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Abstract

The purpose of this study was to‘ inyestigate the ‘dynamics of- plan‘ implementation :
in high performarice national sport organmanons Hinings and Slack (1987} prop%sed

four concepts values, interests, power and interactions, that were bej;eved to- be“

mstrumental for the process of planning and change. G

Using these four conoepts as a basis, a survey questlonnaure was d;etrlbuted to a B

\

total of 616 individuals from 35 high performance national sport orgamzatrqns '\rhe :

" response rate consusted of 80.19% with 494 undnvuduals completnng the- quesB&nnarre :

The mformatlon gathered from thess questnonnaures dealt speclflcmlﬁbkm =

1. the existence of cgmmitment and consensus. among members m regard to. theur
values vis-a-vis various orgamzatlonal nssues that plannmg brought about

2. the exnstence of commitment and consensus among members on the avanlabahty of
resources necessary for the nmplementatuon of the quadrenmal ptan

3.  the existence of d»fsfbverences and congruency between the currenuevel of power
and the level of powerf members felt were n_ecessary for the. process of plan

implementation. . r 1 Q -

4.  the existence of commitment and consensus among members in ragard to the

\,
A} ’
\

" ,
. T Lo . .- . .
interactions or-mechanisms developed and operatlonallz\e nsure quadrennial
plan implementation. -

. \

In regard to values, the majority of members in mos4ﬁatnonal sport orgamzatrons

/
were in commutment and in consensus concerning ratlonaluzataon brought on by ‘plan

L)

mplementatuon. Furthermore, members expressed varuous;/vrewpomts in regard to the
content of their organizaiional plan ‘These re ay have been mdncatmxthe fact that

members were not fully satisfied with the plan’s emphasns on the hl'gh per rmance ‘

&
Y

aspect of the sport. N

The analysis of the concept of interests revealed that members expressed

,various viewpoints regardlng the avanlabnllty of resources for plan mplementatoon it was

)

sUggested that members were unhappy wuth the initial prOcedure for the allocatlon of

~.

financial resources for the Quadrennual Plannnng Jgram
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/ co’rnnﬁt’tees,dealrng with the technical aspects of ‘the'sport held the highesf level of

\% power necessary for the process of plan implementatien and furthermore, that they
a ‘
- should hold thls level of power for plan mplemenmtlon When volunteer posmons were

-

a@regated as well as paid personnel positions and commnttees the majorlty of

members in most national sport organizations expressed congruency; that is, paud

~

personnel currently held and should hold the hrghest Ievel of power for the process of -

ptan amplementatlon ) - L (
! \

Fqr the concept of mteracnons rnember s expressed mixed opmlons in regard to

the r'%_echamsms in place in “the organnzatlons and the effects occuring as a result of the

Quadrennial Planning Pregram. ‘When colnsuderlng relatnonshups in organizations, various -

rgsponses indicated the potential existence of.conflict in the orgartizations caused by the
- . . : ‘ . . .

plan implgmentation process. ) -
Based on these resuits, several imptications for the organizations and for the
implementation process of their plan were presented. Ir # nnclusion, recommendations

were proposed to further improve the plan rmplementatuon process and the Quadrennial
t
Plannlng fProgram . ‘

-

LA

Vi

o For the concept of power, the majority of members feit the positidns, and (, '

Y

/
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CHAPTER 1

A. 1.1 INTRODUCTION 7
Sport organizations in Canada have undergone considerable change over the
period of the last fifteen to twenty years Much of the impetus for this change began

with the promulgatlon of the 1969 Report of the Task Force on Sports for Canadlans

Acknowledging the fact that'sport in Canada was experiencing diffiCUlties, the authors
of the Report suggested that “a mass of evndence gathered both in this country and
abroad, has convinced us that many of the problems facmg sport‘m Canada can only be
overcome with the assistance‘of the fedeggl government” (Rea, 1969:5). The Report
drew attention'to a number of topics and issues relevant to the future of amateur sport
in Camda. Such areas as sport administration, coaching, education, sport facilities, the

financing of ama\teur sport, recognition and awards, re{search, the Olympic Games, and

the creation of Sport Canada were all mentioned. In each of these areas, the Report

v

11969:80-85) outlined a number of recommendations which would subsequently change
the sport situation in our country. Most of these suggestions and recommendations

, ' » N .
focussed on the assistance and involvement of the federal government.

“In the year following the Report of the Task Force on Sports for Canadians,
..

John Munro, the minister of Health and Welfare, published a document entitied A

Proposed Sports Policy for Canadians. In this document, Munro expanded on many of

the issues and problems that were raised in the Report of the Task Force ‘on Sports for

Canadians, and developed government initiatives to tackle these problems. For example,
the Report had noted the problems of sport in-the education system and it was
recommended that bursaries be made available to outstarding athletes to assist with their

educatlon In the<Proposed Sports Polucy Munro announced a grants in-aid program of

up to $2000 per year for promising athletes. Similarly, the 1969 Report suggested that

“the voluntary nature of the administration of sport in our country posed some inherent

LS
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problems for its future growth and deveiopment” (1~96'9:58)..Consequenti‘y, in prder to
) alleviate these perceived pr.ob'lems, Munro (71970:32) declared that "grants af up to

§12,000 from the federal governmen.t would be made available to, national sport

organizatiohs to assist in the hiring of an executiyé director”. Other similar

recommendations were put forward and many were eventually ¥mplemented.

The recommendations put forth in these two documents, the Report of the Task

. N\
Force on Sports for Canadians and A Propg_;‘ed Sports Policy for Canadians, had a

profound impact on the administration and the development of sport in Canada.
Fdfthermore, the recommendations from these two reports accentuated the role anc'." the.
involvement of the Canadian E;ova ment in the 'afea of amateur sport. Throughout %‘ﬁe
early‘ 1870s, the federal goverr = it's involvement in sport grew even larger and so did
their coﬁtrol over amateur sport. in his article entitled "The ‘Canadian State and Sport”, g
Kidd (1980) cited several examples which illustrated this incre‘asing involvement and -
control. First, the creation and establishment in 1970,& of the National Sport and

)
Recreation Center in Ottawa provided national sport organizations with a central location

- for office space and various administrative services. The funding made available by

Spart Canada to help employ professional sta#f also greatly contributed to the
. . * ‘\_‘
increasing professionalization of national sport organizations. Kidd {1980) noted that this
centralized office location and the fundiﬁg assiﬁanc for professional staff increased
the governmént's hoid ‘o'n amateur sport in two ways. Firstly, it took its day to day
direction and administration away from volunteers and brougHt it within the range of the
federal government o fices. Secondly. it created a new class of professional
administr';tors whcse ties, by class position,” by educational background, and byv
occupational experience, were closer to government officials than to the athlqtes,
coaches, and club. ~"2se interests ‘they .r'iominally represented.
| A second factor which Kidd cited as illustrating the accentt ated government

involvement and control in amateur sport was the creation of grant pi ograms for

a*hietes. These funds were allocated in accordance to criteria established by the
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} éovernment ér\d were often paid directly fron; the governméht to the athletes. This
obviously less‘enpd the control of the national s - gar 7ations and strengthened that
of the government since the qthleteé came to ... it 4s e agency to which they were

responsible. K.idd's‘third factor was the creaticr - 2 wintsr/summer mulﬁ-spbrt
competition; namely the Canada Games. He noted that, as a result of thé funding of the
_games, the government-supported events frequenfly enjoyed greater visibility than
similar events staged by the sport oFganizafion;‘.. Fir;ally, Kiéd suggested that the creétion
of state-funded support agéncies such as the Codching Assaciation of Canada and the
« : }

Canadian Academy of Sport Medicine ensured the federal government of having some

k2

control over the types of programs adopted.by th.a n;at_ioFal sport organizations.
*‘ As can be seen {hen, throughout the first part of the >A197Cl)s; the federal
government bacame more involved in the administration and organizatién of sport in
~~-Canada. This increasing invoI;/ement grew more pronounced in 197é with the creation
of a Ministry of State for Fitﬁess and Amateur Sport. The Fitness and Amateur Sport
Directorate had already been in existence sincey| 861 as a result of the Bill C-13
{Fitness and Amateur Sport Act). ‘I_n 1973, this directorate was upgraded to a branch and .
subsequently, to a ministry of\‘state in 1976. lona Campagnolo was appointed as the first
minister of Fitness and Amateur Sport which was created “in recognition of the Branch's
expanding mandate and the unquestione;{ leadership it provided in this essential and
complex field of amateur sport” (Annual Report, = :ss and Amateur ,Sporf; 1976-77:5).

One of Campagnolo's first initiatives in her new post was the issuing of a Green P%ar

- .
entitied Towards a National Policy on Amateur Sport. After receiving feegback frgm

public colloquies held across the country on the content of this Green Paper,

Campagnolo put forward the White Paper,t the official policy document, entitled Partners

in Pursuit of Excelience: A National Polic.y on Amateur Sport. The policy docuhent :
outlined & ndtional plan fer sport in Canada. The purp&‘e of the dOCumené was to
provide a clear statement of the federal government’s obje;tives for the interest of the
eﬁtire sport community. The document addresse;j the issue of coordinating 2!l efforts in

t ¢
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“the domain of sport and also identified the intent of the federal governmeri;in regard to

these ef_for,ts. Simitar to Munro’s (1870) report, Partners in Pursuit of Excellence: A

National Polic@n Amateur Sport encouraged the cdoperation and partnership of a
number of groups; namely the federal 'and provincial governments, thé national and
provincial s:pdrt go,verniné bodies, and the national and provincial service and nl'\uiti-sport
organli_zations. Campagnolo’s policy delineated the roles :-(md responsibilities
recommended by the fedetlal government for each organizational grouping. The main

responsibilities for the federal government were seen as being in the area of high

performance sport. )

Al
Similar to the first half of the 1970s. the second half then, in large part due to

the creation of a Ministry of Stéte for Fitness and Amateur Sport, also saw a gradual
increase in the involvement of the federal government in Canadian sport. In 1882, this
involvement eipanded to include the formal requiren.went for high performance national
sport organizations to become invol: in planning for the pur‘p’foses of act.nieving th\e
internatio}wal sporting goals which the federal government was seeking. High

performance national sport organization refers to those national level organizations

_governing sports which hold competitions at the Olympic and Commonweaith Gamas.

f e
These'DOn’profit organizations are largely funded by the federal government. Th

~

organi'zatioﬁ\s', are composed of a group of volunteers vyho are in charge of their ove}all
adminis‘tration and operat.on. These volunteers, in turn, employ individuals to carry out
the various tasks involved irj the implementation and delivery of programs.

Sport Canada, a directorate of the Ministry of State for Fitness and Amateur
Sport, was the initiator of the planning reqmre'ment. The firﬁt step in this requirement

involved the creation of a program entitled Best Evar. “It was désignea to agsist the

winter Olympic sports with the preparation of five year plans leading up to the, 1988

!

.

Olympic Games in Calgary” (Quadrennial Planhing Program, National-Sport Organization
- ' ' 3
High Performance Review Guide, 1984 5. As a result of the experience of the Best

. \/ . ‘
Ever program, Sport Canada, in 1984, initiated a planning process for all high
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A
performance national sport organizations (i.e., major games sports). This process was

refdired o as the Quadrennial Plénning \Programv. It was developed Wby Sport Canada to
assist national sport organizations in planning from one Olympic year, 1984, to the next,
1988. The overail objective of Sport Canada was to provide and create the best
possible performance by Canadian athletes at the 1988 Olympic Games.

This planning program vyas meant to address the activities of the national sport

organizati‘ons that lead directly to high performance éport by assisting the organizations

in the identification of strengths and weaknesses, the assessment and review of short
\

and long term objectives, and the creation of plans that would contribute to the

enhancement of high performance _spor‘,t. Thir'ty-fi\'/e national sport organizations were
involved in the Quadrennial Planning Pmogram. Furthermore, most of these organizations
wers well into the process 6f impleménting thei; quadrennial plan at ihe time of this
study.

'

The introduction of plans and the planning process raiseq‘a number of issues for
national sport organizations. The produc_tionjf a plan consists of a statement of change
©on the part of these orgénizations. Plahning'refers to “deciding in advance what to do,
how to'do it, when to' do 'it, and whoris to do it" (Koontz, O'Donnell, and Waeihrich,
1980:156). As Koontz et al. (1980:156) pointed out, “planning bridges the gap ﬂ;om

7o .
\f!f_) : - .
where ~g are to where we want to go”. The instrument of planning allows an «

orgar ratiur. to cope with the future, it involves sétting an organization's objectives over
diffe-ent tirme periods ana_ deciding on the methods of achieving them (Owen, Starke.
Reineclfa, and Schoéll, 1981). Slack and Hinings (_1987:4)‘n5ted that "the production of a
‘plan is a statement of change.” As such, it covered*both technical and organizational
& .

change. Plans were statements of intent dealing with new programs, new roles, and new
support services. These were changes which required and lead to alterations in
organizational structures and systems. \4 !

The study of change and ‘planning in rational sport organizations has - _ently
been the focus of a major research project by Hinings and Slack (1987). Tree p..rpose of
{

¥
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their research was toin\‘/estigate the proc’é‘sé of ‘change oocuring in national sport
organiiétions as a result of tne inti’oduction of quadrenniai planning. More specificai!y,
they were interested in examining the manner ir;z‘which plans were developed and
implemented in national sport organizations and the resultant 'chanéq in the nature of
these organizations. As part of their investigations, Hinings ahd Slack, (1987} developed
an initial taxonomy of national sport org-anizationsi based on eleven scales which werse
derivedb from three structuial elements: specialization, ‘standardization, and centralization.
| This taxonorny\aliowad the researchers to determine the starting point’of the national
spor't organizations prior to the developmeant and subsequent implemantation of th;ir \
plan. Furthermore, baseid"on the content of the organizations' plans, the authors are also
. developing a taxonomy which reflects the structural end point the organizations wish to
attain. Hinings and Sl(a‘ck 11987) are particularly interested in understanding how national
sport organizations n%oved from what :they refer to as one organizational design type to;
another. Design types are "aspects of struotural differentiation and of key systems and '
pro‘cessés" {Greenwood and Hinings, 1987:5); the notion of organizational design type
vi/as.important in order to assess where the organizations-were starting from and where
they wanted to go. Furthermore, the study of désign tyoes was also helpful in
deterrnining whether ‘or not c\iifferences eXisteAd'betwveen the initial starting point from

'

which sport or:;ganizations yvere‘deyeloping their pl‘an.»‘These differences were believed
to infiuenoe the p'ro.cess of plan irn‘plementation in the organizations.
"ihis type-of longitudinal research will orovioe information on how changes-are

taking place,ovér the course of the four yeér process; from the design of the plan to its
actual implementation within‘the or ganizations in questibn. Furthermore, the research will
allow the investigation of hol{_istic ohange (i.e., structural change,/,c:‘ontei(tuai change, and-
the roles platled by organiiationa‘i actors in the process of change) in sport '
organizations. Hinings and"SIa\ck (1987") empha;iied the need not only to investigate

‘ |
structural ‘changes but also to investigate the role of ‘organizational actors in order to

determine their functions in enabling or constraining plan implefmentation and
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consaguenty. the process of change within national sport organizations.

[

" This present study was an extension of the work of Slack and Hinings {1887) and

Y B N
Hinings and Stack (1987). The study focussed specifically on one component of the

‘lafger research undertaken by Stack and Hinings (1887) and Hinings and Slack (1987).

e

This component consistee of the investigation of the dynamics of plan implementation

occuring in national sport organlzatlons Drawmg from the work of Ranson, Hlnmgs and

Greenwood (1980b), Greenwood and Hinings l1987l and Walsh, Hinings, Greenwood,

and Ranson (198 1), Hinings and Slack (1987) stressed the importance of four concepts 4
v : o -

to be considered in the dynamics of plan implementation. Firstly, they considered values

as being an important part .of the implementation phase of the quadrennial plan. Used in -

this context, yalues r‘ep‘resented a standard of desired ends or preferences _of

ol'ganizational members towards such matters as the planning process, the pian,

volunteer involvement, modes of organlzatlon and so on (Hlnmgs and Slack, 1987).-The

concept of values is- belleved to be significant because the successful |mplementatlon of

‘a plan may require a thange in the values held by organizational members. For example,

the objectives of the plan may or may not corresg ::.d tc the values they currently hold;
as a result, those individuals whose values are not ‘onsistent with planned objectives
may feel tﬁreatened by the plan implementation process since, if successful, it may
necessitate a change in or challenge to the values they hold.

Secondly, Hinings and Slack (1987) sugéested the concept of interests as also

being part of a change process as in the implementation of the quadrennial plan.

‘

Interests referred to the "material resources of time, people, expertise, and money that

i
are important in the implementation of any change to the degreg of satisfaction of the

individuals in the organizations” (Hinings and Slack,©1987:14). The concept of interests
or resources is also considered impprtant for the dynamics of plan implementation. The
introduction of a plan and its sﬁbsequent implementation may often, as a consequence,
necessitate a reallocation of organizational regsources. In addition, the plan may a_lso

consist of a reallocation of the organization’s resources. For example, it may be stated
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in th& plan.that resources are to be distributed differently li.e., money from the

3 Lty
admin:stration sub-unit transfered to the high performance sub unit). If organizationﬁ

members can maintain or enha - . theif interests through the implementatlon of the plan '
they will most likely subscribe to it rather than reject it, as would be the case if the -
implementation of this new plan i_mplied a decrease in interests for these members.  *
}'hirdl\}, accerding to the authors, another concept to take into account was“ '.
power. It referred to the actual ability of organizationa| fnembers to make dBCiSIOHS‘
(Hinings and Slack, 1987 14) The concept of power is also important for an
understanding of the dynamics ef plan implementation. In a manner similar to values and

interests, the power structure of an organization may be modified as a result of the

. . h ]
introduction of a plan. If changes in the existing power structure are required, so™e - -

3

: organizatienal members may be hesitant to acce’pt the plan eepecially if it means they will
lose power. However, if organizational members gain power from the proposed' change,

then it is likely they will have less difficulty associating with the plan and working

i

towards its irnplernentation. Furthermore, the members holding the positions of power in

the organizations have the potential to direct and controi change in the values, the
‘ 4
resource allocation), interactions and structures. They can facilitate changes that will

perpetuate their position of power. They may also hinder changes that could jeopardize

\

the power they hold in the organizations.

)

Finally, the concept of interactions was considered as an important part in the

»
-

dynamics of plan implementation Interactions referred to the "structure of activuty and
‘behaVior to implement change, for example, the mechanisms and processes used and
the existence of conflict in those interactions” {Hinings and Slack, 1987: 14-15). The-
~concept of interactions was also eonsidered irnportant to plan implementation since

mechanisms are required in order to monitor this process. Interactions such as written
'Y ‘ . .
: L4

reports, key performanca indicators, meetings, and communication Ssystems, allow

organizational members to receive feadback on the implementation of the plan. Without

this feedback, they may not be aware of how the process is progressing and as a result,”
) . . /

i
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it becomes ad hoc rather than systematic in nature. This 6byi'ously poses problems to

the successft| imptementation of planned change. N

[y

Hiningé and Slack (1987) suggested that a research approach considering these
four chcépts would provide a more theoretically coherent understanding of the”
changes*%’ty:curing in amateur sport organizations as they implement their quadrennial

plan. By examining the role organizatiohal ,members pIade in the implementation phase

’

of the plan, one tould better understand the change process in these organizations.

.

Although several issues could be investigaied in the present study of the

dynamics of plah imple

ation, this research will limit itself to a descriptive analysis of

the four concepts believed te be key in the process of plan implementation of an

organization; values, interests, poker, and interactions. In regard to issues involved in

the dynamics of plan ynplementation,\t is imgortant to note that the data for this study

“

originated from organizational members occupying cﬁacision-making positions within the
national sport organizations. Therefore, it is quite possible that a number. of
socio-demographic factors such as gender, class, educational background, age,

.

organizational role, and so on, wotld influence the four concepts. The integration of

. these various socio-demographic factors was beyond the scope of this study. However,

this should not be taken to mean they are not important and will not be dealt with in the

extengion of this study.

TN

N
/

B. 1.2 STATEMENT OF THE PROBLEM

The purpose a\f this study, then, was to develop an understanding of the

.

dynamics of the change which were occuring as a result of the introductionof the

Quadrennial Planning Program in national sport organizations. Drawing upon the work of

: )
Ranson et al. {1980b), Greenwood and Hinings (1987), Walsh et al. (1981), and Hinings .

and Slack (1987), the study involved the examinat . of four concepts ,th@t had
theoretically been suggested to inf|uence'organ'izatiohal change. These four cancepts

were Pferred to as values, interests, power, and interactiors. Consequently, the main

a

-
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problem of this thesis was to examine the dynamics of plap implementation as they
M {

existed in national sport organizations. To this end, four sub-problem areas were

examined.

1.

A

LN

To wha’(jextent was there commitment and consensus among organizational
members in regard to their values vis-a-vis various organizational issues‘that
v

planning broS&ght,_ about. \

s
v

To what extent was there commitment and consensus ameng organizational

members on the availability of the resources necessary for tne implementation of

the quadrennial plaR. ) -
w\‘j ¥ ¢ '

r‘\ v
To what extent were there differences between the level of power and the
b

' congruency between what is and what should be the power Vtruc.ture for the

process of implementation of the quadrennial plan.
To what extent was there commitment and consensus among ¢ 'gagzational
members in regard to the interactions or mechanisms developed and

operationalized to ensure quadrennial plan implementation.

\

C. 1.3 JUSTIFICATION

Change is an interesting concept to study. Although organizetions must face it

constantly to varying degrees, the consequences and outcomes will most probably be

very different from organization to organization. The one thing that is certain however,

is the fact that change will likely involve similar issues. For example, as noted by

Kimberly and-Quinn (1984:1), the risk factor is usually high, change involves a number of

4 T . ) .
people, the timing is unpredictable, and there is a potential for unproductive conflict and

- negative outcom both at the organizational and personal levels. Because of the high

uncertainty organizations must deal with when they face change, it is imperative for

individuals within these organizations to become more familiar with the notion of change

in order to better comprehend its dynamics and subsequently effect its appropriate

management.



=5

Consequently, tﬁfiiggsearch' was justified in two other ways. Firstly, a study of
this ‘nature provided more}information about changes occuring in amateur sport
organizations and their dynamics. It helped move beyond previous studies wh =1 have

' merely seen changs in terms of increased professionalization and bureaucratization in
sport organizations, and through its emphasis on the role of human agents helped
further our understanding of the holistic change in _these.organizations. Furthermore, the
study provided an extension to Slack and Hinings' (1987) and Hinings and Slack's (1987)
work on structural reorientation of amateur sport orgamzatlons by examining the role
the organizational members played in the implementation_ phase of the quadrennial pian.
The study was also justified in that it provided an indication of the changing face o°
amateur sport organizations in Canada. T |

-Secondly, as GreenWood and Hinings (1987) noted, theC dynamics of change in
organizations have never been fully understood. This research_‘ contributed to an ‘
expansion on the t;eory of change in organizations by investigatég four concepts that
were associated with the process of change.‘These concepts were postulated in the

Works of Ranson et al. (1980b), Walsh et aIv. (1981), and Greenwood and Hilnin.gs‘HQS?) |

and had oeen discussed in the work of Hinings and Slack {1987) in regard to plan
implemsaritation in sport organi-zations. The concepts, namely values;-imterests, power,
and interactions, had been suggested to influence plan implementaion. Consequently,

invastigating them might provide a better understanding of the inter-relationships existing

among them and their link with the process of planned change.‘



A. 2.1 INTRODUCTION'

@ s
the organization in a course of planned change. To unde?sw‘d the dynamics of this
planned change, it is necessary to understand the dynamics of plan implementation.

Drawing from the work of Ranson et al. (1980b), Walsh et al. (1981),,and Greenwood

and Hinings (1987), Hinings and Slack (1987‘ developed an approach to studying the

Jdynamics of plan implementation in.national sgort organizations. Their approach invoived

i utilization of four conceptsy namely values, interests, power, and interactions. These
]

concepts have been shown to be important in the process of plan implementation, and

consequently, to the limits and possibilities for organizational change.

As mentioned in the previous ch:p\ter, this research is part of a larger ongoing
study. Based on the wori: of Hinings and Slack (1987) and Slack and Hinings (1987). This
study' continues and extends their research info the area of planning and organizational
change. More sp’ecificallly, this study on the dynamics of plan implementation will
complement the investigations dealing with Slack and Hinings' (1387) conceptual
framework or' planning and organizational change as well as Hinings and Slack's (1987)

work on the attual implementation of quadrennyal plans in national sport ?rganizations. A

mangr component of Hinings and Slack's (1987) research was the development of a

taxonomy of sport organiiatio‘}ns. This taxonomy allowed the delineation of organizations

into several categories bt ¢ on three conceptual elements: specialization,‘ formalizétion,
and centralization. The taxonomy revealed several groupings of sport organi;ations
ranging from impligitly structured volunteer oriented organizations to organizations
displaying a more professional bureaucratic orientation. These groupings established the

starting point fr‘aﬁ{v@hich change was planned and to be implemented in the sport

organizations (Hinings and Slaé:k, 1987). Once these groupings were devised, an
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assessment of the end point, which organizations were stri ing to attain, was carried

out. This assessment.. bf the organizaﬁ;‘ons’ starting pg"vq{‘a‘gd the end point, provided the.
researchers \ymth‘ a basi \ to study the‘proa:gss of chanée occuring in organizations as
they ‘pr‘oceeded to iﬁwblement their:-plan in an attempt to reach their; desired outcorf;es
# The purpose of Hinings and Slack's—(1987) reéea'rbh-was‘to__,_g,_eterrv)ne the design types
of the sport organizations and to assess whethef or not difféﬁnces existed between
them. These design types (i.e., aspect:shof structuraJI gifferenti;ffoni key systems, and
pro‘cesses) were believed to iﬁﬂuence the implementation process of the quadrennial
plan in the sport organizaticns. The researchers'vs;ere alsa interested in-determining the
changes, if any, that had taken place in the design types of ttie organizations following
the implementation of the plan. In order to study this processvo;f_ changé‘in‘the
organizations, an investigation of structur‘al(tm‘n.’g‘es,—eon&extual changes, and the role

that values, interests, power, and interactions play in the process 6f organizational

change resulting from the quadrennial plan was undertaken. The researg&;ﬁ;ojéct will

[N

orovidd the researchers with an overall impression of the impact that plaﬁ\ \ ;
w \ |

.m,;v'ame.ntat}on has had on the national sport organizatiors. This holistic vi%w of)he

S )
changes occuring in these. type of organizations will there“or2, assist in at[m understanding -
of the implementaiion process of the quadrennial plan. This present study will
specifically focus on the dynamics of plan imple'mentation;‘trat is. the investigation of
-tb.e role that values, interests, power, and interactions play in the mabge process.

'“'\ The purpose ofa this chapter iggo prc;vide an overview ¢ tha orga_nizationél
literature that relates to the dynamics of plan implementation. Specifically. the chépter
will be divided into three sections. In the first secfion, a brief overview of the relevant
literature on organizational change will be presented. Specific atterlmtion will be given to
the changes that national sport organizations have experienced in recent years and the
theorehcal'rationale for this study. The second section will deal with the issue of plan

Y o g "". .
implementation. More specifically, the four cont% of values, interests, power, and
‘ i S .

interactions will be explained. In the third section, the inter-relationships of these four .

7
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concepts in the process of plc imple <“eMation will be discussed.
A
B. 2.2 CHANGE > - ..

~

. . ‘ v
For the purposes of this section, the conceptual framework developed by

Ranson et al. (1980b) was used extensively. Their framework on the struéturing of

°

. organizatfio‘@ructures was particularly helpful since it introduced the importance 6f

actors in the structuring of"brganizations. The authors recbgnized the réle that
organizational members played in the design and perpetuation of organizations'
structures. In addition, Ranson et al.'s (13980b) conceptualization was the focus of this
section because it introduced the concepté of values and power. The authors beiie\%
that these concepts were crucial to ur{'\derstandving the role of actors in the structuring
of organization str'uciures. Hence. values and power were important ‘o conglaer when
studying organizational change in spoff orgaﬁizations. Walsh et al.’'s (1881 7.
conceptualization on power and advantage in organizations was also _brjefly p}esented in
thfs section. Their framework éxtended Ranson et al.'s (1980b) concepts ¢f values and
power and incorporated the concept of interests.. -

a: Flollowing t":;scussion of Ranson et al’s (1980b) and Walsh et al.’s (1981)
concéptual #ameworks, the studies uridertaien by Hinings and Slack {1987) and Slack

and Hinings (1987) were presented: fheir research was prominent in this section

because it elaborated on Cepts of values, interests, and power and
’

o

introduced the concept © s. Furthermore, the authors related these four

concepts to the study of sport organizations as tMey were going through thé
implementation proc?ass of their quadrenmal plan. Therefore, this section Ywill éssantially
focus on Ranson et él.'s (1980b). and Walsh et al.’s (1981} research, 'and with the studies
dealing with change in sport organiz.ations leading to Slack and Hinings' (1887) and
Hinings and Slack’s (1987) lresearch on planning and organizational change.

In much recent organizationartheory literature, the predominant focus has been

<

on changes taking place in the structure and strategy of orgﬂons (cf. Miles and
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" Snow, 1978; Miller and Ffiesen, 1980a; 1980b; K_~antei,\1984; Kimberly and Quinn,

15

v

, 1984; Tighy and Ulrich, 1884). While recognizing the importance of structural changes

in organizations, Ranson et al. (1980b:3) also suggested that to fuliy understand the

R

_constitutive structuring of organizational structures over time, the investigation of the

"social mechanisms that determine the process of structuring and shape the ensuing

__structural forms" was necessary. Essentially, Ranson et al. (1980b) based their argument

.

on the fact that. structures are seen as reflective patterns o‘f_interactions within
organizations, and they serve to explain the role o‘»flactors and groups in the execution
of their work, in theformulatien'of policies, and in the allocation of resources. In an
ettempt to further explain thie inter-relation, a conceptuel framework was outlined. The
first two sections of this fvramework are utilized inthis study: In the first section, the
authors stip‘ulated that organizational members create provinces of meaning which
include .interpretive scnernes (values) that shape the basis of their orientation and
strategic purposes withih o'rganizla_tions. in the second paft, Ranson et al. (1980b) noted
that it-is suitable to consider organi;ations as.composed ‘of different interpretive
schemes. In other words, the interpretive schemes can differ between organizational
mernbers; in turn, these dif ferences may determine dependeneies of power and
do’rnination within an organization. This framework introduc'ed ‘the concepts of values
and power ae they relate to the structuring of organizationalv‘structures. Ranson et &l.
(198%Ob) argued that in erder te fully 'understa'nd the structering of organizational
structures, an mve‘stugatlon of the role of human agents in thus process is needed Smce
~ the structure of organizations are refle%ve of the dommant mterpretlve schemes held
by orgamzatnonal members it becomes |mportant to consider these individuals in the

~—

process of .structuring and-restructurlng orgamzatlons.

[ '

Ranson et al.'s (1980b) approach to structural changn is nmportant in that it

\ 4
n recoémzes the role of orgamzatuonal members as an lmportant cémponent in the’

process of change Othe\r researchers have paid little attention to this role or have seen

\

: change as merely being reflectwe of changnng orgamzatzonal contingencies. The ‘

P



conceptual categories of provinces of meaning and power dependenc_iesi stress the
importance of organizational members er;abling or constraining structural change.
Although the primary focus of this study was not on changes taking place in'the
sfructure éf national sbort organizations, Ranson th al.’s (188G work was nevartheless
very useful becauss it recognized 'énd acknowledgeq the role of members in the change
process of organizations and introduced the concepts of values and poWer.

Walsh et al. (1981) élaborated on these tleo concepts of values and power and

'

in addition, put fofward the concept of interests. Essentially, the authors developed the
relationships existing between these three.concepts. Even though their primau;y objective
was to eTamine how power and advantage were distributed in orga_nizations;, they
that the-establishment of links between values, interests. and power was ysef»u! iince it
helped‘further the un;derstanding of the role that actors played in organizaﬂons. These
inter-relationships will be discugsed in the last part 6f this chapter.

In sport organizations, studies ha\'/e not specifically addressed the topic of

change per se or the role played by the organizational members in this process. Some

authors ‘I';ave referred indirectly to various aspects of the changing nature of-the

" structure and systems of these organizations (cf. Beamish, '1978; Frisby, 1982; 1983,

Macintosh et al., 1984; Slack, 1983; 1985). This work had essentially suggested that
sport organizations were becoming more centralized, professionalized, and

bureaucratized.

More recently, in a stuay of planning and change in national sport organizations,

" Slack and Hinings (1987) and Hinings and Slack (1987) have develdped a framework for

the study of the change process through the assessm‘erit of the orgamzatiohal starting
point and organizational design type. The authors acknowledged the fact th’at the

increasing bureaucratization and professionalization found in the previous sfud:es were
important to consider. However, they exprgssed the need to move beyond these twp

elements in order to focus more specifically on the nature of changes in nationalsport -

erganizations. In their research on organizational change and planning. Hinings and Slack
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(1987) dévéloped a taxonomy based on the organizations’ starti;wg poir{,t. Furthermore,
from their analysis of the plans producéd by national sport organizatio}ms, tﬁe authors |
noted an intended move by these crganizations‘v towards the deve!opmeﬁt of a more
professional and bureaucratic gesig;w. in regard tb the point from which sport
organization; wers to implément their plaps, Hinings and Siack (1987) indicated that véry
few were starting from a design type that was professional and bureaucratic in nature.*
As a result,.a definite "gap” existed between starting organizational design and desired
outcome. In addition to this focus on the structural change occuring in the sport
organizations as a >result of the introduction of plans, the authors emphasized the need
to investigate the role organizational members play in the dynamics of plan
implemerﬁation such as “changing patterns of decision-making, value commitments,
interests and interaétidns" {Hinings and S'Iack, 1987:14). These concepts were
‘considered to be important for the study éf the dynamics of plan implementation. In the
.
following section, an e>planation of =ach concept will be presented. The explanations
will also focus on why the concepts are important to the dynamics of plan

?

implemantation.
C.'Z;ISSUESBF PL;\I lMPLEMENTATION

As mentioned in Fhe first chapter, the introduction by Sport Canada éf .the Best

~ Ever Program a'nd the subsequent Quadrennial Planning Prograr;w has forceq the Olympic

summer and winter sport organizations to undergo both strategic and structural changes.
The organizations in question have been réduired to assess their present activities and
programs as well as their strengths and weaknesses; then devise their quadrennial plan in
order to bring ab9ut changes and cons.quently, improve athlete per formances at the
1988 Olympic Games. ;

Plans, as suggested by Hinings and Slack (1987), are essentially stataments of

change. Under normal circumstances, organizations do not plan to remain the same,

whether the organization is considering growth, diversitication, or downsizing. the plah
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»
and planning axercise reflect an organization's new ideas. new activities, new diractions,

and so on. Therefore, the implemente;tion pr-ocess of a plan can lead to changes in the
nature of the organizétion’s struc;‘ture, strétegy, and contextf As organizations carry out
the objectives stated in the plan, they must adapt, incorpqrata, or modify in order to
achieve their desiréd outcomes. |

As discussed inA Ehe first part of this chapter, the dynamics of plan
implementatién have been theorized as involving four important cc}hcepts namely, values,

interests, power, and interactions. Hinings and Slack (1987) and Slack and Hinings (1987)

L o
have emphasized in their werk, the importance of studying organizational change from

[

an integration of both the structural and human agency perspécti’veg. The authors
developed a faxonomy of sport organizations in order to do a prelifninary assessment of
the structural starting point of the organization (i.e., design type). Once this was-
achieved, the authors would examine how the ofganizations moVe from one design type
to another design type'along.whyat are réferred to as organizational tracks. Accor‘din‘g to
Greenwood aﬁd Hinings (1887), tracks refer to the movements and inertia occuring
between design types of organizations aé they are undergoing change. Since most sport
organizations\are not starting at the sarn'e point, the tracks’they take, the organizational
design type they have prior to the plap implementation, and the one they aspire to after\
the plan implementation will be different. Thus, by inbvestigating the change process
occuring as a result of the plan, an understanding of wh = the organi;etions are going
in reference to their starting’ poin. will be possible.

For the purposes of this study,%e conce;pts of values, interests, power, and

interactions were investigated in high performance national sport organizations.

13

Essentially, this research focussed on the levels of commitment and consensus that -
existed for the concépt‘rs of values, interests. and interactions and the level and
congruence that existed in regard to the current levels of power and what respondents -
felt the power structure should be in the organization. In the process-ofAthe ,

implemeptation of a pian, values, interests, power, and interactions may undergo change.
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Cénsequently, the level of commitment and the degree of consensus held by
‘organizational members may alter. For example, organizational members’ values may
shift as different programs and systems are being implemented. If the members are not
pleased about the change, their commitment and consensus vis-a-vis this change may be
very low. The same may be possible for the concept ¢f interests,_pqwer, and
interactions. Thelevels of comrr;itment and consensus were believed to be indicative of
;he organizational membaers’ gdherence or subscription to the plan as wali their
agre‘ement with it. Ingt@rds, if the level of commitment ta the plan was high, the
organizational members:. would be more likely to subscribe to what was stated in the plan
than oarganizational members who had low levels of commitment. Furthermore, a high
level of consensus would imply that the organizational members were in agreement with
each other in regard to the plan. Therefore, thig particulér plan was more likely to be
implemented if the crganizational members were highly committed and displayed a high
degree of ‘consensus. These organizational members would.identify with the content of
the plan and would consent to its implementation in the orgarlizétion. In addition, by being
committed to the plan, the organizational members are likely to promote its |
implementation among other members ;n the organization. In doing so, more members

' become committed and consequently, reaéh a consensus regarding thi_s plap and its

implementation.

On the other hand,’or—ganizational members who had a lo@egree of
3
commitment in addition ‘to a low degree of consensus would not necessarily agree with
the plan's ;ontént. As a resuit, the plan would not be easily implemented. It if therefore
umpo.rtant‘ to assess the levels of éommitment and consensus of -organizational members
vis-a-vis the four concepts of valueé, interests. and interactions and to assess the level
, .

of consensus for power. In the following sub-sections, each concept will be expléined

» more fully.



j S | | 20
*2.31 Values ' '
\

This ‘siection v;/ill focus on the concept of values, more specifically, the {iterature
on values helcj by orga‘nizational membeérs. Values are considered important for th'e stgdy

of change in organizations since they may potentially affee‘.t Row organ!zational members
and groups respond to change. In thei(g article entitled "Value Preferences a‘r\a"Tensions

1

in the\Organization of the Local Government”, Ranson et al. (1980a) stated three major

reasons Why values are crucial to:;organizational change. Fir'stly,”values provide a sense
of direction by representing statements of desired ends. Seconc;l)y, they juifiil a
legitimation functiion betause they. justify the actions that individuals undertake and the A
rules and structures implerr ented to reach goals. Finally, values broQidé a sense of
ic;Ientity and bring coherance to our understanding of situations. In brief, t’he authors
noted that "by definiﬁg and interpreting our cognitive beliefs (what there is) into an
organized system, values (what there ought to' be) have therefére propensity to shape
the social realities that we wish to understand” (Ranson et al. 1980a: 198).

Essentially, for organizational members, values p:ovide a dense of meaning, a
purpose and an understanding of what has intrinsic worth to one's sélf. Values guidg
actions, behaviors, and judgemients. éy being central to an individual's personallit‘y, vaiues
not only determip\e one's decision but also ore’s behavior (Rokeacr:, 1968: 160). Yalues
are important td ﬂcpn.sider when organizations’ members are faced with the,

>

implementation of®% plan. In their work, Greenwood and Hinings (1987) suggested that
S < '
values may affect the particular track of an organization in the process of change. More

specifically, the authors presented the dynamics of inertia and reorientation in order to
understand.eh;ange. These.dynamics are comprised of patterns of commitment to
interpretive schemes. These patterns i;wcluﬁed:.WIdeSpread éommitme@i;_,;o existing
interpretive schemes; widespread commitment to an alternative mterbﬁéﬁve schemé; .

competitive commitment to two or more interpretive schemes; and indifferent

L
»

commitment to prevailing and alternative ideas, meanings, and values (Greenwood and

Hinings, 1987:28). According to the authors. these different patterns.of commitment
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may lead to different tracks and consequently to different organization design types.

_ For example, Greenwood and Hinings (1987) suggested that when the "commitment is

«*

fowards the prej/ailing ideas and meanihgs, the pressure is for stability and inertia”
(1887:28}). bn the othar hand, widespread commitment to an alternative interpreti{/e
gcheme could lead to recrientations or transformations. In brief, from the authors’
diecussion, chenge in organizations is contingent upon values and members’ commitment
te. them. i;s Ranson et al. {1980b) suggested, organizational members often have
different valye systems and these differences may_affect the process of structuring.

Organizations do not have values per se; rather, they are comprised of members who

hold values and then tgese memblers form groups or coalitions with others w 0
- R ’

~

possess similar values. The idea that different values are Eeld by merbers and gfour‘; A
an organization suggests the possublllty of competing values and thus the p053|bllnty that
these may enable or constrain the plan implementati§n process. As elaborated in Ranson N
etal.'s (1980b) and Walsh et al.’'s (1981: 137) work, values can be representative of |

standards of desired ends or preferences Values refer to conltments to key sets of

ideas which act as a yardstnck or criteria for the operation of an organization”. They ‘act

to legitimate some actions and structures” (W‘alsj'a etal., 1981:138). As well, they may

be thought of as "global beliefs about desirable end-states underlying attitudinal and
8 o
behavioral processes” (Connor and Becker, 1975:551). Hence, values are fundamental to

organizational members. By guiding behavior, providing a sense of identity, and shaping

hd \
.

social realities, values are important for any organizational member involved in change, -

such as the implementation of a plan. If the introductign of the plan necessitates(a

change in the valties held by the organizational mempers, the implementation of this plan

may prove to be a challenging endeavcr. For’ example, in the case of a national sport
. A
organization, a change in the national team program may resuilt in a shift in the values of

organizational members. If the change consists in the elimination of a component of the

natfonal team program, the members involved in this pro;_;ram may be opposed to this

change because it does not coincide with their particular value system. As a result, the
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change wiII‘n'ot easily be implemented in the organization.

Ranson et al. {1980b) noted thatvorganizat'ions are often composed of alternative
@nterpretive schgmes {values). Fr»om the organizational literature on value differences,
thefe has been essentially two major thrusts; the studies of value'.differences based on
vertical differentiation (hierarchy) and the.szudies of value differences ba§é¢ on
horizontal diffe-entiation (sub-uhits). - : ,

\ . ‘

In regard to differences based on vertical differentiation, several authors

concluded, through tAheir‘ research, that the values heid by individuals differed according -
_to the position they occupied in the organizational hierarchy. For example, in a 1956

study, Lieberman demonstrated the effects of hierarchical position on tha values (beliefs)

of workers regarding unions aﬁd management. He noted that workers who were
promoted to foremen camé tu posess values more favorable to the level of
management than they posse:sed pricr to théir promotion. In addition, L‘iebermen noted
that foremen who wé‘re subsequently demoted to their previous positions, altered the}r '
values back to their inifial state (Sproull,-1981.213). Hodgkinson {187 1_) arrived at similar
conclusions in his study of educational organizations. He noted the existence of
differences in .the value orientatioo‘s of organizat_ional members by

A

occupied in the hierarchical étru_cture of the orgénizatip

level they

<0 another stuqu, Abeison
(1973) concluded that at lower hierarchical levels, mogt value systems vary considerably.
For example, the values held by gmployees at the sarrie leve! of the hierarchy but
working in different sections of the organization were similar. However, the valugs held
¢ : ,
by managers were different regardless oflthe section they were managing. On the other
hand, Sproull (1981) suggested thét po;itions within an organization and such individual
characteristics as aspiration invariably affected the values individuals held about work ‘
processes. Similarly, Goodmah ({1968, in his study of two departments of an insurance
organization, noted difﬁ@:ences in man;gers' value§ conc'garning organizational features.

He suggested that values were affected by the managers’ level in the hierarchy and their

personal 'aslpirations.'Both Sproull {198 1) and Goodman (1968) put foward the idea that

’
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indiviaual characteristics-and organizational position are contributing factors il:\ the
formation of different value systems. Sproull (1981) suggested that the personality
factors of motivation and aspirations could influence vaiue systems, while Goodman
(1968) focussed only on aspiratiohé as the element coming into play in the values of
o}ganizational members. *

As suggested by Dreében (1968), hierarchica\ authority can influence
subordinates’ values because people have been éociaiizfad to believe authorities; e
authorities apparently have access to information that 5ubstaﬁtiatq_wh‘at they ask-
subordinates to believe (Blau and Scott, 1862). In addition, because .au:thoritie_s can
recomgense and tc}ha_'\fy subord%nates who manifest apprbpriate values (Dornbusch'and
Scott, 1975), subordinates will often support and accept the different values hela by
their authorities. Hedberg and “Jonsson (19? ) and Wilenski {1967) offered a similar;
explanation for variations in values. These authors acknowledged the. fact that
hierarchical struct‘(;rjés in which information is. filtered as it moves‘ up"in the hi‘zararjchy,
are likely to delay rapid changes in environmental values held by top deéision 'mékefs. .

Hage and Dewar (1973) observed that the values of elites or indivviduarlsf in the 5
‘-up'per fevel of the hierarchy are signi%icant in influenciné pb_licy-making and |

2

implementation and most importantly, are central for the extent or degree to which the

v [

organiz’ation and its members will respond and adapt to change. Ranson et al. . AN

(1980a: 199) noted in their study of the local government in Britain, that as
decision-making became more centralized, subordinates slowly began to be excluded
from all aspects of policy-making. These individuals eventually rejected thza values

surrounding this activity because it had now lost meaning to them. Consgquently, the

-~

 subordinates returned to the value frames which were relevant to their actual functions

.

in the organizations.
In regard to differences based on horizontal dif ferentiation, several studies in the

‘organizational literature have also indicated the fact that values differ between members

v
-

working in dif ferent sub-units within the same organization. For exdmple, members in

o
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the production department would hold different values than those in the pub|ic relations
department. In his research, Simon (1969) elaborated on this idea of different values for
different departments or sub-units. Since sub-units focus on different activities, he.
suggested that yalue systems varied. He alsvo noted that although sub-units utilize similar

B systems to operate, they have different assignments and tasks to achieve. Invariably,

they will possess different values regarding the accomplishment of their duties. On the

topic of sub-units, Sproull (1981:205) aoted that organizations must consoouslt;
develop and maintain overall values to preserve cohesion and unity because sub-units
value systﬁe"m’s ?are SO strong'.

Meyer ae:d Rowan (1977) acknowledged the point that ndeolognes and values are

S part of the functional roles, the specialties, and the occupations of members of

. orgamzatuons This suggests that individuals within sub-units will have similar values that

may be dlfferent from the values of members of other sub-units s:mply because of the

Sy varymg roles spec'altles and occupatsons from sub-unit to sub-unit. Furthermore each
$ ?‘*

- ftséh values bemg remforced in sub-units. Since organizations are composed of

A:R“;" LRIV
e

i ¢ sub- unlts that arg usually devised by functions, it is likely that the values held
LS
j;"d

‘f‘nembers will vary from sub-unit to sub-unit within the organization.

e “_“_",:,‘3«\‘ Yo 4

that mipbers in dlffereht orgamzatlonal spec:altues and other groupings frequently

L

. differed on values and ideologies. Furthermore,,m his work entmed ‘Comparing Beliefs

>

o .. ‘of Line and Techno@tructure Manager rc/m (1986:816) found that "equivalent

+
"~

' managers in dlfferent parts.of. the orgamzééaﬁ{ieid sugmfecantly different beliefs about

work -related topncs QHe aIso suggested that groups mteractmg infrequently or -

Tow
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antagonistically could develop different values.’

What the findings fronfthese studies indicate is the existence of val.ue
' differé;néeé within organi;atidns by the hierarchical position occupied by the
organizational members as well as‘ by the sub-units these members wérk in. This idea of
different vélues”f_o/r different organizational groups and members is im‘portan‘t tor
national sport organizations. Since these sport organizations are'composed of dif fgrent
'members operating it different sub-units, the likelyhood of these members possessing
different value systems, such as in the case of work organizations, is highly probable.
For example, the naional spo.rt organiiations involved in this study include both

volunteers and paid personnel who work in different sub-units such as administration,

~ technical, coaching, officiating, domestic development, and so on. Similar to work

organizations, the sport organizations usually have different members working in
different sub-units. Conseqguently, the development of particular value systems by -
members of particular sub~gnjts is quite plausible. Fu: thermore, differences in values
may exist between organi;ati'grg’a_t members as a result of the hierarcnical position they
- occupy and the sub-units théy wbrk in. Since national sport organizations are usually -
‘comprised of a dual hierarchy (a hierarchy of volunteers-and a hierarchy of paid
personnel), the lines of authority'are not always clear. Furthermore, the higher one is in
the hierarchy, the more Iikrely he/ she will have been involved in producing the plan and
consequently, he/she have access to information which b\rovides the rationale for it. As
a result, he/she will be more likely to support the p.an in_Jhe organization.

" The existing differencas may 'affect the implementation process in the
organizations in question. If,’ for example, orgénizational members differed in their
values towards a component of the plan that is about tQ be implemente;j, a nurﬁbe.r of
problems could arise. Conflicts may surfacé as a result of these value differences. In
addition, the level of consensus or a.gree_ment‘ between organizational members in regard

to the particular component of change may be very low. Some members may be against

the change and Cénquuently, may resist its\fmplememation. As a result, this may bring
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on more conflict between organizational members. Hence, in this situation, the process
§f change may prove to be quite challer\wging.

‘In the natioﬁal sport organizations, values of members were assessed along
several areas. These areas jncluded: raﬁonalization of the sport organizétions; the plan

devised by the organizations; the planning proc - *: the government involvement in sport;

corporate sponsorship of sport; professional a- = volunteer involvement in-sport; and

finally, the emphasis on high performance vis-a-vis mass participation sport. Based on

Sport Canada documents, these areas were selected becausse they were believed to be

affected by the Quadrennial Planning Program.v The rationalization of sport organizations

s

included such.aspects as the introduction of operating procedures, program guidelines,
staff contractsy importance of mestings, formalization, and so on. The plan devised by
the organizations dealt with its development, its quality, ano the expectations stated in it.

The planning proce‘

nsisfed of aspects of the overall Quadrennial Planning Program,

its importance, and its Ry for the sport organizations. The area of government

involvement in sport included the assistance, the nature, and the benefits of Sport

Canada intervention fiﬁit?a}a sport organizations. Corpocate sponsorship of sport included.

o

aspects such as the help brought about by the money available, the time and effort

needed to find sponsors, and the issue of the organization’s autonomy once sponsors

o
are_found. The 'professionél) and volunteer staff involvement looked at issues such as the

im;())rovemew ¢ * operations and the development of programs in the organizations as a
1 . .
result of the ncreased number of professional staff. The emphasis of high performance

vis-a-vis mass sport included the development of elite athietes and the issue of

recreation and mags participation in the sport. Values of members in regard to these

seven areas v.ere thought to be critical for the acceptance of the plan and subsequently

its implementation in the national sport organizations.

¢
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2.32.Interests

. -

As stated in the previous chapter, interests refer to_the ‘material resources of

i
time, people, expertlse and money that are 1mp£)rtant in the :mp)ementatlon of any

S %,\,
change to the degree of satisfaction of the mduvnduatﬁ‘;«é!q the oﬁn_z;ar'u-zatuonst {Hinings and

»
Slack, 1887:14). The concept “of mterests should be con’sndered %ﬁen an organlzatlon
undergoes change because change may impact on the interests of an organization. That
is to say, a reallocation o"f resources may be an objective of planning.

interests are important for the "study of plan implementation in national sport
organizations. As Walsh et al. (1981) suggested, interests are often taken for granted as
legitimate if they are do- 'nant in the organization. In othe“r words, when the resources .-
are allocated by the dominanttor key organizational members, they will often be
accepted without‘diff‘icufties. As aresult, very fﬂv’organizational members question the
pattérns of resource distributior anc it becomes engrained in the structure of the
organization. Furthermore, when facing change, Walsh et al. (1981) noted that interests
may be challenged to the extent that a different distrjbution of resources may have to
be considered. This may consequently Eesult in new paéterns of action (Walsh et al.,
1981). The change in resource distribution wnlanum potentially affect values, power,

o

and interactions.

’
+

As Hinings and Slack (1987) noted on the topic of interests, it 1s important for

organizational members to be satisfied with the resources (human, financial, time,

material, expertise) available for the implementation of any change. Human resources
s

refer to the people involvéd in the organlzatuon such as p?ld ;?ersonne| and volunteer
:ﬁg".
members. ananmal resourcesiy

3

er to all funds;. monies available to organizations.

~ Material rescurces refer to all physical equipment. Expertise resources consist of

specialized means that.will be‘valuable to the organization such as key knowledgeable
peopls, Change such as is the case in plan implementation, will be influenced by the
degree to which organizatioqr{& members and groups are satisfied or dissatisfied with-the

way their interests are dealt with (Greenwood and Hinings, 1887). Furthermore,
o )



Greenwood and Hinings (1987) suggested that not all organizational sub-units have ‘»
ide;wltical resources. Consequently, some sub-units are more privil4’eged than others. The
issue of change may result in some of the members of these sub-uniis stri\}ing to
protect, maintaiﬁ, and njaybe even increase their resources while the\memt;e'rs of the
less fortunate sub-units may also attempt‘ to gain r"nore resources. The former suB-units' "
mémbers willﬁprobably be reticent of any changes tha; ma 'eqpardizm resources.
On the other hand, the latter sub-ur;its' membérs may be very open t§ the change,
especiélly if they are Iikély to gain rescurces from it.

This leads to a discussién on the distribution of prganizational resources. The
allocation of interests is often‘:‘gie;_j to Orgénizational members’ valuas and thegpowe"
structure in place in the organization. Furthermore, resources are ra;ely distribufed
ot:jectively. On the contrary, they are usually distribu;ed subjectively. In an organization,
the dominant members are in an ideal position to allocate resources-according to their
preferen_ces. As a ’[esult, reéources will not necessarily be distr;bi]'te_d equally. The
organi;ational mem'iaers or group; possessing key interests will most likely have power
and may hold leader ship pt')sitions within the c;rg‘anization. In turn, by maintaining the |
leadership.paositibns and ﬁower, the organizational memBers and groups can‘ ensure thew
~control over key resources. The inter-relatupnships of Qalues, power, and inte.r'ests will
be further discussed n the third section of this chapter.

For national sport organi;ation‘s, it is very impqr?ant ,t? note that resources
originate ;nostly from the federéi government. Unlike most organ;zations, resources for

. . o . . 4
the national sport orgahizations are, in Iarée part, controlled externally. More
, .
specifically, the majority of financial resources of the\national sport organizations are
made available by Sport Canada, a branch of .the Ministry of State.for Fi’tn'essl and
Amateur Sport. Furthermore, the Quadrennial Planning Program was tied tn.—resource
allocations for'the sport organizations involved. In other words, 4the high pérformance

nationa: sport organizations had to devise a quadrennial plan and proceed to impltement 1t

in order to receive funding from Sport Canada. This aliocation of financial resodrces 1s

4
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inevitably cruci.al t§ the organizations since they rely so heavily on it in order to carry
their various programs and activities. By controlling the financial reéources, Sport
Canada therefqre, has the capability to influence aﬁd instill change in these on;ganizations.
In the national sport organ‘ization‘s studied, the unequal allocation of resourc-es is
_visible. More specifically, prc;grams dealing with high pe_rfér‘manc'e sport or national
teams Usually have greater resources-than programs Vdealing with the domestic.
development of the sport; This unequal distribution of re_sources‘may be .explained by
fhe different priorities between sub-units; that is, the higH performance, national team
\ , .
sub-units\“of the .organization are given a grealter,"importanc‘e by the external funding
agency, Sport Cénada, than is the don;nestic dgygl@pment or mass participation sub-unit.
More émphasi's in the Quadrennial Planning Prograrﬁf is placed on thé‘%igh performance
aspects; thereforg, more resources are fsvéiléble ¥or"these sub-units. ‘As a result, the
high performance sub-unit of thé organization enjoys more pdwér than the domestic
_development sub-unit. In the ‘s_ituation where the high performanze sub-unit has
consistently, ‘over time, more .resc‘mrces and more power than any other sub-units, this
pattern be|comes ehgrained in the 6rgénization, The organizational (nember s accept this-

unequal allocz’ion of resources and power without questionning it. As a result, this

- 44
“ﬁ.

unequal situation is often perpetuated.
Differences of resources betweeh the sub-units of a national sf:ort organiiation |
»can potentially exist. Org'a'mizations may differ when it comes‘to the respyrcés available
to them. For example, due to a n,gm_ber of factors such as barticipation levels, ;uccess
of the sport in the international a{ena, visibility ir: the country, corporate sponsorship,
# and so on, a sport organization such as the Canadian Amateur Swimming Association is
more Iiké}y_to sh-ow a more complex structure and sophisticated administration systems
~ than will the Canadian Archers Fe eration. As a result, the fofmer organization may
< enjoy the availability of fnére esourceé. This, in turh, may. influence the type of plan this :

A organization will develop. Its members may‘décide to design a plan that will make use of

all resources available to them. In other words, their plan may be realistic if the members
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consider the actual resources they have. Howevaer, it may be unrealistic if they/base the
design of their plan‘on more rasources than what the organization has. The same can

apply to the latter organization. Their plan will likely be more feasible if the organization
considers their existing resources rather than the resources they woujld like to possess.

The plans these two organizations develop are likely to vary because the resources they

have are quite differe_'nt; this obviously becomes an important factor in the process of

implementation. -

By assessing the existencg of differentes between organizations in regard to

" resources, one may. be in a position to speculate which orgaﬁl’zations will have difficulty

implementing-tﬁéir plan and which organizations will implement their plan with ease.\The
organiz’atioﬁs possessing more resources will be in a better pos‘i:tion to b‘e more
successful. The resources will provide more opportunities, better- facilities, more
involvement from various membe;;, a higher degree of expertise, and so on for plan

implementation. In turn, these positive putcomes will enhance an organization’s chances’

" for successful implementation of the quadrennial plan. -

2.33 Power

Y

In the process of organizational change, power is an important cc;ncept. The:
power structure in place in organizations can be affected by the introduction of plans.
For example, power consists, essentially, of an organizational member's or group's '
ability to ensure the inclusion of its objectives_ in the decisions made in an organization.
By being in a position to determine organizational outcomes, members or groups m;y
compete for more power. In the situation of change, this competition to gain‘or
increase the power the member or sub-unit has may be prevélent and will likely produce
conflicF (\{}ngsh et al., 1981). Furthermore, members vho do hold power in the ' o

ofganizations can maintain their position since they can control which changes take

place.
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Similar tc *he concept of interests, change can potentially bring about chalienges
to power as organizational members or groups attempt t¢ maintain their favored‘
position in the organization. Ranson et al. 1980b:11) put forward the idea that
"in}terorganizationa! relations (which facilitate a supply of resources) are typically
characterized by relations of power”. Wbile the authors suggested that organizations are
instruments of power which encompass three major relations of inequality, dependence,
and compliance, they also noted that the structures in place in organizations are crucial
to the perpetuatuon of power and contrel by groups This power will not necessarily be
formally dlstrlbuted m orgamzat:ons As Walsh et al. (1981) noted, power Is a
characteristic of the relationships batween organizational members and groups. In
addition, it is tied to the distribution of resources between organizational - re-mbers
and/or groups and appears to be intertwined with conflict as certain members and
groups determir\e outcomes within the orgaointion."

In national eport,organizations, the power structure in existence tends to be
oligarchic in neture_,,, in other words, power is concentrated in the hands of a few, rather
than dispersed to a lafge number of organizational members. This power structure may
actually facilitate the |mplementat|on process of the quadrennial pIan if the members are
in one central loCation. OR the other hand, if these mer~ s are geographucally
dispersed, decision-making is lnkely going to take more time and consequently, the
process of plan Implementatnon will be difficult. When a small number of members have
power in the organization, the decision is likely to be ‘made promptly and therefore, will
be carried out more quickly than if the decision was made by a large number of
umembers. On the other hand, if the power structure is dispersed, it may becorme
difficult for organizational members to reach a.decision. When it is dispersed, the
members dc not always know where the power lies and, as a result, confl . . between
member Tay arise. In sport organizations, the volunteer members holding office cr the
executive committee and/ or the board of directors are in the position of

9
decision-making. Since these .clunteers are essentially in the positions of policy-making,
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while the paid personnel are usually responsible .o the implementation of the p,oliciesx
volunteers wivll often have tmore power than paid personnel. A small number of volunteer
members are responsible for making decisions for the organizations while the paid R
personnel are usually in charge of carrying out these decisions. One should note,
howevé& that because of some changes that.have OCCUFBd{'Iﬂ recent years, the paid
personnel are gaining more power. Changes such as office space available in a central
location close to Sport Canada, the hiring of more;vpaid staff-members, and the

establishment of policies and procedures contributed to increased. pewer for Sa.

4
4

personnel. Furthermore, onganizational .mémbers'wor&rﬁh{@‘in the area of high &

¢ /

arforma.nca or rigtional ‘team Ffograms ma > ANjOy Mors ower than their colleagues’ in
p piog g? Y P g

other sub-units, such ds the dom&snc ddveié‘&ment sub unit because-of the resources

’ .
”

available to the former. . - - c +

-
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2.34 Interactio'ns
Another concept that is cohsidored important to i‘nvest:i‘ga'te in the d_ynamicis of
plan implementation is intaractions.‘Intye,ractions rsfer to the ”structuré‘of aé.‘tivity and
behavior to implement crar ge” (Hinjngs, and Siack, 1987:'14-15)..'in the process of plan
implementation, interactions be,;i:omvé iméor’tant because mechanisms and pro‘cesses are
often required to handle such“af__s“ﬁ'éots as"organizational conflict (Hinings and lSIacif,
1987). More specifically, intmraovtionS“ relate to measures and courses of action
. developed by the organizationii‘fo‘r the purposes of assisting and facilitating the aovent of
chanoe whatﬁor it be structurfaion siratogic change. Tnus, interactions within spo\r't
organizations help members dea& W|th the implementation process of the quadrennial
plan. Examples of interactions mochanisms are: aSS|gned FBSpOﬂSIbI‘;Ity for the plan
implementation process; meetings and communi&ition systems taking place’ to monito‘r‘:
the development of the organization during the p1/an; written reports, eval.uation‘,‘ o

performance indicators, and assgssment of organizational members’ perception

regarding the irnportance of the plan; and the quality of the relationships present in the
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organization. These mechanisms all have the potential to contribute to a better process
of plan implementation within the organizations. An;organization possessing interaction
mechanisms will likely be successful with,its plan implementatign because this feedback
will provide the members with some indication of how the implementation is
prégr—essing. Without interactions, plan implementa‘tiom can become a difficult task to
undertake.

) L
D. 2.4 VALUES, INTERESTS, POWER, INTERACTIONS: DYNAMICS OF PLAN

I
IMPLEMENTATION : 7
The purpose of this section is to discuss the inter-relationships between the four
concepts whic‘h;,are involved in the dynamics of plan implementation. As stated before,

S

the int}er-relatidnships between the concepts of values, interests, power, and
interactions have been suggested by a number of authors such as Ranson et al. (1980b),
Walsh et al. (1981), Greenwood and Hinings (1887), and Hinings and Slack {1887). These

authors have elaborated on the épecific inter-relationships between some or all of the

concepts. The following section will consis; of an analysis ;f the w"ork of these and
otHer authors in regard to the- Iinks between the four concepts.

The purpose of this research was to~c_axamine the dynamics of plan
implémentation in high performance national sport organizatioﬁs, as well as to investigate
the Iev’e|ds,rof commitment and consensus existing among organizatikonal members
regarding t;a }He concepts of values, interests, and inteﬂracti%r_\s and the level of
consensus about the power. structure of 'the orgahiiation. ‘fiiv';ig_.;;particular investigation
was to focus specifically on differences existing between the organizations studied. As
mentioned pfevi0usly, Hinings and Slack (1987) have already established ;h"e existence of
djfferences between natinnal sport organizations:based on their structural configuration.
Although Hinings and Slack's (1987) taxonomy of. sport orggnizations was ba;se‘d_. on the

structural elements of-specialization, formalization, and centralization, their findings are

reievant to this study. The authors have empirically ‘demonstrated the existence of
]

s
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structural differences between sport organizations: As suggested by Miller (1387),

" organizational structures and strategy-making processes are interdependent. More
specifically, Miller (1987) suggested the fact that str'\uctural variables such gs“ ’
fprmalization, centra«IAization, and comple>‘<ity were significantly linked to stratsgy-making
variables such as rationality, interaction, and assertiveness. These strategy-making
variables ehcompassed elements of decision-making human interactions ahd flow of
information. From hIS research of 97 small and medium sized orgamzatlons Mitler

(1987) suggeSted that structure influences strategy-making processes. For the purposes (

of this present study,/the implications of this statement are mterestmg..By developmg a -

,ta;xondm«f}ow sport organizations, Hinings and Slack (1887) were essentially taking .into.

account the fact that these organizations differed in their ‘structures. In turn, by having

-]

.different structures, the strategy-making elements may differ as a result of influences
the structure exercised on them. In other words, one may spe0ul_ate;tha|_t differences will

exist between‘the organizations in regard to their members’ values, interests, power,

v b N

and interactions since structure will mfluence strategy-making processes R,or example,
b}

different groups of orgamzatlons may lmplement their plan in dxfferem ways.’| In

’summary the development of a taxonorpy of sport orgamzatlons by Hmnngs and Slack
{1987) may be helpful in explaining the differences exlstmg between the o;gamzatrons
wher it comes to the fiur cpncepts of the dynamics of plan mplementa‘_non_; values, -
interests, pOWer, and interactipns. In the fourfh chapter o'f:" this thesis, an aﬁ‘hlysis of the

results wilthelp determine whether or not these differences exist in the national sport

\ L&
organizations in regard to the dynamics of plan impﬁ_émentation.

b}

It was important to examine the dlfferences between organizations because it

[

allowed researchers to assess how ths quadrennual p!an~1mplementatnon ~as proceeding. g

L

Furthermore, in order to fully assess the dynamics of plan implementation; # was
necessary to determing the inter-relationships exisiing between the four concepts of

values, interests, power, and interactions. As part of larger ongoing research, this study.

will also contribute to a holistic understanding of the issue of planning and organizational

.
Al v
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‘ oy .
change in national sport organizations.

As Ranson et al. (1980b) postulated, organizations can be conceived as baing
cﬁomposed of a number of groups disided by alternative value preferences and sectional
interests. This idea of different groups adhering to different values and possessing -

different resources implies the concept of power. Organizations are composed of

. different organizationa.l members, operating in different sub-units, having different

values and resources, and holding different degrees of powe’. Since these differences
will influencé plan implemehtation, it is necessary 16 assess and further our
ur;derstandiné of these diffe.rences within sport ofganizations. An elxplanatioh of the
inter-relationships of the four concepts will be presented. :

As mentioned earlier, values are central to the dynamics of plan implementation.

The values and preferences of individuals involved in the organizations will be an

" important factor in the détermination of the role of the remaining three concepts in the

¢ 1

process of change. For example, the values held by organizational membersfmay, in
circumstances of organizational change, be instrumental in the management of interests,
power, and interactions. More specifically, if the organizational members’ values are
affected in the situation of change, these values may have to be re-evaluated and
rae-assessed by the members. In addition to its impact' on values, change has also been

tied to resource allocation within organizations as yvell as to power structures. By

_reallocating resources to differant members or sub-units.in the organization, the power

A

structure ma} be affected. For example, if the raallocatior: of resoﬁrces allows a
sub-unit to gain scarce resources, it would be very plgusible to see this particular
sub-unit acquire more power than prior to the situation of change. Furthermore, if an

. <
organizational member values the power he/she has because of the resources (financial,
material, or human) a:;:sociated with that power, he/she may be very uncooperative to
the process of change, in order to‘ maintain.the interests’and power structure‘ as it was

before. As a result, the implementation of the plan may be very difficult. If the A

organizational member considers certain systems and resources or structures that are in
- \
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place in the orgénization iinportant, then he/she may} not be very receptivé to changes.
For example, the issue of change may be assﬁciated with a potential reallocation of
resources and as a result, conflict may arise as organizational members compets for
them. As a result, interactions in the sub-units and the organizations may h;ve ts be

developed in order to deal with the emerging conflicts and consequently, ‘may assist in

the process of change.

Various authofs‘ have discussed the relationships Be?Ween some of t?we_concepts
used in this study. In particular, the concepts of values, interests, and power have been
dealt with in the organizational literature. For qxample, in regard to the link between
values and interests. Walsh et al. (1981) believed that inQerests‘are related to values
since “individuals and groups will tend to adopt values which fit with material interests’
{1981:138). Interests are seen as being tied to the concept of power.TBecause ofv the
existence of competing interests within an organization, organizational mfembers or
groups may attempt to enhance the alloéatibn of organizational resources by exercising
power. %his will eventually lead to incraase/d power and the advaﬁtage of certain
organizational members or sub-units over d'thers in t?\_e organization.

On the other hand, Beyer (198 1) discussed the relationships between the concept

of values and power in her study on values and decision-making in organizations. She

V'/

indicated the fact that "values are related to behaviors in organizations. Since

organizational processes are merely conceptual categories in which sirhilar types of
r'd

behaviors are limped, it is reasonable to conclude that ideologies and values are
therefore related to organizational processes IQel'decision-making” (1981:175).
Furthermore, Beyer (1981) suggested that problem definition, observation, and

interpretatian of events depend on values and belisfs of organizational members. In
other words, the process of decision-making in an organization is strongly based on the
value systems held by the organizational members responsible for making the decision in

question. .. . A
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Several stedies have specifically investigated the relationships between power
and interests. The association of power and cqﬁtrol of scarce resources has often besn
made by a number of authors (Ranson et al., 19803; 1980b; Walsh et al., 1981‘;
Hickson, Hinings, Lee, Schneck, and Pennings, 1971). By handling and manipulating
scarce resourfces, organizational members or groups in organizations' havé the capacity

* to determine outcomes, re-create rules, positions, and budgetary: allocations which wilI‘
ensure the perpetuation of the power. As Hickson, Butler, Cray, Mallory, and Wilson
(1986:14) put it, "power feeds on itself, for power can be used to acquire resource
which enhance power”. Since the issue of change in organiza'tioﬁs is often associated

with a potent}al reallocation of resources, indi\)iduals or sub-unitS'may be reticent to the
chahge boecause it may potentially éebrease the power they hold in the organization.
Heflriegel, Slocum,and Ford (1986:590)’presented a major point which can potentially
hinder changes in organizations; resistances by organizations. These include threats to
powser and influencé and resource limitations. 3 . "\

As can be seen from this literature, relationships between the concepts of Qélues
and interests, values and power, and power and interests have peeh addressed by
various authors. In their article entitied "Organizational Desién Types, Tracks and the
Dynamics of StFategic Change”, Greenwood and Hinings {1987) examined ;he links

\ ;

between the three concepts of values, interests, and po~wer in relation to organizational

change. The authors essentially proposed that “the particular tra(c;k (change pattern) of an
organization wi:ll be a function of the degree of alignment or compatibility between «
structures, .contingency constraints and tﬁe pattern of commitment to prevailihg and

alternative interpretive schemes (values) and the 'rnc_i;ience of interest dissatisfactio;w o%

powerful groups” (Greenwood and Hinings, 1987:32-33). The authors suggested that
the pchess of change will oi‘ten be constrained or facilitated by the interpretive

~ schemes, valuss, pref{a'rences of organizational members, dependencies of power, and

interests. Furthermore, Greenwood and Hinings (1987:27) suggested that

power-dependence can potentially act as a "destabilising influence if the dominant
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coalition perceives its i'nterests( to be ill-served by existing s&uotures, or if there is a
lack of concentrated power available to advantaged groups”. As can be seon when
organizations are the product\of'organizational members’ values, the issue of change
likely br‘mgé various ;mplications for the' interests, power, as well as the structure, and
processes of the organizatiorfs and the'organizational members. -

So far, the links between ’the first three concepts ar.\d tﬁe issue of change has
been presented. The focus of this section has mostly been oo the inter-relationships

between the concepts of values, ihterests, and power and how the process of change .

fits in. In additjon to these three concepts, Hinings and Slack (1987) presented the idea

3

‘of mteractrons as part of .the dynamucs of change The authors saw mteractuons as the.

organizational mechanisms that may be potentlaily helpful in ensurmg a smooth plan ?
implementation. in the circumstances of change, such as the process of plan
implementation, some poWe} and inte_fests struggles may exist, values may be
questioned, and eventually conflict may arise. Consequeﬁntly, in order to aileviate thaese
problems, interactions may have to be oeveloped to facilitate the implementation ‘o( the
plan. Systgms and mechanisms may be needed in the organizations to assist the process
of change. For example, key performance indicators, regular reoort_s, and meetings to
discuss where the organization is at and where it is.going could all assist the organization
while it is undergoing change. These mechanisms would allow organizational members to
receive feedback on howfthe implementatidh process is proceeding. in turn, this
feadback could assist in guiding the members through .the‘ plan implementation.

The national soort organizations involved_in this study were all going through the
implementation process of their quadrenni;ﬂ plan. The investigation of the four concepts
of values, intce'rvests, powér, and interactions and their inter-relationships becomes
important if OI’TB\IS to understand the dynamics occuring in the organizations as %a result
of the plan nmplementatnon Sport organizations are composed of a number of

organizational members coming from different backgrounds and having dif ferent value

systems. In turn, these organizational members carry out theit work in distinct sub-units ‘

r
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of the sarfe organizations. The distribution of interests, the power structure, and the

“

existence of mechanisms of interactions will often depend upon the values of
organizational members in the positions of -decision-making. For example, the

organizational members of a sport organization going through the implementation

/

process of their quadrennial plan may be requiréd to adapt or modify their value

o

systemé. The content of the plan may favor particular values and, at the same time,

deter other values ycepconflict may arise between organizational members as they

.//struggle to enhance their value systems. The members in agreement with the ‘plan will

<

ment with the plan will atterhpt to increase their resources as well as

5, *‘"‘ e other members will try to keep. and mamtaln the resow;:es and

power %ey ha’ prior to the change. In other words, if the members feel they will

benefit from the implementation of the plan, they will value it to the extent where they
will actually facilitate its implementation. On the other hand, if the members do not feel
they will gain from the plan, they will likely ignore it and hinder its implementatién in the

organization. With the focus on values and the impact it has on interests and power,

mechanisms of interactions will likely be necessary to ensure a smooth implementation

A Y

‘process of the Quadrennial Planning Program.
Ed

\

The inter-relationships of values, interests, power, and interactions are important

for the implementation of the quadrennial pla;w of high performance national sport

organizations. Without consideration of these four concepts or their inter-relationships,

the implementation of the plan may be in jeopardy. From this chapter, it'is clear that

differences exist betwaen organizational members and groups in organizations when it °

AN

comes to the values they have, the interests they possess, the power they hold; and the
. %

¢
interactions that need to be developed in order to deal with these differences. As

postulated in Miller's (1987) research, these differences may be attributed to influences

of organizational structure. Since Hinings and Slack (1987) have already established the

existence of structural differences in the high performance national sport organizations,

]
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one could speéblate that the existence of differences in the values, interests, power,
and interactions is related.to the structural differences between these organizations. In

addition, by examining the level of commitment and the level of consensus of

-

~

organizational members vis-a-vis the four concepts of the dynamics of plan
implementation, one may be able to assess and predict the ability of a sport organization

A .
to implement their quadrennial p/t'an. Furthermore, this investigation may lead to a better

understanding of the differences existing between org#fiations.
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CHAPTER 3 " i

" A. 3.1 INTRODUCTION

/

In order to investigate the dynamics of plan implementation in national sport‘

organizations, it was imperative to cho-oqp’an.appropriaté methodology. This chapter will '
¥ v 0

" “focus on explaining the methddology used to conduct this research. The~chapter will be

divided into six sections. The first section will deal with the selection of the research
method and the data gathering insﬁument used in the study. The second section will
focus on the design of the instrument used to collect the data for the study. The third
section will contain a description of the population of organizations used for this study.
The fourth section will outline the selection of the sarﬁple of respondents from each
organization. The fifth section will dgal with the details surrcunding data collection and in
the last section of this chapter,fexplanations regarding the treatment and analysis of thq

data will be provided.
B. 3.2 RESEARCH METHOD AND DATA GATHERING TECHNIQUES

3.21 Research Method

For the purposes of this research on the dynamics of plan implementation in

_national sport organizations, the survey research method was selected as the most

appropriate methodology. This research method refers to a particular type of empirical

social research. By using the survey research method, it was possible to gather a large

*fu' amount of information from a number of indiviéﬁals@volved in the implementation

[ o

process of their organizational quadrennial plan. The design of this research method
consisted of a cross-sectional survey; that is, the data were collected at one point in

time from a sample selected to describe a population at that time (Babbie, 1973:62).
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O o According to Babbie (1973:45), survey research is a creduble research method
for sacial sciences for a number of reasons. For example, the data collectedf from a
survey will facilitate the logical understanding of the phenomenon studied and it clarifies
the deterministic sy‘stem of cause and eff'e,ct. In addition, survey research allows the
development of generalized propositipns about human beHZ‘\ivior and. allows the
éxamination of the relgvance of each variable. The survey research method is also said

to be specific since the conceptualizations and measurements must be clearly and

;:“_c‘:arefully laid out prior to the data collection phase. In brief, survey research provides

the scientist with a method to coliect and quantify data that, in turn, can be analyzed and
found to confirm or reject a particular theory of social behavior.

Consequently, the survey research method was selected for this particular study
to provide answers about the distribution of and relatioﬁships among characteristics of
individuals and their circumstances as they implement *he quadrenmal plan. In turn, this
would give a better picture of the dynamics of plan umplementatlon as sport

organizations face change.

3.22 Data Gathering Technique : "

‘ Once the research method was selected,\the best data gathering technique had to
be cho%aa. In order to get at the essence of the vaIL;es, interests, power,Qd
interacticns in regard to ;;lan implementation in the national sport organizations, it wis
Believed that a self-administered q'uestionnaire would be more appropriate than the use
of intervieﬁ‘/IS'. The use of a questionnaire was though& to be more suitable for the
collection of data since it allowed the re;:;rcher to gather information fr;m a large
number of people. In order to detarmine‘the extent of the commitment and the
conser - H>f organizational member;c, vis-a-vis values, interests, and interactinns, as well
as the exient of consensus of members in regard to power, it was necessary to obtain

responses from a large number of individuals involved within each sport organiz  on.

Furthermore, because of the dispersed geographic location of the individuals on the
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sample list, the use of a'm_ai,'led_ questionnaire was defihitely more viable. The individuals

involvedin the administration of high performancé national sport organizations were
located throughout various regions of the country. Thus, the use of a questionnaire, as
opposed to intervieWS, conveniently allowed the researcher to survéy these individuals,

economically, both in terms of time and money, regardless of their location.

C. 3.3 QUESTIONNAIRE DESIGN
The questionnaire'used in this study was designed in 1986 by Hinings, Slack, and
Thibault specifically for the investigation of the dynamics of plan implemehtatiohvin

national sport organizations. As mentioned previously, this study was part of a larger

‘ongoing research project which focussed on the topic of change and plénning in national

sport organizat‘ion"s (Slack "and Hinings, 1387; Hinings and Slack, '1987). Since this study
wa-s an integral part of broader research, the questionnaire was .developed over a peffod
of approximately one 'year. it was comprised of five sections and contained a total of
64 questions dealing with the areas of valQes, inter;ctions, interests, and power. A

number of demographic questions were also asked. v

3.31 Values Questions

The first section of the questionnaire was made up of 28 questions dealing with

" the respondents’ values about a variety of areas related to national sport organizations;

which it was felt may be changing as a result of plan implementation. In order to identify
these areas, several individuals and organizational documents were consulted. A number
of individuals involved in sport ofganizations wére asked for their input on the types ofw

issues they felt national sport'organizations were facing. The documents consulted

included academic and quasi-academic material as well as writtan renorts dealing with

' the topic of sport organizations in Canada. From the input of individuals and the content

of the documents;.sevan value areas were seiecté’d._ These areas included: the

[4

rationalization of the sport organizations; the plan dévised by the organizations; the

[ 4
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planning process; government involvement in sport; corporate spon‘sorship of sport;
professional and volunteer staff involvement in sport; and finally, the emphasis on high
perfoi’mance vis-a-vis mass participation sport.

FolloWing the identification of these seven value areas, a number of questioﬁs
about each area (six to ten per area) were formulated. These questions consisted of
" questions that were worded positively and questions that wére worded negatively. Ali of
the questions from this section were in the form of statements: the kespondents were
asked to circle the answer which corresponded most closely to their opinion. The
ch§ice of answers consisted of a 5-point Likert scale, ranging from strongly agree to
strongly disagrea. These questions waere then distributad to a number of ksy individuals
involved in the administration of sport organizations for their responses. The data
colle.ctad were then analyzed by means of a reliability analysis, in order to assess how
sach question, dealing with the same value area, correlated with each other. Based on
the result of the coefficient alpha}i the réliability anélysi's (Cronbach, 1851}, some
guestions were discarded, thét/op four in each area were kept. All'of th‘pse questions
had a qoefficient alpha result higher than «>.60, thus indié'ating an acceb;able leval of
reliability. These 28 questions consisted of the first part of the questionhaire u. - for
data collection. Once the questions were designed z;nd formulated, they were randomly

ordered in the first part of the duestionnaire. ‘ -

3.32 Interests Questions

The questions dealing with the concept of interests were in the third section of
the questionnaire. in this sectic;n, questions regarding the resources necessary for the
jmplementatioﬁ process of tr:e quadrennial plan were addressed. These specific
resources were human, financial, material, and time resources; these were seen as
necessary to ensure successful plan irr}plemematuon. The respondents wece asked to
express their opinions on five statements _Qealing with the availability and accessibility of

the resgurces within their national sport organization. The choice of answers consisted
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of a 5-paint Likert scale, ranging from strongly agree to strongly disagree. The purpose
of this section was to examine the perceptions of respondents vis-a-vis the availability .

of a number of resources found to be important for the impleméntation of the

quadrennial plan.

3.33 Power Questions

| The questior: dealihg with the concept of power were found in the fourth
section of the que.iionnaire. These qu::stions focu$sed on the power structure in place
in sport organizations. The first question of this section asked the respondents to state
how much influence particular committees and office holder£~: actually had in regard to
the implementation process of the quadrennial plan. The second question asked the
respondents to state what they felt ougHt to be the power of the particular committees
and office holders in regard to the im;ﬁlemﬁentaﬁgn process of the quadrenﬁial plan. in
both cases, the respondents weré asked to assess power on a scale of 1 to 5 where 1
signified little or no influence, 2 signified some influence, 3. quite a bit of influence, 4, a
great deal of influence, and finally, 5 signifiéd a very great deal of'influe'nce. This scale
system was taken directly from Tannenbaun's studies on power and cof;trol
(Tann.enbaum, 1956, Tannenbaum and Georglgp'outgs;‘_ 1:;9'5:/; Tafnenbaum and Kahn,

s

ic, Rosner, Viansllo,
{

g E ,L-»-;ta‘ 3’ ' X
and Wieser, 1974). Tannenbaum has demonstrated throughhis.extensive studies on

1957; Tannenbaum, 1961; Tannenbaum 1962, annenba-dng, Kavci
, e !

2

control and ‘power that individuals could relate well and express their perceptions of the
amount of power or control a peer, a.subordinate, or aynanager had within an

organizatiop. By using Tannenbaum'’s scale system, respondents in this study had the

«

and office holders. . s

o

It is important to note, at this point, that since committees and Of'_’fi‘c"_b;holders

often differed from sport organization te sport organization, the content of this section
i . ‘ R
had to be-adapted for each organization involved in the study. It was bslieved that a

opportunity to describe the amount of power heid by particular organizationai sub‘-unfzt's _ BTN
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. ' ) ’ ‘
standard list of committees ar.d office holders’ positions would not be appropriate since

it did not account for the organizations’ structural variances and diffe}ing nomencléture
for positions and sub-units. As such, the respondents would not necessarily be able to -

accurately answer the questions.

Consequently, 'é latter. was sent to the sport organizations req’uesting,n among
other things, a list of committees and the titles of office holders, (both voluﬁ;ears and
paid staff). (This letter, found in Appendix B, also requested information for the
selection of the sémple, therefora, it will Be further explained in a later section). Aftérv
obtaining the relevant information from the organizations about the Jministrative |
structure of the organizations and the nomenciature used, a list o* c. "mittees ané & hist
of the titles of office holders was devised for each national spc arganization.-Thé
cc.ambinecilij} included all relevant committees and office holders ..’ wevre thought to
be key in the implementation process of the quadrennial plan. Thi. st was then used to
develop the two sets of questions on power in section four of e questionq;ire. In
other words, the questionnaire used in this research was adapted to each nabti'onalr sport |
organization to ensure a more precise response from the sample.

1

3.34 interactions Ouastic;ns ' .
’The questio;\s dealing + the concept of interactions were found Jm twe 4
sepgrate sactions of the questionnaire; the second section and the last part _of 'the i”
fourth sectionl.j The second part of the questionnaire focussed specificajly qh the
interactions involved in the implementation process ¢ e quadrqnnial pian wiihin
national spo'rlt organizations. In the first\part of. this gé. ' >r . six questiéns f’:oc‘thsed .%n
these mechénisms. The various mechanisms were sdelectad because th.e I:iterature
suggested they were important for the implementation of any plan. For example, uq
O(dér to adequately implement a plan, an c;rganizational member should b_e”assig’ned the

reSponsibiIity.for implementation. In addition, regular meetings need to '»tvakeb placé to

allow organizational members to monitor the implementation process. Similarly, written

ks

-

Car
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\/ rreports and evaluation of performance’mdncators are essential to ensure the quallty of

the |mplemerut|on phase. As a result questions were asked about whether or not the

o -

national sport organizations had individuals whose major function was to en_sure the

-

fimplementation of the quadrennial plan. Similar questions were ,gﬁked about meetings,
reports on the progress of quadrennial plan implementation, and the existence of key

' performanc_e lndicators to assist in implementation. The respondents were asked to,
%

sanswer yes, no, or |. do not know to mdlcate if these mechanisms exlsted in their

d

orgamzatlon In the second part of this sectlon effects of’ the Quadrennial Plannmg
Program m the natxonal sport organuzatnons were addressed These effects were
selected from S >rt Canada's Quadrannial Planning Program documentatlon The
respondents were aeked to assess if elements of the quadrennial planmng program had

helped, had no’ nfluence or had hmdered varnous actlvmes of the national sport

i organlzatlons These effects included the organization's actlwtles the identification of

strengths and weaknesses the systematnc and loglca,l collectton of information, the
PO
development of a general plannlng system, the development of high performance sport,

the identification of key issues, a thorough review of the organization and its
% . S . i
PPN, : . . . =7 )
effectiveness. The purpog ¢f this section was to deterrrine how the respondents feit
% ' Sy Lo R

towards some of the sybtems in place to implement the quadrennial plan and its benefits

‘ 4 ‘h‘

i
to the activities’ end programs of the orgamzatnon
9 n the fourth section of the questuonnanre the last fnve questlons dealt with the

_mter personnel and mter unit relatlonshlps wnthln the natlonaly _sport organizations. The

>
' exlstence of confllct was examined between volunteers,and professional staff, between
K

aruous groups of volunteers, and between technical personnel and administrative

!
personnel In addmon the relatlonshtps between the sport orgamzatnon and Sport

g

~ Canada, as wall as between aéographlcal areas ( g between sast-west, and between
' varlous prowncesl and between other single sport national organizations wers

t |nvest|gated These elements were identified as belng the major organizational sub-units

“and the major actors, external and internal, mvolyed l{t the implementation of the
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quadrennial plan. Positive relationships between these factors were thought to benefit
the plan implementation while negative relatiénships were believed to be de/trim.enta.l to
the plan implementatioh. The chojce of'responses'was anﬁg a 5-point Likert sc;ale
ranging from extremely poor to very good. The'pgrpose of this section was to assessv
the relationships between the sport organizations and various other efements; such as
organizational sub-units and roles that may play an important pért'in the implementation

#

process of the quadrennial plan.

| The last se\‘ct'ionhcﬂ)f the questionnaire was designed to elicit some demographic
data in order to gain information on respondents.nSpvecifically, it asked questions such
as: gendar; ags; the title of the "position curyantly held in the natio.nal’sport otganiz;tion;
the major area of responsibility‘; whether the duties are'berformed as voluntser or paid

personnel; how long the respbndent has been involved in the national sport organization;

N

and so on. On the last page of the questionnaire, the respondénﬁs had the opportunily to

write any comments they may have had on issues relating to the Wprkings of the natibnal

sport organizations and its quadrensial plan.
)

In summary, the five sections of the questionnaire dealt with the four.concepts

of the dynamics of plan implementation; that is, values, interests, power, and

interactions, and with some demographic information on the respond'ents. The——

instrument provided the information and data needed to adequately research the problem .
: )

B

and sub-problems stated in the first chapter of this thesis. w# .

%

Frénch. By.

-

Once completed in English, the questionnaire was then translated int

[}

providing the questionnaire in both official languages (French and English), it was, belieyé% ,
more individuals would be in a position to respond and, as a result, the response rate..
would be incre_ased. The English quesggnnaire was twelve pages long, while the French -
questionnaire was thirteen pages long. Both questionrfaires were brintqd back to back. A

sample copy of one organization's questionnaire can be found in Appandix:A.

A}
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D. 3.4'PbPULATION .OF ORGANIZATIONS STUDIED “ ‘ '
. The populétion of organizations studied consisted o.f all 35 Canadian high>
performance national sport organizations that had developed a quadrennial plan for the
perio‘d of 1984-1988 and were in the process of imp.lementi'ng this plan. A list of the

names of all 35 national sport organizations can'be found in Appendix C.

E.35 SA_MPLE OF INDIVIDUALS
| In order to obtain a ‘é@mple for use in this research, it was necessary to find dut-
from the 35 national sport organizations.who were the key agents concerned \/;/ith the
implementaiion process of their quadrénni‘al'plan. In earlly. October, 1986, a letter (see
Appendix B) was senf to the executive director or téchnical director of each ‘national
spoft orgénization involved in the research. In addition to axpi.aining the purpose and
objectives of the _stu_dy, théiiélétter also requested several pieces of information such as:
a list of current professional staff; a list of the nan:wes, a&dresses, an.du_-ﬁtiﬁt]“e‘s;of-the
board of directors; ti:e names and addresses of ary otheri‘\membe:rs of the sp:o\‘t
organizations who would be knowledgeable about implementation and rr;ézgéghent of
Lhe quadrennial plan; and finally, a list of all the organizations’ committees and major
sub-units and who served on these corhmittee_s and sub-units. The list of all committees
and/or major organizational sub-units, as well as the list of the position4s of the
professional staff amyoard of directors’ titles, were necessary to design and adapt

9.
saction four of the questionnaire for each national sport organization. On the other .
hand, the lists of professional staff, board Qf" directors, executive committe?,
committees’ ‘chairpersons,.and a list of other ‘key members were needed to determine
‘which individuals in éach organizaﬁoh would be included in the sample. The ind_ividuals
were essentially selected according to the position they held in the organization. This )
information was useful in the selection of the éample because it was believed to be

indicative of their involvement in the implementation process of the quadrennial plan. The

paid personnel sample list included key administrative positions such as executive

A\K\‘ ) »



. . .
director, general manager, chief executive officer, and so on, and key technical
positions such as technical director, high perfoermance directo“r, head coach, assistant
coach, and sb on. The individuals holding the title of assistant to a particular director,

: S A . :
{i.e., adminisfcrg}ive assistant) 'we‘re not included in the samplé. On the other hand, the .
voluntéer members sample list in.cluded positions dealing with ﬁigh performance, elite, or
competitive aspects 'of the,é.por;:t such as president, vice-president administration,
vice-president finance, vice-president technical, and so on. In addition, the individuals

L . e
occupying the position of chairperson of committees dealing with high performance,

elite, or competitive aspects of the sport such as technical committés, national team
¢

i

committae, coaching committes, planning committes, and so on were also included in

the sample. '

Y

Since thé positions, structure, and size qf the national sport organizations often
differed, the number of individuals selected for the sample varied fromu 6rganization to
organ}zation. A breakdown of all the.organizations and the nurnber ‘of individuals
selected as respondents to th? questionnaire as well as the percentage response repeJ
pe‘r organization is included in Appendix D. In total, 616 individuals were selected té

respond to the questionnaire.

F. 3.6 PILOT STUDY

According to Bébbie (1973:205), pilot studies refer to "miniaturized
walkthroughs of the entire study design”. &pr the purposes of this study on the
dynamics of plan implementation, a pilot study‘of the questionnaire was difficult to
undertake for two reasons. Firstly, due to the nature of the quéstibﬁnaire, only kéy .
individuals in the population of organizations studied would be in 5‘position' to respond.
As explained before, the questionnaire dealt specificﬁally with the quadrennial ptan and its™
implementation in the natio_nal sport organizations. Therefore, it would have beén
impossible to pilot the study on indfviduals outside the sport organizations and still

adequately conduct some form of testing of the research design prior to the major.
. : *



51

researeh effort. Secondly and related to the first point, very, -few indivi(duabs’ are aware
of the Quadrennial Plannmg Program and its intricacies in sport orgamzatlo{ts and, as a
result, it is difficult to pilot test the questionnaire on lndIVIdU8|S knowledgeable in the
araa studied since they are already included ag part of the sample. Hence, becaussé of
the nature of the questionnaire and the limited number o'f knowvledgeable individuals in
the implementation process of the quadrennial plan, if wgs decided that the conduct of a
bilot study would be too difficult to ur(tdertake and would not pf%\;ide an acclrate
method to test the research design.

Nevertheless, once theﬁduestionnaire wes completed, it was given to a number
of individuals for exami\atio{ These individuals were asked to gi\./e their impressions
and thoughts on the content of. the:questionnaire. Individuals fluent in both official
‘languages were also asked to verify both the French aud English version of the
questionnaire to ensure accuracy and consistency in the trangietion.

O
G. 3.7 DATA COLLECTION .

As mentioned earlier, the idea for this research orig@@ted trom the work of
Hinings and Slack (1987) and Slack and Hinings (1987) deali;tg with p&an implementation in
natnonal sport organlzatlons and the |ssue of change. Since organizations were facung
changes in regard to the quadrennial plan the dynamlcs of plan |mplementatlon was a
relevant phenomenon to study. The purpose of the study was to mves'ugate the |
dynamics of plan |mplemenmtlo%and more spacifically, the values interests, power
and interactions; it was thersfore |mperat|ve that the questlonnalre focus on these foﬁ
concepts. Once the quest'}onnaire was designed and the sample selected, labels were
ad sed_for’eaeh respendent and the questionnaires were printed. Labels were also
cri‘id for the return envelopes to be included with the questionnaire. In addition,
covering lettérs in both otfncsal languages explammg the details of the study were typed
(see Appendux E). Once the questaonnalres were printed and 'the labels and,covermg

3 “

letters were rety, the survey package was sent to the respondents. The package sent




to each individual on the sample master list consisted of the questionnaire (#rench and
".English) for the national sport organization in question, two covering letters (one in
French and. one in English), and.a self-addressed stamped envelope. Although the names
of the respondents did not appear on the questionnaire, a number identifying the
respondents and a number identifying - e sport orgamzatnon were prmted on the first
* page of the questronna»re on both the French and English srde This procedure was done
-~
,(o keep track of’ %:stxonnaares and the responses _When the mdnv:duals responded
' sent back the questlonnalre the numbers on the questtonnawe were used to indicate
on the sample master list who had responded This prowded the researcher with the
opportunity to follow up on any mcompleted questlonnalre and to send a remmder
notice to the individuals whd had not yet responded. Throughout the research, the .
sample.master list was kept up to date; that is, every time a questionnaire was received,
its number.was verified and a checkmark_ was placed baside the name and number of the
respondent of the sample master list to indicate that »the questionnaire had been
received. - | |

Once the questionnaires were received,” they were classified by sport
organizations. The comments written on the last page of the questionnaire were noted
separately. This provided the resea'rcher with an overall view of the feelinos, concerns.
and comments of the repondents in regard to the Quadrennial Planning Program and the
' management of the national sport organizations. Furthermore this allowed the
researcher .to notice any similarities or patterns in the written comments and to find out
if any releva%ue’s had been omitted from the questionnaire‘

If the questionnaire was zot received by six weeks, a reminder postcard in both
official languages was sent to the individuals in questign (see Appendix F). Serving as a
rerninder notice, the postcard simply asked the individuals to respond and send bﬁa\ck the
) uest'ionnaire: If the individuals still had not'responded to the questionnaire after four

waeks, a second survey package including a copy of the organization’'s questionnaire, a

new covering letter in French and English (see Appendix G}, and a self-addressed

»
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stamped envelope were sent. This procedure Was believaed to increase the respbnse
rate. ¥

Once received, the information found in the questionnaires was then coded on
optical scoring sheets.. When this step was completgd, the optical scoring sheets were '
sScanned and filed in the computer for future statistical analysis. All QUestionnaires that
were received éfter this process were coded manually directly, into the compufer data

/
fila.

H. 3.8 TREATMENT AND ANALYSIS OF THE DATA
As previously mentioned, thig study on the dynamics of plan 'implementation was
: R '
investigative in nature. Therefore, the treat’m@Bﬁ of the data focussed mostly on a

descriptive analysis of the four concepts iny’olved; values, interests, power, and
4 .

- interactions. The questionnaite used for the study included a number of questions for

each of these four concepts as explained in the previous sections. All statistical
ko) ' .
applications required for this study were carried out using the SPSSx program

{Statistical Package for Sbcial Sciences). In order td*get an overview of the data °

collected for the study, a preliminary frequency distribution of all variables was

*

executed. The numm of observations for efch variable was examined to determine any
[\
S ‘ . &
general occurences taking place. Once this procedure was completed, another

frequency distribution was caﬁrried' out for each v\@r.iable by organizations. Again, this
pr\;vided an opportunity @k}mz}e some general obséryations about the data collected.

ane these two proéedures were completed, the appro_prigte statistical
applications could be executed. Certain statistical procedures were app:epriate for the
investigation of the quéis Jdf commitment and Consensus for the variables of values,
interests, and ir’\teractions, while other statistical procedures were more appropriate for
the investigation of the level ofv"power and the congruency between current levels of
power and what respondents felt levels of power should be in_ regard to the

implementation of the plan. © p

e ‘?i‘ - R
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‘For the concept of values, interests, and’interactions, the following operations

-

were carried out. First, methods of reliability analyS|s scaling were used This involved

-0

aggregatlng vanables whlch theoretlcally and empirically made serse. ln other words,

"/ ‘l'.

varlables;that ‘were: relate

!

L\

were also' related emplf

:th_eoretlcally: were checked to deterrnlne whether or not they

N4

‘ lllf;" This verification consisted of a reliability analysis scale
executed on a number of varlables that were believed to be linked theoretlcally If these
variables were found tlb be mked together emplrlcally the coetficient. alpha or
standardlzed alpha scors for the rellablllty analysls scale was be greater than =>.60. On
the other hand, in the situation where varlables were believed to be theoretlcally linked

but were not empirically llnked ‘a coefflc:lenl alpha score inferior to «>.60 on the

reliability analysis scale was evident .' ¢

. ]
For the purposes of the. study several. rellablllty analysns scales were found to be
theoraetigally and empirically sound Two scales were .considered for the concept of (<7’

-values; organlzatlonal ratlonallzatlon and plan content. The ratlonall;atlon scale mcluded

the variables related.to the use of Systems that would, assst the organlzatlon in |tr@goa|
R ) . ) AR EA co . o )
attainment {e.g., program guidelines, administrative procedures, corporate sponsorship,

developmeht of high performance and mass participation programs, and so on). The
‘scale of'plan content was com . of those variables dealing with what was included
inl the quadrennial plan.'For the cc. 1ceot oltfnterests . one scale was used; it included all
the variables dealing with this concept. ’3or ’the cencept of interactions, three scales
were employed. They conSlsted of mechanlsms of plan implementation, effects of the‘
Quadrennial Planning Program, and inter- per@ennel inter-unit relationships. These three
scales included all the variables for the conc ‘nteractions.

Once these reliability anal\g@s scales . +ecuted and the variables that were/
theoretically linked were found to be empirically linked as well, lt~VV\aS possuble to

thé dynamics of plan implementation. -

A

\

\.

statistically dBal with the three concepts of values, interests, and inteﬁcti\ons involved in \

. l S



One of the issues v(.lith which this thesis . zs concerned with was the level of’
commitment aﬁd the level of con.sensus of organizational membefs in regard to values,
interests, and interactions. In order to determine the commitment of respondents
vis-a-vis these three concepts of. the dynamics of plan implementation in the national
sport organizations, the mean was used as a measure of this,- that is, the sum o-f‘ tt‘we
scores of the questionnaire items relating to each concept, divided by the number of
respondénts per organization. For example, for the concept of interests, the sum of the

5 questionnaire itéms dealing with resources and their ‘availabilizy v. 5 calculated for each

organizatiory then, this score was divided by the number of respondents per

=4 C o 4

organization. This procedure was executed for the scales of all three c'oncapts of
values, interests, and interactions. This provided the mean for each concept of the
dynamics of plan implementation for each organization involved in the _study. Once this
procedure was completed, the ryean score gave an indication of the ommitment
_existing in the organizations in regard to the concepts of values, interests, and
interact ons. Furthermore, in order to determine *he d.egree of commitment, the highest
arid I_owest poss.ible'scor'es of the mean were calculated}for each scale of the three
concepts and the n:edian of these two scores was taken as the .middle point on the
, cdﬁ'tihuum of low degree of commitment to high degree of commitment.
For the cencept of values, two reliability analysis scales were used. .As a resulit,
two d‘@ffereﬁt sets ot means were selected. For the scale ;)f organizational
rationalization, 24 items were included. The lowest possible ﬁwean was 24 a‘nd the -
Righest posgibble mean was 120; therefore, the meaian score was 72.°0n the other
hand, the scale of{plan content included 4 items. The lowest possible mean was 4, the
phighest possible fhean was 20 and therefore, the median was 12. For the 'concepi of
-intere’s‘sts, 5 items werse jnélud&d. The lowest possible mean was 5 while the highest
pQssible mean was 25; the median wa‘s{:} For the concept of interactions, three scales

were used. Consequently, three different sets of means ..ere selected to determine the.
&

degree of commitment. For the first scale, mechanisms of plan implementation, 7 items



were included. The lowest possible mean was 7 while the highest possible mean was
23. As aresult, 15 was considered as the median. On the other hand, the scale termed

¥

effects of the Quadrennial Planning Program, included 8 items. The lowest possibte
meén was 8 while the highest possible mean was.24. The medi;n was, therefore, 16.In
the last scale of inter-personnel inter-unit relationships, 5 it'ems_wer‘e' included. The
lowest possible mean was 5 while the highest possible mean was 25. As a result, the
median was 15. All tr:e organizationsA fH’ar had scores greater than the median s::ore for
each scale:of the three concepts in que;sétion were considered to have a high degree of
commitment While the organizations ¥hat had scores lgss than the median were
considered to have a low degree of commitmant.

In order to calculdte the consensus among organizat;onal members of the
organizations studied, the measure of the coefficient of variation was used. Statistically.

the coefficient of variation combines the measure of dispersion with the measure of

central tendency to allow a description of the degree of variation existing among

. variables. In essence, the coefficient of variation consists of the mean score divided by

the standard deviation. This measure allowed the verification of how much variation
existed between the responses 6f individuals invalved in the same.organization in regard
to 'the.com'ncepts of values, interests, and interactions. For example, an organizational
member working for Ski Jumping may have difrerent views on the interactions existing
for the plan implementa'tion, than does a colleagyg. The coeffic.ent of variation allows
the researcher to determine the level of consensus or agreement among the '
o‘rganizational members of each national sport organization studied. Furthermorae, in
order to evaluate the degree of consensus‘resent in organizations, a scorerf 15.00%
was séleqteq as the middle point in the continuum of a high degree of conser‘wsus toa
low degree of consensus. In order to arrive at this score of 15.00%, the coeffirient of
variation's mean was consi‘*dered for each of the organizations invoI\)ed in all the s'caies
used for the concepts of values, interests, and interactions. If an organization dfsplayed

& -
a coeffigient of variation greater than 15.00%, it was then considered to be composed
P - ; ,
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’z
of orgamzatlonal members who had a low degree of consensus among each other. On
ths other hand, if the coeffucnent of variation of an organization was Iess than 15.00%, it
. was then censidered to have organizational members who had a high degree of

consensus. To summarize, the two measures of mean and coefficient of variation
provided an indication of the level of comn'\itment and the level ot consensus of the
con‘oepts of values, interests, and interactions in the national sport organizationsb

involved in this study. : -

. " , ‘ . .
3 For the concept of power, the analysis of the data was carried out differently

than with the other three concepts; different statistical applications “were used. In d(‘r%er
_to‘a'ssess the .Ievel of power and whether or not there;was congruance between the -
current Ievels‘and what respondents felt should be the. levels of power held by the
various positions for th’e implementatton' of the plan, the mean of the scores to'r each
variable was used. This measure was carried out for each position included in the
volunteer category, in the paid personnel category, and in the committee category. The
maean score wou‘Id fall within the range gf one to five. The higher the score was, the
greater power organizational members felt this position held (“the current Ie\rels of
power" mean scorb) or should hold "what respontients felt should be the levels of

| power" meen score). On the other hand, when the score was Iow, the less power
orgamzational members felt thns posmon held ('the current levels of power” mean scare)
or should hold ("what respondents felt should be the levels of power mean score). The
highest and lowest mean scores for each category were noted.

The'same measure of entral tendency was used to assess current levels and
what respondents/fs!t should be the levels of power held by the coalition of positions in
each category of the organization (the group of volunteer positions,ﬂ the group of paid
personnel positions, and the group of committee positions). When the score was hjgh in

. a partlcular group, the orgamzat|onal members feit that this group held more po wer ("the

: /
. current levels of power" mean score) or should have more power (' what respondents

o
felt sh0u|d be the Ievels of power mean score). On the other hand, if the score was
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low, the orgéizational members felt that this group held less power ("the current levels
.of péyverf' maan score) or should have power {"what respondents felt should.be the
levels of power” mean score). These scores provided an indication of current Ievels and
what respondents felt should be the levels of power for each individual position and
groups of postions that were consudered |mportant for the |mplementat|on process of
the quadrennial plan as it was perceived by the respondents. In addition, by assessing
,current levels and what respondents felt shouid be tnie levels ef power ef indi;/iduals
an\d group positions, it was possible to make avn\umber of comparisons. For example,
' comparisens between current levels and what r‘;spondents 5+ should be the levels of
powaer of individual positions was possible; comparisons ¢ ‘wsean cyrr‘ent levals and
what respondents felt shouid be the Ievels of power of groups of positions was also
possnblla Fur’hermore compansons between current levels and what respondents felt
should be the levels power held by individual positions and current levels and what
respondeets felt shouldl(be the levels of power held by groups of positions could be
made. All of these comparisons provided an interesting guiee to assess the satisfaction
or dissatisfaction organizational members felt towards the power structure within their
own sport organization as it related to the implementation process of the quadrennial
plan. | ‘
The basic unit of analysis for these statistical applications f: values, interests,

and interactions was the organizations. On the other hand, for power, two basic units of .
analysis waere used: the positions and committees; and the organizations. Consequently,
it was possible to assess the values, interests, power, and interactions of»the |
organizations involved in the stud\;,. In‘ addition, forvpower, the use of the positions and
committees as a basic unit of analysis allowed the comparisons of the level of power
and its congruence between current levels and what respondents%ﬁelt should be the

levels of power in the organization.



CHAPTER 4

Y

A. 4.1 INTRODUCTION , f L ' SR

in the previous. chapters the objectrves of thls research were presented aérwere o

& theoretlcal background and methodology used to undertake thls study. The main

purpose of this chapter is to present and dlSCUSS the results of the study The chapter is

)
9

divided into six major sectlonSG T;he fxrst sectnon provndes mformatlon on the response

]
9

rate and on scme of the characeerlsucs of the respondents involved.in thls research In

P :
the following four sectuons the results related to the -concept of values unterests

s S

‘powef and mteractrons are presented and dISCUSSBd in the s{xtn /slectlon a summary of
v / . J

the results and a dlscussuon of the mter relatlonshlps of the tou#” concepts are

- * ".l'/’u,

presented}.‘

M : L
'(&';. : . t
ik B.4.2 RESPO S '
§ ) N@ ) ey
) . sAs prewously a'mlalned in' the tl*nrd chapter the data collection consisted of a
‘9"‘ ) P
d questlonnarre survey of 616 mduvnduals who were involved in the implementation and the

managerment of the quadrennlél plan wwthnn their high performance natlonal sport

. Lrganlzatnon ‘Of thls total 498 lndnunduals r‘esponded 4 of the responses were not .

i &
sable and therefore wdr #ot Cunted :1 the total. As a resuit, @r\esponse rate for
Fesearch was 4947 6716 of 80.19%.

The 're:‘ults dlscussez in this chapter are based on the responses of these 494
indxvuduals. The majorlty‘ of these individuals were male (77.7%). Based on other research
(cf. Beamish, 1985; Hall, 1987; Slack, 1983), the male/ female ratio in this study is
consistent with the numbers of males and females holding key decision-making positions
in sport oroanizations. Sixty two percent of the respondents in this study were involved

in the administration of their organization in a volunteer capacity-while 38% were

involved as a paid staff member. The respondents were involved in several areas of

59
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t air organization. Not surprisingly, the majority were working'in the administrative
(52.4%) and tachnical areas (23.9%), others were involved as coaches {14.8%), as

officials (6.3%), or as athletes (2.6%).

C. 4.3 RESULTS : VALUES

As explg}ned in the third chapter, the questions-dealing with the respondents’
values focussed on seven value areas which included: the ra_tionaliiation of the sport
orgahézatiqns; the plan devised by the organizations; planning per se; gove‘rnmgnt—’
involvement in sport; cor%orate sponsorship of sport; professional and volunteer staff
involvement in sport; and finally, an emphasis on high performance sport vis-a-vis mass
participation. In turn, these seven value areas were statistically categorized inta two

“’scales termed, organizational rationalization and plan content. In examining the results

reiated to values, these two scales will be utilized™~’
A
kY P

»4.31 Organizational Rationalization
- The scale termed brganization»al rationalization was developed from six value

areas that related to the changing nature of sport organizations. Changes in these values
(e.kg., an acceptance of increased government involvemer;t in sport), were seen as
resulting in @ more rational organizational form. The areas included were values about the
rationalization of sport organizations per se, the quadrennial planning process,
government involvement in sport, corporate sponsorship of sport, professional and -
volunteer staff involvement in national sport organizations, and finally, an emphasis on
high performance vis-a-vis mass participation sport. The reliability analysis scale
developed from these items gave a éoefficient alpha score of ==.7953. The fact that
this scale reachéd ihis level of reliability irdicated that respon&ents showed a consistent
pattern in their values about organizational rationalization.

s

As presented in Table 1, when the answers providedby the respondents were
(o) - : ’)
analyzed in terms of the degree of commitment and consensus within.each organization,

1
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»
the résulis indicated that the majori_fy of respondénts from each of the national sport
Organizat‘ions..vstudied were highly éommitted to values which supported a rationalized |
ofganization structure. In addition, 34 organizations (9v7. 1%) had a majority of their
members who derﬁénétratéd a high deg.ree of consensus about these values. In other
words, the lresponder;ts supported the values that underlie the more rational
orgamzatlonal form that ‘was potentially a result of plan |mplementat|on

The results showed that through the support of these values. orgamzatlonal
mémbers' were committed to planning per se, to government involvdment in sport, to
corpc()_’rate sponsorship, to‘ more paid staff involvement in sport, and to high
performanca sport. As discussed in the second chapter, values have been linked to the
behaviors and actions of organizational members (Ranson et al., 1980a; Rokeach, 1968;
Conngr and Becker, 1975). C_ons.equéntlyﬂ respondents who valued the rationalization of
their sport organization would likely adopt a type of behavior that would support this
process. For example, the majority of members would support the hiring of more paid -
personnel, the recruiting of corporate sponsors, tfwe de;/qlopm;ant of formally laid down
policies, an emphasis on high performance sport, and so on.

The high level of commitment towards organizational ratior}alization found in this
study corresponded with Cunningham’s (1986) findings. Cunningham (1986} focussed on
the procéss of chénge occuring in pr_ovindia’l sport organizations over a 17 year time
period. Hé specif-ically examined the structure of these organizations along three
dimensions; specialization, standardiiation, and cent;al'ization and the interpretive
schemes (values) of members in order to determine Hdw organizations were‘ moving

from one paradigm to another. Paradigm, used in this. context, refers to the coherence

of a specific’ ‘sets of organszatlonal values and structures. Cunnmgham (1986) note{@hat

the values held by members over the 17 year period, reflected an orientation tgwards‘
more rational organizational structure for amateur sport organizations. These values
supporting organizational rationalization became stronger, over time, in two dimensions

of structure; specialization and standardization. Organizational members valued certain
¢ . .
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systems, rules, regulations, and procedures in piace within the organizations such as
“rules laid down at the national level about how to structure competitions, how to
organize clubs, how to structure administrative syste;ns” (Cunningham, 1986:70).

. Cunningham (1986) suggested that this sgrength_ening of-values cdnsistent with
organizational rationalizaﬁbn was, in Iargelpart, the result of increased government
involvement in sport over the period of his study. He argued that goverﬁment agencies
suppdrted and promoted values of “efficient -rqtiénal managwement" in amateur sport
organizations (Cunningham, 1986:.70).

Since Sport Canada, the.government agency dealing with elite sport, is the.
principal funding source to natio'ﬁal leval sport Qrgdr}izations studied here, the pqssibility ]
of national sport organizations’ members acting foni similar reasons is hi"g‘hly feasible.
More specifically, if the allocation of Sport Canada's financial resources to the sport

* organizations is tied to the development and acceptance of certain modes of operation
{i.e., rationalify), the members of the sport organizations are likely to feel pressured to
adopt values and subsequently exhibit behaviors consistent with this orgé?uization form.
For example, since planning systems are tied to resource allocation, they can be used to

~develop accepfance of these modes of operétion. Slack and Hinings (1987) suggested
that programs such as thé Quadrennial Plénning Program are a cat"alyst to the process of
rationaliiation taking place in the sport organizations. Through the Iinki;:‘é of financial
resources to the development of sport organizations,' government ager;cies have |
pressured members to accept values consistent with a more rational organization form
and subsequently, to engage in behaviors which will bring about this type of structure. ‘ ®

| This type of argument is defensible'from the perspective of reéource
dep@ndency theory. Like all other organizatidns, national sport organizations are involved
in exchange 'relation?ships and transactions with’other organizations. As such, they exhibit
a lavel of interdependence with these organizations. In the case of Sport Canada and

national sport organizations, this interdependence revolves around the provision of

financial resources by the former to the latter. Since these financial resources are large,

N




- and Cunninohem, 1987).
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Yal sport organizations budget, since their use is very much

in terms of total. .; bl

controlled by: Spo\?f nada, and since, for most national sport organizations, there are

few alternative sources of fundin Sport Canada is able to exercise considerable

control over the national sport nlzatnons This coritrol is mamfest in the acceptance

of the values promulgated by Sport Canada and subsequently in actions by the national

* sport organizations that are consistent. with Sport Canada policies.

Institutionalization theory is -also useful in helping explainifg why the members of
the sport organizations showed a commitment to a more rationalized organization form.

Meyer and Rowan (1977) postulated that “many formal organizational structures arise as -

reflections of rationalized institutional rules” (1977:340). The authors interpreied rules

as myths which are adopted by the members of the organizations. In turn, these myths
contribute to an organization's ”ceremonial conformity” where members accept the
myths and proceed to adopting rules to "coordinate and control activity in order to

promote efficiency” of the organization (Meyer and Rowan, 1977:341). These are,

reflected ih the formal structures of organizations. In national level sport organizations,

el
it is feasible to suggest that myths exist about the "correct” way a national sport

-organization should operate (i.e., paid personnel, focus on high performance sport, and

so on). These myths become institutionalized into the organization as rules ‘which are

reflected in structures. This, as noted above, is reinforced by financial resources.

H

Members of organizations adopt the modes of operation and rationalize their activities

,Which will allow them to establish legitimacy and maintain their structure (Slack, Hinings,

Y

As saen from the results and pertinent literature, members of high performance

nati‘énalv."s‘;boﬁt‘,o?i'garﬁzatione support values which are consistent with a morae rationalized

. ,orgamzatlon form However the mcreasung ratlonallzatlon of sport organizations may

oot ™

have unplanned |mpl|cat|ons for a Iarge number of the respondents specifically the:
volunteers. As a _result of ratlonaluzatlon, it is feasible to suggest that volunteers may-
, ) o .- DA

lose some of the power they have in their organization. Through the incorporation of

<
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formalized systems, rules, and pro;:edures to assist in the achiavément of goals and
objectives, the organizations become more rafionalized. Cénseqqently, in order to
méintain the day to day activities of ﬁwe organ'i'iativon, the volunteer members essentially
have to hire paid personnel. In turn, due to the ;ircumstances (i.e.,lcentrality,
information, proximity to Sp?)rt Canada, and so on), the paid staff become more
knowiedgeable in the affairs of the organizations and acquire power that was previously

held by volunteers. The notion of centrality, as suggested by Hickson et al. (1971),

potentially allows paiq staff to determine organizational warkflow and therefore be in a

* position to make decisions. This however, poses a chalienge to the ideology of

“volunteerism that pervades the culture of national sport‘and may potentially result in

conflicts that have to be rhanaged before change can be rﬁénaged.

in sxjmmary, the majorit\; of respondents in higﬁ performance natioﬁél sport
orgar{i’;atior'\s have dgmonstrated that they value organizational rationalization. The
suppon;t for more rational organizational structures could be the result of influences by:
Sport Canada, the external funding agency on which sport org'anizatiqns are dependent.
"he sport organizations' respondents support values cc;nsistent with ceétair‘\ rationat

modes of operation and systems, however, the long term implications of this rationality

remain to be seen. O ;
4

4.32'Plan Content . ' : SRR
‘ ‘ ‘ G o
The scale of "plan content” consisted of the value area pertaining to the specifics

‘of the national sport organizations’ plans. Include.d were questibns about the
development of the pla'n, the reasons for the inclusion of items in the plan, the quality of
the plan,_ and whether or not the expectations stated in the plan were realistic;When the
relia:bility" analysis was exsecuted fqr the four items included in the scale of “plan
content’, a cosfficient alpha score of «=.7300 was obtained. The results related to

lsvels of commitment and consensus were however, somewhat different from the

results of the organizational rationalization scale.

N -
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" As‘ seen in Table 2, all national sport organizationg had a majority of respondents

who were highly committed to values related to plan content, however, the degree of -~

‘consensus véfied considerably. Specifically, ’19 (54.3%) national sport organizations had -

the majority of their members exhibiting a low degree of consehsus when it came to the

contént of the plan, while, 16 -145.7%) national sport organizations had thé majority of

their members <.1\is:playin‘g._’a_ High degree of consensus. The high level of commitment B

—expressed by respondeﬁts suggeéted that they were satisfied with their organizatiohal

plahﬂ. With'a high level of consensus, respondents agreed with the content of the plan.

However, the organizations who showed a low level of consensug had members who
7N did not all agree with theif organilzational plan.

The idea of comr;ﬂtment to what is sfafed in a plan is very important to the

Brocess of change. According to Koontz et al. (1980); one of the reasons why planning
.often fails is because organizational hembers are not committed to their plan. Koontz et
al.- (198@}k suggested that this lack of real éommitmer_\t may be dué to the jact that most
people would rather déal withlcrises as th';ay come up rather than go through the
.exe_r(;is.'e_ of planning: This may be explained by the fact that planning is a lengthy tlmQ%k
consuming process. This point was raised by several respondents. For example, they‘»;

VL

noted: "...The paper,work for the Quadrennial Planning Program was far too great to ?‘,\
: . ’ i

achieve the necessary results. Unfortunately, the government again has gotten caught w
. N ®

with how big the report is and the use of buzz words..." and "...It {the Quadrennial \}

Planning Program} takes up an ungodly amount of the time of our full time staff with @Q
planning, budgetting, auditing, reporting and submitting for Sport Canada...”. Although i

‘&"‘
some respondents questioned the considerable amount of their time that planning :

required, their commitment to the plah, once it was designed, would suggest that the
process of plan implementation would be greatly facilitated. As Koontz et al. (1980}
presented, organizational members who are committed to their plan are likely to adhere

and identify to what it proposes.
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In the national sbort organize;tions"studied, resuits have in,dicated that the majority
of respondents demonstrated tiat they were commntted ém‘?the content of their, plan L

mr -

This commitment to plan content is evr?\x in respondents comments. For example

they noted: "... | feel it is extremsly worthwhile to have a quadrennial plan, to know

A w"

plan is important and the quadrennial
£ \

plan process has been helpful...”; ' The quadﬁhmal plan is gr'eatly advantageous...”; and

0’

where you are going-and how to get there ..."; "

‘A_"

...The Quadrennial Planning Program has beer?very effective in helping to give direction
to the association and in identifying the weak areas in the association...”. Based on the
results and the comments dealing with the value scale of pl_en content, it w.as clear that
the majority of respondents wera satisfied with ‘their organizational plani As suggested
by Koontz et al. (1880), 'this could iead toaa successful process of plan implementation
in the organizations in question. |

In regard to the notion of consensw“fWalsh et al. (1981 140) suggested that
genuilne agreement on the goals and values of an organization does not occur often "but
it is a possibility that should not pe ruled out”. In other words, for an organ:zatnon to

reach total consensus is very %&qult However, Walsh et al. {1981) acknowledged thet
it was not impossible. Organlzat:onal members are bour\d to differ on the values they

hold in regard to particular systems or programs. However, members can agree and '
| reach consensus on some of the values they hold. For natibnal sport organnzations,‘ this
suggests that members may ndt all shovxr a consensus in regard to the content of the‘
" plan. In fact, Varyihg Ievels offtonsensus vis-a-vis this scale are to be.expected.

In the national sport organizations, varyring levels of consensus were fOu.nd.

Some respondents displayed hlgh levels of consensus while others showed low levels
of consensus in regard to the comen.t of their organlzatronal plan. Accordmg to Walsh
et al. (1981), these resul}s are not surprising, however they imply that diffarences-do
exist within organizations. On the one' hand, if respondents of an-organization showed a
high degree of commitment and a high degree of consensus to their plan content, the
implemerltation of this Plan would be greatly facilitated. On the other hand. for the

'

T



organizations ¢omprised of memb%rsdisplayingaa low degree of congeansus, the

situation could be quite different. The :mplementatnon of the orgamzatlonal plan may be
problematic because of a lack of consensus exxstmg among respondents within the
organizations in question. Even though these‘rfespo'ndents may: benhighly committed to
the consequepces of their plan, they may not necessarily agr"_e‘e with what should be
included in the plan.
The comments of the responden_ts were useful in explaining why 19
organizations were found to have a majority of members who did notush;k consensus
. “ 1 : . '
about the content of their plan. More specificalty the comments suggested that a
number of respondents belived the plan focussad too much on'the high pe?'nance
aspects of the sport and not enough on the domestuc development/ participation
aspects. These respondents. stated that Gthey would feel more comfortable with the
content of the plan if it dealt with both: aspects The followmg comment is an example
‘ of some of the feehngs expressed by members in regard to thns point:
“/5\_, ,The Quadrennidl Planning Program has been destined to an elite level. So
<™ much smphasis has been placed on performance that the recreational aspect
have been poorly dealt with. With such.a high level of, time and-effdrt spent
on so few athletes, the majority of members are becoming disenchanted with
_the national body and mgmbership is taking the fall. The national governing
_bodies (Sport Canada and sport executive) should be concerned with '
“participation rather than performance not the other way around.
Other respondents supported this type of argument when they suggested: "...| believe
_ the major problem._witn the Quadrennial Planning Program is that it was a high
- performance plan, not an overall association or overali discipiine plan..."; ’f«:fn‘mv\\\

organization, the Quadrennial Planning Program has only been applied t& high \

performance deyelopment and it needs to be an overall process for all aspects of our

programs... and "...| strongly believe that the sport should have a quadrenm?
- However, | also believe that our current plan _places too, much emphasis on the
1
development of elite athletes and not enough on the building of a large membé&’ihip\of
’ , ., ‘ ’ U
playing members...". , ) S
Another possible explanation for this lack of consensus towards the content of

the plan might be that it is a reflection of the area of the organization in which the

o
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respondents worked. For example, if a member's responsibility lay within the doms\stic

development area of the organization, he/she may be dissatisfied with the plan, if this
area is not included in any depth in the plan. As a result, thi¥ member is not likely to
adhere to the plan. HoWever, if the mémber_works in the area of high performanc!,/
he/she may be very satisfied with the plan that focusses on this particular areé of the .
organization. A cross tabulation of the respondents’ values in regard to the content of

] the plan by the position they held in fhe organization.was carried out to verify whether
or not membaers working in the area of highv performance valued the content of the plér;
more than their colleagues working in the area of domestic developr;wenf. By examining
the responses of respondents in regard to their corﬁmitment towards their
organizational plan, a greater percéntage of respdndénts working in the area of high ‘
pe}formance {88%) indicated their sati\élféctior:aiwith their plan than respondeints working
in the area of domestic developmént (78.7%). The results indicateld that high
performance volunteers and paid personnsl wer’e more committed to the‘plan content
than were the domestib development volunteers and paid personnel. Thase results
suppbrt the fact that respondents working.i“n the high performance area of their
organization were mor . committed to the content of their organizational plan than were
th_eir colleag.ues working in the domestic devebpment area.

In summary, what is seen in regardtq yalues related to the rationalization of
nafional sport organizations is that the majority 6f responqents were committed to fhese
values and-showed consensus about them. It was suggested that these results stemmed
from the influences of Sport Canada. On the other hand, for the scale of plan contentf:"‘/ -
high.levels of commitment by the majority of respondents were in evidence; however,
the level §f consensus differed between organizations. Thase differences were

“attributed to the fact that the quadrennial p'an focussed mostly on the high performance
asp\ecté of sport. As a result, this wouid explain why respondents working in this area
would be more satis.fie’d with their Qrganizational plan than the respondents working in

the area of domestic development. Plan implementation would likely be facilitated where
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respondents displayed high levels of commitment and consensus in regards to both value |

scales of organizational rationalization and plan content.

D. 4.4 RESULTS : INTERESTS
The concept of interests was assessed through the use of the five questions.
" These questions focussed on the availability of time, expertise, financial, human, and

material resources for the process of plan implementation in the organizations. The

-

4 t

reliability analysis carriect out on these five items cesu\lted in a coefficient alpha score of
«=.6347. The results. dealing with the levels of commitment and consensus are shown in
Table 3'. |
UnIilte the results for values, the ones for interests showed considerable

vgriattons in terms o.f‘the levels of commitment end consensus. As indicated fh table 3,
13 (37.1%) national sport organiz.ations hed a majority of respondents expressing a low
degree of commitment as well as a lew_ degree of consensus towards the resourt:é.'s
available for the implementation ef their plan. One (2.9%) national sport organizatien had
the majorlty of its. respondents showing a low degree of commitment and a hugh degree
of’consensus to avallable resources and 18 (54.3%) national sport organizations had the
majority of respondents who felt very commutted to the fact that the resources available
for the implementation e.f‘t'h_e quedrenrnial plan were sufficient but very tit‘tle consensus
existed among these respondents. Finally, qnty 2 15.7%) national sport orgenizations had
a majority of respbndents who were highly committed to tne'resources available and
also showed a high level ef consensus. : | o |

I

From the results, it is apparent that respondents held different pegceptions about

the availability of resources for the implementation process of their organiietional

s

. . o i, . . . . ) &,
quadrennial plan.. Some respondents felt that there were enough resources in the:

'organizations to carry out the process of plan implementation, while others felt the
resources were too I|m|ted for successful mplementatuon to take place. The ma]orlty of

the orgamzahons had, at least, some concerns about the avallabnhty of resources forg\ P
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* plan implementation. Thirty three (94.2%) organizations had the majority of their

respondents expressing low levels of commitment and consensus, or low Ivevels of
commitment and high levels of ;onsensus, or high levels of commitment and low levels
of consensus. These results suggested that respondents were not fully satisfied with
the r\_esource§ avéilable to their 6;ganization. Thi?‘?v:/as also evident in the respondents
commer " a number of them expressed dissat?gfé_;% with the availability of
organizational resources. The comments focussed mostly on the lack of financial |
resources availabls to. carry out the process of plan implementation. The following are
examples of these éomments: "..‘.I feel that Sport Cgnada has not been honouring its
commitments in the bast year. Money that had been pro‘mised and budgettea for has not
arrived as agreed upon...” and "...The problem with the Quadrennial Plannmg Program
was the assumptnon given by Sport Canada that a major mfusmn of dollans would follow
a completed plaﬁ and therefore planning should be for an ideal situation. This did not
occur, creating frustration and plans that were good, but did not materialize...".

These comments and others are indicative of the fact that respondents were not
pleased with the financiai resources available from Sport Canada. Their dissatisfaction,
as outlined in the comments, seemed fo stem from the fact that Sport Canada had not -
’totally fulfilled their promise of func/i]ng to the national sport organizations following the
completion of the quadrennial plan. From the comments, it appéars that sport
organizations. were promised a cértain‘su;n of mon;t-(;esign and implément their
quadrennial plan. However, due to government restraints, the sum of money promised
was never actually allocated and.the orgamzatuonsﬂ unfortunetely received less funding
than expected. From the results and the comments, respogdents of some organizations

[
were disconcerted over the fact they still had to carry on-with the process of plan

" implementation even though their plan had become unrealistic due to insufficient funds.

This dissatisfaction with the resources by the respondents may be further
explained by elaborating on the resource dependency theory. As Pfeffer and Salancik

(1978) suggested, organizations which are unable to gianerate the necessary resources )
Y ‘ ,
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for survival or which @re unable to achieve the necessary activities to be seif sufficient@?
beceme dependent on their environment for’ these resourcest As a result of this
dependence uncerfainty can exist for the organizations. The lack of promised fﬁds
from Sport Canada mcreased the Ievel of uncertaunty national sport organlzatlons faced
and consequentiy hindered plan implementation.

As suggested by Zimmermann (1987) and Slack and Hinings (1987), financial
resources are a very imeortant part of sport organizations; more money aliows the
development of new programs and the support of existing activities. Slack et al. (1987)
stated '{hat all but two high performance national sport organizations received over 60%
of their funding from th- “aderal government. Furthermore, the authors stated that
"some {organizations’ were 'ecei\):ing as much as 95% of their-financial resources from
Sport éanada” (Slack. etra. . = 387:12). From this info.rm.ation, it is clear that the national
sport organizations ar: . ary much/dependent on Sport Canada for funding in order to
survive. Since Spc -t Canadl: has control over the allocation of tha funds and spending in
nationEI sport"organiza:ions it is probable that the respondents of these organizations
felt that Sport Cer sda was manipulating them. Consequently, a number of respondents

were dissatisfied '~ith the available financial resources for plan impiementation. That is,

they felt they met "¢ requirements of developing a plan but appropriate financial

e
. \
resources were nc - “\‘thCleng.

Another possible explana.tion for the variation in the results regafding the levels
of commitment ar- consensus of resources could be the area in which respondents
worked. More specifically, because the focus of the organizational quadrennial plan was
on high performance, members working in this area may feel differently about the
avallabihty of resource than what the members working i ; the area of domestic
development feel. In order to determine whether or not dif\ferences in responses

existed between members working in high performance and members working in

domestic developmaent in regard to resources, a cross tabulation was carried out.

£4
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The findings indicated that very little differenc/es existed between the responses
'of members working in high performance and the responses of members working in
domestié devel'opr.hent. In High p‘erforménce, 76% of respondents felt that the ‘ivailab‘ility ‘
of resources was adequate for the process of plan implementation, while 78% c;f'
respondents f the domestic development area felt the availability of regources was
appropriate. Although these rgspondents wer‘e all answering the.questions’in regard to
the Quadrennial Planning Program and their organizational plan, it is interesting to note |

the high percentage of respondents in both work areas who expressed their satisfaction

with the resources. However, these results were not reflected in the comments. Several

§
! 3

comments suggésted the existence éf djssatisfaction with the availability of resources
-for the process of plan implementa{ion. fhese comlments also pointed out the unequal
distribution of resources between the ar'ea of high performance and fhg area of
domestic development. For examp';le: “...The dis&oportionate funding/staff/resourcés
devoted to elite sport in Canada has diverted much ‘of our attention/resources to elite to
the Ioﬁg-term detriment of domestic developme;\t...” and "...It is very importént,that the
planning and the resources (financial ahd human).allocated to the high per'form‘a‘nce
programs not be to the detrimen‘t of mass participatipn/domesﬁc prc;gréms; The
development of programs and ser@ce‘z fgr the do&{Qic area o% sport should be as
important as the high performance area...". |

As can be seen, these comments contrac;ict the v%indings. of the cross tabulation.
It is very possibie that the respondents who commented did so because they held
extreme positions abo,uvt this situation. Nevertheless, the varying levels of commitment
and consensus in regard to tr;é availability of resources in the organizations'is
interesting.

Walsh et al. (1981) suggested that value consensus does not«prevent differences
of interests. In other words, although organizational members may accept the values of
the organization, they may not necessarily agree with how the resour{c‘Ee‘s shduld be

-

allocated. For example, in‘the sport organizations, members can all ag.reé on the



could speculate that conflict could potentially occur in the proci
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objective of producing elite athletes. However, they may not agree on the ways to
achieve this objective :(i.e., building' new training facilities or increasing the participétion '
level in domestic programs). As Walsh et al. (1981:141) put it, “individuals and vgroups>
may agree on ends without agreeing on‘how they {the resources} are to be pursued’. In
the situation of sport organizations, members may agree on the fact that ;'esou;rces are
going towards the implementation process of the quadrennial plan. Hc\>\'/vever, :Nhen it
comas to the actual allocation of re‘sources‘to aifferent components of the plan, the
organizational membérs may disagree. Furthermore, Walsh. et al. (1981) suggeste_d,thaf
members or groups perceive their own interests aﬁd their own 'contribution‘as very
significant'in the organization. From the results of this study, one could spseculate that
conflict could emerge in the organizations that have members who are highly committed |
but have a low degree of consensus. With the implementation of the quadrennial plan
and the potential change in the distribution of resources, the imp|emen§§tipn proéess of
the p‘|an may be difficuit. ’ H

‘As seen'in this section, the varying levels of commitment and consensus
expressed by the respondents could be an indication of their dissatisfaction regarding
the a\/ailability of the resources in the organization. ‘The resource dep.ender:cy theory
was introduced in order to analyze the results and to understand why the respondents
were displeased with Sport Canada. Furthermore, the responses of members working in
the area of high performanée and domestic development did not” show co:wsiderable
difference when compared. On the other hand, thé comments suggested that
rﬂespondents were indeed dissatisfied wi'gh'th'e resource allocation bétween high
performaqce and domesstic c‘ievelopme”r%t". In summary, from the var.i'a_t.iphs- existing in the

levels of commitment-and consensus of the respondents vié-a-vis the resources, one

Pad

m—

implementation in national sport organizations.
[ . o .
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E. 45 RESULTS POWER- )
In exammmg the power structure of the organuzatlons two sets of questnons
were asked; the first focussed on the current Ievels of power that certain key
decision- makers and commttteesshave in their organizations in regard to the
implementation of their quadrennial plan. The second set of questions.dealt with what
respondents felt should be the levels of power held by key decision-making positions
and commlttees in regard to quadrennial plan |mplementat|on Consequently, the results
related to power were separated into two categories; the current Ievels of power and |
what respondents felt should be the levels of necessary for plan implementation. In
addition, for the purposes of this study the power of the key dec:snon making positions
and committees were investigated mdn\ndually and collectlvely In other words, the
current levels of power and what respondents felt»shoul@e the levels of pov;/er, were
P :

examined for the individual positions or corn_mittees (i.e., president, technical committee,
director general, and so on) and for three rnajor‘groups; volunteer positions, paid
personnel positions, and committees. These groups were selegted because they were

- believed to be representative of the major sub-groups wheregdecisi'ons are made in )
sport organizations. That is, for the rhost" part, volunteers primarily, make decisions in
regard to the development of policies, Whil.e paid personnel make decisions dealing with
day to day administrative matters. Committees, on the other hand, are composed of
both volunteers and paio personnel and usually make decisions d&aling with particular
aspects of the organizations (i.e., sport science, coaching, officiating, and so on).

While it was possible‘to exarmine the power structure in different ways (i.e.,

administration/ technical, male/ female, and so on), it was felt that the selection of these
3 kv

%

three groups of volunteer posntlons paid personnel positions, -and committees would
provide a better understandmg of the plan implementation process in the sport

organizations. In other words, these three groups and the power they held were

believed to be helpful in assessing how the implementation of the plan would be carrned

out in the organizations.



4.51 Current Levels qf Power of Individual Key boclsion-Maklng Positions and

Committess

N

Table 4 shows the current levels of power of individual postions and

committees.

TABLE 4: CURRENT LEVEL OF POWER AND WHAT THE POWER SHOULD BE
FOR KEY DECISION-MAKING POSITIONS AND COMMITTEES

CURRENT LEVEL OF

WHAT THE POWER

POWER SHOULD BE

Volunteer:

President 3.63/5 . 3.92/5
Past President 2.40 , 241
Wice President ) 2.87 3.06
VP*Administration 255 . 2.92
VP Finance 2.61 t 2.91
Secretary 203 218
VP Marketing 244 -2.90
VP Sport Science 2.60 3.09
VP Officials 2.53 301
VP Coaching 286 - 3.30
Athliete Representative 2.36 » 3095
Coaching Representative 3.06 349
VP Domestic 2.50 312
Development .
VP High Performance | 348 3.84,
VP National Team .3.73 414
VP Technical ¥3.21 347

—
>

Committee:

Executive Committee - 374 3.87
Board of Directors 3.25 3.59
Finance Committee 323 * 3.44
Administration 3.07 3.09
Committes -

Marketing Committee 240 301
Quadrennial Planning 370 426
Committee e

Research Committee 2.48 308
Coaching Committee 2.66 3.28
Official Committee 239 2.69
Women's Committee 1 88 269
Technical Committee 3.21 3.54
Nations! Team Committee] 375 4.04
Competition Committee 2.30% 2.72
Selecticn Committee 2.61 2.65
Athiete Committee 2.29 3.00
High Performance 4:13 4 16

Committee
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Continued from previous page -

TABLE 4: CURRENT LEVEL OF POWER AND WHAT THE POWER SHOULD BE

FOR KEY DECISION-MAKING POSITIONS AND COMMITTEES

-|CURRENT LEVEL OF " WHAT THE POWER'
POWER SHOULD BE
" Paid Personnel: - . -
" Director General 4.24 4.23
"Executive Dvector A © 3.49 . 3.63
Technical Director 3.45 . 3.76
High Performance 3.92 . . 4.08
Director S ‘
Program Coordinator | 2.75 3.17 .
Marketing Coordinator | 2.49 2.90
Domestic Development 3.37 - 3.74
Coordinator .
Sport Science ' 2.21 3.00..
Coordinator B
Director of Athletes & 2.50 2.94
Public Relations : »
Head Coach 4.27 453
" Men's Coach 3.83 4.12
Women's Coach 4.06 ‘ 4.38
~ Disciptine Coach 3.36 3.78
Assistant Coach 3.00 ' 350

o

»
In order to assess which positions and committees had the most power in the

Srganization in regards to the plén implementation process, a8 score of 3.5/5 was -

selected as a cut-off point. All positions and committees that had a score higher than
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s
o 5.5 wera considered to have the significant power. The fol|owfng positions and
“commiﬁee; held significant péwer in the organrizations. In descending order, the
positions and committees wefe: head cdach;jdi‘rector general; high perfoFmance
committee; women's coach; high performance director; men's coach; national team
commineé; executive committee; vice president of national team; and the quadrennial
planning committee. The mean score of the_sé positions rar;ged from 3.63/5 to 4.27/5.
As can be seen, the type of positions and committees which scored high in
terms of the current level of power, were predominantly concerned with the technical
area of the organizations. Since the quadrennial plén focusses mostly on high
performance sport,.it 1S logical that these positions and committees should have the
power to carry out plan implementation. Since the-members holding these positions or
serving on these committees are knowiedgeable in the technical area of the sport, they

~

arein the'best situation to implement their ofganizatipnal plan.

As suggested inHickson et al.’s (197 1‘) work,. the notions of coping with
uncertairﬁ'w,"s‘gib‘s'titutability,_ and centrality are importa‘nth to consider for the assessment
of power in' "dni'g‘ani'zations. Since the merh_bers holding fhese technical key positions are
expert in regard to the sport, they may be considered powerful-beca{:se they are not
easily substituted. Their knowiedge and expertise is valued and very important for the
high performance aspects of the organizations. Furthermore, centrality also appears to
be predominant and useful in explaining’why the positions and committees concerned
with the technical are.a hold the highest level of power. Essentially, the'QuadrenmaI )
Planning FFrogram focusses on the technical aspects of the orgaﬁizations. As aresult, the
activities of this technical area are very much central to the design and 'implementétion of
the quadre_n}ni’al plan. In-turn, it appears logical that the key positions and comnittees

dealing with the technical area hold the po_mfer in regard to the process of plan

“

implementation in the organizations.

)

Y



4.52 What Respondents Felt the Levels of Powef Should Be for Individual Key
Decision-Making Positions and Committees ' 1
When ~:assessing what.the power structure of the positions and committees
should be, a score of 3.5/5 was also selected as the cut-off point. As shown in Table
4, the positions and committees that Had a score greater than 3.5 were, in descending
order, head coach, high perforimance committee, women's coach, quadrennial planning -
committee, director general, vice president of national team, men’'s coach, high
perfbrman_ce director, naﬁonal team committee, president, executive committee, vice
president of high performance, discipline coach, technical director, domestic
coordinator, executive director, board of directors, technical committee, and assistant
Coach. The respéndents felt these positions and committees should have the most
power in the okganizatid_ns i’r‘wiregar’d to the plan implementation process. As with the
results of the current levels of power, the majoribty of positions and committees that
respondents fe!/f’shodld h:;ve power, dealt with the technical aréa of the organizations.
As mentioned,régré\;iously, this seems to be logical given the nature of the Quadrennial
Planning Pro;ram Since the ovéral! objective of this program is to improve athletes’

performa;)é:es at the 1988 Olympic Games, the power structure for the process of plan

e

implementation should, according to respondents, reside in those positions and
committees that work in the technical area.
The results show tha_t responder:ts felt that more f)o‘siiions énd co‘mmitte.es
#"should have po& for plan implementation thari had currently held power. This has
implications for the organizations. By allocating power to more positions and
committees, the organizations may have input from a'wider variety of members in
regard to the process of implementation. However, this deconcentration of power may
in fact impede the implementation of thé plan.‘ Whem‘several rrambers or_sub-unifs have
the ability to make decisions in the orgar;izations, 2 decrease in the efficieﬁcy of the
procéss‘ of implementation can potentialfy occ;ur. This can essentially be explained by the

~ fact that more"time is needed before an agreement is reached between member ; in



regard to a particular d‘ecision. bn the -other hand, if the power -struétu_re is concentr *ted
and the power is held by a few, the decrs:on can be made faster and can be carrned out
in the organizations more rapidly. Since the contribution of these posmons and
committess in the technical area are critical to the quad:ennial plan and its
implementation, it is logical that they should hold power.

In addition, when comparing the positions and committeds that currently held and
respondents felt should hold the highest level éf power in régard to the plan
impiementation procés;," the results indicated that se_veral positions and committees are

-, _
'« common to both categories of power. As a matter of fact, according to the
L : e
<&

- % %, respondents, all the positions and committees that currently had power in the

A

?::; organizations in regard to the quadrennial plan, should have this power. in other ‘words'.

o

respondents expresséd congruency in their perceptions of the current level of power

arig what they felt it should be for certain positions and committess in the organizations.
. J»o?

Thl?mongruency suggests that respondents are for the most part, satisfied with the

2
ig
o

power structure in the orgamzatlons Conseq ent)
B, PO

m;ﬁlement%,tlpn process of the plan.

his may facilitate the

Furtheﬂgnore itis mterestmg to examnn_é.:the O\/erall results on the current levels

of power and what fespondents feltit, should be for the varlous positions and
J:‘p/ .
committees within the orgamzatl@w Mgg‘mn comparing these results, differences

(duf‘erences greater than .60 between the current power and what respondents felt it
should be) can be seen in several cases. The cases where the score of what
respondents felf should be the power was greater than the score:?wa the current powér,
included the positions and committees of - athiete representative; vice-president of
domestic development, reseérch committee; coaching committee; wornen’s committee;

athlete committee; and fmally sport scnence coordinator.

it is interesting that the position of athlete representatnve and the athmte
committee were perceived as a position and a committee whuch should hold more

67 .
power in the organizations in regard to the process:of plan implementation. it is.feasible
_ . ! ) A

g
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to suggest that mermbers wish to see more. power allocated to athietes because théy are
central to the oijectives of the quadrennial plan. Since the Quadrennial Planning Program |
essentially focusses on improving'the Canadian sport pefformances at the 1988 Olympic
Games, it seems logical to include the athletes in the process. As mentioned earlier in
the demographic information, athletes represenfed only 2.6% of the total numbar of
respondents. The findings indicated that resp‘ohde_nts wished to increase the involvement
of athletes in the quadrennial planning~ procéés. Iﬁ regard to the other p-ositions.qr
committees, it is interesting to notice the power of the vice-presjqent of domestic
development. As the results have shown, respondents felt that this‘ position should hold
more power than it does at the present. These results supported some of those frém ,
the values scale “plan content"‘. Res#ondents suggested that a greater fovcﬁs on the
domestic .de\)elbpment as \gveH as the high pérformince aspects of their ofganizati‘gf;’? '
were desirablé for plan implementation. The allocation of increased levels of power to
the vice-president of domestic develbopment supported fhis type of initiative.

In regard to the women's committee, respoﬁdents felt it had the least power.
When ﬁompared to all other positions and committees, it had an average score of 1.88.

Furthermore, wnen assessing the differences between the current level of power and

. )

what respondents felt it should be for all positions and committees, resuits for the S
women's committee showed the greatest difference. Respondents felt the women's.
committes should have more power (2.69), even though its score was strchvaivheh -
compéred to other posit.ions and committees. Although only 5 organizations had a
women's committee, this low degree of power allocated to the sub-un.it could be
attributed to the fact that there are very few women involved in the »administration of
“ the sport orgaﬁizatibns. ‘As presentec} in the first section of this chapter,.women who ‘
were involved in this Stud;.l represented only 22'.3% (110} of the total respondents.'

It Could be speculated that the mean score of the current level of power and
what it should be; for the women's committes is low whén compared to the other

e

. L 4 .
positions and committees simply&ecause of the ratio of women/men involved in " -
. . AN » .
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nationa_l sport organizations. More specifically, it is often suggestad that men are no

- fully a\)vér_g of the issues of women in sport, and consequently, may consider a
women'’s §9mmi&dq10nimportant. On the other hand, women are, in general, seen as -
co,ns_ci’ou‘s of issues.they} face in spdrt. Consequently, they may feel the women's
gﬁommittee should have more power. However, because there aré so few women
involved in this study, their different views regarding the cUrren_t tevel of powé:r and
what it should be, are not necessarily well reflected in the total result.s. In order to
determine whe;ther or not the views of men and women differed in regard to the
current level of power and what it should be for the women's committee, a cross
tabulation was carried out. The résu:ts of this statistical'abplicatioh ware interesting. in
regard to the current level of power, the perceptions of men vis-a-vis the power of the
bwomen’s committee were similar to the women's peréeptionﬁ. The male respondents’
mean score for the power of the women's committes ;N.as 1.9/5, while the female
respondents’ mean score was 1.7/5. On the other hand, ir.w regard to what the power
should be, women felt that the women’'s committee should have more power in-the
procesé qf plan implementation than did:-men. The female respondents’ mean score for
what the@gwer should be for the women's committee was 3.2/ 5 while the male
re\sbond'ents' mean score was 2.6/5. Hcwever, it is interesting to note that 3 men (4%}
telt that>the women's committee shoﬁld have "a great.deal-of infludnce”, aAscore of 5, in
plan implementat{on; no women expressed this r8sponse. Nevertheless, women, in

éeneral,'belieVe(g the women's committae should have more-powaer than it did at the

. : 4 .
time. . '

The remaining positions that had c,onslderable dif ferences between the current
level of power and what it should be, coﬁsis{ed ,mQStIV- of tec%_{w}:al positions and
commi;tees. The coaching and reséarch cohm|t;ees ahd tﬁe poﬂsition of sport science
coordinator are mo;tly concernea with the technical support-aspects of the sport. More
specifically, these committees and this position can potemiélly improve the technicgll-

Y]

» .
aspects of organizations through therr programs and activities. For exampie. the )

3
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~ ‘developments in the organization will assist in the achievement of goéuls and objsctives

- 85

~

. -

coaching committes can develop new way certain skills, the research
. 9

find"a hew method to test the fitness lavel of athietes. In turn, these new t.nical

[ - s
.

+

‘as stated in the quadrehnia! plan. By allbcating more powe;r to these posit"uc-an and
. -commyiftees, respondents may have felt that their contribution to thejc]uadrennial plan

could be benéficiall With_more power, the posiﬁon af'spéri science ﬁoordinator and tho.

committees of research and coaching would be in a better situation to ensure

dévelopments in the technical area of the sport. °

,Thefe were some cases whera positions and committees had a lower mean

score for what respondents fel?the level of power should be¥ather than the current
level of power. These positions ar;d E\ommmé‘és included the administration committee

and the postion of.directo’r g°eperal. In-both ir)siances, the decréase in the meart score

.

was ;mall, .01 and 02 respec’tively. The administration committee hgd‘ a mean score
for the curjgr;g}ével of p;ower of 3.07 anta what respoﬁdents falt th.e level of power
should be was 3.05/5. The position of director general had a mean score of 4.24/5
for the current level oj_pgw’er\ and.4.23/5'f‘(6r what nespandents feit it should be.
These differences may be;minimal: howeve}, they are considered important becquée in
all ther positions or cofnmitteeé,,when companing.the c.,urrenf I'eyei of p’gi/ve[ ana what”
it should be, the results showed an .increase. Consequently, it was believed important to
mention this committee and this posﬁition.?t is interesting f;; note that this position and
committee deals with the adminiétraﬁ’éh"q!{ thé organization. Since the focus of the
quadrennial pian is on high performance, resbondents may have felt that the
administration commiﬁee/and the po/sition of director ‘general did not need more power
in regard to the proces‘s of plan irﬁélemeniatuon sincethis positﬁig_rl anq committee were
_ -
not directly involved.:

There were also situationg where very little increase was noticed _Eetweén the

current level of power and what respondents felt it should be. These positions and

K

N
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committees included: past president; s etary;'laxecut'ive committes; selection )

committee; exacutive director; and high performance director. Most of these deal:. with
: v 4 \

the administration components of their ~~a=2ni~ation. Respondents felt, once again, that

t

the aaministraticn prRiops or committees snould ncgt_ gain more power for the N\
implementation process of the plan. Their pl/'ésent power in their organizations wés

believed to be sufficient for the process of implementation of the plan. It is important

to note that most of these positions and committ}ees dealt with the adminisfratibn e
aspecfs of the Qrganizatibns. As guggested’by Koontz et al. {1980) énd Oweﬁn et al. |

(7981), plannin'g is 'considered to be a major part of an o: ganization's administrative

sya‘i‘ém@ Ho‘waver, as seen in this case, respc;ndents in national sport organizations feit

KA »

thi "‘;x;ne quadrennial plan was a major part of their organization's technical area. From

-~

these results, i could te speculated that members did not recognize the administrative

consegiences ar _uiuirements of plan development and imptementation.

In éummary, the results indicated that respondents felt the technical positions &.

v

committees, in general, currently held and should hold more power in the process of
plan implamentation while the administrative positions and committees sh_ould hold
approximately the same degree of power. This suggests that respondents considered

..
B

the planning system to be more important for the technical area than for the

- administration area of the organizations. Furthermore, these results may suggest that

réspondents felt the administrative area had not benefitted from the quadrennial plan.

The results presented in thi's section also dealt with the fact that some positions and
- . <4

gommittees had shown an increase or decrease between the current level of power and
>

what respondents felt it should be. Several speculations were proposed as to why

differences existed in thg assessment of powsr. The women's committee, sport

science coorigkiptor, research committee. and coaching committee showed an increase
2"general and the administration committee showed a decrease in the
power held in regard to the implementation process of the plan. The positions and

committees of past president, secretary, director general, executive committee,



)
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selection committée, executive director, and high performance director showed very

little increase between the current level of powgr and what respondents felt it should be

for plan implementation.

=

v

v

4.53 Current Level of Power of ‘Coliective Key Decision-Making Positions and
; L

Committees

1

In order to examine what'respondents felt in regard to the current level of -

power and what it should be-for groups of positions and committe@s, the positions held

by volunteers were aggregated together, as were the positions of paid personnel and

committees. As seen in Table 5. the results in this section indicated. that paid personnel

N

were perceived to hold the highest level of power in the organizations when it came to
4 ‘ Y .

the plan implementation process.

"TABLE S

CURRENT LEVEL OF POWER AND WHAT THE LEVEL OF POWER SHOULD BE FOR

COLLECTIVE KEY DECISION-MAKING POSITIONS AND COMMIT TEES

©

2 - .

Positions/ Committees

Curre;n Level of. Power

What the Power Should Be

Volunteers n=2 n=0
Committees n=>95 n=% .
Paid Personnel n=28 - n=30

)
4

When the scores were aggregated in their own respective groups (volunteer positions.
2

paid personnel positions, and committees) and the :nean score was calculated for each

yd

organization, it was found that the majority of respondents of 28 (80%) national sport

organizations believed that the paid personnel had more*power than the committees

(14.7%) or *he volunteers (5.7%). These results may be explained bsy the fact that the

A

paid personnel positions are essentially all situated in one location in Ottawa. Volunteers.

on the other hand. are scattered throughout the country, respondents may believe that

-

the paid personnél positions are essentially the link between these volunteers and the

L]




* implementation.

athletes. . : ' ) €
- , L : .
As Pettigrew {1972:202) suggested, by being situated “at the junction of the

communlcatnon channels" an mduwdual can gain control over mformatlon and
consequently mobnhze power. In the situation of sport organizations, the pazd personnel

N

are the Innk between the volunteer members and the, athletes -As-a result, the pald staff

are often.in posmons where thay have access to mformatnon whmh may lpad them to

acqu;re more power Therefore by bemg the link between the athletes and the vglunteer

members and by having access to valuable Information paid personnel may be in a better

13

. position to have the highest level of power for the process of plan |mplementatlon.

4.54 What Respondents Felt the Level of Power Should be for Collective Key
Decision-Meklng Positions and Committees
. N .

- In regard to resuits related to what respondents felt the necessary IeVeI of
power should be for plan in;plementation, respondents again indicated that paid
personnel ghould hold the highest levels. All the volunteer positio_ns \;vere aggre‘gated
together; the same prooedure was carried out for the paid personnei positions and the
committees. When this was done, thee mean score for each of these groups was )

calculated by organization. According-to the results in Table 5, the rmajority of the

\respondents of 30 brganizations (85 7%} felt that the paid personnel should hold power

- in rggard to the process of plan implementatuon. Respondents from the remaining 5

- organizatc "= 4.3%) felt that committees should hold power. No organizatio:;s had
respondents ano felt volunteers-should have power in the process of o adrennial plan

The results related to the current level of power znd what respondents felt it
shnulédbe, showed that respondents of the majority of sport organizations felt that the
paid personne! positions had and should have the highest level of power. These results

can-be found in Table 6.

.
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TABLE 6 CON@UENCY BETWEEN CURRENT LEVEL OF POWER AND WHAT THE
POWER SHOULD BE FOR COLLECTIVE KEY DECISION MAKING POSITION AND'
COMMITTEES -

. ., -~
-

% X

VOLUNTEERS

No- organizations had the majority of members who felt that volunteers currently had ahd
should have the highest Ievel of power in regard to the plan mplementatuon process.

_PAID PERSONNEL - 7 "

The following organizations had the majornty of Yheir members who felt that paid .
personnel currently had and should have the highest level of power in regard to the plan
implementatign process:

Canoeing. Shooting, Wrestiing. Crass €ountry Ski,

Fencing. Baskethalliwomen). Alpine Ski. Water Polo, . ’
Ski Jumping. Weightlifting. Women's Field Hockey. o ' . -
“-Men's Field Hockey, Rowing. Basketballimen). Judo.
Synchro, Scccer, Diving, Archery. Track & Field,
Rhythmic Gymnastics, Swimming. Table Tennis.
Speed Skating. Figure Skating: Cycling

)

| COMMITTEES

- The following organizations had the majority of their members who- felt that commnttees
currently had and should have the highest level of power inregard to the plan
implementation process:

Boxing. Bobsleigh & Luge. Yachting

EXCEPTIONS:

The followmg organizations hac the ma;om\ of their members wha felt that the group
who currently held the highest izvel of power should not have the highest level of
power in regard to the plan implementation process,

’ ) ,/:
Volunteer=current level of power -

Paid Personnel=what should be the po»(ver “ S
Volleyball, Biathlon

v

Paid 'PeI'sonneI;current level of power
Commuittee=what should be the power
Nordic Combined, Team Handball

1
'

Commaittae=current level of power ’
Paid Personnel=what should be the power
Gymnasticsimen), Gymnasticsiwomen)

4




- From the results on power one could suggest that in sport organiza’tions power

AR
P
Beamish (1885) in his study of sport executives and voluntary assomations. ,

p@Wer in the spfbrt organizations is enjoyed by a small executive group”"

’

29). As suggested in the second chapter, this can assist in thte proce’ss.‘of plan

hands of a small group of members paid personnel This s:tuation has beén .\ i

.mp er?ientation if the power is held by a few posmons the decmons regarding the plan- " .

imple%tion can take place and be carried out more quickly than if the oower is

dispersed throughout the organuzatué‘ns The Situation does however, have oowous

!

ramifications for equal representation in sport..

v

The paid personnel may have more power than volunteers and committees
because of the information and the knowledge they have As mentioned earlier control
over information can be & cri‘tical resource by members for mobihzing power (Pettigrew,

1972). Since the paid person’nel aré situated in the center of the iwﬁormation flow for

. &

the national sport organizations, they can enjoy more power than their coileagues
holding volunteer positions or holding positions on committees. It seems quite |ogicaL
then, for respondents to feel that the paid personnel have and should have the key
dec:sron-making power in the organization when it comes to the process of plan

implementation. - ‘ i
In summary, some interdsting findings were observed in this section daaling with

. . ’ X .‘ ", .'

the concept of power. For the individual positigns.and committees, the results

B A ‘5' ) .
suggested that technical positions and committeesihave and shauld have power in the,

process of plan implementation. The resuilts also suggested that the national sport
organizations showed oligarchical trends in that power was held by few members.
Furthermore, when the positions and committees were grouped in the categories of

volunteer positions, paid personnel positions, and committees,it was clear from the

) responses that the paid personnel have and should have power in the organizations.
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R. 4.6 RESULTS : INTERACTIONS
o \

As explained in the previous chapter, the concept of interactions included three

‘different sets of émestlons Each of-these sets of questnons were scaled. These scales

»

consnsted of thegmechamsms for plan’ |mp|ementat|on the effects of the Quadrennial

Planning Program and mter‘personnel mter unft re!atle.:nshups n the natxoaaﬁ’ sport

1

organlzatlons. Coqsequently, for the purposes of this section, thexesuits are presonte',d .

under these three headings. , L - SR R

461 Mechanlsms for Plan lmplementatlon . ‘ < ] .

Thns scale dealt with the actual mechamsms in place in the orgamzatnons toﬁs\swt 3’ K

i

the |mplementat|on process of the plan. The rehabvluty analysis carrned out resulted in 8

v__coefficient alpha score of «=.7678. As prbsented in Table 7, results Lndncated that dﬂ'-

' natxonal sport Orgamzatlons were comprised of miembers who were hnghly commvtted to.

the mechamsms or systems developed for the process of pIan umplementatndn ThIS

o

commitment to interactions was 1mporta‘nt because it meant that res‘pondents ,f‘elt .

. positively about the mechanisms in place to monitor the :mplementatnon process of the

. Q \(»‘;
quadrennial plan. In turn, if the respondents were pos\t:ve in regard to the exns‘toﬂca of

these mechanisms, the hkel\hhood of successfully implementing the pian was greatly

mcreased because respondent.s expressed their satusfactﬁth the existing resources

[

In regard to consensus, 16 organizations (45.7%) had the majority of their responqents

demonstrating low levels of consensus. The remaining 19 (54.3%) national sport. "

organizations had the majority of respondents who demonstrated high’)levels 'of“

consensus when it came to the macham s in place for the lmplemer‘tatton of the -
8 . ’

'quadrenmal plan. In this latter situation, e ) process. of pjan tmplemenfatlon would

B

probably be facilitated because respondents have ex'pressed their’ sa_tlsfactlon tomd: -

the mechamsms of the quadrenmal plan
Koontz et aI (1980) suggested that a lack of adequate control téchngques could
v o
act as an |mp|ngement to the actUaI success of plan mplerr*entatlon Mcre specvflcally

N

)
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' ,they:suggestsd"mat a lack ,6me9chanisms,, Wé(;ld likely preven: members fru - going
t'hrqugh the process of plan implementatioﬁ within their ¢ ganizat *~s : member. do
‘not ﬁave any methods of ,follbWing up on the plans the  ercise aring withiy (-8
orgénizatj_ons n quéstiqfn"woul‘d‘probablvy‘ rfiot Jbe var cacuzss. v Heliriege o al. (188¢€)
suggested a smmilar vig!’Q wh-en- they noted that irL the « .at of change, ~ jai.zations
must have ef?ecti/\/e ‘,mechanisms or ways to adap . Sport or.arizatiors z 3 ro
exception. Ihe;'a/sp:.dndfe’nts of these organizations require i ac _. T°2C anisms Q-
assist in the plm in’ufpleméntation process. Mechanism = such . kO, pam ormanc.,
indicator;{, reéular n;neei'ings, written ‘reports, avaluations, ¢ . 2.signed “esp: sibility for

the plan i‘nplemematﬁon all have the potential to be helpful for sport organizations. If the
el > i

f .

irespondents were highly committed to these mechanisms, they would feel positive

¢

at%ut the process of plan implementation. However, if the respondents were not

committed, they would feel uncomfortable in regard to the mechanisms in place in the

organizations. Consequently, the members of orga'riizations could feel that the process

of plan implementaticia would be out of reach. Hence, the exisitence of mechanisms in
p p 1
- L]

~ the organizations would allow members to monitor how the process of plan
implementation-was being carried out. These mechanisms would provide feedback for

members as they implemented their plan..in turn, with this feedb\ack, the members could

assess the progress of plan implementation.
This high level of commitment by organizational respondents vis-a-vis interactions %

may be explained by the nature of the plan. Since the development of mechanisms was
* 1 \‘

‘part of the aespn of-the plan,\it ma/y be speculated that respondents may f:ave
committed to tr.{ése because they werevirgvolv.ed in the devemat the beginning of
the CuadrenniSI Planning Program. The res';?ondents di'sp.laying a high level o}”’consen’sus
would probably adhere to these mechanisms. The respondents who demonstrated low
levels of consensus may not haye been implicated in the dejelopment of the.

¢

mechanisms. As a result, they' may not feel oWnership towards them.

+



\ L 4 . ' 94
J’\"_,! o

4.62 Effacts of the Quadrennial Planning Program
w ) S ’ :

This scale fo-éuissad specifically on the effects on h.gh performance national

sport organizatieﬁé'aé a result of the Quadrennial Planning Program. Specifically, the

° gLy

identification o‘f Ast;‘ehg'ﬂ’ws and weal;rﬂesses, the collection of logical and systematic
informiation, the development of a general planning system, the development of high
performance sport, the identification of key issues, and a thorough review of theA
organization and its effectiveness were seeh as the major resultant e;ffecfs that the
Quadrennial Planning Program had on the organizations involved in this study. The
réliability analysis carried out on these items resulted in a coefficient alpha score of -
) o==.8609. The sevle:ctionvof these effects were taken from Sport Canada do):uments. It

/
. . V4
was believed that'these effects could potentially influence the process of plan

y =
?Iementatlon. o

As bresp;;;ted in Taéle 8, the results indicated 3 high degree of commitment by

respondeﬁts from all organ’izations. However, when it came to consensus, the majority
of respbndents from 9 (25.74%))" national sport orgaﬁizations demonssrated low degrees -
of c‘onsen5us in existence regérdihg the effects that the Quadrennial Planning Program
J . :
had on various systems of their 6rganization. Ofganizations with respohdents who .
showed high levels of commitment and consensus would probably find1 it easier to

- .
implement the-quadrennial plan than the organizations with respondents displaying a high
level of commi’tment and a low level of consensus in}regard to the ef’ s of the
Quadrennial Planning Pr"ogram. The respondents who were committed and in consensus
perceived the effects of the Quadrennial Planniﬁg Program as being helpful fér the

g )

pitted but not in

overdll organization. On the other hand, the respondents who -w”'

consensus did not necessarily agree on the effects of the Quad o Memping Program.

o

~ . fos
Somn respondents felt that these effects had been positive wiile other¥ felt they had

4

been negative. Consequently, the process of plan implementation may undergo soms

ditficulties.
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As previously discussed, the imp|ementaq-w of a plan consists . organizational

_change and therefore, will'likely have an effect"Hn the ong\nlzatnons in questlon Koontz
. -,

et al. (1980), Hellriegel et al. (1986), and Daft (1983)\:gve alinoted the fact that
. organizational members will often resist change. For example, individuais will tend to
 resist the potential impact of the change by practns;ng selective at‘tentlon and listening.
¢ Since the respondents displayed high levels of commitment towards the effects of the
guadrennial 'plan, one may speculate that they may no longer be*wary of the change
taking place and the effects it will have on their organization. These respondents may
have aiready been aware of the effecis caused hy the implenﬁientation of the plan-

i
-l

/} because of the time period elapsed between the star%.}@f Te program and the survey. As &

L)

a result, the implementation process of the plan was well underway when they
“responded to the questionnaire.

The low level of consensus expressed by some respondents of 16 organizations
may be an indication of their hesitancy accept the changes that have oc{cured asa

~

result of the Quadrennlal Planning Program. In other words! respondents;nay be hesitant
when it comes to the impact that plan |mplementatlon had on their organizations. In order

to alleviate this feelung of hesitancy, Koontz stal. t(1980) suggesgp,d tnat the top

Ju—
managers should build mechamsms‘)f awareness of change and develop an ability to

f\or@t it in order to create an open mmd attltude towards the changes occuring in
¢ th "gamzatuons as aresult of the pIan impiementation. Daft (1983) acknowledged the

fact that changes will indeed have an effect on the organization and organizational
. members may be reticent when facing the changes in question.

As a result, it is important to consider the consequences of change through ne

-

use of interactions because they could help organizatfonal members n the p-ocess of™
plan implementation. In the situatio%of sport organizatigns, an understanding ot the
: Y : A

effacts of the Quadrennial Pianning Program could providé additional information to tw%

members in regard to the impiementation ¢ f the plan. In turn, this information would be o
A

useful in determining w' athér the gffects of the Quadrennial Planning Program were &
. N )

3

AN
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7w4.§3 Inter-?i?%o\erel and Inter-Unit Relationships . SRR

~T

~

4 ' - )
positive/qu)egative. ‘ « %

N .

The scale of inter-personnel and inter-unit relationships d8alt with the existence
of a number of links in the organizatibns: relationships betweqn\"\embers working in the
. 4 i - . . M ) . . »
administration area angifworking in the technical area: relationships between volunteer

\ - "
and paid personnel; riationships bety

finally, P8lationships between the organization and Sport Canada. T‘e reli\ability analysis;'x 7

carriedlout on t(ese items resulted in a cd.eifficient alpha score of «=.7060.

As seen .in Table 9, the resuits of this scale éhov_v three diffarenth situationwn
the first instance, gy 2 (5.7%) national sport Qrganizations had a m jogty Qf y ‘
respondents who demonstrated low degre;s of commitment as well as low degree£ of
consdensgxﬁ,towards the inter-personnel and inter-unit relationships.i In the%&t’o;\d

. 5
inseaﬁce, 22 (62.9%) nationaG;ort organizations had a majority of rgspond

\ .
were highly committed but showed a low degree of consensus when it came to the

quality B the relationships existing in the organizations. In th€ third iristance, 11 (31.4%)

national sport organizations had a majority of respondents fvho demonstrated a high
i

¥y

{ .
degree of commitment as wea'll as a high degree of condensys among respondents. “

As Hinings and Slack (1987) suggested, the introduction O£ plans tendto create

/’ i - . . R Ei
conflict since planning forces organizational members to face th’eir differences. One

-

' could speculate that the organizations who have members displaying high degrees of

-

commitment in addition to high degrees of consgnsus would be in a favorable position/“
z

for the implementation of their quadrennial pian mainly because of their po%mve attitudes
. s MR

toward the inter-personnel and inter-unit relationships in existence in their organizations.

On the other hand, for organizations that ar# corryrised of mempers who have low
iavels of commitment and/or low levels of consensus in regard to relationships, c\onflict
cquld emerge in the organizations and subsequently interfere with the quadr’er}nial p‘ta%If

organizational members did not agree with the quality of the relationships or were not

L
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committed to them, thén ghances are great that §onfvlict would exist.

1f the members wlithi.n the national sport organizations considered the
relationshibs to be positive, then they would.probably be very sa;_tisfi_ed with their '
rapport with other members, other sub-units and/ or other organizations. Thus, the

actual set for plan implementation would likely be very favéraple. On the other hand, if

organizational members considered the relationships to be.problematic or negative, they

would probably be dispigased with their ?‘aPport with éther members, other sub-units
and/or other organizations. As a result, th;‘impiementation of the pla-n could prove to
be. a real challenge in this least promising milieu. Members would end up hanaging
conflict instaad of man:ging the change that 1" iadrennial ﬁla?ﬂ:rought about. As
Walsh et al. (1981) explained, conflict may ari. .0 organizations when members or
groups attempt to exercise power to determine outcomes in conformity with their own
pel
interests and values. Since each member has different values and different interests, the
outcomes thay attempt to determine in the organizati‘ons may also be ;:Iifferent and
consequently, this may creaté ‘édnflict between members and benweeg groups. Since
conflict affects v‘a‘lues, power, and interes.ts, tﬁ’e existence of negative relationéhips will
likely impinge on the implementation of any plan. in the case where conflict does arise. it
| | : . -
becomas important to develop mechanisms that will help aIIeViate\these conflicts in

L _ . ‘ s
organizations. As seen, organizations comprised of members who ressed low

commitment-and/ or low consensus, could be an indication of the existence of conflict

/ between members, sub-units and/or other organizations. Mechanisms such as regular
: a

meétin_gs, evaluation procedures, clear delineation of roles played by organizational
r'nembe}s in regard to the process of plan-implementation, and so on would assist in the
management of conflict and even perhaps in its prevention.

The analysis of the three s-. ss for the concept of interactionsbis importgnt since.
it considers different-issue: - the o-ganizations, the mechanisms, the effects, 0 "e
intér-personnel, inter-unit relationships. The results of these Th‘ree scales show some

similarities, that is, in each scale, most of the organizations have members who are
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highl'y/committed to the interactions but dispiayed différent levels-of consensus among
each other. One could speculate that the‘implementation z n'»  -ould be facilitated
in the organizations that are comprised or highly commi~.sc Mo g e rnlagr‘eement along
ail three scales. Séveral organizations were found inthatc " ~vomen's fiele
hockey, synchronized swimming, cross country skiiog, women's gymnastics, cycling,
soccer, track and field, and table tennis. The majority of respondents from these g
organlzatlons were commmed and in’ agreement with the mteractlons in place in their

organlzatxon for the process of plan implementation, therefore they will probably

subscribe to the plan. However in the situation where the members are hnghly

5

committed but not necessarily in consensus in all the three scales, it may be dnffucult to .
actually implement the plan. The remaining 27 organazatlons would be consndered in thls
category since they have respondents. who have expressed varying levels of consensus

and in some cases, varying levels of commitment.

G. 4.7 VALUES, INTERESTS, POWER, AQID INTERACTIONS: DYNAM‘ICS OF PL/N
IMPLEMENTATION " . '

As can be seen from the results, the level of commitment and the level of
consensus are both important if one is to speculate on how the |mplementat|on process |
of the quadrennial plan in national sport organizations is proceeding. A number of
interesting observations can be made from the results on ~ - vnamics of plan-
implementation in national sport organizations. The results appear to suggest that the
members S the national sport organizations differ in their views r‘egarding values,
interests, and interactions of the dynamics of plan impiementation. For example, an
_organization‘ may be comprised of organizational members who are highly committed and
in> agreement for the concept of values byt when it comes to resources,.these members

are not very comrmitted and are not in agreement about values related to resources and

their availability.
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? This investigative study revealed some interesting findings. Based on these
filgadings, some sb;Eations were made in regard to the levels of commitment and
conseﬁsus displayed by members of the organizations studied. In the first instance,
values of membaers were assessed using two scales.

The two most intereps‘ting observatio»ns were found for the concepts of interests
and power. For the concept of interests, it was clear from the resuits that a nur‘nber of
members were dissatisfied with their organization’'s resources for the implementation of
the plan. For the concept of power, the majority of members regardless of whether or

; 1 .
noi’ they were volunteers of paid personnel, felt that paid personnel ﬁad and should have
the power for the pr~ocass of plan implameniation.

in the follolwing paragraphs, the ir;rgr;relatnoﬁﬁwips of all four concepts will b
céns}dered. Based on these inter-relationshubs, the discussion will‘speculate on some of
the difficultles or successes an organization may go through when implementing the
QUadrennial plan. It would appear viable to sugges at organizétions comprised of
members Who expressad high levels of commitment and consensus for values,
interests, and interact’iops and express;ed level and congruency w'ith power, would in all
pf'Cqubi|ity, be successful in implementing their plan. The organizational members would
su;sgribe to the plan, they would value the organizational rationalization that the plan
brings about, and they would also value the content of the plan document. They would
fesl comfortable with the avéilability of the resources and its distribution in the

prganization for.the process of plan implementation. In addition, these members would
consider the interactions—suitable‘ for plan implementation..

As suggested by Hinings and Slack {1987): high levels of commitment vis-a-vis
values anci interests; high degree of satisfaction with the pov.ver strlbcture;; and the
development of nteractions to handle difficulties such as conflict will all con_tribute tb an

’ ' .
"ideal” implementation process of change. Unfortunately, in this research, no sport

organizationg had all these dynamics present for plan implementation.
\ ' ’ '

|
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No high per‘ormanca national sport organizations had members who expressed

hrgh '{ﬁﬁ" of #mr- tment and consensus for all three concepts of values, interests, and

-

.. interactions, and satisfaction with the concept of power. This could suggest that all

national sport organizations involved in this study may encounter varying degrees of
}{ficulty when they implement thejr plan. This dégree of difficulty will depend upon the
org;izafional members” Berceptions vis-a-vis the four concepts. If all concepts have
equal importance in the process of plan implementation, one can speculate that the
organizations of women'’s %ield hockey, cross country §ki, cyéling, soccer, and track
and field will have less difficulty imp'iementing their plan c-ompared to the remaining thirty
sport organizations becausa they have members who display high levels of commitment
and consensus in two concepts, values and interactions. Furthermore, the majority of
_.members of these 5 ofganizatiolrws express~9d the fact that congruency existed between
the current level of power vz;nd what it should be. For the concept of interests, members
in these organizations are not comfortable with the availability of the resources for the
implementation of the plan. As a result, difficulties may arise in the implementation

-
process.

For the orgahizationg comprised of men':bers who displayed various levels of~—
commitment and consensys for the concept of values, interests, and interactions and
o ‘
felt that the actus power .:tructure was not appropriate, one could speculate that the
plan implementz -~ process would be very challenglng Specifically, one organization,
nordic combine~ may find the process of plan implementation very difficult to
undertake since the members are not in consensus with the concepts of values,
int-erests, and interactions and they are not totally satisfied withv_t.heir present power‘
structure. Conseduently, a number of organizational members in;./olved with this
particular organization may not subscribe to the quadreWan their organization
developed. ¥ | '
In other organizations such as archery, team handball, fencing, rhythmic

gymnastics, and judo, the >rocess of plan implementation may be difficult to undertake
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because members expressed dissatisfaction in three of the four concepts. The
remaining organizations appear: to be comprised of members who axpressed

dissatisfaction for the plan in two of the four concepts. As a result, one could speculate
" that these members would have less difficulty in successful plan implementation than the
members of the previous organizations.

In closing, the results focund in this research appear to have a number of.

3

implications for how the actual implementation of the quadrennial pfan will proceed in the
national sport organizations. The following chapter will deal with these implications and
.

will present the major conclusions of this study.

ae



R CHAPTER 5
Ny
~ A. 5.1 INTRODUCTION
This final chapter is essentiall{: divided into three major sections. The first

ES .
section consists. of a summary of the research that was presented,in the first four

s
chapters. This section focusses particularly on three areas: a summary of the theoretical
background on which this stuqy was based; a brief overview of the methodology
selected x:: carry out this resea\rch; and finally, the major findings. In the sécond section

- of this chapter, the conclusions of this study on the dynamics of plan implementation are
discussed. Finally, in the last seciio‘n, rec;ommendations for the Quadrennial. Planning ) |
Program anq its process of implementation in‘ the high performance national sport

organizations are presented. Some recommendations for future research in.the.field are -

also discussed. .
.B. 5.2 SUMMARY

5.21 Theoretical Background

The purpose of this resear;h was to investigate the dynamics of plan
imp!ementation in high performance national sport otganiz/a(;ions. The Quadrennial
Planning Program was first introduced by Sport Canada,i)riqn‘ 1984, to allow national sport
organizations to design a four year plan i'n order to improve athle{es‘ performances at
the, 1988 Olympic Games. The sport organiiations are how invoived in the process of
plan implementation. The invésiigation of this process involved the examination of four
concepts; values, interests, pdwer, and interactions. The selection of these four
concepts originated from the work of several authors. More specifically, Ranson et al.

(1980b), in their conceptual framework on the study of organ'izations' structure,

introduced the first two concepts; values and power. Shortly after, Walsh et al. (1981)

104



used tiwese two éoncep§ and introduced the concept, interests for their work on power
- F . '

and advantage in organizations. Greenwood and Hinings (1987) further discussed these

three concepts in their work on the dynz . s of *or'ganizationai change. llntheir study on

planning and change in national sport organizations, Hinings‘and Slack (1987) discussed

the threse concepts and introduced the fourth, interactions

s

Based on these authors works it was believed that an mvestigation of the four
concepts would provnde a sound foundation for, the study of the dynamics of plan
implementation in national sport "organizations. The work of these authors, along with

T .
others in the organizational literature dealing with elements of values, interests, power,
and/ or/interactions, were utilized extensively in o'rder to better un‘de_rstand the dynamics
of plan implemantation. . : : ’ K
" Briefly, value$ were found to guioe factions and;behayiors of members of

organizations. It was important to examine the values of members in national sport
organizations in order to assess how members would feel in regard to the
implementation process of their organizational pIan.YFor the concept of interests,
members had the opportunity to express their views on the resources avail‘ab|e for the
process of plan implementation. This was useful to determine whether or not members
were satisfied with the financial, materiaj, human, expertise, and time resources. Power
in this study,dealt with the ability of members to make decisions. Respondents were

» asked to assess the current level of power and what the power of volunteers, paid
; personnel posmons and committees should be in regard to plan implementation

v

Interactions, on the other hand, focussed on the existing mechanisms in place in'the

Y

organizations for the implementation process. Members wereg asked to state their
satisfaction with the mechanisms of plan implementation, the effects of the Quadrennial

Plan Program, and the inter-personnel, inter-unit reiationships within'the sport
- { g

organizations. Following the explaration and investigation of these four concepts, a

) discussion-of their inter-relationsh os was presented. The literature suggested that

resource allocation and the power structure in prganizations was a reflection of the

) . | —
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members’ valuess Consequently, members in dominant positi6n§ may attempt to maintain

their resources in order to kee the power. .Sinces the process of change can potantially

bring on such issues as cqnf!ict, it becomes imperative to design interactions to facilitate

this process With the introduction of the Quadrennial Planning Program, members of

the high performé@ spor‘f organiza;ions had to design plans and consequently, face the

B

issue of change: The investigation of the dynamics of plan implementation took place as

the organizations were going through the process of implementation.
5.22 Methodoiogy

In order:to assess the dynamics of plan implementation in the national sport
;Jréanizations, the survey research method was selected. A questionnaire com;;rised of
64 question,_\s‘debal‘ing with values,l interests, power, and intéractions,was sent to a
sample of individuals involved in the implementation process of their organizational
quadrennial plan. The questionnaire Was adapted to each organization because of the
dif ferences in the nomenclature of positions and cofnmittees and the power structure in
existence. As a resuli, the two sets of questions on power differed from organization
to organization. This questionna” 2 was sent to key'members. who held positions that
were believed to be important in the process of plan implementation. Thes;e members
included both volunteers and paid,persoﬁnel. The number of members selected differed
fr-am organization to organiza._tj?n because of the positions, the structure, and the size
of the sport organization'. In to'{al, 494 individuals resbonded to the questionnaire for a
resp'onse rate éf 80.19%.

Each quastionnaire was coded and stored in-a cc;mputer file where appropriate
statistical applications were carried out using the SPSSx program. In order to analyze
the data, the four concepts were operationalized into scales. The concept of vames was

>

divided into two scales: organizafional rationalization and pla- ‘ontent. Interests
. \ ~,

consisted of qne scale including all variables dealing with this concept. The concept of

power did not encompass the use of scales because of the type of questions asked.
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The two setg of questions were divided into two categ;%s: the current level of power

and what respondents feit it should be for key voluntesrs, paid personnel, and

committees in the organizatian. For interactions, three scales were used: mechanisms of

plan implementation; the effects of the Quadrennial Planning Program; and

]

" inter-personnel and inter-unit relationships.

The analysis of these fgur concepts consisted essentially of the investigation of
J r
the level of commitment ahd the ievel of consensis in regard to values, interests, and
interactions; and the investigation of the level of power and the congruence between the

current level of power and what respondents felt it should be. This analysis was carried
’ ap - - .
(S . .

out by organization. g : : ~

5.23 Findings
The following is a brief summary of the findingg of this study. in' regard to v?uas
vis-a-vis organizational rationalization, the majority of respondents in most of the
national splort organizations showed high levels of commitment and consensus. These
results indicated that respondents valued the process of rationalization (i.g,, rules,
procedures, systems, and so on) that was brought about by plan imp.lementation. For the
analysis of values vis-a-vis plan content, some ofganizatio'rns had the majority of
members dispiay a high level of commitment but-a low level-of consensus. For the
organizations with respondents demonstrating high levels of commitment and consensus.
it was specdlated that the process of plan implementation would be facilitated. However,
in the organizations-where the level of consensus was low, it was suggested that the
organizations colild experience some difficulty in the implementation process, of thair
plan. This low level of cons.sus was attributed to the fact that some respondents were
dissatisfied with the content of their organizational plan because it focussed solely on
high performance.”From the comments, it was clear that respondents would have been
more cqrhfortab|e with the plan if it has\dealt with t;oth the domestic dévelopment and

the high pérformanéé aspects of the organization.
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in regard to the évéiillét‘:imy pf‘ resouices, the resuilts indicated that organizations
had respondents displaying a var‘ietyﬁ:gff’:levels of ¢commitment and éonsensus. It was
speculated that these differences suggest that re;p‘ondents were dissatisfied with the
availability of resources for the plan irplementation pr‘ocesTs. It was suggested that
rescgurce dependency by the organizations on Sport Canada was a contributing factor to
~ this dissatisfaction expressed by the respondents. Furthermore,- it was speculated that
members were displeased because most of the resodrce; we'r".e directed to the high
performance aspects of the orgénization to the detr.i'ment of domestic developmen‘t.
in regard torpower, in general, the majority of respondents in organizations felt '
that the technical positions held the highesf level of power . 're'gard to the process of
plan implementation. Furthermore, these respondents also felt that the technical
positions should have this power. It was speculated that this congruehcb,between the
current level of pC—)WBI' and what respondents felt it should be, would. facﬁitate the
process of pla"n implementation. When the volunteer positions. the paid pergonnel
positions, and the committees were grgu‘ped, congruence between the current level of
power and what respc;ndents felt it should be was also‘in evidence. The majority of .
respondents in"most.sport'organizations felt the paid personrel positions he[d and
should hold the power for the implementation process of their organizational plan. From
thesa results, it was speculated that plan implementation woulg be facilitated because, in
general, respondents were sat‘isfied with the positions or groups of positions that held
power. On the other hand, for the organizations that Had the majority of their
respondents sxpressing incongru?ncy between the current ievel of power and what
respondents felt t should be, of positions or committees, it was suggested that the plan
\_J'zplementation process could have beenmf':“hallanging. '
PN
In regara to interactions, three scales were used. Therefore, the results were
- N - : : .
divided into three categories. In the mechanisms of plan implementation, some

organizations had the majority of their respondents expressing high levels of

commitment and consensus, while other organizations hac e majority of their
-

~a

> ¥
4{.
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respondents displ;ying high levels of commitment and low levels of consensus. It w_as‘A
speculated that respondents were highly cdmmitted to mechanisms because they had
been part of the design of the plén. Co_?\sequéntlyv', \tr;ese mechanisms had been in place’
since th-e"design of the plan and respondents felt comfortable with their usefulness.‘As .

~ for the varying levels of'consensus, it nay have been attributed to the._f‘;i{‘:{;fﬁt\at because

of the reduction of financial resources by Sport Canada, some rssp‘o,_

plans had become unreahstnc and so had the mechamsms to assess the progress of plan
implementation. In the effects of the Quadrennial Planning Program, similar results were
found. Some grganizations had thé majority of respondents demorwstrating high tevels of
commitment and consensyps and other orggniiatiéns had:the majority of m;mbers
displaying a ar Ie\rel of commitment and a low level of consensus. The results found
here were atzricuted to the fact that the effects of the Quadrennial Planning Program
had been felt ever since the start of the process of implementation of the plan.
Con'sequently, respondents had some time to dgal wjth the effects following the
beginning of the plan implementation ?nd the survey questionnaire. Thi. time period may
have allowed problems to be dealt with. For the inter-personnel, inter-unit relatiohships,
a few organizations had the majority of respéndents expressing a low level of
tqmmitment and consensus; other oréanizations had members dispra;ing high Ievels'of
commitment and consensus. Most organizations, however, had the majority of their
respondents displaying a high level of comrr:itment and a low level of consensus.
Members who expressed low levels of consensus wer;a probably dizsatisfied with some

of the inter-relationships within their organizations in regard to the pro'cess of plan

implementation.’

C. 5.3 CONCLUSIONS AND DISCUSSION
From the results of thisgstudy, several conclusions can be drawn. The results on
values toward the content of the plan and on resources appeared to suggest that

members have difficulty with the Quadrennial Planning Program. More specifically, the
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focus o theﬂ high performance area in the quadrennial £ an is sgen as being detrimental

to the’domestic development area of the organization

Y

These results are also reflected in the comments made b me of the members.

-

From the comments members uggested that the quadrenmal plan put too much

emphasis on high performance. Eventually, the sport would suffer because he domestic

P

development area is not receiving any support to mamtam ‘and pursue*’the adtivities and

Lua\"
systems in place in order to achieve their objectlves Some members fw that only a

few top athl_etes were being catered to while a large number of potential athletes were

being virtually ignored.

1

Another point based on the results on power, consisted of the fact that the plan
did not appear to be considered a major administrative concern. On the contrary, as the

results seemed to suggest, the quadrennial plan was believed to be a major technical

\/

concern. For example, according to the members, the adeNe positions and

committees of the organizations did not appear to hold any power in rqgard to the

implemer*ation process of the quadrennial plan. However, the techpical positiong’ end
' {
i
committe 3s appeared to hold the highest levelg of power in the organiza on for the
. s f '
process of plan implementation.-Froin these results, it was specuqte'chfat only the

technical area of the organizations benefitted from the quadrenniai .lar. No
consideration was given to the administrative requirements necessary ‘c manage a
technical plan. For example, members‘did oot take into acoount the armount of work or
the.coor dination :hat would be needed for the design and implementat.an o7 a techntcal
plan. Conquuenﬂy, thevproces: of olan implementation could become diff - .lt. The

expectations of members in regard to this process were potentially not met and as a

result, their levels of commitment and consensus vis-a-vis values, interests, and

.. interactions, and thair perception of the power structure differed, which could have led

to even more difficulty in the implementation of the plan.

- In addition to the focus on high performance and the increase power of the

g
.u4

technical positions and committees, it appears from tha re' &

-

#¥s that no organization is -
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)
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~ - - |
- o 1 e
o .
displaying the Jideal” dynamics for plan impler“éﬁtag_ n. Soms organizations, thvever, : \

obtained favorable results on most of the ~ur cc c ts. Consequently, these

organizations were perceived to be the ones that would have less difficulty

s

implementing their plan. The organizations whichshad the least-favorable scores on most
of the concepts were considered to be the ones that would find the process of plan
implementation very difficult.k . * ‘
D. 5.4 RECOMMENDATIONS g 1 —_—

| The major recommendations made foliowing the completion of this 'reseafch are é‘
divided into two categories: recommendations in regard to the Guadrennial Planning
Program and recommendations for future research nﬁ this field. «

¢

5.41 Recommendations in Regérd to the Quadrennia.l Plannilng Program

Based on the results and thé comments o; memt;ers involved in this study, it
appears appropriate to suggest to the inifi;tors of the Quadrennial Planning Program,
Sport Canada7, to eXtenq, their planning process to include all domains of the
organizations. Sp-@‘cifilcally, the Quadrennial Planning Program should address every
component of ;@e grganizatic~s such as high performance, dorr-westic development, mass
participation, ‘administrft'ion, and so on. Members,.in general, were pleased with the

dévelopment of a four year plan for théir érga zation. However, these members were

not totally comfortable with a plan tHat focySsed o ly on one aspect of the organization,

high pérformance,

<

“Furthermare, before undertaking the design and subsequent implementation of a
N 1

Y

plan, the organizations shouid b_é awWare of the resources they have within their
organization to carry out this process. If the design and implementation of the'pla'n is
funded by Sport Canada, the members of *he organizations should know the amount of

funds that will be allocated to the planning endeavour.

—

R ° .
< .
N
. .
' . :
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5.42 Recommendations for Future Research

. As mentione“a earlier, this study -of the dynamics of plan implementation was part
of a‘larger research project on planniﬁg and change in high performance national sp‘ort_ :
'-organizatib;ws. Itis thérefore recomménded that the dynamics of plan implementation
nee'd to be considered in light of the taxonomic groupings develbped by Hinings and
Slack (_1987). In addition, it is recommended to investigate how these dynamics may
affect the structure of the organizétions.

Furthermore, the differences in values, interests, po{Ner, and interactions by the

‘ dem'ographic. information}such‘ aé 'gender, .o’rganizational position, status of volu’nteer or

paid personnel, length of involvement in the organization, and so-on, should be

investigated.
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La version francaise de ce questlonnaure se trouve au verso.
THE MANA_C%M\EN: OF NATIONAL SPORT ORGANIZATIONS

This questionnaire is organized in sections, each of which is

concerned with some aspect of your role in your Na 'snal Sport
Organization, your views of the organization, and s: 1. Most of the
questions can be answered by circling or checking the answer'you

choose. We have also left some space at the end of the
‘questionnaire for any further comments you may wish to make.

Please ignore the figures in the right hand column of the page; they

are only there to facilitate the processing of the quesiionnaire and

do not represent scores. WE WOULD LIKE TO STRESS THAT YOUR
ANSWERS WILL BE TREATED IN THE STRICTEST CONFIDENCE AND THAT

YOU WILL REMAIN COMPLETELY ANONYMOUS. ALL RESPONSES WILL BE
AGGREGATED.

Section 1

L
First, we are interested in your atffides to~ards a variety of aspects of
National Sport Organization activities, such as planning, high performance -
sport development, relatlons wuth government, etc. Please circle the response
which corresgonds most cldsely b your opinion.

SA = Strongly Agree, A = Agree, NA = Neither Agree nor Disagree, D = Dnsagree,
SD = Strongly Disagreee

P

"71.  The formulation of procedure$®uch as staff

| contracts, opera: . procedures, program guidelines,

etc., shotdd nc -2 an administrative priority within

our organization. ' SA A NA D SD

2. The things we have outlined in our quadrennial plan
will be a great help to the development of our .
organization. SA A NA D GO
3. |feel that volunteers acting without staff are no
longer sufficient to handle the operation of our
organization. " SA A NA D SD

’




10.

11,

1.

13.

14.

| believe that Sport Canada should ,
not become involved in the planning and developtnent

of our sport organization's programs. o SA A NA:;"D SD
The Quadrenniai Planning Program has.been a great  ~ . -
asset to our organization. SA A NA DD
Ensur'ing the development of elite level athletes should

not be one of the major financial responsibilities

of our organization. ‘ SA A NA D SD
[ feel it is very important for us to :

gain the aid of cerporate sponsors. SA A NAD SD
The primary function of our organization should be

to produce high performance, i.e., national and _

international level athletes. L,SA A NA D SD

. Frequent and reqularly scheduled meetings (e.g.

board, executive, committee, etc.) are not important ,
to the operation of our organization. SA A NA.D SD

The things we outlined in our quadrehnial

plan are mainly to appease government . I
funding agencies. ¢ SA A NA D SD

| believe that the hiring of professional staff is

essential if we are to greatly improve the.operation

and prograrms of our organization. : SA A NA D SD
| do'not believe that Sport Canada's involvement
in our sport should be ongoipg and direct. SA A NA D SD

i ‘ &, ( I’

. . . . . . ’

| believe our organization placefy high importance -
onquadrennial planning.  4* SA A NA D SD
In our sport, the money we could get from

corporate sponsorship is not wortfi the time and
effot we have to putintot. . SA A NA D SD

U
4

)

r24




16.

17.

18.
. 19.

20.

22.

23.

13.

-A large amount of professional and volunteer

staff time should be concerned with the
administration and development of elite/hig _ \
performance programs. - T SA A NA D SO

| believe that it is important for our organization .
to make use of formally laid down policies and

procedures. _ - SA A XA D SD

In order for us to maximize our effectiveness,

our organization's $tructure and processes

should be ad itoc and informal rather than .

structured and formalized. : SA A NA D SD

The thajority of our quadrennial plan s just "garbage”" \

and will not really help our qzganization. SA A NA D SD
. A o

The quadrennial plan we have developed outlines

realistic expectations 16r our organization. ‘ SA A NA D SD

Al

| believe that the employment of paid profe‘ssionéll
staff has greatly. aided the developmert of our \
organization. SA A NA D SD

| believe that the direct involvement of
Sport Canada in our ‘arganization’s activities

-and programs is not beneficial toits '
_development. - SA A NA®D SD

| fee: we are only inv8lved in the quadrennial planning
program because it is a means by which we can get v .
money from government. SA A NA D SD

| believe that the emergence of direct Sport

Canada involvement in a growing number of

areas related to our sport organization has

greatly helped our development. SA A NA D.SD

125
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Quadrennial planning takes away from the time we

24,
have to get on with the more important aspects of .
our organization’s operation. SA ANADSD
25. Corporate sponsoré are an important component in the _ -
operation of our national.sport organization. SA ANA D SD
26. | believe that the-majority of people-who participate
in our organization's programs should do so for the
recreational aspects ofthe spor, not for the desire 0
become high level performers. SA A NA D SD
P
27. |donot féel that professional staff are able to ‘
_a_ssist our organization's development any more than
a dedicated group of volunteers. SA A NA D SD
‘ ’
28. Obtaining money from a corporate sponsor -
merely means that our organization loses :
some of its autonqomy. SA ANA D SC
tion Il

Sport organizations are now in the implementation phase of quadrennial
planning. We are interested in how this is being carried out in your

organization and how, well the whole process is going. Pl€ase circle the
appropriate response.

»

29. Does your organization have an individual (professional or volunteer)
whose major function is to ensure the implementation of the

Rk 29

quadrenmal plan?

Yes No Don't Know

126
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- 30.

31.

32.

33.

35.

: 127

Does your organization have regular meetings of volunteers 1o review
the progress of quadrennial plan implementation?

Yes No - Don't Know
Does your organization have regular mesetings of professionat-staff to
review the progress of quadrennial plan implementation? - -

Yes No Don't Know
Does your organization have regular 'rne_etint_ . of volunteers and

professionals, together, fo re\/iew the prcgress of quadrennial plan

imptementation? ‘
) e

Yes No Don't Know

Does your organization issue regular reports on the progress of
quadrennial plan implementation?

Yes No Don't Know A

-
Has your organization developed key performance indicators for
quadrennial plan implementation?

Yes > No Don't Know

How would you rate the collective expertise, relative to planning,
of the people (both volunteer and professional) charged with
implementing the quadrennial plan?

Low Somewhat Low Average SomewhatHigh  High

4

The Quadrennial Planning Program was meant to address issues of management
in national sport organizations. We are interested in your opinion on these
issues. Please indicate your opinion on the following statements by underlining
the response which corresponds most closely to your opinion.

«
A
e

36. The quadrennial pianning program has (streamlined/had no influence on/

slowed down) the activities of our organization.

4




- 37.

38.

39.
- 40.

41.
42.

43.

7

The quadrennial planning program has (imeroved/had no influence on/

worsened) the identification of our organization's stréngths and
weaknesses.

The quadrennial pla?ming program has {(helped/had no influence on/ -

obstructed) the collectlon of Ioglcal and systematic mformauon
about our orgamzatlon

The quadrennial planning program has (helped/had no influence on/
-obstructed) our Qrganiz;ation's development of a general .

. planning system. -

The quad_rennial planning p:iogram has (helped/had no influence on/
obstructed) the development of high performance sport in our
organization.

The quadfennial blanning program has (helped/had no influence on/
obstructed) the identification of key issues in our organization.”

The guadrennial ptanning program has (helped/had no influence on/
obstructed) a thorough review of our organization.

~ . '
The quadrennial planning program has (helped/had no ' ' =nce on/
obstructed) our organization's effectiveness.

Section it

To implement plans, and to run an efficient and effective national sport

organization it is necessary to have appropriate resources of time, people,
money, equipment and facilities available. We are interested in finding out

~ your opinions on the suitability of the resources that your organization has to
implement its quadiennial plans. Please circle the response which corresponds

most closely to y ~ r opinion.
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SA =

D = Disagree  SD = Strongly Disagr

44

<

N

45.

46.

47.

48.

There are enough people in this organization
to successtully implement our quadrennial
plan

The people involved in the implementation of our
quadrennial plan do not have the necessary skill's
to ensure its successful implementation‘

The people i mvolved in the lmplews?ntatlon of our
quadrennial plan have enough time avaﬁabl@ fc«\ §

By

devote to its successful nmplementa:hon booE

This organization does not have the right kind of
equipment and facilities for the successful
implementation of its quadrennial plan.

. This organization has adequate money available

for the successful implementation of
its quadrennial plan.

Strongly Agree, A = Agree, NA = @er Agree nor Disagres, -
e .

SA A NA

© SA A NA

SA. A NA

SA A NA

~ SA A NA

One of the recurring issues in the management of amateur sport organizations -

Section IV ’

¥

SD

SD

sD

SO

sb

is how decisions are made and, conseqUe‘ntly, where the balance of influence
lies. We are interested therbfore in how much.influence particular

commmees and office holders actually do have in your organization in

regardsto the lmplementatlon of its quadrenmal plan.

49. Please indicate the amount of influence the following committees
or office holders have in your organization in regards to the
implementation of your quadrennial plan by circling the appropriate

numbers in the table below. Thé numbers mean
\ .

~

"1 = Little or no influence, 2 = Sorme influence,

™~

3 =Quite a bit of influence, 4 = A great deal of influence,
5 = A very great deal of influence.
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ACTUAL INFLUENCE OVER THE
IMPLEMENTATION OF THE QUADRENNIAL

COMMITTEE/
OFFICE HOLDER PLAN:

National Program Codrdinator
National Team Program Committee

Athletes Council

Athletes Representative

Board of Directors

Chairman of the Board of Directors
Coaching Centification Committee
Coaching Development Committes

" Communication Coordinator

Competition Committee

Head Coach/High Performance rogram Consultant

Manager of.Domestic Programs
National Officials Committee

Planning Committee

. President.and Chisef Executive Officer-

Vice-Chairman of the Board of Directors
Others (please specify) e

4

e b b b A b b —h A A A b h —h A —h pp A

RN RN NN

W W W W WOWOWoWwo Wwwwwwwww

The actual distribution of mfluence in your sport orgamzatlon may be\:

ought to be the influence of the various committees and office holders
within your organization in regards to the implementation and ot its

quadrenmal plan.-

.

‘different from the influence that you feel particular. committees and offite
" holders gught to have. Consequently, please indicate what you feel

50. Please indicate the amount of influence that you feel the fci_i{d*vg;ng

P U VR - S - N - - N A~ A A SR T TR S U - -

committees or office holders ought to have in organization in regardé to the

implementation of your quadrennial plan by circling the appropriate numbers

in the table below. The numbers mean

N,

1 = Little or no influence, 2 = Some influence, 3 = Quite a bit of influence,
5 = Avery great deal of influence.

4 = A great deal of influence,

7/
(l

OO oo oo onhono o
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COMMITTEE/ i WHAT DO YOU FEEL OUGHT TO BETHE  ~
OFFICE HOLDERS .. INFLUENCE OF THE COMMITTEES AND ROLE
. HOLDERS IN REGARD TO THE ‘

IMPLEMENTATION OF THE QUADRENNIAL
PLAN: -

Athletes Council : o
Athletes Representative

Board of Directors .

Chairman of the Board of Directors

Coaching Certification Committee

Coaching Development Committee

Communigation Coordinator

Competition Committes

Head Coach/High Performance Program Consultant
Manager of Domestic Programs |
National Officials Committee

National Program Coordinator

Nationat<Team Program Committee

Planning Committee

President and Chief Executive Officer
Vice-Chairman of the Board of Directors

Others (please specify)

Y N S R AR A A G IS, B S R IS

VROV RN
A B DD EDBEDRDDRNLELERSS

_A_A_A_A_L—A—A—L—A—A—A—A—A—A—A—A._A_A
'muw_wwwmwwwmuwwwmww

T

oo

4

In any organization there are good and poor interpersonal and/or:inter-unit

relationships. We are intérested in finding out about the nature of these B

relationships in your national sport organization. Please circle the response
which corresponds most closely 10 your opinion. £

,"‘l - ’

-

EP = Extremely Poor, P = Poor, S = Satisfactory, G = Good, VG = Very Geod

* .
g

51. In this organization, relations between volunteers ,
and professional staff are . EP P S G VG

52. 'In this organization, relations between various
groups of volunteers are " EP P S G VG
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53. In this organization, relations between technical .
: personnel and administrative personnel are EP P S G VG

54. In this organization, relations with Sport Canada

are ‘ ~ EP P S G VG
¢
55. In this organization, relations between geographic \"
areas (e.g. East-West, Various Provinces) are EP P S G VG
‘ s

IF YOUR SPORT ORGANIZATION IS DIRECTLY INVOLVED WITH OTHER
SINGLE SPORT NATIONAL SPORT ORGANIZATIONS PLEASE ANSWER THE
NEXT QUESTION. if it s not Involved with these type of groups, ga

directly to question #57.

v

56. In this organization, relations with other
sport organizations, with which we have
direct interaction are ‘ EP P S G VG

tion ) :
We would be grateful if you would supply tHe following personal information.
We stress that your answers will be tre ated with the strictest confidence and
you will remain completely ar onymous Could you please respond by checking
the appropriate place, or writing in the correct response.
57. Wnhatis your sex? Male  Female W

4
58. Whatis your age? Years o

59. What is the title of the position you currently hold with your
national sport organizdtion? Please be as specific as possible.




60.

61.

62.

63.

64.

In which area are your major responsibilitias with your national sport
organization? Please check gnly one area.

Technical
Administration____ _
-Coach
Official
Competitive Athlete (i.e. you are'a
competitive
athlete)

Are you a volunteer or a professional staff member of your national sport

organization?
\\
Professional Volunteer

How long have you been involved in an official capacity with your

" national sport organization (just include years at the national level)?

Years

In what city/town do you live? Please give the province i it is not
apparent.

.

'

Weré' you ever an athlete, competing at the national level or above, in
the sport with whict: this national organization is céheerned?

Yes No

o
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Thank you very much for your time and cooperation. This page has been left
blank so that you can, if you wish, make general comments on any issues
relating to the workings of your national sport organization and its -
quadrennial plan which have not been adequately covered in this
questionnaire. E '

’ N
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For the english version of this questionnaire, please sese the reveisé side.
LA GESTION DES ORGANISMES NATIONAUX DE SPORT

Ce questionnaire comprend 6 partles Chaque panie porte sur
differents elements de vetre role au seln de I'organisme nauonal
de sport et votre point de vue au sujet du fonctionnement de
I'organisation. La plupart des que§tiqns peut etre repondue en
encerclant ou en cochant la reponse cholisie. Nous avons laisse
de I'espace a la fin du questionnaire pour vos commentaires.
S.V.P. ignorez les chiffres a {a droite du questionnaire; ces
chiffres ne representent pas les scores. lis sont la pour
faciliter I’ analyse statistique du questionnalre SOYEZ ASSURE

QUE TOUTES LES REPONSES SERONT GARDEES CONF!DENTIELUES.

TOUTES LES REPONSES SERONT AGGREGEES

v

Partie | ?

Premierement, nous sommes interesses a connaitre vos attitudes envers
un nombre d'elements presents au sein de votre organisme national de sport
(par exemple: le processus de planification, le developpement du sport

" elite/de haute competition, les relations avec le gouverngment, et ainsi de

sune) S.V.P.’Encerclez la reponse qui vous convient le mieux. \
FA:fortement d'accord “ ‘A=en accord NA=ni en accord et ni en
desaccord D=endesaccord FD=forement en desaccord

1. La formulation de procede telle que contrat de
personnel remunere, procede d'operations, directives
pour programmes, etc., ne devrgit pas etre une
priorite pour nétre organisation.

FA A NA D FD

A}

2. Les elements qui sont inclus dans le plan quadriennal
seront tres utiles pour ie developpement de notre

arganisation. , FA A NA D FD
3. dJe crois que les volontaires, agissant sans employes, 7
¢ ne sont plus suffisant pour maintenir foperationde

notre organisation. FA A NADFD
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4, Je crois que Sport Canada ne devrait pas etre implique
dans le processus de planification et dans le developpement
des programmes de notre organisation.’ FA A NA

5. Le Programme quadriennal de planification a ete
avantageux pour notre organisation. FA A-NA
6. Assurer le developpemerit d'athlete au niveau
elite/de haute comp! ition ne devrait pas etre une des
responsabilites finafit
organisation. FA A NA

wde "aige andiaires. . FAANA

8. La fon‘ (s Tl ala de notre organxsatnon devrait-
etre de p@dunre des athletes pour la haute competition
(par exemple: athletes elites au niveau national et
international). o FA A NA

9. Des reunions frequentes et regulierés (comite executif,
conseil d'administration) ne sont pas importantes pour
l'operation de notre organisation. - FA A NA

10. Les elements inclus dans le plan quadriennal existent
seulement pour apaiser les demandes des agences
gouvernementales-de subventionnement. FA A NA

11. Je c./rcjis que I'embauchement du personnel remunere
est essentiel si nous desirans ameliorer 'operation
et les programmes de notre organisation. FA A NA

12. Ja ne crois pas que Sport Canada devrait avoir

une implication continuelle et directe. FA A NA
13. Je crois que notre organisation met beaucoup

d'emphase sur le processus de planification

quadriennal. FA A NA

.D FD

D FD

D FD
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14. Dans notre sport, I'argent que nous pourrions recevoir de
commanditaires ne vaut pas le temps ni l'effort que
nous aurions a y mettre. - - FA A NA

r

15. Une grande partie du temps investi par le personnel
remunere et volontaires devrait etre consacreea  ~
I'administration du d\eveloppement des programmes
elites/de haute competition. . FA A NA

16. Je crois qu'il est important d'appliquer des politiques
et des procedes formellement ecrits pour notre
notre 'organisa{ion. : . FA A NA

17. La structure et les systemes de notre orgamsatlon
devraient etre ad hoc et informels. plutot ay
structures et formels, afin de maxirf¥és.2
efficacite. _ FA A NA

18. La majorite de notre plan quadriennal est
simplement inutile.et n assnstera pas notre
organisation. FA A NA

19. Le plan quadriennal que nous avons developpe
comporte des attentes realistes pour notre

- organisation. . FA A NA

20. Je crois que I'embauche de personnel remunere a {
grandement beneficte le developpement de notrs Co
organisation. ‘ FA A NA

21. Je crois que i;implication directe de Sport Canada
n'est pas avantageuse au developpement des activites
et des progranmes de notre organisation. FA A NA

22. Je crois que notre organisation est impliquee dans
le Programme quadriennal de planification parce
que c'est une facon de recevoir de l'argent du
gouvernement. FA A NA

137
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23. Je crois que I'emergence de l'implication directe de
Sport Canada dans un nombre croissant de domaines,
se rapportant a notre organisation, a grandement aide
son developpement. . : FA ANADFD
24. Le processus de planification quadriennal nous empeche
| d'allouer plus de temps sur des aspects plus important
a I'operation de notre organisation. FA A NA D FD

25. Les commanditaires constituent urt’ elemﬁent
|mportant dans I'operation de notre organusme
national de sport. : FA A NA. D FD

26. Je crois que la majorite des gens qui participe
-% dans les programmes de notre organisation
devraient le faire pour les aspects recreationels
du sport et non pour le desir de devenir athlete
elite/de haute compatition. FA A NA D FD

27. Je ne crois pas que le personnel remunere est capable
d'assister au developpement dg l'organisation autant
plus qu'un groupe de volontaires devoues. FA A NA D FD

28. Obtenir de I'argent d'un commanditaire signifie
que notre organisation perd un peu de son :
autonomie. FA'A NA D FD

_— 5\

Partie Il

En ce moment les organismes nationaux de sport sont dans la phase - \
d'implantation du plan quadriennal. Nous sommes interesses a savoir. \
comment cette phase se deroule et fonctionne au sein de votre organisation. \
S.V.P. encerclez la reponse appropriee. : ‘

29. Est ce q'm\a votre organisation a un individu (personnel remunere ou
ﬁ;lontalre) qui a comme fonction majeure de s a;surer de
Iimplantation du plan quadriennal? f G

0

. N\ "
Oui Non Je ne sais pas
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30.

31.

32.

;0 . - N
Est co due votre organisation a des reunions regulieres pour les
volontaires afin de reviser le progres de {implantation du plan
quadriennal? .

Oui Non 'J)e ne sais pas

Est ce que votre organisation a des reuhions regulisres pour le
personnekremunere afin de reviser le progres de I'implantation
du plan quadriennal.

. Oui Non Je ne sais pas
o :

Est ce que votre organisation a des reunions requlieres pour les
volontaires et le personnel remunere, ensemble, afin de reviser
le progres de I'implantation du plan quadriennal?

Oui , Non Je ne sais pas

33. Est ce que votre organisation emet des rapports reguhcrs sur le

progres de l'implantation du plan quadriennai?

Qui ‘ " Non Je ne sais pas .

34. Est ce que votre organisation a developpe des indicatgurs de

performance pour l'implantation du plan quadriennal?

Oui % A Nan Je nae sais paQ
£

35. En fonction du processus de planification, comment est ce que

vous evalueriez Iexpemse du groupe (volontaires et personnel
remunere) qui soccupe dut ml&antatlon du plan quadriennal?

Basse ”Moyennement Moyenne  Moyennement  Elevee
basse elevee

Le Programrr adriennal de planification a pour but d'adresser les

questions de gezti dans les organismes nationaux de sport. Nous sommes
interesses a connaitre vos opinions face a ces questions. S.V.P. indiquez
votre point de vue envers les affirmations suivantes en soulignant la

reponse qui vous convient le migux.

Al
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‘ - 5‘»’: . . .
36. Le Programme quadriennal de planification a (rationalise/ eu aucune
influence sur/ ralenti) les activites de notre organisation.

37. Le Programme quadriennal de planification a (ameliore/ eu aucune
influence sur/ empeche) I'identifjcation dés points forts et des
points faibles de notre organisation.

38. Le Programme quadriennal de planification a (aide/ eu aucune
inﬂgence sur/ nuit) a la collection logique et systematique
d'information a propos de notre organisation.

39. Le Programme quadriennal de planification a (aide/ eu aucune
influence sur/ nuit) au developpement d' un systeme general de
planification pour I'organisation.

40. Le Programme quadn'ennal‘de planification a (aide/ eu aucune
influence sur/ nuit) au developpement du sport elite.
41. Le Programme quadriennal de planification a (aide/ eu aucune
‘ influence sur/ nuit) a l'identification de questions cles.

42. Le Programme quadriennal de planification a (aide/ eu aucune
influence sur/ nuit) a une revision complete de notre organisation.

43. i__,e Programme quadriennal de planification a (aide/ eu aucune: ‘
influence sur/ nuit) a l'efficacite de notre organisation.

Ea.r_tlg_lu

Afin d' |mplanter des plans et de faire fonctuonner efficacement un By
organisme national de sport, il est necessaire d'avoir certaines ressources
- (ielles que ressources financieres, ressources humaines, ressources
matenelles etdu temps) Nous sommaes interesses a connaitre votre avis
en ce qui concerne la convenance des ressources que possede votre

organnsatlon pour ' lmplantatlon du plan quadriennal. S.V.P. encerclez
la reponse qui vous convient |e mieux.

FA=fortement d'accord A=en accord ~ NA=ni en accord et ni en
desaccord  D=endesaccord = FD=fortement en desaccord -



44, |l y a sutfisament d'individus dans notre'organisation
pour implanter efficacement notre plan

quadnennal FA A NA D FD

X

45, Les individus impliques dans l'implantation de notre

plan quadriennal n'ont pas les habiletes necessaires
pour assurer limplantation efficace du plan. FA A NA D FD

~ 46. Les individus impliques dans I'implantation de notre

plari quadriennal ont assez de temps disponible pour
investir dans l'implantation efficace du plan.

FA A NA D FD

47. Notre organisation n'a pas les ressources materielles
necessaires pour l'implantation efficace du plan

quadriennal. ' FA A'NA D FD

48. Notre organisaiion a assez de ressources financieres
disponibles pour I'implantation efficace du plan

quadriennal: " FAANADFD

~ Partie IV
Une des questions qui semble se repeter dans la gestion des orgamsmes
nationaux de sport est la facon dont certaines decisions sont prises et,
consequemment ou se trouve l'equilibre de l'influence. Nous sommes
interesses a connaitre le degre d'influence que les comites et les
detenteurs de positions ont actuellement, au sein de votre organisation
face au processus d'lmplantatuon du plan quadriennal. '

49.S.V.P. indiquez le degre d'influence que les comites et detenteurs de
positions ont a linterieur de votre organisation en rapport a la phase

d'implantation du plan quadrennial, en encerclant le chiffre approprie.

~ Les chiffres signifient:

*1: tres peu ou pas dinfluence  2: quelque peu d'influence 3. une
certaine qua@tlte d'influence 4:une grande quantite d'influence
5:une tres gréywde quantite d'influence
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Comites/Detenteurs ' Degre actuel
de positions ' d'Influence en rapport
: : a I'implantation du
plan quadriennal

Conseil des athletes 1 2 3 4 5
Representant pour athlete s 1 2 3 4 5
Conseil de direction 1 2 3 4 5§
‘Directeur' du conseil ¢ oirection 1 2 3 4 5
Comite de certification dps entraineurs ~ ~ T 2 3 4 5
Comite de developpement des entraineurs 1 2 3 4 5
Coordonnateur de communication 1 2 3 4 5
Comite de competition i1 2 3 4 5
Entraineur en chef/Consaeiller pour programmes de haute performance
: ' 1 2 3 4 5
Gerant des programmes domestiques 1 2 3 4 5.
Comite national des officiels 1 2 3 4 5
Coordonnateur du programme national 1 2 3 4 5
Comite des programmes de I'equipe nationale 1 2 3 4 5
Comite de planification 1 2 3 4 5
President et agent administrateur en chef /1 2 3 4 5
'Vice-directeur' du conseil de direction 1 2 3 4 5
Autres(S.V.P. specifiez) ) r 2 3 4 5
N 1 2 3 4 5

o

50: S.V.P. nndlquez le degre d'influence que |es comutes et lef&detenteurs
de positions suivants devraient avoir au sain de votre organnsa%lon eh y
rapport a la phase d'implantation du plan quédnennal en encerdam .
le chitfre approprie. Les chiffres signifient:

1: tres peu ou pas dinfluence  2: quelque peu dinfluence  3: une
certaine quanme d'influence  4:une gran\de quantite d'influence
5: une tres grande quantite d'influence : -

L.a distribution actuelle d'influence au sein de votre 6fganisation est N

- peut-etre differente de l'influence que, d'apres vofre jugement, certains -~ .

comites et detenteurs de positions devralent avoir. Consequemmment, .

S.V.P. indiquez votre point de vue a ce qui a trait au degre dinfluence que
devraient avoir. les comites et ies detenteurs de positions face a.la

phase d'implantation du plan quadriennal au sein de votre organisation.



D'apres vous quel degre
d'influence devrait-il

Comites/Detenteurs
de positions

exister en rapport a

I'implantation du plan
quadriennal ?

Conseil des athletes
. Representant pour athletes
Conseil de direction
‘Directeur’ du conseil de direction
Comite de certification des entraineurs
Comite de developpement des entraineurs
Coordonnateur de communication
Comite de compstition
Entraineur en chef/Conseiller pour programmes de ha

Gerant des programmes domestiques
Laorite national des officiels

Coordonnateur du programme national
Comite des programmes de 'equipe nationale
Comite de planification

President et agent administrateur en chef
'Vice-directeur’ du conseil de direction
Autres(S.V.P. specitiez)

!
o

. Dans n'importe quel organisation, il y a de bonnes et mauvaises
inter-relations personhelles et/ou inter-relations entre departement. Nous

1

ute performar

— ch —h b A ek b
NN NN

3
3
3
3
3
3
3
2 3
2 3
2
2
2
2
2
2
2
2
2
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sommes interesses .a determiner la nature de ces relations a. sein de votre

organisation., S.V.P. encerclez la reponse qui decrit le midu 05 opinions.

EF: extremement faible  F:faible S: satisfaisant
T8: tres bon

51. Dans notre organisation, les relations entre les
volontaires et le personnel remunere sont:

52. Dans notre organisation, les relations entre les
divers groupes de volontaires sont:

B: bon

EFFSBTB

EFFSBTB

Lo on oo,

Qouro ot oo
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53. Dans notre organisation, les relations entre le
personhel remunere s'occupant du cote technique
et le personnel remunese s'occupant du cote , :
~ administratif sont: . ,EFFSBTB .

54. Déns. notre organisation, les relations avec Sport
Canada sont: : EF F S8 1B
S
55. Dans notre organisation, fes relations entre les
- regions geographiques (par exemple: Est/Ouest_ B
- differentes. provinces) sont: EF F §B 1B
. . &

Si votre organlsatlon est durectement lmpllque avec d'autres
_ organlsmes nationaux de spon (organismes en charye d'un seul

~ sport), S.V.P. repondez ala questlon sulvante. Si ce n'est, . pas le
V cas, passez ala questlon #57.

o G
E

56. Dans notre organlsanon Ies relations avec d'autrgs

. brganismes nationaux de sport avec |equel vous-dtes
diractement en inte‘raction @2’?“ ‘ : EF FSBTB

S L

T
ot N

Nous apprecierions. grandement si vous pouviez repondre a’ux"huestions
suivantes. Vos reponses seront gardees confidentielles. S V.P.repondez en

cochant a Iendron approprie ou en inscrivant la reponse #
! ' ¢
57: Quel est votre sexe? . - ~Male < Femelle
;1';“‘ o 4 ';jf .

58. Quel est votre age?” ._ans



59. Quel est le titre du poste que vous occupez actuellement au sein de
votre organisation. S.V.P. soyez aussi specifique que vous le pouvez.

60. Dans quel domaine se trouve vos responsabilites majeures au sein de
votre organisation. S.V.P. cochez seulement un domaine.

/

. g

Technique -

Administratif _\ : Y

Entrainement '

' Juge/Arbitre/Officiel ,

Athlete (vous etes presentement
un athlete qui fait de la
competition) '

-61. Est ce que vous etes volontaire ou un membre du personnel remunere
de votre orgarisme national de sport?

-

volontaire personnel remunere

62. Depuis combien de temps avez vous ete implique, dans ces
fonctions, au sein de votre organisme national de sport (incluez
seulement les annees impliquees au niveau national)?

A

annees

" 63. Dans quelle ville (ou region) demeurez@gus? S.V.P.incluez la

province si ce n'est pas evident. R

]

o)

AR
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I3

s

. F 4

64. Est ce que vous avez deja ete un(e) athlete qui a participe a des
competitions nationales et/ou internationales dans le sport que
votre organisation a comma responsabilite.

QOui ‘ Non

L
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Merci beaucoup pour votre temps et votre cooperation. Cette page a ete
reservee pour vos commentaires. Veuillez elaborer ou traiter des aspects

generaux, a votre choix, en ce qui concerne le fonctionnenment de' votre
organisme Rational de sport et implantation du plan quadriannal.
A . )

B 4
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University of Alberta . Departmentof

N : Edmonton Physical Education and Sport Studies 149
R 2 B ’
Canada TeG 2HY ‘ P-421 Uniwversiade Pavilion

o Van Viiet Physical Education and Recreation Centre

October 2, 1985

<first; {last>
{street? X

{city> T
{postal cdde>

\Tis"

‘Dear {first>:

) We are writing in regard to a study with which we are currently
involved under the auspices of the Sport Canada Applied Research
®rogram. The purpose of the study i's to investigate the e
implementation and managenent of the quadrennial planning program in
National Sport Organizations. We have already zollected, with the
help of Sport Canada 2nd the National Sport Organizations, a
considerable amount of data. Yowever, in order to widen our data base
we are attempting to gaia information about quadrennial planning from
a number of the individuals {n your organization. The {information
will be collected by means >f 2 questionnaire survey which will be
sent to both professional staff and’'volunteers. 1In order to
adninister this questionnaire we need to know the names anl addresses

of a number of people in your organization. To this end, we would asx
your. cooperation with the following:

1. ©Could you look at the anclosed list of professional staff
members which the National Sport and Recreation Centre (NSRCY
Directory lists as being enployed hy your organization. Zould you
then place a check mark () by those who are still employed by your

- organization, cross out the name(s) of those (1if any) who for some
AR~ reason are no longer employed by your organization and write {n the
% n_amé, ritle and address of any osther professional staff meabers who

f°wo?¥.for your organization but who do not appear on the list.

5 ¢ Could you qégg?e‘send us the names and addresses 5f edch
CH#encamenber of yI& board of directc-s.

3, Could you please send the names and addreéseg of 1ny other
members of your organizatisn whn would be knowledgeable about the
implementation and managemeﬁt of your quadrennial plan bu: whcese names
do not appqér-in 1. or 2. above. '

a 3

4. Finally, we would like to have a list of all the coam{ttees

\ and major organization sub-units (e.g., finance committee, technical
committee, coaches assoclation, etc.) within your organization.

’

s e 00
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October 2, 1986

Page 2. .

N Py

I can not stress enough how helpfullthis information will be to us

with our study. I realize that you are extremely busy and appreciate

your cooperaticm with this request. If you have any questions pleise
do not hesitate to contact us or Dr. Sue Neill at SPort Canada.
. Thank you once again.
Yours Sincerel},

\
.

Trevor' Slack, Ph.D., -
Associate Professor,

Department of Physfcal Education
and -Sport g%Qdies

3 C.R. Hinings,
o "Professor
,Department of
TS/pe - Organizational Analys{s’
Eacl. . N 0 ° ‘
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" Gymnastics (menl (CANADIAN GYMNASTICS FEDERATION) r

- APPENDIX C

LIST OF NATIONAL SPORT ORGANIZATIONS

Alpine Ski (CANADIAN SKi ASSOCIATION)

Archery (FEDERA™'ON OF CANADIAN ARCHERS INC)
Basketball (men) BASKETBALL CANADA)

Basketball (women) (BASKETBALL CANADA)

"Bisthlon Ski (CANADIAN SKI ASSOCIATION)

Bobsleigh & Luge (CANADIAN AMATEUR BOBSLEIGH AND LUGE ASSOCIATION)
Boxing (CANADIAN AMATEUR BOXING ASSOCIATION)

Canoe (CANADIAN CANOE ASSOCIATION)

Cross Country Ski (CANADIAN SKI ASSOCIATION)

Cycling (CANADIAN CYCLING ASSOCIATION)

Diving (CANADIAN AMATEUR DIVING ASSOCIATION)

Fencing (CANADIAN FENCING ASSOCIATION)

Field Hockey (men) (CANADIAN FIELD HOCF:‘EY ASSOCIATION)

Field Hockey (women) (CANADIAN WOMEN FIELD HOCKEY ASSOCIATION)
Figure Skating (CANADIAN FIGURE SKATING ASSOCIATION)

Gymnastics (women) (CANADIAN GYMNASTICS FEDERATION)

Judo (JUDO CANADA)

Nordic Combined (CANADIAN SKI ASSOCIATION)

Rowing (CANADIAN AMATEUR ROWING ASSOCIATION)

3hythmic Gymnastics (CANADIAN RHYTHMIC SPORTIVE GYMNASTICS FEDERATION)
Shesting (SHOOTING FEDERATION OF CANADA)

Sk’ Jumping (CANADIAN SKI ASSOCIATION)

Soccer (CANADIAN SOCCER ASSOCIATION) !
‘Speed Skating (CANADIAN AMATEUR SFEED SKATING ASSOCIATION)

Swimming (CANADIAN AMATEUR SWIMMING ASSOCIATION) *
Synchronized Swimming (SYNCHRO CANADA)

Table Tennis {CANADIAN TABLE TENNIS ASSOCIATION)
Team.Handball (CANADIAN TEAM HANDBALL FEDERATION)
Track ‘& Fiel (CANADIAN TRACK & FIELD ASSOCIATION)
Volieyball (CANADIAN VOLLEYBALL ASSOCIATION)

Water Polo (CANADIAN WATER POLO ASSOCIATION)

Waeightlifting (CANADIAN WEIGHTLIFTING FEDERATION)

Wrestiing (CANADIAN AMATEUR WRESTLING ASSOCIATIOM !
Yachting (CANAQIAN YACHTING ASSOCIATION)
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APPENDIX D
NATIONAL SPORT ORGANIZATIONS, SAMPLE SIZE AND RESPONSE RATE
. PERCENTAGE

National Sport Organizations T ‘Sample
' : ' Size .
: Response
Rate
‘ Percentage

Alpine Ski (CANADIAN SKI ASSOCIATION) e o 26 73%
Archery (FEDEBATION OF CANADIAN ARCHERS INC) ‘ 14 B86%
Basketball (men) (BASKETBALL CANADA) ) 13 85%
Basketbail (women) (BASKETBALL CANADA) ' 14 79%
Biathlon Ski (CANADIAN SKI ASSOCIATION) 18 ' 61%
Bobclelgh & Luge (CANADIAN AMATEUR BOBSLEIGH AND LUGE ASSOCIATION)

22 91%
Boxing (CANADIAN AMATEUR BOXING £SSOCIATION) 10 60%
Canoe (CANADIAN CANOE ASSOCIATION) , 18 72%
Cross Country Ski (CANADIAN SKI ASSOCIATION) " 17 65%
Cycling’ (CANADIAN CYCLING ASSOCIATION) 19 79%
Diving (CANADIAN AMATEUR DIVING ASSOCIATION) 21 81%

Fencing (CANADIAN FENCING ASSQCIATICN) 15 93%
Field Hockey (men) (CANADIAN FIELD HOCKEY ASSOCIATION) ' ' 14 64%
Field Hockey (women). (CANADIAN WOMEN FIELD HOCKEY ASSOCIATION) 17 82%
Figure Skating (CANADIAN FIGURE SKATING ASSOCIATION) 24 67%
Gymnastics (men) (CANADIAN GYMNASTICS FEDERATION) . 13 85%
Gymnastics (women) (CANADIAN GYMNASTICS FEDERATION) ) 13 77%
Judo (JUDO CANADA) . , ' 21 86%
Nordic Combined (CANADIAN SKi ASSOCIATION) - 11 82%
Rownng (CANADIAN AMATEUR ROWING ASSOCIATION) ‘ 23 87%

Rhythmic Gymnastics (CANADIAN RHYTHMIC SPORTIVE GYMNASTICS FEDERATION)

11 82%
Shooting (SHOOTING FEDERATION OF CANADA) - 21 76%

' Ski Jumping (CANADIAN SKI ASSOCIATION) g 15 93%
Soccer (CANADIAN SOCCER ASSOCIATION) ' 18 89%
Speed Skating (CANADIAN AMATEUR SPEED, SKATING ASSOCIATION) : 17 65%
Swimming (CANADIAN AMATEUR SWIMMING ASSOCIATION) . 24 83%
Synchronized Swimming (SYNCHRQ CANADA) 17  100%
Table Tennis (CANADIAN TABLE TENNIS ASSOCIATION) 20  75%
Team Handball (CANADIAN TEAM HANDBALL FEDERATION) 13 92%
Track & Field (CANADIAN TRACK & FIELD ASSOCIATION) - 22 77%
Volleyball (CANADIAN VOLLEYBALL ASSOCIATION) 16 %

~ Water Polo (CANADIAN WATER POLO ASSOCIATION) : 23 87%
“ Weightlifting (CANADIAN WEIGHTLIFTING FEDERATION) . 9 - 89%
-~ Wrestling (CANADIAN AMATEUR WRESTLING ASSOCIATION) 28

* Yachting (CANADIAN YACHTING. ASSOCIATION) 1S 89% .
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ongoing study of the Qpa&r‘ﬁnial Planning Program. The S{Aﬁv is tunded by
the Sport Canada Applied. Roseavcn Program Specificall{ Sux ! @tudy 1s s
concerned with the process-of plan imb;ementation 1n-Nat¥ ﬁﬁqi Sport
Organizations. We have 3lready collected with the help of Sport Canada
and ‘the National Sport Organizatioﬁs, a ronsiderabie amount of data on this
toplc. However, in order to widen our data Yase we are attempting to gain
information!ébout quadrennial planning from a large number of people
involved dﬁth this process in rthe Nationa® Sport Organizations. Therefore,
wé would, like to e&%&st your help by asking that you complete the enclosed
R ﬁqestionnaire and rdturn it. ¥o us in the §tamped addressed envelope which
‘wﬁfhave prov&ded : c N
‘U We, would like - to gtress that the.data you provide us with will be
'confidencial that owlr . aggregate data will be reported and at no time will
- amy individuals be identified We'would also stress that your response is
' ry important to/ our study and we appreciate you taking the time to help
u% 1f you have any questions agpug OUQ study please do not hesgitate tn
con&agt us. Thank you- for ﬁgur help o ‘ b
Sy o 'x?» S @
IS ¥

s Cos Youyrs sincerely,

-d

Trevor Slack,
. Associate Professor
' ‘ Department of Physical Education
and Sport Studies

. ’ i ) Bob Hinings

Professor
TS/ pe ' Department of Organizational Analysis
Encl.
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‘ . Edmonton Physical Education and Sport Studies

i_,.nada T6G 2H9 -P-421 Universiade Pavilion

Van Vliet Physical Education and Recreation Centre

12 novembre 1986

The English version of this letter i{s enclosed.

{first> <last>
{street>
{eityd>

{postal code>
Cher(e) <fi;st>:

Depuis les derniers dix-hpit mois, nous avons ete implique dans une

‘etude du Programme de planification quadriennal. Cette etude est

subventionnee par le programme de financement de la recherche appliquee
dans le sport (Sport Canada). La recherche porte sur le processus
d'implantation du plan quadriennal 1 1'interieur des organismes natlonaux
de spo#z. Nous avons a presént, compile plusieurs donnees a ce sujet
grace a l'aide de Sport Canada et des organismes nattonaux de sport.
Toutefols, de facon a augmenter nos connalssancesy nous essayons de
recueillir de.1l'information concernant le plan quadriennal 4'un grand
nombre ¢ < nd{¥kdus impliques dans ce processus au’ sein des organismes
nat{onaux de sport. Puisque vous avez ete identifie comme etant {implique
et conngissant au sujet du processus de planification quadriennal, nous
aimerions demander votre aide. Aurlez-vous l'obligeance de repondre au
questionnaire et nous le retournecr dans 1' enveloppe, adressee ci-inclus.

Soyez assure que toute 1'information fournie sera gardee
confidentielle. De plus, toutes les donnees seront aggregees donc personne
gsera ldentifiee. Vos reponses au questionnaire sont primordiales 1 notre
recherche; nous appreclons grandement 1'aide que vous nous apportez en
prenant. le temps de remplir le questionnaire. Si{ vous avez des questions
au sujet de notre etude, s'il vous plait, n'hesitez pas a nous communiquer.

Dans l'attente de vos reponses, veuillez agreer 1'expression de nos
sentiments les plus distingues.

Bob Hinings . : Trevor Slack
Professeur ' ‘ Professeur Agrege
Departement d'Anilyse Departement d'Education physique
Organisationnelle o et d'Etudes gportives '
o v

TS/ pe
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Dea: .
" In the week of . We
sent you a guestionnaire in regards to the

hplementation process of the quadrennual plan in
your national sbort orgamization

To date. we have not received your
response. We would like to ask you to fill out
the questionaire and return it in the self-addressed
stamped envelope that was provided. If you have
aiready answerad the Guestionnaire, plsase sccept
our thanks. if for some reason, you have not
received the qusstionnare. please Ist us know
and we'will send you another immaediately. Your
response is extremely important to our study. so
we would appreciate your cooperation.

In anticipation of your response. please
accept our thanks. )

Yours Sincerely.

:,I'ﬁ
Trevor Slack, o
Associate Professor oo

159

Cherle)

Durant la semaine du S . nous
vous avons envoyé un questionnaire concernant le .
processus d'implantation du pisn Quadriennat 3
I'ntérieur de votre organismae national de spcrt

Jusqu'a date. nous n'avons pas regu vos

_réponses a ce quastionnaire. Nous simerions vous

demander de remplir le questionnaire st de nous
I'envoyer dans I'enveloppe fournie a cette fin. Si
~VOus avez deja repondu au questionnare. veuiliez

acceptez nos remerciements. Si vous n'avez pas regu

le questionnsire, S.V.P. laissez nous le savor et
NOUs vOUS N BNVOYerons un immediatement. Vos
r6pONSes sont tres IMPortanies pqu: NOtre $tude.

Dans I'sttente de vos réponses. veuillez
:ggréer nos sentiments Ioszplus dustmgue's. Merci
bsaucoup pour votre coopération.

~ Sinceremaent,

Bob Hinings. . c
Professeuwr

Department of Physical Education and Sport Studies Départerment d'Analyse Orgarusationelle

UNIVERSITY OF ALBERTA
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University of Alberta

Edmonton 181

Canada T6G 2H9 s P-42} Umversnde Pavilion *

- Van Vliet Physical Education and Recreation Centre

April 14, 1987

ette letire est ci-jointe.

(first> <lastd>.
{street? . _ : ’

{eity> . /
(postal coded>

Dear {first>:

Over the period of the past eighteen months we have been involved in an
ongoing study of the Quadrennial Plenning Program. The study is funded by
the Sport Canada Applied Research Program. Specifically our study is
concerned with the process of plan implementation in National Sport
Organizations. We have already collected, with the help of Sport Canada
-and the National Sport Organizations, a considerable amount of date on this
topic. However, in order to widen our data base we are attempting to gain
information about quadrennial planning from a large number of people
involved with this processbin the National Sport Organizations.

Last February, 1987 we sent you a questionpaire regarding the
implementation of the quadrennial plan within your NSO. Our records
‘Indicate that we have not yet received your response to this questionnaire.

We have therefore included a copy of the questionnaire along with this
letter.

&5
We would greatly appreciate it if you could take the time to answer the

questionnaire and return it Iin the stamped addressed envolope which we
provided.

We would like to stress that the data you provide us with will be

confidential, that only aggregate data will be reported and at no time will
any individudls be identified. .We would also stress that your response is

-wery important to our study and we appreciate you taking the time to help

us. If.you have any questions d!out our study please do not hesitate to
_contact us. Thank you for your help.

Lt

i L Yours sincerely,
i ;
3 e Y ‘
Bob Hinings - S Trevor Slack, ,
Professor - ‘ : Associate Professor . *
D@partment of Organizational Department of Physical Education
' Analysis ' and Sport Studies
=P

TS/ pe Sy -

. , BN o . 1)
Encl. " , . -
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University of Alberta ‘Department of
Edmonton Physical Education and Sport Studies 162

S

Canada T6G 2H9 ’ - P-421 Universiade Pavilion
Van Vliet Physical Education and Recreation Centre

14 Avril 1987

!

O The Englafh version of this letter is enclosed.

(firstd> {last>
{street> v
{elty>

{postal code>

Cher(e) <firstd>:

Depuis les dernbersqdix—huit mois, nous avons ete implique dans. une

.etude 'du Programme de planification quadriennal. Cette etude est

subventionnee par le programme de financement de la recherche appliquee
dans le sport (Sport Canada). La recherche porte sut le processus
d'implantation du plan quadriennal a.l"interieur des'organismes nationaux
de sport. Nous avons a present, -compile plusieurs donnees a ce sujet grace
a 1'aide de Sp.rt Canada et des organismes nationaux de sport. Toutefois,
de facon a augmenter nos connaissances, nous essayons de recueillir de
1'informatién concernant le plan quadriennal d'un grand nombre d'individus

impliques dans ce processus au sein des organismes nationaux de sport.

Durant le mois de Fevrier 1987 nous vous avons envoye un‘questionnaire
au suiet de l'implantation du plan quadriennal a 1' interieur de votre
orgzn.sme national de sport. D'apres nos dossiers, nous n'avons pas recu
vos reponses a ce questionnaire. Donc, nous avons inclu une copie de ce”
questicnnaire avéc cette lettre.

Nous apprecierions grandement, si vous pouviez repondre au
questionnaire et le retdurner dans 1! enveloppe adressee ci-inclus.

Swye:z assure que toute 1' information fOurnie sera gardee :
confidentielle. De plus, toutes.les donnees seront -aggregees donc personne
sera identifiee. Vos reponses au questionnaire sont primordiales a natre
recherche; nous apprecions grandement 1'aide que vous nous apporte: én’
prenant le temps de remplir le questionnaire. Si vous avez des questions
au sujet de notce etude, s'il vous plait, n'hesitez pas a nous communiquer.

Dans 1'attente de vos reponses, yeuillez agreer l'expre551on de nos

sentiments les plus distingues.- i S

Bob Hinings o Trevor Slack

Professeur ’ ' Professeur Agrege

Departement d'Analyse - Departement d'Education physique
Organisationnelle : ‘ et d'Etudes sportives .

TS/pe '
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