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REQUIREMENTS, PROBLEMS, STRATFGIFS REVISITED:
THE RHETORIC OF COLLECTIVITIES

Over a decade agc, I deveioped a Reguirements-Pr-:iemsg-
Strategies (RPS) approach for analyzir= the rhetoric = social move-
ments.1 -Its core proposition was that the often ahoma;ous rhetoric
of movement leaders could best be ‘understood as a refl=ction of cor-
flicting rhetorical requirements and unique situationz> constraints1
Since 1970, my colleagues and I have attempted to elaborate and illus-
trate the RPS approach as’ applied to pzrticular movemente, and also to
extend its range of application to other collective rhetorics and other
1eadersh1p roles.2 I should like nere to summarize the work we have
done, | |

"By a collective rhetoric I include any and all persﬁasive messages
issued by or in_the name of an organization, organizational unit, or
compos1te of organizations which work together to achieve common ob-
jectives. SPA and CSSA are collectivities, and they are .also .compo-
nents of a larger collect1v1ty which we might call the speech~communi-~
cation Fommunity. The rhetoric of collectivities is assumed to follow
in a peheral way from the very nature of collectivities. The rhetoric
of those who 1ead c011ect1v1t1es is assumed to reflect in large measure
their 1dent1f1cation with organizational objectives but also their |
1nd1v1dua1 interests. Identifying and accounting for similarities
and differences in patterns of rhetori- b collectivities and by

leaders of collectivities is the tack we have set out to accomplish,
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Those who apeak tk o roime o *~tivities have rhetor .cal
requirements differer rc- - ose ==X striectly for themsszlve-,
: \
By definition, all co. ¢ _v: .- .- zl-directed, rul--governed

vermeable social syst:-=,  .i:

i1}

zems, their mem==rs opera—:

30nScious1y and czllecr =iy = =-_.° =32 or more primory missiors
and others that mizht stit - - " z.2,. 'The business oreganizat:or
seeks to make profits, ‘-2 pc_..tic mzign organizaticn to elect
its candidate, the sci=z: ific = To produce and disseminate

gcientific achievements =<he zo'ia "> -ements to promote its cause.,

To secure its primary m._.zio:., . = 2 .ectivity sets up subgoals:
to produce cars efficiently, 2z’ e, or to wrest party nomina-
tions from other politizzl cer-.z-zt=.

\
As rule~governed sw:ial systams  tollectivities operate accordins

to regulative norms., T lic: .y or . 2licitly, they permit some

forms of behavior whil= Z-orb: “irs - :=rs, The rules may be highly

formalized, as in burz.. rac _, or- .irhly informal, as in the case

(71
'
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3
(

of most social moveme: = Ize may z1lso be flekible or inflexible,
conventional or uncon- .or2l, pragmatically oriented or reflective
of values considered . st-—ins cally desirable.
As permeable soc-z ‘vstzms, collectivities exist in, and are
dependént uﬁon,a larger ~ -2rmal srystem that 'is itself divisible‘
into various parts.e Th= © siness Cﬁrporation"buys'from suppliers,
sells to customers, recruizz employ:es from a labor pool, competes
with otﬁer companies, 1- af.  =ted by governmental regulations, and
so on, . lLikewise, the sc-ial ~ovements draws supporters from the externz_

system and is affected by cranges in that system,
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The oregoing definitional crzracteri: -cs of collectiizies
franslatw .ato rvhetorical Tequir ments for - ‘ers of coll:=t_vities,
All are -= 1ired to recruit an- ‘mmif fol” "Ts, te promc ideas,
goods or cvices to outs: 'ers., 4 fo rea: ~ litically t. resistance
from com: :.ants cof the exT 'na. :-stem, Thz=.= ::sks requirz, in turn,
that leac :=s acquire mate: = :surces, tho - 7- promote favorable
images o: the collectivit . they fdstc .~1izational discipliﬁe
and cohes.on, énd'that tr Ve as exempizrs ¢ organizational norms
and values, As suggestec _=. =r, leaders are 230 expect ed‘to bring
their perzonal interests ol -2es to bear uryzx their roles;

The —netorical prob -s ronting lesd of collectivities
stem from -onflicting r* ric . reguirement- -n alr collectivitiegmm
churches, usiness corpo.  iong, movement orr izatiéﬁé,‘nation states~~
there ar: _nevitable ten: ‘ns “2tween goals : ... rulés, between the

moral and the political, :tween members' ro: requirementg and their
personal wvalues, between "7z need for ideolorical consistency and theo
. . . i

need to a-apt to new rea_ities, between the -—eced for organizational

"cohesivzn 35 and the need of individual members to assert their in-

dividuz™. :nd group interests against the interests of other individuals

and groups within the orgarization, and even againat the interests

of the organization as a whole. . Moreo?er, collectivities, like
individuals, have interests in common with external social systems

as well as conflicting interests. They may exploit divisions within
the external systenm as well as form coalitions with segments of tna+
system. These are 1nvar1ant characteristice of life in and between

ccllectivities, and they are reflective of the mixednmotive nature

of all ongoing human relationships.4
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, To illustrate these‘requirements and problems, consider the tasks
inCumb?nt upon theISpeech communication community. T.ike any acader—=c¢
community, its priméry goals of teaching, research and service are
dependen% on information, talent, money, apd other such resources.
These resources must be céordinatei efféctively for maximum goal
antainment; hence the need for orzanizations such as university de-
partments and professional associations as well as rules guiding
inquiry and dissemination of knowledge. As a permeable éocial sysTeT,
the community influences, and is in turn influenced by, such exter=ze.
system aggregates as governmental agencies, foundationé, other d. ci-
pliﬁes‘and university administrations, as well as subsystems wit! in
the community such‘aslindividual members, interest groups, and s b-

e

-disciplines. Rhetorically speaking, the speech communication ccmunI=y

ags a whole is required to-recru‘t and indoctrinate new members, _justify
. g ] . V. : e .
its claims to special expertise before accrediting agencies, plead

for freedom from.pblitical regulations or other such ekternal system

pressures, mould and reinforce the sense of collective identity

among.individﬁal members, mediate éohfiicts among subgroups within the
community, and, in general, legitimate the profession and its activi-
ties before outsiders and“insiders. Any analysis of the rhetoric of
collectivities must begin, I think, with indentification of such tasks.
TheAFhetoric of those who lead acad~mic communities can best be
understood as a tradeoff among conflicting rhetorical reqﬁirements.
Despite their commitment to the advancement and diésemination of

knowledge, leaders of speech communication associations and heads
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f academic departments of speech “..nication must balance that

requirement against the need for ror= ~ical fiction®, Moreover,
the myths they promote-~of unity. ryw:T, originality, uniqueness,
responsiveness, progress and puri~y I motive-~may have to be adapted

simnltaneously to different avdier-=s. There mnst be a rhetoric for.
outs1ders and/rhetorlc for insilews, a rhetoric for initiate and another
rhetoric for the privileged, and 72t another rhetoric which rational-
‘izes seeming inconsistencies amorz these disparate rhetorics. Whatever
rhetorical stategems leaders emplo7, it is certain thet they will eeate

new problems in the process of amzliorating old ones.,5

The Rhetor1c of Social Movements

Thusfar my comments about the cross- pressures encountered by
‘leaders of COllGCulVltleS have been rather abstract. The exact nature
of these conflicting requirements and the means employed for dealing
with them will depend on a number of factors. Of particular signifi=-
“cance in our research have been‘the variaoles of relatime resource
control, public acceptance of the collectivity, rule constraints on
pragmatic decisionmaking, and degree of bureaucratization. It is on
the basis of these variables, we.have argued, that social movements
whicioric might be expected to, exhibit patterns of rhetoric different
from most other colleotivifieso

Social mo&ements are severely impeded in their efforts at mobil=-

izing human.and material resources and exerting influence_by dint
of their informal compositions, their commitments to inhibiting
regulative rules, and their positions in relationrto,the larger
society. By comparison to the heads of established institutions, ‘
their‘leaders can expect minimal external control and maximal external
resistance, And‘because~theyare unusually constrained in their
efforts to balance conflicting demands, The'limited strateric opfions

1avallable to them have ?reater potenfla] to magnify raTher than relleve

*
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proﬁlems or to generate new problems.

The single greatest obstacle to goal achievement is illegitimacy.
Exiéting outside the larger soéietj's conception of justice and morality,
movements threaten and are threatened by the societ#'s sanctions and
taboos: its laws, its maxims, its customs coverning taste, decorﬁm,
manners,'and its insignia of authority. Moreover, the éonfrqntative
strategies movementq,are prompted té employ as a resﬁltlof the problem
of illegitimacy often reinforce images of illegitimacy by political
authorities and the general public.

Generally spcaking, movements are also at a resource disadvantage
relative to the institutions'they oppose. Movement activity,ﬁay be
discouraged or irhibited by various forms of social control, ranging
from control over communication resources to outright suppression of
the movement. |

Social movements suffer too from the problem ot being vpluntary,
nonbureaucratic collectivities, Whereas most formal organizations
can provide selective material iﬁcentives for joining, most movements
confront the "free rider" problem, Pofential beneficiaries may reap
the rewards produced without the risks or costs by allowineg others
to work for them.B' Dependent as they are'bn largely voluntary support,

’ ' institutions
movements also encounter greater problems than most established/ in
controlling those who do join the movement., A%t best the movement's
leadership controls an organized core of <tre moveméntﬁbut'exefts
relatively 1little cdntrol.over a relativély larger number of
sympathizers on its periﬁhery,9
Finally, movements are encumbered by constraints on pragmatic

decision-making. This point was highlighted in an analysis which

o
_
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Chcesbro, Qrr and I‘provided of participation by'countercultural‘and
left-oriented movements in the McGovern debacle of 1972, '°

In many ways, the scurces of a movement's strength
tend to work against its chances at the polls,
Toughened by resistance from without, its|members
frequently become uncompromising. Geared|tc using
pressure tactics in order to influence persons in
politically sensitive positions, it frequently
alienates the mass of people. Compelled to arouse

its own supporters by in-group appeals, its rhetoric
is often elitist despite its best intentions; the non-
verbal elements of dress, demeanor, etc. conveying the
impression of a small We opposing a very large Thev,

"In general, pbotéstors are not very adept at conventionmal
electoral politics. A protest movement is passion and
moral conviction i. need of organization and discipline,
an id and a superego in search of an ego. The supreme
politician, by.contrast, is a quintessential realist

in search of a cause that will win. Master of his own
impulses and unencumbered by severe moral scruples, he
is free to make common cause with his enemies and to
cast off his devoted friends; to solicit contributions
where he can find them and promise political influence
in return. ' :

The foregoing rhetorical requirements and problens provide only
crude indicators of what a collectivity will say and do rhetorically.
And the constréints I have named- offer only a rough index of the
differences in rhetorical strategies between, say, a social movement
and a political campaign organizatior Reyond extending the RPS
approach to collectivities.as a whole, we need'to put more meat on the
RPS skeleton by identifying requirements, problems and patterns of
rhetoric generic to particulaf types and subtypes of collectivities,
and to particular roles, functions, occasions and stages of dzvelop-
ment, We need also to develop methods for identifying requirements
and problems idiosyncratic to particular collectivities and even to

events which are unique in the life of = collectivity.

o
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Studying Movements and Mon-Movements

In analyzing the rhetoric of any given collectivity, my
colleapgues and 1 move from the macroscopic to the microscopic; i.e.
from the broadly generic to the idiosyncratic, In analyzing a move-
ment's rhetoric, for example, we assume that prdpositions about
collectivities_in'general, and about movements in feneral, and about
a given type of movement will also apply to the movement in.question.
But we also take pains to gather information on situational factors
unigue to.the movement., And we look, too, at how acts of rhetoric

shape subsequent perceptions of situation.11

At the most micro-
ééopic level, the point at which we examine how rhetoric is adapted
to particular events, we assume that there is a "logic" of situation.

By this we mean that from a "reading" of the concatenation of factors

operating on the <« i>xuivity at any given time, some rhetorical
options will sees . :.: .- 2te, others inappropriate. Situations,
we assume, impel and eras. -ain rhetorical choices but do not determine

them; rhetors are always free to'exploit the "resources of ambiguity"
in language to étructﬁre audience percepfions.12
Illustrative of our approaéh is Mechling's theory of the
rhetoric of counterinstltufional moVemeht organizations (CIMOQ).13
As exemplified by the Free Clinie which deVeloped as part of the
countefcultural movement .of the late sixties, CIMOs differ from
most protest organizations in that they &.s0 provide services akin
to those offered byihe institutions they oppose. Indeed, the pro-

vision of services is partly intended as a model of reformation of

the offending institution,

| SN
)
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Inherent in all CIMOs, Mechling contended, is a conflict between
their ideological requirements and their service requirements., In
the face of this conflict, she argued, CTMOs institutionalize and
deradicalize at a faster oace than most protest movement organizations.
First, the service function requires resources incompatible with being
"counter to". Once resources have.been invested in services, there is
considerable and quite visible loss should these investments be aban-
doned. On the other hand, anti-institutional ideological stances are
relatively easy to"nrite off", Second, the services rendered may be
valued by established sectors of tre external system. The CIMO may
thus be pos1t1ve1y re1n£orced for provision of these serv1ces. Third,
"~ the 1mmed1acy of the services gives it a sense of preeminence. The
service function is adopted as a response to a felt need, To cease

§

meeting that need is counter to he ideolopical center of the collect=-
ivity. "Put simply, while the service functlon is a component ‘of the
iantl 1nst1tut10na1 stance, the anti-institutional ,tance is not
necessary to the serv1ce function" 14

In 1ook1ng at thelhlstory of a movement's rhetoric we have
found Griffin's systemization of Burkean concepts quite helpful,
but not his historical ﬁodel of stages and phases.15 The model, we
belleveq is 1nsuff1c1ent1y attentive to situational var1atlons.16
For her purposes, Mechllnp found it useful to d1st1npu1sh among
- noninstitutionalized, partially institutionalized, and fully

institutionalized stages of development. On to these stapges she

charted rhetorics of Division, Amelioration andVRespectability.

!



-10-

Thege correspond, in_Burkean terms, to .frames o% réjection, transition
: agd acceptance. ' ' |
Particularly interesting was the rhefbric of -the partially in-
stitutionalized stage, for.it was at this stage that the conflicts
between the CIMO's anti-institutional]stance and its service com~-
mitments were most visible. Mechling hypothesized that the rhetoric

at this stage woulq be marked by highly ambirous fipures of speech,

deniable messages, suppressed premises, qualified generalizations,

messages highly tailored to different audiences, and rationalizaztions

for uncertainty Qnd apparent inconsistency.

Shive also focused on a-

transitional period in a movement's
1 v .

17

‘history, one which posed enormous rhetorical probléms.. Like /

. Mechling, he offered a Burkean analysis within a ﬁPS.framework.

The object of his attention was Mao TSe-tung's/fhetoric durineg the
United Front period (1935;42). During fhaf period, the Communist
Chinese maintained a fragile alliance against the Japanese invaders
with their bitter enemies, the.KﬁominténE. Tn the face of the
Japanese iﬁQaSion, Communist soldiers were<for§¢d literally tb

adopf the insignia\of the Kuomintang army, Shi;e's opening analysis

of Mao's rhetorical requirements provides some indication of the -

problems Mao faced as well: ‘ \\ A

(1) As the Party grew in size and diversf&y, and as

they  identified goals and practices with the rising
tide of patriotic, anti-Japanese sentiment, impor-
tant changes had to be made in the intraorganizational

- symbol system, Socialist principles had to be blended
with nationalist sentiments. The purity cf the
transcendent goals of the movemsnt had to be recon-

; ciled. with the expediency of "unholy" alliances with
former enemies. Basic policy itself had to be
Justified, so that past and present actions did

Y

b
&
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not appear to contradict one another. A new unity
‘of perspectives had to te refashioned, and social,
regional and ideological cleavages nad to be brldged
by new sets of unifying concepts and symbols. The
ideal image of the Party cadre had to be altered.

In short, the good soldier who changed the insignia
on his hat had to accept, even welcome, his new
institutions for self-identification.

(2) As the Party addressed a wider range of social and
' political audiences, the Communists had to cautlously
adapt their message to the delicate ta8ks of estab-
lishing truces and fostering cooperation toward a
temporarily common goal., To do this, they had to
establish new sources of authority and legitimacy
as patriotic "loyal opposition', rather than as
revolutionary subverters. They had to gain the
rhetorical upper-hand in calling for unity with the
Kuomintang on their own terms, while at .the same time
‘deterring them from capitulating to the Japanese,
Promises of cooperation had to be mixed, but not
confused, with threats of retaliation for provacative
1n01dents. Finally, the Communist Chinese entered
-a mixed-motive relationship with the Soviet Union
during this period They increasingly made local
decisions for local reasons, while making them appear
after the fact to conform to the ideolosical reglmen
of - Stalin's - International ‘
- (3) The enemy had to be redefined,” Over the course o6f the
o period studied, the Kuomintang was gradually trans-
\ ) formed from Publlc Enemy Number One to 1mperia11sm s
running dog, to a conditional ally and fellow resis-
‘tance fighter., In addition, the Japanese menace itself
had to be vividly portrayed, All other grievances had
to be reinterpreted as secondary functions of the
Mprimary contradiction" Betweer Japanese imperialism
and the Chinese people. : ' '

Shive's rhetorical history of the United Front period stands in
sharp contrast to Griffin's model of d1a1ectica1 enjoinment between
"pro~" and "antl—rhetorlcs" ~ The politice of coalition and,opposrtron
were immensely more complicated, Even as Mao mobiiized'peasants,
WOrkers, soldiers, the iptelligentsia; par+y'eadre; and even land=
lords, he also played each against the others.‘ In his analysis_of.

messares addressed to these various.audiences, Shive noted numerous .




-2 -

1nconSJsten01es, a11 7ustIfLed by'he overrridines folk metaphor of the
‘Tao., For Mao, thls ancient splrltval-culfural rath becqme the Road
of Revolution, complete with its tw1sto and turns and even switch-
backs over uneven historical terrain. Mao demarcated the "correct
line" that ran througb a forest of error to the Teft and Right.

One cannot help but observe similar patterns of rhetorical in-
vention in Reynoldiﬁ’etudy of ideolorsical rhetoric of ordained'Catholic
revolutionaries in Lafin America.19 These radical priests and bishops
sought sweeping changes w1thin the Church and in the 5001etv at large.
At the same time, they were of <¢he Church and were dependent upon it
for legitimacy, protection, material support and channels of communi-
cation., Said Reynolds, the "1ogic" of their situation_cempelled ex-
ploitation of ambiguitiesbin Catholic fheelogy. Like Meo, the lib-
eratlon theologlats of Latln America.dialectically transcended dis- -
+1nct10vs between the old and the new, the conservatlve and the pro-

N .
gress;ve, violence and 1ove;'socia1ism and- Catholicisms, The "new"

Church being advocated was but a retﬁrn to the oripinai epirit of
"Christianity. The progressives acting to shake off’ the yoke of
oppress1on in Latin Amerlca were operatlny in the splrlt of the
'prqphets of the Church and of the people of God who had marched
7”toward.the'promised land.” Diéobediehce, evén violence, were jus="
fified ae acts of love. Although only a small mlnorltv of " the
Cathollc clergy dared to proclaim themselves outrlzht Marxists,
~they could observe that Marxism was a usefgl'"tool of Analysis",
and'they could cite Jehn XXTII's acknowledeement that there were
positive aspecfe to'sdeialism; ‘Some'priests went so far asdto

proclaim-that true - socialism is Christianity 1ived in its inteprity.

"0
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Wher forced by the instituional Church_to'reéign because cf his
Marxist'activities, Camillo Torres declared, "I took off my soutane
to bte more truly a priést, WQ'dannot have & sﬁpernatural life
without charity, and our charit& must be efficagious",zo
As one shifts from the diécoursé of movement leaders to the
discourse of leaders of-instifutionaiizpd, bureaucratized collectivities,
one finds overlapping patterns of rhetoric., It is not surprising; |
therefore, that observers such ags Zarefsky21 and Hahn and Gofnchar22
should discover rhetorical similarities. But there are also differences,
A case iﬁ point is found in Jablonski's study of letteré written
by American. Cathollc b1 thops Justlfylng to Church members the changes
in Church doctrlne and pLactlces that were an outgrowth of the Second

. Vatican Coun011 23

Jablonski labeled the blshops,"lnotitutlonai :
. innovators" and d1st1ngu1shed thelr role from "bottom—un" 1nsurgents (i.e
‘Torres) on the one hand, and organlzatlonal~bu eaucrats on the other.

In confllct for the blshops was. the need to function bothzs 1nnovators

and as guardlans of the establlshed order. "Though high 1n the Church

: hlerarchy and .thus vested with con81derab19 power, the blshops en-

countered massive res1stance as the Phurch 1mp1emented its refo*ms,
"Many- blshops_were themselves ambivalent about the oroposed changes
but Qefe césf ds‘phange;agent% by dint cf their roles",24

| Like thé Latin Ameridan prelates s-udied by Reynolds, the North
American bishops had to Justlfy proposec reforms br means of a
rhetorlc of legltlmatlon. She notes these differences, however, .
.between bottom-up change aéents and top-down change agents". K

A\

.In bottom-up programs of chance, leaders mus- create
a-rhetoric of d1scont1nu1tv to establish the 1eg1t1macy
of the-collective's grievances as well as the need to
induce chanzes from the outs1de. Whereas insurgent

b
<
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ieaders must call attention to the confrontatlve and
divisive character of their action, institutional
innovators must defuse potential conflict hv pro-
claiming the value of purposeful--and authorized-—-
institutional change. ‘Indeed, institutional inno-
vators must create a semblanre of continuity within

* which major alterations in instituional philosophies
and practices may be viewed as attempts to perfect
and to preservate the 1nst1tutlona1 order.,

At the same time, however,’lnstltutlonal innovators
encounter special rhetorical requirements and problems
when confronted with conflicting demands for change.
Sometimes, institutional innovators must temper their
own conservatism in order to embark on programs of
radical change, By the same token, institutional
‘innovators may need to mediate between.superiors who
wish to slow down the cour§§ of changes and subordinates
who hope to accelerate it, :

N Jablonskifs reference to "bottom-up" versus "topfdown" change

, . : : S : : a_. "
agents' is one -that Mechling, Schreier-and I emphasized infémr recent

Jmonograph 26 The former help to organize- grassroots 1nsurgency

" efforts w1th1n 1nst1tut10nS'"the latter manape, speak for, or advise

L instltutions.
As regards insurgent-initiated conflicts,.bottom-up‘change

\:agents are "actor-oriented"; top-down change apents are "systemn

| or1ented".27_ From an- actor orientation these conflicts are .

necessary and Jnev1tab1e consequences of systems that cannot
poss1b1y satisfy the needs of a11 persons equally ‘or completely. :

The focus is on dlstributive beneflts—-on maximi21ng resource f :
acqulsitlons from what is cons1dered to be a finite resource pie, / m
Authoritles, moreover, are regarded as pariisan and d1scr1minatory,acj

. From a system orientation, insurﬁent 1nduced conflicts are: tﬂ

4

unnecessary, dysfunctional irrational, vhat insurgents 1abe] -as

conflicts are realiy misunderstandings, dlfferences of opinion, i
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or problems thit can be resolved by recourse to information, expertise,
top-down persuaslon, or cooperative group problem solving, Treating
them as conflicts by behaving combatively is dysfunctional because
it-interferes with realization of the system's suprpordinate interest
in providing collective benefits, Insurgents are irrational because
they ignore the nossibilities for enlarging the resource pie through

cooperative efforts and for shrinking the resource pie through their

- combative efforts. The protests of insurgents are frequently seen

as signs of personal pathology., Institutional authorities, by con=
trast, are rational and nonpartisan., If theyare deficient it is in

the communlcatlon skills necessary to "get throuph" to the in-

‘surgents and those they seek to mobilize.

The distlnctlon between actor oriented versus system—oriented

1oonf1ict rhetorlcs was born.home to me in 1nterv1ews and readlngs

Ton the subject- of publlc lnrormatlon for the preventlon of occupa-

'xtlonal cancer.28 The problem of occupat10nal cancer from car01nopens

such as asbestos and V1nyl chlorlde is now w1delv recopgnized, althouah

:‘- )

it had been downplayed by 1nst1tut10nal managers, health and safety
offlcers and government agen01es for many years.29 Top-down change

agents have s1nce developed "educatlonal“programs bremised'on the

,~need for a system-~oriented approach, The problem, as they typlcally

view. it, is one of yettlnv workers to comply w1th thelr health and

safety directives, ,mployee res1stance to such dev1ces as air masks

- is seen-as a functlon of 1nsuff101ent 1nformation and of defense
-mecranlsms sucn as denial and ratlonallzatlon. The flow of needed

_1nformat10n is assumed to come from superlors to subordlnates and

(IS

from experts to nonexperts.
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Contrast this top-d: ° approach with that of a gressroots
organization'known as FHI .FOSY, The Philadelphia Area Project on
Occupational Safet& andi Health, TLeaders of FHILAPOSH stress socio-
logical; institutional analysis (rather than psycholorical models
of pgesuasion) as a prelude to effective chanre efforts. They
maintain that companies are generally more interested in promoting
profits‘than in protecfihq the lives of their workers; that they
have been suilty of minimizing, irncrine or suppressing knowledge
about the problem of occupational cancer; that 1nst1tutional health
and safety offlcers are "owned" by their oompanies, that presump+1ons
of expertlse and hlgher status create barrlers to compliance by
workers;. and that ohe s. .silzzs promoteﬂ uy 1op-down “cha nee apents
(e,g° air masks) are, ‘at z2s%, half measures whlch forestall adoption
by oompanies‘of'ﬁeedeﬁ‘but more °xpensive technoloa10a1 safezuards.

As an alternatlve to top-down chanpe efforts, the leaders of
PHILAPOSH mobilize ranl and flle workers for: confrontatlons w1th
their superiors. At oorsnlousness ralSlﬂﬁ meetlngs sponsored by
PHIiAPOSH workers from differ=nt coroanfes come to see that they
have common problems and that they can overoome them only bv actlnp—
.together. The Pmphas1s at these mee+1nns is on shared expertlse.:
Complalnts by workers are treated ‘as rea] rrther fhan 1rratlona1
Workers are taupht how to moniter the air in tbelr work surroundlnas

(rather than trusting company.experts), to 1dent1fy-nea1th hazards, |
‘to file complainzs with OSHA and lawsuits for disability benefits ‘w
Ewithhthe courts“ They are also encouraged to press:sﬁperiors for

formatlon about the fe2neric names of the ohemioalu they work with,
andg\should they fail to =et sat1sfavtory answers, to press unlon

\
~rievances or enzage ir other Jjob actlons.

b
Co
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Like Pree Clinics studied by Mechline, PHILAPOSH is in daneer

. ecomlng . .
of _ 1nst1tutlona]12ed-\1t has already muted its more radi-~al

rhetoric to some extent, 50

One --irtue of sociolorical analyser

of the kind prov1ded by the RP approach is that it ean rende-
shlfts in rhetoric of this kind more explicable. T®ach case study
can also Serve as a concrete exemplar of the framework's veneral

propos1tlo*'so

Summary and Conclusions

Presented'herein-nas been a review of theory and research
conducted over the past decade utilizing the Requirements-Problems-
Stratezies (RPS)-frameworR Designed 1n1t1a71v as a way of under-
standlng the often anomalous rhetorlc of movement 1eaders, it has been
fapplled in recent years in- analyses of ot}er colleotlve rhetorlcs
and of other leadershlp roTes It has also been used 1n conjunctlon
with other theorves (usually Burkean) to 1dent1fy and:account for
patterns of rhetorlc unique to part10u1ar movement' or.to_events';
in ‘the life of a movement |

Imphasiz=d by the RPS approach afe tne nrosspressures and
constraints c: leaders of oollect1v4tles whleh inhere in thelr
organizational roles, All leaders must balance roal demands, rule
~ demands, resource demands, pressures Jor orbaniZational'bohesiOn
~and ‘pressures for autonomy, personal interests and tnb 1nterests
of the collect1v1ty, the need to pather and provide a%aurate 1nfor-m
mation and the need for image- enhan01np rhetorlcal flctlons.x De~-
:pendln? on the type of 001]ect1v1t1es they ]ead theverevalso
constra;ned in var;ous ways, }or example, social movements are
unlquely constralned by dint of their . 1nforma1 "ONDOSltION, theJr
'commltxents to 1deoloplca] strlctuxes on prapmatlc de01s1on—mak1nv

’and by their non:nstitutlonal statu w1th1n thn ]arper s001etv.

1o,
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Counter1nst1tu1ona1 movement orpanlzatlons are nddltlonal‘v con=

\
v

stra1ned by havine to provide services, similar in kind to the
1nst1tut1ons they oppose, Collective rhetorics, it has been
argued, can better be understood from foreknowledge/of these cross-
pressures and constraints, They provide at least partia1 explanations
for genres of fhetoric associated with broad classes of collectivities
“(e.g. political campaign crganizations,.scientific communities) and
also can guide analyseslef the phetoric of particular organizational
ieaders. | |

The. dlscourse of those who lead collectivit.es is s1m11ar in’
some respoots, dlfferent in others. The Marx1st 1nsureent and
the "top-down" Amerlcan Cathollc b1shop both Justlfy arguments for
_change Dy appeals- to traditlonal values and bellefs. But, as I o
.zhave argued 1n this paper, there are also vast difz erences between
'the actor-orlented ;hetorlcs ‘of “bottom—up" 1nsury°nts ‘and the
‘;ﬁsystem-orlented rhetorlcs of those who lead or speak for established
f.instltutlons.' |
; It is a mark of somethlnp mere ~than disciplinary.overspecialif
; zatlon, I thlnk that our- fleld has not gnly'tfeated or?anizationalu
_ communlcatlons and s001a1 movements rheterie as coneeptualiy dfstinct,
but has approached the two areas of 'study.in verv dlfferent ways.
As 1s reflect\d in the t1t1es of these subd1sc1p11nes, organizationall
.1eaders are regarded as oommunlcators whlle 3001a1 movement leaders
are assumed to practlce rhetoric--the latter term is somewha t less
flatterlng, Po respondlnply, we have dev1sed pr1n01p1es of - |

“effectlve communlcatlon" fo“ the leader of. formal orﬂanlzations

but no such body of prescrlptlons Has beenidevised for movement .



leaders. 1Instead, we subject their discourse to critical analysis,
‘and often to ridicule,

I hope it‘is clear from this ,paper that there is merit in
Jjoining* the study of discourse (whether labeled rhetoric nr communi-
cation) by leaders of all manner of collectivities under a sinele
concepfual umbrella, and, thence, in identifying and accountine
for similarities and differences in patterns of discourse, ' One
possible vehicle for structuring our 1ns1ghts is the RPS approach
but I make no brief for using it to the exclusion of other inte-
gratlve frameworks. At the level of microscoplc analyses of
'partlcular events in the life ¢of a collect1V1ty, it surely needs

to be supplemented



4

% /

NOTFES

"Requirements, Problems and Strategies: A Theory of Persuas1on
for Social Movements™ OJS 56 (1970), 1-11.

The.distinction between collective rhetorics and the rhetoric
of those who lead collectivities will not consistently be main-
,talned in this paper, Strictly speaklng, collective rhetorics
are anonymouS' they come in the form of unauthored circulars,
announcements, committee reports, advertlsements, etec, It

- often matters little, however, whether the message is authored

by an organlzatlonal representatlve or is anonymous, So lcng
as the former's pronouncements and actlons have an official
status. It is assumed that these messages largely reflect
the 1nterests of the collectlvltles represented

Note the similarity of the def1n1tlon to deflnitions of human
organlzatlons.A T use the term "co]lect1v1ty", however, to
include grouplngs of people at, various levels of abstractlon,

Social movements are collect1vit1es typlcally cons1st1ng of
\

.one or’ more core orpanlzatlons as well as a’ larpe number of

persons sympathetlc to,the movement S cause who' are orzaniza-_

tionally unaff1111ated. See, for example, Ralph. H Turner and

qew1s Kllllan, Collectlve Behavior, (Wnplewood Cliffs, N, Jet

Prentlce Hall, 1972),- p. 308 - Whether the RPS framework -

can be extended to un1ts as small ‘as a familv or fr1endsh1p Froup -,

is a questlon I have not yet explored, =~ "[“” o S

For an excellent d1scuss1on of mlxed-motlve oonfllcts, see Thomas
Schelllng, The Strategv of Conflict (New York Galaxv, 1963)

‘,Tor an analys1s of -the rhetorlcal reqL*rements, problems and . o /

stateples of: scholarly communlties, see H.W, Slmons, "Are 4 < ~x/
Scientists Rhetors in Dlspuise9 An Analysis of Discursive - _ '
Prodesses Within- oCIGHtlflc- Communities", 1n Rhetoric in
Trans1t10n. Studies in the Nature and Uses .of: Rhetoric, "’ ed,
Eugene . E., White (Univers1ty Park, Pa,: Pennsylvanla State
Un1vers1ty Press, 1980);, 115-130; ' -




6. Por a-discussion of militant, moderate, intermediate and expressive
patterns of movement rhetorlc, see Herbert W, Simons, Elizabeth
W, Meohllng and Howard %chrler, "Functions of Communication in
MOblllZlnF for Collective Actlon from the Rottom Up: The
Rhetoéric' of Social Movements})’ ‘Handbook of Rhetorical and
Communication Theory, ed, Carroll C., Arnold and John W. Bowers

(Boston: Allyn & Bacon, in press), (Subsequent references are
to Simons,  Mechling & Schrier). These are ideal types in  the
Weberian sense, each with behavioral and ideolosiczl sub-
~ dimensions., In actuality, as we point out, movements often
"vacillate between'rhetorical styles and factionalize over
issues of rhetofical strategv.‘ Nevertheless, -their rhetoric
tends to differ from that of 1nst1tutlonallzed bureaucratized
collect1v1t1es. Movements have little choice but to mobilize
on the basis of 1de010910a1 and’ normatlve apoeals. They ae more
- prone to employ nonlnstltutlonalized confrontatlonal pressure -
'tactics.*“And too, tneywre more 11ke1y to offer 1deologlcu1
statements whlch delegltlnate e)astlnp 1nst1tut10ns. Much more
precise . statements can be offered about Fenres asgociated with
particular types of movements., See the- sectlons of our chapter
on. moblllzatlon and external 1nf1uence '

&

Te Tor a fuller dlscuss10n of these tactlos, see the sectlon on
Social Pontrol in Slmons, Mechllng & Schrier,

8., On the "free rlder" prob]em see - Anthonv Oberschall Social-
Confllot and. 8001a1 Movements (Enplewood Pliffs, N,J,.:- Prentlce
I’all 1973), 11% - 118 . ‘

9 < Kurt Lang and . Gladvs Lang, Pollectlve ﬂynamlcs (Vew York:
Prowell ]961) p 495. ‘

, 10 . See Herbert-W; Slmons,ﬂJames W Pneesbro'and C. Jack Orr, "A
o 'Movement' Perspective on the 1972 Pre31dent1a1 Campa:gn," 0JS, 59
(1973), 168<179, : )
11+ On the relation between rhetorlo and situation, see the d1scuss1on
" of "0b3eot1v1st Vs, fnteract:bnlst Apnroaches..." in Simons,
. Mechllng & Schrier, \
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12 See Kenneth Burke, A Rhetoric Of Motives (Rerkeley: Uni&grsity
of California Press, 1969),

f}. Flizabeth W. Mechling, From Paradox to Parody: A So-.o-Rhetorical .
Theory of Counter-Institutional Movement Organizaticus., Un- '
published doctoral dissertation, Temple University, 1979.

.

14. Mechling, p.34.

15, Leland M. Griffin, "A Dramatistic Theory of the Rhetoxlc of
' Movements," in Critical Responses to Kenneth. Burke, ed, W.H.

‘Rueckert (Minneapolis: University of Minnesota Press, 1969).

16, For a detailed evaluation of Griffin's theory, see Slmons,
<.
Mechling & %chzler.

17. Glenn Shive, Mao-Tse-tung and the Anti;Japanese UInited Front:
A Rhetorical Analysis of a Mixed-Motive Conflict, Unpublished
doctoral dissertation, Temple University, 1978. '
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352-373. '
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