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Among the sources of tension in American society is a substantial anbiva-
ieﬁce toward conpetition. Anerican children, like those in nost other nodern-
ized societies are given a dual behavioral standard. For mpst social inter-
actions, conpetition is an accepted and even a favored node of behavi or.

In the fam |y, however, unselfish and altruistic behavior is upheld as the
ideal. Thus, the child is expected to learn to adjust his behavior to differ-
ing situations. Careful discrimnation, then, becbneé very inportant in deter-
m ni ng appropriate actfon in any given situation.

There is no society that is perfectly successful in its acculturation
of its children. -Further, no individual is capable of perfect discrimnation.
He cannot apply one standard with perfection outside the famly context, and.
concurrently apply another within. These weaknesses invariably create
probl enms and tensions.

One effort to resolve the problenlinvolves the establishnent of a conmunally
or gani zed socfety. Such a society is noted for its relative absence of in-

di vi dual property rights.. Nhtérial wealth is dispersed equally anmong the
members of the group and properfy is held in coomon. Since all share equally
in group assets, the opportunity for di scri mination anmong indiViduaIs'on t he
basis of wealth is reéuced, if not entirely absent. |

It has been assumed that in the absence of private property and wealth,

i ndi viduals have little incentive to bé conpetitive and that, therefore, greed
sel fi shness and pther negatively valued features associated with conpetition
woul d be greatly aneliorated in a connunal.setting. Hence, the cooperative
behavipr held to be the ideal within the fanmilial order is expanded and applied
to the communal order giving greater consistency to society's ideal patterns

for behavi or.



Experiments with such social arrangements are essentially experinents
with institutional design. The underlying assunption is that with institu-
tionél change, behavioral change will follow. The United States wi tnessed
dozens of these experinents during the first half of the 1800's. Anpbng the
nore famous are Shakers (New York...), Rappites (Pennsylvania), Zoarites

In none of these cases were the institutional arrangenents sustained.
Either the attractions offered by comunal life were not as great as the
percei ved opportunities in the |arger society, or t he organi zati on was

“incapabl e of operating as a viable economic unit. In order to understand
the causes of this type of institutional failure, a close exanination of

one such experiment is highly warranted.

Communal Organi zation of the Mrnons

One of the nmost successful institutions in the world today is the Mrnmon
Church. This organization, officially known as The Church of Jesus Chri st
of Latter-day Saints, has experinented with various nmethods of institutiona
design. Through a gradual process of testing, nodification, abandonnent and

change, the Church has evolved to its present form One of their earl i est
efforts gt institutional innovation involved the devel opnment of a comuna
organi zation in Jackson County, M ssouri; during the years 1831 to 1834.
This effort, like many others throughout America at that time, was destined .
to fail. To understand the. reasons fok-this failure it is useful to turn
to an exami nation of the analytical franemork_derived fromthe logic of
conmon pool resources.

Logic of the Commonst

A common pool resource is set apart by certain defining characteristics.

First, ownership of the resource is held in common by the comunity of users.



Secondﬁ each user has independent rights'of access to that resource. And
third, voluntary agreement for cooperation is necessary for any project re-
quiring joint action or community participation.<

Each individual drawi ng upon the conmon: pool resource is expected to
attenpt to maxinize private benefits and mninim ze private costs. The benéfits
of resource utilization are directly realized by the individual, but, because
ownership of the resource is dispersed anong the conmunity of users, the
costs suffered in resource depletion are also dispersed. In adopting maxi -
m zing strategies, then, the individual user need not take into account the
entire costs of his actions, but only that small fraction of the costs which
he must bear directly. If the dFTvéte'benefits of an action exceed the benefit
costs, he is logically conpelled to engage in that action - to maximn ze his
take and to ignore any spillover costs to the community.
| When denmand upon the resource begins to exceed the supply, the situation
begins to generate tragedy. Every individual seeking to maxim ze his gain
foll ows the same | ogic, conpetipion for the resource results, and spillover
costs are largely-ignored. Detrinental inpacts upon the resource are over-
| ooked and depletion of its quality and/or quantity accel erates. When the
commons becones overl oaded, eventual ruin is likely to be the outcome.

In the tragedy of t he comons, predictions of individual behavior expoée
the inherent problenms. Already nmentioned is the overt and w despread di s-
regard for the high social costs and resource depletion incurred by individual
maxi m zi ng actions. In addition, problens arise mhenéver vol unt ary coopera-
tion for joint action is the only means of generating possible collective
benef;ts. Only if the entire conmunity of users participates and foll ows
the.rule of willing consent will each user share equally in the costs of the
endeavor. |f individuals are able to withdraw cooperation, sone will surely

do so. Such strategies would enable an individual to reap the benefits of



the collective action without paying any of the costs. Fewusers will be
willing to pay the resulting disproportionately high costs which nmay easily
exceed any anticipated personal benefits. Mst users will therefore mani -

fest a distinct feluctance to joint in any efforts requir]ng vol untary
coopration only.

In the absence of equitably regulated utilization, conpetition for a
resource may eventually lead to the domi nation of one user or group of users
over the renmminder of the comunity. This constitutes another possible
hi gh social cost to the comunity and a potential conpetitive advantage
to a few |

It is possible to overcone these problems. Comunities may appeal to
an already existing publicfnahagenent agency to in&orporate the common pool managenent
into its realmof jurisdiction. If no such agency exists, or it proves.

i ncapabl e or proper managenent, the conmunity may attenpt to devise a new
agency.

The efficiency of the nanaging'agency is directly related to several factors.
First, the agency nust have access to accurate technical information. It
must be familiar with the patterns of resource use, with the condition of
the resource, and with local and national markets. Second, the relative
size of the agency directly affects the costs of making decisions. An
agency whi ch has a high percentage of Fonnunity participation will tend to
be slow in reaching agreenent and maki ng decisions: whereas, an agency with
relatively small participation will tend to nininizé the tine and energy
expended in the decision process. A small agency, however, has a greater
potential for generating disproportionatefy hi gh costs to those who may be
di sadvant aged by the adopted politics but lack a vote. Third, the nembers
of the agency need to be provided mﬂth_effectiVe'incentives to manage the

commons in the best interest of the comunity at large. And fourth, the

Ty



agency must have some nmeans of enforcing its stipulations.

The Law of Consecration and Stewar dships

Joseph Snith established the Mormon Church in 1830. |nmediately after
its conception the Church began to flourish and attract new converts at a
substantially rapid rate. The expandi ng menmbership quickly created a
potentially independent society. The newy fornmed group needed a cohesive
socializing force which would aid in assinilating new nmenbers and perpetuate
a discrete identity; the nministry of the church required a source of support;
and funds had to be provided for church projects. This gave Joseph Snith
the opportunity and incentive to conbine the church's practical needs with

a Utopian idealismin synthesizing a new Christian society.

It is likelLy that t he variety of experinents in conmunal living preval ent
at the time influenced Snith's idealism Initial stinmulus for his eventua
organizatiohél pl an seems to have derived froma visit he made to Mentor,

Ohi o ﬁhere-he preached to and converted some menbers of the "Morley Faml)u;
“including its |eader Jacob Mrley.

Thi s conmunal group was attenpting to.Iive by a rule which required.the
conpl ete sharing of all goods and possessions. Accdrding to an account given
by a contenporary chﬁrch member, the family was "going to destruction very
fast as to tenporal things (because) fhey woul d take each other's clothes
and other property and use it w thout |eave, which brought .on confusion and
di sappoi ntnent."® Seeing this state of.confusion whi ch pl agued the "Morley

Famly," Smith instructed themto abandon their attenpt, and instead endeavor

to live by the nmore perfect law of the Lord. These instructions necessitated



an explication of this higher law, which Smith providea on February 9, 1831
in, as he terned it, arevelation fromGod. The body of the revelation
outlined what becane known as the Law of Consecration and Stewardships.
The fundanmental prem se of this |lawwas that everything belongs to the
Lord and that men-are nerely "stewards" over their earthly possessions.4
Di ssol ution of private property, and.nanagénent of stewardships in harnong with religious
i nperatives follow fromthe prenise. MWhen applied to social organization
the result was an initial establishnent of relative equality, and ideally,
a perpetuation of that equality. The Mornmons who attenpted to organi ze
themsel ves in conpliance with the law called their society The Order of
St ewar dshi ps.
Upon entering the Order of Stewardships, nmenmbers of the Mornon Church
were required to "consecrate" to the Lord via the Bishop, all their proper-
ties and possessions, both in kind and |iquid, both real and personal.6
The Bishop then reciprocated by alotting each famly head a stewardship,
whi ch included many of the initially consecrated itens such as cl othing,
furniture, a bui[ding ot within the community, and sone formof an "in-
heritance." The "inheritance" was a neans by which a fam |y could make a
living. It mght have conprised a farm a workship, a store or a factory.
The size of the stewardship varied fromfamly to famly. Apportionnent of
naterial goods and the allocation of inheritances was based upon relative
rat her than absol ute eduality. The Law defined equality according to the
size of a famly, its circunstances, and itS "just wants and needs."™’ It
therefore allowed for inequalities in individual résponsibilities and i n-

di vi dual control in managenment of enterprises.



After the initial allocation of a stewardship, the Church ceased to
exercise - - - control over its operation. The society thereby tried to
allow for a measure of free enterprise and capitalistic conpetition. The
mar ket system of supply and demand was adopted as a means of distributing
resources and their costs. I nheritances were deeded to the individua
steward, and he was accountable only to G‘od.g EVen if the individual was

Iexconnunicated or voluntarily withdrew fromthe Order, his ownership of

the inheritance was absol ute. (However, all other properties that were
initially or subsequently consecrated renained in church ownership.¥).
Conpetition was therefore not entirely absent. hHomevér, its potentiai was sub-
stantially danpened by a further provision of the Law of Consecration and

St ewar dshi p.

By requiring an annual socialization of surpluses,/the Order hoped to
provi de a mechani smby which the initial equalization of material wealth
could be mai ntai ned. Each year, the fam |y heads or stewards were required
to make an account of the year's production to the Bishop. Surplus incones,
above that which constituted a famly's just wants and needs, -were to be
consecrated to the Order, and held in the Bishop's Storehouse for further

di stribution. "

it

These surpluses were to be used in the support of w dows,
or phans, the poor, and any who failed to produce enough for thenselves
The support of.the public mnistry, as well as paynments on church expend-

itures such as publications, buildings, and land acquisitions were to be

supplied by the surpluses. Any additional surpluses could be used by st ewar ds
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who wi shed to expand or inprove upon their expenditures.
I ndi vidual participation in the Order and cooperation with the mandates

of the Law was essentially voluntary. In fact, the entire outline of the



Law of Consecration and Stewardship was noticeably |acking in coercive
control . Any nenber of phe Mor non Church was free to join the Order of

St ewar dshi ps. Each new nmenmber was free to determi ne the extent of his
initial consecration. And each steward was free to annually consecrate
as nuch or as little as he desired. These freedons rendered the O der
susceptible to the econom c problens associated with managi ng common. pool
resour ces.

The first attenpt to establish the Order was a quick and utter failure.
Several famlies fromColesville, NewYork, mgrated to Thonpson, ©hio, and
there established the Order in May of 1831. Each famly head consecrated
their bel ongi ngs and possessions in order to procure lands. One particularly
weal t hy menmber, Leman Copley, contributed 1,000 acres of farmland. But
before the community had been in Thonpson for two nonths, Copley and perhaps
one or two other wealthy nmenbers abruptly turned agai nst the Mdrnons and
wi t hdrew their consecrated | ands. The exact cause of this defection is not
known, but the result was conplete disruption of the Order. The project
was abandoned and the nembers were instructed by Smith to nove to Jackson

. County, M ssouri

The town of Independeﬁce in Jackson County became the focal point for
the gathering of the church nenbership. In another revel ation Joseph Snith
identified it as "Zion," the centerplace of God's people and their church. @
Various other revelations instructed the people to gather in Zion, ' to
prosper and flourish, and to build the kingdomof God.15 Here they were to
establish the Order of Stewardships. The Mornmons responded enthusiastically

to these commandnents and qui ckly began to inmmgrate to Zion.



Tappi ng the Conmon Pool

Fromits beginning, the Mdrnon Church has been actively involved in
prosel ytizing and converting new menbers. Each new convert was a potential,
and eager, innigrént to Zion. This precipitated a flux of inmmgration,
larger and nore rapid than was anticipated by church | eaders.

Imm gration to Zion was open and no one was refused adnittance to the
O der upon arrival in Jackson County. For the potential immgrants the
benefits of close association with other Mornons, and especially the benefits
of receiving a stewardship, outweighed costs of noving to Zion. Obviously,

t he poorer members could inprove their econonmic situation by joining the
Order. Soon, demand for a place in the Order of Stewardships began to-
exceed supply.

Each new fanmly was supplied with an inheritance and a buil ding
lot within the cormunity. Lands had to be bought, houses built, and mer -
cantile goods provided. These required tinme and noney to obtain and neither
were in sufficient supply. The problemwas compounded by the arrival of
i ncreasi ng nunbers of famlies wi t hout possessions. Some were utterly destitute.,

The church | eadership nade an attenpt to regulate the over-rapid inmgra-
tion. In another revelation, and again in the church newspaper church
menbers abroad were instructed to gather "not in haste, nor by flight."

They were to make advance preparations_by notifying church officials of their
desire to move to Jackson County, and by sending noney ahead to buy | and
They were then to nove to Kirtland, Chio to await permission to join the
Order in Zion. . Conpliance with these regul ations, homevér, was essentially
vol untary as those who arrived wi thout having made advance preparations were
not turned away. One Mor non Iafer refl ected upon the problemand said that

"the church got crazy to go up to Zion, as it was then called. The rich
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were afraid to send up their nmoney to purchase |ands, and the poor crowded
up in nunbers, without having any places provided, contrary to the advice
of the bishop and others."?'®

As "the poor crowded up in nunbers" they became the dom nant exploiters
of the commons. In attenpting to provide stemardships fof the influx of
poor fam lies, the Bishop was forced to draw heavily on the Order's linmted
resources. The prospect of forfeiting material well-being to accommbdate
such a large proportion of poor deterred migration of wealthier Mrnons
abr oad. -

‘The benefits of receiving a stewardship so greatly outwei ghed the per-
sonal costs incurred by mgration, that the poor had little incentive to
conply with the regul ations for advance preparation. Each inm grant could
al so ignore the high costs his arrival fnflicted upon the Order, because
those costs were paid by the entire group out of consecrated funds.

In July of 1833 the church newspaper printed the follow ng:

"For as yet, there has not been enough consecrated to plant the
poor in inheritances according to the regulation of the church,

and the desire of the faithful. . ..This m ght have been done, had
such as had property been prudent. It seens as though a notion
was prevalent. . .that the church of Christ was a commobn stock

concern. This ought not so to be, for it is not the case. When
a disciple conmes to Zion for an inheritance, it is his duty, if
he has anything to consecrate to the Lord, for the benefit of
the poor and the needy, or to purchase |lands, to consecrate it
according to the law of the Lord."?®® :

Because of the |arge percentage of poor the size of stewardships dim nished
along wi th opportunities for econonic growh and expansion. Attenpts to
curb the influx of the poor and to encourage inm gration of the well-to-do

were prolific but ineffective: the poor -continued to cone.
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Consecrations and Stewardships

"...every man must be his own judge, how much he should receive and
how much he should suffer to remain in the hands of the bishop."?°

These are the words of Joseph Smith spoken in reference to the con-
secrations made by each new nenber of the Craér-of_Stemardships. When a
famly desired to enter the Order, they consecrated their possessions to
Bi shop Partridge, overseer of the Order, and consequently received fromhim
a stewardship. Mst consecrated itens were "loaned" back to the fanmly as
part of their stewardship. Surplus from consecrations was kept for redis-
tribution. The Church | eadership expected that in many cases the consecra-
tions woul d substantially exceed the allotted stewardship, for in other
cases the consecrations were expected to be |ess.

Wth every man as his OWE. judge, Bishop Partr}dge had little, if any,
control over the size of consecrations he received. The existing nmemnbers
of the Order had Iittle_control over incomng nmembers, the goods they supplied
or the denmands they nade, ot her than”by appeal s for voluntary cooperation in

consecrati ons.

"A bal ance or equilibrium of power, between the bishop and the people"211
was Smith's goal. Ideally, then, Bishop Partridge should have exercised
some control in reaching a nutual agreement with menbers. He could, and did
demand a detailed inventory of personal possessions to be consecrated, there-
by attenpting to di scourage any hdlding back. But this control was neaningl ess
in thbse cases of poor famlies making miniml consecrations—an al nost over-
whel mi ng proportion of the inmgrants.

There is only one surviving |egal document -recording an individual con-

secration and stewardship, belonging to a man naned Titus Billings. —
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Upon entering the Order of Stewardships, Billings consecrated #316.52 in
personal belongings. All these itenms were subsequently "l oaned" back to him
as part of his stemafdship as sufficient only for himself and his famly.
There was nothing left over to buy lands for Zion, to help in the support
of the mnistry, or to help in the support of the poof. Billings hinself
was poor. His consecrations weren't even enough to pay for the 27%acres
of farmland he was given.

It was a constant hope that new converts woul d provfde a new source of
income. The church | eaders continually called for the participation of
the wel | -t o-do. "The poor were considerable in nunmber and the well +o—€o
naturally held back to see if the average would not inprove so that al
coul d be assured of a confortable inheritance, but the poor increased in
ﬁunbers and. t he meélthy declined to dissipate their savings."23 It would
not be surprising if the church | eadership found this state of affairs

somewhat rem ni scent of the Thonpson, Ohio, experinment in which wealthy

menbers backed out and reclained their property.

Sur pl uses and the Bi shop' s Storehouse

The maxi m "from each according to his.ability; to each according to
hi s need" serves as an anple summary of the ideal underlying the annual conse-
cration of surpluses to the Bishop's Storehouse. Each year, menbers of the
Order of Stewardships were required by their initial covenant to render up an
accounting of their year's production, and to consecrate all goods and profits
above what was required for their own just wants and needs. These/annual sur pl uses
wer e {urned over -to Bishop Partridge and kept in the Bishop's Storehouse for

future distribution.
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The Law of Consecration and Stewardship as applied in Jackson GCounty-
overestimated the capacities of human altruism The extent of yearly conse-

crations was left conpletely to individual discretion. The only guidelines

consi sted of |oose terns such as "just wants and needs," "frugality," and
"sinplicity." Voluntary cooperation was enployed as ‘the only means of perpetuat--
ing the commons of the Storehouse. If an individual decided to keep his

surplus, he was entirely within his rights to do so, and "in the final analysis,

the Order (was) powerless to enforce its basic stipulations."?*

Years later Brigham Young, who "never knew a man yet who had a doll ar

25

of surplus property," conmmented on the success of voluntary cooperation in

annual consecrati ons.

"Some were disposed to do right with their surplus property, and
once in a while you would find a man who had a cow which he con-
sidered surplus, but generally she was of the class that woul d kick
a person's hat off, or eyes out, or wolves had eaten off her teats.
You would once in a while find a man who had a horse that he con-
sidered surplus, but at the sane time he had the ringbone, was

br oken-w nded, spavined in both | egs, had the pole evil at one

end of the neck and a fistula at the other, and both knees sprung."?®

The problens encountered by the Order of Stewardships led Leonard J.
Arrington, presently the Church Historian, to make the follow ng observation.
"Since the plan provided that each steward vol untarily consecrate

hi s annual surplus, the faithful gave much, and the unfaithful little.

A premiumwas placed on,liberality and honesty. In the distribution

of charity out of surplus, sone denmanded much, others little, and

there was not always correspondence between need and participation

in the consecrated surpl uses."?" '

The key sentence here is "A premiumwas placed on liberality and
honesty." It was to any single participant's advantage to underesti mate

his surpluses and to overestimate his just wants and needs. Liberality and

honesty were expensive, and those who joined in the practice of these
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virtues were penalized by being placed at a conpetitive disadvantage to
those who did not. By maxim zing private benefits and m nimzing private costs,
many stewards were led to underinvest in the maintenance of the common sur-

plus and to overinvest in its depletion.

Managenent Policies and Institutional Design

The probl ens associated with managi ng the comunal Order of Steward-
ships focused attention on the need for a managenent agency. Religious and
spiritual appeals and conmandments were insufficient in aneliorating com
petitive self-interest on the part of individual stemards.. So on April 26,
1832, Joseph Smith announced a new revelation instructing the establishnment
of the Central Council.*¥ This Council was to "nmanage the affairs of the
poor, and all things pertaining to the Bishopric, both in the [and of Z on and
in the land of Shinehah (Kirkland, Ohio)." Upon its conception, the Centra
Council imrediately created the Uﬁited Fi rm whose menbership was identical
but whose duties were nore explicit. These duties included: (1) supervision
of the Bishoprics in Jackson County and Kirtland; (2) assistance to the
poor; (3) holding Church propert{es intrust; (4) supervision of the establish-
ment of the nercantifé concerns in both Mornon centers; and (5) nanagenent

of a steamm ||, a tannery, a printing press, and urban and rural real estate.

The allocation of such extensive jurisdiction mde the-United Firm the
gover ni ng agency of thé order of St ewar dshi ps. Not only was the Firm charged
with the managenent of several of the éonnunity‘s vital business concerns,
but it possessed ultimte control over the comunity |ands and the comunity
weal th that was held in the Bishop's Storehousei' The responsi bl e and

rati onal managenent of t heorder constituteda”publicgood” whi chwas not

T
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sufficiently provided for by the free operation of the Order.

This newly fornmed institution was organized as a joint stewardship for
its menbers. That is, initial financing cane fromchurch funds. The Firm
drew upon the Bishop's Storehouse and consecrated surpl uses 10 pay operation
expenses and to provide for the needs of the nembers’ fan{lies. It was hoped
that the Firmwould quickly become at |east partially self-sufficient, pre-
surmably through the profits fromthe m ||, tannery, printing press, and rea
estate. At this point further grants fromthe Storehouse would dimnish and
the Firmwoul d operafe largely on its own profits with any surplus profits
consecrated to the Storehouse. Thus, the Firmwas endowed with the two .
essential characteristics of a bureaucracy: (1) the finances were all, or
in part, supplied by grants or sources other than profits fromsales to its
clientele; and (2) the incone of its adm nistrators did not reflect, or share

in, any increnent or decrenent in the organization's profits.

As the main governing apparatus of the Oder of Stewardships, this
bur eaucracy was responsible for its healthy functioning. Social welfare
depended upon whether the Firmperforned efficiently and in the best interests
of the Order. In the communal system of the Order, the gpverning body woul d

best serve the interests of the community by nmaxim zing social benefits,

The decisions made by the bureaucracy would therefore need to equitably dis-
tribute social costs and present the drain on-resources by the noncontributing
poor. Such decisions would have the adVantage of .reducing discontenf and
di sruption. .

We suggested earlier several criteria by which the social efficiency
of an jnstitution can be evaluated. We will now analyze the United Firm

e

against the criteria of accurate information, decision naking costs, incen-
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tives to function in the society's best interests, and enforcenent of
stipul ati ons.

I. The qualjty of deci sions made by.an agency is directly related to the
i nfornmation aQaiIabIe. Thus, the United Firmneeded readily avail able and
reliable information dn mar ket s, production, and |abor. Clearly, the
conpi l ati on and analysis of data required an organi zed technical staff. No
such technical staff existed.

The five nenbers of the United Firmwere prinmarily religious |eaders,
mai nly concerned with the establishnent and viability of their newreligion.
Wth the possible exception of two nmenmbers, the Firm could boast no outstanding
busi ness tal ents capable of solid managenent.

Operation of the Firmwas further hanpered by the wi de dispersion of
its menmbers. While Aiver Cowdery and Martin Harris both resided in Zion, the
other three remained in Kirtland. The distance between the fmo Mormon cities
made conmuni cations extrenely slow and general neetings rare. Zion seriously
fell short of |eadership as neither Bishop Partridge nor the two resident
menbers of the Firmwere given full authority over fhe Order of Stewardships.

I'1. \hen §bci£t'coopefation is agoal, it is helpful to have a set of
gui delines that outline the process by which decisidns are made. These are
referred to as decision rules. The rules, of course, would vary fromone group
to anot her depending, for exanple, on the relative inportance of consensus
or expediancy. As commttee nenbers have |ong known and as Buchanan and
Tul  ock have dennnstrated, an agency that incorporates.a relatively |arge
proportion of its connunity i n decision making, yields slow and tedious decision
making".l29 On the other hand, centralizing authority and responsibility in

a small agency produces a reduction of decision costs but affords inportant
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di sadvantages for the community. A critical part of institutional design
i nvol ves an optinum bal anci ng of these two costs.

The United Firmhad only five nenbers participating in decision making.
Thus sone interes.ts were bound to be neglected. Perhaps the best illustration
of its failure to equitably distribute social costs is found in the speci al
case of Sidney Gl bert.

One of the United Firm's responsibilities was to oversee the Church's
sacred publications. For this purpose fhey created the Literary Firm
-Since the Literary Firmwas not self-sufficient through the sales of its
publications, the support for the four nmenbers of the Literary Firmand their
fam lies was nade the responsibility of the nercantile establishment. Because
the nercantile est.ablishmants in Zion and in Kirtland were under the juris-
diction of the United Firm Sidney G | bert, -the manager of the one mercantile
establishment in Zion, was obliged to conply with this directive.

In April of 1832, the United Firmborrowed $15,000 at 6 percent interest to
buy goods from New York for the stores. It was thought that future consecrations
to the Order of Stewardships would enable the store in Zion to pay off its
debts. Thus the Firmordered that goods be sold to nenbers of the Order on
credit. G lbert found this order increasingly difficult to conply with as
consecrations were not sufficient to pay his store's debts to New York. The
store constituted Glbert's stewardship and it was therefore the only source of
support for himself and his family. Wth the establishment of the Literary
Firm the store had the additional burden of providing for four other families.
The directive to assist the poor by extending credi.t agai n and again was a

crushi ng bl ow.

Glbert tried to solve his problemby halting credit and denandi ng

paynent. He also conplained bitterly to Joseph Snmith of the United Firms

condition or the order. These inmprovements did not occur.

I11. Managers nust be provided with good information and adequate
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policies. In reply, Joseph Snmith chastized Gl bert severely for his l|ack
of faith and ordered himto repent and trust in the Lord, He also ordered
the extension of nore credit. To pay the debts of the nmercantile establishment,
nore noney was borrowed in the hopes of future inprovenents in.the financia
condi tion oflthe Order. These inprovenents did not occur. |

I11. Managers nmust be provided with good information and adequate
incentives if they are to performin the best interests of their clientele. In
the absence of effective incentives, the agency will likely operate at a Iow
| evel of efficiency. Appeals to the public interest are generally insufficient
in generating notivation, especially if the public interest is at d6dds with, or
onlyloosely related to the individual's private interests. In general, the
key to effective bureaucracy is to have the bureaucrat's self interest inextri-

cably intertwined with the success of its nanagenent policies.

Had the United Firn1beeh engaged in a purely narket sifuation i n which
the personal incones of its nenbers directly reflected the successes or
failures in policy, fluctuations in these incones would have provided a
strong inceﬁtive for efficiency._ However, since the support of the Firmwas
guaranteed by the Order, this incentive was renoved. In fact, sUcceés in
this situation may have proved a negative i ncentive. (If the Firmhad
i ndeed becone sel f-supporting, the security of a guaranteed inconme coning
from the Church would have been absent.)

In the absence of a strong economic incentive, the United Firmhad its
notivation in the religious nature of its mandates. = The duties of the’
Firmwere God-given and thus prudence was best éerved by obedi ence to the
command. It is .always wi se to obey the vague directives of someone as power -

ful as God, just as it is foolish to question His judgnent. In addition to

o



this incentive, the nenbers of the Firmhad a |large nmeasure of credibility to
mai ntain with their followers. As God's instrunments they were expected to
function efficiently. Failure to do so would generate doubt and skepticism

But again, this incentive tended to operate inversely. As already noted,
these men were religious |leaders primarily concerned with religion. Econoni c
concerns were secondary. Perhaps the assuned divine gui dance and inspiration
tended to shift the burden of responsibility fromthe Firmto God. After all,
He had prom sed them prosperity. Success was regarded as inevitable as |ong
as the people remained faithful to their religion. Problens and interna
strife were treated.as signs of unfaithful ness, and spiritual faltering
Rat her than adjusting nanagement policies to increase efficiency, the
church's | eaders called upon the nenmbers of the O der of St ewar dships to
repent of their selfishness and trust in the Lord.

V. W se nmanagenent policies are neaningless unless the agency has sone
nmet hod of enforcing its stipulations. Repeat edl y enphasi zed throughout this
anal ysis has been the problens associated with the reliance updn vol untary
cooperation in achieving the goals of the Order of Stewardships. Voluntary
cooperation in this case failed. Too many individuals found it to their
personal advantage to ignore the appeals for cooperation. Those who did
voluntarily cooperate with the Law of Consecration and Stewardship were placed
at a conpetitive disadvantage. Unsel fi shness was expensive. And the costs
to the productivé menbers increased in proportion to the increase in the
nunbers of nonproductives.

The performance of an agency such as the United Firmran be eval uated
by its degree of success in achieving its stated goals, nanely, responsible

managenent and supervision. All the factors of efficiency listed above
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can be taken into account in the evaluation. In the final analysis, however,
the best criterion for evaluating the agency's performance is the health
and wel | -being of that which it was nenaging, the comunal t)der of Steward-
shi ps.
The Order was a victimof the tragedy of the commons. It attenpted to
i mpl ement a |l evel of human altruismthat proved unattainable. The notivations
to substantially contribute to the success of the Order through consecrations
were in direct opposition to the nmotivations for maxinizing personal success.
For the two years that the United Firmwas in operation it |ost noney consistently
and proved incapable of relieving the problens plaguing the Order of Stewardships -
The Mormons suffered continual and ever;increasing oppositioﬁ and perse-
cution by their non-Mrnon neighbors in Jackson County. In early 1834,
hardly three years since its birth, the Oder of Stewardship was abruptly
ended by the expulsion of the Mormons fromthe county. The United Firm
was dissolved and its properties were divided anong its nmembers. The Law

of Consecration and Stewardship was suspended by revel ati on on June 22, 1834.3°
To provide an alternate source of church funds, Joseph Smith instituted the Law

of Tithing,31 and later forbade any further attenpts at establishing the

32 a4

Or der of Stewardshi ps.
A befitting epitaph was witten by a bitter and di sappoi nted nenber
of the Order. |

..."calculation after calculation has failed, and plan after plan
has been overthrown, and our prophet seenmed not to know the event
till too late. If he said go up and prosper, still we did not
prosper; but have |abored and toiled, and waded through trials,
difficulties and tenptations, of various kinds, in hope of

del i verance. "

We hope to have explicated how the best of intentions may run anuch due

*It is not our intention to underestimte the i nportance of outside persecutions
in the termination of Mormon settlenents in Jackson County or el sewhere. However,
this factor is extraneous to our discussion, as our focus is upon the behavior
of individuals within the Order, and their effects upon its operation
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to a failure of institutional design. The follow ng section will denmonstrate
how the goals of a communal order may be achieved through appropriate institu-

tional design.

34

The Hut t eri an Conmunes?®*

In marked contrast with the Mornmon's failure at communal organization
is the success of the Hutterite conmunes. These groups, also based on
-revel ation and theoldgical dictates conprise a highly successful and fast
growi ng set of agricultural enterprises. Although the Hutterites must also
face the problens inherent to the logic of the commns, they have evolved a
set of institutions adequate to the test.

The two hundred agricultural colonies of the Hutterites are spread
t hroughout the northern G eat Plains of the United States and Canada. From
their initial three small settlenents established in the Dakota Territories
in the 1870's, they have, w thout benefit of converts, ekbanded to a popul ation
of over 20,000, their popul ation and per capita capital holdings nearly doubling
éach sixteen years. Their life style is marked by extrenme sinplicity and
~frugality but not hard work by North American agricultural standards. \While
the life expectancy of communal orders is brief indéed, the Hutterite
communes of North Anerica have persi sted and prospered for nearly a century.
In addition to the establishment of a collectively run, viable economc system
the comonly disruptive centrifugal effects of political conflict have been
managed wi t hout the cost of collective paralysis.

In any traditional society it is relatively difficult to distinguish
35 -

econom cs frompolitics, especially in a comunal context. Whi | e communa
groups may succeed in erasing distinctions of wealth by making all goods part
of the common pool, all allocating decisions are forced into the politica

sector. Upon this problemmany comunes fail. The Hutterian solution may be
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especially instructive to those who aspire toward the communal life. A Hutterite
commune exists as a total institution organized in accordance with the principle
that anong Christians, goods should be public goods. Cbtaining his support from
the Book of Acts, a Hutterite mnister has stated that, "This apostolic

Church (of Peter) was conmunal in its character and organi zation; it taught

t hrough the Holy Ghost that all things should be held in commpn and shared by

all as each had need. It was the first Christian collective IiVing" (G oss,

p. 145). The Hutterites credit themselves with restoring this Church in 1528.

The institutions of the colony are operational statenents of its noral code.

I ndividuals are born into a Hutterite colony; the Hutterites thus need not
decide who will share the public goods. The Hutterites freely acknow edge that
"Al'l wheat has chaff" and they provide an individual with an option to |eave
Shoul d this decisién be made, however, he has no claimon the benefits provided
by the colony, nor may he take any resources upon Ieaving.36

The organi zation of the Hutterite systemreflects an especially good-
under st andi ng of soci al behavior._ For exanpl e, they acknow edge that the
efficiency of their enterprise decreases if the size of a colony is much bel ow
sixty or above one hundred and fifty. . The fornmer problemis accounted for by
| ack of specilization and econonies oflscale.. Problems with the upper limt

however, may involve a |ess obvious explanation.

The rel ation between the size of a‘grouﬁ and its productivity is dis-

cussed in Mancur O son's The Logic of Collective Action (pp. 53—65). Wth

reference to a conmttee neeting O son has stated that "When the nunber of
participants is large, the typical participant will know that his own efforts
wi Il probably not make much difference to. the outcone, and that he will be

affected" by the nmeeting's decision in nuch the sane way no matter now rmuch
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or howlittle effort he puts into studying the issues" (p. 53). The inplications
of this are as follows: "The decisions of the neeting are thus public goods

to the participants (and perhaps to others), and the contribution that each
participant will make toward achieving or inproving these public goods will

becone smaller as the neeting becones larger” (p. 53).

There is a saying commonly heard anmong Hutterites: "All colonies
(especially "other" colonies).have their drones." Further, it is recognized
that the number of "drones" increases nore than proportionately with an increase
in colony size. Gven that: (1) all goods are in the common pool, (2) indi-
“vi dual eanonic incéqtives are m niwal,land (3) naterjal differentia}§ are
outl awed, (4) everyone has equal rights to the resources, but the allocation
of resources is not individually defined, a rational, maxim zing person would
operate to naxfnize his.pleasure, including leisure, Included in such self-
seeking activities are trips into town or to a neighboring ranch to "check on"
or "pick up" sonething allegedly relevant to his assigned t ask. In such cir-
cunmst ances, a necessary part is more likely to "need" inmedi ate replacenent when
the boss and/or preacher are absent or otherw se éngaged.

In a relatively small col ony, fhe proportional contribution of each menber
is greater. Likemﬂse, surveill ance of himby each of the others is nore
compl ete and an informal accounting of contribution [s f easi bl e. In a
colony, there are no el aborate systems of formal controls over a person's
contribution. Thus, in general, the incentive and surveillance structures
of a small or mediumsize colony are nore effective than those of a |arge

colony and shirking is |essened

In the follow ng section, we attenpt to show the manner by which the
traditional Hutterite political structure operates. The basic argunent is that
colony life is so structured that the best strategy for the individual colony

menber coincides rather closely with the interests of the corporation
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The exi stence of scarcity, or the absence of satiety, virtually guarantees
the existence of conflicts-of-interest anobng people with differing tastes
and abilities. In a society without private property, where so many deci sions
are collective and thus politically made, these conflicts do not disappear.
Instead, the increased interdependence expands the scope and the intensity of the
political problemas it decreases the need for, and inportance of, private
deci si ons. In a conmune, with mninmum privacy and maxi mum i nteraction, conflicts
on how things should be run nust be made to generate as little aninbsity as
.possible. This requirement is not an easy one to nmeet. Under any deci sion
rule,-choices contrary to any particular individual's interests will be nade.

To éurvive, then, the Hutterites nust choose, and successfully operate
wi th decision rules which handle conflict with m ni mum pr opagati on of rancor
but which yield rational, reasonably pronpt decisions.

As we suggested in our discussion of the United Firm (and using externa
costs to nmean | abor, drudgery, or deprivation resulting fron1the action of
ot hers),when the decision rule is such that unani nous agreenent is required
for action, the expected external costs for any individual from an agreed-
upon action approach zero. As a corollary, any individual has the capacity
to preclude the enactnment of a decision. W assune_that the individua
engages in a calculus that includes hinmself as a beneficiary.37

In addition to the extérnal costs borne by the person in a situation
of collective action, every individua[ under goes sone costs in the form of
effort iﬁ arriving at a deci sion. -Leaving'asTde the subjective effort
endured by an individual when making up his mind, there remains an addi-
tional cost. \When more than one person is required to agree upon any given
decision, time and effort.are involved, and the tinme and effort required

appear to be rapidly increasing functions of the size of the group. When
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the consent of the entire group is required for agreement, these costs may
be very high indeed. When consensus in this situation is required, any
given menber in an attenpt to maxim ze his advantage may attenpt to extract
an exorbitant price (up to the sumof joint-action benefits) for his agreenent.
Clearly, fornms of |eadership requiring |less than unani nous deci sions have
signi ficant advantages. ’

Levy has stated that "In general the recruitment, ideally and actually,
of the | eadership roles of the government on the basis of predominantly
uni versalistic criteria is quite nodern and quife rare" (p. 453). Yet if
the Hutterite systemis to remain viable in a nodern and highly conpetitive
setting, it is increasingly inportant that the positions of |eadership be
rationally allocated. The Hutterites have denonstrated the consistent
ability to make relatively rational decisions in two crucial areas: (1)
the selection of the colony head, and (2) the distribution of persons at
the tine of branching. Each of these decisions is pregnant with danger, for the
stakes are high and the decisions are binding and inclusive. Not only must
the‘ decisions;be rational in é techni cal sense, but also they nust not split
the colony into warring factions.

We now turn to an exanmination of decisions in Hutterite col onies and
attenpt an accounting of their decision costs and the basis for rationa
deci si ons.

Fearing God, having Hmin our heart and constantly before
our eyes, we shun all sin and evil. This is |aw enough.

However, we mmintain that wherever there are people,
especially so a group of different individuals, they nust

. have and keep rules and ordi nances and a constant regulation
for the affairs of daily life. (p. 39)

The author of the above passage is Paul Gross, Senior Preacher at the

Espanol a Hutterite Colony. His statenent could serve as the preanble to the



26
constitution of the Hutterite political system

The dom nant position in the colony heirarchy is that of preacher. He
is charged with general responsibility including the settlenment of peréona
di sputes, the Conduction of rites of passage, and political contacts with the
wor |l d outside the col ony.

Next in authority is the househol der, or manager or "boss." The
individual in this position manages the accounts and advi ses regarding the
prudence of suggested purchases. It is either he or the preacher who negoti ates
wi t h banks, inplenEﬁt dealers, feed mlls, cattle buyers, insurance sal esnen,
realtors, tax assessors, and the buyers of produce. In the past, when
relations with the outside could be restricted primarily to comercial trans-
actions, the househol der was conmonly the only representative to thé out si de.
He is also the person who received the | ocal and regional paper reporting
grain and |ivestock prices.

The field boss is next.in l'ine. H's work is closely coordinated with
that of the manager and is roughly conparable to that of the foreman oh a
| arge ranch. Below the field boss are the various departnent heads, e.g.,
cattl e boss, hog boss, chicken boss, each in charge of his own enterprise

On approximately this level is the German school teachér, who in
addition to his teaching duties before and after tﬁe regul ar school day is
assigned responsibility for the gardgning—a maj or activity for the col ony.

Individuals in these positions plus several of the départnent bosses
formthe council, the voting_body of the colony. It is.nenbers of this
group who weigh the relative advantages of a $30,000 conmbine or an addition
to the mlking parlor.

Judged upon the criterion of success in neeting problems, and given the

prem ses frbn1mhich they operate, the mpjor political question faced by the
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Hutterites (like that of the United Firn) becones: Howdo we give God an
I ndi ana University Masters in Public Adm nistration?

It was noted above fhat the Hutterites in a colony are continually in
very close contact. Meal's are conmunal and the other fellow s privacy has
a negative value, for privacy is conducive to sin and each Hutterite has
responsibility for the soul of his brethern. If such a society is not to break,
conpetition and conflict must be mnimzed. |If |eaders were to conpete for
of fice, substantial maneuvering for w nning coalitions could be expected.

And there is little thét could do nore to create factions than attenpts at
coal i tion buil di ng. Thus, if tranquility is to be preserved, an alternative
to protracted negotiation nust be found for the selection of |eaders.

Every political sysfen1nust identify the actors who are assigned prinary
deci si on naki ng rbles. There are, of course, nethods whi ch deny t hose subj ect
to the decision the responsibility for the selection of decision nakers.

Gven a relatively sinple systemwith little coordination of roles necessary,
sel ecti on may be based upon ascriptive characteristics, comonly sanctified
by God.

As an alternative,.the decision.nay be left up to God by enabling Hmto
render an opinion via a randomgenerating device. Qven the existence
of differential conpetence and anbition anmong individuals, it is helpful to
pl ace a nechani smof constraint on such a selection process. Purely ascriptive
or purely randomcriteria for |eaders seen1un|ikely conponents of any viable
political systemin a.highly noder ni zed cont ext.

For the Hutterites, all authority originates from CGod. Governnentaf
authogity is believed to have been ordained by Gd in his wath to take
vengeance on the evil and to di scipline the godless. The granting of the

franchise is consistent with this orientation. Baptized menbers have recei ved
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the spirit and therefore have a neasure of power and responsibility. Only
the baptized nmales are eligible for departmental positions such as hog boss
and only they can vote.

Wth the very inpoftant exception di scussed bel ow, positions are filled
by election. The council, which {s also elected, initiates changes in
appoi ntnents to |esser positions, executes justice, and determ nes who can go
into town.

Due to the rapid growth in population and the upper linmt of 130 to 175
persons who may live in a single conpound, each colony must branch each
fourteen to eighteen yéars.

Upon splitting, a parallel structure is established and a new preacher
sel ect ed. It would be difficult to overenphasize the inportance of the
preacher's position. This is especially the case given that one commonly
finds the preacher hol ding the householder's position during the first few
years of a colony's existence.

Al t hough there is some variation among the three leut or endoganous
groups of colonies, the following is representative. At the time for
sel ection, a group of preachers fromnearby col onies assenble at the col ony
where the selection is to be made. Nominations of the baptized nmales of the
col ony are offered. I f deemed satisfactory by the Qisitors, t hese
i ndi viduals are entered as candi dates. After all nominations are in, votes
are cast by the local males and visiting preachers. The persons receiving
five votes or nore are entered in the runoff wheré, fromthe perspéctive of
the Hutterites, God casts the deciding ballot.

For each individual in the final round there is a piece of paper put into
a hat. On one piece is inscribed the word "Preacher"; the renainder are

bl ank. Each candi date then'drams a slip. After all have been drawn, the



papers are unfolded and the preacher is known.

G ven the relatively stable resource base common to agriculture, an
increase in population puts a strain on existing facilities._ Thus, for
exanple, only one of the boys could stay on an Irish farmduring the |ast
century. In the United States tpday even one is usually one-half too nmany.
Thus, given their traditional nean conpleted famly size of IO+ it is

essential that provision be nade for population increment. Anong the Hutterites

the technique is called "branching out." In addition to providing additiona
resources, the split permits a solution to factionally aligned conflict. For

exanple, a colony had recently acquired land 100 m | es away. They expeéted to
put out a daughter colony in 1970. |In June, 1968, the branching had already
occurred and half of the original colony was living in partially conpleted
apartnents at the new col ony. It seems that a serious disagreenent had

broken out anong the elders. The closeness and frequency of contact of the
colony was such that an early departure was the viable alternative to paralysis
by di sharmony. G ven that a very large capital outlay (about $800,000) is
required to capitalize a fully equi pped col ony, fragnenfation by other than
carefully planned bifurcation is prevénted. Further, departure by the mal -
contented is severly inhibited by the fact than an individual has no claimto

the corporate assets after |eaving.

As suggested above, political mtters ﬁay.be at |east as inpoftant as
econom ¢ necessity in creating a deci;ion to branch. There are only a linited
nunber of managerial roles available within any col ony and election is for
"good behavior." Thus, when the popul ation of baptized mal es exceeds the
nunber of |eadership roles by an unknown but potentially predicatable margin,
probl ems involving the coordination and allocation of responsibility increase
Eventual |y severe strain is.génerated. Hutterites realize that branching shoul d

occur before the organi zati on becones unwi el dy.
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The life cycle of a colony goes through three stages. First is the period
just after branching. During this time debts are |large and resources small.
Therefore when a new colony is established, Hutterites nust |abor only slightly
less diligently and energetically than their neighboring farners and ranchers.
(The highly nmechani zed work routine of the Hutterites normally requires
relatively little effort per worker.) |In addition, new nethods of farmng
must be worked out for what is a nore or less different terrain, new acconmo-
dations nmust be sought with new neighbors and within a new political district,
and an environnent with substantially less in the way of creature conforts
nust be accepted

The second stage is that of consol i dati on, capital inprovenent and
increases in confor£. For exanple, running water is sonetines brought into
the homes. The third, fourth and fifth conbines are added so the harvesting
shift may be reduced from ei ghteen hours to ten, and additional |abor saving
machi nery is added in the kitchen

The third stage is devoted to the selection, funding and building of a
daughter colony. The actual division, like the selection of a newm nister,
is of sufficient inportance and delicacy to nerit the direct intervention of
God. By the tine this stage is reached, eight to fourteen years after the

‘last branching, the colony is often divided into tw kin-based factions.
For the reason cited above, each faction has an incentive to remain at the nother
col ony. |

It is common for the nother and daughter colonies to divide the debt
incurred in the establishment of the daughter colony. The nother col ony, how-
ever,- is a proven and productive ongoing enterprisé. Although t he fabor poo
of the nother colony will be reduced substantially by branching, there is

relatively little danger of overwork—especially since one of thé prinmary
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factors precipitating division was an exce§sive nunber of individuals for
t he nunber of productive roles avail able. .Even after division, the man/work
ratio will be much higher in the nother colony than on surrounding farns and
ranches.

In the_daughter col ony, however, the situation is |less favorable.

A portion of the land at the tine of purchase is likely to be marginal or

submarginal. Oten land nust be hacked out of the bush. Although the
nucl eus farmbuildings will have been constructed prior to the actual division,
facilities for both livestock and humans will be relatively spartan. Fences

-

nust be built, stock ponds and corrals constructed{ and, in addition to these
obvi ous capital inprovenments, the entire conplex of l|argely unplanned but
nearly essential sheds, poles, trencheé and | anes havé yet to receive atten-
tion. Thus, there exist clear and present advantages to those individuals
who remain at the nmother colony. Therefore, the selection of mgrating
individuals could be filled with tension, with conflict and with charges of
favoritism Each of these factors could seriously disrupt the highly inter-
dependent network of relationships that are requisite to the successfu

functioning of their social order.

In dealing with the process of division, there_are two basic sets of
choices. First, there ié the question of division into two groups with a
preacher at the head of each. The rules for divison prescribe that nuclear
families are not to be split and that the two groups are to be nearly
parallel in regard to denpgraphic vari abl es. In addition to spreading
responsibility for the maintenance oflnon—productive persons, the latter
rul e al so guarantees that a basis for cultural continuity is hrovided by
keeping at least three generations in constant contact. Ih t he maki ng of -

t hese two grdups, i nfornal ﬁeasures are enployed. This is possible since (1)

everyone knows the rules, and (2) nost adults claimto have an intuitive appre-
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ciation for the need for denopgraphic bal ance.

The second of these decisions involves the determ nation of which group
will go to the newsite. A few years ago éone of the Canadi an col oni es
attenpted to defernine fhe outcone by arriving at rnutual ponsent. Thi s man-
euver opened negotiations and protracted bargaining ensued. Once it was
recogni zed that negotiations for preferential facilities were possible, the
sanctity of the decision nechani smbroke down. The price of consensus was
protracted and bitter discussion. In the end, it is reported that fewwere
sati sfied. |

Theré is,-homever, a way to avoid the above decision costs. The
Hutterites, in accordance with their typically pragmatic orientation, act as
t hough they are cogently aware of rules for institutional design. As nen-
tioned above, the basic facilities of the new colony are erected prior to
permanent habitation. To preclude systematically divergent outputs based upon
expectations of residence, no one knows if he will live on the old or the new
colony until the date of departure.

Prior to departure, the menbers have divided thenselves into two paralle
groups; On the day before departure everyone in both groups packs. all persona
bel ongi ngs.  The follow ng morning, the junior and senior preachers heading each
group neet in the school house-church, pray for divine attention, and draw
a slip of paper froma hat. One slip_says "go," the other "stay." The group
destined to stay helps those leaving in the |loading of trucks. Wth prayers
and fears, the division is conpleted with each segnment professing confidence
that the will of God has indeed been expressed and that His people will con-
tinue-to enact this bidding while transient participants in His earthly sector.

The charter of the Hutterites provides a suitable guide for the two
extremely inportant decisioﬁs to be made by each col ony during each cycle.

The first is the selection of the new mnister prior to.divisfon. The.second

i nvol ves the allocation of individuals upon division of the colony. Each



33

of these decisions nmust be made in reference to the primary value given the
cohesive quality of the colony. Thus, the.absence of overt, disruptive
conflict is parampunt in the decision making process. The Hutterites cannot
“allow the situation to reach the poi nt of binary opposition. This is
acconpl i shed by structuring the situation in such a nanner as to have decisions
made by chance with the acconpanying assunption of God's active intervention
This intervention by God guarantees the legitimcy of the decision.

In selecting which group migrates there is little problemfor the field
of choice includes only two alternatives. The selection of a mnister is
nor e conpl ex. "The Hutterites are fully aware that all who are ascriptively
eligible are not equally conpetent for governing roles. Therefore, the field

is narrowed so as to make the task easier for God. In this way, the decision

God makes will be relatively rational and the cost in terns of deliberation
and bargaining will be kept to a minimum In this manner, consensus can pre-
vail, legitimcy will be attained, and traditional communal arrangements mairtain

viability.
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Concl usi on
Any society devoted to permanence and continuity nust be economically

viable. Optimally, the perceived opportunities and benefits flow ng from

menbership in that society will be attractive to the individual partici-
-pants, and individual maximzing strategies will harnmonize with social goals.
Briefly, under these conditions individually rational behavior will be

collectively rational

Conpetition has substantial social benefits. General equilibriumnmodels
denonstrate that under restrictive assunptions private exchanges in a com
petitive econony lead to Paroto optinun1soIUtions. The assunption yielding
this result is the i ndependence of producers and consuners. CObviously then
the comon property feature that distinguishes comunally organi zed societies
create a special set of problens. The benefits of éonpetition flow fromthe
fact that the fruits of individual |abor and-nanagenEnt can be captured by
that individual. Hence he faces pervasive incentives to inprove the efficiency
of his operation. |In marked contrast, the individual in a commnal situation
finds that both the rewards of beneficial innovations and the costs of m s-
takes are diffused throughout the conmunity. Comrunes have therefore anpli -
fied the problem of harnonizing private with collective rationality. |

Nei t her of the tmo.societies here exam ned succeeded in eradicating
self-interested behavior. Forces of religion and culture appear insufficient
to elimnate self interest, conpetition, and the dysfunctions they produce
Al t hough there are strong evol utionary éressures against pure altruism we do
not argue that humans are genetically progranmed to be conpetitive and selfish
This remains an open issue. Assuning the goal of conpetition reduction, there
is an alternative to socializing people away fromself interest and conpetition.
In principle, institutions could be created that substantially'reduce t he

dysfunctions of conpetition.
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The Mormon's Order of Stewardship and the Hutterian bruderhof provide a
sharp contrast in the success of their institutional designs. Wile the
Mornmons seem to have assunmed that changes in individual behavior would foll ow
from changes in expectations for behavior, the Hutterites devel oped an
intuitive appreciation for man's "carnal" or selfish nature. They evol ved
a set of.institutional ar{angenents whi ch aneliorate the dysfunctions of
i ndi vidual maximzing strategies in a connnn§ and align themw th the
collective wel fare.

When the Order of Stewardships failed to effectively linmt its member-
shi p, it invited and actual ly encouraged the congregation of the poor
These peoplé drew exbessively upon the limted resources of the Order with-
out nmeki ng comensurate contributions to its nmintenance and perpetuation.
The Hutterites, in contrast established an upper linit to the popul ation of
any single-connunity. By adhering to this upper limt, and branching out
whenever it is exceeded, the Hutterites have facilitated the deVeIoannt of
an infornal-systenlof surveilling individual work habits and contributions.

Al though it is accepted that "all colonies have-their drones," the nunber of
drones is effectively held to a mininumand those that exist are subject to

i nformal pressures to produce

Because the Mornons relied so heévily upon a systeniof vbluntary
cooperation in the production and allocation of goods and services, it becane
possible and profitable for any individual to w thdraw cooperation and expl oit
the system  Such strategies, though individually beneficial in the short run,
were collectively disastrous. To keep individual economc incentives to a
m ni mum and thus avoid damagi ng exploitation, the Hutterites rendered al
goods and properties public and have disallowed significant differentials in
material accumyl ation. Che can realize only those beneffts that are avail -

able to all other members of the col ony.
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O enmminent inportance.in any comunal setting are the nmanagenent policies
and deci si on making capacities. The Mdrnons encountered two major errors in the
managenent of the Order of Stewardships. First, menbership in the governing
body was determ ned solely through appointment by the revel ator. Furt her
‘those appointed to positions of -responsibility did not confront incentives
to function efficiently in the econonic interests of the Order. They were
hanpered not only by the geographical barrier separating the two cities, but
also by their prinary_interests in religious rather than econom c consider-
ations. The secohd source of error arose as a result of the high potentia
deprivation costs generated by managenment policies. Although costs in terns
of deliberation and bargaining were ninimzed by the snmall size of the governing
body, costs in terns of disproportionate deprivations to particular individuals
were high.

The Hutterian system for allocating the position of head preacher enploys
a bal ance between rationality and revelation. Achievenent records of candi dates
narrow the field of possibilities and fosters rational selectibns. To avoid
conffict and rancor, God nakes the final decision and manifests His wl
through the drawing of lots. Oher positions of responsibility are filled by
el e¢tion. Since all baptized mal es have a vote, all enjoy a degree of parti-
cipation in managenment. This acts to ninimze depfivation costs to individuals.
Bargai ning costs are nminimnmzed by enploying the elected council in npst
deci sions, and by incorporating a measure of chance defined as diVine inter-

vention.
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