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Lo - PREFACE

The eontinuitv’andveffeetiveness of educational organization: are
deternined by the oalance that they mainfain in specific organization--
environment transactions. Each organization carriee on both input and outout

_-exchanges nith its enviroument. The effectiveness of an educational organi-
zation is determined by meesuring the degree to which organizat!onal oucputs
-ffulfill soc1eta1 change requirements and satisfy organizational and individ-

ua] needs and desires. Outputs thaL are responsive to numan needs and

desires ensble the organization to esfablish and maintain advantageously-

balanced ivout and output exvhanges with its cnvironment. When organization—

”HB environment transactions are favorabl° to the organization, each new set of

i outputa provokes a fresh supply of inpufs from the envirorment.

The mechanisme which are operative in organization-envixonment trans-

1.

\‘actions are not c1ear1y understood In an effort to secure uore information

' rega ding tle in~ut exchanges of organizations, OPERATICN FEP asked

RS TR

rganizations fr mobilize reaourcea.* Recognizing that only limited resources' "

et

kte available, this documeu. has been deaigned to orienL managers of educa—

tionul organizations to tl nspecta of .escurce mobilization b;ory a"*’

K NN

The yresentation is tinely in the nenee that it has bpen tailored

R "f‘f'

to thc o:ocntial aspocto_of plnnning-prograuning-budgeting ‘y‘tem‘.,:1\-_

i,
A

Dor.ud R. Miller
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ORGANIZATIONAL ASPECTS OF RESOURCE MCBILIZAT[ON*

;‘ by David 0. Porter
r L . Assistant Professor
. SR Administration and Political Science
' ‘ University of Caiifornia-Riverside

oy

Introductihn

RS N - N
RN N

The acquieition of resources (or inputs) is an acti»ity cowmon to a]l

.-‘organizations.: Vobilizing resources is the most active aspect of resource

‘} acquisition.‘ It requires a constant scanning or the environment for

'1~resource8. Other aspects of resource acquisition, such as lebacies and
‘i‘vlndfalls, are also important but usuqlly outsine the control of incumbent

tfmembers in an organization. Sl el s

N Do st
X e 4;__“:» R :

ReBOurce mobilizat‘on is affected by structurel facrors in otganiza-

500 Fe Cormritly 2T rare

Theae variables will provide a focus for ;le.

¥

our discuaeion. This sub]ect seema particularly appropriate for resear*h gl'
e ; ; ; o o

LA
A

by political scientiets.(

A1 '_-Z'_ TR !p R AT

nobiii:ing reaourcee are the substance uf "politics“ aé tris word ia claqsi-
A ..FMJ‘{. © sk by .

e
TSR

celly defined. _‘

: *Thie peper repreeents a part of the reseerch being done on a broader

e:udb of Yisource mobillzation. I would 1like to thank Bertram M. Groas, o

: Mithasl 8p rm;er, Brie r:u: and Devid Warner for reading and commenting . -

. on ‘UatiTer ‘drafte bf this' paper. ' Speciel thatks is also given to the etaff .

2 of CPERATION PEP for the thor ugh aditing they fave the prelimingry manu- - .
script, - tl\eit comments greally improved the peper. R«poneihility, however. o

f@‘;??’ e;rorp in'logie or, fact is mina, ' &

ﬁ%gﬁg




The firet consideration of this papet ia an outline of some of the
: notions from general syatems theory which are relevant to mnbilization,
LI l.'

B A2
aecond ia a revien of aome of the literarure that pertaina to ot points

toward a theory of mobilizing resources, third, is a pre'cntation of a more

integtated theory of resource mobilization, and fourfh is an application

of LhiB theory tn some of the literature i1 public budgetlng.

e e o,

Concrete Systems ~ - . .

A T
h?" There ave as many syetems theories as authors iriting about a)stems.

£

S
v

K

JIt is not the purpose of this papet to aelec* any onv "theory" ea most

correct. Rathet, a few of the Qenerally agreed-upon elements in ayatems

o .
‘

theory vil] be assﬂaaed, with a concentraticn upon the aapects of a)atems

W

"1 Janéa G Hiller identifies three categorien of sys;emo—:conoeptual

e . 3 -
Kl

"' .oncreta tysteuo. In ronceptual s,stens syn-

Relntionahips between nfﬂ:

nny not be intonded to have u fotnnl idtntity vith aou. e-piticnlly observed, .

t«
T ﬁﬁ:oncroto sv;tal. Thc e1o:nntl and their relntiounhips in abltract systens .

4 é‘%mw*

100 Linnes c._nuu.r.
X (.:m. ms). p. 200,

&sE ERIC f:ri A



>

N is a non-random accumulation of matter and energy, 1ocated in a region

IO

of physi al “time-space,' and orgar_xized into co-acting, inter-relared

- sub systemq or camponents.3g Both the elements and relatlonships in

(R

FIWTE 4

. concrete s_;stems arc, empirically observable. Figure 1 illustrates the

f'_basic element' of a concrete system.

EE

: ——4-——-——---—--—Environment——-——.—————,%

. Subsyatems U

Outpt.ts

.

A‘ eysten is distinguished from its non-organized "environment" by the

AP “er.-"»‘l-“

: proximity of the anits their similarity, their counon fate and the distinct

pntterning ot the units." ""xe "uoundariea" are '~ore or leee pem

P

eable,

Ty

a,.-n,“llt "~nn"~

cystm uy inctu*a, uecreui or remaifi conataut depending on the relative




flows of inputs and outputs through ttme. A "feedback" mechanism monitors

the flow of outputu and provides nceded information when the transformation

processes within the system require adjustment."“‘ﬁ'wrr

o

: Located witnin the sys*em are the subsystems which transform inputs

into outputs. The inteidependence of these subsystema varies widely from

system to system. They can often be examined as sys*ems in their own

right.

’

_In fact, the choice to discuss a particular “level“ of a system is

i

" usually arbitrary, and depends primarily on the inte.ests of the observer.

R R L SHIEEERT AR TR Lo

Once this decision has been made, a11 systpms inc]usive cf the one uncer

:

study are suprasystems, and included in it are subsystema.\d{I ‘\

e Lo P r ; i

Gereral systems theorists argue that there aie some genera izations
i DU S AL R s S A -

that can be made between the elements of different systema whether bio-
i R --.»5

logical or social. Hiller classifies these generalizations into three

Co-parisoqs cen- be -ada, first, between individuals (see 11

Feoi.e D6 0% '-‘~~'-F1

w..v,.i . ‘,_‘_.u i P

r%.u, 111.f,-

Figurc 2) vithin l_specific type, e g., house cats' second between

~ -

PO

(L;“

e




Miller suggests that cross-system generalizations can be baszed on three

' criteris' (l) "recognizing £ aepect of two or more systems which have

-

"compa'able status in those systems'" (2) "hypothesizing a quantitative

: confined to a‘dtsﬁussion of the mobilizinz activities of the latter.;(~

iy SRS

identity between them'“ and ( ) hemp'rically demonstrating ‘that identity

B within a cextain range of error bv tﬂllecting data on a similar aspect of

each c: lhe two or more systems compared."6

Thus, Miller concludes.

A set of observations at one level or type of behaving
- gystems can be associated with findings at another to support
genevalizations that are far from trivial. It may be possible
=/ to ude the same conceptual system to represent *wo quite
"° Jdifferent sorts of concrete systems, or to make modeis of
“’. them with the same mathematical constrccts. It may aven be
. possible to make useful generalizatious which apply fto all
» living systems at all levels, . Such formal identities should
-7 include terms which 3lso state specifically the inter-typs
~and inter-individual disidentitfes. The identificatfon and
27 conflematicr. of these formal identif'es is a matter for
- empiricsl atudy.7 ;-34g;n‘ﬂ; : s .

'

s

It is our tcntent*on that the mobilization of resources is an activity

common to sll aystems, at all levels. I any system. whether biologfcal

.,

01 sooial in to maintain a stste of "homeostasis" (or self-stabilization),
et _

, .

euvironnent.y Although there are areas oE fruitful comparison between the

RN SRR « LT Tl




_ Pelated Literature

The Organizational Context—-A Meglected Concept

R .t - . .
P Cod L O L R P S

The concept of mobilizirg resouxces is often discussed but snldom

) analyaed. All politicsl scientists recognize the need for governmen
to find and retain enough resources to continue their operations, but few
hove 3ysfematically dlscussed the manner in which these resources are.

obtained.

The work of Harold Lssowell provides an example of 3ome of the earlierv

L e A

an&lyses of activifies telsted to resource acquisition and mobilization.

EANC-LT Y : . ‘.: (» LT mire o

In his classic book Politics. Who Gets Hhat When srd How, he studies

[ e Wt T e

the strategies used by political elites ”who get the mosr of what there :

BN :‘4‘»

is to get.'? He identifies four tynes of stra*egy. (l) strategies which

i bk a :w_‘,_f.-;., g

manipulate symbols snd ideologics to the advantage of rhe elite' (2)

"'1‘? RTINS REENCE - >,;;1i iy i

of specific soals. f«’*?'*?”’

Lasewell ] analysie focuses priusrily on the struggles of elites for

fithe attninnent of such vulues as deference, safety, or income. Little -

. e

Bniésm‘s.'"t..'ni.n,' Politics: Who Cets What, When, How, Meridian




~ of theae‘elites; uithout regard for the organizational context within which
;they operate. Hhen organizational avtributes are taken into consideration,

the individual attributes described by Lasswell may be constrained.

cther worus,‘the degree to whrch a given individual will mobilize resources

'J»ﬂ gepends not oniy on his ski]ls, class, persoaality and attitude but also

Lt

3; on the organizational context in which he is located -*:'-

:: Four social scientists have written very explicitly about mobiifzing

4

iﬁiresources within organizationSv-Talcott Parsons, a professor of soclology;

lﬁf“ William H. Newman, 2 professor of business administration' Bortram M. Gross,
a professor of politicsl science, and James D. Thompson a profeasor of

51"‘_3h uusiness administration and sociology. All four writers view the mobilizing

..)‘ ,( «,:. PR

"of resources as essential to the operation of organizations.

" Parsons

BRI I

In diacussing organizations which ate goal-oriented, or which have a

: primary "or‘entation to tho attainment of a special goal,"9 Talcott Parsons

e ; ST T it e

identifies mobilization or ﬁroc.tement oE resources as one of the three

';prinary functions of an organization.

The primary adaptive exigencies of an organization concern ~ -

5 the procurexent of the resources necessary for it to attain

w2 it godl or carry out its function; hence one major field of .

" institutionalization concerns the modes of procurement of

these resources. Secondly, the organizacion will itself have

. to have instit.tlogalized procedures by which th.se resources i

' ate brought to boat in the concrete processeés of goal attain- N

, ment; snd, finally, there wiil have to be institutional - -

i patterns defining aad regulating the limits of cuunitments

o ‘_to thia organication as co-pured with others in which the R
“" auo peroon- and other reoource controners sre invoived. . ..10 Femnn

: 9Ta1cott Peroono. Structwro and Procesa in Hodern Societioo (Glencoe,
Ill..\ The‘! Tee Proal. 1960), p. 1?. .;tdlic in original . .

,’EMC‘

i i > P LY R bt S
S _}.wqrﬂi'g-, g e 3 BRI 6



”he development of institutions and procedures for the mobiLization

';, of resources is vital to the organization. Resources are not automatically

‘

:available.v They must be acquired in an environment of scarcitv.

Ceg t'.aoma administrators mistakenly assume that resources wi11 be "allocated"

- S wlowEe

..Z(» .

from one use to another are not significant. »Parsons demonstrated that

"

such assumptions are not rea1istic. He borrowed from a simp‘ifiod economic

uill psy the highesc wrge for hts services.A The rewards considered

.

R
X B 2
. tangible goods

gy

&7 :
A nodolx;ost el uly.

hw

In smh'firis. qon-oc

STt L ‘;,;




-+

:'can be easily applied to the product on proceas. In order to protect them-

:‘serea from the uncertainties of the market and changing technologiee,

i -l LR
B P

VL} wofkers in such firms organize unions. The unions work to substi ute other

Cee

ii criteria for hiring and firine than marginal productivity. They emphssize

seniolity and resist schemes of rﬁmuneration based prinarily on performance.
The further tne function of the organization mcves away from the
produc*ion of tangible commodities for a market, tho more emplover-employee

-“- relations deviate from the purely economi~ pattern= urcdicted by the model

O

Q{;‘_¢73 g of marginal productivity and freedom of contract. Parsons cites, as an

-

'-‘b‘example, the activitxes of el vtlian erployees in large government bureau-

.(‘.

bility of the ser\ices provided. Also, accurate cost accounting is more

e A S R
executive and proreseional remunerat‘cn.' Altkough bxsiness executives uere

' o k
-,. AL P! -

iven primali y financial.tevards, theﬂe rewards »ere not based directly on f

: productivity.. Profeaeionals and executives in non-profit organizetions ;;

+F r . . =, Ea >
receive lower urlaries than executives in profit-making fi:ma. Parsons‘

lasgeats thia is due tn the non-mnnetary satisfacttona derived from pro~

R A
o ot g »T

fesuionai unrk A aubatantial part of their reward is grearer job security

not baled on thtir;econo-i A\alue but are ua ally '

v F A
,.’,'« .

for profusiml york are

tied to a alidiu; ec.le. increaaing with-the.clic_-

f, .-A.-.\?. Bt .'__.r».‘ ‘\. LN

th. -obil!;apion ot aareonncl reJourcsu:zr(l) the tangibility or inta‘“‘-j

Y g e r»e-
:}t ?‘{}( ¢ 73




o

'_employees f)r job security, (3) the number of non-P“onomic relationships

among the employer, empln"ee and tlient. and (4) the importance of non- -

R

Wi)liam Newman describes acquiring resources" as one of thn five

processee of admiﬁistration.l? He definrs resouree acquisition P ~'?%'“

7

arrang rg for use by the enterpriae the personnel, capital facilities

and other thinga or aervices needed to execute plan? ’: Like Pa'sons,

[ . \ LR

however, Newmen ﬁoncentrstae primarily on the mobilization and retention of

resourcee are devoted to a discuarion of strate

gies for finding, training. 5:

promotins and rewarding executives. Newman reasons that witnout cumpetent
nune of th- other needed reeources cen be acquired.]_'3

N

1s eny uuskeltion or strategy on how to erquire these reeources rrom tne

aeneral environapnt of organizations. Hoet of the dilcuesion centers onx

tion 'il-d at reLeininb per&onnal No-lan_“

. T
,«g‘rt ‘

stra igioe for developing Hele ERA

It'.‘t‘-" ‘ctibﬁ (M “ [ ’ h‘lmbd 011 (f. ’ .
v 0. &=5, The other four Processes sre N
‘ iné au‘ eonmnm. S : ’




PR
Mz
*

) '-g-\\

- No attemp is)made to identify general categories of organizations or
AELE g

.
o

e

' tha peculiar personuci problema associated with an

3

y of these categories,

SR

Rather thsn develop a theury to make such distinctions, Newman rc%ips on

the exercise of "judgment" in the application of the "principles" he ;

o In addi'ion to cons’aerationa of persopnel rec.uitment Nevman
suggesta three otner general aspects in the mobiliztng process. First,

its input

so tuat there will be an adequate aupply of materials

‘or producLs. Newman citea the example of qears in
..f.

tdispent several yeers developing the capabilities of

local auppl.era to meet Sears needs for dependablc periodic deiiveries.14

“ 1
y L 3

loat flexible relationehin *hat will s'ill assure a suap y of :esources 1s - %};

P s ’ AT

Abart 0. Hixe «.h-pn Divalopme rroj.n:é' Observed (Washing-
ti::tzion, 1967) f‘xa more cxteaded ducunion on it i




ﬁ’at d‘fferent suborganizational levels, 1 e., the kinds of mob 1izing activi-_t

ties undertaken at the higheat lvvels of an organizat‘on are different 1n

“ ‘e

g quality a1d guantity ‘rom thOue at the lower levels. ngher-level execu-

~.Lv Bpd kTl ed

'tives spend much of their time legitimizing the functiona of Laeir organi-

>.~\ o I 3

l

At the lower levels some of the same processes .

niques of the competition.

fO Ne.thht productng output ot itwesting 1n th- ayatem-at
uay level of efficiency——is possible without rescurces that
can be ‘uskd as inputs. - These must be obtalned. fron the
cxteml :n.twdronmm:.16 -

Lik‘ Parnons, he exwloden the "daydrean“ that reaourcea flou automatically

s ,1"”-": L

""'_’.'\11 %"f; n. ~;.»,~ .,»,‘z;;'@ RELE

Mcquatc suppueu au oLcained onl through careful-

).Lgr-.)‘,‘\’ 3 ', \_-)‘:.‘J L,

' "luourcu do not come

A » "What Ate Your Orgniution'n Oquctim?" nu-.n
'*‘:m XVELX (1y63) ’i. '198-216} ' Paitram W Cross, “The State of the
- Rokiont . mm Systems i:counting,” in Secisl Indicutors, ed. by Raymond A,

o f«o W.1.T. Press; 1966), pp. 245-47. The other six elements
g¢5) pm}u outyut, 3 ofﬂei-;ut use of
otgekita ’(;(s)_ ‘obsérving ‘& ¢s snd (6)




: cslled. , They must be mobilized."”

L ’.'

lthough Parsons and Newman recognife the need to mobilize 111 types of

,

_;tresourcea, they emphssize the mobilization of personnfl. Gross more ”Jh'

thoroughly discusses the processes for mobilizing many t pes of resources.

';He identifies three basic types. money, the most general rssource bersuse
'_it is exchanged for others ss they are avai‘able, people, and physical

;fscilities.' A seri‘s of .echﬁicsl specislties has grown up around the

,mobilization of each of t*es ’)pes of resource.' Accountants budgeteers ;f}-

fogeT L C e

Jprocurement cperstions mobi‘ize ma.

ria]s-vfﬁr“ g

r’bilization.ls“(l "HobilizstiOn logic" fo uses on the straresies Jsed to

nsources from rhe environment. Users of :

i Often these activities sre merely "imsgi-

PR
v

: . - o
explorations to see what resources are in

v . 1
S

'hmte sobpr.[
Theretore, these cslculstions are more closely connected

1 LS A

In short,-

Resources must be mstched with

I(A concrete

“-‘- i W

) (3) "Ds-obilizstion" dssls vith t e inverss of the first tuo,;,:'

N ,,; ; 2

technorogical obsolescen

IR \

ana wssr. a
f ] {;A‘.; '




Ly

Jamen D. Thompson. in rganizations 1n Action,l? provides an analytical

franework for a diflerentiation of the roles of three suborganizational

Thonplon begins his an;lysia by deacribing "open" and "closed"

”Ja.-c M
’ }967)

aystems.’ 




o
v

organizations can be divided into threc distinct suborganizational levela——bwy
o institutional, manageria] and technical-—to identify areas of specialization

;“rssociated wi:h open— or cloaed systemst Separations between theae levels

o are qualitatively different from those associated with q simple hierarchy.

EAS

There is a two-wsy interactlon between levels. wx*h each having the pOWﬂr ro

" interfere with the functioning of the other two. J.ai‘ ,

WP

The institutional level is must "open. It legitimizes the goals and ;

outputs of the nrganization withir the context of the community or. society.

T

ifInterac'ions with tne environment are sxtensive and the boundary—spanning "

“\-onsiderations of input acquisition or output disposal occur under conditions

‘of relatively high uncertainty.; Empnusis is on a long—range perspective and

,flexibility.j A corporate board of ditectors or a school board are examples fﬂ




- muat be processed and the kinds of cooperation of different people required.

. 1-,&_. v

; “32 to get the job done effective y."21 For these reasons, the type of tech-

nologies used at the technical ln:el the materials or persons processed
- and the availability of these materials or persons w‘ll affect the degree
: of uncertainty in producing the desired outputs at this level ;x;

‘* Thompson classifies rechnologies into three loose groups- ‘"Long-

linked “--those which involve £ sequential series of steps, mediating -

Long-iinked technolo les are usually quite sophisticated, ..e., there
LE 'r"=“" B :

.eontiderable understandi

ng lbout the relationehips among the importani

x. - _,
s Ay #

riables. lnpnts co-.ng into such technologies can often he stendardized N

...<‘A

are relatively vell known. Henagerial levels find or de;elop suppliers .

ths bsst tor-s snd deliver thel to the technical o

L ttlorhbit htilitiss ot insuraacc cOnpanies.' The ~s="’

uumuu p»osm of‘ftiiis. of




‘? to standardize its operationa and assure participants that t ansactions will

-

be handled in comparable ways. Tne "bureaucratic techniques of categorization
'?iand impersonal application oi rules" have been widely employed in such organ—

izations

In intenaive technologies, understandings about the relationships among N

ﬁ;'\_"l}_: variables are uncertain. There ia no aasurance that the desired result will

=

h: follow from the addition of particular new resources.- FLrther, each task
h;is often unique and defies standardization. Therefore; seriea of "matual
: adiuatments" must be made between-the technical level the environment and
t'the higher levels of the organization. Each Operation is "customized.”

Such processas place heavy burdens on the coordinating rapacities of the

organization, as each activity requires the operation of ar. extensive Ey

Assessments of the performance of tne technical level are also associ

: ated with the type and sophiatication of the technology,w Crite 1a range

s

The more difficult assessmeats of perfor-

) intensive or less sophisticated.



'imany of their resourcee. Hospitals must rely on pnarmaceutical fivms to
‘-provide druga laundries to clean linens, medical schools to train physi-
cians and mdny other suppliers which provide hundreds of other produr’s and

": eervices.'_"Hence the organization s domain identifies ‘the points at which

N 1} the organization is dependent on inputs trom the environment.ﬂzgi The
‘_5 mobiliaation f esources from ics domain is one of the primary polltica1

45

' Fm concerns of organizations.23 }:g;}§ﬁ,;tp

Domains are mutunlly defined by the people within the organization

(.

g and sectors of the "task environment.ﬁ The taak environment is that ortion
- . L7 p

;of the general environment" which is relevan or potential]y relevant to

goal uetting or goal attainment for the organization. It is always multi-
fa eted. complex and unique to each organization.. Even in the most totnli-
. tarian general envioxnments there are a large number of possible prrangements ‘

: for an organization 8 task environment. A T PP

“"f- ay Dependence on any one element in the taek environmert 1s seen by ‘;g

"hompson as the inverse of power. An oxganization ie dependent in oropor-

'The extent to uhich sources of input (or Supplier ) and output (ot

0

'cliente) coincide places a further conatraint on the activitiea of the |
organization. Hhen input and output oou:ceo overlap. evaluatione of ovtput

rolative to epecific iuputa aro more vrobable., Pronines nrdc in obca{ning

4 23Anthony Dovna' concopt of "buteau territoriallity" is li-ilar to theh'
coucept of donaiu. Ses Aathény DOuna. 1naide Bnreaucracy (nostonz Littla.




] Organizations will try to manage their depenaence on eny one resource.

Eftortn will be made to maintain oxr develop alternative suppliere (and

JTH c}ients) iIf a critical resource is produced by few or undepenaatle ;urc

; suppliers, efforts will Se meée to reduc° dependence and uncertainty in'~

W.“xgn- ',

: obtaintng this resource by increaaing the number of suppliere or incorpo-
b rating producers into the o*ganization through auch axrangemente as informal

agreements, contracta. mergere and o*hers.y

orsani:ation on the suppliers and clients in the task environment.

e
I B . T

2 In the next aection. sev;ral ideas from the writers 1ust reviewed will

A.v,«.

inportance of ncn-econoaic ooeiderations and tha

idoatitiution of thc role of different typec of ochnologiu in nobilization

e3 . W

und hu coucept- oE 61- ;




A Theoty'of Rosontce Mobilization-ﬂﬁ

Parsons formal model of personnel procurement, based on the assumn-

; *ions of economic maximization, bighliphts many non economic aspects of

e

JQ :
) mobilizing personnnl. s mucn broader model—-one which covers more resources,‘:

is not Lonfinc‘ to maximizing narrow ecnnomic goals, and wnich considers a
vari ty of environmental conditions-~is needed to analyze more fully the o
I‘.- - - ‘,‘- Lt v

(AT -“.\

a mobilization ptocesses of organizations.' Some of the more important -

lization are outlined

o ~‘r.v

Down924 to explain the actions of politicians and bureaucrats.‘ The proposed‘

' to naxinizs theit own g ls or values. Thus, variablea classifying organi- E

-

i o

AN -3 ) ‘-'A 3 L2 kN

;'vidual perfectly. Hhen people do not act to petpetuate their organization‘

1: 1; umna nm thcir beh&vior 1a “iuntional " that the functions o

Bcono-ic Thoo of De-ocrac (New York: Ha'z'per
Inside. Nruucng. X LR




: nerely cntcgotl:in. the‘rosourcen nccessary for sustained organtzational

H !’P,»

ti:cd ooaiaty il noney.

et

op mobilizAfrh

“round
- Sy

to succegs-

el

Gro.. cautionu, Lowevet, that noney la only a

P




,;'deeiree. Certain resources ma) not Je available at any price, or the terms
j"ﬂ':J - of acquigition may include quantities end/or qualitieo that are not atcept-

N able., Further, many of the inducements to essentiaL but scarce personnel

“\

B are nn

-mnnetary. Theit reasons for coming tc or remdining itu an organi- Nt

4 .

ffzation may be en*itely unrelated to the ealary. ;t;jﬂi;

-|\»‘.'.

Interorganizatlonal Ccmpetition L

R S LS A

> and military organizationa were able to mobilize moet of the resources in ; fﬁ“-

u., i o

the United States during the 1950 8. In The Power Elite, he wrote- - R

K Hithin American eociety, major naticnal power now residee
in the economic, the political, and the military domains. '

Other institutions seem off to the side of modern history, ...

. and; on occasion, duly subordinated to these. No family {s

G 1] &arectly powerful in natiomal affairs as any major corpora-

- tlon; no church is as directly powerful in the external biog~ . .

~”.rnphinl of ‘young men in swmerica today as-the military establish- , ..
.ment; no coliege is as powerful in the shaping of momentous -+ .7,

" events as the Rational Security Council.: Religious, educatfomal, ...

. and fahily institutions are not autonowous centers (f national e

© powet; ol ths: ‘contrary, ‘these decentralized areas ave increastagly .
hepod by the big thies, ia vﬁieh develcpmente of decisive end S

t& e‘onuquenee now eceur. 26 ;

o Ehe lllc.ntion of research lnd developnent funds .n an advanced countrv such-i{: o

FREN >

as the Unit-d Statee will cont'ol *he major a11oc'tions of reeoutces in the

: I
‘e

future.‘ He la-ents that fcur-fiftha (or more) of the R & D funde in the

RN
z:"%..,

25c. etght zuu-. m Pov.r mn
1959). "o 6. e ¥

(!cw York:“Oxfornaniveieity Press, ‘f‘}‘




’If these argumeqts aPe accepted, 1t follcws that the success of an f’

organization ;n mobilizing resoarces depends on the relarionships of the P

organization to the existing power stru-tures.‘ Some orgauizationu will get

. ;4.( 4 .."FL

e
Sty

>disproportionate shares.' Hills identified the organi’ations which did best

1n the ;950'3- other writers may su gest a different set of organizatlons A:'

fot'the_l960 s and 1°70 s‘c Dnniel Bell28 and John Kennvth Galbraith 29 for

EAEHDY 37hrt fiiid" de Jotvensl] ."‘tochnology u\ & ﬁu‘na.
cd.. by lnrt Bd.cr Jand I!tcholu Ruclu (M "orkz |
” k’. . 2”‘0’ .,{J ; < \

2 28pgii{el "Bell, "the Poat-Industiisl Séwiety " ia Technoio ind>56ci§1':
Change, ed. by Eli Ginzberg (hcw !ork- 001unbia Univernity Preas, 1964),_fu
-, }',

pp. .159‘ i‘-?'i«" >r: RS O TS ..,,.,

;. 29John ltannth Gnlbruith 'ﬂhchnoloxy.

Plnunin;, nnd Organisations." in
»v:luco and thn ruturo. pp. 353-67.

T ’; : . LT

(l

Tadodts School of Busi- . -
1-23. for alututive

;,g’a!)‘-n >!‘-l tuJJ‘ B X
£ ﬁ“i-:f"c “i‘as«_




. apﬁrouriatiohe,

school boards make plans to raise the tax levies.; The

N

ffmore regular and intense mobiliaation activities, howcver, occur at the

Beginning with Gross concept of "

~*concept of "organizational surveillance"33 five broad character1stlcs of f

#“; the mobllizatton proc'ae at the 1nstitutional level emerge. B

lggg_gag of‘l ge rengggee for the achlevenent of t

hese objectives._ Murray .
"Bdellnn_recognized tbe problen m nobxlizers at the

..»

r

1nstitutiona1 ]evel when

eerve as a powerful means cf

tpat political inetitutions must "

__. convey Leneflta to particular

R R 280 sl

med not’ be reetricted'to pol.tlcel tnsti- o

Ry ‘vr 'J

311ho-paon Or‘ggizetionn in Artion pp.—i

43-49.



Ithey face expulsion or serioue challenge to their authority frnm Hs- ‘fei

contented elements of tne organization or its environmen* ;'
: BN R - ] 3 F : 5 o I FEa

.-“:‘

2. Wide scanning of the environment for new or alternative resources.

"1», ,“_-‘f‘e_‘»

hen tn rely on current inventories, or when to convert presently—

=l

i ‘42 oot . ¢ }»‘,r [ ACSI By PR

held assets to othe: uses are formulated and carried out in a scanning process.

Adjustingﬁthe valuesl_goals and internal operations of the organiza-“f‘

AL

: Existxng or new :

oo TE '.T'!»:

B4 RN .

painful becauee they require the

These adjustments are often

rcee of»suppiy

d pereonnel or traditionnl sou
, . ,,. X 24

‘f & N S ST 1 '-»'« .".,‘

a d>cont1ngencies often take the form of

reuources, or unpredlctable circumstances which intetr,pt the flow of a ;-7

PN T

It ie one of the primary functions of the institutional

‘.=n* A 'e‘* PRt b

et -w DT -‘:-

severe uncertaintiee root-d in these constraiute and cortlngencies.hw

: ggghneiziggva relativelw log; range point of vlew and main- h
'3 - .'v:;p EMFRETRE 21 0 W \‘,d s .

3 1_:_:1_:..’ flexibilig

)F'\’J ij

E o ! 3T J’“'4t ’4. U ke .
‘,ulthe:, coucetn 11 focuned ocn th defin'tion of the policy gu delines or
SHE T s Y e R VLR ! = S : :
'lon3~ranse objectives. In such deliberations, efforts are made to keep
‘E:;’, F .tﬂ':}vl"” ;’_’,,qrﬁ"f PARTSS BN ? 5

co;nitnents to resource suppliers flexible. Flexibillty in these agreements

i:s?’w Fz o jelgr Py LE - " .\ By ~e Tt

;(vhotnor the reenente are infor-nl, written contrarta, ad hoc relation-’
Aot .
«(’;3‘-,4 &fﬂ. e T ,xxil—fi‘ »‘-‘_ J»C;gru,;-_;-" ,.r;n ad o wie ﬁ;i 5 hhy ;";'5,,-\1 T

-or -er.ori) ;ivtn an or;aaization roo- to adjuet to changea in its - -
A .61%%0 or onviton-nt. dqru of fhxibility in these a&;-’.‘&;&.‘.&‘c;’;.m

5 k;&}z 3 , ..‘é'n XA a""' x .

‘ the n‘ed for a patticulnr rcsource, end the etability of
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rird
Ie; Spanning the "boundaties  Jv RURE
betwnen the instz

I
ERNre

‘ Parsons notes that they must co

rﬁ-

.,:. -

‘and resource‘people who are in‘

of the institutional 1

".'" i ' .“;;f}

evel executivea.3§ If

gl A

like.those at tﬁe inatitution&l level.

their'ruaOurcd nobilization pr

1,:
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suborganizations.38

SEE R P S rey «‘_'.‘ +

'resources>to keep the technical process functioning smoothl

uk

,‘_c

~,,¢ Tiee L L e ',r O EAEL T e .,u,,;;‘. x;:;;“-.' i t,, Py -:_
relource uobilization process.3? Host of the influences are related to the
RIS SRSt LR T L R T E L DI I

ctlndlrdi:ation in mcbilizing eac\ type of technology ellows. In

BAEN ii; SR I




. gk SN SR RN --f;n»ﬁ Gt Teq PR foE
chasca, shared risk ot communication), octen have morc ;atitude for inno- i

R Yean st N B P

e : v.‘-.‘“v\ g !o .,.‘.._
vativc nobiliuation. The need to deal with cuatomcrs on a personal basis

|

’ uhicﬁ‘c aingic clxcqt or object is tceaced byrc number of specialties) :

:pplication of the tcchniqucs i cludec in the.technology;f In such cusccﬁ

LR nn TR N

7

ij the undcrctnndin; of thclo rolnticnlhipa 1s cxtensive (and the gonls

A ?‘f PRGN T SR R iy ’-'._Js , Gy e s

-ou;ht -rc rclctivciy ccrtnln). evcluti n of thc cctivitie- of the technical

3 lml \.y :hc mtul oubon-uiution c-n be bued on cceta of ccononic s
ctttcznccj conttol lnd tgo -obillsction oE nltcticctvt‘rccoutcca 1. often
# . j ‘:".44 ‘.3" ;‘ ',u ey ,4‘,'1‘ X .',“ 'r,'.-.V‘
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: performJnce are baaed on 1eaa preciae criteria. Inatrhmental testa'are

1
T

' uaed to evaluate whether or not the deaired state ia achieved rather than

rf’attempting to tie the input of certain reaourcea to particular outcomea. If’ B

the technology ia even less aophiaticated, evaluationa mey be baaed on the

'opiniona of reference groupa uf the technical specisliata. Accreditation '

. by profeasional groups, the number of profeasional ﬂapers publiahed and i

‘ other indirect measurea become aurrogatea for evaluationa of t‘e actual

EXS

‘ In eummary, as the aophiatication of the technology decreaaea, the {‘:"

RS B KRS R o

'r difficult it beconea-for groups outside'the technical suborganizaticn g:

. thodb oflevaluation muat be

' Less precise

¥y

This 1oss of control can work both ways in the mobili.ation proceaa.‘ ln ;

'S

nobilization of new resources to achieve the aene or even new goals

PR . s : l;'. N y
, ‘ - . : e ET o Far e vt JT‘.,_:.,.,-

‘°Aam Fildmky. m ?oliticl of Bvd;ntag m'c.i. (Bo_aton: Little,
tmmdc e. L?“). ”- 103-10‘- - SR -x,'.,\i A . : i

"Imontivc 'and Noniandvative Decision i’roceslee :
1d ‘Public Midgéting ‘and finsnce, ed. by Roberr 'l‘. »

'A 7. B. Paacock rubluhsng. ..nc.. 1968).-
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classic example is in the field of mental health.‘ As reseatch improves the

. DU eingen

g R ,‘M.,‘., . R R

S e S

knowledge about therapeutic techniques, the Cuotodial function of mental

P :-h...,.-- IR R L . s

f“ institutions is challenged. Although all instirutions have not adopted fjf‘

« ' PRI s

therapeutic orientations, t&e possibility is open to them. Thus. the

L.

power to influence the managerial and institutional levels fram the tech-“l

‘, inf‘uence mobilization. Finding new techniques, suggusting work loads%

i




or industry-wide associations
L A<x~ e . H PO 3
perfcrm»many "‘ the_samr functions as professious or unions. It is
S i B

susgested, hovever, that theie ave definite concentrations of the character— :

A "";t'x Xx A

‘4 Understandings nbout the telationships betw en the ffc

Vet e el
At ; 3 N

he objectivea to be accomplished becona mo e

,rt\x,

qoxe‘objective criteria»pften can be

extlinntionn are fairly effectff/ for selecting qualifieo personnel.

R

el i RE ’f;tn :u\_"

tandancynto cly pp rdfcrence group gvaluationa of the candidate,:




: *1;

activities." Fur inst' e. 1f there are‘many aup,,liefs and few buvers

S

: et B — o ; '~, : ~ -‘.'Ll‘ _ _' -
S “I‘dnrd Chab-rlin. 'nm 'nuog of Honogglistic Congetition (Camb.:.dge.
Harvard University- Prns, 1939)3 P. J. D. Wiles, Price, Cost and Oumut -

(20d . Basil Blackwsll, 1961),




complete. Fxperience will have shown which suppliers are most reliable

7,”;-

knovladge'abcut resources w{

PR PRI SN S W)

ines 4table that many ugteements will be made which are based»on inaccurate

tEgid

gy &L

.stnbility of “the task environuent,'the mob
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Where both the goal'su'and thé technology

o i kY T Y SN .-vl’
S TR, !

aln, the organiution' t‘a;-es an un-'ettling task. In such aitua-
vy f - § g LI e R “,‘ L
"-etla" ‘the clients or
A man: 1;! TRl U?f."' SRS
). ami. thon procaedn to show how
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u‘

tnda Thh .il a .vcry chancy mvironnent“

L et

& k4
inpac t

:?..:’.‘" B

i




1o ki

_‘.relative stability or ohifting of the environment whic‘1 orovidea these

sources, the degree of convergence nmong aou(ces on input and output » and )

vtth thc mgerid atafft n;greaating

. .n...uxqq o

m quauty of thua
;echnolo;tu uud




u"

v.'ofttn confining'langunge) and p: fer o couch their justificaticns for

resom'cu in polit:ically acceptable tems such as "Har on Povnrty," i-ather N -

A Act of Congrean:
on Poli (Wew York: H
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Gbstacles to Mobilization |

“'physical or technologicsl cha:acteri tic 8 of the escurce.>

These cate- '55'-fi




organization are‘often necessary before cnrtain c13t1c31 resources 1oosen

wade ‘to qw;toh to alternative and more plentiful resources or to eliminate :

v Strategiea under Phe last cat.;ory are prlmarily techni-'

by lmproving te-hnology or ‘ines of

: SQog‘techdoldgicli ptobld-l“atn hnndled dluost exclustvely by the ;

of thoac rtoourcos nrt'unsolieitod 1e

gacioc or vindtalla, buc -oat mu-t be




The resourcea mo*i;ized aa

o fat e

well as the outputs produced represent a tep 1n ne sequence of political

;-n-r:.-:». PR S e e b e B &

'

(or nore broadly, aocietal) proceases whieh disrribute goodn Aﬁd ;érvices




F:or All n_ Schick,

s wd

'propr:lety received mjor emphu:l.s. " Budgeteers ptesented their documents

_of hd;ot Refc
Gy 1967)'; Pe 264, Much of the
h lﬂ:ich and ag article by Bertram M,
Public Adlinictration Rovtcw, )(XIX T

‘ 503.0 uplcuny Anthony. le and Control s -tm fov- an
alternative fomhtm of VSchick s aspects of bud;ntlng. T
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of policy. save t"lat OL economy and efficiency




o -zation. As one orientation expands, others contract.

These three aspects of budgeting-—control management and planning--":-l; .

~_<,, P

i:ifit neatly into the framework outlined in the mobilization theory of

= w:,~

‘budgeting. with one exception.' Schick auggests thst these three aspects L

are competing processes with different "mixes ‘of the three in each organi- ‘3

He hopes to find a l:':

"53 In the theory of resource mobilization, it is‘h."

s

’the various participants.

B

‘argued that while there may not be neat divisions of these functions. there

will be concentrations of each of these processes within the various sub—

Influencing Factors in Budgeting Activities

+

v Although there are some activities assOciated with 311 tnree aspects

: of budgeting at each suLarganizational level there are concentrations 3~2~.'5

. i -

of the planning aspccts at the institutional level, ;“ LL;tHQL,L_

"level. Furthar, ths characterisqics of the control, nanagenent and planning T

_reoouxca lobili:Ation indicatc- that the procesaes of budgeting are




tion. This 1s a complex process which 1nv01ve§ the inférrelatiohshipé

among”auch activities asvthe Eormulating of gdals, maintaining and develop-

ing‘te-ources and justifying the use of bose reaources for the goals which

reaources. Hobil‘zation activﬁcy'of the broadesértype, asuindicated in

b

(e.g., thw bonrds of directoru) or organizations.

e R SN

the 1nstitutLonal level of organi-_

st 5, v
2 e id - A"'J’

‘Be ltita&dthlt a plannins orientation
.foéﬁlas bn tﬁé broadest range ofui;suel' Hh@tﬂgf;.fhé<‘-
lon;-ggncn goals and policies ©of the government and.how -
te these rchtod to. mt:lcuhr ‘expendi ture choices? tht
qpniam the requests of w"




way, mobilization and budgeting proceseee are not as broad in scope at

T L R TR BT Y

e ————

the next tuo fiscel years), requires fewer interorganization interactions, }}'

2% Kl SRR

T ey
-‘_‘v;ﬁ‘:_): . ',‘ & ('4; <&

and changes in progrems tend to be relatively more 1ncremental and less

PR : e bt

as they relate to the aecompliehment of the organi ation s goa

-3 e, Jv-»'-’,

,,.,.

ls, not

iional level.

The primary emphagizrat the managerial 1eve1 is upon programming N

eppraved goele drawn in Lroeder strokes by the institutional levels f56

kg3 b _e,,asr"-ﬁ ind t,_ 3

Henageriel mo ili:ingris focused on finding reeources of the proper quantity

and -quality ‘to eonpl te theee projecte end ectivities. Ueuelly, thia

.ff x‘#

A Ak

ectivity. or "perfor-ence" budgets,""f"
PR

K B "": Al ol
t l:o eo-bine the reeouroee ixi tha -oet efficient end eft‘ec- -
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tTCLhniCll Level WThe control aspects of budgeting are concentrated

at the technical level.‘ The_core'of these aopecto deals with ”binding i

'operating officia«e to the policiea and plans set by their superiors'"57 LTS

sk ©

:jIn modern practice. this inVolves more than keeping accurate accounts of

It

input-costa and controlling the number of personne‘ 1n an agency.

veconomic efficiency. The concepts of cost accountante are pazticularly

IR

?:relevant in these evaluations because of the relatively few variables and

1, uith each unit evaluating its

ctfactivoneno ln tho contoxt of thot unit, rather than in thc context

et

Reloutce -obilization is confined to inter-

of thc ahole orﬁhni:ation.




' budgeting processes at all suborganizational Jevels, but particularly at

the technical 1evel. The first factor‘ie the sophistication of the tech—'fz

A

: nology (i e., the degrce of understanding of the relationships among the

¢

"important variables) employed at the technical level. (The technologies‘f‘

R at the otner two levels are administrative and political "technologies "

‘and are usually considered "arts" rather than technologies. There is_

-m:

leo some uniformity 1n ihe atate of these ar:s" from organization to B

. ) If the organization-is involved in a process in which the» :'j~5d;

e

a technology is fairly well deve10ped then thn methods of accounting,

o i &

auditing and evaluating effectiveness are uaually routinized and fairly

The budgeting processes at the technical level are primarily

,vcertain.

ceu

But 1f there is

also tends to be more concerned with effic}ency mattere.

‘lesa_eophietica*ion in the technology, or if the technology is changing

receive -ore attentien It the uanageriel level.i

na ;13,;;3 e

Ihe locnnd factor il the lnount of a:biguity in the organiration!and/ort

. EY *\t R EE T

ocicty ebout the deairebility of the”lervic‘>

Lastw .
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:ment ;gpects of budgeting at the technical and nanagerial levela, a;d more.i

tensive planning and mobilizins activity at the 1nstitutional level.-n.-
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budgeting cnn provide a beginning for such a framework

'rhere ate eatures of _P°B which cover al}. th“ee aapects of the budget-
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: PPB is predicated cn t‘ne primcy of the plnnning function, RS
yet it strives for a multi-purpose budget system that gives . -
mquu and nacessary atteation to the: control and management /-
areas. ' Even in the embryonic - stage, PPB envisione the develop- .
sabt of‘c:oanulk ‘gride for the tonversion of data from a planning
‘id a mngeunt and control framewsork, and back. PPB treats the

. ‘* three basic functions as compatible and complementary elements ot

o a budget systcm, though not as coequal aspects of central . :
“bodgeting. Ii ideal form, PPB would centralize the. glannin R
- ‘function and delegate primary managerial and control responsibili- _—
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‘output and s!milar Eost hoc concerna. In line with mcre modern practices,

_training of new personnel, _'rhe planning orientation of PPB calls for .
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d 1f analyzed thtough the
frmork of the theory 'of resauru nobiuzation.i

efined and_applied to the
Ibbili: t10n and budtettng of fcderll ‘aid to education.’
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