par- 

ties. This  is  probably  because  political  rivalry  in  a   community  de- 
pends not  only  on  heterogeneous  interests  but  also  on  a   fair  chance 

of  \-ictory  for  both  parties,  which  hardly  e.xists  in  states  dominated 
by  one  party. 

Political  institutions,  although  themselves  determined  by  underlj-ing 
forces  and  conditions  in  the  social  structure,  such  as  the  degree  of 

differentiation  and  heterogeneity,  exert  an  independent  influence  on 

political  life  in  a   society.  Majority  rule  is  e%'idently  impossible  in  the 

O.  Key,  Jr.,  American  State  Pdlxttcs,  New  York:  Knopf,  1956,  esp.  pp. 

24-26,  177-178,  228-229.  Since  urban  and  foreign-bom  Americans  tend  to  TOte 

Democratic  in  disproportionate  ntimbers,  however,  the  finding  that  a   large  num- 
ber of  them  in  an  area  is  associated  with  a   high  Democratic  vote  (which  is  re- 

quired in  Republican  New  England  for  a   fairly  even  spht)  does  not  constitute 

clear-cut  evidence  that  heterogeneity  promotes  partisan  contests. 

■“  Phillips  Cutright,  “Nonpartisan  Sectoral  Sj’stems  in  American  Cities,”  Com- 
parctree  Studies  in  Society  and  History,  5   (1963),  212-226,  esp  pp  219-223. 
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absence  of  democratic  institutions.  Yet  even  though  these  requisite 
institutions  exist,  democratic  processes  cannot  prevail  in  a   large  so- 

ciety unless  permanently  organized  opposing  parties,  none  of  \vhich 

is  completely  dominant,  provide  realistic  opportunities  for  expressing 
opposition  to  and  for  possibly  overthrowing  the  existing  govern- 

ment.^® The  specific  election  procedures  that  have  become  institu- 
tionalized in  a   democratic  nation  also  affect  the  political  structure- 

the  number  of  parties  and  their  chances  of  growth— which,  in  turn 
influences  the  program  and  ideologies  of  the  various  parties. 

Duverger  has  pointed  out  that  “the  simple-majority  single-ballot 
system  favours  the  two-party  system.”  Nearly  all  countries  with  this 
type  of  election  procedure,  which  is  the  one  prevalent  in  the  United 

States,  have  a   two-party  system,  whereas  hardly  any  countries  with 

different  election  procedures  do.  The  main  reason  a   simple-majority 

ballot  promotes  a   two-party  system  is  that  it  seriously  disadvantages 
third  parties,  because  it  results  in  their  being  underrepresented  in 

the  legislature  and,  consequently,  makes  citizens  reluctant  to  “waste” 

their  vote  by  giving  it  to  third  parties.^^  Proportional  representation, 
in  contrast,  does  not  disadvantage  third  parties  and  hence  encourages 

the  development  of  many  parties.*®  Since  it  accurately  reflects  changes 
in  public  opinion  and  in  the  popular  vote,  proportional  representation 

is  sensitive  to  major  shifts  in  political  sentiments  and  increases  the 

chances  of  success  of  opposition  movements.*®  The  simple-majority 
system,  on  the  other  hand,  exaggerates  normal  variations  in  opinion 

by  over  representing  the  majority  ( a   slight  change  in  the  popular  vote 

may  determine  which  party  forms  the  government)  while  blunting 

major  shifts  in  political  orientation  ( a   party  may  attract  close  to  one 

The  importance  of  permanently  and  effectively  organized  political  parties 

for  democracy  is  emphasized  by  Key,  op.  cit.,  passim,  and  Southern  Politics,  New 

York:  Knopf,  1949,  esp.  chapter  xiv.  See  also  Seymour  M.  Lipset,  Martin  A. 

Trow,  and  James  S.  Coleman,  Union  Democracy,  Glencoe:  Free  Press,  1956. 

Maurice  Duverger,  Political  Parties  (2d  ed.),  London:  Methuen,  1959, 

p.  217  ( onginal  in  itahcs ) . 

*7  Ibid.,  pp  217-227. 

*s  Ibid.,  pp.  245-254.  The  simple-majonty  second-ballot  system,  as  exemplified 

by  nm-off  primaries,  also  fosters  multipartismj  ibid.,  pp.  239-242. 

*®  “It  is  extremely  mteresting  m   this  connection  to  observe  that  the  rise  of 

Fascism  which  occurred  throughout  Europe  in  the  ’thirties  was  only  visible 
electorally  in  the  peaceful  democracies  of  the  North  (Belgium,  Holland,  and 

Scandinavia)  where  it  seemed  to  be  much  less  strong  than  in  France.  They  had 

a   proportionalist  system,  France  a   majority  system.  In  the  same  way  the  develop- 
ment of  Communism  immediately  after  the  Liberation  produced  a   considerable 

increase  in  the  party  only  m   the  proportionahst  countries  of  Europe  and  not  in 

the  Anglo-Saxon  simple-majority  countries."  Ibid.,  p.  315. 
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half  of  the  voters  in  all  election  districts  without  gaining  any  seats  in 

the  legislature).  In  brief,  election  by  simple  majority  discourages  the 

development  of  new  opposition  parties. 

The  opposition  m   a   tivo-party  system  tends  to  remain  more  moder- 
ate than  that  in  a   multiparty  system  Major  parties  that  have  a   good 

chance  to  assume  responsibility  for  the  government  at  the  next  elec- 

tion are  restramed,  by  the  possibihty  of  havmg  to  implement  their 

policies,  from  advocating  abstract  ideals  and  extreme  changes  most 
difficult,  if  not  impossible,  to  realize  in  the  near  future.  Inasmuch  as 

minor  parties  are  not  subject  to  these  restraints  they  are  likely  to 

adopt  radical  ideologies  or  extremist  opposition  stands,  which  clearly 

differentiate  them  from  the  major  parties  they  oppose,  and  ei'en  to 

resort  to  demagogy."  Proportional  representation,  therefore,  fosters 
the  survival  of  political  parties  that  espouse  revolutionary  or  other 

extremist  ideologies,  whereas  there  is  little  chance  for  such  parties 

under  the  simple-majonty  system. 
The  strong  identification  with  their  ideology  typical  of  the  members 

of  radical  opposition  movements  makes  them  less  dependent  on 

political  victory  than  other  party  supporters  and  simultaneously  more 

interested  m   it.  Their  idealism  makes  them  less  dependent  on  victory, 

because  it  makes  participation  in  the  movement  rewardmg  \vithout 

it,  but  it  makes  them  more  interested  in  victory,  because  victory  is 

a   prerequisite  for  realizing  their  all-important  pohtical  ideals.  The 
conviction  that  their  ideals  pomt  the  only  true  path  to  a   better  world 

tends  to  induce  the  movement’s  members  to  make  converts  to  their 
cause  and  mobilize  pohtical  support  for  it.  But  even  when  propor- 

tional representation  protects  the  growth  of  an  opposition  party,  the 

scope  of  its  ideology’s  appeal  poses  a   basic  problem.  As  long  as  the 
appeal  of  radical  opposition  ideals  is  restricted  to  the  most  afienated 

and  hostile,  the  movement  cannot  muster  sufficient  support  to  realize 

them  unless  senous  upheavals  in  the  society  create  xvidespread  suffer- 
ing and  discontent.  To  increase  the  appeal  of  an  ideology,  however, 

the  purity  of  its  ideals  and  principles  must  be  sacrificed  to  make 

concessions  to  the  interests  and  preferences  of  various  groups  in  the 
society. 

The  distinction  Parsons  makes  between  particularistic  and  univer- 
salistic  values  is  relevant  here.'^  Particularistic  values  are  those  that 

"Ibid.pp  283-290,415 

“'Talcott  Parsons,  Essays  in  Sociological  Theory,  Glencoe:  Free  Press,  1949, 
pp  185-199,  and  Parsons  and  Edward  A.  Shils,  Toward  a   General  Theory  of 

Action,  Cambridge:  Harvard  University  Press,  1931,  pp  76-88  Parsons’  generic 
analytical  disbnction  has  a   variety  of  specific  implications,  one  of  which  is  smgled 
out  for  attention  here. 
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the  members  of  a   subgroup  have  in  common  and  that  differentiate 
them  from  the  other  subgroups  in  the  collectivity.  They  furnish  the 
basis  for  the  social  attraction  between  particular  persons  and  segre- 

gate subgroups  in  the  community.  Thus,  a   socialist’s  behefs  make 
him  attractive  to  another  socialist  but  unattractive  to  a   Republican 
Universalistic  values,  on  the  other  hand,  are  universally  agreed  upon 
by  the  entire  collectivity,  and  they  constitute  general  standards  of 
judgment.  Socialists,  Republicans,  and  members  of  other  parties  agree 
that  prosperity  is  preferable  to  economic  depressions.  These  are  ana- 

lytical distinctions  which  apply  to  ideologies  in  varying  degrees. 
The  particularistic  character  of  a   radical  ideology,  which  unites  the 

members  of  the  opposition  group  in  common  solidarity  and  clearly 
marks  them  off  from  hostile  other  groups,  is  essential  for  their  fervent 

devotion  to  tlie  cause.  But  this  very  particularism  also  makes  the 

ideology  unattractive,  indeed,  repulsive,  to  outsiders,  except  for  those 

who  aheady  share  the  basic  sentiments  of  the  ingroup.  Expansion 

requires  that  the  ideology  broaden  its  appeal,  which  means  specifi- 
cally that  it  must  incorporate  features  that  attract  voters  who  are 

not  emotionally  committed  to  its  particular  sentiments  and  who  are 

undecided  beween  parties  or  perhaps  committed  to  another  party. 
Only  universahstic  aspects  of  political  programs  make  parties  com- 

parable and  enable  voters  and  potential  members  to  make  an  intelli- 

gent choice  between  them.  If  one  party  favors  lower  taxes  and 

another  higher  social  security  benefits  as  means  to  promote  prosperity, 
voters  can  rationally  choose  between  them  in  accordance  with  their 

interests  and  preferences,  but  if  one  party  declares  the  pronounce- 
ments of  Stalin  or  Khrushchev  sacrosanct  and  another  makes  the  same 

claim  for  Trotzky’s,  there  is  no  objective  standard  of  choice.  The 
universalistic  features  of  a   party  ideology,  which  make  it  readily  com- 

parable with  the  programs  of  other  parties,  and  without  which  it 

cannot  appeal  to  the  interests  of  groups  as  yet  uncommitted  to  it, 

differ  only  in  degree  from  corresponding  features  of  other  ideologies. 

These  universalistic  features  therefore  pollute  the  unique,  virtually 

sacred,  particularistic  nature  of  the  ideology,  which  is  the  very  foun- 
dation of  the  strong  commitments  of  its  most  devoted  supporters. 

This  conflict  between  the  particularistic  aspects  of  an  ideology, 

which  are  the  basis  of  intense  commitment  to  it,  and  its  universalistic 

aspects,  which  are  the  source  of  its  appeal  to  new  adherents,  corre- 

sponds to  Boulding’s  hypotliesis  that  there  is  an  inverse  relationship 
between  the  intensity  and  the  appeal  of  an  ideology The  power  of 

Boulding,  op.  cit.,  pp.  281-282, 
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an  ideology  is  a   function  of  both,  since  the  scope  of  its  appeal  mobil- 

izes large-scale  support,  and  since  tlie  intensity  with  which  it  is  held 

promotes  great  efforts  in  its  behalf.  But  increasing  one  weakens  the 
other,  because  universalistic  features  of  an  ideology  tliat  widen  its 

appeal  destroy  the  pristine  purity  tliat  commands  intense  devotion 

to  it,  and  particularistic  features  that  strengtlien  tlie  ingroup’s  com- 
mitment limit  its  appeal  to  outsiders. 

The  success  of  a   radical  opposition  party  in  the  competition  for 

voters,  and  ultimately  in  die  contest  for  winning  elections,  depends 

normally  on  its  willingness  to  widen  die  appeal  of  its  ideology  by 

modif)ing  it,  which  entails  compromising  some  ideals.  There  tends 
to  arise  a   conflict  within  die  party  between  the  idealists,  who  hold  die 

political  ideals  to  be  sacrosanct  and  inviolable,  and  the  reahsts,  who 
favor  compromise  to  strengthen  die  party.  In  multiparty  systems 

where  the  small  opposition  party  has  won  some  seats  in  parliament, 

the  protagonists  in  diis  conflict  are  frequently  the  parliamentarians 

and  the  militants,  as  Duverger  has  nofed.'^  The  parliamentary  repre- 
sentatives, constrained  to  make  concessions  by  the  give  and  take  of 

political  hfe  and  by  their  interest  in  re-election,  tend  to  be  realists 

willing  to  make  compromises  to  broaden  the  idcolog>'’s  appeal.  The 
militants  are  idealists  anxious  to  protect  the  opposition  ideolog)’’  that 
expresses  dicir  polibcal  sentiments  from  being  compromised,  and 

they  are  suspicious  of  the  parliamentary  deputies  for  letting  their 

contacts  widi  die  enemy  camp  weaken  dieir  ideological  convicbons. 

The  expansion  of  a   small  party  that  appeals  to  growing  segments 

of  the  electorate  precipitates  furdicr  changes  in  its  ideology  and 

structure.  A   diird  party  diat  succeeds  in  attracting  considerable  po- 

litical support,  often  after  having  modified  its  distincbve  ideolog)’ 
and  dius  diminished  its  difference  from  odier  parties,  consbains  die 

major  parties  to  adopt  some  of  its  policies  in  order  to  undercut  its 

appeal  for  the  voters,  which  furdier  lessens  the  difference  between 

it  and  them.  The  growth  of  a   party,  moreover,  raises  problems  of 

political  apathy  and  organization.  Successful  proselyting  on  a   large 

scale  invanably  brings  into  a   party  many  members  who  do  not  have 

a   deep  commitment  to  the  common  cause  and  are  willing  to  make 

only  token  contribubons  to  it.“  The  large  membership,  though  many 

members  are  apathetic,  makes  the  informal  procedures  for  conduct- 

“   Duverger,  op.  cit ,   pp.  190-197. 

See  Bernard  Barber,  "Participation  and  Mass  Apatliy  in  Associations,”  in 
AKin  W.  Gouldner,  Studies  in  Leadership,  New  York;  Harper,  1950,  pp.  477- 
504 
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ing  party  affairs  that  prevailed  in  the  small  sect  inadequate  and 
creates  a   need  for  a   more  formal  organization  of  political  activities 
The  main  pressure  for  establishing  a   strong  party  organization 

comes  from  the  need  for  it  in  conducting  effective  political  cam- 

paigns. The  organization’s  importance  for  success  in  political  contests 
often  leads  to  a   preoccupation  with  administrative  problems  in  the 
course  of  which  the  objectives  and  ideals  of  the  opposition  party  are 

lost  sight  of,  as  Michels  has  pointed  out.®®  The  party  leadership  is 
more  concerned  with  strengthening  the  administrative  apparatus  than 
with  the  political  objectives  to  be  pursued,  and  it  is  willing  to  aban- 

don radical  ideals  if  advocating  them  threatens  the  organization’s 
survival  in  a   hostile  society.  Merton  has  called  this  process,  in  which 
the  means  intended  to  achieve  given  ends  become  ends-in-themselves 

that  take  the  place  of  the  original  ends,  the  “displacement  of  goals.” 
The  party  organization,  designed  as  an  instrument  to  effect  the  at- 

tainment of  political  goals,  becomes  an  end-in-itself  for  the  sake  of 
which  political  goals  are  sacrificed. 

Political  parties  compete  not  merely  for  individual  voters  but  pri- 

marily for  the  support  of  the  major  social  segments  of  the  society. 

In  order  to  appeal  to  large  social  groups— the  farmers,  the  industrial 

workers,  the  Negroes— an  opposition  party  must  adopt  pohcies  that 

serve  their  interests.  A   group  that  gives  large-scale  political  support 
to  a   party  expects,  especially  if  it  is  organized,  to  be  represented  in 

the  party  council.  Indeed,  parties  often  coopt  representatives  of  inter- 

est groups  into  their  policy-making  bodies  in  order  to  attract  their 

political  support.®^  Since  unorganized  groups  are  less  likely  than  or- 
ganized ones  to  be  represented  on  the  party  council,  the  ideology  tends 

to  be  modified  increasingly  to  reflect  the  interests  of  the  various 

organized  groups  whose  poHtical  support  the  party  has  obtained  or 

hopes  to  obtain.  In  the  extreme  case  of  a   party  dominated  by  one 

interest  group,  it  becomes,  in  effect,  the  poHtical  arm  of  this  group, 

for  instance,  a   farmer’s  party.  This  is  clearly  more  likely  to  happen 
in  small  parties  than  in  large  ones,  but  even  the  major  American  par- 

ties have  been  accused  of  being  largely  the  spokesmen  of  special 

interest  groups— big  business  in  the  case  of  the  Republican  party, 
organized  labor  in  the  case  of  the  Democratic  party. 

®®  Robert  Michels,  Political  Parties,  Glencoe:  Free  Press,  1949. 

®®  Robert  K.  Merton,  Social  Theory  and  Social  Structure  (2d  ed  ),  Glencoe: 

Free  Press,  1957,  pp.  199-200. 

®^  For  an  analysis  of  the  consequences  of  cooptation,  see  Phihp  Selzmck,  TVA 

and  the  Grass  Roots,  Berkeley:  University  of  Galifornia  Press,  1959. 
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The  basic  principle  here  is  that  a   pohtical  party  does  not  remain 

a   social  unit  distinct  from  other  social  units  whose  support  it  attracts 

but  becomes  interpenetrated  by  them.  Initially,  the  party  may  be 

conceived  of  as  a   separate  social  group  that  modifies  its  ideology  in 

accordance  ivith  the  interests  of  various  social  segments  of  the  society 

in  exchange  for  their  pohtical  support.  Success  in  this  endeavor,  how- 

ever, destroys  the  boundary  between  ihe  party  and  the  other  groups, 

since  the  party  is  now  largely  composed  of  important  elements  of 

these  groups.  It  is  no  longer  meanmgful  to  speak  of  social  exchange 

betiveen  the  party  and  other  groups.  The  appropriate  conception  is 

that  competition  and  exchange  occur  among  the  elements  within  the 

party  that  represent  the  interests  of  various  segments  of  the  society, 

and  their  objective  is  to  win  dominant  influence  over  the  party’s  pro- 

gram and  conduct  of  affairs.”®  In  sum,  since  social  groups  can  mter- 
penetrate,  processes  of  social  exchange  among  them  sometimes  result 

in  maj'or  elements  of  some  becoming  integral  parts  of  others. 
Once  a   radical  opposition  party  modifies  its  ideology  to  increase 

its  appeal  for  the  electorate,  social  forces  are  set  into  motion  that 

typically  lead  to  further  compromises  in  ideals  and  an  increasingly 

moderate  opposition  program.  The  purpose  of  these  modifications  in 

the  ideology  is  to  promote  the  growth  of  the  party  and  ultimately  to 

achieve  political  victory.  Since  many  of  the  rewards  supporters  of  a 

party  obtain  depend  on  victory  in  pohtical  contests,  the  promise  of 

impending  victory  implicit  m   a   growing  vote  increases  their  incen- 

tives to  contnbute  to  the  party’s  success.  These  rewards  are  especially 
important  after  compromises  in  the  original  ideals  have  greatly  re- 

duced the  ideological  incentives  for  devoting  great  effort  in  behalf 

of  the  party,  since  such  compromises  alienate  the  old  guard  and 

deprive  them  as  well  as  other  members  of  a   profound  cause.  Helping 

to  create  a   new  type  of  society,  if  in  the  distant  future,  can  be  a 

sacred  cause  for  men;  helping  to  raise  the  minimum  wage  by  a   quar- 

ter, though  it  may  be  of  greater  immediate  importance,  is  not. 

Basically,  however,  a   third  party’s  chances  of  winning  elections  de- 
pend on  favorable  conditions  in  the  society.  If  economic  prosperity 

creates  an  unfavorable  political  climate,  even  for  a   moderate  opposi- 

”®The  same  principle  applies  when  a   community  offers  tax  advantages  and 
other  benefits  to  large  business  concerns  in  exchange  for  the  advantages  it  de- 

rives from  the  concerns’  locating  within  its  hmits  Once  they  are  located  there, 
the  business  concerns  no  longer  engage  in  exchange  transactions  with  the  com- 

munity but  are  elements  of  it  that  enter  into  competitive  and  exchange  relations 

With  other  elements  in  endeavors  to  achieve  dominant  positions  in  community 
affairs. 
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tion  program,  the  compromises  the  party  made  in  its  original  ideals 
will  have  been  to  no  avail. 

The  failure  of  a   thud  party  to  win  political  contests  and  become 

a   major  party  after  it  has  compromised  its  ideals  is  hkely— especially 

in  a   two-party  system— to  speed  its  dechne.®®  For  it  is  now  robbed  of 
most  of  the  rewards  it  can  offer  in  exchange  for  support  except  the 
sohdary  reward  of  the  common  fellowship  among  members.  It  can 

provide  neither  any  longer  the  ideological  incentives  that  motivate 

members  of  radical  sects  to  make  great  sacrifices  for  their  important 
ideals  nor  the  material  rewards  promised  by  impending  victory  that 

induce  the  members  of  a   major  party  to  devote  effort  to  contnbuting 
to  its  success.  There  is  a   double  contingency  under  which  members 

of  a   political  party  operate.  On  the  one  hand,  they  must  offer  rewards 

to  groups  outside  to  attract  their  pohtical  support.  On  the  other  hand, 
they  need  rewards  themselves  to  remain  in  the  party  and  continue  to 

make  contributions  to  it.  If  the  supply  of  rewards  becomes  too  low, 
the  present  members  not  only  are  unable  to  attract  new  ones  but 

themselves  have  reason  to  leave  the  party.  These  considerations  imply 

that  a   growing  third  party  that  has  modified  its  radical  ideology  to 

advance  its  growth  must  either  develop  into  a   major  party  or  it  will 
decline. 

Conclusions 

Exploitation  and  oppression  may  cause  serious  deprivations  and 

reduce  individuals  to  helplessness,  but  if  they  are  experienced  in  a 

collective  situation,  they  can,  paradoxically,  produce  a   social  surplus 

that  becomes  the  source  of  opposition  movements.  Power  that  is  exer- 

cised with  moderation  and  confers  ample  benefits  in  return  for  sub- 
mission elicits  social  approval  that  legitimates  the  authority  of  its 

commands.  The  exploitative  and  oppressive  exercise  of  power,  how- 
ever, provokes  social  disapproval  and,  in  the  extreme  case,  intense 

hostility  and  a   desire  to  retaliate.®®  Isolated  victims  without  social 
relations  among  them,  though  they  be  many,  are  helpless  in  their 

wrath,  but  the  oppressed  collectivity  with  close  social  communication 

among  its  members  tends  to  be  capable  of  mobilizing  some  resistance. 

This  is  what  apparently  happened  to  the  C.C.F.  in  Canada;  see  Leo  Zakuta, 

“A  Becalmed  Protest  Movement,”  unpublished  Ph.D.  dissertation,  University  of 
Chicago,  1961. 

®®  For  a   theory  of  the  conflict  between  groups  who  exercise  power  and  those 

subject  to  their  power,  see  Ralf  Dahrendorf,  Class  and  Class  Conflict  in  Industrial 
Society,  Stanford  Umversity  Press,  1959. 
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As  the  members  of  an  oppressed  collectivity  communicate  their  feelings 
of  outrage,  hostility,  and  revenge  to  each  other,  the  social  consensus 

that  emerges  among  them  legitimates  these  feelmgs  and  reinforces 

them  by  absolving  individuals  from  guilt  for  having  such  feelmgs, 
At  this  stage,  the  members  of  the  group  are  prone  to  adopt  a   revolu- 

tionary ideology  that  transforms  the  struggle  agamst  oppressors  from 

a   selfish  fight  rooted  m   a   personal  desire  for  vengeance  into  a   noble 

cause  pursued  in  the  interest  of  the  welfare  of  one’s  fellow  men.  The 
ideology  frees  the  resources  and  energies  that  are  necessary  to  engage 

in  active  opposition,  because  devotion  to  ideals  makes  men  wilhng 
to  sacrifice  material  rewards  in  the  common  cause. 

Radical  pohbcal  opposition  often  has  expressive  significance  for 

participants,  and  the  neglect  of  diis  factor  is  a   serious  hmitation  of 

purely  rational  models  of  pohtics.  Extremist  ideologies  become  a 

rallying  point  for  individuals  who  feel  seriously  deprived,  and  the 

shared  ideals  furnish  the  basis  for  social  sohdanty  among  them.  Rela- 

tive deprivation  of  status  as  well  as  actual  economic  deprivation  pro- 

mote extremist  opposition  movements,  but  of  contrasting  kinds.  The 

economic  deprivation  of  the  poorest  social  strata  tends  to  find  ex- 

pression in  radical  opposition  of  the  left,  such  as  Communism,  though 

only  after  the  extremist  movement  has  gathered  momentum  and 

become  a   major  party,  since  the  vanguard  of  radical  sects  seems  gen- 

erally to  be  supplied  by  the  higher  strata  of  the  working  class  whose 

resources  facilitate  postponement  of  gratification.  The  relative  dep- 
rivation of  the  lower  middle  class  whose  supenority  over  workers 

is  threatened  by  the  economic  improvements  the  organized  opposi- 
tion of  workers  in  unions  and  labor  parties  has  achieved,  on  the 

other  hand,  tends  to  find  expression  in  extremist  rebellions  of  the 

right,  such  as  Nazism. 

The  broader  social  context  influences  political  life  in  a   variety  of 

ways.  For  democratic  processes  and  majority  rule  to  prevail  in  large 

societies,  it  is  not  enough  to  have  democratic  institutions,  but  there 

must  also  exist  permanently  organized  political  parties  engaged  in 

senous  election  contests.  Without  such  partisan  conflict  between 

viable  political  organizations  the  members  of  a   mass  society  have  no 

opportunities  for  expressing  their  political  preferences  and  thus  re- 
main politically  impotent,  though  they  may  have  the  right  to  vote. 

Plebiscites  in  one-party  states  illustrate  such  political  impotence,  as 

do  the  elections  for  board  members  held  by  corporations  and  the 

elections  of  officials  in  most  unions,  because  mass  voting  in  the 

absence  of  orgamzed  opposition  groups  is  meaningless.  Partisan  con- 
flict, in  turn,  is  more  prevalent  in  heterogeneous  than  in  homogeneous 
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communities.  Class,  religious,  or  other  social  dijfferences  in  a   society 
foster  political  conflict  and  thereby  strengthen  democracy.  Indeed  a 
typical  strategy  of  the  demagogue  who  wants  to  eliminate  political 
opposition  is  to  appeal  to  those  characteristics  that  all  members  of 

the  society  have  in  common  (except  possibly  a   small  minority  who 

can  be  used  as  scapegoats),  such  as  their  “Aryan  blood”  or  their 
white  skin.  Pohtical  institutions,  of  course,  also  affect  political  proc- 

esses. Thus  the  chances  that  an  opposition  party  will  advocate  a 
radical  program  and  that  it  will  survive  are  greater  under  propor- 

tional representation  than  under  the  simple-majority  system.  The 
growth  of  an  opposition  movement,  finally,  stimulates  changes  in  its 
structure  and  its  ideology  that  have  important  repercussions  for  its 

continuing  growth. 

An  opposition  party  with  aspirations  of  winning  political  contests 

must  adapt  its  ideology  to  the  exigencies  of  the  existing  political  situa- 

tion. Unless  severe  oppression  or  depressions  create  favorable  pre- 
dispositions toward  the  radical  ideology  among  large  segments  of  the 

population,  compromises  in  ideals  must  be  made  to  widen  their  ap- 
peal for  the  electorate.  There  is  a   conflict  between  the  particularistic 

aspects  of  an  ideology,  which  deepen  commitment  to  it,  and  its  uni- 

versalistic  aspects,  which  broaden  its  appeal.  An  expanding  opposition 

party  has  no  need  to  modify  its  radical  program,  but  stagnation 

creates  pressures  to  do  so.  Should  the  attempt  to  increase  the  appeal 

of  the  ideology  by  making  it  more  moderate  fail  to  spur  the  growth  of 

the  third  party,  however,  it  is  likely  to  hasten  the  party’s  decline.  For 
the  moderate  minor  party  can  furnish  neither  the  ideological  incentives 

of  working  for  profound  ideals  and  a   great  common  cause  nor  the 

material  incentives  promised  by  impending  victory,  and  without  either 

of  these  rewards  a   party  has  little  chance  of  sustaining  political  sup- 
port. If  ideological  compromise  fails,  it  is  apt  to  be  suicidal  for  an 

opposition  party. 



^   TEN 

Mediating  Values 

in  Complex  Structures 

A   society  can  neither  create  itself  nor  recreate  itself  without  at  the 

same  time  creating  an  ideal.  This  creation  is  not  a   sort  of  work  of 

supererogation  for  it,  by  which  it  would  complete  itself,  being  already 

formed;  it  is  the  act  by  which  it  is  periodically  made  and  remade.  .   ,   . 

For  a   society  is  not  made  up  merely  of  the  mass  of  indm'duals  who 
compose  it,  the  ground  which  they  occupy,  the  things  which  they  use 

and  the  movements  which  they  perform,  but  above  all  it  is  the  idea 
which  it  forms  of  itself. 

Emile  Durkheim,  The  Elementary  Forms  of  Religious  Life 

The  complex  social  structures  that  diaracterize  large  collectivities 

differ  fundamentally  from  the  simpler  structures  of  small  groups. 
A   structure  of  social  relations  develops  in  a   small  group  in  tlie  course 
of  social  interaction  among  its  members.  Since  there  is  no  direct  so- 

cial interaction  among  most  members  of  a   large  community  or  entire 
soaety,  some  other  mechanism  must  mediate  tlie  structure  of  social 

relations  among  them.  Value  consensus  proxndes  tliis  mediating  mecli- 
anism.  The  cultural  values  and  norms  tliat  prevail  in  a   society  are 
the  matrix  that  forms  the  social  relations  among  groups  and  indi- 
nduals.  These  values  and  norms  become  institutionalized  and  per- 

petuated from  generation  to  generation,  althou^i  not  without  modifi- 
cation, and  they  shape  the  course  of  social  life  in  tlie  society  and  tlie 

soaal  patterns  that  emerge  in  particular  groups.  Another  distinctive 
riiaractenstic  of  macrostructures  is  that  their  component  elements  are 
mten-elafed  soaal  structures,  whereas  tlie  elements  of  microstructures are  interrelated  indisiduals,  but  the  treatment  of  this  topic  is  reserved 2S3 
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for  chapter  eleven.  This  chapter  is  devoted  to  the  analysis  of  the 
significance  of  social  values  and  norms  for  extendmg  the  scope  of 
social  transactions  beyond  die  range  of  direct  social  contacts. 

It  has  been  a   main  thesis  of  the  analysis  presented  that  not  aU  social 
constraints  on  human  conduct  and  interaction  derive  from  shared 
values  and  norms.  The  study  of  complex  social  structures,  therefore 
must  not  be  confined  to  the  common  values  and  norms  that  prevail 
in  them.  The  power  relations  between  groups,  the  exchange  trans- 

actions between  organized  collectivities,  the  interdependence  behveen 

substructures  in  complex  structures,  the  changes  in  stratified  societies 

produced  by  patterns  of  mobility,  and  those  produced  by  opposition 
forces— all  these  are  important  problems  that  must  be  studied  in  order 

to  understand  complex  social  structures.  An  investigation  of  complex 

structures  ignoring  all  problems  except  those  directly  pertaining  to 

legitimating  values  is  just  as  inadequate  and  one-sided  as  an  investi- 
gation of  social  associations  that  ignores  exchange  processes  and 

power  relations.  Although  some  of  the  problems  mentioned  will  be 

briefly  examined  in  the  next  chapter,  the  aim  in  this  book  is  not  to 

develop  a   full  theory  of  complex  social  structures  but  merely  to  indi- 

cate the  connections  between  such  a   theory  and  the  social  processes 

that  have  been  analyzed  in  some  detail.  For  this  purpose,  an  em- 

phasis on  common  value  standards  appears  justified  because  they 

provide  the  connection  between  the  simpler  processes  in  microstmc- 

tures  and  the  more  complex  ones  in  macrostructures.  Legitimating 

values  can  be  said  to  serve  mediating  functions  methodologically  as 
well  as  substantively. 

Cultural  values  legitimate  the  social  order  and  the  various  arrange- 
ments that  sustain  it.  Legitimation  entails  approving  social  consensus 

that  endows  existing  or  expected  social  conditions  with  value,  thereby 

stabilizing  or  promoting  them.  The  legitimation  of  an  authority  struc- 
ture and  the  complex  organization  of  social  relations  and  patterns  of 

conduct  associated  with  it  may  be  considered  the  prototype  of  the 

process  of  legitimation,  whether  reference  is  to  a   specific  formal  or- 
ganization within  the  society  or  to  the  political  organization  of  the 

society  itself.  For  the  core  of  a   legitimate  social  order  is  the  system 
of  normative  orientations  that  effects  social  control  and  comphance 

with  authoritative  commands,  as  Weber  has  emphasized.^  Analyti- 

^   Max  Weber,  The  Theory  of  Social  and  Economic  Organization,  New  York, 

Oxford  University  Press,  1957,  pp.  124-132  After  briefly  analyzing  the  concept 

of  the  legitimacy  of  an  order  in  general  here,  Weber  treats  the  topic  more  fully 

in  his  typology  of  authority,  pp.  324-363. 
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cally,  however,  difierent  legitimating  beliefs  can  be  distinguished, 

only  one  set  of  whicli  serves  directly  as  the  basis  of  legitimate  author- 

ity. Standards  of  fairness  in  social  exchange  and  other  social  norms 
rest  on  legitimating  consensus,  as  do  opposition  ideals  and  odier 

social  values  that  define  the  goals  groups  and  individuals  seek  to 

attain.  Commonly  agreed  upon  values  and  norms  serve  as  media  of 

social  life  and  as  mediatmg  links  for  social  transactions.  They  make 

indirect  social  exchange  possible,  and  they  govern  the  processes  of 

social  integration  and  differentiation  in  complex  social  structures  as 

well  as  the  development  of  social  organization  and  reorganization  in 
them. 

Social  Norms  and  Indirect  Exchange 

Normative  standards  that  restrict  the  range  of  permissible  conduct 

are  essential  for  social  hfe.  Although  social  exchange  serves  as  a   self- 

regulating mechamsm  to  a   considerable  extent,  since  each  party  ad- 
vances his  own  interests  by  promoting  tliose  of  others,  it  must  be 

protected  against  antisocial  practices  tliat  would  interfere  wth  tliis 

verj'  process.  Without  social  norms  prohibiting  force  and  fraud,  tlie 
trust  required  for  social  exchange  would  be  jeopardized,  and  social 

exchange  could  not  sers'e  as  a   self-regulating  meclianism  wthin  the 
limits  of  these  norms.  Moreover,  supenor  power  and  resources,  which 

often  are  the  result  of  competitive  advantages  gained  in  exchange 

transactions,  make  it  possible  to  exploit  others.  This  creates  a   need 

for  social  norms  that  prohibit  at  least  those  forms  of  exploitation  that 

conflict  xvith  fundamental  cultural  values,  sucli  as  sexual  exploitation.^ 
The  most  dramatic  manifestation  of  the  need  for  social  norms  is 

found  in  social  situations  where  the  interests  of  all  parties,  not  only 

those  of  most,  require  protection  by  social  norms  because  the  pursuit 

of  self-interests  without  normative  restraints  defeats  the  self-interests 

of  all  parties  concerned. 

The  famous  prisoner’s  dilemma  illustrates  such  a   case  where  both 
parties  cannot  realize  their  oivn  interests  in  the  absence  of  social 

norms  that  protect  their  self-interests  by  precluding  the  very  choices 

that  appear  to  be  most  rational.  Rapoport  has  summarized  the  di- 
lemma in  these  words: 

^See  Alvm  W.  Gouldner,  "The  Nonii  of  Reciprocity,”  American  Sociological 
Eeview,  25  {I960),  165-167.  Gouldner  points  out  that  sexual  exploitation  is  the 

only  form  of  exploitation  tliat  has  been  extensively  analyzed.  The  reason  for 

this  may  be  that  other  forms,  such  as  economic  exploitation,  are  less  conspicuous 

because  they  are  not  in  violation  of  basic  cultural  taboos  in  our  society. 
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Two  suspects  are  questioned  separately  by  the  district  attorney.  They 
are  guilty  of  the  crime  of  which  they  are  suspected,  but  the  D   A.  does 
not  have  sufficient  evidence  to  convict  either.  The  state  has,  however 
sufficient  evidence  to  convict  both  of  a   lesser  offense.  The  alternabves 

open  to  the  suspects,  A   and  B,  are  to  confess  or  not  to  confess  to  the 

serious  crime.  They  are  separated  and  cannot  communicate.  The  out- 
comes are  as  follows.  If  both  confess,  both  get  severe  sentences,  which 

are,  however,  somewhat  reduced  because  of  the  confession.  If  one  con- 

fesses (turns  state’s  evidence),  the  other  gets  the  book  thrown  at  him 
and  the  informer  goes  scot  free  If  neither  confesses,  they  cannot  be 

convicted  of  the  serious  crime,  but  will  surely  be  tried  and  convicted 

for  the  lesser  offense.® 

The  matrix  of  negative  outcomes  (years  in  prison),  with  those  of  A 

shown  in  the  upper  right  and  those  of  B   in  tlie  lower  left  comer  of 

each  cell,  would  have  the  following  form: 

B’s  choice 

Confess 

Not  confess 

A’s  choice 

Confess  Not  confess 
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It  is  evidently  to  the  joint  advantage  of  the  two  prisoners  not  to 

confess  and  get  off  with  a   light  sentence  of  only  one  year  each  in 

jail  (lower  right  cell),  but  rational  calculation  of  self-interest  makes 
it  impossible  to  achieve  this  end.  A   realizes  that  should  B   confess  he 

would  be  better  off  if  he  also  confesses  (eight  years  in  prison)  than 

if  he  does  not  ( ten  years ) ,   and  should  B   not  confess  he  again  would 

be  better  off  if  he  himself  confesses  (no  sentence)  tlian  if  he  does  not 

(one  year).  In  terms  of  his  self-interest,  therefore,  A   must  confess, 

since  doing  so  is  to  his  advantage  whether  B   confesses  or  not,  and 

as  the  same  considerations  apply  to  B,  his  self-interest  too  demands 
that  he  confess.  Hence,  both  must  confess,  with  the  result  that  each 

gets  an  eight-year  sentence  (upper  left  cell),  which  is  the  worst  joint 

outcome,  nearly  as  bad  as  the  worst  possible  outcome  for  either  (ten 

years),  and  clearly  much  more  disadvantageous  than  the  one-year 
sentence  they  could  have  received  had  both  kept  silent.  But  how 

could  the  prisoners,  as  rational  human  beings,  decide  not  to  confess? 

®Anatol  Rapoport,  Fights,  Games,  and  Debates,  Ann  Arbor;  University  of 
Michigan  Press,  1960,  p.  173. 
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Rapoport  suggests  that  each  prisoner  should  use  as  the  criterion  of 
his  decision  what  is  in  die  collective  interest  of  both  rather  than  what 

IS  in  his  own  individual  interest.'*  The  question  that  remains,  how- 
ever, IS  why  a   prisoner  should  act  in  such  altruistic  and  trusting 

fashion,  placing  his  fate  in  the  hands  of  another  person  to  whose 

advantage  it  is  to  sell  him  out.  Deutsch’s  experiment  with  a   variation 

of  the  prisoners’  dilemma  indicates  diat  such  trust  would,  in  fact,  not 
be  justified,  inasmuch  as  nearly  two  thirds  of  the  subjects  made  the 

distrustful  choice  which  seriously  disadvantages  tlie  partner  should 

he  be  trustful.'  Only  a   social  code  among  criminals  that  prohibits 
confession  as  a   matter  of  principle  does  rationally  justify  the  trust 

Rapoport  advocates  and  enable  prisoners  held  incommunicado  to 

refrain  from  acting  in  a   selfish  manner  that  actually  defeats  their 

own  self-interests. 

Social  norms  are  necessary  to  prohibit  actions  tlirough  which  indi- 

viduals can  gain  advantages  at  the  expense  of  tlie  common  interests 

of  the  collectivity.  Tlie  special  case  of  the  prisoner's  dilemma  merely 
IS  an  e'rtreme  illustration  of  this  general  principle.  The  case  of  voting 
in  a   democracy  discussed  in  chapter  nine  is  more  typical.  Since  de- 

mocracy cannot  be  sustained  unless  citizens  participate  in  it  at  least 

by  voting,  internalized  social  norms  oblige  citizens  to  vote  altliough 

the  cost  incurred  by  doing  so  is  not  warranted  on  strictly  rational 

grounds  of  purely  individual  self-interest.  The  political  apathy  of 
many  Americans  and  their  failure  to  vote,  which  indicate  that  they 

do  not  feel  strong  political  obligations  as  citizens,  constitute  a   weak- 

ness of  our  democratic  system.® 
The  condemnation  of  rate  busters  in  factories,  of  apple  polishers 

*Ibid.,p.  175-177. 

®   Morton  Deutsch,  "Trust  and  Suspicion,”  Journal  of  Conflict  Resolution,  2 
(1958),  265-279,  esp.  p.  271  Under  the  conditions  of  no  communication  be- 

tween partners,  with  each  being  instructed  to  look  out  for  his  own  interests, 
36  per  cent  of  the  individuals  made  the  trustful  choice,  and  in  only  13  per  cent 

of  the  cases  did  both  partners  do  so  and  thus  achieve  tlie  outcome  that  maximized 
their  Joint  advantage 

®   The  argument  sometimes  advanced  that  polibcal  apatliy  and  low  parbeipabon 

in  elections  are  a   healthy  sign,  because  they  mdicate  voters  are  satisfied,  im- 
phcitly  assumes  tliat  voting  is  governed  by  self-interest  and  ignores  that  low 

parb'cipabon  reveals  a   weakness  of  the  normative  obligations  of  democrabc  cib- 
zenship  that  are  necessary  to  sustain  a   democratic  system.  This  topic  will  be 

more  fully  discussed  in  the  next  chapter  Several  authors  who  advance  the  above 

argument  are  cited  in  Seymour  M.  Lipset,  Political  Man,  Garden  City  Double- 
day, 1960,  pp.  217-219;  see  also  Bernard  K.  Berelson,  Paul  F.  Lazarsfeld,  and 

Wilham  N.  MePhee,  Voting,  University  of  Chicago  Press,  1954,  pp.  314-323. 
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and  teacher’s  pets  in  schools,  of  traitors  to  their  country,  of  stool 
pigeons  and  informers  in  groups  of  any  kind— all  these  reflect  social 
norms  designed  to  suppress  conduct  that  advances  the  individual’s 
interest  by  harming  tlie  collective  interest.  Work  groups  often  dis- 

courage competitive  endeavors  to  attain  superior  rewards,  as  revealed 
by  restriction  of  output  and  social  disapproval  of  rate  busting,  be- 

cause competitive  conflicts,  particularly  in  a   situation  of  employment 

insecurity,  threaten  group  cohesion.’^  When  competition  does  not  have 
such  deleterious  consequences  for  the  group,  restriction  of  output 
seems  to  be  less  pronounced.  In  a   group  of  civil  servants,  whose  jobs 
were  secure  and  whose  cooperative  practices  created  firm  cohesive 
bonds  among  them,  for  example,  endeavors  to  excel  evoked  flttle 

social  disapproval,  while  strong  social  norms  prohibited  other  prac- 
tices through  which  an  individual  could  gain  advantages  but  which 

simultaneously  produced  impediments  for  the  work  of  the  rest.®  The 
mere  fact  that  the  success  of  some  group  members  limits  the  chances 

of  success  of  otliers  does  not  usually  give  rise  to  restrictive  group 

norms.  But  when  a   group  member’s  action  that  furthers  his  interest, 
such  as  informing,  directly  harms  the  interest  of  the  rest  or  of  the 

group  as  a   whole,  normative  restraints  prohibiting  this  action  are 
likely  to  develop. 

Moral  standards  that  have  been  internalized  and  are  socially  en- 
forced discourage  conduct  that  violates  the  basic  values  and  interests 

of  the  collectivity  by  changing  the  rewards  and  costs  of  such  conduct 

relative  to  alternatives.  The  guilt  feelings  and  social  disapproval  ex- 

perienced by  an  individual  whose  behavior  deviates  from  moral  stand- 
ards constitute  costs  that  are  expected  to  outweigh  the  rewards  this 

behavior  eould  bring  him.  These  sanctions  convert  conduct  tliat  other- 

wise would  be  irrational  into  a   rational  pursuit  of  self-interest.  Men 
who  forego  the  advantages  made  possible  by  cheating  do  not  act 

contrary  to  their  self-interest  if  the  peace  of  mind  and  social  approval 
they  obtain  for  their  honesty  is  more  rewarding  to  them  than  the 

gains  they  could  make  by  cheating.  For  the  democratic  citizen  who 

takes  his  political  obligations  seriously,  it  is  not  irrational  to  keep 

himself  politically  informed  and  to  vote,  because  the  satisfaction  he 

^   See  F.  J.  Roethlisberger  and  William  J.  Dickson,  Management  and  the  Worker, 

Cambridge:  Harvard  University  Press,  1939,  pp.  379-524;  and  Blau  and  W.  Rich- 

ard Scott,  Formal  Organizations,  San  Francisco:  Chandler,  1962,  pp.  89-93,  Wl-" 

192,  where  Roethlisberger  and  Dickson’s  case  of  the  Bank  Wiring  Observation 
room  is  further  analyzed. 

®   Blau,  The  Dynamics  of  Bureaucracy  (2d  ed  ),  University  of  Chicago  Press, 
1963,  pp.  187-193. 
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derives  from  living  up  to  his  obhgations  are  well  worth  the  cost  he 

incurs  by  doing  so.  Fully  intcrnalwcd  norms  serve  as  a   functional 

alternative  for  the  direct  control  of  individual  behavior  in  the  col- 

lectivity’s interests.®  Nevertheless,  social  sanctions  through  which 
moral  norms  are  enforced  are  essential  in  order  to  discourage  indi- 

viduals who  arc  not  strongly  committed  to  them  from  deviating  from 

these  norms  as  well  as  to  fortify  the  moral  commitment  of  tliose  who 

have  made  it. 

Social  norms  .substitute  indirect  e.vchangc  for  direct  transactions 

betsveen  individuals.  The  members  of  the  group  receive  social  ap- 

proval in  cvehange  for  conformity  and  tlic  contribution  to  the  group 

their  conformity  to  social  expectation  makes.  Conformity  to  norma- 

tive standards  often  requires  that  group  members  refrain  from  engag- 

ing in  certain  direct  exchange  transactions  witli  outsiders  or  among 

themselves.  Moral  standards  demand  that  girls  do  not  readily  grant 

sexual  favors  in  exchange  for  the  rewards  boys  offer  in  return,  that 

businessmen  do  not  engage  in  shady  dealings  in  order  to  reap  extra 

profits,  tliat  parents  devote  time  and  resources  to  rearing  tlieir  chil- 

dren instead  of  using  tliem  to  obtain  rewards  for  themselves.  By 

adhering  to  tliese  moral  principles,  individuals  establish  a   good  repu- 

tabon,  which  stands  tlicm  in  good  stead  in  subsequent  social  inter- 

action. A   good  reputation  in  the  community  is  like  a   high  credit 

rating-for  a   respectable  parent  or  a   girl  who  is  higlily  tliought  of  as 

well  as  for  a   trustxvorlliy  businessman— which  enables  a   person  to 
obtain  benefits  tliat  are  not  available  to  otlicrs.  Conformity  frequently 

entails  sacrificing  rewards  tliat  could  be  attained  through  direct  ex- 

change, but  it  brings  otlier  rewards  indirectly. 

Exchange  transactions  between  the  collectivity  and  its  individual 

members  replace  some  of  tlic  transacbons  bctxveen  individuals  as  the 

result  of  conformity  to  normative  obligabons.  In  a   group  of  close 

friends,  for  example,  each  one  feels  obliged  to  do  favors  for  any  of 

the  others  witliout  thought  of  return.  Tliere  is  no  direct  e.xchange  of 

favors,  but  tlie  group  norm  assures  tliat  each  friend  receives  assist- 
ance when  he  needs  it.  These  normative  obligations  generate  indirect 

chains  of  exchange,  as  John  does  Bill  a   favor.  Bill  helps  Joe  on  an- 

other occasion,  and  at  still  anotlier  time  Joe  has  an  opportunity  to  do 

something  for  John.  Should  one  of  the  boys  get  far  ahead  of  the 

others  in  the  favors  he  docs  for  them,  the  strong  social  approval  he 

“See  John  W.  Tlnbnut  and  Harold  II.  Kelley,  The  Social  Psychology  of  Groups, 
New  York.  Wiley,  1959,  pp.  127-135. 
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gets  for  being  such  a   good  friend  tends  to  balance  the  exchange  by 
giving  him  a   supenor  reputation  in  the  clique. 

The  same  principle  applies  to  formal  organizations.  Staff  officials 
do  not  assist  hne  officials  in  therr  work  in  exchange  for  rewards  re- 

ceived from  them,  but  furnishing  this  assistance  is  the  official  obliga- 
tion of  staff  members,  and  in  return  for  discharging  these  obligations 

they  receive  financial  rewards  from  the  company.  Long  chains  of 
social  transactions  occm  in  complex  organizations,  in  whi^  the  work 
of  some  members  contributes  to  the  performance  of  others,  and  which 
typically  do  not  involve  reciprocal  exchanges.  What  these  chains  of 
transactions  do  involve  is  conformity  to  official  obligations  on  the 
part  of  members  of  the  organization  in  exchange  for  rewards  received 

from  it.  In  interstitial  areas,  however,  informal  du-ect  exchange  trans- 
actions often  arise  that  supplement  these  formal  indirect  ones,  as 

illustrated  by  consultation  among  colleagues. 

Organized  philanthropy  provides  another  example  of  indiiect  social 

exchange.  In  contrast  to  the  old-fashioned  lady  bountiful  who  brought 
her  baskets  to  the  poor  and  received  their  gratitude  and  appreciation, 
there  is  no  direct  contact  and  no  exchange  between  individual  donors 

and  recipients  in  contemporary  organized  charity.  Wealtliy  business- 

men and  members  of  the  upper  class  make  philanthropic  contribu- 
tions to  conform  with  the  normative  expectations  that  prevail  in  their 

social  class  and  to  earn  the  social  approval  of  their  peers,  not  in 

order  to  earn  the  gratitude  of  the  individuals  who  benefit  from  their 

charity.  One  student  of  the  subject  has  emphasized  that  charitable 

contributions  are  largely  motivated  by  the  specific  rewards  they  pro- 
duce for  businessmen  in  the  form  of  furthering  their  careers  in  the 

business  world  and  of  maintaining  good  pubhe  relations  for  the  cor- 

porations they  represent.^®  The  upper  class  rewards  its  individual 
members  for  making  contributions  to  the  underprivileged.  In  addi- 

tion, there  is  an  implicit  exchange  between  the  collectivity  of  donors 

and  the  collectivity  of  recipients,  though  not  between  their  individual 
members. 

By  assuming  the  moral  obligation  to  be  charitable  to  the  poor,  the 

upper  class  establishes  a   claim  to  moral  righteousness  and  superiority, 

which  ideologically  justifies  and  fortifies  its  superior  social  status  and 

power.  The  social  norm  of  noblesse  oblige  is  a   two-edged  sword,  be- 

cause it  implies  both  that  nobility  obliges  and  that  being  obliging  is  a 

sign  of  nobility.  It  not  only  encourages  the  upper  class  to  assume  some 

Aileen  D.  Ross,  “Philanthropic  Activity  and  the  Business  Career,  Social 

Forces,  32  (1954),  274r-280. 
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obligations  for  the  lower  classes  but  also  enables  the  wealthy  and 

powerful  to  make  a   claim  to  deference  on  grounds  of  moral  superior- 

ity by  discharging  tliese  obligations.  At  the  same  time,  the  acceptance 

of  charity  socially  marks  an  individual  as  a   pauper,  as  Simmel  has 

noted  in  a   passage  previously  cited.”  It  transforms  him  from  a   poor 
individual  into  a   member  of  tlie  social  class  of  underprivileged  that 
depends  for  support  on  the  charity  of  higher  classes  and  owes  them 

collective  deference  for  being  supported.  Middle-class  transmitters  of 
charity  tend  to  enforce  the  deference  with  which  the  class  of  re- 

cipients of  assistance  is  expected  to  repay  tire  contributions  of  the 

upper  classes.  These  exchanges  between  collectivities  help  to  sustain 

the  class  structure  as  well  as  the  system  of  organized  charity. 

Professional  services  involve  a   still  more  complex  pattern  of  ex- 
changes among  collectivities  and  between  them  and  their  individual 

members,  which  replaces  direct  exchange  transactions  between  indi- 

viduals that  are  proscribed  by  normative  standards.  Professionals  are 

expected  to  be  governed  in  their  work  exclusively  by  professional 

standards  of  performance  and  conduct  and  not  by  considerations  of 

exchange  with  chents.  Although  free  professionals  depend  on  fees 

from  clients  for  tlieir  livelihood,  the  professional  code  of  ethics  de- 
mands that  tliey  do  not  let  tins  fact  influence  their  decisions  and  that 

tliese  economic  transactions  do  not  affect  the  social  interaction  in 

xvhich  professional  serxdces  are  rendered  to  chents.  The  professional 

must  refrain  from  engaging  in  reciprocal  social  exchange  xvith  clients 

lest  his  decisions  be  influenced  by  tlie  exchange  instead  of  being 

based  only  on  his  best  judgment  in  terms  of  professional  standards. 

Parsons’  analysis  of  psychotherapy,  which  may  be  considered  a 
prototype  of  professional  services  in  this  respect,  illustrates  this 

point.”  In  normal  social  intercourse,  considerations  of  e,xchange  guide 
tlie  conduct  of  participants— friendly  overtures  tend  to  be  reacted  to 

xvitli  friendliness,  aggression  is  typically  penalized  through  with- 
drawal or  counteraggression,  and  so  forth.  Psychotherapy  requires 

that  a   psychiatrist  in  interaction  with  a   patient  abstain  from  recipro- 

cating in  this  fashion  and  instead  react  to  his  patient’s  neurotic 
behavior  purely  on  tlic  basis  of  xvhat  professional  standards  indicate 

to  be  in  the  best  interest  of  treatment.  The  professional  detachment  of 

die  psychiatrist,  xvhich  means  he  is  not  concerned  with  obtaining 

social  rewards  in  his  interaction  witli  patients,  permits  him  to  refrain 

”   Georg  Simmel,  Sozlologic,  Leipzig:  Duncker  und  Humblot,  1908,  pp.  490- 
491. 

i^Talcott  Parsons,  The  Social  System,  Gleneoe.  Free  Press,  1951,  pp.  460-462. 
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from  penalizing  a   patient  for  expressing  aggression  and  to  reject  the 
friendly  overtures  of  another  should  effective  treatment  demand  such 

conduct.  The  psychiatrist  who  successfully  treats  patients  in  accord- 

ance with  professional  standards  receives  social  approval  and  respect 
from  his  colleagues,  which  sustain  his  professional  detachment  by 
compensating  him  for  the  sacrifice  of  social  rewards  in  interaction 

with  patients.  Professionals  in  general  are  primarily  oriented  to  the 

social  approval  of  colleagues  rather  than  to  that  of  clients,  and  pro- 
fessional detachment  would  not  be  possible  otlierwise. 

A   profession  renders  valued  services  to  the  community— protecting 
its  health,  administering  its  laws,  educating  its  youth— in  return  for 
whicli  the  community  gives  it  exclusive  license  to  perform  certain 
tasks  and  the  mandate  to  control  the  work  carried  out  in  its  area  of 

competence  by  its  own  members  as  well  as  by  others,  such  as  semi- 

professionals and  technicians.^®  The  power  of  self-control  is  a   distinc- 
tive characteristic  of  professions,  which  differentiates  them  from  other 

occupations.  It  consists  of  frvo  related  elements.  First,  practitioners 

must  acquire  expert  knowledge  in  a   field  and  adopt  professional 

standards  of  conduct  that  enable  them  to  discharge  complex  profes- 

sional responsibilities  \vitliout  supervision.  Second,  the  members  of 

a   profession  constitute  a   colleague  group  of  peers,  and  tlie  only  ones 

considered  qualified  and  entitled  to  judge  the  performance  of  a   prac- 
titioner are  his  professional  peers.  The  controlling  power  of  the  pro- 

fession over  tlie  recruitment,  training,  and  subsequent  fate  of  its 

members  promotes  compliance  widi  professional  standards  and  re- 
sistance to  pressures  to  depart  from  them.  Some  professions,  such  as 

teaching,  social  work,  and  nursing,  are  not  dependent  on  their  clients 

for  remuneration,  but  many  practitioners  in  other  professions,  such 

as  medicine  and  law,  are  paid  for  their  ser\'ices  by  their  clients.  Tliis 

economic  exchange  sometimes  makes  it  difficult  to  adhere  to  profes- 

sional standards  in  disregard  of  the  demands  of  clients.  The  conse- 
quent need  for  counterpressure  to  maintain  professional  standards 

may  be  one  of  the  reasons  these  free  professions,  with  many  self- 
employed,  seem  to  have  been  more  likely  than  others  to  develop 

strong  professional  organizations.  The  e.xpectation  is  that  an  indirect 

chain  of  exchange  replaces  direct  social  transactions  based  on  con- 

siderations of  reciprocity.  The  organized  profession  rewards  its  indi- 
vidual members  for  furnishing  services  to  clients  in  conformity  with 

^*Sce  Everett  C.  Hughes,  Men  and  their  Work,  Glencoe:  Free  Press,  1958, 

chapter  and  William  J.  Goode,  “Community  \vitliin  a   Community,"  American 
Sociological  Review,  22  (1957),  194-200. 
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professional  standards,  the  recipients  of  these  services  make  contribu- 

tions to  the  community;  and  the  community  bestows  superior  social 
status  and  controlhng  power  upon  the  profession  as  a   corporate  group, 
which  enable  it  to  control  and  reward  its  members. 

Hie  situation  of  bureaucrabc  officials  who  provide  services  to  clients 

is  similar  to  that  of  professionals.  Officials  in  a   bureaucracy  are  ex- 
pected to  treat  clients  in  a   detached  manner  in  accordance  with 

official  rules,  and  tliis  requires  that  officials  abstain  from  exchange 

relafaons  wth  clients,  because  exchange  transactions  would  make 

tliem  obligated  to  and  dependent  for  rewards  on  clients.  Even  if  it 

is  only  tlie  gratitude  and  approval  of  clients  an  official  wants  to  earn, 

his  concern  with  doing  so  can  hardly  fail  to  influence  his  decisions 

and  may  lead  him  to  depart  from  official  proccdures.^^  If  officials 
become  dependent  on  clients  either  for  rewards  they  personally  seek 

or  for  services  of  clients  the  organization  needs,  they  must  enter  into 

exchange  transactions  with  clients,  which  means  diat  they  cannot 

strictly  follow  bureaucratic  procedures  in  their  relation  with  clients. 

Two  studies  found  that  situations  in  which  officials  were  dependent 

on  clients  engendered  debureaucratization,  that  is,  departures  from 

bureaucratic  principles.” 
An  essential  element  of  professional  and  bureaucratic  detachment 

is  the  absence  of  exchange  relations  witli  chents.  Exchange  trans- 

actions create  obligations  tliat  make  it  impossible  to  conform  undevi- 

atingly  to  professional  or  bureaucrabc  standards.  Treatment  of  clients 

in  accordance  with  diese  standards  suppresses  duect  exchange  widi 

them  and  substitutes  for  it  a   series  of  indirect  social  transactions  be- 
tween coUecbvities  and  their  individual  members  and  sometimes  also 

among  collectivities. 

Values  as  Media  of  Social  Transactions 

Common  values  of  various  types  can  be  conceived  of  as  media  of 

social  transactions  tliat  ex'pand  tlie  compass  of  social  interaction  and 
the  structure  of  social  relations  through  social  space  and  time.  Con- 

The  colleague  group  of  ofBcials  may— in  effect,  assuming  the  role  of  a   pro- 
fessional or  bureaucratic  organizaUon— promote  impersonal  treatment  of  chents 

by  rewarding  such  impersonal  conduct  with  social  approval,  thus  compensating 
individual  members  for  the  rewards  foregone  by  treating  clients  impersonally, 

see  Blau,  op  cit.,  pp,  85-86,  106-112. 

if^Elihu  Katz  and  S.  N.  Eisenstadt,  “Some  Sociological  Observations  on  the 

Response  of  Israeli  Organizations  to  New  Immigrants,”  Administratwe  Science 
Quarterly,  5   (1960),  113-133.  and  Blau  and  Scott,  op.  cit,  pp  232-233. 
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sensus  on  social  values  serves  as  the  basis  for  extending  the  range 
of  social  transactions  beyond  the  limits  of  direct  social  contacts  and 

for  perpetuating  social  structures  beyond  the  life  span  of  human 
beings.  Value  standards  can  be  considered  media  of  social  life  in  two 
senses  of  the  term:  the  value  context  is  the  medium  tliat  molds  tlie 

form  of  social  relationships;  and  common  values  are  the  mediating 
links  for  social  associations  and  transactions  on  a   broad  scale.  The 

principle  can  be  illustrated  by  using  social  communication  as  an 

analogy,  altliough  media  of  communication  are,  of  course,  not  social 

values.^® 
All  social  relations  and  transactions  involve  communication.  Direct 

communication  between  people  requires  face-to-face  contacts,  but  it 
is  impossible  for  most  members  of  large  collectivities  to  be  in  personal 
contact.  Yet  social  communication  is  essential  to  sustain  the  structure 

of  social  relations  and  tlie  networks  of  social  transactions  that  integrate 

large  collectivities  into  a   social  unit.  Hence  there  is  a   need  for  a 

social  mechanism  tliat  permits  tlie  proliferation  of  social  communica- 

tion throughout  a   community  and  provides  mediating  links  between 

distant  communicators.  Media  of  communication  fill  this  need.  They 

increase  the  range  of  communication,  making  it  independent  of  tech- 

nical considerations  and  geographical  distance  and  dependent  only 

on  social  boundaries.  Newspapers  and  magazines,  the  radio  and  tele- 
vision, books  and  movies,  serve  as  tlie  conveyors  of  messages  to  large 

audiences  widely  separated  in  space.  Letters  and  telephones  make 

intercommunication  across  great  distances  possible.  Cars,  trains,  and 

planes  permit  persons  who  live  far  apart  to  have  intermittent  direct 

social  contact.  By  changing  the  form  of  social  communications,  the 
media  of  communication  affect  tlieir  nature.  Thus  the  mass  media 

substitute  for  intercommunication  a   primarily  one-sided  transmission 
of  messages  from  a   communication  center  to  a   large  audience  tliat 

has  little  opportunity  for  feedback  communication,  as  exemplified  by 

newspaper  readers  and  the  rare  occasions  on  whicli  members  of  tliis 

group  mite  letters  to  tlie  editor. 

Hie  major  function  of  the  media  of  communication  is  to  broaden 

the  scope  of  social  communication,  and  a   main  function  of  common 

values  is  similarly  to  broaden  tlie  scope  of  social  associations  and 

transactions  of  various  lands.  The  mass  media  change  die  nature  of 

i®A  different  conception  of  symbolic  media  of  social  interaction,  which  also 

calls  attention  to  tlieir  resemblance  to  communication  tlirough  language,  is  pre- 

sented in  Parsons,  "On  tlie  Concept  of  Influence,”  Public  Opinion  Quarterly,  27 
(1963),  38-51. 
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istic  standards  for  comparing  associates  and  orienting  one’s  behavior 
toward  them.  The  fact  that  an  association  is  intrinsically  rewardmg, 
on  the  other  hand,  means  that  the  particular  features  that  make  it 

unique  and  incomparable  determine  the  orientation  to  it.  Here  the 

focus  is  on  psychological  dispositions  in  interpersonal  relations. 

Parsons  and  Shils  explicitly  designed  their  analytieal  distinction,  how- 

ever, to  be  apphcable  not  only  to  the  microscopic  study  of  these 

socio-psychological  forces  but  also  to  the  macroscopic  analysis  of 
complex  social  structures.  From  the  macroscopic  perspective,  the 

crucial  question  is  what  structural  constraints  effect  the  pattern  of 

role  relations  in  the  social  system,  not  what  inducements  dispose 

individuals  to  associate  with  specific  others.  Another  imphcation  of 

the  universahsm-particularism  dichotomy  is  most  relevant  for  the 
analysis  of  social  structure. 

In  their  most  explicit  definition,  Parsons  and  Shils  state  that  uni- 

versalistic  standards  “are  defined  in  completely  generahzed  terms, 

independent  of  the  particular  relationship  of  the  actor’s  own  statuses 
( qualities  or  performances,  classificatory  or  relational )   to  those  of  the 

object.”  Particularistic  standards,  in  contrast,  “assert  the  primacy  of 
the  values  attached  to  objects  by  their  particular  relations  to  the 

actor’s  properties.  .   .   .”  The  specific  differentiating  criterion,  there- 
fore, is  whether  the  value  standards  that  govern  the  orientations  and 

associations  among  people  are  independent  or  not  independent  of 

the  relationship  between  their  status  attributes.  For  instance,  if  the 

members  of  a   community,  regardless  of  their  ovim  age,  express  highest 

regard  for  the  maturity  of  old  age,  or  if  all  age  groups  tend  to  value 

youth  most  highly,  age  would  constitute  a   universalistic  standard. 

But  if  most  people  express  a   preference  for  their  own  age  group— 
the  old  thinking  more  highly  of  older  people,  and  the  young,  of 

younger  ones— age  would  constitute  a   particularistic  standard.  In 
other  words,  attributes  that  are  valued  by  people  regardless  of 

whether  they  possess  them  reflect  universalistic  values,  whereas  pref- 

erences for  attributes  like  one’s  own  reflect  particularistic  values. 
This  criterion,  which  yields  an  operational  measure  of  the  theoreti- 

cal concepts,  refers  to  the  implications  of  universahsm-particularism 

for  the  structure  of  social  relations  in  a   collectivity.^®  Universalistic 

Ibid ,   p   82. 

See  Blau,  “Operationalizing  a   Conceptual  Scheme,”  American  Sociological 

Review,  27  (1962),  pp.  159-169.  Since  a   man’s  status  affects  the  impact  of  his 
approval,  the  cnterion  could  be  refined  by  weighing  the  preferences  of  eadi  re- 

spondent by  the  significance  his  evaluations  have  for  the  rest. 
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standards  give  rise  to  differentiation  of  social  status,  since  attributes 

or  performances  that  are  universally  valued  give  prestige  and  power 

to  those  who  have  them.  Particularistic  standards  produce  segregating 

boundaries  between  subgroups  in  the  collectivity,  because  the  tend- 

ency to  value  characteristics  like  one’s  own  unites  individuals  with 
given  charactenstics  and  separates  them  from  those  with  others. 

Occupational  achievement  and  financial  success  are  umversalistic 

values  that  differentiate  social  status  in  our  society,  and  religious 

beliefs  are  particularistic  values  that  segregate  the  members  of  the 

different  major  denominations.^® 
Particularistic  social  values,  the  first  type,  are  media  of  social  inte- 

gration and  solidarity.  The  distinctive  values  they  share  unite  the 

members  of  a   collectivity  m   common  social  solidarity  and  extend  the 

scope  of  integrative  bonds  far  beyond  the  hmits  of  personal  feelings 

of  attraction.”^  These  cultural  or  subcultural  beliefs  become  symbols 
of  group  identity  that  define  the  boundary  between  the  ingroup  and 

the  outgroup.  The  particular  shared  values  that  distinguish  a   collec- 
tivity from  others  constitute  the  medium  through  which  its  members 

are  bound  together  mto  a   cohesive  community.  They  serve  in  this 

way  as  functional  substitutes  for  the  sentiments  of  personal  attraction 

that  integrate  the  members  of  a   face-to-face  group  into  a   cohesive 
unit  The  common  values  in  a   community,  however,  also  mediate 

personal  bonds  of  attraction,  since  they  constitute  particularistic 

criteria  of  social  attraction  that  promote  the  formation  of  friendly 

relations  among  members  of  the  community  after  short  acquaintance. 

Although  particularistic  values  could  not  serve  their  integrating  func- 
tion were  they  not  shared  throughout  the  collectivity,  neither  could 

they  serve  this  function  were  they  not  defined  as  distinctive  by  con- 
trast with  the  different  values  in  other  collectivities.  What  is  common 

to  humanity  does  not  serve  as  a   distinctive  symbol  of  group  identity. 

2®  Value  standards,  however,  do  not  necessarily  remain  purely  particularistic 

or  umversalistic.  Thus  the  fact  that  Protestants  are  the  high-status  majority  group 
in  the  United  States  introduces  a   umversalistic  element  into  the  otherwise  par- 
ticulanstic  religious  values,  there  is  some  general  tendency  to  prefer  Protestants 

that  complements  the  prevailing  preferences  for  the  rehgious  ingroup  Similarly, 
while  research  skills  and  teaching  abihty  constitute  two  umversalistic  standards 

among  academic  scholars,  those  who  are  outstanding  in  one  respect  tend  to 

emphasize  its  importance,  while  those  who  are  outstanding  in  the  other  tend  to 

stress  its  significance,  with  the  result  that  a   particularistic  element  intrudes  upon 
the  umversahstac  standards. 

21  Reference  here  is  to  what  Emile  Durkheim  terms  “mechanical  solidarity”. 
On  the  Division  of  Labor  in  Society,  New  York  Macmillan,  1933,  pp.  70-110, 

esp.  pp.  79, 109-110 
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Particularistic  values  are  characteristic  attributes  that  distinguish 
collectivities,  and  simultaneously  with  uniting  the  members  of  each 

in  social  sohdarity  they  create  segregating  boundaries  between 
colleetivities. 

Second,  universahstic  values  are  media  of  soeial  exchange  and  dif- 
ferentiation, which  expand  the  range  of  exchange  transactions  and 

status  structures  beyond  the  confines  of  direct  social  interaction.  All 

exchange  ultimately  involves  the  products  of  the  labor  of  diflFerent 

persons,  that  is,  services  that  have  been  performed.  Even  barter, 
however,  is  not  hmited  to  the  exchange  of  the  services  or  labor  of  the 

two  partners  themselves,  since  one  can  exchange  an  object  he  owns 

that  was  produced  by  a   third  person  for  the  services  of  the  other, 

for  example,  a   spear  for  help  with  hoeing  his  garden.  Exchange  itself 

stimulates  the  tendency  to  obtain  objects  not  merely  for  one’s  own 
use  but  also  for  use  in  subsequent  barter.  When  individuals  obtain 

objects  in  barter  that  they  cannot  use  themselves,  m   order  to  exehange 

them  later  for  others  they  can  use,  indirect  exchange  has  begun. 

The  crucial  problem  of  indirect  exchange  is  that  of  a   generally  valid 

measure  of  comparative  value.  The  cost  a   man  is  willing  to  incur  for 

an  object  he  wants  to  use  in  trade  depends  on  his  estimate  of  what 

it  is  worth  to  others,  not  on  its  subjective  worth  to  himself,  as  would 

be  the  case  were  he  only  interested  in  using  it  himself.  For  men  to 

make  such  estimates  realistically,  there  must  be  universal  agreement 

in  a   community  on  a   standard  of  value  in  terms  of  which  diverse 

products  and  services  can  be  compared.  A   universahstic  standard  of 

value,  into  which  the  worth  of  the  different  products  of  labor  can  be 

translated,  serves  as  a   medium  of  exchange. 

The  prototype  of  a   medium  of  exchange  is,  of  course,  money,  which 

Boulding  defines  as  “those  assets  which  are  customarily  exchanged 
for  a   wide  variety  of  other  assets,  and  which  are  wanted  mainly 

because  of  a   belief  in  their  continuing  abihty  so  to  be  exchanged.” 
Modern  money  is  basically  not  a   valuable  commodity,  such  as  gold, 

but  a   generally  agreed  upon  abstract  standard  for  ascertaining  and 

comparing  the  value  of  everything  that  enters  into  economic  trans- 
actions. A   tremendous  expansion  of  the  network  of  indirect  exchange 

transactions  is  made  possible  by  money,  because  it  permits  the  easy 

transfer  of  obligations  and  credit,  and  because  it  is  a   highly  liquid 

asset  that  can  be  readily  converted  into  any  other  economic  valuable. 

As  a   medium  of  exchange,  money  is  a   “store  of  value,”  which  serves 

Kenneth  E.  Boulding,  Economic  Analysis  (3d  ed.).  New  York:  Harper,  1955, 

p.  312. 

23  Ibid.,  pp.  310-313. 
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as  a   repository  of  all  matenal  value— valuables  being  either  directly 
transformed  into  money  or  translated  into  money  equivalents— and 

with  which  profits  can  be  accumulated  in  the  form  of  capital;  that  is, 

the  benefits  derived  from  services  furnished  can  be  enjoyed  or  used 

at  some  future  time.  Its  transferabihty  makes  money  the  intermediary 

in  a   complex  system  of  mduect  exchange.  Each  person  renders  serv- 
ices to  another  or  to  an  organization,  in  return  for  which  he  obtains 

goods  and  services  he  wants  not  from  the  recipient  but  from  a   large 

number  of  others,  and  money  mediates  these  mduect  exchange  trans- 

actions. “The  quality  of  being  ‘money’  is  a   matter  of  degree  rather 

than  of  kind,”  since  money  differs  from  other  valuables  only  in  the 
higher  degree  of  its  liquidity,  that  is,  the  greater  ease  with  which  it 
can  be  converted  into  other  commodities. 

While  there  is  no  exact  counterpart  of  money  in  social  exchange- 

nothing  nearly  as  liquid— universahstic  standards  of  social  contribu- 
tions and  achieved  status  serve  similar  functions.  Widiin  the  scope 

of  social  consensus  on  the  relative  value  of  different  contributions, 

indirect  exchange  is  possible,  because  a   person’s  services  directly 
benefiting  some  segments  of  the  community,  if  the  entire  commumty 

defines  them  as  important,  earn  him  general  social  approval  and 

rewards  that  often  do  not  come  from  the  same  segment.  Universahstic 

values  of  achievement  and  approval  are  the  medium  of  social  exchange 

into  which  diverse  contributions  to  the  collective  welfare  are  trans- 

lated in  the  form  of  social  status  m   the  community.  This  creates  a 

“store  of  value”— social  credit  that  individuals  can  draw  on  to  obtain 
advantages  at  a   later  time.  Thus  common  standards  of  fauness  enable 

individuals  to  establish  a   social  reputation  in  exchange  transactions 

that  benefit  them  m   later  transactions  with  other  partners  Superior 

social  status  in  the  collectivity  is  the  generalized  reward  for  having 

made  contnbubons  to  its  welfare  umversally  acknowledged  as  impor- 
tant, and  it  is  the  generalized  means  that  makes  a   large  variety  of 

specific  social  rewards  available  to  individuals. 

The  differentiation  of  social  status  generated  by  universahstic  stand- 
ards of  valued  performance  serves  as  a   medium  of  social  exchange, 

that  is,  as  a   repository  of  accumulated  social  rewards  from  which 

future  benefits  can  be  derived.  The  symbols  and  outward  manifesta- 

tions of  generally  acknowledged  achievement  command  respect  and 

deference  throughout  the  community  Universahstic  standards  of  per- 
formance also  furnish  mediating  links  for  indirect  exchange,  since 

they  make  it  possible  for  persons  to  supply  services  to  some  and 

Ibid,pp.  311-312. 
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receive  returns  for  them  from  others  in  the  community.  As  noted  in 

the  section  on  Social  Norms  and  Indirect  Exchange,  for  instance,  it  is 

the  colleague  group  or  organization  that  rewards  professionals  or 

officials  for  rendering  services  to  clients  in  accordance  with  universal- 

istic  standards.  The  community  repays  its  collective  obligation  to  the 

profession  or  organization  for  its  valued  services  with  a   mandate  of 

controlling  power  that  enables  the  corporate  group  to  reward  its 

individual  members.  Status  claims  and  privileges  defined  in  terms  of 

universalistic  standards  are  not  as  liquid  and  transferable  an  asset 

as  money,  but  they  are  an  asset  of  general  significance  that  expands 

the  range  of  social  exchange  beyond  the  limits  of  direct  'social  contact. 
Third,  social  values  that  legitimate  authority  are  media  of  organiza- 

tion, which  extend  the  scope  of  organized  social  control.  The  common 

values  and  norms  in  a   collectivity  that  legitimate  the  authority  of  a 

government  or  leadership  and  enforce  compliance  with  its  commands 

constitute  a   medium  of  organizing  power.  They  are  a   repository  of 

the  power  to  command  compliance,  which  is  stored  in  them  as  the 

result  of  die  joint  social  obligations  due  to  the  benefits  derived  from 

the  leadership,  and  which  is  available  to  the  leadership  in  order  to 

organize  collective  endeavors.  The  social  norms  internalized  and 

enforced  by  the  members  of  a   collectivity  that  effect  compliance  with 

die  commands  of  an  authority  also  constitute  mediating  links  in  the 

exercise  of  power.  For  these  norms  mediate  between  the  issue  of 

commands  and  the  compliance  with  them,  whereas  other  forms  of 

power  are  not  mediated  but  are  directly  enforced  by  the  persons  or 

groups  who  exercise  control  themselves.  Legitimate  audiority  can 

reside  in  impersonal  principles  and  offices,  which  makes  it  independent 

of  the  individuals  who  administer  die  principles  and  occupy  the 

offices.  It,  consequently,  can  be  transferred  from  one  person  to  an- 

other—from  one  incumbent  of  an  office  to  another— and  delegated  by 
superiors  to  subordinates.  Legitimating  values  greatly  enlarge  the 

range  of  controlling  power,  both  directly  and  indirectly.  They  make 

the  organizing  power  of  a   government  or  administration  independent 

of  the  personal  influence  or  obligations  its  members  can  establish.  It  is 

not  the  personal  influence  of  the  man  in  the  White  House  but  the 

legitimate  audiority  of  the  office  of  President  that  gives  the  incumbent 

such  wide  powers.^'  Moreover,  die  legitimate  authority  of  an  admin- 
istration over  its  own  organization  bestows  on  it  the  entire  power  of 

Personal  differences  in  leadership  do,  of  course,  affect  the  scope  of  the 

power  exercised  by  tlic  President,  but  they  merely  augment  the  authority  that 
resides  in  his  office. 
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the  organization  Thus  the  political  authority  of  the  government  em- 
powers it  to  mobilize  the  resources  of  the  nation  for  use  in  the  power 

struggle  between  nations. 

Opposition  ideals,  finally,  are  media  of  social  change  and  reor- 

ganization Revolutionary  ideologies  extend  the  scope  of  opposition 
to  existing  powers  beyond  the  limits  of  the  influence  of  individual 

proselyting  to  all  whose  existential  conditions  predispose  them  toward 

these  ideals,  the  world-wide  impact  of  Marx’s  program  being  a 
dramatic  example  Opposition  ideals  consbtute  a   medium  of  social 

reorganization,  inasmuch  as  they  legitimate  the  leaders  of  opposition 
movements  and  then:  organizing  power  and  thus  produce  a   counter- 

vaihng  force  against  entrenched  powers  and  existing  institutions  in 
the  society.  Revolutionary  change  or  fundamental  reforms  can  occur 

in  a   society  only  if  men  are  inspired  by  radical  ideals  for  the  sake 

of  which  they  are  willing  to  sacrifice  their  material  welfare.  Such 

ideals  also  serve  as  mediating  links  that  bnng  together  men  who  feel 

exploited  and  oppressed  and  unite  them  in  a   common  cause. 

These  four  types  of  social  values  are  reflected  in  four  facets  of 

social  structures.  Particularistic  values  and  the  processes  of  social 

integration  associated  with  them  are  the  basis  of  social  solidarity  and 

group  loyalty.  These  values  range  from  those  that  fortify  the  cohesive- 
ness of  subgroups  and  simultaneously  create  segregating  boundaries 

between  them  to  those  that  encompass  all  members  of  a   society  and 

unite  them  in  common  solidarity.’'®  Universalistic  values  and  the 
processes  of  differentiation  to  which  they  give  rise  find  expression  m 

the  society’s  distribution  systems,  including  notably  the  class  structure 
as  the  basic  manifestation  of  the  differential  distribution  of  major 

social  rewards,  tlie  systems  of  exchange  and  competition  through 

2"  Since  particularistic  standards  can  be  shared  by  all  members  of  a   society, 
we  may  ask  what  distinguishes  them  from  universahstic  standards,  which  are  also 

shared  by  all.  To  answer  this  quesbon,  it  is  necessary  to  distinguish  the  shared 

standard  from  the  valued  attributes  or  performances  to  which  it  refers.  Par- 
bcularishc  standards  place  a   positive  value  on  those  attributes  of  the  members 
of  a   collectivity,  including  their  beliefs  and  conduct,  that  all  have  m   common 
and  that  differenbate  them  from  outsiders.  Umversalistic  standards,  m   contrast, 

entail  social  consensus  that  certain  qualibes  and  performances  that  are  not  char- 
acterishc  of  all  members  of  the  collecbvity  are  valuable  assets  deservmg  of  social 

recognition,  and  these  standards  are  often  the  same  in  different  collecbvities. 

The  behef  in  American  ideals,  shared  by  most  members  of  this  nabon  and  con- 
trasbng  with  the  different  ideals  of  other  nations,  exemphfies  particularism 

The  behef  that  high  mtelhgence  is  a   valuable  attribute  illustrates  universalism. 
Most  Americans  share  this  belief  but  many  do  not  have  the  valued  attribute,  and 

people  m   other  countries  also  value  mtelhgence. 
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which  social  and  economic  distributions  are  accomphshed,  and  the 

functions  associated  with  them,  such  as  division  of  labor,  technology, 
and  training.  Legitimating  values,  which  are  the  foundation  of  stable 

organization  and  centrahzed  authority,  are  reflected  in  the  political 

and  administrative  organization  of  any  collectivity,  the  society  at 

large,  and  the  various  organized  collectivities  within  it.  Opposition 

ideologies  and  the  conflicts  they  reveal  and  crystallize,  finally,  under- 

lie the  recurrent  patterns  of  change  and  reorganization  in  societies, 

and  these  political  ideals  are  partieularistic  values  that  constitute  new 

bases  of  social  solidarity  and  produce  realignments  as  loyalty  to  the 

opposition  movement  supersedes  other  particularistic  allegiances. 
Each  of  the  four  facets  of  social  structure  is  manifest  in  a   eertain 

distribution  of  attributes  and  pattern  of  social  transactions  among  the 

members  of  the  collectivity.  Social  solidarity  rests  on  the  homogeneity 

of  some  attributes,  notably  beliefs,  in  a   population  and  reciprocal 

relations  in  which  social  support  is  exchanged  among  them.  Distribu- 

tion systems  involve  the  heterogeneity  of  other  attributes  in  the 

population,  which  is  associated  with  reciprocal  transactions  in  the 

exchange  system  and  with  unilateral  transactions  in  the  system  of 

differentiated  status.  Organization  involves  heterogeneity  of  attributes 

and  transactions  coordinated  through  centralized  direction.  Opposi- 

tion imphes  a   dichotomy  of  attributes  in  a   collectivity  and  negative 

reciprocity  in  social  interaction,  that  is,  oppression  and  retaliation, 

hostility  and  counteraggression. 

The  four  syndromes  discussed  also  have  implications  for  a   society’s 
collective  control  over  its  membership.  Specifically,  they  meet  the 

four  conditions  necessary  to  maintain  collective  power  and  prevent 

the  usurpation  of  power  by  individuals  suggested  by  the  schema 

presented  in  chapter  five,  namely:  (1)  supply  of  needed  rewards, 

(2)  available  alternatives,  (3)  coercive  force,  and  (4)  ideals  lessen- 
ing material  needs.  First,  particularistic  values  and  social  sohdarity 

become  sources  of  important  rewards  for  individuals  that  only  the 

collectivity  can  furnish,  thus  making  individuals  dependent  on  the 

collectivity.  Second,  universalistic  standards  that  define  the  value  of 
contributions  to  the  common  welfare  and  the  differential  rewards 

associated  witli  them  stimulate  competition.  If  many  individuals  or 

segments  of  a   community  compete  for  making  needed  contributions, 

the  existence  of  alternative  suppliers  of  essential  services  makes  the 

community  independent  of  any  one  of  them.  In  other  words,  univer- 
salistic criteria  of  rewards  promote  a   multiplicity  of  suppliers  of 

needed  services,  none  of  whom  is  indispensable,  which  protects  the 

collectivity  from  becoming  dependent  on  an  indispensable  monopolist. 
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Public  education  fosters  such  an  abundance  of  suppliers  of  important 
contributions.  Third,  the  political  state  monopolizes  the  legitimate 
use  of  coercive  force  in  a   society/’  which  is  available  as  a   last  resort 
to  control  recalcitrant  members,  and  other  orgamzed  collectivities  also 

have  eoercive  sanctions  at  then  disposal,  such  as  management’s  power 
of  dismissal.  Finally,  common  ideals  provide  incentives  for  the  mem- 

bers of  a   collectivity  to  sacrifice  material  rewards  in  order  to  advance 

its  cause.  While  this  is  especially  important  for  opposition  move- 

ments, since  support  for  tliem  entails  typically  great  sacrifices,  the 
patriotic  ideals  of  a   nation  have  the  same  function. 

Institutionalization 

Legitimate  organizations  are  faced  with  the  problem  of  their  per- 
petuation through  time.  To  be  sme,  all  populations,  animal  as  well 

as  human,  reproduce  themselves,  and  no  special  arrangements  are 

necessary  to  assure  the  survival  of  the  species  for  many  generations. 

The  survival  of  a   legitimate  social  order  beyond  the  life  span  of 

individuals,  however,  does  require  special  mshtubons.  The  basic  cul- 

tural values  and  beliefs  that  are  sacred  or  virtually  sacred  to  people 

make  them  eager  to  preserve  diese  ideas  and  ideals  for  future  gen- 
erations. The  investments  made  in  the  organized  patterns  of  social 

hfe  that  are  legibmated  by  tliese  values  and  embody  diem,  and  in 

the  knowledge  and  technology  that  further  the  common  welfare, 

make  men  mterested  in  preserving  those  too.  Formalized  arrange- 
ments are  instituted  perpetuating  the  legitimate  order  and  the  social 

values  that  sustain  it  through  fame  by  making  them  independent  of 

individual  human  beings.  The  orgamzed  community  survives  total 

turnover  of  its  membership,  often  for  many  generations,  as  Simmel 

has  noted.’®  What  persists  are  the  principles  governing  social  relations 
and  patterns  of  conduct,  and  the  reason  for  their  persistence  is  that 

they  have  become  institutionalized. 

Institutionalization  involves  formalized  procedures  that  perpetuate 

organizing  prineiples  of  social  hfe  from  generation  to  generation. 

Establishing  a   formal  procedure  requires  an  investment  of  resources, 

and  it  presences  and  rigidifies  patterns  of  social  conduct  and  relations. 

Merely  making  explicit  a   course  of  action  that  has  become  customary 

entails  effort  and  stabihzes  it.  Setting  up  rules  to  be  consistendy 

followed  involves  further  costs  and  crystallizes  the  pattern  of  action 

”   Weber,  op.  cit ,   pp.  154-157. 

Simmel,  op.  cit.,  p   497. 
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further.  The  members  of  organizations  sometimes  operate  under  the 

guidance  of  superiors  and  on  the  basis  of  precedent  without  having 

written  procedures  to  follow.  Ascertaining  the  principles  underlying 
their  decisions  and  producing  an  oflBcial  manual  of  procedures  is  a 

diflScult  task  necessitating  major  investments,  which  are  made  in  the 

hope  of  the  future  benefits  resulting  from  having  such  formahzed 

procedures.  The  explicitly  formulated  set  of  procedures,  which  are 

expected  to  govern  the  decisions  of  all  members  of  the  organization, 
and  which  can  be  readily  taught  to  newcomers,  are  manifest  in  a 

pattern  of  actions  and  social  interactions  that  are  mdependent  of  the 

specific  individuals  who  carry  them  out.  Formahzed  rules  make  an 

organized  pattern  of  social  relations  and  conduct  mdependent  of 

particular  human  beings,  which  is  the  first  requirement  of  a   social 

institution.  Other  requirements  of  institutionalization  are  that  the 

rules  of  conduct  be  legitimated  by  traditional  values  and  enforced 

by  powerful  groups,  thereby  being  made  resistant  against  ready 
change. 

There  is  a   great  diversity  of  social  insbtutions.  Examples  are  the 

dogma  and  ritual  of  a   church,  the  form  of  government  of  a   country, 

its  laws  and  courts,  the  stock  exchange  that  coordinates  complex 

economic  transactions,  and  monogamous  marriage.  What  they  all  have 

in  common  is  that  legitimating  values  and  formalized  procedures 

perpetuate  an  organized  pattern  of  social  associations.  The  values 

that  identify  men  in  a   society,  and  the  dominant  groups  in  particu- 
lar, with  their  institutions  and  the  advantages  they  derive  from  them 

make  them  interested  in  preserving  these  institutions  for  posterity. 

Sacred  values  are  more  important  for  the  survival  of  some  institu- 

tions, such  as  a   church;  material  advantages  are  more  important  for 

the  survival  of  others,  such  as  a   stock  exchange;  but  all  are  legiti- 

mated by  some  common  values.  Two  complementary  social  mecha- 
nisms preserve  the  institutions  of  men  though  they  themselves  die, 

external  social  arrangements  that  are  historically  transmitted  and 

internalized  social  values  that  are  transmitted  in  the  process  of 
socialization. 

Social  institutions  constitute  a   historical  reality  that  exists,  at  least 

in  part,  outside  and  independent  of  the  human  beings  who  make  up 

societies.  This  historical  reality  is  transmitted  through  oral  traditions 

in  nonliterate  societies,  but  in  literate  societies  it  is  primarily  trans- 
mitted through  written  documents  that  embody  the  basic  formalized 

values  and  norms  of  the  communal  life  of  men— their  constitutions 

and  their  laws,  their  bibles  and  their  commandments.  To  be  sure, 

it  is  not  the  parchment  or  paper  on  which  these  documents  are 
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written  that  is  of  significance  but  the  principles  of  human  conduct 

they  contain.  The  fact  that  these  principles  are  written  down,  how- 
ever, is  of  significance,  since  it  assures  their  survival  in  fixed  form 

and  symbolizes  the  histoncal  persistence  of  institutionalized  princi- 

ples of  social  hfe,  independent  of  the  specific  human  beings  in  whom 

these  principles  express  tliemselves  at  any  particular  time  Although 

these  historical  documents  must  continue  to  be  believed  by  people 
to  govern  social  hfe,  they  do  exert  an  influence  of  their  own,  as 

Durkheim  has  noted  in  his  discussion  of  ivritten  dogmas  and  laws: 

However  well  digested,  they  would  of  course  remain  dead  letters  if  there 

were  no  one  to  conceive  them  significance  and  put  them  into  practice. 

But  though  they  are  not  self-sufficient,  they  are  none  the  less  m   their  own 
way  factors  of  social  acbvity  They  have  a   manner  of  action  of  their  own 

Juridical  relations  are  widely  different  depending  on  whether  or  not  the 

law  IS  written  Where  there  is  a   constituted  code,  jurisprudence  is  more 

regular  but  less  flexible  .   The  material  forms  it  assumes  are  thus  not 

merely  ineffective  verbal  combinations  but  active  reahties,  since  they  pro- 
duce effects  which  would  not  occur  without  their  existence  They  are  not 

only  external  to  individual  consciousness,  but  this  very  externahty  estab- 
lishes their  specific  qualities 

Complementary  to  the  historical  transmission  of  the  external  forms 
of  social  institutions  is  the  transmission  of  the  basic  cultural  values 

and  norms  in  the  process  of  socialization  that  give  these  forms  flesh 

and  blood  and  continuing  life,  as  it  were  In  the  course  of  rearing 

their  children,  people  inculcate  m   them  then  most  profound  values 

and  behefs,  often  without  exphcit  intent.  The  dominant  values  and 

norms  shared  by  the  members  of  a   society  or  its  segments  are,  there- 
fore, transmitted  to  succeeding  generations  While  the  rebellion  of 

children  against  their  parents  and,  especially,  the  deprivations  pro- 
duced by  political  oppression  or  economic  exploitation  sometimes 

lead  to  the  rejection  of  traditional  values,  only  selected  pohtical  or 

economic  values  are  usually  rejected.  The  major  part  of  the  cultural 

heritage  tends  to  persist,  even  in  periods  of  revolutionary  transforma- 
tions. In  any  case,  the  process  of  socialization  results  in  many  of  the 

legitimating  values  of  organized  community  hfe  being  passed  on  to 

future  generations,  and  these  are  the  institutionalized  values  that 

The  great  importance  rituals  assume  m   nonhterate  societies,  compared  to 

their  lesser  importance  in  modem  sociefaes,  may  be  the  result  of  a   greater  need 

for  rituals  to  perpetuate  institutionahzed  practices  m   the  absence  of  written 

codes  for  doing  so 

23  Durkheim,  Suicide,  Glencoe.  Free  Press,  1951,  pp  314-315 
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sustain  and  invigorate  the  external  forms  of  institutions,  which  without 
them  would  be  dead  skeletons. 

A   third  factor  that  supplements  the  other  two  in  sustaining  institu- 

tions is  that  they  are  rooted  in  the  power  structure.  The  cultural 
values  and  social  arrangements  that  become  mstitutionahzed  are 

those  with  which  the  dominant  groups  in  the  society  are  strongly 
identified,  since  these  groups  have  the  power  to  make  their  convic- 

tions prevail  and  to  enforce  the  relevant  social  norms.  Freedom  of 

speech  is  institutionalized  m   a   society,  for  example,  if  powerful  groups 
value  and  defend  it,  even  if  the  majority  should  care  htde  about 

it  or  possibly  deprecate  it,  when  the  powerful  are  no  longer  con- 
cerned with  maintaining  free  speech  its  survival  as  an  institution  is 

imperiled.  An  institution  exerts  external  constraints  on  succeeding 

generations  in  large  part  because,  and  as  long  as,  powerful  groups 
that  can  enforce  institutional  demands  continue  to  be  interested  in 

its  preservation.  Powerful  men  and  dieir  wives  are  more  likely  than 

others  to  inculcate  traditional  values  in  their  children  in  the  process 

of  socialization,  inasmuch  as  the  institutional  structure  embodying 
these  values  is  the  one  on  which  their  dominant  position  rests. 

Socialization,  however,  is  not  confined  to  childhood  but  occurs  also 

later  in  life,  notably  when  indhiduals  join  new  groups,  and  members 

of  lower  strata  who  move  up  into  dominant  positions  tend  to  be 

socialized  by  the  estabhshed  persons  there  to  acquire  a   proper  con- 
cern with  traditional  values  and  institutions.  In  brief,  institution- 

alized patterns  are  typically  those  with  which  the  dominant  groups 
in  a   society  are  most  identified,  and  these  groups  are  the  instruments 

of  their  historical  perpetuation  by  enforcing  tlie  demands  necessary 

for  this  purpose.^^ 
Three  conditions,  therefore,  must  be  met  for  aspects  of  social 

structures  to  become  institutionalized,  tliat  is,  to  be  perpetuated  from 

one  generation  to  the  next.  Patterns  of  organized  community  life 

must  become  formalized  and  part  of  the  historical  conditions  that 

persist  through  time,  the  social  values  that  legitimate  these  patterns 

must  be  transmitted  in  tlie  process  of  socialization,  and  the  society’s 
dominant  groups  must  be  especially  interested  in  the  survival  of  these 

patterns.  The  historical  forms  without  continued  acceptance  of  the 

legitimating  values  become  empty  shells,  and  cultural  values  without 

institutional  forms  are  ideals  yet  to  be  realized;  both  are  required  to 

maintain  institutions,  and  so  is  their  support  by  powerful  groups. 

I   am  indebted  to  Arthur  L.  Stinchcombe  for  calling  my  attention  to  these 
points  in  a   private  communication. 



InstUuUonalizalion  277 

These  factors  can  be  illustrated  with  our  political  institutions.  On 
the  one  hand,  our  Congressional  form  of  government,  the  U.S.  Con- 

stitution and  laws,  the  various  branches  of  government,  and  the 
election  machinery,  are  formalized  procedures  embodied  in  docu- 

ments and  manifest  in  many  organizations  and  agencies  that  persist 
as  part  of  the  historical  reality,  independent  of  the  particular  incum- 

bents of  the  various  offices.  On  the  other  hand,  democratic  and 

patriotic  values,  respect  for  the  law  and  the  mores  that  support  it, 
as  well  as  related  values  and  norms,  are  transmitted  to  children  in 
their  homes  and  schools.  Americans  are  bom  into  a   historical  situa- 

tion in  which  certain  political  forms  exist,  and  they  acquire,  in  their 

youth,  values  and  norms  that  legitimate  these  institutional  forms. 

The  foundations  of  tlie  authority  of  the  law  and  of  political  authority 

are  the  historical  traditions  in  which  they  are  grounded  and  the 

pertinent  normative  orientations  that  the  members  of  our  society  have 

internalized  in  the  course  of  socialization  as  part  of  their  basic  per- 

sonahty  The  support  of  the  nation’s  dominant  groups,  moreover,  has 
sustained  the  American  form  of  government  and  legal  institutions 

even  in  periods  when  large-scale  immigration  filled  the  country  with 

people  from  other  traditions  and  with  different  orientations.  Instahi- 
tional  constraints  generally  derive  their  distinctive  force  from  the 

combination  of  being  buttressed  by  the  power  structure  and  having 

twofold  historical  roots,  in  the  traditions  of  society  and  in  the  child- 
hood socialization  experiences  of  its  individual  members. 

Institutions  reflect  the  historical  dimension  in  social  hfe,  the  impact 

of  the  past  on  the  present.  The  relationship  between  institutions  and 

social  structure  is  in  some  ways  parallel  to  that  between  social  struc- 
ture and  human  conduct.  Institutions  are  those  aspects  of  the  social 

structure  that  persist  for  long  periods  of  time,  and  the  social  structure 

consists  of  those  patterns  of  conduct  that  prevail  throughout  a   col- 
lectivity. Yet  institutions  exert  traditional  constraints  on  the  social 

stmcture  that  exists  at  any  one  time,  just  as  the  social  structure  exerts 
external  constraints  on  the  behavior  of  individuals.  Thus  the  values 

and  norms  shared  by  most  members  of  a   collectivity  constitute  exter- 
nal structural  constraints  for  each  one  of  them  to  which  he  must 

adapt  Similarly,  the  traditional  values  and  their  external  institutional 
forms  constitute  a   historical  framework  to  which  the  social  structure 

at  any  one  time  must  adapt.  Men  collecbvely  can  change  the  social 
structure  that  restrains  them,  however,  and  communities  in  the  course 

of  time  can  change  the  institutions  that  confine  their  social  life.  In 

short,  institutions  impose  historical  limits  on  the  social  structure, 

which  in  turn  exerts  structural  constraints  on  individual  conduct. 



278  Mediating  Values  in  Complex  Structures 

The  typology  of  social  values  as  mediators  of  social  transactions 
presented  in  the  preceding  section  can  be  employed  to  classify  social 

institutions.  First,  integrative  institutions  perpetuate  particularistic 
values,  maintain  social  solidarity,  and  preserve  the  distinctive  char- 

acter and  identity  of  the  social  structure  that  differentiates  it  from 

others.  The  core  of  this  institutional  complex  is  the  kinship  system, 
which  assures  every  member  of  the  society  an  integrated  position  in 

a   network  of  cohesive  social  relations  and  socio-emotional  support 
on  the  basis  of  ascribed  quahties,  and  which  preserves  the  distinctive 

social  structure  by  transmitting  cultural  values  and  norms  to  succeed- 

ing generations  as  well  as  by  reproducing  the  population  biologically. 
Mate  selection  in  accordance  with  the  incest  taboo  recurrently  estab- 

lishes new  particularistic  ties  of  kinship  allegiance  between  subgroups 

previously  separated  by  these  particularistic  boundaries.  Religious 

institutions  constitute  the  second  main  component  of  this  complex, 
since  moral  dogmas  and  hallowed  symbols  are  fundamental  elements 

of  particularism  and  sacred  ceremonies  and  rituals  greatly  strengthen 
commitment  to  the  particularisbc  values  they  represent.  Inasmuch  as 

most  religious  bodies  in  the  modern  world  cut  across  national 

boundaries,  the  common  traditions  and  allegiances  they  create  do 

too,  and  separate  patriotic  doctrines,  symbols,  and  ceremonies— the 

Declaration  of  Independence,  the  Stars  and  Stripes,  Fourth-of-JuIy 

celebrations— develop  to  bolster  national  traditions,  solidarity,  and 
loyalty. 

A   second  major  type  of  institution  functions  to  preserve  the  social 

arrangements  that  have  been  developed  for  the  production  and  dis- 
tribution of  needed  social  facilities,  contributions,  and  rewards  of 

various  kinds.  This  type  includes,  of  course,  the  economic  institutions 

in  a   society,  but  it  also  includes  other  institutions  that  are  governed 

by  universalistic  standards  of  instrumental  value.  It  encompasses 

educational  institutions,  through  which  technological  skills  and  instru- 
mental knowledge  are  transmitted  to  future  generations,  and  which, 

in  their  higher  branches,  simultaneously  serve  the  function  of  advanc- 

ing knowledge  through  research.  The  stratification  system  too  is  part 

of  this  institutional  complex,  insofar  as  it  entails  an  incentive  system 

for  recruiting  and  channeling  men  into  occupations  where  they  fur- 
nish diverse  services.  It  is  important  in  this  connection  to  distinguish 

two  aspects  of  social  stratification.®*  On  one  hand,  the  stratification 

*2  See  Walter  Buckley,  “Social  Stratification  and  the  Functional  Theory  of 

Social  Differentiation,”  American  Sociological  Review,  23  (1958),  369-375,  and 

Kingsley  Davis,  “The  Abominable  Heresy,”  American  Sociological  Review,  24 
(1959),  82-83. 
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system  consists  of  a   hierarchy  of  social  positions,  not  the  persons 
who  occupy  them,  that  yield  differential  rewards.  On  the  other  hand, 
the  class  structure  consists  of  actual  collectivities  of  individuals,  not 
abstract  positions,  who  differ  in  wealth,  power,  and  prestige.  The 
stratification  system  is  an  institution,  while  class  structure  is  not. 
Although  not  an  mstitubon,  the  class  structure  is  instrumental  m 
fortifying  other  institutions,  as  noted  above,  and  important  elements 

of  it  typically  persist  from  generation  to  generation,  just  as  institu- 
tions do,  because  wealth  and  consequently  some  aspects  of  class 

position  can  be  inherited.  The  resulting  rigidities  in  the  class  struc- 

ture impede  the  function  of  the  stratification  system  as  a   mechanism 

for  distributing  human  resources,  since  hereditary  status  rewards  are 
not  effecfave  incentives  for  achievement. 

A   third  mam  set  of  institutions  serves  to  perpetuate  the  authonty 

and  organization  necessary  to  mobilize  resources  and  coordinate  col- 

lective effort  in  the  pursuit  of  social  objectives.  The  prototype  is  the 

lasting  political  organization  of  a   society,  including  not  only  its  form 

of  government  and  various  specific  pohbcal  institutions,  such  as  the 

legislature,  but  also  such  corollary  institubons  as  the  judiciary  that 

maintains  law  and  order,  the  military  establishment  that  protects 

national  secunty  and  strength,  and  the  administrative  agencies  that 

implement  the  decisions  of  the  government.  To  this  set  of  institutions 

belong  also  the  formal  organizations  that  have  become  estabhshed 

outside  the  political  arena  in  a   society— like  business  concerns,  unions, 

and  professional  associations— and  notably  the  enduring  principles  of 
management  and  administration  in  terms  of  which  they  are  governed. 

Private  as  well  as  public  organizations  are  the  instruments  through 

which  a   community  attains  its  social  objectives,  such  as  a   higher 

standard  of  living,  and  their  internal  structure  eorresponds  to  the 

executive  segment  of  a   political  system.  Persisting  organizations, 

therefore,  are  analyhcally  part  of  the  complex  of  political  institutions 

The  cultural  heritage  of  a   society,  finally,  contains  what  may  be 

called  a   “counterinstituhonal  component,”  consisting  of  those  basic 
values  and  ideals  that  have  not  been  realized  and  have  not  found 

expression  in  explicit  institutional  forms,  and  which  are  the  ultimate 

source  of  social  change.  The  conflict  between  these  as  yet  unrealized, 

but  culturally  legitimated,  ideals  and  the  actual  conditions  of  social 

existence  is  at  the  base  of  social  opposition  to  existing  institutions. 

For  this  conflict  to  become  activated  typically  requires  that  the  dif- 

See  Parsons,  Structure  and  Process  m   Modem  Societies,  Glencoe  Free  Press, 

1960,  pp.  41-44 
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fuse  discontent  become  focused  in  an  opposition  ideology.  Although 
some  opposition  movements  formulate  revolutionary  ideologies  that 
reject  many  basic  values  and  advocate  the  complete  overthrow  of 

many  institutional  arrangements,  they  do  so  within  the  framework  of 

some  of  the  ideals  and  ultimate  objectives  legitimated  by  the  prevail- 

ing culture.  Even  the  most  radical  revolutionary  ideologies  are  not 

independent  of  and  receive  some  legitimation  from  traditional  social 

values.  The  very  cultural  values  that  legitimate  existing  institutions 

contain  the  seeds  of  their  potential  destruction,  because  the  idealized 

expectations  these  values  raise  in  the  minds  of  men  in  order  to  justify 
the  existing  social  order  cannot  be  fully  met  by  it  and  thus  may  serve 

as  justification,  if  need  be,  for  opposition  to  it.®^ 

Conclusions 

Commonly  accepted  social  values  serve  as  media  of  social  trans- 

actions that  extend  the  range  of  social  processes  beyond  the  limits 

of  direct  social  contacts  through  large  collectivities  and  long  peri- 

ods of  bme.  Four  types  of  mediating  values  can  be  distinguished. 

Particularistic  values  serve  as  media  of  social  solidarity,  partly  hy 

creating  a   common  unity  that  substitutes  for  personal  feelings  of  at- 

traction and  partly  by  mediating  bonds  of  social  attraction,  although 

they  simultaneously  produce  segregating  boundaries  between  the 

sohdary  subgroups  in  the  larger  collectivity,  Universalistic  standards 

of  social  contributions  and  achievements  give  rise  to  differentiation 

of  social  status  and  thereby  establish  a   medium  of  exchange  in  the 

form  of  status  as  a   generalized  reward,  which,  though  far  less  liquid 

than  money,  makes  indirect  transactions  possible.  Legitimating  values 

act  as  the  medium  for  the  exercise  of  authority  and  the  organization 

of  social  endeavors  on  a   large  scale  in  the  pursuit  of  collective 

objectives.  Opposition  ideals  are  media  of  social  reorganization  and 

change,  since  they  inspire  support  for  opposition  movements  and 

legitimate  their  leadership. 

The  complex  patterns  of  social  life  mediated  by  common  values 

become  institutionalized  and  thus  perpetuated  for  generations,  and 

sometimes  for  centuries,  if  three  conditions  are  met.  First,  the  organ- 

izing principles  must  become  embodied  in  formalized  procedures. 

The  schema  presented  reveals  some  parallels  to  Parsons’  schema  of  four 
functional  imperatives— adaptation,  goal  gratification,  integration,  and  latency— 
but  there  are  also  some  fundamental  differences,  see  Parsons  and  Neil  J.  Smelser, 

Economy  and  Society,  Glencoe:  Free  Press,  1956,  pp.  16-28  and  passim. 
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often  in  written  documents,  and  find  explicit  expression  in  formal 

social  arrangements  that  are  historically  transmitted,  independent  of 

the  human  beings  who  carry  tlrem  out  at  any  one  time,  such  as  the 

laws  and  courts  in  a   society,  the  corporate  structures  of  business 

concerns,  or  the  dogmas  and  rituals  of  rehgious  denominations.  Second, 

the  social  values  that  legibmate  these  institutional  forms  and  keep 

them  alive  must  be  transmitted  to  succeeding  generations  in  the 

process  of  socialization.  Third,  the  dominant  groups  m   the  community 

must  be  strongly  identified  with  these  legitimating  values  and  lend 

their  power  to  preserve  the  institutions  that  express  them.  Social 

mstitutions,  therefore,  have  roots  in  the  power  structure  and  double 

roots  in  the  past,  in  the  historical  tradition  of  the  society,  and  in  the 

internalized  cultural  values  its  members  have  acquired  in  childhood 

These  internahzed  values  adapt  men’s  personahties  to  fit  with  ease 
into  the  institutions  of  their  society,  whereas  other  social  conditions 

often  require  difficult  adjustments.  There  is,  however,  also  a   counter- 

institutional  component  in  the  cultural  heritage,  since  the  ulbmate 

cultural  ideals  and  values  are  never  fully  realized  in  actual  hfe. 

Opposition  to  existing  insbtutions  tends  to  arise  if  the  conflict  between 

the  social  e.xpectations  raised  by  these  legitimate  ideals  and  the 

actual  conditions  of  social  existence  becomes  too  great 

Some  parallels  and  contrasts  may  be  drawn  between  simpler  struc- 
tures of  interpersonal  relabons,  complex  social  structures  that  consist 

of  substructures,  and  social  insbtutions  that  persist  through  bme. 

Corresponding  processes  and  structural  features  are  found  in  them, 

but  they  take  different  forms.  Processes  of  social  integration  rest  on 

sentiments  of  personal  attraction  m   face-to-face  groups,  whereas  they 

are  mediated  by  particularistic  values  that  produce  a   common  soli- 
darity in  complex  structures,  and  the  integration  and  solidarity  of 

successive  generations  is  established  by  kinship  and  rehgious  institu- 
tions. Processes  of  social  exchange  and  differentiation,  which  involve 

direct  transactions  in  small  groups,  are  mediated  by  universahstic 

standards  of  performance  and  achievement  in  complex  structures, 

and  they  are  perpetuated  through  the  economic  and  educational  in- 
stitutions and  the  stratification  system  of  the  society.  The  social 

approval  of  the  informal  leader  of  a   group  has  its  counterpart  in  the 

legitimation  of  authority  and  organization  in  large  collectivities  and 

in  the  enduring  political  institutions  of  a   society  Social  disapproval 

of  the  exercise  of  power,  which  finds  direct  expression  m   small  groups, 

leads  to  opposition  ideologies  and  movements  in  complex  communi- 

ties, and  these  may  ultimately  generate  institutional  change. 

In  conclusion,  the  most  distinctive  characteristics  of  complex  social 



282  Mediating  Values  in  Complex  Structures 

structures  should  be  re-emphasized.  Since  direct  social  transactions 
are  impossible  between  most  members  of  a   large  collectivity,  social 
processes  are  mediated  by  common  values,  and  while  shared  values 
also  influence  conduct  in  small  groups,  they  do  not  play  the  crucial 

role  there  that  they  do  in  complex  structures.®®  Moreover,  the  com- 
plex structures  of  societies  become  partially  institutionalized,  and 

these  persisting  institutional  elements  exert  traditional  constraints  on 

the  other  elements  of  community  life.  Finally,  the  components  of 
large  social  structures  are  also  social  structures.  It  is  the  manifold 

interdependence  of  these  substructures  that  reveals  the  full  complex- 

ity of  social  structure  and  that  is  a   major  source  of  social  change, 
as  the  following  chapter  will  indicate. 

SB  This  statement  is  not  meant  to  imply,  however,  that  the  impact  of  common 
values  constitutes  the  only  or  the  most  important  structural  effect  on  social  pat- 



^   ELEVEN 

The  Dynamics  of  Substructures 

Every  species  of  conflict  interferes  with  every  other  species  in  society 
at  the  same  time,  save  only  when  their  lines  of  cleavage  coincide,  tn 
which  case  they  reinforce  one  another.  ...  A   society,  therefore,  which 

IS  riven  by  a   dozen  oppositions  along  hnes  running  in  every  direction, 
may  actually  be  in  less  danger  of  being  tom  with  violence  or  falhng 
to  pieces  than  one  spht  just  along  one  line  For  each  new  cleavage 
contributes  to  narrow  the  cross  clefts,  so  that  one  might  say  that  society 
is  sewn  together  by  its  inner  conflicts. 

Edward  A.  Ross,  Principles  of  Sociology 

The  component  elements  of  complex  social  structures  are  also  social 

structures.  A   society  consists  of  the  interrelated  social  groupings  and 

segments,  communities  and  organizations,  within  it.  These  interde- 
pendent collectivities  of  various  kinds  constitute  the  substructures  of 

the  large  social  structure,  both  in  the  sense  that  they  serve  as  its 

foundations  and  that  they  are  its  internally  structured  subunits. 

A   social  structure  is  comprised  of  patterned  social  relations  among 

individuals  and  groups,  including  the  recurrent  conduct  in  which 

these  relations  find  expression.  The  term  "microstructure”  is  used  to 
refer  to  the  interrelations  between  individuals  in  a   group,  and  the 

term  "macrostructure,”  to  the  interrelations  of  these  groups  in  a 
larger  collectivity  or  of  these  larger  collectivities  in  a   still  larger  one. 

The  elements  of  macrostructures,  therefore,  may  be  either  micro- 
structures  or  themselves  macrostructures.  The  relations  between 

groups  and  collectivities  are  manifest  in  their  interdependence,  m   the 

mobility  of  individuals  between  them,  and  in  the  social  interaction 
283 
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between  their  individual  members  when  they  act  as  the  representa- 

tives of  their  groups  and  in  their  specific  roles  as  group  members, 
whether  this  involves  concerted  actions  in  the  pursuit  of  collective 

goals  or  actions  oriented  toward  individual  ends  that  are  molded  by 
the  conditions  in  the  social  structure. 

The  complex  interplay  between  substructures  gives  the  social  struc- 

ture encompassing  them  its  fundamental  characteristics  and  is  the 

source  of  the  dynamic  forces  governing  it.  There  are  many  levels  of 

substructures,  as  illustrated  by  the  states,  counties,  communities, 
districts,  and  neighborhoods  in  the  country.  This  image  of  substruc- 

tures as  concentric  circles,  with  those  on  each  level  being  mutually 
exclusive,  however,  is  oversimplified,  since  many  kinds  of  substruc- 

tures constitute  intersecting  circles.  Individuals  belong  simultaneously 
to  many  groups  and  can  become  part  of  still  otliers— they  are  New 
Yorkers,  Negroes,  Democrats,  employees  of  a   firm,  and  members  of 

a   union  all  at  once,  and  can  join  any  number  of  voluntary  associa- 

tions. These  groups,  consequently,  have  overlapping  memberships, 
tlie  networks  of  social  relations  tliat  define  tlieir  structures  are  inter- 

penetrating, and  tlie  boundaries  between  tliem  are  neither  sharp  nor 

fixed,  that  is,  tlie  groups  expand  and  contract  with  tlie  mobility  of 

members  in  and  out  of  them.  The  differentiation  among  groups  in 

tlie  larger  structure  and  their  internal  structures  are  related.  Simmel 

advanced  tlie  principle  concerning  tliis  relationship  that  “the  elements 
of  differentiated  social  circles  are  undifferentiated,  tliose  of  undiffer- 

entiated ones  are  differentiated.”  ^   The  important  additional  point  he 
made  is  tliat  the  social  differentiation  within  collectmties  produces 

connecting  links  between  tlie  social  elements  similarly  located  in 

each,  as  e.\emphfied  by  the  class  solidarity  of  members  of  tlie  same 

social  class  in  different  communities  and  even  countries,"  which 
means  tliat  internal  structural  differentiation  generates  new  intersect- 

ing groupings.  Tlie  dynamics  of  macrostructures  rests  on  tlie  manifold 

interdependence  behvecn  the  social  forces  xvithin  and  among  their 
substructures. 

Macrostruclure  and  Substructures 

Different  kinds  of  substructures  in  a   society  can  be  distinguished. 

First,  a   population  can  be  divided  into  social  segments  or  categories 

^   Georg  Simmel,  Soziologic,  Leipzig:  Duncker  und  Humblot,  1908,  p.  715  (my 
translation). 

2   Ibid.,  pp.  709-713. 



Macrostructure  and  Substructures  2S5 

on  the  basis  of  any  socially  relevant  attribute,  that  is,  any  attribute 

that  actually  governs  the  relations  among  people  and  their  orienta- 

tions to  each  other.  Sex  is  a   meaningful  social  category  and  so  is  skin 

color  in  our  society,  while  eye  color  is  not.  Any  one  criterion  of 

classification,  as  long  as  it  is  unequivocal,  yields  mutually  exclusive 

social  categones,  although  several  criteria  produce,  of  course,  inter- 

secting social  segments.  Second,  communities— m   the  narrow  sense  of 

the  term— are  collectivities  organized  m   given  territories,  which  typi- 
cally have  their  own  government  and  geographical  boundaries  that 

preclude  their  being  overlapping,  though  every  community  includes 
smaller  and  is  part  of  larger  territorial  organizations.  There  is  no 

overlap  between  the  population  of  Manhattan  and  that  of  Queens,  but 

the  residents  of  both  boroughs  are  simultaneously  New  Yorkers  and 

inhabitants  of  the  United  States.  Third,  organized  collectivities  are 

associations  of  people  with  a   distinctive  social  organization,  which 

may  range  from  a   small  informal  friendship  clique  to  a   large  bu- 
reaucratized formal  organization.  Individuals  belong  to  numerous 

organized  collectivities,  which  means  that  these  substructures  inter- 

penetrate, and  collectivities  often  have  marginal  members,  which 

means  that  their  boundaries  are  fluid  and  not  clearly  defined.  Finally, 

abstract  social  systems  consist  not  of  the  social  relations  in  specific 

collectivities  but  of  analytical  principles  of  organization,  such  as  the 

economy  of  a   society  or  its  pohtical  institutions. 
Social  values  have  contrasting  implications  for  a   social  structure 

and  its  substructures.  The  most  important  substructures  for  this 

analysis  are  organized  collectivities  and  communities.  Communities 

may  be  considered  a   special  case  of  collectivities.  A   community  is 

an  organized  collectivity  with  certain  distinctive  features,  notably  a 

territorial  base  and  geographical  limits  that  do  not  overlap  with  those 
of  other  communities.  The  boundaries  of  communities  and  those  of 

other  lands  of  organized  collectivities,  however,  do  intersect.  Organ- 
ized collectivities  have  characteristic  value  orientations,  and  the  four 

types  of  values  standards  discussed  in  the  last  chapter  often  have 

different  consequences  for  a   social  structure  and  its  substructures. 

Particularistic  values  create  integrative  bonds  of  social  solidarity  in 

substructures  but  simultaneously  segregating  boundaries  between 

them  in  the  wider  social  structure.  The  religious  beliefs  uniting  tlie 

members  of  each  church,  for  instance,  divide  the  society  into  con- 

trasting and  sometimes  conflicting  religious  groups.  Social  solidarity 

in  macrostructures  is  always  problematical,  because  the  particularistic 

values  that  unite  ingroups  create  segregating  boundaries  between 

them  in  the  larger  collectivity.  This  raises  the  question  of  the  com- 
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pass  of  particularistic  standards— how  inclusive  the  scope  of  their 
unifying  force  is.  As  a   matter  of  fact,  the  particularistic  standards  m 
a   social  structure  often  become  universalistic  standards  in  its  sub- 

structures. Religious  beliefs  and  principles  are  not  only  particularistic 
values  umtmg  the  members  of  each  denomination  in  a   common  faith 

but  frequently  also  universalistic  standards  of  conduct  that  promote 
a   difiFerentiation  of  status  within  the  religious  group,  because  the 

most  devout  who  live  up  to  the  highest  moral  standards  of  their 

rehgion  command  respect  and  deference  among  their  fellow  believers. 

Pohtical  orientations,  too,  are  particularistic  standards  from  the  per- 
spective of  the  society,  but  within  each  political  camp  they  act  as 

universalistic  standards  for  differentiating  those  whose  devotion  to 

the  cause  earns  them  high  respect  and  superior  status  from  their 

more  apathetic  and  less  highly  thought  of  comrades.  Analytically, 
particularistic  standards  refer  to  valued  attributes  all  members  of  a 

subcollectivity  share,  whereas  universalistic  standards  refer  to  valued 
attributes  that  are  rare  among  them.  Valued  attributes  that  are  re- 

flected in  behavior,  however,  are  typically  exhibited  by  different 

individuals  to  varying  degrees,  which  confounds  the  analytical  dis- 
tinction between  particularism  and  universalism. 

When  the  universalistic  standards  of  various  substructures  in  a 

collectivity  conflict,  they  constitute  particularistic  standards  from  the 

perspective  of  the  encompassing  social  structure.  This  point,  which  is 

the  complement  of  the  one  made  above,  can  be  clarified  with  a 

hypothetical  example.  The  high  schools  in  a   community  are  divided 

into  those  where  most  students  are  positively  oriented  toward  aca- 

demic achievement  and  those  where  most  have  a   negative  orientation 

toward  it.  In  the  former  schools,  academic  achievement  is  generally 
admired  and  associated  with  superior  status  among  fellow  students. 

In  the  latter,  academic  achievement  is  generally  looked  down  on, 

and  the  students  who  most  flagrantly  resist  academic  pressures  are 

accorded  highest  status.  Hence,  academic  achievement  would  consti- 

tute a   universalistic  standard  in  both  types  of  school,  though  of 

opposite  significance.  But  from  the  standpoint  of  the  entire  commu- 

nity of  high-school  students,  academic  achievement  would  be  a   par- 

ticularistic standard.  For  a   student’s  social  status  does  not  depend 
on  his  having  academic  characteristics  that  are  generally  acknowl- 

edged as  outstanding  in  the  community  but  on  his  having  the  kind 

of  academic  orientation  that  is  prevalent  among  his  fellow  students, 

only  in  more  extreme  form.  Diverse  universalistic  standards  in  sub- 
structures are  particularistic  standards  in  the  larger  structure  they 

constitute.  The  distinctive  value  standards  of  the  members  within  a 
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subcollectivity,  therefore,  serve  to  unite  them  in  common  solidarity 
and  simultaneously  to  differentiate  social  status  among  them  on  the 

basis  of  their  varying  abilities  and  tendencies  to  live  up  to  these 
standards. 

Conversely,  the  universahstic  values  in  a   social  structure  may  be- 
come the  basis  of  particularistic  onentations  in  its  substructures 

Universahstic  standards  of  achievement  and  status  promote  a   differ- 

entiated class  structure  in  a   society  and  give  die  members  of  each 
social  class  some  common  interests  that  differ  from  and  often  conflict 

ivith  those  of  other  classes.  It  is  the  universally  acknowledged  sigmfi- 

cance  of  financial  success  that  gives  the  poor  in  a   society  the  distinc- 

tive economic  interests  they  have  in  common  The  shared  hfe  chances, 
conditions  of  social  existence,  and  interests  that  differentiate  social 

classes  create  social  distance  between  tliem  and  promote  social  asso- 

ciations within  the  boundaries  of  each,  which  produce  distinctive 

styles  of  hfe  that  further  crystallize  die  separation  betiveen  classes. 
The  common  interests  and  orientations  toward  hfe  of  each  social  class 

are  parhculanstic  values  that  serve  as  integrative  bonds  to  unite  its 

members  in  social  sohdanty.  These  particularistic  bonds  of  class 

sohdarity  are  grounded  in  the  very  umversahstic  standards  diat  dif- 
ferentiate social  classes  Identification  as  an  underprivileged  worker 

becomes  the  mark  of  die  solidarity  of  the  proletariat,  whicli  imphes 

that  a   universahstically  defined  sign  of  failure  has  been  transformed 

into  a   parbculansbc  social  value. 

Legitimation  of  social  objectives  and  the  authority  to  pursue  them 

typically  gives  rise  to  exphcit  organizations  widi  formal  procedures  for 

mobihzing  resources  and  coordinating  collective  endeavors.  Central- 

ization of  control  is  a   conspicuous  feature  of  these  formal  organiza- 
tions, and  so  are,  usually,  specializabon  and  departmentalization.  The 

speciaUzed  segments  that  are  formally  estabhshed  and  legitimated 

through  delegation  of  authority  and  serve  essential  functions  for  the 

achievement  of  organizational  objectives  tend  to  acquire  some  auton- 

omy. The  relatively  autonomous  organizations  of  substructures  can 

easily  conflict  with  die  centralized  organization  of  the  larger  social 

structure.^  Thus  operations  in  the  professional  departments  of  a   bu- 
reaucratic organization  are  expected  to  be  governed  by  professional 

^   Perhaps  this  conflict  is  most  likely  to  occur  in  federations  of  onginaUy  inde- 
pendent units  rather  than  in  organizations  whose  subumts  emerged  as  the  result 

of  mtemal  differentiation.  For  the  disbncUon,  see  Amitai  Etzioni,  “The  Epigenesis 
of  Pohtical  Communities  at  the  International  Level,”  American  Journal  of  So- 
cwlogy,  68  (1963),  406-421 
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standards,  but  professional  requirements  recurrently  conflict  with 

the  administrative  requirements  of  the  organization  as  a   whole.  The 
executive  departments  and  agencies  constituting  elements  of  a   coun- 

try’s political  organization  sometimes  come  into  conflict  with  each 
other  and  with  the  central  government  itself.  This  occurs  because 

their  policies  are  partly  determined  by  the  requirements  their  special- 
ized functions  impose  and  not  exclusively  by  directives  from  the 

central  political  authority,  which  means  that  they  have  some  auton- 

omy. Disagreements  among  the  different  branches  of  the  military 
establishment  and  between  tlie  military  establishment  and  the  Admin- 

istration illustrate  tliis  point.  The  basic  principle  is  that  the  effective- 

ness of  the  total  organization  depends  on  the  effective  discharge  of 
specialized  functions  by  its  various  departments,  which  necessitates 

sufiicient  functional  autonomy  of  the  departments  to  permit  them  to 

organize  operations  in  terms  of  their  own  requirements.^  Hence,  the 
centralized  direction  in  a   legitimate  organization  is  generally  com- 

plemented by  a   minimum  of  autonomy  of  the  organization’s  func- 
tional segments.  Gouldner  has  noted  that  the  autonomy  of  component 

parts  of  organized  social  systems  serves  as  a   catalyst  for  social  change, 
since  autonomous  substructures  are,  in  effect,  exogenous  social  forces 

contained  within  the  social  structure  to  which  the  structure  must 

continually  adjust.® 
Opposition  ideals  that  have  wide  appeal  divide  a   collectivity  into 

conflicting  camps  but  simultaneously  unite  many  subgroups  in  a   com- 

mon cause.  From  the  perspective  of  tlie  social  structure,  the  opposition 

ideology  is  a   divisive  force,  and  it  promotes  departures  from  estab- 

lished social  values  and  norms.  From  the  perspective  of  the  substruc- 

tures, it  is  a   unifying  force  not  only  among  the  supporters  of  the 

opposition  movement  but  also  among  those  who  rally  to  defeat  it,  and 

it  engenders  strict  conformity  with  accepted  social  values  and  norms. 

Radical  nonconformists  with  society’s  prevailing  values  are  often  rigid 
conformists  with  die  values  of  their  ingroup.  While  revolutionary 

ideals  and  beliefs  deny  the  legitimacy  of  die  existing  social  order, 

they  also  provide  a   new  foundation  for  legitimate  authority  and 

organization  in  die  opposition  substructure. 

In  sum,  as  soon  as  social  structures  and  their  substructures  are 

considered,  it  becomes  apparent  that  the  analysis  of  social  values  must 

take  into  account  their  compass,  diat  is,  the  range  of  organized  social 

^   See  Alvin  W.  Gouldner,  "Reciprocity  and  Autonomy  in  Funchonal  Theory,’’ 
in  Llewellyn  Gross,  Symposium  on  Sociological  Theory,  Evanston.  Row,  Peterson, 

1959,  pp.  241-270. 

®   Ibid.,  pp.  263-266. 
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relations  in  the  system  to  which  the  values  refer,  because  differences 

m   this  compass  often  completely  alter  the  structural  imphcations  of 

the  same  value  standard.  Diverse  universahstic  standards  m   various 

groups  constitute  a   particulanstic  standard  in  the  wider  social  struc- 
ture that  encompasses  them.  Universahstic  standards  of  social  achieve- 

ment and  status  in  the  broader  social  structure  may  become  trans- 

formed into  particularistic  symbols  of  social  solidarity  m   its  stratified 

substructures.  The  values  and  norms  that  legitimate  centralized  au- 

thority and  organization  and  those  that  legitimate  the  autonomy  of 

suborgamzations  frequently  come  into  conflict.  Beliefs  that  constitute 

deviant  opposition  ideals  from  die  perspective  of  the  commumty  are 

legitimating  values  from  the  perspective  of  the  opposition  movement 
within  it. 

The  interdependence  between  the  macrostructure  and  its  substruc- 

tures can  be  further  analyzed  by  tracing  the  interrelations  among 

three  facets  of  social  structure— integration,  differentiation,  and  organ- 
ization—on  these  two  levels.  Specifically,  nine  connections  will  be 

examined,  namely,  how  integration,  differentiation,  and  organization 
of  substructures  is  related  to  each  of  the  same  three  factors  of  the 

macrostructure.  The  fourth  facet  of  social  structure,  reorganization 

through  opposition,  is  singled  out  for  special  treatment  later  in  this 

chapter.  The  nine  relationships  to  be  discussed  now  can  be  schemat- 

ically presented  m   the  following  form: 

Macrostructure 

Integration Differentiation 
Organization 

Substructures 

Integration 1   Personal 
attraction  and 

particularistic 
solidarity 

2   Attachment 
versus mobility 

3   Subgroup 

loyalty  limiting 

political obligations 

Differentiation 4   Crosscutting 
ties  between 
social  strata 

5   Intragroup 
status  and 
intergroup 
mobility 

6   Political  elite 
and  subgroup 

representation 

Organization 7   Organizations 
integrated  by 
cultural  values 

8   Internal 

organization 
and  differential 

success 

9.  Autonomy  and 
centralized 
authority  and 
differential 

success 
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(1)  Social  integration  in  microstructures  rests  on  personal  bonds 

of  social  attraction,  whereas  the  integrative  bonds  of  social  solidanty 
in  macrostructures  rest  on  shared  particularistic  values.  The  particu- 

laristic values  of  the  larger  community  diffuse  into  the  face-to-face 

groups  in  it  and  shape  the  social  relations  and  patterns  of  conduct 

of  their  members,  with  the  result  that  the  daily  social  relations  m 

various  groups  reinforce  the  particularistic  values  and  bonds  of  soli- 

darity in  the  community  at  large.  Stinchcombe  has  called  attenbon  to 

this;  “Penetration  of  primary  groups  gives  larger  groups  the  capacity 
to  socialize  loyalty  to  themselves  into  deeper  levels  of  the  personality. 
Rewards  of  primary  group  life  and  loyalhes  to  other  members  of 

primary  groups  become  resources  at  the  disposal  of  the  larger  group.”  ® 
The  intensity  and  compass  of  the  particularistic  values  of  various 

larger  collectivities  determine  their  impact  on  group  life.  “Family 
culture  among  Jews  is  more  distinctively  Jewish  than  family  culture 

of  Presbyterians  is  dishncHvely  Presbyterian  (though  the  latter  is 

distinctively  'respectable  Protestant’).”^  While  the  cohesive  relabons 
in  microstructures,  which  are  molded  by  the  particularistic  values  of 

the  macrostructure,  promote  the  integration  of  primary  groups  and 
their  members  into  the  macrostructure,  the  particularisbc  values  of 

the  different  macrostructures  within  the  society  as  a   whole  make 

competing  demands  for  loyalty  and  social  integration.  The  subcultures 

of  the  Protestants  and  the  Presbyterians,  of  the  South  and  of  Texas, 
of  the  middle  class  and  of  the  professional  stratum,  and  the  American 

culture  itself,  constitute  separate  particularistic  systems,  some  parallel 

and  some  on  different  levels.  Various  combinations  of  these  particu- 

laristic circles  are  reflected  in  actual  group  hfe,  and  the  more  defi- 

nitely Texan  group  allegiances  and  patterns  are,  the  less  distinctively 
Presbyterian  they  tend  to  be. 

(2)  The  social  integration  in  substructures  and  the  social  differen- 

tiation in  the  macrostructure  raise  the  problem  of  social  attachment 

and  mobility.  Standards  of  achievement  and  success  universally  ac- 

cepted in  the  society  make  individuals  interested  in  moving  up  to 

higher  social  strata  if  they  can,  but  particularistic  attachments  to 

groups  and  the  limitations  imposed  by  the  particular  value  orienta- 
tions and  economic  conditions  in  the  lower  classes  create  obstacles 

to  social  mobility.  Moreover,  success  in  competifaon  among  organiza- 
tions requires  that  each  recruit  members  in  terms  of  universalistic 

®   Arthur  L.  Stinchcombe,  “Social  Structure  and  Organizahons”  in  James  March, 
Handbook  of  Organizations,  Chicago.  Rand-McNally  (forthcoming) 

r   Loc.  cit. 
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criteria  of  merit  and  qualifications,  but  tlie  importance  of  common 
values  for  social  solidarity  introduces  particularistic  criteria  into  the 

recruitment  process.  The  elite  of  the  officer  corps  has  been  tradition- 

ally recruited  from  the  nobility  in  Europe  and  from  the  higher  classes 

in  the  United  States,  although  the  pattern  has  changed  in  recent 

decades;  ®   semor  business  execubves  are  expected  to  have  assimilated 
the  values  and  style  of  life  of  the  upper  class,  and  ideological  identi- 

fication with  union  values  is  demanded  of  union  officials.  Finally,  the 

parbcularistic  integration  of  individuals  in  microstructures,  especially 
their  families  and  intimate  circles  of  friends,  furnishes  rehef  from  the 

sbains  of  universahstic  competition  m   the  larger  community, 

(3)  Microstructure  integration  also  has  implications  for  the  e-xplicit 

organization  of  collective  endeavors  on  the  macrostructural  level,  for 

instance,  the  pohtical  organization  of  a   society.  On  one  hand,  the 

values  and  norms  that  legitimate  pohtical  autliority  and  prompt  men 

to  discharge  their  pohtical  obligations  are  acquired  in  the  process  of 

socialization  in  famihes,  which  derive  their  permanence  and  supportive 

significance  from  the  particularistic  bonds  of  social  integration  among 

their  members.  On  the  otlier  hand,  the  profound  and  diffuse  obliga- 

tions of  men  to  their  famihes  set  limits  to  the  obligations  the  larger 

organized  collectivity  can  impose  on  them.  Altliough  a   nation  can 

demand  great  sacrifices  from  its  citizens  in  times  of  war,  it  is  gen- 

erally recognized  that  at  other  times  obligations  to  tlieir  famihes  take 

precedence  over  pohtical  obligations.  Indeed,  even  in  times  of  war 

an  emergency  m   his  family  usually  justifies  a   soldier’s  leave 
(4)  The  internal  differentiation  in  substructures  promotes  cross- 

cutting ties  between  similarly  located  strata  in  the  various  substruc- 
tures and  tlius  furnishes  new  bonds  of  social  integration  in  the  larger 

social  structure.  The  common  situation  and  interests  of  manual  work- 

ers m   various  communities  create  bonds  of  social  sohdarity  among 

them  that  unify  them  into  a   social  class,  which  is  a   substructure 

intersecting  communities  and  other  collectivities  and  consequently 

produces  integrative  ties  along  new  lines  crisscrossing  the  old  ones. 

The  same  is  true  for  members  of  a   given  profession  in  various  organ- 

izations, who  have  similar  concerns  with  professional  problems,  stand- 

ards, and  training,  and  for  all  occupational  groups  and  strata  in  differ- 

entiated substructures  whose  members  face  similar  problems  and  have 

some  common  interests.  Crosscutting  integrative  bonds  between  col- 

®   See  Morris  Janowitz,  The  Professional  Soldier,  Glencoe'  Free  Press,  1960, 

pp.  89-97. 
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lectivities  fortify  the  solidarity  of  the  entire  society.  Social  differentia- 

tion itself  gives  corresponding  strata  in  different  segments  of  the 

society  some  common  interests,  as  Simmel  has  pointed  out: 

After  the  process  of  social  differentiation  has  produced  a   division  between 

the  highs  and  the  lows,  the  purely  formal  fact  that  they  occupy  a   given 
social  position  creates  a   connection  between  the  members  of  the  most 

varied  groups,  an  internal  bond,  and  often  also  some  external  relab'ons. 
Together  with  such  social  differentiation  m   a   group  grows  the  need  and 

inclination  to  expand  beyond  its  original  limits  in  space  and  in  economic 

and  mental  life.  The  origmal  centripetal  force  in  a   group  is  comple- 

mented as  individual  differences  create  conflicts  between  its  elements  by 

a   centrifugal  tendency  that  establishes  bridges  with  other  groups.” 

(5)  The  relationship  between  tlie  social  differentiation  within  sub- 

structures and  their  relative  positions  in  the  differentiated  macrostruc- 

ture is  at  the  core  of  the  analysis  of  the  dynamics  of  complex  social 

structures.  It  poses  the  central  problems  of  intergroup  mobility  and 

intergroup  competition.  The  status  of  individuals  depends  in  part  on 

the  social  stratum  in  which  they  are  generally  accepted  and  in  part 
on  the  respect  and  compliance  they  command  within  this  stratum. 

Individuals  may  be  confronted  by  tlie  alternative  of  occupying  either 

a   higher  position  in  a   lower  stratum  (or  weaker  organization)  or  a 

lower  one  in  a   higher  stratum  (or  stronger  organization).  The  oppor- 
tunity for  making  such  decisions  and  the  prevailing  decisions  made 

determine  the  pattern  of  mobility  between  substructures  and  the 

fluidity  of  their  boundaries  within  the  encompassing  social  system. 

Many  groups  and  organizations  also  compete  for  a   dominant  position 

in  the  larger  social  structure,  and  success  in  this  competition  requires 

a   flexible  internal  status  structure  tliat  permits  an  organized  collec- 

tivity to  attract  qualified  contributors  by  rewarding  them  with  superior 

status.  These  problems  of  intergroup  relations  and  mobility  are  more 

fully  analyzed  in  the  next  section. 

(6)  The  social  differentiation  in  substructures  serves  as  a   recmit- 
ment  mechanism  for  the  leadership  of  die  political  or  administrative 

organization  in  the  larger  social  structure.  The  heads  of  departments 

are  candidates  for  top  executive  positions  in  the  organization.  Com- 
munities and  states  elect  representatives  to  the  national  legislature, 

and  other  organized  collectivities  also  endeavor  to  be  represented  by 

outstanding  members  in  the  legislative  and  odier  branches  of  the  gov- 

ernment. The  government  strengthens  its  legitimate  authority  by  in- 
cluding in  its  rank  leading  representatives  of  various  groups  endorsed 

”   Simmel,  op.  cit,,  p.  711  (my  translation). 
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by  their  members.  Besides,  individuals  who  occupy  top  positions  in 
business  enterprises  and  other  organized  collectivities  often  form  a 

power  ehte  that  exercises  dominant  influence,  through  formal  and 
informal  channels,  over  the  organized  political  and  economic  life  of 

the  community.^® 
(7)  The  formally  organized  substructures  are  integrated  into  the 

macrostructure  through  its  pervasive  particulanstic  values.  The  cul- 

tural values  of  a   society  legitimate  most  organizations  established  in 

it  and  the  objectives  they  pursue,  and  set  them  apart  from  illegitimate 

organizations  based  on  coercive  powers  or  heretical  ideals  in  contra- 

vention of  cultural  values  and  norms,  such  as  a   crime  syndicate  or  an 

extremist  opposition  party.  (An  extremist  opposition  is  illegitimate 

only  as  long  as  it  is  so  defined  by  prevailing  values,  and  its  success  in 

captiuingthe  allegiance  of  major  groups  tends  to  alter  this  definition.) 
The  cultural  values  pervade  organizabons  and  are  reflected  in  theu 

structure,  as  exemplified  by  the  difference  between  the  Prussian  and 

American  army.  The  integration  of  legitimate  organizabons  into  the 

very  fabric  of  society  makes  them  important  conbibutors  to  its  wel- 
fare and  important  elements  in  defining  its  course. 

(8)  The  formal  organizabon  of  collecbve  endeavors  in  substruc- 
tures both  stimulates  and  is  stimulated  by  compebbon  among  them 

for  scarce  resources  and  a   dominant  position  in  die  differenbated 

macrosbucture.  The  immediate  object  of  the  competition  is  social  sup- 

port in  some  form— firms  compete  for  customers,  parties  for  voters, 
and  religious  denominations  for  converts.  Success  in  this  compehtion 

gives  an  organization  a   dominant,  or  at  least  a   superior,  position  in  the 

macrostructure  and  also  has  important  implications  for  its  internal 

structure.  Successful  competition  strengthens  the  legitimate  authority 

of  the  organizations  leadership  by  validating  the  leaders'  judgment 
and  guidance  and  by  furnishing  rewards  to  members  that  justify  their 

comphance  and  increase  their  loyalty  to  the  organization  and  its 

leadership.  Conversely,  failure  in  the  competition  is  likely  to  under- 

mine the  authority  of  an  organization's  leaders  and  may  promote  in- 
ternal opposition  to  them.  For  instance,  opposition  factions  often  arise 

and  sometimes  gain  dominance  in  a   defeated  political  party.  Failure, 

moreover,  encourages  defections  of  members  to  other,  more  success- 

ful organizations,  further  weakening  the  organization.  In  brief,  tlie 

internal  organization  of  substructures  is  strongly  affected  by  theu 

competitive  position  in  the  differentiated  larger  social  structure. 

See  Floyd  Hunter,  Community  Power  Structure,  Chapel  Hill.  University  of 
North  Carolina  Press,  1953. 
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(9)  Finally,  the  main  problem  concerning  the  relationship  between 

the  organized  units  within  a   larger  system  and  its  overall  organization 

under  a   central  authority  is  that  of  the  degree  of  autonomy  of  the 

units  and  the  degree  of  centralized  control  exercised  over  them.  The 

autonomy  of  an  organization  depends  on  freedom  from  domination 

by  other  orgamzabons  as  well  as  by  superordinate  authorities.  Cen- 

tralized political  authonty  is  often  exercised  to  Hmit  the  autonomy 
of  some  organizations  in  order  to  protect  that  of  others,  as  exemph- 

fied  by  antimonopoly  legislation,  or  to  prevent  an  organized  authority 
from  suppressing  the  legitimate  autonomy  of  its  subordinate  umts,  as 
illustrated  by  actions  of  the  federal  government  and  courts  prohibit- 

ing states  from  interfering  with  the  civil  rights  of  Negroes  or  other 

minorities.  The  conflict  between  the  legitimate  political  authority  of 
the  macrostructure  and  that  of  its  major  substructures  resembles  and 

can  easily  turn  into  a   conflict  between  legitimate  organization  and 

organized  opposition  to  it;  an  example  was  the  States  Rights  party 
formed  in  1948  that  crystallized  the  opposition  of  Southern  states. 

Even  this  simplified  analysis  of  the  relationships  between  social 

integration,  differentiation,  and  organization  on  only  two  levels  of 

social  structure  indicates  the  complex  interdependence  between  sub- 

structures. The  problems  outlined  are  intended  merely  as  illustrations 

of  the  type  of  analysis  that  would  be  required,  in  much  more  exten- 

sive form,  for  the  development  of  a   systematic  theory  of  macrostruc- 
tures. 

Intergroup  Relations  and  Mobility 

The  relations  between  groups  differ,  of  course,  from  those  between 

individuals.  One  fundamental  distinction  is  illustrated  by  the  differ- 

ence in  implications  between  the  rejection  of  a   group  by  other  groups 
and  the  rejection  of  an  individual  by  otlier  individuals.  The  isolated 

individual  who  is  ostracized  by  his  fellows  is  seriously  penalized  by 

being  deprived  of  social  companionship  and  rewards  and  is  under 

strong  pressure  to  find  some  social  acceptance  either  in  other  groups 

or  by  modifying  his  behavior  and  becoming  reintegrated  in  this  one, 

if  possible.  The  minority  group  toward  which  the  other  groups  in  the 

community  express  hostility,  however,  is  not  penalized  in  this  form, 

whatever  other  disadvantages  the  discrimination  of  the  majority 

against  it  may  have.  To  be  sure,  the  individual  member  of  the  minor- 
ity group  rejected  by  the  members  of  other  groups  also  is  in  need  of 

alternative  sources  of  social  companionship  and  support,  but  these  are 

readily  available  to  him  from  other  members  of  his  own  group.  Hence, 
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integrative  ties  of  social  cohesion  tend  to  be  particularly  strong  in 

rejected  groups,  fortifying  resistance  against  majority  pressure  in 
these  minorities,  in  contrast  to  die  situation  of  the  isolated  individual 

deprived  of  social  ties,  whose  vulnerable  position  weakens  resistance 

against  majority  pressure  unless  he  can  find  some  new  social  sup- 

port.“  As  Durkheim  has  pointed  out,  ,   ,   when  religious  intolerance 
is  very  pronounced,  it  often  produces  an  opposite  effect  Instead  of 

exciting  die  dissenters  to  respect  opinion  more,  it  accustoms  them  to 

disregard  it,”  Sumner’s  famous  observation  that  mgroup  solidarity 
IS  associated  with  hostility  toward  the  outgroup  “   may  actually  often 
be  a   spurious  correlabon  due  to  the  fact  that  the  hosihty  of  the  out- 

group toward  the  ingroup  fosters  both  ingroup  cohesion  and  counter- 
hostility  toward  the  outgroup. 

Another  disbnctive  characteristic  of  intergroup  relations  is  that 

they  involve  mobility  of  individuals  from  group  to  group.  Many  col- 
lectivities have  fluid  boundaries;  they  expand  and  contract  with  the 

flow  of  members  and  supporters  into  and  out  of  them.  Employees  are 

laid  off  by  some  firms  and  hired  by  others,  workers  join  unions;  voters 

shift  political  support  to  another  party,  customers  frequent  different 

stores,  successful  individuals  rise  to  higher  social  strata,  and  unsuc- 

cessful ones  drop  to  lower  strata.  Tlie  major  patterns  of  these  move- 
ments redefine  the  boundaries  of  the  substructures  in  the  macro- 

structure and  modify  their  internal  structures.  The  origin  of  these 

patterns  of  mobility  is  also  found  in  tlie  interrelated  status  structures. 
Membership  in  various  collectivities  is  not  equally  rewarding, 

which  is  one  factor  that  promotes  mobility  between  them.  The  re- 

wards derived  from  group  membership  can  be  analytically  divided 

into  two  components,  the  basic  advantages  that  accrue  to  all  members, 

and  the  additional  rewards  that  are  differentially  distributed  within 

the  group.  The  basic  rewards  offered  by  various  collectivities  differ. 

For  instance,  living  conditions  are  more  pleasant  in  some  communities 

than  in  others,  tlie  prestige  that  acceptance  in  a   social  stratum  com- 
mands in  the  community  at  large  varies  with  the  rank  of  the  stratum, 

the  wage  rates  of  all  firms  are  not  the  same,  membership  in  some 

management  groups  gives  a   person  more  power  than  that  in  others. 

Solomon  E.  Asch’s  well-knoivn  experiment  indicates  that  even  social  support 

from  one  other  person  strengthens  resistance  to  majority  pressures,  Social  Psy- 

chology, New  York  Prentice-Hall,  1952,  chapter  xvi,  esp  pp  477-479. 

12  Emile  Durkheim,  Suicide,  Glencoe  Free  Press,  1951,  p   156 

12  William  G.  Sumner,  Folkways,  Boston  Ginn,  1907,  pp.  12-13  See  also 

Robert  K   Merton’s  criticism  of  Sumner’s  dictum.  Social  Theory  and  Social 

Structure  (2d  ed  ),  Glencoe;  Free  Press,  1957,  pp  297-299 
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and  even  the  social  support  obtained  in  informal  fellowship  depends 

on  a   group  s   cohesion.  In  terms  of  this  factor  alone,  all  individuals 

have  equal  incentives  to  move  to  the  most  rewarding  collectivity  in 

which  they  can  find  acceptance. 
The  differential  distribution  of  rewards  associated  with  the  status 

structure  in  a   collectivity,  however,  alters  the  situation,  creating  dif- 

ferences in  incentives  for  mobility  between  members.  The  superior 

rewards  received  by  high-status  members  give  them  least  incentive 
to  leave  their  present  collectivity  for  anotlier,  and  the  inferior  rewards 

received  by  low-status  members  give  them  most  incentive  to  do  so. 
In  terms  of  these  conditions,  assuming  others  for  the  moment  to  be 

constant,  the  pattern  of  mobility  between  collectivities  would  be  gov- 

erned by  the  relationship  between  the  rewards  low-status  members 
obtain  in  tlieir  present  collectivities  and  those  they  could  obtain  for 

the  same  contributions  in  others.  This  situation  is  analogous  to  the 

movement  of  firms  between  industries  depending  on  whether  the 

profits  in  any  one  are  above  or  below  the  general  norm.  “If  the  profits 
of  the  least  profitable  firm  are  less  than  normal,  this  firm  and  others 

in  like  case  will  eventually  leave  the  industry.  ...  If,  on  the  other 

hand,  the  least  profitable  firm  is  making  profits  above  normal,  .   .   . 

there  will  be  a   tendency  for  new  firms  to  come  in,  and  the  industry 

will  expand.”  Correspondingly,  collectivities  in  which  minimum  re- 
wards are  less  than  they  are  elsewhere  are  likely  to  lose  members, 

and  those  in  which  minimum  contributions  command  greater  rewards 

than  elsewhere  are  likely  to  attract  members  from  other  collectivities. 

The  actual  mobility  of  individuals  depends,  of  course,  not  only  on 

tlieir  incentives  to  move  but  also  on  their  capabilities  of  doing  so. 

While  inferior  status  in  a   collectivity  gives  members  most  reason  to 

want  to  leave  it  for  another,  superior  status  in  it  creates  the  greatest 

opportunities  and  potentialities  for  moving  into  another  collectivity 
that  promises  higher  rewards.  The  access  tlie  leaders  and  others  of 

superior  rank,  who  represent  a   collectiidty  in  its  relations  wth  others, 

have  to  other  collectivities,^'  and  their  superior  qualifications,  to  which 
their  position  testifies,  give  them  disproportionate  chances  of  rising 

to  and  being  welcomed  in  more  desirable  collectivities  than  tlieir 

present  one.  The  superior  position  tlie  group  bestows  on  some  of  its 

Kenneth  E.  Boulding,  Economic  Analysis  (3d  cd  ),  New  York:  Harper,  1955, 

p.  566. 

On  the  tendency  of  leaders  to  associate  with  leaders  of  other  groups,  see 

William  F.  Whyte,  Street  Corner  Society  (2d  ed.).  University  of  Chicago  Press, 

1955,  p.  214. 
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members  helps  them  to  move  out  of  it  into  other  groups  of  higher 

standing  in  the  community.  The  middle  stratum  in  a   collectivity,  there- 

fore, tends  to  constitute  its  solid  core  of  members  v/ho  neither  have 

mudi  reason  for  wanting  to  leave  it  nor  much  tempting  potential  for 

doing  so.  Whether  members  in  top  or  bottom  positions  are  most  likely 

to  move*  voluntarily  from  one  collectivity  to  others  depends  on  the 

type  of  value  standard  that  governs  its  status  structure. 
The  internal  differentiation  of  status  and  the  associated  distnbu- 

tion  of  rewards  in  substructures  may  be  based  on  standards  that  are, 

from  the  perspective  of  the  encompassing  social  structure,  umversal- 
istic  or  particularistic,  although  these  standards  are,  by  definition, 

umversalisdc  within  the  narrower  compass  of  each  substructure,  that 

IS,  they  are  generally  accepted  criteria  of  achievement  within  the 

subgroup.  If  internal  status  in  substructures  is  governed  by  standards 

universally  accepted  as  valid  throughout  the  macrostructure,  as  is 

typical  for  critena  of  instrumental  performance,  superior  internal 
status  indicates  assets  tliat  are  valued  in  other  collectivities  too. 

Hence,  individuals  in  superior  positions  within  collectivities  have  the 

best  chance  of  moving  to  more  desirable  collectivities,  and  those  in 

inferior  positions  move  only  when  they  are  pushed  out  and  down. 

The  mobility  of  successful  managers  of  smaller  concerns  to  larger 

ones  illustrates  this,  as  does  vertical  mobility  behveen  socio-economic 
strata.  If,  however,  internal  status  m   substructures  rests  on  diverse 

standards  that  are  particularisdc  from  the  perspective  of  the  macro- 

structure, the  higher  a   person’s  status  is  in  one  collectivity,  the  less 
likely  are  his  qualifications  to  make  him  acceptable  in  another  with 

different  value  standards.  Not  the  most  devoted  Republican  but  the 

most  alienated  one  makes  the  best  candidate  for  the  Socialist  party. 

The  very  behavior  that  stamps  a   person  a   poor  Catholic  makes  him 

attractive  among  atheists.  Under  these  conditions,  the  individuals  who 

command  little  social  recognition  and  few  rewards  in  tlieir  own  col- 
lectivities have  the  best  chance  of  improving  their  situation  by  moving 

to  other  collectivities  with  contrasting  value  standards  and  are  most 

likely  to  do  so  of  tlieir  own  vohtion. 

Vertical  mobility  between  social  strata  that  are  internally  differen- 
tiated and  hierarchically  ranked  in  the  macrostructure  in  terms  of  the 

same  universalistic  standards  of  achievement  and  status  regularly  con- 

fronts individuals  with  the  choice  of  being  either  a   big  fish  in  a   little 

pond  or  a   little  fish  in  a   big  pond.  The  alternatives  are  whether  to 

use  one’s  capacities  and  achievements  in  order  to  sustain  a   super- 
ordinate rather  than  a   subordinate  position  in  daily  social  intercourse 

or  in  order  to  attain  and  maintain  social  aflfiliation  with  the  highest 
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hierarchical  stratum  possible.  Some  full  professors  associate  exten- 

sively with  their  junior  colleagues,  thereby  loosening  then:  affiliation 

with  the  senior  faculty  but  increasing  the  respect  and  deference  they 
receive  in  recurrent  social  interaction.  The  juniors  who  associate  with 
them  gain  social,  and  sometimes  material,  advantages  from  this  affilia- 

tion Avith  high-status  colleagues  but  must  assume  a   subordinate  role 
in  much  of  their  social  hfe,  which  they  would  not  have  to  do  were 

they  to  associate  mostly  with  their  o\vn  peers.  Whyte  showed  that 
some  corner  boys  in  the  Italian  slum  he  studied  used  their  money  and 
resources  to  achieve  a   superordinate  position  in  their  gang,  and  others 
used  their  resources  to  increase  their  chances  of  moving  up  to  a 

higher  social  stratum.^®  A   person  who  changes  his  class  affiliation  to 
his  own  advantage  tends  tliereby  to  change  his  prevailing  pattern  of 

social  interaction  to  his  disadvantage,  and  the  person  who  is  AviDing 
to  assume  a   more  disadvantageous  stratum  position  typically  improves 
his  role  in  his  everyday  life. 

The  fundamental  choice  underlying  tlie  question  of  the  relative 

size  of  fish  and  pond  is  the  one  between  the  privileges  affiliation  with 

a   superior  social  stratum  bestows  on  individuals  and  the  rewards  ffiey 
derive  from  assuming  a   superordinate  role  in  recurrent  social  inter- 

course. Occupational  achievement  and  success  enable  a   person  to 

command  a   position  of  respect  and  power  among  his  old  associates, 

whom  he  can  obligate  to  defer  to  his  wishes  Avith  his  generosity.  His 

superordinate  role  in  interaction  Avith  them  continually  rcAvards  him 

for  his  achievement  and  reminds  him  of  his  success  by  contrast  inth 

their  less  fortunate  position.^’  These  advantages  must  be  foregone  in 
large  part  by  persons  Avho  AA'ant  to  use  their  economic  achievements 
to  become  affiliated  AAutli  a   more  privileged  social  stratum  than  that 

in  Avliich  they  originated.  Affiliation  Avitli  a   higher  stratum  requires 

that  a   person  gain  acceptance  among  its  members  by  adopting  then- 
style  of  life  and  that  he  associate  mostly  Avitli  them  rather  than  Avith 

his  old  friends.  But  in  tliese  neAv  associations  he  does  not  occupy  a 

10  Ibid.,  pp.  104-108. 

1'^  Marcel  Proust  has  called  attention  to  tlie  significance  of  maintaining  some 
old  social  ties  in  order  to  keep  the  expenence  of  successful  social  mobility  alive: 

“.  .   .   she  knew  that  a   great  deal  of  the  pleasure  which  a   Avoman  finds  in  enter- 
ing a   class  of  society  different  from  that  m   Avhich  she  has  prevdously  lived  would 

be  lacking  if  she  had  no  means  of  keeping  her  old  associates  informed  of  those 

others,  relatively  more  bnlliant,  with  whom  she  has  replaced  them  Therefore, 

she  requires  an  eye-witness  who  may  be  allowed  to  penetrate  this  new,  dehcious 

Avorld.  .   .   Remembrance  of  Things  Past,  New  York:  Random  House,  1934, 
Vol.  1, 394. 
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superordinate  position  and  may  have  to  take  a   subordinate  one,  at 
least,  initially,  inasmuch  as  the  economic  resources  of  his  new  asso- 

ciates are  generally  as  large  as  his  and  their  social  position  is  of  longer 
standing  and  more  firmly  established  than  his. 

Occupational  failure  confronts  individuals  with  parallel  alternatives. 
The  advantages  of  conhnued  affiliation  with  theu  original  social 
stratum  must  be  paid  for  by  individuals  who  cannot  any  longer 
properly  repay  social  obligations  in  these  circles  by  assuming  a   subor- 

dinate role  in  social  life  and  being  recurrently  remmded  of  their  dep- 
rivation and  failure.  These  hardships  are  avoided  by  economically 

unsuccessful  persons  who  cut  theu  social  ties  and  associate  mostly 

with  members  of  a   less  privileged  stratum  than  that  in  which  they 
originated,  and  this  is  a   compensating  advantage  for  the  cost  entailed 
in  downward  social  mobility.  To  be  sure,  tlie  alternatives  of  the  suc- 

cessful entail  two  kinds  of  social  gratification,  and  those  of  the  un- 

successful, two  kinds  of  social  depnvation,  but  both  must  choose 

between  greater  stratum  privileges  and  greater  rewards  from  daily 
social  intercourse.  Another  factor  to  be  taken  into  consideration  is  the 

cost  of  social  mobility  itself,  regardless  of  direction,  which  involves 

abandoning  established  social  attachments  and  adapbng  to  new  social 
situations. 

The  receiving  collectivity  has  an  interest  in  accepting  the  upwardly 
mobile  for  two  reasons.  First,  it  seeks  to  recruit  new  members  with 

die  qualifications  to  make  contributions  to  its  welfare.  This  is  of  evi- 

dent importance  in  groups  organized  to  accomplish  instrumental  tasks, 

such  as  management  groups  of  business  concerns,  but  other  social 

segments  typically  contain  instrumental  components  that  make  it  also 

relevant.  Thus  upwardly  mobile  individuals  often  gain  initial  entry 

into  the  upper  class  by  making  contributions  to  its  instrumental  ac- 

tivities, for  instance,  by  contributing  to  its  philanthropic  and  chari- 
table enterprises.  Second,  the  deferential  role  individuals  who  have 

recently  moved  up  into  a   higher  social  stratum  generally  must  assume 

in  interaction  with  its  established  members,  to  gain  full  social  accept- 

ance, is  a   significant  source  of  social  reward  for  the  estabhshed  mem- 
bers. This  deference  fortifies  die  superiority  of  the  higher  stratum  by 

furnishing  continual  evidence  of  the  high  pnce  odiers  are  wilhng  to 

pay  for  acceptance  in  this  stratum.^®  Large-scale  upward  mobility 

The  downwardly  mobile  are  not  recnuted  into  the  social  class  or  segment 

that  receives  them,  but  its  members  may  also  denve  advantages  from  accepbng 

them  m   their  midst  and  associating  with  them  Those  with  supenor  educafaon 

and  qualifications  who  for  some  reason  have  been  downwardly  mobile  may  make 
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into  a   privileged  stratum,  however,  may  endanger  the  privileged  posi- 
tion of  its  established  families  and,  consequently,  tends  to  be  resisted 

by  them.  A   typical  manifestation  of  this  resistance  is  the  Brahmin’s 
complaint  against  the  vulgarization  of  the  cultivated  tastes  and  man- 

ners of  the  upper  class  by  the  nouveau  riche. 

The  free  flow  of  intergroup  mobility  adjusts  the  substructures  in  a 
macrostructure.  Collectivities  that  have  excessive  resources  for  re- 

warding members  for  their  contributions  attract  new  members  and 

expand,  and  tliose  with  insufficient  resources  for  adequate  rewards 

repel  some  of  their  own  members  and  contract.  The  differentiation  of 

power  that  is  an  essential  element  of  the  stratified  structure,  however, 

impedes  these  processes,  because  powerful  individuals  and  groups 
tend  to  have  the  desire  and  capacity  to  perpetuate  tlieir  positions  and 

transfer  them  to  their  progeny  by  restricting  access  to  these  positions, 
if  only  by  giving  their  children  disproportionately  great  chances  of 

occupying  them.  The  actual  situation,  therefore,  is  intermediate  be- 

tween the  model  of  completely  free  mobility  and  tlie  polar  case  of 

absolutely  rigid  boundaries  that  preclude  all  mobility.  Castes  come 

close  to  this  last  extreme,  and  so  do  most  total  societies  today,  since 
mobility  between  them  is  inconsequential. 

Adjustment  in  a   social  structure  with  rigid  boundaries  differs  funda- 

mentally from  that  in  one  where  mobility  out  of  and  into  it  occurs. 

If  tliere  are  insufficient  rewards  for  tlie  contributions  its  members  are 

capable  of  making  in  a   collectivity  from  which  tliey  cannot  move  to 

another,  internal  adjustments  are  the  only  ones  possible.  The  situation 

is  analogous  to  an  economic  depression,  when  consumption  plus  in- 

vestment fail  to  absorb  tlie  entire  capacity  to  produce  and  unemploy- 
ment results.  Classical  economic  tlieory  assumes  these  conditions  will 

depress  prices  and  thus  lead  to  automatic  adjustments.  Keynes,  in 
contrast,  held  tliat  active  intervention  by  the  government  in  the  form 

of  economic  investments  having  multiplier  effects  is  necessary  for 

adjustments  to  occur  and  for  employment  to  rise.^®  Ke}'nes’  theory  has 
interesting  implications  for  social  structure. 

If  the  members  of  a   society,  or  any  collectivity  witli  rigid  bound- 
aries, cannot  obtain  sufficient  rewards  for  their  contributions,  actual 

superior  contributions  and  provide  opposition  leadership  for  the  less  privileged 

group;  indeed,  tlie  opportunity  to  do  so  may  have  prompted  their  downward 

mobility.  Besides,  many  individuals  derive  satisfaction  from  associating  with  a 

person  of  superior  social  origins,  say,  with  a   former  member  of  the  nobility  who 

still  uses  his  title  though  it  has  been  abolished. 

See  Boulding,  op.  cit.,  pp.  300-305;  tlie  original  reference  is  John  M.  Keynes, 

General  Theory  of  Employment,  Interest  and  Monaj,  New  York:  Harcourt,  Brace, 
1936. 
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or  potential,  some  adjustments  have  to  be  made  internally.  According 
to  classical  theory,  individuals  will  furmsh  contnbutions  for  lesser 

rewards  and  thus  promote  adjustments.  According  to  Keynes,  how- 

ever, the  situation  ■null  become  aggravated  and  stagnation  %vill  result 
unless  new  investments  that  stimulate  growth  are  made  through  the 
intervention  of  an  agency  outside  the  system.  Since  concern  is  vvith 

an  entire  society,  the  agency  that  introjects  the  new  stimuli  can  be 

outside  the  system  only  in  an  analytical  sense.  In  the  case  of  the 

economy  in  a   depression,  it  is  the  political  system  of  the  same  society 
that  introduces  the  new  investments.  In  the  case  of  a   social  structure 

with  insufficient  rewards  for  contnbutions,  it  is  the  emergence  of  an 

opposition  movement  that  produces  new  mvestments.  Opposition 

ideals  generate  new  investments  within  the  society  though  analyti- 

cally onginating  outside  the  existing  social  system,  because  they  cre- 

ate new  social  rewards,  new  social  resources  by  inspiring  men  with 

fresh  energies,  and  a   new  organized  collectivity  for  mobilizing  these 

resources  ivithin  the  society.  A   major  opposition  movement,  therefore, 

can  be  considered  an  external  investment  designed  to  regenerate  a 

stagnant  social  structure,  just  as  major  governmental  expenditures  are 

external  investments  designed  to  reactivate  a   depressed  economy. 

Opposition  as  Regenerative  Force 

Opposition  is  a   regenerative  force  that  introjects  new  vitality  into 

a   social  structure  and  becomes  the  basis  of  social  reorganization.  It 

serves  as  a   catalyst  or  starting  mechanism  of  social  change,  which  is 

sometimes  earned  out  m   large  part  by  others  rather  than  those  active 

in  the  opposition  that  stimulated  it.  There  are  tendencies  toward 

change  in  social  structures  that  do  not  depend  on  opposition  move- 
ments, such  as  those  generated  by  technological  developments.  But 

there  are  also  structural  rigidities  due  to  vested  interests  and  powers, 

organizational  commitments,  and  traditional  institubons.  These  defy 

modification  and  adjustment  except  through  social  conflict  and  oppo- 
sition. What  Merton  has  said  about  bureaucracy  apphes,  to  a   lesser 

degree,  to  the  mstitutionahzed  sentiments  and  forces  that  sustain  the 

traditional  social  order  in  general.  “There  is  a   margm  of  safety,  so  to 
speak,  in  the  pressure  exerted  by  these  sentiments  upon  the  bureau- 

crat to  conform  to  his  patterned  obhgations,  m   much  the  same  sense 

that  added  allowances  (precautionary  overestimations)  are  made  by 

the  engineer  in  designing  the  supports  of  a   bridge.” 

Merton,  op.  dt.,  p.  199. 
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Institutionalized  patterns,  in  their  form  as  intemahzed  sentiments 

and  in  their  external  manifestations  invested  with  power,  assme  the 

stability  and  survival  of  the  existing  social  order  with  a   great  margin 
of  safety,  which  prevents  adjustments  and  adaptations  when  new 

circumstances  call  for  them.  Traditional  values  often  transform  social 

arrangements  instituted  for  a   specific  purpose  imder  given  historical 

conditions  into  sacred  symbols  that  must  be  preserved,  even  though 
they  can  no  longer  serve  this  purpose  effectively  under  different  con- 

ditions. Powers  with  vested  interests  in  such  obsolete  arrangements— 
for  instance,  the  electoral  college  for  choosing  the  U.S.  President- 

are  greatly  aided  in  their  defense  of  them  by  these  legitimating  insti- 
tutional values.  This  process  through  which  means  become  ends-in- 

themselves  illustrates  the  displacement  of  goals,  which  Merton  de- 

scribed for  bureaucracies  in  the  passage  immediately  following  the 

one  just  quoted.  Opposition  movements  constitute  countervaihng 
forces  against  these  institutional  rigidities,  rooted  in  vested  powers 

as  well  as  traditional  values,  and  they  are  essential  for  speeding  social 
change. 

Opposition  is  here  conceived  as  a   generic  social  force,  which  takes 

many  different  forms,  a   revolutionary  political  movement  being  only 
one  of  them.  It  is  a   type  of  conflict,  differing  from  other  types  in  that 

one  of  the  parties  represents  "The  Establishment”  and  holds  the  dom- 
inant legitimate  power  against  which  the  other  or  others  struggle. 

A   fundamentally  new  style  in  the  arts  and  a   new  school  of  thought 
in  a   scholarly  discipline  fllustrate  forms  of  opposition;  so  do  innovat- 

ing firms  that  challenge  the  dominant  powers  in  a   market,  movements 

of  civic  reform,  challenges  of  a   stockholder  group  against  the  corpo- 

ration management,  factions  challenging  the  union  leadership,  as  well 
as  more  or  less  extremist  rebellions  against  the  political  order.  The 

distinctive  characteristic  of  social  opposition  is  organized  collective 
dissent  and  action  against  an  established  order. 

On  an  abstract  theoretical  level,  opposition  can  be  conceptualized 

in  terms  of  the  conflict  between  autonomy  and  interdependence  of 

substructures  in  a   macrostructure.  Gouldner  has  stressed  that  varying 
degrees  of  both  autonomy  and  interdependence  must  be  taken  into 

account  in  the  analysis  of  parts  in  a   social  system.^^  This  important 
point  should  be  refined  by  explicitly  distinguishing  two  kinds  of  in- 

terrelations within  a   system.  First,  substructures  are  dependent  on 

each  other,  which  means  that  changes  in  one  lead  to  changes  in  the 

others.  This  kind  of  interdependence  has  its  source  in  the  relative 

Gouldner,  op.  off.,  pp.  254-259. 
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autonomy  of  substructures  and  does  not  conflict  with  such  autonomy, 
except  when  one  of  them  becomes  a   dominant  power  that  can  and 
does  organize  the  others  in  accordance  witli  its  interests.  This  situa- 

tion resembles  analytically  the  second  land  of  interdependence,  which 
involves  the  dependence  of  the  substructures,  not  on  each  other,  but 
on  the  larger  social  structure,  because  a   centralized  authority  in  the 
larger  collectivity  coordinates  and  directs  the  major  courses  of  action 

in  its  subgroups."  It  is  tliis  second  type  of  interdependence  of  the 
component  parts  due  to  centrahzed  control  in  the  system  that  directly 
conflicts  with  their  autonomy.  The  conflict  is  inevitable,  since  both 

some  centrahzed  coordination  and  some  autonomy  of  parts  are  neces- 

sary for  organized  collectivities.  Movements  that  mobflize  opposition 
to  the  established  organization  by  drawing  together  dissatisfied  ele- 

ments into  a   new  substructure  are  grounded  in  the  latent  opposition 

of  existing  subgroups  inherent  in  this  conflict. 

On  a   less  abstract  level,  the  social  conditions  that  give  rise  to  active 

opposition  forces  have  aheady  been  discussed  and  need  only  be 

briefly  summarized  here.  Organizing  collective  effort  involves  exert- 

ing constraints  and  may  easily  lead  to  the  oppression  of  some  groups 
in  the  interest  of  the  larger  collectivity  or  its  dominant  members. 

Powerful  groups  and  organizations  can  exploit  others,  and  great  social 

distances  encourage  tliem  to  take  advantage  of  this  abihty.  The  actual 

rewards  of  most  people  frequently  fall  short  of  tlie  high  expectations 

of  achievement  and  success  created  by  cultural  values  in  the  process 

of  legitimating  existing  institutions,  wliich  produces  frustrations  and 

deprivations.  The  common  experience  of  oppression  and  exploitation 

in  a   group,  notably  one  somewhat  isolated  from  the  rest  of  the  com- 
munity, promotes  communications  tliat  socially  jusbfy  and  reinforce 

the  feeling  of  outrage  and  the  desire  to  retahate  against  the  powers 

held  responsible  for  tlie  frustrations  and  deprivations  suffered.  The 

The  difference  behveen  these  two  types  of  relations  between  social  structures 

m   a   macrostructure  corresponds  to  two  types  of  functional  relationships  behveen 

vanables  that  Lazarsfeld  has  distinguished— a   direct  causal  relationship  between 

two  variables  and  a   spurious  correlation  due  to  the  causal  influence  of  a   third. 

In  the  first  type  of  interdependence,  substructures  exert  a   causal  influence  on 

each  other.  In  the  second  b-pe,  however,  the  relations  between  them  are  spurious 
in  a   technical  sense,  that  is,  they  arc  not  due  to  direct  causal  influences  among 

them  but  to  tlie  causal  influence  of  the  coordinating  autlionty  m   tlie  macrostruc- 

ture on  all  of  them.  (Needless  to  add,  tlie  distinction  is  an  analytical  one,  and 

both  types  of  interdependence  occur  simultaneously.)  See  Patricia  L.  Kendall  and 

Paul  F.  Lazarsfeld,  "Problems  of  Survey  Analysis,”  in  Merton  and  Lazarsfeld, 
Continuities  of  Social  Research,  Glencoe  Free  Press,  1950,  pp.  147-167. 
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group  in  which  such  orientations  crystallize  and  develop  into  an 
opposition  ideology  may  become  the  core  of  an  opposition  movement 
to  which  others  with  similar  social  experiences  rally. 

This,  however,  is  only  the  extreme  case  of  opposition,  which  is 
duplicated  in  a   large  variety  of  milder  forms  whenever  individuals 

and  groups  who  share  feelings  of  dissatisfaction  with  existing  condi- 
dons  join  together  in  common  endeavors  to  improve  these  conditions 

by  opposing  the  powers  that  perpetuate  them  and  by  advocating  re- 

forms to  alleviate  the  dissatisfactions.*®  Whereas  revolutionary  move- 
ments occasionally  produce  profound  upheavals  and  transformations 

it  is  the  multitude  of  recurrently  emerging  and  subsiding,  less  extreme, 
oppositions  of  diverse  sorts  that  produces  continual  social  change  and 

reorganization  in  societies.  Opposition  activates  conflict  by  giving 
overt  social  expression  to  latent  disagreements  and  hostilities,  but  it 

also  helps  to  remove  the  sources  of  these  conflicts.  It  is  a   disturbing 
and  divisive  force  that  ultimately  contributes  to  social  stability  and 

cohesion.  For  major  cleavages  that  fundamentally  disrupt  society 
are  most  likely  to  occur  precisely  when  recurrent  oppositions  have 

been  suppressed  and  conflicts  have  smoldered.  Ross  has  called  atten- 
tion to  tibis: 

In  a   way,  open  opposition  preserves  society.  .   .   .   Protest  afiords  relief, 
gives  us  the  feeling  that  we  are  not  completely  crushed  in  a   relationship 
which  otherwise  we  would  find  unendurable,  and  from  which  we  should 

extricate  ourselves  at  any  cost.  In  any  volunteer  association  the  corking 
up  by  the  dominant  element  of  the  protest  and  opposition  of  the  rest  is 

likely  to  lead  to  the  splitting  of  the  group.  Shrewd  statesmen  reah'ze  that 
it  is  well  to  tolerate  criticism  of  government  in  parliament  and  in  the 

press  as  a   vaccine  against  revolt.  Free  remonstrance  is  a   safety  valve, 

letting  off  steam  which,  if  confined,  might  blow  up  the  boiler.^* 

The  new  social  arrangements  instituted  by  successful  opposition 

forces,  or  by  established  authorities  in  self-defense  against  the  gafher- 
ing  opposition,  typically  create  new  dissatisfactions  in  due  course, 

stimulating  opposition  anew.  Social  change  is  a   dialectical  process, 

because  any  form  of  social  organization  is  likely  to  engender  problems 

and  conflicts  that  call  for  some  reorganization.  Oppositions  arise,  suc- 
cessful ones  reorganize  patterns  of  social  life  in  accordance  with  their 

Oppression  and  exploitation  are  held  here  to  be  important  sources  of  opposi- 
tion, but  it  is  not  assumed  that  all  opposition  is  a   reaction  to  oppression  and 

exploitation. 

Edward  A.  Ross,  Principles  of  Sociology  (2d  ed.).  New  York:  Century, 

1930,  p.  151  (italics  in  original). 
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program  and  interests,  the  reformed  social  order  has  disadvantageous 

consequences  for  other  groups,  and  sometimes  even  unanticipated  dis- 

advantages for  parts  of  the  very  groups  that  have  mstituted  it,  pro- 
vidmg  mcentives  for  fresh  oppositions.  The  process,  however,  is  not 
circular,  because  social  reorganizations  never  fully  recreate  the  past, 
although  they  often  incorporate  elements  of  previously  existing  forms 

of  organization.  The  government  of  Western  Germany  resembles  the 

Weimar  Repubhc  more  than  the  Nazi  regime,  but  it  differs  from  both. 

A   crucial  problem  is  posed  by  the  fact  that  an  opposition  that 

achieves  success,  perhaps  only  after  extended  struggle  imposmg  seri- 

ous hardships  on  its  members,  has  a   strong  mterest  in  protecting  the 

power  it  finally  has  attamed  by  suppressing  opposition  to  it.  This 

tendency  is  particularly  pronounced  in  collectivities  engaged  in  con- 

flict with  others.  Union  leaders  justify  their  suppression  of  opposition 

factions  by  the  need  for  sohdarity  in  the  struggles  with  employers, 

and  governments  of  nations  at  war  sinularly  justify  their  suppression 

of  dissent  and  civil  hberties  by  the  need  for  unity  in  the  face  of  com- 
mon danger.  Generally,  the  freedom  of  opposition  and  dissent  can 

only  persevere  under  firm  institutional  protection,  since  the  dominant 

group  gams  advantages  from  and  thus  has  an  mterest  in  suppressmg 

resistance  and  opposition. 

Democracy  entails  the  institutionahzation  of  opposition  forces  in 

the  pohtical  arena,  which  perpetuates  stable  mechanisms  for  express- 
ing pohtical  conflict  and  mstitutmg  social  change.  It  is  a   paradoxical 

institution,  inasmuch  as  it  preserves  stable  forms  of  political  arrange- 
ments designed  to  facihtate  recurrent  modifications  in  political  and 

social  arrangements.  The  basic  paradox  is  that  the  freedom  of  dissent 

and  opposition  constitutmg  the  very  foundation  of  democracy  must 

surely  include  the  right  to  advocate  the  suppression  of  dissent  and 

opposition.  Whereas  the  freedom  to  advocate  such  totahtanan  prin- 
ciples cannot  be  denied  without  surrendermg  the  basic  premise  of 

democracy,  democracy  cannot  survive  unless  the  electorate  denies 

those  who  advocate  them  access  to  pohtical  power.  Hence,  the  per- 
sistence of  democratic  institutions  depends,  to  a   still  greater  degree 

than  that  of  other  institutions,  on  bemg  supported  by  moral  values 

and  norms  that  are  deeply  ingrained  in  the  consciousness  of  the 

people.  Even  the  most  democratic  constitution  and  other  external  in- 
stitufaons  are  to  no  avail  if  unsupported  by  profound  democratic 

values  accepted  throughout  the  society,  as  history  has  often  shown, 

the  W^eimar  Repubhc  being  a   conspicuous  example.  Another  mainstay 

of  stable  democracy  is  the  existence  of  many  cross-cutting  conflicts 

and  overlappmg  oppositions  in  the  society. 
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Multigroup  affiLations  of  the  members  of  a   society  promote  many 
intersecting  conflicts  and  opposition  forces,  which  forestall  the  de- 

velopment of  intense  hostility  between  two  opposing  camps  that  might 
easily  tear  the  society  asunder  and  lead  to  the  destruction  of  demo- 

cratic institutions.  Coleman  has  analyzed  the  implications  for  conflict 

of  the  existence  of  many  voluntary  associations  and  organized  groups 

with  interlocking  memberships  in  a   community.-®  Conflict  over  social 
issues  in  modem  communities  occurs  largely  between  organized 
groups,  not  between  isolated  individuals,  and  if  the  issue  is  of  wide 

significance,  most  organized  collectivities  are  under  pressure  to  take 

a   stand.  The  greater  the  density  of  associations  and  organizations  m   a 

community,  therefore,  the  greater  the  chances  are  that  a   large  pro- 
portion of  the  population  will  be  drawn  into  conflicts  of  various  sorts. 

At  the  same  time,  however,  a   high  organizational  density  implies  that 

most  men  in  the  community  belong  to  several  organizations,  and  these 

interlocking  memberships  mitigate  the  severity  of  conflict,  particularly 

if  many  organizations  have  memberships  from  diverse  social  segments 

and  classes  in  the  community. 

When  organized  groups  take  opposing  sides  in  a   controversy,  inter- 

locking memberships  make  it  likely  that  many  individuals  are  pulled 

toward  both  sides  by  different  associations  to  which  they  belong. 
Under  these  conditions,  several  associations  on  both  sides  include 

some  members  who  have  considerable  sympathy  for  the  opposing 

viewpoint,  because  they  also  belong  to  groups  that  have  taken  the 

opposite  stand.  The  mental  conflict  ex'perienced  by  individuals  under 
cross  pressure  from  different  organizations  of  which  they  are  mem- 

bers and  that  have  taken  opposite  stands  on  an  issue  dissipates,  so  to 

speak,  part  of  tlie  conflict  between  the  two  sides  and  makes  it  less 

intense,  and  so  does  the  conflict  that  occurs  \vithin  ihe  various  groups 

on  each  side.  A   collectivity  is  restrained  from  viewing  the  opposition 

with  great  hostility  and  from  taking  extreme  action  against  it  if  some 
of  its  own  members  have  close  associates  in  the  opposition  and,  in 

some  respects,  belong  themselves  to  it.  Without  cross  affiliations,  con- 
flicts tend  to  be  cumulative  as  many  involve  the  same  split  in  the 

community,  and  the  predominant  communications  within  each  oppo- 
sition camp  may  lead  to  intense  hostility  and  endeavors  not  merely 

to  defeat  the  opposition  but  to  destroy  it. 

James  S.  Coleman,  Community  Conflict,  Glencoe:  Free  Press,  1957,  pp. 

21-23.  See  also  Lewis  A.  Coser,  The  Functions  of  Social  Conflict,  Glencoe:  Free 

Press,  1956,  pp.  72-80.  See  also  Half  Dahrendorf,  Class  and  Class  Conflict  in 

Industrial  Society,  Stanford  University  Press,  1959,  esp.  pp  206-218. 
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Many  intersecting  organized  collectivities  m   a   society,  then,  create 
diverse  crisscrossing  conflicts  tliat  discourage  deep  cleavages  for  sev- 

eral reasons.  As  a   large  proportion  of  the  adults  in  a   society  are  re- 
currently drawn  into  conflicts  by  tlieur  organizational  afBhations,  deep- 

seated  resentments  are  less  likely  to  accumulate.  If  both  sides  in  a 

conflict  include  numerous  individuals  with  close  associates  and  group 
affiliations  on  the  otlier  side,  each  side  is  constrained  to  grant  the 

legitimacy  of  the  opponent  and  to  conduct  the  contest  according  to 
rules  of  fair  play,  whereas  the  absence  of  social  ties  and  communica- 

tion between  adversaries  often  leads  to  a   social  image  of  the  opponent 
as  a   worthless  enemy  of  society  and  an  orientation  of  all-out  war  in 

which  the  ends  justify  the  means.  Lipset  has  noted  the  importance  of 

such  crosscutting  social  ties  between  major  pohtical  parties  and  be- 

tween them  and  various  social  segments  for  political  tolerance  and 

stable  democracy.-®  Overlapping  conflicts  that  recurrently  regroup 
the  community  into  opposing  factions  along  different  lines  prevent 

its  division  into  two  antagonistic  camps  that  come  to  take  opposite 

stands  on  virtually  every  issue  as  a   matter  of  principle  The  likely 
results  of  such  a   split  into  two  antagonistic  camps  would  be  that 

grievances  become  cumulative  and  reinforce  each  other,  hostilities 

grow  more  and  more  intense,  and  tliere  is  increasing  social  pressure 

to  the  effect  that  any  means  is  justified  to  vanquish  the  enemy,  wliich 

is  the  very  orientation  that  is  incompatible  with  the  survival  of  demo- 

cratic institutions.^''  Cross  pressures,  finally,  lessen  partisan  involve- 
ment, incline  individuals  to  arbitrate  controversies,  and  make  conflicts 

generally  less  severe. 

The  cross  pressures  of  multigroup  affihations  and  the  cross  currents 

of  conflicts  that  reduce  the  intensity  and  violence  of  opposition  forces 

protect  democratic  institutions  against  destruction  by  heated  partisan- 

ship, but  they  simultaneously  protect  other  institutions  and  the  exist- 
ing power  structure  from  being  fundamentally  transformed  by  a 

radical  opposition  movement  with  a   firmly  committed  membership. 

Overlapping  oppositions  that  deter  a   major  opposition  force  from 

gathering  strength  serve  important  functions  for  stable  democracy. 

They  do  so,  however,  at  a   social  cost  tliat  is  paid  by  the  most  op- 
pressed social  classes  who  would  benefit  from  radical  changes  in  the 

Seymour  M.  Lipset,  Political  Man,  Garden  City:  Doubleday,  1960,  pp.  31- 
32,  88-92. 

Major  dysfunctions  of  tlie  caste-bke  segregation  between  Negroes  and  whites 

in  the  South  are  that  it  prevents  cross-affiliations,  makes  conflicts  cumulative, 

and  leads  to  their  suppression  until  they  finally  explode  m   violent  battles  that 
threaten  law  and  order  as  well  as  democratic  processes. 
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status  quo.  Cross  pressures  reduce  democratic  participation  in  elec- 

tions,-® and  lower  socio-economic  strata  vote  in  smaller  proportions 
than  higher  strata,  quite  possibly  because  the  lower  strata  are  subject 
to  greater  cross  pressures  than  the  higher.  Lipset  has  suggested  that 

.   .   the  lower  strata  in  every  society  are  influenced  by  their  life 

experiences  and  their  class  organizations  to  favor  those  parties  which 

advocate  social  and  economic  reforms,  but  at  the  same  time  they  are 

exposed  to  strong  upper-class  and  conservative  influences  through  the 
press,  radio,  schools,  churches,  and  so  forth.  .   .   .   Members  of  the 

more  well-to-do  classes,  on  the  other  hand,  are  seldom  exposed  to 

equivalent  sets  of  cross-pressures.” 
Low  election  turnout  reflects  the  absence  of  intense  partisanship 

and  violent  opposition  sentiments.  It  is,  therefore,  a   sign  of  underlying 

forces  that  further  the  stability  of  democratic  institutions,  although 

the  low  political  participation  itself  does  undoubtedly  not  contribute 

to  democracy.  The  argument  that  a   low  rate  of  voting  indicates  satis- 

faction with  political  and  social  conditions  seems  utterly  untenable 

in  view  of  the  fact  that  voting  is  more  prevalent  in  higher  than  in 

lower  social  classes  ( quite  aside  from  the  point  previously  made  that 

such  a   low  rate  reveals  a   weakness  of  the  political  obhgations  of 

democratic  citizenship).  For  if  it  were  satisfaction  that  primarily 

prompts  people  to  stay  away  from  the  polls,  the  richer  people  would 

do  so  in  greater  numbers  than  the  poorer  ones,  whereas  the  reverse 

is  actually  the  case.  The  low  political  participation  of  sharecroppers 

and  farm  laborers  can  hardly  be  attributed  to  the  satisfactory  condi- 
tions under  which  they  live.  The  cross  pressures  manifest  in  weak 

partisanship  and  low  turnout  in  elections  do  serve  important  functions 

for  democratic  stability,  but  the  fact  that  they  disproportionately  affect 

the  lower  socio-economic  strata  creates  undemocratic  inequities  in 

political  representation.®®  Those  segments  in  the  society  that  have 

For  several  empirical  studies  demonstrating  this  conclusion,  see  ibid.,  pp. 
203-216. 

Ibid.,  p.  205.  Although  organizational  affih’ations  are  more  prevalent  in  the 
middle  class  than  in  the  working  class,  middle-class  afBhabons  are  more  likely 
to  reinforce  each  other  rather  than  create  crosspressures. 

Edgar  Litt  found  that  civics  courses  and  leaders  in  a   working-class  commu- 
nity emphasized  less  than  those  in  a   middle-class  community  the  importance  of 

poh'tical  participation  and  the  sigmficance  of  politics  as  a   process  of  power 
through  which  conflicts  between  groups  are  resolved  and  that,  consequently, 

these  courses  produced  a   more  reahstic  attitude  to  pohtics  in  students  only  in 

the  middle-class  town;  “Civic  Education,  Commumty  Norms,  and  Political  Indoc- 

trination,” American  Sociological  Review,  28  (1963),  69-75. 
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most  reason  to  be  dissatisfied  and  to  favor  changes  in  the  status  quo 
are  most  discouraged  by  these  pressures  from  giving  pohtical  expres- 

sion to  their  views.  Crosscutting  conflicts  fortify  democratic  institu- 
tions at  the  expense  of  the  most  oppressed  social  strata,  whose 

political  influence  they  diminish. 

Conclusions 

A   systematic  theory  of  social  structure  must  analyze  the  interrela- 
tions between  attributes  of  a   macrostructure  and  those  of  its  sub- 

structures on  different  levels.  At  this  point,  it  was  only  possible  to 
adumbrate  the  general  directions  such  a   theory  would  be  expected 

to  follow.  One  prmciple  suggested  is  that  the  structural  implications 

of  given  value  standards  depend  on  the  compass  of  organized  social 

relations  they  include.  Particularistic  standards  integrate  substruc- 

tures and  create  segregating  boundaries  between  them  in  the  macro- 

structure.  What  is  a   particularistic  criterion  from  the  perspective  of 

the  macrostructure  may  consbtute  diverse  universalistic  criteria  within 

the  narrower  compass  of  its  substructures.  Universalistic  values  differ- 

entiating social  strata  in  the  macrostructure  often  become  the  basis 

of  particularistic  values  that  further  social  integration  and  sohdarity 

within  each  stratum.  There  is  a   conflict  between  the  legitimate  cen- 
tralized authority  in  organizations  and  the  legitimate  autonomy  of 

its  component  parts.  Deviant  opposition  ideals  constitute  legitimate 

values  from  the  narrower  perspective  of  the  opposition  movement 

itself  and,  if  it  is  successful,  also  from  the  long-range  perspective  of 

the  future.*^ 

The  interrelations  between  three  facets  of  social  structure— integra- 

tion, differentiation,  and  orgamzation— on  two  levels  have  been  out- 
lined. Without  recapitulating  the  nine  interrelations  discussed  and 

summarized  in  a   chart  (p  289),  the  basic  ways  in  which  tliis  analysis 

needs  to  be  extended  should  be  pointed  out.  A   larger  number  of  more 

reflned  attributes  of  social  structure  than  these  few  broad  categories 

should  be  taken  into  account.  More  tlian  two  levels  of  structure  and 

substructures  should  be  considered.  Structural  constraints  that  do  not 

emanate  from  social  values  should  be  dealt  with  to  a   much  greater 

extent.  Of  special  importance  would  be  the  treatment  of  more  com- 

plex relationships  between  attributes,  notably  the  significance  of  the 

Karl  Mannheim’s  concept  “utopia”  refers  to  opposition  ideals  that  are  actu- 
ally to  be  realized  in  the  future  and  become  the  basis  of  a   new  legitimate  social 

order;  Ideology  and  Utopia,  New  York*  Harcourt,  Brace,  1936,  pp.  173-179. 
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variance  between  and  within  substructures  in  respect  to  a   given 
attribute  for  the  larger  structure,  and  the  interaction  effects  of  several 
attributes  on  one  level  for  attributes  on  another  level,  which  would 
indicate  the  significance  of  the  Gestalt  of  one  level  for  the  other. 

These  conceptual  formulations  must,  of  course,  be  tested  in  empirical 
research. 

The  mobility  of  individuals  between  social  segments  and  organiza- 

tions in  a   society  may  be  considered  the  core  of  the  relations  between 

substructures  in  a   macrostructure,  through  which  the  internal  struc- 

tures as  well  as  their  boundaries  in  the  larger  system  are  continually 
modified.  Differences  between  collectivities  in  the  rewards  furnished 

for  comparable  contributions  provide  incentives  for  mobility,  although 
social  attachments  and  the  restrictions  powerful  groups  impose  on 

entry  create  restraints  that  depress  mobihty  below  the  extent  that 

would  exist  under  perfect  competition.  If  the  standards  of  perform- 

ance governing  the  internal  differentiation  of  status  in  a   collectivity 
are  particularistic  from  the  perspective  of  the  larger  social  system,  as 

is  die  case  for  religious  groups,  low-status  members  are  most  likely 
to  move,  but  if  they  are  universalistic  throughout  the  system,  as 

exemplified  by  instrumental  achievement  or  financial  success,  high- 

status  members  are  most  likely  to  move  voluntarily,  and  low-status 
ones  do  so  only  involuntarily.  The  latter  situation  of  vertical  social 

mobility  often  confronts  individuals  with  the  choice  between  a   su- 
perior position  within  a   lower  social  stratum  or  an  inferior  position 

widiin  a   higher  one.  The  underlying  alternatives  are,  on  the  one  hand, 

the  rewards  derived  from  occupying  a   superordinate  position  in  re- 

current social  interaction  and,  on  the  other,  the  greater  advantages 

obtained  from  membership  in  a   higher  social  stratum,  the  cost  of 

which  is  that  a   subordinate  position  must  be  assumed  in  daily  social 
life. 

Opposition  is  a   regenerative  social  force.  It  acts  as  a   countervailing 

power  against  institutional  rigidities  and  serves  as  a   catalyst  for  social 

change  and  reorganization.  A   major  opposition  movement  can  be 

analytically  conceived  of  as  an  external  investment  that  reinvigorates 

an  ossified  social  structure,  just  as  major  governmental  expenditures 

are  external  investments  that  stimulate  activity  in  a   stagnant  economy. 

The  crosscutting  conflicts  and  oppositions  in  complex  modem  so- 

cieties, with  many  intersecting  organized  collectivities  and  interlock- 

ing memberships  in  them,  are  a   continual  source  of  social  reorgani- 
zation and  change.  The  pattern  of  change  is  dialectical,  since  each 

basic  reorganization  has  wide  repercussions  that  create  new  problems 

and  stimulate  fresh  oppositions. 
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TWELVE 

Dialectical  Forces 

Thus  dialectics  reduced  itself  to  the  science  of  the  general  laws  of 

motion— both  of  the  external  world  and  of  human  thought— two  sets  of 
laws  which  are  identical  in  substance,  but  differ  in  their  expression  in  so 

far  as  the  human  mind  can  apply  them  consciously,  while  m   nature  and 

also  up  to  now  for  the  most  part  m   human  history,  these  laws  assert 

themselves  unconsciously  in  the  form  of  external  necessity  m   the  midst 

of  an  endless  series  of  seeming  accidents.  Thereby  the  dialectic  of  the 

concept  Itself  became  merely  the  conscious  reflex  of  the  dialectical  motion 

of  the  real  world  and  the  dialectic  of  Hegel  was  placed  upon  its  head; 

or  rather  turned  off  its  head,  on  which  it  was  standing  before,  and 

placed  upon  its  feet  again. 

Fhiedbich  Engels,  Ludwig  Feuerbach 

Two  fundamental  questions  can  be  asked  in  the  analysis  of  inter- 

personal relations,  what  attracts  individuals  to  the  association  and 

whether  their  transactions  are  symmetrical  or  not.  The  first  distinction 

is  that  between  associations  that  participants  experience  as  intrinsi- 

cally rewarding,  as  in  love  relations,  and  social  interactions  in  which 

individuals  engage  to  obtain  some  extrinsic  benefits,  as  in  instrumen- 

tal cooperation.  Extrinsic  benefits  are,  in  principle,  detachable  from 

their  social  source— that  is,  the  persons  who  supply  them— and  thus 

furnish  external  criteria  for  choosing  between  associates,  for  example, 

for  deciding  which  colleague  to  ask  for  advice.  No  such  objective 

criteria  of  comparison  exist  when  an  association  is  an  end-in-itself, 

since  the  fused  rewards  that  make  it  intrinsically  attractive  cannot 

be  separated  from  the  association  itself.  The  second  distinction  is  that 
312 
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between  reciprocal  and  unilateral  social  transactions.  Cross  classifi- 
cation of  these  two  dimensions  yields  four  types  of  associations 

between  persons: 

Reciprocal 

Unilateral 

The  structures  of  social  associations  in  groups  and  societies  can  also 
be  analyzed  in  terms  of  two  underlying  dimensions.  In  this  case,  the 

first  question  is  whether  particularistie  or  universalistic  standards  gov- 

ern the  pattern  of  social  relations  and  orientations  in  a   collectivity. 

That  is,  whether  the  structure  of  social  relations  reveals  preferences 

among  persons  with  similar  status  attributes  or  universal  preferences 
throughout  the  collectivity  for  persons  with  given  attributes.  Par- 

b'cularistic  standards  refer  to  status  attributes  that  are  valued  only  by 
the  ingroup,  such  as  religious  or  political  behefs,  whereas  universal- 

istic standards  refer  to  attributes  that  are  generally  valued,  by  those 
who  do  not  have  them  as  well  as  by  those  who  do,  such  as  wealth  or 

competence.  The  second  question  is  whether  the  patterns  of  social 

interaction  under  consideration  are  the  emergent  aggregate  result  of 

die  diverse  endeavors  of  the  members  of  the  collectivity,  or  whether 

they  are  organized  and  explicitly  focused  on  some  common,  imme- 

diate or  ultimate,  objectives.  Cross  classification  of  these  two  dimen- 

sions yields  four  facets  of  social  structure: 

Emergent 

Goal-focused 

These  two  schemas  reflect  the  main  topics  discussed  in  this  book. 

In  short,  two  pairs  of  conceptual  dimensions  provide  the  framework 

for  the  analysis  presented.  A   serious  hmitation  of  such  typologies  de- 
rived from  underlying  dimensions,  however,  is  that  they  imply  a   static 

conception  of  social  life  and  social  structure.  Although  the  explicit 

inclusion  of  opposition,  a   major  generator  of  social  change,  as  one  of 

the  types  is  an  attempt  to  overcome  this  limitation,  the  schemas  still 
fail  to  indicate  the  manifold  conflicts  between  social  forces  and  the 

dynamic  processes  of  social  change.  The  prime  significance  of  the  con- 
trast between  reciprocity  and  imbalance,  for  example,  is  not  as  a 

Particularism  Universalism 

Integration 
Differentiation 

Opposition 

Legitimation 

Intrinsic  Extrinsic 

Mutual 
attraction 

Exchange 

One-sided 
attachment Power 
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dimension  for  classifying  social  associations  but  as  a   dynamic  force 
that  transforms  simple  into  increasingly  complex  social  processes  and 
that  serves  as  a   catalyst  of  ubiquitous  change  in  social  structures. 
There  is  a   strain  toward  reciprocity  in  social  associations,  but  reci- 

procity on  one  level  creates  imbalances  on  others,  giving  rise  to  re- 

current pressures  for  re-equihbration  and  social  change.  In  complex 
social  structures  with  many  interdependent,  and  often  interpenetrat- 

ing, substructures,  particularly,  every  movement  toward  equilibrium 

precipitates  disturbances  and  disequilibria  and  thus  new  dynamic 
processes.  The  perennial  adjustments  and  counteradjustments  find 

expression  in  a   dialectical  pattern  of  social  change. 

In  this  concluding  chapter,  those  points  of  the  preceding  discussion 
that  pertain  to  the  dialectical  forces  of  social  change  will  be  reviewed. 

Dilemmas  of  social  life  and  the  conditions  that  produce  them  will  be 

analyzed.  The  progressive  diflFerentiation  of  status  in  social  structures 

and  its  implications  will  be  examined.  The  dynamic  interrelations 

between  emergent  exchange  processes  and  the  exphcit  organization 

of  collectivities  will  be  briefly  investigated.  Finally,  a   dialectical  con- 

ception of  structural  change  will  be  formulated. 

Dilemmas 

Social  exchange  is  die  basic  concept  in  terms  of  which  the  associa- 
tions between  persons  have  been  analyzed.  The  prototype  is  the 

reciprocal  exchange  of  extrinsic  benefits.  People  often  do  favors  for 

their  associates,  and  by  doing  so  they  obligate  them  to  return  favors. 

The  anticipation  that  an  association  will  be  a   rewarding  experience 

is  what  initially  attracts  individuals  to  it,  and  the  exchange  of  various 

rewarding  services  cements  the  social  bonds  between  associates. 

Either  dimension  of  “pure”  exchange  can  become  modified,  however, 
yielding  the  two  special  cases  of  intrinsic  attraction  and  power  based 

on  unilateral  services.  When  an  association  is  intrinsically  rewarding, 

as  in  love,  the  exchange  of  extrinsic  benefits  is  merely  a   means  to 

attain  and  sustain  the  ultimate  reward  of  reciprocated  attraction.  The 

supply  of  recurrent  unilateral  services  is  a   source  of  power,  since  it 

obliges  those  who  cannot  reciprocate  in  land  to  discharge  their  obliga- 
tions to  the  supplier  by  complying  with  his  wishes. 

There  are  a   number  of  similarities  between  social  exchange  and 

economic  exchange.  Individuals  who  do  favors  for  others  expect  a 

return,  at  the  very  least  in  the  form  of  expressions  of  gratitude  and 

appreciation,  just  as  merchants  expect  repayment  for  economic  serv- 
ices. Individuals  must  be  compensated  for  social  rewards  lest  they 
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cease  to  supply  them,  because  they  mcvu  costs  by  doing  so,  notably 
the  cost  of  the  alternatives  foregone  by  devoting  time  to  tlie  associa- 

tion. The  prmciple  of  the  eventually  dimimshing  marginal  utihty 
applies  to  social  as  well  as  economic  commodities.  Thus  the  social 

approval  of  the  first  few  colleagues  is  usually  more  important  to  a 
newcomer  m   a   work  group  than  that  of  the  last  few  after  the  rest 

have  already  accepted  him.  In  addition  to  these  similarities,  however, 

there  are  also  fundamental  differences  between  social  and  stnctly 
economic  exchange. 

In  contrast  to  economic  transactions,  m   which  an  exphcit  or  im- 

plicit formal  contract  stipulates  in  advance  the  precise  obhgations 

mcurred  by  both  parties,  social  exchange  entails  unspecified  obhga- 

tions. There  is  no  contract,  and  there  is  no  exact  price.  A   person  to 

whom  others  are  indebted  for  favors  performed  has  the  general  ex- 

pectation that  they  will  discharge  their  obligations  by  doing  things 

for  him,  but  he  must  leave  the  exact  nature  of  the  return  up  to  them. 

He  cannot  bargain  with  them  over  how  much  his  favors  are  worth, 

and  he  has  no  recourse  if  they  fail  to  reciprocate  altogether,  except, 

of  course,  that  he  can,  and  probably  will,  discontinue  to  do  favors  for 

them.  Since  there  is  no  contract  that  can  be  enforced,  social  exchange 

requires  trust.  But  little  trust  is  required  for  the  minor  transactions 

with  which  exchange  relations  typically  start,  and  tlie  gradual  ex- 

pansion of  the  exchange  permits  the  partners  to  prove  their  trust- 
worthiness to  each  other.  Processes  of  social  exchange,  consequently, 

generate  trust  in  social  relations.  The  mutual  trust  between  committed 

exchange  partners  encourages  them  to  engage  in  a   variety  of  trans- 

actions—to  exchange  advice,  help,  social  support,  and  companionship— 

and  these  diffuse  transactions  give  the  partnership  some  intrinsic  sig- 
nificance. Only  impersonal  economic  exchange  remains  exclusively 

focused  on  specific  extrinsic  benefits,  whereas  in  social  exchange  the 

association  itself  invariably  assumes  a   minimum  of  intrinsic  signifi- 
cance. 

Exchange  can  be  considered  a   mixed  game,  in  which  the  partners 
have  some  common  and  some  conflicting  interests.  This  is  the  case 

for  each  transaction  and  for  the  enduring  partnership.  If  both  partners 

profit  from  a   transaction,  they  have  a   common  interest  in  effecting  it, 

but  their  interests  conflict  concerning  tlie  ratio  at  which  tliey  exchange 

services.  Moreover,  both  have  a   common  interest  in  maintaimng  a 

stable  exchange  partnership.  The  more  committed  individuals  are  to 

an  exchange  relation,  the  more  stable  it  is.  The  person  who  is  less 

committed  to  the  partnership  gams  a   special  advantage,  since  the 

other’s  commitment  stabilizes  the  relationship,  and  since  his  lesser 
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commitment  permits  him,  more  so  than  the  other,  to  explore  alterna- 
tive opportunities.  Hence,  aside  from  their  common  interest  in  assur- 
ing that  there  is  sufficient  commitment,  the  two  partners  also  have 

conflicting  interests,  because  each  is  interested  in  having  the  other 
make  the  greater  commitment.  This  situabon  poses  the  dilemma  for 

each  partner  that  he  must  put  pressure  on  the  other  to  make  the 

greater  conunitment  by  •withholding  his  own  commitment  up  to  the 
point  where  it  would  endanger  the  relationship  but  not  beyond  this 

point. 
Social  life  is  full  of  dilemmas  of  this  type  and  others.  Whenever 

two  individuals  are  attracted  to  one  another,  either  is  confronted  by 
the  dilemma  of  waiting  until  the  other  makes  the  greater  commitment 

first,  thereby  possibly  endangering  the  continuation  of  the  relation- 

ship, or  committing  himself  before  the  other,  thereby  worsening  his 
position  in  the  relationship.  Another  dilemma  faces  the  individual 

seeking  to  become  integrated  into  a   group.  For  an  individual's  en- 
deavors to  impress  the  rest  of  the  group  with  his  outstanding  qualities 

in  order  to  prove  himself  attractive  to  them  and  gain  their  social 
acceptance  simultaneously  poses  a   status  threat  for  these  others  that 

tends  to  antagonize  them.  The  very  outstanding  quahties  that  make 
an  individual  differentially  attractive  as  an  associate  also  raise  fears 

of  dependence  that  inhibit  easy  sociability  and  thus  make  him  un- 

attractive as  a   sociable  companion. 

Social  approval  poses  dilemmas,  and  so  does  love.  People  seek  the 

approval  of  those  they  respect,  and  they  also  seek  their  help  ■with 
improving  their  own  performance.  But  the  two  are  not  compatible, 

inasmuch  as  supportive  approval  fails  to  furnish  an  instrumental  basis 

for  improvements  and  critical  appraisals  imply  disapproval.  By  being 

supportive  through  his  praise  of  others,  a   person  gains  their  apprecia- 
tion but  fails  to  earn  their  respect,  and  by  offering  incisive  criticisms, 

he  earns  their  respect  but  often  also  their  dislike,  since  they  are  pre- 

disposed to  consider  his  criticism  too  severe.  If  others  value  a   per- 

son’s approval,  moreover,  he  is  under  pressure  to  offer  it,  yet  approval 
that  is  offered  freely,  not  only  for  outstanding  performances  but  also 

for  mediocre  ones,  depreciates  in  value.  The  demand  for  approval 

and  the  need  to  withhold  it  to  protect  its  value  create  cross  pressures. 

Lovers,  too,  are  under  cross  pressmre  to  furnish  emotional  support  and 

express  affection  for  one  another,  on  the  one  hand,  and  to  •withhold 
excessive  demonstrations  of  affection  and  premature  commitments, 

on  the  other,  because  the  free  expression  of  affection  and  commitment 

depreciates  their  value. 

The  achievement  of  a   position  of  leadership  in  a   group  entails  a 
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dilemma,  since  it  requires  that  a   person  command  power  over  others 
and  receive  their  legitimating  approval  of  this  power,  but  many  of 
the  steps  necessary  to  attain  dominance  tend  to  antagonize  others  and 
evoke  their  disapproval.  To  mobihze  his  power  a   leader  must  remain 
independent  of  his  followers  and  husband  his  resoiuces;  to  receive 

their  legitimating  approval,  however,  he  must  acknowledge  his  de- 
pendence on  them  and  freely  use  the  resources  available  to  him  to 

furnish  rewards  to  followers  as  evidence  of  the  advantages  that  ac- 
crue to  them  from  his  leadership.  Another  dilemma  confronts  the 

members  of  emergent  radical  opposition  movements  that  fail  to  ex- 

pand rapidly.  Unless  they  modify  their  extremist  ideology  to  increase 
its  appeal,  they  have  little  chance  to  make  new  converts  and  achieve 

success,  yet  if  they  do  modify  it,  they  surrender  in  advance  the  very 
ideals  they  aspired  to  reahze,  and  they  alienate  the  most  devoted 

members  of  the  movement.  The  opposition  to  a   growing  opposition 
movement,  too,  is  faced  with  a   dilemma,  because  intolerant  resistance 

is  required  to  suppress  it,  but  such  intolerance  publicly  acknowledges 

that  the  powerful  threat  of  the  opposition  must  be  taken  seriously 
and  may  create  a   bandwagon  effect  that  further  strengthens  it. 

One  source  of  the  dilemmas  of  social  associations  is  the  conflict  of 

interests  in  mixed-game  situations.  If  two  individuals  are  attracted  to 
one  another,  the  first  choice  of  either  is  to  have  the  other  make  the 

greater  commitment,  but  each  prefers  to  make  the  commitment  him- 
self rather  than  let  the  relationship  perish.  The  dilemma  is  how  far 

to  go  in  putting  pressure  on  the  other  to  make  his  commitment  first, 

inasmuch  as  withholding  commitment  too  long  in  order  to  gam  a 

superior  position  in  the  relationship  may  endanger  the  relabonship 

itself.  A   second  source  of  dilemmas  is  that  two  interdependent  con- 

tradictory forces  govern  the  impact  of  social  rewards  on  social  inter- 
action. 

The  abundance  of  social  rewards  depreciates  their  value,  with  the 

result  that  furnishing  rewards  has  contradictory  imphcations  for  social 

conduct.  The  more  gratification  an  individual  e,xperiences  in  a   social 

association,  for  example,  the  more  likely  he  is  to  become  committed 

to  it.  His  gratification  is  a   function  of  both  the  actual  rewards  he 

receives  in  the  relationship  and  the  value  he  places  on  these  rewards. 
The  more  of  a   certain  reward  he  receives,  however,  the  less  value 

further  increments  have  for  him,  in  accordance  with  the  principle  of 

eventually  diminishing  marginal  utihty.  By  furnishing  an  increasing 

amount  of  rewards  to  an  individual  to  enhance  his  incentives  to  be- 

come committed,  therefore,  one  depreciates  the  value  of  these  rewards 

and  hence  their  impact  as  incentives  for  commitment.  The  dilemma 
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is  how  much  to  offer— how  much  approval,  how  much  emotional 
support,  how  much  help— before  the  deflated  value  of  the  rewards 
outweighs  the  significance  of  their  increasing  volume. 

The  marginal  principle  reflects  different  forces  in  social  hfe.^  There 

is  not  only  the  psychological  process  that,  as  individuals  reach  higher 
and  higher  levels  of  expectations  and  aspirations,  the  significance  of 
further  attainments  declines,  but  there  are  also  social  forces  that  de- 

flate the  value  of  abundant  social  rewards.  The  value  of  most  rewards 

rests  not  so  much  on  their  inlierent  utility  as  on  the  social  demand  for 

them.  Since  goods  in  great  demand  tend  to  be  scarce,  scarcity  itself 
becomes  a   symbol  of  social  value.  The  fact  that  most  men  seek  to 

attain  a   social  reward  and  few  succeed  in  doing  so  typically  raises  its 
social  value.  The  approval  of  the  man  who  rarely  gives  it  is  most 

precious,  and  so  is  the  affection  of  the  woman  that  cannot  easily  be 
won.  Moreover,  reference  groups  serve  as  standards  of  comparisons 
in  terms  of  which  individuals  judge  the  value  of  their  own  rewards. 

The  average  amount  of  reward  in  a   group,  consequently,  tends  to 

become  the  baseline  that  governs  whether  individuals  feel  relatively 
gratified  or  relatively  deprived  by  the  rewards  they  receive  for  their 

contributions.  Regardless  of  the  size  of  the  income  of  a   man,  he  is 

likely  to  feel  deprived  if  most  members  of  his  reference  groups  earn 

more  than  he  does.  Whereas  promoted  soldiers  were,  on  the  average, 
more  satisfied  with  promotion  chances  in  the  army  than  privates,  Ae 

more  frequent  promotions  were  in  an  outfit,  the  less  satisfied  were  its 

members  with  promotions.^  This  pattern  of  relative  deprivation,  as 
Stouffer  called  it,  reflects  a   principle  of  diminishing  collective  mar- 

ginal utility.  By  distributing  more  rewards  in  a   collectivity,  the  base- 
line of  expectations  is  raised,  and  the  value  of  increments  in  rewards 

to  the  collectivity  declines. 

A   final  important  source  of  dilemmas  is  the  existence  of  incom- 

1   The  marginal  pnnciple  in  economics  also  reflects  different  underlying  forces. 

The  principle  of  the  eventually  diminishing  marginal  utility  of  increasing  posses- 
sions of  a   commodity  rests  either  on  satiation  or  on  the  fact  that  rewards  necessary 

to  meet  expectations  and  aspirations  are  more  significant  than  further  increments 

in  rewards.  The  so-called  law  of  diminishing  returns,  that  is,  the  principle  of  the 

eventually  diminishing  marginal  physical  productivity,  on  the  other  hand,  is  due 

to  the  fact  that  it  takes  a   combination  of  inputs  to  produce  a   certain  output. 

Increases  in  a   single  input  without  corresponding  increases  in  others  fail  to  raise 

the  output  proportionately  See  Kenneth  E.  Boulding,  Economic  Analysis  (3d  ed.), 

New  York;  Harper,  1955,  pp.  682-683,  588-590. 

2   Samuel  A.  Stouffer,  Edward  A.  Suchman,  Leland  C.  DeVinney,  Shirley  A. 

Star,  and  Robin  M.  Williams,  Jr.,  The  American  Soldier,  Princeton  University 

Press,  1949,  Vol.  I,  250-253. 



Dilemmas  319 

patible  requirements  of  goal  states.  Social  actions  have  multiple 

consequences,  and  actions  designed  to  attain  one  goal  often  have 
consequences  that  impede  the  attainment  of  another,  or  actions  that 

meet  one  requirement  for  accomphshmg  a   given  objective  interfere 

with  meetmg  another  requirement  for  accomphshing  the  same  objec- 
tive. Two  prerequisites  of  leadership  are  a   position  of  dominance  and 

the  legitimating  approval  of  followers,  but  the  practices  through 

which  a   man  achieves  dommance  over  others  frequently  inspire  more 

fear  than  love,  that  is,  create  obstacles  to  obtaining  the  approval  of 

followers.®  For  an  ideology  to  have  a   strong  impact  requires  that  it 
command  intense  devotion  and  that  it  have  a   wide  appeal,  lofty  ideals 

that  command  intense  devotion,  however,  tend  to  appeal  only  to 
restricted  segments  of  a   community. 

The  mamfold  interdependence  between  mterpenetratmg  substruc- 

tures on  numerous  levels  m   complex  social  structures  produces  many 

mcompatibilities,  that  is,  social  conditions  that  have  been  established 

or  have  developed  to  meet  some  requirement  of  goal  states  become 

impediments  for  meetmg  others.  For  example,  the  effective  achieve- 

ment of  social  objectives  in  large  societies  requires  formal  organiza- 

tions with  committed  and  loyal  members.  It  also  requures  that  the 

members  of  these  organizations  have  made  investments  in  acquiring 

occupational  skills  and  have  become  committed  to  occupational 
careers.  To  have  incentives  to  make  such  investments,  men  must 

receive  a   fair  return  for  them.  Opportunity  for  mobihty  is  a   basic 

prerequisite  for  receiving  a   fair  return  for  one’s  services,  since  without 
it  individuals  who  do  not  receive  a   fair  return  cannot  better  their 

position.  The  attachments  of  men  to  occupations  and  organizations, 

however,  which  are  necessary  in  modern  societies,  restnct  the  mo- 

bility that  alone  can  assure  that  most  men  receive  a   fair  return  for 
their  services.  Another  illustration  of  these  incompatibilities  is  the 

dffp.mma  between  centrahzation  and  departmental  autonomy  in  large 

organizations.  The  autonomy  required  for  effective  operations  in  the 

major  segments  of  an  organization  and  the  centralized  direction  re- 

quired for  effective  coordination  of  the  various  segments  often  come 

into  conflict,  and  many  practices  instituted  to  further  one  impede  the 

other.  The  prototype  is  the  perennial  conflict  between  professional 

^   The  dilemma  is  revealed  m   Niccolo  Machiavelh’s  famous  phrase  that  a   prmce 

“ought  to  be  both  feared  and  loved,  but  as  it  is  difficult  for  the  two  to  go 
together,  it  is  much  safer  to  be  feared  than  loved,  if  one  of  the  two  has  to  be 

wanting.”  The  Prince  and  the  Ducourses,  New  York:  Modem  Library,  1940, 
p   61  (from  The  Prince). 
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and  administrative  requirements  in  bureaucracies  with  professional 

personnel. 

The  dilemmas  posed  by  incompatible  requirements  demand  more 

than  compromise.  Each  requirement  must  be  attended  to.  Individuals 

confronted  by  such  dilemmas  generally  shift  their  strategies  from 

taking  care  of  one  horn  to  taking  care  of  the  other,  so  to  speak.  To 

become  an  integrated  member  of  a   group,  for  instance,  requires  that 

an  individual  demonstrate  botli  his  attractiveness  and  his  approach- 
abihty,  but  outstanding  quahties  that  make  him  attractive  also  make 

him  unapproachable.  To  overcome  this  dilemma  and  meet  these  in- 

compatible requirements,  individuals  usually  first  seek  to  impress 
others  to  prove  themselves  attractive  companions  and  then  shift  to 

expressions  of  self-depreciating  modesty  to  counteract  the  status  threat 

their  impressive  demeanor  has  created  and  prove  themselves  easily 
approachable  sociable  companions.  Incompatible  requirements  in 

social  structures  lead  to  recurrent  reorganizations.  Thus,  as  profes- 

sional problems  become  acute  in  an  organization,  the  professional 

staff  is  given  more  autonomy  to  cope  with  them,  and  as  this  reorgan- 

ization produces  new  administrative  problems,  administrative  reforms 

are  instituted  in  an  attempt  to  meet  them.  In  this  manner,  dilemmas 

that  confront  organized  collectivities  promote  a   dialectical  pattern  of 

change,  which  may  entail  fundamental  transformations  of  the  social 

structure  itself  as  well  as  lesser  adjustments  within  it,* 
The  differentiation  of  status  that  develops  in  groups  and  societies 

resolves  some  of  the  dilemmas  of  individuals  which  occur  primarily 

in  unstructured  situations,  but  it  simultaneously  produces  new  dia- 

lectical forces  of  change.  Once  a   man  commands  respect  and  compli- 
ance in  a   group  and  his  superior  status  is  generally  acknowledged 

among  the  other  members,  integration  no  longer  poses  a   serious 

dilemma  for  him.  If  there  is  social  consensus  in  the  rest  of  the  group 

concerning  the  importance  of  his  contributions  and  their  indebtedness 

to  him,  moreover,  this  superior  can  afford  to  be  generous  and  modest 

in  his  conduct,  tliereby  earning  the  group’s  legitimating  approval  of 
his  leadership.  The  differentiation  in  the  group,  however,  which 

emerges  to  provide  incentives  for  making  significant  contributions  to 

its  welfare  and  objectives,  intensifies  the  need  for  integrative  bonds 

^Talcott  Parsons  and  Neil  J.  Smelser  {Economy  and  Society,  Glencoe:  Free 

Press,  1956,  pp.  247-249)  distinguish  between  processes  of  change  in  a   structure 

and  processes  of  equihbnum  within  it,  but  the  distinction  is  one  of  degree  rather 

than  a   clear  dichotomy,  smce  hardly  any  adjustments  merely  restore  a   pre-existing 
equilibrium. 
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to  fortify  group  cohesion.  Generally,  integrative  and  differentiating 

processes  come  into  conflict,  as  do  legitimate  organizations  and  the 

opposition  provoked  by  the  constramts  they  exert,  and  so  do  the 
diverse  implications  value  standards  have  for  the  social  structure  and 

its  component  substructures.  Such  conflictmg  social  forces  give  rise 

to  alternating  patterns  of  structural  change. 

Differentiation 

Structural  differentiation  occurs  along  different  lines  in  collectivibes. 

Competition  for  scarce  resources,  whether  it  involves  speaking  time 

in  discussion  groups,  material  resources  in  communities,  or  superior 
status  in  collectivities  of  all  kinds,  leads  to  a   differential  allocabon 

of  these  resources  initially  m   accordance  with  the  valued  contributions 

the  various  membeis  of  the  collectivity  make  or  are  expected  to  make. 

Differentiation  in  respect  arises  when  individuals  demonstrate  varia- 

tions in  relevant  abilities,  and  the  high  regard  of  his  fellows  gives  an 

individual  a   competitive  advantage  in  the  subsequent  differentiation 

of  power  and  competition  for  dominance  and  leadeiship.  As  several 

aspects  of  status  become  successively  differentiated,  exchange  rela- 

tions also  become  differentiated  from  competitive  ones,  since  only 

those  successful  in  the  earlier  competition  can  continue  to  compete 

for  dominant  positions  and  leadership,  whereas  the  unsuccessful  be- 
come exchange  partners  of  the  successful  in  this  competition.  Role 

specialization  develops  as  leaders  use  their  authority  to  assign  different 

tasks  to  followers  and  as  other  members  seek  to  gam  status  by  making 
new  kinds  of  contributions  The  division  of  labor  becomes  the  basis 

of  further  differentiation  into  subgroups  of  many  different  types  in 

large  collectivities. 

Superior  status  securely  rooted  in  the  social  structure  leads  to  the 

expansion  of  power.  With  the  exception  of  the  special  case  of  coercive 

force,  power  has  its  origin  in  unilateral  exchange  transactions.  A 

person  who  has  services  or  resources  at  his  disposal  that  others  need 

and  who  is  independent  of  any  with  which  the  others  could  recipro- 

cate can  gain  power  over  them  by  making  the  supply  of  his  services 

or  resourees  contingent  on  their  comphance  with  his  directives.  People 

who  become  indebted  to  a   person  for  essential  benefits  are  obligated 

to  accede  to  his  wishes  lest  he  cease  to  furnish  these  benefits.  An 

individual  who  distributes  gifts  and  services  to  ofliers  makes  a   claim 

to  superiority  over  them.  If  they  properly  repay  him  or  possibly  even 
make  excessive  returns,  they  challenge  this  claim  and  invite  him  to 

enter  into  a   peer  relation  of  mutual  exchange.  If  they  are  unable 
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to  reciprocate,  however,  they  validate  his  claim  to  superiority.  The 
continuing  unilateral  supply  of  needed  services  to  others  creates  a 

backlog  of  obligations  on  which  the  supplier  can  draw  at  his  discre- 

tion, and  these  accumulated  obhgations  to  accede  to  his  demands  give 
him  power  over  the  others. 

The  possession  of  resources  enabhng  a   person  to  satisfy  important 

needs  of  others,  however,  is  not  a   suflBcient  condition  for  achieving 
power  over  them.  Four  other  conditions  must  also  be  met,  tliat  is, 
there  are  four  conditions  tliat  make  it  possible  for  others  to  remain 

independent  of  a   person  or  group  with  such  resources.  First,  if  others 

have  resources  that  permit  them  to  reciprocate  for  his  services  by 

furnishing  him  with  benefits  he  needs,  they  remain  his  equals.  Second, 
if  there  are  many  alternative  suppliers  in  competition  from  whom 

others  can  obtain  the  needed  services,  they  do  not  become  dependent 

on  any.  Third,  if  they  have  the  power  to  force  the  person  to  give 
them  what  they  want,  they  maintain  their  independence  of  him. 

Fourth,  if  people  learn  to  get  along  without  the  benefits  they  originally 

considered  necessary,  a   person’s  ability  to  dispense  these  benefits  no 
longer  gives  him  power  over  them.  Within  the  framework  of  these 

limiting  conditions,  however,  tlie  person  who  can  supply  essential 

benefits  to  otliers  has  an  undeniable  claim  to  power  over  them.  Unless 

one  of  these  four  possibilities  is  open  to  them,  individuals  who  want 

benefits  at  the  disposal  of  anodier  have  no  choice  but  to  submit  to 

his  power  as  an  incentive  for  him  to  provide  these  benefits. 

Superior  status,  hke  capital,  is  an  accumulated  resource,  which  an 

individual  can  draw  on  to  obtain  advantages,  which  is  expanded  in 

use,  and  which  can  be  invested  at  risk  to  increase  it.  A   person  to 

whom  others  are  obligated  can  ask  them  to  do  things  whenever  it  is 

to  his  advantage,  but  his  making  such  requests  gives  them  an  oppor- 
tunity to  discharge  their  obligations.  Once  tliey  are  no  longer  indebted 

to  him  he  has  no  more  power  over  them,  unless  he  has  replenished 

his  power  by  furnishing  more  services,  thus  keeping  them  under 

obligation.  The  sheer  reminder  that  they  owe  him  a   service  indicates 

that  he  is  dependent  on  their  doing  things  for  him,  just  as  they  are 

dependent  on  his  doing  things  for  diem,  and  this  evidence  of  inter- 

dependence weakens  his  power  over  them.  The  man  with  great  power, 

however,  needs  no  reminders  of  tins  sort,  because  others  are  eager  to 

discharge  some  of  their  obligations  to  him  to  maintain  his  good  will 

without  ever  being  able  to  discharge  all  of  them.  Power  over  an  entire 

group,  moreover,  enables  a   man  to  five  on  his  interests,  as  it  were, 

benefiting  from  his  power  without  using  it  up,  because  a   man  in  such 

a   position  can  coordinate  the  activities  of  group  members  to  furdier 
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the  achievement  of  common  objectives  and  thereby  contmually  renew 
their  indebtedness  to  him  for  his  effective  guidance.  Assuming  re- 

sponsibility for  coordination  involves  a   risk,  since  unsuccessful  direc- 

tion of  the  activities  of  others  typically  entails  the  loss  of  power  over 
them.  The  rewards  that  accrue  to  group  members  from  successful 

guidance,  however,  increase  their  obhgations  to  the  leader  and  fortify 
his  position  of  leadership.  In  addition,  the  compliance  the  leader 
commands  among  his  followers  extends  his  power  over  outsiders. 

Two  factors  secure  a   person’s  superior  status  and  create  a   basis  for 
additional  improvements  in  it— multiple  supports  in  the  social  structure 

and  joint  support  by  subordmates.  The  multiple  supports  of  the  power 

of  a   man  who  has  the  resources  to  command  the  compliance  of  one 

hundred  others  make  his  power  not  only  one  hundred  times  as  great 

but  also  immeasurably  more  secure  tiian  is  the  power  of  a   man  who 

only  commands  the  compliance  of  one  other.  The  basic  reason  is  that 

power  over  many  others  enables  a   man  to  spread  the  risk  of  defections 

from  his  rule  by  taking  into  account  the  cost  of  such  defections  and 

insuring  himself  against  their  disadvantageous  consequences,  in  ac- 

cordance with  the  principles  of  eliminating  uncertainty  throu^  insur- 

ance as  advanced  by  Knight.'  The  employer  of  a   single  employee 
depends  on  his  services,  just  as  the  employee  depends  on  the  em- 

ployer’s wages,  the  degree  of  dependence  of  each  being  contingent 
on  the  alternative  opportunities  available  to  him  for  obtaining  as  good 

a   worker  or  as  good  a   job,  respectively.  The  employer  of  one  thousand 

employees,  in  contrast,  is  not  dependent  on  any  of  them,  although 

they  are  dependent  on  his  wages,  since  he  can  calculate  on  the  basis 

of  past  experience  the  amount  of  turnover  expected  and  insure  him- 
self against  it  by  taking  into  account  the  cost  of  regularly  having  to 

replace  a   certain  proportion  of  employees.'  The  major  hmitation  of 

power  is  the  superior’s  uncertainty  as  to  when  subordinates  will  be 
willing  to  forego  the  advantages  he  can  provide  and  escape  from  his 
command.  Power  over  sufficient  numbers  to  estimate  the  statistical 

probabihty  of  such  defections  eliminates  this  uncertainty  and  makes 

protection  against  defections  possible,  though  at  some  cost.  Besides, 

power  over  many  others  enables  a   man  to  use  his  power  to  bring 
those  into  line  who  might  want  to  escape  from  his  rule  Alternative 

supports  make  power  independent  of  any  one  of  them,  and  hence 

®   Frank  H   Knight,  Risk,  Uncertainty  and  Profit  (2d  ed  ),  Boston:  Houghton 
Mifflin,  1933,  esp  chapter  viii 

®   Concerted  action  by  employees,  notably  in  the  form  of  collective  bargaining 

through  unions,  makes  large  employers  as  dependent  on  employees  as  small  ones 

are,  smce  it  deprives  the  large  employers  of  independent  alternatives. 
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reinforce  it  far  beyond  their  additive  efFect,  just  as  alternative  sources 

of  needed  benefits  make  individuals  independent  of  any  one  of  them. 

Multiple  supports  of  superior  status  that  are  transformed  into  a 

joint  social  support  in  the  course  of  interaction  among  subordinates 

solidify  this  status  still  further.  When  agreement  develops  in  a   group 
that  the  abilities  of  one  of  its  members  deserve  high  respect,  even 

newcomers  and  others  who  have  no  personal  basis  for  judging  him 

are  hkely  to  accord  him  respect.  If  a   person’s  contributions  to  the 
welfare  of  a   collectivity  create  joint  obligations  among  its  members 

and  consensus  emerges  in  their  social  interaction  concerning  their 

indebtedness  to  him,  social  norms  and  sanctions  tend  to  develop 
through  which  compliance  with  his  directives  is  enforced.  This  makes 

his  controlling  power  over  the  entire  membership  independent  of  the 

personal  feelings  of  obligations  of  any  one  of  them  and  independent 

of  any  enforcement  actions  on  his  part.  Multiple  status  supports  that 

become  joined  through  shared  social  acknowledgment  and  consequent 
collective  action  firmly  root  superior  status  in  the  social  structure. 

The  significance  of  multiple  and  joint  supports  is  not  confined  to 

power  but  extends  to  other  aspects  of  status.  A   man  who  is  not  known 

in  a   group  can  only  impress  others  by  telling  them  about  his  achieve- 

ments and  abilities,  whereas  the  one  whose  achievements  are  gen- 

erally known  and  acknowledged  can  modestly  belittle  his  accomplish- 
ments and  thereby  be  the  more  impressive.  The  individual  who 

accepts  gifts  or  services  from  others  without  reciprocating  becomes 

subordinate  to  them,  but  the  chief  whose  institutional  authority  is 

firmly  established  can  accept  tributes  from  his  subjects  without  in 

the  least  endangering  his  position.  The  unpopular  girl  is  fearful 

lest  she  does  not  please  the  boy  enough  who  takes  her  out  and 

also  wary  lest  her  eager  show  of  affection  reveal  her  lack  of  popular- 
ity and  depreciate  her  value  in  his  eyes.  But  the  girl  known  to  he 

popular  among  boys  need  have  no  such  fears  and  can  act  more  freely 

in  accordance  with  her  inclinations.  A   professional  who  manifests  high 

respect  and  praise  for  a   colleague  implicitly  subordinates  himself  to 

the  other,  unless  he  is  a   renowned  authority  widely  respected  in  his 

field,  in  which  case  his  praise  of  the  colleague  is  a   magnanimous 

gesture  that  does  not  at  all  reflect  adversely  on  his  own  standing. 

Withholding  approval  may  antagonize  others  and  giving  it  freely  may 
depreciate  its  value,  and  these  consequences  of  his  own  evaluations 

can  hardly  help  but  distort  the  decisions  of  the  one  who  makes  them; 

the  status  of  the  expert  whose  excellent  judgment  is  publicly  recog- 
nized, however,  is  largely  immune  to  such  threats,  which  permits  him 

to  be  less  disturbed  and  more  accurate  in  his  evaluations.  In  brief. 
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many  dilemmas  that  confront  individuals  dissolve  once  status  is  firmly 
grounded  in  the  social  structure. 
The  dilemmas  people  face  in  unstructured  social  situations  debili- 

tate them  in  social  interaction,  and  the  resolution  of  dilemmas  result- 

ing from  status  bemg  secured  in  the  social  structure  strengthens  them. 
Individuals  whose  social  status  is  precarious  must  eagerly  guard  it  in 
social  interaction  against  any  infringement,  whereas  those  whose 
superior  presfage  or  power  are  well  estabhshed  can  afford  to  risk 

some  of  it  to  gain  more.  This  is  in  accordance  with  the  marginal 

principle  that  tlie  greater  an  individual’s  possessions  of  any  kind,  the 
less  important  is  the  last  increment  of  these  possessions  to  him.  But 

there  is  also  another  factor,  namely,  that  status  securely  supported  in 
the  social  structure  is  not  at  all  endangered  by  actions  diat  would 
endanger  insecure  status.  The  person  whose  position  in  a   social  class 

is  insecure  needs  to  protect  it  by  refraining  from  socializing  widi 

others  of  lower  status  and  by  asserbng  his  superiority  over  them  when 

the  situabon  requires  him  to  have  some  contact  with  them.  The  person 
whose  social  position  is  firmly  anchored,  on  the  other  hand,  tends  to 
be  less  reluctant  to  enter  into  sociable  intercourse  with  attractive 

companions  of  inferior  status  and  tends  to  be  more  egalitarian  in 

interaction  with  them,  which  enables  him  to  gam  various  social  re- 
wards from  them.  Social  insecurity  hampers  involvement  in  work  and 

m   play,  while  a   minimum  of  security  fosters  it. 

The  man  who  commands  little  power  is  more  likely  to  take  full 

advantage  of  it,  other  conditions  being  equal,  than  the  one  who  has 

much  power.  Furthermore,  only  controlhng  influence  over  an  enhre 

collectivity  enables  a   man  to  orgamze  the  activities  of  its  members  for 

the  purpose  of  attaining  greater  rewards  than  they  could  attain  singly. 

The  additional  rewards  they  derive  from  his  successful  leadership 

help  to  legitimate  and  enhance  his  control  over  them.  In  formal  organ- 

izations, finally,  the  abihty  of  a   manager  to  duect  the  work  of  subordi- 

nates is  not  left  to  chance  or  his  leadership  skills.  His  position  in  the 

social  structure  places  official  powers  at  the  manager’s  disposal  that 
assure  him  controlling  influence  over  subordinates  and  make  it  rela- 

tively easy  for  him  to  earn  their  approval  and  command  their  willing 

compliance. 

Structural  supports  of  status  promote  tolerance,  while  insecure 

status  due  to  theu  absence  engenders  rigidities  and  intolerance. 

Lower-class  whites  in  the  South,  whose  social  standing  is  most 

threatened  by  any  advancements  of  Negroes,  are  most  intolerant 

toward  them.  Southern  whites  from  higher  social  strata  are  less 

resistant  against  improvements  in  the  conditions  and  social  status  of 
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Negroes,  which  pose  litde  threat  for  them.^  Men  firmly  established 
in  their  profession  are  more  likely  to  be  tolerant  and  accepting  of 
members  of  lower  professions  dian  those  who  feel  insecure  about 

their  own  standing.®  Generally,  members  of  lower  social  strata  are 

more  intolerant  of  deviant  opinions  than  those  of  higher  ones.®  Weak 
extremist  sects  are  most  rigid  and  intolerant  in  their  ideological  com- 

mitments. The  strong  superior  can  allow  those  subject  to  his  control 

a   degree  of  freedom  that  the  weaker  one  is  usually  afraid  to  permit. 

The  man  with  great  power  can  easily  make  demands  that  appear 
moderate  in  terms  of  the  expectations  his  strength  arouses,  and  he 

can  thereby  earn  legitimating  approval  of  his  authority.  This  is  the 

principle  on  which  managerial  authority  in  formal  oiganizations  rests. 

The  considerable  formal  powers  the  organization  puts  at  the  command 

of  a   manager  enable  him  to  discharge  his  responsibihties  without 

imposing  all  controls  available  to  him  upon  subordinates  and  to 

permit  them  more  freedom  of  action  than  formal  procedures  led 

them  to  expect  and  even  to  tolerate  departures  from  oflScial  rules 

These  conditions  greatly  enhance  the  managers  chances  of  winnmg 

the  loyalty  of  subordinates  and  establishing  effective  authority  over 
them. 

Superior  status  secured  by  multiple  structural  supports  makes  men 

relatively  independent  of  others.  It  is  this  independence  that  is  the 

source  of  the  tolerance  of  powerful  men,  but  the  same  independence 

also  makes  it  possible  for  them  intolerantly  to  exploit  and  oppress 

others  when  they  have  reason  for  doing  so.  Great  power  is  more  likely 

than  httle  power  to  be  ample  for  the  purposes  of  the  individuals  or 

groups  who  have  it,  which  allows  them  to  be  moderate  and  permissive 

in  exercising  control  over  others.  Should,  however,  their  power,  re- 
gardless of  how  great  it  is  in  absolute  terms,  fall  short  of  their  needs, 

that  is,  be  insufficient  to  accomphsh  the  objectives  to  which  they 

aspire,  they  are  hkely  to  exploit  all  the  power  they  have  fully,  and 

their  very  independence  of  the  members  of  inferior  social  strata 

enables  them  to  exercise  then  power  oppressively  without  fear  of 

retaliation.  But  this  independence  of  the  very  powerful  is  only  relative 

and  not  irrevocable.  Excessive  exploitation  and  oppression  provoke 

^   An  exception  is  the  Southern  pohtician  who  seeks  to  benefit  from  the  support 

of  lower-class  whites  by  expressing  extreme  intolerance  against  Negroes. 

®   See  Alvin  Zander,  Arthur  R.  Cohen,  and  Ezra  Stotland,  “Power  and  the 

Relations  Among  Professions,”  m   Dorwm  Cartwright,  Studies  in  Social  Power, 
Ann  Arbor:  Institute  for  Social  Research,  University  of  Michigan,  1959,  pp. 
15-34. 

®   See  Samuel  A.  Stouffer,  Communism,  Conformity,  and  Civil  Liberties,  New 
York:  Doubleday,  1955,  p.  139. 
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Opposition  movements  that,  if  they  spread  and  are  successful,  may 
overthrow  existing  powers  For  a   successful  opposition,  by  uniting  the 
different  groups  of  oppressed  in  a   common  endeavor,  deprives  the 

ruling  group  of  the  multiple  supports  on  which  their  independence 
and  power  rests,  inasmuch  as  such  alternative  supports  persist  only 
as  long  as  subordinates  act  independently  and  collapse  once  they 
act  in  unison. 

Opposition  forces  have  paradoxical  implications.  The  strong  can 
afford  to  tolerate  some  opposition;  the  weak  cannot  for  fear  that  it 

crush  them  By  tolerating  an  opposition  movement,  and  possibly  even 

laughing  it  off,  people  demonstrate  tliat  their  own  strength  is  immune 
to  it,  and  this  social  evidence  that  the  opposition  does  not  have  to  be 

taken  seriously  undermines  its  strength  by  discouraging  potential 

supporters  from  joining  such  a   movement  presumably  doomed  to 
failure  An  opposition  that  poses  a   serious  threat,  however,  must  be 

taken  seriously,  which  means  that  it  will  be  intolerantly  opposed.  But 

intolerant  resistance  against  die  opposition  and  unrelenting  endeavors 

to  fight  it  publicly  acknowledge  that  it  constitutes  an  important  force 

and  grave  danger.  They  thus  may  actually  reinforce  the  opposition 

by  encouraging  individuals  to  join  it  for  fear  of  its  power  or  in  antici- 

pation of  its  victory.  In  short,  the  intolerance  directed  against  it  may 

strengthen  the  opposition,  and  the  clash  between  opposihon  forces 
intensifies  intolerance  on  both  sides.  The  typical  result  of  fierce  battles 

between  two  hostile  camps  is  the  suppression  of  the  vanquished  by 

the  victor.  The  toleration  of  opposition  is  difficult,  but  it  is  essential 

in  a   democracy,  for  it  dulls  the  edge  of  opposition  forces  and  thereby 

prevents  fights  to  the  finish  that  lead  to  the  suppression  of  opposition 
and  to  the  end  of  democratic  institutions. 

Dynamics 

Four  facets  of  social  structures  have  been  distinguished— integration, 

differentiation,  organization,  and  opposition.  The  first  two  emerge  in 

the  course  of  social  transactions  without  any  explicit  design,  whereas 

the  last  two  are  the  result  of  organized  efforts  focused  on  some  col- 

lective objectives  or  ideals.  Integration  and  opposition  rest  on  particu- 
laristic values  that  unite  ingroups  and  divide  them  from  outgroups. 

Differentiation  and  legitimation  are  governed  by  universalistic  stand- 

ards that  specify  the  achievements  and  qualities  that  are  generally 

valued  within  the  compass  of  the  collectiidty  under  consideration  and 

that  bestow  superior  status  on  tliose  who  exhibit  them.  Two  of  these 

four  facets  of  social  structure  can  be  directly  derived  from  an  analysis 

of  exchange,  and  the  other  two,  more  indirectly. 
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Social  exchange  has  been  defined  by  two  criteria,  associations 

oriented  largely  to  extrinsic  rather  than  purely  intrinsic  rewards 
and  reciprocal  rather  than  unilateral  transactions.  In  the  course  of 

recurrent  reciprocal  exchange  of  extrinsic  benefits,  partnerships  of 
mutual  trust  develop  that  assume  some  intrinsic  significance  for  tlie 

partners,  introjecting  an  intrinsic  element  into  social  interaction.  At 

the  same  bme,  some  individuals  can  supply  important  services  to 

others  for  which  the  latter  cannot  appropriately  reciprocate,  and  the 

unilateral  transactions  that  consequently  take  place  give  rise  to  dif- 

ferentiation  of  status.  Exchange  processes,  therefore,  lead  to  the 

emergence  of  bonds  of  intrinsic  attraction  and  social  integration,  on 

the  one  hand,  and  of  unilateral  services  and  social  differentiation,  on 
the  other. 

The  development  of  social  integration  and  differentiation  in  a   col- 

lectivity creates  a   fertile  soil  for  the  establishment  of  an  organization 

designed  to  coordinate  endeavors  in  the  pursuit  of  common  objectives. 

Integrative  bonds  provide  opportunities  for  communicabon  about 

common  problems,  some  of  which  can  only  be  solved  through  con- 

certed action,  and  in  these  social  communications  agreement  on 

collective  goals  tends  to  arise.  In  the  process  of  social  differentiation, 

some  individuals  have  demonsbated  their  ability  to  make  outstanding 

contiibutions  to  the  welfare  of  the  rest,  and  these  become  apparent 

candidates  for  directing  collective  endeavors,  that  is,  for  leadership. 

Agreement  on  social  objectives  is  a   prerequisite  for  organization  and 

leadership  in  a   collectivity,  because  common  objectives  are  the  incen- 

tives for  organizing  and  coordinating  the  activities  of  various  members, 

and  because  they  provide  the  conditions  that  permit  leaders  to  arise. 

For  a   leader  to  be  able  to  guide  the  activities  in  a   collectivity,  all  or 

most  members  must  be  obliged  to  comply  with  his  directives.  A 

common  purpose  makes  it  possible  for  a   man,  by  making  crucial 

contiibutions  to  its  achievement,  to  obligate  all  members  simultane- 
ously and  thus  command  the  compliance  of  all  of  them.  In  groups 

without  a   common  purpose,  a   man  commands  the  compliance  of 

others  by  contiibuting  to  their  individual  ends,  and  this  makes  it 

impossible,  except  in  very  small  groups,  for  leadership  to  evolve,  since 

no  man  has  the  time  to  furnish  services  to  a   large  number  of  men 
singly 

10  Reference  here  is  to  direct  services  rendered  by  a   person  to  others.  The 

situabon  is  different  if  a   man  has  the  resources  to  pay  wages  to  many  others. 

Such  financial  resources  are  a   major  source  of  extensive  power  over  large  numbers 

of  men,  since  money  as  a   general  medium  of  exchange  makes  indirect  trans- 
actions on  a   large  scale  possible. 
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Formal  organizations  are  explicitly  mstituted  to  achieve  given  ob- 
jectives. Their  full  establishment  requires  that  the  objectives  they 

are  intended  to  serve  and  the  authority  of  their  leadership  become 
legitimated  by  social  values.  The  contributions  effective  leadership 

makes  to  the  •welfare  of  the  rest  create  pint  obligations  and  social 
approval,  which  give  rise  to  social  norms  among  followers  that  de- 

mand compliance  with  the  orders  of  leaders  and  effectuate  their 

authority.  The  enforcement  of  comphance  with  the  directives  of 

superiors  bi/  the  collectivity  of  subordinates  is  the  distinctive  charac- 

teristic of  legitimate  authonty.  Some  organizations,  such  as  voluntary 
associations  and  unions,  consist  mostly  of  members,  whose  ends  the 

organization  is  designed  to  serve,  and  who  are  expected  to  receive 

a   share  of  the  profits.  Other  organizations,  such  as  business  concerns, 
consist  mostly  of  employees,  who  are  compensated  for  services  that 
further  the  ends  of  others,  and  who  are  not  entitled  to  a   share  of 

the  profits.  In  strong  voluntary  organizations  with  powerful  leaders, 
however,  this  distinction  becomes  obscured,  smce  leaders  need  to 

distribute  only  sufficient  rewards  to  members  to  act  as  incentives  for 

compliance  and  contribubons  and  can  keep  the  rest  at  their  own 

disposal,  which  means  that  they  treat  members,  in  effect,  as  manage- 
ment treats  employees. 

Within  the  organization,  indirect  exchange  processes  become  sub- 

stituted for  direct  ones,  although  direct  ones  persist  in  interstitial 

areas,  such  as  informal  cooperation  among  colleagues.  The  develop- 
ment of  authority  illustrates  the  transformation  of  direct  into  indirect 

exchange  transactions.  As  long  as  subordinates  obey  the  orders  of  a 

superior  primarily  because  they  are  obhgated  to  him  for  services  he 
has  rendered  and  favors  he  has  done  for  them  individually,  he  does 

not  actually  exercise  authority  over  the  subordinates,  and  there  is  a 

direct  exchange  between  him  and  them,  of  the  type  involving  um- 
lateral  services.  The  estabhshment  of  authority  means  that  normative 

constraints  that  originate  among  the  subordinates  themselves  effect 

their  compliance  with  the  orders  of  the  superior— partly  through  public 

pressure  and  partly  through  enforcement  actions  by  the  dominant 

groups  among  subordinates— and  indirect  exchanges  now  take  the 

place  of  the  former  direct  ones.  The  individual  subordinate  offers 

compliance  to  the  superior  in  exchange  for  approval  from  his  col- 

leagues; the  collectivity  of  subordmates  enforces  compliance  -with  the 

superior’s  directives  to  repay  its  joint  obligations  to  the  superior;  and 
the  superior  makes  contributions  to  the  collectivity  in  exchange  for 

the  self-enforced  voluntary  compliance  of  its  members  on  which  his 

authority  rests. 
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The  performance  of  many  duties  in  formal  organizations  entails 

indirect  exchange.  Supervisors  and  staff  personnel  have  the  oflScial 

duty  to  provide  assistance  to  operating  employees,  in  return  for  wliich 

they  are  compensated,  not  by  these  employees,  but  by  the  organiza- 
tion, which  ultimately  benefits  from  their  contributions  to  the  work 

of  others.  Officials  in  bureaucratic  organizations  are  expected  to  treat 

clients  impersonally  in  accordance  with  the  rules,  which  requires  that 

they  refrain  from  engaging  m   exchange  transactions  with  them.  They 

must,  of  course,  not  accept  bribes  or  gratuities,  and  neither  must  they 
reward  chents  with  more  favorable  treatment  for  expressions  of  grati- 

tude and  appreciation  lest  impartial  service  to  all  clients  in  conformity 
with  official  procedures  suffer.  In  return  for  offering  services  to  clients 

without  accepting  rewards  from  them,  officials  receive  material  re- 

wards from  the  organization  and  colleague  approval  for  conforming 
with  accepted  standards.  The  clients  make  contributions  to  the  com- 

munity, which  furmshes  the  resources  to  the  organization  that  enable 
it  to  reward  its  members.  Professional  service  involves  a   similar  chain 

of  indirect  exchange,  the  central  link  of  which  is  colleague  approval 

for  service  to  clients  in  accordance  with  professional  standards  and 

hence  in  disregard  of  considerations  of  social  exchange.  The  obliga- 

tions created  in  exchange  transactions  would  make  undeviating  adher- 

ence to  impersonal  bureaucratic  or  professional  standards  impossible. 

The  absence  of  exchange  transactions  with  clients  is  a   prerequisite 
of  bureaucratic  or  professional  detachment  toward  them.  To  maintain 

such  detachment,  therefore,  requires  that  colleague  approval  or  other 

rewards  compensate  practitioners  for  the  advantages  foregone  by 

refraining  from  entering  into  exchanges  with  chents. 

Indirect  transactions  are  characteristic  of  the  complex  structures  in 

large  collectivities  generally.  Since  direct  contact  between  most  mem- 
bers in  a   large  collectivity  is  not  possible,  the  interrelations  between 

them  uniting  them  in  a   social  structure  are  primarily  indirect,  and 
social  values  serve  as  the  media  of  these  indirect  hnks  and  transac- 

tions. Particularistic  values  create  a   common  solidarity  and  integrative 

ties  that  unify  the  members  of  the  collectivity  and  divide  them  from 

other  collectivities,  functioning  both  as  substitutes  for  the  personal 

bonds  of  attraction  that  solidify  face-to-face  groups  and  as  a   basis  for 

such  bonds  in  the  collectivity  and  its  subgroups.  Universahstic  stand- 

ards define  achievements  and  qualifications  that  are  generally  ac- 

knowledged as  valuable,  making  indirect  exchange  transactions  pos- 
sible, notably  in  the  form  of  enabling  individuals  and  groups  to 

accumulate  social  status  and  power  in  one  setting  and  gain  advantages 

from  them  in  another.  Legitimating  values  expand  the  scope  of  social 
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control  beyond  the  hmits  of  personal  influence  by  establishing  audior- 
ity  that  commands  willing  compliance  enforced  by  the  subordinates 
themselves,  and  these  values  become  the  foundation  for  organizing 
collective  effort  on  a   large  scale.  Opposition  ideals  serve  as  rallying 
points  of  opposition  movements  and  as  catalysts  of  social  change  and 
reorganization.  These  four  types  of  value  standards  constitute  media 
of  social  associations  and  transactions,  they  are  the  social  context  that 
molds  social  relations,  and  they  act  as  mediating  hnks  for  indirect 
connections  in  the  social  structure. 

One  characteristic  that  distinguishes  macrostructures  from  micro- 

structures IS  that  social  processes  in  tlie  macrostructures  are  mediated 

by  prevailing  values.  Another  differentiating  criterion  is  that  macro- 
structures are  composed  of  interrelated  social  structures,  whereas  the 

constituent  elements  of  microstructures  are  interrelated  individuals  in 

direct  social  contact.  Furthermore,  parts  of  the  complex  social  struc- 
tures in  societies  assume  enduring  form  as  institutions.  Institutionaliza- 

tion involves  two  complementary  social  mechanisms  through  which 

social  patterns  are  perpetuated  from  generation  to  generation.  On  the 

one  hand,  external  social  arrangements  are  historically  transmitted, 

partly  through  written  documents  that  circumscribe  and  preserve 

them,  as  exemplified  by  the  form  of  government  in  a   society  resting 
on  its  constitubon  and  laws.  On  the  other  hand,  internalized  cultural 

values  are  transmitted  in  processes  of  socialization  and  give  the  tra- 
ditional external  manifestations  of  institutions  continuing  meaning  and 

significance.  These  institutional  mechanisms  are  implemented  by  the 

power  structure,  since  the  powerful  groups  in  a   society  tend  to  be 

most  identified  with  its  institutions,  and  since  they  tend  to  use  their 

power  to  preserve  the  traditional  institutions. 

Once  organized  collectivities  have  developed,  social  transactions 
occur  between  them.  A   basic  distinction  can  be  made  between  two 

major  types  of  processes  that  characterize  the  transactions  of  organ- 
ized collectivities— as  well  as  those  of  individuals,  for  that  matter- 

competitive  processes  reflecting  endeavors  to  maximize  scarce  re- 

sources and  exchange  processes  reflecting  some  form  of  interdepend- 
ence. Competition  occurs  only  among  like  social  units  that  have  the 

same  objective  and  not  among  unlike  units  with  different  objectives— 
among  political  parties  and  among  business  concerns  but  not  between 

a   party  and  a   firm— whereas  exchange  occurs  only  between  unlike 

umts— between  a   political  party  and  various  interest  groups  but  not 

among  the  different  parties  (except  when  two  form  a   coalition  and 

thus  cease  to  be  two  independent  political  units).  Competition  pro- 
motes hierarchical  differentiation  between  the  more  and  the  less  sue- 
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cessful  organizations,  and  exchange  promotes  horizontal  differentiation 

between  speciahzed  organizations  of  diverse  sorts.  Extensive  hier- 

archical differentiation,  however,  makes  formerly  ahke  units  unlike 

in  important  respects  and  unhke  ones  alike  in  their  power  and  oppor- 

tunity to  attain  a   dominant  position.  Hence,  exchange  relations  may 
develop  between  units  that  once  were  alike  as  the  result  of  differential 

success  in  competition,  and  competition  for  dominance  may  develop 
among  unlike  units  made  alike  by  their  success.  The  first  of  these 

developments  is  illustrated  by  the  exchange  relation  between  a   giant 
manufacturing  concern  and  an  unsuccessful  competitor  who  becomes 

the  other’s  supplier  of  parts,  and  the  second,  by  the  competition  among 
major  business  concerns,  strong  unions,  and  other  organized  interest 

groups  for  a   position  of  dominant  influence  in  the  community. 

Competition  among  collectivities  that  belong  in  some  respect  to  the 

same  general  type  is  manifest  in  patterns  of  mobility  of  individuals 

from  one  to  another,  which  continually  modify  their  boundaries  and 

internal  structure.  Organized  collectivities  typically  compete  for  mem- 

bers and  contributors— for  experienced  executives,  skilled  employees, 
customers,  voters,  religious  converts,  and  so  forth.  Successful  compe- 

tition provides  more  resources  for  rewarding  members  and  thus  spells 
further  success,  since  the  greater  rewards  discourage  members  of  the 

collectivity  from  defecting  from  it  to  others  and  encourage  members 
of  other  collectivities  to  leave  them  for  it.  The  internal  differentiation 

of  status  and  consequent  differential  distribution  of  rewards  in  a   col- 

lectivity, however,  create  differences  in  incentives  for  mobility  among 
its  members.  If  different  value  standards  prevail  in  the  various  social 

groupings,  as  is  the  case  for  religious  denominations  or  political 

parties,  the  marginal  members  of  low  standing  in  one  collectivity  have 

most  incentive  to  move  to  another.  But  if  social  groupings  are  hier- 
archically ranked  in  terms  of  the  same  universalistic  standards  that 

prevail  throughout  all  of  them,  as  is  the  case  for  social  classes,  indi- 
viduals with  high  social  standing  within  a   social  stratum  have  most 

incentive  to  leave  it,  since  they  have  the  best  chance  of  moving  up  to 

a   higher  one.  The  typical  patterns  of  mobility  under  these  conditions 

are  from  a   superior  position  in  a   lower  stratum  to  an  inferior  position 

in  a   higher  one  and  vice  versa.  The  opportunity  for  such  movements 

confronts  individuals  with  the  choice  between  being  a   big  fish  in  a 

little  pond  and  a   little  fish  in  a   big  pond,  which  entails  the  alternatives 

of  either  deriving  social  rewards  from  occupying  a   superordinate 

position  in  daily  social  intercourse  or  obtaining  the  advantages  and 

privileges  that  accrue  from  membership  in  a   higher  social  class  at  the 
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cost  of  having  to  assume  a   subordinate  role  in  recurrent  social  inter- 
action. 

The  interdependent  organizations  in  a   society  engage  m   exchange 

and  various  related  transactions.*^  Formal  organizations  often  ex- 
change services.  For  example,  welfare  and  health  orgamzations  refer 

clients  to  each  other, parties  adopt  programs  that  serve  the  mterests 

of  various  groups  in  exchange  for  pohtical  support,  and,  of  course, 

firms  exchange  a   large  variety  of  products  and  services  for  a   price. 

Many  organizational  exchanges  are  mediated  through  the  community. 

Thus,  the  pohce  provides  protection  to  the  members  of  the  com- 
munity, schools  furnish  training  for  the  young,  universities  supply 

research  knowledge,  hospitals  render  health  services,  and  they  all 

receive  support  from  the  community  in  exchange  for  then  services. 

Orgamzations  sometimes  form  coahtions  committing  them  to  joint 

decisions  and  actions.  Small  parties  unite  forces  in  a   pohtical  cam- 

paign, for  instance,  several  unions  agree  to  carry  out  a   strike  together, 

and  churches  join  in  an  ecumenical  council.  Coahtions  among  organ- 
izations may  become  mergers  that  destroy  the  former  boundaries 

between  them.  But  even  without  complete  mergers,  transactions 

between  organized  collectivities  often  lead  to  their  interpenetration 

and  obscure  their  boundaries.  A   political  party  that  is  primarily  sup- 

ported by  two  occupational  groupings,  for  example,  cannot  be  said 
to  constitute  a   social  entity  distinct  from  these  groups  that  engages  in 

exchange  relations  with  them.  Rather,  representative  segments  of 

these  occupational  groups  are  constituent  elements  of  the  party,  and 

competition  and  bargaining  occur  between  them  within  the  party 

as  each  seeks  to  influence  its  pohtical  program  and  course  of  action. 

Transactions  among  organized  collectivities,  then,  may  give  rise  to 

social  ties  tliat  unite  them,  just  as  social  exchange  among  individuals 

tends  to  produce  integrative  bonds.  These  transactions  also  differenti- 
ate competing  organizations  and  may  result  in  the  elimination  or 

absorption  of  competitors  and  the  dominance  of  one  or  a   few  organ- 
izations—a   few  giant  corporations,  two  major  parties,  a   universal 

church— just  as  unilateral  transactions  and  competition  among  indi- 
viduals generate  hierarchical  differentiation  and  may  result  in  the 

**For  a   typology  of  relations  among  organizations,  see  James  D.  Thompson 

and  William  J   MoEwen,  “Organization  Goals  and  Environment,”  American 
Sociological  Review,  23  (1958),  23-31. 

**  See  Sol  Levine  and  Paul  E.  White,  “Exchange  as  a   Conceptual  Framework 

for  the  Study  of  Interorganizational  Relationships,”  Administratioe  Science  Quar- 
terly, 5   (1961),  583-601. 
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dominance  of  one  or  a   few  leaders  in  a   group.  The  existence  of  a 

differentiated  structure  of  relations  among  organized  collectivities 
creates  the  conditions  for  its  formalization  and  the  explicit  estabhsh- 

ment  of  an  overall  pohhcal  organization  m   order  to  maintain  order 

and  protect  the  power  of  the  orgamzations  and  ruhng  groups,  which 

rests  on  the  distribution  of  needed  benefits,  against  being  overthrown 

by  violence,  which  is  the  major  threat  to  it.  For  a   political  organization 
to  become  instituted  in  a   society,  however,  requires  that  social  values 

legitimate  its  objectives  and  invest  it  with  authority.  This  process  is 

again  analogous  to  the  development  of  a   single  organization  when 

the  emergent  social  integration  and  differentiation  in  a   collectivity  are 

complemented  by  social  values  that  legitimate  common  endeavors 

and  the  authority  to  pursue  them.  No  claim  is  made  that  the  con- 

ception outlined  represents  the  actual  historical  evolution  of  social 

organization.  It  is  merely  a   theoretical  model,  in  which  political  organ- 

ization is  analytically  derived  from  transactions  among  organized 
collectivities  and  these  organizations,  in  turn,  are  traced  back  to 

simpler  processes  of  social  exchange.  This  model  can  be  schematically 

presented  in  the  following  form: 

r 
Exchange 

Integration 

L Differentiation 
Organization - _J 

Organizational exchange I — >-  Coalitions  ■ 

’   Political 

organization 
\\  ii 
' — ^-Dominance  — ' 

Opposition 

The  dynamics  of  organized  social  life  has  its  source  in  opposition 

forces.  The  dominant  power  of  individuals,  groups,  or  organizations 

over  others  makes  it  possible  for  them  to  establish  legitimate  authority 

by  exercising  their  power  fairly  and  with  moderation  and  by  making 

it  profitable  for  others  to  remain  under  their  protective  influence. 

Dominant  power,  however,  also  makes  it  possible  to  exploit  others 

and  thereby  gain  advantages,  and  it  consequently  is  often  exercised 

oppressively.  Serious  deprivations  caused  by  the  unfair  exercise  of 

power  tend  to  engender  a   desire  for  retaliation.  If  the  exploitation  is 

experienced  in  a   group  situation,  particularly  in  a   group  comparatively 

isolated  from  the  rest  of  the  community,  communication  among  the 

oppressed  socially  justifies  and  reinforces  their  feehng  of  hostility 

against  existing  powers  by  giving  rise  to  an  opposition  ideology  that 

transforms  this  hostility  from  a   selfish  expression  of  revenge  into  a 
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noble  cause  pursued  to  further  the  welfare  of  one’s  fellow  men.  While 
oppression  is  not  the  sole  reason  for  opposition,  ideological  identifica- 

tion with  a   cause  is  essential  for  the  support  of  radical  movements, 
inasmuch  as  existing  powers  have  the  sanctions  to  assure  that  such 

support  harms  a   man’s  self-interest  and  thus  is  not  warranted  on 
purely  rational  grounds.  Opposition  ideals  create  a   surplus  of  re- 

sources, since  devotion  to  tliem  frees  social  energies  by  making  men 
willing  to  sacrifice  material  welfare  for  their  sake,  and  the  opposition 
movement  they  inspire  constitutes  a   new  social  investment  that  bnngs 
about  social  change  and  reorganization. 

Vested  interests  and  powers  create  rigidities  in  social  structures, 
and  so  does  the  institutionalization  of  social  arrangements  through 
which  they  are  perpetuated  beyond  the  hfe  span  of  individuals.  Social 

institutions  are  crystallized  forms  of  organized  social  life  that  have 

their  base  in  historical  traditions  and  tliat  are  supported  by  major 
cultural  values  internalized  in  childhood  and  passed  on  from  genera- 

tion to  generation.  Traditional  insbtutions,  endowed  by  profound 
values  with  symbolic  significance,  tend  to  defy  innovation  and  reform 
even  when  changes  in  social  conditions  have  made  them  obsolete. 

Powerful  groups  whose  interests  are  served  by  existing  mstitutional 

arrangements  defend  them  against  attack  and  fortify  them.  Institutions 

meet  the  need  for  social  order  and  stabihty  in  a   society  at  the  cost  of 

rigidities  and  inequities  that  often  cause  serious  hardships.  Vigorous 

social  opposition  is  required  to  produce  a   change  in  institutions,  and 

it  constitutes  a   countervailing  force  against  institutional  rigidities. 

Not  aU  opposition  takes  the  form  of  radical  rebellions.  Conditions 

in  complex  social  structures  with  their  interlaced  substructures  re- 

currently engender  opposing  forces.  Particularistic  values  integrate 

the  members  of  collectivities  into  sohdary  units  and  simultaneously 

produce  divisive  boundaries  between  them  that  frequently  create 

problems  of  social  solidarity  in  the  encompassing  social  structure. 

Universalistic  standards  of  achievement  give  rise  to  differentiated 

social  strata  in  which  vested  powers  and  particularistic  allegiances 

restrict  upward  mobility  on  the  basis  of  universalistic  criteria  of 

achievement  alone.  Legitimate  centralized  authority  and  the  autonomy 

of  its  component  organizations  often  come  into  conflict.  Even  the 

reorganizations  effected  by  successful  opposition  movements  tend  to 

have  repercussions  that  cause  fresh  problems  and  new  needs  for 

reorgamzation.  Moreover,  the  many  intersecting  organized  collectivi- 

ties with  interlocking  memberships  typical  of  modern  society  stimu- 
late a   multitude  of  crisscrossing  conflicts,  since  many  issues  arise 

among  organized  groups,  and  since  individuals  are  drawn  by  their 
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organizational  aflSUations  into  these  controversies.  Cross-cutting  con- 
flicts that  periodically  realign  opposition  forces  prevent  conflicts  from 

becoming  cumulative  and  dividing  the  community  into  two  hostile 

camps,  and  they  are  manifest  in  dialectical  patterns  of  change  and 
reorganization. 

Dialectic 

There  is  a   dialectic  in  social  life,  for  it  is  governed  by  many  contra- 

dictory forces.  The  dilemmas  of  social  associations  reflect  this  dia- 

lectic, and  so  does  the  character  of  social  change.^®  To  conceive  of 
change  in  social  structures  as  dialectical  imphes  that  it  involves 

neither  evolutionary  progress  in  a   straight  hne  nor  recurring  cycles 

but  alternating  patterns  of  intermittent  social  reorganization  along 

different  lines.  The  analysis  of  the  relationship  between  reciprocity 
and  imbalance  illustrates  the  underlying  conception. 

Reciprocity  is  an  equilibrating  force,  the  assumption  being  that 
every  social  action  is  balanced  by  some  appropriate  counteraction. 

Individuals  who  receive  needed  benefits  from  others  are  obligated, 

lest  the  supply  of  benefits  cease,  to  reciprocate  in  some  form,  whether 

through  expressions  of  gratitude,  approval,  material  rewards,  services, 
or  compliance.  Reciprocity  on  one  level,  however,  entails  imbalances 

on  others.  If  persons  are  obligated  to  accede  to  another’s  wishes 
because  he  renders  essential  services  to  them  for  which  they  cannot 

otherwise  compensate  him,  their  compliance  reciprocates  for  the  uni- 

lateral services  they  obtain  and  in  this  sense  restores  balance,  but  it 

also  creates  an  imbalance  of  power.  The  reactions  to  the  exercise  of 

power  superimpose  a   secondary  exchange  upon  the  primary  one.  The 

exercise  of  power  with  fairness  and  moderation  earns  a   man  social 

approval,  whereas  the  oppressive  use  of  power  evokes  disapproval. 

The  social  approval  that  rewards  rulers  for  not  taking  full  advantage 

of  their  power  and  the  social  disapproval  that  penalizes  them  for 

taking  excessive  advantage  of  it  equilibrate  the  scales,  so  to  speak. 

Simultaneously,  however,  the  collective  approval  of  subordinates  legit- 

imates the  governing  group’s  authority  over  them  and  thus  reinforces 
the  imbalance  of  power,  and  the  collective  disapproval  of  the  op- 

pressed tends  to  give  rise  to  opposition  forces  that  disturb  social 

For  a   theoretical  conception  of  dialecbcal  change,  which  has  similarities  with 

the  one  presented,  but  which  unfortunately  was  published  too  late  for  full 

discussion  here,  see  Pierre  L.  van  der  Berghe,  “Dialectic  and  Functionalism,’’ 
American  Sociological  Review,  28  (1963),  695-705. 
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equilibrium  and  stimulate  reorganizations  in  the  social  structure. 

Every  social  process  restoring  equilibrium  engenders  some  new  im- 
balances. 

Social  forces  often  have  contradictory  imphcations.  One  reason  for 

this  is  that  the  conditions  produced  by  a   social  force  may  provoke 
the  emergence  of  another  force  in  the  opposite  direction.  Processes 

of  social  integration,  in  which  group  members  impress  each  other  wfh 

dieir  outstanding  qualities,  give  rise  to  differentiation  of  status,  and 
social  differentiation  reinforces  the  need  for  processes  that  effect  social 

integration.  Inelastic  supply  of  advice  that  is  in  high  demand  in  a 

work  group  intensifies  status  differences,  since  experts  gain  much 

status  in  exchange  for  their  counsel,  but  the  high  price  of  advice 

encourages  the  formation  of  mutual  partnerships  of  consultation, 

which  lessen  the  status  differences  in  the  group.  The  very  increase 

in  rewards  intended  to  elicit  greater  contributions  depreciates  the 

value  of  these  rewards  as  incentives  for  making  contributions.  By 

increasing  the  number  of  promotions  in  a   company,  for  example,  the 

level  of  expectations  is  raised,  with  the  result  that  the  same  promotion 

no  longer  creates  the  same  satisfaction  as  before.  The  deprivation  of 

the  underprivileged  prompts  them  to  organize  unions  and  leftist  op- 

position parties  in  order  to  improve  their  conditions,  and  the  relative 

deprivation  of  the  lower-middle  class  consequent  to  success  in  these 
endeavors  fosters  the  development  of  rightist  opposition  movements. 

The  multiple  consequences  of  a   social  force  are  another  reason  it 

may  have  contradictory  repercussions  in  the  social  structure.  The 

forces  set  in  motion  to  restore  equilibrium  in  one  respect,  or  in  one 

segment  of  the  social  structure,  are  typically  disequilibrating  forces 

in  other  respects,  or  in  other  segments.  For  supply  and  demand  to 

reach  an  equilibrium,  established  e.xchange  relations  must  be  upset. 

The  equilibrium  in  an  organization  is  disturbed  by  membership  turn- 

over and  promoted  by  a   stable  membership  committed  to  the  organ- 
ization and  their  occupational  careers  in  it,  but  these  organizational 

attachments  impede  the  mobility  of  individuals  that  is  necessary  for 

occupational  investments  and  the  returns  received  for  them  to  attain 

a   state  of  equilibrium.  The  success  of  some  organized  collectivities  in 

competition,  which  produces  optimum  conditions  for  meeting  internal 

requirements,  spells  the  failure  of  others,  with  consequent  internal 

disruptions  and  possible  failure  to  survive  altogether.  Conditions 

established  to  further  centralized  planning  and  coordination  in  an 

organization  interfere  with  the  departmental  autonomy  required  for 

effective  operations.  Many  incompatible  requirements  exist  in  complex 

social  structures,  and  given  the  interdependence  between  substruc- 
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tures,  social  processes  that  meet  some  requirements  frequently  create 

impediments  for  meeting  others,  stimulating  the  emergence  of  diEerent 

social  processes  to  meet  tliese  other  requirements. 

There  is  much  resistance  to  social  change  in  societies.  Vested  inter- 

ests and  powers,  established  practices  and  organizations,  traditional 

values  and  institutions,  and  other  kinds  of  social  investments  are  forces 

of  stability  and  resistance  to  basic  social  innovations  and  reorganiza- 

tions. New  problems  and  social  needs  continually  arise,  but  they  often 

persist  for  long  periods  of  time  before  the  adjustments  necessary  to 
meet  them  occur,  since  due  to  these  forces  of  resistance  considerable 

pressure  toward  change  must  build  up  before  it  is  realized.  Changes 
in  major  social  institutions  supported  by  interested  powers  as  well  as 

traditional  values,  in  particular,  require  strenuous  and  prolonged 

struggles  by  strong  opposition  movements.  Oppression  and  hardships 
must  be  severe  and  widespread  for  men  to  be  hkely  to  make  social 

investments  in  a   radical  opposition  movement  and  for  the  movement 

to  have  the  wide  appeal  required  for  its  ultimate  success.  The  lesser 

opposition  forces  that  crisscross  complex  social  structures,  overlapping 
and  going  in  diverse  directions,  must  also  gather  some  momentum 

before  they  can  produce  readjustments.  The  existence  of  conflicting 
forces  that  pull  in  different  directions  itself  would  be  reflected  in 

social  change  in  the  direction  of  the  resultant  force,  but  in  combina- 

tion with  the  need  for  a   latency  period  before  opposition  forces  can 

realize  their  potential,  it  leads  to  structural  change  characterized  not 

so  much  by  continuous  adjustments  as  by  intermittent  reorganizations. 

Structural  change,  therefore,  assumes  a   dialectical  pattern.  While 

social  structures  are  governed  by  equilibrating  forces,  given  the  com- 

plex interdependence  and  incompatible  requirements  of  intersecting 

substructures  in  a   society,  virtually  every  equilibrating  force  generates 

disequilibrium  on  other  levels.  In  the  process  of  creating  readjustments 

in  one  respect,  other  dislocations  are  typically  produced  that  necessi- 

tate further  readjustments.  Social  imbalances  may  persist  for  pro- 

longed periods,  and  social  equilibrium  is  not  constantly  maintained, 

because  a   latency  period  intervenes  before  opposition  forces  have 

mobilized  suflScient  strength  to  effect  adjustments.  The  recurrent  dis- 

equilibrating  and  re-equilibrating  forces  on  many  levels  of  social 
structure  are  reflected  in  the  dialectical  nature  of  structural  change. 
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Advice,  see  Consultation,  Demand,  for 

advice,  Supply,  of  advice 

measures  of,  153-154 
Alternative  cost  see  Cost,  alternative 

Alternative  opportunities,  31-32,  98, 

99,  114,  119-120,  121,  123,  133, 

167,  176-177,  188,  195,  207 
Alternatives 

status  versus  stratum,  292,  297-299, 

310, 332-333 

to  power,  21-22,  118-122,  140-141, 
323 

Altruism:  see  Intnnsic  rewards.  Rein- 

forcement, reverse  secondary.  Self- 
interest 

Approachability,  48-49,  52 

Approval,  8,  62-^9 

and  attraction,  69-70 

and  indnect  exchange,  259-263 

and  status,  55-56 

concern  with,  53, 74-76,  203, 221 

genuine,  17,  62-83 

legitimating  leadership,  22-23,  30, 

201-203,  221,  229 

of  fairness,  157-158, 201,  221 

Approval,  of  significant  circles,  75-76, 
105-107,  114 

simulation  of,  17,  62-63,  85 
Artistic  creation,  72-73 

Aspirations,  145-146 
Assumptions 

about  rationahty,  18-19 

of  constant  expectations,  149 

of  perfect  competition,  190-191 
Attachment  see  Commitment 

Attraction,  7-8,  20-21,  38-41,  43-44, 

52-57,  76-87 

and  approval,  69-70 

and  dependence,  43,  76-78,  84,  143- 

144 
and  expectations,  146-147 

and  group  cohesion,  33-34 

and  modesty,  48-49 

genuine,  71 

intrmsic  and  extrinsic,  35-38 

measures  of,  34-35 
mediated  by  particularism,  267,  280 

reciprocity  in,  26-27 

Authority,  23,  30,  200,  205-214,  218, 
221,  228,  253,  270,  279,  287,  294, 

320,  329 

mediated  by  norms,  270-271,  280 
Autistic  exchange,  91n 

Autonomy,  287-288,  294,  302-303, 

319-320 343 
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Baseline,  58,  86-87,  116-117,  159 
Benefits;  see  Rewards 

Bluffing,  73-74 

Calculation:  see  Rewards,  spontaneous 
versus  calculated 

Centralization,  199,  287-288,  303 

ChaUenge,  41-43,  58,  74,  81,  217-218 
Change 

and  power  imbalance,  29 

dialectical  pattern  of,  336-338 

in  economic  conditions,  161-162, 

164-165, 167 

in  expectations,  147-149,  165 

in  group  structure,  168-187,  194-197 

in  values,  123-124 

through  opposition,  301-305,  310 
Claim 

for  acceptance,  48—49 

to  moral  supenonty,  260-261 

to  power,  139-140 

to  superior  status,  47-48,  57, 108- 

109, 113,  321-322 

Coalitions,  104-105,  120,  122-123,  333 

Coercion,  22,  225-226, 228 

and  exchange,  93-94 
and  independence,  120 

and  power,  115-116, 123,  125 

defense  against,  121-122 

Cognitive  dissonance,  207-208,  240 

Cohesion,  33,  60-61, 172,  295 

Collectivities:  see  Groups;  Organization 

Commitment,  160-165,  167,  290-291 

and  dependence,  119-120 

and  mobility,  160-162, 167 

in  intrinsic  relations,  36,  76-85 

to  exchange  partner,  98-99,  113, 

315-316, 317 

to  ideology,  239-240,  247 

Common  goals,  192-193,  197-198, 

214, 216-217,  328-329 
Communication 

among  oppressed,  232, 251 

among  subordinates,  23,  30 

and  competition,  46, 191, 192, 194 

media  of,  264-265 
Comparison 

extrinsic  criteria  of,  36-37,  38,  58- 

59,  62,  312 

Comparison,  in  organizations,  219-220 
223 

of  rewards,  144,  156-157,  158-160 
318 

Compass,  288-289,  290,  309 

Competition 
adjusting  supply  and  demand,  152 

among  like  umts,  331-332 
among  organizations,  162,  164-165 

167, 292,  293, 332 

and  integration,  290-291 
changes  m,  126, 128, 141,  331-332 

creating  alternatives,  272-273 

for  respect,  44-47,  50,  56,  126-127 
for  services,  123 

for  status,  125-129 

imperfect,  187-194 
Complexity  of  task,  179-181, 196 
Compliance,  see  also  Obligations,  Re- 

ciprocation 
as  generic  reward,  21-22, 170 

condihons  of,  118-119, 124-125 

exchanged  for  advice,  153, 170-181 
exchanged  for  service,  28,  127,  131- 

132, 200-201, 206,  208-209 
measures  of,  153 

rate  of,  186-187, 196 
versus  followmg  advice,  130-131, 

141 

wilhng,  200-201, 209 
Conditions 

activating  opposiUon,  303-304 

incompatible,  57,  65-66,  203-204, 
318-320,  331 

of  collective  control,  272-273 

of  exchange,  5,  89-90,  91-92,  97-106 
of  independence,  119-121, 124,  322 

of  institutionalization,  273-277,  280- 
281 

of  perfect  competibon,  190-194 

of  power,  21-22,  117,  118-119,  121- 

122, 124, 140-141, 272, 322 

of  structural  adjustment,  179-187 
Conflict 

and  mobility,  162-165 

and  opposition,  302-305 

bebveen  ideals  and  reality,  247,  279- 
280, 281 

between  obhgations,  108 

cross-cutting,  306-309,  311,  335-336 

ideological,  245-250 
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Conflict,  of  interest,  45,  83,  99,  11&- 

114,  122,  315-317 
of  opinion,  70 

of  political  parties,  242—245,  247— 

248, 251-252 

of  social  forces,  337—338 

power,  122-123 
Conformity,  226 

and  cohesion,  60-61 

and  exchange,  93-94,  259-263 

and  status,  53-55,  66 

Conquest  in  love,  81 

Consensus 

and  mtegrative  bonds,  60 

on  obhgations,  23, 207-209 
on  status  structure,  129 

on  values,  24, 253,  254,  263-264 

vahdation  through,  62 

Conspicuous  consumption,  109 
Consultation 

as  exchange,  95-96, 151-154 

in  disgiuse,  102-103 

marginal  analysis  of,  168-187,  194- 
197 

mutual,  177-178, 183-184, 195 

volume  of,  180-187,  195-197 
Context 

of  associations,  31-32,  34 

of  exchange,  104-106 

of  party  conflict,  242-245,  251-252 
Contract 

curve,  175-176 

employment,  162-164,  205-206,  210 
m   economic  exchange,  93 

Coordination,  60,  131-132,  135-136, 

193,  199,  213,  214-215,  303,  322- 

323;  see  also  Group,  contributions 
to 

Cost 

affects  value,  78-80, 149-150 

alternative,  101, 103, 104, 160, 188 

in  exchange,  101-104 
of  compliance,  201 

of  democracy,  307-309,  311 
of  diflSdence,  71 

of  eqmhbrabon,  162, 164—165 

of  mobility,  299 

of  votmg,  235 

Countervailing  forces,  24,  271,  302,  335 

Credit 
of  legitimate  power,  213 

reputation  as,  259,  269 

Criticism  see  Dilemma,  of  approval 

Cross  pressure,  306-309, 311 

Deference,  44, 150-151,  260-261 
Defirutions:  see  Conditions 

Demand 

by  powerful,  22,  30,  201 

changes  m,  181-188, 196 

elasticity  of,  179-181, 196-197 

for  advice,  151-156, 192 

for  occupabonal  service,  161-162 

for  woman’s  love,  79-80,  86 
weakemng  power,  120, 133, 136 

Democracy 

and  party  system,  214,  243-244, 
251-252 

and  tolerance,  142,  327 

and  vobng,  235,  257,  258-259,  307- 309 

paradox  of,  305 

Demonstration 

of  approachabihty,  48-49,  52 

of  attracbveness,  38-41, 43-44,  52-57 

Dependence 

and  attracbon,  43-44,  76-78,  84, 
143-144 

and  power,  118-125, 133, 197 
counter-,  119n 

subsbuctures,  302-303 

Depnvafaon 

and  exbemist  opposibon,  240-242, 
251 

reacbon  to,  227,  229,  230-231,  236- 
238, 250 

relabve,  158-160, 166,  219-220,  223, 

226-227,  242, 251, 318 

Detachment,  66, 261-263,  330 

Deterrence,  213, 225-226,  299 

Dialecbcal  forces,  10-11,  31,  220,  304- 

305,  310,  312-314,  316-321,  334- 
338 

DifFerenbabon 

and  exchange,  170-187,  197,  269- 

270,  331-332 
and  mtegrabon,  47-50,  56, 290-292 

and  organtzabon,  292-293 
and  substructures,  292,  297-300, 310 
between  and  withm  groups,  284 
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Differentiation,  of  competition  and  ex- 

change, 127-129,  141 

of  power,  21-22,  28-29,  115-132, 

141,  320-324 

produced  by  consultabon,  176-178, 
195 

Dilemma,  57 

of  approval,  65-66,  85,  316 
of  commitment,  316 

of  integration,  316 

of  leadership,  203-204,  210, 221- 

222,  316-317 

of  love,  78-80,  83,  85,  316 

of  opposition,  250,  317 

of  social  mobility,  297-299,  310 

of  tolerance,  139-140,  317,  327 

prisoner’s,  255-257 
resolution  of,  324-325 

sources  of,  317-320 

Dimensions  of  analysis,  312-314,  327 
Disapproval 

and  value  of  approval,  64 

as  social  restraint,  17-18,  75-76,  114 
of  injusbce,  157, 167,  229 

of  superior,  22-24 

risk  of,  39-40 
Displacement  of  goals,  248,  302 

Divergence  of  attitudes,  169-171 

Dyad,  31-32, 104 

Economic  and  artisbc  valuables,  72-73 
Economic  and  political  life,  242 

Economic  and  social  competition,  44, 

125-126 

Economic  insbtuUons,  278 

Economic  principles  applied  to  social 

exchange,  9, 168-186 

Economic  theory  and  pohbcs,  234-236 

Economic  versus  social  exchange,  8,  93- 

97, 112,  314-315 

Egoism:  see  Exbinsic  rewards,  Self- 
interest 

Elasbcity,  179-186, 195-197 

Embarrassment,  48-49 

Emergent  differentiaUon,  47, 125-128, 
321 

Emergent  group  structure,  46-50, 125- 
128,  321 

Emergent  needs,  120-121 

Emergent  norms,  92 

Emergent  patterns,  33-34,  313 

Emergent  processes,  2-4,  7-8, 14, 19- 

25,31 
Emergent  properties,  2-4,  24-25 
Environment:  see  Context 

Equihbrium,  26,  28-29,  152-155,  337- 
338 

Esteem*  see  Respect 

Etiquette  in  exchange,  110-111 

Expectations,  8-9,  71,  143-151,  165- 
166 

defining  negative  sanchons,  116-117 
in  power  relations,  29-30,  204,  221 228 

three  types  of,  145-147,  165-166 

Expenments 

animal,  224-225 
on  conformity,  55n,  60-61 

on  integration,  51-56 
on  leadership,  201 

on  trust,  257 

Exploitation,  22-23,  30,  76,  227-232, 
236-237,  242,  250,  255,  326 

Ex-pressive  acbon,  5-6,  36,  76,  77,  94- 

95,  llln 
in  politics,  6,  139-140,  236-238,  251 

Exbinsic  rewards,  16,  20,  21,  35-38, 

58-59,  78n,  100,  llln,  112,  265- 

266,  312-318 
detachable,  95-96,  312 

Fairness,  22-23,  30,  154-158,  162, 166- 

167,  201,  221,  228-231,  269 
Favors,  see  Rewards 

Feedback,  44,  57,  77-78,  201,  264 

Flattery,  55-56,  100;  see  also  Integra- 

tion Flirting,  77,  82 

Fluoridation,  237 

Force,  see  Coercion 

Frankness:  see  Approachability;  Links, 

estabhshing  common 

Game 

involvement  in,  42, 74-75 
matrix,  45,  256 

mixed,  45-46,  83,  98-99,  113-114, 
315,  317 

theory,  18-19,  46n 
zero-sum,  15 

Generalized  means 

compliance  as,  22, 170 
time  as,  125 
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Gift  exchange,  S9,  93,  99,  106-107, 

109-111 

Goals*  sec  Common  goals 

Gratitude,  1,  4,  16,  21,  62-63,  91,  94 
Group 

contributions  to,  47,  57,  125-127, 

131-132 

control  bj',  60—61,  272—273 

des'eloping  structure  of,  44-50,  125- 

129.  141,  171-187,  320-526 
exchange  between  members  and  the, 

259-263 

formation,  33-54,  43-50 

minorit>',  294—295 
reference,  144.  155-160,  166,  177, 

318 

Groups 

affihation  with  di\  erse,  105-106,  114, 

S06-S0S,  311 

dominant,  276-277, 281 

djnamics  of,  16S— 187, 194-197 

interpenetration  of,  248-249,  2S4, 

285,  306-308,  319,  333 

particularism  and  sub-,  266-267 

Heterogeneih- 

and  attraction,  69—70 

and  pohtical  conflict,  243,  251-252 
of  attributes,  272 

of  services  exchanged,  190-192 

Hoardmg,  106 

Homogeneit>':  see  Heterogeneih- 
Hotelhng  principle,  234 

Ideolog> 

and  compromise,  245-250, 252 

as  source  of  incentii  es,  23S-239,  245, 

249-250,  252 

conflict  over,  123-124 

fimction  for  opposition,  231-233,  251 

managerial,  211-212 

mediating  opposition  support,  271 

Ifugao,  128 

Imbalance,  7, 11 

as  dimamic  force,  25-31,  313-314, 

336-338 

in  exchange,  26 

in  expressions  of  support,  95 

of  power,  8, 28-30, 117-119 

Imperfections,  187-194,  197 

Impressions 

first  and  second,  71—74 

preoccupation  with,  74r-75 

strategies  to  create,  38—42,  43,  58,  86 

Independence,  119-121,  526-327 
IndiEerence 

as  power  strategx-,  121 
curves,  171—176, 186 

Indirect  exchange 

and  norms,  259-233 

in  authoritx',  209 

in  organization,  216,  329-330 

mediated  b>  universalism,  269-270, 

278, 280  
’ 

Institutionalization.  25,  273-281,  531 

of  aufhoriti-,  211-213, 222 
of  exchange,  89. 106,  111 

of  opposition  forces,  305 
Institutions 

democratic,  305,  307-309,  311 

distributive,  278-279 
integrativ  e,  278 

pohtical,  243-244, 252, 277, 279 

rigiditi-  of.  301-302, 310. 335 
Insurance,  137-138, 323 

Integration,  7— S,  33-59 

and  diflerentiation,  290-292 

and  organization,  291, 293 

and  particularism,  267-26S,  278,  290 
and  substructures,  290 

Intellectuals,  150-151 

Intergroup  relations,  294-301 
Interpenetration  of  collectivities,  248— 

249,  284,  285,  oOS-SOS,  319,  333 

Intolerance,  159-140,  142,  239,  241, 

317,  326-327 
Intrinsic  rewards,  15-16,  20,  21,  35- 

SS,  5S-59,  61-62,  76,  7Sn,  100, 

111,  112,  265-266,  512-315,  528 
Inxestment 

and  competition,  190-191 

and  mob’hti-,  160-165 
and  pow  er,  135 

comparison  of,  156-159 

in  competence,  1SS-1S9 

m   exchange,  9S,  101, 113-114 

in  organization,  214-215,  273-274 
in  social  standing,  ISO,  193 

of  coarjltant,  184—185, 195 

of  pow  er  in  obligations,  206 

opposition  as,  301 
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Involvement,  41—42,  74—75,  78,  84 

Isolah’on,  23, 231-232,  250,  294 

Justice,  156-158,  228—229,  231,  see  also 
Fairness 

Kula,  89,  93,  99,  106,  110-111 

Leadership,  201—205 

and  common  goals,  192-193,  197— 
198,  328 

competition  for,  126-127 
formal  and  informal,  205,  210-211, 

222-229 

profits  of,  131-132,  137,  141-142, 
215-217,  325 

screening  test  for,  46-47 

LegitimaUon,  9,  23,  30,  32,  199-223, 

254,  280,  292-293,  320,  329 

and  range  of  power,  270-271 
and  successful  compchbon,  293 

and  unit  autonomy,  287-288,  294 

of  opposition,  231-233,  251,  288 
Links 

between  substructures,  284,  291 

establishing  common,  43,  49-50 

mediating,  264-271 

Love,  22, 26-27,  76-87 

Macrostructure,  24-25,  31,  253-254, 

283-294,  297,  302,  310,  331 

Marginal  analysis,  168-197 
Marginal  utihty 

diminishing,  90-91,  148-149,  165, 

170-196,  315,  317-318 

diminishing  collective,  159-160,  166, 
318 

equating  of,  96, 187-189 

m   exchange  of  advice,  169-171, 177- 
178 

rate  of  substitubon,  171-172,  178, 

179, 181 

Maximizing,  96-97 
Mechanisms 

of  democrabc  parbcipabon,  214 

of  impersonal  control,  218n 

of  institutionalization,  274-276 

of  recruitment,  292-293 

starting,  92-93,  301 
to  promote  trust,  99 

Medium 

of  exchange,  268-269,  280 
of  transacUons,  24,  263-273,  330- 

331 

Microstructure,  24-25,  253-254,  283 
290,  331 Mobihty 

and  attachment,  160-165,  167,  290- 
291 

intergroup,  292,  295-300,  310,  332 
Model 

equihbrium,  26 

hmitabons  of  exchange,  189-190 

limitations  of  rational,  5-6, 18-19 
of  organizabonal  development,  334 

of  rabonal  pohdes,  234-236, 251 

Modesty:  see  Self-depreciabon 
Monopoly 

bilateral,  171-177, 194-195 
of  resources,  121, 123, 197 

MulUgroup  affihabon,  105-106,  114, 
306-308,  311 

Need 

achievement,  145-146 

defined  by  expectab'ons,  145,  147, 
149 

for  advice,  170, 176-178, 195 

for  assistance,  21-22, 122 
for  integraUve  bonds,  47 

for  party  organizahon,  248 

for  power,  204,  221 

lack  of,  120-121 
to  reciprocate,  92 

Norms 

and  cohesion,  60-61 

and  indirect  exchange,  259-263 
insUtubonalized,  205 

moral,  17-18,  155-157,  226,  258-259 

need  for,  79, 255-257 
of  democratic  obligaUons,  235,  257, 

258-259 

of  fairness,  22,  154-158,  162,  166- 

167,  174-177,  200-201,  220-221, 
228-229, 254-255 

of  reciprocity,  92-93,  97 

redefining  self-interest,  258-259 

requiring  deference,  151 

underlying  authority,  200,  208-209, 
211,  222,  270 
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Obbgations,  see  also  Compbance,  Re- 

ciprocation 

and  common  goals,  193,  198,  328- 
329 

and  noblesse,  260-261 

impeding  sociabibty,  49,  58,  203 

mcurring  and  depleting,  89,  99,  127, 

129,  130-131,  133-136,  141 

joint,  202,  206-207,  222,  329 

of  emplo>'ment,  205 
three  kinds,  107-108 

unilateral,  118—125, 140, 321-322 

unspecified,  93-97,  112-113,  257, 
315 

Opportunity  cost;  see  Cost,  alternative 

Opposition,  9-10,  23-24,  30,  32,  167, 
201-202,  227-252,  313,  327 

and  reorganization,  271,  272,  280, 

304-305 

and  substructures,  288, 302-303 

as  regenerative  force,  301-311,  334 

Oppression,  227-229,  231,  236-237, 

242,  250-251,  326 

Organization,  23,  24,  29,  199-200,  213- 

223,  270,  279,  280,  285,  287,  291, 

292-293,  329 

and  substructures,  287-288,  294 

attachment  to,  162,  167,  319 

density,  306 

development  of,  328-329,  333-334 

goal-focused,  313 

indirect  exchange  In,  216,  260,  263, 

329-330 

in  relation  witli  others,  332-333 

of  political  party,  248 

two  types  of  members  of,  214,  216- 

217,  329 

Paradox,  sec  also  Dilemma 

of  democracy,  305 

of  insufficient  rewards,  230-231,  250 

of  integration,  43-50,  50-57 

of  rational  voting,  234-235,  257, 258- 
259 

Particularism,  38n,  58,  313 

and  integration,  267-268,  278,  290, 
293 

and  substructures,  285-287,  297 

concept  of,  265-267,  27 In 

in  ideology,  245-246,  252 

Party 

major  political,  236-237,  244-245, 
247-249,  307 

minor  pohtical,  238-241,  245,  247- 

250,  252 
Performance 

affected  by  expectations,  71, 73 

and  approval,  65,  68,  75 

impressiveness  of,  41, 58 

Philanthropy,  94, 109,  260-261 

Pohbcal  alienation,  237-238 

Pohtical  and  psychiatric  orientabon, 139 

Pohtical  authority,  212-213,  292,  294 
Pohbcal  conflict,  123 

Pohtical  msbtubons,  243-244,  252,  277, 279 

Pohtical  opposibon,  234-242,  251 
Pohbcal  organizabon,  334 

Pohtical  structure  and  processes,  242- 
252 

Populanty,  79 

Potlatcli,  109 
Pressure 

cross,  306-309,311 

of  majority,  294-295 

of  work,  181-183, 195-198 

on  management,  219-220 

to  conform,  54-56 

to  discharge  ohhgab'ons,  97 
to  establish  party  organization,  248 

to  express  affeebon,  82-83,  86 
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