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ABSTRACT

"y

The purpose of thiss study was to invéétigate the
perceptions held by administrative personnel ‘employed by the
Y

Banff Centre, about the administrative structure- and

T

organization of the Banff Centre.
‘ y
1

The study involved the application of an’existing
| formal systeas and subsystems model to the administrative
organization of the Banff Centre, to ascertain vhether the

subsysteas vithin the model uere’perceived'by~adlinistrative
A B

personnel to be both preéent and viable.

A structured interview schedule of nineteen

.
I

questions, appropria}e to the seven subsystems in the model,
vas used for the collection of data. These questions were

purposely general and open in character to avoid any

~

‘possible predetermined focus of bias, and to allowv each .

respondent -axilﬁl freedom to express individual

perceptions,

Y }
A

‘ The twentx-four persons intervieved vere drawn
predominantly froa ihe senior and iiddle—nanaéénent levels
.éf‘ the organizatidnal hierarchy. However, not all persoannel
u;tpin those str;fificdfions vere accessible vi;hin the
tile-frane available fdr the conduct of interviews. Some of
these less-senior personnel intervieved reflect the absence

of management appoin;ees to administrative vacancies.

This study was concerned with the perceptions of

-

iv =



lanigenent personnel about the orgnniia£ion in which fhéy
vere eiployed. No attempt wvas made to trace variables which
influenced the formation of those perceptions. This thesis
reports ,thOSe perceptions given ¢to questions asked,

appropriate to the model used.

Respondents wvere not"consistently grouped with
respect to their held peréeptions,v either according to
hierarchical stratification or by consistency in positivé_or'
neéative attitudes. There vwas a degreé of éonsistehcy,
hovevét, to. the exteﬁt' ﬁhat many grouped perceptions
suggeSfed. that tbpflAnagelent personnel had greater
opportunity to be better informed on all aspects associated

vith the total organization. . .

‘ All subsysteas were pefceived by ;ll ifespondents to
be present. ﬂouevet, only one”of the seven subsysteams wag
perceived by all respondents to be viable. A. ;hart in the
Conclusion section of this thesis gives an.approximate
percentageé' breakdown of the grouped perceptions of

respondents to the matter of Subsystelsﬁviabiiity.

4
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Chapter I

HISTORICA OVDQIIE“

(

The Banff Centre (then) the "Experimental School 1in

Arts'Related to the Theatre®) conducted its first prograas

“ifor the Advancelentl of orks in the Fine Arts,
summer of 1933 as the result of a carnegie Corporationjéga
of $10,000 per annum for three years. Initially, the Centre -
was associated with the ’Dep;rtnent of Extension of the

University of Alberta, and from 1936 was officially renamed,

nBanff School of FPine Arts."

The Banft Centre's chief goal from its inception has
been..."the pursuit of excellence"..., and... "to be the

best institution of its kind ;in the world"... {Cameron

1956:91) .

The Banff Centre was subsequently transferred (1966)
as a public trust to ‘the Board of Governors of the

University of Calgary. A Banff Centre Council acts for the

University.

At the time of this study (1976), negotiatidns vere
undervay to remove the Centre from the *rusteeship of the
University of Calgary, so as to becomne legally, finanéially
and practicaily autonomous. The existing lease vith_Canada

Parks was also undergoing ré-negqtiation to permit year-

round FPine Arts activity.
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Because of its isolation, the Banff Centre has always

geen a residential educational «centre. Over the past 25
years its physical facilities have been greatly expanded as
have 1its course offerings which at the time of *this study
included foreign language studies, advanced nanagement
studies, and environmental studies to conpleient an
extensiie range of yisual and performihg Fine Arts. The Fine
ATts Summer Schobl”aCtivity is the major output for the
Centre, catering to approximately twelve hundred bost-

graduate students.

Approximately one third of the Centre's operating
costs are met by a Provincial Government grant (vhich in
1976 was $1.8 million) .while the bulk of the remaining

revenue comes from the Centre's Conference activity.

An organizational chart in the appendix of this
report provides a iore~spe¢ific accounf of ihe naiure of the
Centre's operations. Detailed information of courses offered
is available in the varioﬁs faculty handbooks produced by

$+he Centre.

The appendix also includes a brief historical time-
line which indicates those years in vwhich significant
developments and/or changes took place in the overall

progressive growth of the Banff Centre.



PURPOSE OF THE STUDY

The puraose of the study was to apply a modified

"

organizational subsystems model to the Banff Centre to
investigate the perceptions of administrative personnel
concerning the administrative structure and internal

-

administrative operations of the Centre.

Some assessment of the organization based on
respondent's perceptions was made, and some reégnnendations

for possible impfovenents have been suggested.

Some applications of the  same (or  similar)
>adaptation(s) of the Katz and Kahn organizational subsysteas
\ model have been used to evaluate the administrative

\.~. organization of othEQ educationa%binstitutions.

The Banff Centré has, however, many hnigue features
which place it apart from most other postesecoq4arj
educational institutions. For exalple, - it reets
approximately two~thirds of its o¥n operating expenses
‘through Conference activity. It is entirely residential in

operatlon. It draus its faculty from the entire world-market

r -

of ?rofessional, academic and artistic expertise. It has

;&% dSQelop wan international reputation for the excellence of
W

~

?iNQMﬁ§is Teaching and Learning prograas. .

S\

’d

Y " Katz and Kahn (1967) state that for an organization

¥§’“ " to operate efficiehtly, all of the delineated subsysteas
k ' 4

must be perceived to be both present and viable.

)
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The purpose of this study was to ascertain the ex ent
to which Banff Centre administrative personnel perceived the
organizational subsystems within the Banff Centre to bg both

present .and viable.

It is hoped that this document will be of value to
the administrative organization of the Banff Centre as an
external report so that a clearer understanding of empiq?@?
percepti;ns of such concepts as communication, morale, job-
satisfaction, rolé definition}) can be gained 5y decision-

making bodies, to increase the efrectiveness and efficiency

of the organizaglpn's operations. “ o

NN \\

y;‘»\;)lsnrncmcn OF THE STUDY
s | ﬂ
There i6 much evidence in the literature about the
shbt;e interdé?eddenée of subsystems within orgahizafioné.
There is also much written to the effect that the
‘perceptions of employees about the naturé of an

organization's operations can have a significant effect upon

the effectiveness and/or efficiency of the organization.

Enns (1966) writes: . - » . o
o

...Administrative behaviour, . and reaction to.

administrative. behaviour, are "~ based A upon the

-
W

perceptions of the persons involved...
and that ) : ' | N

...perceptions are not simple, accurate reproductions
of objective reality. Rather, ‘they are usually
distorted, coloured, incomplete, and highly subjective
versions of reality.... a

This stddy further increases the literature available

-

b



5

on subsystems analysis of administrative oftgamrization in

 “educational fnstitutions, and further utilizes the Xatz and

Rahn (1967:86) formal subsysteas model as adapted by Miklos

etsal.  (1975) and Briyce and MHcIntosh (1976) to seven

~odrganizational subsystems, , considered to be more
" specifically appropriate to educational institutions.

ASSUMPTIONS
A number of assumptions were made cegarding the
research design of this thesis.

Pirstly, it was _assumed that the adaptation of the

. Katz and Kahn organizational subsysgené model as used for

this study would be a suitable framework within which to

investigate the perceptions of Banff Centre administrative
. , . :

3

. personnel.

ra

Secondly, it was assumed that the perceptions of
‘'respondents as given to the gquestions askeq’felative t6 each.

of the subsystems were hones't, independeﬁt judgements “whiéh

reflected the individual's opiniQns.

o f?rhirdly, it -vésﬂ assumed that the sample group of
'?ggspoﬁqégts ih%éfyiéued,vwés an adeqdéte'f;epresentation ‘of
*ﬂadninistrétive pérsonnel‘ havin§  ‘ (some) managerial

éggponsibilitytgithin fhé administrative organization of the

<

Banff Centre.



o DELIMITATIONS

This study was delimited to the application of the
selected subsystemg model to the administrative organization
of the Banff Centre.

No attempt was made to evaluate the efficiency and/or
effectiveness of the programs and activities of the School

of Fine Arts or of the various other departments and

activities of the Centre.

Data collection was rgstric{ed to that which was
deemed to be relevant and appropriate to the study of the
administrative organization of the Centre within <the

parameters of the research objectives.

The researcher séugbt to do .no more,, than to
investigate and record the perceptions of ap sample of
management-level employees of the Banff Centre, concerni
the organizatiomal structure'and.adninisfrative operatipns
of the Centre appropriate to the conceptual framevork

for the study. ‘




MITATIONS

The effectiveness of the study in 1dentifying
respondent's perceptions wvas limited by the ability of the

instrument used to elicit these perceptions.

The study was further limited by the degree to uhi?ﬁ

respondents understood the questions asked and wvere able to .

articulate precisely their perceptions appropriate to those

questions.

It vas also limited by the degree to which the author
wvas able to faithfully reflect those perceptions in the

process of transcription and summariza‘ion.

It wvas recognized that personal bias foraed
subsequent to favourable or wunfavourable experiences in
relaticn to particular situations can distort an otherwise

rational evaluation of that situation.

Some respondents shoved sligﬁt concern vhen
permission was sought to tape-record interviews. This may
have influenced the nature of the response given where soae

criticism of the administration was considered appropriate.

In not every instance were interviews conducted: under
optimal conditions for open, frank or otherwise unqualified

responses. '

These ~ and mRany other peernal variables which

respondents bring to a perceptions analysis are factors



) !

wvhich are beyaond the control of the researcher.

A
(
DEPINTTIONS

\

. \
Perception ﬂ

_ perception is defined as the understanding one brings
to an immediate environmental situation which involves and
includes past, personal experiences, secondary non-personal
&xperiences and a Jariety of other variables which

collectively influence the perception an individual ‘has or

creates about any situation or event.

Because no two people are physiologically or
psychologically exactly the same, no two peoplevffill have

the exact same perceptions of any situation or event.

Bruner (1958) indicates that perception 1is more
clésely related to an individual's particular intérests,
values and attitudes and to his cultural background than to
physical difficulties and/or inadequacies in sensory

mRechanisas.

Enns (1966:24) states that:
...vhat we perceive is in large .measure what we

create, rather than merely what we receive, though
much of vhat we create may occur below.the threshhold

of conscioushess.
Presence
Presence. - Subsystens,’ based on respondent
perceptions, were seen as being present or absent. Either a

thing is present or it is not. However, each subsySten -



C\’: o 9
contains ui;hin vit, numerous issues, attitudes and
activities, such as job-satisfaction, morale and identity.
Some of these were perceived to be present while others were
perceived”to be absent within the one subsystem. Recognition
of the presence or absence of these internal subsystem
aspects implies a recognition of the existence of the
subsystem per se. As to whether or not certain activities
take place within a subsystem 1is a consideration not af
subsystem presence, but rather of subsystem effectiveness.
In ascertaining the effectiveness or ineffectiveness of

these activities within subsystems, a determination of that

subsysten's viability can be made.

Viability ,

Viability refers to the ability to maintain life. It
ilé;ies growth in ‘a healthy, developing organism or
organization but camn also refe; t6 a static staté. Pof
example, a tree can re;ch maximum growth, or pass through
dormant periods but Temain via?le. Within an o:ganization;
iiability implies thé presence qﬁ,a suffiéient ng!bér and
variety of organiiational elements to meet the delﬁhds
necessary for continuing operation. In this study, viability

vas “determined in <relation to perceived effectiveness of

subsystem activity.
THESIS ORGANIZATION

In chapter one the nature of the study, is outlined,

giving a brief historical overview of the Banff Céntre and
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details of the parameters within which -the thesis fell.

In chapter two'a review of the literature appropriate
to systems theory as it relates to this particular study,

and to perception as a concept is provided.

The analytical framework used for this thesis is
presented in chapter three, It details the adaptations made
to the original“ Katz and Kahn model froa vhich this
analytical framework was derived. This cpapter alsovprégents
the research design: the instrumentation used, the method of
data collection and the form of presehtation elployedi in

reporting the research findings.
»
In chapter four the data are reported for each of the

seven subsysteas of the model used.

In chapter five a summary of . each of the seven
subsystems, an outline of conclusions which can be drawn
from the findings, and some implications and recommendations

vhich arise from the study are given..
A bibliography fcllows.

he interviev schedule used,—an

An  appendix includes
historical time-line showin important features of the

development of the Banff Centre, the list of interviguees,

L8 /
‘the organizational chart in\use at the time of the conduct
of interviews and a reconmended (modified) organizational

chart.



Chapter 2

REVIEW OP THE RELATED LITERATURE

\
i

Much has been written about systéls theory‘ over. the

ast thirty years. Similarly, much ha's been written about
past, , Y s

A

perception. | : 4

This review of the literature will be delinmited to a

‘ P
brief statement on the origins and d?versification of
systems theory, prior to making more specific reference to

‘those aspects of subsystems theory which are deemed to be

more directly relevant and pertinent to this study.

A similar treatment of perception vill be made in”
relation to its formation as a thought‘process, and its
o

significance as a concept, since this study relied upon

perception per se as the source of information.

Systems_Theory

,ﬁ The Systems Movement had its genesis in 1947 when
Ludwig von Bertalanffy, a biologist and research ~scientist,

_perceived that there werz:

...correspondences in the principles vhich govern
behaviour of utilities that are intrinsically, widely
different....This correspondence is that they are all
'systems'; -complexes of elements standing in
interaction. (Von Bertalanffy 1956:1-10).

oy Von Bertalanffy's initial research into General

‘Systems Theory was based on the perception that isblorphies

or structuqu'sililari%es found in biological organisns"ve;e

h

1
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apparent in constructed and natural organizations as well.

The - life and death struggqgle with the environment,
vhich epitomises every living organism's existence carries

over into virtually every facet of our society. -

Von Bertalanffy's theory was based on the assuaptions

that:

1) there is a general tendency towards the integrétion
of various sciences, both natural And physical.

2) such integration - seems to be centred in a general
theory of systeis.

3) the ‘development of a unifying principle running
verticallyvthrough individual sciences moves nearer
to a unity of sciences. oA

4) -a theory of systems may be usefui for analyéig of

the parts of a vholé, ‘ . <iff“
Ashby (1958:1-6) writing in the same journal some two .
years later stated that within the groving‘ interest in

General Systeas Theory, two main linis of research had

dévelop:a. ‘ ﬂ o -

| a) The study of an individﬁal system and the inference.
of the anaiogy to all systeas.

b) The consideration of all conceivable systems, and
the -reduction of the general theory-back to the

specific sjstei.

Over the past 25 years, the gemeral systems moveament

has ’developed a number of spegific approaéhes to analysis
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based on Von Bertaianffy's original systems theory. Immegart
and Pilecki (1973:9-13) list the more major of these as
follovs;m
1) General systems theory - a level of theoreticai
ﬂa.odel-building which lies somgwhere between the
highly generalised construction of pure mathematics
éhd lhe specific theory of specialized disciplines.
2) Cybernetics - séientific‘control of organizational
activity,”baséd on the assumption that humans and
society cah be best understood through the study of

their communications facilities.

3{ Holism- an interdisciplinary enphasis with a
4 | ‘géneric focus on philosophy, theology and
humanities. The approach is metaphysical. |
fﬁ) Operations research - an application of general

“

‘systems theory to practice. It is pa;ticularly

”',K¢$- c?ncefned with increaéi;g the efrective s of man-

»m;chine systeams. . : ‘ s

5) Siéfens design - an outgrowth of Qeneral systems
théory and operations research concefned with the
creative development of new and unique systeams.

6) ; Infornation theory - a direct outgrowth of

cybernetics and the first puarely quantitative

- branch of systems theory.

v

7) S{ste;s analysis - a refined systems process for
business and industry, of breaking wholes into
parts to facilitate greater  understand1ng and

control of the reasseabled whole.
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8) Systems engineering - a product of operations
research ‘fog £he pi;hning and designing of complex
new systenms.

9) Output analysis - a study of systems in terms of
activity and output.

\\\‘10) Hathematicai proéramming - the use of complex
mathematical formulae and 1linear equatioans for
problem solving.

11) Computer programming - an applied, highly technical
and highly sophisticated aspect of the systems

movement, specializing in electronic data

processing, storage and retrieval.

All systems have a uniqueness bf character which
distinguishes them from other systems and from 'their
immediate environment. In the broadest sehse, a system can
"be anything that can be concéived of as a single entity.

Katz aﬁd Kahn (1976:18) state:

...Systems theory is basically concerned with the
problems of relationship, of structure and of

interdependence rather than with the constant
attributes of objects.

A system has the capability of being dissected or
broken-down into smaller parts, be they single parts or

complete subsystenms.

Griffiths (1964:48) describes systems as: ..."a

complex of elements in mutual interaction.®...

All systems Lave definable boundaries, and though
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N

sometimes these can be precise and finite, in general they

are imprecise and vaque. The boundaries of one subsysten

will tend to overlap the boupdaries of ano{her, and the
] ‘

components of one may be sink&taneously components of

another.

All systems display differences in detail, because of
a difference in type, quality or quantity of input variables
and environmental influences; all of which have a direct
influence on the specific naturée of the output. Factors

influencing the system from within or without are known as

variables.

All systems operate within a time-space continuun,
and all open systems exist within an ongoing, non-reversible

time sequence.

‘Al%_,systens have subsystems, which are also boundéd
units comaposed of individual components with the. same Or
similar interrelationships to each other as well as to the
suprasystenm. Tbus all systenx’ {except the perceived
largest), have suprasystems, and ail systems (except the

perceived smallest) have subsysteas.

There are two basic types of systems, closed and

open.

Closed systems are by definition self-contained and
as such have no interaction with, nor are they affected by

their environment. By definition, closed systems are only
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influenced by internal variables.

Open systems exchange matter and energy with their
environment in a process described as dynamic interaction.
The interaction influence of uhich’the system can be aware
is proximal. That of which —it is wunaware is distal.
Efficiency of operation, or basic homeostasis requires

. ' \
enlargement of the proximal influences and proporpionate

e
reduction of the distal influences. Because of the “ynamic
interaction process, the environment tends to control,

except where the systea can maintain dynamic equilibrium

and/or homeostasis.

...organizations can be seerw to be dependent for their
survival and efficiency upon an exchange of goods and
services with their environment. (Silverman 1970:112).

»
L 4
Open systems have a number of unique characteristics,.

“*some of which have been alluded to above. These are:

- - 1) Dynamic interaction.

2) Homeostasis.

3) Dynamic equilibriua.

4) Equifinality. ‘

5) Négentropy or negative entropyf y
6) Feedback. |

7) Input, Throughput or Procéss and Output.

1) Dynamic interaction is the ‘§§chss Qf
interrelationship between the system (or the subsystem) and
its environment. Open systems have continuous- interaction,

the inwards variety beingAenergic stimuli and information

»

‘g
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(both d4s original stimuli and as feedback) and the outwards
variety being‘ product as intentional output, or less-
intentionally purposive output which night be regarded as

side-effects. AFurthEr detail of input and outpﬁt will be

discussed later.

. The energic interaction influences <can be “both
proximél and distal, positiVe.and negative, and as well as
being continuous, the'process will tend to be cyclical,
particular}y with regard to feedbacx; input activates output
wvhich reactivates input. Any study“qfwsystems must be made
with a constant atarenéss of the forces inbinging qﬁ them.
The less dynamically productive a ;ysien is, the greater

will be the degree of environmental stimulus needed to

maintain equilibrium and/or homeostasis.

In an educational organization, this interaction with

the environament tékes many forms; hum@ and non-humfn,

positive and negative, major and'minor, serious and trivial.

All such interactions will affect to a Dgreater or lesser
N \

extent, the ability of the sysfgn to meet its objectives.

2) Homeostasis or -dymamic homeostasis is a
catabolic/anabolic process , - oﬁe of breakdown and
restoration, - and is the systég's tendency to self-
regulatiqn. Ahy change within a systep Qr'a subsystem will
be felt by, and have an effect upon all other parts of the
system. This chanée can also be ehvirénnental, wvhich will

affect the system in the fora of input informa tion through
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the process of dynamic interaction. ” The concept of
homeostasis 1ig the reduction and/or con*rol of variability
in stimuli through maidtenancé of a constan* environment. In
a biological -system, ‘homeostasis 1s self-preservation; a

fundamental and instinctual activity. For a system to remain

healthy, self‘?ﬁgulation is essential.

3) <;ynamic “equilibfium is the notion of stability,
and in practice is a Dby-product of homeostasis. Like
homeostasis, it is a controL nechanism. It, like these other
concepts, refers .to a life-support ad justment procedure to

buffer the system against change.

4) Equifinality is the ability of systems. to take

differing paths or c:::jfs of action and yet arrive at the
t.

same point or final re This has particular significance

in réference)éo dyna;ic interaction where variables will be
constantly_ changing (perhaps infinitesmally, but as stinuli
they wil; be constqntly diffe;en&). As honmeostasis and
dynamic _equilibrium tend to be the adapting processes,
equifinality is the course or route directing. the systeh

(subject to the controls of ‘these other processes) eéever

towards the intended goal.
_»/>
5) Negentropy or negative entropy is peculiar to open

systems, since closed systené by definition will atrophy.
‘Negehtropy is a counter to the concept that all systems have
an inherent tendency to entropy - a tendency to progressive

.. disorder and malfunction and by implication, to atroph} and

1
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termination. This striving to offset entropy 1% negentropy
of& negative entropy. Open systeas strive to maintain

ln*ernal oxder, and organizational“characteristics. Controls
are introduced to ensure that entroplc\fofces are overcome.
To) ensure negentropy, systeams nusf ;ont;nually draw
p dominantly positive stinuli/inpnts from the environlent
and\from within the systén in~‘greater‘ measure” than . that

expended through transformation and exportation as output,

, _ .
or expiration as waste. ' /

¢

6) Peedback represents an evaluative information
source or process about the system's past activity, and it
can cone fro- within or from wlthout. Feedback 15 'essential

for continued growth. It is fundanental to the concept of

bomeostasis. As a value systen it can be randon and

-r
kel

disorderly or explicit, direct and purposeful. Being
judgemental it neports on the systeam's p;rfolance .in"orden
to adjus{ processes to meet more mappfdpfia;ely future
outpnts. However, in so,dning; it dissipates time, energy;
‘resources and effort. It redirects 'potentinl onepnt for

evaluative purposes.
c o

Systems must develop efficient, effective and-
economic means for recei:ing, decoding, and evaluating
feedback”? Feedback lust‘ be classified..as pnsitive or
negative to optimise 1its uSefulnens. Positive feednack
-isinterpféted ann misused beconeé negative. When negative

feedback stops, hovever, eguilibrium ceases, boundaries

" disappear and the systel terllnates. Hegatlve teedback is a

™ : ) o~
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stimulant (being critical),lpore so than positive feedbjck
vhich has greater tendency to produce self-satisfaction

complacency. Some measure of subsysteas conflict
o ,

continued growth, and to counter self-satisfact*ion

complacency.

Feedback can be:

1) Continuous - controlled monitoring.

. < . . .
2) Intermittent - programmed ror certain times.
3J) Proportional - to meet specific needs.

4) Relay - only wvhen requested.

Feedbacyr must be functional and relevant +o be

)

useful.

Educational Ianstitutions are open Systems of
interlocking bhusar and non-human resources, with strong
emphasis on behavioural interaction. As formal open systees,
they oper#te under a structural hierarchy which immediately
brings‘ into focus the area of authority and controls. These
in turn imply role cétegories and‘roie types, communication
prbcedures,,decision-qaking processes, feuards and sanctions
and many other coaponents, which collecti;ely create tpg
concept of educational adsinistration. a11” of these

component parts as subsystems have direct bearing. upon the

nature of the educational institution as an open system.

All of these individnal‘conponents are the variables

vhich, as wvell as influencing or representing the concepts

B



21
already discussed, affect ..¢ total process of systen
activity; that of %input," "process" or "throughput®" and

"output."”

7) Input 1s everything that is put in}o any dgiven
gystem processing gctivity, and éan vary in form, type, mix,
degree and substance. Inputs can be proximal or distal,
‘positive or negative, internal or externai, attitudes and
opinions, in fact anything which may have some iﬁfluence on
the processing or throughput transforiatiqn of input and/or
the product/output, in whatever formzthat takes. Input is
lultidilensiOQal and multifaceted. ;fbﬂ

{

»
.~

Processing or througgput as the name suggests is the
‘processing or treatment of input towards ‘the predﬁterlined.
objective or output of the system. The system, however, u;ll'
be continually subjected to inputs throughout the processing
activity and thus will be continuallj ;odifying the intended
output. Obviously there 1is a continual Qverlapping of
subsysteas and aétiiitieé{,in that inpuf and output will be

constantly affecting the fprocessing procedure.
- - . .

output, like imput is. multidimensional  and
lultifacét;d and represents the total ofl effects and
outcoies of a systesr's aétivity. "Prodpctivity" represents‘
tangible results, vhile "Affectivity" representﬁ.intihgible

Vresults.'

In the application of the foregoing to the reality of

organizational practice, the management or administrative
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Compongnt of the organization plays a most importaht role 1in
balancing and maintaining the systenm in terms of homeostasis
negentropy, equifinality, inputs and outputs and. the many

other concepts mentioned above. '
Ssergiovanuyr and Carver (1973:215) define one aspect

of the aiministrator's role as being:

...an attempt to carefully define and map each ~f the
interdependent parts of the whole so that one p.it can
be manipulated with full awareness of the effects on
each of the other parts internal to the systenm, and
the effects of this on the environment... '

and that
...administrators (must)  emphasise control of
performance towards specific goals as well -as

channeling human and material resources With mRaximum
efficiency towards these goals.

Katz  and Kahn k1966) have developed a formal systeas
and subsystems model for the  analysis  of organizational
opératibns.. They have defined five specific organizational
subsystems which they believe must be perceived té be -both
pfesent and viable for any dréaniidtiou to operate

efficiently and effectively.

An inporﬁantvaspeét of the édaptation of the Katz and

Kahn model, as used in this studj, is that it takes greater

account of specific educational-operations and places more

ielphasis on the normative bnature of the‘ transactions.

Educationaf orgagizatiohs involve inter&ctions' betveen
people.. ‘ |
...the input is_xo a great extent human, the processes

are predominantly concerned with human interaction
setveen the organization and its client systen, and



the output or product 1is human. (Katz aﬁd .Kahn
1966: 16) .

v
I
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. This fact requires the educational organization to be

deeply‘concerned with the needs of both the students and
fécu;ty rather then merely with the needs‘ of
organization. There .must be a balance 1in equat£§§
purposes and goals of the Qréénization with the purposes

goals of the individual members.

Schein (1976:71) believes that:

...*he frame of reference and the value system that

'will most help the manager in wutilizing people

effectively is that of science and of systems theory.

the
the
the

and

'since educational organizations are normative, ‘there

is a greater need for emphasis on employee satisfaction.

~ .

Katz and Kahn concept of nediating betwveen task demands

The

and

human neéds to keep the structure in operation, becomes

increasingly important. There 1is a direct correlation

between worker-satisfaction and organizational-ptdductiviﬁy.

A

Many studies from the "Hawthorne effect" on, have indicated

the significance of this factbr. A » \

Miles (Sérgiovanni ~and Sta;rqtt 1971:102)

described (educational organizational) health as that wh

exhibits: '

: o : : . ‘
...reasonably clear and reasonably accepted goals
- (goal focus), relatively distortion-free communication
vertically, horizontally and across boundary lines
(communication adequacy), equitable distribution o&f
influence to all levels of the organization (optimal

'~ power equalization), effective and efficient use of
inputs ‘both human and material (resource
utilization}...mutually satisfying  vectors of

-

has

ich
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intluence between . the inhabitants and the school
(cohesiveness), a feeling of well-being among the

‘staff (morale), self-renewing properties
(innovativeness), * an - active response to its
environment (autonomy and adaptation)...ability to
maintain and strengthen = its problem-solving

capabilities (problem solving adequacies).

) : : : \
The analytical framework used for this study takes

’

account - of all of the above measures of "health" o&

nyiabilty" within the seven detailed Subsystems.

As normative organizations, educational institutions
must give significant concern to those areas of the

operation which are directly concerned with human-relations

-

and human-interaction.
, -

The adapzfd Katz and Kahn framework involves the

at every level of operation to a greater or

lesser extent. Thus,  the -relatiohship " between- the

human componen

P

organization's goals and the needs of’the employees, the
students and the community is fundamental to the daily
operation, and continuing viabiiity of the systen.
 Much emphasis has been given to the work of Prederick
. ey
Herzberg and Abraham Maslow over the last decade in relation

to . human motivation and man's hierarchy of needs

respéézzbeiy.

Herzberg (1959) defines. motivating factors, intrinsic
to the job as being: o -~

Advancenment.

Grdwth.
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Responsibility. , .
Achievement.
Recognition for achievement.

Wwork itself.

Aspects of the job environment which he claims are

potentlal sources of dlssatlsfactlon 1nclude- ;

Superv151on.

Status.

Salary. : '

Security.

Working conditions.

Interpersonal relationships.

Company policy and administration.

o ] : C £ .
Herzberg sees the problem of meeting motivation;;Jéga/)

hygiene needs as being continuous. He also specifies that it
is inportant to not mix the two by prov1d1ng motlvatlon

rewards when Q;glene factors are needed, and vice versa.

Maslow (Hersey and ’Blanchard 1972) outlines a
hierarchy of needs which progress from physio{cgicai needs

through safety (security), social (affiliation), esteen
o . .
(recognition) autonomy to self-actualization.

Like Herzberg's "Motivation-Hygiene" theory, uaslow's'
"Hlerarchy of Needs" refer spec1f1cally to the humgn element

1n any organlzatlon .

| Argyris (1964;67) found again and again that if the
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v

job thwarted the employee by being too meaningless or
limiting in scope, the employee would create meaning and
challenge in outsmarting management, or in banding together

vith others to create pressure-groups.
¥

McGregor (1960) details in his "Theory X-y *#

archetypal worker attitudes, one" displaying a posi“iv

: :
approach to the vork situation, while the other has quit

negative coannotations.
Q

Schein (1976:66) péints out that there is no inherent

| .
conflict between worker self-actualization and a more

' A
effective organizational performance.

...Given ‘the chance, man will voluntarily integrate
his own goals with those of the
-organization...,...that- members not only can, but do
seek to be morally involved in the organization to
which they belong.

At all levels of operation in all'subsystens in any
educational organizatidn, the person variable in any
activity is significant and often critical to the efficient

and/or effective operation 'of that activity.

As has been stated, subsystenm: boundaries are non-.

finite ‘and -non-specific. Actions and reactions within one

subsystén ‘produce aCtions and reactions in all other

/ ' o .
Subsystems. The pebble in the pond is the usual analogy

“

given for this phenomenon.

!
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Klein (1970) sﬁggests that perception is
predetermined by stimulus variables of many types and from
many sources. The major problem in analyzing pe“cepﬁion is
therefore to discover the stimuli rather than merely to
measure the response, and failure to keepl the problem in
focus will place an over-emphasis on response and not cause.
Even when stimulation is not impoverished, perception is the

product of a certain intentional state.

Perception is a distinctive kind of experience,
differént from those of renembe;ing and imagining. It is g.
matter of dealing ‘'with information, but it is also a
procedure for collecting and classifying information. Klein
perceives the most impressive féct about perception to be
its'.built4in means of effective coordination vith the
immediate environment. Perception is inﬁensely personal and
individual and reflects the nuances of difference between
people's Jjudgements abéut things. Perception is adaptively

effective in different ways in differenf pebpleL

In many current informatién-prodessing models,
pefception is treated as beiﬁg‘essentially a process for
discrimination; for nafthing reality with understanding.
Pércéption deals with purposés, motives and intentioms of
the perceiver and the perceived. ie percei;e only what wve
are ready to perceive; complex énd/or aqbiguods situétions

restrict perception.
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Sergiovanni and Starratt (1971:130) state that:

.."one of the most revealing facts about perception is that

it is selective."

Enns'(1966:23) adds:
It would be relatively easy to describe and account
for behaviour if it could be assumed that sense data
were an accurate registering or faithful reproduction
of objective reality "out there': and thgt behaviour
was based upon these data.

Throughout contempdrary writings on social psychology

there is constant reference to the manner in which persons

‘perceive situations.

Jeroue'Bruner (Maccoby et al. 1958:85) refers to
"pe;Eeptual readiness" in perceiving events. In most
situﬁtions there'afe many more 'bits' of infornation to be
percei;ed than one can possibly absorb. The degree of
differentiation of absorption of information by different
persons of the same event is'one factor in accounting for
the non—é2act perceptions held in relation to that event.
Oother factors influencing held perceptions include prior
acquisition ‘of information stinulrh“and attitudes and
perspecﬁivés previously established based on this prior

information.

This dééree of differentiation 1is described by
Berelson et al. (Maccoby et al. 1958:81) as being a

..."de@ree of misperception on the part of some perceivers."

\

This: aspect of '~ "“misperception" or perceptive
, : . @ o
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individuality is significant -in eliciting information
through perceptions from a number of reSpondents about any

given event or situation.

Bruner _(1958) believes that to a great extent, what
one perceives is what one expects to perceive: that persons
with strong values orientations perceive greater levels of
;values factors in any given situation than do those with a

lesser values orientation.

Perception is an act of mental categorizatiop of an
event or sitdation"subject o the éssimilation of that "new"
perception with preconceived nofions, prior knowledge, and
established interests and biases which to a greater or
lesser extent iﬁpinge upon the "new" image.AEéch neﬁ piece
of inférnation or experience about an established perception
serves to qualify that perception; to change emphases; to

reduce uncertainties; to repositioning vithin‘cangories.

An important additional factor is that much of what
is actuaily perceived is distorted in theuinterpretation of
stimruli and the categorizingNOf that information. A number
or these distortions take place, notably "stereotyping,"
"halo-efféct," "projéction"jand "perceptual defence.™ The
first three of these, at least, are generally considergd in
relation to perceptions people have of others. However,

-

these same distortion categories can be used in forming or

reforming perceptions about events, situations, information

and so on. -In a normative organization, these events and
. “_
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situations generally involve other persons, as the

instigators or participants in the particular event.

Stereotyping refers to the group-classification of
persons or things rather than the consideration of those
factors which specifty individpdlity. _It' has specific
reference to role, class, type,;or status. Allport (Costello

and Zzalkind 1963:25) broadens this explanation to include

the concept of a "fixed idea."

The halo-effect, is the use of a géneral impression,
be that favourable or unfavourable, to evaluate specific
tfaits or characteristics. It serves as a screen or barrier
to perceiving more accurately, or from 'seeing' all factors
and stimuli involved. Tﬂé halo-effect is often based on past
experience and is often  a process of prejudging based on

past experience.

Projection is a defence mechanism rfor projecting

blame or fault ‘onto others. It is also concerned with the

-

assumption that good and bad qualities of self will ‘be found

~in others.

N

Perceptual defence is the process of blinding oneself

to information which is either not sought or which is

©

uncomfortable; a process of ignoring information ‘which

.conflicts with preconceived notions. H
> ‘\ k]

|
Enns (1966:25), refering to the work of Costello and

Zalkind in indicating a further component in the formation

~

“\
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of perceptions, states that:

The <characteristics of the perceiver affect the

characteristics he is most likely to see in others...
that the accuracy of our perceptions of others

apparently depends = upcn our sensitivity to the
ditferences among people.

Within a normative organization, the perceiver |is
likely to perceive in the actions of others--which in turn
affect the operations of the organization--those things
which he would 'wish to perceive based on his expectations
for that organization. Similarly he 1is 1likely to distbrt‘
those stimuli which would produce perceptions alien to or
less agreeable to.the organization than those he would wish

-y

to see.

Interpersonal relations within an organization also

affect the perceptions people have of the organization. -

Further, perceptions will be affectediby proximity to
the event  or situation. Employee perceptions of the
depaftuent in which they work wil%wtend to be more precise
and more complete than those held fét other'sections‘of the

organization with which the perceiver is less familiar.
i : h

One  very important aspeét of perceptual accuracy 1is
an awareness of the complexity of the .process "~ of the

-

formation of perceptions.

Enns ~ (1966) refers to the importance of the adequacy
of interpersomal perception in communications. Any number of

variables can distort the communication transmission and in



32
s0 doing d.stort the formation of perception. Accuracy in
perception is not a ”single skill, involving single

processes.

An. individual employee's perception of his own
department is likeiy to be more precise and more complete
because  of the greater opportunity for first-hand

taformation, than will be that person's perception of the

total organization. ..

The cdgcept of organizational dysfunction which
implies étress, strain and tension will be perceived to be
greater where the perceiver has some degree of personal
animosity with the organization or with (generally‘ more
senior) othé} personnel - in " the orgahizafion.fiﬂost
organizational internal’ problems involve cﬁmmunication,
intergroup cbnflict, leaderghip " issues, questions of
identity ghd destination, questions of personal satisfaction
and the ability of the organization to provide adequate and

appropriate inducements. .

Likert (1959) believes that an individual's reaction
A

to any situation is always a function not of the absolute
character of the interaction but of the pefceiver's

perception of it.-It.is how it is perceived that matters,
not objective freality. Consequently, an individual will
P ) : . /

Sal

always interpiet an interaction between seif and the'

’organization in terms of his bacxground and culture, his

experience and expectations.
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“CHAPTER SUMMARY

;, -This review of the related literature wvas delimited
to those aspects of systems theory and percep*tion which wvere

deemed to be pertinent to this particular study.

A brief account was given of the developlentvof
systems theory, followed by more specific reference to open
sysf@m; as these relate to the normatf;e organization; in
this instance, an ’educational institutioh. Reference was

: ‘ -
-also madeyto the relationship between the individual and the

y -

work entironment through the work of Herzberg, Maslow and

others.

by
The concept of perception vas analyzed ‘with some
conSideration given to how percébtions areuforled{ and what
factors influence that formation. As with the ;latéria}
}efe;ring to systems theory, comments on perception were

kS

related to the ﬁo;nativé organization and the intetperé;;;1

work environment.

N -

~

" Both systems theory and perceptions forsation ar=
continuous processes based on (in an educational imstitution

particularly) COLL;nhalminterpersonalﬁinteraction.

&
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ANALYTICAL FRAMEWOKK
0

The analytical framework used to undertake this
—= . oo
research\\§tudy vas an adaptation of an organizational
subsystelémlodel dé&eloped by Katz and Kahn (1967). Their
vork does not relate specifically to educational
organizations, but to organizations in general, with an
emphasis on . the social psychology component within

organizational structure; specifically, the equating of the

organization's goals and objectives with those of the

~

eaployees of the organization.

¢

The purpose of this“ study was to investigate the
perceptions held by a specific group of'elployees about the'
administrative structure of their organization. These
perceptions reflect both the individual's understanding of
the organization's goals and objectives appropriate to

»
personal intefest, experience and bias, ‘and also refle€t his
personal needs, goals and objectives"as an 1individual
employee of that organization. It is the relationship ‘and
congruence between these two sets of goals and‘objectives
which will determine how efficiently and effectively the
organization is able to meet its goals and objectives (Stake
in Ingram and McIntosh, 1976:Bk.5); If these are skillfully

. o

l&eter-ined based on needs but are not sucessfully achieved
[ ) R

by the organization because of seérious incongruence between

the goals of the employees and those of the organization,.

34 : v ' .
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then the organizational output will n. 2e consumed, the
organization wi1ll terminate, and the employees vill Dbecome

uneaployed.

Getzels (Qweng 1970:54) refers to these two
Qimeg§ions as the personal (idiographic) dinensioh and the
organizational (nomothetic) dimension. In an educational
institution,; it 1is the relationship between .tbe two -which

will be griticalf

. organizational viability is largely determined by the
degree of congruence Letween organizational goals and

employee goals.

K

The subsysténs model as used in this'thesis,‘ and in
tﬁe other studies :indicated is extremely usefu as an
analytical tool, but should not be misunderstood or misused
to replace conceptualization as a perceived léniai image of

a totality.

The organizational éubsystens model is a ffanework or
methodology for organizational analysis. Subsysten
boundaries are- pefneable and an 1important aspect of aﬁy
subsysteass anglysis is that the'total organization relies ou -
continual subsystems interaction and. interdependence -to
ensure continuing viaﬁility and homeostasis. 4

The application of systems theory to organizations is
a 'uséful sethod of determining the nature of the various

component concepts vithin subsysteas, and to observe their

- «
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RIDEN

interaction and interdependence. However, the very act of

"r-eakihg—doﬁn" a systeam into its component subsystems is to
destroy the conception of the whole. The segmentation of the
whole into analyzable parts tends to distort or destroy the
non-confinable nafure of those variables which Cross
subsysten boundaries. To att@hpt to claesify all
organizatiohel variables and interactions into one subsys*en
or another is to overlook the effect -of ’tﬁese subtle
‘.interections and interdependencies between subsystems. Thus,

the whole is greater than the sum of "its parts. The concept

of a system as_a_total system, is more meaningful than is

t he ceecept of a groub of interrelated and interdeﬁendent
but sepatate ;ubsystels aé ,comprasing a total system.

‘tzels (Owens 1970) succintly makes the point.in describing
the subsystem parts as...“conceﬁtualiy, independeht..." but

of the whole as..."phenomen:.ily interacﬁi&e...."

~
The organizational subsystens model has been used as

a framework to elicit fronm selected _personnel employed by
the Banfé' Centre, perceptionsxphey held about ‘the various
idehtifiable organizationai subsfstels,vfbr the pdrpose _df
collective " analysis of' these percegtions to concepiuaiize

the orgamnization as a totality.

lThis conceptuelizaeion. reflects the collective
perceptions‘ of these selected -elployees, the managerial-
adlinistratiye personnei,, aboni the adlinistrative
Organization ofvthe Banff Centre.:
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The Katz and Kahn (1967:86) organizational subsystems
model specifies the following five subsystems:
”I. Production: Primary proéesses.

II. Maintenante of»vorking strucfure.
III. Boundary systems. - ‘
A. production Supportive: procurement of materials
and manpover and production disposal.
B. Institufional systenm.

IV. Adaptive.

V. Managerial.

Thé Katifand Kahn model has been modified to satisfy
the érganizationél' actiyity and operatidns ~which - are
involved in the edueational process, while mdintainidg;khe
fundaientally sound basic framework of the Katz and Kahn

wpanufacturing™ subsystems model.

Because eduéatipn deals with'people as the "product"
rather than - things,  the subsysten interactions in
educational ofganizations are more subtle, and subject to a
greater number of individual and personal variables. Thé
adapt;tions. of the Katz and Kahn hodeL.Uhich follow were
-each intended to allow fo# gréatér eiphagis.to be placed ‘on
particular activities and ”iﬁtéraction perceived as being
lo;é specifically characteristic of educationalirather ﬁhan

of manufacturing organizations.

In a study undertaken for ‘the Yellowhead School

’_Division by miklos et al. {1971) the Katz and Kahn
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organizational subsysteas model was adapted as appropfiate
to an educational organization, in that instance, . a school

division. . ‘ -

‘The subsystené used in that model vere as follows:
VI. Téaching and Learning.
{4 II. Obtaining and Distributing Resources.
IIT. Relating Schools to the Communities.
IV. Providing Assistance to Teaching and Léarning.-
V. Adapting Ito’Changing:Conditions: Improving the
Systeam. |

VI. Maintaining and Controlling thqg Systenm.

Ingram et al. (1975) and Bryce and mcIntosh (1976)
further modified ‘the °model im two research s£udies on
.systens analysis of edﬁcational institutions, for the Hqunt
Royal -College in Calgary amd "Project Morning Star" in Blue
Quills réspectively. |
The model uséd in these studies was as ‘follows:

I.'feaching and Learning.
II. Providing Assistance to Teaching ;nd Learﬁing.

IIT. Obtaining and Distributing Resd~rces.

IV. Maintenance.
v. Hanéging and Coptrolling the Systen.
VI. Adapting to Changing Conditions‘—’Ilproving the
Systen. |

VII. Relating the Project to the Community.

It is this seven subsysteas adaptation of the

1
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original Katz and Kahn model that was used as an analytical
framework for this research study of the administrative

organization of the Banff Centre. .

some slight 'nodificatiohs have been made to the
ordering of the subsystems and to their descriptive titles

for this thesis.

The actﬁal nodél used in this thesisvuas: -
If Teaching and Learning. - | |
IT1. A551stan6% to Teaching and Learnlng.
I1I. Provision and Distribution of Resources.
Iv. naintenande.
V. Adapting to Changéj : S
vI. Relationship with the Conmﬂniéy. |

vII. Management and Control[
1 ' N

The first .three subsystems are direcilj related to
the output of the organization, as éit%g;} the actual
_producf, or in direct support:bf that\?rqduct. SubsystemAIV
deals more specigically uity/ organizatig;;l personngl and
.stébility. 'These first féar subestems,ére concerned with
the internal operatioms of the organizafion. .Subsystea V,
and VI are more dlrectly lnvolved Hlth the - external,aﬁd/br
environmental aspects of the orgaﬂ;zatlon, uhlle the finmal

subsysten coordinates and has overall responsibility for all.

organizational operations and activities.

However, all _subsyStels are concerned -with both

14 .
internal. and = external operations and activities; all
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subsystems affect the supply of resources £6 the product;
all. subsystems affect the maintenance aspect of the
organization; anQ‘ all subsystems iffect the'orgaﬂization's
reiationship with its community. The subsystgps vrepresent
foci for specific typés of activity but are not confined
within hard‘and fast boundaries; nor do they representW'the
ﬁgint. at whilch the éctivity and/or -influence of one

subsystem ceases and anoﬁher begins.

The analytical framework is a method for coming to a
more complete conceptualization of the wiﬁle; The viable
operation of the total organization is the major objective

. i \
of any organization, be’ that manufacturing or educational.

M

RESEARCH DESIGNJ”
Le)

The instruﬁent used gorliﬁe\COllectibn of data'vds an .
interview sch;dule containing two’por three broad-based.
questions appropriate to each 6f the seven subsysfems.'These
questions were designed to direct the interviewee's-%hought—
processes in avSPecific direction, but were bfoéd enough and
general eggugh in chardcter to avoid pre-spécifying a- mode
of ansvering, pre;deferlining an gttitude or ?osifion or to
indicate any bias, so as to permit each individuai maximum
freedom to 'expréss his/her perceptions approbriate to

personal interpretations, interests and biases.

The’initial'question-in each subsystem was deSigned
to have the ‘respbndent indicate through the ansver gi;en,
vhether he/she perceived thevSubsysten to be present. The:

N
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\

second (and uhere. present, the third) question(s) were
intended to have the reséondént indicate how viabieﬁ\pe/she
perceived t he subsystem/ to be. Respondents were not asked
specifically to evaluate the presence or viaﬁ%lity of any
subsystem. The degree of perceived prgsente and viability
was indicated in ﬁhe answers given. i

All interviews were tape-recorded to permit greater
.;accuracy in the tianscription of responses onto a.master-
sheet. Responses were grouped according to subsysteams, -and
then appropriate to specific topics within subsystems, such
as morale and job-satisfaction within the ' nainten;nce
subsysten. Specific topics within .subsysfems were not
predeterained in any way, but gained significance only. in
"the degree tb vhich respondents nominated -these as being
significant within the subsyster under discussion. In most
inStances the majority of respondents. spokeAto the same
major topics qifhin'subsystgné and then, or in conjhnctiQn,
pursued other. areas  of 'persbnal experience, pafticular

-~

iy
interest or special concern¥ : .

The reporting ?;ocedure followved in Chapter ubwas to
indicate majority perceptions ©of the subsystem in general or
of specifigally nominated toéicsgwithin the subsystem, and
to then outline other'miﬁority resppnées given in answer to
“that pariiculai subsyéten.‘ o .

8

As indicated at the beginning of Chapter 4, ‘there Qas

much (perceived) crossing of subsystenm boundariés in the
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analysis of the reponses given. This matter 'will be dealt
with in greater detail in the conclusion\ffctidﬁ of this

thesis.

The author has endeavoured to ensure anon}mity of
perceptions as given. As indicated'earlier ih this thesis
some slight concern for the confidentiality 6f responses was
éonveyed_ wvhen permission to tape-record interviews was
;eqhested. Since respéndent perceptions were rarely grouped
according to hierarchical stfatifications, phe reporting
procedure adopted was to indicate majority or minority
groupihgs, or to indicate approximqte numbers or percentages
or respondents holding "thée same or similar perceptions.
Personnel 'at the Banff Centre may recognize their own or .
others 'particular concerns or biases through _ previous
'airingsl at ghe reqularly scheduled meetings or at informal
gafhefingslbsucb as qqffee_breaks. No responsibility can be

taken by the author for this situation.

3

Formal permission to undertake this study was sought
from and granted by one of the Associate Directors, for and
on behalf of the Director, (in the latter's temporary

absence).

Interviews were Conducted during.the week immediately
prior to Christmas 1976, and- dgring the first week of
January 1977. Thesé took from ome half to ovérﬁ%de hour in
- duration, dependent upon the degree to ;hiéh inﬁividual

respondents elaborated upon and/or qualifiéd -the answvers .

v
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" they gave to each of the nineteen questions asked.

Twenty four of the Centre's management personnel were
interv;eued, the majority holding senior management
positions. Those less-senior pefsonnel included represented
signif;caﬁt management and/or decision-making positions
within the organization and were the most senior personnel
available at the time of interviewing. Some senior
management personnel were absent on both occasioné; others
were unavailable for interview on both occasions. Some
senior administrative positions were unfilled at the time
interviews were conducted. .

Interviewees were not randomly seiected but were the

;enior management pe;sonnel available at the_‘time of

interviewing, and represented as many departments as

possible within the Banff Centre, and within the time-frame.
CHAPTER SUMMARY

This chapter-included the analytical framework used
“.for the study, and ‘the stages -of adaptatior from the
original Katz and Kahn model, to the actual model used in

’

this thesis.

An outline.df the instrument used for data collection
wvas given along with information regarding the reporting of
the data, the selection of interviewees, and the time-period

/
in which* interviews were conducted.

-~



Chapter 4

"RESEARCH FINDINGS

This chagter presents a synthesis of respondent's
perceptions as given .in answer to the broad questions of the

interview schedule.

At the beginning of each subsystem presentation the
questions asked appropriate to that particular sﬁbsystém
will be outlined, followed by the ©predominant and/or
consensus perceptions of the majority of rgspaﬂdents. Other
qua;ifying opinion and explanation of\Eg;ceptions as given
by respondents and as related to the particular subsyten

"will follow.
;
The seven subsystems are dealt with in the sanme order

as that previously outlinedf
I. Teaching and Learning.
II. Aséistance to Teaching and Learning.
‘IIXI. Provision and Distfibution of Resources.
IV. Maintenance. |
V. Adapting to change.
VI. Relationship with the»Co;munity.

VII. Management and Control.

It is inéortant to note that subsystem.boundaries in
open systems are flexibie, and that many of the activiﬁieé
conducted in one subsystem have é small or large'spill-éver
effect into another (0# other) subsystem(s). Sinilé:ly nuch

44
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of the .qualifying explanation given in answer to the'broad
‘questioné of the interview schedule has relevance and
appropriateness to subsystems other thén the one éssociated
with the initial question. When this crossing of boundaries
was major, the information was treated\in gneater detail in
|
the more appropriate subsystem. There is, dherefore, some
incidental Lepetitiop*of information in the analysis of data
and its allocation into the appropriate subsystem, just as
there i% ihcidental cross-over of activity and
reéponsibility within the subsystenms of the total

organization.

1. Subsystem I ;_Teachinﬁ and Learning.

The Teaching and Learning activity of the Banff
Centre is its "™ra:: .. dv'etre". All other systems and
subsystems operate collectively to service this one priﬁe

acgtivity which for an educational institution is the product
: o

S

/;;\indicated earlier in this thesis, the Teaching and

or output.

Learning activity has certain unique characteristics which

place the Centre apart from © other post-secondary
N /

institutions.

The specific <questions asked in Felation to the first
supsystén vere the following:
(i) What is uniqué about the Centre's Teaching and
Learning proéran? A

(ii) How effect? is the Centre in meeting its Teaching
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and Learning objectives?
(iii) what improvements can be made *o the Teaching and

Learning activity?

Respondents were virtually unanimous in their
precej.. ions of thé firs£ of these questions. However, within
general  agreement_ about‘ what factors »made the Centre's

= Teaching and Learning program unique, there were a numberxg;
interesting qualifications, some of which had a strongly

negative element.

The majority of respondents perceived the Ce
be very effective in meeting its objectives wi
the Teaching and Learning programs. Again, however, there

were reservations as to how well these objectives were met.

As to what improvements could be made to the Teaching
and Learning programs, the responses were mc¢ = varied, - and
~did - not suggest a.commonly held perception of a particulaf

A

shortconing.

.

\\\ Some brief background information is necessary prior .

~— : -
to the General presentation cf respondent's perceptions.

The Teaching and Learning programs at the Bénff»
Centre (at the time of interview) fell 1into *two maiéf
categories. ' . i
(1) Thé Six-Week Fine Arts Sumner Schools.

(ii) The Winter session and <any current year-round

programs.

-
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The.major differentiation here 1is that the Sumamer

Schools cater to approximately twelve-hundred students,

-~

while . in 1976 +the winter. and year-round programs had

i

,slighfly less than eighty students. There are in addition

evening conlﬁ;}}y programs which 6ater tb an annual average
of between /. three hundred to four hundred students,
predominantly'residents of the Bow River corfidor. Since the
wholE‘Eoncept of the evening community programs is vastly
different from those of. the two ma jor categories mentioned
aluve, the perceptions elicited from® respondents exclude,
for the most ' parf, reference to the efening commpunity
programs. Some specific comment will be made in the
subsystem; Relptionship with the Community, regardihg these

community classes. .

©

At the time of the study, the Teaching and Learning

pfograns' could be subdivided into two major and four minor

areas of activity. . : ‘ 5\

"4 (a) Visual Arts.

(b) Performing Arts.

.
i) > . a

{C}) Management Studies.

"(d) Cultural Resourges Management Programs.
L,

{e) Environment Progranm.

(f) Language Progranm.

—

The Pestival which represents the culmination of the

~

Summer School activities was perceived by many to be an

important teaching and learning exercise. There vwas Bmuch

-
-~

&
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ol

N

evidencé to support that propgsi;ion. Many others, however,
considered the festiyal to be more c?rrec%iy classified, and
tq.#ave greater ilport7mce, as a public' Fglationé and
pr$:o;idnal activity, and as such wvas a serviée or support
function. In this document, the festival in general will bé

considered in the subsystem Relationship with the Community.

Some reference to it uill.appear in this subsystes.

fhe conference activitj, from which the Ceﬁtre earns
éhe majority of its revenue, (something betwveen sixty and.
sevent} percent) was not a Teaching and Learning activity of
the Centre. Only rarely was -the Centre called upon to

. _ ) »
provide academic and support staff. Conferences buy the use

- of facilities including accommodation and dining-roons. As a
‘revenue producing domponent, conferences will be dealt with

‘under the subsysteam Provision and Distribution of Resources,

Host tespondents'perceived'the sqmmer School programs

»

as representing the culmination of t year's wvork, or as
* A Y

being the ®major area of the Teaching and Learning progranm,

and therefore perceptions of res ngehts vhich ;ela€bd to or

;ffiliatgd more specifically wi the Suasmer School’prbqran,

will Dbe prgsénted first . .anhd = perceptions "which lore.

specifically addressed thé winter anmd year-round prograass

.2

will follow. SRS

. )

The following /is a detailed synthesis of the
perceptions ‘of respondents to the questions appropriate to

this subsysten_as outlined above.

ps
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Unique Prograas

With a few qualifications, all' interviewees were
unanimous in their evaluation of the Centre's Teaching and.
Learning ptograls as beinq unique, either to the Canadian

scene, the North :‘American continent or the world.

Virtually all respondents agreed that probably theﬁ’
most uniqué and important single asset to the studentg study
programs was the éalibre of ﬁhe faculty. Because very few
full-tiné 'facult} were engaged, the Ceﬁtre enjoyed great
freedoi in selecting the very 5est from a vorld market. One
respondent stated that faculty were chosen from hundreds of
applicants gach year and that in consequence,the ‘choice of
parfiqular expertise - within any given Fine Arts field wvas
very great. Por students who returned to ;he Centre year
after year, the opportunity to work with a ramnge of world-

class artisans wvas described as a "™repetitious chance-of-a-

lifetime exposure.™

The faculty engaged vere perceived by almost all

respondents to be recognized world experts in their

particular Pine‘A:ts field. Some ié;~A ;ents'qualifi;d this
petCepti&h by adding that they belié;;d that the Sumnmer

School facult} tengaged fcr one or both summer sessions
only) iere‘of uniformly higher calibre than the few year-
found_and winter sesSiontiacdlty, iﬁ that many voéld experts
vere only available Qnting the suamer months of the year. A

further qualification of ;his uniqueness was that all Fine

Arts pzograams placed great eiphasis on the practical-

/ | . &
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professional expertise of both faculty and students, as

distinct from an academic- intellectual expertise.

The students were predominantly already qualified
practicing artisans, and came to the Banff Centre to add
finesse, polish and nuances of profesﬁional‘excellence to
their esfablished skills. No respondent saw the Centre's
role as one of training the "undergladuate" or for teaching
initial skills dgvelopnent in any of the Fine Arts areas.’
(This does occur however in the evenin§ community programs,
but the rétionale for ﬁhis will be 'discuésed in subsystem
6) . Thé emphasis was on the refining of practical techniquev
rathér than on acadéli; theorizing. Two respogdenxs made the
point that the Bamff Centre. had built a reputation in Pine
Arts' circles on the North American COﬁtinent which inblied

that the artist/ dramatist/ musician/ ballerina, who had

attended the Banff Centre really knew his/her subject area.

Because the Banff Centre had“a name for excellence in
Pine Arts? programs, and because it waé videly known, and
uidéiy advertised fhat it oniy employed #“top-notch" faculty
from . thg uofla Arts arena, the deiénd from Vvould—be
‘registranf students far ‘exceeded thé Céntre's available
acconnodétidn, both” dormitory and teaﬁhing space. &sja
results;$ stringent aﬁﬁition ahd selection procedures had beén
implemented so that fhe Bost gifted students vwere- adiitt%d
to fill the’,pre—déterlinéd quotas in each specializatio;.
This in4£urn pro%idedfthe faculty with an extrenely high-

calibre group  of. stdﬁEﬁts.'As a result it was possible to

] ’ : .
) ’
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obtain a very high standard of output Quality.'

However, in certain of the arts such as photography
and visual eplnunication, where there was an absence of
centuries of develd}nent and tradition, some'difficulty was
e;perienced by the Cen;ér in effectively gauging experience
and breadth of knovledgevof techniques. As a consequehce
some programs in» past years had been seriously retarded
through'having students with inadequate prerequisite skills.
Sues a’'situation was unsatisfactory for other appropriately
skilled students and for the faculty concerned, 'and could
(it uas'percei#ed) damage the teputation of the Centre. The
great majcrity of .respondenps expressed concern for
eontinued vigilance in the area of student selection as

essential for maintaining existing high standards.

Deqree_Granting

The Banff Centre is not, and was perceived would
neve- be a  degree-granting ~ institution. K;theugh

. i
transferrable credits were .available in certain subject
. . |

'areas,nghe Centre 'was pof considered to be conpeting J%th ot
'paralleling'the_uork of the. universities aﬁd the'>v$ﬁ§ous

othe& tertiary educational institutions of the’ North
Anericen continent. Many of the upper-echelenf'lanager;zv
personnel léde the ‘point thatrihe granting of_degrees and/or
other fernal qﬁqlificafions predeterlinedu standards of
achievesment ahd vould.great;y reduce the Centre's present

flexibility and seriously. narrow its scope.'ohe Associate

Director stated that external standards'of‘that nature were
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absoluteiy foreign to the educational COncepts and tradition
of the Centre. It was uell—nigh unanimously perceived that
the calibre and type of program offered at the Centre was
absolufely unattainable at any university. (Some qualified,

"on the North American continent").

The physical setting of the Centre was seen by maﬂy
to be one of its unique assets, with specific significance
to certain courses such as photography and péinting. Further
references to the physical environment will rﬁe made 1in

subsystems II. and VI.

Scheduling

Teaching and leainingl prbérams_ wvere perceived as
being more th;n merely instructional since facilities such
as laboratories land“.studids wefe available:'go students
twent}ofour houfs per dd&, seven days per week. Certain
courses were structured around the "total inperéion",
‘technique. Same concern was expressed that though vTeaching
and Learning prograas uerevconcéptuélly excellent, from a
purely practical'standpoint there vere many serious short-
coningsf Some liddle;nanageleni aﬂ&v management peféonnel
felt that both Sulner'School and the few year-round fgcdlty
yére.gréatly overvworked, so that by the end of either season
they, wvere intellectually and physically "burnt-out:; Itgwas‘
believed that the adlinistrgtors of the Centre> vere si;ply
uniware of the‘ﬁféssureshélaced upohvfaculty; wvho vere often
virtuallf fon-call" t;enty-four hours per day. It -vas

considered that this constant exposure wa§ 'dete£i-ental to

-
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the continuing quality of course content, and to the
inteéﬁ@rsondl relationships betueen. faculty and students,
and therefore to the total effectiveness of the particular
Teaching/Learning programs. It was fufther argued ' that
certain'cburses were fo»intensely organized and so demanding
of student's time andt resources, that the students aisé
became over-fgtigued and thus instruction could not possibly
be'optilally efficient; that for the' students, -é norg
complete experience"through association with some of the

many other Arts activities operating simulataneoulsy wds

"impossible ‘because of over-scheduled time.

. The convérse arguement was presented in igss detail
by another respondent who suggested that the tighfiy-
organized ' schedules in certain dourses provided students of
this standing with the maximum opportunity to discover the
nu;ncéé of their particular Arts field. One senior
management peréon qualified that thé twenty-four hour day
operation of ‘the Centre's facilities provided the students
with unprecedented access to their work. It. was believed
that when the students were obiiged to make such a large
financial outlay to get to the'C§ptre,' to .be 'ébconodated,
and to engage in expensive courses, the Centre must ensure
that they (the stndeﬁts) have the fréedon to work uheﬂ they
vant to, or aé they feel the neea to Create.‘other pdsitive )
coilent for inténsiﬁied progfalsfaddressed“thé concept 'of 
striving "for"technigal.-andi aesthetic ,exdellence in the

absence of external or wnrldly interruptions. One respondent
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abhorred this pressure as "dehumanised, insular artistic .

asceticism."

It was alsa felt that étudents did not have the
opportuniiy,to experience other art forms as an important
and necéssafy adjunct to their own speciality. For example,
if'was suégested that artists (painters) ought to understand
the concepis'associated Qith'photogfaphy;_ceranics, wéaving
and ballei through personal experiépce, to aid their
appreciatioh of spacial relations, texture and movement as
other related concepts. This same cross-fertilization was
seen as being éqﬁaily important for all students in all
subjéct areas. All of these associafed art forms were

operating. simultaneously but the problen of allowing

sﬁudents.to utilize these had not yet been solved.

over-crowding

A further negative comment on fTeaching and Learning
programs in general, was that.there wer too many students
ncrammed" into toovnAny'prdgrals. That a level or degree of
mediocrity was "built-in" to too many courses because of
over-croyding, and that the Centre was sacrificing qualify
in én attempt to help balance budgets vith stqdent’s vfees,
Alternatively; nahy. considered that the breadth of program
‘and course offerings, and the general fie;ibility of the
Centré'; approach to Teaching and'Lea;ningf\and it;s ébility
to institute nevw courses "at the dfép of a 5&;," was a major

credit in the student's favour. : T

N . S
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Becauée of - the very. hidh standard ofﬂindividual~
student abilities, the tuition prqfess uassperceived to take
on a very individual nature. Many saw this aspect as being
highly desirable, particukary in the Visual Arts afeas.
Those mofe elosely associated ‘with Peffdrming Arts
~ considered that this same personal attention was aQailaBle

to participants in group work such as chamber music, ballet,

theatre and opera where the very nature of the -learning .

concepts required intense interpersonal interaction.

The face-to-face contact both formal and informal,-
" with world-renowned experts uae"genepally considered to be
one of the chief gains for the student. One respondent
referred to this as‘a master-disciple relationship,kfuhile
»oihers nade reference to the great art and music schools of
Eurepe in earlier centuries. The fact that faculty .vwere
peréeiied‘ to be ﬁpracticing artisans rather than'e;oistered
academics" caused thenm to‘be'eeen as truely resource people

and not merely instructors. As professional artisans they

were aware of the inportance'ofmthe market place, and this

marketablllty aspect of skills- development wvas seen by nany

 to be an area 1gnored by Universities and Colleges.

bAn unintentional spin-off of the narketability aspectw
was the excellent‘opﬁortgnity,students"h%& "to _be»voffered
.career positions in\ballet troups, orche“ as, drama_groups,
vafious studios and ‘the like by fheir-instfucters. Again,
since the -ajb:i£y of the faculty were predominantly engaged

in the “doihg" rather than in the teaching of Fine "Arts,

A

°
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they had in most instances, access to the work facility, and

many were perceived to have recruiting authorify. o

It vas' 'stated that individual mapnagers vere
responsible for developipg‘ the range of courses. to be
offered by  their particular division, subject to budget
restrictions, while the fgculty engaged had the prime
responsibility - for individual course content. Some Banff
Centre administgetive peréonPel were considered by some
respondents - however, to have more input into this area than
was considered.desifable in the interests’ of both course

[ o

content and public’re%gﬁions with both faculty and students.

4 . i

\
- Pre-packaged p}ograms . were - perceived by two

resﬁondents to be of more direct benefit to the
administration ﬂof the Centre in terms of qrganizational
ekpedienéy'an&zéfficieney_than to the‘students; for whom the
,preéared program - outlines ahd predetermined stages 6f
content and progression had a sfultiffing effect " on
creativity. Pre*peckaged programs were considered to
subjugate thef-needs of the student$ in favour of the.needs

¥

of the administrafion. : . 2

Evaluation

It was mentioned earlier-that’Festival was coﬁsidered
by the najorit} of respondents to be the culmination of the
Summer School activities, and some saw it as the culgination
" of * the ‘year's work, " since in naﬁy departments, much
preparatien for the Sguler’§chqol prograns was done . during
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the fall and winter terms. Some believed that to direct

Teaching and Learning \ programs towards a Festival
performance was ?in féct\ a . measure of goal-displacenment,
since the studeht's reason ﬁor being at the Centre was +to
develop finesse in estabfished skill areas, and not to
prepare a ‘"product™ - be that <ceramics or a theatre
production - ‘for show to the general publ%c. It was stated
by five respondents from all 1levels of tﬁe (intef;iewed)
hierarchy that wmany of ‘the greatest learning experiences
vere the mistakes.and the efrors, but'that'to display these
learning experiences,woﬁld be bad publicify for the Centre.
Too many people it was perceived gauged 'learning' by
succesé,- when in"fact it couidAbe argued that more worth-
.while information was learned in failure. It was further
BuggeStéd: that "ihgre was an Thnwrit%en and unstated
fequi£ement‘of f;cultygto produce visible output, and .that.

in many courses, to6 much of the program content was geared

\

towards the preparation of a high—@ﬁality product for
displag or éfesentation in Festival Qeek. It was suggested
that thé oriehtation of all classes ought‘to be: "Don't show
me what you can do; show me Qhat you canit.do," The Centre
ought to be secure enough~ahd'unders£add its philosophy well
' enough, to' ndt neéd to justify its‘existence'through a-
pubiic éisplay of exceilent vdrk, wvhen the-.real' learning

programs suffered to produce this excellent display, itvias

stated.

The positive response to this aspect of the Centre's
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activity was that any study program should have a point of
culmination evaldqtion, and that 11 students needed to have
goals and standards set, vhich must be seriously attempted.
Although it was generally recognized that Festival was an
excellent and imporfaﬁt public relations exercise} there
were real learning experiences t~ e gained through public
performance and public display. Pressures placed on students
to produce, and to produce quality were one’ aspect of +the
market reality which was an important component in all of
the Centre's programs. This respondent stated further that
an operatic performance was the.end of the (opera) course,
and that without it, the course wvould be incomplete, and the
" student's learning prograp would ' be similarly incompléfe.
Learning to produce in front of a critical audience and
leérning to empathisé with that audieﬁce was considered by
some respondents to be either extremely  important, or‘
essential for the stage performer. This analogy was extendéh

to include other arts areas as well. v
e : : o
Winter and Year-Round Programsg

specific detail of internal course evaluation was not
given by any respondents, other than recognition that this
was the responSibility of individual facultyff

o

In the light of the foregoing; it can be seen that
some respondents had qfalificationégto make as to ‘how well
they perceivéé the Igntre to be meeting its objective§‘f
relation to the Teaching andlnearninq prograns. rQ%L“g 3
the above comments répréseptédga:eés where it vas/;g;'

[ ]
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improvenments to the existing ~Teaching and Learning

activities could be made.

The great majority of respon®es t6 the questions

asked related to the Summer School programs, and in many
instancés clarification was so * as to how (or whether)
responses gJiven were appropriate +to the winter and year-

round programs as well.

Apptoximately half of the respohdents considered that
“the winter and yeér-round programs‘did 'not draw ﬁhe same
univergally. high-calibre student, or the same international
faculty, since in both areas,” these personnel ;ere not
available to the same extent as for the summer pgriod. Five

or six respondents gueétioned the ability of the Centre to

extend the Summer School expefience to become a year-round

Fine Arts program as was envisaged. They questioned’ the

Centre's ability to attract the students and faculty .in

appropriate numbers while maintaining the present high-

standards. Some ~few others questioned the ability of the
" faculty to produce the high quality course content
contihuohsiy over a teﬂJ‘pF twélve ﬁontﬁ periodr_fhréé or
four peréons beliéved that the present mix of conferences,
manageﬁént studies and fine arts oﬁght fo be basically

retained.

)
’
’

The total number of yearﬂhouhd and/br winter session

»

's,udents"uas currently Slightlx fewer than.‘ighty,‘whereas

the annual Summer School enrolment was in excess of twelve

~

AN

f
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hundred. A few respdndents felt‘that it was difficv’t to-

make realistic comparisons between the two programs bccause

so many of the variables were éompletely different« .. _

Evening_Community Classes

Approximately half the interviewees believed that the

Centre was unlikely to attract many more Banff residents to
the evening community programs and that little more in this

area ought or could be done. Two or three perceived that

community interest was developing continually and that these

' -
courses would continue to expand.

»

More will be said about evening community programs in

the subsystem dealing with the Centre's relationship with

“the community. Those respondents who considered the Centre's

objectives to the Teaching and Learning program in relation

to evening community,classes,Qﬁtated that +the standard of
program and the «calibre of student were poorer- in quality
_ N

Y - . ) .
than were those factors in the-5ummer School programs. 'This

same poorer °‘quality and less effective achievement of

objectives vas considered”by these respondents to similarly.

apply to the 'yearfround. programs, though not to fhe same

extent. Fears were expressed by some that _this would not

«wChange dramaticaliy when the year-round Fine Arts school was

E

" instituted, whereas others were confident that within a few

years of the implementation of the year—réund programs, :the

. :
present disparities would disappear.
All resgﬁﬁdents~sau the Centre,as being in a phase of

b
L/
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transitic .. About eighty percent of respondents r-~med to
feel gene.-a’ sat. .action with the planned changes, though
as has been indicated, many expressed concerns about

particular aspects of the existing Teaching- and Learning
' ]
programs. Some further qualification to this section as the
!
‘output' function of the organization will be presented in

dealing with the other s€ix subsysteas. e

Q

Subsystem II - Assistance fo.Iegching and Leafning

1

The focus of this subsystem is on those factors which
directly su,port the teaching and learning activity as the

primary task of the oréanization.

This "assistance" incorporg}es both physical and
operational factors. Rhysical facilities include wvorkrooas,

classrooms, library, theatres, dormitory and dining-room

. accommodation, and the comfort and convenience which these

things provide, wvhile operational facilities include al}m_

administration- prdcedures such as registration procedures,
‘studeng and faculty auditioning and/or screening, personnel

and student welfare services, and countless other small but

o

inportant functions which collectively ensure an eamotional

.and physical environleq; that is conducive to the

- &

achievement of optimal: professional development in the

-

Teaching and Learning programs.

- The questions directed-to intervievees appropriate to

v

this subsystem were:

(i) iﬁét>‘assistance does . the Centre;provide‘fOr its
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Teaching and Learning programs?
(ii) How effective do you perceive this assistance to

be?

After lakinqv specific mention of the importance of
expert faculty, the general perceptidn of phygical
facilities was fhat ﬁbey Qere excellent. However, twenty
persons acknowledged that certain departments ‘were less .

ve114équipped than others; and wmentioned +he need for a

‘recreation complex. With regard to operational ‘assistance
there was considerably greater diversity of opinion as tak/w

- how well or how poorly the “Centre provided assistance to

ﬁ.sfgfint -q'd-faculty;

¥ vty _
A ‘SlIll&T disparity was registered to the question
| . o
directed to the @ffectiveness of +those support functions

perceived to be of fered to assist the Téaching and Learning

prograas. o

- b 4 )
Centre as ‘gata; yst

One oggthe senior .administrators encapsulated' the

comments of many respondents }in .hi§ &escription of the
Centre as being a catalyst to ;be Teaching ‘and Learning .
activities of Vfaculty and sfudents respectively. _This‘
comment vas qualified by adding that the sajority of the-

lundane external concerns had been successfully and/or .

adquately “aken care of"fof.exalple,‘because the ‘food vas

‘inexpensive ahd nutritions, students did not need to go doyn

to the *ovn to supplement their diets or their tastes.

N

bl
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appropriate to this subsyten.

"o 63

Theretore students could devote thelr time and enerdgy to *he

study tagk entirely, rather than concerning themselves with
) 2

“Herzberg-type" hygiene factors, it was suggested.

/

Jlany respondents considered that one of the aost

~important ways in which the Centre assisced the individual

student in bhis learning program ‘.5 1" *i: provision of
opportunities to mix ‘with fellow stur-n:-s of a1 Ar
interest and ability and that one of the best lea: - j .

experiences was the pitting of oneself against Ehe exper .i1se
Oof one's peer;; the' Centre's students were. predominantly
alfeadﬁi§killed,v(if not expert at their pariicu;a; craft or
arts ficld,) they provided a unique learming envigdnlentA
vhich few, if any, other educational 1nst1tut10ns ﬁin fthé

area of Fine Art could match.

Bsychological Anticjpatjon

Although faculty wvill be considered pﬂbdonlnantly as

a resource in this orgamizational analysis, many respondents

~made specific reference to faculty in answer to the questlon

& ’ ~

Comments about the quallty and stature of faculty as
teachinq and professional ,artlsans wvas for the lost part

dlrected to the Teachlng and Learnlng subsystenm questhnsi
R Tl . ; - . LT &
- . ,(Y L= - :i/ . X

In relnforcing Q%tlggr%miarks made about *’ the -

importance of expert fachl; ‘any respondents spoke of thﬁ -

”teputatlon the Centre had g&atnﬂ (a few g%alifiéd ﬁﬂis as.

being "lnternatlonal") hltanse~of its "top—flighf" Caculty*
. / ,

| . - . . . Co. L
,» ' i ! . PR : a -

/
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.and the consequent quality of the work produced‘by the "Fop—
flightn sfudents. This relationship gave an ‘enor;ous
psychological boost to both students and faculty enteiiqg

"> various programs. Both came to _the céntre, it'fuas
p-+Ceived, with an air of pbsitive expectancy and a'feeiing
of anticipation that the programs in which they would? be
- engaged would be poé&tivefy stinul?ting and very product%ve.
This psychological attitude was considered by'méd? to bé of

|

significant assistance fto.all involved in the Teaching ‘and
. ' {

Learning prograas.

Next to expert facﬁlty, the majority of rQSpondéntS'

considered the greatést. assistance to the Teaching and

A : 1

. ) e . i
' Learning programs to be 1in the provision of exce;}gnt

physical facilities. Most respondenféw illeaiately refer%ed
to the excellént’ and fully-equipped theatres and the ﬁev
‘visual arts wing. There.vére} hovwever, - comments about the
ihequality of facilities available fhtoughoutvthe Cent:é's
teaching aféas. Partigu;ar mention was made of f@e
photography department and shortages pf music practice ahd
rehearsél rooms. Equipment within all teaching areas w%s
again described as very good but thete vas need to update dk
initially acquire'équiplent appropriate to the'néeds‘qf thé

‘stnde%ii—i?d faculty in certain departments.

Comments regarding the library were nostlyA negative.’

Remarks hout the "absence of a Aibrary" indicated that at

. N

least tvwo respondents vwere unaware that such a service in

any . form existed. sSoge respondents spoke of the-pbor and
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inadequate range of suitable texts avidilable. One described
it as'_gnving the appearance of a second-hand bookshop; new

books were believed to have been purchased with the overdue

fines and the petty-cash.

cholarships

Schoidr;hipsv ioffered : by~ the Centre, vwhich 'one
respondenn estimated to be of the value of $75,000, were
perceived . to be of significant assistnnee to a_grear number
of‘students. It was considered by another intervievee,
however, that this money (peroeived /to be predoninantly
giftsx ought to be invesfed annually and that gcholarships

. be awarded with the interest that accrued.

‘One  third - of respondents believed that the

ncdonnodation offered to students and faculty was excellent

in relation to the pet*unit cosf and the individunl's
requirements. Others, .however, spoke  of . overcrowding,
.particurarly durinbithe summer nonths,_and of the inadequacy
of éound—proofrngﬁl there had been complaints from both
faculty and students in . past 'years. It was .etated that

current - renovations.-included sound-proofing in certain
dorlltory wlngs.
,: ;; 74

A
. r

fﬁi Mention was made of the lack of appropriate .and

_ ﬁg%iﬁuate faculty hou31ng by at least flve.people. The Centre

. .
vas criticized by some respondents for "poor physical living

condltlons" wh?h teachlng prograas were considered taq be so

good. The adn%-‘s&ttéon h!ad failed to nwmzintain a balance

e
b
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between the two it was stated.

Festival
The FPestival ‘;as described by about one third of
respondents as being of significant assistance to Teaching
and Leafning programs whereas others perceived it to have
just the opposite effect. Those who believed Festival made a
positive cdhtribution'cdnsidered. that students were made
aware that thcy wvere working towards a point of final
%
.evaluation in.their courses thch involved a public display,
be.that Ain-the form of an art shou,-a theatre producfion or

-

something else.

The student's knowlédge of _ this performance

)

requirement wvas considered-to be a significant udtivatorfand
incentive to“ strive. for personal ~‘and/or collective
excellence. These peoplé beliebed that " this type of
cullination exercise was an essential aspect of the learning

program for the aspiring. or practicing artisan.

Three or four respcndents described the vhole concept
of display as @ false learning goal; too often this 1nvolved
some’ degree of "faking" to satisfy a "non-artistic public."

~These interviewees considered that the Pestival involvement
placed an unwarranted strain on 'students, the preparation
for which.;;eﬂded to interrupt the real and continuous
lear#iﬁg procesé.' There the Pestival was - viewed as- an .
1-pedi-ent rather thdn an assistaﬁcec.goi'te&ching -and

-

learning.. .
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The twenty-four hour accessibiiity to studios and
work-rooms was considéreg . by some  of the senior
. , o

adninisfrators to be o&‘gréat aésistance to the .students,
and a feature>unique to the B;nff qéntre. It was descfibed

-
as providing the opportunity to ‘"create when the spirit

moved."

The campus shop was perceived to have been previqusly \'
both poorly stocked and too expensive. However, it was now
in the procesé of beipg refurbished and it was_ hopéd would
no longer be the Soqrce of Student _frustration and

administrative embarrassment that it had been in the past., -

Ope;agional gdlinist;aiigg R

,
The administrative organization as it affected the
‘student was percgived by at leaét twenty~five percent of
respondén£s to be of insufficient support.for“ thé"learning
progranms. Regisfra?ion 'prodégggésgﬁe;e cfiticizéd as being
unnecessarily ¢onpléx and (oneuéespondentibelievedx elicited
information froa studenfs oérwhigh the Centre made little or
no use. The lack of a bhétqcopy’machine for studentf§, use
vas 'described“gs -an unnece;sary'"hnxiety,".and encouraged
studénts to try to use the office machines. StudenfrserviCes 7
in 'général vere | variously aescribed as "non-existent,™ ’
"atrocious,". "poor" 5Bd ﬁinproying." The recent appéiitnen;(
of a Student §ervice§ Cooidinator was-seen by most to be ’a‘*
posi;ive.step towards dealing with a perceived problem’ area.

Senior management personnei in particular referred to his

s
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presence and indicated that much activity on behalf of

students was now being attended tdg”

o;ientation informaticn. for both studenfs ahd faculty
was considered to be poor. Student personnel services were
described as inadequate. Few respondents knew of specific
activities conducted/j;} the Centre td assist stuéents td
settlevin, to develop‘a social empathy with the Centre, or

to promote social interaction.

-
Oone respondent believed that there was much student

-sufferihg‘becauSe of poor ad!inistrative. support services
and that this wasfa\sfate of ignorance of need'on the part
of administrafive'personhel; fhese“administ:ative annoyances
and oversights ueré pefceived .Fo  bé very défri-eq§al to-
studen;'s learning.v ptograms, both through phyﬁical
incon?énience and mental éhxiety, ' )

Meals 'prbvided .5y -tAe centre were pefceivéd by
virtually . alij fespondents "to be of gpod gquality,
. inexpensive, .and of fair to good. variety. TJo‘.peAPle"
‘c0lnented on the ngegito change tﬁe medl-ticket‘proéedurg

but no.suggestion vas.given'asbfo vhat-change ought to be

made.

9

One of the Associate Directors eiplained that the
need to ensure ihat all progréhs were fully enrolled :forCed
the Centre .to continually evaluate the ‘quality of both
préséhtﬁtién lechnique and content. 4Another .adninistratorv

comnented that since teaching programs were as good as they

&
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v

were, it followed that support services were appropriately
satisfactory. There were one or two areas where more could
be done, but by implication the assistance the Centre

provided to its teaching and learning programs was good.

One of the managers countered tpis comment by stating
that the Centre didn't offer the quality it might because
it's programs were too diffuse which spread expertise too
thiniy. Anothér believed that the Centre was trying td‘do
téo much with too few staff and .insufficient money; as " a
result the faculty wefe over-worked, and the studeﬁts

received a poor quality of teaching programs.

A more "open-line" between Summer.School faculty and

the Centre's admihistration was claimed to be essential if

- the annual ccmmubication gap was to be closed. Those who "do

2

..“ N R
it" and those who "run it" were described as being "poles

apart." It was perceived that this difference in approach

could not possibly assist the student's studies.

'

A number of respondents believed that many of these

Student -and faculty frustratibhs required a change of

4.
ol

atfitudé on the part of the administration, an awareness of

';the needs of students and faculty in these areas, and

appropriate vdeéisiops and policies to rectify  this
situation}i It was perceiveg:that many%g those ;ould cost
little or nSghing to impleqént; although they may entail
some measure\\pf initial inConven;gpce, It 'was ,furfher

. \ . ' ) .
perceived that niey measures would need to be taken to

-
. . . - e .
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gssisﬁ both students and faculty *to create a happier and

more productive environment.

Another respondent mentioned the need to be able to
devote more time for personal consultation with staff and
students because the growth of the Centre’-r had reduced the

intimacy of the entire operation.

It was belieﬁed that faculty could better assist

students with their studies if they (faculty) had more —time
B ' !

. to pursue their Zun projects and were allowed more time awvay
\
c

from Student

ntact."Greater opportunities. ought to be

provided for guest instructors whigh, it was -perceived,

\

would greatly assist‘the,learning programs of the students.

\

S . )
A figure of seventy percent use ofr regular instructors a&nd

thirty petcent of guest instructors was Suggeéted. In this

uajf students would gain from a different approach, anh

permanent instructors could mentally refresh themselves.

A further perceived short-coming was that often there
were wide philosophical differences between faculty in the

same arts area and that this gpmetimes led to difficulties

L4

in working together.,0ccasioh§lly faculty were very narrow

in their approach and attitude to their work, one respondent
suggested that "their" way was ‘the right way. This alsd

restricted the studentfs creativity.

The environmental setting of- {he Banff Centre wvas
mentioned by the najdr;ty as béing of dgreat assistance to
apy'teaching and“leatning program. Some students and faculty

)
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returned year after year to be in the mountains.

Subsystem IIXI - Provision and Distribution_of Resources

This subsystem is concerned with the procurement of

resources to ensure the achlevement 0f organizational goal

and  the surv1val of the organization through the planned
dlstrlbuQ;on of“those resources to thé various component

parts of the organization.

Th Lesources to be discussed in this subsystem are

‘more spec1f1ca41y financial and human. Flnanc1al resources'

involves the acquisition of monies from varlous external
sources to ensure - the economic viability // th
organization. Human resources refers to the procurement and

utilization of adninistrative, _academic, clerical and

service™ pérsonnel’for the effective and optimally ‘efficient -

Conduct of the organization. Interaction in this sSubsysten

-

is both inwards- and Outuards-looking with fegard to

resources.

‘The questions asked of intevigwees_ appropriate +o
this subsysfem were:
l(i) Doss the  Centre obtain adequatsrresources for the
sonduqf%af its various programs?.. |
(ii) What de;;éiencies (if any) do you perceive in the
provision of resonrces?
(iii) How ' effective is the centre in the distfibution of

these resources? ' : -

>

.The najbrity of respondents perceivedithat the Centre

[
>

’



- thirty percent ($1.8 milliomn) for ‘;he currént year. The

72
was é??femely uccessful in the acquisftion of -expeft
féculty frén virtﬁally ali ovef ‘the world as tutors gnd
instructors fdﬁbgﬁs varioﬁs programs aqd'that ihe Centre was
well served with janitorial and kitchen staff. However,
there was less ‘unanimity uitq respeck to clerical and
mi@dle-mqnagement personne;, and a. few respondents
questioned the wisdom of haying adminisﬁrative personnel who
lacked personal skills and/or training_in fide Arts holding -
positions of authority in these teaching,'and 5earning
departments. There was a perceived imbalancé/of input into

' ' ' %

5

Teaching and Learning programs. with an excess by the

administrative, non-éxpert department heads, as against thé

expert artisan-instructor.

, oy, ‘ e L
With regard .to finance, it was unanimously perceived
that ®the acquisition of funds had been greatly improved

since the@arrival of the present pirector, notably in  the

'

area’'of Provincial Gngrnment Contributions-where the figure(TK;

had risen from approximétely'two percent to approximatley

«
majority of respondents recognized the importance of and
need for the approximately sixty percent of +the Centre's

revenue ‘which comes from the activities of the Conference-

_division. Some, concern was expressed about the possible

,dfiplacenént of goals away from the Fine Arts area which vas

non-economic in operaticn, towards the conference division

vhich provided the operating cost of .the Centre for the

-

’ : 3 i . ., .
greater part of the year. The Centre was, agpd would continue

\
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to be a "School of Fine Arts" and "Centre of Continuing

«
Education" rather than the ®mpanff conference Centre."

To the question of possible deficiencies in the
provision of resources, three or four people mentioned the
fact that a new lease Was currently ibeing prepa:ed which
ﬁquld alter the operation of the centre from a predominantly
Sumger? School Fine Afts Centre to a year-round Fine Arté
Centre. Such a change Nwouid entail the "réising of the.
preéent Provincial'quefnment’gr%nt froh'appfoximately on;?
third of the Centre's‘Opéatiné cos . to ;approximately -two-

* ’
thirds.‘ This proposed increase in Fine ArtsAactivity would
naturally decrease ¢the amount of time the - Centre's
facilities would be available fornthé Conferencefdivision
and theréforé a 'conséqueqt cigss of ' revenue - fiom the
Conférence divisibn“vouldrbe/sgétainéd. Some;respondents saw
‘this situation as potentially cri;ic&l for  the }futur

stability of the Centre. These rTespondents éualified that

the demand for conference -spacé “was stable whereas the

, - *. : B
student response to year-round Fine Arts programs was yet to

be determined.

s

"Hhile all respondents Percei(éd that current soutrces .

of revenue were 'copsidérably improved over those of past

years, a few considered that more sgecificgapprddches ought

to be _made to both mU;tifﬁationa;.congprations and privatei
énterprise‘frf noﬂetati_dt néférial;igif€s ﬁo- the Céqt;e.
These gifts~ cchld be used t§‘oveféoméfséfi9us shprtagesrof
physicaln'féciiities¢  notab;y 'héuéiﬁg;-for _ad;inistfative

b}
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personnel, visiting‘ facu}ty and V.I.P. wvisitors, and a

recreation coﬁplei. Hany respondents recognized the

entrepreneurial role of the Assoc1ate Directors, ‘however one -

3 LAl
suggested that  a particular person, or a mini~-department

ought to be set up to seek finan¢ial aid .for specific

equipment for the gentre: . a dark room for the photography

. ~ \
department, new enlarging eguipment, or a camera Oor two. A

number of respondents believed that much more could be done

in obtaining resources. One senior executive consxdered that
- (Y Lx“ “K)“

too much modern eguipnent removed the need to be creative
. A

A

and pioneering. A : .,

There = were many gualifications_e;pressed ébout‘thev
distributiou.bf both financial and humaq‘ resources; ‘these
vere both positive and negative in charecter vérying from a
considered "fair" and "equitable" distribution of both, to a
perceived "unfairh'and "ineguitable"‘distriPution’.of fboth,

whereby some'departhentéé’ere perceived to be‘extremely vell

equipped ~With both personnel and facilities, whereas others

, ' v \ .
‘were poor by comparison. One respondent considered - that

- i . ¢ : ’ . - :
allocation of resources was based on either nearness to:the
. ) » :

"real%r decision~making levels of the administration or on

(3

the principle"of,the "squeaky wheel getting the .grease."

‘Anoth'er believed that allocation was based on a false

' assuhption "of needs and that philosophies on resource

distribution were in dire need of re~appraisal. .

Financial c¢ontrol was described by one respondent . as

&
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‘haVLn ”{ﬁgem streamlined to '%ﬂe point’ of nou be.ng very

E T'Qt. Scne others belxeved houeVefithﬁfitop fev of the
Y ~T o w ‘q‘ \4,‘" "o .

? "','Ce'ntre‘c’s 7 adnlnlstratlwe ’, perscnnel & tl;eg’hate formal

and that

r.‘ «} el

the Centre's &inaﬂbe systels vere, fafdftoa adequate for the.

N fi
size and dlvet51ty bf the cent:e's opepat;ons”“

accounting

“tﬁat it'had not only falled ta keep
/ i . ' _‘.'

4

theadeveloplng‘conplexltyvoﬁ the Centre but uas in

‘bace vlt,

“ fact now,’
T

- the ty’f»&; of control"' tha ‘,was needed.

& ;
. e é? __‘
R | number ot'people &eSCQLbed ‘the departneqtallzatlon

‘.,"_, N _&:A ‘_ P —ﬂ'b“'

: \( vt
s of theyaentre lntohceparate andlflianc1ally autononous units

Y as,afiajor step forvard 1n ;decentra1121ng dec151on-mak1ng

l : r

o

Tuo cdepartment. nanagers Were; satlsfled with the budgetary

freedom and responsxblllty that had been delegated to thel,

‘par&&cularly in the det?rnlnatlon of monetary - allocatlon
within thelr own departnents. Another 1ndlcated, houever,
that although budgetary resp6n51blblty had been delegated

‘ down from higher 1evelc o. . the vhlerarchy in theory, .

-

'practlce nanagers were not only obllged to Hork within gulte,

G

rigid guldellnes but that sdne of the."lover-level control™

part1cularly recelpts and 'expendltures. . One respoadent

-~
~ e

‘believed | that only the drudgery and the hard uork of budget-

control had been delegated and that actual control stlll'

- v

cﬁﬁttol away from the Dlrector and the Associate Directors..

. was Stlll .very flrllg (heldﬁ3by the . senior execut1ves,~

"
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rested with the epproptiate Associate Director.

Some respondents believed that there was inadequdte

finance \ellocated to prograls or depertlents and that
[0 ’ : ' i
R .

budgetary controls were tdou :191& fotqugf faculty .on

o

occasions to pay for leachlng ‘materials ¢

ed by two. or three

,;

thelselves. The adllnlstratlon vas descri

y ‘

respondentﬂ\ as belng "relote ﬁ?ﬁi the?hactual classroom
o S . ; :

51tuat10n" uhen 1t came to budgetlng.‘ Othérs spoke of a

fundalental- 1nab111ty of the adninistretibn to appreciate

the meg%% fbg, flnancial flevalllty vhen deallng vith

artlsts.'t , @, .

Facnlty had been knoun to go to janltors, iechgiciahs
) g @ e .
or groundsnen for assistpnce Hlth particular"problens

= —

because "reasonqple requests"'_gg, admlnlstratlve personnel
FR

- had beeu dlsallowed..

- B

; ) £ & o -
,‘ 0 ) N » “’?k“'( ‘ -
conference contribuytions fﬁ%j
. - ) s

- All of tpe t}enty-fgugcrespondents were aqe e that
(.»\,” \ kT - ) ) . . . . ) . 4 . ‘ ‘ [
the 'bulk of the Centre's operational costs were earned by

- the 'Confetencé' division~vhich&:es describedsas having high

- earning capac1ty and-small expendlture as fﬂalnst the Fine~

7 qi -

-

Arts prograhs vhich had snall earnlng capac1ty and very high

exp%gdlture. T e'»fraglle ,nature of the Centre's fl'

~

state was outllned by. one* of the» senlor executlve- cin”

descrlbing the effect“qf conference cancellatloﬁs. These e

o

. ;were.causedsby~fac+ors‘beyond the@ ccntrol of ‘the’ Centre,
such as iair sc.ikes, insufficient registrants, or bad
T ' g : T

) . _, i k. . . L
. ) - 'ac ' %~. -/ . E //,‘



o 17
| "
yeath?r which had on occasions prevented groups  froa

. arriving.

Tue Centre was described as aating nuch.internal

flexibility, particularly with regard to c}er;cai staff, for
\ o

temporary transfers from one department to another to peet

dead-line pressures. However, another respoﬁdeat considgred

that there was much inter-departmental competition; that the

\ . _ . 4
Centre had. resources which were not adequately shared.

Paculty engaged by cne department were unavailable for wuse
o in other departments. ..."our selfrsﬁneés keepsmgs apart;and

ViIT not allow us to achieve our .potentiali® /ﬂ o

w ;
{

A number of respondents con51dered that faculty uere

overubrked and that‘ as a resource they were belng "burnt-
“h4

out." Because va past successes the admlnlstratlon vas

accused of a "let's do nore" a‘ﬁtltude, but that this "more" ‘\
' i ‘J“c; ‘w ) o -
vas ‘extra work’ for th@ sale fﬁculty. Some ‘respondents feared

that unless the Centre drevaup i?new pollcy with regard to" -

the .uorkln .condj tlons of fa. Yo both summer school and,
3 Ea 3

year-round, the .Centre would uevelop a reputatlon for

ogld

inConsiderateT treatment orf &}s staff, wh ch 1n t

lower standaan i all departnents.

@6’ %l LT T ¢ T N _

: i ) S o S hd

cCco datlon . z ' P, 2 @ e '
).\ . The 1ack of satlsfactory acdo:ﬁ%dation for éaculty,

s partlcularly those Hlth falllles, vas c3n51dered by some ,
respondents to be a factor vhich,lilitated agaf st gettlng
optimal effectiveness. fron.faculty.10tﬁer’respohdents made “

‘ o SR T ¥ T
- § . ¥ . .
- b \5’,;, :
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. of the personnel and functlons as a support subsystent

Y/ 78
similar comments with reference to permanent .administrative

staff. The lack of adequate housing both at the Centre and
in the Banff‘toun was blamed for the high _turn—ouer in
nidule-nanagelent and clerical staff partioularly. ‘Hore
staff nould consider permanency of employnent at the Cenrre
if Dbetter housing were available. Some respondent5~believed
that many excellent faculty would not return in gﬁnsequenf
years because of poor accommodation. Others pointed out that
some faculty returned year after year because of the
3 : '

excellenL/uorklng condltlons, the. general environment and

K

the‘oallbre of students.

Subsystem IV - Maintenance

d

‘The naintenance . Subsysten is directed“ttowards

‘Bymaintaining stablllty and predictability  within the

organization "’and the deveiopp;. of an - individual
ic i

organxzatdonal 1dent1ty. The dyn is to préserve or

—_—

maintain a steady-state of equlllbrlnm. In a healthy,gviable

o~ Q. \'

organization thlS génerally takes the form of preservlng the

‘patterns of existing relatlonshlps by, makrng 1nvernal¢

R

adjustments D‘to cope with internai or{'external 3hanges

affecting the organization. This homeostasis is closely
| Ny . | SRR - L L
associated with the total maintenance concept. : SR
A N - L .
In open systems such ;as‘ educatlonal organizations,

maintenance ‘has nuch to do wlth the needs and relat:.onshlpé9

w i . N .k
Halntenance is concérned nore spec1f1cally " with™ the
:‘u . : - , . {r‘ . ~ "
& ' - N S o
R e e e

. I
SE , : . . ( e e

C e,
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needs of the organization's human resources and is concerned Q

wvith morale, job~satisfacﬁion, job-clarification, a sense’of
identity with the organlzatlon and -‘an empathy between the
1nd1v1dual and his job. ﬂalntenance is associated ‘with the

individual's need for. self-esteem and vith his striving

.towards self-actualization..

“

Organizational identitp is strongly associated’ with

"thé deliberate and systema' .¢ steps which can be taken to

ensure that the unigque characteristics of the Banff Centre

are not only gaintained‘ but are further clarified and

developed. )

B3
.- ”
o L»; .
EY
N £

...although there "appears to be no direct relationship
between morale and "organizational goal attainment,
...1t is prota -that adequate attention must be paid
to the basic social system needs of‘the organization
as a prior condltion of effectlveness.

i S

+

OHens'(1971:56) shggests that:

)

This clarlflcatlon and ‘4 elopment, it is suggested will (;\

come 1argely through the: attltuﬁes and - perceptlons of. the

ey

personnel. 9051t1ve attltudes uill llkely lead to greager

efficiency ang“effeqtlvgnkss of operation.

v
%

: RECE .
w0 . RNTI e
PRV

vt

) "_'N‘:i . . :‘,’ ‘ - . B .
"The questions asked  relating to this subsys:em were:
: . - ' . ¢ .
(i) What steps are ‘taken by ‘the Centr to. ensure

g organizationalvstability? R R
. p T LN :

(ii) What actlons are taken by the Centre o;deveiop;job

~

satlsfactlon, prlde of assocxat&on andsf"esprit. de\
. J . P . .
N ‘ Q .

corps?n. a ST s R S

R . o . 4" : ‘ _ oo N

-(diii) How effective is .the Centre in this area of its

e . B [ . -

=)
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operation?

The ansvwers to these guestions tended to be either
. "‘

strongly - pos&{ive or negatiwe( Relatively few respondents

le ground. Iﬂterviewees tended to perceive

held to a mjg

e *

.that ‘elther much was done or that Very little was‘done in

the general area of organlzational maintenance. YT";{
A,

-

‘V‘ ‘9 ¥

. : . -
All respondents acknowledged tha't the Banff Cen&re_,

>

_Some regretted that the name of the Centre had been changed

to exclude tbé‘vords "Pine Arts" in that they perceived that'

only those who had had prior -association with the Banff

vG@ntre would know that it was‘a "School of Fine Arts~" that

the present title of "Banff Centre" could mean anything- to

@

those unfamiliar with the nature of its,operations.

M

.-/ ' Those respondenfs vhose perceptions of current

™

o

organizational naintEQance tended: to fall Elgkaward the
< ) b..;l

ng%ative end of a- cdHEEKEE@ believed that the Centre's
~ N .
administration ﬂid very little to improve job satisfaction,
morale,~_role claniflcation or "esplrit de corps." Those who

adopted a more posxtive approach tended to agree that much

more. could and shauld be. done in ‘this. general ‘area,.
‘#

‘a

Affiliagibg;Alienation N o '

Hany ‘vrespondents" in the ,uppervechelOn of the

-adninistration believed that luch vas alreq§§ being done in

\)

the;h-overall area - of organizational naintenance."The.

' reorganization of the organizatxggal structurev 1nto semi-

. - N P

2 ‘ - - 80

-

’

had made a unique name for itself in the world of Fine Arq§—b

o~ -

~, .

k

L 3
Y

LR
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: {
autonomous departments was seen by about one-half ofjthe
respondents to have provided employees with the  opportunity
for a closer affiliation between their individual work
effort and the activity of the particular departnent.
,kowever, a number of other respondents felt that just the.
reverse had been the result. Many employees felt alienated

from the Banff Centre ‘as a total organlzatlon and, encased

_within the operatlons of a single division which had llttle

-
% -.

interaction with other departments, there was little
opporturity to interactruith the rest of. the organization

within the work context.

Asidelfron actual organizational changes of this type

which were more specifdcally geared{tovards efficiency of
) ¢ v

operation, or to he Teachlng and Learnlng programs as the

"product" of .the ntre, most respondents belleved that very

o

llttle was done

oy

the Centre to'speciﬁdcally-deal,wlth job-
- ) '

. . . N PP P o
satlsfactlon, morale or affiliation. ,

A number of respondents belleved thaththe Centre was
L .

Stlll small and informal enough for personal contact and.for'

" an awareness of the personal concerns of_ enployees, to be
: e

knounﬁuto all. As ‘' such, problems and eeds were seen and

~

~dealt vith at a personal level as they ardse. The zsa@%
respondents : perceived' that the internal communications
procedures uere "thoroughly adeguate" for keeping everyone

lnforled of uhat vasQ:01ng on in any departnent and of the

A

act;v;ties and dec1510n be1n taken-hy the organlzatlon at

o

large.
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The Banff Centre was described as a fraternity in the
sense that it had a personal regard for the velfare of every
employee. Another spoke of it as "one big happy family" even

though ‘there had been great expan51oﬁ of the operation in

¥
recent yeart&

“

Not all members, houever, shared that same~optimistic

view. Another described the Centre as - 'having a remarkable
»
opportunity to get a real commitment from its

i

Although the environment was excellent, the activities

exc1t1ng, and the quality of its programs'could hard y be
bettered anywhere, yet as an organlza+1on..."the Centr is

chronically unhappy."

At least twvo thirds of sthe respondents considered -

- - : o
that morale was low and about half felt that frustration was

' high. Some described morale as fluid in that it-“tended to
rise and fall, subject to internal crises. Some believed
s // " , R §’~ R

that morale was "improving all the time," and 'others

descrlbed. ié as "good" and "quite high," or "appalling” and

Ychronic."

respondeg; belleved that 4'£heu‘ upper echelon

‘L s <

personnel ws%% §xncerely %anare,of the lowustate of morale,

fﬂﬂﬁ thatnvtﬁe Centre did not really seek- feedback fron the

adnlnlstratrgn B ay:'$el afraid-‘of what"t might flnd. Th

dlrectq;s' doors vere supposed to*ﬁbe-iopen for diSCUSSlon
L) ' 4

e Hlth hlg ‘on any natter uﬁatsoever, but 1tuvas%perce1ved by

S .
' . . s

- - ) 1Y : : . e e : P PR
P &"‘ S i - T N ”» y e . _’J oo

staff.” Th;s; conment ‘was - guallfled by addlng that the,

qpyn )
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L4

some respondents that this was not the ca:s in fact; the

line of communication for ' complaints was\yp through the

various levels of the hierarchy and that at agy point,

{
communication could be distorted or cut off at will.

communications

™~

. The Communlcatlons Department was described as being
mlsnamed and mlsplaced in that its functions tended to be
external rather than internal, and that hav1ng been pushed

o

off into a dormltory wing, it was very much "out of sight,

out of wind." It was considered by a number of intervieuees

that "Communicatious" should have an open office in the
centre of the main building, for maximum accessibility to
-.all that went on in the Centre as communications[ "input,"
and for‘the more'GOnvenieﬁt "outputh" of that-information to

all parts of&the Centre.gg

v

4

‘! 1nf6}tat10n on all aspects of the

._7.

Centre's act1v1fﬁ§§-‘gu that thlS 1nformat10n should .be

x

: "%and more complete. &

) @71 S : : ' I

. Some other{f rESpondents felt that communication

vprocedures had not bee

the receipt  of infbrmatf

I

from the urong source or by the
S

wrong method coqld be very dlsturblng, and was percelved to

be a source of great unrest.
. -

Regularly ;scbeduledigeetiﬁss;were considered by some

fupper—level adlinistrative persoﬁnel_ to provide adequate

&"ﬁr . e T -

fbrmallzéd. One person ~stated that

&3



information givgﬁ out at a meeting was what that meeting's

“ , . | ai ‘ o4
opportunity for the dissemination of information, -‘both

general and specific,  and for the aiting of

misunderstandings. It was stated that the machinery for

» A0~

ensuring that all employ@égaéould be well informed on the
"public"  infrormation and activity of the Centre was

established.

Concern was expressed, however, that effective
meetings vere reliant wupon staff not'only divulging the

information they had, but in pfoViding it in a factual and
' )

‘complete form. An opinidn was expressed that too often the

2

Y

members would ‘expect +o hear, whereas that divulged at

coffee sessions sometimes had a changed emphasis.
3 ’ B N

L«§253 middle-management personnel believed that there

A

vere +too many meetings and that not enough "real" work was.
being done by the senior executives. Too often middle-
management staff were required to make decisions which were

F

not within their defined responsﬁbilities,“ and besides

gl - - .
ﬁ?ﬁsing unﬂEE;;Eagy tensions, ‘there developed the belief .

that they were being underpaid for responsibilities for

which they were held responsible. | .

Overtime and Salaries

There vgé strong feeling amongSt many of the non-
executive persgnnel interviewed that time-off in lieu OJf

paid oveq;ime"vas an unfair form of reward -for édditionql

£ .- 3

&

' hours worked over and above the normal work-week because -in

—~



4

85

many instances, there w&s no real option as to whether the

overtime would be worked It was stated that  many . peoplelJ
NP

were obliged to work owertime where Pressure to meet dead-
lines was .involved. A number of respondents believed that
there ought to be a choice betueen'being paid for overtime
or taking time-off. Some considered the administration was
.taking an unfair advantage of the whole overtime question,
since employees vere hardly in a position to refuse to work
overtime when work dead lines had to be met, andythat to do

. SO0 would be to jeopardise future promotions proséﬁﬁas. One

L4 . /

réspondent described it as a form of "ptofessional

‘blackmail," while others vaniously described the Centre's .

attitude to the vhole . question ' of overtime as-
"inappropriate," "apathetic," or "negative."

A}

It was alSo felt by two or three employees that there

were serious inequalities in salaries where equal work was

\

involved. Tne‘ Centre did not take account of years'of

-

service or the accmgulated experience of present employees

when new staff were employed, it was_claimed, and a&forial

structure to;outline pay scales in 2 to partlcular
), ’ PR ol sy - B -

Jjobs was required. .

by many to h Bslocated the organization from a human

relations ?ijﬁoint. - Decentralization. 1nto individual
departnents had left many people uith%the feelang that they
'%é%e working in a vacwum and that they nou. had an

affiliation more with a particular department than Ulth ‘the

ks
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Centre as a.uho;e. This action had caused‘a degree of role
ambiguity and Hadgsplit the‘"éne big happy,familyf into many
small isolated . and seemingly " autonomous | segments,

successfully dissecting the social structure of the Centre

into a number of separate cliqqes:

One reépondent believed that the . Centre Had been

d%graded to become  almost ‘the "average educational,

gnstitution" uhere' people were put ‘ihto Jjobs and then

ignored. The belief was held that the decentralization of

control had removed much wa the pressure away from the

senior- executives, - and had placed it all at the managerial

level. This had tended to. increase the tension and -pressute
P ) .

O

and to decrease the lewel of morale at the managerial and.

e

Y,

".lower levels of the Centrq?s-operatiqns.' S e

* ! 1 SRS I

aatRint spoke of an,. organizational
* , G- - “1'( g .

\

LY
Oone other

anomaly whereby one’

s

the planning process, while anpther ’;eiel was respthibie .

for carrying out the decisions and being accountable for

‘ -

-

it VBe ar no’ effective
, oy "ag S
input. ‘ o & .

—— 4

those_policieSuinfo which it had ha&f

e

urnover of Staff

iparticularly‘at the middle-management'aqd clerical 1lkvels)

was *abnofmally high while ofhergannsidered this to .be a

tr

'symptom of Banff as a tourist town. Onc intervievee stated

that 'g%% Centreljdeseryedﬂa high staff turnover because it
' - . e , o : .

A

WT] of \the administratien attended to.

Some respondents - felt that staff-turnoverb

7
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treated people as "being temporary,"™ ‘and assumed that they

would not stay for more than a'year or two. Others stated
that while the shortage of reasonably priced quality houSLng

- / .
continued, the Centre uould , ot /be able to retaln many

]
FE-

“permanent" st =~ /

’ / S ) s

. v U

. i Faculty were n51dered by nany to have much freedon
and therefore satlsfactlon in ghe development of the content
thelr own courses,' with - a pinimum of 1nterference from
administrative personnel. Honever, it was stated that only

one of the adninistrative staff had specialist artistic

Aabllltles 1n the arts areas for whlch they/iere/re;ponsible.g

~

L ]

Because of  this, some others percelved there was too Mmuch

intervention from admlnlstratlve personnel -into course

' ¢
~development.

¢

The Centre's courses were con51dered by v1rtually all
respondents,\\tol be free 3of 1nterference fron_fexternal’
educatioad{rbodies snch as Unlversities, the Department ofﬁ
ﬁducatlon, or - Ministers. for ,Education ‘in‘ the-natter of
content, conceptual\K frameuork level and‘, type' of

'assessment/achlevement Thls was perceived as glVlng faculty

i

great scope for\experlmentatlon and Creativity.

\\\\ . ’

" Affiliation and Job s\fisfactlon F\\;§N> - .

The upper-echelonAof the\adminiStration belie;ed that

Sy,

Buch was\\done to »de;gaop . in \staff 'a sense of ,>Ob-

satlsfactlon, affiliati?é and empathy wlth the Centre

‘v S ¢
M . g -
(B

throqgh the ‘cut-rate ‘access to\ courses,r
’ ‘ . . - ‘\..f\‘

BT T Y-

Fefe
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4

concession price admission to concerts and theatre
productions, and general proselytlzlng about the Centre s
activities. Opportunities were provided to discuss athe

nature and content of courses and Centre policy at regqular

a

staff eetings. A number of other interviewees made mention

of the inmexper “nd gBod quality meals '‘and free coffee as.
# .
- an importa uisite to staff. Very  inexpensive

accommodatioun ailable’to those with special needs in
that 'area. ‘These facto;s all assisted . in buildfng job-
Satisfaction,‘morale and a sense of idqntity with the
Qentfe, it was clained. "

D ]

-The orientation - programs. some " departments Wwere -

"developing fot,the eXpress”purpose o:zﬁeeping the-,staff of .-

the Centre informed were mentioned
. -

to .*deal with f;b-satlsfactlon. Spec1f1c programs apd -

- -
'v1tles of thls nature were offic1ally open to all staff

o |

uld be spared and vho may wish to"attendt ‘This was
| o

co 51dered to  he a p051t1ve relnforcement foq those staff

T leased to attend, but was a source of frustratlen"and
.negative association for those who "could not"e spared."»

- ' / . )

— ’ —_— . /

As alluded to earlier, 1t was, bellev d by some(thatj,

';many mlddle-management and clerlcal perSo l, had 11ttle

N

/-
real‘copmltm nt tc the Centre, and that for many vorklng at
¢

the Banff‘

o lack of comnltnent uas the much greaten range of perﬁulsltes

- —_—

,avallable to the upper~lanagenent level admlnlstrators, such:

»

as dental carce. Same" spoke of a wﬂggnlnq~ gulf bﬂtueen the

- > . -

K . . . .
< : . o

Yo .dﬂﬁ-/ A 3

important steps taken

" was 5just a, jOb& A factor-hddyng-to thls,
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-

"workers" and t he . |\ "hosses" ., since the

-

dQCuntgalxzdtlon/dopa[tlentalizafxon changes. There was a

perceived 1inability for employees to rise through the ranks

4
x

beyond the "manager™ level, and it _was believ | that ‘the

Associate Director personnel yould in future be drawn from

1.
outside of the organization. ‘\\

At least‘tbreg-respoﬂdents Bpoke of the ability pf
the adaministration to uéive general policy to de.l with the
requests of the individual on a confidentials anq personal
level. However, the functions of the Persokﬁ6T;Departlént
vere described by one or two respon ents as bein; t*horoughly
inadequate and that it would be better renamed as a "Records
Depar+men+" in keeping vithl the activi{ies it presently
undertook. FPour respondents bélieved that virtually nothing

positive was domne by the Centre to deal with ¢the personal

Pe;sohnel_ DepaTtment should have a. full-time personnel
ombudsman vhg could know of and "present to the top
management comamittees, the many and varied wmotivational,

affiliational and wmorale problems of the staff of all

levels. Another person consideted that ' the goals of the

organization needed to be re-written to include specific

policies for matters of &morale, job-satisfaction and

personal: identificht;on vith ‘the Centre. It was considered

by a fev that many people did not understand their jobs;

that many people. lacked a sense of personal direction as

employees of the Centre; that too many people were unhappy

o

\, . | : | \%Q
o

needs of its eaployees. One respondent felt that the

%

\
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-

as enployees of the Centre, but that there was nowhere else

in Banff where present emfployment status could be retained.
a K
. Housing o~ ; ; /)

"One final area which was conSidered byﬁixrtually all
reséondents to have, significance to theiihole gﬁestion of
job-satisfaction, morale and.sense of‘affiliation ‘erth the
Centre vas the latter of sfaff—housing. It was considered by
most that more hou51ng nus* sonehov te obtained. One
respondent suggested that the nodification of some ex1isting
séudent accommodation 1o create staff suites should be
considered if the enormous suné‘necessary for free standing
units or a separatei;xaff/uirg,could not be readily found. A
fgl respondents ‘considered that some discrimination was.
involved ia the>alloca)ion'of égaff housing which had caused

resentment amongst those unsuccessful applicants. Staff

housing was described by one_peréon as another exaaple of
i 2

the "favoritism syndrome." =~ —

‘The major source of low =morale in " the Centre was

| A

perceived to emanate from the unequal treatment of staff.
This respondent‘percei%ed that it vas‘a phenomenon of any
business organization that the hig» - one was in the
"hierarchy, the greater vere the perqui~’ .es; however, at the
Banff Centre there appeared to be neit her "rhyse nor reason"
for the allocation of'certain-favour§,and~tha; the disparity
betveen luca and little was far too .vide. This reséendent
. also indicated that the whole area of salaries and "favours"

needed to be thoroughly investigated and publicized, so that

P

C



RS
personnel at all levels knew what to expect. Low morale was
considered to bhe the result of ~ uncertainty ot job
e Xpectations, uncertainly of rewards, and apparent

-

inequalities 1n far too many things aftecting the individual

enpi&yee.

§29§1§£§E_!;:_AQQBSEES_&Q_EEEBQQ'

This subsystén dealgy with the organization's abili
to plan' for 1its futufe development bésed on its evaluation
of the need to make internal cﬁange, appropriate‘ to 1its

"perception of environmental change.
BJ’“’ .t‘.up ’ El

The change process will not be discussed here. This
anélysis is more directly copéerned wi+th the oﬁganization's
ability to perceive the need fo: change, and the processes

i

it activates to assist in recognising that need, rather than

any detailed evaluation of *the ,-ocess of change.

The gquestions directed to respendents in relation to
this subsystem vere as follows:
(i) What actions arestaken by the Centre to recognize
the need for change?
(ii) Ho eifective do you beliéve the  Centre .is “in
. recognizing the need for change?

(iii) How capable is the Centre of adapting to change?

.The comloniy held belief was fiat‘the Centre had
slowly‘e;Rénded its activities up to the period of the
middle to }ate 1960's,ﬂand khat since then, with the arrival
shortly afier-cf the present Director’, the Centre had érown

' . /’/\

—
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both in physical size and 1in breadth’ of operation. None

arqgued that this was not planned change, though some

IS

questioned whether this was controlled change.

-

.

!

However, when it <came to recognition of specific
actions' to determine ' he need for changé, it was considered
by many respondents 'fhat very little was dené by the
organization. Upper-echelon personnel believed much was done
in this areé. Haﬂy. of the intervievees made mention of
ques*ionnaires used to elicit teedback from both faculty and
students, though tggre was some - confusion about the
specificity of their use and’whether any action was taken
based on the findings. Some respondents were unaware of any

use of formal instruments for the collection of feedback.

As to the effectiveness of actions taken to recognize
the need for change, this again varied from positive
statements made By predominantly upper echelon respondents

to the more negative responses.,

) . »
s

A similar range of responses were given to the third-.

"

question. This tended to reflect the nearness of the
individhal re§pondent to the decision-making process.

—~

Planfed Change

~ . . Upper-echelon respondents stated clearly and
. _ / [

categorically that "change" was not only planned, but was a
} i ) ’ N 1

most prominent aspect of the adninistrative_oréanization of

the Centre. One Associate Director stated that if the Centre

did dothing'else,'it certainly adapted to needed  chang in
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"1ts operations, and ' that these changes were based on
information sought rfrom a{considerable variety of sources
and by a variety of -ethgﬁg; one of the more specific and

detailed being the questionnaire forvarded to all Summer

School students at the termination.o

ourses. ~“cmething of

this bercept;on vas shared by c iddle-manage ment - and

management fersonnel also, in general, with less

conviction or implied breadth of understanding.

As previously mentioned, the Banff Centre was

‘ , N . _ _
perceived by some respondeitts to haveﬁrandomly expanded its

»

activities and impact rather than having developad through
careful planning, and that many of thé current internal
problems were the_reSult of changes that had happened too

quickly, and/or unintentionally.

One respondent desc..bed the centre as being‘pased on
old.systéms that had been "bastardized™ to cope with growth,
r;ther tgan4 planned  devlopment to meet changing
"circumstancestJand that a serious Encumbrance\ to ‘efficient
growth was the need fg\fetain long-serving employeesvwho
were éither unvillinéJV;} 'unable fo change | with ,thé

.

oréaniiation. It \as considered that there were some loné-
’ . :
stahding empldjees who had moved with the organization but
others vho _had not, and . that becagse thefe vere no
equivalenf employment pospe&ts vithié the_ Banf f township,

that' for humane reasons, the Centré kept these people

enmployed in deteriment to its own growth.



94

It was felt by a number of respondents from ail

levels of those interviewed, that +he administrative

structure had not kept pace with the growth of the t product'’
. , e
departments, and that ‘the organizational chart. showed this

clearly. An example given was that the Associate Director

responsible for Visual Arts (a pr&duct activitf). also had

responsibility for the library'and supply store which were

service activities. (Further reference will be made %o the

organizationa{%gchart under subsystem VII, Hanagement and
3]

control).

\

A number of respondents, predominantly Associate

‘Director level and above perceived that the Centre vas most

conscious of the need for change and mentioped that many

specific mechanisms to assist with the Mawareness" procedure
were iwmplemented. For example all students Wwere given a

questlonnalre at the end of programs OrL courses, @nd faculty

uere sxmllarly approached, to gain feedback about courses

for evaluatlng the need for change. It was believed by most
that there was no person spec1f1cally de51gnated to look ‘to

the need for change other than the Dlrector. One respondent

. -

believed .that the c8ltre reflected a 'day-by—day, week-by-

week <anference-by-conference existence within which

problens vere dealt with as they occurred.

Hovever a senlor management person stated - that the
Centre was contlnually looking for new programs and courses
'"that would sell:" that. the nmparket-test® kept the Centre

"on-lts—toes" to a much dreater extent than vas the case

AN
b‘;x
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with m@most other tertiary educat}eﬁgl institutions. The
pis i ,
Centre was in a constant process of change, and that though

the larger and more complex changes +ended to be the
noticeable omnes, there ‘were small changes of some sort made

- every day, and it was believed always for the better.

The present Director's appointment was considered Dby

L,EE?X/ td have teen made spec1f1cally to bring‘aboué,change,
and tSEt this certainly had been and would continue %o be
done. 7 o

13

At least one Assoicate pirector made the ﬁoint quite
adamantly tbatv the Centre was continually updétiné\ its
programs, based on both staff and student feedback. Beceuse
the econonics of the Centre vere such,a prominent factor -for

-
the administration, prégrans which were not well supported

vere ut-out; that for the centre to be economlcally vf%ble
\

in the Teaching and Learning area, its programs haﬁ %0 be

fully booked by students. ' /

¢

v s e

Various esponden+s perceived

soq/ﬁt tron'fgculty, students, (Summer Sch ol, winter and
year-round) conference personnel,‘employees of the Cen%re,/

townsfolk and external contacts across Ccandda, in a variety-

of both formal . and informal ways. Ssome respondents
. - ¢

considered that the assocjations .various Banff  Centre

personnel had with 'service’ add other orgamizations within

the township of Banff, not‘only served to further public-

-1

\ . \ En

was .

=

RS
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/'f ! - \
relations, but was a major source of é&formation‘about

external ‘perceptions of the Centre and its operationms.

Feedtack was sought from faculty pari}Culariy 'since,
7 . R . -
as ‘the recognized experts in their_pa;ticular art form, 1it

. was considered they.would be up-to-date with the latest’

trends and needs. One of the major features of the Banff

Centre was that the courses offered were~ completely

]

“ contémporary through - the utilizatjion of the 1atéstf‘

lteqhn;ques'and'expertise aVailab;e.' W . K

2 s

A(§f§éf tespandent pointed out¥® that University

- faculty have been invited down to the Centre specificalfy to

@\
evaluate 'program‘content and\téaéhing”methods. Feedback was
sopght from students‘in' bott formal -(queStionnaiIQS)‘ and '/~\

‘iﬁformal ‘ways (théy weréﬂinvited-fo'diséuss problems uitﬁ

‘faculty or aqﬁiniétrativé pefsonnéi); and tha£ if ' change

)

the entre - certainly

recomnendations were possible,
. o
endeavoured to implement then.

’

respondenté felt

F

, On the negative’ side, a number)|

that the .chalge process within" ' itre was one of

,reactibn Lo crisiS,L and that too often the changes

. implemented vere either or both too little and too late. The

‘administration /was .described as conservative and cautious;
”;that there was little or no'preventafiye planning, and that
" @bst changes could be described as "band-aid" treatment.

b \

'The Centre was further described by another person as -
b CL , , ' _ o o
 having treieﬁdous kinefic energy,-but:thaﬁ too much- of this-
7 Y , ‘
.‘/ . ‘ w' °
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was elther lylng dormant or was latent: that the atmosphere
was that of a huge "bell of-enerqgy," but that it needed
somet hipg to give xt{y%tivati;;: that it seemed to be on the

verge of really "tq}lng off," but that somehow this never

seemed to happen: that there was great propensity for change

:

but .that in astuality the Centre was far from operating at

' maximum or optimum efficiency.

I

It was .believed by about half of those interviewed

- , )

that only a few of the Centre's employees could be described
’ . ’

-as being thorougly dedicated or committed, and as such the

o 71 .
" B - .
change pTSEE§¥ was greatly frustrated. Too many people were

using the Centre as a stepping-stone to something else, and

their motivations tended to be mibdirected_towards personal.

mobility rather tham for the . overall development of the

~

"Centre as a whole.

Oone respondent spoke of great positive stress within
the oiganization, and a feeling of expectancy and potential,

but that too often this stress was either misdirected or

frustated to become distress, which then, being thoroughly

negative and damaging to the Centre, was a force against _

-
!

positive change.

One person spoke of a percelved tendency to never see

\&hlngs completed: that too.many activities, both ‘phy51cal

alterations to plant or modification to programs or

rocedures vwere begun but never”-conpleted. There often

"\ :

S
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seemed to be support for CFange in a particular.mcasu:e, but
when. it came to the poinf there were always reasons why 1t
could not be done. There were too many fgustf&fﬁﬁhs,gf tﬁis
sort, which did. not  help ui}h self-actualization or job-
satiéfactioh for tﬁe staff affected oﬁ_for the efficiency of

any change attempted. ) BN
N

Job-clarification was described by one ‘as a . gross

oversight, and by another as having been "brushed aside}"'

Changes wvere_implemented in all sorts of small ways it was

stated, but the responsibility for those changes was not

always cleagly spelt-out nor were the ramificatiéqs of those
changes always clearly understood. When <clarification was
soqght there was a tendency to "pass-the-buck" and'no-ong
Qould. t&ke the responsibility for making a cleag—cut

decision. -Too many small changes of *his sort were treated

as trivia, but too many of them had important implications

other -areas. The result was described as often leading to

confusion, frustration and tension.

One respondent pointed out that the degree of change
was greatly influenced By the restrittiogs of  the
lease unddr which the Cenfre operated. Another mentioned the

both "hard" and "soft" restraints. Hard were

presence (o}

described.as b etary measures, while soft referred to such

traditions and attitudes. Many of the soft

-

things

a

restraifts were Seen as being implied rather than always
cleardy enunciated. There was a great willingness to en,

but/there needed to be implementation of a specifi ram
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of re-education\in change processes, with gysignificant and
specific emphagis on consideration of staff and student
needs. It was &onsidered there had-been too much emphasis on

changes in either academic programs oOr purely material

ALY

2T wo

feelings. R y

,,/; g

NS

It was felt by some that too many procedures“uere not
‘adequately planned-out in advance and that\too often new
directives were imposed onCe a program, was qnderuay. These
new directives generally_meagf/nev féstrictions, or greater
accountability which was of;en embarrassing for both staff

and students, it wuas stated. . -

Another negative comment was . that change was npt

planned, but based on trialjand error.

on the positive side, the majority . of . respondents

also commented that many very good changes had been

initiated by he present Director over the past five Yyears.

New courses/
S

een impleminted, exisfing courses had been

modi d up-dated,- and} other courses had been

o
[

discontinued. Where drastic measures had had to be taken,
: _ \

this had been don{},Some quaiified that this was not \gi:ays
vithout some form of back-lash (which it was perceived cohlq

have been prevented). SOne.deséribed the Director as, being

EN—

most responsive to requests for change,‘ pa:ticularly where

individual éérsonnel vere adversély affected by an e£§§iing-

mechanisa, . . S A

:}

things, aand -an’absence of concern for people and . their.

T N
b RN
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One respondent commented fhat any change caused <ome
disruption - because qf the break away from established
patterns, but that these disruptions were sometimes
magnified by people being_unaware of the reasons foF or the
affect of those oﬁz;ges on the total organization. Too many
people evaluated change as it affected them personally and
too many people worked at the Centre rather than for the

s

Centre, it was claimed.

Decent*ralization

‘Mahy respoﬂdéhfs consjdered that the reorganization .
of the organizational structure into specific departments
such as Visuai Arts and Performing Arts’had had the inverse
effect of dissemination and dislocation rather than of
efficiency and effectiveness. It was perceived +hat
emﬁloyees now associated wmore with the;r individual
department rather than with theﬁéanff Centre asfa corporate

body, and that this change had had serious-negative results

&
for the Centre. , ' S

Others described . decentral :at.o>n as having spread

the decision-making process and ther«fore the responsibility

"for evaluation of the need for change away from the Director

level and down through the hiefﬁ:chy to the manajerial
level. This process was perceived by some as being

progressive and vas a stabilising influence on
' .

indiscriminate. change.

P

’

A few other interviewges questioned - vhether the
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decentralization process had in fact been the result ot
\ . :

participatory decision-making.

v

The "old guard" were d scribed by at least tive
respondents as being inflexible andyor unaware of the nced
for change,. while others saw the<blq guard as providing a
necessary restraining influence on t;g "more intemperate and

impatient new guard." N

One responde?t cautioned that change which -happened
too fast was disastrous in the long-term and often the)
short-term as ‘well. Another person described the change
process as being ;% the hands of top management "where it
ought to be;" that only at that level of administration can
aﬁy change be implemented with thevnecessary foresight based
on a knowledge of the overall operation. Another respondent
perceived that the change process was too firmly centred‘ in
the Director's chair, The Director, it Qas considered,
retained an_jinformal and unstated powver of veto over change
recopmendations with which he 'personally did not agree.
Conversely, séme other change recommendatibns\ vere

considered +o e forced through, uith inadequate discussion

as to the possible outcomes. o '}
. [N

: _ . )
Subsystem VI - Relationship with the Community

As the title suggests, this subsystenvdeals with the

relationship the organization has with its comhunity.

51

As an open t£ystem, any educational institution is in

constant dynamic interaction with it's environment.

/ -
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Educational institutions produce or futput a service rather \
.- ’ v ’ \

than ‘a prqduct.-ln a viable institutién, this service will
be subject to continual modification to ensufe that it meets

the specific and particular needs its clients. At a

specialist gducational institution ike ¢the Ban . Centre,

vhose "raison d'etre® is excellence and refinement in its

product, and whose community eeking this calibre of service

will be, by implication, specialist in outlook §nd minority

f this relationship will 'be critical.
&

in number, the nature

N

The questions asked of respondents were as follows:

(1) How would you evaluate the Centre's relationship

witﬁAits co!nunity?

(ii) whatyspecific actions are Yaken Ey the Centre to

Iaffec£ thiavrelationshib?

_1ﬁiii) How effective do you believe the Centre to be in
this area of itg operation?

In‘relation t> the firsf q

@dramatically from "very good" ;t ne end of the éontinuun to

ndisastrous™ at the other. Howeyer, even the more negative
T SR ' ’ .

™ 3K s

: *

evaluations included, for the most part, the Qualification
that this relationship was currently much better than it had

been as recent as two or three years ago.

As to what Specific actions vere taken-by the Centre
to affect this relationship, perceptions varied greatly, and
f%ppear -+0 have shown some direct correlation betveen

awvareness of action taken, and the role position of the

h

stion, responses varied

S
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respondent within the édlinistration of the Banff Centre.

In answer to question (iii) above, perceptions again
varied §reatly between the positive and optimistic outlook

to the more negative and peségnistic outlook.

i

¥o _communities

-——

Mast respondents recognized *hat the Centre had two
distinét conluﬁities;‘ the Bow valley corridqr, being its
(the Centre's).ilnédiate environneptal‘“conlunity, and the
North Awmerican continent frem whence thé Centre draws the
majority of its clienteie.‘ These +two communities vefe.
perceived by> all respondents to be remarkably &ifferent in
the ~nature of their resbective relationéh{p;h with the
Centre. To beéch, the Centre'sJ’approach vgé’déSCtibed as
entrepreneurial. To the local community it was considered to
be’specifically "public relations® activity, ,vhi;e to the
client coilunity, the emphasis wvas on "promotion,"™ though

both types of enttepreneurialisn .~ deemed to be directed

at bo*h sectors.

Séie ‘réspondents differe.*i';edf between the two
aspects of entreprénéuria} activity. One was perce;vgd as
being dir@gted towards the establisﬁnent of a fée-paying
clientele féf the services offered, which ensured for the
client bédy the continued existence of‘ the Céntre as a
physical entity, wvhile the other concerned ghé establishment
of a clientele -who ‘recognized and sought high calibré

instruction for both skills-development and ego

7
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il
satisfaction, and the opportunity to °~ associate with

artistically perceptive and aesthetically appreciative

fellow students. The emphasis was on the -provision of a

~

~
3

service to the student.

Another respondentv'adoétéd a similar approach but
turned this physical/pychoiogié%l dichotomy back onto the
Centré's ‘adlinistration, arguing that all administrative
- personnel had a vested interest in the continued. phfsicalv
operation 'of the Centre as their source of employment, but
"as well, all sought and (to ‘an extent) gained ego
satisfaction by beihg assoclated with  world-class

performers, (in whatever fiéld.these faculty had experctise),
i N \\

vith a second-to-none Fine Arts program and a student
vhose overall collective artistic expertise could hardly

equalled anywhere else in the world.

»

Most respondents addressed their remarks on
Cent no's promotional‘activita'touards the maintenance of

Cen‘*re, rather than to the service of the student..

The Lease

?bree respondenté perceived sportcomingé in the
Céntre's relationship with the local comnun@ty as being the
direct result of the terms of the original lease. This
connent‘vas briefly guélified to ;ni;ude‘the (original) $1.
per anhu- fee for the lease of the land, and épecial

building regulations and permits available only to the Banff

Centre.. These two items were considered to be a primary
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‘'cause of resentment by townsfolk (particularly businessmen)

towards the Centre.

.

It was explained that the lease .under which the

Centre had operated since 1933 placed stringent restrictions

on the range and type cf programs the Centre could offer,

and as well hasically restricting its activity to the summer

school period. When students were inéréasingly unable to get

satisfactory accommodation in the town, the Centre built its

‘\bwﬁ/gzéonlodation and dining facilities, which some 1local

hotel and motel 'opérétors and resturanteurs viewed as
government?Subsidized’ competition.. As was‘dmentioned - in
Subsystem II1I, the bulk of the éenfre's income was derived
fromithe éonference activity. It was perceived by -a number
of respondents that the Banff Centre‘s confefence activity
was similarly seen as being in direct competition with some

local businesses.

Other ﬂrespbndents variously described the Centre's
relationship with the local community as ;.."very
Qood"..;"much better fhan it used to bem... *haS;a‘long way
to go"..."its really no* very good"..."appauling, absoluteiy
appauling.” In general the ﬁonménts fell—sp the debit side,
fhough the‘ovér-riding opinion was théf ﬁhe_relationshipAvas
very much better than it wused to ‘be. Some respondénts

beiieved that dgber-le 2l administrative personnel were

.

blinding themselves to vreality andvmiéleading themselves

-

into thinking that because much norerués now done than used

~

to be, that the situation had improved. The deep—seated



animosity was perceived to be as virulent as ever, but the
Centre had come to live with this, and because the
orqganization was now much more secure, it had beconme

complacent about the problen.

Most respondents bélie&ed that the general public of
Banff, Canmore and the Bow Valley corridor had (in general)
very little real understanding of the nature of the Centre's
ogeration, of -its personnel or of 1its speCific activities.
It was felt that they wvere suspicious of what they did not
qnderstand. ‘It was perceived by most respondenté that the
present Director had‘dbne a great deal over the past four or
five years to reduce the outright anfagonism and resentment
that much of the local cbmmunity had held towards the

Centre.~

e
general feeling that the Centre was not

. There wasla
Seen. as an asset by the townsfolk of Banff and Canmore.
‘However, one respondent pointed out that fhevcentté made an
» enormous monetary contribution (both direct and indirect) to
the immediate community. The Centre had a- péyroll of
app;oxinately $2 million per annum to personnel uho were
residents of eitber»Canmore'or Banff. It was estimated that

between 30,000 and 50,000 people passed through. the Centre

every year, the great majority  of whom spent quite

z

‘considerable amounts of money in the *own. If the Centre
were to suddenly cease operation, the town would certainly
"experience the effect in that they did not"appreciate the

extent of their present fimancial gains as a direct result

Ay
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of the the Banif Centre's operations.

Specific Problenm

The other important aspect.‘ oL the Centre's
relationship, with i{s local ‘eomnunity dealt with the
involvement of townsfolk _in’ the Centre's programs. This
_problem was cited as having two;distindt parts:

(a) ovércoming the traditional animosity to th;
Centre (as‘ﬁthe Casﬁle ‘onicihe Hill"{, to a
point uheré - the peop}e would gi:é' serious
evaiuation of, and consider ©participation in-
the!ﬁrograns offered, and

tb) providing programs which would be attractive to
the townsfolk, uithsut iseriously 1oueringl
established cultural standards, ' or without
branchihg into areas vhiﬁh are foréign to its

charter.

.Many respondents comnsidered that the hajority of
pernénent residents of the Bow 'Valléy‘cofridof had very
1ittle_cultural_empathy with the Fine Arts activitieé of the
_Centre. It wvas beliéved that ?uch of the audience support
‘for _the preseﬁtations and \gisplays ‘during the Pestival
period, was by eiiher the tourisp population 6: re§idents of
Calgary.‘\Banff wvas not a "“seat-of-culture," and its"a
isolation .becgle a staik’;eality when it needed to rely én
support from the town. One person cormented that the

occasional skier or summer hiker could enjoy a Beethoven

string quartet or gain some aesthetic - appreciation from a

\
)

LR
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, ceramics display, but that the average Banff resident was

wout-of ~-his-depth" with.regard to these activities.

The Centrels .recent appointment of personnel T to
attend to public relations and promotions at the local level

wvas seen by many to be a positive decision.

small Local Interest

I+ was eséinated by oﬁe interviewee that as feu as.
ten to fifteen percent of tﬁe +ownsfolk knew when specific
activities were Dbeing presented at the Céntre; and that as
few as twenty to tuent};five percent knew preciself. the
character ‘of the Centre's operation. Soﬁe considqred tpat
ﬂot enough was done at the local level thoggh a great deal
‘of - publicity was sent Aacross Cahada, particulafly in
connecfion with Summer School programs; publicity to Banff
‘'was considered to be poor and to Canmore, virtual;y non-
existant. othérs perceived~houever, that a great deal of

‘local publicity was done throhgh'the'"cfég and Canyon,ﬁ and

other local organs.

One peison aréqed that tﬁe Centre may well be its own
worst enemy on the. local level. In adverfising the
excellence of its program;;:the high calibre of its faculty,
and the high standard of itSnach;evenents,iit "ffightened
.offt" the,avérage townsperson vho-felt he had neither the.

gxpertise nor the background t understand or appreciate the

programs offered, apd ~“that without this 1level of

specialization it would bé ‘pointless to register as a
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student or attend concerts and exhibitions. Another
respondent believed that there was a very real dangerb that

the Cen*re may come to believe its own,propaganda.

It was 'pérCeived-by-some that many of the townsfolk
saw an elaborate suite of buildings which they believed were
used only for the Summer School period. Another - suggested

that many townsfolk saw *he Centre as some sort of

Hexclusive Cultural"country—club."

A figure of between five and tén percent of a
population was suggested as the upper-level of participation

any town or city could expect to involve {in the’éuppor; of

the Fine Arts and that the Banff Cenfre was managing to
achieve this figﬁre,of involvement in\its evening conﬁunity
vprogréms; - between three and four hundred reéistrants per
annum. Attempts to incréaée this figure uaé considered by

this respondent to be a waste of both time and money.

Much of the Centre's most effective public relations

vork was considered to oe done by individual émployees as

membérs of theAvarious se. 'ce clubs and organizations in
the town. The Director . ~e or two of the Associate
birectors vere named by man- - Aents for their valued,
consistent and most successiful - ~s in this area. ’
'Hany. respondents beliew :- © ti - Centre vas doing
as much As it reasonably could it . ,wblié :élationé
activity, ‘and that it was up .- “he general ;ablic‘to

respond, and take advantage of ‘the 2xce3z*:-.aal cppor*ynities
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the Centre offered for personal advancement oOr creative

.vseif—entertainnent. The evening éomlunity programs had done

*

much to "heal o0ld wounds."

There was, howevef, a selective feeling- that there
was a cultural gap with t he local community that might never

te bridged. The general public would not, and never could it

.was stated, change their basic values in favour of\"elitist

"cultural norms." ‘They saw <the Centre as a "haven for
\ ‘ .

acadenmics, - in;ellectuals, "and artistic and cultural snobs,

wvho deign to grace the tosn with their presence when they

‘run out of supplies at the Centre."

Not all responaents shared this gsané‘ malaise
regardihg relationships with the.local coﬁmunity,'though,the
positivédthinkihg group were .a' 'minority, One seniof
administrator\ volunteered that .it .was very easy to find
criticism with the tévnspedple if theyudid not see '"eye-to-
eye" with phe’activitie; of the Centre. To describe them,’as
"unqyltured" was too sihple an, answer to a very real and

serious problem.’ This person described the Centre as having

- been imposed upon a town "that "didn't want a Fine Arts

School, and therefore the responsibility to coexist laytuitﬁ
the Centre. It vas stated that a pdsitive and constructive.
approac&;'to the problem was being undertaken by the Centre,

and this would continue. It was the responsibilitf of' every .

. employee of the Centre to foster and develop a better

R

relationship so that imn time, the (so-called) 'cultural. gap

vould be reduced yet more than it alreadj had been. )



Influence

Some respondents felt that there - was .ﬁo way of
measuring the influence  .of thé‘\EEE;re, or its total
contribution td the development of Fine Arts on the North
American conﬁinent,'and.that it mést Certainly could not be
done byl conparihg public relations ;nd promotional costs

with the number of local people who attended‘évening classes

(or students to all other programs).

In recent years the . Centre had offered its
facilities, (such as the Eric Harvey Theatre) either free or

at greatly reduced cost to Banff organizations.

Great efforts were  being made, it was claimpd, to

include the native peoples of the community in the/?; ogramé

of the Centre, particularly through the new deparfmént of

"Environmental Studjies."

- Recent ééntacé ;aé also said to have been made with
many of the local schools for the pfesentation of specific
' programs which did not parallel or conf;iét. with their
 present studies, for the joint purposes of providing a
éultural sérvice to the students of rthe area, and in 'éo
doing, to initiate them to.the programs and acfi;ities of
“the Centre. These activities vere seen by some .intefvieuees
as proof that the Centre was not only aware of the problen

of relationships with the community, but was actively

attempting to neutralize ill-feeling and misinformation.
. o _

£
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The National Scene

The Centre's relationship with its wider community

fell into 'two major divisions. These wcre stated as:

(i) The conference Division,

(ii) The Summer School (international) Student.

This dual relationship was perceived by most

intervievees as being very good.

regard .to Conference activity, a measure of
satisfaction wag gained by the fact that many organizatiéns
régistered year after year, and that always, the number;‘of‘
applications for convention or ﬁonference space far exceeded
the available accommod;fiog. Faéilities were  described by

N LY

one respondentv'as bein somewhat "Spartan," there being no
‘ —

television or telephones in any of the bedrooms, but it 4)@5

obvious . that many conference organizers chose this

’ , - . .
atmosphere rather than the other conference centres 1n the

town, most of which had more luxurious appointments.

The® .relationship with Conference personnel was
considered byh some to be «crucial to the Centre since
cénferedce a2£ivity iepresented aéproximately two thirds of
the. Centre's incohe. Some respondents beiieved that
&onférence personnel were gives priority over students in
many things which, it was stated, was tantamoﬁnt to goal-
displagelent. Thé Banff Centre vasua School of fiﬁe Arts,

not a Convention Centre, and the matters of .economic and

politics were displacing the real emphasis of the Centre's
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Pine Arts activity. . . .

Other respondents acknowledqed the importance of the
conference division, but stated that the Teaching and
Learning programs of the Centre and the students who

enrolled in those, were first priority, and that conference

space was only sold when there were beds available.

Students o
The relationship the Centre haaﬁkgiﬁh its students,
both Summer Session and in year-round programs, was

similarly described on a continuum of responses from  ‘"very

good" to "very poor."

One ‘respondent comnended that by the end of the
.Summer School sessions, sfudents had gone beyond the poiﬂt
of an%ér//at the many frugtrations and administrative
annoyances, and "simplj laughed‘a; the hopelesspéss orf tﬁe
organization." (This comment did not refer tpo course
" content). To the contary, itlués stated that the Centre had
very ' little trouble with students whoﬂwere, on‘the whole,

thoroughly satisfied with their courses and far too busy to

wofry about other matters. Soﬁe referred té‘"ihe occasional
problems;".but étated that these tegded to be no Hérse than
those encountered”  at any: ,residentiél edhcationai
institution. Some described the occasionai " f"student
bitching® as a sign of fatique and a_lack of awareneés of -

real—lif9 pressures.
N4

As a counter'to,this, a number of respondents made
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&Fe following collection of comments. Thg !ear-round

students were neglected, and on occasions "pushed-around" in
9 3

favour of the "bigger-spending conference personnel." The..

, o@érall vareness of student services had been low. Not
enough was done to help students feel that they belonged or
that they vere really uanted on occasions students actually

had the feeling that they were a. nuisance.

One respondent’ considered thdt it could not be said
that the Centre provided a service for students -otnec than
thelr actual academlc studles, which they paid for anyway. A
¥feu respondents believed ‘that there was a lack of awareness
inltpe upper—ecpelons of the administration of the needs of
students and faculty. One described the Centre as believing

students to be mature, self-directed and  hard-working, but

that it treated them‘like children. .

One Associate Directqr commented that the students

v
-

were reasonable, mature individuals who had paid a great
deal in transportatien, accommoda;idn and tuition fee. The
Centre provided excellent meals, excellent aceommodation and
excellent tuition,, andﬂ the stqdents recognized these

benefits for vhat they were. Another respondent stated that

the Centre prov1ded beds, meals and -an acadenic program and

blandly assumed that all other aspects of the students needs -

would disappear. "This was utter naivete."

Ip.was believed by most respondents that now that the

Centre had a permanent student's Services Coordinator, many

. /



/»\\\\\\" N

5
student problems would be anticipated and dealt with
appropriately. Matters such as over-routinized registration
procedures, inadegquate student personnel ,;ervicés,

difficulties with duplicating services, and a shop that

"ripped-them-off" at every turn, were blamed for much of the

student dissention.

Y
There was a feeling that V.I.P. guc..s to the Centre,
. be they higﬁly renowned faculty or -merely very imporﬁant
. people were lookedrafter inadequately. The need for V.I.P.
suites was described as urgent, as were expense-accounts for
administrative staff to "wine and dine" these guests,
without Béing personally out-of-pocket. This‘was described
a; one very important area of public-relations where the

Banff Centre was not achieving -a satisfactory level of

performance.

J
r

It was further suggested that all staff at the Centre
should.pe nade awvare of the presenae of V.I.P. ‘yisi ors  to
ensure = that the Centre's 1image was not tarn%;;;é’ by
inadvertant or inappropriate actiohs based on igno;ance.
onther argued éhat students ought nqt'be disagvantaged in

favour of V.I.P.'s, since the students represented income

. while the V.I.P.'s represented expenditure.

Festival . ' o o - .

—ee Y e

Many respondents "made mention of the rple of the
Festival, -a display of theatre productions including Opera,

Concerts, Drama, Music-Drama, Béllet, Art Shows, displays of
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Ceramics, Weaving, Photography, - 1in fact almost all

activities programmed in *he Summer School. The festival was

deséxibed ds a point at which students displayed the fruirs
of thédir toil; a point of culnination of six weeks of harad
work, and an opportunity for evalua*ion by all concerned,

including themselves.

However, as mqﬁtioned previously, some respondents
( ‘'saw the testival aé} having greater value as a public-
/

relations exercise for the Centre's administration than as a

learning activity for the students. Some respondents felt

o that the Centre was justified in using the students and
heir]uork for promotional purposes. One respondent stated

3 3 .-('
that the students "owed this to the Cengfe in return for the

/ i $
~ 9] . «
////// life-long skills’imparted to them...and\that the pubiic had
a right to evaluate for themselves how their taxes "eré

spent at the Banff Centre.m

il =

Others described ,the "exploitation®™ of the students

for +the: Centre;s‘ grati icapion és *disgraceful.” One
respondent - believed the Ceﬁtre was prostituting itself to a
public which had }hot, ‘nor could it ever ‘have, an
understanding of the degree pf.effort and frustration that

went jnto the preparation of a display that they (the

public) could only perceive on the surface.

Another respondent said .that.if the Centre were *o be
honest about-the display of its programs, it should show the

failures as well as the successes. To show the successes

'R
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‘only, was a form orf fraud. The Centre was an educational

instituytion and not a commercial production-liine producing

e

consumer items that were perfect. Perfection was sterile,
~and +*he Bqnft* Centre was anything but sﬁerile{ it\was

s

stated.

One respondent criticized the Cen%re as haGing been
guilty in the past of hiring professionals to ensure that
+heatre productions met the required ctandard. As a d§splay
of the Centre's activity there was little question regarding
the excellent quality of the presentations. Resérvations»
about the Festival focused on whether or not the motives for
presentation vére educational or promotional. Various
respondents perceived one oI other as being the prime
purpose and expressed concern as to the possible abucse of
the other ethiéi Some bélieved that the Centre was notbbeing
al}ogther honest\ with itself, its s*tudents, or the general

<

publir.

ssyst~m. VII - Management and Control

Management and Control is the subsystea vithin any

' organiiation "~ which draws together and coordinates the
activities of all other subsystems. The basic conéern is for
the continuity, stability and predictability of the <wotal
organization. This is achieved through ensuring an adequate
supply of inputs, the processing of these, and the narketiﬁg
of ‘the outputs. HNapnagement must ?&iso be cognizant of
environmental changes and ensure - that the organization

adapts to such changes. Through the coordination of all of
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these subsysten activities, Management and control

’ ¢
endeavours to ensure that the goals and objectives of the

organization are met..

Theoretically, if the management activity fails, the

organization will terminate.

The dquestions directed to intetvieuees were  as
follows : |
(i) Wwhat is the nature of the administrative structure?
(ii) What is the natﬁre of the decision-making process?
(iii) How effec;ive is the adlinistratiﬁe organization-of
the Centre? |

5

As vwas often the case with»féspect to one or other of-
the éuestions asked in relation to other subsy§tems, the
perceptions of respoﬁdenté to all thrée general guestiohs
appropriate to this 'subéysten uére widely séacedaaiqng a
positive-negative contipuun. Perceptions of the nature of
ihe administrat.ve structure of the organization'varied fromv
"thoroughly déqocratic," through ;arious“/-dégrees of
bureaucracy to "absolute_aufocracy." A number of people made
specifi¢~ reference to the 'o;g;nizational chart (vhich

appears <in the appendix)..

Thev decision-making prbce§s-vas perceived b; some to
be participatory ;nd decentralized, while _othersv»pelievgd
that the Direcior had, and occasionally usé&, absolute power
of -veto over ali decisioﬁs made at any level within the

_mrganization.

/” ' 1
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To the question regarding the‘ effectiveness ot the
Centre's  Administraﬁive organization, some responden+*s
believed it to Le very effectivg indeed and ‘made reference
to the qu;lity_and range of programé dffered, fhe unique and-
enviaﬁle feputétion the Centre had throughout the ﬁorth
"American Continent, and the developmernt of +he Cenfre as a
Fine Arts’ institution,” particularly over the past five to -
ten 'years. Others perceived the lCentre to be fa- <fron
achieving its great potential, or of fully utilizing its

Fresen+ resources.:Theéelperceived shortcomings were laid

squarely at the feet of the Centre's administration.

Deciéion-uakinq and Meetings

Specific responses regarding the administrative
' structure of the Centre indicated that the majorify believed
that control had been decentralized in ceftainy areas of
respoﬁsibility‘ but that overall control remained uith’the
Direetor. The decision-making procedﬁres vhich had - been
moved down- to the managerial'léVel vere perceived by many to
.be' ‘in routine and non-consequential areas, and that
decisions of speéiél significance or of great moment
remained firmly within the. Director's» cqntrql. Some
.respondents‘believea thét the na;agenen: conﬁitfee which met
each'uonday had very little real pouér_agaihst éhe Director,
wvhere their collective opinion vas contrary to his wishes.
Two- middle-management personnel described ,the management
.committee as an:advisory committee only, and that therefore
the © adainistrative | organization‘. wvas in rea;ity, an

- e
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'autoeraey, Numbers of other respondents described it as a
bureaucfaty, and indicated the negative aspects of tall
pyramids}-of authority and contrpl, and of\ impersonal
treatment of employees when it came to the value of
individual personal suggestions. Hore than one respondent
indicated that the nopen door™ to the pirector was in fact
not open unless the matter was extreme, and that even then,
bureaucratic protocol required progression upwards througn

the various levels of the organizational hierarchy.
A~ R N
. 1#‘1 -

Another respondent, however, spoke of the critical
role of the Di:ector in coordinating the activities oglso
many diverse specialities, and»that only at_the”upper-levels
of nanagenent could any -cleat understanding of. how the
effects of a 4decision taken in one area influence other
aspects of the organization. Many respondents perceived that
the enploying of the "right® people for managerlal p051t10ns
'vaslcruciai, and that in any organization there must be one
person wvho had overall control and overall respon51b111ty

for its operations.

One Associate Director stated that there was a high
degree .of participation (at the managerial le;el and above)
leading towards deeision-making but that decisions had to be
made at the highest levels of the organization. The
management ‘comnittee sought advice, and seriously considered
"~ all information before decisions vere taken, but that

ultimately the responsibility rested with the Director.



121

N

A lower-level meeting was held once per week which

~

~—

comprised the management comnittee and what was loosely
described as "department heads." One ménagement-level

_ respondent described this meeting ds.a type of "show and

tell" session; a general information exchange in both’

' directions. It was stated that no;depisions were made at

these meetings.

Open staff meetings were mentioned by 'a number of
reiﬁ%ndents, but these were perceived to be-irreqular, and
for special announcements only. Some believed these took

place once per year, others twice per year, and another

"three or four times per year."

Departmental. ‘meetings | were mentioned by tvo

respondents but were perceived to be run only by the Visual

Arts department and called "nonthlyﬁfaculty,leetings.ﬂ

There was wmuch comment regarding - respondent's’

percéptions of the value of ‘meetings. A number believed that
meetings had much potentia},.but’tﬁat this was not yet bging
achieved. It was. stated  fhat .that which was decided in
meetings wés not‘ necessarily what happened in | fact.
Decisions taken were not alwvays made with conpiete knowiedge
of the facts; neefings served an eséentialgrolé of checks

and balances to ensure that the activities of one departnent

did not clash or conflict with the activities of another..

One respondent who stated that not all of those required to

attend meetings did in fact do so.

P



N

As nentioned elseghefe a number of the middle-
management respondents questioned the need for, or thé valtue
of, - so many meetings. On o¢casion§ it wvas obvious. that
decisions were taken prior to meekings,'or contrary to the

perceived 'recommendations" of the meeting.

Oiganizational Chart

The orgéniiational chart was perceived by many
:espondeqts to vbe ‘in ‘need 6f reorgagization. A number
believed that it showed obvipus signs of having been addéd

.to;,in,an édihoc manner, as the Centre grey.,nany mentioned
-thaf there seened to be 1little correlation bétween t;;
‘respons;bilities designated to ‘each of the Associate
Directors: and {hat production and service departnents were

"all mixed?up‘tdgethert" : /ﬂ/

Oneifespondent believed‘that wheh it was necessary to
alloéate a responsibilify, either’és the Aésoéiate Directors
offered to "look after" +the new assignation, 6r- it waé‘
assigned to fhe Asscciate Director who had the leés;“loéd of
respodsibility, vifh some cohsidefation of his Ability to

add "one more loaf to his basket."

A number of\viﬁsgrvieuees believed the Centre . was .
“"top-heavy™ with adlinistrative/nanggerial personnel; and
that when any new congern was recognized a whole team of

personnel were appointed to attend to it.

The administrative aspect of the Centre's activity
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had become "an-end-in-itself,"” many people believed. One

respondent considered that the organizational chart showed

this 'very clearly.

It was elaimed fhat in certain cases,-the aiiocatip;
of responsibilities to° particuler Associate Directors,had
been excellent; but i? other instances it had been poogf A
number of _intervieuees considered that .administrative
responsibility ought to be delegeted on the basis of skill

in administration, and not '0n any other criteria. .

Dad

Departmentalization

The decentralization of ﬁhe ofganization into a
.seriesj of semi-autonomous departments oOr divisions wvas
perceived by some respondents to be in keeping uiih modern
business practice; to provide a greater degree of control
o;eg . the individual activities of the Centre - and to
_Fherefore'ailow for much greater efficiency of operation for
the'entire'organi;atioﬁ. Oother resbondents perceived that
.ltﬁe :deéartmentalization of the Banff Centre haq effectively

direéted vhaf had been a self-cdntéined School of Fiée .Arts
into a series of disconnected subeéctions/ few of which had
aﬁy real knouiedée of the workings of othezndepartments band
most of which fbund themselves working iﬂﬂiselation. Not all

respondents on the negative end of the continuum expressed

themselves this 'strongly, though there ‘was a feelin
expressed ' by seven‘reSPOnden;é that the department

had not completely achieyed uhgf had been intended. -



t2u

.Each manager was described as being responsible for

the activity of ‘his department. A senior management member
stated that the tiéle( "manager" entailed budgetary
.responsibility. Mahagers had flexibility within their own
departments tco determine how their budgetary allocation
would’ be allocated. It uas‘ciarmed that thejdelegation of
financial control away from the Director level of the

organization was pseudo, and that managers did the "busy

“ work" but the Directors kept actual control.

ber of ‘respondents believed the Centre lacked
adminisfrative personnel with “artistic ., expertise. It was
t there needed to be muckh wmore interface

-

between administrators and students and administrators and

perceivied t

facuity. Some respondents considered that - budgetacy -
allbcations vere made in iénorance,of'actual reqﬁirementé.
.The philqsophies on which the Centre operatéd ﬁeeded to be
carefully ge—evaluafed, and teaching faculty needed to have

uch more iAput into the budgeting of their own courses, it
¥ :

w

t / was felt that administrators per se were not

7/

sufficilently well versed in the nuances of understanding

One respondent believed that the . Administration
7 rec gnized this . fact, and in consequence had made the
"administration" an end-in-itself rather than a supoétt

service to the Teaching and Learning activity; that this hid
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been a conscious or unconscious defence mechanism when’

administrators found they couldn't cope “at the level of

artistic expertise necessary for optimunm efficiency.

Other respondents believed the adninistrative
organization had not become an end-in-itself, but that there
yés a very fine line between administrative efficiency of
systems and structures to support a Fine Arts Teaching and
Learning program, and administrative efficiency for its own.
sake. The difference_was percieved to-be a matter of mental
attitude, and it vas believed that the majority of personnel
in all departdents ahd at all levels of service within *he
organization weré aware of the goals and objectives of ‘the
Centre, and vwere conscientiously .working .for those as .

‘L"

'members of a tean. ) ‘ ,

. . . . et ot st ws
-

Respondenfs at -all levels of the hierarchy believed
t§a£ one .of the greatest problems facing the Banff Centre
was that 6f ‘internal comnuhicationé; Communications véré
perdeived by most to be the foundation of virtually every
activithin.the Centre, and the administration had a great
. fesponsibility to imprpve what was ‘considered by hany to be

LN

‘a serious problenm.

Communication was described as being a ° fundamental
opérational fact from the conception of any thOught to its

implementation in practice.

> A fev respondents gglieved. that communication was
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perceived by the administration as " being ‘'merely an

26

administrative tool and that‘ not enough _emphaéis or
consideration was given to the needs of.employees fior basic
operatioﬁal infdrnation, Cénmudication as a means of
dialogue and informafioﬂkgiving was described as "weak.".One

respondent comnSidered that dispersion of effort was the

major problem. - Too mahy peopie were trying to do too many:

things, and were not aware. of their responsibilities to
communicate to others what they were doing, and how that

activity affected other people and/df department s.

R

On the .contfary, ofhers' believed that thfough
departmentalization, activities had become too specialized
and .that other people were unable and/or u#iilling to get
involved in the detail of . activity in othér departments.
Other respondents believed that the Centre héd grown"faster
than its employees had leéarned to cope, and that everyone
was too bhsy with their own problenms fo be able to be
iﬁférmed,of all that uas'goiﬁg on, or indeed of véry much

that was happéning beyond the desks at which they sat.

Some respondents bélievgd 'fhere wvas a level of
égcrecy crfeeping 4in tﬁat prevented much important
information- f;om, béing dissgminated. Two others spoke of
" interdepartmental jealousiés' which had the same effect.

Certain individuals, by personality were described. as being

communication barriers. The Directors (plural) were charged .

with -being selective as to what information they allowed to

filteér down to the lower levels of the organization. It wvas
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perceived by some that certain information was purposely

withheld to safeguard certain of the decisions which were

made.
»

Some doubted that there was any serious attempt to be
secrgtfive at any level in the organization but rather that

ma eOplé simply failed to pass on information to others.

L4

The internal communication organ, "The Centre News"
was considered. by many to be adequate‘and-by others to be
inadequate. One respondeht considered that-if there was any

more information in it, it would not be read at all.

Most people believed that an adequate amount of
"skeleton" information was accessible to alll members of the

organization,_ and that greater detail s always available

.apon request. As - mentioned elsewhered, some 'respondents
believed +that the Communications D partmen* ought to be
-moved back into the main building where it could be of more

direct benefit to the personnel of tHe Centre.

Leadership

Leadership was perceived

the majority to be good.
Host respondents said of most. people in positions of
authority and/or responsibility, that, accepting personality

traits or administrative idiosyncracies, leadership vwas

present and effective.

To the gquestion of "how effective" ' was the

administration of -the Centre, much of the foregoing was

J
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given as qualification.‘ Where respondents emphasized

-

Vgntefnal operations they weﬁg inclined to questioﬂ,
Aﬁsometimes véry {Eefibusly, the overall leadershi
effectivengss of the Centre's operation. Wﬂerg ho
regpondents emphasized the prbduct of the entre,%its

Teaching \ and Learnind programs--the perceptions of

leadership—EEYgzzz;;ness were high. . .

- -

‘Grouped Respondent Perceptions

Eecause perceptions afe extremely iqdividual, in tQat‘
all respondents briﬁg differihg values to the garticuiar /
question or situation, it 'becomes extremely—diéficul£ tor\
equate one persomn's perceptions with thbse of other people

to determine a group or collective~pérceptioﬁ.‘

The ."helicopter factor" (Handy 1976:89) refers to the

" ability of top-management personnel to rise ;bove _the
particulars of ‘a sigpation; and to perceive it in its !
relationship to the overall environment; to rise above the‘
activi{y' of the separate  individual diviéions .aqdm‘
depdrtﬁénts of the organization, and viev the operation as a

whoié~} a total system comprising a number of interdependent

~

subsystenms. .

~ Top—manageigpt personnel are able  to tike into
a 6unt, because of their position (and_ infornation base,
interactions - across subsfstgn ‘bodndaries and betveen
departments, and the influences and :pressures vhich those

interactions create. They can "weigh total known inputs
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.organization's operations.

129

against total known output with regard to the total known

-

process as a basis ‘for forming perceptions about the

Within tﬂe context of the Banff' Centfe, the upper-
echelons of the organizational hierarchy .have a wider
overall view of thé total brganizatién by virtue of the f;ct
that the various depaftmentsireport upwards to the Director

Iévels of the orgaqizatioh. Perceptions given by the top-

managenenty levels of the organization displayed more diverse
: \

ricate detail with respect to the total organization.

Pefrsognel from any part}cular department were able to speak

cases, more)‘knpuledgeably about the operaiions of

their particular-\depaftment because of their.:fjrst-hand
involvement. When qsked fé:fgﬁve their perceptions of an
activity, atiitude or issue about which their information
source was second-hand (either formal or informal), their
perceptions with respect to specific- questions were "in
general more véried and displafed more specific bias than
those of the uppér-echelon. The "helicopter féc@or"
permitted the formation of perceptions based on a greater
overall breadth Qf relevant information to +the particular
quésfion.

~
EREN

In many instances the upper-echelon constituted-the

. N :
source of much of the relevant information the departmental
personnel used in forming their perceptio- 5 t9  any specific

issue.
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Presence_and Viability e
The acconpany;nb ctar’ gives an approximate’
percentages breakdown of respondent's perceptions to the two

basic questions of "presence" and "viability" with respect'

to éach of the seven subsystenms.

All respondents perceived - all subsysteas " to be

present, in that all respondents recognized that specific

. ) 4
action was taken by the administration of the Banff Centre

appropriate to each of the seven delineated subsystenms.

The - fiqures indicating perceived viability are based
on the nature and content of responses given. These
percentages'ofﬂintervieuees perceived t he various sub;ystels
to be viable. The one hundred peréent viability figure
should not be reac as indicating that all respondents vere
completely satisfied that either enough vés done, or that

9

what was done was absolutely satisfactory with respect to

Teachinéfand Learhing.

Within any one subsystea a vafie£y of aspects and
cbnéepts vere mentioned in reiation to each-of the questions
asked. The number and kind of these aspects/concepts varied
froﬁ respondent to respondent as did the level of positive
/negative perception. Certain aspects within a particular

subsystem were given great significance by some respondents

but either igndred or barely mentioned by other respondents.

Because the significance given to any one of these

.aspects/concepts was neither equal nor consistent from one
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respondent t§ another, ‘it was not possible to categorically
sum these to determine absolute percentages for viability
without soae degree of distor~:.on. Purther, since
respondents were Anot as;ed to.~r9act to spec®fic aspects
vithiﬁ sﬁbsystels, or to 1indicate a définite yes/no position

of viability, the chart represents an approximation of

grouped respondent perceptions.

GROUPED RESPONDENT PERCEPTIONS-APPROXINMATE PERCENTAGES

——

.
(
l
|
% L 8 LS 4
1 ‘ | | : |
| SUBSYSTEN |PRESENCE|VIABILITY|
{ . | | |
F + —+ 4
| | N | |
{ » I. Teaching and Learning., [ 100 i 100 |
l _ , . | | 1
I II. Assist. to Teach. and Learning. i 100 { 75 {
l . . | 1
IIII. Prov. and Dist. of Resources. 1+ 100 | 8C. |
[ ’ ' | { o
{ I¥. Maintenance. | 100 | 50 ¢
' :fu_\ . ' l ‘ '
(. V. Adapting to Change. -1 100 { 8¢ |
I K . [ { |
| VI. Rel'ship with the Community. 1 100 | 66 {
| i I i
. IVII. Management and Control. {100 g 85 |
{ : ’ . | | {
[ e A A ¥ |
Subsystem I - Teaching and Learning.

From the ansvers given +to the questions asked

[¢] .
appropriate to the Teaching and Learning subsysteis,v it is

apparent that all respondents perceived this subsystei to be
& ’

" both present and viable. However, not all respondents
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perceived all component aspects of teaching #nd learning to
be healthy as individual a ivities . within the general

classification of Teaching and Learning.

Subsystea II - Assistance to Teaching and Learning.

An bapproximate seventy-five percent majority of
respondentsb -perceived the 'Assistance to Teaching and
Leatning Ssubsystem to be viable. This majority represented
most of the:upper—echeionyregpondenés. A minority however,
perceived tﬁat £oo many of the aspects méntioned as
comprising tyis subsystem were not ‘in .fact of direct
assistance_tofthe teaching and learniné programs of the

Cenire; overall, very litfle real assistance was provided.

Subsystem IITI - Provision and Distribution of Resources.
< .

Appto;inately eighty percent of respondents perceived
the 5ubsy$ten to be viable based bn. the two principal
aspects of excellent faculty and greatly increased finaﬂEf;I////////
resdurées;. ' |

The otﬁer' tuénty to tueniy-five | percent\\‘of
respondents, predoiinantly middle-management peréonﬂel,‘

pelieved that much more could and ought to be done in the

acquisition and distribution of finances.
y .

Subsystem 1V - uaihtenance.

With respect to the: Maintenance subsysten,
respondents ‘were almost equally divided on viabiliﬁy vith
the positive respondent group, comprising the great majority

of upper-echelon personnel, naking' specific reference to -

<
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congenial working conditions and perquisites.

The negative resjpondent group spoke parficularly of

low mofalé, a -lack of role/job-clarification, a lack of
_ : v , /

empathy of individual personnel with the organization, and

of various inequalities, many of which were appropriate to

position in the hierarchy.

lSubsyéten V - Adapting to Change.

Approximately eighty  five percent of réséondents
perceived this subsystenm t§ be -viable based Qh-recogﬁition
that much inierngl Chénge‘and oﬁerall expanéion of éhe total
operation had  taken .place over the ‘past decade. All

respondents recognized that the Centre was undergoing a

period of transition.

However, the remaining ‘minority whose perceptions
indicated that (from their standpoint) the subsystem was not

viable, questioned whether this change was planned.

Subsystem VI‘f Relationshiééwith the Community. .

Apprqiinately tvo-thifds of‘ail respondents perceived
; this subsystenm fo "be viable, mentioning specifically ;uch
aspects as Festival, community evening classes and publ%city
as positive éteps takeh by the Centre to encoﬁrage Eonnuﬁity
involvement and ‘to . improve commuhitf;Centre relatiops;_

However, these respondents recognized that this relationship

had a long way to go before it couid be described as good.

a
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. ' !
Subsystem VII - Management and Control.

The eighty-five percent majority of respondents who
perceived Management and Control . subsyétem to be. viabie,

specified an established and operational hierarchy of

authority and «chain of command, an established and
" operational division of labour and an  observable
' y :

departmentalization of responsibilities and activities all
of which collectively assisted in meeting the organization's-

goals and objectives.

(

CHAPTER SUMMARY

Tpe research fimdihgs were presented in this chapterﬂ
Pefceptisns of tespohdent; vere reported subsystem by
subsystem according to both majority perceétions to
particular aspects within particularvsubsystens'as vell as

minority perceptions to individual aspects, appropriate to

individual bias, interest or concern.

Specific attempts .vwere 'made to safeguard the
anonymity, of respondents, through #eference to "majority,"
"minority," numbers or pércentages of "respondents" holding

similar or individual perceptions.

Responses to the questions asked to each of the seven
subsystems were reported as given. This has resulted in a

degree  of repetition in the reporting of specific

organizational characteristics;, in some cases across all

subéyétel ‘boundaries. This does ' indicate particular

'associa}ions as held by some respondents in relation to
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various subsystems. The researcher 'did not re-allocate
responses to the wmore appropriate subsystem but rather

reported a}l as they were given.

"A table provides épprox{nate percentages of grouped

respondent percéptions to each of the seven subsysteas,

v

appropriate to "presence" and "viability."



Chapter 5

SUMMARY

t

The purpose of is study wvwas Yo investigate the

perceptions held by administrative personnel employed by the

Banff Centre about +the dministrative structure and

organization of the Centre.

Perceptions: were sough to " a number of questions

related to an analytical framewokk derived fronm the Katz and

Kahn model of orfanizational subsysteas. Twenty=-four

v

administrative personnel all of whom had some greater or

lesser degree of mapagerial and/or decision-making

responsibility wvere interviewed and their pérceptions and

qualifying conlentdry were recorded in Chapter 4 of this

)
~
. ’

thesis. .
AN

A summary of - those respondent perceptions,

. appropriate to the seven subsysteas follows.

\

.§g!!a;y of Subsystem I - feaching and Learniﬁg.
| | Virtually all respcndents perceivéd the'Teaching and
-Léarning, programsi to be §écdnq-to—none of their type in
Canad&;‘the North ilerican' continent $r’ the world. fhev

~ generally pérceived reason for this was the,Cenire's abiiity

to .aftract world-class faculty for the Summer School .

Sessions, in which the nost'in£ensé teaching ".and learnind

activity,i both\‘in ‘terms of sfudeﬁt eprollénts and in the

number and range of courses offered, took pléée. o

136
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The facu;ty engagéd were perceived by most to be the
chief ,aéset to the Teaching aﬁd Learning programs. The
calibre of students, was perceived to be next in ‘inportance
to world;clAss faculty.

A majority of ;espoquafg{ﬁiinted to the fact that

-

the Banff Centre was not a degree-granting institution and

it -Has -perceived that it never would be. Its role was to

permit students to develop greater finesse and expertise 1in
, N : \

established skills. - o
o \ v o

. . AN
Many respondents 'spoke'favourably of the breadth of.
course-offefings‘and.pf the intense scheduliné, while many

others percelved these to be detfinggfil\to both students

and faculty. .

Some respondents spoke of serious overcrawding while

. : N ,
others mentioned the unique opportunities for flace-to-face

contact between students ‘and world-class -a tisany
marketable  professional .produci was petceived“\b

majority of respondenfS-to be of more value  than a. "paper

qualification.® . 5

Many perceived that the Centre was near to reachlng

s

its potentlal in its’ Teachlng and Learning proqrals. Others =
countered that facilities and faculty were not uniformly

excellent ‘and in some areas this predetermined a degree, of
mediocrity. o ' .

-

Reactions wvere divided in relation to the role of
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. -
Festival. A majority. perceived 1its function as being an

important culmination to the student's siudy programs.
.Others perceived it. to reflect a measure of goal-

displacement and was in consequence a false, selective, and .

somet imes negative'léarhing»experience.

The evening community classSes were seen by a majority -

v \

to be a sincere effort to involve the' community in the
Centre's activity. Others saw these as é "peace-offering" to
an antagonistic community. Some spoke of pitiably low

'standards.

All respondents perceived the Centre to be in a
transitory phase. MNore than half . vere highly optimistic

about the Centre's future.®° Some had serious reservations

about the grOposed year-round Fine Arts programs. W
Summary 'to Subsystem _II - Assistance to Teaching and
Learning. ’ : ) :

A majoriff of iniervieweesu cqnsideredeithe Cenﬁre's
physical. fgcilities to be éxcellept for the most part. The
mgjority hOWevé; also sﬁoke of ineqﬁalities, making spécific
mention of perceived shortages such aé recreation
fabilitieg, an inadeqﬁate< 1ibréry,: and some. specialist«

o _ , n

teaching and study.arééé. -

The majority of respondents® perceived food to be
inexpensive, and nuitritious. There was less agreement about
accommodation. Overcrowding vas Rmentioned,  however, many

. , , 19

perceiyed the type,‘quéntity and quality of 'accommodation
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offered was more than adequate for a residential educational

institution.

Festival was perceived :by a »Qajority to be of
significaﬁt assistance'tolthe Teaching and‘Learning program
as a point ‘ of nétural culmination in a Fine' Ar{s
institution. Many others had grave reservations.and spoke of L~
\ﬁspects like "false goals™ and ﬁpublic-relations,exercise."
~— .
The 'twenty-fodr hour access  to facilities was

perceived by the majority of thosevwho mentioned this factor

as being a unique attribute of the Banff Centre.

Administrative procedures, which directly affected
the students were in genéral perceived to be less than

satisfactory. Registration in particulér was described by

- o

many as.being antiquated and unneceségQily complex. .Student
‘counselling and student personiel services vere'stfongiy
griticized by many as being  thoroughly | inadequate.
Approximately eigﬁty percent of respondents pefceivéd that
student services had not kept pabﬂ yith the development of

student Teaching and Learning programas.

The concept of the Centre as a catalyst was included
in discussions on the Ceptre's assistance to study prograsms,
. s s B )

as vas the Centre's reputation and the

physi¢aL/envifonﬁental setting. »
- '\‘ BN .

\
.Those who mentloned scholarshlps perceived (for the

. most part) great gener051ty by the Centre in a551st1ng needy

: *

FE'Y
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and gifted'studenté. /;/\\\ N
Oné of the perceived 'greatest forms of assistance
which the Centre could providé was -that of changed attitudes
by the Centre's administrative personnel to the students.
Within this changed attitude would come a greater "openness"
betﬁeen édminist:ators, faculty and students, and 5 greater
service attitude of all departments and subsystems to the
studekb as the "raison d'etre®” for the Cent;e's continued
existence, would be fostered. |

summary of Subsystem III '~ Provision and Distripution of
Resources.

The ﬁajority”of rgspondents perceived that the Centre
was.extremely successful in éngagihg world-class faculty,
pérticularly fof fhe Sd;mer School Sessions. waever, some
'qﬁalificationS';ere expressed'ahoﬁf the Centre's.ability fo
recognize their étanding with respect to the provision of
adequate aécommodation,_ and complete support in their

presentation of courses.

Administrative - and clerical staff were perceiied as.
having "cér;§}m' flexibility" when it canme ftq. temporary
transfer from one department to another to assist with work
overloads and pending deadlines, though the indication was
that this hépé%ned at the clerical and middle management

levels rather than higher in the organizational hierarchy.

Kitchen, Jjanitorial and housekeeping staff,

'groundsmen and maintenance crevws were perceived by most t-

2
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be either stable or readily replaceable, and that their work
‘ .

vas adequately done.
: . , )}
Charges were levelled that students were not ' given
adequate consideration by administrative persornnel; that the
latter, és a resource was restricted where students were

1

concerned, and that students were perceived by many
j

adminiiiigtive personnel as disruptive to system'functigns.

The provision and distribution of ﬁ;pdnéiil resources
was perceived by most ‘to be considerably better than it -had
been, with primary responsibility for that fact resting with

the Director. ' J

Sohe concern was expreésed about the possible loss of
fevenue when the Conference contribution was cut' back to
allow " for year—roqnd operation of the fine.Arts program.
'Some respondenfs perceived that more revenue. could be
acquired from’ private—enterprize and  multi-national
corpofatidns to overcomé someﬂ of the larger ;nd more
Pressing physical short gjes. |

%

<o

There were” some charges of "favouritism," and the

need for a new philosophy on resource distribution. -

sirancial controls with respect to resource
distribution through departmental managers was perceived by
some to have been a forward-looking step. Sonme questioned

- the degree of "real" decentralizationm.

Budgetary controls were described as being too rigid,
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particularly for a Fine Arts institution.

i

summary of Subsystem_ IV - Maintenance.

Respondent perceptions 1in relation to maintenance

o

~were, diverse. In many respects the dichotomy  between

positive and negative attitudes was more representative of
hierarchical status within the organization, ‘than was
noticeable in most other subsystems.‘

A

The matter of organizational identity was clearcut.
Virtually all respondents perceived the Banff Centre to be a

unique educational institution.

With regard to .matters ofr morale, job-satisfactioﬁ; )
and the establishing of a '"sense of ientity with the
organization," the upper;eche;on perceived that much was
done DBy the éentre and that, in‘general; these factors were
adequately dealt with f-om the employee's étandpoint.,On the,f
cbntrary, many of the middle-management Persoﬁgel perceivéd
these three factors to be poor and expressed the view that

very little was done by the Centre “+o0 improve employee

attitudes and feelings appropriate to these things.

Some upper-management ‘personnel believed that the
_~:re was still small enough for personal contact to be
maintajned; however, many middle-management personnel

perceived this not to be so.

Internal communications were perceived by the

majority of respondents to be less than adequate for an
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organization as iverse as the Banfrt Centre. Poor
communications were blamed by many/as the root cause of many

of the interfal organizational problems. o

Meetings were perceive by many to be an important

organizational and L communicdations device, whereaY others

perceived these 'to be a wagte of much valuable time,\and a
source of "upper-set/lower-get" stratification within
organization as é uhole..Those wholafténded aeetings w
pexceived of as "the 1inf rmed;" while +those who did not,
reprgsenting the majority of employees, were perceived of as

"the uninformed."

The matter of time-off 1in 1lieu of ‘overtime was
perceived toe be a contentious 1issue, partibularly with
personnel below the management level.

N

Staff housing was one other area many perceived as
being a source of stress, particularly amongst those
: , ”

employees -having “some ran 1 the organmizion but who were

Mun-housed." ) l

SuQMer of Subsystem V - Adaptingrto_change:

All respondents recoénized that much changé‘in terms
of internal - expansion, broadened course offerings, .and
departmentalization of operatiogs had taken place within the

past decade.

The majority of respondents were aware of the student

questionnaire used to seek feedback at the end of Summer
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Session each vyear, but there was some confusion as to what
:information was sought and the degreéjto wvhich modification

£
to the Centre's operations was made based on that feedback.

Upper-echelon personnel spoke knowledgeably of the
Centre4s response to the need for change. Some respondent
perceived a lack of planning in tue expansion "Of the
Centre's operationé; that change had beep an ad hoc reaction
to crises as these occurred. Hany believed that the“
organizational structure 'had\>not >kept pace with the
development of the Centre, and that the . Centre was not
achievihg its potentiai. I+ was perceived that there was no-

formally constituted body to deal with)the need for change

apart from the Director.

Director-level personnel spoke of the economic need
to ensure that courses offered met the market-test and that,
in consequence, if the Centre did nothing else, it adapted

to change continually.

Some believed that perceived inefficiency of the
Centre's operation was the result of 'temporary". personnel .

who were not dedicated to the growth and development of the

-

Centre.

Qany résponden£s saw the departmentalization of the
organization as vgn exasple of .adapting‘ to change. Soae
-ﬁerceived this to be incredsing the bureaucracy within the
administ;ation, while others described it <a$ effective

deqentralizétion of power and control, éppropriate to:lodgrn’

-k



The "old guard" were seen by many to constitute a

practice.

restrainin. influence on the "more impulsive new guard."
1

Summary of Subsystem VI - Relationship with the Community.

All respondents perceived that there was roon'for
ilprovemenf in:the Centre's relationship with its immediate
community. -The majority believed that the relationghip was
éonsiderably better than it‘had been; a minority believed it

was still -very poor.

l —
The community evening courses were con;}§ered by most

to be improwing ‘relations and lessening a’ deep-seateq(
; antaéonisn: 9:::¥\‘the Centre was dqihg as much as ua;
reasonably possible. However, some Tespondents conéide#éd
that Canmore and other local communities had been virtﬁally

igaored.
"

Some believed that more bublic¥£é1ations activities

. N
and naterials"ve:e required, uhi;é othérs considered that
.nucﬁ'of vhat was currently done was unnecessary; that
relatioﬁships with the local coamunity were as good now as

they would ever be.

P

N

’ Many of the top-management personnel vere perceived

to be excellent ambassadors for the Centre.

The (inter)national comsunity, - the faculty, and

‘conference pgrsonnél - ‘were perceived to have a satisfactory

relationship'vith the Centre, for the most part.
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The relationship of the Centre with its students was

be good with regard t3>the Teachi apd

Learning_pfograms, but not' good in wmany other areas of

Student-Centre inte;action.

The Festival was perceived by the majority to be
excellent public relations in both directions. However many
others believed that .many of +he audience were 'not fronm

Banff, but from Calgary and elsewhere, or were tourists.

Some respondents believed that the Cehtre did not
adequately care for V.I.P. guests, and that this damaged the

Centre's reputation on the national and international scene.

Sumpary of/éubsxgtem VII - Management and Control.

The hierarchical structure of " ‘the  Centre!s
.adlini fratléé organization was perceived by many, in spite
of bvious decem;:alizétion and delgation of financial
re ponéibility to departmental managers,hr to be

bureaucraticﬁ (in  the ﬁegatiie connotations of the ters).
Some qualified that participatory decision-making :through
the nanagenént -eetings& vas often a "éham," and that the
real decision-making and the power of veto remained very
firlly with the ﬁitector. Hanyrothers éonsidered,ihat ruch
decentralifion .- "over, authority and responsiinf.li.ty had

taken place, « ' wcular'v s+hen compared with mRanagement

under the previous Direc or

The orgamizationzl chart was considered an anomaly in
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~the light of efficient businé€ss practice, showing - signs of
expediency rather than .  of tationalityv;)A ~number of
respondents spoke of the fact of serﬁi;e and product
responsibilities being all mixed-in together. Some made the
point that the present Diregtqr had inherited an existing
system and existing personhel,. aqd that ‘without being -

ruthless, there was lit*le tha* could be done i1in the short

term other than "band-aid" treatment.

[N

Most respondents believed thét depag}mentaiization
created greater opportunity for course specializatibn which
would improve course standards. - Others bélieved that
departments pursued departnenta; goals rather ,thaﬁ Banff

N _
Centre objectives and that interdepartmental jealousies and

competition were detrimental to the Centre as a whole.

¥

Many routine administrative functions were considered
to be inéfficiént and that much streamlihing of proceﬁures
wvas long oyerdue. Some believed that thé Centre.had outgrown
its own administration which lacked forﬁél efficiency agd

effectiveness,

Some respondents believed tha*t the adniniét:ation of
the Cénfre”;as not a "service" activity to thé Teaching and
.Learning product but had beconme ap;'end-in-itself. The too
‘numerous "long and laboured" meetings were «cited as an

example of this belief. .

Poor internal communications was perceived to be a

major contribdting‘ factor to many .0f the large and small
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management and control problems.

Uh;le many pefceived the org;nizationai style of the
Centre to be one of decentralization and pf participatory
decisionemaking,.mény others perceived this' to be only
partially true. The ulﬁimaté aufhority and responsipility of
the Director, and the l;hes,-df‘,con£fol upward through

assistant managers, managers, and associate directors to the

- Director were considered to be standard educ .tional

institution bureaucracy.

The degree of real. confrol held by departmental
. AN -

‘managers was strongly questioned by a number of respondents.

vLeadoFShip was perceived by most“?fespondents to be both

pres and effective.

CONCLUSION’

This Astudy involved fhe application of a subsystems -

model to the administrative organization of the , Banff

Centre, to ascertain whether the subsystems as specified by

the nmodel were perceived by administrative  personue.

employed by fhe Centre to be both present and viable.

¢

- The instrument used for ~.data collection was an

interview schedule comprising either two or three broad-

- n

based questions to each of the seven subsystems, a total of
nineteen questions in all. These were designed to elicit
responses . which would ihaicate, petéeptive awareness of

a9

subsysfen presence and an implied ‘evaluation - of the



149

viability of those subsysteas.

The broad nature of the questlons asked was de51gned
to provide respondents with the opportunlty to qualify their
perceptions by making reference to various activities,
issues and attituées within the Banff Centre which thé

respondent associated with the subsystem being discussed.

On some issues, a majority of respondents held

"similar perceptions: To others there was wide diversity..

A ‘majority of the management personnel of the
prganization, in general, perceived all subsystems to be
both present and viable. 1In contrast, the majority of
middle-management»personﬁel pérceiveq problems which the}
believed the wupper-management personnel were either not

ptepared to recognize (openly), or about which they ‘were

simply unawlire.

The helidopter factor accdﬁnts for (to an extent);
the positive perceptions cf upper-management personnel as
does their status and p051t10n as (pr1nc1pal or flnal)
dec1<10n -makers for the organization. The perceptlon of some

respondents‘that the Director-level ‘personnel have vested

‘interests in bnsuring,the'continuedrsuccessful operation of

the organization to safeguard their status and authority,

salaries and  prerequisites, may be a reason for not
recognizing or admitting\\Frtain _short-conings within the
organization. Ho ever,/ﬁested interests Bay be an incentive

C

to ensure that -comings are allieviated
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possible.

The Banff Centse‘is operationally oeveloping, and has
done so oramatically ‘over . the past decade. The foregoiog
comoents'are not -intendeq to suggest that all internal
support systenms are equally proéuctive with tﬁe “"output.n"
This is obviously not so. Respondent ,pérceptio S suggdest
that some further oonsideration' be giﬁen togéhe inter-
relationships betwveen, aod inter-dependence of, these
organizational subsystems.s‘Some linkages would seen fo be
loss effective than others where subsjstem equiiibrium and
homeostasis are concerned. However, person perceptions about
reality  can be coloured by’ personal experiences, anF

distortion based on such personal experiences and other

variables can and does occur. The magnitude of such
: . \

N -

perception distor;ion;- though (honestly~ . perceived .  and:

accurately conveyéd can oﬁly be verified against reality.

This thesis set out to investigate administrative

personnel perceptions about the administrative organization

of‘”fhe Banff Centre. These have been reported as faithfully

as is possible within the stated limitations.

IMPLICATIONS AND RECOMMENDATIONS

The following implications and  recommendations are
based on-‘réspondent perceptions to- the gquestions of “the

interview schedule. .

a
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Subsystem_I '- Teaching and Learning

Vittually all respondents perceived the Teaching and

. Learing programs to be excellent.

>

e

’;;’,;,Ihe Centre's personnel undoubtedly feel justly
/

satisﬁied with their efforts in helping to provide an
‘environment 1in whicﬁ the range of courses offered and the
-standards;of.work undertaken‘by the exrert faculty recruited
and the calibre of students énrolled, collectively produces
an-intefnational repuﬁatidn of excellenée. Every effort
should bé‘pade to maintain this level of student achievement
and =~ product reputation since it is this subsystem
particularly which represenﬁs the "raison d'etre" for the

Centre's existence, and it is this subsystem upon which the

Centre's reputation is built.
- i ) 3y N

In conseguence, it is recommended that new courses
and programs be introduced only where adequate resources and

s J N )
appropriate facilities can be provided.

Subéystem II - Assistance to.Teaching and iearning.

| With ‘regard to the assistance the Centre prdvides-to
the Teaching and Learning activitx, the §eréeptions of
respondentsw as | given would suggest that insufficient

attention has been paid to the various support systens:

The newly appointed'Student Services Coordinator will
undoubtedly do much to improve the nany.respondént-percéiiéd'
inadequacies of this subsysten, in_ reiatidn ,td -student‘

needs.
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It is recommended +*hat much detailed opinion be
. ,

sought from all émpioyéés and all students to determine
fheir particular prioritizéd needs in this area of the
Centre's opgratién, and ygﬁat prompt. action be taken to
rectify - suggested p;st neglect, so that the Ceﬁtre's

repufation for excellence in Teaching and Learning programs

can apply to other organizatiohal subSystems>aS‘well.

-

Subsystem III - Provision and Distributioq of Resoures

There were Rrany commenfs nade expressing serious
coﬁcern.that upper-management people were -unaware of the
fine—dgtail requirements 'ofl .many of the ‘progfaﬁs,

particularly nuances which‘mighthuicﬁly and easily change a

. . i . .'
mediocre program into a good one, or a good program into an

‘eicellent one. Thé-mcst.desirable situation would be_to.hgve

administrative personnel who were practicing-artisans in the

-

areas  which - they adniu;ster."This percei#ed lack . of

‘admninistrator/manager in-depth understanding of the programs
. . . " \ . " ,l ‘ N

for which they are (virtually absolutely) responsible would

’

appear to be ' one of the ma 'r sources of

facultys/administration énd student/administration conflict.

The- peréeived $hortgges' and/of 'inadeguaCies" in
physiéal facilities ‘as meﬁtioned- in the previods section
might‘ be\40ve;come, were . the Diréctor .'and/or senibr
administrafivg personnel to approach the Federal Governlent,
1 privaté' enterprize, and . muiti-nationa{ corporations in an

N ‘ :

mall-out drive"™ to elicit funds to - eliminate  these

R Y



153

deficiences. ‘ T .

"It is recommended that - all aspects of ,finance
acquisition and accounting procedures be the responsibility
‘of a deputy director and that the necessary steps be taken
to update and. streamline this aspect of the Centre! s
operation. It\ is further recémmended,that a systematic’re—
appraisal of resource allocation be instituted, based on
faculty and study needs, with a v1ew to prov1d1ng a greater

;.

degree of equality of program content.

Subsystem IV - Maintenance

. % _
This subsystem was perceived +6 be the one suffering

most neglect .-as far as positive action by the Centre was

]
concerned. , *
. LS - -

Specific stepsvtnken to deal with employee needs such
as mortale, job;satisfactidn, jeb and role clarification and
reSponsibilities,fsalaries_in;relation_tO“jeb classirication
‘and the matter of time-off in lieu‘ of overtine,imight,
greatly reducéi anparent concern in relation. to these

matters.

1

*There appears to be much deep-seated but often non-
verbalised resentment of a perceived lack of concern for

people*s needs and feel'ings in these areas.

Y

The time-off in jieu of overtime issue might be
\_J : ‘ '
aitered to provide employees with -the other option of

payment for . overtime. Otherwise salary increases -and
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additional perquisites (expense accounts, increased medical
and para-medical benefits, longer holidays, bonus systéms,'
or other material benefifs), mi1ght be offered for Qhat is
not feally an optional aaditional service to the Centre.
Overtine, requirgd but not Qorked, would probably not be
accepted> by.;management personnel as a right of employees
) .
especially when deadlines must be met. The present situation
would appear‘to place unwarranted pressure on employees by

demanding a false level of loyalty and professionalism. -

The entire matter of internal communications needs to
be throﬁghly reappraised. That some respondents were unaware
of existing feedback procedures, employee replacemehts,
(Certain) internal departmehtal reorganizatipns, job;
'descriptions. of sgniot—levei peréonnel,‘and where ce;tain
informafion could be procurred, indicates that internal
communications can be impfoved. No organiiation,/can be
coﬁpleteiy efficieni,and eﬁfectivelwhén any of the’&bove are
eithe; misunderstood or not known by the decisionfhéking

personnel within the organization.

This lack of adequate and accurate communication most
certainly has much_ to do with earlier mentioned personnel

personal-concerns such as morale and job-satisfaction.

The effectiveness of weekly meetings as a routine
ractivity for both’decision-making and information procedures
should be carefully evaluated. Employéé parficipation in

decision~-making should’ be real if employee Jjob-satisfaction
, B o
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and job4responsibility is to be further developed. Some

roles, rewards and sanctions appear to need clarification.

It is recomménded . that a department of
"Organizational Maintenance" be established having an
"ombudsman" responsible to the deputy director, to provide

liaison between employees and management.

With  respect ° to - °§ Rablishing of unique

L. Xy
organlzatlonal character, -

~ -
4 RIER

Teaching and Learnlng’prog ﬁ s_obv13fs that the Banff

Centre as a centre for contlnulnq qucatlon is ‘unique. on the
North American Continent, and if one considers various'

environmental - and ethnic characteristics as well is unique

in the world.

Subsysten V - Adapting to Change [ S

Mucn has been done to improve the organlzatlon and to
meet changing needs of both the cl;ent body and the staff.
However, much more needs to beldone. The Centre ought npot
:rest on its lauré;s, or luxuriate in the‘ international
reputation \tha{/ has been developed. Rather it should
continually wcrk towards a balance of subsystem -activities,
so that a stable homeostasis is established rather than the

present respondent perceived "steps and stairs" development

based . on perceived ad  hoc dec151on—mak1ng and crisis
| - : » :

reaction.

A formal participatory planning body needs to be

established to both plan and pnblicizgj&hé'centre's future

..
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development, 1in relation to published and unpublished
organizational goals and objectives. Efficient and effective
work can only be carried out by employees who are fully
conversant with the organization's goals and objgctives.
This should go beyond an auape;ess of the conduct bt
Teaching and Learning programs.

All change, small or -large, should be properly planned,
time-1lined, coéged and compléted. AA nchange" department
should be created as an auxilliary, thoﬁgh formal component

of the Department of Managementlstudies, or as a separate.

. functioning tody under the direct'\Fontrol of the deputy

director. ‘ i ‘ \

.Subsystem VI - Relationship with the Community:

\\\The Centre's relatlonshlp with the community - is
obviously still far from satlsfactory in many are ’7 though
again much has been done and‘much has been suc essful.‘The
perceived deep-seated animosity ﬁill -not di% ppear"over-
night and a continuing proéram'of community information-
giving and encouragément to increase actual participatién in

offered activities is the probable best answer.

The recently-appointed person to deal with community

relations will hopefully speed-up the process.

Much ﬁo:e contact could be instituted at fhe schools
level. Any effeétive and collective community support and/or
recocnition of the Centre  and its progtams will be the

resu-: of ‘a long-tern (re—)education,ﬁrogram. Much might be
. X
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done in providing-izggfﬁes of special <children's progranms
and displays, free or for nominal fee. This would have the
dual effect of providing to possible future patrons, first—
hand knowledge of "The Arts,J be that agl, ceraﬁics, music;
ballet whatever, and it would dévelop ip children and their
parents, a (greater) knowledgerof the type apd scope of the
Centre's acti?ities. To achieve this awareness, . it is

recommended that a "Schools Liason Officer® be:ippointed.

As for " the international co&muhity, - the students
and the.conference‘attendees, - the improvement of internal
'administfative effiCiency, the improvement of interﬁal
communications, and the consequent impro%ementl of enmployee
morale and ijob—clarifiéation will enhance“the fhce—to-facem
relat;onships and - the total "on—ghe-spot" ekperignce of‘

1

these clients.
Community relationships is an_important and ongoing
task. St

f
!

Subysteg_VII - Management and Control
: . Managé;ent and Coﬁtrql is in many ways the most
V'important of>all>the subsYstéms of any organization in that
its rote is to coqrdinate and control the activitigsréf all

other subsystems.

Some clarification is necessary within this

particular subsjystenm.

N\ There are tharee fundamental*administrative functions

\
\



158
to be dealt with in any organization:
(aL Goa1s clarification.
(b) Provision of Resources - training and
materials. |

(c) Accountability - by whonm and to whon.

Responsibilities and roles should be clarified from
the Director down through the organizational hierarchj. The
organizational chart should be re-ordered to separate
ptodpetion components from §fbpogt services, and new ines-
of-responsibi.ity should be established and clarified. A

///pecommended organlzational chart is included in the appendix

wlthln vhlch sdpe new departlents/offlces are reconlended.

A  deputy director should be appointed to  be

responsible for those areas of perceived greatest immediate

rd

concern to the equ111br1ul of the total organization. This

vappp;ntnent % uoula also créate a formally-designated
e :;' :I‘\f “:a /. ‘ Ot 7, 3
7 T

_ayfib;;;y‘ fggure"MJ the - temporary absences of the

‘ﬁadlinistrativé activi}ies ‘should be

”Levaluated forﬂeffectlveness and efficiency appropriate to

_go;ﬁs and objectives and restructured where

«mhere appear to be lahy act1v1tles whlch have
expanded to neet grovth pressures. The entlre

,resources : pr01151on from training (and/or

of personnei, to supply of laterlals should be
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And the matter of accountability, by vhom and to
-~
vhom, is fundamental to efficient crganization, and appears

to need clarification in some instances.

-

The Banff Centre will undoubtedly progress to greater.
levels of prograa diversity, ~program specialization and
effiéiency of operation, and although the registered

negative perceptions should!. not be ignored, no 'single

administrative style will suit all employees at all times.

The .sncéessful nature of the Centre's operation is
self-evident. in =many of its internal ‘ntera.cions . and-

external activities.
£

The reported perceptions of respond-ntS~should be
. S :
considered . he light of these facts, but considered with

care for waat they convey or pértepd.

It is recommended thatﬁin'any fuithbr-study‘of~the
' adlinistrativé organization of the Banff Centre, +hat all
employee perceptions be canvassed, at least through the

mediua of"opinionnaires, and that .random . samples of?

C"v

studqus, faculty ’and conference attendees, and menmbers’ of

B aE B
thévqotlwni%y be sought throngbt the use of qnestlonqaires

( :4 3

,ﬁ : ggln a’ -ore conplete petson-perceptions analysis of the
'7 . 1:‘?‘.

~';fsuo£ the Banff Centre.
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JORIE ADAMS -
BOB ALEXANDER -

DON BECKER -

SUZANNE |BRETZLOFF -

MAREY CARR
JOHN cn%puan -
JOHN gRéfT -
MYRA FERGUSON .
" GARY FREY -
SCOTT GORDON -

YVONNE JACKSON -

STEWART JONES -
?QH/KOUK';/ |
PHILIPPE LAROCH -
DAVID S.R. LEIGHTON -

J.C.KEN MADSEN -
. TED MILLS -
“"IMO VON NEUDEGG -

SUSAN OITZEL -

FRANK OERICH -

' Apst. Manager - Visual Arts.

APPENDIX

List of Interviewees

Asst. Manager - Performing Arts.

a

Manager - Visual Arts.

Assoc. Director. - Manager,

" - Operations. .

Publicity Assistant.

Supervisor - Printing Services.
Senior Accounfant.

Asst. Manager - Management Studies.
Aést. to Manager - Theatre Division.

Manager -~ Financial Services

Coordinator - Cultural Resources

Management Progranm.

‘Manager - Capital Projects.

Festival Coordinatot. )
Head olereth Department.
DIRECTOR.

Assoc. Director-Visual Arts and
Registration. |

.

Assoc. Director-Manager,,6 Management

&

Studies.
Assoc. Director ~ Manager,

conference. Division. Chairman,

Scholarship Cmttee.

Conference Coordinator.

'

'.’COordina;or - stadent® services.
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RUTH QUINN

ELIZABETH RICHER -

. DIANE SCHOEMPERLEN -

MERVYN SEOW

ar

i

Registration -~ Student
Accommodation.
Registrar.

Publicity Assistant.

Hanager—Food Services.
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INTERVIEW _SCHEDULE

Subsystem I - Teaching and Learning.

(1) uhat.;s unique. about the Centre's Teaching and
Learning program?.
(ii) How effectivevis the Centre in meeting its Teaching
and'iearring dbjectives?
(iii) What improvements.can be made to the Teaching and

Learning activity? ..

" Subsystem II - Assistance_to Teaching and Learning.

(1) Widda a'ssistance does the Centre provide for its
Teaching and Learning programs? h
(ii) How effective do ycu perceive this aesistanCebto

2
be?

Subgystem III - Provision and pistribution of Regources.

v

G Does‘the Centre obtain'adéquate resources fbr tpe
| conduct of its varlous programs? |
riif‘ What def1c1enc1es (if any).do you percelve in the
prov151on of resources?

(1ii) How effectlve is the Centre in the‘distribution oi

N

these resources? ~

.

¥
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Subsystem IV - Maintenpance.
(i) .Hnntveteps are taken by the Centre to‘ensure
‘organizafional stabilitj?
(ii) What actions are taken by the Centre to develop
T - ,

job-satisfaction, pride of association and "esprit

/
de corps?"

—_—
>
P 2

i

Subsysten v -~ Adaptlnq to_Change. '

i

’

(1) whAt actlons are’ taken by the Centre to recognize

Ae need for change?

(ii) Hou effective do you believe the Centre is in’

'recognlzlng the need for c@ange? -

/ .
(iid} How capable is the Centre of adapting to change?,

f
;
’

’

i
Subsysten ¥vI - Relationship v1th the Conlun;tx.

o [:?i) How would you evaluate the Centre s relatlonshlp
| »Ulth 1ts connunlty? .
(ii)e What specific actlons are taken by the Centre to
affect this relationship? “
(iiij How eff@axive do you believe the Centre to be'in
fhis érea“ot its operation? |

S
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§u5§zéte! vII - uanggg!ggghgng_gggi;gl.
(i) " What is the n@tu‘;;a of the administrative structure?
(#i)f What is the nature of the-dscision-lakiggrp;ocess?
H(iiiﬁ‘ How effective is the administrative ofggﬂization of

- the Centre?
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1933

"1935 . ¢ : S AV e
Creative writing and Painting Coursesg&ﬁtroducei; o
s o o N T

h ‘Ren.med-"Banff School of Fine Arts,” under the

174

HISTORICAL TIME-LINE

[0
Q@ant

Universit? of Albertg founded.

. N . oo ij A ’
. . , ) . “:’
Departihent of’'EX established,-University of
Albesga. | |

-

carnegie corpogation grant.- $10,000 per annun for:*
3 years fr Egg? : ' Co

‘ ¥

Establishment of "Experimental Sc@ocl in Arts

Related to the Theatreg," Gnder the Departpgnt of
Extension, U. of A.. A.E.Corbett, Director<y 330 =
studeats régistq§ed in- prama and Theatre forsELoug . " .
‘'week school. - L . e L

5 Ty :
@

AN . “ « , \ o 4 Lo ' N
. . Lowene . b

- . an ‘,,

jo. 1t direction of Dept. of Ext., g.'qfqh;; and RS 2S
the Provincial institute of Technology. and’ Art, .

'Calgary.,pgnald Cameron appointed Diregtoxr of

-

1937

1938

1939

1940

_local schools and hallss

1941

Carnegie Grant renewed for further I’Yegqg.
:‘ ¥ o N ~1. . - e . '\"?37-‘

Dept. of,Ext.,\andABanff¢5chool of.Fiqﬁﬁarts, ' e

LS e IS
e . ‘e @ o

Further course éxpansiqn;;mus;b and play-writing.
u. o%@a; $2,500 fund to undervrite loss. , L’
e _ R :

.

Scholarship scheme introduced, -One student from
cach Alberta jnspectorate. End Carnegie Grajt. No
external funding.  Course credits es_taﬁ'lish"e} with. \
many Universities, but not U. of A. until Fine AN
Arts school established in 1945. . ° .

4

Oral French program commejced.
. S -4

of

Banff School Auditorium 6pened.4C0ntinued use

&

-

K : - R

Sole .responsibility vested in U. of~A. New
carnegie Grant to begin co»ses in Applied Art.

. 0 ) o S ' 2

i g o .

5 . S
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o

1945
Steady increase; 1n adtivities during war years.

571 vould be reglstrants. 427 accepted. "
e

1946-7 ‘ .G ’ - | .
Ex-army huts purchased and set up at thsky Creek.
‘Banff Poundation' formed by Act of Provincial
Legislature. (Aim to rdise $1,000,000 over 10
years).

1947 , .
' St. Julian site acqulred, gp ‘acres. $1 lease fee
per annum. First bulldlng on S$ Jullan site.

(Dormltory) :;ﬁ . o
1949 _ e . _
Three chalets{huilt on $t. Julien sift.- - “»
. -7 . N SO LY
1950 . iy ) _ ‘ Yoo ey a ity ‘?)
COnnunity,Evening‘plaQSes began. DRI | )
1952 T ' >

Slgnlfncant anannts of finance pp9v1ded by both'ﬂ
the Provingial Government and th& UmMVersity of .
_ Calgary- ﬁog»buriding progran.fSChool of ndvanceq

uayagenent established. 3 g S
1953 " _ ' Toag ' T Ay
First: ulngdof Donalq;CalerOn Hall opened ~

¢ O

. 400 scholarships offe;ed*worth $10,000 total.
. N . ’*{i

1956

Period of conso; datlon. Futther gro
offe:;ngs.and %ﬂslding program.

3
o . DR R L
- DY

1966
Lloyd fall opened, greatly expandlng _
accommodation. University of Calgary assumed
responsibility for Banff School of Fine Arts. .

1967 s T -

Eric Harvey theatre fuilt. Lease changed and.

increase in fee fros $1 to $25 p.a.

1968-9.
Exten51ons to Erxc Harwey theatre.

z,-oA' 5
« s

D.S.R. Leighton appointed pirector. Banff Counc;l
of Governors appointed, Offseason courses approved
in Arts and Crafts. Beginnings of internal
reorganization and departlentalizatxon of

activities. C o

Y . \

AR S
in course -
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1971 ¢ ' N
e Banff Pestival established.

1972 . - w7
l~Formulation of f._ve year -(growth) plan. Limited
° year-round prog- amaing. '
1973 h ‘ R o
Corbett Hall » .1t. Cultural Resdurég [}
Program intr uaced. !

! N . ’ . \ ) . o
1976 \ o e
" Glyde Hall built. Environmental Stgdies progranm
comnmenged. Twelve staff residences/conpleted.

A}

1977 | | L
. Services Buildirng completed. New five year plan

4 formulated.

nagement
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