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Abstract

PSOs operate with particular structural arrangements which are
given meaning and coherence by underlying interpretive schemes - sets‘ of
beliefs and values. Particular interpretive schemes coupled with
associated stroctural.arra-ngements'constitute an organizational paradigm.
Two paradigms were proposed for PSOs; paradigm A, the Kitchen Table
Volunteer and paradlgm B, the Corporate Professional. Specmc sets of

o organizational values and structures were suggested as being associated

with each paradigm. An intermediate category - referred to as Schizoid -
representing sets of values fitting neither paradigm A or B and indicative,
of transition between these paradigms was also proposed. The interaction
between the values of organizational members and the structurhs through
which they are expressed was found to be medlated by contextual factors.
These contextual factors included those internal to the organization such
as significant organizational members and those extérnal to the

| organization such as other organizations which ha\re significant influence
upon the PSO. , |

Generally the organiz'ations in the study were found to exhibit
interpretive schemes which supported a paradigm B orientation, this- was
true of all time periods. During the earl} time periods this orientetion was
not accompanied.by structural arangements reflecting a simiilar paredigm
B orientation. The struciggal dimensions il time period one reflected a |
Schizoid structural orientation. Thesuezlts suggest an initial
incongruence between organizational values and structures which may be
described as paradigm incoherence (Schizoid paradrgm orientation).

‘In later time periods the results indicated structural dlmensuons
shifting towards a paradigm B orientation. This fact coupled with
‘organizational inferpretive schemes which continued to exhibit a paradugm

v



B odentatton indicated increasing paradigm coherence - values and
structures supportmg a paradigm B orientation. 4

PSO interpretive schemes were conceived as contammg specific
sets of beliefs and values. These values and beliefs were measured by
examining the responses to statements of value preference based on

issues ot contem cern to the Alberta amateur sport communrty

. categories - Paradigm A orientation; Schizoi entation; or a Paradigm B
. orientation. l
PSO organizational structures were conceived of as consisting of
.three primary dimensions - Specialization, Standardization, and .
Gentralization/decentralization. These drmensrons were rneasured Jor each
of a range of organrzatrortal systems which were thought to comprise the
structured activities of the PS_Os A structured interview/questionnaire
was administered to key-informahts (top administretors) and levels of all
‘three dimensions were determined for each system utilizing a simple
three point rating (1 - low, 2 - medium, 3 - high). These scores, when
. totalled for each organization oye‘r all five timeslices determined
placemen?on a simple scale which again included three categories -
Paradigm A, Schizoid orientation, and Paradigm B. )
Contextual factors were also examined. Those that seemed to have
most impact on the PSOs were significant or charismatic leeders, and
influential external organizations such as government and parent national
sport organizations. The impact of these factors was examined in a
descriptive manner by asking general questions about the areas of
Resources, Technology, and Environment. The responses to these q‘uestions
were not dealt with in a systematic manner, but were eyaluated_on the
basis of which factor was brought up consistently during the interviews.

vi
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Chapter | Introduction and Statement of the Problem ,

;
/

| Introduction

e

The primary agents responsible for the sanpﬁon and
administration of amateur sport in Canada are t),h’c:)se national and -
pravincial associations which regulate and it{te‘ﬁratq the activities of  *
their particular sport. An example of such an agenéy at the national,léve!
would be the Canadian Volleyball Association (CVA). Thé provincial
equivalent of the CVA would be the Alberta Volleyball Association. These
- associations, hereafter referred to as national sport organizations
(NSOs) ahd provincial sport organizations (PSOs), are responsible for a
number of activities. These activities include the sanction and .
organization ‘of proVincial and national championships, the interpretation
of rule changes, fund raising, organizational development, and the
technical development of g/roups such as athletes, coaches, and afficials.

The majority of thése amateur sport organizations are operated
and administered through the efforts of volunteer workers.
Spokespersons at both the federal and provincial levels of government
have acknowledged the contribution that voluntary organizations make in
all areas of our amateur sport delivery system. For example, lona
Campagnolo, President of the Liberal Party of Canada and former Minister
of State for Fitness and Amateur Sport stated in the National Policy on ')
Amateur Sport, Partners in the Pursuit of Excellence (1979: 15) that "at
every level of every sport there is a host of organizations, most of them
voluntary dedicated to encouraging participation, identifying talent,

1 s



generating training programs and providing opportunities for
competition”. In addition, at the provincial level the "Guiding Principles
for Sport Development " put forward in Alberta Recreation and Park's
Sport Devélopment Policy (1983: 9) states that "the volunteer and
volunteerism should be maintained as the basis of the sport delivery
system". Across Canada amateur sport organizations at all levels;
federal, provincial, régional, and municipal are run predominantly by
volunteers.

In recent years there has been a growing ziebate concerning the
nature of these voluntary sport 'organizations and their relation to the
other agencies which oom‘priSe’the Canadian sport délivery system, |

primarily the various levels of goverhment. There has also been growing
discussion about what is seen as the rapid change taking place in these -
voluntary sport organizations. The majority of these discussions refer to

the increasing "rationalization" and subsequent "bureaucratization” of
NSOs and PSOs. What were once predominantly volunteer run
organizations are viewed as becoming increasingly p?ofessionalized -

i.e., making use of paid professio "é' staff to perform many technigal and.

administrative functions.

‘ The characteristics of this change have been both internal and
" external in nature. Internally the structures of volunteer sport
organizations have evolved, developed, and generally become more

complex than in the bast. Accompanying these structural changes there

has been a mo&@.‘ation of organizational goals and an alteration of
membership values and philosophies. For example, in many cases -

>
organizations which in the past exemplified a recreational, participatory”

approach to the orgamzanon of sport actuvuty, now exhibit a philosophy
which favors the development of high performance elite sport through
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the activities of a small group of trained and often selectively recruited
specialists. A

Externally, the relationship between the environment or context
within which volunteer sport organizations exist and the ordanizations
themselves has become more interactive and demandmg Other
orgamzatlons including provincial and federal government bureaucracies
are becoming mcreasmgly inter-connected with volunteer sport
organizations. Note, for example, the establishment in 1970 of the state
- sponsored National Administrative Center for amatebr sport
organizations at 333 River Road in -Ottawa. Kidd (1980) observed that in
- return for subsidized rent, grants for full-time administrative and
professional employees and other specialized services in this center, the
federal government wanted a veto on all professional appointments to
positions within these organizations. Another example of this -
interdependence is the fact that public funding of volunteer sport
organizations - which first appeared in a significant way in Alberta
during the early 1970s - has become much more conditional. In Alberta
the puplic funding upon which volunteer sport organizations havé come to
depend, is in the process of becoming a mechanism by which the
provincial government encourages specific organizational behaviors and
practices, such’as_ghe use of long range planning and systematic
financial accounting.

To further elaborate the changes or transformations that have
occurred rr; the delivery of amateur sport one may refer to a fewrof the
recent-studies in this area. For instance, the work of Macintosh and
Franks (1982) and Franks and Macintosh (1983) examined the evolution
of federal government policy and described how such policy came to
transform sport. Broom (1984) undertook a description of the changing

e .
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relationship baﬂveen amateur sport and Canadian provincial .'
governments. irr addition, although less concerned with change per se,
Nicholis (1982) Je: scribed some of the factors i impinging upon the.
structures and function of Western Canadian sport collectives. The
aformentuoned studies have been useful in documenting changes that have
occurred.relatnve to the delivery of amateur sport. However, for the most

part these studies have been descriptiva in nature and have not addressed
_ the dynamics that underly the changes they have examined. Consequently
- the purpose of this study is not just to provide further documentation of

the occurrence of change ih the organization of amateur sport, g is also
to initiate an analysis ofthe p&tems of change in voluntary sport |
organizations.

The time has come to méve beyond the descriptive, atheoretical |
approaches that have characterized past research in the area of amateur
sport administration. The previous work in this area has provideda
useful body of information, it is now desirable that this information be
integrated into a systematic theoretical framework and that theory be

N utiiized to direct further empirical research. Such a theoretical

perspective is to be presented in this study. Speciﬁcally this study will
apply a theory of organizational char?ge to a population known as
volunteer amateur sport Qrganizations. The theoretical approach to be
taken was developed by Greenwood and Hinings (1986) and is one thét

attempts to explain macroforganizational change. Central to this theory

is the idea that brganizations are comprised of both structural
arrangements and d_eﬁnite sets of beliefs and values underlying these
arrangements. Greenwood and Hinings' theory focuses on organizational
design change, which they describe as a fundamental shift in these
structural arfaﬁgements and the sets of beliefs and values underpinning

-
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these arrangements. The authors elaborate upon the notion of "design” by -
suggesting that the design of an organization constitutes a clustering of
values, betiefs, and structural attributes. They go on to refer to these
clusterings as "design archetypes"” or as they are referred to in this -
study "paradigms”, and to express interest in the dynamics that cause
movement from one archetype to another. ‘

The initiative for integrating a theory of organizationat change '
into the examination of veluntary sport orgainizations was derived from
two sets of related circumstances. The first set involves the evolutlon
of a new conceptual approach to the study of orgamzatnonal desugn
within the discipline of Orgamzattonal Theory. Until recently the .
‘dominant schema for the analysis of organizations that of "Contingency
theory”, had viewed organlzatlonal qbsugn asa consequence of sutuatronal
circumstances. Greenwood and Hinings (1986) suggest that the'
comprehension of organizational design involved an understandmg of
critical contingencies and their impact on organizational arrangements
Challenging the position of contmgency th}ory were the proponents of

"strategic choice". Supporters of this approach (cf. Chlld 3972)saw {hat T“. ‘
organizational structures, rather than being wholly ratronal rdspbns‘és to' e
environmental contingencies, were produaets of the social activnty o‘l o
human actors and were subject to their perception and interpretation.

The new conceptual schema being proposed by scholars such as Miller and
Friesen (1978), Ranson, Hinings, and Greenwood (1980), and Greenwood
and Hinings (1986) called for a synthesrs of’ both contmgency theory and
strategrc choice. . o ,

~ The second set of circumstances revolved around the call by sport
scholars (cf. Beamish, 1983; Slack, 1983) for research in the area of
sport organization and administration to become more theoretically
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- sophisticated. Typically the research in the area ofs\pon an}d‘ '

\

specltpcally volunteer sport orgamzatrons has been atheoretical and
descriptive Some studies have concentrated on providing Ienpthy

‘non-critical accounts of the historical development of particular
‘organizations. Other studies have been oriented toward accumulating

collections of social and demobraphic facts concerning the membership

of voluntary sport organizations ,.
An example of one piece of work which i is more theoretrcally based

than the type just described and which like the Greenwood and Hinings

‘work attempts to link strgcture and agency is that of Hollands and

Gruneau (1979). Their work is focussed on the resources that are
afforded by the class structure as a way of explaining a range of
socioeconomic patterns of recruitment to executive positions in

Canadian Sport Governing Bodies. By utilizing the work of Anthony
Giddens (1976, 1979), Hollands and Grur\eau acknowledge the interactive
effect between sdcial structure and human actors. They emphasize the
centrality of class and focus on the resources afforded by the class
structure to ekplain why the structural arrangements of voluntary sport
organizations are repressive and consequently why individuals with
particular socioeconomic backgrounds have and continue to occupy

° positions of authorityoin these organizations.

Hollands and Gruneau give pre-erninen_c;e'b the constraints of structure,
both organizational and class, which limit the range of possibilities
open to some actors to influence those very same structures. While not
denying the oﬂenappressive effect of structure upon the choices of
organizational actors the approach‘to be used in this stu%suggests
directions leading to a more elaborate explanation of the impact of both
structure and agency.

/
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To conclude this section, then, it should be noted that the two sets .

of circumstances outlined here are not unrelated. Fhe common thread is

'the work of Anthony Giddens (1976, 1979). His efforts to reconcile the

dichotomy between “social structure” and "human agency" have been
acknowledged.and utilized in the works of both sport scholars and
organiiation scholars. if the Qynamics which underly changes in the
organization of amateur sport are to be more fully explained, then the
approaches offered by sport and orga‘tization scholars must be integrated
and extended. It will be usetul to borrow the framework for examining
change that is advocated by Greenwood and Hinings (1986). It is expected
that the application of atheory of change that is specific to

organizations will lead to a rich analysis of change in voluntary sport
orgamzatlons

Il. Statement of Research Problem

The purpose of this research is té develop an understanding of

| patterns of change in voluntary sport organizations. More specifically the
‘focus is to examine the changes that have occurred over time in the

structural arrangements of four voluntary sport organizations and the
mterpretlve schemes (values and beliefs) that underly these
arrangements In order to examine the patterns of change the following
sub-problems will be examined.

—

" 1. What are the dominant interpretive schemes (values and beliefs)
" held by organizational | members" .

2. What are the structural arrangements that characterize a -
particular voluntary sport organization? /

3. Have environmental factors contributed to any

d

N
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modification over time, of an organization's structural
arrangements or its dominant interpretive scheme? -/

4. Have changes in an organization's dominant interpretive
scheme been accompanied by modification of its structural
arrangements, or vice versa?

5. Finally, basedUpon information generated by examination of the
previous questions, are there any identifiable patterns of change
emerging in voluntary sport organizations?

Il Justification for Study " ‘

Apart from citing tha traditional justification for tackling any
new iﬁteﬂbotual Everest, i.e., because it is there, many arguments can
be madelfor pursuing research of this nature. As pointed out previously,
amateu} sport and the voluntary organizations that manage it are
presently experiencing significant changes. At this time the
implications and ramifications of this change are not clear. Scientific
investigation leading to an qnderstanding of why these changes are
occurring, and what may be the results of these changes can only
benefit those interested in the organizational development of Canadian
amateur sport. An understanding of the patte(ns of change in voluntary
spod organizations may also allow those concerned with the
development and organization of amateur sport to make more informed
decisions regarding the direction this development will take and to
more fully ap.preciate the ramifications of their chosen modes of
organizing. |

From a conceptual standpoint two sets of circumstances combine
to provide @ strong case for undertaking a study of the nature of the one
proposed. On the one hand sport scholars have not traditionally utilized
theoretical approaches in their examination of voluntary sport
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organizations. On the other? \and, sport and its organization is an area
vastly under-researched by brganization scholars. The present study
attempts to apply a contempp a?y thoéretlcal approach to an area .
where there isa relatlve :" jty of theoretical research. it does §o by
acknowledging the need tO- 5 'sider the interactive effect of sinicture
and agency when exapini '. drgani )
Giddens (1973)@ AR
that ignores th nificance "- i 'r structure or agency must be
viewed as inadequate. The framework proposed by Greenwood and
Hinings, and chosen as the conceptual basis for this study, recognizes

and attempts to account for the role of human agency and structure in
the understanding of organizational change. It is seen, therefore, as a
useful and relevant gepartqre point for an examination of voluntary
sport organizations. Finally, this study is useful in that it represents

an initial attempt to empirically test the theoretical concepts of the
Greenwood and Hinings' framework, and apply. them to volurnitary
organizations. !

IV Limitations and Delimitations
This study was limited by several factors. There were

constraints imposed by economic considerations. The researcher's
paucity of financial resources limited the study to-an examination of

- voluntary sport organizations within the province of Alberta. This

" allowed considerable savings in terms of transportation since the \

central offices and key personnel tended to be located in Edmonton or
Calgary. ‘ .
There were constraints imposed by temporal considerations. The



availability of information from both documentary and oral sources
tended to decrease as the researcher sought data from the earlier years
of the period of analysis. Some organizational documents from the
earlier years were simply unavailable or untraceable.

There were.constraints imposed by the procedures and

Xstruments utilized in carrying out the research. More specifically

this refers to constraints mherent in the use of personal

correspondence and conversations, the interview tdchniques, document -
interpretation and analysis, and questionnai[es. Further elaboration
upon these constraints can be found in the section on methodology.

The study was delimited in many ways by virtue of conscious
constraints imposed by the resoarcher.'One of the first tasks in the
study was the selectipn of appropriate organizations for examination.

As noted earlier prbvincial level voluntary sport organizations were
chosen for a number of reasons. First, they are large enough to have a
relatively well developed organizational structure and old enough to
have evolved a set of organjzational beliefs and values. These
provincial level organizations were alsq believed to be established long
enough so that historical examination would unqover evidence of
development and change. it was thought that seeking for such evidence
in relatively new or u_ndéveloped organizations would be problematic.
Finally, the researcher's own involvement in sport both as a studert and
as a participant in many organizational planning seminars provided a
good knowledge of the dynamics of this level of organization.

The time frame within which to situate this study was chosen
with certain boneiderations in mind, each of which imposed
constramts The starting point of analysus was 1969 with the end point
beihg the present year, 1986. Put briefly, the ratiénale for selecting

10
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this period of analysis involved an attempt to allow a sufficient length

- of time over v.vhich to obsarve organizational change, yet a short enough
time period 8o that dii_q collection would not become unwieldy.
Additional considerations stemmed from the fact that the early 1970s
saw the beginning of significant government involverment with amateur
sport in Alberta. Th‘isf provincial involvement was linked to the

' completion of the f, 4 eral government's "Task Force Report" in 1969
which advocatge & more active fegeral role concerning amateur sport.
This federal initiative stimulated similar provincial initiatives.
‘Provincial governmidft involvement was seen prima facie as an
important factor inﬂuenciqg change in the organization of arhateur
sport in Alberta.

Finallhthe conscious selection of particular research
msthodologies imposed constraints upon the study. The impact of
method8logical techniques is discussed further in the section on
“methodology. |

V Definition of Key Terms

¥

Organzational Paradigm

The term paradigm generally means an interrelated pattern or
“set of elements. The notion of organizational paradigm used here
stresses two related ideas. First, it emphasizes the development of
structural coherence within organizations, and second, it provides a
basis for classifying and interpreting patterns of organizational
change, i.e., paradigm shifts. ,
Organizational paradigms can be thought of as the coalescence

i
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between an interpretive scheme and the pattern of structural
arrangements supporting and reflecting that intorprotive\s;cheme:‘/c -

Intespretive Scheme

Ranson et al. (1980) describe interpretive schemes as purposive |
values and beliefs that lie behind the implementation of structurai
frameworks. Interpretive schemes entail the taken for granted values
and beliefs of organizational actors. These values and beliefs shape the
purposive action of organizational members yetr are typically
unarticulated in daily activity (Ranson et al., 1980).

Organizational Structure

A commonly accepted notion of organizational structure focuses
on differentiation of positions, formulation of.rules and progedures,
and prescriptions of authority (Ranson et al., 1980). This notion of
structure was specified in the present study by 'utilizing the structural
dimensions put forward by the Aston group {cf. Pugh, Hickson, Hinings,
Macdonald, Turner, and Lupton, 1963). Three dimensions were-utilized
to determine the structural arrangements of the provincial sport
organizations (PSOs). ) '

The first was "specialization®; this dimension refers to the
division of labour within the organization, the allocation of duties and
tasks among a number of positions (Pugh, Hickson, Hinings, and Turner,
1968). }

The second dimension was "standardization"; and it is concerned
with the regularization of organizational procedures, the extent to
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which rules and procedures are written down and formalized (Pugh et
al, 1968).

The third dimension was “centralization". This hag to do with the
locus of authority to make decisions, or the location in the hierarchy

where decisions affecting the organization are made (Pugh et al.,
1968).



Chapter Il Review of Literature and Theoretical Overview
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| Réview of Literature—. !

Introduction
N ‘ ’ i

Over the period of the past ten to fifteen years the federal and
provincial governments have become increasingly involved in amateur
sport. As a consequence voluntary sport assocnatlons and the people

~ that operate these orgamzatlons have been steaduly challenged by new
‘government policies, new technologies, new organizational
arrangements and new demands to |mpreve efficiency and productivity.
In order to meet these new challenges and demands sport organizations
have had to adapt and change.

In the area of Sport Studies there h3s been a scarcity of work
which has addressed the area of organizational change. Those sport
scholars who have investigated this subject area have done so from
nerspectives whigh were predominantly atheoretical (cf. Baka, 1978;

#Nichols, 1982; and Broom, 1984). On the other hand scholars in the area
of Organization Analysis who have undertaken theoretical work in the
area of organizational change have not included in their research an

“examination of sport organizations. Consequently, this review will
present an overview of the work of sport scholars related to the area
of organizational changé, and the research of organizational analysts
whose work on change relates to the theoretical perspective used here.
The intention wijll be té identify any literature related to

14
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orga;izétional change in sport organizations, and also to identify.the
major themes that have led to the development of the theoretical
approaéri being #sed in this study. The review will start With an
examination of the literature on change in the area of sport studies
followed by gn examination of the Qrganizationa! literature concerning
change and adaptation.

A. The Sport Literature

In a historical sense *"e ar- 2 of Sport Studies is a young
dis’cipline.. In comparison to 1.2y more established areas of study
scholarly enquiry into sport is underdeveloped. This is reflected both in
the amount of research undertakgn and the theotetical sophistication of
that research. The research by sport scholafs into the organization o’f'
sport.-and the dynamics within these organizations is no exCeption.
Investigations dealing with amateur sport organizations have primarily ’"
concerned themselves with collecting demographic jnformation on the
membership of these organizatibp_s (ct. Brattan, 1970; Meisel and

Lemieux, 1972; Beamish, 1978; Hollands and Gruneau, 1979; Slack,

1979). Therefore, in order to understand some of the factors that may.
influence vol‘untary sport organizations it as was seen as beneficial to
also examine somg‘of the work completed under this general heading.

Of the relatively small amount of scholarly research that has
been completed on vdluntee“rs and voluntary organizations, the majority
has been of.an atheoretical, descriptive nature. According to Slack
(1983: 6-8) this work ¢ an be categor;zed into three areas: "i) the -
creation of.typologiés, ii) the measuring of rates of participation in
voluntary
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associations, and iii) the examination of the social characteristics of

volunteers”.

Within the first areé, several researchers have constructed
and/or dealt with typologies which distinguish qualitative differences
“among voluntary associations cf., Gordon and Babchuk (1959), Jacoby
(1965), Warriner and Prather (1965), Simpson and Gully (1 967),' Booth,
Babchuk and Knox (1968), and Babchuk and Booth (1969).

The most influential of these typologies has differentiated
between two types of association, "instrumental” and "expressive”. This
typology was developed by Gordon and Babchuk (1959). Beamish in
writing about sport organizations (1978: 4) summarized this
differentiation by describing instrumental associations as "being
concerned with the selection and implementation of long term goals
and objectives, stressing efficiency and requiring more specialized
skills for participation”. In contrast expressive associations are more
concerned with goals that are group or self-directed and their
membership are interested in providing opportunities for action.that
bring immediate satisfaction through the activity of the group. -

Among voluntary sport organ'izations examples of both
instrumental and expreséive associations have been found. Slack (1983)
suggests that examples of the expressive type of association are
organizations such as the St. Albert Bridge Club and the Edmonton

Police Basketball League. Examples of instrumental voluntary
associations are The Sports Federation of Canada and Sport Alberta
(Slack, 1983). Bratton (1970) found in his examination of membership
patterns of volleyball and swimmihg associations at the local,
provincial, and nati?nal levels, that some executives interpret their
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participation as being instruméntal, that is, supporting the larger | '
social structure. However, Jacoby (1965) in his study of badminton and
judo clubs found that their membership displayé'ﬁ an expfessive ‘ °
orientation. There appears then to be some disagreement as to whether
voluntary sport organizations are wholly instrumental or expressive. /\

Representative of work done in the second area cited by Slack
i.e., the measurement of rates of participation in voluntary
associations (cf. Hausknecht, 1962; Curtis 1971; and Hyman and
' Wright, 1971), is Hausknecht's study which classmes North Americans
"as a culture whose members like to participate in voluntary
associations. Slack (1983: 8) in observing the extent of voluntary
activig sport notes a 1981 Statistics Canada-Survey which poinfs
out th

"Leisure Activities™ which included involvement in sport associations

24.1% of people who volunteered did so in the category calied

as weII as other recreational type associations" (e.g., gaming clubs,
social clubs, outdoor assosciations, etc. )

The third area of research, whlch contains the iargest body of
literatyre, deals with the relationship between rates of participation
as the dependent variable and various other factors as independent
variables. For example, Slack (1985: 9) notes that the following have
beén &d as independent variables "socioeconomic status, gender,
‘ethnicity‘, geographic location, and certain demographic factors (age,
social origin, etc.).” Representative of this kind of work on voluntary
'organizations are studies by Foskett (1955); Freeman, Novak and Reeder
~ (1957), Curtis (1959); Hagedorn'and Labovitz (1967); Hodge and
Freeman (1968); and Booth (1972). The mgj_qrity of research pértaiining
| 't'o"voluntary sport associations also falls into this third category and
includes work by. Bratton (1970); Meisel and Lemieux (1972); Beamish
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(1978); Hollands and Gruneau (1979); Slack (1979) and Theberge (1980).
There is no common thread running through the sport related or
ribn—sport related literature that pertains directly to the presént theme
of organizational change, nor was such a thread intended. This work
was, fc(r the most part, unconnected and each study or group of studies
presented findings about the nature of végntary organizations which
were largely unrelated to the findings presented by other studies. .
Despite the lack of a theoretical consistency tr\e information generated
by these studies does have some relevance for the present research. -
First, there is support-from the Gordon and Babchuk instrumental
-.@xpressive classification systerﬁ for the suggestion that certain |
values underpin certain organizational types. Second, from the studies
which have examined the relationship of factors like gender and class
to participation m voluntary crgdiizations one finds that these"
organizations, like others, are influenced by the social context in which
they exist. Finally, the studies on the extent of participation in

- voluntary organizations further supports the previous position taken in
this research that these groups are worthy-of more study than they |

have previously received.

The existence of this base of information coupled with the rise
of two 'sets of circumstances has in part provided the impetus for this
type of research into the s_trubture and processes of voluntary sport
organizations. The two sets of circumstances include, first, the fact
that a number of authors have begun to examine and question the role of -
government in Canadian sport (cf. Kidd, 1980; Macintosh and Franks,
1982; Franks and Macintosh,1983; ang Broom, 1984). Second, several
writers have refered to the increasing bureaucratization of amateur
sport (cf. Frisby 1982, 1983; Slack, 1983; and Macintosh, Franks, and
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Bedecki 1986) but explanatory efforts have been limited. Taken -
together these studies indicate that amateur sport organizations are i)
changing and becoming more rational and bureaucratized and ii) that
governm:}gz('pr.ovincial and federal) are significant factors in
promoting this process. Consequently there is a need to study the
dynamics of this change.from a more theoretical perspective. To date
the only theoretical work on voluntary sport associafions which
.focusses on organizational change is that of Hollands and Gruneau ‘
(1979) who studied social class and voluntary action in the
administration of Canddian amateur sport; and Slack (1983)'whose
research was on the bureaucratization of a voluntary sport
organizatior;.
Hollands and Gruneau (1979) illustrate the utility of a
theoretical abprqach using class analysis to study change in
recruitment batterns to executive positions in Canadian voluntary spori
organizationé. Their work shows that there has been little change in
 these p‘atterns. In their reterence to the research identifying varying
rates of athletic and administrative participation in different classes
or status groups in societies, Hollands and Grunpau (1979) draw upon
the work of Anthony Giddens. They discuss the degree to which rates of
participation are depende_gt on human agency (different values and |
‘ individual choices) or are the result of structural arrangements that
limit the opportunities of social groups who share similar
characteristics (occupational éiatus, gender, ethinicity, etc.). Thus
Hollands.and Gruneau in their work acknowledge the interaction
between human agency and social structure.
The integration of Giddens into their theoretical framework links
the work of Hollands and Gruneau with the framework which will be
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used to examine organizational change in this study. Hollands and
Gruneau recognize the interactive relationship between human agency
and "social structure” and how this contributes to an understanding of
social change. The framéwork for examining change, to be introduced
later, recognizes the interactive relationship between human agency
and "organizétional structure” and how this may contribute to an
understanding of organizational change. |

The other recent piece of work examining voluntary sport
organizations from a theoretical perspective is that of Slack (1983).
Drawing on the Weberian concept of bureaucracy Slack examined the
rationalization and emergence of bureaucratic characteristics in a
voluntary sport organization. His results showed that bureaucratization
was taking place through a process termed the routinization of
charisma. Slack suggested that the procgss of burealcratization occurs
Enore quickly in voluntary sport organizations than it does in other |
types of organizations. ‘

To this point the research work of a number of scholars in both
the fields of Sport-and Voluntary Orgénizatigns has been examjned. In
the area of sport there appears to be a general recognition that
voluntary sport organizations are undergoing a proces$ of
rationalization (cf. Hollands and Gruneau, 1979; Kidd, 1980; and Slack,
1983). )

Through this process of rationalization the structure and ,
~ processes of voluntary sport organizations are changing. There is a
need to understand this change. The discipline of Organizatiénal Theory
offers approacheé which érga applicable to the analysis of change in

. voluntary sport organizations. Greenwood and Hinings (1986) propose

such a theory of orgarfizational change. They draw on Giddens' (1976,

~—
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1979) theory of s&bcturation as a means of integrating the structural
and human agency approaches. Drawing upon previous work by Ranson et
al., (1980) Greenwood and Hinings suggest that a synthesis of the
"stractural” - "interactionist" dichotomy ‘will allow a truer
understanding of organizations by conceiving of them as a product of
the interplay between structure and interaction.

B. The Organization Literaturg
. _

Traditionally the literature concerning organizational change has
stemmed from one of two perspectives, that of contingency theory or
that of strategic chaice theo‘ry. Contingency theorists sought to
understand the various arrangements or structures of organizations and
how environmental contingencies seemed to influence them. From th\é
perspective of strategic choice researchers émphasized the
pre-emminence of the actor, the individual or individuals who managed
the organization. The role of managerial perception of the environment
and of managerial decision making was examined in order to explain
changes in organization structure. | |

~ More recently there has been recognition of the need for theories
of change to incorporate the assumptions of both contingency and
strategic choice theories (cf. Ranson et « . and Greenwood and
Hinings, 1986) The focus of recent re=sa:  ..,. ‘12en to recognize the
interactive affect of both the organizar=ne-actv .1-d organizational
structure on the production of organizatioria’ “aav. This integrative
approach has led to increasing interest in ttie notion of organizational
paradigms, or as they have been called elsewhere, organizational
"archetypes™ (Miles-and Snow, 1978), "configurations” (Miller and
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Friesen (1980a), and "design types" (Greenwood and Hinings, 1986).
These/dasérimions, though varied, possess a common view of
orgdnizations as entities whose elements of structure, strategy, and
90nt “or environment have a tendency to cohere into discernable
'patterns. The following review will briefly outline the various

\ -~ co;optual approaches taken in the literature towa}ds, explaining .

N ,Afr"ganizationalvparadigms and organizational change.

A connecting thread running through the literature on change is
the idea that the structural characteristics and processes of an
organization have a coherence, or patterning. Miller and Friesenv(1 984)
propose that there are a limited number of configurations of structure,
strategy and environmeat with which organizations operate. They go on
to suggest that within these configurations; structures, production
systems, information systems, strétegies, and environments all tend to
influence each other. All these elements interact iq a way that
produces a finite number of distinct configurations or "quantum states”
(Miller and Friesen, 1984). In a similar vein Miles and Snow (1978)
refer to organizational "archetypes”. These organizational forms are
defined by the consistency between an archetype's strategy for
reacting to the environment and its particular configuration of
technology, structure, and process. Mintzberg (1979) suggests the
notion of a "pure type" or "structural configuration”. He describes a
situation where organizations are driven towards one of a limited
number of configurations in order to attain structural harmony. The
‘conceptual approaches outlined vary in terminology bu@ are
theoretically consistent. The common underlying idea is that the
structural attributes and processes of an organization have a

.
coherence. ~
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. Miller and Friesen (1984) note the tendency of organiz.ations
operating within a particular configuration to develop a "momentum”
which holds the organization within the parameters of that
configuration. This concept is important to the analysis of A
organizational change. Miller an& Friesen (1984) observe that emerging
organizational tendencies, whatever their direction, tend to have |
momentum associated with them. Greenwood and Hinings (1986)
suggest that it is momentum which holds the organization within the
parameters of the interpretive scheme and as a result makes
reorientation unlikely. Miller and Friesen (1984) propose’that
momentum is a central feature of organizational changein so far as it
makes change difficult. They outline a body of literature which points
out the many potenftal causes of momentum. It is interesting to note
that the rationales given for the existence of momentum include
arguments from the basis of ideology; arguments from the basis of
contingencies; and arguments from the basis of political power and
control. These are all central elements of the framework from which
change will be ex-amined in the present research.

Several writers have suggested reasons for the existence of
organizational mqmentur'h, i.e., the development of a consistency in
organizational form. Some authors have shown that organizational
ideologies determine how organizations evolve (cf. Clark, 1972; and

'\flitroff and Kilmarin, 1976). Others propose that organization'al
orientations consist of narrow, self justifying views of reality that

- reproduce past behaviors (cf. Wilensky, 1967; Watson, 1969; Wildavsky,
1972; and Argyris and Schon, 1977). Greenwood and Hinings (1986)
argue that, based upon the logic of task accomplishment, certain
coherent organizational‘forms will work well in certain circumstances.
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Pettigrey (1973, 1974) finds that political coali@ions in organizations |
often have vested interests in developing strategies that will maintain
the status quo. Ransonlet al. (1980) sudgest that struggles for
resources connect to structural arrangements by providing some actors
preferential access to key decision processes and therefore the ability

' to'preserve and reproduce patterns of advantage.

Miller and Friesen (1984) propose that momentum is pervasive
and is likely to c.:o-exist among a great many variables of strategy and
Structure at the same time. They refer to many studies which show
that there are integral relationships among environmental,
organizational, and strategy-making variables. The following asthors
show a close interdependency between features of the organization and
aspects of its environment (cf. Burns and Stalker, 1961; Woodward,
1965, Lawrence and Lorch, 1967; Thompson, 1967; Khandwalla, 1972,
1973; and Mintzberg, 1979). ‘

. Others have pointed out similar interdependencies between aspects of

strategy and structure (éf. Chandler, 1962; Channon, 1973; Mintzberg,
1973; Rumelt, 1974; Paine and Anderson, 1977: and Miles and Snow,
1978). _

Greenwood and Hinings (1986) identify two interpretations of

~ the mbaning of "momentum", one which describes momentum as a .

"gravitational pull” towards a paradigm type, and the other termed
"configurational consolidation” which refers to the heightening of

design characteristics. The former entails an increasing consistency
between organizatiopal systems and structures with underlying },
interpretive schemes. The latter refers to the tendencies of
organizations to continually heighten their structural design and
increase their propensities along each structural variable (Greenwood
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and Hinings, 1986). The fundamental imdﬁc&i}bﬁﬁiscerned by
Greenwood and Hinings is that organizations do not easily move from

~-the assumptions of a particular paradigm orientation.

The organization literature lends theoretical and empirical
support to the following prqpositions. One, there is a consis_tency
between structural characteristics, environmental features, and
strategic value orientations. Various authors have based their
conceptuahzatlons of organizational paradugm upon the mteractuon ot
these elements. Second, because these paradigm onentatlons Mthm
which organizations operate are difficult to re-mold, a certain .
momentum develops. However as Greero%od and Hinings (1986) note
reorientations of paradigms or design types-can and do occur. in order
to properly examine organizational change they-suggest it is neci‘essary.
to be able to discern between paradigm inertia and paradigm
reorientation. For this to occur there is need for the development of a
language which addresses the problems of organizational change and
inertia to change of this type. The theoretical overview which follows
outlines the manner in which the author of this study integrates the

~ Greenwood and Hinings approach into the examination of organizational
change in provincial sport organizations

Il Theoretical Overview , <

The purpose of the following section is to review the theoretical
approach that has been chosen as the basis of this research. The review
will include a description and explanation of the concepts that are
central to the theory of change preposed by Greenwood and Hmmgs
(1 986) These concepts include:
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A. Organizational Parhcﬁgms .
B. Interpretive Scheme

C. Momentum

D. Tracks

A. Organizational Paradigms
; - u

The éonCept of organizational paradigm was developed in order to
provide a means of identifying organizational transition or change. The
term paradigm refers here to an interrelated pattern or set of -
organizational elements. |

Greenwood and Hinings (1986) draw upon the work of Giddens
(1976, 1979) as a means of integrating the human agericy and
~ structural approaches. The unit of analysis in their work is the
org‘anization. Drawing upon previous work/' by Ranson et al. (1980),
~ Greenwood and ‘Hinings suggest that a synthesis of the human agency -
structure dichotomy will allow a truer understandin'g of organizations
by conceiving of t\e_m as a product of the interplay between these two
factors. They propose the notion of an organizational paradigm which
can be identified in terms of the underlying beliefs and values
(interprétive schemes) manifest by the organizational members and the
meaning and coherence which these interpretive schemes give to the
composition of the organization’s structural arrangeménts. However,
rather than simply empHasizing the identification of specific
paradigms, the authors focus upon the incidence and nature of
movement from one péradigm to another. They are interested in
organizational change 3hd the dynamics which constrain and drive that

-
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_ ‘thange. . '
' Drawing upon Miller and FriRdsen's (1984) concept of
"configuration” and Miles and Snow's (1978) concept of “archetype”, the
notion of paradigai presented by Greenwood and Hinings (1986nstresses
the idea that the interpretive schemes and associated structural
attributes of an organization have a coherence or common orientation.
Therefore a paradigm can be thought of as the juxtaposition between a
cluster of values and beliets (interpretive schemes) and a pattern.of
structural elements that support and express those values and beliefs.
Greenwood and Hinings (1986) also suggest there is a tendency for
organizations operating with a given set of values and beliefs to

develop a set of structures that are associated withf that interpretive
scheme. This conception of organizational paradigm is founded upon the
idea that structurat arrangements form a pattern and that a
comprehension of the parts within the pattern can be thoroughly
understood only in relation to the total paradigm (Greenwood and
Hinings, 1986). This paradjgm then consists of a synthesis between
structure and interpretive schemes and it is in terms of this coherence
that organizational paradigms should beoconsidered.

. An examination of the organization literature draws attention to
several authors who, to &éréater or lesser degree, provide evidence
suggesting there is a finite number of organizational paradigms, each
|$ntmable“by the patterns of its constituent elements. Milesand &
" Snow (1978) proposed a simple classification based upon archetypical
combinations of strategy and structures, these being "defenders,
propectors, analyzers and feactors". Mintzberg (1979) proposed a
classification consisting of five basic types; machine bureaucracy,
professional bureaucracy, the divisionalized form, adhocracies, and —

-~
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simple structures. These types were classified on the basis of three
elements, coordinating mechanisms’, design parameters, and
contingency factors (Mintzberg, 1979). The utility of broad,
generallzeable design types or paradigms is accepted; in thls way a
basis for companson is @stablished for the examination of
organizational transitions or change. In this study it will howe\/er be
necessary to remain aware of the potentially unique nature of voluntary
-.sport organizations. The research may show that voluntary sport
organizations develop specific paradigm types. The Qegree to which
- these paradigms may be applicable to other types of e'rganizations can
only be a matter of conjecture at this point. It is suggested, however,
that paradigms identified in the eourse of this study will be applicable
to voluntary sport organizations in particular, and perhaps to voluntary -
organizations in general. " U

The concept oforganizational paradigm implies a tendency for
organizations operating with a given interpretive scheme to develop a
set of structures that are associated with that interpretive setfeme. )
Greenwood and Hinings (1986) put forward two arguments for expecting
organlzatlongo develop this consistency between structure and
intérpretive schemes; the logic of task accomplishment and the| logic of
political control.

The central argument from task is that structu: al consistency
arises because it facilitates taskf)erformance (Greenwood and Hinings, E
1986). Both Miles and, Snow (1978) and Miller and Friesen (1984)
support this general argument. U§ing Mintzberg's (1979) concept of
machine bureaucracy as an example it is suggested that certain basic
org‘anizatidnal types can be distinguished by the patterning of
particular organizational elements. For instance, in a certain
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environmental situation the integrated use of standardized procedures,
hierarchy 6t authority, detailed specialization, etc. will work well for
an organization in achieving its ends. An illustration }rorri Greenwood
and Hinings (1986) suggests that-‘ a machine bureaucracy is appropriate
for large organizations facing a stéb1e environment in which the
prominent issues are price, predictability of ghaduction and deliveyry,
and~in which the maintainance of stabilify is‘:ropriat'e.‘

To situate this example in the context of a voluntary sport
organization the following illustration can be used. The growing
involvement of the provincial government in the affairs of voluntary
sport organizations has led to a transference of bureaucratic ideals ;
such as financial account‘ability, efficiency, and rational management
to a pool of values and beliefs already held by these organizations.
Coupled with this transfer of values and beliefs is a growing
depéndence by voluntary éport organizations upon the resources
provided by the provincial government. There is a growing need for -
sport organizationsto' incorporate the bureaucratic systems propdsed :
by the provincial governr;xent in order that they may acquye the
resources necessary to undertake the tasks with which they are
ch wrged:r Pui another way, this argument from task emphasizes the need
for internal structural consistency appropriately aligned with tﬁe
situational circumstances ip order to achieve task accomplishment. )

The second argument is that whic}) is concerned with the logic of
political control. Drawing upon Ngles and Snow (1978) Greenprd and

~Xlinings (1986) suggést an organization should not be viewed as
stated pufpose with established mechanisms for achieving that >
purpose. Rather the organization should be seen as a political system »
composed for various interest groups seeking to establish and maintain .
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. claims upon scarce and valued resources (cf. Cyert and March, 1963; and
Pfeffer, 1978). Competition for resources, however, is not "free", but
constrained by certain horms or “rules of the game” about what
constitutes appropriate behavior ¢Greenwood and Hinings, 1986). These
“rules of the gante” are connected to structural arrangements which |
provide preferential access to key decision processes, distribution of
influence and dependence and thus the ability to preserve and reproduce
a pattern of inequality (Walsh, Hinings, Greenwood, and Ranson, 1981;

- and Clegg and Dunkerly, 1982). Greenwood and Hinings, (1986) propose

that underlying these structural arrangements are values and beliefs

~ about the purpose of the organization, and about the type of

organization best suited to achieve these goals. Organizational
“structures reflect an underlying ideology and by controlling that

ideold y, the dominant factions preserve and maintain positions of

ore a hegemony of ideas exist (Greenwood and Hinings,

Examples of such hegemonieé existin the context of sport

organizations. For instance, several authors have indicated that women

are significantly under-represented in the executives of national and
provincial sport organizations (cf. Holiands and Gruneau, 1979; _
Theberge, 19B0; Beamis‘h, 1983; and Slack, 1983). The ma}ority of
’ecuﬁves of provincial and national sports organizations are male.
Conseqhu;ntly the structures of these organizations are strongly imbued
with hegemonic values of a patriarcthngtqr_e e.g. beliefs about
questions of sexuality, masculinity, femininity, and of the unequal
division of resources (Beamish, 1983). However, in recent years many

~ of these patri'archél assumptions about males and females in sport

’ ‘organizations have been challenged (Beamish, 1983). Nevertheless,

g
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Beamish (1983) observes that individuals who wish to challenge these
existing structures are confronted with a very conservative inertia
when working for change within the traditional patriarchal sport
structures because this type of realignment challenges the privileged
positions of individuals (usually male) who have controlled these
organizations.

' l‘($uch examples, then, illustrate the utility of the concept of
pardgigm to the situation of amateur sport organizations. The notion of
paradigm, howeveqwith its emphasis on coherence between structure
and the values and beliefs underlying structure requires a further
elaboration of its constituent elements. It is to this elaboration that
we now turn. |

B. lnterpretive'mes

«Greenwood and Hinings (1986) suggest that an organizational
paradigm can represent both a political hegemony and a consistent,
task oriented structure. In other words for both task and political
purposes the developmént of internally consistent paradigms can be
expected. The question remains as to how organizational paradigms are
to be identified and distingn_ﬁ'shed. Ranson et al. (1980) stress the
purposive element of orga}lizational paradigms by viewing structures |
as embodiments of values and beliefs which constitute a prevailing
"interpretive scheme". Interpretive schemes may be described as the "
purposive values and beliefs that lie behind the implementation of
structural frameworks. Interpretive schemes entail the values and
beliefs taken for granted by organizational actors (Ranson et al., 1980).
These values and beliefs shape the purposive action of organizational
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members yet are typically unarticulated in daily activity (Ranson et al.,
' 1980). Therefore, according to Greenwood and Hinings (1986)
classification and identification of an orgamzatlonal paradigm
becomes a matter of isolating these clusters of ideas and values
(interpretive schemes) and the structural attributes associaied with
_ them. |
" " Anexamination of the literature shows illustrations of
organizational structures which have been given meaning and coherence
by underlying values and beliefs. Here, specific reference is made to
sport and leisure organizations. Cunningham (1984), in h|s study of a
privately owned recreation club catering to Jhe higher i mcome bracket,
suggested that the organization's membership recruitment system
reflected the values expressed by the top management. These values
included certain beliefs about what kind of people should be allowed to .
join the club, e.g., people from a background of higher socioeconomic
status, people with specific ideas about what constitutes proper social
conduct, individuals with particular ideas about what is the best way
to organize, etc. The recruitment system was designed so as to filter
out people who did not fit this mold (i.e., high membership fees,
behavior codes, credit checks, sponsorship requirements, etc.). This
particular component of the organization's structure was'underpinned
by a set of values as to what should be. - - . ‘

Organizations, however, do not always operate with

all-encompassing, unified sets of values (Ranson et al. 1980). Within ain
organization there are very often factions with various preferences
about goals and modes of operation. The stage for change i's constantly
set due to continous competition among distinctive sets of values.
Moreover, the notion of a'coherence between particular sets of ideas
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and values and structural arrangements provides a basis for
distinglishing organizational paradigms. The starting point for
- identification and classification is the underlying interpretive scheme.

C. Momentum

Organizations find it difficult to breék from traditional patterns
of values and beliefs. The interpretive schemes held (often
unconsciously) by organizati,or:al executives mold and ourtailatheir
comprehensi’on of arganizational activities. It is seldom that groups or
individuals are allowed to question the basic ongoing activities of thenr
orqamzatlons According to Miles and Snow (1978), in order to create
expanded awareness of orgamzatlonal operations "double loop” learning,
where present behavior and its underlying causes are clearly examined,
must occur. Organizafional learning of this kind is difficult for it
requires executives to systematically examine not just.the results of
decision making, but the processes by which these decisions are
reached thereby determining the organization's capabilities and
deficiencies (Miles and Snow, 1978). |

The inability of organizations to break from prevailing practices
and beliefs may be attributed to strategies organizations employ to
interbret their environments. Organizatiohs interpret their worlds in
terms of interpretjve schemes which explain the environment in causal
terms and elicit appropriate responses ‘Greenwood and Hinings, 1986).
The result is organizational momentum And a faillire to' learn.
Momentum refers to the tendency ganizations to move toward
structural coherence, a process which is strengthened further by the
prevailing system of vah‘mé and beliefs. Momentum implies that
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organizations develop an internal coherence among structural elements,
and that they become ensnared within the prevailin:g hegemony of ideas
"and logic of task acoorhplishmenj (Greenwood and Hinings, 1986).
it must be not;d that the possibility of change is not denied by

the}concept of momentum, as organizations are continually adjusting
their structures in order to ensure internal coherence, Greenwood and
Hihuings (1986) propose two ways in which to examine the'p_o‘ssibility of
organizational change. On qze hand change may involve the heightening
of fit between the interpretive scheme of an organization and its
structure. In tl;is sense.change is characterized by the strengthening of
a paradigm which is referred to as "design inertia" or

intra- -paradigmatic change" (Greenwood and Hinings, 1986).

~ This concept can be understood by refernng to the present |

situation of voluntary sport organizations in Alberta. The majority of
these organizations have come to accept to a greater or lesser de@e
the need to adoptu bureaucratic ideals peitaining to organizational
efficiency, accounfabilit)f and control, technical rationality, and
managerial effectiveness based on quantitative criteria. The notion of
"désign inertia” or "intra-paradigmatic” change can be grasped by
imagining what the long term devélopment of a voluhtary sport
organization that stresses these ideals over time might look ii_ke. In
order to maintain a high level of control efficiency and managerial
eftectiveness such an organization would be required to change its
structure and systems in resporise to various contingency factors such
as size and changes in the external environment. For i nce, an
increase in numbers of members might erequire that thﬁganization
increase its level of ditferentiation. However, as long as the dominant
interpretive scheme embraces and reflects the ideals of control,
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efficiency and rational definitions of effectiveness, this chénge in the
level of differentiation would not occur at thé expense of control or
‘manageri\al effectiveness. There is change, but it occurs within the
same basic framework. This type of change (intra-paradigmatic) is -
seen by Greenwood and Hinings as being the most common.

The second type of change to which Greenwood and Hinings
(1986 refer occurs when organizations move from one paradigm to
* another. This is cafled "inter-paradigmatic” change. This concept can be
“understood if one considers the historical development of voluntary
sport organizations in Canada. At one time, in the era of what was
referred to in the "Task Force Report” as "kitchen table" administration,
amateur sport organizations emphasized volunteerism and
participatory manag.eiment. Accompanying these values and ideas about
organizing were internal arrangefﬁents that were simple, loosely
structured and informal in nature. This structure could be de.scribed as
organic (Burns and Stalker, 1961). Over time, the emphasis in voluntary
‘sport organizations seems to have sh'ift.ed from a belief in
volunteerism and participatory management to a belief in rationality,
ceatrol, and managerial efficiency. The informal structures at at one
time characterized these organizations are being replaced by more
bureaucratic structures that emphasize centralization of control‘,
accountability, and formalized systems. Change can be seen as
occurring at two levels; the level of structure - changes in
,or‘ganizatiénal arrangements - anld the level of interpretive schemes -
changes in values and beliets about organizing. Greenwood and Hinings
(1986) identify three reasons as to why organizations are unable to
'fecognize their prevaililg assumptions and adapt easily to new
structural arrangements.
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The first explanation a;sumes that the organization and its
membership do not recognize the need for reorientation. According to
Weick (1979), Hedberg (1981), and Starbuck (1983) structures"and
processes are often designed to monitor selectively and may overlook
vital information. Where relevant information is detected it is
interpreted in terms of the prevailing interpretive scheme. This may
lead to the organization trying to solve new pr&blems with old
solutions, or trying to re-interpret new problems such that they
resemble forms that can be dealt with by existing methods (Miles and
Snow, 1978). The second explanation assumes that the need for
reorientation may by recognized, but subject to the analysis of costs
and benefits. According to Miller and Friesen (1984) in order to justify
the comprehensive strhctural changes that may be necessary to
re-attain harmony among structural elements, these changes must be
delayéd until the cost of‘ not restructuring becomes prohibitive.

. The third explanation concerns the realii‘.;ation that organizaiio'ns
are pQlitical systems n which factions representing specific interests
sustain their position of power through a hegemony of ideas reflected
aﬁd supported by structural arrangements (Greenwood and Hﬁings, "
1986). It is suggested that the privileged factions maintain their
interests and positions by biocking structural reorientation. Attempts
to reorientate an organizational paradigm will have to overcome the
efforts of the dominant interests to maintain the status quo. According
to Miles and Snow (1978), existing patterns of organizational behavior
have been created by, and serve the interests of, those very
organizational members who have the power to change them.

~ Thus, itis suggested that organizational development follows a
pattern of momentum whereby a ¢onsistency among structural
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components arises based upon an underlying interpretive scheme. The
values and beliefs comprising the interpretive schere serve as a filter
which determines the shape and content of organizational kr'wledgle
and simultaneously serves the interests of the dominant faction.
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D. Tracks VAN

/

.

The central concern of the theory presented by Greenwood and
Hinings is the incidence, nature, and causes of movements between
paradigms. The main empirical focus of the present study will be to
establish tﬁe existence of paradigm types and on the basis of these
types observe whether over the time of the study paradigm
reorientation occurred. From that point inference will be made as to
the nature and causes of paradigm reonentatlon keepmg in mind the,
distinctions that have to be made between structural adjustment and
paradigm reorientation.

Greenwood and Hinings (1986) provide a set of concepts and
terms with which to explore the possible movements between
6rganizational paradigms. The concept of track is introduced as a
means of charting and explaining the occurrence and cause of movement
between different organizational paradigms. Tracks can be described as
the relationship over time of an organization to one or more paradigms.
Tracks plot organizational movements between paradlgms and also
signify the absence of; such movement. There are two aspect of "tracks"
that must be explamed in order to fully understand the process of
.chgnge within an organization over a given period of Pm'h‘

Al
N M

e

Interpretive Decoupling

The first aspect is what they refer to as the configuration of
interpretive decoupling. This notion describes the degree to which
interpretive schemes dre detached from corresponding structures. For
example, take a bureaucratically structured organization (high degree

-
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of specialization, standardization, and a higrarchical authority |
structure) whose upper management is suddenly replaced by new
individuals who favor high risk stratépies and who implement loose and
informal decision making processes. The new intetpretive scheme could
be described as loosely coupled with the existing structures. |

~ Funther elaboration of the concept of interpretive decoup]ing )
assumes that two paradigms are availablq to an organization at a given
time. Greenwood and Hinings (1984) suggest a three-fold classification
based upon the organization's proximity to one or the other of the
available paradigms. Let us call the two paradigms available to a
voluntary sport organization "A” and "B". Paradigm A may feature an _ -
interpretive scheme which emphasizes informality, participatory
management,.and values and beliefs based on group democracy.
Accompanying this inter;;retive scheme would be a corresponding set of
structural arrangements characterized by structural simplicity, and
which could be described as organic in nature (cf. Mintzberg, 1979).
Paradigm B, on the other hand, may teature an interpretive scheme that
emphasizes formality, standardization, credentialism, and values and
beliefs based on hierarchical control. Corresponding to this
interpretive scheme would be a distinct set of structural arrangements
characterized by structural complexity and which could be described as
bureaucratic in nature. ,

Paradigms A and B represent positions at each end of the
organizational track. These respective paradigms fepresent
organizations whose structural elements are consistent with their
corrésponding interpretive schemes. With regard to an organization's
-proximity to one or the other of two paradigms Greenwood and Hinings
'(1984) identify two additional positions or types of interpretive
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decoupling that may exist between paradigms A and B. These two
positions between A and B represent an organization whose structural

...~ arrangements have varying degrees of consistency with their

underlying. interpretive schemes. This variance ranges from near
coherence - embryonic A or embryonic B - where an organization is
primarily operating within the assumptions of a particular interpretive
scheme but has not attained compiete structural consistency, to
non-coherence - schizoid - where the configuration of structural -
elements reflects contradictary sets of interpretive schemes.

An organization may be in an embryonic relationship to a

paradigm if a small number of the structural elements of the

organization are decoupled from its prevailing interpretive schemes.
For instance, a voluntary sport organization which stresses infdrmality
and participatory management may, for a number of reasons including
frequent inte'rhctiom./vith government agenciss, take on a §mall number
of bureaucratic characteristics that are inconsistent with the
prevailing organizational in(erpretive scheme which stresses
informalit_y and participatory management.fsuch an organization would
be in the embryonic A configuration of interpretive decoupling. A sport
organization in the embryonic B type of interpretive decoupling would
have definitely changéd its interpretive schame yet wbuld still retain
some structural elegents that reflect the pf@Mously held interpretive
Finally, an prgarization might be in a schizoid relationship if its
configuration of durall attributes reflects the tension of two or
more contradict sefs of interpretive schemes. Organizations
exhibiting this type bf interpretive decoupling are viewed as midway
between paradigms| A $port organization at this stage would be



. oy . 41

characterized by conflict over the ascendancy of paffrular

interpretive schemes and possibly by l0ose coupling between
interpretive schemes and structural arrangémems. For example, a sport
, organization may have a highly bureaucratic stn{cture. The
requirements for advancement of say a coach may be formalized,
standardized, and require the completjon of several theoretical and
.practical examinatiops. However, few individuals within the

organization may actually support and abide by these formalized
patterns. The majority may strongly believe that advancer,nent should
based upon experience' and success rather than formal accrgditation.
this case Ii.p service may be paid to the formal structure in the form
quickly passing people through the pracess and handing them their
"accreditation”. Alternaely the majority may act in direct violation of

the formal processes, in the form of advancing individuals b_aéed“a °
subjective evaluation of their experience and success. In eiiher casép
the organization can be said to be sghizoid since it is structured to
operate according to an interpretive stheme that is completely

difierent and contradictory to the interpretive scheme that is actually
in place.

~

Structural Detachment

L]

Discussion of the second asped of "tracks"” roquires a«
preliminary e)(pianation of the conéepts of "emergent” and "prescrip$
structure.'AIthough these concepts are not empirically dealt wi
this study (both are assumed to be parts of “structure”)-an
understanding of their rblétion to the Greenwood and Hinings
framework will aid theoretical comprehension.

/” _‘\
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At the structural level of the organization Greenwood and |
Hinings (1584) make the distinction betwedn prescribed and emergent
structure. The prescrib®d structure acts as a set of rules and resources
‘drawn upon to support and legitimate particular courses ot action and
patterns of interaction. The prescribed structure is the official, formal
guide to organizationgl operation. It should be noted that the pre’séribed
framework does not cover all possible bepavior, action, and

relationships. There exists within even the tightest prescribed

framework scope for interaction that is not officially sanctioned. This
interaction occurs within that which Greenwoodand Hinings (1984)

refer to as the emergent stgucture. The impossibility of complete |
specification wi't'hin the formal prescribed framework and the
‘inevitable outgrowth of an emergent structure léads to tr\l‘e potential of
"loose oupling” between the prescribed framework and the actual -
emgz:nt interactichs (Greenwood and Hinings, 1984). It is through thlS
process of loose couplmg that prescribed frameworks are subject to
change and possibly replacement (Greenwood and Hmmgs,ﬁ984). |

The second aspect of tracks that Gregnwood and Hinings (1984)

draw attention to is the "sequence of structural detachment”. This is

the order in WhICh prescribed and emergent patterns can beCOme
detached from the preﬁanlmg mterpretlve schemes ot an orgamzatnon |
and as such aid in understandlng the dynamics of change. Greenwood and
Hinings (1 984) suggest three possible sequences ot@&udqral |
detachment. : - . B

The first sequ is Mterred to as "simultaneous tebrientation"

Tl;:s sequence is ch:genzed by a track in which reonentatlon occurs
simultaneog§ly at both the emergent and prescribed levels. The

A

transition bé¥ween paradigms is smooth, unproblematic, and unnoticed ‘

4
4



(Greenwood and Hinings, 1984).

The sacond sequence is referred to as “prescribed~émergent". In
this sequence prescribed structures begin to dissolve their ties with
and become detached from the underlying interpretive schemes.
According to Greenwood and Hinings (1984) such a sequence begins
because an organization finds it necessary to adjust a limited range of
structures in order to copeA with a changed environment. It could be
suggested that the sequence of structural detachment is characleristic
of at least one pattern of change that has taken place in voluntary sport
organizations. For instance, it can be shown that recent changes in
tederal and provincial government sport policies have influenced
structural change. The recent emphasis th8t federal and provincial
governments have placed on planning has encouraged some voluntagy
sport organizations to develop administrative systems to handMthis
aspect of their operations. However, the underlying interpretive
schemes of some m"embers of these groups are still comprised of
values and beliefs supporting a less rational and structured approach to
planning. Consequently, reorientation of the prescribed structural
elements occurs while at the emergent level links are still with an
.. earlier interpretive scheme. '

The third sequence of structural detachment is
‘emergent-prescribed”. In this case emergent structures become
detached from the prevailing interpretive schemes. Greenwood and
Hinihgs (1984) suggest that such a sequence will be followed where the |
task situation alters leaving the existing organizaﬂbﬁél’désfign )
inappropriate for effechve task accomphshment Examples of th»s can
be found in voluntary’ sport orgamzauons that unM recently have @Fn )
predominantly male in composition. These orgamzaws with their
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traditionally patriarchal interprétive schemes have had to face and
accomodate the inclusion and integration of farge numbers of female
participants. New emergent gatterns of interaction have arisen in order
to deal with new task situations. These new task situations often
expose the existing organizational d‘esign with its underlying
patriarchal interpretivq scherﬁe_, as inappropriate for effective task

~accomplishment.

D. Summary

In summary the selectioﬁ of the Greenwood and Hinings apprg
was made based on the belief that it would provide a theoretical | ‘.
framework for examining the dynamics of change in voluntary sport T
organizations. Their berspective recdgnizes the need to address the
role of agency and ﬁtructure in order to come to an understanding of

- change, in this case organizational change. Their framework provides a
detailed conceptuai yocabulary which is sensitive to the.complexity of
tactors influencing change, but which is also coher.ent' and systerhatic

..~ - Whough to allow translation to methods which can inform empirical

o _x*éff\'alliry-
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- Chapter lll. Methodology \
| introduction

Once the theoretical framework for the study was established it

{4 . was then necessary to develop an appropriate methodology which would -
- allow empirical testing of the proposed relationships. The methods

chosen were developed with the intent of applying them to the

examination of change in voluntary sport organizations.

Il Research Methods e
»
The choice of a methodological approach fer this study, as with |
any research, involved a number of comgomises and trade-offs. The
array of research designs available to the investigator involved in
| research into organizations is extensive. Labavitz and Hagedern (1976) =
categorize research designs in terms of\three broad conceptual types:
experiments, cases studies, and surve)gs‘ Each type of design has its
strengths and weaknesses. An expenmental design is charactenzed by
a significant amount of control. This control is extended over the
' mde’pender\ variable and over extraneous factors. The use of an
experimental design with the attendant control groups matching .
techniques, randomization, pretests and post tests redL/ces the chance
of interpreting the results inaccurately (Labovitz and Hagedorn 1976).
Experiments, however, can rarely be used in soqu research. The groups
of people are simply {Qo Iarge, |‘nferences from exper_rmental desngns
~ are limited and cannot be acCulrately applied to large populations. In

addition, the practise of placing people in small prearranged %r}d often

45
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intense settings may sensitize the individuals so that they are no

| longer.representative of their original population (Labovitz and

Hagedom, 1976).

The bulk of social research into orgéhizations makes use of
designs incorporating the survey or the case study method. In
comparison with experiments, surveys ailow for a high degree of
représentativeness but a low degree of control over exatraneous
variables. The reason for the represeutativéness is the employment
(usually) of a random sampling technique. The reasbn for the low degree

“of control over.gxtraneous variables is the fact that surveys do not

usually have experimental éhd control groups - that is, other variables
besides the independent variables may have produced the changes in the
dependent variable. | | |
The case study when compared. to the experiment is low on
control over extraneous variables for the same reason as the survey. *
The case study, because n mcludee a sample of anly oqe, ‘is also low in
representativeness when compared to the survey. ltis difficult to
ditferentiate between cause and effect, and inference from the
intensive study of one of a few cases involves a high and generally
unknown amount of risk (Labovitz and Hagedorn, 1976). However, the
major advantage of a case study is the ability to produce an
organizational picture that is rich in descriptive infbrmatioh The

results of case studies can often furnish intuitive hypotheses that may

be then tested under more rigorous des:gns

The selection of a research design, then, involves certain
compromises and tradé-bffs. By conducting an intensive case stUdy ofa
single organiiation using multiple methods of participant observation '
and survey interviews, one could produce an organizational picture of
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richer dimehsions than any other approach.’On thg other hand a sample
survey of a general organizational population wolld allow greater
geheralization of the results. In seléding the desigan for this study a
. compromise was chosen. Esséntially the approach chosen was that of
the case study. However, in order to provide some degree of |
generalizability it waé decided to use a sample of four organizations.

Il Sample Selection
The four organizations were chosen from a larger population of

approximately seventy voluntary sport organizations located in Alberta.
Volunteer sport organizations: from the provincial level, as opposed to
national level organizations, were chosen for a number of reasons. First.
the provincial organizaﬁl’ons wer_e'much moré accessible than their
~ national counterparts would have been. This accessibility was bottrin
terms of information and physical' distance. Second, the provincial
organizations chosen were of sufficient size and complexity to have
exhibited the type of change with which this study was concerned. The
organizations were chosen in a non-random, purposive manner with the
intent of étudying organizational chang’e. Those chosen were larger and
older than the majority of their counterparts. The organizations chosen
for study were the Alberta Volleyball Association (AVA), the Alberta
Soccer Association (ASA), the Canaaian Amateur Swimming
Association Alberta Section (CASA-AS), and the Canadian Figure
Skating Association Alberta Sectjon (CFSA-AS). Since organizational
growth (in terms of increased specialization, increased membership,
increased budgets, increased standardization, increased
professionalization, etc.) is a relatively recent phenomenon among

\ /
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provincial volunteer sporPorganizations' it seemed logical that
selecting large organizations would ensure that the sample included
'orgar’uizatloné Which would display enough growth and change to make -
the study meaningful. Also, larger older organizations tend to exhibit a
greater complexity of structures accompanied by more established
valué systems, all of which provided richer ground for an analysis of
-the typé undeﬁaken. ‘.

IV The Development of Data Gathering Instruments

In regardtothe s tidn of data gathering techniques it was
found that other studies’::hange (cf. Miller and Friesen, 1980b; and
Quinn and Anderson, 1984) had been conducted using interviews and
documentary analysis as the main techniques. Since these methods have
proven to be effective they were chosen for use in this study.
The collection oi"data. through the two data gathering techniques
- identified, was specifically concernéd with developing information
about the structural arrangements of the organizations, the
interpretive schemes which underly these arrangements and the
) envirbnment within which the organizations operate. The
methodologidal approaches used to gather information about structure,
'vaI:eS and environmental conditions were developed joiritly by Rob
Pitter, Trevor Slack and the author of this study. In regard to the
structural arrangements of organizations a review of recent work in
this area (ct. Mintzberg, 1979; Ranson et al., 1980; and Daft, 1983)
show that a number of different analytical categories of structure
have been used in past studies. On the basis of their applicability to
voluntary sport organizations and in the interests of brevity three
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analytical categories were selected, these being: the degree of task
specialization; the degree of task standardization; and the level of
centralization/decentralization of deéision making within the |
organization.

Unljie other work in organizational studies this research did not
merely apply these analytical categorias across the whole organization.
Often researchers treat organizatiohs they were homogeneous
entities, anc.J consideration is not given to the fact that different
subunits ‘within the erganization operate and are structured differently
(Pitter, Slack, and Cunningham, 1985). For examplé, in 'a voluntaty sport
organization the subunit concerned with the de;/elopment of athletes
may be highly standardized. Pitter et al., (1985) suggest that if an
individual who was highly involved with this system or one who saw it
as the main focus of the organization was asked how standardized the

a ‘organization was, he/she would rank it high. While this may indeed be

true for.this one component of the organization, other sub-units, e.g.
thos‘e concerned with finance, officials' development, etc. may exhibit
little or no standardized procedures.

Consequently a matrix type form was developed with the three
analytical ca}égories of organization structure listed down the
ordinate and eleven. different oranizational systems (e.g.
communications, planning, training, decision-making, etc.) listed down
the abscissa (see appendix A for list of all systems). The three
analytical categories of organization structure and the eleven
organizational systa\'s produced a matrix with thirty- three cells.
Questions were then generated to obtain information about each of the
thirty-three cell areas e.g. how differentiated was the organization's
communication systems, how formalized was the decision making
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system, to what extent was the financial system
centralized/decentralized (see Appendix A). It was felt that this type
of system allowed the research to capture intra-organizational
structural differences as well differences between organizations.

In addition to the data generated through the procedure outlined

“above dafa about the structural arrangements of the organization were
also obtained from organizational documents. For example,
organizational specialization was determined, in part, by examining
documents (minutes, annual reports, executive summaries, etc.) and
recording tho number of executive positions and workmg committees.
These data were used to supplement and increase that generated
through the interviews.

As part of the interview concerning the structural aspects of the
organization, questions were also asked about three aspects of the
organizational context. These aspects were the organizational
environment, organizational technology, and the resources available to
the organization. Information was gathered concerning primary sources
of organizational resources, influential external organizations,
impressions of the sophistication of organizational technologies e.g.,
sport technology and adfninistrative techhology.

As well as data on the strugtural arrangements of the
organization it was also necessary to generate data on the major
values and beliefs (or interpretive schemes) that underly these
arrangements. In order to determine the major values and beliefs that
pertain to the roles and functions of voluntary sport organizations an
extensive review of documents was undertaken. Materials reviewed
included both federal antd provincial government documents, documents
self-generated by the &pbrt organizations themselves and academic and
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quasi-academic writings:on voluntary sport organizations. From these
documents a large number of potential value areas were obtained. These
were then consolidated, and based on their frequency of occurrence and
perceived importance seven value areas were generated (see Appendix
B). The seven value areas were then submitted to avnumber of
ind‘ividuals knowledgeable about voluntary sport organizations. Each
individual was asked to indicate on a five point Likert scale the extent
to which he or she agreed or disagreed that these were areas where
values and beliefs had changed over the time period of the study. Ba‘sed
upon the responses received one value area was removed. This value
area concerned the changing attitudes of sport personnel (see appendix
B, #5). The item total coefficient score for the questions comprising
this area was below .550.

For each of the six remaining areas statements were generated
(approximately 6-8 statements per area) which were felt to reflect the
major value areas. These statements were then distributed to
individuals considered experienced and knowledgeable in the
administration of amateur sport. Again, through the use of an item
total correlation coefficient these value statements were tested for
reliability. As a result a series of statements (four about each value
area) with Likert scale responses were developed to determine the
major changes in values and beliefs that have occurred in provincial
voluntary sport o\{er tr:e past fifteen or twenty years. A value

Statement was utilized in the final questionnaire only if it received an
item total coefficient greater than .550 which indicated significance

“at the .05 level. This set of value questions (see appendix C) was
administered along with the interview schedule.
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V Selection of Time Periods for Analysis

The final methodological concern to be deait with was that of
selecting the appropriate periods for analysis. Miller-and Friesen
(1980a) have noted that brief periods between analysis will reveal only
small changes. At the same time, Iong'periods between analysis may
cause changes to be missed. Thirdly, a st'andav_ period of time between
analysis ignores the fact that the speed of change varies from
organization to organization. As a means of overcoming these problems
associated with selecting the correct period of analysis, Miller and
Friesen (1980a), when rating organizations, began and ended a period of
change just before or just after what they described as "decision
events”. It was decided that the eight types of decision events outlined
by Miller and Friesen represented a valid basis for identifying .
transition periods. However, because the organizations under
consideration operate somewhat differently than the organizations
studied by Miller and Friesen the decision events were adjusted in
order to make them more relevant to sport organizations (see appendix
D). The decision events chosen give specific attention to transitions
resulting from changes in; the organizational environment; in the
professional personnel working in the voluntary sport organization; in
the structure of the organization; in the decision making systems, and
so on, as indications show these are the main precursors of change for
these types of groups. The sample of four provincial sport
organizations, each displayed five transition periods.

J -

VI Data Collection
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One key informant was Jsfalectgd from each";nsmon period and
they were administered the'Iﬂterview schedule and value questionnaire.
Key informants were identified by exWinmzaﬁonal documentsh.‘
condycting informal interviews, all with the iMn of finding out |
which individuals (past and present) had played important roles in the
operation of the organizations in question. Key informants were
individuals who on the basis of present or previous positions held (i.e.,
past presidents, presidents, members of executives, executive
directors, technical directors, etc.) were considered most likely to be
knowledgeable abdut a broad range of organizational activities.

-

Il Organizational Interpretive Schemes

A. Conceptualization E ~

The conceptual basis for the identification of distinct organizational
paradigms among provincial sport organizations (PSOs) was drawn from the
proposition that paradigms or "design types” can be delineated according to
underlying values, beliefs, and the associated structural arrangements
(Ranson et al., 1980). Therefore it was necessary to try to empirically
identify the values and beliefs underlying the organizational a}rangements
of PSOs. The first task involved searching organizational documents to gain
a preliminary indication of which values and beliefs (past and present) have
constituted the interpretive schemes of PSOs, and which may be used as
indicators of distinct paradigms. \

+ A prominent theme in the literature dealing with amateur sport is
that its organization and administration have ihN recent years bacome
increasingly rationalized. This rationalizatibn is seen as the ’prime
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transformatlond force in t*ovmg amateur sport:in Canada from the % of
"kitchen table admlnistration toward today's more professlonal "corporate
style” of administration (cf. Kidd, 1980; Frisby, 1982; Slack, 1985; and
Macintow et al., 7986). It was a search for ways to identify the values and
beliets (interpretive schemes) that underpin these two distinct
administrative types that led to the development of two paradigm types. It
was hoped investigation of the incidence of these two paradigms would aid
in illustrating and explaining the movement of PSOs between and within
them: From here on the two paradigms will be described as; Paradigm A -
the Kitchen Table Volunteer, and Paradigm B - the Corporate Professional.
Previous authors have referred to nations which resemble the concept
of paradigm described here. This is illustrated by references in the
literature to adminjstrative types such as "kitchen table” and "professional
corporate”. However these author,s delineate these types purely in structural
terms, referring to the "bureaucraﬂzatnon of amateur mo%and utilizing
the attendant structural descruphoné‘;" 1@ m*se.d cgﬁtallzat on,
increased specnahzatndn increamd fﬁrm n

interpretive schemes *(v ues and?behets)‘ that unde;l. ﬁad ‘consﬁtute
orgamzatlonal structure. - mpst be emphasuzed that wi ) "'the Ranson et
:dnal arrangements are simply the structural

. (1980) framework org n‘
manifestation of the un ing mterpretlve .schemes. To characterize
organizational paradlgmq ;p&marﬂy by the nature of their structural
arrangements would be o retucallypto put the cart* before the horse.
| pyr sport organizations: .seemed to indicate the

.~ The literature on B

X

possibility of two distiry
as paradigm A (Kitc’ge

'”igms. To reinterate these will be described
o volunteer), ‘and paradigm B (Corporate

R T B

pizhgior (c. ‘?‘rﬁbyﬁ 1%82 Slhpk'-
1985; and Macintosh et al., 198éf¥the4h§artﬂtmtﬂa" éog. (1980)

construct is the no nthator tional pa;ahigm Po i elu bx the -
ganiza
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professional). It was necessary to conceptually explicate the sets of v:Iues
and beliefs (interp‘retive schemes) seen to be- associated with each
- paradigm. It was also necessary to specify the organizational arrangements
which would be associated with each interpretive scheme. The concept of
interpretive scheme will be dealt with first.

In order to further distinguish paradigm A from paradlgm B. it was
-necessary to articulate the values and beliefs that underly each paradigm.
. This was not an easy task. Conceptually it was dlmcult to discover and,
isolate coherent value - belief patterns that could be said to reprgsent the
two selected types. As indicated previously in this chapter (see Data
Collection) two methods were used. First, a wide variety ott.u{erature was
analysed with an eye towards discerning values that Rpd to the
administration of amateur sport. This literature enco é"en‘ array of
forms from government reports 4o the various adminisma‘ procedural
handbooks produced by PSOs (e.g. annual reports, job descriptions, terms of
referencé for committees, etc.). Key individuals involved in the
administration of amateur sport in Alberta (e.g. executive/technical
directors, presidents/past presidents, vice-presidents, etc.) were
consulted. Comment was sought on their thoughts about key issues
concerning the organization of amateur sport past and present. Their
comments, along with the information obtained from documents provided

the material upon which the value questions were based.

The results of this process led to the formulation of six major value
areas. fn the interests of parsimony and theoretical consistency this numbe?
was decreased to four major value areas. The area concerning values and’
beliefs about the provision of programs for groups which have not
traditionally had equal opportunity to participate (i.e., handicapped, certain

ethnic groups, and women) was omitted. In retrospect it was decided that |
¥ . -
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[ this value area could’&t be used to characterize accurately onentahons
wholly‘%thm one. paradlgm or the other. The area concerning values and
beliefs about the role of government was seen as fitting more appropriately
under the heading of Contextual factors. Therefore, the analysis of ‘attﬁudes
about the role of government was undertaken by examining responses to
.; questions asked under the ’cateaory of environment (see Appendix A, section

O). The followirfg are the resulting four major value areas.
. >

1) Beliefs about organizational commitment to
programs/activities stressing recreational participation
versus programs/activities stressing elite attainment.

, : N " | :
2T Beliefs about organizational commitment to the use of
volunteér staff or paid professional staff.

% ‘ . —_

3) Beliets about organizational commitment to increased ‘
organizational complgxity (specialization and
standardization)

1Y

> ,
& - 4) Beliefs about organizational commitment to the
application of scientific principles and modern
v technology to technical and administrative aspects of

amateur sport.
In responding to questions revolving aboutithe issues ‘articulated
in these four value areas individfals would mdlcate their particular
value onentatnon These value areas provnded the basus for a contjnuuny, .
A two ends of which would indicate interpretive schemes associated
with either paradigm A or baradigm B.

“7

B. Opefational Measures

| I For each of the value areas mentioned in the previous section

~several statements were generated to form a values survey”". The

]

y o
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. v ‘ » .
ey wa§ to present to selected "key informants” a

ements|, formulated so that the responses could be
situated algng the continuum described in the previous paragraph.
Respondents from each timeslice were asked to recall and score thé

.series of va

values as they saw them at that pérﬁcular time. A Likert type scale (five
pointS) was used to score the responsés to each value statement. Five.
responses were available, strongly agree, agree, neither agree nor
disagree, disagree, and strongly /disag(ee. A score of five was given for a
response that "strongly agreed” with statements supporting the values

underpinning paradigm B (corporate professional). These values were as
follows: '

1) Commitme@o an elite progran fbcus,

2) Commitment to a preference for the use of professional
over volunteer staff, -

3) Commitment to greater organlzatlonal specuallzatnon and
standard|zat|on

4) Commutment to greater application of science and
tethnology to all aspects of amateur sport.

A score of four was given for a response that agreed“—”

wuth statements supporting the values underpinning paradigm B, a score
of three was given for a response that "neither agreed nor disagreed”

with statements supporting the values-tﬁderpinning paradigm B, and so
on. Note that the preceding explanation of scoring relates to positively

-~ worded: stateménts Some statements in the survey were worded

: negatlvely' In.thls case the sgoring system is reversed, i.e., a score of

five wgauld 'be given to a response "strongly disagreeing"”, a score of four f

»
’*
4.

PR
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would be given to a respbnse 'disaJreeing" with the negatively worded
statement, and so on., . : ,

| . Jo etermine support for the values under’pinniﬁg paradigm A
_ (kitcher\gjo
. suppqrting these values. The values underpinning paradigm A were as

le volunteer) a score of orie was given for responses

follows: - .- B y

L

1) Commitment to recreational participative program focus,’

. ‘ . .
2) Commitment to a preference for the use of volunteer over

professional staff,

3) Commitment to less organizational specialization and
standardization,

4) Commitment to less ap'f)‘ltication of science apd technology
to all aspects of amateur sport.

A score of one was giv.en for a fesponse that "strongly agreed"
with the values underpinning pafradigm A, a score of MP was given for a
respons%t "agreed" with the values underpinning paradigm A, and so
on. Note that as abeove the preceding explanation of scoring relates to
positively worded statements. Some \stat'erﬁents in the survey were
worded negatively. In this case the scoring system is reversed, i.e., a
score of one would be given to a response "strongly disagreeing” with the
negatively worded statement, a score of two would be giventoa .
response "disagreeing” with the negatively worded étatemeht and so on.
In short, the system used to score responses to the value statements
indicated support for paradigm A with high scores (5), and support for
- paradigm B with low scores (1). ‘ a
Qn the basis of value scores for all four vaer areas each

~ organization received a total value score for each time slice. These
LI W
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scores were compared to the following gange of scores in order to
indicate which paradlgm the organizations seemed to be situated jn at.’
that pointin time. , 3

16 - 39 Paradigm A (Kitchen table Voluﬁteer)
40 - 60 Schizoid (Between paradigms)
61 - 80 Paradigm B (Corporate Professional)

The lowest total score that could be received in any single value
area per timeslice was 4/20 (this represented a score of one on each of
the-four questions comprising that value area). The h'ighe'st total score
possible in any single value area per timeslice was 20/20 (this

‘represented a score of five on each of the four questions comprising that
value area. It follows that the lowest possible cumulative score for all
four value areas pér time slice was 16/80, and the highest possible
score 80/80. These scores represer;ted the low and high ends of the range
presented above. | ) -' . o _

Note that the paradigm categories of emb}ybnic A and embryonic B

(positions indicating movement toward ohe paradjgm or the other but not

yet fully coherent paradigms) were collapsed into the more general
categories of paradlgm A and B. .t was thought the sensitivity of the
instrument for tapping orgamzatlonal values precluded any further

elabgratign than this.

‘ " Cow-
. * )
I/
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Il Organizational Structure

£
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A. Conceptualization ' .
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Contingent upon the development of a methodology which allowed
identification of organizational interpretive schemes was the |
development of a way in Which to examine the structural arrangements
associated with these interpretive schemes. The notion of paradigm is
- predicated upon the proposition that a certain coherence will exist
between interpretive schemes and their attendant structural
arrangements (Greenwood and Hinings, 1986). Therefore operational
measures for both interpretive schemes and structures were necessary
in order to specify which interpretive schemes and structures coalesced

»

"
into distinctive paradigms. ,

The concepts utilized in this study to determine the structural
arrangements of provincial sport organizations (PSOs) were c_iraWn from
contingency theory and more specifically from the work of the Aston
group (cf. Pugh, Hickson, Hinings, Macdohald, Tumner, and Lupton, 1963;
and Pugh, Hickson, Hinings, and Tumer,-‘n’%%S). Based upon the Aston
framework three structural dimensions we_r"e chosen with which to
determine PSO structures. The first was specialization. Sggcialization
refers to the division of labour within the organization , the alloéation
of official duties and tasks among a number of positions (Pugh et al.,
1968). The second dimension is termed standardization. This dimension
represents an amalgamation of the Aston categories of standardization
and formalization. Standardization is concerned with the regularization
of organizational procedures, while formalization denotes the extent to
which rules, procedures, instructions, and communications are written
(Pugh et al., 1968). The third dimension was ‘
| centralizaﬁomdecentralization,- which has to do with the locus of
authority to make decisions affecting the organization (Pugh et al., .
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The choice of these dimensions seemed particularly ap tq m ‘
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light of the literature on volunteer sport organizations. This hteratufa -
notes a shift in organzational forms from ones characterized by Iow ‘
levels of specialization, low standardization of procedures, and simple
authority structures, to forms displaying high levels of specialization
and standardization and where decision making is decentralized, often in
the hands of professionals (cf. Kidd, 1980; Frisby, 1982; and Slack,
1985). ’ ,
To relate this in terms of the notion of paradigm suggestéd here it”
is proposed that organizational structures falling under the paradigm A
type will exhibit low levels of specialization, standardization, and
display simple authority structures characterized by high levels of
centralization (decisions made at higher levels in the hierarchy).
Organizational structures falling undér the paradigm B type will exhibit
hlgh levels of specnallzatlon standardlzatlon and dlsplay mare complex:
authorlty structures charactenzed by lower levels of centrahzatlon

(more decusnons madg at lower levels of the hierarchy).
B. Operational Measures

- A measure of the degree to which the structural dimensions -
existed in the PSOs necessitated operationalizatibn of these structural
concepts. This was accomplished in iﬂbllowing way. First, a detailed
set of structured questions was produced. This questionnairé included
several questions under each of eleven subheadings (see appendix A).
Thge sut;head; -

o s;gonded to the particular systems of a PSO. The
questuoq@ were -

Bt 0 that they could be categorized under the
A ...
' B
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three primary structural dimensions of specialization, standardization,
and centralizatiorvdecentralization. Information concerning

specialiiation was obtained for eleven. different ofgan\izational systems.
Information concerning standardization and
centralization/decentralization was obtained for nine ysteq\s:,. Early in
the study it became apparent that giving scores on particulér dimensions
for some systems (e.g.,'Scanning) would be inappropriate as most of the
sample PSOs possessed these systems only in name. This;jiplains the
numerical difference, in systems for which information was gathered,
between the dimensions of specialization and the other two structural

dimensions. g -

In addition to the eleven subheadings for which structural
information was gathered, four subheadings were produced under which
contextual information was generated. The headings were Resourcés,
Technology, Organizational Characteriétics, and Environment (see
appendix A, sections L,M,N,O).‘A series of questions were asked under
each of these headings in order to gain information about these
contextual fadtors. . ;

In order té compare between organizations a simple\lhrqe point
scoring system was devised. A score of one represented “little or none"
of that particular dimension,on that question; a score of two represented
"some"” of that parﬁcdlar dimension; and a score of three representedﬂ‘é
lot" of that particular dimension. In this way a total score could be
arrived at for each organization on each dimension. The criteria, or basis
on which the scoring system was devis did not hlnge on any absolute

sense of what "more” or "less" of a part ‘
Theor&rcally, this study was mtended '-'_;‘,‘-

e 'fn regresented
ke xistonce of

W much change '
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occurred. Therefore the simple thrée point system was devised based
upon the degree of structural difference expected between organizations,
and between distinct time slices. This is to say it #as a relative
measure.

In order to situate a PSO in one paradigm or another on the basis of
its structural dimension scores, the following categories were created.

Y
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Specialization
20 - 33 Paradigm A
34 - 46 Schizoid

47 - 60 Paradigm B

Standardization
15-24 Paradigm A
25 - 34 Schizoid

35 - 45 Paradigm B

Centralization/Decentralization
a

15 - 25 Paradigm B
26 - 35 Schizoid
36 - 45 Paradigm A

i _‘ .,“ .
These score ranges were based upon ihe theoretical propositions
elaborated earlier that characterized structures with low levels of
specialization, standardization and high levels of centralization
(decentralized indicating loy'levels of centralization)as being coherent
with paradigm A. Convers ){%tructures with hlgh levels of '
specnallzatlon standardlwlon and low levels of centralization
_(decentrahzed) were s%en as coherent with paradigm B. The difference in
ranges between standardlzatlon centrahzatuon/decentral|zat|on (15 -

< 45) and specialization (20 - 60) reflects the nirgegr of questions asked

@
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in order to obtain information on that particular dimension.
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IV Resuits and DlscusslonA
|

| Introduction

The findings of the study will be presented in four major sections.
In the first section the scores {rom the values questionnaire will be
presented. The grouping of the organizational interpretive schemes into
paradigms will be discussed, as will the variation of inte‘rpretive
schemes between timeslices and factors influencing these variations.
These discussions will revolve around the answer to subproblem 1.

In section two, the structura! dimension scores will be discussed.
The levels of specialization, standardization, and
centralization/decentralization in each of the systems outlined in the:
structural questionnaire wil be presented for each organization over all
the timeslices. Variation in scores among the structurat dimensions both
intra- and inter-orgahizationally will be examined. Reference will be
made to factors influencing the variation among structural dimensions.
The total structural dimension  scores for each organization for each
time slice will be compared to a range of scores grouping the structural
~ dimension scores into paradigms. Discussion in this section will centre
around answering subproblem 2.

In section three, the impact of environmental factors upon both
interpretive schemes and organization structure ;vill be discussed. Based
upon responses to the structural questianaire and upon documentary
analysis the effect of specific factors (e.g. the provincial government)
upon PSOs will be examined. These discussions will centre around

answering subproblem 3.

66
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The fourth section will consist of two parts. First a discussion of
the temporal sequencing of changes in interpretive schemes and
organization structure will be undertaken. The final value scores and the
final structure scores will be compared and relationships between
interpretive schemés and structural arrangements will be discussed in
light of the Ranson et al. and Greenwood and Hinings theoretical
framework. This discussion will lead to én answer to subproblem 4.

The the second part will be concerned with identifying the
patterns of change that emanate from the results of the previous
sections. The discussion will inclfde a comparison of each organization's
"value scores and structural dimension scores in order to determine
paradigm coherence. Variation over timeslices in the paradigm cqherence
of each PSO will be discusseq in order to illustrate the patterns of
change. This section will revolve around a'nswering subproblent 5.

Il PSO Interpretive Schemes - The Value Questionnaire Results

The reference to terms such as “val\ue questionnaire scores”,
"value scores”, and "value score totals" will pertain to table #2 in
appendix E. In this table the value  scores of all organizat{qﬂs sampled'
are presented by "value area” and by "timeslice". A

A. General Trends

A cursory scan of table #2 illustrates that overall the total value
scores of all fodft PSOs show little variance between timeslices. In three
out of four PSOs the total value score frr timeslice 1 is not

. \ )
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substantially different from thkt of tnrqpshce 5.3 e exception is the
AVA, whose value scores oscillate quutehbstantially during the earlier
timeslices (1 - 3). These results suggest that for the majority of the
sample the organizational interpretive schemes (as defi"ned‘ by the
selected value areas for which questions were asked) have remained
relatively stable through out the period of this study. ¢
A closer examination of the total value scores szs that two out
of the four PSOs (CFSA-AS and CASA-AS) exhibit scores above sixty
across all five timeslices. This suggests that the organizational
interpretive schemes consist of values representing a Dparadigm B
(Corporate Professional) orientation. The other two PSOs (ASA and AVA)
exhibit total value scores falling in the forty to sixty range, with most
scores being in high fifties. This suggests that their organizational
interpretive schemes consist of values representing a Schizoid paradigm
orientation, i.e., values that fully support neither paradigm A nor B.
However, the scores are in the high end of the Schizoid range which
suggests that there is more support for values representing a paradigm'Bm'
orientation. .
From theée results the general observation can be made that the
_—_ «_interpretive schemes of all four PSOs consist of values and beliefs
which generally reflect a paradigm B orientation. Moreover these
interpretive schemes haéve been relatively stable through out the period
of this study. This sudgests that even during the early timeslices (i.e.,
1969 until the?mld #08) when organizational structures were relatively
undeveloped the adiiiflistrators and managers held values and beliefs
supporting a paradigi B orientation.
The results of the values questionnaire being as they are an

-
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éxplanation of why this is sQJprovidgs r\ather' morte questions than

answers. Support for values representing a paradigm gorlentation may :

be explained by reference to faCtors of both a general and a specific
nature. Interpretive schemes suppcyting a paradngm B orientation may/be
explained by refering to the impact of more expanswe societal values.
What Weber refefed to as tpe rationalization® of modern lite must
certainly extend into the activities of sp6n and into the activities of
PSOs. It is feasible to suggest that the voluntary sport organizations
studied in this research have béen influenced by the pursuit of
rationality and consequently exhibit increasingly higher levels of
bureaucratization. Contemporary acceptance of the "methods of ecience”;
of "organizational efficiency”; of the supposed “superiority of
professional staff* coupled with ideological acceptance of the "pursuit

~of excellence” ethos as it is interpreted by major deliverers of amateur
aspori"(including government), can be observed in the' values of those who

structure and manage the affairs of voluntary sport organizations. The

‘work of other writers has produced simila’ findings to this study,

although primarily they were concerned with the role of external
agencies. (mostly government) in promoting these values (gr. Kidd, 1980;
Macintosh and Franks 1982; and Franks and Macintosh 1983) in sport
organizations, | s

' Support for values representing a paradigm B orientation may also
be explained by reference to more immediate environmental factors. The
parent national bodies of the PSOs often act as ideolﬁcal conduits,
passing on organizational values. Such values include beliefs about how
to organize, the proper program ‘focus, the desireabilitﬁof professional
staff, and so on. THese values are imitated by the PSOs, and often

" -
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incorporated into their formal goal statements. This may take the form
of consﬁ‘onal obligations as a subugit Qf tI)‘e ‘national sport
organization (INS(')). For example, rules Iaid dowrl at the national level
- about how to structure competitions, how to organize clubs, how to
structure their administrative systems, etc, are required to be adopted
by the f’SOs. Support js lent te thfs"EXplanation by the notion of "core
‘institutions” (Schon, 1971). Core vglues are developed and transmitted by
v i{\dividuals w‘ltr;in';pstitatio'ns&- such as government or the parent sport
body - and these values may be transmitted to other organizations such
as the PSO. | - ‘ o
There is also an increasingly pranﬁve governmental (both
prbvincial and federal) role being played in' the transmission df values to
volunteer sport qrganizations. Government bureaucracies have long been
strongholds of values supporting "efficient, rationa™ managenieht. These
government bureaucracies which provide the majority of funding to
national and p;avihcial sport organizations nqiwof\ten make funding
contingent upon the submission of organizational profiles or reports
“which must contain detailed ;slans boncerning the intended use of funds.
- In addition to - providing fo?some mgésuretof accountability these
imposed measures al§o transmit values which modify the inferpretive B
. schemes of the orgahizatio{ns involved. Government agencies tend to
_provide ;fUnding'base“d‘gn guidelines such ‘as those outlined in Sport
1Can'a_da"s "Best,Ever" and "Qu"adr,ennial Planning” programs. These
. guide{ines wpi_ch énaburage an _ elite cqmpetit‘ive'\-fpcu‘s;
- professionalization. 6 &taff,"and increased organizational complexity’
LG \(specialiiatién' and 'sian‘cfa'rdizatlion), may contribute to the formation of
~ wvglues that 'suvpp_ort a"paragdigm B orientation. Many provincial
. o ,
S SRR ¥
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governments (among which Alberta is foremost) have instituted
programs similar in nature, though smaller in scale which are based

~ upon the federal programs

a{f

v

Refer fce to Slack and Hmmgs (1986) gives the notion of value
transmission from government to amateur sport organlzatrons tyrther
support. They descnbe.fhe qmdrem, phnmngsystem of Sport Canada

as both a- part of the procesw ra(ﬁaﬂ?atrqn whrch amateur sport is

undergorng, 3nd an actrv?y whtch "gives it funher thrust" Ratlonal.
planning is both a consequence of rationalization and a cause of its
further development. - 4 o o

B, Specific Differences = . _ o N

’

It has been noted that based on total value scores two
Watnons the CFSA-AS arid CASA@S arer situatgd in the paradigm B
;ategory. offl crally aII four organuzatlo‘ﬂ'\are sub- u{nlts of their parent
Natlonal Sport Orgamzatlons however in practical terms the CFSA AS
and CASA—AS are both Imked much more Closely to their correspondmg

NSOs. Evrdence of this, at a most-cursory level is their designations of

"AS"(Alberta Section). At will be noted in the forthcommg disgussion of
structure these orgamzahons tend to have-more formal links with their

~ national associations. The natlonal bodies have been under mcreashg
'pressure to ratlonalrze (¢f. Quadrennial Planning Program: Nahonal Sporl\
: Orgamzatlon High Rérformancé Review Gunde June 19833 Measures

taken by the NSQs to promote ratronal plarg . m%nagenal efficiency

are often*dlsplaced down to theg,level qj g;e V‘Xwncralgr;gamzatlone
This would tend to drovude aconvehrem *d fgcrﬁse gath for the -

/s I AR
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transmission of organizational values, mcludmg those WhICh woulck
support a paradugm B orientation. ' . .
Upon exammatnon of the value scores for each distinct area two
value areas exhibit conslstently higher scores across all five time °
slices: These value areas are "use of professuonal staff versus volunteer
staff" and “levels of standardization™. Looking first of all at the value- ..
area of prafessional/volunteer statff, the results mdncate high scores for,'
all orgamzatlons across all time slices. There is one score of 14/20 |n -
B tlmeshce #1 (ASA) and one scorg of 15/20Q in timeslice #4 (AVA). The
o rest of the scores are between 16 - 20/20, thus showing there is strong
supportfop values indicating a preference for the use of professional
staff over volunteer staff. ' .o

Second taking the valyg area of "levels of standardization"”, the
results mducate ,hlgh scores for three organlzatlons across all
timeslices. The exception is the AVA. Among the other three PSOs there-
is one score of 11/20 in tlmeshce #2 (ASA). The rest of the value scores
range between 15 - 19/20. There is streng support for values indicating
a preference for higher levels of stgndardiza}ion ( the develapment of
rules, procedures, and°written-g'uidelines for perforr’n'u'ng tasks). .

The resultg df this study whnch show strorz‘value‘s suppﬁortin&
‘increased professionalization and standarduzatnon mcur in this respect
with much of the organlzatlonal theory Ilterature on professmnahzatnon.
Studies such as that bf Hall $1968) fmd strong correlations between
professionalization aﬂd standardlzatlon of- organizational processes.
‘Wlth the advent of m\:;pased spec:ahzatlon (i.e., moge internal vanety),
via the introduction 4! new specnallzed rgles morg processes and
procedures are needéd to coordina /39 the mteractnon between these roles

/ .
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and the rest of the' organization. It is the specralrsts or professionals’

who are responsrble for introducing ahd policingsthe introduction of rules

and procedures to which others must work.

The findings of this study which show strong support for values
and beliefs relnforcmg a Paradigm B orientation can be related to what

3 RanSon et al. (1980) call the "institutiorialization of ldeqs They liken
this notion to that proposed by Selznick ( 1949) where an organization is

pressured to mcorporate "morally susfalnrng |deas from 'its
mstrtutronal environment (in this case gften from their national body or
v‘appo’rt to its processes and

" structurés. Meye? and Rowan (1977.)‘suggest that it is these type of

institutional rules and "rationalized myths" that propel organizational
decision makers to adopt certain policies, procedures, and accupational
specialists. As an example, in the case of PSOs they may gave been
"pressured” to.employ certain tybgs of prolessional staff or promote
certain type of programs because this was seen as "the right thing to do".
The findings of this study are also supported by Hmrngs and Greenwood

.(1985\) who %suggest that mstrtutlonally, a set of cultural va.tues and

normative demand$ both. proscribe and prescnoe pdrameters, of
organizational operation. They relate this to their notion of "design type*
(similar to paradigm) wrtereby’ the -structurat elements and
organizational procesges making' up the design type are strongly
associated'to underlying interpretive schemaes torming an institutionally
denved normative order (Hinings and Greenwood, 1986).

The frndmgs of this study which show that for PSOs specmc o

values aré accompdnled by particular ,sets of structures and that
structures are adapted to flt these values, supports the prev y,f,crted

t
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- literature on institutiorialization._

Il PSO Sfructures - Structure Questionnaire Results

References made in thus section to terms such as structural
dlmsr;slon scores”, "dimension scores”, and "total dnmemn scores” will-
penaln t'ﬂe #3a-d in apperndlx E which presents the scores tabulated
fronr the structural questionnaires. Scores on gl three dimensions were
obtained for specified organizatidnal systems for all four PSOs across

all Yive timeslices.
Inmal examination of tabléqS mdlcates two general trends. First,

.scores on dimensions of specuahzatlon and sta:dardlzatlon suggest .
-that Tl four PSOs there has been a substantlal and’ steapy increase in

levels of specuélizatlon m stan@rd“zatuqn over tHe ferqui of the study‘
Although there are |qtér-organ|zat|onal dnffé?ences ‘between initial
(timeslice #1) levels of Spemallzatmn and standarduzatuon each
orgamzatuon displays a steady |ncrease in scorgs on.these dimensions.
Scores on the dimensions of specuallzatlon and %dardlzatnon in the

final timeslice (timeslice #5) are umformly ‘high. Second, scores on the

dimgnsion of centrali‘zation/décentraliza}ion demonstrate little change™
over the period ‘of the study. Two organizations (ASA and:CFSA-AS)
display a slight decredse in levels of centralization while the other two

PSOs (AVA and CASK—AS') display little or no change in scores on this
g ,

.. dimension. Y . . Y

(/’

. A. Similarities Acrods Organizations "
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» .
An examination of the specialization and standardization scores of

all four PSOs across the five timeslices sd&w tl}at' with one exception

’ ('CASA-ASbon.the dimension of specigliiation) all organizations moved

from levels of specialization and standardization assoeiated wit?h“
paradigm g, to levels of specialization and standardizatiori associated - -
with paradigm B..d pnsion of centralization/decentralization all -
four PSOs i ptantial change in the level of this'diéﬁ‘sion.‘ |
' ough two organizations (ASA and CFSA-AS)
slight d&EE 4s, their centralization/decentralization scores
g with the rest of tht‘ sample, fell into the schizoid catOgory.' - >
* To this point the results as -presented on table #3 show levels of
ecializdtion and_ standardization (for all four PSOs) that suggest a
structural reorientation towards a paradigm B orientation. The sc'o?gs on
g:ent.'ralization/aecentralization, however, suggest a structural
vhich is schizoid. Althotgh fitting complefely neither into

orientatio
.par‘adignwor B, scores are skewed toward a paradigm B orie'ation. The
general indlication given by the structural dimension scores is that the

f_‘fr PSOs are in a stade of tra}isition, moving' strongly toward a
structural orientation coherent with paradigm B. These findings support 4
two propositions made by ,Greenwood and Hinings“cor’\cerning structural

First, the findings prdvide empirical support for the notion of
”organizatibn‘al qohéréhce". Greenwdqd and Hihings (198B) propose that

, organizatfonal designs'or paradigrris display a coherende or patterning of
- component elements based upon the values and beliefs of én underl

) . . Tl - %
interpretive scheme. The PSOs in question exhibit values and bea '

which éomprise an iMBrpretive scheme supporting paradigm B, and also

-
i

-
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display structures which ‘&re ‘moving toward coherence with that value
orientation. However Greenwood and Hmmgs (1986) also sugge%there

- are two theoretncal reasons why tﬂﬁ, paradigm coherence arises; the

’

argument from task accompllshment and ‘\he.atgument ft’Om'polmcal

control, At this point inferences made fron;_lhebpresen tudy,as to -
*Eiure"of the o
organizational environment. within which the PSOs ’exast it max ‘bé .

which are appropnate can only be tentatlve- leen the

| argued ,at t’\elr paradlgm coherence has. arisen for both regﬁonﬁ

" Greenwood and Hlmngs that “intra-paradigmatic. change” is more cdmmon.

pattern of change was t of structural arrangermts
varying rﬁtes) towards" Suctural coherence with a ge ‘

w |
A ‘ M

'nts ('government) have defined, in value terms, an area of

g organizational activity (high performance sport), and the
PSOs are beginning to utilize 'what is deemed the _inost efficient,
rational, institutionally accepted means (rational, corporete style
manangement) of purs| ling those activities.

-+ Second, | thg ﬁnd“ of this study support the notlon proposed by

than mler-paradlgmatlc change. Among the PSOs the most common
ofientation. The inferesting question which this study cannct angwer is

wngn dnd these PSOs develop interpretive schemes of a adlgm B
onentatlon? The AVA is the only case wHich mmallyA owed an

‘mterpretlve scheme with a near paradlgm A orientation an‘sequently_

displayed anythmg close to “‘"lnter-paradugmatlc change. The remainder
of the sample organlzatlons dlsplayed interpretive schames -with
paradigm B orientations through all time periods.

| » '

A : :
B. Differences Dvér Time Between Organizations

-
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In addinon to_the general trends mducated by total dimension

scores across all four PSOs there were some interesting dufferences‘

between org nizaons. It was noted previously how all organizations
showe’ste y.increases in levels of specfalizatidn and standardization.
Two PSOs (CFSA-AS and CASA-AS) displayed higher initial scores on
__these two dimensions than the remaining two PSOs (ASA and AVAJ. Both

~ the CFSA-AS and CASA~AS displayed dimension scores indicating a
‘ schuzond or, near schizoid smﬁtura#‘omntanqn‘m timeslice #4* The ﬁ@A

and AVA on the other hand’ displayed scores on Spemallzation and

Qtandardlzatuon in timeslice #1 mduchtnhg a paradlgm A structural

orientation. Speculation about why these differences exist will be

reserved for more complete discussion in section IV under Contextuali
~ Factors. “Generally scores _on the dmnensnon o‘
centralization/decentralization showed the least change The AVA anqt

CASA»AS dlsplayed very little variation in levels
centrahzatnOn/decentrahzation over the period of analysjs Their s
remained within the schizoid category over all five timeslic
and CFESA-AS which also displayed scores within the schizbi category
over all five timeslices, did show a weak frend towards decaqtralization

" (low levels of céntralization) mdlcatmg movement towards a pargdigm B
‘ &

orientation. : ' .
The equivocal nature of this study's findings on the variable of

4.4

=4

)
.,‘

-4
b )

céntralizatiori/decentraiization is reflected in the literature. The ™

’vanable of centrallzatlon has been found to be related to a number of

.,other organizational elements (cf. Hall, 1982) but not in a consistent
‘manner. This notwithstanding the literature on centralization does

K
L
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" provide insights that give some meaning to the results obtained in this

study. ’

The results oQtained may be explained in terms of the tension

‘between the veluni,eer and the professional in eﬁ/oluntary sport
organizations. Hall (¥882) points out the important ne Jor mem‘bership
participation in the decision aﬁking prpces‘s " 'in yé‘luntary

- organizations, as this is a form of power determination thaptends to

: : assure continued participation. This dynamiq would e;plaiqﬂ{é féilure -of
the PSOs to decentralize in the face of the introduction of Professional

staff. Michels (1949) notes the tendendy of voluntary organizations

v towards oligarchy, in that the group in power (volunteqes) want to stay
there and will endeavor to ensure its continuation in office. This
describes the situation in voluntary sport organizations Ve‘ry‘ well, and
* may explain the resistance towards decentralization. Hall (1982) also
notes the work of Raphael (1967) concerning the study of labour unions.

She noted that dispersed voluntary organizations\(those serpiautonom'ohs

\ Trom'_céntralized control - which many PSQs are) tend towards oligarchy

selected members who pérform Many of the administrative functions
(Raphael, 1967). . ’ . e
Finally, two other factors, those ef competitiveness and size are -

“ since a manageial clique can be formed containing elected léaders and [

presented as helping, to explain levels .of\‘c:entralization. In regard to
competition, Negandhi and Reiménn (1972) suggest that competitive
market conditions rhake decentfalizatio‘n more important” %or
organizational succes$ than do less compaetitive situationss The RSOs in
the present stﬁ'dy have no‘competition, in fact they are often
monopolistic. Consequently they are under little pressure to

’



= .“’
79

. decentralize. In regard to size 'Hall, (1982) suggests that increasing size
is accompanied by increased decentralization, espaéially if there is an
influx “of Professional personnel - while in smaller organizations
personne] l:eport directly to the top, a more centralized situation. PSOs
are relatively small orgamzatrons and theaefore reporting is directly to
the top, i.e., a centralized sntuatlon |
L Y hd
C. Differences Over Time Among Systems
’ ~ ¥

Apart from the general organizational trends ibdicatéd. the
- dimension scores for. individual systems showed some interesting
structural variation when exammed across orgamzatlonal tikneslices.
The system of communlcatlon (whlch incorporated quegtions "about
meetings, committees, and other commumcatlon progses) pv6vudes a
case in point. During the hlﬁal tlmeshces an organization Such as the
ASA (timeslice #1) displayed very low levels of specialization and
standardization, and high' levels of centralization, a structural
orientation strongly entrenched in ggmadigm A. The AVA followed much
the same pattern. A further examination of this systeam, however,,shows
‘that the CFSA-AS-and CASA-AS exhibit different patterns—Ourihg the
initial timeslice the&]two organizationps dnsplayed relatively high.levels

of specialization, mediium levels of standardnzatlon and medlum to high

L 2

levels of centralization. _ e §

By following the dimension scores on communici¥bn through to -
timeslice #5 it can be” seen that for the CFSA-AS and CASA-AS the
relatively high levels of specialization and standardization increase

somewhat, while levels of centrali'zation/decentra.lization remain

AJ



-

: : ¢ ' | 80

unchanged. The resulting pattern is a strengthing of an already coherent
paradigm B structural orientation. For the AVA and ASA, the pattern is
somewhat different. From initially low' levels of specialization and

. standardization there is movement to high levels.

Centralization/decentralization levels.remain unchanged. The resulting
trend canh be described as a structmﬁl shift aWay from a paradigm A
orientation towargs ‘a pa(edigm B orientaﬁon. The patterns illustrated
here suggest that PSOs evolve vstructurally at different rates and that
individual systems can simultaneously exhibit high levels of one

dimensien and low levéls of another.
The dimengi cores indicate another interésting differen'ce Take_
“SA AS for example Overall this orgahization .

the situation o
dnsp&pyed steadily uncreasmg Ievels of specuahzatlon and
standardization. Howeyer if' one compares the systemsg. of Scanning,
Evaluation, and Marketmg/PromtSf' on w}fﬁ the™ syste\ms of Human
Resource development, Planning, and Communication, one can see that-the
former systems display little’or no change over time, whne the latter
areas display steadily mcreasmg specnahzatubn and standarduzat gn)
Thus suggests that rather than experiencing general mcreases/decreases
in structural dimensions across all systems .in the orgamza\non
Si fnultaneously, PSOs may expenence dafferentual mcreas&s/decreases
in levels of specialization, . standardization, and
central|zat|on/decentral|zauon according to mdlznduaI systems .
Interestmgly this runs counter to the prop&mons of gome wnters who"
suggest a measure of continuity and slmultanelty concerning c'hanges
among organizational vériables. ~

" For instance, Mither and Friesen (1980a) suggest that because of



the interdependencies among variables of organization and strategy
making, continuous changes in some variable® will éause continuous
changes in others. To them simultaneoys change means that variables
change in the same direction during the period of a_pglysis. In the present -
study the dimension of' centralization/decantral’Izé.ti_on illustrated little
or no change relative to the other structural dimensions over the whole
period of the study. This also runs counter, in one respect, to the
Greenwood and Hinings framework, in that the PSOs are not exhibiting
'célherenc'e to paradigm B on all of the structural dfmensions. / ’
Further illustration of the lack af complete s-t'ructural oherence Y
“Stems from an examination of the levels of specialization and
standardization within the system of Human Resource D_’elopme_m. The ~
pattern to be discussed does not show up on table #3 because if concerns .
the sub-sgales (questions) which composed thls .System. Thése» i
sub-scales (see appendlx ‘A, section H) included questvons on the levels
‘of specialization and standardization of the followmg areas; athlete
deve?o‘fment coachas development, officials development, 'and
administrators development. A genesal trend emerged across all four
organlzatlons Without exception the sub-gé¢alé-ef officials development
exhibited the highest initial levels of specialization, standardlzatlon,
and the lowest level of centralrzatlon Administrator developm.
showéd the reverse situation,’ exhlbmng mmally the Iowest Ievqls of

the four sub-scales (omcnals athletes, and coaches. dqvhtonment) LY

bS
’
- ¥
\ .



[ the initial levels on all three dime

orr and standardlgatlon
but sl‘lbwed less pattern
the other two dimensions.
t dcplyed little change from

showed steadily increasing levels of s
while levels of centralization declim‘
than the chang®s exhibited by the st
The sub-scale of administrator deve

n 4
These results show a much Xte(r ‘emphasis oh structural change

in the technical areas (officials, coaches, and athlotes) of -human

°, resource development than in' the administrative areas. This is reflected

oo 3 .
LX)

by Kimberly and Quinn (1884) when they suggest that the behavioral side
of orgamzatlon“ange is traditionally undermanaged compared to the
technical side. They attribute this to the belief that technical issues are
associated with rational, quantifiable, and technical solutions, while

behavioral.issue's are believed to be Ies's concrete, more ef)hémeral and .

less subject to black and white solutions (Ktmberly and Quinn, 1984).
This leads to the belief that the behﬁoral side of managing change is
based wholly on subjectivity, intuition, ahd common sense. There is
“little systematic thought given as to how 'the behavioral aspect of
managing organizational can be integrated with the technital aspect. If

one rélates this“le the situation. of voluntary sport organizations the
parallel is readily apparent wit.l;t the‘greater/em;')hasis on the tgchnical \

side of sport and 'the rhuch’ less emphasis on the behavioral or
,édmihjstrative aspects of organizational development.
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The salient pattéms brought to light by the results presented in

" Tables #3a-d can be summarized as follows.” -

,/
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i) Generaljfrends

The scores on the dimensions of specialization and standardization
suggest that all four PSOs have experienced steady increases in levels of
these two dimensions over the time of the study. Scores on the

8 dimension of centralization show a different trend. Starting trom high

lovels the ASA and CFSA-AS display a slight decrease in Ievels of
centralization over the-period of analysis. The AVA and CASA AS exmbnt
little or no change on this dimension having also displayed initial high
levels. |

ii) Similarities across Organizations
r N
Scbres orf the structural dimensions indicate. that alt four PSOs
display - structural orientations placing them more or less ,within

)

‘\

paradlgm B - the corporate professional type. The results whea examined R

across the timeslices reinforce the notion that to a greater or lesser
degree all four PSOs seem to be moving toward a condition of increasing
- structural coherence, and consolidation within paradigm B. *

s . ) ’ '3 .- | N ‘ - . ) . .

i) Differences across Timeslices between and within PSOs

¥
¢

n ¢ ]
In timeslice #1, the start of the study. the CFSA-AS and CASA-AS
: dlsplayed substantially hlgher scores on the dimensions of specuahzanon

" and standaidiaation thdn did the ASA and AVAs as a resllt, the CFSA-AS

and CASA-AS showed relatively less structural change. They started, in .
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structuraol terms, from a Schizoid orientation (near paradigm B) and
moved over the course of the study to a more coherent paradigm B state.
The ASA and AVA displayed relatively more structural change. They/
started from a near paradigm A state and shifted dramatically over the
course of the study to a near coherent paradigm B state. ’

: Exa/minat‘ion of the dimension scores within individual systems
" and comparison of these scores’ With other systems both within the
organization and within the remainind sample organizations suggests the
following trends. PSOs, rather than simullaneouély eiperiencing
increases/decreases in levels of the three structural dimensions across
all systems may expenence differential increases/decreases in levels of

these dimensions according to individual systems and their pamcular
relationship with the orgamzatlon as a whole /

IV- Contextual Fa‘ctors\‘- Questionnoire Results

The contextual dimensions of a PSO characterize the whole
organization and are those aspects which influence, its ‘structure.
Dimensions of context traditionally examined have been those of size,
resources, technology, and the organizational environment. The specific
empirical focus of this research was an examination of the -
organizational structure, .and of the values and beliefs comprising the
members’' interpretive schemes. From the results obtained proposals
about the paradigm orientation of the PSOs would be: presented. It was
beyond the empirical scope ‘of this study to gather detailed data about |
the various contextual dimensions and present them in a structured form.
Yet, the contextual dimensions that affect the PSOs had to be taken into
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account in some way. This was done by asking some genﬂ qUestions
aboui the impact of a few significant contextual dimensions (see
. Appendix A, sections M, N, O). It was the responses to se_ctidn O -
Environment, that elicited t\he most interesting and infbrmétive
i responses, therefore it is with those results which this section will
deal. | - (‘ *
#he-qua%tions asked concerning environment related primarily to
~external organizations and individuals that may impact on the PSO. From
‘the responses given by key informants in all four PSOs three, elements
were consistent}y raised. Those x\elements were; the provincial
government, the parent national spon organization's, and important or
significant organizaﬁonai members, each of these will be discussed in

*

- turn.
A. Provincial Government

Many of the individuals interviewed talked &t length about their
primary organization's financial dependence upon the provincial
governmer;t (Alberta Recreation and Parks) and its agents (Alberta Sport
Council, Recreation Parks and Wildlife Foundation, etc.). This is not
surprising since provincial amateur sport organiiations'receive the
majarity of their funding from ihe provincial coffers. This funding began -
in a systematic way in the middle seventies and with the advent of the
Alberta Sport Council in 1984, the funds available to, PSOs increased
dramatically. This dependence on provinciai government funding has
implications for PSOs. Pfeffer and Salancik (1978) highlight the
imp{ications involved when organizations engage in exchanges and

'
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transactions with other groups or organizations. These exchanges may
involve resources of a varied nature, monetary, physical, information, or
social legitimacy. The environment must be relied on to provide crucial
resources, for few organizations are self-sufficient (PSOs are especially
dependeknt on the provinoial government for financial support). Iy
exchange for the provision of these resources external groups or </
agencies oftenl,demand certain actions or behaviors of the organization
(in the case gof PSOs it is financial accountability and the provision of
written plans). Pfeffer and Salancik (1978) state that it this dependence
by the organization on the environment that makes the external
constraint and control of organizational behavior both possible and
almost mevrtable

In sport funding is conditional and in order to receive their grants,
PSOs are required to submit an organizational profile and three year plan.
On one hand this exterhal pressure to rationalize; i.e., develop formal
planning systems, develop distinct program areas that correspond to the
evaluative categories of Recreation and Parks, develop accounting
- procedures, hire profession

etc., has had some effect in speeding
up the inculcation .of a values orrentatlon correspondrng to that of
paradrgm B - the corporate protessuonal type. On the other hand, the
influx of funding has made possible a proliferation of PSO initiated
programs. and activities, that may not have been possible otherwise. -
The result of this rapid growth in activities has been an increase
in organizational specialization, as new sub-units (committees,
task-forces, etc.) are created to administer these activities. All of this
has strained the ability of the volunteers to manage the organization.
Professional paid staff are rapidly appearing in PSOs, their task being to

2
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operate and manuage‘the organization in a more rational and efficient
manner. [t éppears that with increasing specialization. the use of
professloi?il staff also increases. More written procedures and control
systems are being ingfituted and utilized. ’ |
- Adding to the external pressure upon PSOs to rationalize is the
recent creation of the Alberta Sport Council. Created in April of 1984
this Crown Corporation was set up to aid the development of high
performance sport in Alberta by working closely with the PSOs. The
Sport Council offers funding in a number of areas concerning high
performance sport; Technical Developmenti Games and Competitions,
Marketing, and a special Olympic Game Pl;an program. Commensurate 'with
_ the program possibifities this funding makes possible are the systems of
. control and accountability which accompany such fuhding. These
examples aré indicative. of the increasing rationalization of PSOs in
Alberta, and the fesults presented in table #3 support this trend.

It was noted earlier that even with the advent . of
. professionglization in the PSQs, there has not been the decentrali'zation
that ofte:>a
1968). Some explanations from the literature were offered as to why
this was so. An envirohmental factor that may also explain this, is what
has been termed publfc accountability. Pugh et al., (1969)-noted that .
.nationalized companies tended to be more centralized, and that public
accountability tended tb raise the level of bureauc_ratic documentation.
Givgn the,strong assbdation/dépendence of the PSOs on the provincial
government, a puBlicly accountable institution, this factor may
contribute to the relatively high levels of centralization as piresented in
table #3. : |

accompanies the addition‘of professional staff (cf. Hall,

-

-



B. Parént Natimal Organizations

Another environmental factor mentioned extensively during the
~ interviews was the effect of parent national sport organizations {NSOs)
upon the corresponding PSOs. The fact that the PSOs were enmeshed in
larger coordinating organizations seemad to affect levels of
specialization and standardization; This was especially true for the
CFSA-AS and CASA-AS. The parent organizations required the provincial
“"sections" to have addltlonal procedures and documents than would result
from the scale of the section alone These additional orgamzatlonal
components are necessary in order for the section to synchronize with
the parent body for te purpose of providing consistency in application of
. the NSO's programs and systems i.e., judging standards, competmon
formats, rule interpretation, etc.).

Hall (1982) refers to several aspects-of interorganizational
relationships which may affect the_iméraction between organizations. In
his study of organizations concerned with problem youths (1982), he
found that, the presence of a formaragreement between organizations
was related to the frequency and importance of interactions. A situation
described as "mandatedness” was found to have an impact #n whether an
organization received financial support. Mandatedness refers ta the
extent to which relationships are governed by laws or regulation; (Hall,
. 1982). In these kind of interactional circumstances the organization or

agency which has more input into the content of the agreement or
\ handate is in a position to influence the organization with which it is,
interacting. Referring to the PSOs that are part of this study, all have



- 89

what could be described as some form of formal agreement with their
NSO. However for some of them (CFSA-AS and CASA-AS) the agreements
were more formalized and comprehensive, which led to increased levels
of standardization and speclaluzation
"The presence of a superordinate- organization in the form of the
ay also explain the hngh\levels of centralization exhibited
en into the later tlmeshces Since the PSO- is in some
ways a su iary of the NSO, some 'decisions' require authorization
- ucing the autonemy ofthe PSO. Many decisions faced by both
-AS and CASA-AS were made entirely on the basis of the "NSO
: Examples of such guidelines consist of required
constitutional/formats for new clubs (CFSA-AS'), and mandatory eontent
for the evaluations by which athletes and officials progress through the
levels of the sport
Finally, Hinings and Greenwood (1986) provide a rationale_ for

explaining the impact of external agencies on a particular organization.
They point out how within organizational sectors certain organizations
are perceived as more efficient, more innovative and more authorative
than others - they are *market leaders" (Hinings and Greenwood, 1986).
The practlces and methods used by these market Ieaders are taken up bg
othet orgamzatlons in the sector. It is part of a process of giving
credence and Iegmmécy to a pamcular set of organizational practices
(Hinings and Greenwood, 1986) it may be- suggested that a similar
"diffusion of ideas” (Hinings and Greenwood,-+886) occurs between NSOs
and. PSOs. In many Wways the NSOs are seen as the innovators and
practices (both technfcdl and admlmstratwe) developed at the NSO level
are taken up by the provincial orgamzatlons -

T
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C. Significant Organizational Members =~ - N

~

~

The last contextual factor to be dlscussed here  will be that of
sugnmcant orgamzational members, those individuals who by thelr
actions are able to have substantnal |mpact on the structure of the .
organization. ‘This factor is akin to Weber‘s "Charismatic Lgader” (Weber
1968) and has been discussed m relation to the development of an e
amateur sport organization (c. Slack 1983). \ ‘

This factor played a role in the structural develdpment of two out
of four PSOs, the AVA and ASA. In both cases the individuals played a
~ major part during timeslice #3, a pﬁnod during which the PSOs m..
‘ question underwent substantial mcreases in levels of specialization and
-standardization. (ASA 27-39/60 and 17-28/45 respectively; AVA
31-43/60 and 17-28/45 respectlvely) lt is interesting to note that on
the dimension of specialization, the AVA and ASA expenenced a
substantial increase between timeslice #2 and #3. After -timeslice #3
the AVA and ASA increased on this dimension at a much slower rate,
similar to thyg of the CFSA-A$ and CASA-AS. .

The primary impact upon the ASA as a result of their "charismatic
leader” was the amalgamation in 1975 of a number of separate soccer
governing bodies in the province. Under this leader these separate bodnes
became the ASA. Also the planning systéem introduced by this individual
was the forerunner of the system used by the ASA today.

In the period 1978 - 80, the AVA's "Chansmatlc leagder” was
responsible " for estabhshmg what was to become one of the AVA's
primary athlete and coaching development programs. This individual
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oped the Jaspar Volleyball Camp under the auspices of an
e the president of the AVA and
the Jasper Volley_ball Cam ught under the jurisdiction of the
AVA. This individual was élso a primary force behind the regionalizatio‘n
of?th.e AVA (division into regional zones) and the development 6f the’
first three year plannmg process used by the AVA. it seems that during a
time of considerable structural instability and development a
charlsmatuc individual was able te exercise consndérable influence and .
control ove\ the activities of the AVA. - _ :

Itis ilnterestmg to note that "Charismatic leaders" seemed able to

play a more substantive role in PSOs that were less structurally

, dgvelonéd and less closely tied to parent NSOs. Hall (1982) refers to'
6rganizational size.and the abilities of leaders to "turn organizations
around". He observes that larger organizations are likely to be more
complex and formalized, and more resistant to.change. -Therefore it is
unlikely that an individual leader would be able to “turn the organization
around” in a short period of time (Hall, 1982). Conversely, smalter
organizations which tend to be less complex and formalized (such as the
ASA and AVA) would be more susceptible to sugnmcant change brought
abaut by an individual leader.

V. Values and Structure$ - The Temporal Sequencing of Change

It is important to highlight the excgrsivé nature of this study aﬁd to
emphasize the need Yo view any causal explanation given here in those
terms. The nature of this study is preliminary and exploratory. This is
not to discount the sidnificance of these results for they provide a new —
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angle from which to view the organization of amatenr\port. It is hoped
that the questions raised by the results of this study will ‘provide.
general direction tor the application of more rigorous and detailed
methods of enquiry. . .

| The sequences and patterns of change suggested by the results of
this study will be best explained in the context of a- recounting -of the:
Greenwood and Hinings (1986) framework. As set out earlier Greenwood
‘and Hinings propose that "design types” or paradigms as they are called
here can be delineated according to underlying values and beliefs or
interpretive schemes which give.order and coherence to structural
attributes. Greenwood and Hinings sugges there are' reasons for
expecting coherence /betweerl 'these ponents. Organizetional
paradigms tend toward coherence bedause they facilitate task

accomplishment and promote stabilization of the organization's system

" of political control (Greenwood and Hinings, 1986). This framework
- provides the basis for, a classification according to paradrgm types.

These types are identified by the isolation of sets of values and beliefs
which are ooupled with' associated patterns of organizational structures.
it was on the basis of this notion that that the paradigm types utilized

- for this study were developed (value - structure sets correspondmg to

paradigms A and B)

The dnscussron concerning the transition of the PSOs between
paradigm types will revolve around the following general points:

i) The stable naturg of the interpretive schemes of all four PSOs
throughout the tithe penod of the study.

ii) The structural cAfinge exhibited by all four PSOs over the time
period of the stu
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iy The impact of contextual factors (primanly enviropnmental) upon
prooum patterns.

Jv) A pleliminary indication of the "organizational tracks followed
by the PSQQ over the time of the study.

The results presented in table #2 suggest that over the course of‘
‘ this study the interpretive schemes of all four PSOs remained relatively
stable and showed a paradigm B orientation. The results presented in
Tables #3a-d show structural arrangéments that are initially decoupled
from the interpretive schemes but which over time change until in the ‘
latter timeslices a state of structural coherence with organizational
interpretive' schemes is reached. This overall pattern sﬂppons the notion
that organizations tend to develop a momentum that leads to coherence
. between interpretive schemes and\structure It is important to also
understand the enabling and constrdining influence of the organizational
context and the implications this has on paradigm_coherence.

The enabling and constraining nature of environmental
contingencies may explain the initial discrepancies between the AVA and
ASA on one hand and the CFSA-AS and CASA-AS on the other, in regard to
certain structural dimensions. During the early. stages of the study ~
(timeslice #2) the CFSA-AS and CASA-AS displayed higher levels of
spécialization and standardization (the exception being the CFSA-AS on
standardization). Thls Increased structural complexlty would seem to
facilitate more effi k management given the nature of their
environment - both subsidiaries, much more closely connected to
their national counterfiéfts than either-of the AVA or ASA. These
connections would sé8rh to have aided the development of internal
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| qganizationd systems, as such -M. were based upon ones already
established and utifized at the national level. Such stems existed at

the national level due ta the growing interest of the f government

in amateur sport and the program initiatives stemming from this

interest. PSO acoess to the "system knowiedge and resources” of the NSO
could be described in one sense as "enabling”. In this case environmental

. contingencies coincided with the focus of the interpfetive schemes, with

_the result of movement towards structural coherence with paradigm B.

The AVA and ASA shared the same interpretive schemes as the

‘ CFSA AS and CASA-AS. They varied from these organizations initially in
not possessing the same degree of specialization and standardization.
Neither the AVA nor ASA shared the same links with their NSOs as did
the other two. It required the conjunction of special circumstances to :
initiate structural change. Circumstances such as the rise of charismatic
individuals possessing abilities to influence structures and the external

.involvement of an agency such as the provincial government with its
injection of financial resources and adntinistrative values both served to
bring about structural change. These condition coupled with the
existence of.a value orientation alreédy commensurate with paradigm B
served to move these PSOs toward structural coherence with paradigm B.

Pespite the general trend towards structural. cohérence associated

with paradigm B there were some pertinent structural differences
between and within the PSOs. It was noted earlier how specific systems
within an organization cduld evolve structurally at différent rates.
Reference was then made to ’gystems such as athlete and officials

development becomiry specialized W%mpized_,earlier than other
" systems such as admihistrator develdpmonl." xplanation of these p
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paiterns requires discussion of the inlemal of PSOs.
PSOuconclltoHndvldudtwhohdd n beliels about what

the organization is all aPouL A beliet strongly communicated By the key

informants imem that PSOs are about athletes and_ - \

competition, i.e., deyploping athietes and organizing competitions. Most

~ of the psople with power over decision making in the PSOs seem fo

reflect these views by virtue of focussing their effort into these areas.
Therefore 1t is the technical areas such as athlete development, coaches
development, competitions, etc., which first undergo structural ,
dovelopmont Professional staff first appear in these technical aroas.-
i.e., technical directors, provincial coaches. Even when peofessional staff
are procured for administrative purposes (i.e:, Executive Directors) often

 their responsibilities entail both administrative and technical activities. -

Professionalization leads to even more spedialization and
standardization as the professionals institute procodures and controls
(planmng stems job descriptions, and so on)
Inteviews with key informants indicated how they feit that
*charismatic loaders hre able, in some cases, to significantly influence
structural change in PS@s Such Ieaders were able to substantially
. influence two orgamzatlons (AVA and ASA) in their movement from
simple structures to more complex ones. Initially these organizations
exhibited low levels of $pecialization and standardization coupled with
centralized, unsystem#t authority structures (centred around a few
individuals). This stgte d¥ affairs may have provided the pre-conditions
in whnch a chansmam ﬂader could be instrumental in affecting change.
In organizations whngh}more structurally complex and which possess
. more systematic, decBitralized authority structures, charismatic ’
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signlﬂéﬁm change. - . .
Recaliing the oonoopu of "momentum"” and organizational “tracks":

wifith comprise part of the Greenwood and Hinings¥famework as outlined -

‘r

~ " in chapter Ii, the following can be stated in relation 1o the results of

this study. Momentum refers to the tend,ncy of organizations to move
toward structural coherence, a process which is strengthened by the
prevailing system of values and beliefs. While not denying the possibility
of changa the concept of momentum suoqestg that radical paradigm
recrientation will be uncommen. Greonwood and Hmlngs (19886) propose
two ways in which to examine the possibility of organizational change:
in the first instance change may involve the heightening of fit between
the mterpretlve scheme of an organization and its structure, they refer
torthis as mtra-paradngmatnc change; in the seoond instance change
may involve actual paradigm reorientation or mte?-paradogmatuc
change. The PSOs examined as part of this study refleohchange of the
first kind, J.e., intra-paradigmatic change. The organizations were |
characterized by stable interpretive schemes (paradigm B orientation)
which .did.not change signiﬁcantiy over the period of the study. During
the initial timeslices these interpretive schemes-were accompanied by
structures which did not reflect a paradigm B orientation. However over
time these structures dMered and came to reflect a paradigm B
orientation. - : .
The results of this study suggest that ail four PSOs are displaying
“intra-paradigmatic change®. Over the time period of the study these
organizations opecatetd Within the assumptions of a paradigm B
interpretive scheme. Wiiie initially each displayed varying degrees of
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structural consistency, over tim/a;n)oved toward more complete
structurglLconsistency with a paradigm B orientation. In the terminology
of Greenw Hinings these PSOs may be described as moving along
an organizational track between "embryonic B" and "paradigm B".

& .
L
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'Chap V Summary, Conclusions, and Réeommendatlens
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/
| Summary '

" .
v Y

The thesis developed in this study will be summarized and

dlscussed according to the followung categones

A. Conceptual Background

B. Methodology ,

C. Findings | §
D. Recommendations

A. Conceptual Background

PSOs operate with particular structural arrangemerits which are -
given meaning end coherence by underlying interpretive schemes - sets
of beliefs and values. Pamcular interpretive schemes coupled with
associated structural arrangements constitute an organizational
paradigm. Two paradigms are proposed for PSOs: paradigrh A, the Kitchen
table Volunteer and paradigm B, the Corporate,ProfessionaI. Associated
sets of values and structures are suggested as representative of each
paradigm (see Chapter Il - operational measures). An intermediate
category representing sets of values and structures fitting neither
paradigm A or B and indicative of transition between these paradigms is
also proposed. This iS termed a Schizoid orientation. The interaction
between the values of organizational members and the structures
through which they are expressed is mediated by contextual factors.

98
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These contextual factors include those internal to the orga-nizati'such

as significant organizational members (charismatic leaders) and those v 4
~ external to the organization such as other organizations (government
agencies) which hat/e significant influence upon the PSO.

| <
B. Methodology

- t» _, e

PSO interpretive schemes were conceived as containing specific
-sets of beligfs and values. These values and beliefs were measured by
examining the responses to statements of value preference based on
~ issues of contemporary concern to the Alberta ameteur sport community
(see appendix C). These responses were scored aocordmg to a simple five
point Likert scale. The scores determined placement on a scale which
included three categories - Paradigm A orientation; Sch:zoud onentatlon

4

or a Paradigm B onent%n ) 2
PSO organlzatnonal structures were conceived of as consisting of
~ three pnmary dimensions -'Specuahzatlon, Standardlzatlon, and - .
Centralization/decentralization. These dimensions were measured for *
each of a rénge of organizational systems which were thought to
comp&s? the structured activities of the-PSOs. A structured
interview/questionnaire was administered to key informants (top
adminidtrators) and levels of all three dimensions were determined for
each system utilizing a simple three point rating (1 - low, 2 - medium, 3
- high). These scores, when totalled for each organization over all five
timeslices determined placement on a simple scale which again included
three categories - Paradigm A, Schizoid orientation, and Paradigm B.
Contextual factors were also examined. Those that seemed to have
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most impact on the PSOs were significant orucharismatic leaders, and
influential external organizations such as government and parent
national sport organizations. Thg impact of these factors was examined-
in a descriptive manner by asking general _queStions about the areas of
Resources, Technology, and Environment. The responses to these
questions were not dealt with in a systematic manner, but were
evaluated on the basis of which factor was brought up consistently
during the interviews.

C. Findings
A briet summary of the significant ﬁndihgs of this study are
presented as follows:
. . //
i) During the initial timeslice all four PSOs exhibited interpretive N
schemes which supported a paradigm B orientation (CFSA-AS and
" CASA-AS) or a Schizoid orientation leaning toward pafadiém B
(AVA and ASA). -
i) During the initial timeslice two PSOs (CFSA-AS and CASA-AS)
displayed levels of specialization and ‘ :
cen}ralization/decentralization demonstrating a Schizoid
orientation, and levels of standardization demonstrating a
paradigm A orientation. Overall this indicates a structural _
orientation leaning toward a Schizoid orientation. The other two
i PSOs (AVA and ASA) displayed levels of specialization and
standardization supporting a paradigm A orientation, and

levels of centralization/decentralization supporting a Schizoid
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orientation. Overall this indicates a structural orientation leaning
toward paradlgm A '

iii) Inmally (timeslice #1) three of four PSOs possessed interpretive
schemes reflecting a paradngm B or near paradigm B orientation
(the exceptnon was the AVA). Accompanymg these interpretive
schemes were structures reflecting a paradlgﬁ‘i A or near
paradigm A brientation. Ovdrall this could be described as a
Schizoid paradugm orientation. |

iv) During the middle and late timeslices (timeslices #2 - 5) all four

PSOs displayed interpretive schemes which showed a
strengthening paradigm B orientation.

v) During the middle and late timeslices increases in levels of
specialization and.standardization were shown by all four PSOs\
These increases reflect a paradigm B orientation on these
dimensions. During this same time all four PSOs displayed levels

~ of centralization which were unchanged and which

 still reflected a Schizoid orientation. —

vi) By the final timeslice all four PSOs displayed interpretive

. schemes and corresponding structures which more or less
reflected a coherent parédigm B orientation. The CFSA-AS and
CASA-AS showed interpretive schames supporting a paradigm B
orientation, levels of specialization and standardization
supporting a paradigm B orientation, and levels of centralization
sup’po;ting a Schizoid orientation. The AVA and ASA showed
inte'rpreti_ve,scheme's supporting a near paradigm B orientation,
levels of specialization and standardization supponiqg a.
paradigm B orientation, and levels of centralization
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supborting a Schizoid orientation.
vii)  Finally, the results suggest that mcreases in the dimensions of
, specuallzatlon and standardization occur at different rates both
" between dlfterent systems among organizations and between -
dnfterent Systems mmm an mdtvudual orgamzatlon

Il Conclusions and Discussion

The results and distussion have revolved around identifying
~organizational paradigms, examining the ditferences between paradigms,
and descnblng the movement between or within paradigms. The basis of
this identification, exammatlon and description has been the ] |
measurement of organuzatuOnaI'lfterpretlve schemes (va(ues anepellets)
and organizational structures (speciatization, stﬁadardtzauoﬁ U
centralization/decentralization). Some explanation has been}weﬂ as to
how the values which comprise a PSO's interpretive s¢herne may
influence the organization's structure and the way in which it relates to

‘its environment. Some explanation has been given as to the reciprocal
effect of the environmerit on the structures.ef-RSOs and the impact this
can have on the organization's values and beliefs. This feads to the

- question of why PSOs follow particular paths of transition between

paradlgms
AR answer can be provided by understanding, as Greenwood and

Hinings (1986) suggest, the combinations of situational and strategic

circumstances tnat produce paradigm inertia and patadigm reorientation.

They propose a framework for examlnung these circumstances Wthh

incorporates three dynathics.
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Thé first dynamic concerns the fit between'contingencies such as
context and onvuronment with orgamzatnonal structures and processes.
.The implication is that effective task acoompﬂihment is achieved ﬂSf
modifying structures and processes to fit the requirements of
sntuatlonaH:Qstramts Changes to orgamzatnonal structure must occur
when dlscrepancaes exist between task contingencies and the
capabilities of existing structures. Abysen_ce,qf contradictions such as
these would result in paradigm coherence. The situation of the PSOs in
this study could be described as thel readjustment of organizational
structures to fit the changing demands of their environmental
contingencies. This is not to suggest however that the structures of
these PSOs are being transformed for reasons unconnected to the values
and beliefs which make up their interpretive schemes.

The results of this study would suggest that it is the interpretive
schemes held by the organizational actors which are driving the f

=

structural change. External agencies, primarily the NSOs and the tivo
levels of 'gedvernment, are playing a major role in influencing thes
interpretive schemes by defining the institutional circumstances within
which the PSOs can acceptably operate (the development of high
performance sport) and by prescribing the organizational means by which
activities can be undertaken (rational, efficient, professional
administration). Compiia‘ncé is maintained by control over the criteria by
which financial and other material resources are alloGated. This leads to -
the discussion of the second and third dynamics.
The second and third dynamics concern relations that were not

empirically, dealt with in this study but to which reference must be made

jn order to increase undérstanding of PSOs and to inform directions for
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future study. The second dynamic concerns the structure of power
dependencies within the organization. Greenwood and Hinings (1986) -
suggest that organizational structures tend to serve the interests of the
dominant faction. Structural change is determined by the abilities of
factions to express and consolidate their interests in structural terms
(Greenwood and Hinings, 1986). The dominant faction utilizes structure
to obtain and use power. Although there is not consensug on all-issues,
the situation of the PSOs may be described as one where the dommant
faction is operating unhindered in producing and utilizing organlzatlonal
structures. This is not to suggest a conspiracy, but to describe a
situation where only one organizational faction is capable of expressing
their interests in a way which can influence structures. This situation
would explain the stable interpretive schemes present in the PSOs and
the sleady structural movement towards a paradigm B orientation.

" The third dynamic concerns the range of commitment to
alternatlve and prevailing interpretive schemes The situation in the
PSOs under study illustrates a wide spread commitment to the prevailing
interpretive scheme (paradigm B). Altérnative interpretive schemes are
not vocalized by organizational members either because they are not
interested at this point in alterngitive values or because they are not
organized at a level which would permit expression of alternative
interpretive schemes. The situation at the NSO leyel would suggest it is
the latter explanatlon At the level of interaction between NSOs and the
federal government organizational factions advocating issues such ‘as
"athletes rights" and "dénder equality” are just beginning to initiate
structural change (and many argue that }nany changes are required).
Factions within some RSOs have been instrumental in the appearaﬁce of
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athlete agreements which serve to protect amateur athletes against
undue exploitation. Examples such as this illustrate the development and
_consolidation of alternative interpretive schemes. These value
\orientations are just beginning to exert pressure on the existing
structures. '

"Il Recommendations

The most immediate suggestion for further res;arCh calls for the
replication and extension of the methods and theoretical framework used
in this study. The sample should be incrqased to include the population of
PSOs in Alberta. The methods should be elaborated to include application
of statistical techniques such as factor anélysis. This would increase
explanatory power by allowing an expansion in the number and detail of
variables examined, and by extending the range of inter-variable
relationships available for scrutiny. In addition to variables used to
measure interpretive schemes and structural dimensions, variables
capable of examining the impact of contextual factors should be added.
Formulation of these Variables should allow for rigorous examination of
factors such as size, téchnology, resources, and environment. Lastly,
methods should be applied to examine the structure of power
c}ependencies_ within PSOs. This would require application of
questionnaires and interviews to a broader spectrum of organizational
members (athletes, coaches, officials, as well as administrators).
Consideration of thesé-recommendations should-allow a more rigorous
and complete a’pplic_atfo‘n offhé Greenwood and Hinings framework.

_The results of such a replication would serve to achieve two
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Sl esearch program will assist. *r\l the elaboration
SMinings framework by putting to further
empirical test. The utllnty of concepts such as paradigm, momentum,
tracks, interpretive schemes, etc: will also be subject to further test.
Second it will provide further insight to the nature of PSOs, their
structural and |deat|onal evolution, and the nature of the relationship
with their organizational context.

The'results of the present study also illustrate the néed to
consider another set of questions posed by Greenwood and Hinings
(1986). These concern the temporal®association of-organizatians with
specific paradigms. The first concerns the possible existence of

Jalternate tracks of organizational change, separate from those indicated
by this study. Will PSOs continue to exhibit paradigm inertia, retaining
the value assumptions of the prevailing interpretive and the
corresponding structural arrangements? Alternately, will tr;_ey break
from the present organizational paradigm and deploy alternate
interpretive schemes with a consequent modification of structural
arrangements? If so what will be the rate and sequence of the enguing
interpretive de-coupling and re-coupling? Anempgs to answer questions

_such as these will lead to better understanding of the nature of

organizational change in general, and the nature\of change wuthlrk PSOs in
particular.

k
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Struoture:Questions

A. Communiostion .

We would like to know something sbout the various meetings and committees that your
. organization has. Could you please snswer the following questions:
1.

Which of the following types of meetings does your organizstion hold: .

An Annual Genersl Meeting.

ASuviAmdormyoMtypoofGopeulMooting.

Board of Directors meetings, how often sre these heid.

Executive Committes meetings, how often are these held.

For any of the sbove, does your organization have guidelines (written or otherwise) which
determine how the meetings have to be conducted and how often they heve to be held.
What type of decisions &re made st these mu\tings and what percentage of organizstional
decisions, would you estimate, are finslized at this level. "

What other committess does your organizstion have, could youtpllmhriuﬂywhhﬂny
Do any of these committess have written guidelines / tefms of reference about how they

a0 o

operate and what areas they are to cover.
What type of decisions are made by these committess and what percentage of

‘organizational decisions, would you estimate, sre finalized at this level.

Do some pecple serve on more than one committes, if s0 to what extent do these
committees overiap. ,

Doss your orgsnization have a newsietter, magazine or some other publication. If $0. how
often is it published. How is this publication produced.

What other methods do the various components of your organization, board, committees.
membership, etc. use to communicate to each other. (For example, how does the board

send information to members, how do members have input into board snd committee
- \
Y S .
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decisions.) - -

10. What methods (e.g. newsletters, reports, press releases) do the various
components of yfu‘ organization use to tommunicate to other organizations (e.g.
provincisl government, Sports Council, national body. etc.).

- 1)

»

8. Management Information System
1. Could you briefly d'ucrib'o to.mo how the senior managers (either volunteer or
professional) exchange information, also could you tell me how these people -
ensure that the &ny to day operation of the organization is carried out e.g. are paid
~ staff members or volunteers required to submit work plans, daily, weekly or
monthiy reports, etc.
2. Is the method for the monitoring of the organization's day to déy operations
formally laid down or does this happen on a more ad hoc basis.
3. Who is responsible for ensuring the monitoring of the organization's day to day
operations. ’ “
) s
C. Scanning - )
1. Does your organization have any typo‘ﬁ procedures for finding out what is
happening in other organizatiore g the provincial government, the Sports
Council, the national body, &1 r® =g/ ‘ave an impact on your particular group.

D. Planning
1.  As part of the requirements o T w—.encial government your orgsnization is
required to submit a three year pia.. To the best of your knowledge did your
organization develop goals and/or objectives in any of the following areas. if so
could you tell me a little about what was developed: ’
8. Technical programs, e.g. Junior Development, Sport Outreach, cosching
clinics, etc. ‘
b.  Organizational structure and processes. e.g. the creation of zones. regions,
other committees, etc., the establishment of job descriptions, policy
guidelines and-s0 on. = . -



.

c. Communicstion/informstion Syst&ho, e.g. the publishing of a newsletter, the

establishment of reguisr mestings, etc. | |

d. Co;trol Systems, e.g. the planning and/or evalustion of programs, the

| training of members for various roles.

e. Marketing/Promotion Systems e.g. & public relstions campaign or a particular
u&niqn to market your sport. -

If you have pians in any of the above sress could you tell mo how these were

deveioped and who was involved in their development and approval.

Does your orgsnizstion have any type of plan for developing the following types

of people:

a. Cosches

b. Officisls

c. Administrators

Again, could you tell me who would be involved in developing and approving these

| plans.

E. Training

1.

Does your organizstion provide any type of training opportunities for the following
types of members:

a. Administrators

b. Athletes

c. Coaches

d.  Officiais |

If 30, are these training procedures written dowr; and formally agreed upon by the
organizstion.

Could you siso tell me who doci&es on the training material to be included.

F. Decision-Making

Apart from the areas we have aiready mentioned:
Could you briefly tell me sbout how decisions about different areas are made in

your organizsation,-8.g. Junior Dc\}glopnm.
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2. s there any type of set prokedure for the making of certain decisions.

3. Whichkudividwsororwﬂtioml’ubﬂm:doyoumubiw“kw
decision-makers in your orgsnizations.

G. Evaluation

1. Does your organization evaluate the following types of individuais or organizstional

sub-groups:

a.  Paid staff.

b. Cpaches (paid or volunteer).
c. Officials.

d. Volunteer Administrators.
0. Athletes.
f. Committees.
2. Are the methods for evaluation formally laid down.
3. ‘Who is responsible for undertaking these evaluations and how often do they take

place.

H. Human Resource Development
1.  In the area of sthiete development cguld you plm§ tell me if your or ganization
" undertakes any of the following tasks and if 30 to what extent are ﬂfo procedures
for the tasks formally written down and univer saily accepted and followed by
members of the organization: |
a. ldentifying talented sthietes.
b. Ensuring athletes are able to progress through the various competitive levels
of the sport. .
c Physiologically and psychologically testing athietes. .
d. Running training programs for individual athietes or teams.
e. Selecting competitions for sthistes or teams.
f. Solocmg sthietes to compete on provincial teams.
g. Funding provincisl team sthietes.
2. Could you aiso tell me, for esch of the preceding areas, who is responsible for

-

. ~ 7 | Q



making decisions sbout these aress.
hhruo!emwwmuywmuﬂmumwm
undertakes any of the following tasks and if 80 to what extent are the procedures
for the tasks formally written down and universally sccepted and fallowed by
members of the orgsnizstion:
Mfyinopotu“ytdomodcm
b. Ensuring selected cosches are given the opportunity to progsess through the
various cosching levels of the sport. : ¢
Practical and/ or written testing of coaches.

Selecting coaches to work with specific teams.
Funding coaches. '
Could you 8iso tell me, for each of the preceding sreas who is responsible for
making decisions about these aress. ' g -
In the area of officials’ dovolopmom couid you plesse tell me if your organizstion
undertakes sny of the following tasks and if so to-what extent sre the procedures
for the tasks formally written down and universasily accepted and followed by
members of the organization: ’
s. . Identifying potential officisis (both major and minor officials).
b. Ensuring selected officisls are dSlo to progress through the various
compaetitive levels of the sport.

c

d. Training programs for coaches.
o

f

c Pnctncd snd/or wrrtton testing of officials. ;.}'
d. Trm officials. _

e. Selecting officiais to work specific events.

f. " Funding officials. _
Could you aiso teil me, for sach of the preceding areas who is responsible for
mqu decisions about these areas. ’

in the area of administration could you pluu tell me |f your orgmutnon
undertakes any of the following tasks and if 30 to what extent are the procedures
for the tasks fornui‘y written down and universaily acciptod and followed by
members of the organizstion:
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The organization snd operation of sporting events. ' /1‘2?

The organizstion and operation of relsted events e.g. clinics. seminars. [
workshops, etc. X " -
c.  The training of sdministrators. BN
d.  The raising of funds. |
8. Could you siso tell me, for sach of the preceding areas who is responsible for
meking decisions ;bout these aress. |
I. Merketing/Promotion  ° _
1. Could you briefly tell me how your organization markets/promotes your particulsr
sport to the genersi public, the media, etc. ‘
2. Are there any formally laid out procedures for the marketing / promoting Mo
of the sport.
3. Who would be responsible for making decisions sbout this ares.
- ]

J. Finanoe .

1. Could you briefly describe to me the type of budgeting and accounting procedures
(financis! accomubility;) that your organization uses.
Are these procedures formally lsid down and documented. ,
Who makes the decisions regarding the financisl procedures of your organizstion.’

K. Research and Development

1. Could you teli me if your organization is involved in any type of research reisted to
any aspect of your sport.
Are there any formalized regulstions/ procedures regarding ressarch undertakings.

3.  Who makes the decisions regarding the ressarch program of your organization.

———

Gonua?n:ormnlon Questions

I
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1) sical, - Which of the following physical resources does your orgsnizaiton own
or heve direct access to: .
s an offiéo ' '
b. 8 training center
C. 8 permsnent competitions site
d. any form of vehicle
. 8 'eonwui' '
f. 8 word processor
g video equipment
h.  sny other tshcnical resources e.g. manuals, films, etc.

2. Human Resources/Role Spoccdiéatnon - Which of the following types of individusis
déosyoworg-iuﬁonmoyonaromcontiungbasis.ownerFor
part-time. |

. § Provincisl Coaeh - Men

Provincial Coach - Women

Assistant Provincisl Coachies) - Men

Assistant Provincisl Coachies) - Women

Executive Director

Technicsl Director

Program Coordinstor

Secretary .

Accountant

Athietic Trainer / Therspist

Medicsl Doctor

Physiotherapist

Psychologist .

Physiologist

Bio-mechanist

Researcher

Other

-~ ® a0 o e
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3. Humen Resouress/Role Spécisizstion - Which af the following Vehntew Roles lor
their equivilant) do indivicusls fill in your organization.

a.  President/Cheir C . '. "

b. * Past President/ Chair

c.  V.P. Provincisl Teams

d VP Fivil\col'!'rwor _ _

o.  V.P. Marketing/Public Relstions . S

f.  V.P. Recrestional Development "
9. V.P. Technical Programs

h. V.. Geographica

i.  V.P. Coaching

j. V.P. Officisls '

k. V.P. Dissbled Athietes

R Team Manager | R

m. Secrétary

n. Zone Coordinstor .
0. Athm& Representative
p. Other ’
4.  Financial, | SR
a. Could you tell me the approximate size o,f'your budget and Jive me ba rough
breakdown as to where your funds are obtained from.

M. Technology
1.

Could you give me some idea of how technically sophisticated your sport has
become e.9.. do you use game films, physiological tests, etc.

2. Could you give me some idea of how sophisticated you fee! the training techniques
;r\doqaipfm“wciaodwimywaponrmbocm.

3. Could you give me some ides of how technically sophisticated you fes! the

administration of your sport has become. 9.g., do you make use of resources such
as conm financial acco’mtng systems, conference calis, etc.
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N. Organiutioml cmnctulotlc:

1.

Ll Sl <

How many people sre tiere in your orgamutnon \

How many paid staff (either full-or part-time) do you employ.

Do you know how long your organization has been in existence.
How long is the term of office for your board members.
How long do members actually stay on'tho board.

0. Environment

1.

To operate effectively orgamutnons requcre rosources such as money
information, people, the ability to reguiste activities, and o on. Could you tell mo
what in your opinion, are the major resources that your organization needs if it is
to be succusf.ul., Could you‘avlso tell me why your organization needs these
resources. . - 2
Could you please tell me, in order of mportance if possible, which orgamzatuons
provnde your group with the resources that you have identified above.
During your involvement with (sport) can you identify any specific societal
influences (e.g. an sconomic downnrn a change in govommnt—otc ) that have
affected the way your orgsnization operated and deveioped.

Iso, during your involvement with (sporti can you identify any particular values and
bsliefs (e.g. a belief in the necessity for professional mf;, values that saw the
importance 6f high 'lovol sport etc.) that have affected the way your organization

operated and developed. .
vy \
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MAJOR VALUE AREAS

]

1. There has been a change in the values and beliefs that people hold about the
program focus of amateur sport organizations.

2. There has been a change in the values and beliefs that individuals hold about

the involvement of .government agencies in amateur sport.

3. There has been a change in the values and beliefs that individuals hold about/
the staff requirements of amateur sport organizations.

" 4. There has been a change in the values and beliefs that individuals hold about
the complexity and sophistication of the organizational processes that are necessary to
run a provincial sport organization. ’

- 5. There has been a change in the values and belisfs of the administrators.
coaches, officials and participants of provincisi sport organizstions.

‘ *, 6. There has been a change in the values aﬁd belisfs about the spplication of
- scientific principles to all aspects of .nn/our sport. .
ok . ' .
_ 7. There has been a change in the values and beliefs concerning the provision gf
sports programs for groups which did not previously have a compiete range of
opportunities in spori.

J
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Strongly
Agree

129

. The formulation of procedures such as staff

contracts, operating procedures, program guidelines,
etc. should not be an adminigtrative %.mmz? within our
organization.

. The vag function of our member organizations
should be to produce high performance (provincial,
national and i nati level) athietes.

¥ Wae feel that volunteers acting by thediseives are no

.o:nln.zgsgs..ov!&o:o*oﬁ
organization. _

. Frequent snd regulsrty 8309}& meetings (e.g. board,
executive, committee, etc.) are not important to the
operstion of our organization.

Agree

Neither Agree
. hor
Disagree

Disagree

Strongly

Disagree



& Strongly
- Agree
. Our organizati t-oiacong!mzoanocl:mcg. )
to sssist us in both technical and

)
Our member organizations believe that it is important

. ) . qo..gpo:.ti.hooqgt_<_lmaoi:vo_§ou

and procediures.

. Olr organizstion believes that the provincial
government should not become invoived in the
planning and development of our programs.

. Our member o.,%v. j foel that less o..:v...,nm.u
should be placed on spplication of scientific
methods in the development of athietes.

Agree

Neither Agree

Disagree .

Disagree



—
[aal
—

10.

1m.

12.

13.

14.

( o

Our organization'does not believe that the provincial

cloﬁﬂqi.u involvement in sport should be ongoing
iroct.

o

Our member organizations sre oo:-ixoa to v«o&a«:o

an equel number of programs ..,o.. athietes of each sex.

Atternpting to provide equal opportunities for S
g%mﬂs»goiuéiahﬂﬂ
from the resl purpose of our organization.

e;,ﬂggogz.u. as
important to. %ovvo..scouqo..!-ﬂﬂ.ou
regardiess of sex, age, or disability, as it is to provide
opportunities for elite athietes. :

We believe thet the hiring of professional staff is °
essentisl if we are to greatly improve the operation

- and programs of our organization.

Strongly
Agree

. Agree

Neither Agree Disagree Strongly
nor Disagree
Disagree



: S . ) Strongly

15. Owr members believe thst the emergence of direct
government involvement in a growing number of areas
reisted to owr sport organizstion has greatly helped its
development. :

18. Our members believe that the direct involvement of
the provincisl government in their sport organizations
is not beneficial to their development.

17. Wae believe that the majority of people who participate
in our member organization's programs do so for the
recreational aspects of the sport not for the desire to
become high level performers.

~ 18. Our organization should be committed to the use of
.on.!oﬂﬂt devices such as computers, video
machines, word processors, etc.

 Agree

Neither Agree Disagree
Disagree
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2

o

21.

22.

23.

24.

.. In order for us to maximize our effectiveness our

organization’s structure and processes should be ad
hoc and informal rather than structured and
formalized. :

"Ensuring the development of elite level athietes should

:oncoo.loqe.lai.,qgiwo«vo:o&..:oaoqg
izations. - .

3

Strongly
Agree

Agree

Neither Agree
Disagree

Disagree

mqoan?
Disagree
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1.

D’oclslon Events

Replacement of paid personnel i.e. Executive Director

"“The significant expansion of pgregrams or a major change in the
L

delivery of an important existing program.

Adoption of a new technology i.e. new coaching techniques,
introduction of advanced equjpment or facilities.’

Significant change in the external environment i.e. changes in
government policy, sizeable increases or reductions in available
resourcas, etc. :

Significant changes in the afiistrative practices i.e. changes

in conjrol systems, information systems, planning methods, etc.

6. &g icant modification in organizational structure i.e. addition

of mpjor new sub-units, redistribution of authority, etc.

Hosfing of major national/international competitions.

{ N
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Table #1:
%
AVA 1969°

. ASA 1969

-

CFSA-AS 1969
L 4

CASA-AS {969

(2,4,5)

g

, Timeslices
2 3.
1974 1978
(23,4,56) (1,2.5.6)
1975 1978
(24,56) (1,2.5.6)
1973 1977
(2,45)  (1.5.6)
1973 1977

(2,5.6)

4

1981
»(1,2,5,6)

8
1982
(1,2,5,6)

1980

(1 ,2,4,‘.’@

1981 7
(1,2,5) ?

" 1969: Beginning of period of analysis for all organizations
1986: End of period of analysis for all organizations

** Number of Decision Event on the basis of which timeslice determined

Ll r

1 i
LA

198

5. =

1984-86
(12,4,6)"

1985-86
(1.6)

1984-86
(12,4,56) oy

1984-86
(2,4,6)
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Results: 4
Value Questionnaire Results - Taﬁle #2
“Structure Questionnaire Result‘s - Tables #3(a-d)
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66/80

Table #2: Value Questionnaire Scores 140
AVA Timeslice
#1 #2 #3 #4 #5
Elite/Recr 9/20 10/20 10/20 7/20  13/20
Prof/Vol 15/20 16/20 20/20 15/20  16/20
Stand/Form 7/20 8/20 20/20 16/20  12/20
Scien/Princp  9/20 10/20 20/20 18/20  17/20
Total 40/80 44/80 70/80 56/80  58/80
ASA H Timeslice
#1 #2 43 #4 . #5
Elite/Recr 6/20 14/20 5/20 /20 8/20
Prof/Vol: 14/20 19/20 17/20 -~ 16/20 16/20
Stand/Form - 15/20 11/20 17/20 16/20 17/20
ien/Pri 15/20 14/20 17/20 14/20 15/20
* Total 50/80 58/80 56/80 58/80 56/80
CFSA-AS "Timeslice
#1 #2 #3 #4 #5
Elite/Recr 18/20 18/20 13/20 11/20 10/20
Prof/Vol 18/20 18/20 17/20 18/20 16/20
Stand/Form  17/20 19/20 17/20 17/20 19/20
Scien/Princp  13/20 14/20 15/20 16/20 17/20
: Total 66/80 69/80 62/80 62/80 62/80
CASA-AS Timeslice : |
#1 #2 s A #5
Elte/Recr ‘1820 - 14/20 1820 © 17/20), | 14/20
Prof/Vol 1720 #8200 1620 17/20°  17/20
Stand/Form  18/20 1920 °, 15028 1520  16/20
Scien/Princip  12/20 19/20 19/20 19/20 * ' 14/20
Total 65/80 70/80 * 61/80

68/80 -



@

e

Table #3a: Structure Questionnaire Scores 141
ASA
Timeslice
Speclallztn® = #1. - #2 . #3 #4 #5
. A.Commun. 6/15 8/15 10/15 11/15 12/15
C. Scanning 173 13 13 2/3 2/3
D. Planning 2/6 ~2/6 56 5/6 5/6
E. Training 18- . 13 23 23 2/3
F.Dec.makng  1/3 13 - . 23 . 2/3 3/3
- G. Evaluation 13 1/3 - 23 '
H.Hum. Res. Dv. 4/12 6/12 8/12
I. Mark/Promo.  1/3 : 1/3 - 213
J. Finance 1/3 1/3 2/3
K. Research/Dv. 1/3 13 1/3
L. Resources  3/6 4/6 4/6 -
- Total 22/60 2¢/60 39/60
Standztn 4 ‘ : | / - :
A. Commun., 3/9 - 4/9 719 8/9 8/9
B. Mgmt..Inf. Sys. 2/6 2/6 4/6 4/6 5/6
E. Training - 1/3 1/3 - 1/3 2/3 2/3
' F. Dec. Makng 1/3 1/3 2/3 . 113 2/3
G. Evaluation 173 173 13 2/3 2/3 .
H. Hum. Res. Dv. . 4/12 - 5/12 912 8/12 11/12
I. Mark/Promo.  1/3 1/3 1/3 2/3 2/3
J. Finance 13 1/3 2/3 2/3 3/3
13 13 13 13 1/3
Total 15/45 17/45 28/45 30/45 36/45
Centralztn : | .
A. Commun. 6/6 5/6 4/6 + 4/6 4/6
B. Mgmt. Inf. Sys. 3/3 3/3 - 2/3 1/3 23
- D.Planning "~ 3/6 5/6 4/6 4/6 4/8
E. Traim 13 2/3 2/3 1/3 1/3
F. Dec. 3/3 3/3 2/3 1/3 13
G Evaluation 13 13 = 1/3 2/3 2/3 .
H.Hum.Res.Dv. 10/12 8/12 8/12 6/12 7112
l. Mark/Promo. 33 33 2/3 2/3 2/3
J. F inance gg 3/3 23 23 23 - .
36/45 20/45 2545  28/45 -




Table #3b:

Specialztn #1
A. Commun.’ 12/15
C. Scgpning 1/3
D. Planning 3/6
E. Training 1/3
F.Dec.Makng. 2/3

- G. Evaluation 1/3
H.Hum.Res. Dv. 7/12
I. Mark/Promo.  1/3

J. Finance 1/3
K. Research/Dv. 1/3

é&

Total 5/60
Standzin

A. Commun. 6/9
B. Mgmt. Inf. Sys. 2/6
E. Training 173
F.Dec.Makng. 1/3

G. Evaluation 1/3.
H.Hum. Res. Dv. . 7/12
l. Mark/Promo.  1/3

J. Finance 1/3
K. Research/Dv. 1/3
Total 21/45
Centralztn .
A. Commun. - 5/6

B. Mgmt. Inf. Sys. 2/3 -
D.Planning + 4/6
E. Training - 3/3
F.Dec. Makng. 2/3
-G. Evaluation 173
H.Hum. Res.Dv. 5/12
I. Mark/Promo  1/3

J. Finance 2/3
K. Besearch/Dv. 3/3
- Total 28/45

CASA-AS

" Timeslice
#2
12/15
1/3
5/6
2/3
3/3
1/3
9/1 2%
1/3°
1/3
1/3

2/6
41/60

7/9
2/6

23
2/3
1/3
8/12
1/3
2/3
113 B
26/4

6/6
2/3
5/6
1/3
3/3
2/3
9/12
1/3
3/3

33
35/45

Structure Questionnaire Scores

#3
13/15
1/3
6/6
3/3
3/3

- 1/3

10/12

. 2/3

3/3
1/3

48/60

9/9
4/6
2/3
2/3
2/3
10/12
2/3

- 313

| %5/45

- 5/6

3/6

142
.
#4 #5
13115 13/15
1/3 23
5/6 6/6
3/3 3/3
33 3/3
13 213
1012 10/12
2/3 2/3
3/3 3/3
1/3 2/3
6/6 6/6
48/60  52/60
. R
9/9 9/9
4/6 5/6
2/3 3/3
2/3 2/3
2/3 3/3
1012 10/12
2/3 23
313 3/3
13 23
35/45  39/45
5/6 5/6
2/3 2/3
5/6 4/6
2/3 2/3
2/3 2/3
23 2/3
7/12 6/12
2/3 2/3
2/3 2/3
‘ 13
'28/45



Table #3c: Structure Questionnaire Scorqs 143 '

CFSA-AS
Timeslice
~ Specialztn S # » #2 #3 #4 #5
A. Commun. 11/15 13/15 12/15 13/15 14/15
C. Scanning 1/3 1/3 1/3 173 23 ,
D. Plg{ming 3/6 3/6 5/6 - 5/6 - 6/6 -
E. Training '2/3 - .23 3/3 3/3 3/3
F. Dec. Makng. 2/3 2/3 1/3 1/3 1/3
G. Evaluation =~ 1/3 ' 2/3 2/3 - 2/3 23
H.Hum.Res.Dv. 7/12 8/12 9/12 9/12 - 10/12
I. Mark/Promo. - 1/3 . 1/3 2/3 2/3 . - 2/3
J. Finance 13 13 .23 3/3 3/3.
K. Rdsearch/Dv. 1/3 1/3 1/3 1/3 . 1/3 -
L.B%um.ej 4/6 - 4/6 2/6 /6 6/6
, al 34/60 © 38/60 © - 43/60 45/60 51/60 '
’ \
Standztn ,, \
~ A Commun. 4/9 4/9 79 8/9 8/9 AN
B. Mgmt. Inf. Sys. 2/6 26 — 3/6 - 4/6 4/6
E. Training 1/3 - 1/3 . 13 2/3 2/3
F. Dec. Makng. 1/3 1/3 - 1/3 1/3 2/3
G. Evaluation 1/3 1/3 2/3 ~ 2/3 2/3
H.Hum. Res. Dv. 5/12 7/12 7/12 8/12 10/12
l. Mark/Promo.  1/3 1/3 1/3 1/3 1/3
J. Finance 13 1/3 2/3 33 3/3
- Total 17/45 19/45 25/45 30/45 33/45
Centralztn , ' : 4 :
A. Commun. 3/6 4/6 4/6 4/6 4/6
B. Mgmt. Inf. Sys. 3/3 3/3 3/3 23 - 213
D. Planning 46 - - 4/6 6/6 4/6 " 4/6
E. Training 1/3 A 1/3 2/3 2/3 1/3
F. Dec. Makng. 3/3 33 3/3 2/3 2/3
G. Evaluation 3/3 3/3 3/3 2/3 2/3
H Hum.Res.Dv. 7/12 7/12 9/12 6/12 - 6/12
l. Mark/Promo. 373 2/3 1/3 2/3 1/3
J.Finance' -~ 3/3 - 3/3 3/3 2/3 2/3
K. Research/Dv. 3/3 3/3 3/3 - 313 - 3/3

Total 34/45 33/45 = 34/45 . 29/45 27/45



Table #3d: Structure Questionnaire Scores | - 144

AVA
. Timeslice
Specilalztn - # #2 - #3 #4 #5
- A.Commun. 6/15 7/15 " 1115 13/15 13/15
C. Scanning 13 13 23 23 - 23
D. Planning 3/6 , 4/6 . 5/6 5/6 6/6
E. Training 2/3 2/3 2/3 3/3 3/3
F.Dec.Makng. 2/3 2/3 2/3 2/3 2/3
G. Evaluation 23 2/3 2/3 2/3 2/3
H. Hum. Res. 712 712 9/12 11712 1112
l. Mark/Promo. 1/3 1/3 2/3 1/3 - 23
J. Finance 13 1/3 2/3 2/3 3/3
K. Research/Dv. 3/6 = = 3/6 /6 A6 6/6
Total 29/60 31/60 43/60 -— 47/60 52/60
Standztn ‘ ‘ ,
A Commun. 3/9 4/9 5/9 8/9 8/9
B. Mgmt. Inf. Sys. 2/6 2/6 - 4/6 46 56
E. Training 13 1/3 3/3 2/3 2/3
F. Dec. Makng. 13 - 13 2/3 2/3 2/3
G. Evaluation 1/3 . 1/3 2/3 2/3 2/3
H. Hum. Res. Dv. - 6/12 5442 8/12 8/12 10/12
l. Mark/Promo. 1/3 1/3 1/3 1/3 - 1/3
J. Finance 1/3 - 1/3 2/3 2/3 3/3
K. Research/Dv. 1/3 1/3 1/3 13 /3
Total 17/45 17/45 28/45 30/45 35/45
Centralztn
A. Commun. 3/6 4/6 5/6 5/6 596
B. Mgmt. Inf. Sys. 3/3 3/3 3/3 2/3 2/3
D. Planning 3/6 3/6 4/6 4/6 4/6
E. Training 1/3 1/3 , -1/3 1/3 2/3
F.Dec.Makng. 2/3 3/3 3/3 2/3 2/3
G. Evaluation 13 1/3 2/3 1/3 2/3
H.Hum.Res.Dv. 7/12 712 8/12 7112 8/12
l. Mark/Promo. 3/3 3/3 3/3 2/3 2/3
J. Finance 313 33 3/3 2/3 2/3
K. Besearch/Dv, 3/3 3/3 3/3 33 1/3

Total 29/45 31/45 35/43 29/45 30/45



