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EXECUTIVE SUMMARY

By changing the nature of the information available to political campaigns,
computer technology has helped campaign decision makers change the campaign
process. An analysis of the impact computer technology has had on that process
is a case study of technology and social change.

Technological change exhibits certain properties: A new tooi brings with it

a technical potential, a capacity to do something, that people adapt to their

needs. Using the tocl can shake up established ways of doing things, leading to

a process reorganization. While the end results of the reorganization depend on

many forces that have nothing to do with the new tool, the tool helps certain

people more than others. This differential benefit becoues an additional force

acting on the reorganization.

Within the context of campaigns, the computer has routinized information
‘management tasks. It also provides a qualitatively different type of
information to campaign decision makers that facilitates a more explicit and
rational campaign planning Pprocess. The differential benefits of computer
applications favor campaigns with the resources to use them and organizations
with a long range perspectife and organizational stability -- party committees,

political action committees, and political consulting firms.




Chapter 1

INTRODUCTION

Political campaigns are the battlefield of an orderly democracy. The winners
occupy the seats of elective power; the losers retire to rework their strategy
and refine their instruments. This paper is concerned with one of those
instruments, the computer, and its impact on political campaigns.

Determining the impact of computer technology on the political campaign
process immediately raises several questions. "What exactly is the political
campaign process? Who participates? How do they use computers?”

The research methods were necessarily eclectic because little research has
been done on campaign organizations and the campaign process. Much of the work
involved finding people who think analytically about political campaigns and
distilling from their views a useable conception of the campaign process. That
involved three phases that followed more or less sequentially. The first phase
was the background research to learn what has been written about campaigns, who
participates in them, and what the prevailing views are about the directioms
electoral politics are heading.

That phase begun, the next step was to interview people who run campaigns and
understand them on a personal level. With a few notable exceptions there is a
dichotomy between people who do scholarlf work that relates to electoral

politics and those who practice electoral politics. The practitioners, the

T P DT W T T T R T



political professionals, do nat generally write about what they do, and the
academics do not generally participate in the process they write about. The
professionals have well thought out ideas about the campaign PprOCeSS;
unfortunately, their ideas are not easily accessible to the non-participant.
Having learned politics from the inside out, they feel no need for concepts that
describe campaigns from the outside inm.

Much of this paper tries to £i11 that gap, to describe the campaigh process
from the outside in. To be able to say an?thing useful about how the automatic
hammer affects the building industry, it is necessary to understand how houses
are built. In order to describe the impact of computer technology on the
campaign process, it is necessary to know what people do in campaigns.

The third phase, then, was model building -- trying to find a prism, as
Daniel Bell would say, with which to see and understand politics. There are
several models presented; no single one describes the whole process. Together
they explain a great deal, but, being a personal view, they are by no means the
last word on campaign politics.

Only a few general conclusions are reached about the integration of computers

into campaigns, partly because the integration is continuing, the story still

- unfolding, and partly because there are so many forces at play that to single

out one of them -- technological change -- as the causal element of political
change is an untenable position.1 Nevertheless, certain properties of

technological change emerge. A new tool brings with it a technical potential, a

capacity to do something, that people adapt to their needs . Using the tool can

! especially when one considers two concurrent developments: campaign financing
reform, and political primary reform. Between the two reforms and the
technology, not to mention the cultural forces described by Christopher Lasch
(The Culture of Narcissism) and Daniel Bell (The Cultural Contradictions of
Capitalism), electoral politics are in a state of great upheaval.

|
|
3
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shake up established ways of doing things, leading to a process reorgdnization.

While the end results of the reorganization depend on many forces that have
nothing to do with the new tool, the tool helps certain people more than others.

This differential benefit becomes an additional force acting on the

reorganization. The chapters that follow describe this process.

The second chapter presents the technology and describes the various ways
political organizations use it in campaigns. The third chapter models the
campaign process, concentrating en the campaign organization and showing how the
computer applications fit into the model. The fourth chapter describes the
groups that provide support to the campaign organization =-- political action
committees, party committees, and political consultants -- and moves the
discussion to the wider campaign arena. And the final chapter looks at the
differing experiences of Republicans and Democrats and their adaption to the

technology. The computer holds center stage throughout.
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Chapter 2

THE TECHNOLOGY

Technical potential is an abstract limit that defines the capabilities of a
technology. Technological applications tap that potential. This chapter
describes computer applications used in political campaigns, the thus-far
realized technical potential of the computer that drives the process

reorganization described in the ensuing chapters.

For the purpose of this paper a computer will be defined as an "electronic
device that accepts input, stores large amounts of data, executes complex
instructions which direct it to perform mathematical and logical operations with
a minimum of human intervention, and outputs that information in humanly

2 The computer is the "central electronics complex" in the

readable form.'
accompanying diagram (figure 1}.

As figure 1 illustrates, the computer forms only a small part of an
information system; nevertheless the computer manipulates the data and gives the
system its power. The technical potential referred to here is the potential of
the central electronics complex. The realization of that potential depends on

the rest of the pyramid.

What can a computer do?

2 Frakes, and W. Moldry, Introduction to the Computer (Englewood Cliffs,

J.
N.J.: Prentice-Hall, 1980), p.7.




Figure 1: The Information System Pyramid
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Source: Lewis H. Branscomb, “Electronics and Computers: An Overview,"
Science, 415 (February 12, 1982). 756.




A computer can count, compare, list, add, subtract, multiply, -divide.
A computer performs no operation that the analyst who programmed it
cannot also perform. Its merit is that it does these things fast,
tirelessly, without forgetting its preliminary results.'’

This description, borrowed from Ithiel de Sola Pool's ( et al ) Candidates,

Issues, and Strategies, emphasizes that a computer is a tool, an information

management tool, that can do nothing that could not, in principle, be done by
hand. Nevertheless, the computer, a product of the merger of logic and
electronics, has given humankind the ability to record, manipulate, and retrieve
data with an ease hardly imaginable just & few decades ago.

Campaign operatives have adopted the computer to perform a number of tasks
that involve information management. They use computers to manage information ]
bases, to assist with accounting and budgeting, to lighten the load of routine
office management, to provide a widespread communication system (in comjunction

with the telephone network), and to perform statistical data processing. The

sections that follow describe each of these task areas and sketch how computers
are involved.

This description should not be taken as a definitive statement of what
computers can do for campaigns. Many subtleties are necessarily glossed over;
some things may not be covered at all. The object is to make clear the extent
.of the computer's penetration into political campaigning and to begin suggesting

ways that penetration may have altered the campaign process.

! Ithiel de Sola Pool et al, Candidates, Issues, and Strategies (Cambridge: MIT
Press, 1965), p. 3.
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INFORMATION BASE MANAGEMENT S e

Political organizations feed on and disgorge information -- lists of names,
voting records, issue briefs, public opinion surveys. Managing that information
is one of their primary tasks. Computers help in two major areas: list
management and information tracking systems.

Lists are the currency of campaign politics. Who gave how much to whom, and
when? Which voters support candidate X and which plan to vote for someone else?
What radio stations and newspapers service the district? Who are their
producers and editors? H

Computer list management allows political organizations to store thousands of
names and addresses and additional information in computer data base systems,
sort the lists, and retrieve the stored data in many different forms -- punched
cards, typed lists, mailing labels, and personalized letters, among others.
These systems facilitate fundraising, political education and persuasion, and
constituent relations.

An entire industry has grown up around computerized fundraising. There are
companies that acquire and maintain lists of contributors to candidates and
other causes, that write direct mail and telephone bank fundraising pitches, and
that prepare direct mail packages and man telephone banks. Computer data base
management systems make this industry possible. Without the computer an
organization is relegated to storing names on paper.

Some politicians, such as Congressman Charlie Rose of North Carcolina, take
computerized list management beyond fundraising. They maintain lists of their
entire constituencies, recarding correspondence, voting behavior and other
Ipertinent information in each individual's file. One system designed for use in

a state legislative race in Massachusetts incorporated telephone and
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door-to-deor survey information to locate and track favorable voters so that
they could be turned out on election day.

Electronic filing systems, or information tracking systems in trade parlance,
allow organizations to store large amounts of changing information in an easily
accessed and updated data base management system. Computer tracking systems are
relatively simple, in principle. The data elements are entered and given a
series of modifiers that allow the data elements to be called up when certain
commands are given. The system allows cross referencing limited only by the
programmer’s imagination (and the client's time and momey).

For example, one system currently used by the National Republican Senateorial
Committee tracks incumbent Senators. Each Senator's "file" 1lists floor and
committee votes, important statements on a number of issues, political junket
history, and fundraising and expenditures from previous campaigns. Someone with
access to the system could query the computer asking for the names of Senators
who voted for a particular bill, who travelled to a particular country, and who
received contributions from a political action committee that supports a
particular stance in relation to that country, or whatever cross reference may

be desired.

ACCOUNTING AND BUDGETING

A political campaign is a small business, a small marketing business. Like
other small businesses, campaigns have been affected by the revolution in small
business computer services. Campaigns employ these services in three areas:
accounting and budgeting, office management, and communication.

Computer accounting <c¢an improve controi over cash flow the same way it

improves control in businesses, by giving organizations more information about




the cash on hand, upcoming expenditures, and predicted- income.- While this:
control may be enough to induce larger campaigns to adopt computerized
accounting systems, the complex Federal Election Commission (and state election
commission) regulations and reporting requirements have accelerated campaigns'
reliance on computers. Political organizations have to centralize the control
over their receipts and expenditures to account for their cash flow. The
computer can be programmed to print out all the financial information necessary

for FEC reports, in the proper format and at the proper time.

OFFICE MANAGEMENT

Office management applications include word processing, scheduling, and
correspondence management, In each case the computer handles routine
information management tasks -- printing, editing, and filing. When combined

with an information network, computer-assisted office management systems can
make a geographically spread out organization function as if everyone were in

the same building.

COMMUNICATION

From a communications standpoint, computers are simply devices for
storage, switching, and mathematical transformation of the information
being carried by the network."
The merging of computers and communication networks provides opportunities for
dispersed organizations like large scale campaigns and political parties. From

any location, the filing system, data banks, and other system features can be

only a telephone call away. John Connolly's abortive 1980 Presidential campaign

“ Joel S. Birnbaum, "Computers: A Survey of Trends and Limitations,” in Science,
Vol. 215, No. 4534, 2/12/82 (American Academy for the Advancement of Science),
p. 764.
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was the first to make use of computer communication on & sizable scale. In

their system

UPI and other wire services were available on-line;

- news releases, speech drafts, and schedules were composed, revised,
accessed and printed via remote terminais;
- routinized correspondence was printed by computer; and
- intra-campaign communication and the transfer of information among the
widely dispersed staff was nearly instantaneous.
"The big problem,"” said campaign staffefﬂﬂead Treadwell, responsible for putting
the system together, 'was getting people to use it."® A lack of understanding
and a general reluctance to try something new initially inhibited the use of the
services, As the information industries develop data banks and software

capabilities that appeal to the information needs of campaigns, we can expect

increasing use of these services by dispersed campaign organizations.

STATISTICAL DATA PROCESSING

All candidates want to know just what it is they have to do in order to get
elected. What are people’s views on the issues? What types of people support
‘which candidates, and for what reasons? Ideally, the candidate or campaign
staff could interview every voter, decide what issues are important and what
kind of leader voters want, and then structure the campaign to fit the voters.
The applications described in this section attempt to provide that type of
information at a (relatively) low cost. By aggregating statistical and public
opinion data, running it through a number-crunching computer program, and

combining the results with political analysis, organizations obtain information

.4 . -
Personal interview.
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that reduces some of the guesswork involved in political campaigning. The
computer makes this possible by performing the millions of routine calculations
that must be done in order to turn the raw data into something meaningful.

There are three basic campaign techniques that involve statistical data

processing: polling, targeting, and simulatiom. Public opinion pelling

attempts to monitor the mood and attitudes of the electorate. Targeting helps
campaigns spend their resources on those areas and sub-populations that are most
receptive to the campaign message. And simulation strives te predict the
results of various campaign strategies and circumstances.

To take a public opinion poll, an organization first interviews a certain
number of people (generally between 400 and 1500 depending on the nature of the
poll) selected at random from the population tc be assessed, then performs
statistical manipulations on the resulting data, and, finally, analyzes the
results. Using a computer allows campaigns to obtain the results in a timely
fashion; performing the statistical manipulations by hand would take weeks,

Prior to the development of the 1970s’' generation computer, public opinion
polling played only a minor role in political campaigns. By the mid-1970s,
however, the multi-dimensional analysis of modern polling became an elemental
feature of political strategizing. While the computer makes sure that the
tabulation and cross-tabulation of polls are done well, the most critical
elements of a poll are human: designing the "survey instrument™ (the
questionnaire), interviewing the respondents, and analyzing the results,

For this reason, assessing the public opinion is less science than art -- a
very complex art. A poll is no better than its weakest link; the accurate
analysis of improperly gathered or misdirected data distorts every bit as much

as the shoddy analysis of carefully gathered data. Nevertheless, polls provide




campaigns with a way to "listen" to an electorate that goes beyond the casual
observations of pelitical analysts, and approaches, somewhat, the objectivity
campaign strategists desire.

Targeting involves the allocation of scarce campaign resources -- pecple,
money, time, and talent -- to those voters who are most likely to either support
the candidate, or to consider supporting the candidate. In an age where 25% of
the registered voters in any district determine who will represent them,
campaigns maximize their chances by targeting their efforts on friendly voters.
Who votes determines the outcome as much as who they vote for. Targeting helps
campaigns spend their resources in the most effective media markets, the most
promising neighberhoods.

All campaigns use some type of targeting, tacit of explicit; their success
often depends on how well. Targeting does not have to invelve a computer. It
can be as simple as looking over past election results and deciding which areas
look the most promising, or as complicated as merging public opinion, census,
and electoral history data in a sophisticated computer program. Computers are
used in two ways: to store information gathered through phone or door-to-door
canvassing, and to manipulate this or other data. The.goal is to provide a
clear picture of the demographic makeup of the constituency and to determine
which people are worth approaching. Like polling, targeting invoives more human
design and analysis than data processing. The processing extends the power and
abilities of the analysts by making available quantified data to assist their
decision making.

Simulation takes the types of information used in polling and targeting and
combines them to make predictive statements. Briefly, the simulators use

demographic and public opinion data to create a model of the population under

m
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study, a model that then exists in computer memory. The simulator develops
theories about the behavior of people in the population and incorporates those
theories into a series of computer programs that act on the model population in
a way that simulates the effects of events in the real world on the real
population,

For any computer simulation to be successful, the simulator must have viable
theories about the behavior of the system to be simulated, and accurate values
for the parameters of the system. To perform the simulation, the computer must
be told what to do in logical terms and then must be given numerical data to
plug into the logical equations. The computer will do only what it is
programmed to do; thus the simulation is no better than the theories that lie
behind the computer programs, the programs themselves; or the metheds chosen to
assign numerical values to human interaction.

The quantifiable data and analytic results of each of the three statistical
data processing applicétions are not an unmixed blessing. Some limitations
come, too: such as the temptation to ignore data not easily quantifiable or the
discovery of trends or patterns that suggest things that don't reflect what is
actually there. Armed with computer printouts and a statistician's blessing, a
campaign manager may charge off more convinced of the worth of a particular
strategy than the circumstances merit. If the strategy is off, then the

computer-generated assurances may delay needed adjustments.

To sum up, we can see that the computer applications do two things: they

reduce the amount of labor required for routine information management tasks and




they increase the amount of quantitative data available to campaign wanagers.
Fach of the computer applications has & cost. Campaigns have to buy or lease
hardware, computer time, and software; they have to pay skilled operators and
analysts. When deciding what to spend money oI, political prganizations have to
weigh these costs against other potential campaign expenses, other
opportunities. While opportunity cost may not be the only criterion used to
make the decision about which computer applications to use, it is certainly an
important one. Settling the issue of opportunity cost and computer expense and
determining its importance in shaping the influence of computers on pelitical
campaigns is beyond the scope of this paper. The survey that would determine
exactly what different campaigns use which applications and why they use those
applications rather than others, and how much it all costs has yet to be done.
For now it is important to be aware that the preceding computer applications
are available to those campaigns that can pay for them and that, generally, the
computer coOst involved in each application has declined over time, while the
human element has become more skilled. And it is equally important to remember
that the computer is only an information management tool and, as such, only as
good as the people entering the data and writing the programs. As every good
' carpenter Knows, there lies a world of difference between having 4a tocl and
using it, and between using it poorly and using it well. YA computer can count,

compare, list, add, subtract, multiply, divide." It cannot think.




Chapter 3

COMPUTERS AND CAMPAIGN ORGANIZATIONS

yuriing the computer applications described in the preceding chapter to work
cnanges the way campaigns obtain information, reach voters, and manage their
gemtine office procedures. Each application has an effect on the campaign

cress -- the way decisions are made, the assignment of roles and tasks, the

Ay

Projection of the candidate into the view of the electorate, and the way

caspaign organizations and other groups active in the campaign process relate to

one another.

For analytical purposes we can divide the campaign process into two

conceptual parts: the internal process, the roles and .activities within campaign

orzanizations; and the external process, the roles and activities of the various

organizations active in the larger environment. This chapter describes the
internal campaign process and discusses the reorganization that process is
undergoing today as campaign organizations match their organizational goals with
the new range of means computer technology makes possible.

The method of analysis is as follows. Three models of political campaigns
are presented. The functions shown in each model which are suited to the use of
computer technclogy are discussed. Finally, some conclusions are reached about

the impact of the technology on political campaigns, based on the insights

gained from the models.




CAMPAIGN MODELS I

While campaigns share a similar objective, to elect a candidate to office, they wha
differ widely, due to the constituency they seek to represent, their financial wor
and human resources, personal style, and other factors. There are as many types wor
of campaigns as there are marketing businesses, and a far greater number of nor
campaigns. The models presented here are ideal types. They attempt to Tec
represent in abstract form the essential elements of a typical campaign. The in

models do not attempt to describe the definitive campaign; ne such campaign st
exists. The personalities involved, the issues of the day, the voting In
population, all combine to make campaigning a very complex undertaking. gl

Understanding that undertaking has occupied the lives of more than a few of the Se

politically ambitious.

The three models suffer from the inherent problem of adopting a simple model pa
to explain a complex process, the problem of fit. Each model cobscures some in
subtleties while bringing others to light. It is hoped that the inclusion of tk
three different ways of viewing political campaigns will shed more light than S¢
darkness, 1:

tl
A Conversation Model d
At its simplest, a campaign is a conversation between candidates and voters, a ti
conversation mediated through political communication channels. Ideally, a t
candidate would be able to meet everyone in the district. But the numbers make 1
that impossible. To learn what people think, to learn what people care about,

to learn, hence, what to talk about, candidates have to probe and seek voters
out . To motivate people to vote, candidates have to actively use the channels

of communication open to them.

_ |
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This information exchange takes place on three levels. The first level is
what we usually think of when describing communication: the content of the
words. A candidate may say, "I stand for the rights of the working man.”" The
words convey a certain meaning, - ambiguous though it may be. The accompanying
non-verbal element of the communication is the second level. As everyone knows,
Ted Kennedy stands for the rights of the working man. Now, if he were to appear
inn a television commercial dressed to the teeth in front of his home, the
statement, "I stand for the rights of the working man,” would seem absurd.
Instead, his commercials show him with his shirtsleeves rolled up, face
glistening, and arms pounding as he fights for pro-labor legislation on the
Senate floor.

The third level is far more difficult to control. It relates to the meaning
particular word combinations and non-verbal signals have for the people who
interpret them. The phrase "rights of the working man” means entirely different
things to different pebple, as does the image of Ted Kennedy working hard in the
Senate. On the one hand, for somecne who believes that organized labor unions
lie at the root of our economic ills, the "rights of the working man" include
the right not to join a union, even though an individual's fellow workers may
desire to. On the other hand, for someone who believes that labor unions are
the bulwark of a free society, the "rights of the working man" include the right
to force all employees in a specific sector of a company to pay union dues, as
long as a majority of them supports the union.

Campaign organizations use five different "channels" to reach voters.  They
write letters, make telephone calls, buy media time, appear on the news, and
meet people face to face. Three of these can also convey information back to

the campaign from the people: telephone calls, news media, and personal contact.




This very simple model, as shown in figure 2, emphasizes the major function

of any campaign: communication. No matter how capable, a candidate cannot win

a campaign without reaching people with a message that strikes a responsive
chord on all three levels. Decisions as to which channels to use and what
message to convey determine, to a large extent, the image of the candidate in
the voters' consciousness. And on election day, the truth, as mayor Frank

Skeffington in Edwin 0'Connor's The Last Hurrah so profoundly understood, is

what the voters think.
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Figure 2: A Simple Conversation Model
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A Feedback Model

The feedback model attempts to overcome some of the shortcomings of the
conversation model by suggesting the process through which campaigns make plans
and allocate resources. To do this, the model breaks campaigns into seven
inter-connected elements: research, strategic planning, fundraising, human
resource recruitment, tactical planning, communication, and feedback. Figure 3
shows how they fit together.

Information gathering is the process of collecting data (formally and

informally) about the electorate and the candidates. This information, whether
obtained purposely or ad hoc, serves as the (explicit or otherwise) basis for
decisions made throughout the campaign,

Information on voters comes from survey research, the Census, the voting
historf of ﬁhe district, voter regiétration files, advice from people, and from
a variety of other sources such as canvassing, library research, newspaper
archives and travelling Qround the district. Information on the candidates
(both the campaign's own and the opposition) comes from survey research (to
determine what people know about them), past voting and employment records,
media coverage, and a variety of other sources -- friends, co-workers, former
employees, campaign literature. As more information becomes available during
the campaign, the two information "bases" can be modified.

Strategic planning is the process of determining which voters to appeal to
and determining why those voters should prefer the campaign's candidate. The
model refers to the target voters as the "target audience” and the reasons they

should vote for the candidate as the "campaign message." Certainly, alil

campaigns do not explicitly decide on an audience or a message; nevertheless
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their actions indicate an implicit decision. Like the information bases, these

decisions can be modified throughout the campaign.

The main feature of the third element, tactical planning, is resource
allocation. Campaigns have finite amounts of time, money, people and talent,
all of which they want to combine in the most effective way possible. Here, the
campaign organization decides how and when to communicate the campaign message
to the target coalition, given the financial and human resources of the
campaign. In allocating the resources, the manager considers (again, either
explicitly or implicitly) the characteristics and cost of each communication
channel that reaches the coalition, the requirements of the message,® and the
amount of time, money, people, and talent the campaign has. After choosing
among the different channels, the campaign faces the technical problem of
packaging the message to fit each communication channel and audience, and then
"giming" the channel at the target group. The organization can use feedback
information to re-evaluate and improve the communication.

Fundraising may well be the most crucial element of the campaign. The amount
of money raised has a major effect on resource allocation. Briefly, the
organization selects potential contributors and then contacts themnm. Some will
_contribute to the campaign. While the model does not adequately indicate this,
fundraising depends on the course of the campaign as a whole. Potential
contributors receive information through the political communication channels as
well as through fundraising solicitations. Their decision to contribute or not

depends .on their assessment of the campaign along with the contribution appeal.

6

Some channels cannot carry certain types of messages, e.g. a 30-second
commercial cannot convey a complicated issue stand (although David Garth, a
political media impresario, would disagree)}.

_22_
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Human resocurce recruitment is much like fundraising;. the volunteer
recruitment process is the same. Potential volunteers are located and then
contacted. Like fundraising, volunteer recruitment depends a great deal on the
public perception of the campaign. Three other human resources include
political consultants, party networks, and political action committee networks.
Whether or not campaigns have access to these resources depends on a multitude
of factors including their election chances, their financial resources, their
party affiliation, their ideological prediqusition, and the networks of the
candidate and campaign staff,

The communication channels convey information from candidates to voters and

from voters to candidates. As the conversation model illustrated, campaign
organizations use yarious communication channels to reach and understand voters.
From the discussion above it should be clear that this is not the random process
one might expect from looking only at the conversation model, but rather a
controlled process in which campaigns try to contact specific groups of people
with a specific message.’

Feedback analysis is the process of obtaining information about the

effectiveness of the campaign communication and then using that information to
modify the campaign. Managers use both statistical procedures like public
opinion polling and ad hoc information like suggestions from observers.
Feedback can reach every other element in the model and, because a campaign is
dynamic, a change in one element can reach every other, as the model

iliustrates.

7 The degree of control varies from campaign to campaign.
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The feedback model provides a conceptual illustration of campaign planning
and decision making. It describes the type of information that lies behind
strategic and tactical choices, and suggests the process by which those choices
are made. While few campaigns carry off their planning in the linear, rational
fashion pictured here, each must make crucial decisions about target audiences,
campaign messages, resource allocation, and campaign communicatiomn. Each of
these decisions will be made on the basis of some information "base" (even if
it's only the personal memory 'bank" of the campaign manager) and some

adjustments will be made according to feedback from the electorate.

An Organization Model

The previous two models have taken a conceptual approach to political
campaigning without treating their organizational characteristics. The
structure of campaign organizations and the roles and activities of the people
in them can tell us a great deal. Studying the campaign organization should
fill some of the gaps left by the other models.

Campaign organizations‘ are characterized by a non-hierarchical, task-based
structure in an environment of great uncertainty. The campaign manager and one
or two close advisors may heold ultimate authority, but beyond that there are
usually no clear lines of decision-making authority. A campaign exists to elect
a candidate to office; the means to that end, the campaign tasks, dominate the
organization and provide the basis for its internal structure. Because campaign
staffers will be selected, to a degree, on the basis of their ability to perform
these tasks, the tasks, in a sense, determine who will be around to make further

decisions. The process is recursive.

g . - . - r :
Some of the material for this model was drawn from Xandra Kayden's Campaign

Organization (Lexington, Mass.: Heath, 1978).
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Campaign personnel fall into three major categories: full-time, part-tinme,
and outside censultants. Part-time workers participate in those areas where
there are jobs which don't require a full-time commitment (such as making
telephone calls, typing, canvassing, and research). Consultants work in
technical areas where the regular campaign workers lack either the skill,

experience, contacts, or objectivity required to do something, such as polling,

direct mail, or computer simulation. Full-time workers do everything else:
press relations, organization building, scheduling, etc. The particular mix of
workers, their skills, and their rcles in the decision-making process are

determined in part by the jobs they have to perform.

COMPUTERS IN THE CAMPAIGN MODELS

The models pointed out several important characteristics of political campaigns.
The conversation model emphasized the different levels of communication between
candidates and voters and described the various channels candidates use to reach
voters. The feedback model reduced the complex campaign process to a conceptual
linear scheme, Thighlighting the importance of information in strategy and
tactical development. And the organization model pointed out the recursive
nature of campaigns' organizational decision making: the tasks to be done
influence what types of people will be involved in subsequent decision-making.
These insights help determine how the computer applications described in the
previcus chapter affect the campaign process.

In terms of the conversation model, these applications have two implicaticons.
First, a campaign that wuses one mix of channels to reach voters will have a
different "look" than one which uses a different mix. Computerized direct mail

and phone banks reach the voters very differently from media buys or streng




organization. Campaigns can track individual voters, sending them personalized

letters and asking for them by name on the telephone. The overall effect is a
more direct link between candidate and voter. What channel to use is a
strategic decision to be made by individual campaigns -- what "look" to present

to the voters, the shotgun media approach, or the rifle direct mail approach.
Nevertheless, as campaigns opt for the rifle approach, campaign strategy shifts,
Media-intensive and organization-intensive campaigns remain, but they remain as
conscious alternatives to the direct mail campaign.

Second, campaigns can use the statistical computer applications to learn
about voters in order more consciously to manipulate their communication on all
three levels. For example, one consultant designs his surveys so they measure
the values and beliefs of the people interviewed. That information, imperfect
though it may be, gives the strategist a way to estimate how people will receive
the campaign message on the second and third levels, where the meanings that
particular words, ideas, images, and concepts have for people determine their
attitudes towards candidates and their messages. Again, while individual
campaigns may not avail themselves of the, admittedly imperfect, polling
instrumeni, whether for lack of money or mistrust, using or not using polls
becomes a decision. The overall effect on campaigning is greater attempts to
measure people's attitudes and beliefs and greater attempts to use that
information to design effective propaganda.

The feedback model leads to other implications. Survey research data
provides not only a snapshot view of people's ideas, attitudes, and beliefs, but
also a way to measure these parameters over time. Campaigns use survey research
techniques to measure the effectiveness of their efforts. For example, in the

1982 Massachusetts Democratic gubernatorial primary race, the Dukakis campaign
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took a series of polls that showed, among other things, that among those people

who considered crime to be the most important problem in the state, Governor

King was picking up some momentum. Consequently, the Dukakis campaign began
stressing crime in their public appearances and media events. The decision
about the allocation of resources was informed by the poll. Without the

technology, managers would have had access to the same raw data, but no way to
manipulate them in order to discover patterns. The danger of this approach lies
in Phe human elements: designing the questionnaire, interviewing the
respondents, and analyzing the results. By asking the wrong questions, asking
the right questions in the wrong way, or misinterpreting the results, the
pollster can lead the campaign astray. Either way -- with good or bad polls --
the campaign decisions will be more firm than without the poll; the figures
justify what they call for. The overall effect is to increase the emphasis on
measureable strategies and conscious campaign feedback.

Computer targeting information also affects resource allocation decisions.
By giving managers a clearer view of what types of people live where and how
those people fit into the overall strategy of the campaign, the information
gives managers the tools to make more rational decisions. For example, in the
2nd Suffolk State Senate district in Massachusetts there are a number of small
weekly newspapers that reach different areas of the district. Knowing what
kinds of people live in those areas and (an assumption) read the local weekly
helps campaign managers in that district decide which papers to advertise in and
how much money to spend. While someone with political experience in the 2nd
Suffolk district may already have this information, a computer targeting program
would make the information easier to replicate. Computer targeting provides

more precise information about voters and media audiences than is otherwise




possible, allowing campaign managers to make decisions with greater surety
(running the risk, as with survey research data, of being more sure about g
wrong decision). Deciding not to use computer targeting (as with survey
research) leaves one with the awareness of consciously choosing not to have the
information the service provideg, the knowledge that such information could he
had, and, thus, the desire to obtain that information, or a substitute, in
another way.

A third implication from the feedback model is more difficult to pin down.
It relates to the way campaigners make decisions when using computer-generated
information. This information can force the people invelved teo be more explicit
about the way they arrive at their conclusions. Knowing that the candidate can
win by garnering 70% of the senior citizen vote, 80% of the young professional
vote, 75% of the gay vote, 70% of the Hispanic vote, and at least 40% of the
blue collar vote, and also knowing where these people live and how to measure
what their attitudes ére, changes the campaign strategy from motivating an
undifferentiated mass of Democrats, Independents, and Republicans to a focused
effort aimed at the people the candidate absclutely has to motivate to vote in
order to win. The computer does not cause campaigns to plan their strategy and
tactics more rationally. Nevertheless the information computer applicaticns
provide facilitates this type of planning.

The organization model raises another set of questiomns. Because campaign
organizations are task-based, anything that affects what people do in campaigns,
or how they do it, should also affect their organization. In the case of
computer applications the changes revolve around the types of people who are
brought into the campaign to provide computer services, the roles théy

subsequently assume in campaign planning, and the people whose positions are

affected as a result.
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Computer applications require specialized knowledge. Designing a
questionnaire, pulling a sample, and writing targeting programs are all
complicated undertakings that the old-time political operators never had to do.
Except in very large campaigns (like Presidential campaigns and competitive
statewide races in some of the more populous states), most campaign
organizations have neither the time nor the money to develop the computer
programs and skill these applications require. In economic terms, the costs of
creating the systems outweigh their benefits to any one campaign.

In order to take advantage of computer services, then, campaigns generally
have to buy them (or receive them as a donation) from someone outside the
campaign. The people who control these resources have to be invited into the
campaign where they will hold a certain power by virtue of their expertise.

One effect of using computers in campaign organizations, then, is to expand
fhe role of  the technical professional. Another is to re-direct part-time
workers from "make-work” activities like folding brochures, licking envelopes,
and indiscriminate canvassing, to more structured activities which use
computer-generated lists of names. Volunteers can telephone potential voters
and contributors, canvass neighborhoods where support for the candidate is very
strong, and conduct surveys (with proper training and oversight).

At the same time that the technical professionals are playing a larger role
and volunteers are becoming more effective, the nen-technically oriented,
full-time staffers find their role reduced. Speech writing, scheduling,
cld-style fundraising, organization building, and all the other tasks are still
important, but some of the critical decisions about the allocation of resources
and the themes of the campaign are being méde elsewhere, creating the potential

for conflict between those comfortable with the computer applications and those




who are not familiar with them. The unfamiliar have a tendency to see the.
professionals as "Computer Rasputins,' eager to pervert the campaign's goals for
their own nefarious interests, while the professionals view the others as
"otick-in-the-muds" who don't understand the realities of modern campaigning and
{(perhaps) deserve to be taken advantage of. Regardless of which side is
correct, computer applications have made their mark on the internal process of
campaigns.

The (alleged) success of campaigns which employ survey research, computer
targeting, direct mail, and the other applications leads to an increased demand
for people who understand and can use the applications. This places a larger
premium on technical skill and reduces, relatively, the importance of the
political enthusiast. Why bother catering to a mass of prima donna volunteers
when, for pennies a letter, one can send personalized, targeted mail and then
measure its effectiveness with a follow-up poll? Ironically, the very
technology which cut the cost of information handling and made targeted direct
mail and multi-dimensional statistical analysis affordable has also raised the
cost of campaigning. With the disparity between the effectiveness of technical
(read "computer-assisted”) and non-technical approaches, the value of the next
dollar (which can buy the next technical "unit") increases relative to the value
of the next volunteer body. Up to a certain point (and no one seems certain
about what point, if any) every additional dollar can buy real, measureable
changes in voter opinion and preference.

There are still many non-monetary aspects that play as important, or more
important, a role in determining the outcome of any election. But the

availability and effectiveness of the computer services lead to their demand

, perhaps, eventual necessity. This internal demand reaches out tc the
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external relationships of campaigns -- to the various support groups that
provide people, money, and talent to individual campaigns. The next chapter

describes this external process reorganization and raises some more gquestions

about the internal workings of campaigns.




Chapter &

COMPUTERS AND CAMPAIGN SUPPORT GROUPS

Along with campaign organizations, there are three other major actors in the
campaign process: political party committees, political action committees
(PACs), and political consultants. These campaign support groups provide
resources to campaign organizations and to éach other. Together with campaigns
they define the external campaign process.

Like campaign organizations, each of these groups has its own internal
process, its own internal logic that brings much to bear on how it fits into the
external campaign process and is, simultaneously, shaped by that external
process. This chapter examines the support groups, suggests how they fit into
the larger campaign arena and then discusses the effects of computer technology
in that arena.

These concepts, the descriptions they allow us to make, and the conclusions
they encourage us to draw don't exactly describe what happens in campaign
politics. Rather, they serve as tools for understanding the complexity of
interdependent organizations, each with its own goals and capabilities, adapting
to the new range of means computer technology makes possible, remaining all the
while part of a larger campaign process that is itself onl? a small part of the
even larger process of governing our 'sociéty. The reverberations of each
"system" affecting and being affected by the other levels of organization around

it make the real world far more intricate that what is presented here.
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PARTY COMMITTEES

A political party is a complex social phenomenon, difficult to define. For the
purposes of this paper, we will heed political scientist V.0. Key's advice® and
concentrate on the party organization. In the accompanying chart (figure 4),
party organization appears extensive and well-coordinated. There are local
committees, state cbmmittees, and national committees. The national convention,
which is the governing body of the party, meets once every four years to decide
the direction and scope of party activity, then appoints the National Committee
to oversee the party in the interim. The National Committee assists the state
committees; and the state committees, the local committees. The local

committees then register members and make sure they vote. Or so it seems:

TR K L S e s - R e e

On paper at least, there is a perfect party hierarchy based on the
precinct executive and capped by the national committee, with special
organs formed around each important electoral unit -- ward, city,
county, legislative district, state, and nation.!®

Y

But, as Key observed in 1942, in practice the committee structure is less
cohesive than the organizational chart would indicate.

Party committees form a loose national alliance whose strength varies from
state teo state and within states. Committees, when they are active, can do a

' number of things for the political candidates they support. State and federal

laws limit the amount of money and "in-kind" services that party committees can
give. For federal elections in 1982, party committees may give House candidates
$5000 per election in direct cash contributions and no more than §$18,600 in

expenditures made on behalf of the candidate (called "coordinated

|
° Key wrote "in the examination of party activities it is well to concentrate

attention on the inner core of the organization, for that really is 'the
party.'", Politics, Parties, and Pressure Groups (New York: Thomas Crowell,
1942), p. 247.

: '® Key. ibid, p. 295,
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Figure &4:
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expenditures"). Senate candidates may receive no moré that $17,000 in direct
contributions per election cycle, along with §20,000 or 2 cents multiplied by
the voting age population of the state (in 1976 dollars), whichever is larger,
in coordinated expenditures. State laws vary.

Along with cash contributions and coordinated expenditures, party committees
can provide campaigns with advice, technical expertise, training sessions, and a
network of potential supporters. With the decline in party enrollment and
strength across the country, the role of party committees has shifted from
mobilizing the party faithful to providing general assistance to campaigns. How
much assistance they can provide depends primarily on their financial resources
and secondarily on such intangibles as their ability to mobilize party
activists, the political acumen and expertise of committee staffers, and the

receptivity of candidates and their campaign staff.

POLITICAL ACTION COMMITTEES

Political action committees (PACs) are the principal instrument for
participation in the electoral process by organizations other than political

parties. Conceptually, PACs are the modern campaign arm of the "pressure

- groups"” V.0. Key described in his classic, Politics, Parties, and Pressure

Groups. They contribute to campaigns to elect politicians who will support
their political agenda.

There are five major types of peclitical action committees: labor PACs,
corpeorate PACs, trade-membership-healith PACs, cooperative PACs, and unconnected
PACs. Trade-membership-health PACs represent trade associations (e.g. the
National Realtors Assoc.), health asscciations (the American Medical Assoc.), or

other membership organizations outside of labor unions (e.g. the Chamber of




Commerce). Unconnected PACs are either issue-oriented committees like the
now-famous National Conservative Political Action Committee, or committees set
up by Presidential contenders like Ronald Reagan's Citizens for the Republic,
organized in 1976. Cooperative PACs represent cooperative agricultural groups,
for the most part.

Although political action committees have a much lower legal contribution
ceiling than party committees, they can do the same things for candidates. PACs
contribute money, provide volunteers, analyze polls, prodpce television
commercials, and organize get-out-the-vote efforts. Not all PACs offer all of
these services; organizational objectives and resources, along with a host of
othgr more idiosyncratic factors like the technical skills of committee members,

determine the services of particular committees.

POLITICAL CONSULTANTS

Political consultants ére professionals who operate outside of formal political
committees, providing technical expertise, political experience, and specialized
services to campaign organizations and political committees. Although they have
recently become a dominant force in federal elections and the subject of a
number of academic works,!! consultants did not suddenly appear on the American
political scene. Candidates have always had advisors. What distinguishes the
new breed of political consultants from the old political advisors is their

autonomy, and the type of services they provide.

'1 jincluding The Rise of Political Consultants by Larry J. Sabato (New York:
Basic Books, 1981) and The Election Men by David Rosenbloom (New York:
Quadrangle Books, 1973).
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Political advisors were usually party men, tied like their organizations to a
single geographical base. The new consultants are tied to no such base. Their
skill lies mot in teaching politicians how to gain control over an organization
and direct it to political victory, but rather in leading candidates to victory
without, or even against, an existing party organization. Consultants teach
politicians how to use the media to reach voters, how to use the polls to listen
to them, and how to create their own campaign organizations to raise money and
contact voters.

There are several types of political consultants: generalists, who provide
campaign management assistance; media experts, who perform any one or
combination of the several steps involved in producing and airing political
advertisements; direct mail experts; telephone fundraisers; private pollsters;
computer simulation firms; and profescional organizers. Each depends on winning
elections to attract clients.

There's nothing like a consistent string of losses to send race horses
and political consultants into early retirement.?!?

Affixing blame is much easier in the case of consultants than political
committees. This pressure on winning gives consultants the incentive to create
the best campaign tools possible; their livelihood depends on it. Consultants

professionalize campaigning.

'2 Joseph Napolitan, The Election Game (Garden City. New York: Doubleday, 1972),
. 20.




THE CAMPAIGN ARENA

To study voter behavior, political scientists look at election results, voting
patterns, demographic characteristics, and survey research data. To study the
behavior of the actors in campaigns -- campaign organizations, political
committees, consultants, and contributors -- they look at the exchange of money.
Both approaches have in common a concern for quantifiable, "hard" data. Both
approaches overlook the behavior of single individuals; nevertheless, the
approaches help set an overall view of the electoral process. Keeping in mind
that there is no such thing as an average campaign organization, party
committee, political action committee, or individual contributor, and that such
statistics obscure even as they reveal, we can use these figures.

In the external campaign arena, campaign organizations are at the focal

point. They pay the consultants and seek the resources of party and political
action committees. Table 1 gives financial data for the average Senate and
House races in the 1980 election <cycle. These figures help describe the

relationship of campaign organizations to contributors and support groups.
Individual contributions (including contributions made by candidates to their
own campaigns) constituted the greatest source of campaign money, followed by
. political action committees, and party committees. The Republican committees
gave their candidates approximately four times as wuch as the Democratic
committees gave Democrats. Republican candidates for the Senate were the most
dependent on political committee contributions, receiving over 40% of their
contributions from committees {party and political action committees).

These figures suggest that campaign organizations are more or less on their
own, receiving only a small percentage of their resources from any one source.

The figures also suggest that campaigns depend more on political action
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TABLE 1

Funding Sources for Congressional Campaigns, 1979-80

(in thousands of dollars)

[ T T T T T
| CATEGORY 1)TOT. RECEIPT 2)IND. CONT. 3)PARTY CONT. &4)PAC CONT. 5)TOTAL COMM.
| I | I | |
= + + +— E +
I I I | I I
| Senate | I I | I
I I | I | I
| Democrats | 1,166.8 ) 911.1 (79%) | 46.1 (4%)| 209.6 (18%) | 255.7 (22%)
| | | I | I
{ Republicans 9944 | 586.4 (60%) | 169.8 (17%) 238.2 (24%) | 408.0 (41%)
I - I | I I
| combined | 1,079.33 | 745.1 (69%) | 110.1 (10%) 224.2 (21%) | 334.4 (31%)
+ 1 I 1 +
| I f | I
House | I { I I
| I | I I
Democrats | 142.2 | 93.9 (65%) | 3.0 (2%)| 45.3 (32%) | 48.3 (34%)
{ I |
Republicans 154.7 99.9 (65%) | 14.2 (9%) 40.6 (26%) | 54.8 (35%)
I | I I
combined |  148.3 96.8 (65%) | 8.4 (6%)] 43.1 (29%)| 51.4 (35%)
L 1
| |
| |
| 1 A

. — e ———

v

|
|
|
|
|
|
|
|
|
|
|
|

1) This figure represents the average total campaign receipts of each individual
major party (Democrat or Republican) candidate who participated in the general
election in November, 1980. This figure and the following are average totals
for individual candidates in thousands of dollars.

2) This figure represents the total of all individual (i.e. non-committee) con-
tributions to the campaign, including personal expenditures made by the candi-
date,

3) This number represents the total of all direct contributions made by nation-

al, state and local party committees plus all coordinated expenditures made on

behalf of campaigns by national and state party committees. With few excep-
tions, this money came exclusively from national party committees.

4) This figure represents the total direct contributions (in-kind and cash) made
by political action committees, of whatever type.

5) This number is the total PAC and party committee contribution.

e e ——————————— —— e e e e ]

Source: Federal Election Commission Press Release 3/7/82.
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committee money than party money and that Republican.campaigns depend mdrc on
party committees than their Democratic counterparts.'?

The figures tell us nothing about how political consultants fit in.
Interviews with consultants, party officials, and political action committee
staffers, however, revealed that consultants are woven throughout the campaign
arena. They consult for campaigns, parties and PACs and, occasionally, join the
staff of a committee or campaign organization. As professional campaigners,
they prefer the independence of consulting to the relative stability of
pelitical comm;ttees. New consultants graduate from the campaign and political

committee training grounds continually. These organizations are both the

clients and the academies of the consulting firms.

COMPUTERS AND CAMPAIGN SUPPORT GROUPS

Party Committees

The models in the previous chapter showed four major inputs to poiitical
campaigns: money, information, manpower, and technical expertise. Party
committee resources could include all of these, plus such campaign "essentials”
as a television studioc.'® The limiting factor is financial; with money,
committees can buy nearly everything else. Understandably, fundraising has a
crucial part in committee operation.

Properly applied, computer technology has great potential in fundraising, as
direct mail professionals like Richard Viguerie and others attest. While

campaign organizations often fail to exploit the full potential of direct

13 The following chapter looks at these findings in greater depth, fecusing on
the differences between the Republican and Democratic experience.

14 The National Republican Congressional Committee actually owns one.
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response fundraisirig1s because of their short life, political committees have no
such problem. Campaigns are like annual flowers; they sprout once, flower, and
die. The parties are perennial, blooming (or wilting) again and again. They
have the long term objectives and, potentially, the organizational stability
needed to take full advantage of a direct response fundraising program. After
building a contributor list, a committee can draw off it for years.

Because federal law limits the amount of money committees can contribute to
campaigns to a fraction of the total candidates spend, committees have to
provide non-monetary services to make a greater impact. For FEC purposes,
neither the salaries of committee staff nor committee overhead expenses count
toward the contribution limits. Contributions are marginal expenses. In
economic terms, in-kind contributions are valued at their marginal cost to the
committee.'® Thus, to maximize the value of their contributions, committees give
candidates services which have a high fixed cost and a low marginal cost.

Many computer services fit this description. After purchasing the hardware,
purchasing (or developing) the software, and acquiring the data base, the
committee faces a relatively low cost for using the system. Provided the system
is a good one, its value to any one campaign will exceed its marginal cost to
the committee. Even if there were no FEC provisions that encouraged party
committees to invest in computer systems and other high fixed cost items, many
of these investments would still make sense on purely economic terms, provided

that campaign organizations could not obtain the same service from a private

1% Direct response fundraising refers to both direct mail and telephone bank
fundraising.

'# This is somewhat of a simplification (some part of the fixed cost of some
services must be counted as a contribution), but officials in both parties
say that the conclusions reached using this simplification are consistent
with those reached using the more complicated FEC reporting requirements.
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business at a price less than the service's average cost whén produced by the
committee. For example, loaning a candidate the committee's direct mail
contributor list (in which the committee has invested much time and effort) is a
service that cannot be duplicated by a private concern.

While cost is certainly not the only factor considered when committees
allocate their resources, given an incentive for acquiring computer systems and
the money to pay for them, a rational “influence maximizing" committee would
acquire them. To determine how these systems affect committees, it would be
helpful to consider how committees use the technology.

As described in the technelogy chapter, the computer applications fall into
five major areas: information base management, accounting and budgeting,
communication, office management, and statistical data processing. Political
party committees use computers for diregt response fundraising, financial
management, information tracking, voter information services, computer
simulation, polling, word processing, and intra-party communication.

Word processing, financial management, and information tracking systems

rationalize certain routine information management tasks. Word processing cuts

down on typing; financial management systems can improve cash flow; and

information tracking makes information easier to access and reproduce. Direct
response fundraising can lead to more fundamental changes in committees. By
raising money in small amounts from larger numbers of people, a committee

expands its active contributor base. Going from an annual budget of $10 million
with an average contribution of $250 to an annual budget of $50 million with an
average contribution of $30 (perfectly reasonable numbers, given the Republican
experience outlined in the next chapter) expands the number of contributors,

people who have a financial stake in the committee, more than 40-fold. In the

process, the character of the contributors has changed.
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The current consensus among direct mail professionals is that direct mail
fundraising works best when the letters make a strong emotional appeal for money
to stop a group which threatens to take some undesireable action in an area of
interest to the reader. In other words, negative, single-issue appeals are the
most effective money raisers.!’ Consequently, organizations which use direct
mail fundraising are tempted to rely on single-issue groups for financial
support. In order to continue soliciting money from these people, the committee
must maintain the proper stands on the issues, making compromise financially
costly. -

® party  committees tend to

According to political scientist Xandra Kayden,'®
raise money on issues for which there are no established, mass;based interest
groups advocating a particular stand. ~Examples include the Panama Canal Treaty,
military preparedness, and social security. By taking a strong position against
the Panama Canal Treaty or for military preparedness, the party does not
necessarily lose its ability to compromise on issues that affect the real
governance of the country. The danger comes, in Dr. Kayden's eyes, when the
people who advocate extreme positions on these issues gain power within the
party structure, or when a substantive issue like Social Security reform is

turned into a symbolic issue for fundraising and political purposes.

Computer simulation and polling both provide decision makers with

quantitative information about large groups of people. Committees can acquire
simulation and polling capabilities for their own planning or to provide to

candidates. Their use has the same effect on party decision making as that

'7 "Direct Mail Roundtable: The Pros Speak," in Campaigns and Elections: The

Journal of Political Action, (Washington, D.C.: Robert Reed),Fall, 1980.

'* Personal interview. See also Xandra Kayden, "Nationalizing the Party,: in
Parties, Interest Groups, and Campaign Finance Law, Michael Malbin, ed.
Washington: AEIl, 1980).
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noted in campaigns and described in the previous chapter, namely facilitating a
more rational and explicit decisjon-making process (and, conceivably, leading
decision makers to ignore factors not readily modeled).

Voter information services provide electeral, demographic, and gecgraphic

data to help candidates target their resources. After collecting and entering
the data, committees can provide them to candidates and other committees at low
cost. This is perhaps the best example of a high fixed cost, low marginal cost

computer service.

¥inally, intra-party communication computer applications can take various

forms. An integrated national information network could {(there is none in
existence; the Republican plans for one were scrapped in late 1981) routinize
communication among the many party committees and campaign organizations. The
effects of this network on party power and structure would depend on the network
design and implementation. Centralized data base management and network design
would tend to centraliée power; a decentralized network design could have the
opposite effect. The system now used by the Republican naticnal committees
employs mobile units for their field men and a phone link to a standard modem in
some state committee headquarters. So far the effect seems to be a spreading
out of the central office control, rather than greater state committee
involvement in decisions.

In sum, computers reduce the labor required for routine information handling,
improve small contributor fundraising efforts, increase the amount of relevant
information committees can make available to campaigns, and provide a high fixed
cost, low marginal cost service. They can also help stabilize organizations by
serving as an institutional memory that persists through staff rotations and off

election years.
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Political Action Committees

Everything said about computer technology in party committees holds for
pelitical action committees as well. Computers give both similar potential;
they help rationalize information management in whatever organization they are
employed,

The networking power of computerized direct mail has had a more immediate
effect on political action committees than on parties, by helping to bring into
existence a new type of committee, the mass-based, ideological issue PAC.
Ideological issue PACs are quite different from other political committees.
Unlike the others, they are not primarily interested in access to power or in a
particular agenda; they are primarily interested in defeating or electing
particular candidates, who are chosen on ideclogical grounds, The long term
impact of these new entrants into the political campaign process remains to be
seemn. The leaders of the New Right PACs claim to have had a significant impact
already, pointing to the conservative majority in the Senate (97th Congress), as

proof.

Pelitical Consultants

Computers and consulting are inextricably connected. The consultants shepherded
computer technoiogy into campaigns, proselytizing the benefits of the new
technology. The computer fit their purposes well. It does exactly what it is
told to do, wvery fast; its statistical applications give consultants a way to
measure the results of their campaign tactics; and, what may be equally or more
important, it imparts an aura of sophistication to the computer illiterates who

often populate campaigns.?®

19

Not all are ignorant of computers, Thanks to concerted efforts on the part
of both major parties, as well as political consultants, more and more
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The computer strengthens consultants' position in the cam aien arena.. Few .
P ::4 paig

others know how to use it well, so campaign organizations and committess become

dependent. As the consultants familiarize political activists with the

services, they create a broader and more sophisticated market that allows
individual consultants to specialize and the large consulting firms to
diversify, without threatening their hold on that market. The expense of
developing the computer applications, the time involved in building a track

record, and the trouble of solititing clients in the early stages inhibit all

but the most daring from entering the market. ‘The risks are too great.

EXTERNAL PROCESS REORGANIZATION

While there have been no neat models to represent the external campaign process,
we can see that each campaign support group has adapted its organizational goals
to meet the new range of means computer technology makes possible, thereby
changing not only its internal processes but also the larger campaign
environment . Party committees and PACs have routinized their fundraising and
expanded the range of services they can offer to candidates. And consultants
have strengthened their hold on candidates and committees by developing new and
better ways of applying the technology. The trend, then, is toward campaign
organizations receiving more outside help from organized groups and doing less
of the campaign "work" themselves, hiring consultants instead. On the national

level, both the Democratic and the Republican experiences reflect this trend, as

the next chapter illustrates.

campaign managers are becoming comfortable with the technology.
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The differential benefits of the technology favor those organizations with a
long range view -- parties, PACs and consulting firms. How this affects the

campaign process, other than through the trend noted above, is difficult to

determine. Too many other events and trends are acting here to even suggest a
technological deterministic view of politics. Computer technology creates a
potential. The realization of that potential depends on the people who harness
it.
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One of the Big Event® ot the post world War Il period is the Decline of the t THE b
American Partv. V.U ey predicted it in 1942; political scientists document it : Repre
¥
in 1982. Neverthe 1ess. while the commentators mourn the weakness of our ' Comm:
§
parties, predicting coutinued decline and, perhaps, eventual demise, the f Natic
Republican Party clsims  an organizational resurgence that rivals that of the i Comm:
Democratic Party iw the 1930s. Computer technology is an important factor in " Demo:
that resurgence. Mmirect response fundraising helps provide the party with the j to d-
financial resources: ®oney and sophisticated campaign techniques give their I appl
candidates an edge i® elections. view
A party, accovding to Max Weber, 1is a group "struggling to gain e
domination.™2® Pariies Jdo not struggle in a vacuum; they struggle against one L proc
another in a societs: context, knowing that to exercise power they must first ;
gain it. In che lnited States, political power of the sort desired by parties REPU
is gained by winning elections. Thus. the technique of winning elections, the Whil
technique of gaining the power of political office, becomes all important in a J the)
party's struggle sar Somination. As the tools used in campaigns change, so sery
does this technigue. and the candigates, p;rties, and the political process. part
Rem
Nat.
20 Max Weber. v .38 Status, Par:y." in Gerth and Mills, Eds From Max Weber i
. aT8), p. 1930 ;
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Change in any.one institution can rarély be attributed to any one isolated - -
event or process; political parties are no exception. The computer has entered
the political process, but it is only one factor in that process, which is
itself only one factor (an important one) influencing political parties. By
changing campaign technology, computers have helped the parties change the role

they play in electoral politics.

THE NATIONAL COMMITTEES

Representatives from all six national committees (the Republican Nationél
Committee (RNC), the National Republican Senatorial Committee (NRSC), the
National Republican Congressional Committee (NRCC), the Democratic National
Committee (DNC), the Democratic Senatorial Campaign Committee (DSCC), and the
Democratic Congressional Campaign Committee (DCCC)) were interviewed and asked
to describe the services they provide to candidates and to describe the computer
applications they use. Those self-descriptions were then compared with the
views of political consultants familiar with the committees in order to gain a
more comprehensive understanding of how the committees fit into the campaign

process,

REPUBLICANS
While each of the three Republican national committeees is run independently,

they share ideas and techniques formally and informally and offer similar

services to their constituents. The RNC is responsible for state and local |

I
party development, in addition to providing campaign assistance for all i
Republican candidates. The National Republican Senatorial Committee and the ‘

Naticnal Republican Congressional Committee are strictly concerned with electing
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party members to the Congress and providing some support services__for the
winners after the election.

Since the campaign activities of the three committees are similar and
overlapping, for the sake of brevity we will loock at just one of them in depth,
the National Republican Senatorial Committee (NRSC). The NRSC employs 60 people
in five divisions: political, finance, research, communication, and incumbent

services.

The political division takes care of the nuts and bolts of campaigning. They

lead training sessions for candidates and campaign staff, offer advice on
campaign strategy, and provide information on pelitical consultants and
advertising specialists. The committee also prepares and analyzes survey
research. They maintain a nation-wide field support network, and give campaigns
advice on political action committees and how to enlist their suppeort. With an
overall budget for 1982 in the range of $25 million?! and 2 maximum of $9.5
million that the party could legally give to Republican Senate candidates in
1982,22 the committee had a substantial amount of money left over to.pay staff
and do research, all of which helps the candidates but does not count against
the committee's contribution ceiling. The political division spends much of

that meney.

The finance division raises the money the committee needs to perform all its

other services. According to committee staff, approximately two-thirds of their
money comes from direct response contributions; the rest comes from fundraising
dinners and special groups like the Republican Eagles, who each contribute

$10,000 a vear to the committee. Along with raising money, the division helps

21 According to their executive director, Vincent Breglia.

22 This sum equals the total of all direct cash contributions and expenses paid
by the party on behalf of candidates.
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candidates raise money for theﬁselves. They give direct mail and phone bank
tips and will point the campaign staffs in the direction of Republican-minded
fundraising operations. The RNSC will also introduce candidates to
representatives from various political action committees, and provide the.
candidates with information on PAC rescurces and contribution patterns. This
networking can yield candidates tens of theousands of PAC dellars.

The research division focuses on incumbent Senators. The NRSC has a computer

tracking system which contains all the incumbenpﬂSenator's voting records
(subcommittee, committee, and floor), information on their campaign expenditures
and contributions, their official travel (junket) history, and special interest
group ratings (like the Americans for Democratic Action and the American
Conservative Union). With the committee's help, candidates can use these
records to exploit their opponents' weak points, or to find their own and
anticipate attacks.

The communications division performs all public relations services for the

committee. The incumbent services division assists Republican Senators,

especially those recently elected. They help Senate staffs with office

cperaticn and public relations, and provide Senators with services like video

~and radio ccaching. The division also pays some official expenses not covered

by Senate office accounts,

With a terminal on nearly every desk, computer technology pervades the
Republican Senatorial Committee. Its executive director, Vincent Breglia, is a
former vice-president of Decision/Making/Information, a firm that pioneered the
application of computer-assisted statistical analysis to political campaigns.
Breglia carried that spirit with him to the NRSC. The committee employs a

coordinator of computer services who directs computer use in four of the areas




outlined in the first ch&pteri information base management; 'accbunting and
budgeting, office managemen;; and statistical data processing. Specifically,
the committee uses computers for fundraising, issue and survey research,
scheduling, office management, maintaining a PAC information base,

correspondence, preparing Federal Election Commission reports, and accounting.

The NRSC in Senate Campaigns

The Senatorial Committee does not back candidates in primary elections. Federal
campaign finance law effectively prohibits the committee from providing enough
money or other support to make sure their candidate wins. Consequently,
committee leaders have decided to aveoid picking favorites in primary races,
rather than risk a party split by backing a primary candidate who could lose.
Before the primary the committee provides the same services to all the
Republican candidates.

Once nominees are éelected, the NRSC weighs the nominees' financial,
organizational and information needs, and theif chances of success, and then
makes contributions accordingly. By law the Republican Party may give each
nominee $17,500 in cash and, in addition, may pay the nominee's expenses to a
total of $20,000 or $.02 multiplied by the voting age population of the state,
whichever is larger (these figures are 1976 dollars; the law provides for
indexing contributions toc the Consumer Price Ihdex). By this time the nominees
may well have cqnsultants referred by the committee, campaign managers trained
by the committee, and committee field men assigned to their campaigns.
Committee members have introduced them to political actidn committee leaders.
And the experienced and professional Washington staff is at the disposél of

their campaigns.
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The NRSC acts very much like a large political consulting firm, as do the
other two Republican national committees -- consulting firms with a difference.

They give advice for free, and then pay for some of the polls, media, and

additional consultants they recommend. This approach nets the committees some
influence over things Republican. The committees have placed themselves in the
hub of campaign activity. As @ result, they are able to impose a degres of

party discipline and orthodoxy through their control over campaign resources.

DEMOCRATS -

The Democratic national committees command far less money, information, and
campaign expertise than their Republican counterparts, and correspondingly less
influence over their elected officials. Walking into the Democratic Senatorial
Campaign Committee's headquarters (three rooms in the Amtrak building on North
Capitol St. . in Washington) after leaving the National Republican Senatorial
Committee's headquarters (a three-story townhouse on Constitution Ave. north of
the Capitol) presents a contrast. Gone are the computer terminals, printouts
and the sense of a well oiled machine. In its place are seven hardworking staff
members trying to make $2.0 million look 1ike $20 million.

They simply do not have the money, the research director explains. Like the
Republicans, the Democratic committees act as consulting firms. But without the
money and staff to spread around the 30-plus Democratic candidates running in
any election, the DSCC has a hard time making a difference, That is not to say
that their candidates do not have money, information, or campaign expertise,
only that they are not getting those resources from the comﬁittees.

The Democratic national committees have émbarked on what they see as a major

fundraising effort. They concede to being far behind their GOP counterparts and



mention direct mail as being the Republican's ﬁajor,advantagé. & DNC finance o 4 -
expert said: !

Direct mail has been given inconsistent attention over the past g

several years. And now it is being given very consistent attention. !
I think there's probably a ten-year gap between Republican direct mail ' Ta
capacity and Democratic capacity. Fundamentally, that's the
difference between Democrat and Republican finance -- why they have : ar
more money. And 1 think we can p: bably close that gap in five
years,?? re:
Catching up will take more than a dedicated committee staff. It will also i af
take the support of the party leadership, an amorphous and difficult-to-define di
group which, for whatever reason, has not seen strong central party committees €9
to be important in the past. One consultant put it this way: =Rek
I think there's a conviction that being morally right is worth
something in real votes, nothing else being considered. There's a
great feeling that we're right, therefore we're going to win because e
God will save us. And we don't need all of this  hotsie totsie
technology. ... ah
We do a fair amount of work on the Hill. The people there are sort ; el
of convinced they've got a problem, but not really convinced they've )
got a problem. Inertia can be a strong force in this. Bodies at rest ! Reg
stay at rest, and they've been at rest so long that getting moving is !
real hard to do.... ‘ the
'
I think it's going to take really getting hit in the gut three or ' The
four times before the party really wakes up and says, ''Say, you know !
what, this guy's tougher than we thought. Who would have ever thought ' 1
that what you're supposed to do is mail and phone and use computers i
and all that?'"2* : -con
the
Nat
: say
}
i
4
23 Personal interview. z®

26

2% Personal interview.
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The Democratic National Committees in Cdmpaigns - e

On the Democratic side we (political consultants) take care of the

technical side and the party either takes care of the political werk

or doesn't do anything.?2®
Talking to Democrats in the national committees one gets the feeling that they
are treading water, and building a boat. Until they finish the boat, they
remain in the water, unable to go any faster than arms and feet permit, But
after completing the boat, they will leave the water for good. The boat is the
direct mail fundraising program and the campaign support systems they are
copying from the Republicans. The estimated launching date varies between 1984
and 1986.

Until then; the national committees are quite limited in what they can do for
candidates. The Democratic Congressional Campaign Committee is one or two steps
ahead of the others, having started a direct mail program in 1979. For the 1982
elections, the DCCC put together a media campaign and a House of
Representatives tracking system which may be comparable to that in the NRSC and
the NRCC -- listing votes, special interest group ratings, floor comments, etc.
They also ran training weekends and provided some consulting services to

campaigns. Chairman Tony Coelho has begun approaching political action

-committees to increase their contributions to Democratic House candidates, as

the Republicans have been doing. Talking about his Republican counterpart,
National Republican Congressional Committee Chairman Guy Vander Jagt, Coelho
says:
I have this favorite little saying that I use on him. I say, 'Guy,
you've done such a great job that I'm copying everything you've done."

And he gets upset with me every time I use that. But I am. I'm going
out there and copying a lot of the things they've done.Z2®

%% Personal interview with a Democratic consultant.
*® Arnold Sawislak, "Tonv Coelho -- Poking the Elephant," United Press
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With $6 million in the 1981-1982 election cycle and a 25-person staff, the DCCC

may be getting ready to enter the boat.

DEMOCRATS AND REPUBLICANS

By using computer technology to help them raise money and manage information,
and by making the decision to centralize control over party resources, the
national Republican committees gained a decided edge over their opposition in
what they can do for their candidates. A number of factors, including the
Republicans' minority party status, their relative homogeneity, their close ties
to business, and the far-sighted leadership of former National Committee
Chairman William Brock, led the party to move in this direction. Computer
applications facilitated the committee's efforts, they did not cause or
determine the results.

The difference between the Democratic and Republican Party committees
demonstrate that technology is not the determining factor for party structure.
Both parties could have developed a direct mail fundraising bLase. Yet the
Democratic Party, the party of the "common man,” did not. While the Democrats
are trying to catch up to the Republicans, it is not yet clear how seriousiy the
party is committed to developing the strong national committees "catching up"
would entail.

Computer technology creates a potential, In the case of the Republican
committees it has served as the catalyst to money and centralized information.
In the case of the Democratic committees it has been ignored, until recently.
Political consultants on the Democratic side have been using the technology all

along. George McGovern raised his money in 1972 through direct mail. The

International 8/15/81.
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Kennedy campaign in 1960 pioneered in both °¢oiputér simulation and public
opinion polling, tools that Bobby Kennedy and Eungene McCarthy used in 1968 as
well. And the Matt Reese & Associates Democratic consulting firm was the first
to use a sophisticated computer targeting system. Nevertheless, the party
committees waited until nearly 1980 to adopt the technology themselves,

The committees cf the two parties have quite different roles in elections.
For Democratic campaign organizations the support groups can be modeled as shown
in figure 57 Individuals and PACs provide money and some campaign services.
The campaigns use part of the money to buy the services of consultants who help
the campaign with whatever they need. Party committees provide a small amount
of money and some information and training.

On the Republican side the situation is different as figure & shows. Party
committees have become a more pervasive force, acting as an intermediary:
between campaigns and individuals, by taking small contributions and funneling
the mcney into campaigns and by helping campaigns raise money for themselves;
between campaigns and consultants, by paying the consultants te do work for
candidates and by providing referrals for candidates and consultants; and
between campaigns and political action committees, by introducing the two and by
being able to prod the PACs into giving to candidates and prod elected officials

inteo voting for certain bills. An article in The Washington Post in January,

1982, stated:

In addition to its own resources, the GOP has gained considerable

leverage over the money flowing from corperate and trade association
political action committees. The knowledge of this party leverage,
which works to maintain party discipline, was one of the unstated

bases for the exceptional partv-line voting by Republicans in the

budget and tax fights last year.?’ '

27 Thomas Edsall, "Why the Republicans Can't Lose," in The Washington Post,
1/17/82.




Figure 5: A Democrat Model
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Figure 6: A Republican Model
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As the dotted lines in the illustration suggest,- candidates do: not - have to go.
through the party to reach individual contributors, consultants, or political
action committees. Republican committee staffers (backed up by the FEC data
reported in the table in the preceding chapter) say that many do not, unless
they have to. As a rule, the more money, volunteers, and consultants candidates
can muster up on their own, the less they need the party. Long-time incumbents
generally have less trouble with campaign resources, while challengers and

recently elected officials need more help.

As this survey illustrates, the Republican national committees have made
considerable use of computer technology. Nevertheless, they are far from
realizing the computer's potential. Their targeting system lacks the
sophistication and comprehensiveness of privately available systems. They have
not put together a national information network; they have not applied computer
simulation; they have not made it possible for most campaign organizations to
use committee computers on a time-sharing basis; and they have not developed
software for small computers in Congressional-sized campaigns. This last area
would be an ideal way for the NRCC to help its constituents without reducing its
ability to contribute money and other services. The marginal cost of
reproducing the software for any particular campaign would be extremely low.

The Democrats need to raise more money. Nevertheless, that need not preclude
them from thinking about computers as well. Compiling voter information data
bases, developing targeting systems, and exploring computer simulation do not

have to wait until the committees own a computer. Commercially available
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time-sharing systems would’

allow them to get statrted &t  an affordable ‘initial -

cost. The Democratic Congressional Campaign Committee uses a time-sharing
system to run its direct mail program: Why not a vote-targeting program as
well?
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Chapter 6

CONCLUSION

Among political consultants the word gggig has a special connotation. It is not
that the consultants consider what they do to be magic, only that their clients,
and, to some extent the press, treat them as magicians. Political consultant
Ralph Murphine tells an illuminating story on this theme about Malinowski's

Magic, Science , and Religion in the Trobriand Islands:

In Bronislaw Malinoski's anthropological work HMagic, Science and
Religion in the Trobriand Islands, there is a concept of value to
students of political communication: the islanders' difficulty in
distinguishing causes for observed effects, that is to say a tendency
to attribute the growth of plants or the movement of tides not to
scientifically discoverable principles of biology or physics but to

L1 r TT

For Trobriand Islanders the biological process of plant growth is
easily explainable by 'magic'. If a tree dies, falls over,
decomposes, and eventually disappears into the ground over a period of
time, plants growing in that area at a later date grow larger and

faster than plants in another area. What has occured is that the
magic which made the tree grow has passed from the tree into the
ground and then back into the new plants. Not an irrational
conclusion from the observed events, merely an incomplete one. The

simple, easy to grasp, concept of magic replaces the complex,
difficult to understand, processes of biclogy and chemistry.

For both observers of and participants in the political process of
electoral campaigns, in the United States and elsewhere, the natural
result of political communication is frequently viewed as "magical".
If a candidate purchases television time and a poll of public opinien
and a political consultant (magician?) he is more likely to win

election than a candidate whe does not. What has occured is that
these "pieces”, these "things”, have caused success. Not an
irrational conclusion from the observed events, merely an incomplete
one,
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Of course there is no more "magic" “in ‘television, or' compute¥s, : or

multivariate geodemographic analysis, ‘or “in’ political consultation,” =~
than there is in biology and chemistry. There only seems to be a
"magical” result to those who fail to understand the complex rules of
the process.?®
Now, the computer can be looked at as magic in the sense described above, or
it can be considered a communication tool. To the extent that it improves the
communication between a candidate and the voters, it improves that candidate's

chances of winning the election. Computer technology does this by increasing

the amount and the quality of information politicians can learn about voters and

by routinizing certain information-processing activities like list management, .

direct mail, and telephoning.

TECHNOLOGY AND SOCIAL CHANGE

The preceding chapters have illustrated how oﬁe technology, the computer, has
worked through one social process, the political campaign. From this particular
example of technology and social change, certain properties have emerged that
may have some general applicability. |

The key concept to understanding computers and the political campaign process

is technical potential. The computer as an information management tool gives

political organizations the technical potential to do certain things: the tasks

described in the chapter on the technology. How any one organization applies
the technology depends on a host of other forces: its legal framework,
organizational structure, membership, financial resources, and constituents'
needs, among others, As the different experiences of the Democratic and the
Republican Party committees suggest, the existence of computer technology does

not guarantee its use.

2% Ralph Murphine, letter to Anthony G. Oettinger, 3/3/83.
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Nevertheless, once campaigns or organizations apply the technology, the way

they do things coften changes. This process reorganization will have certain

tendencies. Using computer technclogy will tend to place a premium on people
with computer-related skills; using statistical applications will tend to move
decision making toward a more explicit and rational process that makes use of
quantitative data and, conversely, may ignore parameters that are difficult to
measure; using fundfaising applications will tend to expand the financial base
and resocurces of the organization; using communication applications will tend to
reduce the strain on a geographically spread out organization; and 56 on. The
success of any particular system depends on the quality of the data it draws on,
the programs used to manipulate the data, and the interpretation and
implementation of the results.

The introduction of computer technology benefits people who use it to their
advantage. Sometimes, certain people or groups are especially suited to a
particular technology.. On the one hand, individual candidates, with their
personal appeal, were better equipped to use television as a communication
medium than were the old party committees, with their reliance on organization
and personal contact. On the other hand, present day political committees
(party committees and others), with their stability and long term outlock, are

better equipped to wuse direct mail and other computer applications than are

campaign organizations. The differential benefit of technological change is one

force behind social change.
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COMPUTERS AND THE CAMPAIGN PROCESS . N L .

The use of computer technology has contributed to the rationalization and
professionalization of campaign politics. Political power, the goal of
pelitical campaigns, is a strong motivating force for some pecple in our
society. This goal remains unchanged, but the means to achieve it have evolved.
The new route to political power travels along pathways populated by computer
programmers, analysts, sand simulators, as well as the political utility men, who
remain indispensable.

Computer technology is a tool politicians use to control their communication.
Through survey research and simulation they can learn how voters respond to the
verbal content of particular messages. Through targeting they can make sure
that their communication reaches the desired people. And through direct mail
and computer-assisted telephoning, they can reach more people through more
personal media, affecting the non-verbal content of their message.

These and other appiications change the way campaigns that use them structure
their organization and make decisions. Computers work with and generate
quantitative information; they can take into consideration, in a rigid and
highly structured way, great numbers of explicitly defined parameters at once,
helping analysts synthesize and examine relationships among parameters. Using
this information well requires understanding how it is obtained, what its
limitations are, and how it fits intoc the campaign process. Using the
information in this way can force campaign decision makers to be more explicit
and rational in deciding among different approaches. And having gathered the
quantitative data, and having decided upon a strategy using that data, campaigns

will gauge their progress according to additional quantitative data.




Computer applications also affect the people who make campaign strategies and
tactics. Campaigns that use these applications need to get them somewhere,
whether from consultants or committees, or by hiring people who can then take
surveys, run direct mail, etc. in-house. The people brought in to take care of
the technical jobs will gain a certain authority within the campaign, displacing
those who don't understand the technology.

As a result of these applications, campaigns have different needs, both
financial and technical, than before computers entered the picture. These new
needs lead to repercussions in the external campaign arena as candidates and
their organizations seek help from consultants and political committees. This
external process reorganization then affects, recursively, the way campaign
organizations meet both their new and old needs.

The differential benefit of computer technology favors those organizations
with a long range perspective, organizational stability, and access to the
technology. Computer applications expand the purview of political consultants,
whe are largely responsible for tapping the technical potential of the
technology, and facilitate the growth and stabilization of political committees.
Campaigns remain independent of any one committee or consultant, but dependent

_eon the resources and services they provide.

The campaign environment of the 1980s -- characterized by strong national
party committees (and more active state committees), a plethora of political
action committees and consultants, and high price tags -- crept up on us slowly.

The success of Republican candidates for federal office in 1980 drew attention



to the possibilities that political commitiees hold™"and’the mportante oF’
sophisticated campaign technology. But to equate that success with coordinated
political committeos ond technology would be a mistake. These factors played a

1 x . . .
role, to be sure, but Carter's presidency, the economic conditions, Reagan's

charisma and other intangibles set the stage. Similarly, the success of

Democrats in 1982 does not mean that the Democrats caught up to the Republican

technological advantage, nor that the technology is not important.

As campaigns becomo adept at controlling communication, the electoral process
moves toward more conscious symbol manipulation. Symbol manjpulation is nothing

new; in the past politicians just used less precise tools.

While computers help, they do not manipulate symbols. People do. The way

politicians usc computers and the results of that use depend on a multitude of

personal and public perceptions. For the present, and for the near future, at

least, political ﬂppjications of computer technology are more art than science,

as this paper has {1tustrated. The campaign remains an art form, living theater

that Antonin Artaud would approve. If their symbols are more carefully chosen

than before, their actors better choreographed, the campaign strategists of

today have hit upon no sure method of audience control. Campaigns in the 1980s

‘are littered with as many first-night closings, mnot-selling reviews, and box

office hits as those of the past.
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