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Leaders are critical to social novenents: they inspire
commi tnent, nobilize resources, create and recogni ze opportunities,
devi se strategies, frame denmands, and influence outconmes. As numerous
schol ars have noted, however, |eadership in social novenents has yet
to be adequately theorized (cf. Am nzade et al. 2001; Barker et al.
2001; Kl andermans 1989; Melucci 1996; Morris 1999; Zurcher and Snow
1981). We argue that this lacuna results froma failure to fully
i ntegrate agency and structure in theories of social novenents. A
focus on great |eaders risks neglect of structural opportunities and
obstacles to collective action, while an enphasis on structures of
opportunity risks slighting hunman agency. Moreover, an enphasis on
| eaders seens to unfairly relegate the critical masses of novenents to
the category of “followers” (cf. Barker et. al 2001). Thus, any
approach to | eadership in social novenents nust exam ne the actions of
| eaders within structural contexts and recognize the nyriad | evel s of
| eadership and roles of participants.

We define novenent |eaders as strategic decision-nakers who
inspire and organi ze others to participate in social novenents. CQur
goal in this essay is to show that by taking | eadership into account
we can i nprove explanations of key issues in social novenment theory.
W begin with a brief review of existing approaches to | eadership in
soci al novenents.' W then discuss the social conposition of
| eadership in novenents before turning to several areas for which we

think | eadership is critical.'




PERSPECTI VES ON LEADERSHI P | N SOCI AL MOVEMENTS

Early studi es of social novenent |eadership (e.g., Blumer 1951,
Lang and Lang 1961; Roche and Sachs 1955) identified the functional
roles filled by different types of novenent |eaders at different
stages in novenent devel opment (W1 son 1973:195-196). CQusfield (1966)
points to the conflicting requirenments for a | eader to function both
within the novenent as a “nobilizer,” inspiring participants, and
outside the novenent as an “articulator,” linking the novenent to the
| arger society. NMore recent work further anal yzes the conplexity of
| eadership roles at different |levels within novenents, the conflicts
between different | eadership tasks, and changes over tine in novenent
| eadership (see Am nzade et al. 2001; Gol dstone 2001; Herda- Rapp 1998;
Kl ander mans 1989; Marull o 1988; Melucci 1996; Nel son 1971; Robnett
1997; Staggenborg 1988; Turner and Killian, 1987).

Beyond anal yzi ng the various roles and functions of |eaders in
soci al novenents, researchers have al so exan ned the ways in which
| eaders gain legitinate authority in social novenents. WMany draw on
Weber’s theory of charismatic | eadership, a relational approach that
assigns a key role to followers in inputing charisma to | eaders (Platt
and Lilley 1994). Wber (1968) el aborates the novenent forns
associated with charisnatic | eadership, including the enotiona
character of the community and the appointnment of officials based on
loyalty to the charisnmatic | eader. Despite Wber’'s focus on the
i nteractional nature of |eadership, however, the notion of charisma is
commonly used to refer to a personality type, and Wber’'s insight into

the effects of | eadership on novenent characteristics has been



negl ected (cf. Eichler 1977:101; WIson 1973:1999). Ml ucci

(1996: 336) argues that the Weberian theory of charisma lends itself to
negl ect of the social relationship between | eaders and fol | owers;
viewed as giving thenselves up to a charismatic | eader, followers |ack
agency.

I ndeed, in Robert Mchels s (1962[1911]) theory of political
| eadership, followers willingly cede agency to their | eaders. The
masses are grateful to | eaders for speaking and acting on their
behal f, even though | eaders becone political elites whose interests
conflict with those of their followers. Large bureaucratic
organi zations, in Mchels’s view, are necessary to | arge-scale
nmovenents and parties, but they inevitably become oligarchical as
| eaders are notivated to preserve their own power and positions.
Leaders becone part of the power elite, nore concerned with
organi zati onal mai ntenance than the original goals of the novenent.
The nmasses allow this to happen through apathy and a | ack of
conpetence in conparison to their skilled | eaders. WMarx and Engel s
(1968) and Lenin (1975) shared the view that outside | eaders
(intellectuals) were required for revolutionary novenents because the
masses were incapabl e of devel oping a theoretical understandi ng of
revol utionary struggle.

Nuner ous theorists have disputed Mchels’s argunent regarding the
inevitable transfornati on of organizations into oligarchy, arguing
that we need to exam ne the variety of organi zational forns that
actually constitute novenents and the processes that allow sone
organi zations to operate denocratically (see C. Barker 2001; Lipset,

Trow, and Col eman 1956). Zald and Ash (1966) argue that novenent



organi zati ons change in a variety of ways in response to externa
environnental factors as well as internal processes. Menber apathy,
when it occurs, does allow | eaders to transformthe goals of nenbers,
but in sone instances | eaders transform organizations in a radical
rat her than conservative direction (Zald and Ash 1966: 339; see al so
Schwartz et al. 1981). Zald and Ash point to the ways in which
organi zati onal characteristics, such as structural requirenents for
nmenber ship, affect the demands placed on | eaders. An exclusive
organi zation, for exanple, would require its |l eaders to focus on
nmobi i zi ng tasks, while an inclusive organization would be nore likely
to have leaders with an articulating style. At the sane tine, |eaders
conmtted to particular goals nay al so change the structure of an
organi zation (Zald and Ash 1966: 339- 340).

Q her theorists have detailed both the ways in which | eaders
i nfl uence novenent organi zati on and how novenent characteristics shape
| eadershi p. Expanding on Weber’'s rel ati onal approach, WIlson (1973)
di sti ngui shes anong charismatic, ideological, and pragmatic types of
| eaders and associ ated types of novenent organi zation. Leadership
type affects centralization of decision-making, division of |abor, and
the extent to which the organization is subject to schism Eichler
(1977) simlarly associ ates bases of |eadership with organi zati onal
characteristics and outcones. Barker (2001) argues that the right
conmbi nati on of | eadership and organi zational type will allow novenents
to defy Mchels’s predictions and enmpower participants pursuing
radi cal social change.

Different types of |eaders cone out of different types of pre-

exi sting organi zational structures. |In the Anerican wonmen’'s novenent,



for exanple, “older branch” | eaders cane out of experiences in
traditional voluntary organizations, unions, and political parties
with formalized structures, whereas “younger branch” feninist |eaders
energed from experiences in decentralized, participatory civil rights
and New Left organizations (Freeman 1975). Leaders fromthese
different types of backgrounds shape organi zational structures in
accordance with their previous experiences, influencing the
nmobi |l i zation, strategies, and outcones of novenents.

A key theoretical issue is the extent to which the
characteristics and actions of |eaders, as opposed to structura
conditions, nmatter. Collective behavior theorists have argued that
soci al structural conduciveness is necessary but not sufficient for
nmovenent nobilization; |eaders create the inpetus for novenents by
provi di ng exanpl es of action, directing action, and defining problens
and proposing solutions (Lang and Lang 1961:517-524). Snelser (1962)
argues that | eaders are essential to nobilization and can play a role
in creating other conditions in the val ue-added process of collective
behavi or, but they also need structural strain and conduci veness,
generalized beliefs, and precipitating factors to generate collective
behavi or.

Resource nobilization theorists have viewed | eaders as politica
entrepreneurs who nobilize resources and found organi zations in
response to incentives, risks, and opportunities; supporters are seen
as rational actors who follow effective | eaders (see McCarthy and Zald
1973, 1977; berschall 1973). Factors such as the availability of
out si de support and the operation of social control affect the

energence of |eaders (Qoherschall 1973:157-159). Political process



theorists have anal yzed the inpacts of structures of politica
opportunity, but in doing so they have paid little attention to

| eader shi p—a probl em acknow edged i n recent discussions of the role of
| eaders in recogni zing and acting on opportunities (CGoldstone 2001;
Am nzade et al., 2001).

In our view, the relative neglect of |eadership in socia
nmovenent theory results froma failure to adequately address the
i nportance and limtations of both structure and agency. The
political process approach enphasi zes structures of political
opportunity to the neglect of human agency (see Goodwi n and Jasper
1999). The entrepreneurial -organi zati onal version of resource
nmobi li zation theory (see McCarthy and Zald 2002) actually
over enphasi zes agency in arguing that issue entrepreneurs can
manuf acture grievances. |In another sense, however, the theory
negl ects agency in its treatnment of nobilizing structures. Although
resource nobilization theory inplicitly assunmes that | eaders are
di recting novenent organizations, analysts have generally not exani ned
the energence of |eadership and the ways in which | eaders affect
nmovenent strategy and outcones. As MCarthy and Zald (2002: 543) note
in a recent assessnent of resource nobilization theory, “[we] were
al nost silent, at least theoretically, on the issue of strategic
deci si on nmaki ng.”

We argue that social novenent theory would benefit greatly from
an exam nation of the numerous ways in which | eaders generate soci al
change and create the conditions for the agency of other participants.
Al t hough we think that human agency has been negl ected by the recent

enphasi s on structures of opportunity, we do not propose that



researchers err in the opposite direction by highlighting agency at
the expense of structure. Rather, we need to exanine both the
structural limtations and opportunities for social novenents and the
ways in which | eaders make a difference within structural contexts.

As this review shows, scholars have produced sone general ideas that
we can build on in devel oping theories of |eadership in socia
nmovenents: Leaders operate within structures, and they both influence
and are influenced by novenent organi zation and environnent. They are
found at different levels, perform ng numerous and varied functions.
Leaders sonetinmes pursue their own interests and maintain

organi zations at the expense of novenent goals, but different

organi zati onal structures produce different types of | eaders,

i ncl udi ng sonme who work to advance novenent goals over their own
interests. Different types of |eaders may doninate at different

st ages of novenent devel opnent and sonetines conme into conflict with
one anot her.

To get beyond these general ideas about |eadership, we need to
address the difference that | eadership makes for specific processes
and issues. In the follow ng sections, we attenpt to outline sonme new
directions for the study of novenent |eadership by show ng how
| eadership is dependent on structural conditions and how | eaders
matters to the energence, organi zation, strategy, and outcomes of

soci al nopvenents.

SOCl AL COVPQSI TI ON OF LEADERSHI P
Leaders of social novenents are not a representative assortnment

of individuals randomy chosen fromthe populations they lead. V. I.



Lenin, Mahatma Gandhi, Martin Luther King, Jr., and Betty Friedan were
| eaders of very different types of social novenents, yet they al
enjoyed at | east mddle class status and were highly educated. Socia
nmovenent | eaders tend to cone fromthe educated niddl e and upper

cl asses, are disproportionately male, and usually share the race or
ethnicity of their supporters (see Brinton 1952; Flacks 1971
Qberschal | 1973). Although this assertion is based mainly on research
i n devel oped Western countries, studies of novenent and revol utionary
| eaders in poor and non-Wstern countries al so suggest that a majority
either cone fromthe mddl e and upper classes or have nore education
than their followers (see Rejai and Phillips 1988; Veltneyer and
Petras 2002). Here we seek to understand why this nonrepresentative
quality of novenent | eaders seens to be the rule rather than the
exception and what inplications the social conposition of |eadership
has for social novenents.

It is obvious that privil eged class backgrounds provide | eaders
wi th financial resources, flexible schedules and social contacts often
unavail able to the rank and file. These resources are inportant
because social novenents often chanmpion the interests of resource-poor
groups. However, we believe that educational capital is the key
resource that social novenent |eaders derive fromtheir privileged
backgrounds. To be successful, social novenments require that a nyriad
of intellectual tasks be perfornmed extrenely well. A host of soci al
nmovenent activities—fram ng grievances and formul ating ideol ogi es,
debating, interfacing with nedia, witing, orating, devising
strategies and tactics, creatively synthesizing information gl eaned

fromlocal, national and international venues, dialoguing with



internal and external elites, inprovising and i nnovati ng, devel opi ng
rationales for coalition building and channeling enoti ons—are
primarily intellectual tasks. The manipul ati on of | anguage and ot her
synmbols is central to these tasks. Formal education, especially at the
university level, is the main avenue through which people acquire
advanced reading, witing, speaking and analytic skills, and coll eges
and universities are settings in which many individuals absorb new
ideas fromdifferent cultures.

These educational skills enabled Gandhi to devel op a weapon for
the weak when he fornul ated the strategy of nonviolent direct action.
They were evident in the artistry of King’s “I Have a Dreani speech,
in which he linked the aspirations of the civil rights novenent to
those enshrined in the |arger Anerican culture. They were apparent in
Friedan’s The Fem ni ne Mystique, which gave voice to wonen suffering
from*“the problemthat has no nanme.” They shone through in Phyllis
Schlafly’s debating skills, which helped to defeat the Equal Ri ghts
Amendnent (Mansbridge 1986). Because we agree with Jasper (1997) that
soci al novenents are characterized by creativity, artful
experinentation and inprovisation, we argue that educated individuals
often | and | eadership positions because they are best suited to design
and preside over social novenents tasks.

Soci al novenents spend a great deal of tine nobilizing,
orchestrating and dissecting the collective action of social groups.
St udi es show that contenporary social novenent |eaders tend to mmajor
in the social sciences, humanities, and arts (e.g., Keniston 1968;
McAdam 1988; Zald and McCarthy 1987; Pinard and Ham | ton 1989). CQur

view is that these fields of study are highly relevant to novenent
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| eaders because they constitute a “science of human action” that

i nparts novenent appropriate skills. Many activists |learn rel evant
values fromtheir parents (cf. Lipset 1972; Kl atch 1999), which are
then reinforced by the experiences and skills gai ned through
educati on.

This does not nean that all novenent |eaders hail fromthe
privileged classes or receive higher educations, which are nore common
in post-World War |1l Europe and North America than in earlier tines
and in | ess devel oped countries. Nor are |leaders fromprivileged
cl asses necessarily the best | eaders for all types of novenents.

I ndeed, | eaders who energe from poor and working-class communities are
likely to share the interests of their class and to enjoy advant ages
in nobilizing their social bases that outsiders lack. Yet, we believe
that even for those who cone fromworking and | ower cl asses,
educational capital is crucial. 1In a study of leadership in the
Brazilian rural |andl ess workers’ novenent, Veltnmeyer and Petras
(2002) found that a high proportion of |eaders of a new wave of rural
activismdiffered from| eaders of previous waves of activismin that
they had peasant origins rather than comng fromthe urban m ddle

cl asses. Nevertheless, a large proportion of these | eaders were well
educated and commtted to continuing education, an asset that, along
with their ties to the rural poor, was key to the |eaders’ ability to
carry out successful strategies.

Access to educational capital is a product of both agency and
structure. Leaders can advance poor people’s novenents through their
comm tment to education for thenselves and their followers. Thus,

Mal col m X was renowned for transformng his jail cell into a



“university” and developing the intellectual capital that enabled him
to win debates with university-trai ned scholars. Leaders w thout nuch
formal education tend to have grown up in “novenent famlies” or to be
exposed to nmovenent experiences by significant others, enabling them
to acquire skills and know edge regardi ng organi zi ng and | eadershi p.
Movenent s that organi ze poor and uneducated peopl e can devel op

organi zing talents anong their constituents when they create
educational forunms such as the citizenship schools of the civil rights
nmovenent . Al t hough the educational capital needed by social novenent
| eaders is nore accessible for nmenbers of privileged classes and is
generally acquired through formal education, it can al so be taught by
nmovenent s and absorbed through hands-on experi ence.

Large-scale structural trends and the characteristics of
institutions also affect access to educational capital and | eadership
For exanpl e, urban black mnisters becane | eaders of the Anerican
civil rights novenent after econoni c changes and subsequent
ur bani zati on produced a particular type of black mnister who was
educated and bl ack churches with sufficient resources to support
i ndependent mnisters. Large-scale entry of wonmen into universities
after World War 1l increased their presence in social novenents such
as the student and anti-war novenents, and nany wonen becane fem ni st
| eaders after participating in small groups to di scuss new i deas about
wonen’s |iberation in the universities and novenents of the sixties.
As we argue bel ow, many social novenent | eaders acquire | eadership
positions because of their prior |eadership roles and skills acquired
inthe institutions of chall enging groups.

CGender and Leadership

1



The degree of gender inequality in the community of a chall engi ng
group is one of the nmain determ nants of gender inequality in top
| evel s of |eadership in social novenents. As a result of gender
inequalities at the institutional level, the top levels of socia
nmovenent | eadership have often had a nale face, with wonen gai ni ng
access to | eadership and status through their relationships with nen.
At the outset of the civil rights novenent, for exanple, over ninety
ni ne percent of the pastors in black churches were nen and that office
was one of the primary routes to social novenent |eadership. 1In the
Anerican New Left, women achi eved status as the wives or |overs of
inportant mal e | eaders (Rosen 2000:120). In revolutionary novenents,
the few “major female revolutionary | eaders..all acquired a | eadership
mantl e from martyred husbands or fathers” (Goldstone 2001: 159).

Al t hough nmen have donminated the top | eadershi p positions in many
nmovenents, recent work on gender and | eadership shows that socia
nmovenent | eadership is a conpl ex phenonenon consisting of nmultiple
| ayers (Am nzade et al. 2001; Gol dstone 2001; Jones 1993; Robnett
1997; Taylor 1999). W thout doubt, wonen participate widely in social
nmovenents and play crucial roles in their activities and outcones.
Robnett (1997) and Jones (1993) denonstrate that wonmen were heavily
i nvol ved in secondary | eadership roles even when they were not
involved in the top layers of civil rights novenent |eadership.

Robnett argues that wonen often function in the role of “bridge
| eader,” which she defines as “an internedi ate | ayer of | eadership,
whose task includes bridging potential constituents and adherents, as
well as potential fornmal |eaders to the novenent” (1997:191). Such

| eaders al so performthe bul k of a novenent’s enotional work and may
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pl ay dom nant roles during periods of crisis and spontaneity. 1In a
simlar argunent, Jones (1993:119) maintains that wonen usually engage
in | eadership activities that establish netwrks and cenent forna
ties because of their skills associated with famly life and famly-
li ke synbols. Robnett and Jones concur that wonen are usually
excluded fromthe top fornal |eadership positions of SMds, and both
tend to view such positions as being occupi ed by spokespersons of
nmovenents. These schol ars have pushed us to broaden our conception of
nmovenent | eadership by not limting |leadership to activities

associ ated with formal roles and masculine activities.

VWhile we welcome this corrective, we worry that this |ine of
analysis could lead to an overly broad definition of |eadership and to
negl ect of power dynami cs in novenent |eadership. |n recognizing that
| eadership is involved in many organi zing activities, and that wonen
have been critical to social novenents, we do not want to equate al
active participation in social nmovenents with | eadership. O ganizers
who create strategy, develop projects, frane issues, or inspire
participation are clearly a type of |eader. But other participants in
organi zi ng projects, who carry out tasks such as fundraising and
canvassing (and may be called “organi zers” within novenents), should
not automatically be considered | eaders if we want to retain any
anal ytic neaning for the concept of |eadership. Mreover, we need to
be aware that there is a vertical ordering of |eadership in nost
soci al novenents. Wen wonen are excluded fromtop positions they are
separated from a consi derabl e anmount of power w el ded by top novenent
| eaders.

We are skeptical of argunents that collapse the distinction
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bet ween formal | eadershi p and novenent spokespersons for two different
reasons. On the one hand, formal novenent |eaders |ike Lenin, Gandhi
King, Castro, Mao and Nyerere were no nmere novenent spokespersons;
they set novenent goals, deternined strategies and tactics, and shaped
outconmes (Am nzade et al. 2001). On the other hand, sonme novenent
“spokespersons” may be individuals who put thenselves forward or are
sel ected by the mass nedia as “stars” but are not accountabl e | eaders
at all (cf. Freeman 1975:120; Gtlin 1980).

I nside and Qutside Leaders

The social conposition of top | eadership positions is inportant
because | eaders with different backgrounds and experiences nake
different strategic choices, which influence novenent success.
Al t hough nmenbers of chal |l engi ng groups usually provide the majority of
| eaders for their novenents, it is not unusual for nenbers of
privileged outside groups to function in |eadership positions within
nmovenent s of oppressed groups. For exanple, many |l eaders in the anti-
sl avery novenent and sone in the early civil rights novenent were
white (see Marx and Useem 1971). Research has shown that a mi x of
i nsi de and outside | eaders brings both advantages and di sadvantages to
soci al novenent |eadership. |In terns of advantages, privileged
outsiders often bring fresh viewpoints, social contacts, skills, and
attention to the | eadership circle that woul d be unavail abl e
ot herwi se. Such | eaders can increase the options open to novenent
| eaders and enrich deliberations that serve as the basis for inportant
deci si on- maki ng (Marx and Useem 1971; Ganz 2000).

Leaders from outside the chall enging group can al so bring a host

of problens to the | eadership table. In a conparison of majority



i nvol verrent in three very different novenents, Marx and Useem (1971)
found that m xed | eadership teans tend to generate conflicts based on
i deol ogi cal disagreenents, prejudices and hostilities toward the
chal | engi ng group held by outsiders, differential skill Ievels that
enabl e outsiders to occupy a disproportionate nunber of |eadership
positions, and |l atent tensions that becone highly visible over the
course of a novenent. Marx and Useem conclude that such conflicts are
to be expected given the structural and cultural pressures inherent in
i nsider/outsider interactions. Later, we will return to how the
i nsi der/outsider |eadership dynanic can affect novenent outcones.

In sum the conposition of social novenent |eadership matters
because it affects access to | eadership skills that are crucial to
| eadership success. Those skills are often acquired through form
educati on and t hrough know edge gained in comrunity institutions and
prior novenment experience. |In the follow ng sections, we | ook at the
role of different types of |eaders in novenent energence, strategy,

and out cones.

LEADERSH P AND MOVEMENT EMERGENCE

Research has identified key ingredients for the energence of
soci al novenents, including political and cultural opportunities,
organi zati onal bases, nmaterial and human resources, precipitating
events, threats, grievances, and collective action franes. Although
it is doubtful that even the nost skilled | eaders could nobilize
nmovenents in the absence of at |east sonme of these factors, |eaders
make a difference in converting potential conditions for nobilization

into actual social novenments. At the sane tinme, structural conditions
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af fect the energence and effectiveness of |eaders. W need to exam ne
how | eadership interacts with other influences on novenent energence
by | ooking at how | eaders energe in particular cultural and political
contexts and what |eaders do to neet the chall enges of nobilization.

Cultural and Political Contexts of Leadership

Qberschal | (1973) suggests that potential |eaders are al nost
al ways avail able, but their emergence depends on political
opportunities. He argues that |eadership skills “have to be |earned
t hrough education and the trial and error experience of activists as
the novenent unfolds” (1973:158). However, political opportunities
are often mssed, and | eaders play an inportant role in recogni zi ng
and acting on opportunities (Banaszak 1996; Gol dstone 2001). |If the
energence of novenents requires that political |eaders recognize
structural opportunities, it follows that pre-existing organi zational
and cultural contexts are critical to the energence of both |eaders
and novenents. The types of pre-existing bases vary, however,
dependi ng on the type of social novenent.

Morris and Braine (2001: 34-37) distinguish three types of
movenents: “liberation novenents” are popul ated by nmenbers of
oppressed groups, who draw on the infrastructure of their oppositiona
culture; “equality-based special issue novenents” address specific
i ssues that affect particular oppressed groups; and “soci al
responsi bility” novenents challenge certain conditions that affect the
general population. In a liberation nmovenent such as the civil rights
movenent, the black churches were a primary source of novenent
| eadership and the participatory tradition and cultural forns of the

Church were the backbone of the civil rights novenent. 1In a special
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i ssue novenent |ike the abortion rights novenent, |eaders energed from
exi sting social novenents, including the population and famly

pl anni ng novenents as well as the wonen’s novenent, and they were

i nfl uenced by the structures and tactics of these novenents

(St aggenborg 1991).

Social responsibility novenents, in contrast to the other two
types, may |lack such pre-existing organi zati onal and structura
foundations. “Suddenly inposed grievances” (Walsh 1981), including
personal tragedies as well as events such as nucl ear accidents and oi
spills, may notivate new | eaders. For exanple, the anti-drinking and
driving novenent took off in the early 1980s in the United States with
the founding of Mdthers Against Drunk Drivers (MADD) by Candy Lightner
after her daughter was killed by a drunk driver. Wereas earlier
attenpts to raise awareness of drunk driving had attracted little
public attention, Lightner’'s |eadership clearly nade a difference.
Despite her |ack of nmovenent experience, Lightner nade effective use
of the mass nedi a, invoking notherhood and victins’ rights in her
fram ng of the problemand spurring the novenent with her noral
outrage. However, as Reinarnman (1988) argues, the cultural and
political contexts of the novenent were also critical. The crusade
thrived in the conservative political context of the 1980s because
| eaders used the frane of the “killer drunk” and the need for
i ndi vi dual responsibility, which resonated with the “just say no”
et hos of the Reagan era.

When novenents are based on a history of oppression or inequality
that generates indigenous institutions and prior social novenents,

| eaders often enmerge from pre-existing organi zations and institutions.
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When precipitating events create suddenly inposed grievances for

i ndi vidual s and communi ties, |eaders who |ack such backgrounds nmay be
nore likely to energe, but their success is neverthel ess affected by
the political and cultural contexts in which they find thenselves.

Wt hout doubt, |eaders develop their skills in the process of
organi zi ng novenents and sonme have no prior experience. However, many
bring political and cultural traditions and skills | earned in previous
soci al novenents, organizations, or institutions to their novenent

| eader shi p.

Leadershi p and the Chall enges of Mbobilization

Soci al novenent anal ysts have argued that political opportunities
such as the presence of allies and divisions anbng elites encourage
nmovenent nobilizati on because they persuade activists there is a
realistic chance for success (see McAdam 1982; McAdam MCarthy and
Zal d 1996; Tarrow 1998). However, pre-existing opportunities, like
grievances, do not by thensel ves convince people to organize and join
nmovenents; | eaders play an inportant role in recognizing and
interpreting opportunities. Ownng to a |ack of skilled | eadershinp,
opportunities nmay be mssed or, alternatively, nobilization my be
attenpt ed under unfavorable conditions (see Gol dstone 2001)-al t hough
| eaders and novenents might also help to create political and cultura
opportunities.

To understand how | eadership affects nobilization, we need to
exam ne the interactive relationshi ps anong vari ous types of |eaders
and novenent participants. Leaders do not sinply create novenents by
enthralling followers; rather, the early stages of a novenent are

typically an “orgy of participation and of talk” in which participants



share stories, socially construct neaning, and explore new ideas
(Gberschal | 1973:174; Couto 1993; Gspina and Schall 2001). To
nmobi l i ze novenents out of these early interactions, |eaders offer
frames, tactics, and organi zati onal vehicles that allow participants
to actively construct a collective identity and participate in
collective action at various levels. |In doing so, |eaders rely not
only on their personal attractiveness and abilities, but also on
previ ous experiences, cultural traditions, gender norns, socia
networks, and fam liar organizing forns. Insofar as nen have
traditionally occupied positions of authority and domi nated m xed-sex
i nteractions, the gendered character of |eadership in many novenents
i's not surprising.

In the early civil rights novenent, for exanple, |eaders drew on
the participatory tradition, nmusic, narratives, and religious
doctrines of the black church to build commtnent to the novenent and
to introduce the strategy of nonviolent protest. King and other
m ni sters who becane the formal |eaders of the civil rights novenent
used the resources and organi zati onal nodel of the black church to
create both “local novenent centers” and the Southern Christian
Leadershi p Conference (SCLC), which linked |ocal organizations to the
| arger nmovenent (Morris 1984). This church-based nodel of
organi zation, and the gender assunptions of male mnisters, excluded
wonen from formal | eadership positions. Nevertheless, it allowed for
numerous tiers of participation fromcomunity nenbers, and nany wonen
who were previously active in churches and in comrunity organi zati ons
becane informal | eaders who connected other nmenbers of the conmunity

to the novenent (Barnett 1993; Robnett 1997). Wen bl ack students
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organi zed the Student Nonviolent Organizing Conmttee (SNCC), Ella
Baker, an influential |eader who had been excluded from formal power,
urged the students to remain i ndependent of the SCLC and to create the
ki nd of decentralized structure that enabled wonen to becone | eaders
within SNCC and that attracted a variety of participants to the

organi zation. Later, when SNCC s ideol ogy changed and the structure
becane nore hierarchical, “the disintegration of the bridging tier” of
| eadership was at | east partly responsible for nobilizing problens
(Robnett 1997: 200-201).

As the exanple of the civil rights novenent shows, cultural and
political contexts and organi zational structures affect the energence
of | eaders and novenents. At the sane tine, effective |leaders play a
critical role in nobilizing novenents by engagi ng potenti al
partici pants in discussions about novenent ideas and strategies and
creating organizations in which participants becone invol ved and new

| eaders and strategi es energe.

AGENCY AND STRUCTURE | N MOVEMENT ORGANI ZATI ON AND STRATEGY

Over the course of a social novenent, |eaders continue to
i nfl uence novenents by setting goals and devel opi ng strategies,
creating novenent organi zations and shaping their structures, and
forgi ng connections anong activists, organi zations, and |evels of
action. Because organi zational structures and networks affect access
to | eaders, one of the key problens for novenents is to organize in
ways that facilitate the devel opnment of |eadership.

Ganz (2000:1016-1018) identifies several features of

organi zations that generate effective | eaders and increase their



“strategic capacity”: First, organizational structures that permt
“regul ar, open, and authoritative deliberation” give | eaders access to
information by creating forunms for discussion anong heterogeneous
partici pants and they notivate | eaders by allowing themthe authority
to act on decisions. Second, “organi zations that nobilize resources
fromnultiple constituencies” give leaders flexibility. Finally,
organi zations that hold | eaders accountable to their constituents are
likely to have | eaders with useful know edge and political skills.
Ganz argues that effective strategy is usually the product of a

“l eadership teant rather than an individual |eader (see also D sney
and Gel b 2000), and that diverse | eadership teans increase strategic
capacity. Teans consisting of both “insiders” with links to
constituencies and “outsiders” with normative or professional
commtnents, of |leaders with strong and weak ties to constituencies,
and | eaders with diverse repertoires of collective action have the
greatest strategic capacity (Ganz 2000: 1015).

As Ganz’'s work denonstrates, anal yses of how | eaders i npact
nmovenent strategi es need to exam ne the ways in which organi zati onal
structures and networks affect the quality of | eadership available to
a novenent. One of the difficulties of the younger branch of the
wonen’ s novenent, for exanple, was that many fenini st groups shunned
| eaders and formal structures out of a desire for participatory
denocracy. As an activist who experienced “the tyranny of
structurel essness,” Jo Freeman (1972) warned fem nists of the
inpossibility of a truly | eaderless, structurel ess group, arguing that
in the absence of a formal structure, an informal structure wll

devel op with unaccountabl e | eaders who are sel ected through friendship
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net wor ks. Freenman advocated experinmenting with structural forns that
encourage naxi mum participation but al so accountability on the part of
activists who are del egated authority and responsibilities.

Since the early years of the wonen’s novenent, fem nist groups
have experinented with structures that allow for both participatory
denocracy and effective and accountabl e | eadership (see Baker 1986;

Di sney and Gel b 2000; CGottfried and Weiss 1994). Brown (1989) argues
that | eadership can be seen as “a set of organizing skills” that need
not be performed by a minority of participants. Non-hierarchical,
“distributed | eadership” is possible when the requirenents of skilled
organi zing are recogni zed and di stributed anong partici pants (231).

Al t hough she recogni zes that “sharing tasks and skills is not an easy
process” and that there are often shortages of skilled participants in
novenent organi zati ons (236), Brown contends that fem nist values in
support of equality and opposed to hierarchy have resulted in
continued attenpts to create organizations in which all participants
| earn | eadership skills.

The notions of | eadership teanms (Ganz 2000), distributed
| eadership (Brown 1989), and bridge | eaders (Robnett 1997) all point
to the inportance of interactions anong participants and networks
within novenents in the exercise of |eadership and organizing skills.
Leaders need to obtain informati on about opportunities, organizationa
forms, and tactics fromone another and from other participants.
Connections anong | eaders create access to a wider repertoire of
strategi es, pronote coordi nati on between national and | ocal
strategi es, and encourage interorgani zati onal cooperation and

coalition work.



In the early civil rights novenment, mnisters who |ed the SCLC in
different cities knew one another through their activismin the bl ack
church, and they shared informati on about how to organi ze boycotts and
other direct action tactics (see Mirris 1984). At the local |evel,
bri dge | eaders connected nenbers of the community to the novenent and
they connected | eaders to one anot her (Robnett 1997; Herda- Rapp 1998).
Her da- Rapp describes the lifelong | eadership of Hattie Kendrick, a
local civil rights | eader who recruited and inspired young activists
to becone novenent |eaders, put new | eaders in contact with one
another and with ol der generations of |eaders, and introduced them*“to
a vast network of national, state and grassroots |eaders” (1998:351).
Such connections anong | evels and generations of |eadership are
critical to novenent strategy. |In her conparison of the wonen’s
suffrage novenents in the United States and Switzerl and, Banaszak
(1996) argues that the American novenent was nore successful because
it made heavier use of effective organi zing techni ques and strategies
than did the Swi ss novenent. Although political opportunities were
simlar in both countries, Banaszak argues, American suffragists
perceived these opportunities and used strategies to exploit them nuch
nmore frequently than did the Swiss suffragists. This superior
strategic capacity was the result of connections between national and
state suffrage | eaders and connecti ons between the Anerican suffrage
nmovenent and ot her novenents such as the abolition and tenperance
nmovenents. For exanple, the Anerican suffrage novenent used paid
organi zers and lecturers to travel the country and organi ze the
nmovenent, a nodel that |eaders such as Susan B. Anthony | earned

through their activismin the tenperance and abolition novenents
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(Banaszak 1996:68). The Swi ss novenent | acked such ties and its
decentralized structure also prevented the diffusion of tactics within
the novenent whereas the National American Wnen's Suffrage

Associ ation put leaders fromdifferent states in contact with one
anot her, helping to spread | ocal innovations.

In addition to influencing organi zati onal nodels and tactics,
connections anong | eaders al so influence interorgani zati onal
cooperation and the formation of coalitions. Cooperation anong
nmovenent organi zations is likely to increase under conditions of
hei ght ened opportunity or threat (Staggenborg 1986; Zald and MCart hy
1980), but | eaders are inportant in recognizing opportunities for
coalition work (Shaffer 2000:114). WMoreover, different types of
| eaders influence the anount and type of coalition work in a novenent.
In a study of environnental coalitions, Shaffer (2000) finds that
prof essi onal | eaders, who are enployed full time by a novenent
organi zation, are nore often involved in coalitions than are vol unteer
| eaders, probably because they have nore tine to cultivate
relationships with other organi zations (123). 1In addition, |eaders
who are nore highly connected to other organizations in the community

and in the novenent are nost likely to build coalitions (118-119).

LEADERS AND THE FRAM NG PROCESS

A now extensive literature on collective action fram ng exan nes
the ways in which social novenent actors define grievances and
construct social reality to notivate collective action (see Benford
and Snow 2000 for a review). As Snow and Benford (1992) have argued,

collective action frames punctuate the seriousness, injustice, and
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immorality of social conditions while attributing blane to concrete
actors and specifying the collective action needed to generate soci al
change. To be effective, SM3s nust engage in highly skilled frane
alignment work to create franes that resonate with the culture and
experi ences of the aggrieved popul ation or other relevant actors (see
Snow et al., 1986).

The fram ng perspective has played an inportant role in revealing
how neani ng- generati ng processes anchored in cultural frameworks
propel collective action. Yet this approach is |imted by its own
blind spots. Like resource nobilization and political process theory,
its analytical focus is slanted toward structural and organi zati onal
factors. The social novenent organization (SMJis depicted as the
maj or actor, framng its activities, goals, and ideology in a manner
congruent with the interests, values, and beliefs of a set of
individuals. In their numerous references to franmers Snow and his
col l eagues refer to them as organi zers, activists, and novenent
speakers. At tinmes they sinply refer to the SMO or the novenent as the
framers. The fewtinmes they refer to framers as |l eaders they fail to
exam ne how novenent |eaders drive the fram ng process. This approach
di scourages analysis of the factors that enable or prevent socia
nmovenent | eaders from being effective agents of the fram ng process.

A second problemis that, in ignoring the role of |eaders,
fram ng anal yses neglect the inportant institutional and socia
contexts of framers. These actors appear to operate in the rarefied
spaces of SMOs, disenbodied fromthe popul ations they wish to | ead
into collective action. SM3s are portrayed as coherent structures

with devel oped franes while potential followers are viewed as cul ture-



bearing individuals operating outside of institutions. W argue that
this one-way directional |ogic truncates anal yses of the fram ng
process, and that these two blind spots divert attention fromthe
central role that institutionally based | eaders play in the fram ng
process.

SMX>s are social structures with a division of |abor in which
| eaders usually determ ne organi zati onal goals and design the
strategies and tactics for reaching those goals. Framng is central
to these key tasks because it identifies both challenging groups and
adversari es and suggests potential allies. Framng specifies the
unj ust conditions that nust be changed and the appropriate strategies
and tactics to achieve the desired ends. Because they often need to
reach nultiple targets, franers nust be skilled in using a variety of
di scourses and identifying a range of thenes appropriate to different
audi ences (cf. Evans 1997; Gerhards and Rucht 1992; Hull 2001; MAdam
1996). Frane disputes, which arise fromthe denmands of different
constituents and targets, nust be carefully nediated (Benford 1993).
An SMOJ s success or failure is related to its ability to neet the
conpl ex demands of fram ng worKk.

Because framng work is so inmportant and fraught with difficulty,
it is the preserve of social novenent | eaders and | eadership teans who
possess the educational capital and necessary skills. D fferent types
of movenents and SMX>s solve fram ng needs in various ways. |n sone
SM3s, | eaders occupy organi zational positions that provide themwth
privil eged access to resources and hi gh-1evel decision-naking,
allowing themto exercise a great deal of agency and a virtua

nmonopol y over the fram ng process. Qher organizations find ways to
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distribute the fram ng work associated with | eadership, as in the case
of many early wonen’s |iberation groups that rotated public speaking
responsi bilities--though not all such arrangenents are successful.
Fol |l owi ng Ganz (2000), we suggest that diverse | eadership teans that
can address a broad range of problens are particularly effective
framers for many novenents. Leaders with close connections to
constituents can produce franes that are credible and salient to
aggri eved popul ations, while outside supporters help reach elite
allies. Some organizations are structured to encourage and devel op
diverse | eadership teans that generate ideas for effective franes.

QO hers rely on charismatic | eaders capabl e of reachi ng diverse

audi ences.

Ef fective | eaders appeal to heterogeneous supporters and enhance
the agency of their supporters as well as their own agency. For
exanple, Martin Luther King nobilized diverse supporters by drawi ng on
a wide variety of thenmes, including not only religious beliefs, but
al so the Gandhi an phil osophy of nonviol ence, denocratic theory, and
pragmati ¢ val ues (McAdam 1996; Platt and Lilley 1994). Supporters
actively interpreted King’s nessages in light of their own situations,
constructing an inclusive collective identity. As Platt and Lilley
(1994) show in their analysis of letters witten to King, his
foll owers were not passive devotees. They were active participants
and | eaders at different |evels of the novenent, and nmany of them
offered strategic advice to King. By looking at the interactions of
followers and | eaders, and the fram ng work of |eaders at nultiple
| evel s of novenents, we go beyond the focus on elite franes that

Benford (1997) identifies as one of the problenms with current fram ng
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anal yses.

Institutions, Leaders, and Fram ng

In addition to exanmi ning the ways in which the interna
structures of SMX>s and novenents affect |eadership and fram ng, we
need to ook at the effects of other institutions and organi zations in
the SMO s environnment. Current fram ng theory does not adequately
explain where the frames, framng skills, and | eaders cone from prior
to SMO devel opnent. Social novenents often enmerge w thin indi genous
institutions and organi zati ons and soci al novenent | eaders often have
prior lives that are deeply inbedded in community institutions. These
institutions contribute a variety of elenents to the | eadership and
fram ng of social novenents: collective action relevant franes; nass
bases of people who share those franes; populations with a collective
identity; safe spaces; solidarity and conm tnent producing rituals;
soci al networks of people inbued with high I evels of trust; and
skilled | eaders who have access to institutionally enbedded frames and
the legitinmacy to set themin notion. In a fornulation resonant with
our approach, Hart (1996) enphasizes that institutions, especially
religi ous ones, can becone central to fram ng because they house
rel evant preexisting franes and | eaders who can utilize themin
fram ng col |l ective action.

The civil rights novenent is a good place to exam ne the |inkage
bet ween soci al novenent | eaders, framng, and institutional context.
A “freedom and justice” frane'' was deeply enbedded in the centra

bl ack institution of the church and the cultural experiences of black
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people. This frame was rooted in the church that energed during
slavery and served as the key institutional framework through which

sl aves fought for freedomand justice. The theology of the black
church, largely expressed through the sernons of preachers, enphasized
the Biblical foundations of freedomand justice and the liberation
rhetoric of great Biblical personalities, including Jesus, Mses and
Anps. The black church is an interactive institution in which the
preacher and congregants cone to share cultural franmes by engaging in
di al ogue during the sernon and participating together in prayers and
nmusi c.

The freedom and justice frame denonstrates that a preexisting
institutional frame of a challenging group may energe as the nmjor
collective action franme of a social novenent. O course, pre-existing
franmes are not inelastic, and | eaders alter themto frame collective
action. To understand this process, we need to shift our analyti cal
focus fromthe alignnent processes of SMX>s and professional novenent
| eaders to institutional and cultural processes of chall engi ng groups.
At this level, one investigates the presence or absence of
historically produced institutional frames and their rel evance to the
production of collective action. |If there exists a mass base of
peopl e who share an institutional frane that is conducive to
collective action, the difficulty of nobilizing | arge nunbers of
peopl e for risky behavior can be reduced considerably. Simlarly,
when peopl e share a common col lective identity as well as an
institutional frame, conditions are favorable for the energence of
soci al novenents. In our exanple, nenbers of the black Christian

community saw t hensel ves as an oppressed group of people who desired



freedomand justice. Institutionally based franmes relevant to the
fram ng of collective action stand a greater chance of being activated
if the institutions that generate them al so provi de safe places where
they can be el aborated and enacted and ritual s through which
solidarity and conm tnent can be created and nai ntai ned anong those
sharing the frane. Because the potential challenging group controlled
it, the black church provided such safe places. It also provided
institutionally derived ritual s—singing, praying and the call and
response dynam c—apabl e of produci ng and sustaining solidarity and
comm tment anong the partici pants.

Earlier we argued that | eaders were the main actors in charge of
nmovenent fram ng processes. |In our formulation, the institutions of
the chal | engi ng groups nmay produce social novenent |eaders who have
the skills and occupy the positions that enable themto frane
movenents. The freedom and justice frame operated in this nmanner
because it was the pastors and preachers who possessed the authority
and | eadership skills to lift this institutional frame for collective
action purposes. The authority and trustworthi ness of the preacher
derived fromthe fact that he and the nenbers of the black church
comrunity were co-producers of the institutional frames and were
enbedded in the same cultural mlieu. Rhetorical skills were central
to the Black preacher for his prestige and charisma were rooted in his
ability to be a virtuoso of | anguage and speaking. As WIlls wote of
the preacher, “the entire discipline of these nen’s |ives issued on
the el oquence they kept refining for pul pit use. The sernon...was an
art formin continual process of refinenent, its practitioners skilled

critics of each other, inprovers of the comopn state of thenes and



tropes” (1994:216). Because of experience, practices, peer criticism
and audi ence feedback, the preacher established hinself as an expert
user of synbol s.

On the eve of the civil rights novenent, the freedom and justice
frame was deeply entrenched in the black religious cormmunity, as were
t housands of preachers who could further refine it to frame collective
action. Thus, before the SCLC and SNCC were forned, the mass-based
Mont gonmery bus boycott could be organi zed and framed as a novenent for
freedomand justice and led by |local mnisters because both the frane
and the |l eaders clustered in the church. The job of the | eaders was
not one of aligning the collective action frane of a SMOw th the
val ues and preferences of individual blacks. Rather, the task was to
adapt a preexisting institutional frame to collective action. W
| abel this process frane lifting because the relevant frame i s chosen
and |ifted froma repertoire of institutional franes by institutional
| eaders who then alter the frane to accommodate col |l ective action and
shape collective action in accordance with the institutionally
enbedded franme (Morris, 2000). This idea of frame lifting differs from
McAdani s (1999) concept of appropriation because the |atter
formul ati on suggests that outside agents seize sites or ideas from
others to use for their own purposes. In contrast, frane lifters are
able to use institutional frames because they are inside agents
enbedded structurally and social psychologically within such franes.

We believe this analysis has general applicability. Although not
all institutions are controlled by chall engi ng groups, many serve as

sources of |eadership and frames.'"Y Many |eaders of the New Left, for

iv
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exanmpl e, were previously student | eaders who absorbed franes critical
of capitalist society in the universities. The ngjority of the

| eaders of the United Farm Workers had been organi zers and | eaders of
nmovenents based in the Catholic Church (Ganz, 2000). They inherited
frames fromthe Catholic Church, which they utilized in their fram ng
activities of the farmworkers novenent. Labor unions and their
frames al so served as prior organi zational and synbolic bases for sone
organi zers who woul d cone to be |eaders in the UFW The nodern’s wonen
nmovenent was possible in part because mlitant suffrage | eaders
continued to keep injustice frames alive within an “elite-sustained”
organi zati on (Rupp and Taylor 1987). W conclude, therefore, that
many soci al novenent franmes are adapted to collective action within
organi zations and institutions and then lifted by |eaders and grafted
onto novenents. These pre-existing organi zations and institutions
play a najor role in produci ng social novenent | eaders who performthe
bul k of fram ng work for novenents.

Fram ng and Mass Medi a

The nedia is a najor channel through which novenents recruit
nmenbers, boost noral e of adherents, and convey their inportance and
nmessages to the public. Fram ng work by both novenents and nedia is
crucial to how novenents are covered and portrayed in the mass nedi a
(Ganson and Wl fsfeld 1993; Gtlin 1980; Mtlotch 1979; Ryan 1991).
Soci al novenent | eaders, as the actors npst centrally engaged in
nmovenent fram ng, devise nedia strategy, make judgnents regarding
i nformati on provided to nedia, conduct press conferences, and are
usual |y sought out by nedia to serve as novenent spokespersons. The

ability of |eaders to convey novenent franes through the mass nedia is
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i nfl uenced by the organi zati onal and ideol ogi cal character of both the
novenent and the nedi a.

News gat hering procedures are highly centralized, and nedia
organi zations |l ook for authoritative sources of information.

Movenents such as the New Left and the wonen’s |iberation novenent,
whi ch are anbival ent about | eadership because they val ue denocracy and
spontaneity, have an extrenely difficult tine conveying their own
frames through the mass nedia. When novenents fail to offer formal
spokespersons, the nmedia typically appoint “leaders,” often seeking
out colorful characters who are not necessarily accountable to
nmovenent organi zations (cf. Gtlin 1980; Tuchman 1978). Because they
can better control their | eaders and nessages, professionalized
novenent organi zations with centralized structures typically have an
advantage in dealing with nedia organi zations. Decentralized

organi zations with ideol ogical objections to centralized |eadership
often have difficulty in fornmulating effective nedia strategi es, and

| eaders who devel op franes nay be repudi ated by other partici pants(see
Ganson, this volune; Gtlin 1980:104-109).

Movenent and nedia frames conpete and often clash, and nedi a
deci sion-nmakers are usually in a superior position to nake their
frames stick. One way novenents generate favorable nedia coverage is
by utilizing a highly visible charismatic | eader, such as Martin
Lut her King, who attracts nedia coverage and conveys novenent franes
to rel evant audi ences. However, the charismatic |eader can | ose
control of media fram ng when the effectiveness of the | eader becones
the focus rather than the activities and goals of the novenent. This

happened on the final canpaign King |led just days before he was



assassi nated when the nedia framed the conflict as an instance of
King's inability to prevent denonstrations from beconi ng viol ent
rather than a battle to enpower poor sanitation workers.

The nmedia nay wi thhold coverage of a novenent because of the |ow
status of novenent participants. |In this case novenent |eaders can
alter their strategy by recruiting nenbers of privileged groups or by
i npl ementing dramatic tactics. Thus, |eaders of the 1964 Freedom
Sumrer canpaign recruited affluent white students to attract nedia
coverage (McAdam 1988). In the 1963 Bi rmi ngham canpai gn, SCLC
recruited young students to confront the dogs and water hoses
unl eashed by social control agents. Wile such innovations may
attract media coverage and enable | eaders to franme novenent nessages,
they can create problens as well. |In particular, novenents may
escal ate their tactics and engage in violence as they are caught up in
the cycle of needing nore and nore flanboyant tactics to attract
coverage (Gtlin 1980).

In short, novenent |eaders are essential to the fram ng process,
but they are constrained by the structures of novenents and their
environnments. W have argued that it is | eaders who share the
di sproportionate burden of fram ng novenents because of their
institutional positions and skills. It is generally their
responsibility to lift frames fromtheir institutional contexts, make
any necessary adjustnents to the frames, and devi se appropriate forns
of collective action and nedia strategies. O ganizational and
institutional structures, in turn, affect the ability of leaders to

performthese tasks.



LEADERSH P AND MOVEMENT OUTCOVES

Soci al novenent theorists have argued that political and econonic
structures determ ne whet her social novenents fail or succeed (e.g.,
McAdam 1982; Tarrow 1998). However, social structures cannot
del i berate, imagine, strategize or engage in decision-naking; hunman
actors, navigating a matrix of social structures, initiate these
activities. Strategic decisions figure pronmnently in determ ning
nmovenent out cones, and social novenent | eaders are the prinary
deci si on-makers within social novenents. Social novenent |eaders
carry out a conplex set of activities that are crucial to outcomes
because, regardless of structural conditions, there exist a variety of
choices to be nade regardi ng these tasks. Because sone choices are
nore effective than others, the quality of the decision-naking process
can determ ne success or failure.

A variety of |eadership types and styles are required to
effectively performthe wide array of tasks inherent to socia
movenents (Am nzade et al. 2001; Gol dstone 2001; Ganz 2000; Robnett
1997). Four ideal types of |eadership tiers often exist within
nmovenents: The first tier consists of | eaders who occupy the top
formal | eadership positions of SMxs. The second tier consists of
those who constitute the inmedi ate | eadership teamof fornal |eaders.
Such | eaders often occupy secondary formal positions within SMds. The
third | eadership tier consists of bridge |eaders. As Col dstone
(2001: 158), building on Robnett, wites, “Bridge |eaders are those
nei ghbor hood and conmunity organi zers who nedi ate between top
| eadership and the vast bulk of followers, turning dreans and grand

plans into on-the-ground realities.” The fourth tier of |eadership



consi sts of those organizers who, in addition to building connections
bet ween nmenbers of a chall engi ng group and hel pi ng t hem devel op
organi zations, also routinely engage in | eadership activity.

These various tiers of |eadership are inportant in producing
different types of novenent outcones. Bridge |eaders and organizers
af fect novenent success through their work within the novenent,
nmobi l i zing the support necessary to carry out collective action
tactics, which result in concrete gains for the novenent (Robnett
1997). The formal |eaders of SM3s are crucial to internal novenent
dynanics and they are inportant in influencing elites outside the
movenent. Successful formal | eaders nmay becone “elite chall engers”
who have connections to elites in other sectors such as politica
parties, unions, and mass nmedia (Schmtt 1989). Leadership teans are
essential in making strategic decisions, and the success of the
nmovenent depends on the creativity, inmagination, and skill of these
| eaders.

Movenents are nore likely to succeed if they attract | eadership
teams with diverse backgrounds, skills and viewpoints. Quality
decisions are likely to energe froma collective of such | eaders who
set the creative process in notion through concerted deliberations and
brai nstorm ng (Ganz, 2000). The civil rights and farm worker
novenents are cases in point. Both had great charismatic | eaders but
the overall genius of their decision making was rooted in the
| eadership teans in which King and Chavez were enbedded. Accounti ng
for King s success, Bennett (1970:32-33) wites, “King had.an
unexcel led ability to pull nen and wonen of diverse viewpoints

together and to keep their eyes focused on the goal .Ki ng..denonstrat ed



.a rare talent for attracting and using the skills and ideas of
brilliant aides and adm nistrators.” Ganz reveals that Chavez was
enbedded in a | eadership team whose nenbers were characterized by
diverse skills, networks, biographical experiences and repertoires of
collective action (2000:1026-27). In both of these novenents diverse
| eadership generated creativity, encouraged innovations, and enhanced
the possibility of success.

A concrete exanple of how the creativity of a | eadership team can
be decisive is provided by the 1963 civil rights canpaign in
Bi rmi ngham Al abama. The strategy in that setting called for massive
direct action to paralyze the city through denonstrati ons, nass
arrests to fill the jails, and an econom ¢ boycott. The nobilization
and depl oynent of thousands of protesters was key; w thout them soci al
order could be maintained and the novenent would fail. At a crucial
stage King and the SCLC were not able to nobilize enough denonstrators
to fill the jails and to create massive disruption. The canpaign
teetered at the brink of defeat. Meanwhile, King's second tier of
| eadership nobilized thousands of youth to engage in denonstrations
(Morris, 1993; Garrow 1986; Branch, 1988; Fairclough, 1987). The
| eadership teamfiercely debated whether young children should be
enpl oyed to face the repression sure to be unl eashed by social contro
agents. During a critical weekend King honored an out-of-town
engagenent only to | earn upon his return that nenbers of his
| eadershi p team had begun i ncludi ng hundreds of youth in
denonstrations while thousands nore were en route. Having little
choi ce, King condoned the strategy. The children filled the jails,

cl ogged public spaces and provoked the use of attack dogs, billy clubs
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and fire hoses, thereby precipitating the crisis needed to win the
struggle. |If leadership had failed to act creatively this camnpaign
coul d have been | ost and the entire novenent may have stall ed.
Because of creative | eadership, the canpai gn was a success and served
as a nodel for additional protests that toppled the Jim Crow regine.
It was the | eadership teamrather than an omi potent and i sol ated
charismatic | eader who nobilized a controversial support group and
made the decision to deploy them

Movenents | ed by | eadership teans conprised of both insiders and
out si ders have the greatest chances of success (Marx and Useem 1971
Ganz, 2000). Leaders who are nenbers of the challenging group are
crucial as they are rooted in the institutional structures and culture
of the novenment group and enjoy legitinmacy given their shared group
nmenber ship and shared fate. Their biographical experiences provide
themwith insights into the notives of the challengers and their
cultural and organi zational resources required for successful
nmobi | i zation. Thus, it was Mexican and Mexican Anmerican | eaders of
the farm workers who decided to test support for a grape strike “by
nmeeting in the hall of Qur Lady of Guadal upe Church in Delano, the
religious center of the cormunity on Septenber 16, Mexican
I ndependence Day” (Ganz 2000:1031). By bringing Mexican history alive
and enpl oyi ng the synbol s and resources of the farmworkers’ religious
community, these indigenous | eaders ignited a social novenent.
Simlarly, King and other civil rights |eaders |aunched boycotts
during the Easter season and engi neered arrests on religious holidays
because of their understandi ng of such synmbolism (Mxrris 1984).

Soci al novenent | eaders drawn from outside of the chall engi ng



group are val uabl e because they may be anchored in social networks

ot herwi se unavailable to the challenging group and they often bring
fresh insights and anal yses to the table fromcultural sources outside
the novenent. Especially relevant are collective action repertoires
outsiders may have | earned from ot her novenents. Thus, the civil

ri ghts novenent drew on | eaders who had been active in the Conmuni st,
| abor and peace novenents. Neverthel ess, outside | eaders often create
probl ens by usurping | eadership positions and creating aninpsity and
j eal ousy, which can lead to disintegration and factionalism (Marx and
Useem 1972; MAdam 1988). Even nore inportant, if outsiders dom nate
the | eadership process they can make poor strategic choices because of
their lack of understanding of the challenging group, |ower |evels of
notivation, and the likelihood that they will not be accountable to
nmovenent constituencies (Ganz, 2000). It appears that novenents that
enpl oy | eaders fromthe outside but make sure that they are not

dom nant nunerically or strategically are likely to have a greater
chance of success.

If creative and innovative | eadership energes froma collective
deci si on- maki ng process, |eaders can only be effective if they are
able to deliberate collectively. The structure and nature of soci al
nmovenent organi zations |largely determ ne whether |eaders are provided
the latitude to function collectively and creatively. Both classica
(M chel s 1959) and contenporary anal ysts (Piven and d oward, 1977,
Schwartz et al. 1981) warn that | eadership in SMX>s can becone
autocratic and obsessed with narrow self interests that may linmt the
chances for novenment success or derail the novenent altogether. Both

bureaucratic and “structurel ess” fornms of organizations tend to stifle



creative | eadership, for opposite reasons. Bureaucratic SMOs
privilege routine decision-naking and seek to avoid the uncertainty
that usually acconpani es nass partici pation and i nnovative tendencies
(Morris 1984). SM>s that seek to avoid structure and hierarchies run
the risk of being anmbushed by back door “invisible” autocratic

| eadership that operates free of accountability structures (Freenman
1972; Hani sch 2001). Neither of these organizational forns pronotes
denocratic, open-ended deliberations, where nunerous options are

pl aced before a collectivity. |In contrast, SM3s that have

del i berative structures that encourage and pronobte imginative and
creative collective decision-making avoid these problens (see Ganz
2000) .

However, no one structure is appropriate for all types of
nmovenents. Sone religious nmovenents, for exanple, succeed under a
charismatic | eader, with organi zational structures that strengthen the
| eader’s charismatic authority. Moreover, mature soci al novenents
usually include multiple organi zations. W argue that a variety of
organi zational forms increase the likelihood of social novenent
success by specializing in different but conplinmentary work. This
dynanmic can lead to a | eadership team of diverse SMO | eaders who
propel the novenent towards its goals through their cooperation and
conpetition. The sane dynan c can degenerate into destructive
conpetition and conflict that |eads to failure. On bal ance, however,
we agree with Ganz (2000) that teans of diverse |eaders anchored in
authoritative organi zational structures that are conducive to open and
critical debate and challenging deliberations are nore likely to

succeed because of the creativity and innovation such | eaders generate



as they execute | eadership activities.

CONCLUSI ONS

This chapter has attenpted to show that social novenent
| eadership natters at all |evels of social novenent activity. W
agree with the enmerging literature on this topic (Robnett 1997;
Am nzade et al. 2001; Col dstone 2001; Barker et al. 2001) that soci al
nmovenent anal ysts need to open up the black box of | eadership and
devel op theories and enpirical investigations of how | eadership
affects the enmergence, dynanm cs and outcones of social novenents.
Soci al novenent | eadership, in our view, is not a residual activity
deducible frompolitical and econom c structures. W fully agree with
political process theorists that a novenent’s structural context
profoundly affects its |eadership by creating opportunities and
constraints that influence what | eaders can and cannot do. At the
sane tinme, our approach to | eadership suggests that |eaders help to
create or undermne political and socioeconomc realities that
i nfluence the trajectories and outconmes of social novenents. Leaders
interpret relevant structural contexts and identify their weaknesses,
strengths and contradi cti ons and nake deci si ons about how they are to
be exploited for novenment purposes. |In our view social novenent
theory should avoid the tendency to view political opportunities as
part of a structure that is always external to social novenents. For
exanpl e, black | eaders had prepared the foundations and devel oped the
connections to exploit the international arena |long before the Cold
War materialized. Because the groundwork had been established, the

| eaders of the civil rights novenent were positioned to take advant age
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of Cold War politics.

McAdam Tarrow, and Tilly (2001) rightly call for the study of
mechani snms and processes that drive contentious politics. Yet they
fail to analyze |l eadership itself as a nechanismor a process or even
as having explicit bearings on the determ nation and outconmes of
contentious politics. W argue that questions about |eadership need to
be central to this agenda: Under what conditions and by what neans
are | eaders able to exploit or change structural conditions? How do
environnental conditions constrain strategi c deci sion-naking, and how
does this change with vari ous novenent outcones? How do different
types of novenents utilize institutionally situated | eaders and how
are | eaders devel oped within novenent organi zati ons? Wat types of
educational forums work to devel op educational capital in deprived
groups? How do | eaders and | eadership teans create effective
strategies and frames? Wat types of organi zational structures are
conduci ve to denocratic | eadership and the agency of participants?
How are connections anong | eaders within and across novenents created
and nai ntai ned? How do these connections affect strategies and
coalitions? How do novenent |eaders becone elite chall engers and how
do their connections to |leaders in governnent and ot her sectors affect
nmovenent goal s, strategies, and outcones? Such questions need
enpirical investigation to devel op our understandi ng of how agency and
structure interact in the dynam cs of social novenents.

Human initiatives and choi ces gui de social novenents. Soci al
nmovenent agency is rooted in these initiatives and choices. Soci al
nmovenent | eaders are the actors whose hands and brains rest

di sproportionately on the throttles of social novenents. Wat they do
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matters and it is the job of social novenent anal ysts to elucidate the
dynani cs and processes that constrain and enabl e the work of soci al

movenment | eaders.



NOTES
1. Owning to space constraints, we do not discuss the |arge
organi zati onal and psychol ogical literature on | eadership, although we
believe that this work is relevant to social novenent theory and it
informs our views in general ways. For instance, organizationa
theorists have stressed the inportance of situational context, the
ways in which | eaders enpower others to |ead, and the dispersal of
| eadership in organi zati ons (see Bryman 1996: 283-284). For recent
reviews of this literature, see R Barker 2001; Brodbeck 2001; de
Vries 2001.
2. At the risk of bias toward contenporary Western novenents, nany of
our exanples are drawn fromthe civil rights novenent because we found
this to be an excellent case for understandi ng | eadershi p dynanics.
3. Influential analyses of framng by the civil rights novenent (Snow
and Benford 1992; Tarrow 1998) have argued that its guiding frame was
one of “rights” and that this frane energed because early bl ack
struggles were waged in courts. The rights frane in this view was
adopted by King and other civil rights |leaders and aligned to the
culture of the Black community. In our view, this account is wong;
the | eaders of the civil rights novenent drew prinmarily on the
“freedom and justice” frane of the black church rather than the
“rights” frame of the courts. It is this frame that one encounters in
the witings, nusic and speeches of the novenent. For exanple, in
King's 1963 “I have a Dreani speech the word “freedoni or “free” is
nmentioned nineteen tines and “justice” nine times. “Rights” is
mentioned three tinmes and not in a promnent nmanner. Simlarly in

1955, at the beginning of the nodern novenent, King declared that the



nmovenment woul d not accept anything | ess than freedom and justice and
that “we are protesting for the birth of justice in the community.”
The freedomfrane is reflected in the nam ng of inportant novenent
canpai gns, events and cultural activities. Thus, there were the
“Freedom Ri des”, “Freedom Summrer”, M ssissippi Freedom Denocratic
Party”, “Freedom Schools” *“Freedom Songs” and the “Chi cago Freedom
Movenent.” Bl ack people resonated to the nessage of fighting for
freedom and justice and the novenent was franed to capture this

t hrust.

4. See Morris (2000) for a discussion of how “agency-| aden”
institutions such the black church, which are controlled by the
potential chall enging group, play an inportant role in providing

institutionally based collective action franes.
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