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Operationali;e’u;aj-‘theorv” of organlzation des&gn

B

archetypes finf *order,_ to:’ better understand the-

“ a , . v

~relationshlp between _the» activ1t1esu of,a voluntary

L. : : . W

sport:r@organization!. ’and*fvtﬁe members 'of that

Ubréanizationl Values - and Dbeliéfs- (interpretive

2 .

.schemes) 'were the cent}al focus'of.the'Study, andﬁg"'
'dprovincial 'spont organization was selected “for a case
fstudy examination of thé patterns uof -values ‘and

beliefs ramong organizational members. An organlzation:"

o -

fwase*selected based on the researchers perception that'{_f

s

" the- organization _ was experiencing an observablei,

'change event about whch organizational members couldml

a . \

>7m§;articulatev their valuesA and beliefs. Follow1ng the

theoretical Q framework ' prpposed by Greenwood "and -
eHinings (1987) values and beliefs concerning three

areasﬁﬂof' activity were examlned (1) the appropriaterfﬂv

domainffof; operations i.e.,f the broad nature of an“
€

organizationgs :raison vd'étre (2);beliefsoand~Values

‘aboutl' appropriate prlnCiples of ofbaniéin§;~'(3x_

appropriate criteria for evaluatlng organizational-

R



‘Ethnographic data collection. techniques were
utiﬂized, and vpatterns of’consensns Qerefconsidered"ﬂ
- in .;terms Uof organizational' coheregge which was
defined_ in a twafold nanner Firstly, coherenCe was
considered"in terms of .the extent to which their was
: widespread agree ent among organizational members
concerning particular _valuesA”and beliefs. Secondly,
coherence ‘was con31dered in terms of the entent to
which the relationships: realized‘ in the day to;dayb

‘activities - of the orgqnization'were,a reflection of

‘the - values and:f”beliefs.r of the - najority of"
organizational members. | AP
The values and beliefs expressed by informants and
'respondents,_ and observed by the‘ researcher,-were:
'characteriaed' to 'represent. two differing ideal-type -

finterpretive -schemes : The two different interpretive :

schemes _were reflected in differing systems. of power
‘within_ the organization. These two different systems

of power were found = to ,_be contradictory and.'

.

conflicting., <
Organizational coherence. was .discovered in the
\\organization studied,,‘with ‘widespread support to a

particular 1nterpret1ve scheme being found. There was

'r.ev1dence -to' suggest, however,‘ that the. level ofA

coherence observed in the organization had not always ‘;f

existed,‘_and that the ‘hange process was on going andi}il

continuous:’
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‘CHAPTER 1™fNTRODUCTION AND STATEMENT OF THE PROBLEM

s

| ‘:' ‘ | ’ : ;‘,’. . . X ’ ] . & ) e

R

The manner in.which the cultural pﬁendmeﬁdﬁ‘of” .
fsport'",ié' SOCially"ofganized in Canada 'ha;’?been
observed by..mghy ‘scﬂoiafs‘ ﬁo ‘be in a étatéi of
transition (cf. Kidd, 1‘980;_ Slack, 1985; MacIntosh,
Franks, ’ and Bedeéki; 1986) . The inature of éhis
lﬁtransition, or change, héé. been charécterizéd as .
' invélving ‘the process of'rationalization.(cf. Kidd, ‘
- 1980;  Slack, - 1585). ATﬁrqugh this_,pro;ess),‘thé~
,oréanizatidn‘ énd adﬁinistfat‘on of spdft has evolved
from an ‘acil hoc "ki‘tchevn't‘abll?", ;j}pe aét;lvity,- i-nt“o a
more. Wéystematfééd ~ and goalv’direCtéd 'maﬁageﬁehﬁ
process ~ (cf. Sléck and Hin'ihgé;~ 1987) . Of nbtabie
influéhée on ‘this trehd' towards.rationalizatipn in
amateur ‘Sport Qfganizétions;' has_ beenx_the-érowing
involvement, in" receﬁt"uyears, ‘of both fedéral and
_prévincial government ‘agenciés. while providing .
funding,’ . and .Qtﬁér'forms of.support'to amateuf sport
organizatiéns, goéernmént agencies have eﬁcburaged
and ‘dipecﬁed these ‘ofgahizations to legitiﬁatizé

o

1
R
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“efficient, ‘and

»
2.

. l - . . . , PR

oo . ‘ ) . , SRR .
themselves by becoming increasingly more effecplve,

‘accountable (Cf.~Frisby,'1983;'Slack/
1985) . |
» ‘9

'A' number

f different researchers have examined

the processes of. rationalization in -amateur sport

organizations, and have 'conSidered its impact in-a

variety of ways. Some researchers have, adopted what

may be termed " a "crltlcal approach" and have_

. . P ,
considered some of ,the soc1al 1mpllcatlons cof

. rationalization.. Through this “approachn'it ha’s' been

observed that  the progressive development of -a

e

" rationalized sportv system in” Canadafhasyled’to the:'
exciusion ‘gf'“certaln 1ndrv1duals ‘and groups..?cf. -

fxidd;vg 1982; Gruneéu}A 1982;* Beamish, ° 1985;5 Hall,

- 1985). The”’intention of thls crltlcal research ha

“been ,bbth to describe the effects of'ratlonallzatlon,

and to encourage change. = . ’

Other researchers 'have)_chosen” a non crlnlcala

approach 1ntended to descrlbe and analyse the effects

b2
T

"q%e . process ”pf, ratlonallzatlon, w1thout

_necessarily suggestlng change. Recently, w1th1n thlS

non-criticil approach,' there has been an 1nflux of

”5-research whlch has‘ beern . . 1nformed by organlzatlonal

theory. Thls research has examlned the' organlzatlonal

. .
Vo
\.,{

e
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‘Charactéristicé asSociated. withf: thé ,érocess vof
- i ratidﬁélizatioh Iin‘faﬁateur 'sport'organizatiohs;'and: 
ﬁas done much to .incrééée‘our understanaing'of Eﬁé
‘.cgmplék‘»néthre,bf spdrt énd-sboft o:gani;atiods. (¢f.

"Erisﬂy, 1?82; Slack; 1985£.Hinihgé and Slackfci987l.
| For reseérchéré'éonéerned with;éociafuﬁssﬁés.i;i

( _ ; T A

 sport, the.Vconcepts and thegries“made aﬁailable'
through. organizational théory mqy:be:séen as Qaluablé'.
todis‘lwhichﬂcan be used t§ increasé'q&;-ﬁﬁderstandiﬁg
‘j'df..r§tibnali23tion {éndf othgr'“précgsséég'ip muchgbe 
4fhe;vsport re$éarch'infqrméd'by~drgénizational theory,
-howéver,‘ ther is a sense iﬁfwhich'the effedts of ﬁhewi
.“rprbcéss of‘ ra;ioﬁalizatipn 'have _been eiamiﬁéd only‘

 .partialiy.’ S ~ N

'“"thilé the<.rationaiization proces$‘ hésfbeeﬁ;r;
'stﬁ@iéd 5extéﬂsiveiy.fr8m a macro.d:ganizatiohﬁi point
of view, fewj‘ researchers have_.gohside£ed the
implications  of  this tréhd for the individyalsﬁ.
ihVOlyed' in amateur sport Q;ganiZafions on a day-to-
| day - Qbasis; ,‘Sporgf ;brgahizatioﬁs,, as scclal}y‘
cdnstruéted' éntities,  are created{by human beings in
:ofder to éérig;'human " needs. But often times in the
examinati n  of spbrt organizations, the imglicatiqns
of prdce§Ses~such as rationalization are.gxamined‘ndt

.-

-

wogm



. . ; 4
‘ - B . - ¢ ; . .
in  human. terms, bu# rather only in terms of
. e R

prescrlbed organlzatlonal strﬁcture

A vp~oblém.assoc1ated with thlS approach, is the

tendency to reify organrzatlonal characterlstlcs and

“lose sight of thelr relatlonshlp to the human actors

3 ~. 2

in the Oroanlzatlon. When the dynamic and complex

o

‘i55ues _assoc1ated w1th the 'human element; or the

.

notion of Jfagency", 1n the creatlon of organlzatlonal

reality are- overlooked; however, tot only. is the

conceptualization _of .the organi:ation somewhat
. : ) Y

51mpllst1c and limited, but zsottoonis'the range of

research 1ssues and technlques that transpire.

It may be ‘seen that in'much of the previous

research concerned " with phthe. ' proceSS' : of
rationalization in ’ahateur sportv organizations,
,‘researchers-khaye‘ esSentially adopted what Millervand

Friesen (1984) -have‘termed-anﬂ“analytic approachﬁ to

examiningf’Qrganizat;ons; As Miller -and Friesen (1984)
‘fpoint out, the .ntilization"of 'such ~ an approach
presents" several limitationS’,to vthe conceptdal and

practical' understanding of what organizations are,

~and  how organizations : change.v_ The ,fundamentall

v

weakness of this approach relates to the tendency to

‘draw ;1concluslons about_ the broad nature and



5
effectiveness Nof‘ an organization based on 'the
examihation. of abStréct' and cqnteﬁtﬁally - removed
donceptidns of orgahizaéional characteriéﬁics.; ', '\

-

It may be seen that through the utilization of the

analytic“ approacgj the pdtential éxists for the
interests of féertaid.‘individuals to ée QVérlOOke;,
and for the -ihforﬁation ~obtained. to vﬁe SOQewhat
fragmented.- Tﬁe‘ methods and‘skétems-that researchers
“havef used tovexémine spoft organizétioné in.thé'paét,
how er, 'se;m‘. unde:standabLe‘ and logical,
nonefheiess, given the practical reality bf few .
researchers vwith limited - resources attémpting"to
~evaluate a lafgs‘nuhbér of.ofganiZations with a broad
geographi@.-.-AiStribution. But  these : practical
realities  have been:’a‘ factor primarily because °
féSearéhers.: havé attempted to déalv withv enﬁire
 populations of Qrganiéations _ih 6rd¢rﬂto estéblisp
centréii tendencies in the occurrence ’of various
6rganizational characteri§tics kcf. Hinings and
Slack, 1987; Thibault, 1987; zZimmermann, 1988).
| The’ limitations vimposed by these practiéal
realities,. howevef, 'cén bex  overcome _;hroth the

methodological construct of the case study. The case

, study “approach fprovides the oﬁéortﬁnity for a more

€



. e
: : . . . - -
in—degth  levef of 'ahalysis' to be pursued within an
ihdividual organizatiog, and all ws;ﬁhé :ésearcher;to
move  beyond thel."analyti;él pproaéh" ‘tdWards a
richer and more comprebeggive lexel of”understanding,
when examining ﬁfocéssgs_sucﬁ as rationalization.

5 As an alternativg to the "anélytical approach" and
'its relatedl' cdﬂceétual weaknééSes, Miller '%pd_”
Friesen, along with othér contemporary qrganizational
theofiéts - (for exg&ble: Ranson, Hinihgs' ,and.f

Greenwood, 1980; Romanelli and Tushman, 1986},Daft

Greenwood ‘andl Hinings, 1981),

\

and = :Steers, 1986;
édvbéaﬁe' the . utilization of  the '"approach of
‘syptheSis"“ (Milléf and ”Eriéseﬁ 1984:18{; ‘This f
_aﬁproach is .believed to-'create a more Compreheﬁsive
and. complete_'image of »organizaﬁional‘reality as.if-
’éllows_ for 1 the simultaneous consideration‘vof a
vériety of  _néturally ocCu:rihg,_ ‘céntextualli
situated, -brganizatidnal‘ characteristiés,v procééses
and relationships. This  approach  allows the
:résearcher‘ an oppoftunity to grasp the complexity of
.tﬁe' ihterp;ay betweeh social étructure and ‘human

agency in the creation of® organizational realitij

. ~y
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that opt ',a more vsynthetic _approach have been

¥
e

-

In light of . the fact that amateur 'spOEt

}organizations . have been observed to be éxperiéncing

' e

fundamental" ,qrganizational change, ’ a closer

examination of these organizations would seem to bején,

" interesting and relevant academic‘-endeavour.:But in

attempting to gain a more in-depth and comprehensive

N

undérstanding‘ of  the proqessiof-rationalization,-and

its relationship to the individuals involved in

amateﬁr sport organj ationg, it"qould seem‘ thaﬁ a
schemé 'fo: analysis'that cbnsiders the relevance of a
wide; " range | of influénces théh the ﬁanélytical
app:qagh", WOpid be appréériate..’ s :

“fFortunétéli/ within bthei field‘ of ?rgégization

theory~s terms of reference and frameworks for anaiysis

~

" . . . _
developed by several differeiAt scholars who have

examined strategic’ organizational <change (cf. Miller
and FrieSen,' 1984; ”Romanelli “and Tushmén; ’1986;
Greenwood - and - Hinings, 1987) . A central ' theme

throughout this corpus of literature is the importan¢e'-

of ~ the . initial conéeptualization of what an

-organization is and does as _thé. corner-stone upon

which further'research.may be built.
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',”é; the_perspectiVé developed by Miller and Friesen,
the ‘compréhensive _ conceptualizaﬁionA of what an
organiiat' n‘is and does s ‘termed the "quantum view":
Organizations are treated as complex
entities whose elements -of structure,
strategy, and environment have a natural

“tendency to coalesde‘into quantum states or.
‘configurations’ (Miller and Friesen, 1384:1).

In vthe‘:theoretical ¢fré oTk, . developed by Greenwood
‘ana' Hiéings (1987), the(fi:;;tl embraéefggégéondept.of
| »configuration and .buiid ‘upon it as they‘theorize the
dynamics of oréaniiational Change.1 In.thé framewo:k'
they.‘prdeSe, ‘the étarting poiht'for conceptuﬁlizing'
organizations’ takés »‘form in ‘the ‘COnstruction of -
organiéationa; design archétypes. bDesigh archetypes
are postulatgd.vtol conSist of a patterning of yalgés?
'be;iefs, -ahd ipterprétive-fschemes. enacted through
Qériopsa drgahizatiohal_ sﬁfuctdrés and prbéesses.‘This
patté;ning is refétred,to'éé'Q;Qﬁﬂizitignal_sghﬁzﬂnCQ‘
"aAAf rélatés' to_\phe extent to which the organization
may wbéi characterized to have a common orientation
among component elemehts. - |

'GreénWobd' and® Hinings (1987) suggest that an'

brganizational design ar;hetype is:



.a set of ideas, beliefs, and values"' »
that shape prevailing conceptions. of
what an organization should be doing,.
of how it should be doing it, and how

- it should be ‘judged, combined with

. structures and proCessesvtnat‘serve to
implement and reinforce those ideas. .
-(Greenwood ‘and Hinings 1987 4)

They further' suggest that the key to understanding an

organiZation: is contained in ‘the beliefs and values[

1

 held by key" 1nd1v1duals Or'_groups- of 'indiViduals

«

‘regarding three‘vcentral areas of activity : (1)‘the

appropriate .~ domain of operations‘ i.e., 4 the ‘broad

nature of an organization’s taison d’étre; (2) beliefs

sand_‘vaiues about appfopriate pfinoiples_of.organizing;'

t

(3) appropriate oriteria éor.eVaiuating organizational
performance (Greenwood and Hinings, 1987:4) .

The empiricall establishment of what values and
beliefs are held by a'rangevof organiiational membe;s“'

in a Provincial 'Sport' Organization, regarding the

/”three -central _ areas of - activity identified by

|

i

Greenwood and Hinings, would seem to'provgﬂe a good
starting p01nt in attempting to more fully understandl
amateur 'sport organizations. Examining an organization
inf terms of ~values and' beliefs .allows fot the

consideration of, thevvrole__of‘_human agency in the

'creation of organizational ’reality, ‘and thus a more

comprehen51ve level of analysis may be achieved
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Of  central importance to this approach, howeuer, is
the ’establishmeht of who the key:individuals or groupS'

of ihdividuals_ are ‘withihj the organlzation Much of

the previous aoademlcfattehtion that has been focused

on . sport."has‘ tended rto’ utillze ‘data collectlon
| techniqueS"gearedf"toﬁards obtalnlng the oplnlons of
) ‘managers.land ‘formalv,leaders in ;port organlzatlons
thle i largely ignoring . the concerns" of athletes,'
coaches ‘and off1c1als (cf;iBeamish; l985} Cunningham,¢
.1986; Thibault,-l987) h ' " |
o A central 1ssue Wthh is hlghllghted through the'
Synthetlc approach .ae: developed through contemporary
organizational theory, 1is that there is a deeper and~

‘r’ more cOmplex reallty to organlzatlonal llfe than that

articulated by formal leaders w1th1n an organlzatlon
For ,a more | comprehen51ve understandlng of
organizational reallty to be developed, attentlon.must
be focused on. the ivalues-iand bellefs_ of actors
throughout‘ the lorgahization;; and not 51mply on those
of the ’dominant'coalition, and/or those who appear to
‘possess forhal control of;the organization;llt:was the
vintehtion 6f Zthe' researcher.ih this study to.exahine
hthe :values hand beliefs of hot';ohly the fOrmally‘

- recoghized  leaders 'in ;the.'organization,v but also
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"theiiinformal leaders and a variéty of other actors
within and outside of thé,o:ganizatidn. |

Thus, the .ntention of this research project was to -
examine ~the values and beliefs of - organizational

members in provincial sport organization. in  the

Province‘ ofVAlberta._Whiie amateur sport organizations:

have been observed to be undergoing é rapid proceSS‘of.

rationalization, given = direction and impetus by

- 'governmental involvement, ' we do not have a
" o , R I : o
‘ comprehensive understanding of these organizations and

1itt}e_'attention has been given to'the goncerns of the

individuals 'wiﬁh;n théSe érganizatiohs. The,ﬁarticular{
values, and - beliefs, (iﬁterpreti&e'ssﬁhemés),' bein§
operaﬁionélized. in amateur‘ s?or : orgénizations have
not been . cloSeiy _éxamined[':ho;igés the relatibnship

between the _fdrmalizéd ;rend toWardsvrationaliZation,

, ‘ : L YR o
“and' the proceésses and relationships actually realized
J\ R N B - - . . . " .

'y -

in the day-to-day operation of Provincial Sport

Organizations. PR ) ‘
v .

-EIAIEMEHI;QE_IHE_BEﬁEABQH_RBQBLEM” . B

- The purpose of this research was to undertake an

in—depth ~ examination Adf ‘organizational 'values and

. beliefsf_ip- a Provincial Sportmdrganization. Towards
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this end a ;case study'aﬁproaeh wasfutilized)'and the
following'sub-problem areas were investigat%d:

J

l..Who are the key 1nd1v1duals and groups who

have an 1nterest in the organlzatlon°

-

2. What are the operative values and beliefs
“held by key individualsfand groups cOncerning

the three areas of activity identified by

Greenwood~and Hinings (1987)2 (i. .,‘domain;
principles-of'qrganizingr andb' aluatien‘

criteria.)

3. Is there a prevalllng pattern or patterns of
consensus regardlng partlcular values andv
.bellefer1th1n the organlzat;on? &
4. What is the relationship between the vaiues
' and beiiefs, actually held by key individuals
in the PSO, and the formal organlzatlonal
.v<§structures,hprocesses, and relatlonshlps
that have been dbserved by other researchers

to be’ evolv1ng towards a more ratlonallzed

and ﬁrofe551onallzed arrangement?
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The major intent_of thié ?:ojecﬁ was.tovpré;ide_a
descriptivefanaiytiéal__examination‘.of__the valﬁesAénd
“beliefs held by a range’of oféanizationai members ih(é '
provinciai w;;ort organizétioﬁ. The specifiz résearch
-questions addressed in 'this study"related to‘,a.
particular _indi;iduai' organiiational setting. It is
©  believed, howevér, that the findings produced are
| re;evant 'té the - larger issues fiﬁbthe populatién%ofi
?SOs; as_vthey represent a'caSe‘study,examplé of the
]imélicétiops' of géﬁeral o:gapizationai'treﬁds, td the’
specific organizational level. - ‘ B

- 0f ééntréi;‘impoftance to ‘£his_ study is.fthe
'-,real;;ation  ﬁhat 'provinciai spdrt* orgéhizétions;_és
??publicly-fUhded" éntitiés, represent (df‘ should
represent) a multiplicity .of intefests and values
withiﬁiv.the vcommunity. ‘It is nbt ‘clear, howeQer,
 whethe; previdus‘ éxaminations, of ,provihcial sport
,organiiatidns ;;haVe - been - abie to deél with or
 Aundersténd'this complexityT | | |
| The lafge.nﬁmber (71) of PSOs operating in Alberta,
makes it extremely difficult for fésearchers to deal

" with each organization on a personalized and in-depth

basis. - In acknowlédging this fact, it was the
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inteﬁrion -Qf thls study- to. focus .on an individual
organization‘ w1th akv1ew to orasping the complex1ty of
organizational reality and relating it back to lar?er
‘generalf;abie issues. The examination of an. individual
‘i oroanization : was underpinned . and informed, 'by
vcontémporary organizational theory which is‘beli;;ed_
to provide a richer and ‘more complete understan@1ng of
organizationalv reality than  has been prev1ously madeh
eavailabie( | . | o

AThe‘iapproacﬁf ofj-Synrhesis; ashldeveloped'.by
B theorists 'such bas Miller .and Friesen (1984) vandf
Greenwood and ’Hinings (1987), represqafs the leading
| edge in organizational research which builds upon, and
- is informed b§i a wealth of previous theoretical and-”
empirical ' research - The utilization of such a
perspective; when examihing ' PSOs represents an
alrernative view to those traditlonally taken. As
such, - itb'may .increase ourv understanding of PSOs by
.supplenenting ‘the' :analyticali::methods ‘used by
_government ':agencies and . the ‘insightsp oained in
previous academic researCh
Increasing the level of understanding and awareness
reoarding van, 1ndividual PSO"- can- contribu;e ‘to: our .
underStanding .of jthe compiexit§uwof all PSOs. There‘

i s
o +
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caﬁ"-be little. doubt that uncovering a  range .of
_organizational values in a PSO »could be of great .
benefit‘_ not, ‘only to tnose athletes, ooaches,,
officials, and administrators"involved directly ‘i
PSOS;d but also to politicians, civil servants, and
vcitizens at large who are oalled upon,to make informed
decisions_aboutvthem._ | .
People often'have.a tendency to take oroaniiationsv
for . granted; : to g stereotype ._tne 'people ins an
'organization, ~.or to not consciously consider the
effects " of "organisational | activitieS' on various
individuals w1thln the organization. An in- depth study
of a. PSO could bring to light many issues’ and concerns
that nay otherwise be - overlooked‘_in the routine
interactions of'everyday life. Disoussion,.debate, and
'deoision -making -~ about PSOs, be it political,

‘philosophical, " orv,economic, can only be enhanced by a

deeper ‘level of understanding‘and empirical findings

\J

given 'shape and meaning through a theoretical frame of

P

re¥erence. ',




CHAPTER IT CONCEPTUAL OVERVIEW

‘ * : >

deernmenf involVement,in organized amatdﬁr sport
“has increased dramatically in‘theipast twenty'yéa#s at
both the féderal and prpvincial levels. The vaefnﬁént
of _Alberté, actingfl thrbuéh | thg Departmeﬁt of ..
Récrgation ahd ga;ks, supports 71 different Pro&incial
Sport Orgaﬁizations (PSQs)f -These QrgahiZations are’
recognized 'aSA,the ;gency officially responSible for'
'coprdinating ﬁheir' particularfspoft af thevpravihcial'
leyel; 'Asisuch,~they'are‘éfanted gov;rnment'funding-to
finance a"ﬁariéty of activities :and. pfdgraﬁs;_The'
‘réséoﬁsibilitiés with Whiéh‘TtheS¢ organizations are
chéréed:\\inélude 'such tasks as the- selection and
support! of provinciai ‘ﬁeéms, the oréaniZation and
saﬁctioning of pfovinqial ,championships) and ‘ﬁhe
ongoing development’ ‘df ' dOachés, atﬁletéz? .'énd
.officialé;«. R | | |
Governmenp_ involvgment in sport organiiatipns'at
Vthe_.érovinciél' level fha§  in mﬁny wéys.been‘modeiléd~)¥tﬁ_;'
after ?fedéral 5gévérnmeptf initiétivés._At_ﬁhe féderaL“
;lévelf Sport- é5nada, ﬁhe directorate respbhsiblé for
‘sport, : récognizés 39 . >high—performance ' Nationali
16 -
N
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Organizations. These organizations oversee the
varidus sports that ‘Canéda‘ competes in . at_‘majof .
international games. Both the Federal Government and =

the  Government - of . A;be;ta"havé encourag?d' the

-development of ~increasinlejfrationalized amatéutA,

spo:t~j'o:gahiiati6ns ' byn_making the provision of °

¢ . funding, and'_othef”forms'of support, contingent upon
~the developﬁéht  of specific  organizational

. structures, systems, and processes.

e

" At ‘the national  level, the Yguidelinék' that

- 'establish what organizational characteristics are to

be ,engouraged'in National_Sport_QrganizaﬁionsI(NSOs),
are part of a mo&elébased'@pproachftp:@ugb;théﬁfitf7Tr'
is believed that‘a_p§:ﬁi§piar'6f§éﬁiiatiqhal form, or

cOhfigUratibn, will produce“-the - best .possibie"“

.éthletes to represent the people df..Canada} 'The

current  objectives- of * this model . approach’ are

summarized in ,thé "Best- [Ever" program which was

designed and = implemented with the  explicit aim of

increasing the performance levels of Canada’s top
. ‘ nes LS , -

~athletes at international - competitions such as the

Olympic athCommonwealth,Games;;
B As--an.ihcegfal part of the ﬁBest”Ever" program,
Sportf;jéanédaﬂi also introduced the "quadrenqial

-
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plaﬁﬁing sysﬁem", -wgich involvesv36’§f the'39“higﬁ—
perfdrmaﬁce NSOs,  and feqﬁires théﬁ'they‘engagé in é
rational planning' process. The ihﬁendéd effect of;
this plénning'.systemw is for NSOé to,énhénce their
effecfi?enéss ‘and éfficiepcy by revigwing, and
.evaluaﬁing their cprrent,strengths4and‘weaknesses and o
proposing wéys ‘to improve futpré pérformanée (Slack:
and‘ Hinings, 1987).ijy:_encoufaging,v and in- fact
requifing that NSOs engage in  rational‘vplanhing(
-Sport Canada has prdmotéd. organizatibnal chahgerin'kf
NSOs. The néturé of ﬁhis‘change has been observed by 
‘igiqihgs ~and Slack ‘(i9875 to involve}rat}qnalizétioﬁ
:in a 'dual_ manner, in  that the intrdduction of the
actual . proﬁess of planning as an orgahizational
activity lrequireé rational change, and creates a
'blﬁeprin; 'fof further rational qhaﬁgé; as an outcome
of thatnéctivity»(Hinihgs ahdiSlack; 1987) . |

,;While the Govérnhené_bf;Alberta is ﬁot di;eétly 
',ihvolved 'in' the "Bést’,Eveff program or quadrenﬁial
planniny, = they. have inétitutga pfovincial‘ levél
programs ﬁhich are similar in naturé; Allocétion'éf»
‘funding to PSOs in  Albértau is based on guidelines
which-'encoﬁrage ther‘same sort of elite competitive
focusv.found7 in the'"Bes; Eyer“ prbgram. At the same

; time, the Gogernment' of;-Albe;ta has 'introduced a
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rational planning ';ystem of their ownvwhich'is’based
on a three year plahning cYclé, updated annuélly.

As government involvement in sport orgénizations‘
has"increasgd, the organizational‘acti&ities of.ﬁSOs'
and PSOs have become increasingly goal directed
toWards"the. development of elite highrpe:formance -
athletes.' Théri’ has been conecern, ﬁéwever, ghat this
emphasis. is notnat,ail a democratic representation of
popular vsporting' values. Rathér, it is an expression
- 0f the "wishes of a small vgroup of maﬁagers-and
bureaucrats (cf. Kidd, 1982; Beamish, 1985).

The analys;s of social iésues of ﬁhis nature has
»arisen ip recent years through the development of the
"soéio—cultural" (approéch to the: study of sporf (cf;
Gruneau, 1976; Hbllands,;‘ 1984) . Through thisi-.
1approach, our .undérstandinguof sport and society has
been greatly increased. Scholars and reéearchers‘haver
utilized the knqwledgé, 'resources, and perspectives
of a 'vériety of other academic fields and developéd
alternatives to the traditional pluralistié view of
sport‘ and"sport orgénizatipns. Researchers adopti
‘this approach have informed their wak wiﬁh a variety

, o v , J
of historical, political, and sociological theaeries,

and. have initiated a number of ideological debates
4 L . : :
'
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as tb the . natUre‘ 9fi spO{i and ;Fs ;elatiqnahip to
power and cultural production (cf._'Cantelon and
Gruneau, 1982; Beamish, 1985; Hall, 1985; .McKay,
1986) . L |

Most,;ecently, withia the socio—cultuf 1 approach
ta the study of sport, thefe has been a inflﬁx of .
resea;ch whiéh .has dfawn apqn concepts and theories
made available throﬁgh the  field‘ of ‘organization
theory (cf. ' Frisby, 1983; Slack, 1985;‘éunningham,
’1986).: Through this work, rasearchers have.attempted'
£6 gain fukther insight and undéfstanding into ﬁhe
organizatlon‘ that vregglate,, organize} and sanction‘
sport in  Canada. The . present research project
conpigues: ﬁhis trend} and operatioqalizes researchv
_theofy and methods which have not~been widely uéed in
‘the pfevious _stﬁdy of sport and sport orgahizations.
. This project is intended to add to, and extend, past
research thch‘ has »baen cbncefned VWith» ofganizad
amateur ‘Sport in Cahada, by un@er;aking an in-dept:
organizational analysis of a PSO in Alberta. Central
ta this project, however, is  ﬁhe‘ﬁtilizatidn of a
conceptual . framé of reference ﬁgiChfallows for the
examinatian ‘of an amateur sport organization from a

new and alternative point of view.
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- The purpose ofi_this chépter is to outline tﬁat
point "~ of ‘view, and to pro&ide an explanation of how
~and why that particulaQ'theoretical orientation was.
‘adopted. In order to ‘provide an évérview of tﬁé
circumstances which led; the researcher to dndertaké

the -study, and adopt a particular ‘theoretical

outlook, four general topic areas will be examjhed:

I. ‘Organizational Theory
; .

II.»‘Orgahizational Values and Beliefs
. . .

III. Organizational Coherence

IV. The Rationalization of Sport and Sport
Organizations. ' ’

h]

[

In ,§ecent ‘yea{s, thé conceptﬁalizatidn of what
organizations are _and what they . do has taken many
forms. As Hinings (1988) Apoints out; the study of
o&ganizations has evolved dramaticall& over the»paét
twenty-fivé yeafs; -and has seen'the.development‘of a

variety of approaches and orientations. While some
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- researchers 'still maintain a strong‘ structural/
funétionél_ approach to thé‘ study of organizations -
(cf. Dgnéidsbn, i985);"othef”réseafchers advocate a
hore' complex hpproaéh and. view prganizat&oné' as
dynamic socio—poli;icai eﬁtities (cf. Burrell and”
Morgan, 1979; Clegg, 1988;‘karpik,'i988). -
| ' Hiningé '(1988), suggesfs thatbthe.ﬁaken—for—
granted .éubject Cof orggﬁizétional theory s
organizatidnal design. Hé further suggesté_vthat
imélig}t in ‘the"étudy of orgahizatibnal design is a
vcohcern ‘ vfor organizational ".effiéiencyp - and
‘effectiveness, ‘and the effects of different
organizational conditions on the achieveméht‘of these
states (Hiqings;vl988)ﬂ And sovtoo, the effectivqness
'W,(or 'inefféctiveness) of sport organizaﬁibns,' in‘a‘
céréain sense, méy be seen to’bé,the dltimaﬁe concern.
of maﬁy sport theorists as well (é%.'Kidd,'1980;)
Beamish, 1985; Hall, 1985; McKay, 1986) . The study of
ofgaﬁizational effectiféneSs,_‘however,- is very much o
. dependent on_ the manner in which one conceptualizes
organizational design. o S o <
vOne’of the—semihél worksiOn oréahizational desiQn‘
was that aéveloped by the Aston Group (cf. Puéh,i

Hickson, . Hinings, and Turnex, 1968;.1969), ih»whidh
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it was pOs%ulated © that speéific. organizational
' cha:acteristics develbped' in réspohse to demands
‘placed  upon thé organization by its contéxt, This
:research provided the bgsis forv"contingency-théorY"
‘which s v}eWed by.many to be the dominant schema fo
anallysis - in the area vof»organizatioﬁ;l theory (cf.
Aldrich, l198‘8{- Hinings 1983)\.' IR |
Although contingency theory remains widely
:‘récognized' and utilizéd in.  the study of
Qrganizations;'.iit has béén the subject of much
. critical debate for several yeéfs (cf. child, i973;
lBurrell and -Morgan, 1979; Ciegg and Dhnkerly, 1982;
angldson, 1985) . The fundamental conceptﬁai wéakngsé
ofycontingenq§ 'thgofy, is its éssumption‘of a static

and prescriptive normative structure, and its failure

to: account for the role of human  agency in the

création of . drganizapional design. Child (1972), for
Lo : v o T '

ex#mple, points out that organizational structures

ar’ not . wholly rational responses to situational
circumstances, but rather, are products of the social

aCTivity ‘of human actors - and are subject to their

pétception and interpretation.

] Despite the conceptual weaknesses found 1in
contingency - theory, ‘it has been institutionalized as.
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o a  way bf‘ lopking at organizations and as such the

. ‘ s
dgvelopment of new or alternative perspectives relies

on the old perspective for its terms ofvreferegée and

pointé - of depérture. Thus;'fin theQries :such "as -

|

.Child’s "Stratégic’ Choice" (1972), theré‘ is a

i

blending of new ideas with the. old in. order to

synthesizé a new approach which maintains what is

-t

) | ) B . ( ) .
seen as valuabie in the old theory, and at. the same

»time'gttempts to rectify its conceptual deficiencies.

Through the procesSes of empirical research;

'-theory building, cf&ﬁique, and modification, theories

of organizations.haveuevolved'and become ihcreasingly
complex and comprehénsive. But while extensive debate
at the .level of ideas continues to take place within

the . discipline of organizational b.thebry,  the

reléyance of 'organizational theory to people outside

-the discipline, in areas such as sport studies, rests

in ‘its abiiity'to.produce empirical reseafch,fiﬁdingsi
and}-solve real world problémé (Aldrich, 1988);:In.the
pfeSent stﬁdy the real world problem to be addressed
is  that " of attempting to‘coﬁprehend'the relétionship

between what an amateur sports organization does} and

the wvalues and beliefs held by the members of that

organization. - ' L oy
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The .. contribution that organizational theory can
make to thé study of this problem is the'provisioq/pf
a theoretical framé of reference through which the
problem ' may be examined. The theofeticalrfraheW6rk;
developed by Greenwood and ﬁinings (1987j was found
‘to be . appropriate vfbr provi@ing theA basis for
’developing‘ a reséarch:strategy for the:study Qf Spoft
Organizétions, for Ttwo"interrelatéd reasons.vFirst;
the 'ffamewbrk they develob adopts what Miller and
Fréisen .(1984) ‘ ha&e termed fthe' ,approach. of
synthesis". This approach IithlyeS' a biéndingbof a-
variety of ideas_and_perspectives.in ordef to'géin a

perspective which is more comprehensive and rigorous

* than- any of .ts" compbnent parts. The Greenwood and

Hinings (1987) framework was developed through an
‘extensive ~programmatic research strategy which has

continually' attempted to integrate conceptual

~ developments and change.

14

Secondly, and clbsély-fgiaged‘tbjthe firsﬁ, tﬁe
frameWQrk"they propose allows’for.the coﬁﬁrehensioﬁ
of both. social structure énd huﬁan agency in the
creation of organizational reality. The theoretical
and methodologicai .édvanpages of attemptihg Eb

comprehend the interplay of stfuétufe ‘ahd ageney,

when conducting social research, have been outlined
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by several social and organiéational>théo;ists (cf.
Giddené, ‘1973; 1977; Ranspn“‘Hinings;‘aﬁd Gfeenwood;
1980;  Bourdieu, '1977; Knorr-Cetina and Cicourel,
1981), and by several spoft‘sociolcgists as well (cf.
Beamish,. 1982; Gruneau, 1983; Theberge, 1984). In the
framework developed:- by Greenwood’an& Hininéé (1987),
the interplay ‘of strﬁcturevand agency‘is.érasped by
approaching ofganizations ‘through the e#amination bf'v

organizétional values and beliefs.
y | . R C ‘ : . '.

The approaéh'through values and beliefs developedA
by = Greenwood. and ;Hihings (1987) buildsﬁupdn'their
early theofy‘ developed with Ranson iﬁ aniarticle
"entitled: ,"Tﬂe Sﬁfuctufing_ of . 'Organizational
Structures"' (Ranson, Hinings, and'Greénwdod, 1980);
In this article, the authors-draw?upgn the works of
sociologist','Anthony, Giddens ~ in - attempting to"
construct an integrated_framewoﬁk’for»the analysis of
vofganizations. Thé‘ main thrdst-»of their proposed
xframework . was to reConcile_ the theoretical
différgnces poéed‘ byfdiffereﬁt conceptualizations of

organizational structure. They point  out that
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structure has traditiohally been conceived - of as

, either a 'patterned regularity of roles and procedures

(the prescribed framework of the organization), or as

‘the patterned “regularityland processes of interaction

(Ranson et ‘al.-1980:1—2). They further pbint out that_'
the conceptual assumptions- of!' each 'bf‘ these

perspectives have led research into organizations down

. rather divergent and incompatibieﬁpaths. In attempting

to. "articulate - the latent. linkages between such

p§;adigps . and v‘prpblematics" .and ‘present a’ "more
unified méthoddlogical ahd {thebreﬁical framework",
they -proposé t%at structure be concéived as a "Comple#
medium of control which is cohtinﬁally produced and
fecreated in‘interaction,)yét shapes that_interaction"
(Ranson et al. 1980:1-3). o - |

'Thé‘ means through which an integrated-theory'is

achieved cohceptua{ly, ~ is .through '"provinqes - of
meaning, dependencies of 'power,’ and contextual
constraints;\ (Ranson, et él., 1980:4) . While it was

later suggested that the 1inclusion of contextual

constraints may be rédundant,.'ahd can be subsumed

under - provihces of meaning (cf. Willmott, 1981),

provinces of meéning and dependencies of'p6wer remain
important concepts which have informed Greenwood and -

Hinings’ later works.

~
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The relevance qf‘these concepts is the‘assertion
‘that . organizational - structures can be seen as
embodiments of ideas;-_values,f-and, beliefs which
constitute = a prevailing province of meaning’ or
interpretive schemes (Greenwood -and Hinings, 1987).
As Ranson, et.al. state:
. . B / -
Organizational members create provinces of
meaning which incorporate interpretive schemes,’
intermittently articulated as values and '
interests, that form the basis of their
orientation, and strategic purposes within the
organization. (Ranson, et al., 1980:4).
Dependencies of"power relate to values and beliefs
through the view that since organizations are
comprised of a ﬂbmber of individuals and groups, there
are e1ikely to be a number of alternative interpretive
'schemes. . The resolution of conflicts.lrelating to
contradictory interpretive schemes is theorized to
transpire as a result of dependencies of power and
domination.

In the development of their later theoretical
_ framework, Greenwood and Hinings (1987) attempt to
maintaiﬁ the central importance of the values and
beliefs of Qfganizational members, aRd integrate'the

consideration of interpretiv

of T"organizational design

Hinings, 1987:5).
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Design archetypes are postulated to consist of a
patterning of values ' . and. beliefs '(interprétive
schemes), enacted- through"Hvarious. organizationa1“
structures and processes. This patterning is referred
/ - . ’ . . .
to as organizational "~coherence and relates to the
extent to which an organiiation may be characterized
as_b.having" a common orientation among component
elements. .Greenwood and Hinings suggest that an
organizationai degign archetype is:
. 4
...a set of ideaé, beliefs, and values that
shape prevailing conceptions of what an
organization should be doing, of how it
should be doing it, and how it should bg
judged, combined with structures and
processes that serve to implement and.

reinforce those ideas (Greenwood and
Hinings 1987:4).

‘They further suggest that the key to un&ersténding an
organization . is contained ‘in the beliefs and-valﬁes
held by key individuals or, groups of individuals
regarding tﬁree éentral areas of activity { (1) th%
appropriaté domain of operations i.e. the broad'hature
of an organization’s raison- .d’étre; (2) beliefs ané'
values about appropriate princi§lés of ofganiiing; (3)
éppropriate : criteria for evaluating organizationél

\ - : .
performance (Greenwood and Hinings 1987:4).

\
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Bui}ﬁihg frOm the concept of archetypes} Greenwood

and Hinings develop the notion of "tracks", as maps of

s

"the 'developmehtal paths 'along which organizations

ostensibly travel: i

The temporal relationship between an
organization and one or more archetypes
defines an organization’s-trackw. _
Prototypical tracks include inertia, aborted
excursions, re-orientations, and unresolved
excursions (Greenwood and Hiningds,

1987:21). \"- :

-

Greenwood and Hinings go'on‘further tb pbstulaté the

dynamics of- chahgé that may influence an orgaﬁization

to follow a particﬁlar track. While the examinatidn of

~the = temporal felations between ° organizational

characteristics™ and the dynamics .of-‘¢ ange 1is the

ultimate concern of their theory, i €levance to the

|8

presentufstudy lies primafily in { the deVelopment of

‘archetypes as conceptual ‘devices by. which wé - may

understand, describé, aﬂ&‘anal§se O£gaﬁizations.

In adapting 'this conceptual ffamewdrk for the
ahalysis of provincial ® sport organizations, hqwever,‘
there are certain cautions we shogld bear in mind.
Fi{étly, because\\the theory is a }synfhesis', wé must
cbpsidér the u¢onceptual anéestr§ of the theory and
aﬁtempt to avoid the cdnceptﬁal weéknesses arising
from component parts. Gréehwood and Hinings (1987)

\
N
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specifically aojQowledge the influences of contingenéy
theory and’ strategic choice thebry.and call for their

"mutual ‘penetrationﬂ. @987:1) . The ,diffiéulty. with

this mutualityf ‘however} is that:  researchers ‘and
theorists are typically orienteditowards one theory or
' thé other and need to be contihually reminded of. the”

advantages of the synthetic approéch. Secondly; and

also  relating to the conceptual - heritage of the

' perspective, it is essential to. avoid cbntinﬁally.

‘ relying' on managerial ' characterizations of -the

6rganization “when ~attempting to 'col%ect .data in or
about an o:ganization..{While the reéearch técbniques
associated with the Vdevelopment of both Céntingency
and strategic_ choicé'vtheofy"have rélied'hgavily on

ich a view, a more ‘ntheti_c ~and comprehensive

orgapizational depiction. must mbve‘ beyond such a
.conceptualizatioﬁ;"As Albrow {1968:163) has commented

and Willmott gquotes, "a science that is béséd,upoh; i"

managerial conceptions of organizational structure is

qineVitabiyv'misguided' in its empirical analysis of

organizations™ (1981:474). Bearing this in mind, let
us further consider the relevant implications of the .

. } R ' { , ‘ :
framework ‘proposed~by'Greenwoqd and Hinings '(1987), to

the examination of amateur sport organizations.

-
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In the examination”of ématéur'éport organizatidns;
it ﬁay be seeﬁ that the approach suggested by
Gréenwood and Hinings (1987) prgbidéé 'a means  to

_examine more fully, th~ effects of the .pfocess of
. T, . v

rationalization. Through the; approach of values and

pbeliefs, the 7role 'of ‘agency &n orgahizations is

grasped and the’  stage is,uset for the relationship -

- between agency.:and ‘stfucture_to be examined. Through

the consideration. of agéﬁqy, it' may .be seen that
o;ganiéationa} sﬁructurés_ére in?fact-dYnamic;groducts
of the formalization and institutiohalizatiog of'the
shared. vélues and  beliefs of;iﬁdiViduais (cf. Meyér
and *Roﬁan; «1977; .Zucker,lg77ﬁf Thus,  the natpré'and

“intentioh- of organizational structures cannot be fully

éppneciatéd‘ Qithout. knowledge of thése' vaers and

-

. beliefs. - - : = ’ Coe | - - . 5"

The framework Greenwood and Hinings (1987)
v . t

propose not only incorporates a conception'of agency
: throUgh‘-values ‘and beliefs, but it also spells out

what . individual values and beliefs are relevant to the
: 'S : " . = .

:ovefall':functioning of tHe 6rgapization,'énd shohld be
inveétigated (i.é,,”'Valqes and beliefs about: domain;
;PfiQ§iPie$ of orgénizing; and tevalpatién*c;iterié).
These,fguidelinés' éet'“out'afgéansfby which thé values

-y
i

“":"l"’ ; . \
Fa
PP Jﬁxﬁ')’i b
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and beliefé u(in;erpretiVe schemes) of individudls may
be examined. vAt the~same.time; héweVeF,.theirltheory
aléo pfdyidés ‘a means through which a’ variéty of
valueé"and beliefsl_heldvby different individuals may
be related ftb. the ovérall  orgaq}zatiop. ‘This is
achieved through the development of the Vﬁotion_of

"organizational coherence".

The term _Jéoherencea' isigenerally defined as a
1ogical .'éonnection or consistency (Webster’s,
';1980;216j. In the fra@ework devei¢ped:by Greehwodd‘and

Hinings -(i987),"£he ‘term ‘is used' to describe the
 fbgi¢al' coﬁnéctios in the’patté:ﬁing of ihterﬁfetivev
schemes and the Qa;ious organizational étructurés and
' .processes: through which they are enacted. In thenstudy
of the 1§rocess of_'rgtionalization..in amateur sport .
organizations, 'this concept is crucial in determining
the extent to which the rationélization of structures
and ¢processes‘ is invfact an“expressiqn of the vaiués.
ahd..beliefs of ‘the people ‘who are involved ih;'and

comprise, these organizations.

v
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The fundamental purpose‘of c¢onsidering the conceptv
A of * coherence, 1in the Greenwood and Hinings (1987)
framework; is"td capture the notion of "total design"
or "cdnfiguration"‘ as developed by Miller and Freisen
'dY1984). Implieit, in the  Greenwood _and Hlnlngs
definition of .cohe:enCe;"however,Ais a conception of
, - ; _ . ,
"pOWer"uand domination, It 1is thtbugh theSe pfocesses
_that a partieular intetﬁtetive scheme-beeomes enacted
:%n an Qrganization.eAs Ranson et .al. (1980) suggest:
The 1nterpenetratlon of power and provinces .
of meaning is of greatest consequence to '
organlzatlonal ‘structuring,. embedded not
‘merely in the structural scaffolding of an
organization but bred into the routine
constituting and recreating of interactive
relations (Ranson, et al., 1980:9).
. In the study of amateur sport organlzatlons, anT
" issue - whlch has been w1dely dlscussed in recent years
is the relatlve autonomy of_these‘organlzatlons, and
the ‘ability of hembers to carry out their own wishes
(¢f'.' Kidd} : 1980;rvMathtosh, 1983; aMaeIntosh and
Frahks, 1986).__Th?é, to"cteate a ' framework which
provides greater insight. into this area, the
1conCebtion of jorganizationai, coherence proposed by
"Greenwood»,.aqd Hinings (1987) 'mayt be expanded to

imclude the extent to which various organizational’
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‘members are 'in' agreement asv to .the purposes and
directions of the organizétion. |

Examiningfthé values and’beliefé.of organizational
~members fegarding the three value areas identified by
Greenwood' and  Hinings - (1987), (i.e., domain;
principles of organizing; and evaluétion criteria)
4 pré&idés anv avenﬁé through which to examine 'the
-nption of orgahizational coherence, both in the sense
ihtended by Greenwood vand?Hinihgs, and in the wider
senSe, of agreement'rof directibn and‘purpose Among
organizatiqnal ~members. ~ Through fhis‘ frame of
reference ‘it -is then possible to éxamine}the effects
of the ’process éf,;rationalization oh ématéur)sport‘
brgénizatidns,' énd consider a variety of potential
infiuences which have not been cqnsidered in-previdus
exahinations- of tﬁg rationalizatign of sport and
qurt_:orgaﬁizations. Inx\order that this distinction
may ibe made clear, let wus now conSide: - what is
already known about the rationalization of sport, éév

has been shown through previous research.
-
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IV. The Rationalization of Sport Organjzations

It may . be seen that the process of
) ’ ' .

rationalization, as a basis of éubstantive.shifts in
societal values,/is'pervasive as:bbth an,implicit and
explicit vthemev in much éf'the current sociology of
sport liﬁefa;Urev5 Tﬁe concept of rationalization,
however, has not been. systematically inVestigafed'in‘
spoftA research nor'has.iﬁ been cl 'y‘articula€3dAas
‘a' focal point around which various perspectives may
Son&érge,

| The ﬁerm'"rationalization“ generally refers to'the

proceSSs‘ through which a logical and efficie;;t
rélatioﬁship is 'developed between‘meansband ends: As
Diesing ‘fl973) points oﬁt, rationality, in modern—day’
Wwesterh  society, has come tdé be Synonymous _Qith 
éfficiénqy, or more precisely, economic effiCiency;
The process of rationalization has ' long been the
subject  of social analysisv and has beeh. Widely'
théé;ized;iint socia1 and organizational theory (cf.
Biau, ' 1955}3 Diesing, 19735, _Oﬁé of the eafly
influenées 'in-umodérn_fsocialf thought on ;he subjeét
was  Max Webéf:vwho -Suggested'tﬁéf‘t#é rationaliziné

_ trend in'vwesternVSOCiéty set it apart fror all other //““*'

:
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known = civilizations (cf. Hughes, 1958). Weber

theoriZed that ',the process he called the

"bureaucratization of all phases of public activity"
is a manifestation of the rationalizing trend. Through
this. .trend, .social 1nteractlon that was once based on.

o
myth and tradition is replaced by that which is based

- on ratlonallty and science (cf Weber, 1960).

| Bulldlng on the work of Weber and others, sport

sociologists have 1observed that sport, like other
social activities, has been dramatically changed by

the. influences of - the rrationalizing' trend (cf.

Gnttman,  1978; Gruneau; 1983),KQualitative»changes in

. Y ) .
the- values operational%zed‘»in/arj through sport have
be%n_ observed to be closely tied to the rationaiizing

trends of society at large. In comparing modern
‘Canadian-ﬁsport to that of the past, Grunean observes

the'visible'influence of rationalization:

If versatility and fair play were once _
percelved as an . important part of excellence -
in sports, the notion of excellence is now
widely understood as the achievement of
abstract standards objectlvely deflned (e.qg.
records) (198J 145) .

Gruneau, points out. that the conflicts between
. . o . . ‘ ‘ ". . . ,
"traditional" = values and "rational" - values of
industrial society have been a topic of sociblogical

-~
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© inquiry for quite some time. In examining the works of

»

Durkheim  and Weber, and considering their relevance to

the study of sport, Gruneau riotes:

At ¢
very
human

devel

‘proce

sport
capab

"excl

forms

repre

and.
the

appro

~ from

- the

.each author sought ultlmately to come to
terms with the forces that had destroyed
feudal society and stimulated the growth of
industrial capltallsm, and each was o
interested in reconciling the dilemma posed}
by capitalist industrialism for the optimal
expre551on of human capablllt}a/'(1983 6) .
he heart of" Gruneau’svanalysis seems to be this .

point; a concern for the optimal expression of

capacity.‘ Gruneau . points out that the
opment cof rational structures,.'systems, andv
sses in ‘the organization and admlnlstratlon of

in Canada has "enabled" the exp:es51on“of human
ilities in  some ., forms but has limited or
uded" expression . of human capabilities in.other

<

(1983:146) .
Grunean’s\ point of view 'may ‘be  seen to be
sentative of an approach to the analyses of sport
spott 'otganlzatlons that - has been 1dent1f1ed in
previous .,chapter' (page 2) as’ the :"crltlcal
ach". Them”relevant ‘point'of.concetn to be drawn_p
thts approachﬂis that'of.tne”reiationsnip between

rationalization of sport and sport‘organizatiOns,
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and ﬁhe foptimal .expressioh of human capabilities. In
‘Canadian. sporf this ﬁay be seen to be éAparticqlarly
"rgl;;ant social and‘_pqlitical céﬁtern because: of the

proactive. role that gbvernment agencies have played in

k-3

the - promotion, and | encouragement = of the
rationalization - process =~ in = . _amateur  sport
organizations.

Government_vinvolvement,in sport has been studied
from a number of diffeien?lperspectives by researchers
and academics__concérn@qv with 'sport. Several " have
~ examined the manner in which sport organizatioﬁs have
evolved ‘as a result of gbV¢rnmeht'involvement and have
noted a trend towards the bureaucratization and
professionalization of sport organizations (cf. Kidd,
1980; MacIntosh, et al., 1982; Slack, 1985). Through
. the analysis of these processes, many have come to
question " both ‘-the effects wupon " actual :sporting
activitiesg and the wider  social implications.
MacIﬁtosh'etval.; for‘example,~sdggest:

Because the salaries of these bureaucrats

(administrators of sport organizations) are.

paid largely by government funds, the '

. loyalties of these executives, technical and
- program.directors are divided between R

representing their respective organizations.

and respecting the views of the government

‘agency which supports them. This has
contributed substantially to the
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- acquiescence of ‘the federal government’s

penchant for promoting high performance
sport and to the disappearance of an
independent voice for amateur sport

- (MacIntosh, et al. 1984:5-6).

Wider ranginc’social concerns are also expressed.b§
Cantelon (1980) as he questions:

Does the existence of a sport organization
which promotes national teams, monetary
assistance for athletes, full-time
professiorial coaches, all of which are
funded out of public tax dollars, express
the wishes of the majority of citizens, or
is it the policy of a small sports ellte°
(Cantelon, 1980:31).

The social analyses of the role that the process of
raticnalization has played in creating opportunities
for: democratic ' human expreesion .through sport -
orgahizations has been the concern of several other
researchers as"well,' both implicitly and explicitly
(cf. Beamish, 1982; Cantelon and Gruneau, 1982; Slack,
1985; McKay, 1986). But as was mentiohed preViousiy,
the examination of 4issues such as this in “sport
research has'ofteh‘lacked a comprehensive, theoretical
-approach.

The key point which often seems unrecognized in
\" - t N ' .
critical = :sport research concerfied with

Y NS ,
‘democratization, 1is that there are a number of ways

through - which the proCess of ratlonarrzatlon in
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amateur sport ' organizations may 'potentially either
contribute tb;\and extend, or rectify and fédress,
'yarious forms +0of domination and voppression within
society. From a'methodplogical.point.of view, a cogent
and comprehénsiVe‘ research strategy for investigatiné

the potential manifestations of these processes seems

to‘>be?lacking, Most notably,'there is a failure on the

o

=

part of researchers to articulate' poténtial'

alternative organizational forms or to investigate the

values and beliefs of those individuals who are

beliéved to be oppressed and/or excluded from

activities which  are implicitly believed to be"

desirable.
In attempting to address some of the tpeoretiéal
deficiencies in the study of amate&r sport

organizations, Slack and Hinings (1987) propose a

conCeptual framework. In developing their framéwork,

Slack * and Hinings (1987) examine the process through‘

P

which the. design of sport organizatiohs has evolved,

and provide a review of the literature that deals with.

the process of rationalization in sport organizétibns.

The ¢oncepq they emphasise, as extracted from this .

literature, is the organizational manifestation of

rationaliEyA‘whichl is bureaucracy. ﬂResearch into the
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.bureaucratizatidn'_of amateur sport organizatiohs in
Canada (cf.,Ffisby, 19082, 1963;‘Slack 1985;.Maclﬁtosh
.et al., 1986), 'may be seen as an eXtenéiqn of-othér.
previous research that_has ;evolved'around.the theme
of goVernmént invélvement (cf. Kidd, 1980; MacIntosh
“and Franks, . 1982;_‘Franks»hand MacIntosh; 1983) .
‘Throﬁgh this research it has been illustratea that
government - agencies - héﬁe‘. Crgated si}uations of
;eséurcel dependenéy which have enabled them to
"~ establish.  a 'direct;§e- role in .- changing the formal
structures,,. systems andﬁ”processes thréugh which
amateur sport organizatibns conduct;their éctivities
(Méélhtosh, ‘et - al., 1984).‘Thr6ugh tﬁe_establishment-‘
of  this_4dependent reiationship, 'whicn invoives the
proviéibn of ‘oberating :granﬁs in exchange fqr‘thelﬂ_
implementation‘v of ;vsﬁécific.v policies) govérnment
agen;iés have .encouréged sport organizations to move
towards a legal-rational organizational form. Tﬁe
’implementation 3 of this brganizational; form' 1is
5elieved_ to create a more efficient and more
’accountabie mode of bperation. | | |
Goverhment ~agencies thémSelveé may be-séen as
protgtypicalibof the organizétional form and style of
operétion they encourage in sport organizations; The
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fundamental —characteristics of = this bureaucratic
' organizatiénal form are an official a;éi explicit
di\‘rision _of  labour,| a hierarchical authority
structure, and a dependency on wfitten-dpcuménts {cftf.
Gerth and Miiis, 1979) .

Whiie research into the changing nature of .amateur
sport organizations in.Canada has suggested that.sport
ofganizations are becoﬁing more centralized, more
prpfessionélized,{ and ‘more bﬁfeauciatized,‘these are
’ very- broad and general terms, 1In ‘developihg a
concéptﬁal ‘frameWOrk for the anaiysis of amateur sport
4organizations, Slack and Hinings (1987)-acknow1edge
thejvinsighp prbvided through theiexaminatiﬁﬁ of the
prdéesées of‘bureaucratizaéion and professionalization
in> sport organizationé"}But they alsoipoint out‘tﬁat
within the'general.concept of bureauéracy a variety of
organizatipnéi possibilities ekist (1987:187).'Dfawihg‘
on organizationalv research and organizational theory,
they -build a strong case for locating the examination['
of bureauCratization,land professiOnaliza;ion withih a
moré éeheral ~conceptualization - of orééniiational
design; Organizational degign, they point out,

...is concerned with managing the twin

processes of differentiation and intenration

through the.design of appropriate

structures and attendant procCesses. A: such,

a bureaucratic form ¢f organization i: just
one way of dealing with them (1987:187).
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slack and Hinings' (1987) theorize .that an
'fkaminatio of the'eﬁfects-of'rational pianhing on the
organizatidnal design of ahéteur,spoffaa;ganizations
is likely to reveal 'a lack of uniformiﬁy among the
various sport.f/Grganizationé.' They poétulaté that
~design - .differeﬁces will be = observed in the
configuration of sport,oréanizations both prior‘to the
introduction 6f rational - élanning Systems, and as a
.result of £His-introduction.

They . further ~suggest that tﬂe introduction of‘
ratiohal planning systems may change the -fundamental
make up of sport dfganizatiohs. Théy4theoflz» that
sport orgah;zatibns 'could, - for  éxémp1e; change froﬁ
being( cohtrolled by ‘volunteerg and operated with
professionai -help, to’ beihg coﬁtrolled - by
professionals ;.assisted, by volunteérs‘ {Slack and
Hiniﬁgs, 1987:186). The reality Qf'suchia possibility,
however, seems difficult'to deal with'and imagine when'
"so little ié'known'about the ac;ualvoperati¢n'of thesei
‘organizations as'they presently exist. While 4 certain
amount of‘ research has béen conducted intq the tfends

ltowérds’ rationaliiation, -‘professionaiization,‘ and
buréaucratizatién in sport organizétions; it 'has

focused’ _almost eXclusively on prescribed
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‘ organiéational__st;uctﬁre as 4fegortcd'vby cchUtivés,
directors, .cnd':goverqmcnt “bureaucrats (cf. Frisby{
1983; ‘ Beamish, 1985;_ Zimmermann, ~ 1988). Few
researche:s-»have cohéidcred eithef the'extent to which
these processes have actually chahgeclthe day—tofday
modes of cperation realized in'chese organiiations,vor
the efféct theSe proceéses have on organigationai'
membcrc. 4 B

In the examination of theceffects of piocesses such
as planning, rationaiization, professionalization,
buréauc;atization,>’land ' organizatibhél ' change " in
generai, it must bé_reccgnized that.eaCh is acform of
human e#prescich ’of some sort or another ahd”must be
treated as such. For in order to eQaiuaﬁe.the‘effects”
of a particular vsociai procéss in human  térms,. that
process ﬁuét initially be COnceéttally= framed in a

r manner which comprehends the human condition. «
| Through ﬁhe‘ approach of organizationgl design
ad§qcated by Slack and Hinings;(1987), howequ\\it is

possible to develop ‘én approach whlch consider ;the

f fole of human agency, and the 1nteractiongof social

structure and human agency in'.thg creation of-

ﬁgw. rganlzatlonal reality. ~ A Procgas . oriented

£

',‘o
B

' ‘5conceptualeatlon of organizational design allows for
a q ' . ‘
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the consideration 'oflwthe organizational valnes and
beliefs (interpretive schemes)[ which give shape‘and
meaning to' structure{and context (cf. Ranson,.et al.(
1980}' Beyer, 1981; Galbraith, 1987; . Greenwood . and
‘vHinings, 1987). When _consideration 1is given to the
theoreticali issue . of the relatlonshlp between
- prescribed organizational' strncture and that;whioh is
realized in the actual aday—to—day operation of an -
organization,A it | may ‘be. seen that approaching
organizations .from the- point' of VieQ ofvprescribed
‘struoture couid ootentia;ly proiide an inaoonrate view
of . an organizationl Further, the nature-andvintention
of .. organizational *.etruotUres cannot '_hel' fuliy_
‘apprec1ated witho?t a prior knowledge of the values
v_and beliefs which underpln them The 1nt1macy 5? thls
relationship becomes_” apparent in »the framework
vproposed" by Greenwood and Hinings (1987) as the

authors argue:

i

- The starting p01nt for 1dent1f1catlon and
classification of design archetypes (is the)
identification of interpretive schemes and
how they relate to structural attributes and
processes. ...Our approach through provinces -
of meaning gives$ initial primacy to values,
and their implication for organizational

form (Greenwood and Hinlngs, 1987-11—12)

ThusAH%ihrough the approach ‘of,wvalues and beliefs 1t

[ 2
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may be seen that the :dynamic influences of human-
behavier imay be examined .in reiationship‘ to . the
a tivities cafried‘out’by and through an brganiietioﬁ;‘

The distinetion betweeﬁ a statie structural view,
- and 'vmerev 'dynamic' proeessforiented concepﬁions df
organizatiens, has been made clear ‘in recent years

through the\tchanging treatment of the coneept of

organizational effectiveness. As the conceptualiZation

»

of what oréanizations g;e and  hew they'operate has -
'ehanged _ drématically " in retent yeers}‘ the
| conceptualization Qf eriterie"by swhich te evaluate
effectiveness has chenged as well:. In one of the few"
attemp;sf’to"inform the study of epOrt organiéations
with organizational ‘theory that relates to
organizefional v effeetiVeQess,, Chelladurai 1'11987)
_discussee_ Ehe notion ef.paradox deVeloped by Came:on

(1986) .  Cameron develeps ‘jhis - theory  through a

competing  values aparoachfi‘etou organizational
. g g»').

effectiveness and postulates that:

§

" . Organizational effectiveness is inherently \\\
' paradoxical. To be effective an organization
must possess attributes that are
simultaneously contradictory and even
K mutually exclusive/(1986:545).‘ '

.

“Chelladurai; (1987)  observes that in sport

organizations, Cameron’s notion of paradox is both
. L .

PR
-

'y . . R ;_‘.‘)r‘,‘;"
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~relevant and insightful because - of the existence of
inherehtly -contradictory influences. In attempting tq
develop  criteria by which - to . evaluate . the
effectiveness - of sport organizations, Chelladurai
points out that while several groups may benefit“from
organizational activities of sport organizations, one
" group = may be viewed ‘as - the "prime béneficiary"
(Chelladurai, -1987:45). ‘He furtheﬁ argues that "to°
keep the prime beneficiary in perspective is to keép
the -ultimate = purpose of the  organizationf- in
perspective" (Chelladurai, 1987:45).
~In amateur sport organizations, oné might assume
‘the prime. beneficiaries to be the participants,
N plaYers, or. aﬁhietes; But .there must be some benefit
tol all 1nvolved in an organlzatlon as Jackson, Morgan,
-and Paocldllo, (1987) p01nt out:
In order for an organization to form, a
potential for benefits to members must be
- displayed. To.be a member of an organization
-’ .. involves effort, compromise and restriction
"> of behavior. Therefore, there must be.
spositive beneflts to offset the restrictive
" aspects of membership before a member will

voluntarlly jo¢p an organization (1987:6).
" The fact thqt ‘the: ‘roles of coaches, officials,

admlnlstratofsz and vspectators in amateur sport  are

A

filled primarlly by volunteers would seem to indicate




o

émpirical basis for diScussion.

' T

S ag”
that 'the people who fill ‘those roles do receive

benefits of some sort or anothe¥. At the‘samegtime,

oy .

however, it wduld.‘seemilthat'tne#ultimate purpose ot

raison d’étre of amateur sport organizations relates.

"

€6 fﬁé sport itself ani phds the players or athletes.

" But at the %resent_time;sﬁegftheorizing takes the “form

of 'mere conjecture as théré’'has not been, 7to date, any

'in—depth’ analysis of the _values and beliefs of the.

pegple in 'theSe;>orgaQizaEibns."Thus, as has Dbeen
- . ,‘- ca ! )

- suggested previously in this discussion, . an

investidation ?36f the actual ‘operative. values and
KA N L4 % .
L . .

I3

beliefs within a sport' organization would’ seem?to

' fecilitete further theorizing -about the natdre and

qﬁrection .. of ’sport organizatione\_by providing-ian

The épﬁreach developed by Gfeenwoody&ﬁd Hinings
n , : - ‘:. ’,. . b . R o . -

(1987) provides the basis for -exactly the kind of

.analysis , described above. In the Greenwood and Hinings

(1987) fiaméabrk it "is’ readily apparent ; that the

(@)}

P '

necessary -prerequisite - to an understanding - of

organizational - chaﬁge is the .conceptualization of

design archetypes composed of Dboth structural .and :

5

processual attributes. and values, ‘beliefs, and

¢

'interpretiVe " schemes. : In  initially - approaching -

1

=X

C e~
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organizations from the point of view of-values and
beliefs, it -is- poséibie ‘to gain aﬁ understanding of
-how individuals’ view the organization,. and - whap
commoniyv held beliefs about the organization exist.
Examinihg épegific values énd beliefs'about‘what the
organization. should be.ogoing, how it should be .doing
it and_ how it should | be judged,J prévides
'orgénizational; termsv-of reference: t@rougﬁ which-thew

concept of coherence may be examined.

Conceptual Framework
o

The subStant}ve issue with which I was goncerned
in this"study‘ was the impact of the trené towards
rationalization on the people involved in. PSOs on a
day-to-day basis, }and-oﬁvthe overall operation of the-
organization. Thfée épecific éoncépts were central to
“this investigation. The first  concé§t was  that of
realized ‘ orgénizational structuré. ‘As has Dbeen
previously 'discussed;' the.poSsigility exists that the
;:iationships realized in the day?to—day activities of
an orgahization can differ subsﬁahtively from those

described as prescribed structure. In order to

research the effects of rationalization, I deemed it
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necessary to- observe and 3 exa"ne the realized

structure of a PSO.
The second important concept was th t;of vallies and
beliefs. Following Greenwood and Hinings (1987), I

theorized  that organizational activities: are

éfxpres§iohs of values .and ™beliefs, and therefore.

i&fxiewed values - and beliefs as my. primary research

’

concern. ' Formal conceptions . of. organizational

structure ‘and context were . not 'consideréd in this

study, but rather the focus was on the values and

beliefs of organizational members. I considered values

and beliefs of individuals ‘to be expressed in and

through the varioﬁs activities they engaged in. I also
poétuléted that the sentiments énd‘opinions expressed
by - organizational = members, concerning specific
organizational | issues, were "vieflective ~ of that
individual’s values and beliefs. In order to maintain
the overall orgénization as the'focus of the study,
‘however, the ‘values' and. beliefs of individuals were

investigated with a view to examining a third concept

UIEN
YR . | ,
AR Coherence 1is generally defined as a logical

whihg was organizational coherence.

connection - or cpnsistency. In the framework developed

by Greenwood and- Hinings (1987), the term is used to

&,
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v

describe aﬁ*patﬁggning of interpretive schemes. enacted
(] " . . . - .

throdgh "~ varidu

\ .+organizational structures and
“* T - . i .

o

. < . B . L o . .
processes. The marmer 1in which I defined coherence,

"however, ~differed’ sligﬁtly from #'the definition

P

‘1§? The notion of

coherence in my studysrelated as much to the extent to

developed by . Greenwood and Hining
_ A

which there; was.yﬁag;eement“ between  and  among

individnalsq in the :organization' as it did “to the

relationship‘ between ointerpretive' schemes and the

attributes of‘organizational struoturegand process.

Values and beliefs relating‘toethree_specific

organizational issues were investigated:

'l. Values and beliefs about the overall purpose
of the organization

2.‘Values and beliefs about the most suitable
and effective means of achieving the purposes
of the orgapizatlon (prlnCiples of organizing)’

¥

3. Values and beliefs about the the appropriate
' criteria for evaluating the performance of the
organization.. : '
I theorized : that - the values ‘and beliefs held by
Al ' . : :

organizational members about these three general value
areas reflected their overall conception ~of the
organization. I further postulaﬁed that patterns of
values and beliefs concerning these three value areas

LA

it
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wbu;d ‘constitute interpretive schemes. Looking for
patterns ~ of wvalues and beliefs, and looking for

patterns . of . consensus regarding '-"particular

interpretive schemes‘ prov1ded /a means to examine the

extent to Wthh thére waé/ coherence within the
L d .

organization. It also provided a means through which

to examine the extent to which the process of

ratiohalization 1mpacts .on the members of a PSO, and

,1s a sallent value w1th1n a PSO

oy

Vle,wuxg‘PSOs as polltlcal- entit% shggested that

an ongoing ihvestigation 6f’;he reiat nships. realized

in . the day-to-day actiéities of the organization wauld
N T )

prov1de insight into véldes and beliefs as well. The

‘llterature on the »politiéal _nature of organizations
‘SUggests thati there would 1likely be more than one
value' orientation c@-interpretive scheme - operative
within . the  organization, and ’thaﬁ different
interpretivé scheﬁes would likely be contradictory and
competing (cf. Ranson et al., 1980; Clegg and
Dunkerly, 1582). Thus, the strategy I~developed was to
hypotHeSise _the existence of two or more ideal—typiéal
:interpretive schemes, within "the orgahiiation, and
test the accuracy of my hypothesising. through the

. B
course of the research.
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o’

Ranson et al. (1980) suggest that interpretive"'

. _ : s o v
schemes entail the taken-for-granted values and

‘beliefs of organizational -actors. ,these taken-for-

granted valuee and beliefs shape the purposive actions

- of organizational actors, yet éare typically not

articulaté‘i'n daily a,ctivity'v (Ranson et al., 1980).

liefs are‘&ught to typically be
not articulated in

_g;;‘," . f“ o -
organization?&kn which a Mvisiblev§
L N

, Y. SO i ) ' .
taking place. This event provideg-a. fmeme around which

‘to investigate values and beliefs further. I theorized

N AR

that the ex1stence}aof a change event ‘would raise the

consciouSness leyel of organizational members -and
provide -a point - of refefendb'fofithe articulation of
otherwise latent values_and beliefs. '

"The initial‘aseomptione nade in this project were
that organizationé are made up oof,individuals, and
that indiﬁiduals have values and beliefs. Specific

values and beliefs about specific organizational

‘issues were examined in order to determine if there

was a pattern or patterns of consensus within the
organization. With this framework as a. basis, I then*

utilized . a méthodology 'throﬁgh which values and

‘beliefs in a PSO were examined.



CHAPTER III. METHODOLOGY
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Introduction.

%

N

stuidy, the cgntral task on the research agenda was to

access and’ document the values.\ and beliefs
(interpretive schemes) held by and enacted by

indiyiduéls in a proVincial sport organization. While

the essential Eocus of the study was necessarily the

individual, it was the organization that provided the

terms of referenée and framework for analysis. The .

logical technique for - acce§sing highly sUbjectivé
qualitative interpretations within an organizational
setting, was ethnography. Ethnography, as a méthod,
allows a certain amount of‘freedom of_technique,aﬁd
tactic iﬁté%dedb to _allow‘ the researchéf toiadjust
- behavior  and expectations in order to assume a
workable set of relatiénships with the group'beihg
studied (McCall and Simmons, 1969:28-29) .

- Ethnographic methods in organizational studies, as

" described by Van Maanen (1982:15-16), are "guided by a

procedural prinéiple which calls for the first-hand.

inspection of ongoing organizatiohal life." This

QN
n
\\

Within the theoretical orientation adopted'in.q’is_
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principle seemed to succinctly summarize my intentions

in ‘the present project when conside;ing PSOs. Thus;:a;
résearch Strategy. was developed, to gain a firét{hand'
and ih;a§$;h understanding of PSOs by 'utilizing a
qualitative approach. "

Ethnography involves a variety of'techniques which
may include but not be limited to:. direct observation; .
informant interviewing;édirect_participaﬁion;}document
analysis; and - réspondent interviewing. These
ﬂéchniques aré effective me;hods of data collection
‘when combined " to produce an analytic description of
social;v situations and organizatidné (McCall - and
Simmons, 1969:1-27). 'While the éttractién of this
method was the potential to ﬁréduce rich and aécurate
information about soéia%,.phenomenon, there was . a
drawback‘ in the 'infensive commitmentv of time and
atteg%ion‘required toAmake the method effective{

In order to obtaih the .sorﬁ: of .in-depth and
comprehenéivé infofma;ion desired  £5 this project, I
sought to cultivate a working'relgiionshié within a
Provinciél Sport Organization; Because .of the
personalized nature of this desired rélationshiph‘and
the magnitudé of the timebcommitment réquirég,.it was

‘

determined that a single organization should comprise
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the. sample. By concentréting‘,on one organization, I

- } R e
attention to the development of relationships and

Y v

‘employ ° numerous ~and drigorous data collecti&n
techniques. ‘ ’ s
s] !- Q . i!l

In choosing an‘organization'to study, I formuiated
gﬁidelinés and criteria, concerning  basic
organizational characteristics that i.tpought would be
desirable. Firstlg,'I determined thatqthe_organiiation
should lbe in some perceived /gtate of change - or

transition. I believed that within ‘an organization

experiencing visible change or transition the members

would likely be more conscious of organizational

issues and would likély be more wélling.and:able”to

articulatevtheir feelings.about‘thé ofgénizétion.

. I also ‘believed that a specific Changg eVent or

" ~ definable situation "within fﬁﬁé ~organization would
prbvide a theme 'around_whiEﬁ to collegt information.

e - o

e

-~ under which to ..solicit information and opinions from

organizationdl members.

P

, " N
. A

""o

é&ﬁﬁé -event also served to provide a credible guise

0
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The second criterion for selecting an organizétion

was that of aécessibiliﬁy and approaChabiLity. The
nature of the rélationship ideailyf.soughtw in this
project suggested that the issue of accessibility was
6f key imbbrtance. As such, I attempted to idenpify an
orgénization whose members were perceived to be the

type who would be cooperative in this kind of study.

For - bracticar reasons'of‘accessibility;-I’also'SOught

an- organization that was based primarily in Edmonton.
Thes third criterion ' for seléction of the
” : . "
organization to be studied was that of familiarity. I

thbughtt it necessary that I ghoosezanfdrganization

that dealt with a sport that:I was at least somewhat

familiar with, in order that I may entqr the

brgahizatioq) with a baseline _undefstanding g% the’

subtleties and intricacies of the sport. I felt this

was necessary  because 'bf.the’personal and subjective
g% of the information that I sought. Literature on

of organiéational culture suggests that
values and beliefs may be closely tied to other
elements of culture such as traditions, myths and

symbgls  (cf. Schein, '1984; Trice and &eyer, 1984). I

e

ﬂtﬁ;hgﬁght4.gpat ‘an  initial - knowledge of some of these

‘relatively %ntangible customs could be of assistance

in attempting~;o_uhderstand values and belief«.

e
- S

R o ~
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With the above stated criteria in mind I set out to

Seledt,_an organization. As part of, a largér research

project that I was was'invdlved in, I was able to gain
access to various documents concerning the djfferent
; = .

" provincial sport ofganiiationsﬂ,The three-year plans,

documents of associatipn (i.e., cOnstitutiop and
bylaws), and financiai statements of a sampling of 15
out of“ 71 _ﬁroﬁincial f-spoft org@n&zaﬁions ‘were
reviewed. I read fover; annual reporté' preggagﬁ‘ by

members of the sport organizations and attempted to

identify organizations , that fulfilled the desired

criteria.’ : L ~

Thrépgh the review of the-documents of the 12 PSOs,

I attempted‘vto -identify an organization that was

' B

experiencing a specific organizational change that

could be used as‘,a résearch‘theme; The organization
that was selecteéd was ‘the Alberta Rugby Union '(ARU).
The ARU’ was initially selected becausé of two
identifiéble {ssues. |

The ~firs£ Aissue wasv'one tﬁat"yas repeatédly
articulated in the annual reports’ of thé organization
for the past thfee ,yea}s. Tﬁis issue had to do with

government - funding, and basically concerned the fact

that the sport of ,rubby received a lesser amount of
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. _ ( # . .
funding than some other PSOs, because it is not an
Olympic sport.

The second ‘issue had to do with the hiring of

professional ‘stafg. The' organization had experienced

‘past difficulties with professional staff members, and
was 1in the process of-hiring‘a new staff penson at’ the
time - thatﬁﬁ the documents were reviewed by the

researcher.

After the initial identification of these issues

through 'the  document analysis, I . approached the

proVincial sport consultant 'respénsible for the ARU.

In discussions with ‘the' consultant, theAconsultant‘
agfeed ,that the ARU was experiencing orggﬁizational‘
changes  and ~ that tqé issues = identified by the
researcher Qere ‘salient issues wofthy of examination, 

. S . *
The., consultant also indicated that he believed that:

the organizational members. in the ARU would likely be

willing -to cooperate with me and allow me to study the
: , : . -

organization.

I had a certain amount of familiarity with the

sport of rugby, as a result of my_invOlveﬁént'in-the
spoft_ at the club 1level as both a player and former
volunteer Y"dminisarat'or '(c‘lub\ newsletter editor). The

fresponéibilities and fundétions of_the:organization at
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organization,  other preliminary - unobtrus1ve measures
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the provincial level, however, were ‘not weg& known to

"f"'»

' me prior to my 1nvolvement in this project ThuS}xin

order . to gain an initial tfal

. : 1 SR p’ S
were taken. o fﬁ v ‘ I %

[
,‘

Inltial steps ba51cally 1nvolved,talking to people

_l‘
‘x.

outside ofl the organizatlon who ha

, : ‘ 'a 3 ;
it. The people I .'discussed the organlzation #pith;

‘n ] “;;;?Y'

included -both the forheﬁ‘ and current goveﬁhment

R4

iarity with the

consultant -responsible for the organizatlon. I also *

discussed the - organization” with another graduate
student . who had- conducted prev1ous research with the

organization. A faculty member ‘who had previously

acted as a fadilitator for one of the organization's

planning seminars was also consulted. All of the

people with whom I discussed‘®&he organization.seemed
. : ; & [oH ’ :

‘to .agree that the organizational members would be

approachable .and-cooperative.'They also agreed with my

1dent1f1catlon of the salient organizational issues

In order to enhance my ability to understand and

relate to_the activities I intended to observe, I once .

again reviewed the availablevdocuments and information -

about the organization prior to my official entry into

Lo
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the organization. I felt this to be an unobtrusive
2 _

" method of gaining some familiarity . with  the

organization in ordef .that I would have a basic
knowledge ‘of the Organization at  the 'puﬁéet'of my
invoivément with it. | |

My formal iﬁvolvemegéivith the ARU began when I

contacted -the Acting Technical Director by telephone,
<

and expressed an interest in studying a pjovincial

. sport organization and examining’ the structures,
- processes, " relationships, ~ and activities- of the

organizatieg. I offered to assist around the office

and provide any sE?Vices_I could. I suggested I could

N

help with, photocopying, stuffing envelopes, answering

the telephone, 'or any other tasks that they felt I .

could perform. The Acting Téchnical Director (ATD) was

r

very _ redéptive to my offer, and was generally

cdopera;ive on ‘the telephone; The ATD agreed to meet

with me in person the following week.
At the first méeting the‘ATD'proéided me with an

overview of the organization, and agreed in principle

" to the study I proposed. I outlined my;desire to

assist around the office, and atpsnd organizational

activities such as. board meetings and other events.

The ATD indicated that assistance around the office

“

I

ks
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would be welcohed. She also indicatedi however, that
it would be necessary for her to obtaln approval from

the board of .dlrectorsl as she did not . have the

. . o, ‘(.
‘authorlty_ to- allow an-outsider to attend meetings and

other organlzatlonal events. - Approval from the board

’

was recelvedg through ‘contact - w1th the Vice President,
and @y , 1nvolvement w1th. the organizatron then

[N I W

officially began.

T

: DQ:Q QQJ 1 ect j on ‘ Tﬁghnj ques -

My direct involvement with the ARU spanned a six-

month period’beginning in February, 1988. The specific .

. data collection techniques employed constituted a
triangulation of ‘gualitativeA methods (Denzin, 1970) .

THe primary sonrqe Jf data was field notes collected

AY

through observation; . at’ variops,‘ orgagg;atlonal
activities such - as meetlngs, coaching QllnlCS) social

events, 'and:,other eventsf and actlvities found to be

- S

constitutive of the organlzation s existence The ‘more

than one, hundred pages‘ of field notes taken during
) S
these act1v1ties served to provide descrlptions of the

t

occurrences. These obsgrvations. were- supplemented,

variods settings, participants, behaviours, - and
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~augmented, and ‘verified through the second method

utilized which was informant interviews.
* Informant interviews were ‘set up immediately
following each field observation episode. These were

usually done in an informal manner and sometimes

involved more than _one informant. An effective

,techniq¢E"I'7used in this regard was to get a ride to

and  from observation episodes with various
organizational members "who“- could be ”informally,
oA ﬁvd ged during-the drive home.

"third technlque employed was that of respondent

interviewing, in Wthh_»I conducted »seml—structured,

interviews with twenty different organizational

members. The interviews‘were ’semi—structured' in that
. ‘:v4.

while I developed aJstandardlzed seri®s of questlons

which I posed, there ,were, no formallzed choices or

’responses.; All questiéns were basically open ended,

and respondents were not given any prompts, direction

-or guidance to -shape  their responsee. The interview

\

format o I'. developed was 1initially to ask ~three

questiongiﬂ deallng w1th the value areas 1dent1f1ed by

vH1n1ngslc'and' Greenwood (1987) Following these

S

questions I asked a series: of other questions that

dealt more specificaily with vcurrentdorgani;atidnal
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issues. These questions were aevelbpéd with the

assistance . of .the- ATD, ‘and ~were  intended .to

- .investigate the values and beliefs as they relate to

specific " organizational events. . A copy of the

interview format may be found in Appendix A.

The size of the organization, and the geographical

*distribution " made the sampling process somewhat

difficult but there were some basic criteria which I

determined should bgz)met. Firstly, Dbecause reports

v

‘reviewed in the document aha;ysis suggested that urban

. ! p L3 .
,and’.ruﬁal - clubs may receive differential treatment in

the orgénization, I desired to solicit oéinions from
memberé of both urban and rural clubs.

C Secpndly;;in keeping with the gdidelineé developed
in ‘fhe‘theoreticai framework, I solicited the opinions
of people ‘who held a vériety of~diff¢rent rdleé within
the organization.A The selection of' people.who‘held
different ‘rdlés in the: ofganizatioﬁ‘;was‘relatively_
random, with the only real détermining factofvbeing
the .respondents’ willingness to cooperate. VThe ATD
pfovided ne 'with,the.prOVincial directory of the ARU, .
which iisté the names'and phoné numbers of mémberS'of
each of the clubs.’Thé,people intefﬁigﬁed occupied the

following roies’in’the organization:‘
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Club Players ~Representative Team Players

Club Social Coordinator Club Equipment Manager .
Club V.P. Athletic . Club President

.~ Club Coach . Provincial Junior Coach -
High School Coach" Club Past President . : .
Club Member at. Large - - . Club: Captain .. S R

V.P. Referee’s Society  Women’s Club- Coach

Women’s Club President Provincial Board Member
‘Sub-Union Board Member ProvincialWomen’s" Pre51dent
Spectator ) Club Secretary/Treasurer

Respondents were intervfewed indibidﬁaily[.and
intervfews generally lasted :approxlmately one half

‘hour each. Each 1nterv1ew produced th;ee %Qp*fOur s

- T

. Loy

pages of point form notes Wthh I recorded és the”

respondents‘_ spoke; :,Immed;ately .ifoikowlngﬁ eacﬁﬁi‘vﬂ

interview I Qould- outllne‘.and» expand mylnotesxéndéfr,v;
“record my 'general‘ thoughts regardlng the partlcular |
respondent andb responses ngen %nterv1ewsw'were,f
';“%Bconducted in settings associated with the sport,_snch:7:

i 49

as 1n the b%eachers, on the 51de11nes,/Pr ind the cidb

house,v usually elther before or. after organizatlonal
‘ejents such; as’ games Or tralnlng camps. I utlllzed
this technigue in order to solicit oplnlons from the
respondents thle they were in thedr own‘famillar
.element,- and had aspects of the sport fresh in thelr’

‘minds. .Slnce' all of the people interviewed, were .

‘involved in the 'sport - in a voluntary capacity, I
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felt that interviewing people - away from the sport
setting could produce less thoughtful and insightful

responsest For example, 1nté§ﬁ&ew1ng "Joe" at his

office could elicit ‘ responses from "Joe the
accountant" rather than . "Joe the coach". Thus by
conducting interviews within the sporting setting, I

hoped to elicit more naturally situated responses.

Through the systematic compilation of the data
collected wusing these techniques, I"attempted to

generate three specific ‘data :sets. The first was a

general overview of the organization, which assisted

méif}in understanding the relationships among the

various actors, and . established a framework through

which to approach . the collection of 'data for the
secondv data set. The second data set represented the

investigation of the organizational “values and

"beliefs - (interpretive schemes) as articulated. by
. informants,  and formed the basis for developing
potential ,archetypes. The third data set was gathered

through respondent 1nterv1ew1ng, and provided a means

through ‘ which to test the accuracy of the
hypotheSized archetypes developed previously

Because of the emergent nature bf this process, I

N attempted to establish ‘informants early in the data



areas belng addressed in turn

e

)

. 68
lebtion period. Field notes obta: 3
collection period. Field  notes obtained th¥ough
observation + and supplemented , b§ - informant
interviewing constituted  the - basis for the

eyt
PR

" development . of the format utilized in'the respondent . i

interv1ews relatlng to values and beliefs.

- w‘

The, actual methodologlcal technlques used wereﬁ

s somewhat .modified and adjusted through the course B

the six-month. observatlon perlod The nature of the

issues. examined'*and " the ‘research strategles Jused-

required a Certain 7Vanount of flexlblllty “and

discretion on the part of the researcher. Thedmethods

‘and results are closely 1ntertW1ned andf:thus, as

'

necessary "in the' presentatlon of results,_ some

methods will Dbe. presented i in the sequence in which

“

they runfolded.v'The results are preSented in -the
y _

folldwing ’four'chanters, w1th each of the sub—problem

L.

A o



CHAPTER IV. RESULTS AND DISCUSSION, SUB-PROBLEM 1,
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to gain a general overview and

'ﬂgnding bf the organization and answer the
\ "who ‘are the key indiv;duais and gfoups who
» interest in the -organization". ‘Prior to
attém§£§v'ﬁ to‘ delineage who was.aCtually'involved in
the organization, | I  attempted to gain an’
understanding of ~the generél nnrpnse and role_of the
organiéation. .This understanding was gained through
document analysis; throUgh obéervations at»meetings,
and through informant interviéws. I established two
‘primary informants eafly in my involvement with'thé
organization. The first was the Acting Technical
Director - (ATD) wno provided me with‘candid opinions
and ‘insights fnn an on—going bésis throughout my
involvement with the organization. The second was a
Boérd 'mémber in the orgénization with whom I obtained
rides to and from board_meetings which were usually
held in Red Deer. . o | '

——

69
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The opinions . expressed 'by the two different

informants represented two rather different‘

-perspectives on theIOrganization and helped me to get

‘a broad pictufé‘ of the issues and;'events of the
orgahization. The ‘,ipsights 1 gained from the
informants and ffom observations at heetings, also
différed mafkedly ~ from many of the ihpressions I had
de&eloped 'thrbugh - the doCuﬁentﬂsnalysisslAs had been
theorize‘d.:*,prior to the ';iata colle~on, there were
substantiﬁe"1differences betwsen : tﬁs prescribed
_structufef of the ofganization, as described in the
formal documents“of the .ARU, and the relationShips

realized in the actual operation of the Qréanization;

L , y
i

As a provincial ‘spo:t organization, ths
responsibilities of the ARU «?élate to the Sport of
. rugby on a,pro&ince-wide basis. Tﬁe general'fuhctions
of the -orgahization may be divided into three broad
categbties{"?'“First, the organization  generally
oversees"and is responsible for "rep" teams which are
high—perfsrmancef ssmpetitive “teams whichﬂ réprssenﬁ

the._provihce of Albéfta at national championships and

-3
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other interprovincial  competitions. Activitiés and

responsibilities that fall into this category are the
! «

»selection-'and training of _provinqial teams, talent

identification, funding of travel for -athletes to
attend"competitions, and the development of coaches
and referees. ‘

The second general function of The ARU is to act

as an official representative of the sport of rugby

"in Alberta (o the Canadian Rugby Union. Activities

associated with this role include such things. as

providing names for consideration for national teams,

'coordinating ‘thel National Coaching Certification

Program at’”” the provincial ~level, and obtaining
épproval' ana sanctioning for " Alberta clubs to host
incoming tours of interhational teams.

The third general function of thé ARU 1s to

oversee and coordinate the sport of rugby province

wide. This includes scheduling "fixtures" (games)

province widé, overseeing the conduct of players and
clubs and administering discipline when-necessary,

~fund-raising, and providing liability insurance for

players, coaches and referees.

G

The most notable organizational characteristic of

the Alberta Rugby Union is that it is a "union" in

3
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the truest sense of. the word. Thét” is, the
organization is’ actuaily"a coalition or banding
together 6f a 'numbér' of different groups. The
orgédiza;ion is cdmposea of "sub-unions" which
répresent‘ the various ihterest'groups.in.the spbrt of
rugby province wide. Thé sub-unions . that. are
offiéiaily _represented on the board of the ARU-are:
- The Southern Alberta Ruggj Union; Tﬁe Calgary Rugby
‘Gﬂion; The Northern Alberta Ruéby Union; The Edmonton
Rugby Uniop}-The Alberta‘W6menfs Rugby Union; and The
Alberta Rugby Unioh Referee’s ‘Society. ] |

o At the 'séme ‘time, 'however; each of thesé
conééituti#e - sub-unions ‘are. winions" in and"of
themégiVes,; and ~a§ such.rép§e?e2£ é\qﬁfjféii”gj;ClUbs
and _tea@s that. also may be segn as key groups who
have an interest "in the organizétion,”?pe_ﬁorthern
Albertéﬁ Rﬁgby Union for é#ample, represents ;¥5
different clubs which field more than 50 different
teaﬁs and involve well over 1,000 participants. R

In addition to the various clﬁbs~and‘teamé that
are represénted in the ARU Eﬁ;qugh their réspective'
sub—uniéﬁ%, there  are a numbe: of other groups that
may be seen to have a definite interest in the ARU.

These include: the Cana@ién Rugby Union (CRU), of

b . . N



73

which the ARU is a member; The Government of Alberta,

'which ' provides funding to the. ofganizaﬁiqn; The

Alberta Sport Council, which pro&ides funding to‘the
ARU; corporate sponsoré such as Labatt’s‘and Crush
who provide'fundingt

Individuals who ﬁave an inﬁérest in the
organiZation ihclﬁde: players} coaches; referees;

administrators; trainers; spectators; social members;
. =X L : '

and paid staff members.

B .] : ‘ 1 Q L l! '. ] S! :! ’
. ! ) f% ' N
While each of the sub-unions identified in the

constitutione o the organization were supposedly

3

'équally.
.meetingsf,. .ﬁ,"édsgions with informants revealed
thét >thié' wdsS not the case. Thé,most dqminanfhﬁroups
in the organization .Were the Edmonton and Calgary
sub—uniops, thle the Jomen, the referees, and the
rural clubs were secondary or backgrouna figures.
Interviews with the board mémbéfg whé - were

. 1 \
representatives of the groups I observed to be less

powerful revealed that they were in fact aware of

their wunequal treatment on the . board. “The women’s

d on the board, observations at
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representative, for eXample, ‘believed she was often
N B . J ' “ ,‘ )
treated in a token manner on the board, and referred

to’ the fact that the chairman often hurried her

through her' report, and was not really interested*in

what she,had.%o_say, as an example of this tokenism.

‘
L

-

The women’s group is nonetpeless dependent on the

o

aARU as * it . is through this1’organizatiogx'that

Y o
T ™

r

_provincial fdhdingt‘is received. Women’s rugby7 in’

-

Alberta is. qu1te well developed, as compared to other

.~

provinces, both l “terms - of participation and in

terms of suocesSful competitive teans.. The Alberta

Women's team have been :Canadian Champlons ‘since the
institution of the Canadlan Champlonshlps in 1986 and

aporoximately half the ’Canadlan Natlonal &omen s

',.Rugbyt Team 1s< composed of playegs from Alberta.

ﬂ,.seemed well aware of this fact.'While the fnnding

vComaﬁged to the men, - in terms of part1c1patlon,

women’ s . rugby is far less developed,'and the women -

they" received through the ARU was rlghtfully theirs,

they. seemed to be grateful and beholden to the ARg

for,)prov1ding_vthem[&ylth_ it. Several of the women I

4 &

%
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interviewed also “expressed a belief that men’ s rugby

far more developed'anq thus far more deserving of

funding. o » .

" The funding provided to the Women’s union, by the

"Alberta Government, promotes the principle of the

. R
(cf. Hall and Richardson, 1983:13). One of the

"separate but equal" "division of sport based.on.sex%

i

difficuilties with this approach, however, . is that

despite the fact that the women are separated on 'the

basis that ‘they are, on average, at a physical

disadvantage' in a cdnta&& sport such as-rugbx, théir
- Ql ’ . '

a

43 . . . i
performance and effectiVveness is, nonetheless, judged

using - men’s ‘achievements and standards as the basis

A4

(cf. Klein, 1983):. The fact that the women themselves
3 ' o B :

believed”‘that the men’s game was more dquloped |
'illﬁStrateE the . extent to which the-‘practice of
evéluating-_Sport on the Abasis of male standards is -

'institutionalized as a societal - norm (cf. Klein,

1983) ..

.

;The._réfetees fepreSentative on the ‘bca:d _

~frequently ,complained, half . jokingly,"and»_ha}f

B

/ . S~

P
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serlously, that he- was .never properly 1nforned of
- what = was. g01ng on in the organlzatlon and that_he was
/fkept on the perlphery. Whlle ffhe refereestrean
essential and necessary part of, the s$port, itﬁﬁas

- readily apparent at - meetlngs,that their involveﬁent
in the formal decision making.and direction o% the
.organization ‘was minimal. Aththe same'time, however,
the referee’s were able‘to”infldence the develotment

~

and emphasis of the . sport in more subtle ways. The

referee who* was responsible for assigning referee’s

to the various matches, for exagple, confide? to me.

his personal bellef in emphasising the development of -

ybuth. ‘Wheén imaklng decisions regardlng whlch referee
‘would oversee which match, he would alwayi'prov1de
the .junior teams ' with thévmost knowledgable refenee
available, -even if senior teams suffered because;of
it. _This"was done on the.assugption;thaJ a better
refefee could llkely do more to 1ncrease the quality
Toé play and make: the match a learnlng expe ience for

’

‘(those_ involved. ThlS practlce is one example of the
_ﬁanner in whlch the referees were able/;ﬁ shape and
“to some extent control *the values enacted - 'd

dlrectlon taken by the. organlzatlon. ERN
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While the prescribed - structure of the board
suggested that Northern‘ and SoUthern(Alberta~(i.e.,

clubs outside the major .centres) receive full and
‘ 3 N

equal representation on the board, - this.

A

‘ representation did. not  exist in the realized

structure. Discussions at board meetings were

~dominated .by the concerns of Edmonton and Calgary.

Both the - past: and - current L'sportu consultants

responsible for the ARU indicated to me ‘that they

were aware of this discrepancy and outlined to me -
that government poliCy.'requlres' that a minimum of

three regions be“‘representedfon the'boards-of'PSOs,

_representation stem of thefARU,'however, which

S
At ~

Abeen‘vi place&long before the . government policy

and Calgary sub—unlons were equally represented, and

were - in. turn to represent the'smaller centres from

v

©

government policy, “the. constitution of the.ARU-had'

_been changed to 1nclude the formal representation of'

»
Northern = and Sougherna Alberta at the provincial

Y

1nto “effect, was: de51gned SO that the Edmonton'

a In order to meet the formal requirements of the,

s
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level. In practice, however, thisﬁrepresentation'was
. A _

3

still"achieVed through the respective sub-unions, and

not on the direct basis. that the constitution

suggested. Government officials were aware of this

.

practice but _belieVedg‘that_ the representation the

smaller.  céntres .received via the sub-unions was

racceptable - and- ‘substantive, partioularLy when

compared to ogher sports. , J

L*-%

The Edmonton and. Calgary sub-unions[ which were
found ?to be the domlnant forces -in the organizatlon

operated in very dlfferent ways from one another. The

- .

president of the Edmonton Un;on was - very much a )
. j.\. T L 4

‘delegator wh dlstrlbuted both respon51b111ty and'

~

_authdrity to the 'sub unlon board members and club
' -representatives. ‘The Calgary Unlon,on the other hand
was,‘ﬁodnd ‘to be very autocratlc, Wlth tﬁe pre51dent

wassuming! several dgfferentj-vroles and ~generally

¥

‘maintaining responszblllty .and aﬁthority» bimself.

"

These differingrmanagement styles were" commeﬂted On

‘s -

‘by several informants, and were observable in the

-

'doperatlon of the—organizatlon.;

\

b} ) .. ' . N
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The Edmonton Union was generally‘more organized and
dec1$1vel in it acti¥vities. During my involvement with
the Organization ‘I observed that while the Edkonton
'union was proacti&e and innovative in. carrying out
~its affairs, the*ﬁCalgary»Union was'bogged‘downIWith
"fireflghting"f ‘and limped from one «crisis to the
next. These differences seemed to relate primarlly to
_the different management stylesf taken. by Vthe
:.president of each of the unions. The fact that the
.6§esident of the Edmonton. ﬁnion was more.delegatlvevfu
?'fl= ahé receptlve to the 1nput of a varlety of others,
°aflowed the pursuit of a number of_different goals

el v . .
simultaneously, w1th ‘different efforts being the

} 3 'J@kof fo3 >

contribution

v

Bht membersk.‘but coordinated

through the presidenﬂ

Tﬂe Calgary Pre51dent on the other haqd, seemed to

suffer from ‘"1nformation overload", and often

. ‘ ,}s. : N » : > » .

s s. appeared sorganized and .confused at meetings and
. - events. Becauee~he tried to do everYthing himself; he

[}

_found hxmself w1th several half finished tasks, and
‘uhﬁg,v:- was ’often frustrated,by tHe undue amount of confusion
oo .and stress he experlenced | | |
‘ Through my on-= going 1nvolvement with the ARU, it

became apparent that _the differenceS‘ between the

- . e ) »
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Edmonton and Calgary Unions related to the differing

.respective unions. The ' Calgary Union, - which has a

.
J

’ systems of power being operationafizéd in each of the '

middle-aged male for a president, operateé-under’afy

system of( traditional male ~hegemony in'whiéh:power‘

and .c?ntrolv'is‘héld by a few, and déqision making is
unilateral  and directive. The Edmonton Uniqn) onﬁthe
other ‘hahd, which‘ has a'yoahger—agedkfeméle for its
president, :gperates under’a more democr;tic‘system of
collectiveﬂ qéc{$1on7'making,: and diffused‘bbwer and

control.

4 ' . O.‘
The'final‘organizational feature worthy of note is
the levels of involvement of various-members.‘While
thQLy formalized .organizational charts suggested a

rélatively -widespreagf-division: of labour .in the

‘organization, in = thev ‘actual operation- of the

’ ‘9

ofganization I found numerous

. ‘e

incidences of overlap, -

»

~ “with ‘individual ﬂpéﬁpled often-. assuming'a.variety‘qf;

diffé;ent Jroles;,“Many“boafd mémbers, ‘fof,eiample;,

3

were also board members in their respective sub-union'

cand also _gxﬁcutive members of their -local club.

e

. . vyl .
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-

Prov1nc1al eoaches'lwere also found to often hold not

‘]. one but seperal" dlfferent 'cpachlng hzoles with the

2

. The purpose of descrlblng the ove 'll‘ope:aﬁion of

xhef organlzatlon was to 1dentify the ‘key individuals,

“in  order that thelg values  and b'liéfs eouid bev
'examinedf The fact that. all board ‘mempess“in the
i organizationd were involved at both »edSubTunion and
“i,olup levei,! created a situation of a mulpipiicity of
3vdynamics, and eonpeting values - and beliefs;’Andzso'

.&uoo,s the great number of clubs’' and ;geographical

ibution of those clubs also created a situation

pfor many potential COnflictsvand differenées.‘Thusy

the purpoSe of 1nvest1gat1ng values and beliefs was

to. ~examine. tﬁé’e%%ent to Wthh the varlous groups and

individuals came to ~reconcile their many lnterestsx

A

1nto coliective organ12at1onal action.

R

The groups and 1ndiv1duals ldentlfled were:‘Urban

»

| Clubs; Rurak ‘Clubs; Northern, Alberta Clubs; Southern

Alberta " Clubs; Juniorl Level ;Elayersa Senior Level

Players; Over-35 Players}"Femaie Players, Rep Team
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Players;~ Social Members; Profe531onal Staff Members,

v‘, .

Board Members. From this lisg there were several key

N

individuals and groups = who™ stood out as more

influential »than pthers, and centrally important to

i

the investigation:fof the extent to’ which there was

agreement or ‘coherence’ within'the-organization.

S o
Gy

The' business of the organlzation was carried out

by the bgard of directors and by the paid staff who
are directed ,by the board. The paid staff include an’

o Acting Technlcal Dir'ctor, an office secretary, and

sport outreach cours§§;onductors who are hired on an

‘as, needed/’ basis. Theﬁ&ptiv1t1es of the board and of

the-f paid-~ staff - were the primary focus of  my

obseryations, -‘when establishlnqﬁyhat the organization‘

I

is ~ and does,_ﬂIn ,Ehe invesé“ rion of values ‘and

beliefs, hoWeVer, - I . atteriAgmE- to consider “the

interests :of all the grou;f_ entified .above, in

order to investigate the extent to which activities

and actions of the board were reflective of the

-

".",“ ‘:t' s . N . o ’ N . J »J A
'valuehfﬁg_nd beliefs of the wvarious groups and-

.

1nd1v1duals who comprise the organization.
Through observations at meetings and through
informant interviews,‘xit was readily apparent'that

some ~ board o members were  much . more ~active and
SR o e < _

- : . : o ) o
B - g o » Sy e
. .. . . M P . . .
v . . . i . .
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influential in the organization than others. Théte'

’

were several sources. of power through which board

A

members were .able to gain and malntaln inflpence
withih the ‘otganiZation. The ’most HWidelyUHtilized
source’ of power'.ih the organization wasb that‘of
vginformation and information control. | ‘
‘Using 1nformatlon as ‘a resource to which sé‘g%ted
privileged organlzational,members had, eccess, was the
besis of power and - control forrthe board member (I
‘refer to hlm “4s BM1) who was the most influential and
1mportant -ih, the organization.’ BMl 'acted as what:
Pettigrew - = (1972:197) terms Eél"gate».keeppr along
vcommUnication 'channels". Thfough, the practice  of -
controlllng and maintainingginfofmation, BM1 waS‘eble
hto contlnually .sustain'h{mseif‘as an‘"expett“ ih the_‘
iorganlzatlon_ 'who . was relied wupon by : other
B organiiational members -form his 'khowledgef¢'and
»expertiseﬁ, Organlzatlonal powé& based'on informatioh

-a

control has been examlned prev1ously by Bacharach and

o Lawler (1980), and Kanter (1977),-who observed that.

there are a number of ways in which people can use
~‘the organlzation,» or operate through it to increase
the power available\ to them. In the case of BMl,lit

‘clearly wasl a SLtuation Ln which his positxon in the.
. o - _'—: . : : Vo R - ,-{%i LI
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organiZation allowed him access  to the 1ﬂformatlon

84

-that was a source of further power and controln

In- addition to the vboard members lﬂz the

. I

organization, ‘another key ;;ndividual was the Acting

Technical Director (ATD). The ATD was a female of an = &

age similar to that of‘thehpresident of the Edmonton
Union. The - ATD may be seen as what’.previous
researchers of voluntary sport  organizations have
called a "zealot" (cf. Slack, 1985). The ATD had been

previously imvolved 1in the organization as a player

at the club, provincial, and national levels. She had
very definite ideas about the direction the

organization should be headingv‘in,' andi.developed

specifio‘.strategies to _achieve various objectives
The ATD was hired 1n1t1ally on a temporary ba31s to
prepare the grant applicatlons for the ARU Whlle in
the: posit}on emporarlly, _however, the4A?D was able
to demonstrate her potential ~contrlbgtlpns to,the
organization vby;'contlnually flndlng new ﬂhlngs to do
ahd convincing' board - members !of_ the necessmty of
doing them | B | )

The ATD used lnformatlon as a source of galnlng

and maintainlng‘,power in the organlzatlon, but she

4



“ddependent on that information and dependent on the

%

'3ATD. to. continue the flow. This is consistent with the

i . 8
did so _in a manner far different from that of the

board members. The ATD worked in the ARU office where

all. correspondence for the organization is received.

Upon receiving correspondence and information at the

office, the ATD photocopied and distributed

"information to a ‘variety of organizational members,

and kept them informed of activities and events. By

distributing information freely and openly, the ATD

effectively broke down the power baée of some of the

board members, ‘and at the same time secured her own
4 .

position. As other organizational members'began to

receive - and use . information from her, thex became

theorizing of Ranson et al.,(1980),.who-suggest'that:“

2\
o o @
'+ The subjective and motivated nature of .
& "interested" “aétion'derives from a perceived

deficiency - in, ~ or satisfaction with, a
particular disgribution of wealth, status,
and authority;  and a motivation to maintain
or enhance one’s resource position. Like
values, interested  action is typically
oriented toward: the framework of .the
~organization, with organizational members
striving to “¥secure their Sectional claims
" within +the its  wvery structiure, which then
operates to mediate and reconstitute those
» interests (Ranson, et. al., 1980:7).

bl
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- Edmonton 'and;'Calgary Unions had larger numbers oc.

86
The 'changing nature - of the manner in which

information was  handled and exchanged within the

&

q;ganizatidn impacted ‘on the overall power strugture

2 : ; /3
Ho . . . ' - .
of' ' the organization, as information was ‘ﬁ key
/' N N B . N R |

‘ & .
resource. The ATD and BM1 were the key individuals

as . central figures in the investigatdpon  of

organizational -values and beliefs.

" The -dominant groups . identified, as discussed

. e

‘previouély, were the Edmonton Union, and to a lesser

Gy : , ’ ,
extent the; Calgary Union. Both thee Edmonton and

. Calgary Unions were more dominantl than the other

spb—unibns on .the Dbasis of available resources. The

»e
vy »

members than the other: sub-unions, which provided

them with gqgater_ financial .resources and mor o

dom{nanCe ~of the Edmonton and Calgary Unions was

readily ‘visible. The overall purpose of this study,

however, was. to examine the values and beliefs of a
o T : . - : o :
range of individuals and groups throughout the

organization. .Thus, with this general overview of the.

organization " in mind, 1let us now examine the values

and beliefs of the various groups and'individualé who

4
€

comprise the organization. I o .

[y

‘involved 1in this transition, .and therefore were held

. developed capital facilities., At board meetings the b



CHAPTER V. RESULTS AND DISCUSSION, SUB-PROBLEM 2

Introduction
Once I had established a general understanding of

the -basic functions K of the organization and the

»

®*groups and 'ind@?iduals who have an interest in the

orgaﬁization, I. set out to investigate the second

\'.‘ . .
research sub-problem, and addreéss the question:

v

v

What are the operative values and beliefs
held by key individualg and groups concerning
the three areas of activity identified by
-Greenwood and Hinings (1987)? (i.e. domain;
principleésof organizing; and evaluation
criteria. : :

X ' : .
at the time  that I initially approached the

organizatioh, “greatly. facilitated,«the‘inqestigatioﬁ
| - o : _
~of this question. When I first approached the Acting

‘Technical .Ditéctpr (ATD),, and stated my general

interest in examining the '-organizatiénal
. v

characteristics of a Provincial Sporf Organization,
. C —~

' she outlined to me the changes ‘ocqurring ~in the

orgaﬁization, and basically - related the qﬁanges‘tb
differences in the "values and beliefs .of certain
individuals ih the organization.

L

hd

The féct.that/the ARU was in a state of ‘transition

o



- me - two different d value orientations which\,she

'I . . ) b

. <
Through my discu531ons with the ATD regarding the

role of the KfRU’s paid staff member she outlined to

. / -
.

believed ‘were -operative ‘within the organization In

the early - stages. of my involvement with nthe

- N i Sl " . < )
organézation"I used .hér description~’of these'two

value orientations as general themes and attempted to

'invegtigate “the existence of these .general value

orientations through . my observations'and-df!cpSSions

‘Yalue Orientations o = < - .

‘ For resaarch and discu331on purposes, I developed
e )

an 1deal typical description of each of the value

1

orientatlons (interpretive schemes) = that the ATD

fconstru&ting - potent‘:al V‘ organizational . d'es:i'gn

_ "~
’farchetypes as described by Greenwood and Hinings

e ~ o . s
To e tablish an oréanizational design archetype
'underlying values have td be first isolated and .
“the structural and processual implications -
' analysed, bg_;hg_ghsgxxg; (their ‘emphasis). =
It is the observer who. eventually outlines
‘the nature of the. coherent organizational
s»design. And it is therefore possible (but not
" very likely) that no organizations exist which
. exactly conform'to the archetype (treenwood and-
Hinings (1987: 12) ’ s \\'j

._g' - ' o : | .884/

S

~with other organizational members. S D

v

. ! © -~ .
.described = to me.  This was ' the first step. in \\&&
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1 labelled the two . typifications,'the

"communicative democracy"' and the "alakadue system“

1
R & 4

" The commupicative democracy,’” .as*“the,‘name”implies,-

describes agvalue system oriented towards*a belief in
‘ open“ﬁines of“ communication and ?emocratic decisign;
_making. Thef‘"alakadnem orientation Lrelates‘,to‘ a
belief in ant ligarchical: s’ktem in which power is
.held-‘by "alakadues" who are similar to tribal chiefs
or patriarchal leaders ‘ "Alakadues"'are middle aged'
fmen “of Britisn.origin who believe they have exclusive
/inSights ‘and authority- regarding the - ‘way - things
-should ”be‘_done’, and are unilaterakly directive'in
. their}‘style ofl leadershipf; The two differentvvalue"

'orientations are hvery ~ much contradictory - and”

'conflicting" which is’ consistent with su»gestions

ahout the nature of . organizational values

»

ade byh
other researchers (cf Ranson, et al 1980 Clegg and_
Dunkerly,'.1982), ‘The diffgrent interpretive schemes
representeo a transition cin ‘the organization from a
_more' traditional form of- organizational power and
control, or "order of" domination" (cf Weber, 1949)’5m
fbased on - thale hegemqny,' to‘a.more/rationalized‘and_

democratizedtform;,
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, ) ’ ! 4
- y Through my dlscussions with ATD, I'established'
) . K ‘ - .:- : . : "
©*+ that she . saw herself as. represen?ative ‘of the .
o ’ e S 7
“communicative‘; democracy" and found that in her

formal ’role with the ARU she wa? in a positfosyto be

Toa change agent who could operatronalize these values
and beliefs She stated that all those involved in
nthe 'sport oﬂ rugby in Alberta basically had the same
des‘ire. for the sport to develop and . grow,,&but that»
the\ ‘way to fachieve ‘this general goalMWas the majorr‘
p01nt of Icontention between those of different value
.orientatio\\ . She believed that open communicationl

o and a free fﬁbw'of infqrmation were the principles of
organizing essential for the development of the sport;,-

-

of rugby in Alberta

‘

The‘ ATD p01nted out that the sport of rugby in

Alberta - had some very definite and distinct ties with

!
) Britain, and- that the administration of the spoﬂt in

_ Alberta had historically been controlled by people of
B British _origin-_("Alakadues") But she strgﬁsed the
fact - that Canada and Alberta are much different)frem
'ﬁi, Britain and that the philosophies and principles of
organizing that are effective and successful over
there are not necessarily the most well suited to the

I B
Alberta 31tuation. Thus,,~the distin¢§@on she made

N . -



betﬁeen the twov dominant value'orientations'in'the.,-

ARU was - that those Qf the "communicative democracy

were fopendkand receptive to new ideas while those . of

theﬂ‘"aiakadue system" clung to ‘British traditioné,

- including . styles of play  and - principles = of

v

‘organiZing. T

The ATD citea the ‘success' in, 1nternational

A

competition, “in recent years, of teams from Australia

.-

and New Zealand as a reason for the ARU to be open

and receptive to new 1deas. She artlculated a bellef

‘that ithe pOSSlblllty of developing a cniqueiy

 Canadian .style to the game would be greatly enhanced

N

through " being open .to a variety of styles and .
' philosophies.' She  also believed ’that .devéloping'
successful - Canadian - teams, and a broad base of.
X : : N

,participation ‘was highly dependent on adapting the’

-fgame'to the Canadian*situation,

The "alakadue" approach to rugbyywas very much in'

opposition to " the progreSSive view described‘above,f
o According.eto. the ATD, the oplef of'.this' value .

. orientazgon view believe th ; the traditions"and=

heritage of the game are its- heart and soul The ATD

described the prinCiples of organ121ng assoc1ated

-

witH this orientation as ‘the "country club” approach

A '__-)) ,‘ -

A N



: them that way People cannot learn or develop these.

‘.tradltlons, but “must  be . bérn 1nto them 'and"

92

in whlch there is a closed exciusive‘HQroup"i:

control. Th1s exclu31ve group are seen as the QEepers’

tfaditlonally donq{ and 1nsure that they go on doingAw

$

1ndoctr1nated from an early'age
. 'Y

of the .game. They- know the way that things .are

The'formatlon and basis of the British traditions

“and - 1deology of the sport of rugby have been examined

previously by Sheard and/Dunning (1973), who theorize'

that:

 The fact that' the English concep¢ of the
’Gentleman/’ ‘derived, .in part, from the
ethos of an elite with military roots is
probably of some significance with respect
the: development of these ideals (of the
sport - of  rugby). Under the urban-
industrial = conditions. . that .were
" increasingly “to ‘prevail, it became more
and more .difficult for. traditional upper
and middle - class ‘norms of masculinity to
find expression in.  the.  normal - run of
everyday life, and rugby football:began.to .
emerge, not without considerable conflict,

as one of -the social enclaves where they - N

~ and Dunning, 1973:6) .

J//- " could Dbe legitimately expressed (Sheard

I found. these beliefs 'in elitism,»maSCulinity, and-

tradition to be' very much alive and well in the

‘"alakadues" of the\ARU.r
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| This maintenance of traditional British values and}

beliefs by British, immigrants _ has Jbeen observed o

v . :
previously by ° Donnelly _and Young, . who Qescribe"

British - ethnic ‘groups in'North'America as "cultural

‘ bubbles" (1985:29). Donnelly and Young observed whilen

- British rugby 4experienced‘ some major ideologicalj

LW

transformatibns_‘during'the 1960s and 1970s, those who -

‘immigrated to North America at that time tended to

'clinghto traditional ways:

.0ld country values tend . to Dbecome
Mfrozen’ at the time of migration such that,.
within a few years, the ethnic groyp no
longer - reflects the changing values of their .
country . of birth of the values of their
adopted country (Donnelly ‘and - Young,
1985 29). - o . '

The values and - bellefs that became "frozen" in ‘the

case of the "alakadues"; were those relating to aiu

system of power and control baSed oﬁ‘male hegemonyf

Donnelly and Young (1985: 29) . describe both the manner"

~in which thesei values were' challenged -1n-Britain }

‘through the progress1ve democratization of the sport

L

inbg which sthe‘

o f rugby ’ anql the _ manne}
’“'"pre*rationalized values 'of' Eng sh ‘Rugby would be -

retained and preserved in North America

In Britain, one of the reasons why tradltional'

: rugby values had been challenged was”'51milar to
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~ 'reasons -cited. by the;'ATD; the emergence of other
. vsuccessful ‘teams,. such - as South Africa and New
Zealand, On _the :1nternational rugby scene. DonnellyA;

/'.\i/

and Young’7£1985:26)7? describe the opposition to the
rationaliaationa and democratization of British Rugby
as/{Frearguard% action"‘ as, the majority acknowledged
the 'necessity of progress}vely changing traditional
ways A'in'< order to. ‘remain competitive 'in the
' .increasingly_' rationalized forum of;linternational
."competition in' the ARU, however, the British

' “traditlonalists“ hadj dominated the organizationﬁ
s1ncey its 1nception,‘ and 1t was the trend towards

- ”frationalization pand democratization which appeared as
; “rearguardﬁaction“. |

| This‘rearguardvactiongin<the ARU, howeyer, was~
'rapidlyc changing intoy "head-on" action”'as several
' organizational 4'events ’ combined; to challenge bthe

-

strong hold Wthh the system 'of'male'hegemony and

»

tradltional : British g values' 'had 'held on - »the

organization ' 'The . first f-“ these was‘ the
incorporatigng'of the Alberta WOmen s Rugby Union into

the ARU. This had - occurred in 1985, ‘and although the. =
;;' f . ﬁalakadues" disagreed to lt in prlnciple, they wereﬂ

forcedf_to. coOperateE o: ‘risk the loss of . provincial

v



L ' .95

government funding '.The vsecondz event was the

re31gnation of the pre31dent of the. Edmon?fn Union 1nﬂ,'

1986 (he was transferred to fanother city by hlS

~ employer), . which necessitated the-v1ce—president;(a

'women), taking ~over -'the‘fpresidency. While «the

valakadues" »would iikely. not"have ever condoned a
female preSident ‘under” normal ’cirCumstances,n the
desperate sxtﬁationv they were placed 1n!as a result
of..the resignation of the president on short notice
left. them no.' alternative than; to promote the

vice- president. The woman>viceepresident‘had reached

the. p031tion' primarily as form of’\tokenism“ 51m11ar>

vto that describeo by Kanter (1977 232), and was never

‘expected to end up as pre31dent . h : ~g- "a

yhen this female v1ce preSLdent took over the

pre31dency through these extraordinary c1rcumstances,

. 4
:however, ; she proved herself ’both competent -and

;.8h€’fle This female pre51dent responded to those who’_

-questioned ‘her 'abilities “by prov1ng herself through

"heé actions As was described prev1ously (page 80) 1t

Cwas through her leadershlp and management style that

)

i;”;he' Edmonton Union had r:zéined the most dominant and,

n the ARU. = .

influi:;;él sub union w1t

R



The third eventiwhich heightened'the awareness’of
-‘organ-iz‘at‘i‘onal members as to the outdated nature. of
.the' values' of the “alakadues“-was the app01ntment of
theIIATD (a‘women).,In the*case of the ATD, there were‘
Several ,dbfferent circumstances and conditions Which
made ‘it'possibfe for her to have a dramatic.impact4on‘
‘Bhe organization. The -ATb >Wa5y 1nitially séeninaséA
harmless by the "alakadues" because she was a woman,.
but - was thoughtv be useful “in that ‘she could

:ﬁf} »prepare the grant applications for the organization
| While‘ the ATD was not unaware of the reservations
L}; “held by Athe traditionalists in the organization, she
did her best to av01d confrontation over the issue of

gender, and- continually proved the doubters wrong

fthrough- her performance, in a. manner similar to thatw

;of the female. pre31dent of the _dmonton Union.

In ;many ways, thev AT' "made her own breaks" by
- demonstrating both. her :QWn.;abilities, andpthe.needi
',fbr those abllltleS'nln. the ‘>rganization. In this
,regard, the ATD was a prime mover in the ARU, but the‘

.changes 1she made, and "the ideas she implemented,
6 : '

"»would not have been p0551ble without the back up and;]

support of. other 'members *in ‘the organization As

;2,; Greenwood and Hinings (1987), point oUtda'
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'1temporaryp capacity ; gyt " the ATD did ‘such an
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" Ppatterns of commitment to prevailing and
alternate - interpretive , schemes : have to
relate to the power structures of. an

< organization. - -The. configuration - - of

power-dependence = can  operate as a
déstabilizing = dynamic for change if 'the - |
dominant coalition embraces an alterpate /

_ interpretive .scheme or if it perceives its
interests = to be ill-served by existing

- structures;’ ~ this would - produce
reorientation. A not . uncommon scenario for .

‘&such a transformation 'is to remove  the

: existing senior managers and replace them-

with-'a graup who are committed to the new

‘ desxgn. archetypeh-and whose ~interests. are

,served by ensuring its introduction and
success (Greenwood and Hlnings, 1987:22) .

‘The board_ member~who headed'up'the Technical
Director . Search ° Committee was oriented to the-
"alakadue" interpretive v‘sCheme . and ~ was strongly‘

apposed to. havingg a - woman in -the ‘role even in a

-
~

ontstanding job» administratively that many people
noticed,y.Although the "alakadues" believed that the
ATD vknew little. about rugby, they were forced to
accept-. the fact that she was: a capable administrator
and was helping the organization 1mmensely.

The ATD worked within: the ex1sting organizatlonal“

structure,‘-but ‘at the same time altered~it. When' she .

: dealtl:with " the j"alakadues" - for example; she often
‘~“playedf dumb" knowing that they belleved that since

. she was a womer she did not know as much as them.
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; Johnsén (1976)‘: observed -‘that Vthis “teéhniq;eb'of
géiniﬁg.‘ power ‘«ﬁhroUgh «x“hélpieséneéS"v is  often
effectiVely usedi'by- womeh; She'suggeéts-ﬁhat WOﬁeh
use this rtéchnique because.ofvbéth,a lack a ééhdieté'
resourCes ;B% “the .éxpébtatzan .of: their 1lack - bf;
cSmpétenée. Throﬁgh this-technique, the'ATb was ab;é
to ‘draw information  and explénations from :thé>
"alakadues", that thef‘WOuld‘not’normélly shé:é with
other more "knowledgable" men in tbelbrganization; In
 drawing Qutk'many:'df :thesé -assuhptibns .frbm " the.
"|Qé'1aka'd_ues--;", the ATD was' ab'l.e'to'Tlemonstraté how ovut.:_. .
of  touCH thé "alakadues" were with the_manrity'bf
other 'orgaﬂizatioha& members. At ﬁhé'same:timé};she
_  was"ablé’tofdis££ibuteztheAiﬁfofmétioﬁ'and‘knqwledge,
lénd"géneréﬁe‘ an éxpebtation ‘and ~depénden¢e qn.the
,continﬁéd flé@‘of infbrmation. | |
| . Individﬁally; each»fof"thesev events (the"
_incofgoration ‘of the Women’s Un}on} theup;omotion &é

‘the female vice-president of the Edmonton Union'ﬁo'

president; and the"appoihtment'of a fémqle ATD) had
an' effect on the"overall'_value.érientation of the
érganization, with ~the ' traditional beliefs in male

orientatibns;" Colleétiveiy,ffhowever, ‘the effects of

hegemony  béing challenged , by more = democratic -

SRS



the three cond1 ions created a 51tuatlon in Wthh the

traditional male
r3

basis. and orga 1zatlonal events ~and modes of
operation » began to reflect  a  changing value
orientation. | 4 JEEEE

4.

j . E '.. R E

An 1mportant organizational 1ssue‘in the ARU was’
»what the role Apf the Technical Dlrector (TD) should
“be. The faCt ‘that the organlzatlon was 1n|the process

"“of lhiring a’ new TD provmded a theme about whlch to.

jv investlgateh values ’d;andf bellefs withln fthe‘
,:organiration TwTheg hlrlng 5f 'a new Technlcal Dlrector"'
N represented .what Mlller and Freisen called ‘a "major j
~ decision . event™, (1980 593) . leferlng "job

. . DT -
descriptionS' for the role‘ of- the ‘D represented,.,

following “the theory of Greenwood and Hlnlngs (1987),'

i

values were challenged on a:- regular. .

structura%,\\expressions + of dlfferlng Alnterpretlve"';

v schemes At the. same tlme, ;theh role of the TD‘:_

represented Kanter s (1984) notlon of a "h;gh 1mpact‘ f

T‘F.system“ in the »organ;zation Because the TD was the

conly full time paid positlon 1n an. 'otherw1se

volunteer organizatlon,_ the role that therTD asSumed‘u

: % Ty AT
. - ey foRs S

. «- " ' . LR
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' ~ghad the potential to impact profoundly ~on the

operation"and ‘direction of | the organizatioh‘ Thus,i‘
,-soliZiting -opinions about what the role of the TD

should be prov1ded an avenue through which to .examine -

I SV

the values and beliefs of different individuals

The ATD confirmed that peopﬁe df the differingg
value ' orientation in the organization would indeed
have different ideas" about .what the role of the TD -
should 'be.V According ;ﬁb the ATD, those of “the:

. "alakadue“ Oried?ation placed a trong emphasis an

theh technlcal -pects of the game and required a TD

: whp had a background 1n 1nternational rugby.: The main'

criteria by Wthh those of the "alakadue" orientation
. evaluated effectiveness _of the_ organization fwas
' through, success'*onohthe~'€¢eld It was their opinion

vtherefore-«that strong technical support was required

to achleve that success N

Those oriented to the "commUnicative;demOCracy",'

on the .other hand, saw the widespread development7of’uff'

the sport as the -yardstick for effectiveness. From
this_,pointi of view,-administration and coordination '

was a hig er priority than technical expertise,.in_
- order that_vthe sport could expand and grow. The ATD

“suggested’_that if participation.was increased, that .
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elite levels would eventually'improve aS'a*result‘of

a broad base of support and a "feeder system" She

suggested’ that the 1deal Situation for the sport

..

would be ‘to have communlty based teams s1milar to

minor hockey,' and believed that the development andf.

implementation. of such "a .system required the

‘attention of a full time/administrator.

Through my conversations wit <the ATD, 1t appeared
a

‘that she strongly “Believed " the organization

needed ‘to -redeflne the role -that the pald staff

_member fulfils from' that of a Technlcal Director to

~an Executivé , Director or,, some ‘ ther quore

~

‘administratively -oriented pOSltlon. Such a change can

be seen as a form of organi%ational adaptation Wthh
i : S

Miller_g4and - Freisen - (1980) N term a 'revolutlon.

Greenwood 7and"-Hinings (1987) - suggest. that Suchpav

change would .be a reorientation, .in thch first the

alternate interpretive scheme requires support amongl
organizationals members, ;and then' the corresponding'

vstruCtural attributeh’<(in ' this vcaSe a new' job‘

"‘description iand"function for the profe551onal staff

member) may be implemented

The ATD indicated that such a change would have to-

be made through the board of directors. She believé%
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that all would be readily agreeable with the
gxception of twd board members whom she believed Were
very ~ well = representative of,'kthe "alakadue"
philosophy, and maintained a strong: belief in the

need for a technical eXpert.

. Folléwing the informant interviews with the ATD, I

developed an initial framework with which to work’

when | . obsékving A' meetings, dtraininq camps,

"

competitions,. and other organizatiOnal activities I
had developed two potential interpretive schemes and

a 'SpelelC organizatlonal_ 1ssue (i.e., the role of

the TD) to guide'my.research activities.AHaving, to

A

this point, been informed by a person who clearly

identified herself as ascribing to a particular value

‘orientat!bn, I set out to investigate'the values she

had identified as being different from her own.

<.,

I contacted one of the board members\whom the ATD
| v Y i

‘had identified  as ascribing to the "alakadue"t_

"pnilosophy andv established him (BM1l) as -an informant »

who ‘conld' provide-;ginformation ' regarding the

"alakadue" orientation. BM1 was - clearly of British_

R
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t’descent .as euidenced by his “Welsh ’accent:and his
\\preference of music selected in the car stereo (Welsh
" rugby vsongs), In* our _ conversations ‘about'-the
organiiational : Characteristics_ ‘of the ARU,. BML-
explained"tO‘me that.each of the members of the'board:
_»had 'a._strong background ﬁn bUSiness, and knew how to
“get things done". He 1ndicated hlS belief that ‘this
was.  an important attribute for board members and that‘
»being ,able - to achieve results quickly and w1th* -
minimal fuss was a .necQSSity,"This orientatign is
'similar to that‘foundgpreviouslydin a different sport
organization tby ' Slack'(1985), Qho obServed'that‘the”
practice }of recruiting 'people:with,a'"businesSlike"
approach resulted in a form of "social closure“ (cf;
Parkin, 1974 3) | . | |
| BMl also stressed the—ihportance of "learning the
system and making it work“for you". He felt that thlS
fwas : particularly importgnt when vdealing,- ‘with
goVernment'_and obtaining funding. He recounted to me
the 'many \&ears he ‘had been involved inAOrganijﬁd
tsport and the“manyv grantsﬂhe’had‘receiyed. ﬁe'also
outlined = his belief that goverr?ment bure_aucrats‘io
. not rreally understandh sport\ and that you_basically
just have to tell hthem what they wantlto heariin'

“a

 order to receive funding.
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When. questloned about the role of the Technical

Director, BM1 commented that the ATD was doing a

.great job, but that the organizataon needed a more

.'technically oriented - ?erSOn"to fulfil.vthe ‘role

properly.  He  suggested »that:jthe' ATD. was "80%

~

administrative and 23f>{technica1u andfthét'What was
ideally needed was just the opposite - someone who

is 80% technical and ' 20% administrative". BM1 also

"demonStrated “his stfong hélief‘in'thé-traditions of
"the "game, -as he suggested that bedause the ATD was a

~woman, she could never- really properly underétand the

game of 3;gby ’ ' ' _
: ‘) , alues and' beliefs regarding 'rugby_*as 'an
exclusively = male _'domain. have ‘been researched'

previously, and are thoughtl;to have evolved out of -

- historical circumstancesd in Britainuﬁ Sheard and -

Dunning (1973), believe that the relationship between
'the'.emergence of a‘rugby'subculture and the riseiof'
the dsuffragette .movement is highly significant ‘They

suggest 'that " the suffragette movement constituted a

_threat to the mascullnlty of males in the upper and

middle7 classes, and the rugby subculture provided one

of the few "sacrosanct refuges from women" where men

A Y

could . bolster their threatened _feelings' in the
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‘\company of q'her men (Thomson, 1977 65) . Donnelly and
'Xoung (1985)' added to. ' Sheard - ‘and‘_ Dunning s’
observatiOn of thed relationshrp”betéeen:thegrise;of
rugby: and ‘the suffragette movement, the'obServation"
_.fhat the"arrival -of British 1mmigrants in the 19605
and 19§Os,~ and .the appearance of male orient\d rugby
.traditions; coincided Wlth the rise of the women's
liberation' movement in North America In'BMi, this‘.

British ‘.tradition' of naintaining rugby as an
hexclusively male domain was readily apparent

BM1 ° also indicated that - the oniyA reai" .
administrati?e;»needs of the organization - are the
érant applications and government profile documents
:SinCe.»these 'documents are - prepared in January‘and
February, and‘the seaspn\runs from May until October,
a techgical- person should have sufficientltime to
-completeo‘the paperwork in the winter and commit the

time Mduring the season to technical aspects of the

isport,

While working ' in .ah,tempOraryh_capacityfas an

administrator, . the ATD did such an outstanding .job



thatk-she' had many_peoplé cbhvincéd that ﬁhe role%%§
the téchﬁicai' direqtof_:shouldl be gfedefined.af&his

‘belief ,withinf ﬁhé %orgaéi;ation'did'nbtigo anqticedvx
at.btﬁe isub—union and prbvinciél board leveis.;At'the

*ARU board.vméecing. in'May,fa directive was forwarded
: _ e S Eesl - _

;

from the Edmonton Rugby Union '"requesti'ng '.that'th’e

search = be suspended and the role be redefined. As a

result of this initiative, the ARU,board-diécontinued .

théf seérch vfar an ihterpationai,tgéhnical person and
‘ initiaﬁed }udiscussions‘ with ;govefnment offi;iaIS“f
‘regarding - their williﬁghess to fund an administrative
position rather than a‘technical one. .
Through  my _'Qngoing observétions .of-‘the
d:géniZational 'activities' assdciatédv'with‘ fhé ATD,

"and with the movement to redefine the formal’positidn

in the organization, thg'interactioh.of”structure and

‘agency ould clearly be seen. One of the ATD’s

greatest| assets was her "Big Picture"'approach}‘which
‘kept her :focu3ed “on  £hé'.ove:a1L bgtter@ent'of the ¢
organiz tioh .and prévenﬁed ,her"from becoming bogged
down .'na day-ﬁbfday;pélitics prﬂpettyvsquabbleé.-Many
of He;{ aétipns ‘within the voréénizatibn'_éerQed to
chang%_.thé:way things wére done,-and at the same\flmé_‘

reinﬁbrced»and perpetUateduthe‘need for change.

g . A

/ ‘ ) : o g L »
/ . - . . .
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In general,.my observatlons at meetings revealed

no 1definite confl;cts or’ value dlfferences, other
p‘fthan the ‘fact that one _of_the'Board members (BM2)
“:freduently. insisted_ on_ the tuse‘;of; the formal
communication system of  the organization, and
'.democratic prlnciples.' fhere. wereISeveral occasions
vwhen, | BM2'  questioned - the manner ~in "whlch
organizationalb' decisions- were’vmade,Avand,.remlnded
'board members of. proper‘ political‘érocessl'éut the
”practlce of circumventlng formal procedures seemed to»
»be more 'of"a problem ln the ARU's dealing w1th the
§ national body . | (t.h.e CRU), than it was within the ARU.
.Varioﬁs ARU board members complalned about not belng
informed about natlonal ,program 1n1t1at1ves being
'implemented in Alberta t Their‘ complaints generally
B related | to‘ the .fact that CRU members had been.f
cirCumVenting .the' formal lines of communlcatlon with
the - provincial’ body and relying on their "old boy
1network" to get thlngs done. Dlscussion of this 1ssue'
3led to a letter from the ARU to the CRU requesting

_.that‘this.practice be stoppedv(see.appendix B).

The ATD had indicated to me that she believed that
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there wkre two competing styles of operation within

the ARU. The same two Styles seemed operative in the f

interactions = between the ARU. and CRU. The

pervasiveness of. the two interpretive schemes lends

support

to Greenwood and_Hinian’ (1987) contention

ﬂthat"archetypes may be institutioﬁally Specific and

'vthat norms and values within an interpretive scheme -

. are';connectedfto an ihstitutidnally derived normative

order (cf,,Greehond and‘Hinings, 19é7:26); Thesé‘two ’ 

factors

cbnsidered .togethef indicated to me that

maintaining the tw0'different potential ihterprétive

'y schemes

‘would provide me with a workable research’

-strategy. A _.SUmmafy‘ of -thé,.values and 'beliefs

associated with each ' of the’constructéd ideal type

iﬁterp’rétive schemes 1is pre’se’é'nted‘below:'

v

Domatin | exclusivelx.male |rugbylfor.§ll: all ages
princ.. | few old leaders  |free flow of ihfd
of 2 ’lvkeep~info‘to self fTEBlléctivetdécisions
‘organ. | directive decisionsl| ' ‘ -
eval. Ilsuécess of high ',lnuhberé of pa:ﬁlcipants
crit. | péffo:mdhce teams [at‘alL levels in all

2 L i | —llocations
role | technical expert _Iadministrator

1




"adopted in the meetings of the ARU seemed to closely

‘with BMl, it was apparent that‘he'subs ribed to an

. Although the actual style. of operation normally

represent the "communlcative democracy" -there were

sometimes undertones whlch suggested that a style of

Y

operation consistent with  the "alakadue"' value

orientation was still used out51de of formal meetings

by individual »board members; Through my. interv1ews

interpretive scheme‘ which 'ewas'ffcl ser . to the

f"alakadue" style than'thex"communica'ive democracy".

'bin‘ addition to BMl‘there~were two other board members.

While'ﬂl dld not conduct 1n—depth int _views with all

R

board members, my dlSCUSSlonS With ‘them and

observations of their conduct led me to believe that

who strongly believed in the "alakadue" system

Keeping in mind that the two 1nterpretive schemes

I had established were ideal types, I set out to

iﬁvestigate them further While the two depictions I

establf&hed did have empirical“ grounding, it was

important' tod‘consider‘ Greenwood and Hinings’ <1987)

sugg stion:

]

vOflycou se, organizations {do not always operate

‘with al -embracing, unifiefl sets. of values about
their proper domain, moge of organizing and

“‘.
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evaluation criterka. There may be a variety of*
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preferences ahout ’deSiredhoutcomes and ways
-0of working. Sets of wvalues  can emerge in
competition providing an essential dynamic
of change (Greenwood and Hinings, 1987:13).
Thus,' I‘ concluded that'while the two potential
- ideal-types -of interpretive schemes I had developed
_were viable and workable research tools, they should
remain subject ‘to alteration or adjustment during the
course ‘of ‘data collectlon" I then set _out to
‘investigate the values and beliefs held by a range of
other' members of the vorganization ' ~While I did
~“anticipate that there would likely be variations ‘with
the general framework, I_ initially adopted it as a
ha31s <for- approachlng the vissue of organizational'
- values and beliefs. The questionnaire I developed was
not; intended to spec1f1cally discriminate between the

. Tw
. two ideal-types outlined above,»but rather, it took

an  open- ended approach ln Lusing‘ open-ended
,approach,v the accuracy of ghese ideal types could be_
tested,' and at the . same time new ‘or different

patterns and themés were allowed the opportunity to

emerge., g ) : - : N

&



CHAPTER VI. RESULTS AND DISCUSSION, SUB-PROBLEM 3

/o .

While my 1nvolvement in the organlzatlon to this
point had been prlmarlly with the formal leaders in
the ARU at board meetings, my ult;mate.concern in the
‘research project was to investigateuthe~values and
r:beliefs ‘of a  range 'of' organizatlonal ‘members “and
answer the third sub- problem questlon.

. Is there a prevalllng pattern or patterns-»

‘of consensus within the organlzation,qg

regarding values and beliefs xelating

the three value areas identified by

Greenwood and$Hinings (1987)7? (i. e.
- domain; princibles of organizing;
" evaluation crlterla) ‘
In order to answer this questlon, I conducted 20
semi—structured -interviews with a varlety of members
through out the organlzatlon The 1nterv1ewsvwere not
conducted until later in the research process as I_
felt it was important to first become’famlllar with
the drganization and the issues.

[}

The basic inteéntion of the interviews was to

obtain opimibns: about ~the three ~ value areas
identified> by Greenyood _and’ Hinings.(1987),‘(i.e.:
) domain; eprinciples Qofv organizing;'mand Syaluagionl_
'criteria);-Through‘the“inferview ﬁorma; I developed,

e

A4
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I attempted to solicit these opinions directly, but

also covered other salient organizational issues.

| In general, all those approached were very
cooperative\gand more than,willihg to participate. The
peoole interviewed occupied the':follpwiﬁg roleslinv
the'organizationiv |

e

Club Players Representative Team Players
Club Social Coordinator Club Equipment Manager

- Club V.p. Athletic - Club President

- Club Coach . Provincial Junior Coach
High_Sgbool Coach " Club Past Pre51dent
Club Member at Large Club Captain

V.P. Referee’s Society Women’s Club Coach
Women’s Club President Provincial Board Member
Sub-Union. Board Member . Provincial Women’s President

>

kSpectator ’ Club Secretary/Treasurer
In addition to these '20_-: members of’ the.
. Ty _ ,
organization,  three people fram outside the

organizatioh'iwho were representative> of groups who
"had'_ 'anh interest in. the ‘organization, were
interviewed, These included 'a representative of the
-Cahadian Rugby Union, and officials from Alberta
Recreation and Parks, and the Alberta Sports Coungil
The results of the 1nterv1ews with organizational
members revealed near~unanimous» agreement regarding~

]

what the orgaqization should. be doing;lhow it shoold

be doing it, and how it should be evaluated. The .

» . o 0
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responses consistently reflected a lue orla?tatlon‘
towards' the "communicatlve democfiz? , interpret;ve'
scheme. The ;general consensus relating to.each';aluéy

area was:

1. the overall purpose of the organization
-should.be.to promote. and develop the sport
of rugby throughout'Alberta.

2. the. most effectlve way to achleve this

- purpose is through a systematic development
plan through which a wide number of people
are involved and are kept informed of what
is happenlng, on an. on-g01ng bas1s

3. a systematic approach should be used to

' .evaluate the organization, and multiple
criteria should be used to consider the
organization’s achievements in a varlety of
different areas. '

' Responses\_dealing -with each of thexvalue areas shali

" be dealt with in turn.

The overall purpose of the organization was
- described by. all respondents in rather general terms, U

with approx1mater half the respondents (9/20)
|
including ‘the concept of growth or expansion in their

deflnltlon of _promotlng ~the sport throughout the f

. . . . / \ - r“\
s \ s ‘
province. - : \ \ oo ‘-
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“With ‘Eheufexception of . one respondenty.;the,

performance of representative teams was niever held to

. be ani organizational focal point. Rather, many
'respondents believed\in a systematic approach through

whiCh representative teams were continually improved~
'.has315a"result’ of a’ grow1ng “feeder system“‘ One‘
}'respondent, a‘ former rep player himself, referred to
the constant tension-and conflict that exists between
‘a rep blayer s. commitment to his own club and to the

representative team. 'He commented that this tension~'

existed ~when he began playing in 1969, and was still

a problem for playlrs today He believed that there;lf SRV

was no easy solution to thlS problem and that it was
) merely a. fact of life 1n rugby as in other sports ‘
‘Another respondent who also discussed the problem,
of the conflicts_between‘rep.teams and clubs_outlined.”a
f_to - me that club: games and practices generally
.;required;'a .player ,taL commit three nights a- week to-
thel game, and rep inVolvement'added an additiongl two
nightsv per week.. He believed. that this was tzg much”
'to Jexpect from players and bLamed the shortness of
' the_ s€ason. for this ‘conflict.. He indicated that the‘
Alberta« season is really only four months- long,’while
in - British Columbia a seven—month season allows for;

the separation of club:l:‘evel.play\andrep4team7play7

-
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When dlscusiing “he issue of rep-team development:

in Alberta, six ’reSpondents ‘specifloally mentioned

the fact that past organlzers had been obsessed w1th

a short term objectlve which was . beat BrltlshF

Columbla in the Natlonal Champlonshlps All,felt this

objective to be detrimental to long—term development;
and stressed the need for a long- term approach whlch'
.emphasizes .the contlnual development - of younger
players. They belleved that }as‘:more ‘playerS‘ are
developed and brought. up through the system, ‘elite.

levels will continuallyalmprove.
. . R R

When asked about the most suitable means of
abhieving' the purposes of bthe ‘organlzation,' the
majority of respondents _génerally agreed with the
present -system‘with the ekoeptlon‘of two respondents.
" Of these two diSsenting opinions, one suggested.the
'abolition of the ARU with the respon51blllt1es belng
‘placed on the Edmonton and Calgary sub unions. The‘
~other, - who labelled hlmself a-"radlcal" suggested
just the 'opp051te. He favoured the abolltlon of the
sub unions thch' he felt" to be. too ‘powerful and .

‘dlrectlve at the prov1nc1al level
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When discussing princiﬁles of organizing, six
respondents ‘expresséd“ the bpinion ﬁhat_thé current
approéCh being taken by fhé orqanization was far
superior té' the previous system, which three of the
,six:.j;espoﬁdents .specifiéally referred to 'as the
"alakadue" aép:oach} Four :espondehté— alsov madei
's§ec£fic ;eference- to the dniqﬁeness Sé the Canadiaﬁ
_situaﬁion -and thé heeg to move awéy from ﬁhe old
traditions of the gaﬁe. |

"‘Another. consistent pattern which ehérgéd
regarding pfincipiis of drganizing.was the percéption
of the need to dévelop the spért,within the s¢ho§l
systéms.-”Fourteen df:the twenty respondents,ihdiéated
a belief‘bthat’ the sport’néeded'to'be;systeméticaliy
devéloped in  the school éYétemsu Thi§ belief was
élosely tied to the dbmaiﬁ beliéfAthat the‘purpose‘of
the orgahiiation - was to promqte'thé sport in ordef‘
for it to.expanduAnd.flodrgsh. Also reiéting to
bgiief ~was the concept . of a systematic devs opment'
' piéhl' Seven respondents specifically~referréd to the
‘idea of a pyramid effect, and tohthe_belié%“that if
the Dbase of,vthe pyramid was expanded, the top would

- take cafe of itself.

-
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A further manner in which the values and beliefs
fegarding -principles ”of'ofganiZiqg ée:e investigéted
~
‘ was through questions'reéarding certain ér’cesses in
tﬂe‘ ofgénization, Specifidallj,;queétidné ie'aSked
rega:ding the process through which the ’Boafd-of
Directors is ‘elected andg Provinéial Teams are
selected. »TheSe questions ”revealéd \ af' general
saﬁisfaction_‘ with thé.'curfent‘ system, with many
ﬁespondents, pecifically expreésing' a ‘belief in
| democratic' systémséland processés.'Wheh ;esponding to
these "qﬁestions,. severél: respoﬁdents‘>5ncej again,‘
expré%*gdz a belief thaﬁ-the current situation is far
ﬁoré aemocratic and vfair thanvpast‘years,-énd that
the system is ‘progreSSively v‘improving from 4
democratiC'pdint of view.
The pattéfn of commitment found in the ARU, and

belief in the fact that the organization was

)

progressively chahging, lends support to Greenwood‘*'

and  Hinings - (1987) suggestion ‘thét patterné of
cbmmitmént can’ constitﬁte a’ poténtial-td?namic of
change. The nature of the commitment in  the ARU
seemed to be widespread and consistent in terms of
vthe communicative democﬁaéy interpretivé scheme. In
terms of the enactment of that interpretive scheme

L A




’ 118
through organizational» structures and 'processes,
however, the organization, coyld be seen to be in a
state Iof what | Greenwood ‘and?“ Hinings term a.

-

"reorientation" in that the structuges and processes

of the organlzatlon were changlng to be brought\s o"

‘line with the domlnant interpretive scheme
) Whlle _the communlcative democracy interpretive
. ¥ .
scheme had w1de spread support, the reference “of
several respondents to its superiority over the "old
way of doing thlngs" suggested that the organization
was indeed in the process of '"reorientation"
Greenwood and Hinings (1987)'describe this process:
Where an 'organization leaves‘one.archetype
and ultimately moves . to another, a design '
reorientation  (or transformation) has =
occurred. - Prevailing ideas ‘'and values have
lost legitimacy and become discredited. In.
their -3 place af alternative interpretive
scheme emerges, carrying with it a different
pattern - of structural arrangements
(Greenwood and Hinings, 1987 22).
- In the ARU the transformation .of; structural
‘arrangements - appeared to have already taken place as
the supporters of the communicative democracy
“interpretive schemek'vconsistently indicateddb an

agreement witn _the current principles of organizing

being operationalized in the organi;ation;



The ‘OVerall consensus regardinglprincibles of
organlziﬁgz was that the present sYsteﬁs are basically
good, but that there is always room for?lmproyement.
There was a general,feelibg’that the present system
- was. better than before and that it ”wasn still
‘iMproving.' The overall concepts stressed by all
respéndents' '}were v‘democracy, i cooxdidation,
commun}cation,'agd»a systematic approach.. |

Comments by several respondentS’suggested that
while the "system" was appropriate, filliﬁgl
organizational - roles with.people who did not ascriben
“to the corresbonding value orientation was the scurce_
vof organizatlonal incon51stenc1es. ThlS 1ncon51stency
was reflected iin 'comments ‘such as: "the system isl
basically ‘good, .. but it depends:Who yOu get in there"
vand "the 1nfrastructure 1s there, but people have to. '
leave thelr club interests behlnd" There were also
frequent references' ‘made to the volunteer,nature of
the‘ many roles: and the demands p051t10ns could place
on a person. Comments‘ of Atbis nature reflect the
vlnterplay of: structure and agency in thevcreation of
organizatlonal - reality,’ and the extent tc which’
respondents were~'auare that the’relative successes

and failures of the organlzatlon were not exclu51vely

',attributable’to either.'



concerning ~evaluation criteria was the need to look .

‘The .most 'generél values and beliefs expressed

\

\
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-at several different aspects of the oréanizgtion‘

simultaneously. With the'exception of one fespondent,

ali

winhing the Canadian championships- tempered with

fiscalbrespohsibility“,

of different ways.  The three recurrent themes here
were'w geographic: representation; ranges of" Skillo'
leﬁels,' and  :angeS vof age"‘leVels, Vellfof whichHI‘;
vinterpreted : to basically reflect a. belief‘.in a
democratic approach. Undetlyiog ‘thie concerﬁ, was

always a concern for growth and development as'well,

-oThe concept of_éemocracy was oaptured in a number

as is reflected in the following typical response:

The emphasis .of the organization should be

to involve more and more people at -all

levels; evaluation, therefore can be easily -

done by looking ~at. the numbers.of people
participating in the sport. A foundation of
participation also improves the chances -of

" success for competitive teams.

expressed some = sort of concern reéerding
democracy. The exception ‘was the respondent who
commented: "the bottom line is success on the field- -

-
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Others expressed additional concerns w1th issues
_such. as continually imprOVing the calibre of play at
the club level; the satisfaction of»participants; and »
the quality of‘ coaching,,throughout the - province.
‘Several respondents specifically.stated"thatvthe besty
way ‘to evaluate 'tné organization-was definftely nQL_
‘to look at the success (i.e. wins) of»competitive
teams. Again, there was some suggestion that thlS ‘had
been the method -used in the past, and it was notr
found suitable in the pfesent
Three respondents referred to the concept of a
five—year development  plan, and evaluating the
organization in  terms .of achieving objectives
“"contained ,in the plan; Once»again,,these respondents’
" saw the_ need. to include a widebrange of objectives
which related to areas such as juniorﬂdevelopment,
coaching' ’deVelopment, and 1toverall ’participationv
ratesl'fOne of these respondents elaborated.on the
inappropriateness of using rep teams as .the only
criteria, citing the fact that players and teams can

'~have exceptionally good or-bad years,'and that long?

‘range and comprehensive criteria are much more

. A .
appropriatei , Comments of . this nature reflect an

orientation towards a . more systematized and
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'_ féﬁionalized approa¢h -to"the organization'of sporé._
_Vaiue oriéhﬁatipns ,of.a similarlnature weré.observedv
in . .a 'previéus examinatidn of values aﬁd beliefs in
'foﬁr othe: PSOs__in Alberta (cf; Cunningham, 19865.:
‘This  would suggest ~that values of this sort méy be
: pért of What‘Greénwodd and Hininéé (1987:26) term an
"institutionally  derived . no;mative ‘ order" amdng

Provincial Sport Organizations.
‘ . 3 . R ] . S >

Specifically asking respondents what~théy'thbu§ht
- the vrblenvﬁf paid staff sbduld be provided a anoﬁher
avenue ‘through- which to examine values and beliefs
(interpretive ~schemes). Theyrrole  of the paid staffv
;member in the»organizatién represented an exampie of
a 'structﬁral’ enactment of'a‘pa;ticuiar-intefprétive
'scheme., Fifteen of thel ﬁwenty ihterviewedjbelievedn
.that the édminiétration'énd cbord;natién'are the most 
‘impoftant responsiﬁilities:fof a paid staff member to
assume. . Fbur respondents expressed . the>belief that
there should .actually be twp#'paid positions; one
adminisfrativew “persoh and one technical' person.

Several of those who' indicated that administration
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was the most important emphasis showed an awareness
Aof . the facfi' ﬁhat the = past émphasis in ’the
organization had been motre upon_techhibal aspg;ﬁs.
Some reSpondents .were of the’ Qpi%ion that_ ample
. technicadl expertise was . available through the
voluﬁteer' corpé} and ‘that ‘what was needed most'was
the coordination and commuhication that could be
. provided by,an administ?ative‘peréop. ;
‘Many of the réspondents’specifically mentioned
 that they_felt that the ATD was déing a very good job
‘and was ‘providing a far better  sérvicé .to the
prganizatidn :]than ._the more techhiCalideriented
. beople who  had previousiy. filled the position._The
organization' had'fegperienced mahy difficulties Qith
.Techhical Directors in the paﬁt. The last full—time 
,TD_tthe orgéniZation ’had"was "let go" by'the boafd
: . : > .
h‘because'.they felt .he: did not perform in a manner
becomingl the position.- Tha; TD was replaced in a
téﬁﬁora:y capacity by a bqard»member.(BMZ) whévlater
resighed" the posiﬁion at the ‘annual general meeﬁihg
in ~a display of protest agaiﬁst_ the "alakadues™. .
Anothe:» board memberf SBM1) had then ﬁaken over the .
_ positiOn‘.in’ a temporary capacity, and‘fesigned two
| honths latér‘ due to;other commitmehts. Thus, the ATD

<
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‘'who took over the position in a temporary capacity in
January, was being ciosely Scrutihizéd by’mé;;;rs
thﬁoughdut the organizatiéﬁ.

Tﬁere Qas. unanimoﬁs- agreement amoné those who
commented *on  the ATD that ‘Véhe .Qas.‘a‘ fine
admigistrator and a gréa; aéset td,the_organization.
vThere was msome concern,‘however, éven from the womeﬁ
in£eriewed: “that - the- ATDﬂwas'lacking in sufficienfi
teg%nical . knowledge becausé she is ai woman. This
again refiects the institﬁtiénalized nature of the
belief u in male = standards - of .ekcéllenée and  the
judgemeht ‘of females as inferior based on  that
critérial (cf. Hall and ~Richérdson, ‘1983;‘ Kléin,:
1983) . - |
‘ QOverall, there was widespfeéd_ agfégménﬁ thaﬁ
coor&inat%on ?nd ”communication 'were central td the .
effective funétiOning of the organization. The faq&éi::>h'
that . thé .ATD{ had been concentrating‘her efforts. in
thiéf érea, and had_Qpened_lines'of communicétion that
did. not - previously eXiStlin the organiiation seemed
to lbe an.impogkang facﬁorvih creating sucthidéspreéd
agreement ~on :ﬂhis issue)A.Tpis may "be seen as an

exaiple of the manner in which interpretive schemes

“can be "continually produced‘ and recreated ’in'
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et al., 1980:3).
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-

" yet shape that interaction" (Ranson

L

The interpretive scheme being encouraged and

developed in the organization through the efforts of

the ATD was" generally well réceived by the majority

of organizational members. ?here was, however,;also a

certain amount

of hesitancy and uncertainty lurking

in the background. While people were excited about

and committed to the .new levels of communication

peing achieved in the organization, there was still a

concern. over the technical aspects of the sport that

were seemingly being ignored.

- Increasing

spprt has been

y  ;élated -to the
Gruneau, 1976;

© (1983) observes:

attention.to the technical gspects‘of

observed by several researchefs, and

rationalizing tfend inbéociety (Cf.

Guttman, 1978; Klein, 1983). Klein-

&

The Dbelief that 'te¢hnoldgy _can -master .
nature and  the belief 1in technological

progress
to the
s.industrial

found in sport too. The.dri
measurableness = and topy
the eliminatigh

lead to

‘and incalculable (Klein

In organizational settings,

without limits  to growth belongs

modern secularized myths of
society. This belief can be.
" for objective.
ass performance
of the uncertai
1983:42) . ,

Kimberly and Quinn (1984)
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dominate . organizations -throcgh-the "right- anc wré}g'
-way" mentality. They suggeet thatvwhen‘dEaling with
technical issues errors may be identified and
solutions found. - But ﬂhe' éttracticn of technical
~emphasis can often iead to'th prbblematic resuits;
,fiféth'yfascicatioh with technical issues hémpe:s hardb
evaluation,'i and - secondh becoming cauéht iup_ in.
techﬁicale emphesis cen lead to ‘an escalation of bad
decisions .(Kimberly and Quinn,_1984£4)}Ain the ARU,
thg', pastbc history_.of' difficulties 'inVleiné the
'Technical Director position demonstrated this sort of
~ pattern, both QfefascinatiOn,with‘technical expertise
and escalation of bad decisionsu | 3
Many of:che reépondehte.in the ARU were committed
to the concept of an adminiét:ator/coordinatof, and
sevefal _stressed the‘need*for that person to have the
"big picture" in :’mind."iThere i‘was cleérly‘ a
relationship betweenvcchanging'the formal description
of the paid positioni - from | technical .= to
administracive, and the .interpretivei schemeA I had
identified : as the ‘“communicétive democracy". The
’
concerns that = many . people had about ignoring

: techn%:al aspects appeared at first to be an example

of what Greenwood and Hinings (1987) term a schizoid



state, in which the interpretive~scheme within the

organizatlon changes, but people are still commltted
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to structural and processual arrangements aSSOClated

. with a different 1nterpret1ve_scheme.

L3

Closer examination of<”the concerqs‘:raised,y
howevér, revealed that,many of the technical concerns
raised related to .developmental.asoects of}_the
oiganization' that were Aconsistent' with ‘the
g“communicatiye democracy“ and were belng dealt with
vby the‘ ATD. in ways unknowA o many of the
respondents.’ Technical ~aspects of the ARU that were

valued by organizational "members were simgilar to

those found to be. valued in other ‘sports) (cf.

} Cunninghgam, 1986), ;.and ’included; areas - sych ' as -
CQaching.H.development and- athlete developmen
dealing with the technical aspects‘ofrthe'ARU,hthe
ATD hady'mény' innovative ideas which she believed
would both rectify the problems- 6f the paStvand
bprovide 'directionAand purpose for the future. In thisu
regard;. the ATD dlsplayed many of the qualltles of a
“tranﬁformational leader"_'as descrlbed by Tlchy and
Ulrich (1984 246) :

The transformational ‘leader must provide

the organization with & vision of a desired

.’futureA state. While this task may be shared
~with other key members of the crganlzatlon,
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-

nonetheless,' having a vision remains the core

responsibility of the transformatlonaL :

leader. - The leader needs to integrate .

analytic * and creati : intuitive,. and

deductive thinking. Each leader must. create a

vision which  gives direction ° to the

organization, while 'being congruent with the
leader’s philosophy and style.
’The ATD demonstrated this sort of thlnklng in many
" ways, regardlng both the technlcal and admlnlstrative
aspects of the organlzatlon.vShe pointed out to me,
for example, that having- a paid TD conduct sport
outreach clinics was ~a redundant serVice since the
Alberta Sport fCouneil - provided an " hanorarium for |
volunteers to conduct such courses. The ATD compiled
a list of “volunteers who were Qualified'to conduct
- spert . outreach ACliniCS ‘and p01nted out to the bOard
y of ‘_direc‘:tvorsw- that - hav1n~volunteers prov1de ‘this .
" servixe allowed her to . commit more of he;ftime to
. Vi . 3 .
administration. ThUS, although past TDs had spent
much of thelr time . conductlng sport outreach cllnlc
' this was ‘not, necessarlly the most e‘fectlve use of
“that pald staff p051tlon.

A second area of technical concern wasdthat of
coaching coaches and coaching elite teamsidWhile:this'
had beenv an‘emphasis.for pasthTDs,‘the board did'not
feel . that the- ATD was quallfled to fulfil thls role, .

and ° thus she. was not expecteg to. Two- dlfferent
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respondents‘ outlined: to me problems that had, been

ey

. ‘experienced in the past when, trying. to)'have‘ a

'technlcal dlrector ~assume this roie. One respondent’

suggested that the salary they were able to pay would

not _attract the calibre- of coach expected, but would
only attract a ’"drunkﬁ' (thls_ was- a reference to a‘

previous 'TD who. many believed-»spent-too much'time'

playlng the game  and SOC1alizlng afterwards) Another

~

respondent -commented that 1mport1ng an 1nternatlonal

‘figure to-assume this role typlcally led to confllcts
' : \
.based on‘-phllosophy, vpersonallty, ethn1c1ty, and a

- range of other tralts S o : - . ,"A L

As a solutlon to~both past, and present problems in-

"this technlcal/coachlng areaf the ATD proposed that

the ARU utilize the Master/Guest coach program made

aVailable through Alberta Recreation and Parks. She

suggested that ' by.- hav1ng ‘an. administrator to

.coorginate and/’plan, needs could be assessed well 1n
: &

needed"~rbasis; Through-'this scheme, hlgher callbre

a-

“‘coaches * would be available .as- 1t would involve

shorter time commitments} %ﬁd the Alberta rugby

4

community would be exposed to' a number of dlfferent

styles, phllosophle e;&f,é?as a dlfferent coach
: "\Qa .
would be: sought ‘for each‘gcca31on;
&

0

4

-advgnce and experts ' could be brought in on an "as'
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A third technical concern was that of implementing
'prdgramsb in ’theﬁschocng The needvfo; implementing a
develSpment, ﬁﬁogram within the' - schools was
articulated by . 14 | of the 20 respondénts. One
:espondent’.Commeﬁted”on_the fact that thé;past TDAhéd
done' a lot -more -in'this area £ha;apéopie iealiied,
pa;ﬁicu;arly in ;ural schopls. He outlined to me hoﬁ-
‘this %D: had adapﬁed variations of the sporp,‘suCh_as
7—a—side 'a§d_:tdﬁch rugby, and made thé game both-
.attracfivg - and accessible_ to teééhersi The ATD,
'hoﬁevér} pointed. bﬁt #that adapting thé'sport‘into a
form whiéh_is”more.marketab;e to the schpols is not a
ﬁask which"fequired;.extensive"techhiéél '§kili  or—
knoWledge.‘ Rathef}_ the process of déveloping school
“rugby progféms' shé ‘believéd was‘.moré3dépendentvon
defelopiné é‘ systématic  approaéh and ‘developmént

plan;
'_ Idéas for what should Jbe'included in suéh an .
'apprqé¢h  wefe-éuggested by several respondenté. These ‘:
'inglﬁded.'suqh ;hings asvrule'éﬁangeé to make.the game
safer for.ygﬁﬁger‘cpildreh} and communication systemsl
whicﬁ""bﬁqdiéd",‘locai‘ clﬁbs 'Qith specific schdolé.

'They also included a suggestion that a markéting and

P.R. campaign be developed to stréss the physical and

L
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skiil elements of rugby, and down—piay ’the heer
'drinking, rowdiness,‘ and violence often associated
with the " game. These negative aspects of the sport
d'have ’been{ well documented through prev1ous research
(cfd'Thomson,‘1977 Young, 1983). |
| Overall, the -suggestions ,made _in the.area of'
school ‘programsi seemed to be far more administratiye'A
than “technical. They also &ZZé in manyrcaseserelated
mto‘ areas whlch were already belng 1nvest1gated by the
IATD.' She had, for example, already began. to establlsh'
'a resource centre which contained coaching and
4;eaching ymannais and'_outlines‘of orograms‘which‘had'
beenv implemented- in  other ‘provinces and 'other_.
countries.. She 'also had been developing linkages‘and:
'contacts with organizations such as C.A,H;P.E.R. and
_H.P.E.C; _who. could be influential in promoting‘and
ndeveloplng rugby in the schools. |

Through these sorts of prf actlve enactments of the
communlcative democracy i erpretlve scheme, the ATDi
used ‘her pr1v1lege of po51tlon to take actlons which
.woold Yinsure the ‘entrenchment of thlS 1nterpret1ve
scheme ;into ;the,lframework of the organlzatlon The

" .ATD despised the vactions of past key organizational
‘ \ : . | Rk 3 |
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members whom She_vbelieved maintained power through
the control‘:of7 informatioﬁv Using-information as a'
- resource ‘to whlch selected privileged organlzational
ﬁembers had access, had been the basis of power ‘and
<control in the "alakadue" ‘system.

S

By dlstrlbutlng information freely and openly, the.v

3

ATD effectlvely broke _downl_the power base of ;he'
“alakadues“ and at vthe~.same time seched her own
. position;” As: other orgahizationa;; meﬁbersvbegan,;o
:eceive and use 1information from - her, they oecame
depehdeht on"that. information and oependent“oh the
AfD“{to contihpe the flow: The manner in which the ATD
used her p:ivilege of p051tlon in the organization,
and used: the ‘floﬁ of information as a source of
p0wer, may be seen in many of her actions; Some of

her. aotions in this regatd appeared tolbe conscilous |
ﬁebeliions against the ﬁalakadoeéf, while others seem

to . less conscious and intentional but  equally

- effective in implementing the  "communicative
‘Jdemocracy" ' interpretive  ‘scheme within  the
organization. T *

An ‘example of the ‘extent to which the ATD’ s .
actions’ were somezpat deliberate and somewhat
unintentional was the coaching "Super Clinic" she

organized © in - the ‘soring,> While working in her
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: temquary capacity, with the 'ARu;_‘the ATD.received
_correspbndenée "from the Canadian‘ Rﬁgbyﬁ'.Union'
concerning ‘tpe possibility of<fhostiﬁg a. "Super -
Clinic“. Thei;ndrmal pro¢edUre for previous TDs or
‘"alagédues" ii would ﬁavg' .been to‘ deéide. the
orgahization did :ﬁot have the resources to.hostvsuch
an event and throw the correspbndence in the garbzae;
" The ATD, hdwévef,‘whO'was o&erseéing.tﬁe‘operétion of
the ‘ARG'foice; where all correspondence is received,
prompfly photocopied the lettér’and mailéd it.out ﬁo
all the various 'clubs and coaches, throughout 'the
'provincé; along' &ithj a: covéring‘ létfer;suggestiﬁg
that ihtefested parties should céntacp the ?aricus
boafd.members; | |
An over&helming‘ fesponse was  reCeivéd by thé'
board,r‘and soon they approached thé'ATD‘ésking if»she‘
would ‘be .able: “to . éontinﬁe,'in her role (the
appT{;apibhs "she héd been  h;fed to compieté Qere}
‘néérly fihi#hed),«anﬁ ofganize tnefciinic; The "Sﬁperv
fClinic", ;whiChA'was ‘held in the spring,. was éited bf o
many‘vrespondengé‘ as a4new 6r§aniiéﬁioq actiﬁity; The
~_concept. of . the:’cl%nic, ‘and the: idea of briﬁgiﬁg
épabheS“tdgethefz'aﬁd' shgrihg_ infqrmatipﬁ,~was very :

well received and was ~commented on by seven



reSpondents. Many

accredit

ed - the

.execution -of . the

continue

this sort

‘The . "Super

1 (1977) describes

“route to ~power.

activity

particular

v
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of those Qho made- this c0mment"
ATD with" _the' organization and
clinic and' expressediajdesire.to

of event in the future.

Clinic" may be seen as what Kanter
as an activity which ,provides a

Kanter SuggestS'that in order for an

to increase organizational power to a-

person,

. : o
three criteria must be met. First, -

the activity muSt be extraordinary. In the case of

the "Super Clinic",

it was exttaofﬁinary, as an event
of this type had never been held n Alberta before.

Seoond,

the"act1v1ty and the person engaging in it

3

must be vis1ble. In the case o{\the "Super Clinic"

'the‘ event was highly v131ble as a’ very successful and

' well—attended provincial event. And so too, was_thev

" ATD. hignly viSible' as -+ sheiorganized the clinic ano

was pre

sent at

the 'registration sessions. Further,

_her Signature appeared'on~the COrrespondence relating

‘to the.
-that of
w1th t

problem"

"Super

event. ‘The thlrd criteria Kanter suggests 1is

4

relevance.' Theuactivity must ‘be "identified

+

he solution to a pre551ng organizdtional

(Kanter,

Clinic",

1977 177) ' In the case of the

it was seen as solution to a number
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of  organizational problems. The " clinic served.lte
advance the ‘techniCal areasAof the sport which many
‘members: felt were ‘lacking. It7'Served to -bring'
together "a large and'hdiverse_grodp from‘aroundhthe,
province ynho ' shared in .1information which had.
_nrevieusly not been available : And it vserved to
etrengthen thet'relatlonshlp between the ARU and the
national body. : o X N

The “Super Cllnlc" was but one of the many ways
dthe ATD rcreated _a demand for her seryvices, gained
power,"and"in-effect wrote a new job descrlptlon‘for
the ‘role 'she was assuming. The ATD’s success in the
organi;atidn was made'pessible,din many'ways,.throngh
the valﬁe .orientation ehe held, and byvthe fact:that.
many ethers, throughout thevorganization-shared_phat
‘same orlentatlon Thus,l thr ugh thevactiOns ef the
ATD, she effectlvely dper ionalized the particular
interpretive uscheme to ;hich she subsCribed, and at
'thed'eame‘»time gained support for a particular style
of operation. whlch more closely reflected the values
andﬂ bellefs ' of a wide" _range of Qrganlzatlonal
members.v In d01ng thlS, She demonstrated many'oflthe:
qualities of a “transformatlonal leader“ icf” Tlchy'

and U&rlch, 1984), as has been dlscussed prev1ously
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Overall., the:values andvbeliefs expressed. by the

respondents interviewed consistently related to the

; i .
- interpretive scheme described . . earlier as the

"communicative democracy". ‘While several respondents

‘referred_ to the "alékadﬁe"»Way of doing thingé) all

j .

~ seemed to Ehink that'tﬁié was a“way'of the past, and

.no respondents provided responses - that  -were

characﬁeristic;of‘the:"alakadueﬂ'interpretive scheme.

. There was, generally,'an overall consensus about |

‘what'  the’ organization should be doing, how it should’

be doing it and how it should be eQaIUatéd; There was
also an overall  ¢on§ensus that the Qrganiiétion was .
performing in a manner which was consistent vapd
Qongruent with thosé values. and béliefs.‘But this

currént situation was in no . way thought to be the:

© status quo. ;Rather, it ‘was thought_tp:havé evolved

_and to be still'evolVing.

‘ AlthoUgh'-sbme' respondents did express concerns
regarding’ some : politiéal procésSé§ of the

organization  (for example, some felt there was

' favduritism‘ shown -in the selection of..players to

provincial .teams), all reSpondedts‘ seemed . to be'in‘

Ly
)
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égreemeht with ‘the ~overall direction éhd,methods of
the _o{ganféation.'.Thé general ‘¢6nsensus 'was beét
o Sﬁﬁmarized by the'respoﬁdent who commented "we.are Qn
‘the right' praék,r and whilé‘ there are stili a:few
wrinkles  to iron out{"the, systems are in place so

that the. ironing can be done".

)

A\
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CHAPTQR VII. RESULTS AND DISCUSSION, SUB—PROBLEM”4

I Juct i
. Through my ongoing involvement with the ARU, I was
able- to examine thg events, occurrences and -operating

procedures that . constituted the organizational

existence of the ARU. Comparing this knowledgé to ﬁhe'

iﬁformation I gained through document analysis and
"respondent. interviewing providéd me with‘the means to
examine the _final ~sub-problem area and address_the
question:
What is the relationship between the values
- and beliefs, actually held by key individuals
in the PSO, and the formal organizational
structures, processes, and. relationships
that have been observed by other researchers
to be evolving towards a more rationalized
and professionalized arrangement? : "
The first and most obvious point\to be made here

is that the Qrganizational changes I observed to be

occurring in the ARU can definitely be characterized

as involving the process of rationalization. But the

manifestations of-the process of rationalization were
~found  to  be much different from those .described

preéiously",by other: researchers. The effects of the

process. of rationaliZatibnvwere most clearly%QVident C/

138
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in this study as a changiﬁg fqrm of power ’and‘
domination.‘ Clearly, 'the transitian',of the the
organizapibn . from vthe,'?aiakqdue" syStem where power
is' ‘based on traditiohal ma}e hegemony, and the‘

contrqli of 'vinformatioht pfeservés power, to the
present 'sysﬁem thatlis democraticélly baseY, is quite

a different' system of domination and fauthority.

Uncovering this value-based transition was made

’possible', in. this sﬁudy .throuéh the 'caneptuai'

framework adbpted and methods employed.

The first vglue—related organizaﬁional aspect‘of
‘tﬁé ARU which is relevant to the process of
rationalizationf;is the - fact that Ehere'waS'generél
.consensﬁs in the organization regarding a “"rational
approach" to organizing. The belief in"a "systematic
approach" to the affairs of the,AﬁU was féund to be
“consistent, among members'throughout the organization.-
Thus jit\ may be said that there was organiéationai'
coherence in the ‘ARU, using ‘the ﬁerm coherencé'to
relate to. the uﬁified. view within the‘membership,

-

This sort of pattern of commitment within an
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uorganization. is dealt with in the framéwork‘pkopgsed
byys Greenwood .and Hiningk in a ?téntaﬁﬁve" mannér, as
é  dynamic of inertia dr reorientation (Greenwood &hd
Hininés, 1987:28) .

In the ARU, the pattern of‘épmmitmeht'among
'organizational’ members 'was - cléarly  to.- the.
"communicative democracy" interpreti?e' sébeme. What
was . less clear, lhoWevér, iS‘where ﬁhat ihterpfeﬁive
scheme  fit in relation to the structures‘ and-~
proceéses of the organizatidn. Initially, the'pattérnb
of cbmmitment appeared. to be what -Greehwood‘ and

Hinings term ‘a "reformative commitment" which refers

to = widespread commitment " to an ‘_alternat;ve.

interpretive scheme. As the data collection process
progressed, _hoWeverﬂ it ‘became- clear that the

widespreadn‘Commitment was not to an "alternative"

interprétive scheme, but to the dominant interpretive
. (] .

scheme, " which was in fact represented 1in the
actiVitiés of thé .organizéti6h, Thus, ‘iﬁ appeared
that trahsformatioq -or reofientation had already
ﬁakén .place within the-_organizatibn, and that ﬁhe
last _véstiges' of the formet‘ interpretive ‘scheme
remained not-'in the struct@res and-processés f the

organization, but . only in the attitudes_ahd ouklooks

- i,
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of certain individuals. o
Theré was coherence ih the organizétion in another
~sense as well, as the actions of the board/ and
" specifically the changes téking plaée, weré very much
reflective of the values .and_ beliefs e;preSSed'by
members throgghout the organization. iﬁ» seemed,
deever, -that ‘this‘pad not always been the case, .and
that the implementétion of the'aOminant’interpretive
scheme was an ongding and dynamic process. Openness
énd"receptiveness to chahge seemed“to be key values
associated with_.theidominaht‘ihterpreﬁiQé schem¢, as
members qpénly espouséd the,virtueé of.innévatién_and

change.

. C .
The issue of the changing role of the Technical

Directbr‘ provided 'a good egample'of th%é fact. First
of éll, many of éhe respondénts ihterviéwed expressed
the Opinion_'thatv if a person had the interest and
commitment to becéme involved,in‘the,admiQiStration‘
of »the organizétiah; the Sygtem _éhould aiioﬁ'them
'access and ébpoitunity to- Become' ihvolyed, In the
.qase'.of. the  ATD, this was very huéh_ﬁhe‘situation;
The ATD was what may belterméd a 5zéalot",rwho had
idéas‘ and"be}iefs abott the organization and saw an

opportunity io become involved. The ATD worked

¢
v
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within the‘:ﬂdstlng organizatlonal structure, but at

the same tlme altered 1t

The meVe towards rational and sYstematie approaeh
seemeg'v rnternally driven m in the"ARU, ana not
externally driven as has been observed in tbe study
of_ other amateur sport organizations {cf. SLack‘and
Hinings, 1587). While the government- officials I
.interviemed did 'express‘ some concerns abqut the
manner- in which piahning was_being carried out in the

% ARU, government officials did not havevan observably
siénificant impact on the direction the organization
was 'headed,v'as expressed by organizational members.
While government: policy does generally encourage
rational planning in PSOs, the planning system in

“place in the ARU,  and thev other"changesgtowards

“rationalization"that were taking place, were ve
[ Y .

'rmuch member initiated at the present time T e"7

'”&4&@“§§,rlglnal source of the value system is dlfficult to—

..‘,

ﬁgﬁfetermlne, however, and may be an instﬁ&ptioqalized

'"fiorm of values already generated through proactive
@ o
government involvement.
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‘JGovérnmenE/iﬁvolvement with'the ARU served both to

encouraéé and | to. limit the .develoﬁmént of the.
organizational ) form': deéired by.'the majoriéy  of
organizationai‘ : _members. . | One afea .wheré
rationalization was 'encoﬁraged was that of realigtic
planning. . The preparation of plans, budgets and.other‘
documenfs inténded for government purpoées was én
activity in‘ which ‘there weﬁe blatant discrepancies
bet&een the prescribed and reélizedistrﬁcture. At the
_first"board: meeting I attended, in'March, the board
memberg‘ who had receqtly prepared 'the 'govérnmen;
_ documen;s told me vthat,there were actﬁally>td% sets
of budgets .and \plans,VOné set‘for fuﬁding purposes,
aﬁd the nreal set";.‘The government:'official I
‘interviewed was aware of this ma£ter.aﬁaAihrféct at‘ap
méeting in July he confrénted the board membér about
it. .fhe government ‘official stated to me that the
bboard' member was nof "pulling the wool‘dver ahyone’s
eyeﬁ* and  that the ARU’ § fpnding level hdd been
reduced for 1388 because Of unrealisfic planning.

‘The official outlined to me that government

Pt . .
plannipg, documents are intended‘to be realistic and

-

feasible :workihg plahs‘fot the organization. He felt

that ' the ARU, is a well-developed organiiation_on its

-~ -
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- own, and that organizational members basicaily tried

_to _adépt government—fuhded programs  to their own""

already‘ ‘existing programs. In doing this, the"

organization effectively created a "funding document"

rather than. a "planning document™, and did not

include realistic“expectations; Numbers were inflated

on 'the"'assumptidn ~ that  if you needed SI0,000

realisticaily, you would ask for $22,000 and hope for

$11,000. The ‘official “explained how this eventually

worked against the  ARU, as: yéarly ‘plans- were
e§aluated on ho& well the last §earfs objeétives were
met. |

Both the‘géiernmént»dfficial I.talked to.énd>thé
ATD belieﬁéa that."the unrealistic épproach to
vgovernﬁen£ ‘plénning  that hadiAbéqﬁ uSed'in thé-past
was attributabgé ‘to thé parﬁiculér board member who

had lidised with the government and had been

resp?nsible for the documeﬁtatipn. Both,obsérved that

this particular board member - seemed to hold
[ 3 )

t government' bureaucrats”, in coqtémpt;- and always
_.assumed’ an adversarial role. The government official
expressed a belief that realistic planning was a

. . P | ) X
necessity and hoped that the ARU would be more

cooperative in. the future. The ATD expressed  a

S W
. ;s‘\?";"“
S A
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similar. belief and indicated that the particUlar~
ooard member concerned (an "alakadue") mould likeiy
step ‘down. this ‘year, paving the way. for tthese
“’vproblems'to be resolved. | |
‘__fhis would again 7seem to confirm"that vthe
' talakadueﬁd interpretive scheme was significant in tne
- organization ' strictly,‘ through ' particurar
;organizational members, and not ﬁasf an intricate
aspect of the organlzatlonal structures and processes
of the ARU P

‘With regard to the pianning done by the ARU, it

< .

seemed that "the sort of rational plannlng desired by
th government was. already belng done in the ARU The
~honesty °and 'openness regardlng funding f;gures Whl;h‘
' . the 'government was fenconraging was consistent with

- the ‘wishes- of. the majority of board members as well.

“Tt as agreed at one of the board meetings that the
i , :
pracﬂuce of "fudging" dollar amounts and inflating

.flgures should bewfdlscontlnued, “and several board

»

.members seemed csurprlsed and uncertaln as to why the

‘.”practice was. started in the flrst place.
A -

Overal;l*':3 the practlce was - attrlbutable to the one

board mg@ber ThlS partlcular board member (BM1) had:

o

beenv‘aéle to 1mpose hlS own partlcular phllosophy in



. ‘Q?

the ‘handling yof , thert organlzatlon s.; financial

statements " in tHe past through the control of

"

“information’ -BM1. ., had é'been ‘responsible for the

'hacqulsition_ of government fgndlng for many years ﬁe

. ) : o ; ' 146

® .
had "learned_ the system" ‘and kept thls knowledge to{

' himself. "ge was Vrespected by others in'}the'ﬂ

‘orgénization because of . -his’ expertise 1n this area as .

most others were 'unfamlllar with the procedures for

applylng for gévernment ~ funds, and were somewhat

£ p ) )

_1nt1m1dated by the proceSS Government involvemenﬁ

’helped to ,hlghllght, the; 1nappropriateness of.that "
' béard members . activities,yln light of the values and-

wishes of the rest5 ‘of  the’ ﬂboard ‘and. the

organlzatlonal members in general , T
, IR o

In my discusslons with the government sport7

consultant,  he outlined government pol%cy and

findicated_ a pelief Ehat government lnvolvement in

'PSOs shéuld follow a bell-curve relationship This

would involve gradugﬁly 1ncreasing government support

to encourage “ the organization‘ to develop, and then

decreasing support as the organlzatlon becomes highly'

developed ' and self supportive . The consultant_

believed that the ARU was ‘on the down side of the

curve and that it vreqUired_ very little advise or’

s
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direétion.‘>1n - regards to funding, the consultant
n,indiéated‘ that nP§O§ are éncouragéd to set their bwn
- goals and_objé;tives}vand funding is éwafded'baéed on
the o:ganizatiop’s achiévément of those,‘goalE'and
objectives.  In 'éhe case of the ARU, ‘funding'was
" reduced in 1988 becausé unrealistic planning'in 1987
resulted in the organization not achieving what it
" had set out to achiéve.: | | |
While the cénsuitant indicated that the role of
tne govérnment was merely td'enhnncé and enéourage
the natnral “evolution in a non—diﬂéétive'capaéity,
this did not seem to.bé the case ¥n"the issue of the
ARU"Technicél Director 4po$itibn.‘As‘a result of the
~ discussion 'initiatedlby the Edmonton Board about what'
the role of ﬁhe TD should be; it was agreed that the
"rqle-' of the TD  should .bé redefined into an
adminisﬁrative pnsitiOn; When the Alberta - Spbrts
.Cdunéil, the aéency nwhicn pfo?ides the funding for
_ the position, was approached, hoﬁever, the ARU were
informed that the nfunding. was earmarked, for
"technical pfograms" and that if the pbsiniqn was
redéfined 'an strictly administrative; the fundingn
‘ would be lost. This addea fuel ﬁo the argumént of the

"alakadues" in favour of a technical person, and at

[}
v
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the same time.- disrupted the momentum ofXhe ATD and

‘her  supporters who believed that redefin

position would be'avgreat asset to the organiia‘ion.
) » After long discussion and debate with both,:
¥ &rand the "sport consultant from Alberta Recreation and
Parks, . klt was agreed that the p051tion could be
redefina% ‘as a "Technical Administrator“ This was in
‘many ways a ‘compromise, but a compromise which is‘
difficult to understand”from a‘governmental point of‘
;view.‘ ~ The consultant had indicated on the one hand
that. the organization should ‘determine its own needs
~and directionf Oon the other "hand however, he was
bunW1lling to approve an organizational'change‘which
) | was initlated vby | organizational' members, -and
raflective of -the wishes .of the majority of
organizational':members. By defining the poSition‘asra
“"Technical Administrator? the consultant- was
acknowledging‘ the; Aadministrative“ needs of the
vorgagization but - suggesting  that administrative
a@@&ntion should be focused on technical issues.: _
While the consultant had been encouraging the‘ARU
to bring its documentation and budgeting more closely
€5 , into line w1th what actually was‘ going on in the

organlzation, hiS' position on the TD issue

4
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contradicted. tha¥ iy philosophy. - The majority of

e»organizationel members.(beliéved _that a full-time

‘administrator was necessary, and thegf ,ation of such .

, o
a position - would have represenQEd a coherent

* .

structural enactmén% df the dominant interpretiVe

T I ‘
scheme. - Bys ' formally }vdefining the position as
technical, and allowing it to in  fact be

'.administratlve, , the.‘ consultant’ perpetuated the
-inooﬁgruence between the prescribed_wand realized
'strUCturer of'thevorganization.vFurther, he encoureged
the existence of; ‘strUCturai “attributes ‘whioh
ref;ected an outdated interpretive scheme/,

. ‘,J:'.‘. : o ".';37 \

The final area worthy of discussion is the

relationship .'between the_‘Values ~and bellefs of

NP et

organizational ’members, and organiz?t;\pal v,ructures_

and processes through which they—Were enacted. Once

. ) 14
again, I observed ”the strong influences of

rationalization.‘ Through my initial document analysis
1  was able to discover that rational .planning was.

first _1ntroduced in the ARU in 1982, as is outl;ne“’g'

in the president’s report:

oy
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In the  spring of 1982, the ARU ' Board
expressed concern over ~ the general
understanding, or rather lack of
. understanding, bﬂ@# the rugby  population,
‘relative to the functions of the Alberta:
Boawd.  Thére .seemed to be a lack of
direction and commitment relative to rugby
at the provincial level. On'th;?/gasis, the
board decided to develop method of
determining what it was that- the Alberta
Rugby population really - wanted to achieve,.
and what the board could do to help meet
those " goals. At the time, Alberta Recreation
and Parks was: encouraging Provincial Sport
Associations to begin to ‘develop,long-range
plans. The ARU Bd&ard convened Q first of
what ~was anticipated} to. be ¥an annual
" planning seminar in Red Deer in November'
- 1982 (ARU President’s Report,:1982:2).
. : P .
' The ' report goes  on further to describe the outcomes
'of the seminar and states:
b S A :
. ...the developme of the plan gave the
ARU Board a firm@n'se of direction, as
well as a commitmeht from the majority of

the rugby community with regards to
priorities. '

This seminar was a -key event in the development of
the ‘ARU, aﬁd, from my examination af the available

BN

documents of the organization, represents the formal

_ beginning ofvthe_rationaliZation of the organization.

The events‘ fhat followed are‘similar to those that
"-occuxred 'in many other PSQS ,during;_the same time
_period.' The ARU hired a partftime Téchnical Difector
in 1984, and increased that position to full-tiqé in
1986. | ' ¢

\ For
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At the same time, other aspects of the organization
became more ‘rationalized and formalized - as -well.

Descriptions of portfolios for board{'member were

,Jde&elopedg gand the number of portf lios has gradually

i*.ncreased;‘.. Ctg;\chingﬁlinlcs we‘rﬁveloped,v and sport
t

outreach caaps vep¥

;;through all this,

K; . 5y | -
tHe “%mphas1s was upon, the c»nid51“ g\rector a the

i ) S
development of technical aspects oﬁ 'game, whereas

coordination and communication - Withinb * the

~organization remainedmad ‘hoc and spasmodlc

>

The second major event in the development of a

more rationalized organizatlon was - the hiring of the

current ATD. ‘During my 1nvolvement w1th the ARU, I
observedf'how little ‘continu1ty there was within the
organizatioh’ andf what a central role the ATD played

in consolidating ‘the. efforts of several individuals

‘into a more unified approach While some of the ATD

time  in the office was spent "fighting fires", she

generally had things  well under control, with

_specific directions clearly  in mind. One of the

complaints that was sometihes voiced " at board
meetings‘ was that plans were in place and procedures
existed, but they were not always followed The ATD

played a strong role in rectifying many.problems-in

“‘this‘regard;
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Being on the job full-time and continually keeping

»

the overall organization in sight, the ATD was able

coordinate the efforts of the diversity of mémbé’l i

inté a more unified and systematié approach. This' was

achieved through simple but thoughtful tasks such as

picking up the 'teiephone ﬁo réemind. people  of

| deadlines, and commitments. The ATD also acted as a

communicator . an® ensured that the appropriate

‘correspondencen»gotv to the right peoplé and that the

routine - ' paperwork of . the Qfganization flowed

‘efficiently and effectively.

Overall, the things that the ATD did were

reflective of the wishes and desires of the majority

of organizational members. This. key role that she’

T g T .,
‘assumed = seéftied  to - be what tied together: the

interpretive scheme <and the structures and processes
that were a reflection of it. Prior to the ATD's

. ) { :
involvement, it seemed that the interpretive scheme

was ‘in place, and the organizational structures and

‘processes that were suited to the scheme were also in

place. ‘What was missing,.however('Was_the facilitator

and integrator who . could ensurefvthat the oVerall'

brganization. was kept in mind in 1light of the
dominant interprétive scheme.

. S



CHAPTER VIII. CONCLUSIONS AND RECOMMENDATIONS

m;gclumm

The major foCﬁs of ~this study has been to
operationalize a theory of'voréanization' design
.érchetypes in order. to better‘junderstand _the
~_relationship betweeh ‘tﬂe activities of é voluntary
sport - organiiation, ‘and the memﬁers of. that
6rgénizati0n. In doing so, vthé conceptual approach
-adopted and\ methqu utilized}wefe sdmewﬂat different
than those previousiy used in.-examinations “of
‘provincial sport o}gahizations_. in ‘Alberta_‘(cff
Cﬁnningham, 1986; 1987; Zimmermann, 1988). fhe mostA'
“noticeable difference appears in the fact fhat while
preYiPus studies _ﬁave considered 'whét.changés have
occurred in - the prescribed struéture of thé
organization as a consequence of rati@naiization, the
focus in this stﬁdy’wés on the.chavées in the‘nature

: s

énd systéh of'organizatiohél’power and control.
’ The purpose of the preSént chapter is to draw
conclﬁsions about the effectiveness of the cbncepté‘
:and . methods used, - and1  to preseﬁt- cqﬁclﬁsions

regarding the discoveries made throﬁgh the CQufse of ;‘,

153
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thg,reSearch process. Conclusions are.. presented
in ’three' sections relating to the following three
areas: = . : R -4 _ .

I. Conceptual - conclu31ons about the
conceptual approach' taken in ‘the study

IT. ’Methodological - conclusions about the
methods utilized in the study.

ITI. Substantive - conclu51ons about the
discoveries made concerning the

“ organization and: issues under study.

| 8 . . o
The thesis deqsloped ,in' this study. was that
»amateur sport organizations COuld be more'_fully
understood through the utiliration of’a conceptual
approach which %llowed for the considerationhof the.
interplay of social structure and human ‘agency in the
”lcreation- of yorganizational reality . The conceptual
‘approach - taken in the - ’study was' based on a
) theoreticalf fraﬁework. for, the 'study of strategic
’:organiZational changeF*develdged by Greenwood and

¥ Hiniggs . (1987) . Through thisiaﬁproach, oxganizational

«

?ﬁpture was conceived of as a complex medium. of

control which i 5. contindally produced and recreated
: L ¥ v ‘ L4 . N M X M
in soc1al iﬁteraction,v yet shapes that'interaction,
' :*’ ED . - ‘ o
th' wa “theorized that the relationships realized
.. ,'4_"' o . »\
F
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through ‘this type of social interaction 'coﬁld be
investigated = and. understood “Sy ‘ exaﬁinfﬁg én
organization in terms of the »valpes énd,.beliefs
(interpretive schemes)  held by - organi=ational
members. . |

Values,and beliefs (intérpfetive schemes) were the
vcentréi focuS‘ of the study, and“a-provincialf$port
organization was selected for. a case .study
examination , of ‘the patterns of values ané beliefs
émong organizatio;al Amembers. An ;organizatiSnl was
Seleéted based on my pe?ception that t@e organizati§n
wés» experiencing an observable -chénge tgvent about,

',whicb‘ﬂgrgépigétionél memberé could articulate%their

values and beliefs.. Patterns ' of consensus % were
. 3 _ » A . '
considered in terms of organizational coherence which
A _ X

' was defined in a two-fold manrier. Firstly},cohergnce

P
B TN

“aﬁhsidered in terms of the extent to -which there

widespread agreement among organizational members

concerning particular values and beliefs. Secondly,

g coherence was considered in terms of the extent to
?%u §g= wWHichs the relationships realized in the day-to-day
5} 1;¢3§hgdgivities of the organjzation were a reflectién of

v N '

. the véfﬁési and beliefs. of the - majority of

organizational members.
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The-vqlues and beliefs of Qrganizatidnél'membéfs,

and £he:‘ overall  patterns found  within the
organiéation,f*were considére&Jin relationship'tovthé

general process of .rationalization. The process of

rétionaliZaEion_ has been observed - by previous
researchers to be infldencéd and driven byléovernhéht‘
: invqiyemépt. The 'Lview  Sf -.a prdvhncial sport
organization dévelopéd_through the appréach‘of valuesv
and beliefs was furéher considered in*relationxto ﬁhé
"influences of ‘governmenpw .involﬁement, - and
relatiohship betweeh ‘ th?, v;lues gpd jbeliefS"of
oréanizatiopal members,,qnd tpe.actiyigies encouraged(
through govérpment_prbgrams.
Qﬁerall,"thisl’¢on&eptual app#oach provided the
terms of:reference ne¢es$ary forfﬁhej£§pe‘of1@nalysis
I desired to conduct, .although I hidbexpegledée a
number gf-difficulties and'poinpg of confusioh during
the cqufse of 'ébe researCh"p;oéess. One of these
proﬁléms rél@téd ﬁo levél of analysis achieved
through the study. The‘reseafch qqestigpé developed,
éﬁd‘ the methods utilized to investigate each of the
quéstions, were desiéned to create a process ‘of

progressive discovery. The discovery . process

progreésed both in temporal terms:and in analytical

0
~

;0 R
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terms as the investigation of “each ' question was'

"dependent on,'andabuilt upon, the pfeviOus‘question.
Thétresearch questibns also provided the framework

for the greséhtatioh_ of the results. Thus it may be

N , CL e
seen that the 1level of analysis achieved is also

progressive. The results a¢hieved from answering the

first research question (chapter 4) are primarily’ -

Y

 descriptive, and may be seen as $somewhat incongruent

with the .level of énélysis attempted Qhen_addressing

the subsequent research questions (chapters 5, 6, and
7). This descfiption of thé'orgahizatibh, hbwever,
was. viedgd ‘initially was a necessary starting point,

and represents a relaked conceptual difficulty which

"
LY

wag experienced'ih'thisiresearch project.

As was diséussed- in 'phapter 2, (page 24)

contingency theory remains the dominant conceptual

schema for the analysis of _drganizations in North

- America. . While the intent of this Study,was to move. .

. C L | - , ;
'~ beyond such an approach and . analyse the dynamic

effects of the interaction of structure ahd agency

3 - N

through the  approach of values and beliefs, a.

stérting ;point was 'necessary.‘The documentation and

~informatioé} available fegard}ng 'BSOsv in .AlPerta,

Il

' takes the form of descriptions of prescribed

S

.

R



"organizational structure in Va'

- of 'the organization werebﬂreadily available and

JERE “r"-

"i58 7

g ~“contingency

type" manner; Thus, in attempting to establish aé 3 ‘7h:

startlng p01nt a ch01ce had to befgade as to whether
LD

the .‘available 1nformation should 5& utilized, 'or‘
R, T

whether . value’s and’7beliefs' should bé aiexciusive M
N \ o N '

a,

focus. R _ ‘:t,

‘ Y
I chose to utilize the available descriptions of

the’ organization for two reasons. First, descriptions

‘provided a clear frame, ofﬁ.reference as a starting

point. 'Second" as was argued in chapter 2 (page-24)h
research which breaks from the dominant conceptual‘

schema is dependent on that . schema for its terms of -

‘reference and pomnts of. departﬁie. Thus, by beginning _ﬂ.

with - a. static conception of - the prescribed
organiZational vstructure of the ARU, " I hoped thatv
through the | course ofs 'my process oriented
investigation I would be able to demonstrate the -
weakﬁeSSa‘Of such a-conceptualization. ln_retrospectA-

such an approach 'served essentially to create ‘a

"straw. man" and the ~results were morf or less

1nev1taﬁle' .in light of conceptual.orientation5adopted

and the,methods utilized.

Y

I'4
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I Was,-‘nonetheless, highly dependent on that
~original 'infcrmation about  the organizaticn; as a
starting point fon the ‘5esearch. Aithough -in the
final -+ analysis much oq’the‘descrlptlon contained in
chapter 4 seems _meanlngless and/or 1rrelevant, this
descrlptlon was‘ ~a necessary and incegral‘paﬁp of the ib
" 'process of progre531ve dlscovery. -
The establishment of a definitive starting point
i was anothér prqblem\i experienced with thejconceptual
‘apprcach adopted‘v in . this study | Approaching -an'
”organizacion from athe point f v1ew of values and
beliefs 'initially 'is both challenging and confu51ng
because of the multipllcity _of potential interests
'and dynamics which .can exist. While .veny little
research 'has been_ done regarding values and beliefs
in _sport g;ganiaafionS'«generaily, ruéby is a sport
which- is an exception (cf. Sheard and Dunning, 1973;
Thomson, 1977; Dunning and Sheafd, 1979; Young, 1983;
fDonnelly and Young, h1985).' I achbse not t& ntilize
this information;' however, and imstead adopted the )
approach I did for two reasons .
(‘ First, whlle prev1ous studles qQf rugby values have
LS( investigated a number of ‘themes ~such as dev;ance (cf;

%\Thomson 1977;' Young, 1983), amateurism (cf. Dunning
‘ . : ’ ‘ *

|

i~



and' Sheard, 1

masculinity (c

1977" Donnelly'

the relevanqg

situation! and

Vi

be = considered
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979;‘dDonnelly and Young, 1985), and

f. Sheatd ‘and Dunning, 1973; Thomson,

of these various themes to’ the Alberta
determined that thlS material should

_after, the data collection process,

‘rather . than befofe. These previous studies have been

conducted in numher of differentosettings and serve

to 1llustrate

‘both the institutional‘nature of some

values and the contektual*specificity of'others (cf[

Donneliy and
researchers .-
specificity of
lBeYer,, i981),
‘with an open,
establishing P
beliefs to be e
Secondly,
literature'iper
sport ‘of rughy
'gRﬁ .as a cas
organizatiog.
the observable

organization,

(7]

Young, 1983). Since some.organizational

have suggested the organiZational'

ideologies, values and beliefs {(cf.

it . made »hore'-sense;to enter the ARU

agenda aimed at discovery, rask&r than
>ndg B oovery, Iaseer

reconceived;jthegesfgof~ the values and
N ,
xpected. . a' "{f;J o

-r

the fact that a- there lS a corpus of

1

taining to Cvalues and beliefs in the.

Ly .
was 1nc1déntal to the‘selection of the

e study example of a provincial sport

The ARU was chosen for study because of
£ e

7change event taking place 1in the

‘, .

'1t,

and Young, 1985))'1 ‘was uncertain ofb

Alandﬁ was approached initially as a};w
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2

"typical” Alberta . PSO. The initial overview of the

organlzation was gained from governnent documents
which similarly exist for other PSOsI‘in Alberta.
Thus,/“by/utillzing this_approach/ I Qas attempting to
adopt‘ # view of the ARU as a "typical" PSO, hoping

that the results would be generalizahle to other

PSOs. In the 'final analysis,. however, the unique_

~in the ARU suggest that the results of

’étudy _may not. be all that_generallzable, and
that the ARU may not be a "typical" PSO.

Despite these conceptual dlfflcultles experienced

‘through the‘course of the researchﬁ'the approach

through - values  and beliefs prov1ded a rich and

f,re, %f the sexist values whlch were found to be so’

meaningful  perspective = of ithe organization. The

concept' of coherence{ conceived in the dual nanner
adopted in th{s .study, prov%d ‘to be a useful and
effectrve concept in  providing organizational terms
of refergzce for indiv1dual values andvbeliefs.

_mhe approach through values and beliefs allowed

for the 'con51deratlon - of - manyb‘”aspects of

organizational life in a PSO that have not previously

been consldered..ln the' study of voluntary sport

organizations. ‘The overall results, regardlng the
3 X . M . .
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extent. _to 'which ‘there,‘ is coherence in the
YOrganization were’ somewhat surprising, however, there-
vwere 1many indications that ‘this level of,coﬂerence
has not always é&isted,.and that the change process
*is_ continuous‘ In this.study, it also became apparent
that' the examination, of the processes associated with

change were as rgakvant and important as the‘

substance- of that change. The_theoretical framework

';adopted,* was found particularly Suitablef-in this

N

regard%.as it -provided a means’ through Which to
examine.. both the substance and the process of change,’

both of which may be seen as . relevant areas of

concern to thoSe interested in understanding amateur

Sportworganizations.

In llght of the conceptual approach taken in this
study, _and my, de51re to consider- realized
organizational structureL a methodology which allowed;
for the first-hand ‘and on-goingfﬂexamination, of
organizational processes was 'required Ethnography
proyed_ to-vbe partlcularly suitable and effective in

.2

this regard; and was congruent ‘with the conceptual

ﬁ ' - | ..' '.';

—
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G

‘approach ‘of progressivev 'dlscovery. ‘The metheds
employed allowed- for the: firstfhand observation of
‘organizational events over time,jbut'the methodologyl
was not without difficulties as well | | |

One of the greatest difficulties I found in this .

o

methodq&ogy was. the uncertainty assdciated w1th lt

.\, ‘.l

Through the methods ,I employed f ‘was’ very mmch
. . . .‘:. . e .

*,

dependent = on . the ncooperation"Qfm

members in general,‘ and informants in partJCUlaEJ-I,‘L
_ . R A :%u
was fortunate in ‘this’ study to be. abie establish o
M . i £ K

ol I

'cooperative informantsibwho 'were' well placed in the'

organization, early in the research proceSsx There»"

. . _ & :
was, howeVer,,'still' a great amoun€vof uncertainty_

'“_xginvolved throughout the data collection process duef'

'”to‘ the progressive nature‘ of my enﬁuiry and the
emergent nature of the research themes AR
| In the- early stages I found myself struggling to
establish relevant ° and conSistent themes. to form the
basis for .the <development of archetypes. When I did.
estahlish‘vha”ntentatiye framework;A“I found myself
continually ‘”guestioningk'xand. »second—guessing S omy -
observations‘ untillI.had)obtained sufficient.evidence
to be ':satisfied sthat‘ my characterizatith'”were

appropriatef. Thus, the research process did not

4or§anizatibnai Vi;

PR
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advance  as a consistent dﬂﬁ% continuous. linear
progression,. but p;the; involvéd a steppea type of

- progression which advahcéd as a series of piateaué/
breakthroughs, and more piateéué.

, ﬁhile I anticipated‘ﬁp¢ertainty and accepted it as
‘part - of the nature of. the méthods.Iyghose at the
outset of the project, I did find it unsettling and
disconcerting at ﬁimes; There.wefe several points in
the researéh ’processv'when I woﬁdered‘whether things
weteﬁggoing to work -out and considéred abandoninglthe
'érbégét; Persistence ‘and - patience, however, always
seemed to  yield  the breakthrouéﬂv necessary to
dontinue on, although IISOmetimes wondered'abqut the
extent to -whiéh ‘theSe,-breakthrqughs occurred as a
iésult of good luék rather than good management.
fhus, VWhile.fthé -methods  I iemplqyed did provide me
“with 2rich’ data' and insightful 'results, I would
Tgaution, other 'reseafcheis, that this sort of mephog
"idoés feqﬁire -pati@nce and persigtencé,‘ and is not
'f ad@i$ap1g_fo;'thé'faint of heart.

l »"‘Also .relating "to  the progressive and emergent
inaﬁuré of tﬁé'ﬁéthodology eﬁﬁ}oyed.invthis’study was
’fgﬁhé' considefatiqn ’of_'time. Time was an important

Y

‘{jéiement ~in . the méthodoloq¥ I employed in two
o LT
e
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different ways. First, time .was a consideration‘as

the methodology was open'endéd and:unbounded by.time.’u‘

While involvement~ in a research progect ideally (for;‘

‘

- tonvenience of "the researcher) involves aj finite

)

@i}icbmmitment of tlme, the progres51ve strategy adopted
[N B -
in “this study required_»a' reliance - on the: natural

exploration of phenomenaf which could“not'be,limited

by time. Inj- other_ ;erds, ,the .intent“was to
' progressively discover 'the} answers to the research
questions posed, regardless of the time involved |
-Secondly, time was ‘ factor i the intense
'commitment required in ’order, to make the method
effectiVe. In order to cause .the‘ least possible
amount, of disruption to the natural‘course of events
in' the organization, I had to be accommodating to the
,;gchedules and‘ eVents of- the, organization. = This-
required ‘both 1ntense commitments of time (attending
a ~board meeting, ‘for. example, usually required ten
hours), 'and flexibility in other personal matters in
;order. that the'.events of the organization could be
"attended In n'shOrt, ;the first- hand observation of
; : R .
organizational events and act1v1t1es required that I
be available at the organization s . convenience as
there ,were, a limited number of organizational events

\

Coa,
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presented the opportunity - for. research

i
LI

...there 1is a very real danger ‘that the
participant ©observer will ‘go native’  and
become so identified, oversocialized, and
emotionally involved with a given group and
its- members that he ceases to Dbe an
objective observer. _ _
Through my.,involvemenﬁ with the ARU I found a
_ \ v .
necessity to Dbe continuously aware of this tendency.
"My two primary informants (the.ATD and BM1l) had very .
strong opinions about the organization each of which
‘was much different from the other. Each was strongly
and genuinely committed ‘to their respective Qpihion
and in our discussions often presented compelling
arguments in favour of their persbhal orientations. -
'Following discussions with either of them, I often
- found it necessary— to remind myself that each view
wés ‘ohly one :opinion and not the. necessarily a
. definitive depiction of "the way things are" in the

orgahization. Often I would write up'my'field notes
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immediately following an episode with an informant

and then several days later go back and re-examine

‘and analyse them after reflecting on them and
" considering alternate  views . and specific

Rl . ! ) = .
organizational events. This proved to be an effective
'méans of avoiding becoming overly enamoured in the
point of view of one  organizatiunal member  or

.-

another. '~
sul e c Lusi

‘The extent to which drganizational structure is
" both constitutive and constituted of interpretive
schemes was -readily = apparent throughout the study,

‘both in the manner through ‘which ~ the “alakadue"

interpretive .scheme had  formally dominated the

organization, ,and = in thé"ﬁapner in~ which the
communiéétivel démocracy ‘interpretive scheme came to
take over and dominate. |

The' changes that occurred in the ARU during the

course of the research did*%reate a more democratic

system of power ahd_control within the organization.

The manner in which this wasQachieved was the through

the flow of information which was found to be a key

{
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. resource within .the organization.' .Coﬁtrol of ..
info;matian was both the means through thch_the'
"alqkédueé* formally held : control, and» the means
throﬁgﬁ which the ATD was able to break-down their
grasp on the control of the organization. | '

" The  insights - gaihed through tﬁis: study witﬁ
regards‘_to _thei politiqal process and operation of a
voluntary sport organization‘ are probably not
représehtative of the sorts of processes that go on
in  other voluntary organizations becausé of the
uniquely historié ~and ethnic 'natuie of values and
beliefs réiating to maie hegehbny' which were a
central orgag&zational isSué' in the ARU. The
centrality oé\;hegemonic 'male values in the_sporﬁ of
rugby ha&e been theofized thfohgh previous research
to have evolved out of specific -histdric
circumstancesT in WBritain (cf. Sheard and Dunning,
1973). The Suggestion Qf Donnelly, and Young (isesy
that values of this natﬁre tended to becdme "frozen"
in British. immigrants at the ;imé of»immiération does
much toA explain the fact the the "alakadues" in the -
ARU maintainéd ~a value orientation whicﬁ was out of
vline with the:values of the majority of other @embers

in the organization, and with mainstream society in

general.
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‘The "alakadues" wﬁé;z$;é of British descent and
imﬁigxated :iﬁ_thec1970s were initially established as
>perrful* figﬁres in; the ARU on the legitimate basis
of ;heif\‘expertise"inf a Spbrt'which was felatively
new tb Akbe}ta at that time. The manner in -which they
have attempted to maintain pbwer and  control the
ofganization in recentt years, however, is 'less
,légitimate and does not refiect ‘the values of the
majority .of'vo;ganizational members. While T did
observe . that the, "alakadues" in the ARU made
delipérate attempts to  control ;ithrmation and
maintéih.' pdwer} their beha#iér‘ did not appear
delipérater maligidus but r?tgfr- a ‘Qgs a genuine
strugglé "to hang on to and defend the values and
béliéfs‘they'honestly held. l
_Thé ch#llenge to thé hegemonic méle vaiﬁes énacfgd
by the “alakadues", however, was iheviféble in the
ARU in light of its incongruence with the Widg}y—héld
values of ‘the larger soqigty,, and the gr vipg
expertisé 'in the sport aéong:}other ‘organizathon
membersf%;f _non—British descent. The "communicat/ive
democ?acy" >interpretive' scheme, .was found to be

dominant in the organization with’wide-spread support

exiéting among' a va?iety of individuals‘and groups
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who cémprise : the organization;‘ ThiS‘ widefspread"t
ascfiption :tb this interpretive scheme feflectswﬁﬁé
values of the widér 'sbc}ety in which.male’hegemoh?{
haé long . been questioned'and'progressively rejected
in favour of a.more meritocratic systeﬁ of domination
ahd‘legitimation. . g

?(The"continued ‘anachronistic existence of male
hegémpny ’in the ARU, howéver; reméined dominant és a
form .of cultural iag because of the exclusiﬁely-male
'partiéipatioh experienced by the' sport for yéars;
Thus 'while the "communicative.democra&@" intérpfetive
scheme may have ' existed as a value system held by

many -of the . male participants, its incorporation

into tH s and processes of the organizatibﬁ'

. did not’ ‘any significant extent until women
became af LY - ihvblygd in the organization and
challenged the system of male hegemony.

But just as the ‘maintenance of power did not
appear to be a consciouslyisubvérsivé action oﬂ the
part of the _“alakadues", the chaiieﬁge"to male
hegemony on the part of the wémen'infﬁhé ARU did not
seem cohscious or deliberate either. Rather, their

struggle to progressi#ely change, the stxuctures and

systems of the ARU were enactments of their own
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_values and beliefs, which naturally opposed. male

hegemony, but did -not consciously. consider it as.

such.

The three sbecific occurrences'in the ARU which
provided opportunities for more active involvement in
the organlzatlon by . women (the incorporation of the

/
AWRU. 1nto the ARU for fundlng purposes; the promotion

of the female Vv, P to pre31dent of the ERU, and %he'

'appoinﬂhent of a ﬁemdlei ATD), all may be seen as:

Lvextraordinary events. ;;yhich . individually and

fcollecgively "had a profound effect on  the .

organization and provided the means to challenge the
A ; -

"'sygtem of - male hegemony .on several 'fronts The

extraordinary nature of these act1v1t1es prov1des

examples* of both the extent to which the observations

'made»f_i'n ,,the ARU may be relevant to“other sport

-

k organizi ﬁ~nsﬂ and may ‘' not. They may not be relevant

because they were .rather extraordinary’ c1rcumstances

and Gnot ,typical events 1n the pollthal process of

the ARU. On ' the other hard, the fact that the first
b _ =

* ‘catalyst - for change (the”inCorporation.of ‘*he AWRU)

A

..resulted from Q- government initiatiVe‘ suggests a

I

*proactive role- dh the part of government in enactlng‘:-»
®

the values of the wider soc1ety, it also suggesus-:]

~

e
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©

that the ' same p ocess could  occur ,in other sport
organizations as a result of government initiatives.

Further, the fact that both the female president
ofn the ERU and the female ATD were able to establish

themselves in powerful positions in a predominantiy

»

. malef organization on the basis of their abilities,

suggests the prevalence of a meritocratic ethosl The

manner in which each of these individuals came to

Y

gain both power and respeég within the organization

i

‘reflects the 'interaction of structure and~agency.

. ) - ]
both cases, however,'the'role of the specific agents

appeared paramount, as they worked7 within the‘.l

'existing structure, and at the same time changed ‘that
structure. It is doubtful that this ‘would have been

possible- had each of these individuals :not been

resourceful,"motivated,' and ‘committed to the'wellwn
being of : the organization, and persistent in their"_

¢ \ v
pursuit of organizational change

The existence of prime movers or zealots, such as
] ) ) "
these " two -women, has been observed “in _previous

.73

Studies. of voluntary sport organizations A{cf. Slack,

1985;' Cunningham, 1986) The focus L on values and"

]

beliéfsA 1n bhis study,; and the qualitative methods

iutilized, -made. it p0551ble to gain a better feel for\”':

e T .
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. : o
the dynamic processes that can -influence the ‘success
or failure of such ‘a person, and therefore provice
insights that may be relevant to other amateur sport

‘ organizations as well.

. AR ' . . . .
"~ The approach . utilized in this study provided

insight and understanding 1ntoythe manner in which

"the social:’ reality in an amateur sport organization[

is created . through 'the interaction of social’

a3

. structure and human agéncy~ Further fresearch into

'amateur ~ sport organizations , shouid '5attempt “to

repricate and extend the conceptual orientation and,

methods used in this study, through the continued use

of the case study approach Whlle some researchers

.

; (cf. Beyer, 1981),,have suggested the Organizational i

L specificity of . 1deologies, values and beliefs, the
.only - way to investigate the extent to which this may f%

be true ;inm the population of PSOs, would be‘tod

”conduct imilar studies to_ provide“;they'ﬁasis.for

comparative analysis o - L, ™

Greenwood and Hinings (1987) suggestions as to the-

r.‘ _‘

possible institutionaI nature of values and bekiefsfy

PR . .t . »

et
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. . e . ['4
can be used. as a basis to theorize where a further

investigation of values and beliefs sHould begin. The

interpretive schemes of. the provincial and national

~ »

level : organizafions, suggest “that

r// institutionalization may be sport specific. It would .

be interesting,to‘conduct a study siﬁilar to this one

sorts . of values and beliefs that are enacted at the

ao
~

national level. - S s

A comparative analysis of other sports would be

intéresting as wéll in Qrdei to.éompare the actual

extent to " whicthévalues'fand beliefs are sport

This' wodld be particularly relevant td the

- Y ¥sue of rationalization and government involvement. .

In - the present study' it appéared_ that  the tfend

- towards rationalization "was- member initiated to a

' s S st R L ' :
. great  extent, but it- -would be interesting to.

"giﬂQéépigate, to ,,what- -extent vaers .aﬁd beliefs -

S R , - . n . ;‘.
concerning - ratiopalization . are 'pervasive in ‘the

. entire = sporting community ' or gpe?ifit to ph;ticula;,,

sports. - ' U
: . ; B . .
.
!
- - , °
. i ' S ‘. .
» bh.' 4 .. . 2 IS
[ s =
. ,
. N
) b T .
L F ¢
" 4 o .
o | ’ g
. ’ o\ R . .
/ .

similarities found in  this study between the .
» | st uc e .

~on -the Canadian Rugby Union, in order to.compare the

D
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NAME : . . L : - ' ’ " s :
PLACE: - \ SR >
. DATE: L U N -

Y

What, in your oplnion, should the overall Furpose of
. the ARU be? o+ :

]

- o, . ‘. LY N -

‘What' do you think would be the most suitable and
effective means of achieving the purposes of the ARU?
(principles of qrganizing) -

LY

What do you think are the most appropriate criteria
for evaluating the effectlveness (success or fallure)
of the ARU°

. B . o
At the present time, do you see.the role of the ARU
 ahaving any éffects on your club? ¥ . - L
a
. @
4 ¥ 2

18
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Do you feel that the A%g employing a paid full—time
d

-technical director pr es. any benefits to your
. club? : :

I

.‘ ¢ i . - - B '

‘_What do you think the role of that paid pdsition
 should be? o ) ‘ .
[} 4. ,v:. " . ) : ) B .

-

Are ‘you aware of.who the membérs of the board of
_directors of the ARU are'>

e L . .

Are you aware of the process by which people are
- elected to the ARU board? Do you feel this\is a
Greasonable and effective process°

N ¢
 Are you aware of the methods through which players
dre selected to ALBERTA REP sides? Do you feel this
selectlon process is fair and equitable? o :

\
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a Do you have any additional comments or concerns about
“_the ARU’_' . RO
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‘ . . o . B . . CANADIAN RUGBY UNION
May 2_6--, 19_98'»' [ S L L ' Tel (483) 4538627
Tom Jones
. Canadian Rugby Un1on~ -
U j33°,R1ver“Road ‘
'y~ QOttawa, Ontario »
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 Dear Tom'v -
’ /

Oon behalf of the Alberta Rugby Un1on I WISh to voice some
concerns. regardxng the lines. of commun1cat1on between the
Canadian Rugby Un1on ‘and. the provincial counterparts,j
.,partzcularly 1n the case of the “centres of excellence o ;

o . -

It appears that the CRU. has establ:shed these centres'of‘V
excellence" and- the des:gnated contacts - thhxn our province
‘without any counsel from the Alberta Board of. D1rectors.» P

N “ . Therefore va seem to be relatxvely "in the dark" when’ approached

by our unions regard1ng a program that surely should have afv
least been brought to our attentzon before being 1mp1emented. .
v
.Another area of concern relates to a general vagueness with.
" regard to selection of . Canad;an representatives to nat;onal
teams. Several board members have' indicated that they feel there
is a lack of 1nformat10n flowing to the provinces regarding
selection procedures - for national teams, as well as expectatzons .
of our" roles 1n that procedure.

_A general consensus ‘would 1nd1cate that the provxnc1a1 board
- feels “overlooked“.w1th regard to programs ‘being admxn1stbred
from a national level within a provincial’ boundary.

Hopefully we can rectzfy the satuation w1th a full dxsclosure of‘

- the aforementioned tOpxcs of concern.

VYours'trulyL

>

E'Jim Mallarky .
 President, ARU 'l
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