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ABSTRACT
The assessment of the ettec tveness of human servio e
organizations 1s beset with ;)xo}l<‘m<. Goals tocusing on

provision ot service are intangible and drttioulc to
A

by

mexsul e Standards to evaluate the qualityv ol ey Ta

onlv be established 1mpreciselv. In addition, 1ndeternioate

technologies provide dancomplete knowledge on o attainiaw
desSired outcomes.
Given these constraints, the purpose ot this study

was to identity the perceived ®™elative importance, and

degree of -achievement, ot operational variables 1in assessing

the wperational effectiveness of .-‘xibertu's further

education councils. An attempt was also made to explore

possible stages ot development relative to council age.
A review of related theoretical and empirical

I

literature identified several asséssment issues. These

issues included lack ot agreement on: a) a universal
definition of organizational effectiveness, b) models for
assessing effectiveness, and c) criteria and procedures to
be used for assessment. Based upon this lack of agreement,
two research methods were chosen for the study: informant
- B .

interviews and a questionnaire. The informant identified

operational items were utilized in a questionnaire

distributed to a 25% sample of Alberta’'s .eighty-five furthe

education councils.



Questionnaire responses were submitted to three
ditferent analyses. First, a frequency anal#ﬁis produced
profiles of importance and achievement items according to

..
the tour categories in Steers' (1977) model. Second,
tactor analysis was utilized on response items to validate
Steers' model tor assessing turther education council
Vad

etftectiveness. Thaird, t-tests were utilized with the
demographic variables of age, size and the urban/rural
nature to explore far differences between the populations.

The results of these analyses identified 11.

importance ttems and 91 achievement jitems for assessing
the operatidhal effectiveness of councils. Also,vStePrs'
model was validated tor use as a fifmework for evaluating
council effectiveness. Lastly, the demographic variables
were not statistically related to the importance'of the
operatioﬁal effectiveness items. Ho@ever, these variables
were statistically and meaningfully signitficant to the
achievement items for older and larger rural couhcils.

Four conclusions were reached. First, the
effectiveness of counctls is measurable by utilizing

\ :

operational items. Second, opgrational effectiveness is a
concept addressing multiple dimensions. Third, Steers’
model is valid for evaluating the operational effectiveness
of councils. Fdurth, the notion of stages of development in
councils r9gui?hs further studye

L . ’ v

vi
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CHAPTER-1]

OVERVIEW AND‘%?URPOSE O  THE STUDY
INTRODUCTION
Universally, adults are involved 10 learning on o
formal, nontormal or tntormal basis. Formal programs ot

3

study are oftered praimarily by post secondary 1nstitut lons

’ A
and provide students with certitircation rtecogntized by the
market place and other institutions. Nontormal courses are
oftered by various organizations and agencies. Intormal
learning occurs within family, organization and social
contexts. However, there is no universal agreenent on these
terms among adult educators as witnessed by the tollowiny

. ' r .

quotes trom Coombs (1973), Harman (1976) and Kleis (1974).

Coombs (1973:11) detines nontormal education as:

Any organized educational.activity outside the

established ftormal system -- whether operating
separately or as an important feature of some
broader activity -- that 1s intended to serve

identifiable learning clientele and learning
objectives.

Harman (1976:4,5) clarifies the distinction between
formal and nonformal education by focusing on three key

aspects. .
Despite the similarities of formal and nonformal
education as organized intervention characterized by
specified sets of learning objectives and a
relatively clear identification of participating
groups, significant differences exist between them.
First, nonformal education assumes virtually



unlimited license 1in regard to substance.
Unhampered by convention and ilagrained notions ot
'"appropriate' curricula, any chosen agenda is
congidered legitimate. Flexibility, both in

terms of audience and substance, is nonformal
education's most basic tenet, and the factor

that differentiates it most trom formal education.

Relevance 15 a second fundamental aspect ot
nontormal educattion, albeilt not a necessary

condition.

Underscoring the point ot relevance 15 the third
characteristic ot nontormal education: voluntary

participation.

Kleis, (1974:6) is summarized in Harman {1976:95):
-

In sum, nonformal education is intentional and

Systematic, but it is an 'enterprise...in which

content, media, time units, admission criteria,

staff, facilities and other system components ar-e

selected and/or adapted for particular students,

populations, or situations.' It is distinguished
from formal education 'not by the absence, but by
the non-centrality, of torm, by the persistent .

subordination of form to mission.' A mission or
objective, on the one hand, and an educational
mechanism designed to achieve objectives, on the
other, merge s essential characteristics of
nonformal education.

Within the province of Albertajjand 1Us post-
secondary system, ﬂhg terms noted above are further confused
with credit and non-credit descriptors. As a result, formal
educational programs in Alberta are credit in nature; they
offer the spudént a diploma, certificate or degree upon .
successful completion of the program. Nonformal courses are
no;;credit in nature, are offered by various agencies and
organizations and offer no accreditation to the gtudent.

-~

Somewhere in between are non-credit extension courses



N A
|

ottered bv post -secondary lny,ltlltl()n.\' which are generally
described as continuid}\QQXZation and fi1t neither the
t&gmal, nonformal or informal detinitions as well.

The investigator was Interested i1n the nontormal
learning opportunities as provided by the eighty-tive
turther education councils exi1sting 1n Alberta. These
councils arte 1esponstible tor the local delivery ot anon-
credit Jearning opportunities to adults 1n the communitiles
within each council's jurisdiction. Although post-secondary
institutions are actively involved in offering "continulng
education"” courses through turther education councils, the
overall otterings ot turther education councils are still
broadly described as nonformal learning opportunities.

Further bEducation Councils first came into exlstence

7
in 1972. As stated in the/Futher Education Policy, '

Guidelines and Procedures, Alberta Advanced Education,

\

(19y82:4):

The ultimate goal of a Local Further Education
council is to mobilize all available resources to
oftfer coordinated, comprehensive, meaningful courses
of further education to adults-in the community. A
Local Further Education Council is not intended to
assume the operation of any of its member agencies.
A Local Further Education Council is intended to
serve people within a region which may be defined

by city, county or school division boundaries. ¢

While further education courses are structured
learning experiences, by definition they do not lead to

certification in Alberta. Course content tends to be more

general interest in nature and related to the knowledge,



ﬁshﬁsklllﬁ and abilities used by o adalts lh dar by Tauvaine .
(f.nog(‘n’luhion of the *ontent ot turther education coutses
fallSklllfk)‘\S’ll('h tople areas as bnplish as a Second Language,
Adult oBasic Literacy, tine Arts and Cratts, Physical
) -

Development, Home Skalls, Personal Development and Famulvy

and Communi1ty i1ssues,

EXISTING MEASURES OF COUNCIL EFEECTIVENESS .o

Since l*)r'r); when the I;\_xix'_tjle_‘i; E(E\&(\.l‘!lﬁ\)ﬁlll l'ﬁml‘f«)’
Guidelines and Procedure document was appxuvgf:i by the
Alberta lLegislature, simple growth measures }1;i\'e> been used
to assess the etffectiveness ot these councils. These
measures considered the total number ol courses ottered to

« the community through the council, the toutgl number ol k
course hours and the total number ot OUFse registrations.
Both the councils and the Alberta I)eparu;nent ot Advanced
Fducation used these growth measures as indices of coune 11
ettectiveness.

A review of Table 1.1 shows total course ofterings,
course hours and course registration for the councils tor
the period 1975 through 1984. The ratios, in brackets, show
the growth rate since 1975. From 1975 to 1984, course
offerings had increased by 235 percent. Similarly, course

+megistration had increased 231 percent and course hours had

increased 222 percent.

.



T Y O

]
Cautrse Utteraings, Reglastrations and  Course Hour o
tor Alberta Further bducation Counctls
I\)/“\ - IWHZ.
o TOTAL COURSE f TOTAL COURSE FTOTAL COLRSE

YEAR OFFERTINGH® REGISTRATION® HOURSG®
19/ 9701 a7 51 ] 3o
Gl Cd oo (R R R

1o/ L Ju6 s | PR Lot
1 V) (. ) ’ [t 1.4

toy 13547 IS0 35y Jouln
.29 (1.2 i)

[97n 15032 200340 JRL000
(1.50) (1.36) .oy

s 13217 1 &y /1 JH 00
(1.30) (oo \ )

1 e ) o9l IV I ot
(1.74) (1.54) (L.w/

198l 194 34 278020 s 490
(1.99): (1.88) (.00

fus. 21104 3225462 JOHUS L
(2.17) (2.18) (2.0

s

1933 22038 333033 . VDRI
(2.26) (2.20) (2. 149)

1984 22879 340805 4089 34
2.7395) (2.31) (2.229

* Ratio in bracket is a comparison with the base year, 1%75.

Source: Alberta Advanced Education, Further Education

. Services, Annual Reports, 1975-1984.



I n St et ot thee - tat et e Dol o Ly .
cttectiveness pt turther education councils on g
quantitative basts, there are also =statistics trom t he
tederal yovernment . The Secretary of Htate 1n conjunctlon
with Statisties Canada produced o report an JON s ent it led
Coe 110 fvery five: A Survey o ofr Adult o cducatron ot an .

IThe detieatren ot adult education tor Uhe julpos oot 1)

tederal teport wans

all orvantoed ACUvItIes - everytitn. (Do [
related traitning to nobbyv ¢lasses - taked outoaae
ot a4 tull-time program. However, those wlho were

engaged 1n selt education projects are not lacluded

as partilcipants (Statistlces Canada, 1985:1).

Given this detinition, the stated artm ot the surves
was to ldentaity o portralt ot the adult learner usiny
demographic and soclo-economtic data, and 1o tentity the
types ot adult education courses pursued 1n Conada 1n Yol
(Statistics Canada, 198%:1).

The map ot Canada 1n Filigure 1.1 shows the
participatlion ratlios 1n adult education in Canada, ProviDee
by province. Alberta leads all other provinces with a
participation rate ot 25%, that 1s one in every tour
Albertans over the age ot seventeen was involved 1n adult
education. This was better than the national average ot one
in every five adults. A supporting diagram, Figure 1.2,

€
shows the age/sex profiles of participants across Canada in

1983. Separate profiles for each province were not

available.



at RN Ch L aES0PT] TPy L £3AING Y ALy Alang uj auQ,,
“rrPLE. S21191181S PUE Ale1g 1O

LA1e3al1dag :3d1IN0G

C
SOT N IvAN )

CIN 301

U SRS

o
o U

<
—
<7

Sadulril4 A1 pue epeue) ‘UOTIEDNPY 1INPY U Ssaley uojledidpiley

1t 21n@yy

v



Cwe, T tEDELEL U] Ul PIEDNEY 1{UpY 10 Laalng Y oAl Alaag UL auQ,,
celrLen s3131s1iE1S pue A

JE1G Jo K1e1A@10ag 1A21NOG

-~

' ] (] %0t

sowon D S

v

et niied WON

' 0 ! v 4 1] 04

[ Y]
) LI 14

‘ . [YARY]
ve of

T T T Y
T "o
T o o
o

o S
L)

9 59
FEIve. Y9

e o
LAY
o 8
b

Guethi niseg

: \
(g61 ‘Epeue. ‘vLoiieduyd i(npy ul sjuedjdjiled-uoyN pue siuedijdjiled jO S3[]jO14d X3S-28y

AREERL R ,



However, the study did 1tdentaty the tive tvpes of
courses in which adults participated. Broadly, these
courses were identitied as: a) academic, b) job related, ¢)
hobby/craft/recreation, d) personal development/general
interest, and e) other. The study cautions the readex that
the categortes are not mutually exclusive due to the
"respondents’ perception ot the nature of the 1astiuctilon and
thelt reasons tor enrolling” (Jecretary o State, 1985:20).
The example provided 1s that ol a university course 1n art
history. [t ¢could have been (lassitied:

... as academic by a part-time student working

towards a degree, as job-related by an art gallery

employee and as general interest hy a retired person

seeking more knowledge of art (Secretary ot State,
1985:20).

c :
According to the study, adult Albertans participated

in cour§e§ as follows: a) job related -- 477%, b) personal
development/general interest -- 21%, ¢) hobby/cratt/
recreation -- 20%, and d) academic -- 107. In the "other"™.
categoty, data were not reliable enough to be released. The

result is that given the one in four adult Albertans
participating in courses, ten percent of the population
stated their involvement in academic courses&) Since

academic courses, by definition, are not eligible for grant

support under the Further Education Policy, Guidelines and
Procedures (1982), the crédit for the participation rate of

one in four in Alberta must be shared by the further

-



education councils with the vartous post-secondary
institutions offering credit programming.

While the statistics above infer the ettectiveness
of councils from a quantitative perspective, the intent ot
this study was to explore the perceived operational

ettectiveness ot councils trom an 1nternal perspective.

[\

RATIONALLE FOR THE STUDY

Glven that councils appear to bé ettective in
working towards their prescribed goal as described by the
previous statistics, the investigator wanted to determine
what made councils operationally eftective. The
investigator expected to tind difterences 1n respondent
perceptions to the elements contributing to council
operational effectiveness as differentiated by age, size and
the urban/rural nature of the council. Ditfferences in the
emphasis placed on particular obperationa-l items were also
expected by the researcher. This exploration o\t operational
items leading to council operational effectiveness was based
on the assmnpt.ion that councils were continually working
towards their prescribed goal. That is, councils were
constantly attempting to:

mobilize all available resources to offer

coordinated, comprehensive, meaningful courses of

further education to adulgs in the community
(Alberta Advanced Education, 1982:4).



[t councids are to ptmpirove thett operational
ettectiveness, 10 1s dmportant to 1dentity those 1tems that
were percetved to contribute to ettectiveness at th\e* time of
the study. Those 1tems were 1dentitied and used to develop
an evaluative traomework tor councills to use 1o measul layg

their percerved operational ettectiveness.,

’ -

Operatronal Bltectaiveness

For the purpose ot this study, operalional
ettectiveness waw detined as that condition of the <ouncil
which was instrumental in asstisting the council to meet the
prescribed goal detined 1n the Further Education Policy,
(iuldglAl‘ll(:t and Kr_f!,_‘_’i‘iﬁ,‘.iﬁ CAlberta Advanced Education,
L9y2). N

This detinition ot operational ettectiveness arose
trom two sources. One was the r‘esphunse of the informants to
a bgttery ot interview questions which asked, "What makes
your council ettective?” Their esponses rdent it red
processess undertaken by the (<>ull<‘1l 1n order to meet adult
learning needs in the community. The second source was the
preference stated by'halt of the intormants tfor the Katz and
Kahn (1960) based definition of organizational
effectiveness: "Council effectiveness is based on both
efficiency and ppe power to produce the desired results.”
Both sources focused on council operations as the key to

- +
evaluasing council effectiveness. 1In the questionnaire,

N



operational eftectiveness was explored through councal
t
mémbers assessment ot eftectiveness items on lmportance and

achievement scales.

Steers' model (1977) tor categortzing etltectilveness
into &;gunlzdtlonul, emplovee amd environmental
characteristics and managertal policies and practiroes was
used to categorize the 1tems 1dentitred. he quantitairve
ettectiveness ot councils as o whole has already been
suggested through the review of the provincial participation
rate statistics as growth measures reported 1n Table 1.1.
Overational effectiveness was the tocus of this study
because it was believed that intra- and inter-council
relations, activities and processes were primarily
responsible tor the ettectiveness ot turther education

. ‘
cobuncils. What council members and the coordlndto:S\"du” on
a regular basis was believed to constitute the basis of
council effectiveness. By involving council members only 1n
the study, the outcome reflected their perceptions ot
council operational effectiveness. Given the relative
newness of the councils' operations (the meaan age of
councils sampled was 10.5 years) and the lack of other
qualitativq,studies‘on the effectiveness of these councils,
it was assumed that the operational effectiveness of
_-councils was best defined by council members.
The notion of measurement as it relateé to contrdl

and effectiveness was summarized well by Heaton (1977:37)



who stated that: -

Measurement 1s a means ot control and manipulation.
Land is measured to tax and convey 1t.  Time 15

measured to schedule work, study, play, contfinement
and the enr,)r(mi start ot retirement. Measurement 15
purposetulf not neutral; shaped by social structure,

not 1ndependent; distorted by tntellectual

conventlions, not unbirased. Things that are not

measured are not controlled. By not measuring the
* productivity ol organizatlons 1n servinyg people, we

have relingutshed control over organicsatloas. v

letting ortganizatllons measure us, we have gilven themn

power Lo control uas. ..
The 1ntent in exploring the operational

ettectiveness of councils was to consider the qualil1tative
side ot council eftectiveness trom the membership's
perspective. This t*xp%uxntl()n would ultimatelv give councl
members I’ht‘ power to more tormally assess the t)})t‘ldll:)lldl
etfectiveness ot thelr own councll 1n order to take greater
control of the councils. Members <ould then undertake
planned chaunge options designed to enhance the operational
eftectiveness in thelr councils. CKeterences to 1)})(?('(\1’1”1)(11

ettectiveness are made throughout the balance ot this study

feport.

PURPOSE OF THE STUDY

The purpose of the study was to explore the

-~ .

operational effectiveness of Alberta's further education

councils through the perceptions of council members. The

-

intended outcome was a framework.,for council members to use

\



1n assessing the level of operational eftectiveness achieved

by the council at a given point 1n time.

Research Problems

Problem 1: To 1dentity the percelved relative
importance ot various ltems 1o assessing the operational
eftectiveness ot Alberta’s turther education councils.,
Related questions address the curtent relationship betweeen
the perceived relative importance of the eftectiveness 1tems
and the variables ot age, size and urban or rural nature of
the council.

Problem 2: To identity the perceived degree of
a('hit\?vemenl, of vartous operational efftectlveness 1tems 1n
assessing the operational ettectiveness ot Alberta's turthe:
education councils. Related questions address the current
relationship between the perceived degree ot achlevement ot

O
the effectiveness items and the age, size and the urban or
rural nature of the councuil.

Problem 3: To explore ftor possible stages ot
development in Alberta further education councils as related
to council age.

The rationale for identifying items of perceived
importance and perceived degree of achievement was based on
the need to clarify between theoretical and actual
perspectives of operational effectiveness. This

*

need became clear during the pilot test of the

?‘,



questlonnaire. Further clarittication ot this distioncttion 15
tound 1n Chapter 3 in the description ot the pilot
quesli()nn(lxire. The investigator did not expect that all
ftems perceived to b&\vc’ty lmportant would also have been

\

N "
achieved to a high degree. Fhis expected ditterence was
\

attrilbuted to (unrslr(nnl\x‘uml bv councils and varrtances 1n

the oprnions and percept ons of councirl member s,
FRAMEWORK FOKR THE STUDY

Steers' model (1977) was chosen as the basis tor

this study. It is a dynamic model which encompasses-three
, -
«1im.cnslun5: goal optimization, systems perspective and
behavioral tfmpﬁ‘\sls, and tour characteristic dre—nis:A 1)
organlizattronal, 2) eanvironmental, 3) employee
characteristics and 4) managerial policies and practices.
Based on th® focus on the operational eftectiveness ilems in
this study 1t *was argued that Steers' model (1977) provides
a suftficiently comprehensive range of opportunities for
identifying and clustering operational eftectiveness items
S

to develop a framework for assessing the operational
eftfectiveness of councils.

By involying céuncil members only in the study, the
investigator was able to focus the study on the internal
perspective of operational effectiveness and to involve

council members in defining an operational effectiveness

framework which described their perceptions. While it might

[y



be argued that this is a narrow view ol council
etfectiveness, thé&® internal perspective does provide a
sta.rtlng point tor research in the area ot council
eftectiveness. To date there 1Is no exlsting research on
council ettectiveness and limited research on the
ettectiveness ot post sccondary educational deliverv svatemns
generally.

Alreview of the ()r.ganlzu(innal ettectiveness
literatur identitied two problems 1n assessment. Cameron
and Whe{t,ex\ (1981:325) noted the tollowing:

Among the problems in the literature on

organizatiomal effectiveness are the over reliance

on researcher imposed criteria of ettectiveness and
the tendency to measure p?\\"(‘eptions of ettectiveness
at only one point in time.
Pondy and Mittroff (1978) and Weick (1979) have attempted to
circumvent these two assessment problems through two recent
developments. The emphasis on language and meaning by Poady
and Mitroff (1978) and Weick (1979) suggested "the need to
e
rely less on investigator imposed definitions ot
etfectiveness and more on the meaning that different groups
of organizational members place on this concept.” Secondly,
the emphasis 65 organizational life cycles suggested thaﬁ
the judgemeﬁt and perceptions of organizational members
ghange at—different stages in the organization's.de?elopment

(Kimberly and Miles,1980). Given this background, this study

made use of the meaning of effectiveness which emerged from



/..

the intormant 1nterviews. The study also attempted to
tdentity stages 1In the development ot the organization
N
through the sampling of councils at djtterent age levels.
Thus, the diagnostic tool used was the members' perspective
ot the operational ettectiveness ol the councill to whilch
they belonged. Within this 1nternal perspective, the
concept ot development over time was also addressed. Related !’
.
to these concepts tor the purposes of this study were the

variables ot age, size and the urban or rural nature ot the

Councll.
IMPORTANCE OF THE STUDY

Practical Signiticance
In a practical way, the study identitied a tramework
tor assessing the operational eftectiveness ot turther
education councils. The study also identitied eighty-one '
operational items tound by a majority of respondents to bhe
very important to the operational etfectiveness of councils,
. ‘
and eighty operational items found by a majority of
R4
respondents to be achieved to a high degree. These
operational items were found in four areas as identified by
Steers' (1977) model of organizational effectiveness.
n
Research results were expected to be.of primary use
to further education councils whose membership was

interested "in assessing the council's level of operational

effectiveness. Assessment of operational effectiveness



would contribute knowledpe to the management and
administration ot the transtormation phase ot Alberta's
further education councils, This phase 15 one aspect ot the
svstems model ;s the others are the 1nput and out put phases.
Others who could make use ot the cseatch rtesulo s rnc bade

A . . \
the Further Fducation Services Bradach ot Alberta Advanced

AN

Education, tesearchers anterested 1o the coordinatton ol

N
adult educati1dn programs and 1nterested members of the aduld

education community.

Contribution to Research and the Literature

The research was intended to add to the ygeneral

understanding ot the operational t‘fte(tXV(’Ilc'SH,01"’?urihe‘r
4 \

education councils in the delivery ot adult “x“ﬁ“““.g
opportunities. The research outcomes allowed tor comparison
with similar organizations involved 1n the deliverv ot adult
learning opportunities across Canada and throughout the
'_ﬂestern world.

This study opens opportunities for«further research
into such areas as the operational effectiveness of major
urban councils and the community perspec'ti\l of further
education council effectiveness. Studies already completed
gSeville, 1985, Konrad, 1982 and Sonoda, 1983) focused
'?espectively on the role of council coordinators, their
professional development needs and their satisfaction with

their job.
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Delimitations &
The éﬂudv was delimited to twenty l‘w() Alberta
turther education councils whose locations are 1dentitied 1n
Appendix A, a4 council highlighted map ot Alberta. The <tudy

0

exc luded the two major arban councils a1n Calgary and
-

Fdmonton tor the tollowing tcasons: ) they daid not operatoe
In the same way as tural aod <small urban councils, b)) theo
di1d not have a coordinator, <) thetr membership was composed
ot larger agencies and d) thev had no volunteers as member s,
The study was also delimited to an i1aternal perspective on
the operational efttectiveness of councils. In terms ot
organtzational lite c¢vele theory, the study tocused on the
growth, development and maturation phases ol organlzatlons
but did not address decline and disbanding. The studv began
in Apri1l, 1984 with the tirst ten 1nftormant interviews and
concluded in April, 1986 with the completion of the
dissertation.

The resulting assessment tramework was delimited
to rural and small urban councils. By detinition, this

included all Alberta further education councils exgept

Calgary and Edmonton.

Limitatiens

A lsmitation of the study was the acceptance of the
operational items identified by the twenty informants in

their interviews as accurate and fully reflective of the

-’



best measures ol pet-elved operational ettectiveness o
councills at that time. Another T1mitation was the potential
for bias 1ntroduced by the 1esearcher who was acso the
Assistant Director ot the Further Fducation Branch at the
taime thar the study was conducted. Attempts were made to
reduce this potential biras by itavolviaong tour 1ntormants 1
validating thelr taped 1nterview with the 1nvesitigatonr, by
asking these same tour i1ntormants to validate the
tnvestigator's categorization of several intormant
identitied variables into Steers’' tour characteristic areas,
and by pilot testing the questionnalre to identity and
change leading or blased question:.

While the (ouncils were 4 subsystem 1n the larger
system of post-secondary \1\1('(1(1()11 in Alberta, 1t was beyond
the scope of this study to deal with all parts ot the system
and the roles each part played in the perceived operational
etfectiveness ot councils. As a4 result, the impact ot the
institutional sector on perceived operational eftectiveness
was identified only insofar as institutlons were represented
in council membership.

-

A final limitation was the familiarity of the
respondents with the activities and processes of the council
to which they belonged. Approximately thirty percent of
respondents were new council members, that is, they had been
council‘members for one year or less. The lack oé

familiarity of these respondents because of their limited



experlience with counctl processes and procedures may have
resulted in some degree ot understatement o! the operational
ftems tound to be achieved to a high degree.

A diagram ot the post-secondary system in Alberta
and the relatlonship ot a4 turther educatlon coundcil o its

various suprasystems 1s noted 1o Figure 103,

DEFINITION OF TERMS

Further Eduanngﬂ Council

These are the organizations whose structure and
functioning has been approved by Alberta Advanced Education.
Councils are responsible tor cvordinating the provision ot
further education courses within the afea served by the
council. Council membership is open to such persons as:

1) Further Education personnel from the nearest
advanced educational institution,

2) the School Superintendent,

3) a member ot the School Board or Board of
Education of a County,

4) the local represantative ot the Departwent ot
Recreation and Parks,

5) the Recreation Director, or ¢ member of the
Recreation Board,

6) the Medical Officer of Health or Public Health
Nurse,

7) the District Home Economist,

8) the District Agriculturist,

9) the Family and Community Support Services
Director, :

10) the Municipal Librarian,

11) a local representative of the Alberta
Educational Communications Corporation (ACCESS),

12) representatives of non-profit, public service
organizations which have as an educational purpose
the provision of Non-Credit Further Education
Courses to adults,

AN



13) the nearby Regional Representative ot Alberta
Culture,

14) the Regional Representative tor Alberta Consumer
and Corporate Attairs,

15) a regional Early Childhood Services Advisory
Council representative,
a Local Council on Aging representative, and
citizens who recognize the worth ot turther
education and are vitally interested in tostering
such learning opportunities (Alberta Advanced
Fducation, 1982:9). \

. . . . . e
Further l‘Lkl‘ll‘(ﬁd_I_}‘(LIV\_ Council Coordinator

An individual employed to provide leadership and

administrative assistance to a turther education council.

Designated Hosting Authority

A member aygency, institution or organization ot a
turther education council nominated by the council, or the
council i1tselt 1t a duly constituted non-protit society, and
approved by the Minister of Advanced Education as-the body

to receive and disperse further education grants.

Further Education

Further education constitutes planned educational
experiences designed to be integrated on a part-time basis
into the on going lifestyle of adults as part of a system of

recurrent education. (Alberta Advanced Education 1982:1)

Further Education Services

That branch of Alberta's Department of Advanced

Education which provides grant support, consultative



assistance and related services to turther education

councils in Alberta.

Alberta Advanced Education

The department ot the government ot Alberta
responsibile tor providing tunding to post-secondary
institutions and coordinating programming amony the
fnstitutions. As indicated 1n the detinition tor Further
Education Services, the department 15 responstibile for
providing grants, consultative assistance and related
services to the eighty-five further education councils 1n

the province.

Organizational Ettectiveness

An organization's capacity to acquire and utilize
its scarce and valued resources as expeditiously as
possible in the pursuit of its operative and operational

goals (Steers, 1977).

Operational Effectiveness

For the purpose of this study, operational
effectiveness was defined as that condition of the council

which was instrumental in assisting the council to meet the
™

-~

prescribed goal defined in Further Education Policy,

Guidelines and Procedures (Alberta Advanced Education,

1982).



ORGANTZATION OF I'}H;R‘I"HI'ZI\' Y

Chapter 2 contalns an overview of the general

literature on orgunlz‘itlun‘ul ettectiveness, with special
attention paid to ¢riterta tor evaluating organizational
etitectiveness.,

Chapter 3 describes the 1escarch process. The
description 1ndcludes the techniques used tor pgathering data
and the methodological approaches employed 1n the aunalvsis
ot the data. |

The results ot the study are 1eported 1n Chapters %
and 5.

Chapter O préesents a summary ot the tindings ot
the study as well as the conclustons and implications tor
assessing the operational etfectiveness 1n councils.
Recommendations for further research are also 1ncluded.

Chapter 7, the tinal chapter, pregents the tramework
which emerged from the research tor assessing the

operational eftectiveness-of turther education councils.

~



CHAPTER 2

LITERATURE REVIEW

INTRODUCTITON

Orpgantyzational ettectiveness has been studied o
many d1tterent orpgantsat tons., Ihe tesulis of some tuadie-
which were 1mportant to the study at hand 1nclude the
Geovorgopolous study (1902) of eftectiveness 1o hospitals,
Cameron's (1978) study ot ettectiveness 1o lustitut lons ot
higher education, Osborn and Hunt's (1974) study ot
ettectiveness in quasi-independent soti1al service
otganizations and M«)lxll.n and RKogers', (1976) studv on

effectiveness uslng’g()al and system resource approaches,
As a result of these and ofher studies, 1t has been
determined that: a) the unit ot study varies trom the
individual to the sub-unit to the organltzation and the kev
constituency served, b) both univaritate and multivariate
methods of assessment have been used, and c) detinitions ot
organizational effectiveness are as numerous as the
perspectives, organizations and methods used to study the
concept. The current status of organizational effectiveness
in theory; definition and research methodologies is one of

multiplicity of approach. However, there is a leaning

towards some concerted identification of perspective,

26
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domain, level ot analvsis, 1dentified purpose tor judging
ettectiveness, specitication of time frame and data used and
specitication ot a reterent against which ettectiveness is
judged in order for comparisons to be made. |

This chapter is organized to provide an overview of
the theoretical and empirical literature relative to this
study. The review begins with the theoretical literature
and tocuses on such topics as some detinitions ot
organizations, open systems theory, organiczational
eftectiveness definitions and organizational eftectiventss
models. A short history of Alberta turther education
councils is also included. \

1

The review of the empirical literature focuses on
tive studies related to organizational ettectiveness. Three
describe the etfect ot different tactors on organizational
etfectiveness, one studied the structure of organization:
and one measured organiLatigndl ettectiveness in

"
institutions of higher education.
]

b ORGANIZATIONS AND SYSTEMS

Definitions of Organizations”

~Within the literature on organizations, definitions
of organizations vary from simple to complex. Foquzample,
Parsons (1968:17) defines organizations as "social sy§tems

with specific purposes.”
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). Specitie personnel are designated to entorce

order. «

o - Interaction ts "associative” ratherg than
"communal', that is, it ditters trom tamily interactions.

7. Organizations carry out purposetul activities ot
a specitic kind, such that organizations transcend the lives
ot theilr members. Organizations are designed to do o
something.

Hall (1977:19) summed up Weber's perspective nlcely
by describing its proximity to reality and 1ts tocus on

o

"legitimate interaction patterns amonyg organizatidnal

o

members as they pursue goals and engage in activities."”

Barnard (1938) ftocused oun the members of the system.
For Barnard, the l;ey elements 1n the detinition ot an
organtzation included: -a) communications, b) willingness
ot members to contribute, ¢) common purpose amonyg members,
d) the focus on the individual to communicate, to be
motivated and to make decisions.

In answer to his own question, "Are organizations
real?"”, Hall (1977:23—25)rrevealed the basic issme of
organizations. He wondered "whether organizations are
anything more than individuals who have come together in an
interactive sysﬁem." He then answered his own question by

stating that organizations "are real to the extent that

strictly organizational factors account for part of the



X - . : - . '
behavior of 1ndividuals at all times in organizations.'

(1977:25)

In this research it becomes important not to think
of a ¢council as a traditional organization with easily
tdentitied goals, structure, membership, p.oducts o1
setvices, bul rather to think ot it us a loosely structured
organization. By accepting councils as loosely coupled
systems, Il 1s acceptable tor the (<)unc115\t,u exhibit
flatter structures, more open communication systems,
relative absence of regulations, decentralizétion,

delegation of discretion, equifinality,\planned

AR
unresponsiveness and slack times. N
Organizations As Open Systems o

Organizations tend to be classitied as open or
closed systems. However, since closed systems by detinition

do not take account of the environment, the focus will be on

open or natural systems. S
von Bertalanffy (GCeneral Systems Yearbook, Vol. 1,

1

1956) defined a system as "a set of objects together with

relations between the objects and between their attributes."
The focus appeared to be on the notion of relationships or

-

as stated by Hutton (1972:28), "Relations are what makes a

system a system.” This focus was reinforced by Hutton's

- Q -
(1972:30) definition of open systems which stated that, "The

system exists by virtue of a transaction, thus the system

> kY
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can only be detined in terms ot the environment." [Hutton
(1972:32) believed that the most important part of an open
system,
... has to do with controlling the traffic across
the boundaries. lUsing general systems notions,
Hutton's thinking is 'that general management has to
do with the characteristics ot both the environment
and the internal organization'. Thus the job ot
management is at the boundary and consists of
"detining the relations between system and
environment and managing the tlow across the
boundary. [t includes choosing the states ot the
sysfpem required for survival and development.'
According to Hutton (1972:32) the most important
part of an open system "has to do with controlling the .
traffic across the boundaries", and he called that notion
running the system or general management. This notion of
boundary management considers the relations between the
organization and policy and concepts of mission, objectives,

goals, task, strategy, operation and tactics. In a diagram,

this notion can be shown as follows: -

Figure 2.1: Hutton's view of general management (1972)

Relations called
boundary management

Enterprise ' Environment
are identified in

terms of transactions
which imply a
direction to activity

Gouldner (1959), also saw organizations as open

systems. He stated,



The natural model regards the organisation asoa
"natural whole' or system. The realization ot the
goals of the system as a whole is but one of several
important needs to which the organization 1=
oriented.

Hall (197/7:96) agreed with Gouldner and tdentatred
one ol the organizsations needs as survaival, recopnigzing that
1t can lead to neglect or distortion ot goal sechkinyg
behavior.

s - )

Hall (1977:96) ottered the following descriptions of
open systems:

. Organizational (hanges are seen as relatively
unplanned adaptive responses to a need ftor organizational
equilibrium.

2. Organlz.at lons Are seen as emergent 1nsotar as

n
organizational goals play a relatively minor role In the
directions in which the organization emerges.

3. Parts are interdependent, thus a change 1n any
one could produce unanticipated changes in another.

In summary, Katz and Kahn (1966:19-26) 1dentitied

-

nine charécteristics shared by all open systems. They were:
1) impdrtation of energy, 2) throughput, 3) output, 4)
systems as cycles of events, 5) negative entropy (importing
excessive energy and stockpiliug it), 6) information input,
negative feedback and the coding process, 7) steady state

and dynamic homeostasis, 8) differentiation and 9)

equiffnality.
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. . . . R
an excellent description of councils as open systems which:

LY

a) incur organizatiopal changes as relatively unplanned

responses to a need for organizational equilibrium,

emergent,

b) are

as orgaunizational goals play a relatively minor
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tole 1 the directton 1o o while bt

e oy anlsat ton emen e
¢ ) have 1nterdependent parts, such that change 10 one

)
counc il member s programming could produce uvnanticrpated

'
changes 1n another member s progtamming.

ORGCANTSATTONAL BEERCTIVENESS DEFINTTLION:
Desprte consitderable research on the topro o Uhiere
llw.ll!ll\l'l‘mill\ accepted detanaitron, theory, teseaioh
methedology o critetta tor appralsing organloatl tonal
etlectiveness. Cametron and Whetten (1983) described
organtzational eftectilveness as an enlygma. It was centiral
to the organitzattional sclences, but there were no generalls
accepted theortes per se . "ln otder to develop good
theorles analvyvsts _s:huuld studyv the dvnamlc r1eactltons that
occul when spountaneous events disturdb equilibrium.” I'his
statement trom Starbuck and Nvstrom (19381) disagreed with
b

the notion that one should understand organizations betfore

trylng to 1mprove them, They believed that the
understanding ot an organization's ettect.iveness would ome
from active.etforts to change it.

In detining organizational ettectiveness, the

investigator has categorized definitions. by goal togus,

system focus and "gfher" focus.

- \



Goal Focused Detainitione,
Detinitions of orpgantzational ettedctiveness by some

voal tocused authors are as tollows g

FEtritont (1964:0,.8) Saw oryanlsational e beo Uy ee s

fhe degree to which o soctal svstenm achieves 10
Qoals An otganlizatitonal yoal 1w 0 derred state ot

attarrs which the organtsation atlempts o tealse

Perrow (14970) cone luded that

It one (oncelves ot organltzations as deliberate

’

ratlonal, goal seeking activity systems, then 10 1=

—

ratl1onal to agree to that successtul goa
accomplishment 1s an appropriate measute of
eftectiveness.

Stewart (1976:112) detined ettectiveness as:

fhe extent to which a4 soc1al syvstem makes progtess
toward 1ts acquisition, power and goal objectives.

Goodman and Pennings (1977:160) dec lared that

Organizations are ettective 1t relevant constraints
can be satistiled and 1t organizational results
approximate or exceed a set of reterents tor
multiple goals.

Van de Ven and Ferty (1980:83) argued that
Ettectiveness 1s detined as the percentage ot

attalnment ot production goals. _
-

Systems Oriented Definitions

Authors supporting the systems oriented approach to
detfining organizational eflectiveness include the following:
Pteffer (Pfeffer and Salanzik, 1978:145) contended

that:
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loo «lose a tit between 1ndividual and organtrsational
lntetests resulted 1nshomogenerty which resulted 1o a
decreased capacity for "adaptation and change, and theretore
decreased eftectiveness, Heterogenelty increases capacity
tor adaptation and change by attracting and selecting
"nontright" people (Hchnetrder an Cameron and Whetten,
[U83:41) and preventing too «lose a tait. The net tesult was
that the nature ot the people wathin the organlzatlion
established the behavior ot the organization and thus

determined 1ts ettectliveness.

-,
MODELS OF ORGANIZATIONAL EFFECTIVENESS
The previous sectilon 1ndicated the diversity
existling in organizational ettectlveness theories
and definitions. In this section, several models will be

discussed to exhibit the interpretation of those theories

and detinitions. The models to be discussed will be

v

multidimensional models because they appedsred to be most

usetul for developing a’'tramework to asses} the
/

eftectiveness of Further Education Councils.

Seashore's Model

Seashore's modgl (Cameron and Whetten, 1983:191)
was really a merging of three contemporary theories: the
natural system model, the goal model and the decision

process model. The complementary dimensions of these three

models were centered on two shared features: the asslmption



ot organisational ['.lvllt)lhilll\‘ and the assumption of 1nternal
(goal and process models) or external . (natural syvstems
model) dependencies. The result of this integration was o
focus on the functioning ot the internal social svstem of an

()I'géllll/.dt lon.

Mott proposed an open syvstems model, believing Uit
due to a constantly changing environment, structures should
be temporary and flux should characterize the workings. His
structure showed a flattened hierarchy and was characterized
by shared authority. The emphasis on adaptability became an
antistructural value, 1nsofar as rigid roles could not be
designed to deal adequately with a constantly <hanging
environment. From his perspective (Mott, 1972:5), the
problem was the otten inadequate attention "to the
importance of productivity and the utility ot structures
designed to achieve it-(productivity)."

Mott's model also focused on the internal
functioning of an organization. The model identified
productivity, adaptability and flexibility as measurement
indices 1in recognition of the environment as a major
reality. Mott's model resulted from a recognition of
conflicting forces operating in an organization toward

structuring roles and role relationships, and those

operating to increase scope for improvisation in roles and



(o

assoctated rTelatitonships (Mot f9/72 0. He 1dentaitred

the notions ot negotiated orders (intormal negotiation of
new activities and relations) and social power (usable and
)mn ially valued latent energy 1n human organizations) as
bertnyg tmportant 1n maltantarning productivity, adaptabarlity
and tilexaibirlity. Mottt (l"/‘Afil/‘) (.‘\l\l.\[t‘(l elftectiveness with
sutvival by measuring adaptation to envitonment 1o the
statement "Organtzations that adapt to thelr enviionment s

ate more ettective 10 the long rtun than are those that do

L}
not .’

Steers' Model

Steers (1977:175% 184) proposed a process model ot
ettectiveness whose key advantages over other models was the
recognition of the <hanginyg nature ot the organizatlon and
1Us environments.

Steers (1977:4) believed that: .

eftectiveness could best be examined by sjointly
considering three related concepts: 1) the notion ot

goal optimization, 2) a systems perspective, and 3)

an emphasis on human behavior in organizational

settings.

In addition tou these three dimensions, Steers
identified four general domains of factors contributihg to
the success of an organization. He described these four

domains (1977:7) as: 1) organizational characteristics; 2)

environmental characteristics, 3) employee characteristics,
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POLICIES AND PRACTICES
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Job Performance
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Abilities
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goals and needs

Strategic goal setting

Resources acquisition and
utilization

Creating a performance
environment

Communication Processes

Leadership and decision
making

Organizational adaptation
and innovation

Source: Steers (1977:8)



and S manapgeraial policies and practiaces, Ihese chatacter
1stics and theilr elements are detarled an Frgure 2.2

Goal optimization, the ti11st dimension, was the
measurement "ot organizational success agalnst organizational
tntentlons. Fhois approach allowed tor "the explicnt
recognition of multiple and often contlicting voals, as well
as tor the existence of several constralnts on the goal
cttort” (Steers, 197/7:5) . Tn tecopynizing that voal
maximlzat1on was lilkely not possible due to "identitiable
and 1rreducible counstrarnts (tor example money, technology,
personnel )" Steers chose to tocus on optimized goals, He
detined optimized goals (1977:9) as "an organizat ion's
desired goals as constrarned o moditied by avarlable
resources.’” The resualt (Steers, 1977:9) was that

"ettectiveness 1s evaluated in terms of how well an

organization can attain 1ts teasible goals."

Goal optimization, Steers' tirst dimension, was
supported by several others. They included Etziontr (1964),
Goodman, Pennings and Associates (1977), Hall (1977), Price
(1972), Child (1975), and Van de Ven and Ferry (1980).

The second Steers' dimension, the systems
perspective focused on the cyclical nature of organizational
processes (input, transformation and output) and
complemented the goal optimization perspective by allowing

for the changing nature of goals in organizations. Support

for this dimension was found in research by Seashore and



‘\‘
Yuchtman (196/7), Ptetter and Salancik (19/758) dll‘\i'i{.lfﬂ‘\‘llf(’lxl
and English (1974). )

The third dimension, the behavioral emphasas 1n 4n
organizatlonal setting, considered the 1ole ot cmplovee
behavior 1o long term otganizational suc ess.. Thas
dimenston consitdered "how the behavior ot 1tadividaals and
¥loups ultimately contribute to ot detract trom
organlczational goal attatnment” (Steers, 1977 6). 1t
recognlzbd that goal attalaoment was possible only through
the actions ot organlizational members. Research supporting
this dimension was tound 10 Bennis (1966) and Nadler and
Tushman (1980 ).

Steers model (1977) was chosen tor use in the study
tor several reasons. Its key advantage as a process model
ot etfectiveness was the recognition ot the changing nature
of the organization and its environments. Filrst, as d
systems based model 1t was applicable 1o turther education
councils as sub-systems working within the post-secondary
system of education. Second, counciles transformed course
tdeas, community problems and information (raw materials)
into courses of study (output) using council members and
community resources and processes. As indicated above,
Steers used a process oriented approach consisting of three

interrelated dimensions for analyzing effectiveness: goal

pptimization, systems perspective and behavioral emphasis.



his comprebensive appioach allowed tor the broad review ot
organizational ettectiveness research related to this study.
With a view towards change, Steers argued that, e 1s
agatast the concept ot ettectiveness that managerial and
organtzat1onal success are ultaimately judged™ (197701,

N
fhiid, Steers” model also tocused on human Tesouroes s an
fmpottant aspect of achieving ettectlveness through the
behavioral cwmphastis dirmensiton. Human resoutces wer e
fmportant to this study ot percerved operational
ettecliveness because 10 was the human element or council
member s which undertook to pertorm all bﬁ”thc activities
and processes which culminated 1n operational ettectlveness
in Alberta turther education councils. Fourth, two of the
key dimensions, goal optimlization and systems perspective,
allowed tor the pursuit ot multiple goals.
According to Steers (1Y77:95):
The use of the g‘udl optimlzation approach allows tor
the explicit recognition ot multiple and oftenr
contlicting goals as well as tor the existeunce ot
several constraints on the goal etfort. Thus,

eftectiveness is evaluated in terms of how well an
organization can attain its feasible goals.

N

Councils regularly pursued multiple and sometimes
conflicting goals as they worked to provide adults with the

opportunity to pursue learnipg needs.

Summary

Three models of organizational effectiveness have

.

been reviewed. Each was a multidimensional model merging a



\
number ot related (oncepts. Seashore's moded tocused on the
internal social system ot an oxgan’izﬁ(ﬂlon. Mott's was an
open system's model which also focused on the internal
functioning ol an organizatlion. Mott's model used
productivity, tlexibility and adaptability as medasurement
indi1ces. Steers' model encompassed th;‘thrvv dimensions ot
goal optimlizatlon, systels perspective and behavioral
perspectilve. [t was chosen as the model tor this study
because 1t was applicable to systems oriented organtzations,
it identitied the i1mportance of human resources 1n achievinyg
eftfectiveness, it allowed tor the pursuit of multiple goals

and 1t appeared to offer more latitude tor categorizing

data.

ORGANIZATIONAL EFFECTIVENESS ASSESSMENT

Introduction

The importance of assessing pertormance became widely
recognized early in the 20th century. Taylor (1911), Gulick
(1937), Barnard (1938), Weber (1947) and Fayol were all
members of the classical school of organization theorists
which emphasized the efficiency focus on conceptual
frameworks (Spray, 1976). 1In the post World War 1l era, a
proliferation of distinct models emerged for assessing
organizational effectiveness. For example,:thé case study
approach was used by Selznick in 1949, Gouldner in 1959 and

Blau in 1955." The decision making model was used by March



and Si1mon 1o Y9y, e multaiple cri1terion approach to the
study ot ettectiveness was used by Bennis in 1966 and

Georgopolous and Tannenbaum tn 1971, In 1967, Lawrence and
Lorsch used the contingency approach, tollowed in 1970 ll)_v

the structuralist approach of the Aston group, namelv,

Johuson, Pugh and Hickson (1976). F'he systenms model /was
used by Katz and Kaho 1n 19660, Evan 1a 1972 dl‘:}w'[L 111
P9l . Between 19606 and 1972, 4 multirdimensional approadch

3
was used by l"\/dt/. and Kahn (1966), Mahoney and WelZtzel (1969
and Mottt (1972). .
A consolidation tadtors approach was used by Steyar

in 1976. Spray (1976) 1dentitied both the rate ot increase

-

in the literature on organleational ettectiveness and the

v

coming "golden era” ot research which 1nterest in the topic

AT N
’/‘ : i .
Mad created. Bg\thxl\ﬁy volume and multiplicity ot points ot
view trom whith the subject has been examined had produced
) |
state ot termc‘nl\wufh Spray called theoretical pluraltsm.
)

Research couvered so vast an area, from so many
perspectives, that it has recently been recommended by
researchers and theoreticians that studies be systematized
by specifying conceptual schemes and methodological

techniques (Spray, 1976). This reaction was suppgorted by

Price (1972) who wrote the Handbook of Organizational

Measurement with two purposes in mind: 1) to promote

standardization of measures used in the study of organiz-

ations, and 2) to promote the improvement of measures used.

)

t

a



Not onlv was there lack ot .\>ff<~(-::1n-11r onothe meant g
ot organtzatlional etfectiveness, there was also Tack of
agreement “"on the (riteria to be u‘.\‘vd tor 1ts assessment and
on how 1t may be attained” (Ratsov, [983:1). For example,
Etztont (1994) and Price (1970 IJ\'«)IP% the coal model oy

measul lng otimtlv‘s while PBennts (1Y6600) ana Nadler and

Tushman (1950 tavored the 1nteinal process e moded TR

(1981) used the open svstems model while Haventeld ¢1os

\
preterred the political economyv model, and Schnerder (J9x3)

used the interactionlist model of attraction, selection and

attrition.

.
Another approach to such diversity was Taken by
Mahonev and Wietzel (1969 based on thelttr studvy and the
{
resulting model ot eftectiveness. Their tindings 1adicated

"that different etfectiveness criteria mav have ditferential
relevance depending upon the nature ot the organization and

-

the technologies imvolved.”

It appeared from the literature that rather than
standardizing the measuring device for all assessments of
organizational effectiveness, according to Cameron and

Whetten (1981:526), there was a greater need to rely "more
on the meaning that different groups of organizational
. _

members place on this concept.”

2



Neel iy "oy Madel

-

Kellyv (1980506 508 sdentitred tour vartables and

ecleven related measures tor assessing organtsat lonal

ettectiveness. ) P
Vatrtables Related Measwur e
Faskh Pttt ectiveness a) Productivit
by Protitabairty
Human RKelatrons Bitectiiveness a) Job satistaction
b)) Morale
Adaptation Httectiveness a) Capacity to deal with
- contlict
b) Environmental «haages
intellipgence Fttect lvenes:s a) Managerral, anaivie ol
sk1lls
b) Organizational
- information processing
¢ ) Internalizcation ot
organltzational values
d) Training and development
emphasls
e) Human resource planning
-

Kelly's model takes the complexity ot assessinyg

organizational effectiveness and breaks it into four

'

categories, then defines the related measures in each
) f
category. As a result, Kelly (1980) offers enhanced

ciarity in his model of assessment,.



Fovirtonmental Models
fhe literature on envitonments assumed the

acceptance of open systems theorv and 1dentitied the
N

importance ot the cenvironment tn determining 1t he

ettectliveness o1 survival ot the organtsat ton,

Wriltings bv Mever and Assoctates (19/78%), Ptetter and
Salanc ik (1975%) and Aldrich (1979 showed that Proce e and
oulcomes 10 organizatlons werte strongly 1ot luenced by
environmental tactors that mayv have been only partially
within the control ot the organization. Starbuck's work
(1909) suggested that organizational growth was not linear,
but 1ntluenced bv o vartety ot political, economic and

*
soclal tactors.,

I[n the Hasenteld and Eanglish (1974) view ot human
ser‘vl('c organizations as open systems, they noted the
continuous interchange with the environment to attaln
tnputs, dispose of outputs and maintain the organizatlion as
a viable system.

Jackson and Morgan (1982) identified environments as
being internal or external and saw the interaction of the
organization and its environment as either adaptive or
manipulative.

Research by Hall (1982) identified seven dimensions
of organizational effectiveness using an environmental

ﬁerspective. Jackson and Morgan (1982) identified

environmental characteristics, several of which are the same
1
\



as those ot Hall. The dimensions

tdentitied by Hall (lux?)

and Jackson and Morgan (1982) are as tollows:

, Jackson and Moxku\n's

Hall's Env 1tonmental

Environmental

Dimensions Characteristics

. Technological Conditions 1.

2. Legal Conduitions O

b0 Political Condaitirons 5.
4. Fconomic Conditions 4
5. Demographic Conditions: 5.
6. Ecological Conditions 6.
7. Cultural Conditirons

Jackson and Morgan's stud

question: "Do organizations adapt

control their environments?"” In pursuing their

Jackson and Morgan identitied the

~J

¥

Psychologioal

Legal

Political

Fconomic
International
Ecologlical
Cultural/Religious
Soctlal

Physical

(1982:248) examined

to thelr environment

internal and external

the

ar

research,

environments of an organization and the nine environmental

characteristics of organizations noted above.

Similarly,

Hall's (1982) research on environments and the development

of organizations identified seven environméntal conditions

which he found to produce differences in the structure and

process of organizations. While Hall was searching to find

what environmental factors do to organizations, Jackson and



Morgan were attempting to pdentity whether the environment
had an impact on the organization or vice versa.
Their agreement oun tive ot the dimensions was

signiticant given the diversity of their tield ot resecarch.

Support tor Multivariate Measures

Many of these measures were described as
multivariate eftectlveness measures: such measures assessed
ma jor sets ot variables to demonstrate how they titted
together. Georgopoulos and Tanneanbaum (1957) were two ot

)

the first researchers to attempt the multivariate approach
and set an early aréument, for the use of systems theory.
They were concerned that an evaluation of ettectiveness must
deal with both meafis and ends. Such notable researchers as
Katz and Kahn {(1966) and Yuchtman and Seashore (1967)
supported the Georgopoulos study through their own research
and rejected definitions of eftectiveness which evaluated
performance based on the existence of an ultimate goal.
Using the system resource conceptualization, Yuchtman and
Seashore defined effectiveness-in terms of the ability of an
organization to secure an advantageous': bargaining position
to acquire scarce and valued resources. Further, Yuchtman
and Seashore (1967:898) stated that:

The concept of 'bargaining positionJ implies the

exclusion of any specific goal (or function) as the

ultimate criterion of organizational effectiveness,

Instead it points to the more general capability of

the organization as a resource-getting system.
Specific 'goals', however, can be incorporated in
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this conceptualization 1n two ways: (1) as a

specification ot the means or strategies employed by

members of the organization and (2) as a

specification of the personal goal of certain

members of classes within the organizational system.

The better the bargaining position of an

organization, the more capable it is of attaining

1ts varied and often transient goals, and the more
capable it is of allowing the attainment of the
personal goals ot members.

The alternative was the use ot univariate measures
ol ettectiveness in assessing the attainment ot some
ultimate criterion. bExamples included measures ot
satistaction, morale, stability, growth and profit. These
measures were criticized by Steers (1977:39-41) tor three
reasons. First, they were neither comprehensive nor
adequate measures of organizational effectiveness. DSecond,
they appeared to represent value judgements of what ought to
be. Third, was the Integration problem and contributing to
the meaning or understanding of the organizational
effectiveness construct. Steers did not agree that one

*

4
concept could adequately define organizational
effectiveness.

In reviewing the criteria for evaluating
organizational effectiveness, Scott (1981:336) noted that
they could not be produced by some objective, apolitical
process. He described them as being normative, often
controversial, varied and chosen from among several types.

Goodman, Pennings and Associates (1977:4-6) reinforced this

view, but expressed it in a different way. They 1identified

.



six problems which they telt should be addressed 1a any
viable framework for measuring effectiveness. They
included: 1) the nature of the organization, 2) a precise

definition of organizational effectiveness, including a

precise set ot dimensions, 3) specitication ot a domain of,
effectiveness, 4) which constituency's perspective will be
used, and which goals (otticial, operative or the

researcher's), 5) the determinants ot organizatmndl
effectiveness need to be defined and 6) the research
strategy to be used.

- Another reinforcement for Scott's statement came
from Campbell (Goodman, Pennings and Assoclates, 1977:15) in
a statement on the lack of a universal definition ot
organizational effectiveness.

The usefulness of a particular formulation is a
function of both the values of the user and the
facts of organizational life. Regardless of what

theory is used, a value judgement must be made about
what the goals of the organization should be.

Guidelines for Assessing Organizational Effectiveness

A comprehensive set of guidelines for assessing
organizational effectiveness was found in Cameron and
Whetten (1983:270-279) in the form of seven guiding
questions, They believed that by askin; for and receiving
answers to these questions for every assessment of
effectiveness, for every definition of effectiveness and for

every project designed to impr;)e effectiveness, the result
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. . :
an i.inerary tor mapping the construct ot

I

eftfectiveness and helping to make studies ot effe(‘(ivench

comparable. The questions are highly interrelated, so that

making choices for one will ftect choices in another area.
8

1.

From whose perspective “is effectiveness beiny
judged? '

Which constituency has been idfentified as beinyg most

)

Ilmportant at this point in Uilme?

Qﬂ what domain ot. activity is the judgement
focused?

Is it the input, process or output domain being
assessed at ‘this time?

What level of amalysis is being used?

Is it the individual, subunit, organizational
population or industry level or societal level?

What is the purpose for judging eftectiveness”

The identified purpose generally affects the
judgement -itself. A change in the purpose of the
evaluation will create different consequences for
the evaluator and the unit being evaluated. Also,

the answer to this question affects the answer to
the prior three questions.

What time frame is being employed?

Is short-term or long-term effectiveness being
evaluated? These can vary remarkably, so it 1is
important to specify.

What type of data are being used for judgement of
effectiveness?

Is it objective data (organizational records) or
subjective data (interviews, questionnaires)?
Different data may produce significantly different

results. »

What is the referent against which effectiveness is

judged?




a comparative judgement?
a normative judgement?

< a goal-centred judgement?
d) an lmprovement judgement?
a trait judgement?

Cameron and Whetten (1983:274) identitied the advantage
ot using these guides in helping to clrcumscribe the
construct boundaries of eftectiveness as well as explicaitly

identifying the indicators of ettectiveness under

consideration. .

Concept ot Coordination

With reference to the concept of coordination and
coordinating agencies, a study was done by Litwak and
Hylton (1962:395-420). They tound that coordination among
organizations was reached through a coordinating agency
whose major purpose was to order the behavior between
organizations by: a) communicating pertinent information,

b) adjudicating areas of dispute, «¢) providing standards of
behavior and d) promoting areas of common interest. Their
study also found evidence for the hypothesis that

- = g
coordinating agencieg would develop and continue to exist if
the formalrorganizations were partly interdependent, if they
were aware of this interdependence, and if the coordinating
agency had devgloped standardized units of behavior for the

organizations.



Summary

The preceeding sectioyg on organizational
effectiveness assessment has achieved tour purposes. Firs
the description identified various approaches to or models
of assessment in place since the early part of the 20th
century. Second, several e(mpiri(’idl examples were glven t
demonstrate the lack of agreement on «r1teria used tor
assessing organtzational eftectiveness. Both univariate o
multivariate measures were discussed. Third, Cameron and
Whetten's guidelines for helping to circumscribe the
construct boundaries and identifying ftactors of
effectiveness were presented. Fourth, Litwak and Hylton's
study on the concept of coordination was presented. Thel:
hypothesis regarding the interdependence of coordinating
agencies and standardized units of behavior is believed to
describe the existing situation in Alberta's further

education councils.

OBGANIZATIO&L LIFE CYCLES
The concept .of organizational liig\gziges‘éay be
difficult to grasp given the ambiguity q& the concept of a
‘pganization. As a biological metaphor, Kimberly 61980:7

defined organizational life cycle as,."the creation,

development, expansion, '.blllzation, decline and

t

o)

nd

n

)

dlsappearance of organlzations.' Ad1z4;>(1979 4) described

the life cycle as "a series of passages: birth, growth,
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maturity, old age and death; in each passage a unique
pattern of behavior emerges." Given these definitions, the
life c¢ycle analogy was deemed appropriate tor this research
on further education councils where age is being discussed.
Within the organizational lite cycle literature, age

was rarely discussed or identitied as beling specitic to a

stage ot development. While the lack ot age specilio stayges
resulted in reduced predictability on a practical level, i1

did allow for predictability on a theoretical level so lony

as predictions were not age based, but stage based.

Three Stage Models

Most authors reviewed had identitied three ot tour
stages in the life cycle of an organization. Of these, the
simplest was that of Heron (1972) who identified. the stages
as birth, youth and maturity in his study of "Growth Stages

in the Development of College Structure.” Kimberly and

Miles (1980) also identified a three stage model, but their
model had an organismic perspective through identifying
creation, transformation and decline.

Katz and Kahn (196651055 identified three stages of
organizational development -when they studied the effect of
the environment on dpen systems. Stage I was the Primitive
System where certain characteristics of the human population
Pnd some common environmental problems interacted to

generate task demands_and a primitive production structure
: o



Py

to meet them. la Stage I1, the Stable Organization, an
authority structure emerged tor tormulating and enforcing
rules. [t then became the basis for managerial and
maintenance sub-systems. Stage 111, Elaboration ot
Structure, was characterized by turther elaboration ot
supportive structures at organlzal tonal l)()lll\(i&i>xes.

Stewart (1976) itdentitired tour stages ot
development, but noted that these stages did not ocour at
discrete intervals, and unilinear development was aot
assumed. These two conditions created a significant
departure -trom the findings ot the other authors, with the
exception of Quinn and Cameron (1982). The Q@?g&ﬁ
identitied by Stewart (1976) were toundation, consolidation,
operations and achievement ot goals.

As well as the three stage models of organizatiogpal
life cyclés, a four stage model is also useful 1n this
review to provide a broader understanding of the lite cycle

conceplt in organizations.

Four Stage Mod
In thei \gtudy, of "Life Cycles and Shifting
3
Criteria of Effectiveness”, Quinn and Cameron (1980)
identified four sta;es and their characteristics: 1)
Creativity and Entrepreneurship - marshalling resources,

creating ideology, forming an ecological niche;

2) Collectivity - high commitment and cohesion, informal

»
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structures, tace to tace communication, long hours ot
dedicated service and an emerging sense of collectivity and
mission; 3) Formalization and Control - procedures and

policies become institutionalized, goals are formalized,

conservation predominates, flexibility is reduced, the i‘
emphasis is on etticiency ot production; 4) Flaboration ot
Structure - domain expansion, decentralization, renewed

adaptability, new multipurpose subsystems are established.
The authors saw these sequential stages as being applicable
to the early stages of organization development. Atter
stage four, they believed that development would occur

metamorphically.

Summary

The concept of organizational life cycle does not
sedm to enjoy wide acceptance in the literature on
organizations and their behavior. While some researchers
believed that the concept had value as a predictor of
organizational growth, pRat use has.only been achieved to
date at the theoretical level.

All of these models can Be summarized in the results
of a longitudinal study done by James H. Stewart on "Factors
Accounting for Goal Effectiveness” (Sprayz 1976:112). The
four categories (career stages, functional requirements,
objectives and effectiveness) serve four functions: 1) _ as an

analytic tool, 2) as an explanatory hypotheses about the
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determinants of ettectiveness at ditferent stages ot
organizational development, 3) by allowing comparison ot
tftfe(:tive’ness overl time in terms of Subsystems, simtlar
systems and the system itself, and 4) by uiﬁ‘leasuril‘lg
ettectiveness trom the leadership perspective. Flgure . 3,
A System bEttectiveness Model, summarizes these teatures.,

Most models identified®ranged trom three to ftive
. A 8 .
o \

? ’

stages with the thriee main stages appeagrifig to be birth,
v

i/
maturatiton and death. >

. A . .
A review of the theoratical literature on stages ol
organization development was undertaken tor one key reason.
&
The purpose of the review was to low the investigator o)

' )
explore tipe literature on lite cycles based on research
ey

t

problem three and the desire to establish a sense of stage

development in further education councils.

HISTORY OF FURTHER EDUCATION COUNCILS

Overview

The time period berween 1972 and 1975 saw the early
stages of development of a unique organization in Alberta
whose purpose was to ensure the delivery of a comprehenstive
range of non-credit learning opportunities to adults in
Alberta communities. Incentive for the formation of these
unique further education councils in each 8chool district

across the province was provided by the provincial-
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Department ot Fducatiton and 1ts Continulng Education Brandch,
The department's ratgonale tor torming these (ouncils was
the need to expand and coordinate part-time non-credit

learning opportunities tor adults, particularly 1n tural

At the time, the Depatrtment tecogniczed that many
oryantsations, publlc and prilvate apgencles and post -
secondary Institutions 1o the community were cartylng owl
their mandate to ofter courses aud other learning

opportunities to the adult public. However, the eftorts ot

~
y

these groups appeared to be uncoordinated @nd Llle\f<l5;)\>r15(>
rate oi participants seemed to be relatively low.
E’r«b)g)rammlng duplication or gaps were pr(*vhlent as 1dentitied
by «ommugtty based programmers expressing frustration with
the low response to their programming etforts.

Considering the social upheaval of the late 1900's
and the economic growth of the early 1970's, the Department
of Education identified learning as an opportunity for the
adult population to assist themselves in managing the social
and economic change® they faped in daily living. In order
to bring together the existing groups already involved in
adulnh educatiod,.incentive grants were offered by the
Department of Education, through agency membership in a

.

further edi&sﬁ?pn council, for courses, joint advertising
SN e . p o ™~ . .
% khaklolds and instyructor travel. By offsetting some
. . *
instructional costs and thereby reducing tuition fees, it



became morte manageable tinancially ftor the adult public to

participate in part-time educational endeavours.

Program Coordination Priaciples

The underpionings ot the Faurther Fducation Poliey
tests on tour pring xplvs which tocus on progtam
coordination.  These principles ate described by Falhenbeos
(1976:36) and 1nclude:

1) The "Client First"” Principle. The purpose ot
coordinatiog turther education programming should be to
better serve all of the people ot Alberta. lnstitutional
needs must be of a lower priority.

2) The "Varied Perspective” Principle. People
representing ditferent organizations, and agencies, puisuing
different disciplines and holding difterent philosophical
perspectives about education must be involved in the
continuing education program in a given community. As
Falkenberg has stated, "... varied contributors are
necessary to the flourishing of a pluralistic society."

3) The "Systematic Communication" Principle.
Although the people noted in (2)'€{ove work in autonomous
agencies, Falkenberg adds

they must communicate systematically with each other

on such things as current and proposed programs,

needs identification plans, anertising initiatives,

financial sources, etc. to open the way to
comprehensive, coordinated and, where appropriate,

cooperatiwﬁfﬁrogramaing.
L 4

- ¢
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4) The "Matntenance ot Flexibility” Prin iple. The
tlexibility and adaptability ot the extension or turther

education arms of educational operations must be preserved !

Fionancial Praincip les \

By the time the Fur then Educat ton },:"_1‘1,‘_1,1, Guidelines

and Procedures we*Te* passed by the proviancial legislature an
1975, the tinancial principles tor managing the grants had
been established and the council's names had been changed to
Further Fducation Councils. The tinancial principles

included:

Il » Local Coordination. Further education would be
cvordinated at the local level.

2) Public Participation. Two avenues open to
encourage public involvement include participation in
courses and voluntary participation as further education
council members.

- , ~ ~

3) Fiscal Equity. By using the processes ot a
prioril program ébproval and post=audit, Advanced Education
is able to maintain grant support equity across the
province. .

4) Financial Partnership. Despite the incentive
funding available for leadership, administration, travel and

L] V
limited instructional support grants, the instructional
costs incurred in providing further education courses are to

be borne primarily by  the user. ’

-



Policy Development

By 1979, seventy-two (ouncils had been tormed and by
1985 there were eighty-five 1in existence, As the initial
councils were being developed between 1972 and 1979, 50 was
the policy document, Further kducation !’LLIA_LLX,L Guidelines
and Procedures.  Since 1ts passage by the legislature an
197% as section 196/ 75 ot the “bl_vf‘llff;_‘i, }'Zdu'\i(_h_!l Act, 1t has
undergone several incremental (hanges most of which have

-2,

been related to the grants provided.

Council Etfectiveness Measures

With the formation of the <ouncils, * first steps
were to coordinate the courses currently avail(iplv through
member organizations, to identify new cour‘ses, to advert.isc
them and to encourage the adult public to participate. Each
year the council’s sought to otfer more courses and t
encourage greater regierati!}ns. Simple growth rate
statist{’cs became the measure of council effectiveness for
both the council and the government. A copy of the Alberta
Further E;iucation Councils course‘offerings, registrations
and course hours for~the period 1975 through 1984 was
provided in Table 1.1. As indicated in Chapter 1, .
statistically, the councils appeared‘to_have been very )
effective in providing learning opportunities to adults. The
study'by Statistics Canada; mentioned in the first chapter,

*
entitled "One in Every Five -- A Sufvey of Adult Education



in Canada' showed Alberta leading in Canada with a {
participation rate ot one 1n every four adults involved in\k‘
an organized learning opportunity. This figure for Alberta

compared to the national average of~one in every fdve.
»
Some Council Operational Characteristic

— -

1%

The tollowing key characteristics provide a ygreater
insight into the nature ot turther educational councils:
1) Councils operated according to prescribed goals,
. 4 L}
procedures and guidelines as identified in the Further
Education Policy, Guidelines and Procedures document.

-
2) Councils were non-profit in nature.

3) Councils were composed of represe;&atives from
various public and private agencies and organizations and
public advanced education authorities.

4) Councils served adults within an area bounded by
, .-
city, county or school division boundaries.

N

S) The legislated (prescribed) goal of each council-
(Advancéd £ducation, 1982:4) was "to mobil{ze all available
resources to offer goordinated. compreﬂenéive, meaningful
courses of further education to adults ih the community.”

6) Grant money was made available to councils for

o

completed courses ac}ording to minimum registration

&

requirements, quality control by the member organization

of fering the course, and the type of cohrse.offefed.

s
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/) Councils were empowered by the Further bHEducation
policy to.make decisions on courses eligible to receive
grant support, as well as other decisions relative to the
operation ot the council.

8) Council structures had little hierarchy. The
executive was generally composed of an elected chairman, the
part-time coordinator, the secretary and the repx‘vsvﬁ‘t_utlvv
to council ftrom the designated hosting authority. All \
members had voting privileges on all decisions with the
exception of the coordinator who ;as a non-voting member .

9) Allocation of grant money varied within each
council. Grants were distributed according to annual

4
programming goals; on a first-come, first-served basis; or
according to the nature of the courses and their ability to
meet current community leérning needs.

10) Since councils were non-legal entities in
themselves unless they were constituted under the societies

i
act, public grant money was ddistributed to them through the
designated hosting authority.

4

@ 11) The policy statement (Further Education Policyl

<

Guidelines and Procedures, 1982:1) guides the council's

operation:
f The Department of Advanced Education will facilitate
) involvement in further education by adult Albertans,
and encourage systematic inter-agency communication,
cooperation and coordination in further education
programming.
- . '
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bSummary . - *

Mo st Albefta Further Education Councils are ten or
more years old, but they still operate according te& the
program coordination principles identified in the early
stages ot the development ot the turther education program.
The key (haracteristics identitied provided some insight

into the operation of the councils.

EMPIRICAL [LITERATURE
The five studies which follow each provide some
information relevant to the study at hand. These\five
studies focus on organizational efféctiveness as it relates
to institutions of higher education, to the environment, to
social service Brganizations, to organizational life cycles

and to the structure of the organization.

Or&éﬁizational Effectiveness in Ianstitutions of Highgi' .
Education .

The purpose-of Cameron's study, "Measuring
Organiiational Effectiveness {n Institutions of Higher
Education” (1978:604) was "to examine the concept of
organizational effectiveness in institutions of higher
education." The samplg,idcluded four New England colléges in

the first study and four colleges plus two more higher
education institutions in the second study. All 2
institutions had an undergraduate student population of less)\

@

,than 10,000.



As there was no precedence tor criteria ot
~ - : : . . o ) - . .
Bffectiveness in institutions of higher education, the study
used an inductive approach to generate criteria. The
strategic constituency used to describe etfectiveness

criteria was the internal dominant coalition ot tormal

“ r

position ‘holders who influenced the direction and tunding ot

the organization. The study was not loungitudinal, thevetore
ettectiveness indicators were best typitied.as static. The
study was divided .(nto three sub-studies. The tirst was fhe

use of questionnaires aad interviews to assess the

reliability and validity of the etfectiveness criteria. The

second was designed to efftect reftinements and 1mprovements

in the instruments and to lmprove psyyometri( praoperties.

N

The third was the inlerviewing of approximately ten senior

£

officefs in each of six colleges to derive the dimensioms of

effectiveness. Nine groupings of criteria were found and
A v
they are: 1) student education satisfaction, 2) student

”~

academic development, 3) student career development, 4)

student personal development, 5) faculty a‘i adrhhndstrator

o

employment satisfaction, 6) professional development and

]

quaLigy of faculty, 7) Systems openness and community N
interaction, 8) ahility .to acquire resources, and 9) .
'o;gghizatipnal heélth.q |
Two ingtruments were used to asure the criteriavin

each of the nine dimerfsions noted. e first was a

subjective rating by college personnel é? the q{tent to
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which therr college possessed certain organizational

i

charagteristics. The second 1nstrument identitied objective

Y
data trom the records of the institution, tor example,

' -7
number ol ‘stugdent terminations, number of continulng
education courses oftered® the amount ot general tunds
recelved, eto.  The reason tor getting both subjective and
objective data was to allow tor testing the external o
vulxdily‘ut\ the dimensions, since there was no way o
determine bias without such a test.

In the respondent sample, questionnalres wereé mailed
to seventy-tive administrative and academic department "heads
at each ot six institutions. The returns were 707 and 727
respg('tlveyy. |

The results ot the tirst study produced a range ot
reliebility coetficients among the nine dimensions trom .601
tq .928. .In the‘secon& study the range ot reliability
coefficient$ was between .628 and .924. These relatively
high correlations produced some evidence ot the tace
validity of the dimensions. Use of factor apalysis‘resuléed
%h a single factor tor each dimension except one (stﬁdenp
education Satisfaction). Y

Using MANOV& (p <.001), i£ was found that
institutional affiliatiqns do have a siénificant effect on

responses” for combined organizational effectivenéss. In
N k

both studies, the differences were significant among the
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means of the institutions, but not tor the tive job

-

categories.

Univariate ANOVA procedures for each separ‘mé
etfectiveness dimension showed the signiticant ettect ot the
employing institxrn,i«m in determining respondent perceptions
on each dimension. In the two studies, the amount o *
variance accounted tor amonyg the dimensions l)y‘,‘(hl.\'
institutional tactor ranged trom 3% to 207 1n the tirst

study and from I5% to 00% in the second study. (Cameron,

A

1978:621-622)
° These results suggest that the institudions can be =
distinguished, on the basis of their etfectivegess
profile, as those having very high or very low
effectiveness on moral dimensions, and as those
having high or low eftectiveness on student
Qrientated dimensions. Some lInstitutions do achieve
higher overall effectiveness than others.

As a result of this study, Cameron (1978:625)
concluded that organizational ett’eict\iven‘Jss

...1s not a unitary concept. Rather it is a
construct composed of multiple demains which are
therefore operationalized in different ways. ¢
Effectiveness in one domain may not mecessarily
relate to effec}iveness in another domain.

In describing the application of the approach
. L
Cameron (1978:625-626) stated that:

It has been discovered that no institution operates
effectively on all effectiveness dimensions, but
that certain effectivedess profiles are developed in
which particular dimensions are emphasized. No
single profile is necessarily better than any other,
since strategic comstituencies, environmental
domain, conpextual factors, etc., help determine
what combin®htion is most appropriate for the .
institution. Once a profile of effectiveness is

<

Y
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identitied tor an institutien, however, a tine
grained aunalysis ot efttectiveness can really be

S made. That is ... detailed examination of the
* causes, correlates anhd components of its strengths
and weaknesses are possible... .

Cameron (1978:226) concludes by Stuteing:

This approach to assessing organizational
effectiveness also appears applicable to other types
ot loosely coupled organizations, particularly in
the non-proftit or public sectors. [t is suggested
that by inductively deriving criterta, by tocusing
on organizational attributes rather than
operationalized goals, and by caretully selecting
sources aund types of criteria to indicate
efféectiveness, important dimensions of eftectiveness
can -be identified which can lead to more tine
grained analyses of public sector organizations.

Cameron's study (1978) was relevant to the study at
hand tor tive reasons. First, Cameron's stydy was one ot
very tew concerned with the ettectiveness ot higher
education or post-secondary i1nstitutlons. Further education

councils weresnot institutions, but were part of the Alberta

A

post -secondary system. Second, Cameron's study and the

’

study at hand both used an inductive approach to generate

criteria to measure eftectiveness due to the lack of,

A

criteria or models.available. Third, both Cameron's studye

and th® study at hand used subjective and objective data. ,

Fourth, both studies reached conclusions abodt the
>

multiplicity of the concept of organizational effectiveness.
Last, due to the differences among institutions add further
education Councils in operating to the same degree of
e??ectivenéss on all dimensions, Cameron (1978:625) found

that it was necessary to develop an effectiveness profile
HY :

L4
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for egch institution tollowed by a "tine grained analvsis o

eftectiveness."

Ettects of Ditferent Factors on Organizagional Eftectiveness

Osborn and Hunt in their study on "Fovironment angd

Organizational Etfectiveness”, itn 1974, were lnvestlgatinog
the construct ot environmental «omple{ity. Their sample
trom the midwestern USA (1974:231) was:

restricted to 48 swall quasi-independent soc1al
service organizationys which shared highly simila:
internal structures and processes, but which
differed in the degree of formal goal attainment.

Their research method used three questions to
produce data concerning task environment risk, dependengov

and interorganizational interaction. Of the fourty-eight

agencies chosen tor the sample, responses were received trom
twenty-six which represented a cross section ot the unlverse

for the study. > &

The measure of etfectiveness tor the study was

achiéved by ranking a series of items using a goals

approach. Rankings were based on questions related to

prugram performence, community wide planning, mobilization

Lt

of resources; delivery of services and .overall

effectivwveness. ¢
: \

For the environmental measures, task environment was

defined as "the degree of heterogeneity among task

environment e@embBers on the dimensions of objectives, goals,
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o
out put, ownership, location, size and structure” (Osborn
and Hunt, 1974:238). Items used to measure task environment
A

dependency asked the chief executive of the organizations

sampled to describe the reliance of his unit on the task 6

environment and the interrelationship among the task

environment oryganizations on nine point Likert type scales.
’ g

- < T e

Interorganizationnal interaction was measuted by askiong chiet

execul lves o :avxlv:‘ut policy questions also using mYffe-
¥ - .

point Likert scales. ) _ ~

In the ax‘laLysis and results ot the study; the use ot
Kendall's tank c(orrelations showed that there was no
signi’firant, relatio'nsl’lip between Insk‘ environment rcrisk -and
the criterion using signiticance at the .05 level. The

hypotheses relating to environmental complexity we

>
I g not

supported.

- -3

While Osborn and Hunt ' s (1974:299) study’

-

investigated the concept of environmental compdexity in
: N p
’ 1

general and complexity in the task envirémment of the

organization in particular, they concluded that: .
' It appears that for predicting organizational
effectiveness the interaction effects among task
environment variables may only be important when
risk and level of dependency are extremely hfigh and-
the level of interorganizational interaction is
extremely low. "
. ) .
The relevance of Osbqi‘e and Hunt's study (1974) to

the study at hand was based on the shared pbnstruct of

environmental complexity. Further education councils are



quasi-independent organizations with highly similar internal

structures and processes, operating in a complex environment

’

as were the social service organizations in the Osborn and

s

Hunt studv. However, the study at hand could not make

direct use ot Osbord® and Hunt's condclusions regarding the
interaction ettects amonyg task environment variables, tisk
and level ot dependencyv.

Organizational bktteciiveness: An Empirical Comparison ot the
Goal and Systems Resources Approaches )

Based upon the controversy as to whether the goal or
system resource appyoach to measuring organizational
eftectiveness is superior, this study by Molnar and Rogers

(1976) was ot interest. Molnar and Rogers (1976:401)

indicated that their paper:

... reconceptualizes the system resource approach
for use in public agencies and examines the tlow of
organizational resources as an indicator of
effectiveness. Goal approach indicators are matched
with system resource measures 1In examining the
convergence and consistency of the two approaches.
An examination of the data collected ... reveals

- some consistency but no convergence between the two

approaches.
The Molnar and Rogers study sampled 110 public
agencies 1in sixteen lowa counties using subjective and
~

objective ratings for both the goal and system research

approaches. The results showed that there was no significant
relationship beiLween the two goal apprvach measures .

(r = .03).



The svstem resource 1ndlocators used tour scales: 1)

administrative ortentation, 2) rasource difterences, 3)

resource intlow, and 4) resource outtflow. Resource outtlow

showed a strong correlation (r = .69) with resource intlow.
Resource ditterence was related to resource «)utt’luw

(t = .61) but not to resource 1ntlow. There =wias 11m{[mi
conslstency among g()dl and system resourlce dppl()«ﬂht‘_\ 1 n
this comparative study. The net result (Molnar and Roger s,
1976:40) was that "data collected through 1nterviews
reveals some consistency but no (onvergence between the {wo

approaches.” The two approaches measure separate but related

dimensions of organizational effectiveness.

Perceptions of Organizational Eftectiveness over

Organizational Life Cyctes .

The fourth of the studies considered of us® to the

present study was done by Cameron and Whetten (1981) on

"Perceptions of Organizational Effectiveness over
-
L}

Organizational Life Cycles.’ The purpose of the Cameron and

.

Whetten study (1981:526) was "...to determine whether the

meaning that organizational members attach to criteria of
effectiveness BShifts over time and according to
-

organizational groups." The sample consisted of eighteen

simulated organizations. playing "The Organization Game" as

developed by Miles and Randolph in _1979. ~Each of the

.

eighteen groups was a small production organization composed



ot todar phvsically separated divisions each with twp

!
departments or subunits.

LN

Participants includgd: a) 150 graduate students and
upper c¢lass undergraduates in Business Administration from
the University ot Wiscausin, who made up four organizations
ot dpi)rnximatelv" thirty-eight people each, and b) about 500
undergraduate students from the Universityv ot Illinors
(Champaign-Urbana) who/\yere assigned to tourteen
organizations (average number = 35).

) \

After each of five sessions, partlc‘ipants completed

a questionnairé whiach assessed their perceptions ot

ditferent aspects ok organizational effectiveness across

tour levels ot amalysis. In the questionnaires,

participan(§ were to rank order the relative importance they
attached tog a) criteria of individuad effectiveness, bH)
. -
departmental or operating unit e?fectiveness, c) divisional
effectiveness, and d) organizational effectiveness. The
criteria for measuring effecliveness at each level were
predefined, but different for each level. Several weeks
after the simulation, 90% of participants responded to a
request for a written analysis of their experience for use
Kr/the researchers in interpreting questionnaire data. »
Participants also rank-ordered the relative

importance of effectiveness in Ehree domains of activity for

the four levels of analywis, the domains being: 1) obtaining

inputs and resources, 2) maintaining satisfactory internal



processes and coordination, and 3) prbducing desirable

levels of output.
Both groupé were highly consistent in that: a) their

ratings were similar, b) the test retest reliability

coefficient was .99,0 ¢) the ratings of the importance ot
effectiveness in different domains of avtivi(& over time
produced a test retest reliability ot .99, d) the test ot
similarity of the two covariance matrices {(that 1is, ratings
over time for both universities) using Box's M statistics

indicated that a statistically significant diftference did

not exist. However, extension of external validity was
£

cautioned when applying the resultingﬁ%erceptions ot
effectiveness in simulated organizations to‘organizatiyns
existing for longer periods of time.

The findings suggested that: a) the interpretations
of organizational effectiveness change in systematic ways
across organizational life cycle stages, and b) the
appropriate level of analysis for measuring organizational
effectiveness 8hould vary ;cgbrding to level of uncertainty
and environmental turbulance, the constituency being
considered and the stages of.life cyFles.

Cameron and Whetton's (I981) study was ﬂot as
applicable to the study at hand as hoped for two reasons.
First, the questionnaire sent to respondents in the study at

hand did not ask any questions of direct relevance to

organizational life cycles due to the lack of mutual
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exclusiveness ot stages ot development as identified by the
informants and reported in Appendix E. Second, the analysis
of variance in the study at hand indicated no major
significant differences in the perceptions of relative
jmportanceé or degree of achievement of perceived operat;bnal
effectiveness of councils according to their age. For )
example, the perceived degree of achievement of
organizational characteristics was of somewhat greater

significance tor older councils than for younger councils

(p=0.05) in the study at hand. :

The Structure of Organizations

The last of the different types of empirical studies
jdentified as having probable relevance to the study at hand
was the Aston Study by Pugh and Hickson (1976). The purpose
of their research was to study the structure of

organizations. Data were collected on a sample of forty-six

)

orgdnizations in the Birmingham area of England. -Each S
organization had a minimum of 250 employees.

. Descriptive data about structure were collected by
means of interviews with department heads according to |
standard interview schedules. The data were analyzed under
the five headings used as the conceptual scheme: 1)
specialization of activities, 2) standardization of

procedures, ,3) formalization of documentation, 4)



centralization of authority, and 95) contiguration of role
structure.

As a result, sixty-four scales were constructed to
define the variables operationally. Item analysis using the
Brogden-Clemens coefficient was done to test: a) whether the
items formed a scalte, and b) whether the items could be
regarded as representing a dimension.

‘The comparative data across the fourty-six
orgpnizations made it possible to: 1) test the internal
consistency of the sixty-four scales and to examine the
intefcorrelations between them, 2) complete a principle
components analysis on sixteen of tQe sixty-four scales,
yielding four empirically established underlying dimensions
of organizational structure: a) structuring of activities,

/
b) concentration of authority, c) line control bf overflow,
and d) relative size of supportive component, 3) compile
profile characteristics,and compare organizations, and 4)
demonstrate the poséibikities of a multivariate approach to
the analysis of the relationships between the structure of
an organization and the context in which it functions. The
three basic dimensions of structure were 2a, ZB‘and 2¢

L}
above, while the eight elements of context were: age, size
of organization, size of parent organization, operating
variability, operating diversity, workflow integrations,

number of operating sites and dépendence.



The resulfs of the.Aston study (Pugh and Hickson,
1976:131) strongly suggest that increasing structure is

concomitant with increasing sf‘e and that "bureaucracy takes

; /
different forms in different settings." Lastiy, the study

produced an empirical taxonomy of seven distinct tvpes of
gtructures of work organizations: 1) Full Bureaucracy, )
Nascent Full Bureaucracy, 3) Workflow Bureaucyracy, 4)
, /

Nascent Workflow Bureaucracy, 95) ?F@vo{kffbé éureaucrdcy, 6)

7 < \
Personnel Bureaucracy, and 7) ymplicitly Struétured

Y

Organizations. ( -

While it w g expected by the investigator that the
five headings in fhe Aston conceptual schemé may have
emerged from the{data in the study—at hand to-infer stages
of council devel&pment, that outcome did not occur. Reasons
for‘the fack of occurrence'inclﬁde the,limited number of

1

questions on council structure alone and the lack of use of

all eight elements of context as used in the Aston study.

Summary
Each of the preceding five studies contributed to

the development of the study at hand on the-perceived

operational effectiveness of Alberta's fupther education

councils. The contributions of the five studies ranged from

providing support for using an inductive approach to generate

effectiveness criteria, to suppofting the'investigator;s

]

notion of the multiple nature of the concept of organizational
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effectiveness, to providing a conceptual scheme of/?ive

. —_—
structural variables generally found in organizatidns which
were specialized in activities, standardization of

procedures, formalization of documentation, centralization

of authority  and configuration of role structure.

SUMMARY »
€ The literature reviewed in this cﬁapter considered
v

definitions of organizations, open systems theory and
ofganizational effectiveness definitions and models. A
brief histogical overview of Aiberta further education
councils wag glso provided.

Common to the definition of orgaﬁizations presented
by the six authors reviewed are the notions of: a)
interpersonal interaction and commﬁnication within defineQ
social ;ystems, b) efforts being directed towards the

»

achievement of common, yet specified purposes, c) the
ordering or structuring of positions and duties, d)
constrgints affecting achiewameﬁts, e) motivation -and
decision making by the inéividuals involved, and f) the
bffect of strictiy or;anizational factoss on the behavior of

-
individuals in the organization.

In classifying organizations as'open systems, the

definitions - reviewed focused on three characteristics.

Those characteristics included the notions of relationships,



transactions across boundaries and the orientation of v
organizations tuv meeting goals and to survival.

Definitions of organizational effectiveness were
identified in three categories: goal focused, systems

oriented and other. Goal focused definitions focused on

\
A

gaal achlevement as the measure og effeéiivehess whereas
N .

R /
.7

acquisition and bargaining position. Other definitions

systems oriented ‘detinitions tocussed on resource

. . - . ) [y
include references to homogeneity or heterogeneity of /
R

membership in organizations (Schneider, 1983), and Cameron }

and Whetten's (1983) views of vrganizational effectiveness as
an enigma.

Of the three models of organizational effectivéness
review@dn Seashore (1967), Mottt (1972) and Steers (1977),
the focus was placed on Stéers model (1977) since %f‘was'

used in the study at hand.
/‘ -
The assessment of organizational effectiveness

° ' L}
was described in terms. of the many models used. Prior to

~n

World War II the emphasis was on efficiency in the

a

-

ogganization. In the post war era, several new models -

emerged for assessing effe%tivenesg. These models incl d B

the case study approach, the decisgdion making model, the .

1

multiple criterion approach and the-contingency approach,

-

the systems model and a multidimensional approach. This
\diversity resulted ultimately in a need to systematize

assessmegt method8 by specifying conceptual schigﬂ@ and

~
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methodological techniques (Spray, 1976).

The models reviewed were primarily multivariate
models and included Kelly (1980), Hall (1982) and Jackson
and Morgan (1982). The strength of multivarite models
includes the recognition of boLh.meqns and ends in assessing

1

.effectiveness, as opposed to the univariate view of
focussingion one measure. Cameron and Whetten (1983)
p(oduced seven guiding questions to assist in making Studies
comparable as well as to circumscribe the construct
boundaries apnd explicitly identify indicators of
effectiveness.

Most important in the histury of the further
education councils were the four program‘cobrdination
principles: client first, varied perspective, systematic
communication and maintenance of f}exibilify. These and the

financial principles were the underpinnings of the Alberta

Further Education Policy, Guidelines and becedures. The

financial principles were local coordination, public

-

participation, fiscal equity and findncial partnership.

The em;irical literature ;evié& encompassed five

studies of organizational effectiveness on human service
organizations such as social service organizations and

institutio siof higher- education. 'These studies addressed

»

the erganization's environment, structure, life cycle and

other aspegts of their effectiveness. In terms of their

contributions to the study at hand, Cameron's study-(1978)

—



B4
. N
provided support for use of the inductive approach for
generating effectivenes: criteria. While the Aston study
(1976) provided a conceptual scheme of five structural
variables generally found in organizations, Cameron and

Whetten's study (1981) supported the multiple nature of the

concept of organizational effectiveness,



CHAPTER 3
RESEARCH DESIGN AND METHODOLOGY

INTRODUCTION
The purpose ot the study was to explore the
operational ettectiveness ot Alberta’'s fturther education

councils. One of the intended outcomes was a framework tor

-~ .

councils to use in identifying Lhe/dgyel ot oberational
effectiveness achieved at a given point in time.

Triangulation, "the combination of methodologies in
the study of the same phenomenon” (Dénzin, 19783:291) was
used to help validate study results. As argued by Campbell
and Fiske (1959), the use‘oP more tham one method in the
validation process is important in that it ensures that the
variance.reflected is that of the trait and not the method.

v N

Denzin's (1978:301) "between methods” triangulation approach
is used_in order to test external wvalidity. In this study,
external validity was delimited to other rural and small
urban counéifb because there are no known organizations in
North America which~w¢re directly comparable to Alberta
further education councils.

In. using triangulation, the research methods used in

{
this study were: 1) face to face interviews using primarily

-
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open ended questions, 2) frequency analysis, 3) factor
analysis, and 4) a t-test. -

The study was condudted in three distinct stages.

. .

An inductive process was used to interview twenty informants

-

to determine theilr perceptions of the operational items
contributing to further education council etfectiveness.
The itewms were used to produce a questlionnaire which was

i . : N .
pilot tested with members ot one urban and one rural council

/ -

which were not includedr in the final study. The revised
questionnaire was then dier\puted to a twenty-five percent
random sample of Alberta councils, excluding Calgary and

Edmonton.

Y

Questionnaire results were analyzed in three ways in

order to answer the research questions and to validate the

research methodology. First, frequency analysis was usel to
identify the respondent ratings of each operational
effectiveness questionnaire item, and the ratings of council

and reébondent demographic data. Second, a factor )

4

analysis was utilized to validate the use of Steers' model
in' developing a framework for assessing the operational
/ .

effectiveness of Alberta further education councils. The
?

two faftor analysis was applied to Group A and Grou‘AB

'

responses in order to provide four factors similar to those
found in Steers' model. Third, an' analysis of variance was

used to explore for differences between councils according

4 .
to the variables of age, size and nature (urban or rural),.

»

%

’9



Domain ot Agtivity
The domain of activity in this study is the
transformation phase ot the systems process (input,

: LT . . A
transformation and output). lhe study identiftied which

. L
operatiaqnal items were perceived to be most important and

most highly achieved 1n the transformation process ol

i

creating turther education ¢ourses trom 1deas and community

needs.

Level of Analysis

The lgvel of analysis chosen was the unit or council
level. However, 1t xas clearly recognized that the council
was part of a la‘rhgér system o.f adult education in Alberta,

-
as idéntified in Figure 1.4. Within the Alberta post-
secondary gysnem,4the councilg were responsible ftor the

delivery of non-credit adult education courses, while the

post-secondary institutions were primarily responsible ?or
the delivery of credit programs. Most post-secondary

institutions maintained. membership in at least one council

for the purpose of deliQerrng further education courses and

receiving grant support for those courses. \\\

\

-

Time Frame

A short time frame was employed for the study.

.5

N LY
Effectiveness was measured by council members at the point

-

Efpf completing the questionnaire in June, 1985. The only

. sense of change in effectiveness me8surement over time came
. , )
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from the vatrying ages ot the councils sampled and therr |
varying petspectives on ettectiveness. The counc il age
variations allowed tor some trecognition ot the changing
nature ot organizations ovetr time, but limited the studyv to

4 time trame of two to titteen vears, the ages ot the

voungest and oldest councils an the sample studied.

Nature ot Data

Data trom the intormant 1nterviews and the
questionnaires were primarily perc eptual and subjective 1in
nature. Council characteristics were the only objective

-«
data (ollected from the intormants and sampled council
members through the questionnaire. The remainder ol the
objective data came trom various government reports.

P

DATA SOURCES

.
.

/ Data on council operational effectiveness came from
two Sgurces, the intformant interviews and the questionnalre

sent to the membership of the sampled councils.

Informant Interviews

"Twenty informants were chosen by the researcher to
identify items which they found to be responsible for the
~
operational effectiveness of their council. -The informants
were chosen using the following three guidelines. First,

the informant must have been a council member for more than

four years. Second, two informants were chosen according to



their itnvolvement in the development of the turthe:
education policy since the inception ot the program 1n Tas2.
Third, the intormant represented either geographic,
operational or programming diversity in turther education
councils across the province. A listing othlhp tnformants
and their (haracteristics 1s tound in Avpendices B and ©
tollowed by a listing ot the praimarily open ended interview
questlons 1n Appendix D.

The tirst ten interviews were recorded 1o Apral 1484
and seemed to the investigator to produce a very natrrow
range of responses to the question ot council effo(tivene’s&‘

N
Responses seemed to tocus on employee characteristics as the
basis for operational effectiveness.

The balance ot the recorded interviews were
completed by February, 1985. Six hundred and seventy two
items were identified in the initial transcribing ot the
twenty interviews. As a result of identitying duplication,

v
this listing was reduced to three hundred forty-nine
variables which were categorized into Steers' four
characteristic areas of effectiveness: organizational
characteristics, employee characteristics, environmental
characteristics and managerial policies and practices.
Using a key word index emanating from the data and a cross

referencing system, the items were further reduced to one

hundred sixty-three. This list was used to develop the



prlot questionnarre which presented questions in the tout
characteristic areas noted above.

Apart from the ettectiveness items fdentitied 1n the
informant interviews, there were three additional questions
asked ot intormants. The tirst of these questions asked
respondents to identity a preterred detinition ot council
ettectiveness. Thiee written definitions ot councal
ettectiveness arlsing trom the literature were proyided to
Intormants\_ A tourth option was to allow the 1ntormant to
state his own definition of council eftectiveness.
Informants were asked to choose which detinition best
defined council effectiveness from their perspective or to
write their own. The definitions and the intormant respoase
are reported in Chapter tour.

‘The next question wa8 added to the Informant
interviews after the first ten interviews had been
completed. The investigator was concerned that intormant
responses seemed to focus on the employee characteristics as
they affected council operational effectiveness. - N

In order to test this seemingly narrow response

phenomenon, a question was designed to allow the informants

-

t " "

to identify by "yes", "no" or "pass" responses, which of a
listing of twenty-eight items were "preferred” for measuring
council effectiveness. This additional question was asked
of all twenty informants and the results were recorded.

The results were identified and griorized according to



intormant response as reported 1n Chapter 4. The results ot
this question satistied the investigator's coucern that
council members were able to identify items contributing to
the operational etfectiveness ot councils other than the
inferred emphasis on employee characteristics.

In the third additional question, intormants

attempted to 1dentify the stages ot development through

—

which their council had passed to reach i1ts present state,
. *
They were asked, de
v
What changes have you observed in the goals and .
functions ot the council over the period you have
been involved with the council? Based on these
observations, could you identify stages or phases ot
growth in the developmént of the council?
There was no one major area of consensus, but a reasonable
dispersion of responses across five models ot perceived
stages of development. Broadly, these models were
identified by their content focus and were labeled by the
researcher as the programming model, the group process
madel, the organizational technology model, the council
establishment model and the dependence model. These models
are reported in Chapter 4 and detailed in Appendix E.
These models were not validated in the final questionnaire
because they were not idehtified as being mutually

exclusive. They could become the basis for a future study

on stage development of further education councils.



Pilot Questionnaire

The purposes of the pilot study were to clarify
wording and question intent, to identify the tiwe required
qu completion of the questionnaire, to. identify any
differences in interpretation betwgen urban and rural
councils and to react to any other feedback provided. The
pilot questionnanre u.sed a l,ikerf—type five point rating
scale for each operati?nal eftectiveness item. Respondents
were asked to use the scale to rate the relative importance
of  these items in assessing council operational
effectiveness. The pilot study was conducéed with six
members of‘the Parkland Further Education Council (rural)
and six members of the Edmonton Association for Continuing
Education and Recreation (urban).

Ah evaluative discussion was conducted with each
group following their completion of the questionnaire for

N
the purposes identified above. As a result of these
discussions, the following changes were made to the
questionnaire.

First, the wordizg of qu'stioné was clarified and
typing errors were corrected. Second, questionnaire intent

A
was clarified. Pilot study respondents were unsure whether

to rate degree of importance to the council as they

) ]
identified it, or as they felt At should be. A lengthy
discussion of intent led to the use of the double rating

"system to identify both the perceived relative importance of



items to council members and the degree to which they had
been perceived to be achieved. The intent of this double
rating was threefold: 1) to allow council members to rate
ftems of low importance with a low rating of achievement
without any sense of guilt for not having achieved a given
item to a greater degree, 2) to attempt to establish degree
. of importance and council age to provide some sense of stage
development for councils, and 3) to enhance the quality ot
the study and the development of the framework for assessing
the operational effectiveness of further education councils.
A copy of the pilot questionnaire is found in Appendix F.

Third, some questions were not applicable to small
urban councils, specifiéally those dealing with volunteers
or area representatives. Questions were revised where
possible.-However, one question with an obvious rural bias
was left in the study, expecting that urban council
respondents would rate it as not applicable.

Fourth, the importance rating was changed from a
five point scale in the pilot study to a three point scale
1h'the final questionnaire. The dégree of achievement scale
was addeg»with a Likert-type five point rating. The purpose

/
of this change was to clarify the difference between what

respondents perceived to be important and what th councils

had actually achieved. As a result, on the relative
/

. - ~

importance scale, degree of importance was iq b%\rated: 1 -

A

Not Important, 2 - Important and 3 - Very Important. The

I



.
94
five point rating scale for degree of achievement was rated
as: 1| - Not Achieved, 2 - Some Degree, 3 - Moderate
Degree, 4 - Considerable Degree and 5 - High Degree of
!
Achievement. \

Lastly, the questionnaire was divided into two
sections as the time required to complete the total
questionnaire was too long to retain respondent attention
and honesty ot response. Council coordinators were the
exception: they comnleted the entire questionnaire.

)

Details of the division of the questionnaire are reported in

the next section describing the final questionnalire.

Final Quastionnaire

As a result of making several significant changes to
the pilot questionnaire, the final questionmaire was
produced in five sections. Section IA was t;tled Council
Descriptors and was completed by the coordinator on behalf
of the council. Section IB was Respondent Data and included
demographic information. This section was completed by all
respondents. Sections II, IIIL, IV and V were the
substantive portions of the questionnaire. Alth0ugh they
were not labeled for the respondents to reduce possible |

\
bias, each section addressed questions on particular
characteristics of organizational effectiveness according to

Steers (1977) model. Section II addressed organizational

characteristics, Section III addressed -employee .



characteristics, Section IV addressed environmental
characteristics and Section V addressed managérial policies
and practices. A copy of the questionnaire and agcompanying
cover letters are 4%und in Appendix G.

While all respondents completed Section IB
(Respondent Data) to provide demographic data tor the study,
they were divided into groups A and B tor purpus;s ot
completing the questionnaire. The coordinator took
responsibility for attemptifg to ensure that both groups (A
and B) were equally represented by a cross-section of the
council membership of volunteers, prggrammers and
professionals. Group A was given Sections I1I aﬁd [Tl of the

s )
questionnaire to complete on organizational and employee
characteristics and Group B was given‘Sections IV and V on
environmental characteristics and ménagerial pol{;ies and
practices. While it would have been in the best interests
of the research had each group completed the entire
questionnaire, its length precluded that option. By
ensuring that responses were received\from Simit®r
membership groups (A and B), a balance among the responses

4 ’ R
was maintained.

A twenty-five percent sample of the eighty-five
councils was chosen for tQp study usingoa random number
table. The saﬁple size was set at twenty—five'pércent

because the total number of councils in existence was
B &

.relatively small. Nineteen cduncils of the twenty two

A
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Khosen presented usable data, representing a 22.3% sample.
- ~wd
From the total of 4952 questionnaires distributed,

202 were collected by council coordinators and returned.
@

This amounted to a 44.7%7 overall return rate for the sangle
comprising 40.0% of council members and 81.87 of

coordinators. Ot the 202 questionnalres returaned, nine.fromn
>

one council were discarded as not Jdseable because

v v
-

resppndents were not council members. One questionnatre
f

each was vo;ded from two other cguntyls because they were

. r
the only responses from those councils and could not produce
any kind of meaningful result. As a }esult nineteen of the
twenty-two counci}s sampled participated in the study.

In two previous studies which sampled coordinators
only (Sonoda, 1983 and Seville, 1985) questionnaire returns
wereé 87.87 and 92.1% respectively. -~The reasons identified
for the lower response rate in this study of council
effectiveness wevre the time of year, the nature of the
pqpulation and the‘complexity of the questionnaire. The
questionnaire was mailed May 30 for return ¥y June 30. This
time period was year end for councils. Most councils had

) S
ceased operation entirely tor . the summer because the rural
populatigp was involved in farming and tﬁe urban population_
was taking holidays and getting involved in outdoor
activities.

As a result, council member enthusiasm and

commitment was low and members had shifted their energies to

=~
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other activities. Further, coordinators were more responsive
to requests for assistance, especially wheﬁ the requests

originated with staff of the Department of Advanced

Education in Alberta. Both Sonoda and Seville were Advanced
Education statt members when they conducted their studies.
Verbal teedback to the investigator on the questionnalre
indi<atéd that many respondents tound the double rating
system to be too complex and ditficult. As a result many
questionnalires we;e only partially completed. This forced

the invéstigator to use the mean substitution figures in the
factor analysis as opposed to the listwise deletion.

Upongreceiving the completed questionnaire, several
items were manually coded by Lhe investigator. First, each
completed questionnaire was given an alphanumeric
identification code. The code identified by the first

. v

letter, the council to which the responéent belonged; by the
second letter, the order of that person's response from the

A
council; and lastly by a numeral, the nature of
organization, institution or agency which the respondent
represented on council. For example, coding A-A-2

identified a respondent from Council A (Barrhead), who was

the first respondent from that council and who represented "a

\

»

public agepcy on the council. :
For each questionnaire, three'questions were hand

coded upon completion, based on the caEegorizing of the

| r~
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responses provided. The first was question one in section
[B, Council Descriptors, "W&it organization, agency, post-
N .
secondary institution (including a school board) or
Co@munity do you represent on the council?" The responses
‘were categorized as:
\ I -- Organization or Club

2v-- Public Agency, Municipal Ofticer, Hospital o

Library Representative

3 -~ Private Agency or Registered Society
4 -~ Collegé

S -- University

6 -- Technical Ianstitute

7 -- Alberta Vocationfal Center

8 -- School Board

9 -- Community Representative

0 -- Further Education Council Coordinator

The second question coded after the return of the
. questionnaires, which was bdsed on the data provided, was
question two of Section IB. It asked, "What is the title of
the position which you hold in the agency, etc. noted (in
Question one) above?" The responses were clustered and ——
coded as follows on the basis of job focus:
1l -- Director/Assistant Director/

Mahager/Departmental Chairman/

Administrator



¢

7

Yy

Programmer/Facilitator/Community School

s
Coordinator
Community or Area Representativ?/VolunLeer
Further Education Council Cog;azndtor
School'Suﬁerinfendent/DepuLy
S&perin(endent/Trustee/Prinvipal
Typical Council Member (District Home
Economist, Recreation Director, Public Health
Nurse, Family and Community Suypor£ Services
Director, Senior Citize%'s Representative,
Allied Arts Representative, District
Agriculturist} ACCESS Representative, Alberta

Culture Representative, etc.)

Club President

The third question in Section IB was number 36, "If

you hold a position on council executive,‘jhich position do

you hold?".

[-4
follows:

The responses wffre clustered and coded as

Chairman, President, Executive Director
Vice Chairman, Vice President

Secretary

Treasurer, Finance Committee Member
Designated Hosting Authority Representative
Past President \ N

Further Education ‘Council Coordinator
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8 -- Advisory Board Member, Member-at-lLarge,
Director-at-Large
The remainder ot the coding was managed according to

the questionnaire item coding as identified in Appendix G.

{
RESEARCH INSTRUMENTATION

Validity

Validity was attempted through the use ot
knowledgeable informants, experienced with the various types
and operations of councils, to identify operational
effectiveness items for use in the ques tiQ\éaire. These
operational items were supplemented with q éstions arising
from the literature where the informant-#Jentified items
dld.not address all of the sub-tactors identified in

/
the Steers' model. Of the twenty' informants, four were
chosen at random to vadidate the results of their own
interviews and the transcriptions of their own inte{view
tapes. The four informants were provided with their own
interview tape and a typed page citi?g examples of two
items idemtified by them which had been categorized into
each of the four characteristic areas identified by Steers.
Informants were asked to listen to thg\ﬂfpe and place ;
check ma}k in front of each variable if they were able to
identify it and agreed with the characteristic area it was
placed under. This page was returned to tﬂe investigator

indicating acceptance of item identification and

\
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B
categorization. Intormant data and categorization were

a4

valldate& using this process and intormant anonymity of

response “was observed.
. i

Validation of Steers’' model tor assessing the

perceived operational etfectiveness of turther education
-

cluncils was achieved utilizing a ftacvtor analysis ot

Group Arand Group B responses. The -”\P’{‘“S Which lustened
resulted 1n two fA(tors on the importance scale f“d Two
factors on the achievement scale tor each group: Fach
factor described one of the four characteristic areas
identified by Steers.

. Internal validity was controlled usjing intormation

contained in the related literature on or zational

¢

effectiveness. External validity was not ex,p‘e;cted beyond
Alberta's f.urther education councils as there were no other
known organizations with the same structure, function, goals
or funding. While somewhat similar organizations existed,
each had major differences. In Canada at the time, many

provincidl governments had withdrawn public support of non-
b .

credit parf—time educational opportunities.

.

Reliability

TS
LT

The pilot test of the questionnaire contributed to
increased reliability in three ways., First it clarified
. wording and intent in the questions to make them acceptable

te_hoth urban and rural councils. It also clarified txe



perspective trom which the quedtions were to be answered and
fesulted in the rating ot both importance and achievement {n
the tinal version. Second, it u}luwod tor a completion time
review of the questionnaire which torced the investigator to
divide the questionnatte in halft so that each respondent
could (ouplete the tastrament 1o a tedsonable period ot
time (penerally accepted 1n research as a maximum ol thinty
)
\
minutes). [The balance ot responses trom volunteers and
programmers 1n Group A and Group B was requested and
received. Third, the question of council stage developmeni
. v‘\ - N . . : . .
originally included in the pilot questionnaire in Section |
was excluded trom the tinal questionnaire. The stapges were
not identitied as being mutually exclusive, thus questlons

on stage development were excluded to prevent the analysis

ot unreliable data.

s ANALYSIS OF DATA
Data obtained trom the usable quest'ionnaires were
transferred to computer cards for processing using the
Statistical Package for the Social Sciences (SPSS) (Nie, et
al, 1975). The SPSS analyses which were utilized were the
frequency iistribution, factor analysis and analyis of. '
variance. While the frequency distribution clearly
identified the ratings of perceived relative importance and

degree of achievement by councils for each item, factor

.analysis validated the use of Steers' model in assessing the
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operational ettectiveness ot turther education councils,
Analysis ot variance enabled a comparison amonyg counclls on

age, size and nature (urban or rural) variables.

Frequency Analysis
A trequency analyvsis ot the questionnalre produced
two tvpes ot tindings. The trrst tinding 1ncluded the

”

description ot the sampled (uum‘lls, thelr characteristios
and the similar characteristics ot group A and group B
respondents. The second type ot tindings reported
respondent ratings ot the questionnaire's operational 1tems
on the relative 1mportance and degree of achievement scales.
{(Both types ot findings are reported in Chapter 4). There
were 112 items which were rated by the largest percentage
of respondents as very 1mportant and ninety-one items rated
by the largest percentage of respondents as achieved to a\
high degree. In reporting those items, the achievement
rating combined the considerable and high degree ot
achievement ratings under the "HIGH" heading in order to
provide a clearer picture of the higher ratings using a five
point ratingvscale. Appendix H contains a report of
frequency and percentage ratings for importance and
achievement responses for Sections II, III, IV and V of the

questionnaire.

4

Factor Analysis :

A two factor analysis was utilized for both Group A

i~



and Group B responses. Mean substit utl on tdactor loadings
were frequency analyzed using tour categories: 1) greater
than 0.5, 2) 0.3 to 0.5 3) less than 0.3, and 4) less than
0.0. The tactor loading items ot 0.3 and greater «lustered
to 1dentity two dfmportance and two achievement tactors for
t;znln group . Group A tactors validated the organtzational
and emplovee (haracteristic areas ot Steers' model. Group B
tactors validated the envitonmental characteristics and
managerial policies and praft1<és.

The tactor analysis results are reported 1n Chapter

N
.

t-tests

A t-test is a type of analysis of variance which
explores the probability of difterences between two
populations (Iverson, 1976). The t-test was used in this
study to explore the differences between councils using the
three variables of age, size and nature of the council. The
investigator wanted to explore the possible effects ot these
three variables on the operational effectiveness of further.\
education councils and to consider the effects in the dezign
of the evaluative framework. —~

In utilizing the t-test on the achievement scale,
l

only those 112 items which were rated by 50% or more of the

respondents as being very important were analyzed. As a

result, means scores were computed for the achievement of



the 112 1tems reported to be very importaut and those scores

P

were utilized in computing the ditterences
\

4
t-test. Results ot the t-test are reported in Chapter 5.

SUMMARY

Three types ot analyses were used

assessed by the

in this

Frequency analysis identitied the items rated as v

important and achleved to a high degree by

[

study.

ery

the largest

number ot respondents. A two-factor analysis of G

Group B responses validated the use ot Steers'

assessing the operational effectiveness of

further

roup A and

model in

education

councils. Lastly, the t-test identified the differences 1in

the council members' perceptions of the operational

etfectiveness ot their council base on differences 1in

council age, size and nature. Each af these analyses

provided a response to a different part of

problem.

the research



CHAPTER 4

FINDINGS ASSOCIATED WITH PERCEIVED OPERATIONAL EFFECTIVENESS

This chapter contains descriptive analyses of data
gathered by means ot intormant interviews and
questlonnalres. Findings, discussion and analyses are
presented according to the three major sections ot the
chapter: intormant interviews, the nature of the Sample and
relative importance and degree of achievement of operational
eftectiveness items.

The intent of the research was to idehititfy the
perceived relative importance and degree of achievement of

<
effectiveness items in assessing the operatiqnal
effectiveness of Alberta's further education councils. The
results of the frequency analyses which addresses these
problems are presented in this chapter in three sections.
" In the first section, the results associated with
three questions from the informant interviews are discussed.
These questions focused on; a) preferred definii}ons of
-council effgct}veness, b) the ranking of preferredlitems for
I 4 :

measuring council effectiveness, andi¢) a preliminary
discussion of five models of growth stages for furthef
education councils as identified by council membérs.

The second section of this chapter describes the

nature of the sample. The third section describes the

106



findings associated with the relative 1mportance and deygree

of achievement of operational effectiveness items.

INFORMANT INTERVIEWS

The three areas of r uded in this section

are th7\énturmants' reactions to the organizational
etfectiveness definitions, a review of the preterred
measurement items for measuring council eftectiveness and a
description ot the proposed stage development models tor

councils.

Organizational Effectiveness Definitions

Informants were provided with three definitions ot
organizational effectiveness as part of the informant
interviews with the investigator. The first definition of
organizational effectiveness in }he interview choices, "The
degree to which the council achieves its goalf", was goal
based using Etzioni's (1964) definition. This definition
was chosen by six of the twenty informants as their
preferred definition. Additional definitions of further
education council effectiveness stated by informants in

support of the goal based definj included the following

statements:

H -

e ———

n provide
by them.

The council is effective when it
courses for residents as identifie

The douncil has to be effective wifhin itself in
terms of organization, leadership, fommunication
and support from the designated hosfing authority

to bgﬁgifective in the community. \
\ i
\ i



Effectiveness in the community means feedback to
council through increased enrollments, receiving
ideas for courses and being used as the first
contact ftor adult education needs.

‘Effectiveness is 'the degree to which the council

plays a leadership role in the community through .

coordinating programming, educating adult educators,

providing an incentive to be innovative and
explorative and ensuring better resource utilization
for all concerned’.

The second definition otfered in the questionnalre,
"the ability ot the council to develop an advantageous
bargaining position within the community and to use that
position to acquire the resources required by the council',
was chosen from the systems resource literature on
organizational etfectiveness. This definition was adapted
from Yachtman and Seashore (1967) and was noted by three of
the twenty informants as their preferred definition of
Youncil eftectiveness.

Informant statements sapporting the system resource
approach to organizational e‘fectiveness included the
following:

Council effectiveness related to the coordinator at

the time and whether they are visible and

approachable: the same is true of area

representatives.

Effectiveness equals high profile in the community
and public awareness of the council.

The third definition of council effectiveness
provided was adapted from Katz and Kahn (1966) *and described

"both efficiency and the power to produce the desired



results.” This detinition was chosen by ten ot rhj/twenly
1nforméﬁ?\ and therefore representgd the—defin&t;on
preferred by the majority of infOrmants. These authors
agreed that organizational eftfectiveness was determined by a

combination of the eftticiency of the organization as a

system and its success 1n obtaining inputs on advantageous
terms. Stated in other words, Katz and Kahn (19660:170) saw
organizational effectiveness as "a maximization ot return to

1

the organization by all means.'
Informant interview statements which supported the
Katz and Kahn based definition ar® as follows:

An effective council would be one that is tilling
any gaps that exist in the area that make it
difficult for adults to learn.

, \ (

' Effectiveness is based on goal setting, efgggiency
in achieving goals and the power to produce desired
results. It is action based. (This definition
obviously supports the goal based definition tod.)

Add to the definition given the statement, 'based on
informed goal setting and an adequate evaluation -
system'. This informant also stated that, 'Council
effectiveness is directly related to the expertise
of the coordinator.'

One informant reworded the definition to read, '...
efficiency in reaching goals and the power to
produce the desired results in offering human
~development courses to enrich the experience of
living. Effectiveness is recognition of the council
as being able to manage the process of learning.'

Another informant agreed with the definition on the
- assumption that it included, 'flexibility,
innovation, creativity and financial resources. 1
The council crosses many boundaries in the community
and that is what makes it so valuable even though
hard to measure.'
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The last intormant supporting this detinition stated
that, 'Ettectiveness is based on the awareness,
growth and development of the individual and

their skills in being able to take risks, confront,
deal with trust and conflict, openness, support,
caring and ug®erstanding. The more people who gain
these skills, the more effective .the council. The
notion of effectiveness begins with the individual
and builds towards group etfectiveness.'

»
Those intormants who did not agree with any ot the

detinttions provided and chose to write their own, produced
the tollowing definitions ot council ettectiveness:

Effectiveness "is the freedom of any Albertan to
A have the courses they want.

A council is effective due to the relationship
among council members. We like each other. We are
like a family: tHere is trust, respect, rivalry and
"one negpative thinker to cause others to think.

,

These two definitions represented the minority ot
respondents in their views which seemed to focus on the

behavioral emphasis dimension ot Steers (1977) model from

the individual and organizational perspectives respeciively.

.

Preferred Measurement Items

Informants were provided with a list of twenty4five
measurement items fromithe literature and were asked to
identify the validity of each item for measuring’géuncil
éffectiveness. For each item, they responded "{;s", "No" o;

"Pass" to the question: "Is [the item] a good item to use

for measuring council effectiveness?"
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[hose items which recelved a "Yes response trom all
twenty informants are listed as tollows:

1. adaptadbility/flexibility

2 adaptation to environment

3. organizational technoloygy

4 . established communtication system

5. internal cooperation and coordination
t . tdentitication of «lientele needs

[tems rated "Yes"” by 1Y out ot 20 intormants were:

7. meeting goals

8. interorganizational relations and communications
9. intormation processing

10. coordinator retention

11. «c¢ouncil members beliet in the value ot adult

education.

Items rated "Yes" by 18 out ot 20 informants included: §
12. employee characteristics {
13. capacity to deal with conflict on council
4. council resource access

15. methods used for allocating resources
Items rated "Yes" by 17 out of 20 informants included:

16. role relationships among council members

17. stable representation on council

18. decision making process

19. personal power of coordinator, chairman or

council member



20. position authority ot coordinator, chalrman or

council member

1"

The 1tems rated "Yes”" by 15 or 16 out ot 20 informants were:

S
21. pr()duvtivi}{ (volume ot courses ottered)
22 managerial p()\\i(ies and practices
/
iy - .
23, counc il size -
24 . council dulﬂnumy trom Further Fducation
|

Services
29. council survival
This list of twenty-five measurement items was”}he
Ad

additional question added to the intormant questionnalire
after the first ten interviews seemed to produce a narrow
response range. As noted earlier, the responses seemed to
focus on employee characteristics as the basis for council
effectiveness. The responses to this question by all
informants revoked the intestigator's initial concern.
These twenty-five items were not intended tor inclusion in
the questionnaire. They were utilized as a cross-checking

~

mechanism by the investigator.

Stages of Development in Councils

Informants were asked if they could identity stages
or phases of'development in tﬁe council based on their
observations of changes in goals or functions in the council
over the years. From the various stages identified’by the

informants, five models of growth stages seemed to emerge.

f



Those models were named by the l1nvestigator as the
dependence model,wthe programming model, the group process
model, the organizational technology model and the ;oun<il
establishmen£ model . Descriptions vt each ot those models
as tdentitied by the informants are tound in Appendix k.
The models were not i1ncluded 1n the tinal
questionnaire for validation tor several reasons. First,
the models were not determingd to be mutually exclusive.
That is, W1 council could potentially Be involved in
different \stages ot different models at a given point 1in
\

time. Second, the investigator became aware of the lack of
methodologies for. assessing stages of development 1in

organizations. Third, since the\\tpdy at hand was more
B ~
concerned with further education council effectiveness than
council development stages, the investigator elected not to
include the validation of stage models in the final
\
questionnaire. However, they could be useful as a starting

point for a future*study on the developmental stages of

further education councils.

Summary -

The first section of this chapter discussed the
results of three questions addressed in the informant
,interviews. Results of the ﬁh{ee questions focussing on
preferred definitions of council effectiveness, the ranking
of preferréd items .or measuring council effectiveness and

s : ~

N
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an overview ot five models of stages of gruwth are presented
here.

Thg detinition of council eftectiveness chosen by
the largest number of informants (10) was the process
detinition adapted from Katz and Kahn (1966). As a result,
this was inferred to be the preterred detinition ot council
ettectiveness. Etzioni's (1964) goal based definition was

N
chosen by the second largest group (o). Only three ot the
twenty informants chose the systems resource detinition
adapted from Yuchtman and Seashore (1967). Whilé there was
obviously no definition which all intogﬁﬁnts agreed on, it
1s important to note that the effectiveness 1tems which they
identified in other interview questions were QperdtwaJL
items, thus supporting the process definition of council
effectiveness.

The most preferred organizational effectiveness
measurement items identified by informants included:
adaptabilkity/flexibility, adaptation to environment,
organizational technology, an establishgd communication
system, internal (council) cooperation and coordination and
identification of clientele needs. Each of these items was
considered indirectly in the final questionnaire in the
wording of various questions.

The question of stages of development of councils
produced five possible models. However, a decision was made

not to include these models in the final questionnaire. The



models were named the dependence model, the progcamminyg
model, the group process model, the organtzational

technology model and the council establishment model .

THE NATURE OF THE SAMPLE

I'his section begins with a description ot the

~

1 .
council's respondents 1ncluded in the studv and proceeds to

\

an analysis of the Group A and Group B respondents-1n the

Ay
sample.

A General Description ot the Respondents

A twenty-five percent random sample of the eighty
tive councils in existence in Alberta at the time ot the

o~

study resulted in twenty-two councils being 1ncluded ﬁﬁK the
-study. As reported in Table 4.1, members from nxnetPe;
councils actually partictpated in the research at hand.
Three councils were excluded from the chosen sample due to
insufficient questionnaire returns or invalid questionnaire
retuﬁfs because the respondents were not council members.

"~ Of the nineteen councils participating “in the study,
fourteen (73.687%) were rural and five (26.31%) were urban.
Distinctions between urban and rural councils ,ére defined
by council boundaries. Rural councils were contained within
county, municipal district or improvement district schqol
divféion boundaries which tended to cover large geographic

areas. Urban councils were bounded by the city limits or"

municipal school division boundaries.

Y



FABLE & .1

DESCRIPTION OF COUNCILS INCLUDED 1IN THE SAMPLE

Population

Nature Age of Number ot Current Served
Council U=Urban  Council Member s Covrdidator Over

R=Rural in Year ¥ Tenure . 18 ves., **
Barrhead R NA SO ' 2 QA0
Beaver R 16 |9 t Q00
Bow Corridor R I 2Y * ’ Lpsan
Brooks R 1O | X 4 REE]
Cardston R 10 - 15 ¥ 134065
Central R 10 14 9 ;R0
Peace A
Drumhellet R NA NA NA NA
Eastpark R 10 28 7 5509
Flagstaft R 11 18 3 8710
lLac La Biche R 2 43 1 29525
lLac St . Anne R NA NA NA NA
Leduc R 9 23 D! 31460
Rockyview R N 52 1 33250
Warner R NA NA NA NA
Westlock R 11 10 1 23500
Wetaskiwin R 12 30 7 212499
Willow Creek R 15 30 10 13710
Grande U 10 L8 1 24250
Prairie '
Council tor
Lifelong
Learning
Lethbridge U 11 20 *1 9546070
Lifelong
Learning
Association
Medicine Hat U 11 25 1 496735
Red Deer 9] 11 14 11 46395
St. Albert §] 12 34 1 31995

* These figures indicate tenure 1n half years which have
been rounded up.

*%* ]98] census figures from Statistics Canada.

NA - Not available.



Most councils were at least ten vears old.
Membership ranged trom ten to titty-two members. The
p()pulﬂtl()l‘l over elghteen vears 1n the areas served by the
councils ranged trom a Jow of 5509 adults to a high ot
54,070 adults accgrding to Statistides Canada, 9%,

Table 4.2 reports that the age o councils sampled
ranged ftrom two to ftiltteen vears with o mean age tor the
sample ot 10.95% vears.

Council size is reported 1n Table 4&.3. The table
shows that minimum council siZe tor the sample was ten
members, maximum size was tiftv two members, and the mean
was 24 .22 members. Table 4.4 reveals that while the average

length ot membership on council ranged from one to seven

o~
[

years, the mean retention of membership on councils was
years.

The councils studied ranged in age trom two to
fitteen years, during which time they employed trom one to
six coordinators. Table 4.5 reports the tenure ot
coordinatdrs. The table shows that the first and second
coordinators retained their positions for more than three
years. Subsequent coordinators retained their positions for

less than three years.

Table 4.6 reports the nature of the council members
sampled according to the agency, organization, post-

secondary institution or coamunity which they represented on

.



Table 4.2
Frequency and Percentage Distribution ot the Ages ot the

Further Education Councils Studied

Age ot Council (vears) Frequency Percentage
1 0 0o
2 \ HL0
3 O 0.0
4 () 0.0
B ) 0.0
9] 0 0.0
/ 0 0.0
o) 0 0.0
9 " 1 5.6
10 7 38,9
11 5 27.8
12 2 Pl
13 9] 0.0
14 l 5.6
19 5.6
(n = 18, mean = 10.5 years)
council. Actual detailed representation tor each council 1s

reported in Appendix I. '
Generally, Table 4.6 shows the variation between
rural and small urban councils in coungil member
representation. Rural councils reported greater
representation from volunteer community representatives;
puv{ic agencies and p}ivate agencies. Urban council
membership resulted primarily from private organizations,

public agencies and school boards. No community

representatives were reported in urban council membership.



Table 4.3 ~

Frequency and Percentage Distribution ot Council Size

Number ot members Frequency Percentage
10 1 5.0
14 2 1.1
15 ] S.b
18 N W |
19 i ). 6
20 1 5.6
23 1 5.6
25 2 11.1
26 2 11.1
28 1 5.6
30 2 11.1
473 1 5.6
52 1 9.6

{(n = 18, mean 24.22 members)
Table 4.4

Frequency and Percentage Distribution of the Average Length
§

of Tenure of Council Members

Average Length of Membership (yrs.) Frequency Percentage
1 1 7.7
2 1 7.7
3 4 30.8
4 1 7.7
5 2 15.4
6 2 15.4
7 2 15.4

(n = 13, mean = 4.23 years)

AN



Table 4.5
Summary of Coordinator Tenure Indicating Minimum, Maximum

and Mean Tenure ot the Coordinators in the Sampled Councils
«

Years in the Position:

Coordinator Sample Size Minumim Maximum Mean
First 16 1.00 9.00 A
Second 14 1.0 9.00 3,79
Third 8 1.00 6.00 2.88
Fourth S 1.00 4 .00 1.80
Fitth 2 1.00 1.00 1.00

Table 4.6

Comparison of Rural and Urban Councils showing
Organizations, Agencies, Post-Secondary Institutions and

Communities Represented by Respondents

Total number of respondents in each category

Nature of
Council NA 0 1 2 3 4 5 6 7 8 G Total

Rural 6 14 19 31 8 2 - - - 12 60 152

Urban 2 S 11 9 3 3 - - - 8 - 41

Totals 8 19 30 40 11 S O 0 0 20 60 193
(NA -- not available)

Coding for Responses: O = coordinator, 1 = organization
(private), 2 = public agency, 3 = private agency,
4 = public college, 5 = university, 6 = technical
institute, 7 = Alberta Vocational Centre, 8 = school
board, 9 = community representative,.




[

Community representatives were a development ot the rural
councils to achieve representation on council from the large
geographic areas served.

[t was reported by coordinators (see Table 4.7) that

the majority of designated hosting authorities were school

N

boards (8B4.2%). Public colleges accounted for 10.9%2 and one
council was registered as a socirety (5.3%). 1t was not

N

surprisfng that school boards were the designated hosting
authority for most councils. In the developmental period ot
the policy (1972-75) school boards were identified as the
best agency to receive and disperse funds on behalf\ot the
councils for four reasons: 1) school boards were legal
entities, 2) they were educational organizations aand thus
were sensitive to the field of education, 3) they had
accounting systems in place which were accustomed to
government grant regulations, and 4) they had resources ot
use to the councils, including classroom space, instructors
and trained management. Once in place as the designated
hosting authority, many school boards have continued with
this role.

Public colleges were not eligible to hold the
position of designated hosting authority until 1978 when
some school boards stated their preferences to be released

from that role. _In those instances, school boards preferred

to concentrate on kindergarten to grade 12 and to leave



fable 4.7
"

Frequency and Percentage Distribution ot

Types ot Designated Hosting Authorities

Designated Hosting Authority Frequency Percentage .
{(n=14Y)
Colleyge 2 10,5
Séhool Board Lt Ha
Society 1 5.3

adult education to coileges and other organizations and
. f
agencies.

In 1982, the Alberta Furiher Education Polilcy was
changed to allow councils to register as a socliely under the
Societies Act of the province. This action allowed a
council to receive grant monies directly trom government
because, as a4 society, they were a legal entity. This study
sampled one of the three existing further education
societies.

In attempting to develop a sense of structure by
identifying reporting procedures, coordinators were asked to
identify their reporting route to the Souncil. According to
coordinator responses shown in Table 4.8 nine coordinators
(47.47) indicated that they reported to the council execu-

tive, seven coordinators (36.87) reported to the council as

a whole, and three coordinators (15.87%7) reported to the desig



Table 4.8
Frequency and Percentage Distribution of Coordinator

Reporting Route Options

Reporting Options Frequency Percentayge
tor coordinators (n=19)
Council Executive Y Ly 4
Council as a Whole 7 SO .9
Designated Hosting 3 15.3
Authority
nated hosting authority. These findings reveal that all

coordinators report to a group, with the possible
exception ol those reporting to ﬁhe designated hosting
authority. In reporting to the designated hostingy
authority, the coordinator may have reported directly to an
individual such as the superintendent, deputy superintendent
or school principal, or to a group such as the school board.
When asked to whom thex were responsible, coordinators
indicated their responsibility to the whole council.

In section lA of the questionnaire on Council

.

Descriptors, coordinators were asked to clarify the

interpretation of the term "volunteer" as utilized by their
council. As expected by the researcher, the interpretation
of the term "volunteer” was identified by 72.2% of the

L}

respondents as "a community (or area) representative”, as

reported in Table 4.9. For 16.7% of the councils, or three



[able 4.9

Frequency and’ Percentage Distribution Showing

the Interpretation of the Term "Volunteer'

in Further Education Councils

t

Description ot Term "Volunteeo" Frequency Percentayge
(n=148)
- -«
AR agency, organlzal lon ot } lo. 7/

tnstitutional representative -
A community representative 13 FL.2

Other 2 11.1

councils, "volunteer" reterred to the agency, organikzational
or 1nstltutional representatives to council. Two councils
(11.17%) reported defining the term "volunteer” as other and
provided such definitions as 1) non-salaried organizational
representatives, and 2) people assisting member agencies ot

council on a no tee basis..
/,I
¢
Summary of Description of Councils in Sample
W

Rural councils made up the majority (73.68%7) of the
fud

sample just as they do in the province of Alberta as a whole

where seventy—eight of the eighty-five councils are rural
(91.86%). The meén age for councils was 10.5 years and the
average council had 24 members. Seven coordinatdérs ip the
sample (36.847%) had been working for the council for one

year or less (Table‘é.l).



Urban councils were composed primarily of
organizational, public agency and scho&i board
representatives. The composition ot rural souncils included
primarily community representatives and representatives of
public agencies. Council members generally retained thei:
membership tor 4.273 years.

B

M()Q:Wuﬁ-c~l‘ls had expertenced an average ol 0.3
coordinators since their inception. Generally, the tirnst
and second coordinators had reported the greatest tenure in
the position at nine years. Sixteen of nineteen
coordinators (84.2%2) reported to the council executive or to
the council as a whole.

Most councils reported having school boards as thetr
designated hosting authority for the purpose ot receiving
and dispersing public grant monies. The term "volunteer"”

was identified by most coordinators as referring to area o

community representatives.

Comparison of Group A and Group B Respondents

As indicjted earlier, the questionaire was divided
into two parts so that council Groups A and B would each
complete one half of the questionnaire in a response time
approximatin% a thirty minute time period. The investigator
felt that th{s would be approximately the maximum amount of
time that any council member would commit to completing the

questionnaire. Only the coordinators were asked to complete



the entire questionnaire. As noted in Chapter 3, Group A
o

completed section Il items on organizational characteristics
4
and section 1[I items on employee characteristics. Group B
completed section IV 1tems on environmental characteristics
and section V items on managerial policies and practilces. o
Both groups were asked to provide respondent data.
Betfore pursuing the results tor the organlzational

ettectiveness portion of the questionnaire, 1t 1s l1mportant t«
review the characteristics ot the Jespondents i?‘éd(h group

to prove their similarity. With regard to size Group A had

116 respondents and Group B had 90.

Respondent's Position and Titles. Groups A and B

were generally similar in terms of number of respondents and
other characteristics. There were 116 respondents in Group
A and 90 in Group B. Table 4.10 reports the positions held
by Group A and B respondents in the ageficies, organlzatlons,
post-secondary institutions and communities which they
represented on council. A co;parison of the largest
percentages of titles represented showed that the largest
three groupings of respondents for Groups A and B
respectively included: a) directors/aésistant directors/
managers/department chairmen/administrators and extension
officers (18.4% and 15.9%), b) programmers/fécilitators/

community school coordinators (18.4% and 18.4%) and c)

community or area representatives/ volunteers/citizens at



Table 4.10
Frequency and Percentage Distribution of Titles of
Positions Held by Respondents in the Agen(ieg,
Organi?atluns, Post-Secondary lTastitutions and Communities

they Represented on Counciul

Group B (n = 88)

S S Group A (no= 1l14)
Title of o o
Position Frequency Percentage Frequency Percentage

e \A*a“Aﬁ.A_ e

Director/Assistant 21 18.4 14 15.9
Director/Manager/ v x
Dept. Chairman/

Administrator/ \

Extension Officer VA

Programmer/Facil - 21 18 .4 10 o114
ttator/Community
School Coordinator

Community or Area 40 35.1 34 38.06
Representative/ '
Volunteer/Citizen ,

at Large 3

Further Education 46 2 14.0 16 18.2
Council Coordinator s .

School Superintend- 7 6.1 4 4.5
ent/Deputy Super- :
intendent/Trustee/ .
Principal

Public Agency 3 2.6 5 5.7
Representative '

Club President ) 4.1 - 2 2.3

Further Education 1 .9 2 2.3
Council Executive 3
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e

large (35.1% and 38.0%). There weve an equal percentage ot
coordinators in each group. The largest percentage of
respondents tor each group were the community or area
representatives/volunteers/citizens at large which composed
35.17%7 ot Group A and 38.6% ot Group B. This group
represented the volunteer membership of turther education
("uum 1ls as defined in Table 4.9,

The me@ber;hip baldnge reported between the

volunteer grouping «¢nd the manager and plogrammer grouplngs

was the balance requested of the coordinators by the

A
investigator in dividing the counclls into Groups A and B.
Executive Positions Held. As reported 1n Table
4.11, 28.67Z of Group A respondents held executive positions. L

3

Group B reported a similar response of 22.7%. Ot those who
held executive positions, as shown on Table 4.12, over tifty
percent of both Groups A and B were either chairmam or vice-

chairman. Both groups report an egual number of

Table 4.11
Frequency and Percentage Distribution of Respondents

Holding Council Executive Positions

Group A (n = 112) Group B (n = 88)
Response Frequency Percentage Frequency Percentage
Yes 32 28.6 32 22.7

No 80 71.4 68 - . 77.3



{ 1o
L.

\

\

\
coordinators holding posttions wiyh the council executive.
Group B did report a larger ?umbex of advisorvy board

members/ members at large/directors at large on theix

"executive.

Age and bHex Responses. Over S0OT ot the respondent s
ot both Gronps A and B were temale. Lgss than JO0 were
male, as reported 1n Table 4.1, This ratio ot
approximately four to one represented the observeld
membership ratio on most turther education councils.

With regard to age, Table 4.146 reported that most
respondents were in the 25 to 49 year age'hracket. For
Group A, this age grouping ;epreSOnted 83.74 of councul
respondents, and for Group B, 82.3% THe two age groupings
for both A and B which composed 6%Z or less ot the councils

were the 18-24 year age bracket and the 60 and over age

bracket. -

Length of Membership on Council. This was another

area of similarity between Groups A and B. The largest

percentage of respondents for both groups were new members

with one year of tenure, 30.2% of Group A and 32.67 of Group

B (Table 4.15). Respondents with two to six years of tenure

repreéented the largest teﬁure grouping, comparing 56.1% for

Group A with 45.4% of Group B.
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Table 4,12
Frequency and Percentage Distribution ot Counctli
e ~
Executive Positions Held by Respondents
Group A (n = 732) Group B (n = 22)
Fxecutive - ————— e G e -
Position Frequency Percentage  Fregquency Percentage

L3

Chairman/Presideut 14 43 08 9 AU

/Executive Director

Vice Chairman/ §) 18.8 / 31 LR

Vice President

Secretary 4 12.5 1 4.9

Treasurer/Finance 2 6.3 () 0.0

Committee

Designated Hosting 1 3.1 0 0.0

Authority

Representative

Past President 1 3ol 0 0.0

Further Ekducation 3 9.4 3 13.6

Council Coordinator

Advisory Board Member 1 3ol 6 27.3

/Member at Large

/Director at Large )
Table 4.13

Frequency and Percentage Distribution of Respondents by Sex

.
Group A (n = 117) Greup B (n = 90)
Sex Frequency +Percentage Frequency Percentage
Male 21 17.9 10 11.1
Female 96 82.1 80 88.9



Table 4,14

Frequency and Percentage Distribution ot Respondents by Age

T T T  Group A (o= 117) Group B (n = 90)
Age Brackets ———— e

(years) Frequency Percentage  Frequencv Percentage

18 24 / 6.0 J Sl

29, 29 14 12.0 14 15.6

YO - 39 44 4109 33 30 .7

4() 44 39 29,9 27 30 .0

50 - 59 54 0.8 a 10,0

60 and over 4 3.4 9 5.0

Level ot Schooling. Groups A and B were within a

107 range ot ditterence on the overall educational levels ot
their respondents. For those respondents with some college
or university or less, Group A reported .q'B.IZ ol respondents
in this category and Group B reported 53.4%7 (Table A..lo).

Respondents who had completed their post-secondary education

represented 56.97 of Group A and 46.7 ot Group B.

Summary* of the Comparisons. There was considerable

similarity between the Group A and Group B respondents which
: > .
made up the sampjj)/ Over BO%Z of both groups were female and

over 807 wére/}n the 25-49 year age bracket. Approximately
one third of the respondents of both groups were new to

further education councils, having been members for one year

L J
or less. Those respondents who had two to six years of



Table 4,15
Frequency and Percentage Distribution of KResdPpondent Length

ot Membership (Tenure) on Council

Grou ;7; Ar A(WnA;er}-()- )7 (fr—o‘uipi B “(71\»-78_0” >; o

Council Tenure

(Years) Frequency Percentage  Frequency Percentape
1 35 3O L2 Ay 12,0
2 1o 16 .4 3 BT
3 12 10.3 9 1O.H
4 11 9.5 8 9.3
. ) A 12.1 9 1O .5
§) 9 7.8 5 5.8
/ iy 1.7 3 J.H
8 1 9 1 1.2
9 4 . 3.4 2 2.3
10 4 3.4 2 2.3
il 2 1.7 3 3.9
12 1 .9 \ 1.2
13 0 0.0 1 1.2
14 i .9 R 1.2
15 1 .9 0 0.0

(*) Group A: mean = 3.7, standard deviation = 3.39.

(**) Group B: mean 4.1, standard deviation = 3.10.



Table 4,10
Frequency and Percentage Distribution

of Highest Level ot Schooling Attained by Respondents

Highest Level Group A (n = 116) Group B (n = 90)

ot Schooling _—

Attained Frequency Percentage FPrequency Percentayge
Some High School 9 7.8 5 5.0
High School 29 21.6 24 26,7

Diploma f
Some College or 16 13.8 19 21.1

University
College Diploma 16 13.8 10 11.1
Bachelor Degree 39 33.6 25 27.8
Post-grad. Degree 11 9.5 7 7.8

tenure as council members répresented just over 40% of the
respondents.

Respondents of both groups were generally well
educated. A minimum of 45Z of both groups had completed a

college diploma, baccalaureate degree or post-graduate

degree. The balance had completed at least some high school

and had attained some college education.
About one-quarter of the respondents of each group
held executive positions, and of these 50% were either

chairman or vice chairman. Coordinators were equally

represented. on the executive by both groups of respondents.

/
{



Group B was noted tor M™eporting more volunteer advisors or
directors at large on their executive (27.3%) than Group A
(3.1%).

Group A and B respondents were also very similar in
the ti1tles ot the positions th;y held with the organization,
agency, post secondary institution or community which they
represented on council. Directors/assistant directors/

managers and so on represented 18.4% and 15.9%7 ot

the respondents while programmers/facilitators and community

-
school coordinators represented 18.47% and 11.47 of
respondents. Community or area representative/volunteer/

citizen at large types were the largest sub-group
representing 35.1% and 38.6%Z ot the respondents.

The similarity reported between Groups A and B
allowed for the treatment of these two groups as if they
were one group in terms of the variables just examined. As a
result, the various analyses applied to the operational
effecgiveness items for the two groups produced results

whi_:h could reasonably be interpreted as if the whole group

had been sampled on each questionnaire item.

RELATIVE IMPORTANCE AND DEGREE OF ACHIEVEMENT
OF OPERATIONAL EFFECTIVENESS ITEMS
This section focuses on the frequency and percentage
distribution of the relative importance and degree og

achievement results for sections II to V of the



questionnaire. The discussion relates to the four
characteristic areas of Steers' (1977) model used as the
basis for this study. Those areas are organizational
characteristics, environmental characteristics, employee

characteristics and managerial policies and practices.

Within each of these tour characteristic areas, discussion
focuses on relative importance and degree ot achievement
results.

Relative importance was rated by respondents on a
three-point Likert type scalevwhere 1 was NOT IMPORTANT, 2
;as IMPORTANT and 3 was VERY IMPORTANT. A five-point Likert
type scale was used for degree of achievement where 1 was
NOT ACHIEVED, 2 was SOME DEGREE, 3 was MODERATE DEGREE, 4
was CONSIDER/BLE DEGREE and 5 was HIGH DEGREE ot
achievement.

For purposes of discussion all tables in this
section report the combined percentages of CONSIDERABLE and
HIGH DEGREE of achievement under the heading labeled "high"
degree of achievement. The decision to combine these
achievement ratings for the purpose of reporting and
discussion was based oh the similarity between
"considerable" and "high" ratings. In distinguishing
"considerable" and "high" ratings from "moderate" ratings,

the "considerable"” or "high" ratings were considered to be

close enough in their intent to describe the perceptioﬁs of
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respondents without jeopardizing the interpretations ot the
results.

In the tables reporting frequency results throughout
the balance of this chapter the reader should be advised
that:

a) the items reported In the lwmportance protiles
were rated as very rmportant by at least titty
percent ot the respondents,

b) the items reported in the achievement protiles were
rated as achieved to a high degree by at least titty
percent of the respondents,

¢) ot the total of 197 questionnaire items, one item
was volided in employee characteristics because the
wording was incomplete, leaving a total of 150
items, and

d) the number of questionnaire items in‘each of the
four areas identified by Steers' model 1is
proportional to the informant's responses, thus
there are more items found in organizationél
characteristics had managerial policies and
practices than in employee or environmental

characteristics:

Y

Organizational Characteristics

Within the area of organizational effectiveness

characteristics, there are two general categories described
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as structure and technology (Steers, 1977). According to
Steers 1977:59) structure "refers to the manner in which an
organization organizes its human resources tor goal-directed
activities." As a result, the relatively fixed relationships
between people may be described by such concepts as span of
control, degree ot tormalization, tunctional specialization
and centralization or decentralization ot authority.

Steers' technology cvategorx (1977:70) involves
"either mechanical or intellectual processes by which an
organization transforms inputs, or raw materials, into
outputs in the pursuit of organizational goals." In the
study at hand, the council is the level of analysis for
exploring technology as.opposed to the individual or job

level of analysis. As a result, this study explores,

™

according to Steers' definition of technology (1977:70), the
effectiveness of "the transformation process in
organizations [further education councils] where mechanical
and intellectual energies are brought to bear in the

.

efficient utilization of resources."

Structure. According to Steers (1977), structure
referred to the relatively fixed rélationships in an
organization regarding the arrangement of human resources.
Within the concept of structure he identified six sub-
categories which describe the relatively‘fixed relationships

among the organizations human resources. Those categories



were: decentralization, specialization, tormalization, span
of control, organization size and work-unit size. In this
study, work-unit size was not included explicitly as a
questionnaire item tor response.,

Within section [l ot the Questionnalrie on
otganizational characteristics, there were thirteen
questions related to organizational structure and torty one
questions related to organizational technology. The
trequency distribution results tor these items are tound in
Appendix H, questionnaire items B and C.

By using fifty percefit as the cut-off point tor
importance ax}d achievement 1tems, thfe investigator was able
to identitfy those items which respondents rated highly as
very lmportant and achieved to a high degree. The items
which were rated by fifty percent or more of the
participants on each scale were considered to be valid tor
providing importance and achievement profiles of council
organizational characteristics.

Eleven of the fourteen items on organizational
structure were considered by fifty percent or more of the
respondents to be important to the operational
effectiveness of couﬁcils.

Those eleven structural items and their importance
ratings are identified in Table 4.17. Observation of that
table shows that important structural items were the skills

of the executive, the geographic and organizational



comprehensiveness ot membership representation, the purpose
of the coordinators oftice, the role ot programming members,
the nature of the communication linkages among council
members and the dispersion of power throughout the
membership of the council.

The two structural 1tems rated most highly by
respondents as not achieved described the balance ot power
in the council as beinyg held by the executive or the
coordinator. Thus, respondents did not perceive the balance
of power to be held by the executive or the coordinator, but
to be dispersed throughout the me&bership. The item which
described "council members following specitied procedures
for each administrative task" was not strongly supported as
either not achieved or achieved to a high degree, hence 1t
was also not included in the profile of structural items
identified by Group A.

Table 4.18 shows the profile ot organizational
structure items achieved to a high degree. In this
instance, these are the same items as found in the
importance profile. However, the order and percentages are
different. The items not included in the achievement
profile describe the lack of power held by the coordinator
and the executive and how council members tended not to

follow established procedures for administrative tasks.



Table 4.17

A Protile ot Very lmportant Organizational Structure ltems

Percentage of
Respondents

Organizational Structure ltems Reporting
Very [mportant

Executive members have good , 81,9
leadership skills :

Counc1ll membership i1s representative ot the S0.9
agencles, organizations and institutions

committed to offering adult programming 1in

the community

Council members represent the entire 79.5
entire geographic area served by the w
council b

Council has tlexibility 1n deciding 71.73
its operational style

The coordinator has-an office with 6bY9.4
regular hours to increase council protile

The coordinator has an office with 69.73
regular hours to increase public access
to council

The coordinator has an oftice with regular 68 .1
hours to be the contact for adult education
agtivity 1in the community by outsiders

Programming members of council focus on 64.9
program development and delivery

delivery

Council member communication and reporting 64.73

is channeled through the coordinator
Council size allows for easy communication 63.5
linkages amongst council members

The balance of power is dispersed 58.5
throughout the membership



Table 4.18

A Profile ot Highly Achieved Organizational Structure Items

Organizational Structure Items

Council members represent the entire
entire geographic area served by the
council

Council has ftlexibility in deciding
its operational style

Executive members have good
leadership skills

Council membership is representative of the
agencies, organizations and institutions ’
committed to offering adult programming in
the community :

The coordinator has an office with
regular hours to increase public access
to council

Council member communication and reporting
is channeled through the coordinator

The balance of power is dispersed
throughout the membership

The coordinator has an office with regular
hours to be the contact for adult education
‘activity in the community by outsiders

The coordinator has an office with
regular hours to increase council profile

Council size allows for easy communication
linkages amongst council members

Programming mepbers of council focus on
program development and delivery
delivery

T Percentage of
Respondents
Reporting

Achievement

7 3.5

73.4

71.8

69.9

67.73

66.1

©63.2

62.8

58.9

56.9

56.4
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Technology. This was a large category ot torty-one

items. Steers (1977) referred to technology as the
mechanisms used to transform raw inputs into finished
outputs. Using this "systems-based” detinition ot
technology, he identitied three categories in the genkral
category ot technology. Thcsv\vategogies inclu
operations, materials and knowledge‘. Operatio®s reterred to
the "variations In the mechanical processes used in

3
production”, whereas materials reterred to the "Variations
in the materials used", and kpowledge referred to

.

'variations in the technical detail brought te bear on goal

t

L

directed activities”" as identified by Steers (1977:9).
Table 4.19 reported the highest frquency response ratings
tor technology items within the organizational
‘characteristics area. Each item fits one of the category
items of operations, materials or knowledge previously
described. Each of the twenty-five items reported was
considered very important to the operatibnal effectiveness
of further education councils by at least fifty percent of
Group A respondents.

Organizational technology profile items focused on
council operational processes such as course approval,

course registration procedures, council meetings, joint

advertising and volunteer area representative undertakings



Table 4,19

A Profile of Very Important Organizational Technology ltems

Percentage ot
Respondent s

Organization#l Technology ltems '\—5'\' Reporting
Very lmportant

i

Courses approved by councill tor grant oo
grant support are ottered by gualitied
instructors

- A
Course registration procedures are 384
well organized

Courses approved by the councils tor grant 87.0

for grant support are.ofFered at reasonable

tuition fees / '
. . .

The programming offered to the community by B86.8

council members reflects current community
issues and learni%g needs

Council meetings are led by a chairman with 80,2
chairman with good leadership skills

Course registration proceédures are well 86.1
organized o

» .
Courses approved by the council for grant 82.1

support are timetabled to meet adult
lifestyle needs

Council meetings are orderly but flexible 81.9

Volunteer area representatives organize 81.5
courses locally

Voluhteer area representatives identify 80.7
course needs .
The joint advertising produced by the 79.8

is sent to each household.

. . {continued next page)



Table 4.19 (continued)

A Protile ot Very lmportant Organizational

Organizational Technologv ltems

Council meetings ate followed by minutes
outlining actiron 1tems and people
responsibilities

The jJoint advertising produced by the
council identifies the diversity of courses
available

Council meettngs are held regularly

Council meetings include information
sharing as an agenda item

The joint advertising produced by tthe
council is published regularly

;
The joint advertising produced by the
council enhances council identify

Volunteer area representatives are council
members

Courses approved by the council for grant
support are offered in many locattions for
easy public access

-
Volunteer area representatives are
recognized for their work

Courses approved by the council for grant
support are custom designed to meet target
group learning needs

Council meetings always include a financtal
report on the agenda

Course offerings are coordinated by council
mewbers

(conEi

Technology ltems

Percentage of
Respondents
Reporting
Very Important

7R4
(.9
75.7
79.7
7204
69.7
69.4
69.3
66.7
65.95
64.9
60.0

nued next page)



Table 4.19 (continued)

A Protile ot Very lmportant Organizational Technology [tems
s

T - -
Percentage of
Respondents

Organizational Technology ltems Reporting
Very lmportant

Volunteer area representatives develop
communication networks

- . . : o«
The joint advertising produced by the council yH L0
credits council membership tor ottering
adult courses
Council members participate in at least one 54.5

joint project each year to enhance council
visibility

in identifying learning needs and organizing courses.
Operational technology items which lacked 1in
importance according to respondent ratings of less than
fifty percent included the following: use of the council as
a vehicle for achieving social changes, area
representatives’' roles in completing administrative tasks
and having a knowledge of adult education, approved course
offerings were offered by members only and were innovative
in delivery styles, council advertising (other than the
tabloid) occuring through a regular display location amd
demonstrations at special events and regular press releases.
Table 4.20 describes the organizational techho%pgy

items achieved to a high degree. There were twenty-one



Table 4200

A Protile ot Highly Achieved OQrganizational Tochnologv Items

o

Percentage of
Respondents
ltems

Organtesational Technology Reporting

High Achievement

Coutrses approved by the councils tor grant RIS
support are ottered at reasonable

tulttlron ftees

Courses approved by councll tor grant B30

support are ottered

by qualitied 1nstructurs

873

Council meetings are held regularly P
Council meetings are tollowed by minutes 82.8
outlining action {ftems and people

responsibilities ]
Counc1l meetings are orderly but tlexible Rl.1
Course registration procedures are well BO. 0
organized

Courses approved by the council for grant 77.2
support are timetabled to meet adult

lifestyle needs

Council meetings are le¢d by a chairman with 79.8
good leadership skills

Volunteer area representatives organize 75.0
courses locally

The joint advertising produced by the council 76.8
identifies the diversity of courses available

The joint advertising produced by the 13.7
council is sent to each household !

Council meetings include information 73.3
sharing as an agenda item

Course registration procedures are well 72.3

organized
(continued on next page)



Table 4,20 (continued)

A Protile ot Highly Achieved Oryganizational

Organizational Technology ltems

The programming oftered to the community
by council members reftlects current
community issues and learning needs

Volunteer area representatives i1dentity
course needs

Coumcil meetings include social interaction

by design

The joint advertising produced by the
council credits ¢duncil membership for
oftering adult courses

Course offerings are coordinated by
council members

The joint advertising produced by the
council enhances council identity

Courses approved by the council for grant
support are custom designed to meet
target group learning needs

Volunteer area representatives are
recognized for their work

Technology [Ttems

Percentage ot

Respondents
Reporting
High Achievement

U
O3 5‘
1.2
59 .3
7.4
S7.73
57.2
56.6

items in this achievement profile which describe the

course

approval decision making process, the opetation of council

meetings, the organization of local courses by volunteer

area representatives, the joint advertising produced by the



council, course registration procedures and the recognition
of volunteer area representatives.

Organizational technology items which are not
included 1n the high achievement profile items in Table 4.20
are twenty in number. Broadly, they describe how council
members' participation in one joint project each year
¢nhances councill unity, credibility and visibility. Also,
course registration procedureslinvolvb other community
groups in a special registration night. And further,
volunteer members are required to complete administrative
tasks, to understand council's role in the post-secondary
system and to have a role description. Other items not
achieved refer to course timetabling to meet adult lifestyle

1

needs, innovative course delivery and "other" council
advertising occurring through a regular display Jocation,

regular press releases and demonstrations at special events.

Summary of Organizational Characteristics.

Organizational characteristics included the general
categories of council structure and council technology.
Structural items referred to the relatively fixed
relationships regarding the arrangement of the human
resources within further education councils. Of méjor
importance to, and high degree of achievement by, further
education councils were items describing the geographic and

organizational representation of council members, the role
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of the coordinators and his or her ottftice relative to the
general public, the role of programming members of councils
and the dispersion of power throughout the membership.
Technology items reported by respondents to be
very important and achieved to a high degree included the
course approval process, council meetings, the activities ot
area representatives in identitying needs aﬁd organizing
courses, the organization ot course registrations and>
sending ouf joint advertising. Of the total of fifty tour
organizational characteristic items responded to, elevén of
thirteen structural items were profiled as very importani
and achieved to a high degree. Within the forty-one
organizational technology items, twenty-five were protiled
as very important and twenty were profiled as achieved to a

high degree.,

Employee Characteristics

According to Steers (1977:13) employee
characteristics focused on "the role ofkindividual
characteristics ... as they influence job performance, -and,
ultimately, the success or failure of an orgénization." He
identified two key aspects of employee charafteristics and
referred to these as attachment and performance. Employee
attachment was defined by Steers (1977:113) as "an

individual's desire to maintain his membership in a

particular organization", while performance was "an



individual's desire to perform on the job and contribute to
organizational goal attainment."

Steers saw these two aspects of employee
characteristics as ouLcomeS(ﬂ'%ome basic understanding ot
the requirements for organizational success. Those outcomes

——

included knowledge of what the organizati®n required fnnn/
P .

s

1 1

its members "in order to survive and prosper'

-

(Steers,
1977:113) and knowledge of what members expected from the
organization for theiriefforts. Also important according to
Steers (1977:112) were the "consequences of this interaction

]

between individual needs and organizational requirements.'

Organizational Attachment. By extrapolating Steers’

definition of employee attachment to further education

councils, employee attachment was defined as the

\

coordinator’'s desire to maintain membership in the council.

Within further education councils, the coordinators were the

-

only employees. insofar as they were the only individuals
k)
being paid by the councils for performing work according to

qu descriptions established by the councils. In terms of
job attachment, the leadership role of the coordinator's
positionAwas rated as very important‘by 74.1% of
respondents.

Of-the twelve organizational attachment items in the

questionnaire, seven were reported to be very important in

Table 4.21. Those seven items, which enhance employee

a
%
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attachment, describe the leadership and administrative role
of the coordinator, several ways for enhancing coordinator
credibtlity, attractiveness of the position dye to its part-
time nature, the innovative management skills required and
the autonomy of the position.

The five items not rated highly enough to be
incllUded in the job attachment profile refer.red to the role
‘of the coordinator in organlizing courses, the presence of
Further Education Statf at council meetings enhancing the
credibility of the coordinator and the high protile nature
of the coordinator's position.

Table 4.22 reports the nine organizational
attachment items achieved to a high degree. The
organizational attachment items achieved to a high degree
duplicate in content, but not in ranking, the attachment
items reported to be very important in Table 4.21. Three
additional organizational attachment items achieved to a
high degree describe the enhancement of £he coordinator's
credibility by receiving a range of information from post-
secondary institutions and by leaving aill programmfng to the
programming members of éouncil, as well as the

attractiveness of the position of coordinator due to its

part-timé nature.

Job Performance. A&cording to Steers (1977), the

importance of superior job performance is critical taq the

WA



etfectiveness of any organization. When employees cease to
perform well individually, the collective result is a
decrease in the achievement of effectiveness of the entire
organization. Steers (1977:144) believed that "individual
job performance is a joint function of three important
@‘tors: 1) the abilities, traits and interests ot an
employee, 2) the clarity and acceptance of the role
perceptions of an employee, and 3) the motivational level ot

an employee." He indicated further that although each factor
was important in itself, it was the combination of these
three variables which "largely determined the level of
output of each employee."”

Within further education cduncils, the only council
employee was the coordinator. Other members of the council
were either salaried members of the agencies, organizations
or post-secondary institutions which employed them or
volunteers representing communi®y groups or organizations.
With only one salaried employeegwhose job focused on the
administrative and le®dership functions, it seemed logical
that there was a clear distinction between Ehe\B'lequ the
coordinator andiﬂu:‘ole of members in ach{eving operational

ef“ttiveness.

Table 4.23 reports seven items in the job

performance importance profi from a total of eight
: )

questionnaire items. Job performapce prof¥le items for

council coordinators highlight the coordinators':knowledge
4



Table 4.21
A Profile of Very lmportant Organizational

Atta§hmenl [tems

Organizational

Percentage of

Respondents

Attachment Items Reporting

Very lmportant

council employs a coordinator to
to provide administrative assistance

90

]

Coordinator credibility is enhanced by his/ 88.
her understanding of further education as

a community based effort to deliver

educational opportunities to adults

The council employs a coordimator to 74.
provide leadership

The position of coordinator is attractive 73.
because the individual works with a
diverse group of professionals and
volunteers

The position of coordinator is attractive 61.
because it requires innopvative management

The position of coordinator is attractive 57.
because it has considerable autonomy

Coordinator credibility is enhanced by 53
receiving a range of /information from
post-secondary institutions

.0

0

L4

»4



i

Table 4.22
A Profile of Highly Achieved Organizational

Attachment Items

Percentage ot
RKespondents
Organizational Attachment ltems §eporting
High/Achievement

The council employs a coordinator to 92 .7
provide administrative assistance

Coordinator credibility 1s enhanced by 81.4
his/her understanding of further

education as a community based effort to

deliver educational opportunities

to adults

The position of coordinator is attractive Q&@ d#)_&
because the individual works with a T
diverse group of professionals and
volunteers \

The council employs a coordinator to 77.1
provide leadﬁrship

The position of coordinator i's attractive 70.1
because it has considerable autonomy

The position of coordinator is attractive 65.6
because it requires innovative management

skills

Coordinator credibility is enhanced by 61.0

receiving a range of information from
post—secondar} institutions
\
The position of coordinator is atgractlve 57.3
because it is part-time

;
’

f
Coordinator credibility is enhanged by ’ 56.0
leaving all programming to programming
members of council
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of adult education, working well with others, managing daily
council affairs, resource identification, report

preparation: understanding the role and functioning ot

post-secondary institutions and involving council members in’

special activities.
The only item not perceived to be very important to

job performance described the role ot the coordinator 1a

Table 4.23

A Profile of Very Important Job Performance [tems

Respondents

Job Performance Items Reporting
Very Important

The role of the coordinator is to Qe- 95.13
knowledgeable about adult education ’

The roXe of the coordinator is to develop 94 .4
d good working relationship with council
Jeembers N
PR
Ahe role of the coordinator is to manage 88.7
the day tc day council affairs
—~AL .
The role of the coeordinator is to identify 81.9
resources-£or council use
The role of the coordinator is to prebare 61.0
a semi-annual activity report for the
council
The role of the coordinator is to 58.9

understand the role and functioning of
post-secondary institutions

The role of the coordinator is to involve 52.0
council members in special activities

»

Percentage of
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seeking out new hosting authorities for membership on
council. --

Table 4.24 presents the profile of high achievement

¢

oy
job performance items. All eight questionnaire items in
this category were perceived to be achieved to a high
degree. The profile of high achievement job pertormance
, ~
Ltems duplicates in content the impdrrance protile ot job
* h/ ’

performance items with one exception: the a\k}ievement

{/

\

protile adds the role of the coordinator in seeking out new

hosting A‘u’}(horities for memberships on council.
45

e

~

,Summarx of Employee Characteristics. In terms of

job attachment and job pertformance in %H)ertd's further
education coun%§15, there were twenty items describing these
employee characteristics. Of the twelve job attachment
items, seven were perceived to be very important to council
operational effectiveness and nine were perceived to be
achieved to a higﬁ degree. Seven of the eight job
performance items were perceived to be very important to
council operational effectiveness, and all eight were
achieved to a high degree by the councils sampled.

A review of Tables 4.21 and 4.22 re;éals that the
very important and high achievement job attachment items
describe the employment of a coordinator to provide
administrative and leadership assistance to a council. _ The

job performance items both perceived to be most important



Table 4.24

A Profile ot Highiy Achieved Job Pertormance Items

B 7 o : Percentage of
Respondents
Job Performance ltems Reporting
High Achievement

The reletot the coordinator is to be 36 .4
knowledgeable about adult education

”

The role of the coordinator is to develop \ B9.1
a good working relationship with

council members '

The role of the coordinator is to manage 84.8
the day to dav council affairs’ . )
The role of the coardinator js to identify v78.7
regsources fcr council use

The role of the.coordinator is to 71,7

understaid the role and functioning of
post-secondary institutions

The.role of thg cobordinator is to prepare 63.8
a semi-anani/jeport for the council
.The role of the coorndinator is to involve , 53.9

council members in special activities
. .
t N
The role of the coordinator is to seek out 52,0
new hosting authorities for membership on
council e )

. -

1

-and achieved to the highest degree focused on the

coordinator's knowlYedge of adult education as noted.in
. - .

‘ -
Tables 4.23 and 4.24.



Eanvitonmeata I Characteristios
According to Sgeers' (1977) environmental
characteristics consisted of two related categories,

external and internal environments. The external task

environment (Steers, 1977:9) consisted ot forces existing

\

~

butside the boundaries ot the organization which attected
"internal organizational de« isions and at(iunsh (tor example,
economi« and market conditions, government regul;nimns)."
The internal environment, of ;::ganizational climate,
"included a variety of perceived attributes of the work
environment that have been shown to be relaged to certain
facets of effectiveness, particularly those measured on an
individual level."

Thge questionnaire ingluded twenty-nine environmental
items. Seventeen of these items described the external

environment and twelve described the internal environment. of

further education councils.

External Environment. Defining the external

environment often proves difficult for organizations,
-

particularly if a systems perspective is taken; for example,

where does the organization end and the environment begin?
f .

In the case of the further education council, this study has

*

defined the external environment to include the Further

R v » ‘
. »fiducation g:ﬁﬁdtes Branch, the rest of the Departmcat of |
H ‘Lf ,0: h‘“ ,% .- , ' .
& Advanced Education and, related organizations, agencies and

- .
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policies, as woll as adult learners and instructors. he
concept of council en-ironment was described 1n Figure 1.
The external enviroraent, or task environment, contained |
elements which sftected the goal setting and goal directed
;1<‘tiv1ti.e:~; ot the council.

The dimensions ot the external or task eavironment
also attected the activities and ultimate operdtiuhal
ettectiveness of a council. Viewed along a coantinuum, the
task environment ranged from simple to complex, static to
dynamic and cecrtain to uncertain. The environment was
generally expected to be in a state ot flux for councils, as
the adults they attempted to serve constantly faced new
learning needs.

Fifteen of the seventeen externai environment itens
were rated by at least 50% of the respondents as being very
important to council operational effectiveness. These items
are identified in Table 4.25. These fifteen items folus on:
a) good working relationships with Furthér Education
Services, other community organizations, senior
administrators of the designated hosttﬁé authority, nearby
post-secondary institutions and others, b) crossing
community boundaries due to diversity of mémbership,.c)
recognizing the attitudes of the adult public toward adult
education, and d) identifying learning resources available

in the community. ‘?

h L

-

-
e



160

Table 4.25

A Protile of Very Important External Environment Items

Percentage of

"Respondents
External Environment ltems Reporting

Very Important

Council maintains g good working relation- 9203
ship with Further Education Services

Council maintains a good working relation- 81.1
ship with other organizations in the
community

Council maintains a good working relation- ) 79.8
ship with senior administrators of the
designated hgsting authority

Council maintains a good working relation- 79 .1
ship with nearby post-secondary institutions

The council is able to cross many boundaries 75.8
in the community due to the diversity of its
membership

Learning resources available for use in the 73.0
community include libraries

The adult public in the community is aware 72.2
that education is a lifelong process

The adult public in the community suggest 71.1
new course ideas’ .-
Council maintains a good working relation- : 67.4

ship with nearby further education councils

The adult population in the community is - 67.0
aware that learning can enhance tH8ir .
lifestyle .

Council maintains a good working rglation- 62.2

ship with school teachers whose classrooms
are used for adult classes

Council maintains a good working relation- 60.4
ship with scthool janitors ‘
(continued next page)
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?«

p describe: a) the lack of awareness of the adult public that
&

1ol

Table 4.25 (continued)

A Profile of Very Important External Environment Items

Percentage of -
Respondents

External Environment Items Reporting
Very Important

(2

The economic base ot the-community tis 98.
relatively stable

*

Learning resources available tor use 1n | 56 .7
the community include computers -
The adult public in the community accept 50.6

tuition fees as an investment in their
self-development

e

The two items not included in the external
1

envirenment importance profile were actess to teleconference
Y,
centers and educational televisior.

According to the achievement profile of extern

. , . L )
environment items, Table 4.26, eight items were report to

p
be achieved by a majority of the respondents. Each of the

‘'eigh items achieved was also considered to be very

important. However, the achievement ratings were generally

somewhat lower and the ranking was not generally the same.

The nine external environment items not achieved

learning 1s a lifelong process, that it can enhance their
lifestyle, that tuition fees can be perceived as an
investment and that the public can suggest new course ideas,

b) learning resources do not include computers and
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teleconterence centers and educational television, ¢) the
lack of stability of the economic base, and d) the lack of a
good working relationshgp with nearby further education

2
councils.

Internal Environment. The internal environment is a

perceived environment also referred to as the organizational
¢climate or the personality of the organization. According

to Payne and Pugh (1978), "Climate ... refers principally to

the prevalent attitudes, values, norms and feelings

employees have concerning the organization." These
-

responses were seen by Steers (1977:103) to be the result of
the interaction of struc[uré (the physical arraiﬂhment of
people in an organization) with the goals; needs and
abilities of the individual or group. Thé result was that,
conceptually, structure was seen to have a major influence

on climate.

N

Of the twelve internal environment. items, the ten

which were,réported to be most important to the climate or

.

internal environment of further education councils and

F 4
achieved to the greatest degree are reported in Tables 4.27

L )

and 4.28. .

. * Y .
The ten internal environment items rated very

very important (Table 4.27) describe council members

completing council work, receiving consultive support from

Further Education Service staff and atténding council

3

<
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meetings consistently. Other items describe council
development according t§ the member's needs, organizations
and goals, recognizing members for their contribution to the
further education program and achieving a strong sense of
acéomplishment through meeting adult learning needs by

working together.

-

Those internal environment items not reported t be
achieved to a high degree include council priorities
changing when the leadership changes and council members
knowing each other both professionally and sécially.

On the achievement scale, Table 4.2, the same ten
items were repor?gd to be achieved to a high degree.
However, there is a ranking difference. Most notable is the
highest ranking achievement item, stating that "council does
not interfere with the operation of any of its member
agenc&ﬁ%. The two items not achieved duplicat? the

importance items not ‘achieved.

- Managevial Policies and Practices

-

Wighin this fourth area of organiZational

characteristics identified by Steers' (1977) model, there

were six geﬂéral elements. Listed in the order in which the

frequency results will be discussed, the six general

- vy B

f

elements of management concern are: strategic goal setting,

resource acquisition and utilization, creating a performance
. !

-

environment, communication processes, leadership and
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Table 4.26

lod

A Profile of Highly Achieved External Environment Iteas

External Environment Items

Percentdge of
Respondents
Reporting
High Achievement

Council maintains a good working relation-
ship with Further Elucation Services

Council maintains a good working relation-
ship with senior administrators ot the
designated hosting authority

Council maintains a good working relation-
ship with other organizations in the
community

Council maintains a good working relation-
ship with nearby post-secondary
institutions

The council is able to cross many
boundaries in, the community due to the
diversity of its membership

Learning resources available for use in "
community include libraries

,

Council maintains a good working relation-
ship with school janitors

Council maintains a good working relation-~
ship with school teachers whose classrooms
are used for adult courses

-

/

decision making, and orgqnizational adaptation and

innovation.

Generally, managefial policies and practices focuged

.

upoh the role of management within an orgénization in

L}

@
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Table 4.27

“A. Profile of Very Important Internal Environment Items

165

Internal Environment Items

< - _—

Council members accept their responsibility
in ensuring that the work of the council
gets done

Council receives consultive support from
Further Education Services staff

Council members attendance at meeting is
consistent

Council develops according to the nee
aspirations and goals of its membersh

s,

p

ol =Y

Council members identify learning needs

Council goals and objectives change as t b€
nature of the population to be served
changes ' N

Council does not interfere with the
operation of any of its member agencies

Council members have a strong sense of
accomplishment in beimg able to meet
adult learning needs as a council

Council recognizes its members for their
contribution to the further education
program

Council members develop confidence in
speaking to issues at meetings

Percentage of
Respondents

Reporting

Very lImportant

B4 .

80.

80.

79.

79,

67.

©

0

0

€

9



Table 4.28

oo

A Pfgfile of nghl; Achieved Internal Environment Items

Internal Environment Items s

Council does not intertere with the
operation of aay of its member agencies
\

Council develops according to the needs,
aspirations and goals of its membership

Council receives consultive support from
Further Education Services staff

Council members accept their
responsibilities in ensuring that the
work of the council gets done

Council goals and objectives change as
the nature of the population to bdbe
served changes :

- ‘ . .
Councll recognizes its members for their
contribution to the further education
prbgram

Council members identify léarﬁing needs

Council members have a strong sense of
accomplishment in being able to meet
adult learning needs as a council

Council member attendance at meetings
is consistent

b
Council members develop confidence in
speaking to issues at meetings

Percentage of
Respondents

Reporting

High Achievement

82.0

68.

re

68.2

64.9

64 .4

59.3

58.3

58.3

51.8

50.5
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"planning, coordinating and facilitating goal-directed

activities" as described by Steers (1977:9). According to

traditional management functions, ''management'" includes the

L

executive committee of council and the "manager" is the
. .

coordinator. However, as a result of the "tlattened”

o
gtructure of the ¢ouncil and the role ot volunteer areca

representatives, many typical management functiofs were

carried out by area representatives in supporting the

.

managerial role of the coordinator.

The role played by the coordinator in securiag the

six general elements of management concerns refetred to

.

earlier (strategic goal setting, resource acquisition and

utilization, etc.), contributes to the maximglization ot

achievement of organizational effectiveness by counctls. A
a result, Steers (1977:136) maintained that: "organizationa
effectiveness is not seen as an end state. Rather it is

seen as a continual state that organizations strive to

"

Thus organizations are described as¢

=

achieve and maintain.

being relatively effective or ineffective, and the role of

: ) . . , -
the coordinator and the executive committee following

Steers' argument (1977:136) is to work to improve "goal

attainment and effectiveness over time."

Strategic‘Goal Setting. Based upon the chosen

definition.of effectiveness which viewed further education

councils as goal seekilng sysfems, it was recognized by .

e
>

7

S

1
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~

Steers (1977:136) that "a major ingredient in organizational

su*s is the ability of manegement to clearly identify the

specific natu}e of the goals and objectives it wishes to
9
pursue.’ . -

-anl setting occurs on more than one level in an
organization. [t {’)egins with management determining its
operative goals and specitying measurable operational
dbjmtives, and proceeds to the successive identitication ot
objectives down the hierarchy of the (')rganization. Within
further. education councils, this meant {he setting of
council goals followed by the establishment of related
committee and indiv.idual task objectives. The"achievement of
individual and committee objectives should contribute
substantially to the achievemént of operative council goals.

The majority of respondents identified the four

, items reported in Table 4.29 as being of greatest importance

to them. The achievement profile in Table 4.30 shows the ol
four items achieved to the .highest degree by councils?t

. > )
Strategic goals included developing a policy and procedures

& )

manual, establishing programming goals annually,‘ '

establishing finagcial resource acquisition goals as needed,

and involving the whole council in setting council goals.

\

\

The notion of involving the whole council in setting goals
wa%,perceived to be the most important item to the

achievement of effectiveness by councils.

&
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Table 4.29

A Profile of Very Important Strategic Goal Setting Iltems

————

e Percentage of
, ) .. Respondents
Strategic Goal Setting Items : Reporting
Very Importaunt
%
e e
Council goals are set by the whole -council 88.1
Y
Council has developed a policy and 85.5
procedures manual -
Programming goals are established annually 70.06
by council
Financial resource acquisition goals are 69 .4
established as needed
S e

Table 4.30

A Proftle of Highly Achieved Strategic Goal Setting Items

Percentage of
Respondents ,

Strategic Goal Setting I®ems Reporting
‘ - HighvAchievement

-

Council goals are set fy the whole 84 .4
@Buncil \ '
Council has developed Q;yolicy and ©73.3
procedures manual
Programming goals are established _4 58.1
annually by council )

-~
Financial resources acquisition goals, . 52.4

are established as needed

. | L 4



WO
o There were six goal setting items in the .
- *
-® questionnaire. Four were perceived to be very important and
are identified in Table 4.29. The two items not percetived

to be very important to council operational effectiveness

are the setting of council goals by the executive or the
Ta
-~ v

<

coordinator. Council members perceive it to be important to

involve the whole C0i§Cil in goal setting as noted bys tife

‘

88.17 rating on the importance protile. , ~

Table 4.30 identifies the four items perceived to be
X .

achieved to a high degree. These items _ duplicate the
importance profile items in Table 4.29 in content and the
item ranking 1is parallel. The two items not included in “the

achievement profile are also a duplicate of those no

included in the performance profile for strategic g
e

setting items.

Resource Acquisition and Utilization. After the
. -

strategic goals have been set, resources wmust be secured and

utilized in activitieés oriented toward reaching the

Al

established goals. .To do this, the manager (council

coordinator) must deal with: 1) system integration andf
coordimation, 2) th¢ role of management policﬁes and 3

organizational control systems aifording to Steers

(1977:138).

i L4
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From the y(mm»lk perspective, system integration and
coordination required that the coordinator take a nurturing
and fn(ili[en,ivwe role so that the various sub-systems were
able to maintain tllemielvés, given sufficient resources.
First, the productive and supportive sub-systems consisle;d
¢t the council memober agencies and the coordinator who
acquired raw materials and otfered (j«)ursc's to the
“satistaction ot the public. Second, the maintenance sub-
system (training function) was managed by the coordinator
through provision of i’\structor training to further
education council inst‘]’u(‘(()rs and in-service training to
council members. The role of management policies was to
provide guidelines for decision making by council members.
Policies were also designed to improve coordination between
task groups and to insure that the council benefited from
past decisions and action through the development ot a
council constitution and by-laws. An éxample of management
policy is the decision making regarding the timing, content,
format and distribution ot the council advertising tabloid.

Since rural councilg generally relied on volunteer

.

assistance, reward systems became important to councils as
did some form of performance appraisal for the coordinator
and the volunteers. In most councils, the reward system was

formalized but the performance appraisal system was still

generally informal.



Ot ten items in the questionnalrie pertalnilog to
resource acquisition and control, six items were identitied
by respondents as being very important and four of them were
achieved to a considerable degree. The resources which

—~
respondents reported in Table 4.31 to be most important to
acquire and utilize ian the achievement of perceived
operational etfectiveness 1ncluded the administrative and *
program support grants received ftrom Further bBducation
Services, free use of classroom space, an otfice for the
coordinator and secretarial assistance. It should be noted
that the resources perceived to be most important to council

operational eftectiveness (the Further Education Services

pvided by a service external to the

“9\ v

support grants) were pr
council, albeit closely related.

It 18 worth noting that resources perceived not to be *
very impoftant were, to a large degree, those that could be
found 1ocally. The discrepancy identified between council
ana outside sources of resources on both the relative
'importance and degree of achievement scales points to
substantial council reliance on resources beyond their
control. While this.state is quite typical for not for
profit organizations, it is not an easy state in which to
attempt ;to improve operational effectiveness. Unless
resources can be controlled to some degree, resource
acquisition goals could soon take precedence over all

others.



o 7 Table 4.31

A Profile of Very Important Resource Acquisition Items

Percentage of

Respondents

Resource Acquisition Items Reporting
Very Important

AY
Couhcil resour.es include the 89,2
administrative support grants from
Further Lducation Services

Council resources include tukx program . - 83.1
suplport yrants trom Further Education

Services

Council resources inclyde free use 76.5
of classroom space

Council resources imclude oftice space 75.0
for the coordinator

Council resourcies inglude postage and 58.8
paper provided by the designated

hosting authority

Council resources include secretarial 50.6
assistance for the coordinator

Resources achieved to a high degree are noted in
Table 4.32 and include administrative and program support
grants from Further Education Services, as well as effice
space for the coordinator and free use of classroom space
for courses.

The six resowrces not achieved to a high degree
included postage and paper, secrétarial assistance for the

coordinator, funds to purchase equipment and to support |
: {
|

i — —_— f



Table 4.732

A Profile of Highly Achieved Resource Acquisition Items

" Percentage of
- Respondents

Resource Acquisition Items Reporting
High Achievement

~J
N
-

Council fesources 1tnclude the.
administrative support grants from
Further Education Services

Council resources ‘inciude the program 71.8
support grants from Further Education

Services
%

Council resources include oftice space W 66:73
for the coordinator

Council resources include free use of 65.3
classroom space

council social activities, and a designated hosting
authority to manage council funds.
It should be noted that‘ééme coordinators preferred
i
to work from their homes, thus décreasing the achievement
rate for achieving office space for the coordinator. The
preference of some coordinators to work jin their homgs alson

contributed to a lower level of achievement of secretarial

assistance reported for the coordinator (35.9%7).

Creating a Performance Environment. According to

Lewin (1938), the behavior of the individual in the

organization was a function of the interaction between the



—
~d
(sl

individual and the environment. Arising from this behavior
was the notion of the fit of the individual to the job and

its requirements. In creating a performance environment,
Stee;s (1977:142) identified four strategies for developing -
a "goal oriented performance environment." Those strategies
were: 1) employee selection and placement, 2) {raining and
development, 3) task design and 4) performance appraisal and
rewards.

Table 4.33 reports the nine performance environment
items which were perceived to be important to creating a
performance environment. The first three items seem to have
a philosophical basis. Those items focused on: council
members commitment to adult education values and principles,
member commitment to the philosophy and practices of
community based education, and the ability of council
members to keep their prescribed goal in sgight. Other items .
include: use of the training and development strategy, or J
making "professional development opportunities available to
all council members", providing an orientation to new
members, assisting local instructurs with professignal
develoémen;, and providing council members with partial
financial assistance for professional development

-

opporfunities. ,

.

Table 4.34 provides a profile of the four

performance environment items perceived achieved to the

-

highest degree. Those ‘items include: a) council member
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A Profile of Very Important Items For Creating

\

A Performance Environment

_Percentage of

Performance Environment Items

Respondents
Reporting

Very Important

Council members are committed to the values
and ptinciples of adult education

Council follows the philosophy and
practices of community based education
(1.e. developing and using local resources)
Council keeps its '"reason for being" im
sight

The coordinator's salary is proportional
to the work required

Council makes professional development
opportunities available to all council
members

Council does not see itselt. as a post-
secondary institution

Cauncil provides an orientation to new

members o
Council makes professional development
opportunities available to local

instructors ' -

Council makes professional development
opportunities eligible for at least
partial financial assistance from council

90.0

87.9

85.6

76.5

63.5

58.73

56.5

52.4

52.4

commitment to the philosophy and practices of community

based education, and the values and principles

of adult

education, b) council keeping its "reason for being" in



Table 4.34

A Protile of Highly AchieveJ\ILoms tor Creatinyg A

1

Performance Environment

Percentage ot

Respondents

Performante Environment Items Reportinyg
’ High Achievement

- 3 PO e

Council tollows the philosophy and R34
praectices of community based education

(i.e. developing and using local

resources) - -_—

Council members are committed to the 80.0
values and principles ot adult education

Council keeps its "reason for being" N 78 .1
in sight
Council does not see itself as a post- 6bl.4

secondary institution

sight, and c¢) council not berceiving itself as a post-
secondary institution.

» The five items not included on the perférmance
environment profile of achievement items due to their lower
rankings are: coordinator's salary is proporfional to the
work required, the availabilitf of professional development
ogportunities to council members and instructors, the
provision of partial financial assistancé to council members
for professional development activities, and providing an

]

orientation to new council members. Thus, in this element

of managerial policies and practices, respondents reported
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the achievement of fewer items than they perceived to be

important to ceuncil operational effectiveness.

Communication Processes. Communication processes

are of central tmportance to the effectiveness of an
organization according to Steers A1977:147), insofar as they

"..# represent the necessary vehicle by which employee
L4

activities become coordinated and directed toward the goals
and objectives of an organization.” Also identified by

Steers is the qyreliance of leadership, decision making and
[ .

A ]

adaptation PTolesses upon the effectiveness of communication
processes. In organizations such as further education

councils with high levels of environmental uncertainty,

generally non-routinized technologies @nd a loose structure,

effective communication processes were very important (Table
v
4:35). In councils, the emphasis was on horizontal

communication between the coordinator and council members,
and between the coordinator and the council executive.

These communication lines for councils were influenced

stréngly by the nature ,and structure of the council.

Within the councils, five communication items were
reported by a majority of respondents to be Qery important
(Table 4.35) and two of them were achieved to a high degree
(Table 4.36). The item which the hjghest number of

respondents reported as very important was the regular

) .
communication between council members and the coordinator.

K
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Table 4.35

A Profile of Very Important Communication Process Items

Percentage of
Respondents
Communication Process Items Reporting
Very Important

Communication occurs regularly between 81.0

council members and the coordinator .

Communication occurs regularly between 68.06
council members .
Communication occurs through feedback to 68.73

Further Education Services on provincial
policy changes

Commupication occurs through ‘ 56.5
course evaluation

Communication occurs between the coordinator 56.0
and post-secondary institutions
>

\

This item was followed by regular communication between

council members, feedback to Further Education Services on

provincial policy changeSy communication occurring through
sourse evaluation, and communication between the coqrdinator

L g
andspost-secondary institutions.

Of the five communication process items, two were

reported by respondents ta be achieved to a high degree.

They are reported in Table 4.36. Those two items were: a)

-

regular communication between council membérs and the

cgordinator, and b) communication to Further Education

L]

Sefvices on provincial policy chaﬁges. Th 3 left three

.



130

-

Table 4.36

A Profile of Highly Achieved Communication Process Items

~ Percentage ®f
, ' ' R Respondents
Communication Process Items Reporting

High Achievement

-

s
Communication. oeccurs regularly between 68.6
council members and the coordinhator

Communication occurs through feedback to . 52.6
Further Education Services on provincial-
policy changes . o

™

items not achieved to a high aeg;ee, ;ncluding regular

a

communication between council members, communication through-
. - . . » . .
course evaluation and communication betwken the coordinator

and post-secondary institution. v

. e .

K4

Leadership and Decision Making. Leadership was

definea by Katz and Kahn (1966:302) as "The influential

increment over and ‘above mechanical compliance with the

e
deadership is viewed as the abilityxto induce others to act

‘routine directivqé of the organization.” In other words,
on their own volition or initiative. Leadership is an
'impyrtant contribution to organizational effectiveness
insokgraas the quality»é% leadership may differentiate ~
effective from ineffective organigzations.

Effective leaders have the ability to make decisions

which are "appropriate, timely and acceptablé" according td

/
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Steers (1977:156). Basi<}11y, decision makding is the
"process of selecting among availablé qlternatives” as
defined by Shull, Delberg and Cummings (1970). Based on the
nature of the factors in the questionnaire, particlpafﬁog in
decision making is the focus of the ensu%ng results. Table

4.137 rgports the seven highest rated importance iltems out of

fifreen related tao leadership and decision making#

1

) / ,
The item "All members have an equal vote", is

/

supported throughiﬂt this subsection on leadership and
decision making bylthe high ratings given to the whole
council on each of the decision areas identified. Table
4.%7 indicates that most respondents found it to be very
important to have the decisions related to goals, policy,
program planning, grant allocations and special projects
_m349}hz\fhe whole council. The iitem describing council
au;onomyAin making decisions was rated very important by
85.2% of respondents and achieved to a high degree by 83.9%.
These perception ratingsAlikely had a major effegt on
determining the variations in aec}sion making processes by
different councils. )

The narrow rénge in the percentages spown for the

<

achievement ratings on thevleadership and decision making
items reported in Table 4.38 suggests that counctls had
operationalized council invélvement in decision making to a

significtant degree as percelved by respondents.

\

~-.
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Tables 4.37 and 4.38 ideﬁtified the same six items
as very important and achieved to a high degree. . Only the
order of thelr ranking varied. This phenomenon also affects
the nine items which were not rated by at least fifty
éercent of respondents to be very important or achieved to a
high degree. The nine items not tound in the importanveAuf
achievement profiles of leadership and decision making 1tems

include: a) program planning decisions” made by the executive
. -~

-

or the coordinator, b) grant allocation decisions made by
the executive, the coordinator or a course approval
committee, c¢) special project funding approved by lhe
executive or coordinator, and A) policy decisions made by
the executive or coordinator.

The belief in, and practice of, involving all
council members in council decisions is obvidusly a critical

v .

managerial policy and practice for further education

¢councils in assessing the operational effectiveness of

councils.

Y

NS

: !
Organizational Adaptation and Innovation. According

to Price (1968), a primary characteristic of éffec;ive
organizations is "the ability . . . to succeséfully adapt to
a changing environment." It is the responsibility of
management to balance adaptaglon and innovation needs with
the need for stability and continuity‘of operations. Kast

and Rosenzweig (1974:574-575) described this situation as



Table 4.37

A Profile of Very Important Leadership and

Decision Making Items

133

-

Leadership and Decision Making Items

Percentage of
Respondents
Reporting
Very Important

All members have an equal vote 88\8
vPolicy decisiBns are made by the 87.8
whole council

Council has considerable auto&omy 85.2
in making decisions

Program planning decisions are 82.5
made by the whole council

Grant allocation decisions in the 8i.7
council are ‘made by the whole council

Special project funding is approved by 80.0
the whole council

maintaining a dynamic equilibrium and indicated that such an
equiltﬁfium required the following four-dimensions: 1)

enough stability to facilitate achievement of current goals,

2) enough continuity to ensure orderly change in either ends .

or means, 3) enough adaptability to react appropriately to

/
/

external opportunities and demands as well as changi‘g

-

internal conditions, and 4) enough innovativeness to allow

c -

- -‘-\ 3 ’
the organization to be proactive (initiate changes) when

conditiops warranted.



Fable a2
A Brotile ot Highly Achieved Leadership and !
® Decision Making Items

Percentage ot
Respoandent s

(\‘n
LLeadership and Decisiton Making Ttems Rt’pul'( 10y
High Achievement
All members have an equal vote R
Council his (onsiderable autonomy 1n Sy

making declisions”

Special project tundifig 1s approved by Ta 7
the whole council ’

”
Policy decisions are made by the TR LR
whole council

e -
Program planning decisisns nre made by i
the whole council ’
N

Grant allocation decisions 1n the council b4 . R
are made by the whole council 7

;

Change tends to dccur according to Steers (1977:165)

"when there is a notable gap between what an organizg}v\xon 1S

*

trying to do and what it is actually, accomplishing.” The
forces which, produce these gaps may be internal or external

to &he drganization. Ideally, the change which does occur
g‘ <. )

to overcome the gap is planned change, executed through a
. ,

geries of fairly discreet sequential stages.

] < .

¥ <




In relating adaptation and i1nnovation to
organizational ettectiveness, Steers (1977: 183,184) made
two points:

1. The notion of etfectiveness is bes\ understood
terms ol a continuous pr()((*‘\"s instead ot an end
state,

J. The role ot contingencles as managets 1’e~<«>gnlxv
the untqueness of theit organizations and 1espos
In a manner consistent with that uniqueness.

For the study at hand, Table 4.39 reports seven ot
possible eight adaptation and 1nnovation factors rated as
very important by respondents to the operational
ettectiveness ot councils. Fach item reters to an annual

evaluation of some tacet ot the turther education program.

The highest importance rating was glven to the annual

.

evaluationfof the council tinancial situation. Other
adaptation and innovation items focused on program goals,
adult learning needs, council program offerings, course
delivery ngeds,'joint advertising effectiveness and annual
evaluation of the coordinator's role.

Each of these areas is open to adaptation and/or
innovation within further educatidn codﬁcils. The entire
area of programming for adults and the innovation possible

in order to meet their lifestyle learning needs, time

schedules and preferred learning styles make this a very

I n

vd

a
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Table 4.39
A Profile of Very lmportant Organizational Adaptation

and Innovation ltems

Percentage of
Organtzational Adaptation Respondents

and Innovation ltems Reporting
Very lamportant

Council annually evaluates 1ts tinanclal S
situation

Council annually evaluates (ouncil 7203
progtamming goals

Council annually evaluates counail 7103
program offerings

Council annually evaluates adult 7103
learning needs

Council annually evaluates course bh .t
delivery needs

Council annually evaluates joint 63.4
advertising effectiveness .
Council annually evaluates the role ot 53.2

the coordinator

¢

important area of council operational effectiveness,
especlially as it related to the achievement of council
goals. |

The three most highly rated achievement items in
Table 4.40, A Profile of Highly Achieved Organizational
Ad;ptation and Innovation Items, clearly focused on

finances, joint advertising, program offerings and program

goals, all of which were contingent upon each other. Each



lable 4,40
A Protile ot Highly Achieved Organizational Adaptation

and Innovation ltems

e e e e — - — =

Percentage ot

Respondents
Organizational and Adaptation [tems Reporting
High Achievement

Council annually evaluates 1ts ftinancial 77.8
situation

Council annually evaluates jolnt 98.0
advertising effectiveness

uncil annually evaluates council S1.9
gram otferings

Council annually evaluates council 50 .0
programming goals

"of these items was strongly affected by the external
environment, for example, a) the major source ot council
finances were the grants received from Further Education
Services, b) joint advertising had to be widely distributed,
easily identifiable and eésily read if it was to cause
adultseto register in courses, and c) the program offerings
consisted of courses designed to meet the learning needs of
the adult public as identified by them or as perceived by
council members.

N In light of council managerial policies and

_practices, it would appear that the role of council

management was to ensure that these four highly rated



achievement items were operationalized. The outcome should
have enhanced the operational effectiveness ot

councils.

Within-the eight organizational adaptation and
fnnovation {tems, one item was not included in the
importance protile and four items were not rmeluded 1n the
achievement profile. The item not included 1n the v
importance protile (Table 4.39) was the aanal evaluation ot
the coordinator's salary. With regard to the achievement
profile (Table 4.40), the four igems not included described
the annual council evaluation ot adult learning needs,
course delivery needs, the role of the coordinator and the
salary of the coordinator. The result is that the tive

_items not included in either profile were not perceived to

contribute to council operational effectiveness.

-

Summary of Managerial Policies and Practices.

Within the six general elements of managerial policies and
practices, frequency énalysis identified a number of
operational items which respondents perceived to Be both
very important for achieving council operational
effectiveness and as having been achieved to a high degree.
Of the fifty-three operational items in the questionnaire
related to managerial policies and practices, thirty-seven
were identified by respondents in the importance profiles

and twenty-four were identified -in the achievement profiles.
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The items included in the protiles were rated as either very
impegtant or achieved to a khigh degreé bY at least fifty
percent of the respondents.

Strategic goal setting identified the same four
operational items én the importance and achievement profiles
fogusing on: a policy and procedures manuay, programming and
financial resource A(quisitiun}goals and setting council
goals as a council. Resource acquisition and utilization
included six operational items in the importance profile
focusing on programming and administrative grants from

:
Further Education Services, free use of classroon Spafé,
office space and secretarial assistance for the coordinator,
A
and paper and postage provided. Four of these were
identified in the achievement profile.
N

Within the element, "creating a performance
é&\ironment" frequency analysis of respondent ratings
identified nine operational items. Four of the nine were
also found in the achievement pro’ile. Five of the
importance items focused on council member commitment to the

- ' »
values and principles of adult education, following the
philosophy and practices of community based education,
keeping the councils "reason fog being" in sight, ensuring
that the coordinator's salary was proportional to the work

required; and making professional development opportunities

available to all council members.

PR
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Of the five operational items identified under
communications processes in the importance profile, two were
found in the achievement profile, which were internal to the
council: regular communication between council members and
the coordinator, and regular communication between all
council members. Communications with people wnd
organizations external to the council included feedback to
Further Education Services on provincial policy changes,
feedback to council members through course evaluations and
communication between the coordinator and post-secondary
institutions.

There were fifteen operational items within the
leadership-and decision making category, six of which were
found in the importance and achievement profiles. The two
items which had the greatest impact on the others were the
considerable autonomy of the council'in making decisions and
the policy of all members having an equal vote. The balance
of fhe operational items identified the naturerf the
decisions made 6y the whole council. These decisions

4
focused on setting council goals, making policy decisions,
program planning, grant allocation and special project

funding. ' /

The last categofy, organizational adaptation and
AN
N

innovation, included eight operational items, all of which

focused on annual evaluation for purposes of adaptation and

;

change. Seven items were jdentified in the importance

-~
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profile and four in the achievement profile. The importance
profile items included council evaluation of: av the council
financial situation, b) council programming goals, c) adult
learning needs, d) council program offerings, e) the
effectiveness of council's joint adverriQingj and f) course
delivery needs. -

0Ot the fifty-three questionnaire items on managerixL’
policies and practicés, thirty-seven were (dentified in the
importance profiles and twenty-four were f‘dentified in the
achievement profiles. These profiles reprecsert the
perceptions of the respondents at a given point in time as
they rated the importance of various items to council
operational effectiveness and the degree to which these

items had been achieved.

SUMMARY

This chapter presented the findings of the~informant
interviews, a description of the respondents sampled, and
the findings resulting from the frequency analysis of the
questionnaire.

The majority of the councils sampled were rural.
The average council had twenty-four members and was 16.5

ea;s old. Seven councils had new coordipators who had held

their positions for one year or less. Regarding membership,

rural councils were primarily composed of community

representatives and public agencies. Urban councils

f



reported that most of their membership came from private
organizations, public agencies and school boards. Cohn(il
members generally held membership on council for 4.23 years.
Most councils had had 2.88 coordinators since the inception
of the council. Most coordinators reported to either the
council executive or the council as a whole.

Councils generally had school boards for designated
hosting authorities. Councils primarily used the term
"volunteer" to refer to area or community representatives.

The respondents sampled were over eighty pecent
female and in the 25-49 year age bracket. Re%Pondents were
generally well educated: about half of the respondents had a

N
college diploma or university degree at the graduate or

\

- >

post-graduate level. Over forty percent of respondénts had
been council members for two to six years, while
approximately thirty percent were new members of council.

In terms of titles held in the 6rganization
represented on council, just over one third of rgxﬁbndents
were community or area representatives, volunteers or “
citizens at 1;rge. The néxt largest groupings were
directors, assistant directors and managers followed by
programmers, facilitators ang community sé%ool cogrdinators.

The findings of the frequency analysis of the
questionnaire were reported under four headings:

&

organizational characteristics, employee characteristics,

environmental characteristics and managerial policies and
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practices. Under each of these headings were reported the
operational items which were rated as very important or 6@
achieved to a high degree by at least fifty percent of the
respondents. Collectively, these add up to 112 items

ot importance and ninety-one items oF achievement.

A summary of the high and low ilwmportance and
pchievgmént items in each of the Steers' based categories

N . .
is presented in Table 4.41 for the 1Po items.

Table 4.41 reinforces a statement, made earlier in
the study that the double rating of the questionnaire itens
would show the differences between the theoretical
(importance) items and the actual (achievement) items.

ile the table portrays the perceived differences in
numbers, the twenty—fgur importance andﬂachievement tables
in the chapzer exhibit the content likeness and differences
A
of the operational effectiveness items.

The findings reported in this chapter respond to
parts of research problems one and two i%sofar as the
findings identify the relative importance and degree of
athievement of the 156 operational effectiveness items in

~
assessing the effectiveness of Alberta's further education
‘“ouncils. Those operational items perceived to be very
important and achieved to a high degree are identified in

profiles according to the Steers' based categories and their

elements.

-~
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Table 4.41
A Summary of the Importance and Achigvement/Profile [tems

for the Steers' Based Categqries

High Degree Low*ﬁg;;gg_
Very Low of of
[mportant Importance Achievement Achlevement

ORGANIZATIONAL CHARACTERISTICS (54):

a) Structure 11 2
b) Technology 25 16 21 20

s

EMPLOYEE CHARACTERISTICS (20):

\

a) Job Attach- 7 5 9 3
ment

b) JobePerform- 7 1 8 0
ance

ENVIRONMENTAL CHARACTERISTICS (29):

a) External 15 2 8 ‘ 9
b) Internal 10 2 10 2

MANAGERIAL POLICIES AND PRACTICES (53):

a) Goal Setting 4 2 4 2
b) Resource Ac- 6 4 4 6
quisition & .
Utilization
" c¢) Creating a 9 0 4 5 <

Performance
Environment

d) Communication S -0 2 3
Processes . ' '
e) Leadership & 6 9 6 9
Decisjon Making } .
f) Organizational 7 1 4 4
Adaptation & ’ L
Innovation
\
TOTALS = 112 44 91 65




CHAPTER 5

UNDERLYING ¥aCTORS AND COUNCIL DIFFERENCES

RELATIVE TO COUNCIL OPERATIONAL EFFECTIVENESS

INTRODUCTLON

T‘wo types of analyses are considered in this
chapter. The first, factor analysis, was used Lo examine
the appraopriateness of Steers’' four characteristic areas for
assessing the perceived operational effectiveness of
Alberta's fhr{her education couﬁFils. The second analysis
was used to discover the involvement of the council
demographic variables of age, size and nature in assessing
the perceived operational eftectiveness of councils.

The first sets of data presented in this chapter
result from a factor analysis of the questionnaire items as
answered by Groups A ana B. The second sets of data result
from an analysis of variance. This analysis was conducted to
discover differences in member's perceptions of
effectiveness based on the age, size and nature of
the councils. The purpose of the faétor analysis was to

lend empirical weight to Steers' (1977) model for measuring

organizational effectiveness.
{

195
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FACTOR ANALYSIS

A two-factor solution was sought for the responses
from each group through the orthogonal, varimax rotation as
fmplemented in the Statistical Program for the Social
Sciences factor analysis (Nie et al, 1975). fEven though the
items responded to by Groups A and B were clustered on the
basis of logicai analysis and the Steers' model, the
4mp1rical reconstitution ot these factgrs from the responses
of council members tended to confirm Steers' structure
(1977). Factor analysis was applied to both the importance
and achievement responses in Seeking validation for Steers'
model (1977).

As noted in Chapter 4 a great similarity in the
characteristics of Group A and Group B respondents was
observed. This similarity allowed them to be treated as if
they were one group hav"-ng responded to the e\n‘tire‘
questiofnnaire, even though each group had completed
different halves of the questionnaire as explained in
Chapter 3. Therefore, the confirmatory factor analysis

procedures were applied independently to each group.'

Importance Factors Validating Steers' Model

Group A respondents answered the "B" and "C"
questions on organizational and eﬁployee characteristics in
the questionngaire. A factor analysis of all grioup A

respdnses produced a wide range of factor loadings. Group A.

4
&
¥



factor loadings were an

»
by a frequency analysis

reported in Table 5.1.

frequency analyses were

and greater, b) 0.3 to

0.0. These categories

apply consistently and

197

aAlyzed and the results were presented
applied to the factor loadings
The categories chosen for the

based on factor loadings of: a) 0.5

0.9, 0.0 to 0.3, and d) -0.3 to

<)

were selected because they seemed to

appropriately to all ot the tactor

analysis results. The actual factor loadings for the two

factor solution to Group A responses are reported in

Appendix .J. Responses with factor loadings of 0.3 or

greater were used to determine the underlying meaning

identified for the factor.

Relative importance.

Within Group A, Factor |

"C" questionnaire, items, or Steers'

\
The

corresponded to the

employee characteristics. "C" items described the

. - . i
coordinator's ability to relate well to others. Factor 2,

which was interpreted to correspond to "B" questionnaire
items, described council processes and the roles played by

council members. This empirically derived description

corresponds to Steers' organizational characteristics. A

N

summary of the factor analysis for Group A ?ﬁﬁbrtance items

is reported in Table 5.1. Broadly, Steers' organizational

characteristics were categorized into structure and
technology. Factor 2, which corresponds to the "B" iten

r
descriptions is consistent with Steers' model and identified

I
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Group "A"
Organizational angd
! A -
Factor 1
Factor
Loadings ltrequency
5 plus 4
e .3 to .S 14
Items 0 to .3 3
-.3 to O 0
18 of 21 "C" items, or
85.7% had factor loadings
of 0.3 and above.

Table 5.1

Employee

In)v\\‘

Pactor Analysis Responses to lmportance Items:

Characteristics

Factor. 2

Factor .
Loadings Frequencv
: .Y plus b
"B .3 to .9 23
[tems 0 to .3 21
-.3 to O 2
31 of 54 "Bl gitems, or k
57.4% had r loadings

of 0.3 apd above.

v

Summary of Group "A"

Relative lmportance Items:

Factor 1 "C" items describe the coordinator's ability

to relate well to others.

Factor 2 "B" items de gribe council processes and the
roles played by council members.

A

as operations technology (council processes) and roles of

members.

Factor 1, which corresponds to the "C" items are

desgribed in Steers' model as job performance.

Group B responded to "D" and "E" items in the

.

questionnaire, .The factor analysis results of Group B

<

results,

Factor 1 was interpreted as corresponding

importance ftems is reported in Table 5.2. According t% the

to the

"D" questionnaire items and Factor 2 as corresponding to the



"B Facto

Group

Fnvironmental

Characteristilces

Table 5.0

t Analysis Reshonse To

and Managertial

Importance

Pol it

[tems:

1es

and Practices
[ 4
Factor 1 Factor
|
Factor | Factor
Loadings  tPreguency Loadinygs Pirequency
.9 plus 3 .9 plus 1o
B R 3 to 05 13 TR 3 to U5 12
Itehs O to .3 ol ltems 0 to .3 20
- 3 to 0 Q0 -3 to 0 9
21 ot 29 "D" items, o1 22 ot 93 "E" 1tems, or
7..4%, had tactor loadings 41.9%, had tactor loadings
ot 0.3 and above L ot 0.3 and above
Summary ot Group "B" Relative lmportance Iltems:

Factor 1 "D" items describe the positive relationship
. beatween the council and the community.
Factor 2 "E" items describe council resource use

decisions being made primarily by the

and the executive.

coordinator

"E" questionnaire items. The "D" items described the

- L J

14

positive relationship between-the council and the community.

Steers' model describes this situation as stability and

certainty in the external environment and achievement

orientation within the internal climate.

Group B Factor 2 which corresponds to "E" items

describe council resource use decisions being made prima: .

Lo



by the (oordinator and the executive. Within Steer s’ model,
4

this tactor cotresponds to the leadership and decision

making category within managertal policies and practices.

D(j&lgc ot Achlevement. As tor the r1elative
tmportance scale, a tactor analvsis of borh Group A and
Group b responses to achievement 1tems was completed, Goeup
A responded to "B oand TCT atems (organisational oand
emplovee characteristics) and group B responded to D7 and
"E" 1tems (environmental charactertstiles and manager ial
policies and practices).

Group A results ot the ftactor analyvsis ate
presented 1n Table 5.3, Factor 1 which was 1nterpreted to
correspond to "C" 1tems describes the role ot the

~

coordinator as council manager. This description tits the
role clarity category ot Stee;s' employee characteristics.
Factor 2 which was interpreted to correspond to "B" 1tems
describe council visibility and accessibility resulting trom
its operational processes. Witpin Steers’ categorization,
this factor is an organizational characteristic describing
operations technology.

The Group B factor analysis results of achievement
items is reported in Table é.&. According to the analysis,

F . .
Factor 1 which was interpreted to correspond to "D" items

described the council's ability to meet organizational and

community needs through developing relationships with



Table 5.3
Group "A" Factor Analysis Responses to Achievement ltewns:

Organizational and FEmployee Characteristics

Factor 1 Factor 2
e - - = e e o = - ~ - - - — e el = — e oo
Factor Factor
Loadings lYrequency Loadings Fregquenoy
-9 plus 6 - .5 plus 1.
et 23 to O / "R 3 to 05 20
Items O to .3 7 [tems 0O to .3 13
-.3 to O 1 -.3 to 0O 4
13 of 21 "C" items, or 22 ot 44 "B" items, or
61.9%, had factor loadings 50.0%, had factor loadings
of 0.3 and above of 0.3 and above

Summaty ot Group "A” Achievement Items:

Factor 1 "C" items describe the role of the coordinator
as council manager. .

Factor 2 "B" items describe council visibility and
accessibility resulting from its operational
process.

significant others. Within Steers' categorization this
factor is described as an environmental chargcterisg}c.
Factor 2 which was interpreted to corresbond to "E"
items described council decisions being made primarily by
the coordinator and the executive. Within Steers’
categorization, Factof 2 is cagsgorized as leadership and

4

decision making within the broader area of managerial



v

policies aﬁg practices. The likeness between the factor
descriptions and Steers' characteristics provides validation
of Steers' model for assessing the operational effevtiveness
of further education councils using the achievement scale.

The outcome ot the factor analysis ot the
achievement scale did exhibit some weaknesses when a
tfrequency analysis ot the loadings was completed. The
weakness showed in Factor 2 in Table 5.4 where only twenty-
eight percent of the items had factor loadings of 0.3 or
greater. However, the likeness between the factor

descriptions and Steers' characteristics was still appargnt.

Summary

The tactor analyses of\Cruup A and B responses
tended to validate the use of Steers' model for assessing
operational effectiveness in further education councils.
This validation is based on the likeness in description
between the factor loadings and Steers' characteri§pics on
both the importance scale of operational effectiveness items
and the achievement scale of operational effectiveness

1

items.

DEMOGRAPHIC ANALYSIS
An analysis of variance was done in terms of the
age, size and nature of councils. The purpose was to
compare councils to determine any significant difference

between them in relative importance or degree of achievement

SO0

-
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Table 5.4
Group "B" Factor Analysis Responses To Achievement Items:
Environmental Characteristics and Managerial Policies

and Practices

Factor | Factor 2
Factor Factor .
Loadings Frequency Loadings Frequency
.5 plus 10 .5 plus 10
"p" .3 to .9 12 "E" .3 to .5 5
[tems 0 to .3 7 Items 0 to .3 21
-.3 to O 0 -.3 %0 0 16
22 of 29 "D" items, or 195 of 52 "E" items, or
7%.8%, had factor loadings 28.8%Z, had factor loadings
of 0.3 and above of 0.3 and above
S —

‘ummary of Group "B" Achievement Items:
Factor 1 "D" items describe council meeting
organizational and community needs through

developing relationships with significant others.

Factor 2 "E" items describe council decisions being made
primarily by the coordinator and the executive.

O

of operational effectiveness. The mean scores on the

importance dimensions of the Steers' baskd categories were
used in the t-tests to determine the differences between
the means, thus identifying which demographic variables
were more important in assessing council effectiveness. On
the achievement scale, the means scores of thé 112

importance items were utilized to compute the differences in



achievement according to the demographic variables ot age,
size and urban or rural councils.

Differences in council nature, age and size were

determined q&ing the following detinitions. The nature ot
the council was determined by the investigator using the
convention of council boundaries. Rural councils were

contained within county or improvement distritt school
division boundaries and covered a much larger geographic
area than urban councils which were bounded by city lkimits

or municipal school division boundaries. The age of the

council was identified as it was reported by the coordinator

in Section IA of the questionnaire. Given that the mean age

of the councils in the study was 10.5 years, the
1nvestigatof determined that younger councils were those
which had been in operation for up to ten years. Older
councils were determined to be those having been in
operation for more than 10 years. The determination of
council size was based on the mean size of the sample of
24 .22 members. As a result, -smaller councils were
determined to be those with fewer than 25 members. Larger
councils were those with 25 or more members.

In reviewing the mean scores, it is important to
recall that relative importance was rated on a three point
scale by the respondents while degree of achievement was
rated on a five pgﬁai\?cale. These two rating scales

. ,

i

I~
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provided a greater range for respondents. to use when rating
the achievement of operational effectiveness variables and a
somewhat limited rating for the importance items. As a
result, a skewing was possible on the importanceg results and
a direct comparison between the two sets of wmeans is not
possible.

In making the comparison ot the two sets ot means,
only the means of the 112 items rated as very important were
utilized to compute the achievement difterences.

Although this was not an hypothesis testing study, a

,

general guide of p £ 0.05 was adopted for interpretation of

statistical significance.

Nature of the Council

Differences in the nature, age and size of the
councils are reported in Tables 2.5, S.6 and 5.7
respectively. With regard to the nature of the council,
(Table 5.5), the perceived degree of achievement of
organizational characteristics is both statistically
significant and meaningfully higher for rural councils than
for urban councils (p = 0.014). There is no significant
difference in the relative importance or degree of
achievement perceptions between rural and urban council

)

members in any of the other three characteristices areas.



Age of the Council

The age differences in counc¢ils was statistically

significant and meaningful for older councils in one of the

Steers' based characteristic areas. Table 5.6 shows that
the degree of achievement of wrganizational characteristics
to be statistically significant and meaningfully higher than
for members of younger councils (p = 0.048).

~-

Size of the Council

Table 5.7 shows that differences in council size are
identified in two characteristic aréas, resulting from the
t-test. First, members of larger council perceive the
degree of achievement of organizational characteristics to
be significantly and meaningfully higher than do membeXs of
smaller councils (p = 0.021). Second, members of larger
councils also percelive thé degree of achievement of
environmental characteristics to be significantly and
meaningfully higher than for smaller councils (p = 0.004).

In summary, neither age, size or nature made any
statistically significant or meaningful difference between
councils in therrelative importance of operational
effectiveness. However, some differences were identified in
the degree of achievement of operational effectiveness
within the four characteristic areas identified by Steers \

(1977). The degree of achievement of organizational

characteristics was statistically and meaningfully higher



Statistical

»

Tests tor

Table 5.5

Differences

4

~and Rural Councils

Between Urban

Organizational Characteristics ("B" ltems)

Relative

Degree of Achievement

Relative lmportance

Relative Importance

Relative Importance

Rural Urban t -
N Mean 5.D. N Mean S.D. Value p
lmportance 90 2.55 0.23 27 2.53 0.23 0.36 O.720
90 3.98 0.46 27 3.72 0.52 2.49 0.014
Employee Characteristics ("C" Items)
Y
Rural Urban t-
. N Mean S.D. N Mean S.D. Value p
87 2.54 0.26 27 2.34 0.55 1.87 0.072
Degree of Achievement 87 4.17 0.60 27 3.78 0.98 1.96 0.059
Environmental Characteristics ("D" Items)
Rural Urban
N Mean S.D. N Mean S.D. VAlue p
75 2.62 0.55 16 2.63 0.32[-0.06 0.953
Degree of Achievement 75 3.64 0.52 16 3.57 0.4 0.51 0.610
Managerial Policies and Practices ("E" Items)
Rural Urban t-
N Mean S.D. N Mean S.D. Value P
75 2.55 0.30 16 2.55 0.33, 0.00 1.000
16 0.286

Degree of Achievement 75 3.79 0.57

(N = sample size, S.D. = standard deviami

p = probability)

3.63 0.52\\1.07

.

x

~4



Table 5.6
Statistical Tests for Differences Between

Younger and Older Councils

Organizational Characteristics ("B" ltems)

Younger(*) Older (%®%) t -
N Mean S.D. N Mean S5.D. Value

N

Relative Importance 56 2.57 0.22 59 2.53 0.23 0.87
Degree ot Achievement 56 3.83 0.50 59 4.01 0.47 -2.00

Employee Characteristics ("C" Items)

Younger (%) Older (%*%*) t -
N Mean S.D. N Mean S.D. Value

}.388
0.048

Relative Importance 54 2.955 0.26 958 2.44 0.43 1374
Degree of Achievement 54 4.11 0.61 58 4.07 0.82 0.30

Environmental Characteristics ("D" Items)

Younger(*) Older (%**) t-
N Mean S.D. N Mean S.D. Value

0.086
0.766

¢

Relative Importance 50 2.64 0.25 41 2.60 0.27 0.88
Degree of Achievement 50 3.56 0.50 41 3.71 0.53 -1.40

Managerial Policies and Practices ("E" Items)

Younger(*) Older (**) t-
N Mean S.D. N Mean S.D. Value

0.380
0.164

p

‘Relative Importance 50 2,56 0.30 41 2.54 0.31 0.33

Degree of Achievement 50 3.69 0.53 41 3.85 0.59 -1.29

°
£

0.741
0.199

(* = equal to or less than 10 years, ** = greater than 10

years, N = sample size, S.D. = standard deviation,

p = probability) "




Table 5.7
Statistical Tests for Difterences Between

Smaller®and lLarger Councils

209

e~ T T T T -

Urgafizg}ional Chagacteristics S"Bt\Ltems}

Sm%LLgL(*) Larger (**) t-k
N ean S.D. N Mean S.D. Value

Relative Importance 51 2.58 0.23 64 2.53% 0.22 1.33
Degree of Achievement 51 3.81 0.5 64 46.02 0.43 -2.33

Employee Characteristics ("C" Items)

Smaller(*) Larger (**) t-
N Mean S.D. N Mean S.D. Value

0262

0.021

Relative lmportance 48 2.55 0.32 64 2.45 0.38 1.53
Degree of Achievement 438 4.03 0.68 64 4.13 0.76 -0.74

Environmental Characteristics ("D" Items)

Smaller(™®) Larger (**) t-
N~ Mean S.D. N Mean S.D. Value

0.130
0.4061

Relative lmportance 45 2.62 0.28 46 2.63 0.25 -0.29
Degree of Achievement 45 3.47 0.47 46 3.77 0.52 ii;j}

»

Managerial Policies and Practices ("E" Items)

Smaller(*) Larger (**) t-
N Mean S.D. N Mean S.D. Value

0.770
0.004

p

—

Relative Importance ~45 2.51 0.30 46 2.59 0.31 -1.30
Degree of Achievement 45 3.67 0.43 46 3.85 0.66 -1.54

0.196
0.127

(* = less than 25 members, #% a2 equal to or greater than 25
members, N = sample size, S.D. = standard deviation,

p = probability)




higher tor members of older and larger rural councils.

LN X .
Also, larger council members perceived that the degree of
a~hliewement of environmental characteristics was .

statistically and meaningfully higher than for smaller

councils. -

Summary
Group A and B questionnaire responses were subjected
tol both a factor analysis and a t-test. The tactor analysis

wad used to validate Steers' model (1977) in assessing the
\

operational effectiveness of further education councils.

Reporting the t-test equivalent of the analysi3® of variance

resulted in the identificg\ion of differences between

councils according éo their age, size and nature.

The factor analysis tended to confirm the use of
Steers' (1977) model for this study. The analysis thus
contributed to the development og an evaluative framework
fof further“education councils.

In assessing the effect on perceptions of
differences between councils on the demographic variables of
age, Size and nature, these variables were not related to
the relative importance of the operational effectiveness
irems. However, these three demggraphic variables were
statistically related to the perceived dégree of achievement

of operational effectiveness by councils. The perceived

degree of achievement of organizational characteristics in

REER



pursuing organizational ettectiveness was statistically

significant and meaningfullg higher for older and larger

IS
rural councils. Also, larger councils perceived the degree

of achievement of environmental characteristics to be higher

than did the smaller councils.



CHAPTER 6

SUMMARY, CONCLUSIONS AND IMPLICATIONS
This chapter teviews the purpose ot the study and
provides a briet overview of the (()n(‘epllm\ tramework,
melhodolog‘v, and findings relative to the research probien.

Following the presentation ot tindings, concluding

statements and some implications of the study are presented.

SUMMARY OF THE STUDY PR
The purpose of the study was to explore the |

operational effectiveness of Alberta's further education
councils. 1In achieving this purpose, one of the intended
outcomes was a potential framework for council members to
use w%ﬁp identifying the level of operational effectiveness
achievea by the council. .
For the purpose of this study, operational

effectiveness was defined as that condition of t”e council

which was instrumental in assisting the council to meet the

prescribed goal defined in the Further Education Policy,

Guidei{nes and Procegdres (Alberta Advanced Education,

1982.) This definition was developed inductively from the
informant interview results and the preferred definition of
council effecti'veness based on Katz and Kahn's

identification which stated that, "Council effectiveness is

212,



based on both etticilency and the power to produce the

desired results.” . d
» ‘
Rati1onale
The steady growth of the number of courses and

_ . o ’
registrants between 1975 and 1984, us shgwn-1it Table 1.1, 1s

One Mmeasur e lndl(‘elting (\uun&ll SUCLess, H()wt‘ver, the
14 -
investigator wanted to determine what made councils
operationally eftective. By exploring another method tor
assessing council ettectiveness, the investigator hoped to
. N

contribute to knowledge ot council eftectiveness from an

operational perspective, as identified by council members.

Conceptual Framework ,

The investigator chose to use Steers' (1977) model
as the framework for exploring the effectiveness of
Alberta's further education councils. Steers' model (1977)
identified four characteristic areas within three dimensions
which were comprehensive enough to encompass any operational
effectiveness item in assessing council effectiveness.

The three dimensions within Steers' model (1977)
were goal optimization, systems perspective and behpvioral
emphasis. Relating to these three dimensions as they wefe
conceptualized are four characteristic areas of items that
might be used in analyzing organizational effectiveness.

The four areas are organizational characteristics, employee

2113



characteristics, environmental characteristicos and
[\ .
managerial policies and practices.
. 1

Operational. ettectiveness items identitied by the

intormants were easily categorized into Steers' (1977) tour

<.

characteristic areas by the investgator. The result was a

composite of 1tems which contributed to the detinition of
operational effectiveness identitied earlier.

Conceptually, the studyéalso recognized that the
operational effectiveness items identified and analyzed were
all directed towards achieving the prescribed goal for

councils established by Alberta Advanced Education (1982).

The Nature of the Sample

A twenty-five percent sample of Alberta's eighty-
five further education councils was chosen for the study,
using a random number table. The large urban councils in
Calgary and:Edmonton were excluded from the study for
several reasons, the most important of which was the
difference in operation between those two majo; urban
councils and the other councils in Albertaj

The sample for this study may be described in two
ways: first, the general descriptions of the councils
sampled, and second, the nature of Group A and Group B

respondents within councils each of whom completed different

halves of the questionnaire.

P4



Frost, 4 summaty ot the council descriptors is
presented. 0Ot the twenty-two councils chosen tor the otudy,
nineteen actually participated by producing usable data.
Fourteen ot the (ouncils (/74%) were rtural and tive (26%)
were urban.  The mean age ot the councils sampled was 1005
years, wilth Ayes ranglng trom two Lo tifteen year s .

Counc 1l size tanged trom ten to tafty two memberns,
with a4 mean ot twenty tour members. These council meaber s
had been on council .tor an average of 4.23 years.

Coordinators tor c(ouncils reported that they had
held their positions ftrom one to nine years. Thirty percent
(seven) ot the coordinators sanmpled had been 1n thelr
position for one year or less. No councils had reported
having more than than six coordinators. Mean tenurékﬁor the
tirst coordinator ot a council was 3.44 years; tor the
second covordinator, it was 3.79 y:;rs and for the third 11t
was 2.88 years.

Rural and urban ctouncils reported different

~

.

membership patterns. Within ruralocouncils, 39.507% of the
membership was composed of volunteer community
representatives. The nhext largest grouping (20.40%)
consisted of public agencies. Other groupings included
private organizations, school board representatives and
public college representatives.

Within urban councils, private organizations

accounted for 26.83% of the membership, followed by public



agencies (21.99%) and school board representatives (1Y 1)

There were no community representatives on the urban

‘
¢

councils.

School boards were identitied bv 84.2% ot

respondents to act as the designated hosting Juthority
AN

~

('()unnlls, while public «olleges were reported Jesipgnate

hosting authorities by 10.5% ot tespondents.  Une coune 1l

was a registered soclety and theretore acted on 1ts own

authority for receiving and dispersing turther education

grant monies according to the Further Education Policy,

Guidelines and Procedures, (Advanced Education, 1982.)

In considering the reporting relationship tor the
coordinator as manayger of the council, nine coordinators
indicated that they reported to the council executive.
Seven reported to the council as a whole and three reported
to the designated ho\s[ing authority. The autonomy exercised
byl;ri'ost coordinators may be attributed to their reporting to
a group as opposed to an individual. However, this
attribution was not empirically validated.

In the last of thie council descriptors in the
questionnaire, coordinators were requested to clarify the

use of the term "volunteer”" as it applied to their council
members. The majority of the coordinators (72.2%) defined
the term as community or area representatives.

For purposes of data collection, council

respondents were divided into Group A and Group B withim

i
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cach counctl 1n order to enable each respondent to complete the
questionnaire within a thirty minute period. Both groups
were very similar in composition as described by size,
positions held in the ageQ(ies, organizations and
institutions which respondents represented on council,
executive positions held, length ot Eembership and level ot
schooling.

The majority of r?spondents in each group were
volunteer area or community representatives; programmers,
faciliiators and community school coordinators; and program
directors, managers, administrators and extension otficers.

About one quarter of the respondents held executive
positions on the council ot which tifty percent for each
group was either chairman or vice chairman of the council.
Coordinators were equally represented in the executives of
both groups.

Insofar as age and sex were concerned, over 80%Z of
both Group A and Group B were female, and over 80% of both
groups were- in the twenty-five to forty-nine year age /f

B ¥
bracket. About 30%Z of both groups had been council members
for one year or less. However, respondents with two to six
years of council membership comprised about half of each
group. Educationally, approximately half of each group had
completed a post-secondary diploma, degree or post-graduate

degree. Less than one third of each group had completed or

"attained a high school diploma. ’
H

)



The concern tor similadity between groups A and B
arose from the completion of different sections of the
questionnaire by each group. Continuity of respo;se was a
ma jor concern when Group A respoanded to organizational and
employee characteristic gue§tions and Group B responded to
environmental characteristics and managerial policies and
practices questions. However, the similarity between the

groups tended to alleviate any problems which may have

occurred due to major differences between the groups.

Research Methodology

In order to explore the operational effectiveness of
Alberta's further education councils, two research methods
and three types of analyses were utilized in the three stage
study. The two research methods included face to face
interviews with twenty informants using primarily open-ended
questions and a further education council effectiveness
questionnaire sent to a 25% random sample of councils.

Stage one of the study focused on the face to face
interviews with council member informants to identify
operational items which contributed to the effectiveness
of further education councils. Stage two was the
development, testing and refinement of a pilot
questionnaire utilizing operational items identified by the
informants. Stage three included‘the distribution of the

final questionnaire to a twenty five percent sample. - The



analyses of responses included frequency analysis, tactor
analysis and a t-test.

Throughout the study the domain of activity was the
transtormation phase of the systems process and the level ot
analysis was the unit or council level. Most of the study
data were perceptual and subjective in nature and came trom
the informant interviews and the questionnaires. Objective
data were found in the council descriptors reported by
coordinators and council growth measures as reported in
provincial and federal government reports.

The pilot test of the questionnaire resulted in five
changes, the most significant of which was the addition of
the achievement scale to the importance scale already 1in
place. By using the two scales, the study was able to
achieve two of three intended outcomes. First, the study
identified operational items which were perceived to be
important in assessing council effectiveness and in
identifying areas of achievement by councils. Second, while
the study had intended to be able to provide some sense of
stages of development based on the relationship between
council age and items of high importance, this outcome did
not occur. Too many councils, in the random sample (83.47)
were of a similar age (10.5 years) for the t-test to be able
to identify any relationship between council age and the

. . )
operational items rated as very important.
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Third, the use ot the two scales did enhance the
quality and validity of the study and the development ot
the evaluation tramework. A factor analysis of Group A and
Group B responses contirmed the use of Steers' model (1977)
for assessing the operational effectiveness of councils on
both the importance and achievement scales. Iln the
development of the evaluative tramewo}k, the two scales
allowed for some separation of theoretical items tron
practical items. At a conceptual level, this separation
provided council members with two options for assessing the
operational effectiveness of their council. At the
theoretical level, use of the importance scale in assessing
the operationél items would result in a description of the
those ftems which céuncil members believed to be important
to the operational effeétiVeness of their council. By
establishing a comprehensive set of beliefs, councils would
be able to concentrate on developing goals, activities aad

-

processes which would reflect council members' beliefs about
"!-Eouncil effectiveness.

At a practical level, the achievement scale items
could be utilized to assess the operational effectiveness of
councils. By utilizing the questionnaire designed for this
study and including only the achievement profile items, the
resulting assessmen£ would describe what councils had
actually achieved in pursuing council operati&nal

L]
effectiveness. Theoretically, all operational items in the



‘qugstionnairc should have been achieved to a high degree in
order for councils to be eftective. However, given
ditferences between councils and various constraints,
achievement of all items to a high degree was not possible.

The high achievement items reported in Tables 4.18
to 4.60 could be used as a reterrent for comparative
purposes. The hinety—one operat ional itews reported 1n
these tables were tound by the study to be the items

achieved to the highest degree by the councils studied.

SUMMARY OF THE FINDINGS

The summary of tindings on the operational
eftectiveness of Alberta's turther education councils will
be presented for each of the research problems ot the study.
Findings address the relative importance and degree of
achievement of operational items as well as the relationship
between these two scales and the council age variable
regarding stages pf“development in further education

councils. ”

Research Problem 1

The first research problem was, "To identify the
perceived relative importance of various items in-assessing
the operational -effectiveness of Alberta's further education
councils." Related questions addressed the relationship
between the relative importance assigned each item and the

variables of age, size and nature of the council.

P
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The study identified 112 imporgance items and 9]

achlevement items from a total of 156 across the four areas
of Steers' model. Within organizational characteristics,
thirty-six items were very important and thirty-two were
achieved to a high degree. Employee characteristics

.

revealed tou%&?@ﬂ very important items and seventeen 1tems

-
DRSEREY

achieved to a high degree. Environmental characteristics
revealed twenty-tive items as very tmportant and eightecn
achieved to a high degree. Within managerial policies and
practices, thirty-seven items were very important and
twenty-four were achieved to a high degree.

The perceptions of the majority of respondents
Qho provided a high rating for each item are summarized.
below. Only the three most important or most highly
achieved items are noted below for reasons of parsimony.
The full importance and achievement profiles were provided

in Chapter 4.

+

Organizational characteristics. Within the.

organizational characteristics area there were thirty-six

operational items found to be very important. Of these

thirty-six operational items, eleven were council structural

items and twenty-five were council technology items. The

three structural items rated as very important by the

[

[

[
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\drgesl percentage ot respondent were: 1) executlve members
have good leadership skills, 2) council membership s
representative of the agencies, organizations and
institutions committed to o‘ftering adult programming in the
community, and 3) council members represent the entipge
geographlic area served by the counc 11,

The three tm‘hn‘ulogy items rated as very
important 1nclude: 1) courses approved by coun 1l tor grant

support are otfered by qualified inslrm'(ars, 2) c¢ourse

Y
registration procedures are well organized, 3) courses
approved by council tor grant support are ottered at
reasonable tultion tees.

Employee characteristic. Within this area, foutteen

operational items were identified to be very important to
council effectiveness. Seven items were related to job
attachment and seven items were related to job performance.
Of the seven job attaghment items the three found to be
most important to the perceived operational effectiveness of
councils were: 1) the council employs a coordinator to
provide administrative assistance, 2) coordinator
credibility ié enhanced by his/her understanding of further
education as a community based effort to deliver educational
) P
opportunities to adults, and 3) the council employs a

coordinator to provide leadership.



attendance at meetings is consistent.

The three most highly rated job performance items
were: 1) the role ot the coordinator is to be knowledgeable
about adult education, 2) the role ot the coordinator is to
develop a good working relatiodship with council members,
and 3) the role ot the coordinator 1s Ly manayge the dav to

day (ouncil attairs.

Environmental characteristics. Twenty-tive 1tems
L ta

AN
ot importance were identiftied, titteen ot which were external

\

environmental items and ten of which were interhal

“
N

environnment items. Of the fifteen externéykenQironment
-\

operational items, the three ot greatest importance, were
found to be: 1) council maintains a good working rela%iunship
with Further Education Services, 2)council maintaips a good
working relationship with other organizations in the ",
communities, and 3) council maintains a good working
relationship with senior admiddstrators of the de;%gnated
hosting authority. \

The three internal environmental items found to?be
important were: 1) council members accept their
responsibilities in ensuring that the work of the council

gets done, 2) council receives consultive support from

Further Education Services, and 3) council members

Do

a

Managerial policies and practices. Within the area

of managerial policies and practices, respondents rated



thirty-seve
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council, 2)
manual, 3)
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were found
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support gra
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Education S
use of clas

The
environment
important.
1) council
principles

philosophy

3) council

n items to be very i1mportant to the
eftectiveness ot councils. The jtems are
&

cording Yo the six elements in which they are
tirst element was strategic goual! settiuyg. The
tonal items found to be very iImportant 1n this
re: 1) council goals are ;et by the whole
council has developed a policy and procedures
programming goals are established annually by

d 4) financial resource acquisition goals are

as needed. “

regard to the second element, resource

and utilization, six of ten operational items

to be very important. The three most important

uncil resources include the administrative

el

nts from Further Education Services, 2) council
»
nclude the program support grants from Further

ervices, and 3) council resources include free
sroom space.

third element was creating a performance

. All nine operational items were rated very
The three which were rated most important were:
members are committed to the values and

of adult education, 2) council follows the

and practices of community based education, and

keeps its "reason for being" in sight.

[
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The tourth element, communlcatlion processes, Showed
all five items to be very 1mportant to the
-operational ettectiveness ot caouncils. The top three of
these ftive items were: 1) commygnication occurs regularty
between the council members and the (oordiwator, )
communication occurs regularly bettween councll members, and
3)~communication occurs through teedback to Fuarther
Education Services on provincial pdlicy changes.

In the fitth element ot leadership and decision
making, six of the tifteen operational items were tound to
be very important. The top three of those six l1tems were:
1) all members have an eq\ual vote, 2) polfcy decisions are
made by the whole council, énd 3) counctil has considerable
autonomy in making decisions.

In the last element organization adaptation and
innovation, seven of the eight items were found to be very
important. The first three were: I') council evaluates-
annuaily its finahcial situation, 2) council evaluates
annually Eouncil programming goals, and 3) council evaluates
annually council program offerings.

. The operational items identified above provide a
summary of the findings to the first research problem which
was, "To identify the perceiyed relative importance of

various items in assessing the operational
]

p

effectiveness of Alberta's further_education councils.'



The 1elated question attached to 1esearch pxnhﬁ\mu |
addressed the relationshlip between relative fmportance 1tems
and the demosraphic variables ot age, size and nature ot
counc 11l As a result ot utilizing a t-test on Group A and
Group B responses to 1tems of 1mportance, the analysis tound
that there was no statistical relationship between the
tmpottance of ()pt‘l:l{l()ll(i‘l 1tems and the varitables ot age,
s1cze and nature,

Relative importance was one scale utilized by
respondents to rate operational items and to produce the
tindiags noted above. Degree (;‘i achievement was the second
scale utilized 1n the study to rate operational 1tems. A
summary ot the degree ot achilevement tinding 15 tound 1n the

following section on the second research problem.

Research Problem 2

The second research problem in this study was, "To
identify the perceived degree of achievement of various
items in assessing the operational effectiveness of

A}

Alberta's further education councils.’ Related.duestiong
address the relationship between degree of achievement and
the variable of age, size anq nature.

The study identified ninety-one items out of a total
of 156 as being achieved to a hiéh degree by at least fifty

percent of respondents in assessing the operational

effectiveness of further education councils.

,



These results were tound using trequency analyvsis and
combining the (onsiderable and high degree ot achlevement
rating into a single rating described as "high" degree.

The perceptions of the matority ot respondents who
provided high ratings to the degree ot achlevement of
operational 1tems are reported using Steers' (1977 tour
characterirst i AI(&.L\' ot organlzatlonal chatacteristlos,
employec characteristics, envitonmental characteristios and

managerial policties and practices.

Organizational characteristics. Within this area

there were thirteen structural items and tortv-one
technology items ot which eleven and twenty-one respectively
were tound to be achleved to a high degree by the majority
of the respondents. The three structural items tound to be
achieved by Lhe-larges( percentages of respondents were: 1)
council members represent the entire geographic area served
by the council, 2) council has flexibility in deciding 1ts
operational style, and 3) executive members have good

o

leadership skills. Of the twenty-one operational item§
related council technology, tRe three items achieved by
the largest percentage of respondents were:‘l) courses
approved by the council for gr;nt support are offered at
reasonable tuition fee$, 2) courses approved by council for

grant support are offered by qualified instructors, and 3)

council meetings are held régularly.



bmployee characteristics. Under emplovee
characteristics are the two categories ot job attachment and
job pertormance. Nine ot twelve job attachment ilems were
tound to be achieved to a high degree by the largest numbe:
ot respondents.  The top three rated 1tems were: 1) the
counc 1l employs a coordinator to provide admintistoative,
assistance, 2) (wvordinator credibility 1s enhanced by
his/her undetrstanding ot turther education as a community
based ettort to deliver educational opportunities to adults,
and 3) the position of coordinator is attractive because the
individual works with a diverse group of protessionals and
volunteers.

Ot the ei1ght job pertormance 1tems all were teported

A Y

achieved to a high degree. The top three ot these were: 1)
the role ot the coordinator is to be knowledgeable about
adult education, 2) the role of the coordinator is to
develop a good working relationship with council members,

and 3) the role of the coordinator is to manage the day to

-
-

day council affairs.

Environmental characteristics. The two categories

of findings in this area were external environment items and
internal environment items. Eight of the seventeen external
items were achieved to a high degree. The top three were:
1) council maintains a good working relationship with

Further Education Services, 2) counhcil maintains a good

v



working relationship with senlor administrators ot the
designated hosting authority, and 3) councll maintains a
good working relationship with other organizations in the
community.

Ten ot the twelve internal environment items were
achieved to a high degree. The top three were: 1) council
does not lIntertere with the operation ot any of 1ts membe:
agencies, Z2) council develops according to the Aeeds,
aspirations and goals ot 1its membership, and ’3) council

.
receives consultive support from Further EKducation Services
staff.
Following environmental characteristics, the last

category of operational items achieved are the managerial

policies and practices. .

- Managerial policies and practices. Within this area

of organizational effectiveness characteristics, there were
six elements of operational items. Of the fifty-three 1tems
in the six elements, twenty-four were gchieved to a high
degree. The top three in each of the six elements will be
reported here.

Within the first element of strategié goal setting
the three operational items found to be achieved by the
largest percéntage of respondents were: 1) council goals are

set by the whole council, 2) council has developed a policy



and procedures manual, and 3) programming goals are
established annually by council.

In the seaond element, resource acquisition and
utilization, the four of the ten items were ftound to be
achieved to a high degree. The top three were: 1) council
resources 1nclude the administrative support grants trom
Further Educatlon Services, 2) council resources 1nclude the
program support grants from Further bEducation bdServices, and
3) council resources include ottice space tor the -~
coordinator.

(reating a pertormance environment was the third
element ot operational 1l1tems dch“ieved. The top three ot the
four items achieved by the largest percentage of respondents
included: 1) council follows the philosophy and practices ot
community based education, 2) council members are committed
to the values‘and principles of adult education, and 3)
council keeps its "reason for being” in sight.

In the fogrth element, communication processes,
there were two operational items found to be achieved by a
majority of the respondents. The two items were: 1)
communication occurs regularly between council members and
the coordinator, and 2) communication occurs through
feedback to Further Education Services on provincial policy

changes. H

The fifth element, leadership and decision making,

reported six of fifteen items achieved by a majority of the



regdpondents. Ot these six items, the three achieved bv the
largest percentage of respondents were: 1) all members have
an equal vote, 2) council has considerable autonomy in
making decisions, and 3) special project tunding is approved
by the whole council.

.()rganlzational adaptation and 1nnovations 1s the
sixth element under managerial pol{<1cs and practices. Four
ot the e{ght items in this category were achieved by the
majority of respondents. The top three items were: 1)
council evaluates annually its financial situation, 2)
council evaluaﬁes annually joint advertising effectiveness,
and 3) council evaluates annually council program otterings.

In summary, there were ninety-one operational 1tems
found to be achieved by a majority of the respondeénts.

These items were reported according to the four
characteristic areas of Steers'(1977) model into which they
had been categorized.

The related question to research problem two,
addressed the relationship between achievement items and the
variables of age, size and nature of council. In this
instance, relationships were found between the demographic
variables and specific characteristic areas. For example,
the degree of achievement of drganizational characteristic
items was significantly higher for councils which were
older, larger and rural. Larger councilsndegree of

achievement of organizational characteristics and

[
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environmental characteristics was signiticantly higher than
tor smaller councils.

The final research question in the study was
intended to explore the stages ot development of Alberta's

turther education couuncils.

Research Problem 3

The third research problem was "To explore tor
possible stages ot development 1n Alberta turther education
councils as related to council age.” An analysis ot

-
variance of items on the relative importance scale,
utilizing the t-test, tound no relationship between
operational 1tems ot importance and the variable ot council
age. As a result, no stages of development could be
identified or interred from importance items.
.

A relationship was found between operational items
achieved and council age utilizing the t-test. However,
that relationship provided little information on stages of
development. Council age differences were only significant
for older councils in the area of organizational
characteristics which included the categories of council
structure and council technology. It can be inferred from
this‘finding that councils progress through some stages or
changes in structure and technology. Changes in technology

likely center on changes in materials, knowledge or

operations. Structural changes may be observed through
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changes in specialization, tormalization, span ot control,
decentralization, organization size and work-untt size.
The relationship between operational items achieved and

council age was inconclusive.

DISCUSSTON OF THE FINDINGS IN RELATION TO
THE CONTEXT OF THE STUDY

N
In Chapter 1, the context of the study was

introduced. The parameters ot the study were reported to be
the qualitative analysis ot council effectiveness, trom an
internal council perspective at a given point 1n time,
through the identification and rating of items which councitl
members perceived‘(ontributed to council effectiveness.
Accord;ng to Heaton (1977:37) "Measurement is a means ot .=
control and manipulation.” This quote also applies to the
parameters of this study. The assessment framework reported
in Chapter 7 is intended for use by-council members and
others interested in assessing the operational eftectiveness
of organizations which deliver nonformal learning -
opportunities. Through assessment, council members will be
able to exert greater control over the operational
effectiveness of the further education councils to which
they belbng. Each parameter noted above will be discussed
relative to the findings of the study.

The first is the qualitative analysis of council

effectiveness, or the determination of the operational



ettectiveness 1tems. lntormant interviews 1dentitied over
six hundred operational items which were c¢ross-tabulated,
pilot-tested and categorized by the investigator using
Steer's (1977) model to result in one hundred tiftty-six
items for incluston 1n the tinal gquestionnalle. Fach
operational 1tem describes a process, actilvity, ability ox
level of knowledyge required by council members, the
coordlinator or community mvml)ex.s.ul a quality ot the council
which is perceived to contribute Lo council eftectiveness.
By using council members as intormants, the
investigator was able to gather an internai (council)
perspective ot the operational items. Diversity and
duplication were made possible due to the vartety ot
organizations, agencies and post-secondary 1nstitutions
which the intormants represented on their respective
councils. See Appendix B for a listing ot informants.
Council effectiveness was assessed by means ot
interviews and questionnaires. As a result of the timing ot
the study the findings were most applicable to the perceived
operatioﬁal effectiveness of rural and small urban further
education councils in 1984/1985. If there are no major
changes in the operational effectiveness of the councils in

the near future, the findings of the study may be applicable

for several years. If changes are required, the Steers

AR
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tramework otters stability about which the tramework can be
developed.

The tindings ot the study were utilized 1n the
development ot an evaluative tramework. Utilization ot the
framework in assessing operational ettectiveness was
intended to provide organizational members with greate:
control over the operational etffectiveness of thell
organization. [n particular, control 1s likelv to ewmerge
when council members delegate resources to enhancling the
operational items achieved to a les’ser degree, thereby

strengthening them and enhancing operational effectiveness.

CONCLUSTONS

As a result ot the study, several conclusions wegte
reached based on the findings and the research methodology
utilized. Based on the findings, four conclusions were
reached. First, it would seem that the etfectiveness ot
further education councils can be measured. In particuiar,
effectiveness can be measured by council members by means oJr
operational items such as those used in the present study.
Alberta council members are generally well educated and
capable of assessing the operational effectiveness of the
council to which they belong. As a result of the autonomy

givep to councils by Further Education Services regarding

wm.. Structure and operational decisions, the effectiveness of

f



cach council will be tndividualistic within the tramework
[)I()vld(,’d.

Second, the operational effectiveness of turther
education councils is not a unitary concept: the concept has
multiple dimensions and domains. This study addressed the

.
tour dimensions ot <)lganizeﬂi<)ndl charactertistics,
envitonmental (haracteristics, employee characteristilos and
mandgerlal policiles and practices within the transtormation
)
phase ot systems theory.

Third, the study confirmed the use ot x;;Dfaers'(l*)77)
model for evaluating the operational eftectiveness ot
Alberta's turther education councils. However, the .
investigator would suggest that since this is the first
model to be used to assess the eftectiveness of councils
beyond the simple growth measures used in the past, fturther
refinements must be made. In particular, the evaluation

r

framework developed uses Steers'(1977) model to address the

brbgéﬁ;ssessment issues. - The finer details of eftectiveness
)
assessment for each council must be added.

Fourth, based on the findings, the investigator was
not able to make significant explorations into the notion of
stages of development of further education councils. Future
studies on stages of development of councils and their
relationship to the four characteristic areas of

effectiveness as identified in this study are recommended by

the investigator. Such studies would be of use to council



members and council executises 1n establishing council
technology goals leading to greater Jdevels of counc il
operational etfectiveness. Secondly, the identitication ot
stages of development would provide an historical
perspective of the development of turthe: education councils
under a conservative government commlitted to the
decentralization ot decision making 1n governmenl progtams.

Based on the methodology utilized, the 1nvestigatol
found the perceived internal perspective or inductive
approach to developing etfectiveness criteria fox councils
to be useful in the initial stage of evaluating perceived
operational effectiveness. The inductive approach 1s
supported by Pondy and Mitrotf(1v78) and Cameron and
Whetton (1981). The latter two authors suggested that there
should be greater reliance on the meaning of organizational
effectiveness identified by members of the organization
under consideration when assessing the effectiveness of
that organization. The study at hand validated the use of
the inductive method for determining the elements of the
operational effectiveness framerrk for assessing the
effectiveness of further education coﬁncils.

The division of the respondents of each council into
Group A and Group B to answer separate halves of the
questionnaire did not seem to alter the responses received.
The success of this division of respondents into groﬁps is

accredited to the coordinators who followed the



investigators' directions tor dividing the council 1nto

these groups.

IMPLICATIONS FOR ASSESSING OPERATIONAL
EFFECTIVENESS

There appear to be several 1mpl ons resulting

from the t1dentitication of 1tews used t assess the
perceived operational eftectivengss ot turther education
councils. PFurther implications arise trom the development

. N . :
of an evaluative framework for assessing the perceived
operational effectiveness of further education council. The

-

implications will be presented as they attect councils.

Implications For Councils

First, given the development ot a framework tor
assessing council operational eftectiveness, council members
may show greater interest in assessing the eftectiveness of
their councils. Assessment would likely lead to the
identification of areas of relative strength and relative
weakness. Areas of relative strength would likely be
maintained through the continyed application of council
resources. However, areas of relative weakness or under
achievement could become targets for the establishment of
goals to be utilized in a planning process with the help of
additional resourcesg to overcome those weaknesses. The
result may increase the relative strengths of the council

and lead yo moTe &ffective councils in the future.

a



A second lmpll«dt\nn 1s that the entire process of

{
assessment could prove to be an excellent learntng
i @
opportunity tor the council. Working together to overcome

relative weaknesses (‘O‘ also strengthen counc1i! member s

commitment to the council and 1ts goals. Counci1l member s
are the key h‘uman resources within the counc 1. Without @ he
commitment ot the membership to the council’s prescribed

goal, councils would not have reached the levels of

//.

s
eff’ectiverfess which most enjoy at the present timp according
. .
to the simple growth measures reported in Chapter 1.
¢ , ) . . . .
The third possible implication is that the
Further Education Services Branch ot Alberta Advanced

Education may utilize the findings in the development or

revision of policies, gutdelines and procedures related to

councils and their ope;ation:

Fourth, in terms of the contribution of this study
to the existing knowledge on organizational effectiveness,
the study found that the measurement of oﬁerational
effectiveness by members of a human service organization was
pdssiSle. As a result, other non-profit organizations may
be able to use Steers' model (1977) and inductively derived
operational assessment itéms to assess the operational

effectiveness ,of their own organizations.

Fifth, by focusing on the transformation domain of

0
f‘\
e
activity, the results of this study may be compared tof

studies of similar organizations. assessing their



ettectiveness d51ng the same domain. Comparison ot a numbex
ot human service «)I‘g<lll1[u.[10ll.‘i along the transtormation
domain mav lead to new intormation regarding the assessment
ot organizational eftectiveness in these organlzatlions.

The sixth i1mplication includes the possibility ot
change 1n the ettectiveness ot councils based on the thoee
tnterventions 1tntroduced by the study: the 1ntormant
lnterview, the pilot testing and the tinal questionnalre.

By drawing attwention to the concept of council ettectiveness
through casrying out this study, council members wmay have
made some type of assessment and introduced changes to
enhance the effectiveness ot the council. The changes
introduced may not have been based on operational
ettectiveness, however their intent would still have been to
increase the eftectiveness of the council in achieving 1ts
prescribed goal.

.The response to the questionnaire item, "Council
keeps gts "reason for being' in sight” reflects council
members acceptance of the council goal as prescribed by
Alberta Advanced Education. On the achievement scale, 78.1%
of respondents reported this operational item achieved to a
high degree. Such a high percentage of achievement of goal
acceptance describes a continual awareness of and commitment
to the council's goal. The investigator expects that

- -
council members will take the opportunity to enhance counci!

operational effectiveness readily based on commitment to

*



goals, availability ot an assessment tramework and the

opportunity to customize the assessment to meel the needs of

each council.

Recommendations tor Future Studies

The investigator has three recommendations o
tuture studies based on the outcome ot the studyv at hand.

The tirst recommendation 1s to putrsue the notilon of
stage development of further education councils, based on
the five models described as a result of the intormant
interview. Stage development research on councils could
purs.ue such issues as: the number of models of staye
development and their relationship to councill operations;
the order of stages of development through which councils
can expect to pass and the indicators of movement from one
stage to another; the relationship of each model to such
variables as council age, goals and resources; and any
possible relationship between stages of development and the’
four areas of operational effectiveness identified by this
study using Steers' model (1977).

The second recommendation would be a Delphi study to

]
L3

explore the future effectiveness of further education
councils from the member's perspective. Such a study may-
parallel this study by using Steers' (1977) model to
identify future operational items related to council

effectiveness. The identification of "futures based"



upt‘ldllnnul 1tems would also anter membership perceptlons ot
anticipated tuture behavior.

Third, a study ot the ettectiveness ot councils tn
large urban centers may help to tdentity a new operational
model tor these councils. In the case ot the Calgaty and
Fdmonton urban centers in Alberta, both councils have
attempted vartous structutral and technology modes 1n the
past, but none have proved to be tully satisfactory to the
councils. Large urban councils appear to require structural
and technology dimensions as well as managerial policies and
practices difterent to those ot rural or small urban
councils. A study ot the ettectiveness ot large urban

councils may point to the changes required.

SUMMARY

This chapter has provided a summary of the study,
its findings and some implications and conclusions arising
trom the findings. Primarily the chapter has recognized the
importance and achievement operational variables which
responded to the three research problems.

Conclusions point to the value of the $tudy to
council members in both assessing the operational
effectiveness of their council and taking control of the
council to enhance operational effectiveness.

Three possible research studies emerged from the

findihgs of this study. These studies would considér stage
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“ Chapter 7

A FRAMEWORK FOR ASSESSING TH" PERCEIVED OPERATIONAL

EFFECTIVENESS OF FURTHER EDUCATION COUNCILS

INTRODUCTION

The tindings df this study have established that the
etfectiveness ot further education councils can be assessed
through the use ot operational 1tems, that appropriate
measurement items may be inductively derived, and that
council members are capable of assessing the.operational
effectiveness of the council to which they belong.

Based on the findings ot the study, the investigator
has proposed a framework for use by council members 1in
assessing the effectiveness of councils. The framework is
really a basic structure or arrangementl of characteristics,
dimensions and operational items; it 1s not a measurement
instrument.

Prior to presenting the framework, a review of
concerns related to council effectiveness assessment is
useful. These concerns focus on three areas. The first is
an overview of the problems encountered in assessing
organizational performance in human service organizations,
such as further education councils. Second, there is a need
to review some guidelines for assessing organizational

effectiveness. The guidelines put forward by Cameron and
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Whetten (1983) and Goodman, Pennings and Associates (1977)
are reviewed. Third, there is a brief review of the issues
faced in previous works by Steers (1975) and Seashore and
Yuchtman (1967) in developing.their conceptual trameworks

for defining and evaluating the performance ot an
organization. ‘k

Problems in Assessing Organizational Pertormance

Hasenfeld (1983) described the process of defining
assessment systems for human service organizations a
"dialectical dilemma." As stated by Hasenfeld (1983:217):

On the one hand, the quest for valid and reliable

measures is likely to expose their weaknesses and

vulnerabilities. On the other hand, it 1is only
through such measures that they can ultimately
provide effective services to clients.

Hasenfeld also believed that assessment dilemmas 1n
human service organizations were generally due to the
structural characteristics of the organization. The
following four assessment dilemmas were summarized by
Hasenfeld (1983:210): 1) competing values and intefests
which must be accommodated for the survival of the
organization, 2) a turbulant environment as i%dicated by
frequent changes, 3) indeterminate service technologies and
lack of information about cause and effect relations, and 4)
loose coupling of éhe internal structure obscures the
identification of contributions from various parts to the

»

organization's total performance.



[n reacting to Hasenfeld's dilemmas, the
investigator's review of the structural characteristics ot
further education councils des®Bibes councils generally as:
a) having a fairly flat structure, b) -being highiy
decentralized, ¢) exhibiting some specialtzation of tunction
/
in separating programming ftrom council administrative
functions, and d) allowing the coordinator a wide span ot
control. Work unit size.vuried with the nature of the task.

In terms of the external environment, councilsg
con;inually worked with turbulence. The adult clientele in
the community had constantly changing learning needs;
government agencies regularly introduced 'new programs and
policies; new resources were made available to councils
through a variety of sources and other parts of the post-
secondary system became involved in structural, program and
other charfges. Community economic climate also challenged
cou{cils in attempts to meet the council's prescribed goal.

Councils also exhibited indeterminate service

.
tethnologies. The processes used to reach goals were
sometimes indefinite or vague-and not limited in advance. A
good deal of this indeterminacy was based on the "loose
coupling” within the internal structure of the council.
Formalized communication processes were limited, thus
allowing the work processes to be managed informally
according to the knowledge, skillg and abilities of the

council members involved.
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Most councils did share some ot the dilemmas
tdentified by Hasenteld (1983), particularly that of a —_
turbulent eunvironment. The other dilemmas are believed by
the investigator to vary from one council to the other

depending ypon their structure.

The second concern requlring review tocused on some
guidelines for assessing organizational etfectiveness. The
guidelifdes stated as questions which follow were
established by Cameron and Whetten (1983:270-279) to provide
an itinerary for mapping the construct ot effectiveness and
Hélping to make assessment studies comparable. There is a

b&gh degree of interrelationship amonpg the questions, thus

,
s

chotCes for one question will affect responses to other

questions.

1. From whose perspective is effectiveness being judged?

The constituency chosen to judge effectiveness

should be that'group whose perspective is most

1. : .
important at the time.

2. On what domain of activity is the judgment focussed?
Judgment may focus on the impuyt, process or output

domain.

A



5.

6.

3

What level of analysis 1s being used?
The level of "analysis must be specitied. 1t may be
the individual, subunit, or organizational level, or
industry or societal level.

What is the purpose for Judging eftectiveness?
The identitied purpose generally affects uthe
judgment itselt. A change in the purpose ot the
evaluation will create ditferent consequences ftor
the evaluator and the unit being evaluated.

What time frame is being employed?
There is considerable difterence in the measurement
ot short and loung term effectiveness, so it 1s
important to specify the time frame at the outset of
the study.

What type of data are being used for the judgment of

effectiveness? ° ‘

Objective and subjective data may produce

PEND I

significantly different results, ?b it is important

to specify which type of data will be used.

7. What is the referrent ﬂ."nst which effectiveness is
. .

judged? .

Referrents may be comparative, normative, goal

centered, trait or improvement based. The choice of



referrent has considerable impact on the design and

outcome of the study.

A set ot problems identifying toplcs similar to
those raised by Cameron and Whetten ('1983) above were noted
by other researchers. Goodman, Penningé‘dnd Associates
(1977:4-6) identitied six problems which they feel must be
addressed 1n any viable tramework for measuriag
eftfectiveness. These problems are: 1) the nature ot the
organization, 2) a precise definition ot organizational
effectivene;s includigg a precise set of dimensions, 3)
specification of a domain of effectiveness, 4) identifying
which constituency's perspective will be uSed, S5) detining
the determinants of organizational etfectiveness, and ©)
defining the research strategy to be used.

The six-problems identif ed by Goodman, Pennings and
Associates (1977) address many of the same concerns as the
questions put forward by Camergn and Whetten (1983).
Responses to those problems and questions will guide council
members in establishing the limits of their assessment of
council effectiveness and the. function to be served by the
completed assessment.

. Still further issues are addressed below in
developing a conceptual framework for assessing council

effectiveness., ~



Issues in Developing a Conceptual bFramework

Steers (1975:9551-559) identitied eight additional

problems in measuring organizational eftectiveness which

council members should take into consideration. Those

problems of relevance to councills include: 1) gonsl,ru\(
L ) . . ‘ !

validity, 2) criterion stability, 3) time perspective, 4)

multiple criteria, 95) precision ot measurement, and 6) level
ot analysis. Fach ot these problems requires caretul
consideration and response before proceeding with a study ot
council. operational effectiveness.

Another perspective of issues taced in d%lo@}ng a
conceptual framework was put forward by Seashore ;1:\(1
Yuchtman (190‘7:'37‘)) in their study "Factorial Analysis ot
Organizational Performance.” In developing a conceptual
framework for %fining and eva;luating the performance of an
organization, they emphasized the following: a) no single
criterion (except the ultimate unmeasurable criterion) can
reasonably be used alone to represent organizational
performance, b) organizational performance fluctuates with
h{i{e and that few variables, 1if any,.can be expected ta

revégl much constancy over time, even though the network may

have stable features, and c) quanizational performaﬁce is

complex ... and allows for both elements of universality and
%%eiements of uniqueness.

Within the conceptual framework proposed by Seashore

and Yuéhtman (1967:380) there are three levels. At the top

4
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of the hierarchy are the "Ultimate Criteria ot
Organizational Performance” which exist over a long span ot

time and optimize use ot environmental resources and

-

opportunities.

The "Penultimate Criteria” are the second level.
They tend to be few in number, wholly caused by ;?ultitallv
independent sets of lesser pertormance variables and they
have trade oft value relative to each other. At the third
level are the subsidiagy variables. These are large in
number, they refer to subgoals, organizational status and
processes and represent relatively short term pertormances,
transitory states and processes of organizational litfe.

Having briefly reviewed the ptoblems in measuring
organizational effectiveness, guidelines for assessing

effectiveness and a conceptual framework, the findings of

t study at hand are utilized to present a framework for

J

assessing the operational effectiveness of Alberta's further
A '

education councils.

AN ASSESSMENT FRAMEWORK

Based upon: a) Steers' (1977) four characteristic

areas, b) the operational items identified by a majority of

respondents as being very important and achieved to a high
degree, and c) the variables of council age, size and

nature, the framework in Figure 7.1 was developed. The
. . - o, .
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framework addresses both the importance and achievement ™"

dimensions tor assessing operational eftectiveness.

"
Wy

¥
However, the tramework limits the application of the age,

size and nature variables to the achievement dimension.
This delimitation in application of the age, size
. . -
and nature variables is based on the tesults of the analvsis
’ ; r
e s L - r
ol vartance using the t-test. he t-test showed no
/
signiticant ditterence in the perceived relative lmportance
of any operational items according to,differences in the
%
age, size or nature of councils. However, on the

achievement scale, the degree ot achievmﬁyu ot

organizational’characteristic items was significantly highe:
¢

for older and Laré;er rural councils. Also on the
achievement scale, the degree of achievement of
environmental characteristié items and oréanizational
characteristic items were significantly higher for larger
councils than for smaller councils.

Within each of the sgctions identifying

¥

organizational characteristics, employee characteristics,
environmental characteristics and managerial policies and
practices, council members‘are given the option of
identifying operationpl items which are unique to their
council in assessing operational effectiveness. In
order to clarify tpe correct section location of unique

operational items, council members are referred to Figure



Figure 7.1

A Framework for Assessing Perceived Operational
Effectiveness in Further Education Councils
t
ACHIEVEMENT DIMENSTON Counc 1l
L L _A,__A,,f‘xh _‘,~-’ Goal

B . |
I Variables ot Age, Size and Nature _ﬁ______k_A__A"
M o
P —£ —
O Jurganizationall | Employee - Environmental Managerial
R |Character- Character- Character- Policies &
T istics istics ~ istics Practices
A i
N -
C Standard Standard Standard Standard
E operational operational operational operational

‘tems : items o items: items : |
D .
I * Importance * Importance * [mportance * .Importance
N (36) 4 (14) (25) (37)
E .
N * Achievement * Achievement * Achievement * Achievement
S (32) o (17) ,(18) (24)
I ¢
0
N

.

Council :
Goal .

Note: Standard opérati al items for each of the four
¢ charaeteristic areas as found by this study are
reported in the following tables:

a) Organizational items in Tables 4.17 to 4.20

b) Employee items in Tables 4.21 to 4.24

¢) Environmental items in Tables 4.25 to 4.28
--d) Managerial Policies andgractices itenms

* in Tables 4.29 to 4.40 .
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D 4 "Factors Contributing to Organizational Effertiveness”
tor a description ot the content items 1in each
characteristic area.

The tramework identities the council goal on both

tmportance and achievement dimensions, This 1s the ™

prescribed poal 1dentitied 1n Further kEducation Polacy

Guidelines and }Lx ocedures, (Alberta Advanced Educati1on,

1982:4) which states that:

The ultimate goal of a local further e®ucation
council is to mobilize all available resources to
offer coordinated, comprehensive, meaningful courses
of further education to adults in the community-

In utilizing the framework council members may
choose to uso‘either the relative importance or degree ot
achievement dimensions. The choice of Jimension immensely
influences the outcome of the assessment. For example,
council members may wish to use both the relative importance

dimension and the importance profile items identitied by

this study. The council assessment will provide members
L4

N
with data on the operational items perceived to be important

to a giv?n council.  The outcome will provide a picture of

"what should be" or a theoretical interpretation of the

.

operational effégctiyeness of the council. . .
. y L) .
el % On_the%o r hand, use $f the achievement dimension
- ’,.r & }.ﬂ;‘uw % ’ -

€+ and the achievement profile items identified by the study

_will result in an assessment of ®what is". This type of

‘ — —_— . - - -



the <<>un.<’il at the time ot the assessment relative to Uhe
referrent presented by the operational items utilized. The
investigator believes that the items which were rated as
a(:llie\;e<1 to a high degree by tifty percent or more of the
respondents constitute a referrent against which councils
might (ompare thelr own achievement. By assessing "what 1"

council members will have assessed the perceived actual

relative strengths and weaknesses ot the council.

SUMMARY

Within the tramework provided, councils will not
find that they are highly eftfective in all operational items
at a given point in time. A variety of constraints will
always exist to impede effectiveness. As described earlier
by Steers; effectiveness is a process, not an end point.

Prior to utilizing the operational effectiveness
framework,'the questions raised in the gﬂédelines and issues
for assessing effectiveness must be discussed and considered
responses must be provided. Only then will the framework
provide a meaningful context for assessing operational

effectiveness.
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Name

Janette Anderson
Kelly Brown
Jay Buis

Karen Carlylé
Jan Gehrke
Wendy Geldreich
Michael Henry
Dale Heyland

Ray Jewison
Barbara Kallay
Pat Langridge
Shirley McClellan
Rick Pepper

Bill Persley

Joap Piening

Ann Prideaux
Donna Ross

John Teunio

Anne Wilso

-Jim Woodward

APPENDITX
LIST OF
Position
Coordinator
Coordinator
Coordinator
Chairman
Chajrman
Coordinator
Chairman
Chairman
Chairman
Coordinator
CoordiSaLor
Coordinator
Chai;man
Past Chairman
Coordinator
Chairman
Chairman
Past Chairman
Coordinator

Coordinator

B

INFORMANTS

Urban/

Rural

Rural
Urban
Urban
Rural
Rural
Rural
Rural
Urban
Urban
Rural
Rurai.
Rural
Rural
Rural
Rural
Urban
Rural
Urban
Rural

Rural

Rel)rt?stw1tzty;¢)n o

Volunteer
Volunt™er
Voluntee:
Pabli
Volunteer
Volunteer
Public
Public Col
Technical
Volunteer
Volunteer
Volunteer
Public Col
Public Col
Volunteer

University

Volunteer

Technical Institute

Volunteer

Agency

Agency

lege

[nstitute

lege

lege

Public Agency

Sou
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APPENDIX C

A d

INFORMANT CHARACTERISTICS
The researchexr chose twenty individuals to be
informants for stage I.of the three stage research process.
These informants were presently active, or had been active,
as chairman or covordinators ot turther edumaflon councils.
Other characteristics which they possessed include:
1. A minimum of four years experience with a turther
education council.
2. They represent both male and female perspectives.
3. They représent both urfhan and rural perspectives.
4. As volunteers or represzltatives ot publi or
private agencies, or organizations, and of post-
secondary institutions, they bring those

perspectives to the study.

The list of informants appears in Appendix B.
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APPENDIX D .

PREAMBLE TO INTERVIEW QUESTIONS

Preamble

The structure and functioning of further education

councils is guided by the Further Education Policy,

Guidelines and Procedures document. Within that document

the policy statement reads as follows:

The Department of Advanced Education will facilitate
involvement in further education by adult Albertans,
and encourage systematic interagency communication,

ro
~J

cooperation and coordination in further education-

programming. (Further Education Policy, Guidelines

 and Procedures, 1982:1).
Following this policy statement is the goal
statement provided to guide the councils in their

functioning.

The ultimate goal of a Further Education Council 1is
to mobilize all available resources to offer
coordinated, comprehensive, meaningful courses of
‘further educatiop to adults in the community. A
Further Education Council is not intended to assume
the operation of any of its member agencies. A
Further Education Council i3 intended to serve
people within a region which may be defined by city,

county or school board boundaries. (Further
Education Policy, Guidelines and Procedures,
1982:4). .o -

® Givén these guiding statements and youf years of
experience with a further education council, your assistance
in answering the following questions is greatly appreciated.

These questions comprise stage one of a three stage research

project designed to identify and meésure the variables which

-



/

.y

contribute to ‘the etfectiveness or success of turther
- / . ‘
education councils. \\

The nine interview questions have been designed to

sallow you freedom to respond as you see fit. A copy of the
questions will be provided should you desire them. The
entire interview will be taped and later transcribed 1 o
printed notes. The notes from all Ywenty interviews will be
analyzed to identify the variablesecontributing to council

effectiveness or success.
-y

Confidentiality and anonymity of response will be
carefully observed. Your respons;s will be identified by a
code number until they are transcribed and proof read.
Should clarification be required at that time, you will be
contacted by me. After that time, the responses will be
clustered according to commonalities and any recognition 6f
individual responses will be lost. The variables identified
will be used to develop a questionnaire which will/ be
distribu;ed to other councils across the province.

Thank you so much for participating 1in this

interview.

|
~1i



APPENDIX D, (continued)

INTERVIEW YUESTIONS FOR INFORMANTS'

1. On a scale of one to five, how would you rate the
effectiveness or success of your further education
council? Please circle one of these

1 2 3 4 5
»
Totally Somewhat Moderately Very Exceptionally
Ingffective Effective ULffective Effective Etfective

2. What constitutes effectiveness/success for further
education councils?
a) A further education council is considered successful when

it has:
b) Which variafles are common to all councils? L

3. From your observations and experiences, what does the
coungil do on a regular basis that contributes to its
/Bffigtiveness/success?

4. From what you know about other councils, can you identify
additional variables which contribute to their )

effectiveness? \/f

5. What variébges do you feel will be critical to council
effectiveneds/success in the next three to five years?
That is, what will constitute success in the near future?

6. Which of the following descriptions of council
effectiveness/success best reflects your understanding of
the concept as it applies to further educatiod councils?
Please check one:

The degree to which the council achieves its goals,
The ability of the council to develop an advantageous
bargaining position within the commuhity and to use
that position to acquire the resources required by the
council.

Council effectiveness is based on both efficiency and
the power to produce the desired results.

(Write your own):

7. If you were free to make any changes you could in the
council's operations, what changes would you make?

8. What cQ&n s have you observed in the goals and functions
of the Toundi] over the period you have been involved
witp/fhe cqucil? Based on these observations, would you

r<
~1
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identify
council?

the

9.

stages or phases of growth in the development

O

£

What about using each of the following as variables for

measuring success?

for measuring council effectiveness?

or

"

"
no

SR —

N

10.
11.
12.
13.
14.
15.
16.

17.
18.

20.
21.
22.

23,
24.
25.
26.

27.
28.

Productivity (volume of courses)
Adaptability/flexibility of council
Meeting goals .
Interorganizational reldtlons dnd
communications .

Way FEC is btructured . .
Role Relationships among FE( membera

19.

(titles)

Adaptation to env1ronment (publlc served

politics, socio-economic trends, etc.)
Managerial practices - policies

Work flow/Technology c e e ..
Employee characteristics

Capacity to deal with confllct on council

Information processing

Stable representation on. counc11
Coordinator tenure/retention

Decigion making (eent. or decent. )
Established communication system
(formal/informal) .o

Internal cooperation and coordlnatlon

Personal power of coordlnator/cha1rman/

council members . . . . . -
Position authority of coordlnator/
chairman/council members

Functioning wdshout a coordlnator
Council size (membership)

Council resource access (3M and
facilitaties) . . ., . . . . . . . . .
Degree of autonomy from FES . .
Methods used for allocating resources
ID for clientele needs .

Council belief in the value of Adult
Education? As medsured by . . ? .
Age of council . . . . . . . .. . .
Council survival e e e e

Are these preferred indicators

Please answer

1"

yes

[
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Models of Perceived Stages of Development
of Further Education Councils

Perceived Stages ot Council Growth

Dependence on
Further Education
Services for
decision making (

)

. Development

Dependence Model

of a
cohstitution and
by-laws for council

Programming Model

Perceived Stages of Council Growth

e

[Independent
council

a) Focus on deli-
very of "how to"
courses such as
hobby, recreatioh
and crafts
. Ve
b) Courses pro-
vided according
to public
request

¢) Council pro-
vides lots of
courses

Delivery of some
credit courses
with council
assistance

More comprehensive
programming based
on needs
identification

‘ Larger council

delivers even
more courses

Group Process Model

Human resource and
professional
development

are a priority

7

cour sec

Programming
policies and
guidelines

-A_/\;

Perceived Stages of Council Growth

a) Council
members focus
on their own
agencies in
developing
ioursgs

<2

Resource
sharing and
some joint
programming
is occurring

Council takes

4 philosophical

perspective of
its development

continued next page

developed
Quality of courses ¥
becomas tmportant.
Community project
. becomes a council

goal

7

-



b) Uneasiness ’M_e_mbers work—‘(;‘r()up becomes

about council
operations.
Desire to
maintain old
status quo

Perceived Stages of Council Growth

’ Focus on

a) Council
focus on
producing and
approving
courses and
documenting
operation

b) Establish- ‘

ing together
on joint ad-
vertising and
sharing
resources

large and
philosophical

Technolbgy Model

policy
development
and decision
making based
on goal
statements

Get resources ‘

ment of to council
coordination menmbers

and sharing i
mechanisms

among members

¢) Council ‘Course
focuses on approval
course focus by #ne
approval committee

-re:

~—

Cycle repeats
itself each

1 1/2 to 2
years

Pro-active program

focus on
development

community,
issues.

Increased quality
7

and sophistication

of courses offered

Focus on pro-
fessional
development
for instruct-
ors and
programmers

. Development

of policies
courses
to be funded

Council Establishment Model

Perceived Stages of Council Growth

¢

Focus on
futures
oriente«
courses

More

sophisticated
courses
offered

a) Hire a
council
coordinator

b) Large
membership

\"‘,‘Establishﬁ

‘ Membership
stabilization

'Program for

identified
needs

.Membership

increases

Focus on
social “issues
and more
sophisticated
content in
the courses

. Membership

stabilization
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DIRECTIONS FOR COMPLETING THE QUESTIONNAIRL

1. SECTION 1A. (PINK) This section is general intormation
to be completed bv the coordinator on behalf ot the

council.
2. SECYION IB. (WHITE) This section is to be completed by
all respoundents.

3. SECTION Q1 AND [11. (GREEN) These two sectlors are to
be completed by one-halt of the council.
4 . SECTIONS IV AND V. (YELLOW) These two sectlons ate o

be completed by the other halt ot the councail.

*ANAGTE®**  When daviding the council 1nto two groups to

* complete the questionnaire, try to easure Uhal
* there are an equal number ot programmers and

*  yolunteers in each group. This will assist an
* providing respouse consistency to each halt ot
*

the questionnaire.

DIRECTIONS FOR READING THE QUESTIONS

€
The stem gquestion that is.used to begin each sentence
is stated at the tof of each page. Begin reading. with this
stem then proceed to “read the numbered question and
response. If the question has several sub-segb, read the
stem, then the numbered quastion and the sugfset and then

respond by rd&ing on the sscale of one to five.
5 [
EXAMPLE: SECTION Il QUESTION 2
HOW IMPORTANT ‘IS IT TO THE CURRENT EFFECTIVENESS
OF YOUR FURTHER EDUCATION COUNCIL THAT:
2. The executive have good leadership skills
S ' ] 2 36 5

k]

SECTION 1I . QUESTION 8 sub-set b
HOW IMPORTANT. IS IT TO THE CURRENT EFFECTIVENESS
OF YOUR FURTHER EDUCATION COUNCIL THAT:
8. Registration procedures for courses

b. are well organized
1 2 3 4 5

\

vIN‘\ EACH CASE YOUR RESPONSE IS.RATED ON A SCALE OF ONE

"(ll);“' TO FIVE (5). ONE IS NOT IMPORTANT AND FIVE IS VERY
0 -

IMPORTANT. ‘
—-ﬁ—————

+ .
a



O .

~4

What organization, agency, post secondary institution
(rocluding a4 school board) or community do vou 1epresent
on the council’

What 1% the ti1tle ot the position which vou hold 1o the

agency ., eto. noted above!

Do vou curtently hold an executive positlon on ocoune il

Yoo (1 N o (G

It Ybo, which position do vou hold”’

Your sex 1s: Male (1) Female ) (2
Your age 15 best described as: (please ctrcle the number
on the r1ght corresponding to the correct age bracket)

1K Y vears L.l 1

20 39 veAar s ...l 2 -

10 45 vyears L. 3

4t 99 VEeAD S Lo 4

50 - 09 vears L. Y

65 vears and over ..o ¢!

; e
How long have vou been a turther education council

)

member’ years

Which ot the tollowing best describes the highest level
ot schooling ya:} have attained” (Please c1icle the

appropeiate number)
Some gh school ... .00 .. 1
High school diploma ......... 2
Some college or university .. 3
College diploma ............. 4
Undergraduate degree ........ 5
Graduate degree ............. 6

Research shows that some organizations go through

stages of development which are often cyclical. Informant
interviews identified a variety of stages of development
for councils. Please read the following and circle the
number which best represents the current stage of your
council. (No one response is any better than the others)

a) Programming (ci%cle one only)

-—-focus on* recreation and craft courses ....... 1

—--some credit courses ............. e e e e e e 2

--focus on human development courses .......... 3
4

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985




by Group development oo

te be e iy

- member agencles tocus o on thetnr

own development

-~ some jolnl programming and resource

sharing occurs among members ...

- resources are open

ly "shared .. ..

- counctl has developed a stronyg

philosophical stance ...

¢) Goals (circle one onl
councll focuses on
- counc1tl tocuses on

xoals tocus on the

d) Organitsational Develo

v)
countl e J[)p[m\'.ll
policy development

quality ot courses

prent (¢ 11cie one oalyv)

produce courses and document

program operatlon
'goal statements ex

-t

1st to diredt pwlla\'

development and decistions ... .

proactlve programm

ing is 1n1tlated

on community issues . .............

e) Decision Making

(circle one onlyv)

-- council is dependent on Further

Education Services
-~ constitution and b
developed to guide

v -laws are

declstions

- - c¢council 1s autonomous, but malntalns open
communication links with other significant

gTroups

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30,

1985
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How [MPORTANT [
EEFECTTIVENES S OF
EDUCATION COUNCILL

e b or
YOUR FURTHER
THAT:

R,

KERENT

SECTION 11 .

A.COUNCIL

1 Counc il membership 1s representative
of the agenciles, organizations and
Institutions committed to oftering
adult educatron programming 1o the
communlt v
[he executive have good leadership
skills.

3. Councill has tlexibility in deciding
1ts own operational style.

4. The coordinator has an ofttce location
with regular hours to:

A) increase public access to the
council
Lncrease coundc il profile
the tirst contact ftor adult
ucatlon activity in the community
by outsiders

B. TECHNOLOGY

5. The programming ottered to the
community by the council is reflect-
ive ot current community Issues and
learning needs.

6. Council ensures that 1its course
offerings are coordinated internally
to prevent programming duplication
and gaps.

7. Council members work with each
other on at least one joint project
each year to enhance council:

a) unity
b) credibility
c) visibility
8. Registration procedures for courses:

STRUCTURE

a) are well advertised

b) are well organized

c) are completed annually

d) involve other community groups

ORGANIZATIONAL CHARACTERISTI

~ e

o

1

«
\

—t bt s

}\‘e'\'l\\»n\‘.(‘

=nol

=vel

re

NN (2 [

[N SO SR

N ey
laportant
v ormportant

3 a Y

3 “ B

3 A 9

3 4 9

3 4 )

3 4 %

3 4 9

3 4 S

A 4 s

3 4 S

3 4 b)

3 4 5

3 4 S

3 4 S

3 4 S

3 4 5
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HOW IMPORTANT I [T 1O THE CURRENT _ Response
EFFECTIVENESS OF YOUR FURTHER l=not tmpottant
EDUCATION COUNCIL THAT: S=verv 1mportant
9. Council is a vehicle for achieving
social change in the community. ] 2 3 4
10. Volunteer area representatives:
a) are included as council members 1 N 3 A
b) receive recognition/reward tor
their work 1 N $ Ny
¢) are not burdened with excessive
paper work- 1 N § o
d) understand the 1ole ot the council
within the post secondary systen 1 N § -
identity course needs | 2 } 4
f) organize local courses 1 N 3 4
g) develop their own covmmunication
network 1 N 3 4
h) are knowledgeable ot the broad
field ot adult education 1 2 3 4
i) have a role description i 2 j 4
11. Courses approved for turther education
grant support by the council are:
a) timetabled to meet all adult
scheduling needs l 2 3 4
b) responsive to the pursuit of
knowledge by the adult comunity 1 2 3 4
¢) offered by member agencies, post-
secondary institutions and
organizations only 1 2 3 4
d) innovative in theiT method of
delivery 1, 2 3 4
e) monitored to keep the tuition tees
marketable ' ] 1 2 3 4
f) offered by well qualified
instructors 1 2 3 4
g) custom designed to meet the
learning needs of particular target
groups . 1 2 3 4
h) offered in many locations for easy
public access 1 2 3 4

\

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985

Kewv

34

35

36

37

33

39



HOW IMPORTANT I 1T To THE CURRENT
EFFECTIVENESS OF YOUR FURTHER
EDUCATION COUNCIL THAT:

12. Council meetings:
a) are orderly but tlexible
b) incsgde some social interaction
by sign
* ) include information sharing as a
regular agenda item
d) are tollowed up with a good set ot
minutes outlining action items and
people responsible
e ) are-led by a chatrman who provides
good leadership
t) are held regularly
g) always include a tinancial report
with opportunity tor discussion

13. The »joi‘nt. advertising tabloid

produced by the council:

a) is published regularly

b) exposes the community to the
diversity oM courses available

¢) tdentities and credits the councal
as beinyg responsible tor offering
adult courses to the community

d) goes to each household in the

' communilty

e) acts as a peer evaluation
mechanism for council members

f) gives the council a positive
identity in the community

l4. Other council advertising occurs
through:
a) regular displays
b) live demonstrations at community
special events v
c) regular press releases in the
community newspaper

C. DECENTRALIZATION

15. The council members are representative
of all areas of the school divisiony
served.

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985

Response keyv:

l=not
S=very
\ 2
1 2
\ 2
1 N
1 J
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
\ 2
1 2

imporrant
important

A
A
A
S
A
y 4
T—
34
A
b4
A
34
3 4
34
3 4
34
3 4

Wyl

un

‘SO

V1Y,
NOT
Ust

40)

48

44

50

51

53

54

55

56




HOW IMPORTANT Is IT TO THE CURRENT
EFFECTIVENESS OF YOUR FURTHER
EDUCATION COUNCIL THAT:

AR SO AR YRS TMTIRBITISSS[SITTI=SS === == =

16.

D.

17.

18.

19.

20.

G.

21.

Council power is:

a) held by the executive

b) held by the coordinator
c) dispersed throughout the
" membership

SPECIALIZATION

Programming members ot <ouncil
focus their expertise on program
development and delivery.

FORMALIZATION

Council members follow precisely
the clearly specified procedures

established for each administrative

task.

SPAN- OF CONTROL

Communication and reporting lines
are clearly established for
council members.

Akl communication and reporting within

the council is channelled through
the coordinator for action.

ORGANIZATION SIZE

The size of the council allows for
easy communication linkages among
members.

1

Response kev:

l=not
S=very

1 2
1 2
1 2
1 2

Ilmportant
Important

3 4
3 4
3 4
\
3 4
3 4
3 4
3 4
3 4
]
{/
|
.
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HOW IMPORTANT I5 [T 10 THE CURRENT __Response key: o

EFFECTIVENESS OF YOUR “WURTHER l=not important NOT
EDUCATION COUNCIL THAT: S=very 1mportant Unt,
SECTION T1L. EMPLOYEE CHARACTERISTICS \
A ORGANIZATIONAL ATTACHMENT
220 The council employs a coordinator to:
a) provide leadership 1 N j 4 % 65
b) provide administrative assistance 1 N 3 4 “ 00
23, Coordinator credibility 1n the
communlty 1s enhanced by:
a) leaving all programming to the
pruogramming members ot council \ 2 3 4 5 67
b) receives a direct flow of
information from post-secondary
institutions 1 2 3 4 S 68
c) the presence of Further Education
Services staff at council meetings 1 2 3 4 5 69
d) the size of salary they receive 1 2 3 4 5 70
e) the coordinators understanding ot
turther education as a community
based eftort to deliver educational ]
oportunities to adults 1 2 3 4 9 71
©24. People are attracted to the role
of coordinator because:
a) it is a part-time position 1 2 3 4 5 72
b) it has a high profile in the .
community \ 2 .3 4 S 773
¢) 1t requires innovative management
skills 1 2 3 4 5 74
d) they believe in the goals of
adult education _ \ 2 3 4 5 75
e) they work well with a diverse
. group of professionals and
volunteers : 1 2 3 4 5 76
f) the role has considerable managerial
autonomy o1 2 3 4 b) 77
g) the role meets the individual's
achievement needs 1 2 3 4 5 78
S
x
-

7
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HOW IMPORTANT IS5 IT TO THE CURRENT _ Response hey: ho
EFFECTIVENESS OF YOUR FURTHER l=not important Nol
EDUCATION COUNCIL THAT: S=very lilmportant [N
EL R F T & B F B E-B-F 3 B 8 Bk i i e
B.  JOB PERFORMANCE 3
-4
25. The role of the coordinator is to:
a) provide resource information to
council members 1 2 3 4 9 t
b) invelve council members 1in
speclal activities 1 J 3 4 5 7
¢) be a member of every committee
of council 1 R § 4 Y o
d) seek out new hosting authorities
for membership on council 1 2 3 s ) 9
e) be knowledgeable about the ftield
of adult education l 2 3 4 “ 10
f) prepare a semi-annual activity
report for the council and the
designated hosting authority ‘ 1 2 3 4 5 1
g) understand the role and functioning «
of post-secondary institdtions 1 2 ™ 4 9 12
h) develop a good working relationship
with council 1 2 3 4 9 13
i) manage the day to day councll
affairs 1 2 3 4 P 14
26. The coordinator has skills in:
a) public speaking 1 2 3 4 5 15
b) bookkeeping and accounting 1 2 3 4 5 . 1o
c) using a computer 1 2 3 4 5 17
d) writing press releases and various
reports 1 2 3 4 S 18
e) problem solving 1 2 3 4 9 19
f) delegating work 1 2 3 4 p) 20
g8) being a good listener 1 2 3 /}A 5 21
h) organizing people and projects 1 2 3 74 5 22
i) motivating others 1 2 3 4 5 23
j) performing a public relat.ons i}
function for council 1 2 3 4 5 24

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985



HOW I."H’()KKXNI' s 47 1o THE CURRENT _ _Résponse kev:
EFFECTIVENESS OF YOUR FURTHER l=not important
EDUCATION COUNCIL THAT: S=verv important

SECTION 1V. ENVIRONMENTAL CHARACTERISTICS.

A EXTERNAL CHARACTERISTICS

27. The adult public being served is:

a) aware ot their need to pursue LY

learning to enhance theidr

lifestyle 1 2 }
b aware that education 1s a Y1owess l © y
¢) representative of all seygments ot

the ‘adult population 1 2 3
d) accepting ot tuitfon fees as an -

investment in their own developmerft 1 2 3
e) comfortable 1in suggesting new course

ideas to council - 2 3

28. A variety of learning mechanisms are
used in the community such as:

a),computers 1 2 3
b) teleconference c(enters 1 2 3
P ¢) libraries 1 2 3
d) educational television 1 2 3
29. The council has a good working -
relatiqonship with: 4
a) Further Education Services Branch 1 2
b) nearby post-secondary institutions 1 2 3
¢) senior administrators of the
designated hosting authority 1 2 3
d) other community groups 1 2 3
e) school teachers whose classrooms
are bting used for adult courses 1 2 3
f) school janitors 1 2 3
g) nearby further education councils 1 2 3
30.. The economic base of ,the community is
~relatively sEgble. . 1 2 3
31. The council is able to cross many
boundaries in the comunity due to the
diversity of its membership. 1 2 3
32. Council members know each other on
a social basis. 1 2 3
33. Council members receive recognition
for their contribution to the
further education program. 1 2 3

]
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HOW IMPORTANT\IS [T TO THbE CURRENI __Response key:,
EFFECTIVENESS OF YOUR FURTHER I=not  important
EDUCATION COUNCIL THAT: S=very important

34. Council members accept thelir
responsibilities in ensuring that the
work of the council gets done. l 2 3

35. Council member attendance at meetings
is cansistent.

[
~~

36. The council recetrtves consultive
support from Further Education
Services statt. 1 N 3

B. INTERNAL .CHARACTERISTICS

37. Council goals-.change as the nature ot

the population being served changes. 1 2 3
38. Council develops according to thae
needs, aspirations and goals of 1ts
membership. 1 2 3
39. The council does not intertere with
the operation ot 4ny of its member
agencies. . I 2 3
x4
40. The council members:
a) use their networks to identify
learning needs and wants 1 2 3
b) develop confidence in speaking to
issues at meetings \ 2 3
¢) have a strong sense of achievement
. in being able to meet adult learning
needs as a council 1 2 3
41. Council goals change as council

leadership changes. I 2 3

-
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HOW IMBORTANT IS IT TO THE CURRENT QQ Response key:

EFFECTIVENESS OF YOUR FURTHER N l=not important
EDUCATION CQUNCIL THAT: S=very important

SECTLON V. MAMAGERIAL POLICIES AND PRACTICES

jo=3

GOAL SETTING

42. The council has developed 11t

own policy and guidelines manual. 1 2 3 4

43, Programming godals are established

annually by the council. 1 2 3 o
44 . Resource acquisition goals are
established as needed. \ 2 3 4
B. RESOURCE ACQUISITION AND UTILIZATION
45. With regard to resources tor council
use, council has: ¢
a) otfice space for the coordinator ] 2 3 4
b) postage and paper provided by the
designated hosting authority | 2 3 4
¢) tree use ot c¢lassroom space l 2 3 4
d) secretarial assistance provided
to the coordinator 1 2 3 4
e) administrative support graats from
Further Education Services 1 2 3 4
t) opportunities for raising funds
locally . 1 2 3 4
g) 'a designated hosting authority to
manage its funds 1 2 3 4
h) funds to support some council
social activities each year 1 2 3 4
i) funds to purchase equipment for
council use 1 2 3 4
j) program support grants from
Further Edycation Services 1 2 3 4
~_.
C. CREATING A" PERFORMANCE ENVIRONMENT
46. The council follows the philosophy
and practices of community based
education 1 2 3 4
47. The council keeps it "reason for
being" in sight \7 ' 1 2 3 4

~a
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HOW IMPORTANT IS 1T TO THE CURRENT
EFFECTIVENESS OF YOUR FURTHER
EDUCATION COUNCIL THAT: .

SEEmesSomCoIaARAGSOaSS S SO@mm_ISS=SS_SSS=S[_m =S ==

48. Council membership is committed to
the values and principles ot adult
education

49. The coordinator's salary is
proportional to the work required

50. The council does not see itselt an
an institution

51. The council make protessional

,development opportunities:

a) availajlfle to all council members

b) availaple to all local instructors

c) availalfyle to new members through
an oriengation ‘

d) eligible for at least partial
financial assistance trom council

D. COMMUNICATION PROCESSES

51. Communication occurs

a) regularly between council members

b) in the form of evaluation feedback
from course participants ¢

c) regularly between council members
and the coordinator

d) between the council and nearby
post-secondary institutions

e) through feedback to Further
Education Services on provincial
policy changes

E. LEADERSHIP AND DECISION MAKING

~

52. All members have an equal vaote

53. The definitions and funding guidelines
guidelines in the FURTHER
EDUCATION POLICY, GUIDELINES.
AND PROCEDURES be made more
specific

54. Council has considerable augonomy:
in making decisions

l=not

S=very
1 2
1 L
1 2
I\ 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2

Respnnsv

key:

important

important

3
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HOW IMPORTA

EFFECTIVENESS OF YOUR FURTHER l=not
QUNCII. THAT: S=very

ED

55. The setting ot council goals is done
by:
a) the whole council 1
b) the executive 1
¢ ) the c¢coordinator 1
S6. Program planning dec 1siovns are made by:
a) the whole councal 1
b) the executive 1
¢) the coordinator 1
7. Grant allocaion decisions tor dourses -
are made by:
a) the whole council [ 1
b) the executive 1.
¢) the coordinator 1
98 . Approval tor funding special projects
is done by: .
a) the whole council 1
b) the executive \ 1
¢) the coordinator 1
59. Policy development decisions are made by:
a) the whole council 1
b) the executive 1
¢) the coordinator 1
F. ORGANIZATIONAL ADAPTATION AND INNOVATION
60. An evaluation or assessment 1is carrth;:>
out:
a) an council program offerings 1
b) on adult learning needs \
c) on course delivery needs 1
d) the role of the coordinator 1
e) the salary of the cogrdinator 1
f) on the effectiveness of the '
joint advertising 1
g) on council's goals : 1
h) on the council's financial situation 1

UCATION C

XL IS [T TO THE CURRENT

2 3
2 }
2 3
2 )
2 3
2 3
2 3
2 3
2 3
2 )
2 3
2 3
2 3
2z

2 3

2., 3
213
2 3
2 3
2 3
2 3
2 3
2 3
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ADVANCED tDUCATION .

Devonian Buitding 111680 Jasper Avenue Fdmonton Alberta (anada TSR 0L )

May 31, 1985

Dear Coordinator and Council Members:

Thank you so much for agreeing to complete thils questionnalte
on Further i.ducation Council effectliveness at your June meet pna.
This research 1s one of several requirements necessary to complete
my Ph.D. from The University of Alberta. : .

The outcome of this study will be usetftul to councils, the
Further Education Service and the larger field of adult education
in Canada. Those who are unfamiliar with Further Education
Councils find 1t very hard to believe that such a diverse
community based organization can be so effective 10 meetinag local
adult learning needs. The results of this study will provide an
empirical base of evidence detailing the effectiveness variables.

Each council member 1s asked to complete the questlionnalle
and return 1t to the coordinator for mailing to June Moraan. A
stamped, self-addressed envelope 1s itncluded for this purpose.

Directions for completing the gquestionnallre are attached to cach
copy -

The assistance of your council 1n completinag this
guestionnaire is 1mmensely appreciated by both myself and the
Branch. 1 look forward to sharing the results with you in the
form of an executive summary at next year's AACE spring

conference.

w
7
Yours truly,

}QHM // /?//f/o'*

‘

F. June Morgan
Assistant Director
Further Education Services

:mocC
Encl.
cc: J. Fisher

4
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Fdmonton Department ot Fducational Admaunistration Jan

Coanada Too e S04 P ducation Bundding Nerth

May 29. 1985

Dear Coordinator or Louncil Member:

Ms . June Morgan s a Doctoral student in this department. Her
dissertat1on resedrch, associated with her studies, 1 seen as mak inyg
a significant contribution to the knowledge base that relates to
organizational theory and organizational ettfectiveness. The Department
values Ms. Morgan's effort and, writing as her dissertation supervisor,
| urge you to assist her by completing the questionnaire she has
prepared.

We look forward to the completion and reporting of her study and
wish to thank you for your cooperation. '

Sincerely,
L
/" //A v [ ‘\/(. '/ ‘

John t. Seger
Professor

JtS/rp



PIRECTIONS FOR COMPLETING THE QUESTIONNAIRE

SECTION IA. JCOUNCIL DESCRIPTORS. This section is general
information to be completed by the coordinator on behalf of the
council, or in their absence, the chirman.

SECTION IB. RESPONDENT DATA. This section is to be completed by
all council members. ~

SECTIONS II AND III. QUESTIONNAIRE. These two sectlions atre to
be completed by one-half of the council (GROUP A).

SECTIONS IV AND V. QUESTIONNAIRE. These two sections are to be
completed by the other half of the council (GROUP B).

.

** NOTE ** when dividing the council into groups A and B
* to complete the questionnaire, try to ensure
* that there are ar. equal number of programmers
* and volunteers in each group. This will assist
* in providing respons: consistency to each half
*

of the questionnailre:.

The coordinator is asked to complete the entire questionnailre as
identified by the blue cover page marked "FOR COORDINATOR

RESPONSE" .

Completed questionnaires are to be placed in the postage paild
envelope provided and returned to me at the address on the

envelope.

My sincere thanks to.you and your council for your assistance

with the completion of this quesionnaire on further education council
effectiveness.

1

F. June Morgan
May 30, 1985
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DIRECTIONS FOR READING THE QUESTIONS

The responses of this Further Education Council

effectiveness questionnaire are twofold. The first is to rate the
relative importance of each of the statement items to your
council. A three point rating scale is provided to rate the
importance as:

1 - Not Important (Not N.B.)

2 - Important ” (N.B.)

3 - Very Important (Very N.B.)
This importance rating scale is found on the left side of the
page.

Secondly, you are asked to rate the degree of

achievement, that is, the degree to which your council has
achieved the statement noted in the middle of the page. A five

point rating scale for degree of achievement is provided on the
right side of the page and is to be lnterpreted as:

1 = Low Degree of Achievement

5 = High Degree of Achievement
FOR EXAMPLE: /
Relative Statement Degree DO
Importance Regarding of NOT
To Council’ Council Achievement USE
l=ﬁ N.B. 1= Low Degree
2= N.B. 5= High Degree
3= Very N.B.
1 2 (:) 1. Members like to attend 1 2 3 (:) 5 ,

council meetings.

Obviously, it is very important to your council to have the
members enjoy council meetings. The rating shows a 3 on relative
importance.

Degree of Achievement is rated a 4. This rating indicates a
fairly high degree of achieving member happiness on attending
meetings.

Please complete the respondent data, then proceed to respond to
the balance of the questionnaire.
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FOR COORDINATOR RESPONSE



**l***#**#*l*!t*t‘###‘l}**tt‘*#‘!t*#‘tt#‘-..!'t

» FURTHER EDUCATION COUNCIL EFFECTIVENESS -
*- QUESTIONNAIRE -

*“*“***“‘*“*“*‘*’K““t“““.t#‘.."“#“‘

SECTION 1A. COUNCIL DESCRIPTORS

THIS SECTION TO BE COMPLETED BY THE COORDINATOR ON
BEHALF OF THE COUNCIL. IF THE COUNCIL DOES NOT HAVE
A COORDINATOR, IT SHOULD BE COMPLETED BY THE CHAIRMAN.

1.

2.

How old is your further education council? years
How many members does the council have? member s
(This includes all agencies, organizations,
post-secondary institutions and community representatives
included in your membership list.)

How many coordinators has the council had since its
inception, including yourself? coordinators

How long has each coordinator held his/her position?

First coordinator yrs.
Second coordinator yrs.
Third goordinator yrs.
Fourth coordinator yrs.
Fifth coordinator yrs.

On average, how Jlong do most people retain their
membership on the ¢gouncil? years.

[s the designated hosting authority for your council a:

college? .......... 1} (please circle
b) school board? ..... 2 ) correct
c) saciety? ... ... .. 3 ) respbnse)
other? .. ... .. .. ... 4 )
please specify
As an employee of the council, who do you report to:
a) the council executive? 1) ‘
" b) the council, as a whole? 2 ) (please circle
c) the designated hosting ) correct
authority? ... ... ......... 3 ) response)
d) other? (please specify) . 4 )

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 1

3o

DO

NOT

UStk
b
1-4
(A1) 6.7
(A) 8.9
(A3) 10
(Ad) 11
(AS) 12
(A6) 13
(A7) 14
{AR) 15
16,17
(A1C) 18
(A11) 19



8. When the term "volunteer” is used in your council
does it refer to:
al an agency, organization or institutional

representative? .. ... ... 1 AL 20
b) a community representative? .. ... .. .. .. ... 2
c).other? (please specify) ....... PO 3

o

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 2
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FOR GROUP A RESPONSE



SECTION 1B. RESPONDENT DATA 00

NOT
A USE
1. Wwhat organization, agency., post-secondary institution (AL 21
(including a school board) or community do you represent
on the council?
2. wWhat is the title of the position which you hold in the (A14) 22
agency, etc. noted above?
3. Do you currently hold an executive position on council? (Al5) 23
Yes (1) No (2) :
If YES, which position do you hold? (Alb) 24
4. Your gender is: Male (1) Female (2) ALT) 25
5. Your age is best described as: (please circle the number f(All} 26
on the right corresponding to the correct age brachket) ‘
18 - 24 years . ...... . . ...... 1
25 - 29 years ...... .. ....... 2
30 - 39 years ............... 3
40 - 49 years ............... 4 ' o
50 - 59 years ............... 5
60 years and over ........... 6
t. How long have you personally been a further Education (A19) 27 29
couricil member ? years
7. Whichiof the following describes the highest level (A20) 29
of scﬁooling you have attained? (Please circle the
appropriate number) -
Some high school ............ 1
High school diploma ......... 2
Some college or university .. 3
- College diploma ........... .. 4
Bachelor’s degree ............ "5
Graduate degree ............. 6

(el

,
FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 3
- & .



Relative

Statement
Regarding
Council

Degree 00
Of 300 NOT
Achievement USE

1=Not Achieved
3=Moderate Degree
5z=High Degree

Importance
To Council
1= Not N.B
2= N.B.
3= Very N.B
SECTION I1.
12 3 (81)
12 3 (63)
12 3 (8Y)
1 2 3 (87)
12 3 (8Y)
12 3 (6l1)
12 3 (813)
1 2 3 (B19)
1 2 3 (817)
1 2 3 (B19)
1 2 3 (B21)
"FURTHER

Council membership 1is
representative of the
agencies, organ??ations

and institutions

committed to offering adult
education programming in
the communi tyl

Executive members have good
leadership skills.

Council has flexibility in

deciding its own operational

style.

The coordinator has an office

with regular hours to:

a) increase public access to

the council

2
1-3
12 3 4 5(82) 6
T2 3 4 5/(84) 8
1 2 3 4 5(86) 10

5 (88) 12
4 5(010) 14
5

b) increase council profile 1 2 3

c) be the contact for adult 1 2 3 4 (B12) | 16
education activity in the \
community by outsiders.

The programming offered to the ' 2 3 4 5(8l4) 18

community by council members

reflects current community
issues and learning needs.

Course offerings are

coordinated by council members

Council members participate

at least one joint project each -

year to:
a) enhancé council unity

b) enhance council credibility 1 2
c) enhance council visibility 1 2

1 2 3 4 5(l6) | 20

in

1 2 3 4 S(g18) | 22
3 4 5(g20) | 24
3 4 5(g22) | 26

EDUCATION COUNCIL QUESTIO@NKIRE, May 30, 1985 4
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Statement
Regarding of
Council

1zNot Achieved

Degree

A Y

Achievement

3=Moderate Degree
5=High Degree

Relative
Importance
To Council

1= Not N.B.
2= N.B.

3= Very N.B

1 2 3 (B23)
1 2 3 (B2S)
1 2 3 (e27)
1 2 3 (B29)
1 2 3 (B31)
1 2 3 (833
1 2 3 (B39S)
1 2 3 (B37)
1 2 3 (B39)
1 2 3 (eB41)
1 2 3 (B43)
1 2 3 (8B45)
1 2 3 (B47)
1 2 3 (B49)
1 2 3 (851)
1 2 3 (B53)
1 2 3 (BS5)
12 3 (857)
1 2 3 (859)
1 2 3 (B61)

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985

11.

Course registration procedures:

"a) are well advertised

b) are well organized

c) involve other community
groups in a special
registration night

Council is a vehicle for
achieving social change in
the community.

Volunteer area representatives:

a) arle council members

b) are recognized for their
wO

c) aré required to complete
administrative tasks

d) understand council’s role
in thé post-secondary
system

e) identify course needs A\

f) organize courses locally

g) develop communication
networks

h) require a knowledge of
adult education

i) have a role description

Courses approved by the council

for grant support are:

a) timetabled to meet adult
lifestyle needs

b) offered by programming
members only -

c) innovative in delivery
style

d) offered at reasonﬁple
tuition fees :

e) offered by qualifiQd
instructors

f) custom designed to meet
target group learning needs

g) offered in many locations
-for easy public access

-

1
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34

36

40
42
44
46
48
50

52

54
56
58
60
62
64
66



Relative Statement Degree 00
Impor tance Regarding of wos NOT
To Council Council Achievement - USE
1= Not N.B. 1=Not Achieved
2= N.B. 3=Moderate Degree
3= Very N.B 5=High Degree
‘ 12. Council meetings:
1 2 3 (B63) a) are orderly but flexible 1 2 3 4 5 (B64)| p8
1 2 3 (86%) b) include social interaction 1 2 3 4 5§ (B66)} 70
by design
12 3 (B67) c) include information sharing 1 2 3 4 5 (B68)1 72
as an agenda itém )
1.2 3 (869) d) are followed by minutes 12 3 4 5 (8700 74
outlining action items and
people responsible
12 3 (8/1) e) are led by a chairman with 1 2 3 4 5 (8/7)] 76
good leadership skKills
12 3 (u73) f) are held regularly 1 2 3 4 5 (874 78
12 3 (B7%) g) always include a financial 1 2 3 4 5 (C76)) 80
report on the agenda '
3
1-4
13. The joint advertising produced
by the council:
1 2 3 (577) a{ is published regularly 1 23 4 5 (78) 6
12 3 (879) b) identifies the diversity of 1 2 3 4 5 (ui0) 8
courses available
12 3 (881) c) credits council membership 1 2 3 4 5 (B882)| 10
for offering adult courses
12 3 (£83) d) is sent to each household 12 3 4 5 (B84)] 12
12 3 (885) e) enhances council identity 1 2 3 4 5 (886)] 14
14. Other council advertising occurs
> through:
12 3 (887) a) a regular display location 1 2 3 4 5 (eeg)| 16
1 2 3 (889) b) demonstrations at special 1. 2 3 4 5 (290)| 18
events
12 3 (pa1) c) regular press releases 12 3 4 5 (8B32)]°20
1 2 3 (B93)15. Council members represent the ! 2 3 4 5 (894)} 22
entire geographic area served
by the council. -
16. The balance of power in the
council is:
12 3 (B95) a) held by the executive 1 2 3 .4 5 (B9)| 24
1 2 3 (B97 b) held by the coordinator 1 2 3 4 5 (B9g)| 26
1 2 3 58993 c) dispersed throughout the 1 2 3 4 5 (Bl0O) 28
membership
FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 6
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Relative Statement Oegree 00

Impor tance Regarding Of NOT
To Council Council Achievement ~a o USE
¥ Not N.8. 1:Nst Achieved
2= N.B. 3=Moderate Degree
3= Very N.B. : 5:=High Degree
12 3(Bl01) 17. Programming members of council 1 2 3 4 S (t1u) 30
focus on program development
and delivery.
12 3(8lo3) 18, Council members follow the 12 3 4 5 103 32
specified procedures established
for each administrative, task.
12 3(810%) 19, Council member communication v 2 3 4 5.0 34
and reporting is channelled
through the coordinator. )
12 3(Ble/)20. Council size allows for easy 1 2 3 4 5. 0wy 36
communication linkages among
members .

THIS SPACE IS PROVIDED FOR ADDITIONAL COMMENTS ON VARIABLES
CONTRIBUTING TO THE ACHIEVEMENT OF EFFECTIVENESS BY YOUR COUNCIL.

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 7
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Relative
Importance
To Council

1= Not N.B.

2= N.B.

3= Very N.B.

SECTION 1]

T2 3 (o

T2 3 (0

2 3 (¢t

T2 3 ()

T2 .3 (™

T2 3 (c11)
T2 3 (Ci3)
T2 3 (%)
T2 3 (c1)
T2 3 (Ci9)
12 3 (C21)
12 3 (C23)
12 3-(Cc2%)
1 2 3 (c27)
1 2 3 (c29)
FURTHER

EDUCATION COUNCIL QUESTIONNAIRE, May 30,

21,

22.

23.

24.

Statement
Regarding
Council

The council employs a

coordinator to:

a) provide leadership

b) provide admi®histrative
assistance

c) organize courses

Coordinator credibility is
enhanced by:

Degree

Of

Achievement

t=Not Ach) »ved:

3:Moderate Degree
S5=High Degree

a) leaving all programming to

programming members of
council

b) receiving a range of
information from post-
secondary institutions

c) the presence of Further
Education Services staff
at council meetings

d) his/her understanding of

further education as a

community based effort to
deliver educational opportunities

to adults.

The position of coordjinator

attractive because:

a) it is part-time

b) it has a high profile

c) it requires innovative
management skills

d) the individual works with

a diverse group of

professionals and volunteers |

B

e) it has considerable
autonomy ' ~

The role of the coordinator

is to:

a) identify resources for
council use

b) involve council members
in special activities

c) sit on every council

is

1

1
1
1

1

!

4.

1985

RO

A RO R

14

W W W

vy

p =%

5

8

S5(cee)
S(cze)

5(C30)

38
a0

44

46

48

50

52
54
56

58

60

62
64
66



Relative Statement Degree 00

[mpor tance Regarding of NOT
To Council Council Achievement ;.. USE
1= Not N. 2. : 1=Not Achieved
2= N.B. 3=Moderate Degree
3= Very N.B. SzHigh Degree
24. The role of the coordinator
is to:
12 3 (C31) d) seek out new hosting 12 3 4 5 (0] 68
authorities for membership
on council
o2 3 (033) e) be Knowledgeable about 12 3 4 5 (070
adull education
12 3 (039) f) prepare a semi-annual 12 3 4 5 {72
activity report for the
council
12 3 (037 g) understand the role and 12 3 4 5 (¢wt 74
functioning of post-secondary
institutions
12 3 (039) h) develop a good working 2 3 4 5 (taull T8
relationship with council
member s
t 2 3 (c4l) i) manage the day t® day 12 3 4 5 (Usl)] 78
council affairs

THIS SPACE IS PROVIDED FOR ADDITIONAL - COMMENTS ON VARTABLES
CONTRIBUTING TO THE ACHIEVEMENT QOF EFFECTIVENESS BY YOUR COUNCIL.

THANK YOU VERY MUCH

FOR Y OUR ASSISTANCE

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 9



FOR GROUP B RESPONSE



SECTIQON 1B. RESPONDENT DATA

N

What org;%jzation, agency., post-secondary institution
(including.a school board) or community do you represent

on the council?

What is the title of the position which you hold in the
agency, etc. noted above?

Do you currently hold an executive pdsition on council?
Yes (1) No (2)

[f YES, which position do you hold?

Your gender is: Male (1) Female (2)

Your age is best described as: (please circle the number
on the right corresponding to the correct age bracket)
18 - 24 years .. .. ........... 1

25 - 29 years ... ... ... ... 2
30 - 39 years ............... 3
40 - 49 years .. ............. 4
50 - 59 years ............... 5
60 years and over ........... 6

How long have you personally been a Further Education
council member? years

Which of the following describes the highest level
of schooling you have attained? (Plgase circle the
appropriate number)

Some high school ............ 1

High school diploma ......... 2
Some college or university .. 3
College diploma ............. 4
Bachelor’s degree ........... 5
Graduate degree ............. 6 .

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30; 1985 3

00

NOT

AL

(A1)

(A2D)

USE

21

23

24
25

) 26

27,



!

!

00
NOT
USE

14
16
18
20

22
24

26

28
30

32
34

36

Relative Statement Degree
Impor tance Regarding Of o
To Council Council Achievement
= Not N.B. 1=Not Achieved
2= N.B. 3=Moderate Degree
3= Very N.B. SzHigh Degree
€
SECTION IV.
25. The adult public in the
community:
12 3 (0bl) a) is aware that learning 12 3 4 5 (D2)
- can enhance their lifeslyle
12 3 (03) b) is aware that education is 1 2 3 4 5 (08)
a lifelong process
i 2 3 (DY) c) accept tuition fees as an 1 2 3 4 5 (0¢6)
investment in their self
deve lopment
1 2 3 (07) d) suggest new course ideas 1 2 3 4 5(08)
26. Learning resources available
for use in the community
inc lude:
12 3 (DY) a) computers 1 2 3 4 5(pl10)
12 3 (011) b) teleconference centeris) 12 3 4 5(p12)
1 2 3 (D13) c) libraries 1 2 3 4 5 (pl1a)
12 3 (219) d) educational television 12 3 4 5(Dls)
27. Council maintains a good
working relationship with;
12 3 (017) a) Further Education Services 1 2 3 4 5 (018)
12 3 (D19) b) nearby post-secondary 1 2 3 4 5 (D20)
institutions
12 3 (d2)) c) senior administrators of t 2 3 4 5 (p22)
the designated hosting
authority
1 2 3 (D23) d) other organizations in 12 3 4 5 (p2a)
' the community X
12 3 (025) e) school teachers whose 1 2 3 4 5(p26)
" classrooms are used for
adult courses
1 2 3 (027) f) schoo! janitors 1 2 3 4 ?D:B;
1 2 3 (029) g) nearby further education 1.2 3 4 51030
councils
1 2 3 (D31} 28. The economic base of the 1 2 3 4 5(D32)
community }s relatively stable.
N
FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 10



Relative
Impor tance
To Council

1z Not N.B.
2= N.B
3=

Statement
Regarding
Council

Degree 00
Of NOT
Achievement 1 USE

1=Not Achieved
3=Moderate Degree
5z=High Degree

- W s 4n we e e oo e = e e W e = =t e am e e m s M= e e e ke e e mm e em . w m m m o m o e e - = = e o e . — = — = = — =~ —
- e e R ALl S .S T e as SRS RSS2z zDTEs=xzZzzZzZzZzZzZ=m=Z=zZzz=z=z==

12 3 (035) 30.

1 2 3 (037)31.

12 3 (039)32.

1 2 3 (pa1) 33.

12 3 (p43)34.

1 2 3 (p4s)35.

36.
1 2 3 5047
1 2 3 049§
1 2 3 (D51)

1 2 3 (D53)37.

—

1 2 3 (DS5) 38.

The council is able to cross

many boundaries in the community

due to the diversity of its
membership.

Council members accept their
responsibilities in ensuring
that the work of the council
gets done.

Codncil member attendance at
meetings is consistent.

Council receives consultive

support from Further Education

Services staff.

Council goals and objectives
change as the nature of the
population changes.

Council develops according to

the needs, aspirations and
goals of its membership.

Council does not interfere
with the operation of any of
its member agencies.

Council members:

a) identify learning needs

b) develop confidence in
speaking to issues at
meetings.

c) have a strong sense of

accomplishment in being able
to meet adult learning needs

as a council

1 2 3 4 5(034)] 38

1T 2 3 4 5 (036)| 40

12 3 4 5 (os38)| 42

12 3 4 5 (pao)| 44

1 2 3 4 5 (n4ar)| 4o
D

1 2 3 4 5 (pss)| 48

[550) | 5a

NN
w w
Y

o

1 2 3 4 5(D52)] 56

Council priorities change when 1 2 3 4 5 (Dp54)] S8

council leadership changes.

Council members know each
other both professionally
and socially.

1 2 3 4 5(0s6)| 60

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 1R



Relative Statement Degree 00
Impor tance Regarding of an  NOT
To Council Council Achievement USE
1= Not N.B. 1=Not Achieved
2= N.B. 3Moderate Degree
3= Very N.B. 5=High Degree
12 3 (D57) 39. Council recognizes its 1 2"‘3 4 5(p58) | 62
members for their contribution
to the further education
program. (eg. recognition night)
THIS SPACE IS PROVIDED FOR ADDITIONAL COMMENTS ON VARIABLES
CONTRIBUYIING TO THE ACHIEVEMENT OF EFFECTIVENESS BY YOUR COUNCIL.
Relative Statement Degree DO
Impor tance Regarding of NOT
To Council Council Achievement USE
1= Not N.B. f=Not Achieved
2= N.B. 3=Moderate Degree
3= Very N.B. 5=zHigh Degree
SECTION V.
1 2 3 (El) 40. Council has developed a 1 2 3 4 5(£2) 64
policy and procedures
manual.
1 2 3(€3) 41. Programming goals are 1 2 3 4 5(g4) 66
established annually by
council.
1 2 3(ES) 42. Financial resource 1 2 3 4 5(&6) 68
acquisition goals are
established as needed.

» )
FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30, 1985 12




Relative

Impor tance

To Council

1= Not N.B

= N.B.

3= Very N.B

=SSS=X=2zs=2Tz=z=zZ3===
43 .

1 2 3 (€7)

12 3 (t9)

12 3 (tll)

12 3 (£13)

12 3 (E15)

1 2 3 (£17)

1 2 3 (E19)

12 3 (E21)

1 2 3 (£23)

1 2 3 (E£29)

1 2 3 (E27)4s.

1 2 3 (E29)45.

12 Q (E31) 46.

1 2 3 (E33)47.

1 2 3 (£35)48.

Statement Degree
Regarding Of 0
Council Achievement

1=Not Achieved
3=Moderate Degree
5=High Degree

Council resources include:

a) office space for the 1 2 3 4 5 (t3)
coordinAtor

b) postage and paper provided 1t 2 3 4 § (tin)
by the designated hosting
authority

c) free yse of classroom 12 3 4 5 (ti.))
space '

d) secretarial assistance for 1 2 3 4 § (t.4)
the cgoordihator

e) adminmistrative support 1 2 3 4 5 (t:6)
granfts from Further Education
Services

f) oppgrtunities for raising 1 2 3 4 5 (t18)
funds locally

g) a designated hosting 1 2 3 4 5 (t20)
authority to manage its funds

h) funds to support some 1 2 3 4 5 (to2)
council social activities

i) fuhds to purchase equipment 1 2 3 4 5 (t.4)
fér council use

Jj) program support grants from 1 2 3 4 5 (tL26)
Further Education Services

Counctl follows the philosophy 1 2 3 4 5 (£28)

and practices of community
based education (ie. developing
and using local resources). ,

Counctl Keeps its "reason for 1 2 3 4 5 (£30)
being” in sight.

Council members are committed 1 2 3 4 5 (£32)
to the values and principles

of adult education.

The coordinator’s salary 1 2 3 4 5 (g34)
is proportional* to the work

required. .

Council does not see itself 12 3 4 5 (£36)

as a post-secondary institution.

o>
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00
NOT

16
18
20
22
24

26

28

30

32

34



Relative
Impor tance
To Council

1= Not N.B.
2= N.B.

3= .Very N.B
12 3 (£37)
T2 3 (13
12 3 (ral)
12 3 (43)
12 3 (t45)
1 2 3 (t47)
1 2 3 (t49)
1T 2 3 (tsl)

1 2 3 (£59)

1 2 3 (&57)

1 2 3 (E£5%9)
1 2 3 (E61)

1 2 3 (E63)
1 2 3 (£65)
1 2 3 (E67)
1 2 3 (E69)

///A—‘“W

/

50.

S51.

52.
53.

54.

55.

Statement
Regarding
Council

Council makes professional

deve lopment opportunities:

a) available to all council
members

b) available to local
instructors

c) eligible for at least

Degree

Of

Achievement

1=Not Achieved
3=Moderate Degree
5zHigh Degree

1

1

partial financial assistance

from council

Council provides an
orientation to new members.

Communication occurs:
a) regularly between council
members

b) through course evaluations 1

c) regularly between council

1

members and the coordinator

d) between the coordinator

and post-secondary institutions

1

e) through feedback to Further 1

Education Services on provincia

policy changes.

Council has considerable

All members have an equal vote.!

autonomy in maKing decisions.

Council goals are set by:
. a) thewwhole council

b) the executive

c) the coordinator

made by:

a) the whole council
b) the executive

c) the coordinator

Program planning decisions are

FURTHER EDUCATION COUNCIL QUESTIONNAIRE, May 30,

2
2
2
2
2
1

2

NN

DN N

1985

w W

W ww

wWwww
*

- R oY

&b o

S (taa)

(£60)
(E62)
(£64)

oo

(£66)
(E68)
(£70)

ororon

00
NOT
USE

36
38
40

42

44

46
48

50
52

54

56

58
62

64
66
68



Relative
Importance
To Council
1= Not N.B.
25 N.B.
3z Very N.B
56 .
1t 2 3 (£71)
1 % 3 (t73)
1 3 (£79)
12 3 (£77)
57.
12 3 (£79).
1 2 3 (£81)
1 2 3 (£83)
58.
t 2 3 (€89)
12 (E87)
1 2 3 (£89)
: 59.
2 3 (£91)
12 3 (£93)
1 2 3 (£99)
1 2 3 (£97)
1 2 3 (£99)
1 2 3 (e101)
1 2 3 (€103)
1 2 3 (£105)

Statement Degree 00
Regarding Of g1 NOT
Council Achievement USE
1z=Not Achieved /
3=Moderate Degree
B=High Degree
Grant allocation decisions
in the council are made by:
a) the whole council T2 3 4 5({72)] 70
b) the executive 12 3 4 5({74) 72
c) the coordinator 12 3 4 5(t/6)| 74
d) a course approval committee 1 2 3 4 5:(t/8) ] 76
S 6
i 1-4
Special project funding is
approved by:
al) the whole council 12 3 4 5{tou) 6
b) the executive 12 3 4 5(t. ) 8
c) the coordinator 12 3 4 5(tud) 10
Policy decisions are made by:
al the whole council 1 2 3 4 5 ({sy) 12
b) the executive 1 2 3 4 5(t98) 14
c) the coordinator 12 3 4 S5((t9) | 16
Council evaluates annually:
a) council programming goals 12 3 4 5(tw) 18
b) adult learning needs 1 2 3 4 5(fv) | 20
c) course delivery needs 12 3 4 5({(ts6) 22
d) the role of the coordinmator 1 2 3 4 5(t9) | 24
e) the salary of the 1t 2 3 4 5(£00) 26
coordinator
f) joint advertising 1 2 3 4 5(friu2)| 28
effectiveness
g) council program offerings 1 2 3 4 5(tloda)l 30
h) its financial situation 12 3 4 5(tloe)| 32

- B B R R N O ey
R R R~

VERY
Y OUR

ASSISTANCE

MUCH

THE SPACE ON THE NEXT PAGE IS AVAILABLE FOR COMMENTS
CONTRIBUTING TO THE ACHIEVEMENT OF EFFECTIVENESS BY YQUR

ON VARIABLES
COUNCIL.
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APPENDIX 1

DETATLED REPRESENTATION OF THE NATURE OF THE MEMBERSHIP
FOR THE SAMPLED KRURAL AND URBAN COUNCILS

(SHOWN AS APPENDIX IA (RURAL) AND IB (URBAN) GROUPINGS)
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L g

ORGANIZATIONS,

APPENDILX

AGENCIES,

COMMITTEES REPRESENTED

BY RURAL

1A

POST-SECONDARY

INSTITUTIONS

RESPONDENTS

OR

Coding for Responses:
0 - Coordinator 9 University
l - Organization 6 Techntcal Institute
2 - Public Agency /7 - Alberta Vocational Centie
3 - Private Agency 8 - School Board
4 - Public College 9 Community Represcentative
Number ot Respondents in Each Category
Council N/A 0 1 2 3 4 S 6 1 8 9
Barrhead - - - 2 - - - - 4
Beaver - 1 1 2 - 1 - - - 1 7
. Bow Corridor - 1 \ 2 3 - - l -
Brooks - 1 2 3 1 - - - - 2
Cardston - 1* 1 2 - - - 3 S
Central Peace - 1 4 1 - - - - - - 5
Eastpark - 1 1 3 1 - - - ~ - 2
Flagstaff - 1 - - - - - - - 1 )
Lac La Biche 1 1 - 1 - - - - - : 1
Leduc 1 \ 2 5 \ - - ~ - 1 -
Rockyview 3 1 - - - - - - - 17
Westlock - 1 3 4 2 - - - - 1 -
Wetaskiwin - 1 4 6 - - - - - 1 5
Willow Creek 1 1* - - - - - - 3 7
TOTALS 6 13 19 31 8 2 0 0 0 12 60

* indicates that

employees.

.

the coordinators are also School Board

N/A indicates "not available".



APPENDILX

330)

B

ORGANIZATIONS, AGENCIES, POST-SECONDARY INSTITUTIONS OR

COMMITTEES REPRESENTED

BY

URBAN RESPONDENTS

Coding tor Responses:
0 - Coordinator P University
l - Organization 6 - Technical lastitute
2 - Public Agency 7 Alberta Vocational Centre
3 Private Agency 8 School Board
4 - Public College 9 Community Representative
Number of Kespondents in Each Category
Council NA 0 1 2 3 T4 s e 778 9
Grande Prairie - 1 - 2 2 1 - - 3 -
Council tor
Lite-long Learning
Lethbridge 1 1 33 - - - 1 -
Life-long
Learning
Association .
Medicine Hat | - 1 3 1 1 - - -
Red Deer - * 2 - 1 - - ~ - -
St. Albert - 1 5 1 - - - - - 4 -
TOTALS . 2 4 11 9 3 3 0 0 0 8 0

* indicates a coordinator who is
employee
"not available

N/A indicates

also a school board



APPENDIX J

VARIMAX ROTATION OF TWO FACTOR ANALYSIS RESULTS
FOR GROUP A RESPONSE ITEMS B AND ¢

IN SECTIONS II AND III OF THE QUESTIONNAIRE

331



Caru.,  uC

¥

T C T ~ad Ve 8¢c¢ 668
vl cr 8393 rel (30 - LG8
[ 3 358 532 L50 SS9
Iz = rS s 3CS S 2 £s8
= S50 2353 L re o4 168
rg Lo 263 3.t ol 34 . 6v8
T SN 8rg ZLs 120 - L+ 8
273 352 Ivg Zvrs 801 Sv8
Lgv 327 rrg g8vr ey cerg
S <52 Zrd J9v 310 4]
Lo (=N ov8 M4 vLh - 6C8
33 SR g€ 3 > s LG0 LEe8
PE=as S ’ 9€8 306 (2] sesg
LT3 M veEB Gt 600 €ces

- MK s Ze3 v [ol:1¢} 1EB
£.5 S ~E£3 9e?l 6Ctv 628
TS 5. 8Z3 £61 9G4 ¢Z8
M 30T 323 LSE 080 - S8
8l _tr v23 r6C 2i0 - £C8
- I [ rer 8LZ 1zg
s 3% Lt € z3 Zs¢g SLE 649
g I 8.3 v Bre (vg
Isr SE L 33 6€C 661 S8
CAL 3.t vi3 B Ap i (3]
57, 2C I8 281 Icy 18
] Sl >3 .62 zLE 68
Teg el - 89 L8 IR A4 . L9
?s¢ =N 98 zze > 80¢€ s8
M sLr r8 v 8 -7 991 €8
v Sov 4 v 290 (=]

M-I - L LC.ce, T 4oi10ey . 401Dey
L BWwat e Ly ,T 84 .Ga L1DUNOD 01 3duel JOQW] BALle |8y

..2uL0SANG BUL 4C Il DUR [] SUOCIIDBS UL
L f-® 3 SWUS.1 35,0083y 4Cy 5S¢ . BUY JCiDRy OM| 0 UCI1BION XBW| JEA

CION3ggVv



ERU oot ER TS v S+
M 53 vl e e €12,
E . M 540 Z6€ (o]
vl T P ves - i S 60
I g. VS ae] LD
RS N 32 PATEA Siv °30]
AL sl mb O - » D€ [390]
503 527 iz §6C - 88y (9]
3¢ =R BC i 8 692 Zlv - L0 8
PR Ir 9C: 3 ICh 966 SO 8
25, S v 8 59v €92 €018
5. R lovg s LOE 1018
N 1l >Cv 8 38¢€ . vl 669
ERRY 35, - . 368 oD LLE L68
. EECEUE 263 i D - 6vZ 5648
L Tiv r6ga 4% Zve £68
e EXIE 263 BG+ (49" 169
L 53 to 268 ez gd9 688
Co3 IR0 - 883 P24 319 L89
N el 3849 186 v G849
3. C Isr g8 o8 z00 £88
T8l 555 zg88 9Z8s L9 188
£ Il 83 Eve 5.0 - 6L8
PR R 8.8 Ev LBO - LL8
£l [ 9.8 6€l 5272 S.8
v for v.3 gy 9L [3A°]
ST R 2o tre £0ote L8
NER 3€53 orR:! 9G ¢ T L90 - 698
[ 526 898 Cry 4613 L98
3. ¢ SR 399 €ee 8ZZ 598
gel 8,3 r39 rSs 16 £98
[ EP 238 tee 290 198
“CLZe LosClcey 7 40i1oey . «0310ey
$uBWaA3 . Ty ,C 9a.bag L 2UNOD D1 8duel . odw] 3Aj1e(8Yy

(PBNUL JUOCD ) N xjpuaddy



e 32C Irs M 361 Ly
387 3G vl L re Seh 6€2
- R 5C 2 VG- €08 1ED
Sur 23, 3€0 vE €Sy SED
el 385 reo MIAOIE £€ze EED
ool M ja ZsC 1 GG 1ED
350 st o€ Z€ L9¢€ 620
ERN 37z 820 98C 6€Y LZTO
LTS B 322 <50 - 86¢P S22
SR 3.5 rlz LS vLE €20
ST SS3 M g, € L9 [ Ae]
Sy - 574! 36, BGS 610
tg2 DA 81 2 £C t6v LV D
IoLsiley, . sile Z 4CiZey N “0310ey4
PRI <27 41 33.6a L 1OUNOT 01 BDuRl JOdW] BAL IR |8y
b~

(PBNUIIUOD) M xipuaddy

e



APPENDIX K

VARIMAX ROTATION OF TWO FACTOR ANALYSIS RESULTS
FOR GROUP B RESPONSE ITEMS D AND E

IN SECTIONS IV AND V. OF THE QUESTIUNNAIRE
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