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ABSTRACT 

THE ORGANIZATIONAL S'IRUCTURE AND EFFECTIVENESS 

OF CANADIAN NATIONAL SPORT GOVERNING BODIES 

In this study, vol.untary amateur sport organizations were 

examined from an organizational. perspective using Weber•s 

theory o1 bureaucracy· as a conceptua1 ~ramework• The first 

purpose was to examine the relationships between a number 01 

contextual. variabl.es and features o1 bureaucratic structure. 

Second, the interrelationships among the bureaucratic struc­

tural variables were al.so analysed. Third, the rel.ationship 

between structure and measures of both the goal. and systems 

model.a o1 organizational. e11ectiveness were investigated. 

The -1ourth purpose was to determine the extent to which in-

dices o1 the goal. and systems model.a ,of organizational e1-

1ectiveness are interrelated in voluntary aaateur sport or-

ganizations. The sources o:f secondary data -were 

adainistrative and technical profiles that had been compiled 

on each sport. In addition, a questionnaire was given to the 

Executive Directors o1 twenty-nine National. Sport Governing 

Bodies which manage Ol.ympic sports in Canada. Pearson corre­

lations and partial correlations were computed to examine 

the rel.ationships among contextual. variables, between con-

text and structure, among the structural. variahl.es, among 
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goaL and systems e~1ectiveness variables, and between struc­

ture and e11ectiveness. The resul.ts indicated that the con­

textual. variabl.es are intercorrelated. Organizational. age as 

wel.1. as the degree o1 :financial. dependence on other organi-

zations are the contextual. variables 

rel.ated to measures o:f bureaucratic 

that are most strongl.y 

structure. A number o:J'. 

the structural. variabl.es were positivel.y intercorrel.ated in-

cl.uding: 1oraa1.ization, special.ization, the cl.erical. ratio, 

the impersonal.ity o1 work rel.ations, pro1essiona1.ism and ca­

reer stabil.ity. Centralization was negatively rel.ated to the 

other measures 0£ bureaucratic st~ucture. The goal. and sys-

teras variabl.es o:f or,zanizatlonal. e11ectlveness were posi-

tlvel.y correl.ated with one another. This suggests that or-

ganizations that are more success1u1. at acquiring 1lnancia1. 

resources are a·Lso more success1u1. at achieving the goal. o:f 

per£ormance excel~ence. In addition, several. o:f the meas-

ures o1 bureaucratic structure were positlvel.y associated 

with both the goal. and systems model.s o1 e1:fectiveness. It 

was concl.uded that several. o:f the patterns o:f rel.atlonships 

that have been reported in previous research on business or­

ganizations al.so exist in vol.untary aaateur sport organiza­

tions• 

- V -



ACKNOWLBDGEKBNTS 

I would very much like to 

Barry McPherson, Nancy Theberge, 

thank my committee members, 

Jim Curtis and Bill Scott, 

:for their insight:ful comments throughtout the completion 0£ 

this dissertation. These individuals also made my experience 

as a doctoral student a very enjoyable, challenging and re-

warding one• I would also like to thank Dre P. Che11adurai, 

my external examiner, :for his use:ful comments during my oral 

de:tense. 

Several other people have also been instrumental in pro-

vidiog me with support throughout this project. To the in-

dividuals within Sport Canada and the national sport govern-

ing bodies, thank you very much £or sharing your knowledge 

and time with me. Your cooperation and assistance helped 

wake this thesis what it is. To Barb Brown, a :fellow gradu-

ate student, it was great having someone to share the expe-

riences o:f graduate school with• To the 1aculty members o:t 

the Departaent o:f Recreation at the University 0£ Waterloo, 

thank you £or providing me with an environment in which it 

was possible to complete this degree. To the Price and 

Frisby :families, thank you :for your Love and support 

throughout my years o:f education. And £ina11y, to Micheal, 

my husband, 

all possible. 

your 'love, encouragement and support made this 

- vi -



CONTENTS 

ABSTRACT • • • • • • • • • •. • • • • • • • • • • ••.iv 

ACltNOWLBDGEJIENTS • • • •. • • • • • • • • • •. •. • • vi 

l!.IUI~ 

CHAPTER 1 - STATBVBNT OF TBB PROBLBK •••••••••• 1 

CHAPTER 

Introduction • • • • • • • • • • • • • • • • • • 
The P!'obl.em • • • • • • • • • • • • • • • • • • 
Slg;ni:f.icance o:f the Study • • • • • • • • • • • 

2 - RBVIB11 OF LITERATURE • • • • • • • • • • • 

Introduc~i-0n • • • • • • • • • • • • • • • • • • 
Canadian National. Sport Govern.ing Bodies •• •. 

Summary••••••••••••• • • • • • • 
Votun*ary Organizations • • • •. • • • •••• 

Functions••••••••• • • • • • • • • • 
De~lnitlons and Typo~oales • • • • • • •. • 
Research •••••••••••••••••• 

Sociodemographic Approaches • • ••••• 
Social. Psychol.oglcal. Approaches • •• • • 
Organizational Ap~roaches • • • • • • • • 

Suamary • • • • • • • • • • • • • • • • • • • 
Bureaucracy •. •. • •• • • • • • • • • • • • 

TheoreticaL Approaches •. • • • • • • •. • 
Research •• • • •• • ••• •. • •• • • • 

Contextual. Variables and Structure• • •• 
Inte!'rel.ationshlps Between Structural 

• 1 

• 18 

• 19 

• 25 

• 25 
• 25 
• 39 
• 40 
• 40 
• 42 
• 45 
• 45 
• 49 
• 52 
• 59 
• 60 
• 60 
• 70 
• 71 

Variab~es • • • • • • • • •. • • ~ • 74 
Structure and Or~anizational. 

E:f:fectiveness • • • • • • • • • 
Resea~cb on Bureaucracy and Sport•••• 

Lite .. ature on Organizational. E~£ectlveness • 
De1ini~ions and Mode~s •• •. •. • •• 
E:f£ectlveness Criteria ••••••••• 
Kethodologlca~ Issues••• •. • • • • • 
Organlzationa1 E££ectiveness in NSGBs. • 

Research on Bureaucracy and E11ectiveness 
Rationa1e £or Rel.ationships Between 

Bureaucracy and E~1ectiveness • 
Summary • • • • • • • • • • • • • • • • 

- vii -

• 

• • 
• • 

• • 
• • 
• • 
• • 
• • 
• • 
• ,; 

• • 

• • 
• • 

• 
• 
• 
• 
• 
• 
• 

77 
78 
85 
85 
94 
97 
98 

102 

106 
111 



CHAPTER 3 - PROCEDURES • • • • • • • • • • • • • • • • 115 

Selection o:f the Sample • • • • • • • • • • • • 115 
Data Coll.ection • • • • • • • • • • • • • • • • 115 
Hypotheses • • • • • • • • • • • • • • • • • • • 116 

Context and St:ructure Hypotheses • • • • • • 116 
Structural Hypotheses • • • • • • • • • • • • 116 
E:f:fectiveness Hypotheses • • • • • • • • • • 116 
Structure and E:f:fectiveness Hypotheses • • • 116 

Theoretical and Operational De:finltlons • • • • 117 
Contextual Variabl.es • • • • • • • • • • • • 117 
Structural Variables • • • • • • • • • • • • 118 
E::f:fectlveness Variables • • • • • • • • • • • 121 

Data Analysis • • • • • • • • • • • • • • • • • 124 

CHAPTER 4 - RESULTS AND DISCUSSION • • • • • • • • • • 128 

Introduction • • • • • • • • • • • • • • • • • • 128 
Contextual Variabl.es • • • • • • • • • • • • • • 129 

Organizational Size • • • • • • • • • • • • • 136 
Dependence • • • • • • • • • • • • • • • • • 143 
Technol.ogical. E:xpel'tise • • • • • • • • • • • 150 
Ot'ganizational. Age • • • • • • • • • • • • • 153 
Suamary • • • • • • • • • • • • • • • • • • • 154 

S1:ructural. Variabl.es • • • • • • • • • • • • • • 159 
FormaJ.izatlon • • • • • • • • • • • • • • • • 159 
Central.ization • • • • • • • • • • • • • • • 168 
Imper son a 1. i 1:y o.f Work Rel.at ions • • • • • • • 174 
Special.ization • • • • • • .. • • • • • • • • 175 
Cl.erical. Ratio • • • • • • • • • • • • • • • 178 
Pro:fesslonal.ism • • • • • • • • • • • • • • • 179 
Ca.:reer Stabil.ity • • • • • • • • • • • • • • 180 
Summ4ry • • • • • • • • • • • • • • • • • • • 182 

Goal. and Sys1:ems llodel.s • • • • • • • • • • • • 187 
Summary • • • • • • • • • • • • • • • • • • • 192 

Structure and E:f:fectiveness • • • • • • • • • • 193 
Foraal.iza1:ion and E:f:fect iveness • • • • • • • 193 
Central.iza1:ion and E:f::fec t 1 Yeness • • • • • • 199 
Impersona L l ty and E::f:fectiveness • • • • • • • 206 
Special.ization and E::f:fectlveness • • • • • • 209 
Clerical. Ratio and E:f::fectiveness • • • • • • 216 
Pro:fesslonal.ism and E:f:fectl veness • • • • • • 218 
Career Stahil.ity and E:f:fec1:i veness • • • • • 222 
Summary • • • • • • • • • • • • • • • • • • • 223 

CHAPTER 5 - SUJIJIARY, CONCLUSIONS, AND JilBCOJDIJ!NDA.TIOJJS • 227 

Sum•a.ry • • • • • • • • • • • • • • • • • • • • 227 
Contextual VarJ.abl.es • • • • • • • • • • • • 227 
Context and Structure • • • • • • • • • • • • 229 
Structural Variabl.es • • • • • • • • • • • • 233 
Goal and Systems Model.a • • • • • • • • • • • 238 
st .. ucture and E:f~ectiveness • • • • • • • • • 239 

Conctuslons • • • • • • • • • • • • • • • • • • 243 

vili -



.Recommenda-tions • • • • • • • • • • • • • • • • 246 

BIBJ,.IOGJlAPBY • • • • • • • • • • • • • • • • • • • • • 250 

Am2Julil.ix 

A. SELECTED E)(l'IJlICAL STUDIES OP ORGANIZATIONAL 
BPPBCTIYENBSS e • • • • • • • • • • • • • • • 267 

B. SAMPLE OF OllGAMIZATIONS • • • • • ••• • • • • • • 274 

c. SPORT CANADA: OllGANIZATIONAL/ADKINISTJlATIVB 
PROFILE••••••••••••• • • • • • • 276 

D. SPOllT CANADA: TECHNICAL PROFILE• . . . ·• . • • • • 288 

E• SUPPLBllEKTAllY QUESTIONHAIJlE TO TBE EXECUTIVE 
DIRECTOMS • • • • • • • • • • • • • • • • • • 296 

F. DESCRIPTIVE STATISTICS FOR THE CONTEXTUAL 
VARIABLES••••• • • • • • • • • • • • • • 299 

G. DESC1HPTIVE STATISTICS FOR THE STRUCTURAL 
YA1lIABLES • • • • • • • • • • • • • • • • • • 300 

H. DBSCRIPTIYE STATISTICS FOJl TBB EFFECTIVENESS 
VARIABLES•• • • • • • • • • • • • • • • • • 301 

- ix -



LIST OF TABLES 

l• PEARSON CORRELATION COEFFICIENTS FOR CONTEXTUAL 
VARIABLES•••••••••• • • • • • • • • • 130 

2. PER CENT OF FAS SUPPORT COMPARED TO TOTAL 
OPERATING BUDGET • • • • • • • • • • • • • • • 132 

3. MATRIX OF PEARSON CORRELATION COEFFICIENTS FOR 
CONTEXTUAL AND EFFECTIVENESS VARIABLES • • • • 135 

4. MATRIX OF PEARSON CORRELATION COEFFICIENTS FOR 
THE CONTEXTUAL AND STRUCTURAL VAlHABLES • • • • 137 

5. PARTIAL CORRELATIONS FOR ORGANIZATIONAL SIZE AND 
STRUCTURE • • • • .. • • • • • • • • • • • • ·• • 142 

6. PARTIAL CORRELATIONS FOR DEPENDENCE AND 
STRUCTU.RE • • • • • • • • • • • • • • • • • • • 149 

7. PARTIAL CORRELATIONS FOR TECHNOLOGICAL EXPERTISE 

AND STRUCTURE• • • • • • • • • • • • • • • • • 152 

8. MATRIX OF PEARSON CORRELATION COEFFICIENTS FOR 
STRUCTURAL VARIABLES • • • • • • • • • • • • • 161 

9. MATRIX OF PEARSON CORRELATION COEFFICIENTS FOR 
GOAL~ SYSTEMS MODELS OF ORGANIZATIONAL 
EFFEECTIVENESS • • • • • • • • • • • • • • • • 188 

10. MATRIX OF PEARSON CORRELATION COEFFICIENTS FOR 
STRUCTURAL AND EFFECTIVENESS VARIABLES • • • • 195 

11. PARTIAL CORRELATIONS FOR PUBLICATION 
FORMALIZATION AND EFFECTIVENESS•••••••• 197 

12• PARTIAL CORRELATIONS FOR JOB DESCRIPTION 
FORMALIZATION ANO EFFECTIVENESS••• • • • 

13. PARTIAL CORRELATIONS FOR POLICY CENTRALIZATION 
AND EFFECTIVENESS • • • • • • • • • • • • • 

14. PARTIAL CORRELATIONS FOR PERSONNEL 

• • 198 

•• 202 

CENTRALIZATION AND EFFECTIVENESS • • • • • • • 204 

- X -



15. PARTIAL CORRELATIONS FOR NEW PROGRAM 
CENTRALIZATION AND EFFECTIVENESS • • • • • • • 205 

16. PARTIAL CORRELATIONS FOR IMPERSONALITY OF WORK 
RELATIONS AND EFFECTIVENESS•••••• • • • • 207 

17• PARTIAL CORRELATIONS FOR SALARIED PROGRAM STAFF 
SPECIALIZATION AND EFFECTIVENESS • • • • • • • 211 

18. PARTIAL CORRELATIONS FOR COMMITTEE 
SPECIALIZATION AND EFFECTIVENESS • • • • • • • 212 

190 PARTIAL CORRELATIONS FOR CLERICAL SPECIALIZATION 
AND EFFEC~IVENESS • • • • • • • • • • • • • • • 214 

20. PARTIAL CORRELATIONS FOR TOTAL SPECIALIZATION 
AND EFFECTIVENESS••••••••••••••• 215 

21. PARTIAL CORRELATIONS FOR THE CLERICAL RATIO WITH 
EFFECTIVENESS••••••••••••••••• 217 

22• PARTIAL CORRELATIONS FOR VOLUNTARY 
PROFESSIONALISll AND EFFECTIVENESS ........ 220 

23. PARTIAL CORRELATIONS FOR SALARIED PROGRAM STAFF 
PROFESSIONALISM AND EFFECTIVENESS• • • • • • • 221 

LIST OF FIGUl!BS 

lo NATIONAL SPORT GOVERNING BODIES 
INTERORGANIZATIONAL NETWORKS • • •• •••• 

2. CONCEPTUAL MODEL OF CONTEXTUAL, STRUCTURAL AND 
EFFECTIVENESS VARIABLES • • • • • • • • • • 

- xi -

• •• 31 

• • 123 



CHAPTER 1 - STATEKBNT OF TIIE PROBLEM 

..1Jd.roduc1Jon 

In Canada, as in many countries throuahout the world, 

national sport governing bodies, which are largely composed 

o:f volunteers, play a signi1icant role in the administration 

o:f amateur athletics. National sport governing bodies 

(NSGBs >, vertically integrated with their international, 

provincial and local a:f:filiates, involve thousands o:f ath-

letes, coaches, parents, administrators and government o:f:fi­

cials in Canada and throughout most o:f the modern world. 

While voluntary organizations such as NSGBs are o:ften 

thought to be loosely and in:formally structured (Smith, 

1972 >, it is becoming increasingly evident that amateur 

sport organizations, particularly at the national level, are 

becoming aore bureaucratic in nature (Schlagenhau:f and Timm 

1976; Frey 1978; Kidd 1978). For example, while the admin-

lstratlon o:f Canadian amateur sport was once described as 

beini, o:f 

1969:89 >, 

the 'kitchen table' variety (Task Force Report, 

there are now over :fl:tty-:four incorporated NSGBs 

centrally housed in 01:tawa•s National Sport and Recreation 

Center. Full-time paid pro:fessionals are being hired to 

carry out the day to day administration o:f these organiza-

tions; ;formal constitutions, bylaws, job descriptions and 
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eval.ua:tlon crite:r_ia. are being :for.mul.a.1:ed.; training and cer-

ti:fication systems are being developed :for coaches and o:f:fi-

cial.s; and a scienti:fic approach to athl.ete preparation is 

being advocated. These devel.opmen·ts, among ethers, have oc-

curred :for the e:xpl.icit purpose o:f improving the e:f::fective­

ness o:f national. team per:for111ance in international sporting 

events (Regan, 1981). 

This trend toward bureaucratization, and the commitment 

~o per~oraance excel~ence, ls a rel.ativel.y recent devel.op-

ment that has been heavil.y in::fl.uenced by :federal aovernment 

involvement in amateur sport. Brooa and Baka (1978) contend 

that it was not until. 1969, when a Task Force was struck to 

investigate reasons 1or Canada's dismal per£or•ance in in-

ternationaL competition, that the :federal. governaent became 

strongl.y invol.ved in the organization o:f aaateur sport. 

Broom and Baka e:xpl.ain that, prior to this time, the :federal. 

government bel.ieved that it was pol.itical.l.y rislty to support 

el.itlst sport over broad-based :fitness programs :for the mas-

ses. However, in order to gain vlsibiLity, respectabil.ity 

and prestige through international. sport, a sepa.rate 1tovern­

aent cabinet minister was appointed to Fitness and Amateur 

Sport. Previous to this time, Fitness and Amateur Sport was 

under the :federal. Minister o:f Heal.th and Wel.:fare. In addl-

tion, several. •arms l.ength 1 organizations such as Sport Can­

ada, the National. Sport and Recreation Center and the Coach­

ing Association o:f Canada emerged to support the growth o:f 
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amateur spor--t. the main purpose o:f Sport Canada is to pro­

technical and administrative support to the vide :financial., 

NSGBs through a number o:f Sport Canada consultants. 

Ironically, although Campagnol.a (1979), a :former Minis-

ter o:f Fitness and Amateur Sport, contends that support or­

ganizations such as Sport Canada were developed to encourage 

11maximua public assistance and minimal government involve-

•en-t"t the NSGBs have become increasingly dependent on the 

government :for :financial and other support services. More-

over., because Sport Canada provides up to 90" o:f NSGB :fund-

it is abl.e to exert a signi:ficant in:fluence on the 

structure and objectives o:f these organlzationso This con-

trolling influence is most evident in the :fol. I.owing policy 

statement reJl(arding the criteria that NSGBs ,.ust meet to be 

eligible :for :federal. government :funding• Regan ( 1981: 10 >, 

whil.e serving as Minister o:f Fitness and Amateur Sport, sti-

pul.ated that: 

Regardl.ess o:f their participation base, al.1. sports 
will. be required to meet speci:fic criteria and 
:funding guidel.ines in determining :financial sup­
port. Priority consideration will be given to 
both broad-base sports, such as swimming and soc­
cer, and the more 1.iaited-base sports, such as ski 
.Jumping, that have a comaitaent to excel.Lenee and 
who continually demonstrate technical., administra­
tive and :financial. maturity. 

Thus, NSGBs were encouraged to become more business-like in 

their pursuit o:f per:formance excel.Lenee. In addition, the 

:federal. government has rational.lzed its involvement in ama-

teur sport by assuming that vol.untary organizations, operat-
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Ing independently, would not be capable o1 acbievlng high 

rankings in international competi-tion. As Campagnola 

( 1979: 8, a 1ormer Minister o1 Fitness and Amateur Sport, 

reasoned: 

Athletic excellence demands 1undlng and technical 
expertise beyond the reach o1 athletes and •ost 
voluntary associations. The systematic coordina­
tion o1 all levels o1 athletic activity within the 
bound o1 any sport demands not only 1unding and 
technical expertise, but also the kind o1 support 
and planning not generally to be 1ound, 1or per-
1ectly understandable reasons, within most volun­
tary structures •••• it can best be expediated by a 
central ste11 well placed on the national and in­
ternational levels. 

However, despite the evidence that suggests that these vol-

untary organizations are being strongly in11uenced by the 

1ederal government, and are becoming more bureaucra~ic in 

nature in order to improve their e11ectiveness in interna-

tiona1 coapetition, there has been little e•pirical research 

on the structure and 1unction o1 these amateur sport deci­

sion-making bodies. 

Part 0£ the reason £or this lack o1 research can be 

traced to the 1ocus o1 the voluntary association literature. 

That is, very 1ew researchers 0£ voluntary organizations 

have e•ployed organizational theory as a .:fraaework :fol' un-

derstanding voluntary social action• 1!ather, one o1 the 

main research 1oci has been to describe socioeconomic and 

demographic characteristics o1 voluntary association Joiners 

(Hyman and Wright 1971; Babchuk and Edwards 1966; Curtis 

1971; and Toaeh 1973 >• Another popular trend, 1rom a social. 
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psycbol.ogical. perspective, has been to investigate the rea-

sons :for vol..untary association Joining (Jacoby 1965; Smith 

1972; Banton and Sil.1.s 1972; Tomeh 1973; Frizzel. and Zureck 

1974 ). Siml1.ar1.y 1 the limited research that has been con-

ducted on invol.vement in voluntary sport organizations has 

examined the socioecono111ic and demo1Zraphic characteristics 

o:f Joiners and the reasons :for participation (Bratton 1971;. 

Beamish 1975; Gruneau and Hol.1.ands 1979; and Theberge 1980a, 

1980b ). 

A second reason for the dearth of research in this area 

is that the bul.k of the research on organizational. structure 

has been conducted on the pro:fit-oriented business organiza­

tion to the excl.usion of the voluntary type o:f organization• 

This omission ls un:fortunateo According to Heydebrand 

( 1S73: 3 ), we can onl.y ful.1.y understand the dynamics of 

structural variation and change within an organizationa·t 

context through coaparative research across the range of or-

ganizational. :functional. types. By appl.ying an organization-

al. perspective to the study of vol.untary organizations, it 

woul.d be possibl.e to deteraine whether organizational. struc­

tures are 1.oosel.y patterned or are 1.argel.y indistinguishabl.e 

1roa bureaucratic business or government organizations• In 

addition, as Smi 1:h ( 1972: 8-16) acknowl.edges, an organiza-

tional. perspective woul.d al.so add to our understanding of 

the fol.l.owing features o:f vol.untary organizations: 

the nature and de1:ermlnants of: the incidence, 
growth, change and dissol.ution of vol.un1:ary groups 
and organizations; the re.l.ationships between vol-

' 



untary groups. and other ~roups and individual. 
a:ffitiates; the e.f:fectiveness o:f voluntary groups 
and their impact on social. processes, social. in­
stitutions, the 1.arger society and the bio-pbysi­
cal. environment; and the internal. structure and 
:functioning o:f voluntary groups, organizations and 
rel.ated collectivities. 

6 

With respect to voluntary amateur sport organizations, 

the app1.ication o:f organizational theory woul.d be an appro­

priate analytical tool .for investigating a nuaber o:f inter-

esting sociological. relationships. These include: the e.f-

:fects that contextual. variables such as organizational size, 

organizational age, the level o:f techno1.ogical expertise and 

the extent o:f dependence on other organizations have on or-

ganizational structure; the interre1.ationships between 

structura1. v,u•iahl.es; the interral.atlonshlps aaong variables 

:from both the goal. and systems mode1.s o:f e:f:fectiveness; and 

the relationship between structure and organizational ef:fec-

"tiveness. 

Much o:f the research on organizational structure, which 

could provide a :framework :for investigating the above men-

tloned relationships, was stimulated by Max Weber's (1922)1 

theory o.f bureaucracy. Weber placed the emergence o:f modern 

bureaucratic structures within an hlstorica1. and cul.tural. 

context, exp1.ained the reasons why bureaucracy woul.d be 

linked to organizational e:f:ficiency and e:f:fectiveness and, 

at the same time, warned o:f the negative consequences that 

1 Weber, Max, Economy JUld Society G. Roth and c. Wittich 
(eds.), New York;Bedminister Press, 1968, was orl~inally 
published as .lU..rtscho.ll _wig Gese\\sclultt ( 1922 ). 
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burea.uc:racy would pose .:for the individual. working in a 

comp~ex organization. Subsequentl.y, some organizational. re-

searchers have expl.ored the rel.ationship between contextual. 

.:factors and organizational. structure (Pu1th et al.. 1968; Hin-

ings and Lee 1976; Hsu et al.. 1983), whil.e others have been 

interested in the interrel.ations among the characteristics 

o:f bureaucracy ( Pugh et al.. 1968~ 1976; Hal.l 1972; Mans:fiel.d 

1973; Grinyer and Yasai-Arde Kani 1980). An additional. re-

search strategy has been to investigate the rel.ationship be­

tween structure and organizational e:f:fectiveness ( Hage .1965; 

Bl.au 1974; Glisson and Martin 1980; and Sigel.man 1981 >• 

In addition to the concern :for organizational. structure 

as a control mechanlsmy some sociotogists9 inspired by Web-

er 1 s work, have eaphasized the iaportance o:f investigating 

structure in a wider historical. and cul.tural. context (McNeil. 

1978; Mommensen 1977; and Soloaan 1978). Still. others have 

taken a more cr.itical view o:f Weber's theory. With respect 

to this view, a considerabl.e amount o:f research has been 

generated regardi·ng the in.:foraal., unplanned and possibl.y 

dys:functional. propert:i.es o:f bureaucracy ( Sel.znick 1949; Mer­

ton et al.. 1952; Michel.a 1966). 

In the sociol.ogy o:t sport 1.iterature• 

bas been util.ized to a 1.iaited extent. 

Weber's theory 

Soae research has 

been done on the emergence o:f bureaucratic :forms o:f sport in 

modern society (Riesman and Denny 1972; Luschen 1970; Frey 

1978; Schl.agenbau:f and Tia• 1976; and Ingham 1975, 1978, 
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1979) and on the negative consequences that the trend toward 

bureaucratization poses :for the athl.ete (Page 1973; Sage 

1978; Frey 1978; and Kidd 1979, 1980 ). 'Ihese approaches 

paral.l.el. Weber•s strategy o:f anal.ysing the structure o1 mod­

ern society wlthin an historical. context whil.e considering 

the e:f:fect that changes ln structure wil.l. have on 1:he indl-

vidual.. No eaplrical. research has been based on the rela-

tlonships between context, structure and e:f:fectiveness in 

sport oraanizations. However, Weber cl.earl.y suggested that 

the structural. indices o:f bureaucracy are hlghl.y lnterrel.at­

ed and that e:f:fectlveness woul.d Increase the •ore a modern 

organization adopted a bureaucratic :form o:f control.. As it 

ls beco•lng lncreasingl.y evident that vol.untary sport organ-

izations, such as Canadian NSGBs, are gradual.l.y assuming a 

more bureaucratic structure in order to improve per1or•ance 

in international. competition, this l.ine o:f inquiry needs to 

be devel.opedo 

The most expedient way to devel.op this l.ine o:f inquiry 

is to appl.y the research which has been done on Weber•s 

theory o:f bureaucracy and the concept o:f organizational. e:f­

:fectiveness ln a business setting to the case o:f vol.untary 

sport organizations. This approach coul.d prove to be espe-

cial.l.y use:ful. 11, as Sil.l.s (1972) argues, vol.untary organl-

zatlons move through the same devel.opment patterns and :form 

the same types o:f social. rel.ationships as do other types o:f 

orga.niza t.i ons. A comparative approach to organizational. re-
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search has long been advocated by Pugh et al.. {1968), who 

have established a strong tradition of research on organiza-

tional. structure• The work by Pugh et al.. {1968) represents 

the :first of a series of studies carried out at the Univer-

sity of Aston in Birmingham, Engl.and since 1960. Pugh et 

examined the relationships between context, structure 

and other organizational. variables across a dlverse range 

of organizations, incl.uding manufacturing companies, govern-

ment departaents, retail. stores and the transport industry. 

The rationale for this comparative approach was summarized 

by Pugh et al.. {1976:vii) in the :fol.1.owing statement: 

an aim o:f the Aston research was to arrive at 
statements which would be applicable to as many 
organizations as possible, given that one of the 
aims of social. science is to discover widespread 
regul.arities. 

Al.though Weber's work stimul.ated a strong research tradi-

tion, as 11.1.ustrated by the Aston group, the voluntary sec-

tor has been 1.argel.y overlooked as an area of inquiry. The 

appl.ication of Weber's ideas to vol.untary organizations 

woul.d hel.p resol.ve the issue o:f whether the Aston groups• 

findings can be general.ized across organizational. types. 

This strategy wil.1., at the same time, provide information 

about the nature of control. mechanisms in vol.untary amateur 

sport orRanlzations. 

According to Weber's predictions, bureaucracy woul.d be­

come the most effective control. mechanism in modern society 

because administrative functions would be carried out objec-
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tively and ra.tional.ly as opposed to traditional societies in 

"hich ascribed status was the basis :for authority and power. 

It is this •occidental Weltanschaunng1 or scienti:fic 

achievement-oriented world view which l.egitimized the rise 

o:t bureaucracy. Bureaucracy, with its special.ized division 

o:f l.abor, highl.y qual.i::fied o1:ficial.s, reliance on for.,a.l. 

rules and procedures, central.ized decision-making, a high 

ratio o.:f clerical. sta:f1, and an iapersonal work orientation 

alas :for aaxiaua e:f:fectiveness and e:f:ficiency. Thus, Weber 

predicted that It would penetrate al.I. types o:f social lnstl-

tutions. There:fore, traditional :forms o:f authority, charac-

terlzed by the arbitrary decision-ma.king o:f notables, woul.d 

be replaced by the impersonal and rational. type o:f organiza­

tional. action• 

Subsequent to Weber's writing on the superiority o:f bu-

reaucracy as a cootro~ s~ruc~urew the majority of research 

has been conducted in two main areas; one, the e:f:fects o:f 

context on structure and two, the interrel.atlonsbips among 

structural variabl.es. The most coaaon variables that have 

been used to measure bureaucratic structure include: spe-

cial.ization, standardization, :formalization, 

and coxdiguration (Blnings and Lee, 1976 ). 

centralization 

Special.ization 

re:fers to the division o:f labor within the organization, 

wbil.e standardization is measured by the 

procedures a:re g;overned by reRUl.ations. 

the extent to which rules, procedures, 

extent to which 

Foraal.ization is 

instructions, and 
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communications are wri~ten down. Centra~lzation is a measure 

of the 1.ocus o.:f decision-ma.king authority in an organiza-

tion. Con:figuration, a variabl.e which is an appropriate 

•ea.sure when there are level.a of hierarchy within an organi­

zation, deals with the shape o:f the rol.e structure. 

Special.ization, :formalization and standardization have 

been :found to be positively correlated with each other and 

have be·en described as being highly rel.ated components o:f. 

the •structuring o:f activities• dimension o.f bureaucracy 

(Pugh and Hinings, 1976 ). Centralization, which is consid-

ered to be a separate "concentration o:f. authority" diaension 

by the Aston group, 

ativel.y correlated 

has .aost o:f.ten been :found to be neg-

with the variables included in the 

Thus, with the in-•structuring o:f activities• dlmension• 

creased •structuring o:f activities•, the 1.ocus o:f authority 

tends to decentralize throughout the organization. A third 

structural. dimension that has been investigated is the "line 

control. o:f wor.k:fl.ow" and includes variabl.es such as the pro­

portion o:f clerical. sta:f:f to decision-ma.king personnel.. 

However, in Weber's discussion of the ideal. type bu-

reaucracy 1 he al.so alluded to a fourth dimension Which could 

be 1.abel.1.ed "the characteristics o:f of:fice holders"• In his 

wri~lngs on bureaucracy, Weber described several. character-

!sties of the bureaucratic of:fice hol.der. Three o:f the most 

prominent features include: the necessity of professional. 

qual.i:fications :for entry into an organization, the tendency 
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to remain in acquired positions :for a Long period o:f time 

and the development 0£ an impersonal. work orientation among 

coworkers. Thus, one important question ls to determine the 

degree to which the Aston groups• original three dimensions 

are interrel.ated within voluntary aaateur sport organlza-

"tlons. Another consideration is whether or not the "charac-

teristics o:f o:f:flce hol.ders 11 dimension is interrelated with 

the other structural dimensions o:f bureaucracy. 

In addition, the relationship between a number o:f con-

textual variables, such as organizational size, organiza-

tional age, dependence and technology have al.so been inves-

tigated in relation to the structural. variables. In the 

majority o:f studies, organizational. size and the de~ree o:f 

dependence on other organizations have been :found to be the 

best predictors o:f organizational. structure (Pugh et al• 

1968; Hsu et al.. 1983 ). Larger organizations tend to be 

more bureaucratic, probably due to a need :for increased con-

trol. as the nuaber o:f employ,ees increases. Conversely, the 

more dependent an organizAtion is on a parent company, the 

l.ess l.ikel.y i"t le to be cl.early structured. Replications 

are required to de"termine 11: the same patterns exist in vol.-

untary amateur sport organizations. 

In hls review o:f the literature on bureaucracy, El.au 

(1974) concl.uded that the structural bureaucratic attributes 

are interrelated and their e:f:fects Interact on each other. 

I:f these same attributes are :found to be present to some de-
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gree in Canadian NSGBs then the same in~errelations can be 

expected• It is highly unl.ikel.y, however, that these char-

acteristics are present in the NSGBs to the degree outlined 

by Weber. This is because Weber's ideal types were not 

meant to represent reality. They were construc"ted as heu-

ristic devices 1rom which comparative and causal Judgements 

could be made (Rex 1977; Ingham 1979 ). The interestini;,; 

question ls to deteraine the extent to which Canadian NSGBs 

and other vol.untary sport organizations approximate the 

structure o:f Weber's ideal. type. In addition, in order to 

test Weber's assumption 

1orm o1 social s~ruc~ure, 

that bureaucracy is an e:f1ective 

the correl.ations between indices 

o1 bureaucracy and organizational. e:f1ectiveness need to be 

examined. Beca:use there is evidence that the structural 

variables are interrel.ated it wil.1 be necessary to control. 

:for the ·e:f:fects o:f structure on e:f:fectiveness. Un:fortunate-

ly, the rel.ationship between structure and organizational 

e1:fectiveness has been given 1.ittte attention in the 1itera-

ture "to date. 

According to Sigel.man (1981), two main hypotheses have 

been examined in the 1.lmited research wbich has been done on 

this relationship. With the 1lrst hypothesis, a positive 

linear rel.ationship between bureaucratic structure and ol"-

ganizational e:f:fectiveness is predicted, a relationship 

which is consistent with the Weberian tradition• 

man (1981:253-254) explains: 

As Sigel-



The basic idea here is that division 0£ 
specialization, achievement orientation, recruit­
ment and promotion on the basis of merit, e£fi­
ciency- consciousness, clear-cut patterning o~ re­
sponsibility, and other bureaucratic 
characteristics encourage organizational rational.­
ity. Accordingly, as these characteristics diffuse 
throughout the organization and becoae institu­
tionalized over the course of time, aore e£fective 
per1ormance should 1o11owo 
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In the second instance, a linear relationship between bu-

reaucracy and e1fectiveness is predicted, but this time, the 

slope of the relationship is negative. Sigelman (1981:254) 

reports that some researchers have argued that the explana-

tion 1or a negative relationship ls that, "the increasingl.y 

bureaucra-tlc orf!,anization becomes proP.,.ressi vel.y more suscep-

tible to performance lapses as its structural arrangements 

become a1ore elabora-te"• 

To reconcile these contradictory perspectives, Sigelman 

suggests that an S shaped curYe may best explain the rel.a-

tionship between bureaucracy and ef£ectiveness. He 

(1981:256) expl.ains that e££ectiveness may su££er when an 

organization first adopts a more bureaucratic styl.e, but ef-

fectiveness can then be facil.ated as "rational procedures 

repl.ace "the e.d hoc ones"• However~ a1ter a point bureaucra-

cy may be detrimental to e1£ectiveness because: 

Thus, 

Specialization may give way to water-tight com­
partmentalization, efficiency to goal. displace­
ment, lapersonality to outright dehuaanization and 
hierarchy to rigidity (Slgelaan, 1981:256). 

ln this study, organizational age coul.d be an impor-

tant contextual variab~e since the relationship between bu-
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reaucracy and e£1ectiveness may va~y according to the stage 

of growth of the organization. Furthermore, it is important 

to determine the degree to Which the contextual. variabl.es 

are lnterrel.ated. If they are found to be bighl.y correlated, 

it wil.l. be necessary to impl.ement control. procedures so that 

the unique effect of each contextual. variable on structure 

can be determined. 

Careful. consideration must also be given to the indices 

of organizational effectiveness. Researchers have long been 

interested in isolating the variables which predict organ!-

zatlonal effectiveness. However, several. probl.eas regarding 

the measurement of the concept have hindered proMress in 

this direction (Steers, 1977 ). Part of this problem stems 

from the use of alternative theoretical orientations regard-

ing the ;functioning of orsanlzations• Kore specifically, 

some researchers have used ~he goa~ mode~ ~o measure organi-

zational. effectiveness (Price, 1968), 

pl.oyed the systems model. (Yuchtman 

while others have em-

and Seasbo.-e, 1967 ). 

With the goal model., effect·iveness is aeasured accordinM to 

the ability of an organization to achieve desired obJec-

tives, whil.e in the systems model, effectiveness is measured 

in terms 01'. the organization's ahil.ity to acquire scarce .-e-

sources. 

While the issues surrounding the use of the goal and 

systeas models wil.1. be discussed in the next chapter, it is 

important to mention at the outset that the relationship be-
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tween indices :from both models will be exp\.ored in this 

s-tudy. Since per1ormance exceLLence is an explicit obJec-

tive of alt NSGBs which are responsibl.e :for the administra­

tion o:f Oly,apic sports, the ranking o:f the sport in interna­

tional. competition will represent a measure :from the goal 

mode t.. In addition, because NSGBs must continually struggle 

to obtain :funding, the,ir ability to acquire :funds :from the 

government and other sources will be included as an index o:f 

the systems model. The use o:f both the goal and systems 

models is intended to examine the controversy existing in 

the literature on organizational e:f:fectiveness. In the lit-

era-ture 7 the two models are either resarded as alternative 

views on organizational ·performance ( Campbell, 1976; Molnar 

and Roger, 1976) or as complementary tools :for analysing or-

ganizational action (Webb, 1974). 

ter view, it has been suggested 

With respect to the lat­

that the systems model may 

be a logical extension o:f the goal model in that resources 

are required to achieve desired goals. 

Thus, i:f the two models are assumed to be coaplementa·ry 

methods of measuring organizational e:f:fectiveness, a posi-

tive relationship between the goal and systems measures 

would be expected. With respect to this study, orp;aniza-

tlons with teams which rank high in world rankings would be 

expected to be more successful in acquiring scarce funding 

resources than are organizations with teams with moderate or 

low wor~d rankings. This interpretation ls consistent with 
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the assumptlon underlying the systems model that the ability 

to acquire resou~ces is a re~Lection 0£ ~he organization's 

success at producing desired outcomes~ and ~bus assumes ~hat 

the systems and goal models are compl.ementary tools :for 

measuring organizational. e.:f.fec ti veness. 

However, it has also been argued that the acquisition 

o:f :inputs into an organlzational. system does not necessarlly 

guarantee that desired outcomes will be achieved. A number 

o.f uncontrollable :factors which are external to tbe organi-

zation may prevent inputs :fro• being trans.foraed lnto out-

puts. Or, inputs aay be mismanaged at various polnts 

throughout the system and are there.fore not trans.foraed into 

desired outputs. With this interpretation, a negative rela-

tionship or the lack o:f a signi:ficant relationship between 

the two models o.f organizational e.f:fectlveness would be ex-

pected. Thus, besides investigating the rel.ationship be-

tween structure and e.f.fectiveness, this study will also ex-

amine the question o.f whether the goal and systems models 

are complementary tools :for investigating organizational e:f-

1ectlveness. 

In sum, Weber's theory o.f bureaucracy provides a .frame­

work :for investigatlntz the structure and meaning o.f modern 

aaateur spor~ by: :focusing on the historical. and cultural 

context in which organizational structures emerge, examinlng 

the e.f.fects o:f structure on the attainment o:f instrumental.. 

objectives and resource acquisition, while considering the 
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consequences o1 a shl1t in power as con~roL is taken out o~ 

the hands o:f the worker, or in this case, the participant. 

This study will investigate the second portion o:f this Webe-

rian ~raaewor.k; a portion which has received little atten-

tion in the sociology o:f sport literature. To this end, 

several relationships will be examined. These include the 

relationships between selected contextual variables and 

structure, the interrelationships among structural vari-

abl.es, the interrelationships among the goal and systems 

model.s o:f <d1ectiveness and the relationships between struc­

ture and e11ectiveness. 

The purpose o:f this study ls :four:fold• The :first pur-

pose ls to examine the relationships between the contextual 

variables o1 organizational size, organizational age, tech-

nologlcal expertise and dependence on other organizations on 

orBanizationa~ structure. Second, the interrelationships 

aaong the bureaucratic structural variabl.es will be anal-

ysed, including: .:foraalization, specialization, centraliza-

tion, iapersonality o:f work relations, pro:fessional.ism, ca-

reer stability, and the proportion o:f clerical sta:f:f to 

decision-making personnel. Third, the relationship between 

bureaucra~ic structure and aeasures o:f both the goal and 

systems models o:f organizational e:f:fecvtiveness will be in-

vestigated. The :fourth purpose ls t.o determine the extent 
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to which indices o:f the goal. and systems model.s o:f organiza-

tional. e:f:fectiveness are interrelated in vol.untary Canadian 

national sport governing bodies (NSGBs)• 

S1anl1icanc• AZ- iha s~udx 

The examination o:f the relationship between bureaucracy 

and e:f:fectiveness wil.L provide insights into the present 

structure and :function o:f amateur sport at the decision-mak­

ing Level. Few studies in the sociology o:f sport have exam-

ined decision-making structures, even though these bodies 

undoubtedly have a strong in:fluence on the development o:f 

amateur spor"t. Research at this Level o:f analysis is impor-

tant ~or a number 0£ reqsons. First, by looking at present 

organizational structure, empirical. evidence regarding the 

extent o:f bureaucratization will be provided. 

highlight how the administration o:f amateur sport bas 

changed over time. In the past, the administration o:f ama-

teur sport at the Local., provincial and national. level.s was 

much Less :formal. Many o:f the administrative duties, includ­

ing coaching and o:f:ficiating, were per:formed by the athletes 

or parents o:f athletes who devoted their spare time to the 

organizatian o:f sport ln a mo~e spon~aneous and 

manner (Task Force Report 1969; Roxborough 1975; 

in:formal 

Schrodt 

1981 >· However, with t.he increased bureaucratization o:f 

sport, decision-making power and authority~ especial.l.y at 

the national. Level., is becoming more and more concentroted 



20 

in the hands of professionally trained executive members and 

paid pro1essionaLs. 

While this transition may improve organizational e:f:fec-

tiveness, as measured by per£orsance and revenue generation 

indicators, it is also "removin"! the power .:froa the athl.etes 

and volun"teer-s 11 , thus resul.ting in the loss o:f "pl.ayer con-

trolled games to aanageaent control.led big tiae 8 (Page, 

1973 ). Using Weber's terminol.ogy, the athl.ete may become a 

mere cog in th.e bureaucratic machine. According to several 

sport sociol.ogists, the consequences o:f such a shi.:ft in pow-. 

er :from the athl.etes and volunteers to the professionals and 

government o:f:ficials may incl.ude: declining persona·l autono­

•Y on the part o:f the athl.etes (Page, 1973), a concentration 

on producing winners instead o:f an emphasis upon the person-

al. and eaotional growth o:f the athlete {Sage, 1978 >, abatl.-

donment o:f expressive val.ues achieved through athl.etic par-

ticipation ( Frey, 1978 >, the depersonal.izaton of 

relationships (Willey, 1977) and the subordination o:f the 

athlete to the major decision makers (Sage, 1978). There-

:fore, a second contribution o.f this research wil.1. be to de-

termine the extent to which voluntary organizations in ama­

teur sport are bureaucratized. This wil.t provide evidence 

regarding how much these :fears associated with the trend to­

ward bureaucra~izetion in spor~ are wnrranted. 

Third, Little research has been completed in the soci-

ology o:f sport which integrates the concepts o:f bureaucracy, 
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organizational. e:ffectiveness, and the voluntary organlza-

tion. This intepration is important because it adds an or-

ganizational. perspective to the study of. vo·tuntary organiza-

tions and, at the saae tiae, al.l.ows one to examine the ex-

tent to which :findings on business organizations can be 

general.ized across organizational. types. In the vol.untary 

association lite.rature, voluntary organizations are sel.dom 

characterized as being bureaucratic in na-tu.re; a qual.ity 

that is most o:ften associated with governaents, big business 

and pro:fessional. sport. 

If. bureaucracy is :found to exist in voluntary organiza-

tions such as the Canadian NSGBs, a revision o:f the present 

conceptua1.izations o:f vol.untary organizations may be in or-

der• Fo1" exampl..e, Smith (1972:1-2) sees the £unctions o:f 

vol.untary organizations as being pl.ural.istic; as counteract-

in~ the trend toward anomie, personal. isolation and al.iena-

tion that have accompanied the bureaucratization o:f society; 

as contributing to innovation and social. change; as preserv-

lng cul.tures; and as nurturing personal 1reedoa. Saaith•s 

s-tatements seem. to iapl.y that vol.untary organizations•are 

not bureaucra~ic; an assumption that aay not be accurate in 

the case of. Canadian NSGBs. If. it can be establ.ished that 

such organizations are bureaucratic then one coul.d argue 

that participation resul.ts in consequences opposite to those 

espoused by Smith. Because bureaucracy is associated with 

impersonal.ity of. work rel.ations, invol.vement may actual.l.y 
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contribute to feelings o1 anomie, personal isolation and al­

ienation• Pluralism o:f power bases may be restricted through 

governmen~ intervention, and innova~ion may not be encour-

aged when there is a reliance on formal work procedures. In 

addition, the culture preserving function aay be undermined 

by the pressure :for standardization. Finally, personal :free-

dos is di:fficult to maintain when roles, duties, decision-

making procedures and authority channels are clearly desig-

natede By examining the relationships between context, 

bureaucracy and organizational e:f:fectiveness in voluntary 

aaa~eur spor~ organizations, the assumptions underlying the 

nature of voluntary organizations can be exaained. 

In addition, in keeping with the coaparative organiza-

tional approach advocated by the Aston group, this study 

will examine the degree to which the results of past studies 

can be generalized to the voluntary type o1 organization• 

More speci:fically, the relationships between context and 

structure, as welt as the interrelationships among the 

structural variables will he examined. Thus, even though 

some o:f the operational variables must be modified to ac-

count :for the uniqueness o:f the voluntary organizations un­

der examination (see Chapter 3), to an extent, a replication 

of past research will be attempted• 

Howeve:r, moat previous studies have only reported the 

zero order correlations between context and structure which 

do not control "for the con:founding e.f:fects of the other con-

textual variables. There1ore, more sophisticated techniques 
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wlll be utilized to £urther examine the rel.a ti on ships 

between these variables. 

This study will al.so extend past research by consider-

ing a £ourth dimension o:f bureaucracy, "the characteristics 

o.£ 0£:fice holders", as well. as rel.atln1> structure to organi-

zational. e:f:fectiveness. Thus, a more indepth interpretation 

o:f Weber's original. theory o:f bureaucracy will. be provided. 

To :further cl.ari:fy these relationships, control.a will al.so 

be empl.oyed to determine the unique relationship that each 

structural. variabl.e has with the measures o:f organlzatlonal. 

e:ff'ectiveness. 

In sum, thls investigation will analyse the extent to 

which :features indicative 0£ bureaucracy are Interrelated in 

voluntary amateur sport organizations and how this £orm 0£ 

social. organization is related to indices 0£ e:f:fectiveness. 

In addition, the rel.ationships between the structural. vari-

abl.es o:f bureaucracy will be examined to determine 1£, as 

the Aston group has :found, the varlabl.es indicative o:f bu-

reaucracy are highly intercorrelated. The e:f£ects that con-

textual. variables have on organizational structure will also 

be expl.ored to determine i:f similar relationships, as uncov-

ered in the business type 0£ organization, exist in these 

vo~untary or~anizations. To determine whether the goal and 

systems model. are separate or complementary models £or in-

vestigating organizational. e:f£ectiveness, the relationship 

between international. per:formance success and £inancia1. re­

source acquisition will also be examined. 
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In concl.uslon-, the examination o:f 1:hese research 

probLems is ln~ended to serve three £unctions: one, to exam­

ine the ex1:en1: 1:o which Weber's theory o:f bureaucracy holds 

:for volun1:ary sport organizations; 1:wo, 1:o ex1:end the liter­

ature on voLuntary spor~ organizations £ram an organization-

al perspective; and three, to obtain a bet1:er unders1:anding 

o::f the nature o:f decision-making structures in amateur 

sport. 



CHAPTER 2 - REVIEW OP LITERATURE 

rotroductloo 

This chapter begins by describing the nature o.f Canadi-

an national sport governing bodies, including a brie.f expla­

nation o.f the rote the Canadian .federal government has 

played in the historical. devetopaent o.f these organizations• 

Next, a review o.f the issues and the research regarding the 

main concepts involved in this study are presented. This 

review includes the literature on voluntary organizations, 

bureaucra~lc structure and organizational e11ectiveness. 

The .final. section o.f the chapter presents a review o.f the 

rationale .for the hypothesized relationships between indices 

o:f context, bureaucracy and organizational. e.f.fectiveness in 

national. spart governing bodies. 

i:&-dJ.AD llluiooal Sgor:t Goyarolml J!odiaa. 

According to Guttmann (1978), the .first national sport 

governlng bodies emerged in the middle o.f the 19th century 

in Engl.and; a development whlc.h 1.ater spread throughout much 

~ the modern industrialized worl.d. In contrast to primi-

tive sport, which was not characterized by bureaucratic de-

cision-making structures, Guttmann (1978:46) contends that: 

In the 20th Century almost every modern nation bas 
created a government sports bureaucracy to 

- 25 -
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abet, regu~a~e or rep Lace the vol.untary 
associations o:f the 19th Century. 

Guttmann expl.ains that the rise o:f bureaucracy in sport is 

associated with a number o:f other characteristics -0:f indus-

trial.ized modern society, incl.uding: a movemen~ :from the 

sacred to the secu~ar; an emphasis on equality, special.iza-

tion, rationalization and quanti:fication; and, a preoccupa-

tion with record keeping. An examination o:f these charac-

teristics hel.ps to il.l.ustrate some o:f the reasons why 

organized decision-making bodies have emerged to control. am-

ateur sport. 

One reason :for this devel.opment was the shi:ft :from the 

rel.igious signi:ficance that was associated with sport in 

primitive societies to a more secul.ar tre.nd in which sport 

ls pursued ~or its own sake. With an empha¥is on the secu-

1.ar, it is 1.ikel.y that administrative structures wil.1. emerge 

to control. the sport ail.ieu, a :form o:f control that was once 

thought to be in the hands o:f the Gods. 

In addition, Guttmann 1.inks the concept o:£ equal.ity to 

the achievement principl.e; an ideol.ogy which Weber associat-

ed with the rise o:f modern society. Given this achieveaent 

principl.e, Guttmann (1978:26) contends that rules ha.ve 

emerged to ensure equal.ity in sport on two 1.evel.s: one, in 

terms o:f equal. opportunities to compete, and second, in 

terms o:f ensuring that competition conditions are the same 

:for al.l competitors. Al.though it can be ar~ued that this 

ideal. is sel.dom achieved, the goal. o1 equality is pursued 
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much more in modern sport than it was in primitive societies 

which were governed by ascriptive rather than achievement 

principles. 

Rationalization is another process associated with the 

development o:f bureaucratic sport governing bodies. This 

process ls de:fined as 11 thinkinp in terms o:f means and ends"• 

I:f success in sport is viewed as the end, then a number o:f 

steps must be taken and rules established to ensure that the 

end will. be reached without dispute. While rules, distances 

:for race·s, and equipment designs were rarely standardized in 

more primitive societies, uni versa 1. ru 1es1 standardization 

and an emphasis on scienti::fic training are alt characteris-

tic o::f modern sport :forms• Al.l this preparation is the 

means o:f achievine the end o:f athletic excellence. According 

to Guttmann (1978:44): 

It is highly unlikely that the tendency toward in­
creased rationalization will be halted by protests 
o:f aen and women who cherish the day when sports 
we:re av-oca-tions. 

Specialization is another concept which Guttmann links 

to the process o:f bureaucraticization• Whereas the cuttiva-

tion o.:f many ski 1.1.s was valued in earlier societies and 

there was tittle di:f·:ferentiation o:f rotes, modern sport is 

characterized by a more highly specialized division o:f ta-

bor, both administratively and on the pl.a.yin& :field. This 

increased division o:f labor is al.so linked to pro:fessionat-

is111 in that those in primary and secondary levels o:f in-

vol.vement tend to devote a tot o:f time to their roles and 

become very qualified in a particular area -0:f expertise. In 
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addition, the size of administrative structures have expand­

ed in response to the desire :for greater special.ization and 

i:,ro:fesBional.isme 

Quanti:fication and re.cord keepini! are additional. :fea-

tures associated with the rise of bureaucratic structures in 

spo~t. Whil.e performances and distances were rarel.y quanti-

fled in ancient societies such as Greece, "modern sports are 

characterized by the al.most inevitable tendency to transform 

every athletic :feat into one that can be quantified and 

measured" (Guttmann, 1978:47). In addition, the keeping of 

statistics and records has been enhanced by many sienificant 

technol.ogical. advances ( Jobl.ing, 1976 ), and the emeraence o:f 

administrative positions which are entrusted with 

cord-keeping function• 

this re-

Utilizing the concepts of bureaucracy, secul.arlsm, 

equal.ity, special.ization, rationa1.ization, quanti:ficatlon 

and record keeping, Guttmann has appl.ied a Weberlan approach 

to explain the rise of modern sport bureaucratic structures• 

However, there is very littl.e empirical evidence re6!ardlng 

the actual historical. transformation of vol.untary decision-

aaking bodies 

( Dunning 1973; 

in amateur spor~. Some sport sociol.ogists 

Ingham 1975, 1976, 1978; Riesaan and Denney 

1972) have empl.oyed similar approaches to that of Guttmann, 

but have concentrated on the :form of.the game played rather 

than on administrative structures. Others have compil.ed de­

scriptive accounts of the devel.opaent o:f sel.ected national 
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sports governlng bodies (Greaves 1976, the Canadian Gymnas-

tlc Federatlon 1973); some work bas been done on ~be na~ure 

o1 sport organlzatlons in the 18001 s and early 19001 s (Met-

cal.1 1976; Morrow 1981); and there is a growlng body of lit-

era~ure regarding how governmen~ involveaent is affecting 

the organization of aaateur sport (Anderson 1974; Broom and 

Baka 1978; Corran 1980; Kidd 1978, 1980 ). However, there ls 

very little empirical evidence or descriptive docuaentation 

which explains the rise of Canadlan NSGBs. These orJZanlza-

tlons lnvolve thousands of citizens and government offical.s, 

and millions o1 tax dollars in direct donations and support 

services are provided to them. They al.so represent national. 

sport pol.icy~ evolving from provincial and local assocla-

tions, at ,the international level of organization. 

At present, Canadian NSGBs appear to possess aany of 

the features which Guttmann contends are the distinguishing 

characteristics of modern sports. The sport played by ath-

1etes belonging to the various sport governing bodies can be 

described as being secular ln nature and there are an abun­

dance of rules and guldelines designed to achieve equality 

in competition. By looking at statements o1 purpose in the 

constitutions of these organizations, it is evident that 

success in inte.-natlonal competition ls a major goal and 

that standardization and preparation is encouraged, to vary-

ing degrees, in orde.- to achieve this end. 

evidence of a rational type of ideology. 

Thus, there is 

National hoards, 
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which usually contain representation by provincial associa­

tions and some ~orm o1 an executive board~ o~ten have c~ear-

ly defined and differentiated functions• These boards, 

aLon~·with numerous committees with speci~ic mandates~ are 

representative of specialization at an administrative level 

01' inv,ol.vem.ent. In addition, since 1970, salaried program 

staff with educational qualifications have been hired in 

growing numbers to carry out the day to day administrative 

and technical tasks, a development, which among others, is 

evidence of increased professionalization. In addition, an 

emphasis on quantification and record keeping ls clear as 

nuaerous records and statistics are kept on domestic Canadi-

an competition as well as international per1'ormances in the 

CoamonweaLth Gaaes 1 

World Championships. 

Pan American Ga•es, Olympic Games a.nd 

Given these characteristics, the present structure and 

major affiliations of the Canadian NSGBs are illustrated in 

Figure t. As shown in this diagram, a typical sport govern-

lng body is composed of a national board, an executive 

board, and a number o1 comai·tt-ees.- This administrative com-

ponent ls responsible for policies and procedures for their 

sport at the national level as well as their national team, 

which is composed of the athletes, 

various support staff. 

coaches, o:fficial.s and 

In addition, this group ls responsible for paid staff 

who carry out the day to day administration of the associa-
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-tion. Although not all sport governing bodies have the same 

number o:f paid sta:ff, there is often an executive director, 

in charge o:f administrative duties; a technical director, in 

charge o:f technical programs such as Junior athlete develop-

ment and coaching certl:fication; as well as some clerical 

sta:f:f. All paid sta:f:f are centrally housed .in the National 

Sport and Recreation center in Ottawa, a center which pro-

vides a number o:f support services to the NSGBs. These bod-

ies also represent local as well as provincial associations 

and are linked through representatives to their internation­

al. associations. 

However, sport governing bodies do not operate autono-

Rather, Fitness and Amateur Sport, mousty. 

Cana.da, contributes up to 90~ o:f NSGB :funding• 

through Sport 

To Justi:fy 

and to priorize government :funding, Sport Canada consultants 

are responsible ~or a number o1 associations and aake recom-

mendations, based on Sport Canada :funding criteria, regard-

ing the amount o:f support to be given to each NSGB. Although 

these criteria are constantly under review, those in e.ffect 

at the time o:f this study are as :follows (Sport Canada Cri­

teria, 1982 ): 
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To be eLi~ibl.e 1or consideration by Sport Canada 
1or 1inancia1. support, a national sport governing 
body shal.1.: 

1. Be receiving provincial government 1inanciaL support 
1or administration programs, such as executive and 
general. aeetings as wel.1. as technical. programs such 
as provincial competitions and coaching devel.opment 
in at Least 6 Provinces or Territories in Canada; 

2. 

3. 

Exception: a sport may be considered 1or 1inancia1. 
support o1 its national team program (training, com­
petition, athlete assistance, reseal'cb and suppol't 
sel'vices) 11 it ls entered on the current cal.endar o1 
the Co•monweal.th Games and/or Pan Am Games and/or the 
Olympic Games and meets the £01.Lowing per1ormance 
standa.l'ds: 

a) ComJ11onweal.th - can win medals 

b) Pan Am - can £inish in the top 6 

c) Olympics - can £inlsh in the top one hal.£ 

Have a written statement 
or an objective in the 
states commitment towards 

Be incorporated under the 

rati1ied by the association 
constitution which cl.early 
developing excellence. 

Canada Corporations Act as 
body or have equivalent a national. sport governing 

1.egaL protection. 

4. Be recognized as a member 0£ their respective inter­
national. sport 1ederation (this £ederation must be 
comprised 0£ countries representing at Least 4 conti­
nents); 

Exception: a sport may be considered £or 1.inanciaL 
support 11 it has a tradition or heritage in Canadian 
sport and has rece.ived FAS £unding 1or more than 10 
years. 

Se Have independent annual assets 1or implementation o1 
a bas.le national. sport devel.opment program. The min­
imum assets shall. be equal. to at Least 10% o1 the 
Fitness and Amateur Sport support; 

6. Have undertaken the implementation 0£ pl.ans in the 
areas o1: 
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a) athlete development programs 
ti tion) 

(training and compe-

b) coaching devel.opment 

c) o££iciats• development 

7. Have an identi£iabl.e organizational. structure with 
clearl.y del.ineated :tunctions, committee structures 
and Job descriptions and have su££icient volunteer 
depth to £ill all. national positions; 

8. Have submitted a mul.ti-year pl.an with measurable ob­
jectives for the :toll.owing principle program ele­
ments• This plan shal.1 be endorsed by the sport gov­
erning body and approved by Sport Canada: 

a) athlete skills devel.opment 

b) coaching development 

c) o££icial.s• devel.opment 

d) rul.e development and standardization 

e) national competition opportunities 

£) national team competition and training plans 

g) national. team support sta££ development 

h) research and athl.ete testing programs 

i) Tal.ent Identification and J'eeder system 

J) promotion 

9. Have the capabil.ity to meet the needs of the member­
ship in both o.f£icial. 1.anguages. 

Thus, to be el.igible ~or :tunding, NSGBs must be commit-

ted to performance excel.1.ence and must devel.op business-1.ike 

or~anizational structures and planning systems in order to 

achieve this objective. To achieve technical, administra-

tive and financial maturity, 

archical authority structures; 

the NSGBs must develop bier-

become more dl£ferentiated 
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with specialized duties, roles and .functions; establish 

rules, procedures and Job descriptions to guide decisions 

and actions; pl.ace more emphasis on the qualifications of 

meabers; and place a high priority on performance excellence 

of their tea•s and athletes. All o:t these deYelopaents are 

characteristic o~ Weber's bureaucracy• 

Al.though the :federal government ls able to exert a con­

siderable influence on the goals and structures of the NSGBs 

through lts control over :funding, Broom and Baka (1978) con­

tend that such direct government involvement in sport is a 

relatively recent develop•ent. It was not until 1969, when 

a Task Force Report on Sport for Canadians, was released to 

identify reasons :tor Canada's disaal performance ln interna­

tional sport, that the :federal governaent became openly com­

mitted to the goal. of athletic excellence. Previous to this 

time, according to Broom and Baka (1978:70), it was thought 

to be politically risky to support elite sport programs un-

Less sport ~or the aasses was used as a cover. With the 

publication o:t this report, Sport Canada was established to 

support the growth of competitive sport at the national. and 

international levels. In addition, the Coaching Association 

o'f Canada was :formed to improve coaching e:tJ:ectiveness 

through National Coaching Certification Programs, graduate 

coaching scholarships and coaching apprenticeships. The 

Task Force Report al.so recommended that a financial .aid pro-

~ram be established to assist student athletes and to en-
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courage outstanding athletes to stay in Canada ins-tead o:f 

ati:ending school in the United States where scholarships are 

more readily available. This recommendation resulted in the 

:formation o.:f the Athlete Assistance Program and by 1977-78 

approxiaatel.y $1.6 mill.ion was being budgeted :for athlete 

assistance. 

The Athlete Assistance Program was related to another 

pro~ram known as Game Pl.an which was launched in 1972. 

Through talent identi:fication, expanded competition opportu­

nities, the hiring o:f national coaches, and the :formation o:f 

centralized training centers, the aim o:f Game Pl.an was to 

drastically improve Canada's standing in international com-

petition. According to Broom and Baka, $9e5 million was 

spent between 1973 and 1.976 to launch th.is program• The 

program was success:ful in achieving its goal as the number 

o:f A carded athl.etes (those who are in the top eight in the 

world), and the number o:f B carded athl.etes (those who are 

ranked :from 8th to 16th in the world), totalled l.26 in 1976; 

an increase :from 47 in 1972. 

success o:f Game Plan was that: 

A :further indication o:f the 

Canada rose :from twenty-:first position in the 1972 
Summer Olympic Games to tenth in 1976 - its best 
per:formance since 1932 (Broom and Baka, 1978:35). 

Support to national. sport governing bodies :from the 

Minister o:f Fitness and Alllateur Sport (FAS) have continued 

to increase until, in 1981, total contributions are ap-

proaching ·the 33 million dollar mark• However, NSGBs must 

compete with each other ·1or :funding by demonstrating admin-
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istrative maturity and by achieving success through their 

teams and athletes in international competition• As men~ 

tioned previously, one o1 the purposes of this study will be 

to examine how the structural characteristics of the NSGBs 

are related to the ability o1 the organization to secure 

funding from the federal government• One question to be in-

vestigated is whether NSGBs with more bureaucratic charac­

teristics are able to acquire financial resources more ef-

1ectively. 

In addition to the Task Force Report, anothe.r major de-

velopment which stimulated government involvement in sport, 

the Fitness and Ama-was the passing o1 Bill C131 in 1961, 

teur Sport Act. Once again, ~be governmen~ was concerned 

about losing national prestige through poor sport perform­

ances. This concern was most evident in the following recol-

lection by Regan (1981:3) 1 a past Minister of Fitness and 

Amateur Sport: 

The following year (1960), at the Suamer Olyapics 
in Rome, our national pride was offended again• 
In one o~ our poores~ per~o~mances ever, Canada 
pl.aced 26th, taking home only one medal, a sil.ver 
in the rowing eights. It was beco•ing obvious 
that something had to be done, both for our top 
level athletes and our sagging waistlines. 

With the appearance of the Fitness and Amateur Sport Act, 

the National. Advisory Council. on Fitness and Amateur Sport 

was establ.ished. The function of this council. was to advise 

the Directorate of Fitness and Amateur Sport regarding poll-

cy and funding programs. 
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Prior to 1961, according to Broom and Baka (1978), the 

1edera1. government had only super1icial involvement in ama-

teur- sport. The concern over the loss 0£ prestige through 

internationaL sport was a more recent development, wher-eas 

in the past, achieving national security through 1itness and 

spor-t as rehabilitation £or the unemployed were the more 

prominent reasons £or government invo~vement. However, dur-

ing the 1920 1 s and 1930 1 s there may have been less need £or 

the 1edera1. government to be concerned with pe r.1o.rmance 

since our achievements at the OlY1J1plc Games during that time 

have never been equal.led (Schrodt, 1981). 

While there is some evidence 0£ the growing e£fect that 

govern•ent involvement has had on the bureaucratization of 

vol.untary organizations such as NSGBs, there has been little 

research on the changes in the ad•inistration of these or-

ganizations over ti•e• In Canada, the first evidence o1 a 

national. sport governing body which oper .. ted autonomously 

1ro• the 1edera1. government was the National Lacrosse Asso-

elation which was 1ormed in 1867. However, Schrodt (1981:7) 

contends that "these early organizations were o1ten national 

.in nam-e on"LY", as many were 1ormed be1ore their provincial 

associat1ons were crea~ed. However, these so-cal.led nation-

al associations did signal the growth 0£ a national. identity 

through international competition. Although littl.e has been 

w.ri tten about the actual administration o1 -these organiza-

tions, they undoubtedly were the 1orerunners to the more bu-



reaucratic 1orms 0£ organization seen today. For exampl.e, 

Morrow ( 1981) contends that prominent meDbers o:f the Montre-

al Amateur Athletic Association, which was 1oraed as a re-

sult of an amalgamation of several 'single sport clubs, were 

instrumental in the organization of at least ten national 

sport governing bodies in the late 1800's and early 1900 1 s• 

Another iaportant early development was the formation 

of the Amateur Athletic Union of Canada (A.A.U.) in 1885. 

This organization claimed national Jurlsdic'tlon over a num-

be-r o.1 sports. According to Schrodt (1981), the A.A.u. was 

formed due to a need to represent Canadian sport collective-

ly in international competition and at the Olympics. By 

1919, approximately half of the existing seventeen national 

governing bodies were AAU affiliates and this body also rep­

resented Olympic sports which had not yet developed a sport 

governing body. 

There ls little information which documents how Canadi-

an national sports government bodies have evolved to become 

bureaucratic in nature; a characteristic which along w.ith 

secularism, equality, specialization, rationalization, quan­

tification and record keeping are features of modern.sport. 

Although these or11anizations have their roots in the 1800 1 s, 

it appears that federal government involvement, mainly since 

1970,, has been a major lnfl.uence in the bureaucratization of 
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the NSGBs. The control that Sport Canada has over NSGB 

1unding is one o1 the main reasons 1or governmental in1lu­

ence on the structure and goals being sought by these organ-

iza-tlons. 

While recognizing the i•portance o1 longitudinal re-

search., this study will investigate the present structure 

and e11ectiveness o1 Canadian NSGBs. It is hoped that this 

study will 1il.l. a void that presentl.y exlsts regarding the 

organizational nature o1 sport at the decision-making level 

and will thus 1orm a base 1rom which longitudinal analyses 

may be undertaken in the 1uture. 

In order to conduct this research, it is necessary to 

reYiew the literature in a number o~ re~Ated a~eas such as 

vo~untary organizations, bureaucracy and organizational. e1-

:fec-t iveness. The next section o1 this chapter reviews the 

research that has been conducted on vol.untary organizations. 

Yoluotarv Orcanlzatlooa 

~tiona 

As leisure time bas increased in post industrial. socie­

ty, the commitment to voluntary organizations in many areas 

incl.uding rel.igloo, science, sport, politics, and education 

has been on the rise. Smith (1972:1-2) contends that the im­

pact o1 voluntary organizations on society is widespread: 

Volunteer participation in many cases contributes 
meaning1ully to individuals positive mental 
health, satis1action, and sense 0£ happiness, thus 



counteracting the trend toward anomie, personal 
isolation, and alienation that in many cases tends 
to accompany the increasing urbanization, indus­
trialization and bureaucratization of society. 

Certain kinds of nonpro:fit organizations, notably 
interest groups and pressure groups, are thought 
to he vital for the maintenance o:f a democratic 
society insofar as they :facilitate a pluralism o:f 
power bases and the participation of a variety o:f 
individuals in the political process in ways other 
than by voting and office holding. 

Voluntary organizations and social movements are 
usually in the vanguard of social change and inno­
vation, having in most cases less to lose and more 
to gain :from such changes than do the more estab­
lished, ,pro:fi t making organizations or government 
burea.ucrac1es. 

On the other band, certain voluntary organizations 
also play a major rol.e in preserving cultu:i'es, ar­
tifacts, ideol.ogies, values, and symbols o:f the 
past, thus contributing to the maintenance o:f our 
cultural heritage o:f diversity, the "many" :from 
which we have become in some sense "one"• 

Final.l.y, even i:f none o:f the :foregoing :functions 
o:f vol.untary organizations were currently impor­
tant in a given society, such organizations should 
still be worthy o:f study as vital manifestations 
of the :fundamental. :freedom of association; a :free­
dom that must be Jeal.ousl.y guarded ·and carefull.y 
nurtured in a world where such :freedom is by no 
•eans universal nor permanent in any sense. 
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However, Smith's statements seem to impl.y that volun-

~ary organiza~ions are no~ bureaucratic in nature; a.n as-

sumption that may not be accurate, especlatty in the case o:f 

Canadian NSGBs. I1 it can be established that such organiza­

tions are bu:i'eaucratic then one could argue that participa-

tlon resul.ts in consequences opposite to those espoused by 

Smith. 

o:f work 

Because bureaucracy is associated with impersonatity 

relations, involvement may actuall.y contribute to 



:feelings o:f anomie, personal isolation and alienation. 
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Plu-

ra1~sm o1 power bases may be restricted through governmen~ 

intervention, innovation woutd no·t be encouraged when strict 

adherance to :formal work procedures ls enforced and the cul­

ture preserving :function may be under•lned because o:f pres-

sure :for con1orml-ty. Finally, personal :freedom is dl:f:flcult 

to maintain when roles, duties, decision-making procedures 

and authority channels are clearly designated. The problems 

associated with present conceptualizations o:f voluntary or-

ganizations lie in two main areas: the definitions o:f vol­

untary organizations and the :focus o:f the research that has 

been conducted to date. 

Dc11ni11oaa &DJi Typo\ocica 

The de:flnitions :for voluntary organizations have thus 

:far been based on the rewards that individuals receive :for 

participation. That is, involvement has been de:flned ac-

cording to whether individuals receive :financial remunera­

tion :for their e:f:forts or according to the degree o:f :freedom 

o:f choice in entering into a voluntary role in an organiza­

tion. For example, Smith (1966.:483) contends tha1: 1:he de:fin-

itlve characterls1:ic ls that 11 tbe majority o:f members are 

neither paid :for par1:icipation in the organization nor 

physically coerced into such participation." Banton and 

Sills (1972:363) classi:fy volun1:ary organizations according 

to the :following criteria: 



Fi:rst, the major activity of the organization is 
not rel.ated to the business of making a 1.iving, 
that is, to the economic activities of its mem­
bers. Second, the voLun~ee~ (ie. non sala~J.ed mem­
bers) constitute a maJori ty .of p.articipants. 
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In addition, Tomeh (1973:92) defines vol.untary organizations 

as Horga.nl.zations in which membership depends on the free 

choice of the individual. wbil.e seve:rance rests at the wil.1. 

o:f either party." Toaeh fu:rthe:r cha:racterizes such organi­

zations as being nonprofit in natu:re with col.l.ective obJec-

tives, del.egated authority patte:rns and duties, elected o:r 

sel.ected o:f:fice:rs and pe:riodic and/or :frequent .meeting 

times. Thus, organizational. patterns are not viewed by Tomeh 

as being necessa:ril.y loosely st:ructured; a feature which is 

coamonl.y associated with vol.untary organizations. 

Tomeh :recognizes that the "free choice" eleaent of his 

de:finition is probl.ematic because the degree to which "free 

choice" is valid in rel.igious or labor union involvement re-

mains open to ques~lon. In addition, some may argue £rom a 

more deterministic perspective that we are 1.a:rgel.y social.-

!zed into various societal rol.es and affiliations. Or, from 

a conflict perspective, it coul.d be a:rgued that persons of 

~ewer socioeconoalc statue do not possess ~he same opportu-

nities as those of higher socioeconomic status. They are 

therefore excluded from participation• Final.Ly, one could 

argue that individuals have :free choice in determining occu­

pations as well as vol.untary involvements. 
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Researche~s have attempted to di:f1erentiate between 

voluntary and other types o:f organizations on the basis o:f 

the types o1 rewards that members receive :for their work, 

pl.us the degree o1 :freedom in becominp involved. These de:f-

initions do not capture 1:he di:f:ferences which may or may not 

exist at an organizational. level. o:f inquiry. 

Slail.aril.y, typologies o:f organizations, which are use-

:ful. 1or systeaatic comparisons at an exploratory stage o:f 

research, have tended to :focus on reasons :for individual. in­

vol.veaent. For example, Gordon and Babchuk (1959) identi:fied 

three types o:f organizations according to the :functions that 

they per1ora :for the individual.. In an expressive type o:f 

organization, including hobby groups, the activities are de­

signed to be iamediatel.y grati:fYing to the participants. In 

contrast, instru•en1:al. associa1:ions either provide a ser-

vice, produce a product or serve to maintain some norma~ive 

condi1:ion. These groups are usual.1.y organized to cope with 

1:he external. organization and include 1.abor unions, pol.it!-

cal. organizations and pro1essional. groups. Mixed groups in-

corporate qualities o:f both expressive and instrumental or-

ganizations, thereby providing :for the individual. members 

while attempting to per:form some :function :for the 1.arger so­

ciety. 

Warriner and Prather {1966) developed a typology which 

classi1ies voluntary organizations according to the assumed 

value 1unction o:f the central activities; 

1. pleasu~e in per~ormance eg. square dancing clubs 
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2. sociability ega the happy hour 

3. ideological symbolism ei!• churches 

4. production eg. ~be Humane Socie~Y• 

A third typology along these lines, although not de-

signed speci1ically to classity voluntary organizations, is 

the scheme by Blau and Scott (1962). Their system is based 

on the prime benetlciary ot the organization which may be 

~he aeabershiP1 owners, clients or society. The categories 

which result trom this analysis include autual benefit asso-

ciatlons, business concerns, 

nonwealth organizations. 

service organizations and com-

The preceding detlnitlons and typoloaies are retlected 

in the research on voluntary organizations. This area has 

largely addressed the tollowing two questions: who Joins 

voluntary associations and what are their reasons tor in-

volvement? To examine the tirst question, researchers have 

assessed the socioeconomic and demographic characteristics 

ot Joiners including their education, age, sex, ethnic hack-

ground, occupation, income and religious attiliation. From 

the work ot Hyman and Wright (1971), Bahchuk and Booth 

(1969) and Curtis (1971), a tentative profile ot a Joiner 

has emerged• This person ls more likely to he from a high 
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social. cl.ass backl"round, a mal.e rather -than a £emal.e, a pa-

rent rather ~han a non-paren-t, a voter rather than a non­

a non-1arm res1den~ rather voter, white rather -than bl.ack, 

than a 1arm resident, and Jews are more likel.y than Protes-

tants, who are both more Likely than Cathol.ics to be Join-

ers. 

A simil.ar research strategy has been utilized to study 

the characteristics o:t executive members o:t sel.ected Canadi-

an nat io.nat. spo.rt governing bodies. Bratton (1971) compared 

executive aembers o:t the Canadian Vo11.eyba11 Association and 

the Canadian Amateur Swimming Association. He :found that 1:he 

majority o:t members 0£ both associations tended to be mal.e 

(74* and 78* respectively), to have a highe.r education than 

the national. average, to come £roa higher economic strata 

than national averages, and 1:o hold high status occupations. 

Those with a Catholic rel.igious a:t:tiliation were underrepre-

sented in both organizations. In addition, swimming execu-

tives tended to be older, a higher proportion were o:t Brit-

ish ethnic origin (70*) and they were priaarily parents o:t 

the participants. 

In a study o:t twenty-two national. amateur sport associ­

ations, Beamish (1975) £ound suppo.rt :tor the contention that 

-there is a direct relationship between an advanced socioeco­

nomic position and a high rate o:t participation in voluntary 

associations. Executive members were almos~ exc~usi~eLy maLe 

Anglophones £rom 1.arger urban centers who had higher socioe-
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conomlc backgrounds than nationa~ averages. Beamish ( 1975) 

oi.:fers th.-ee al.ternative expl.anatlons .for his :findings that 

higher status individual.s tend to participate more in volun­

tary sport organizations than those with 1.ower status. 

These incl.ude: 

1. di:f:ferences in social.lzation patterns in the various 
s-trata; 

2. the incul.cation o:f di:f:ferent val.ues; and 

3. di:f:ferential. 
(1975:3). 

access to information and skil.1.s 

Explanations such as these must be examined :further in 

order to draw conclusions as to the reasons why high socioe­

conomic social positions are related to the propensity to 

become invol.ved in vol.untary organization rol.es. 

Hol.1.ands and G.-uneau ( 1979) tested whether there have 

been changes in patterns o:f NSGB executive recruitment by 

sampl.ing executives :from 1955, 1965 and 1975. In general., 

Hol.1.and and Gruneau•s .:findings repl.icate those of Beamish 

and Bratton• Kost executives were mal.e, were aaed 30-50 

years, had high occupational. status and were Angl.ophone. In 

addition, executives have o.:ften participated in sport to a 

high 1.eve11 bel.ong ~o more ~han one vo~untary association 

and report that a 1.ong time personal. association with their 

sport is the main reason ~or invo~veaent. One of the most 

interesting trends identified during the 1955-1975 time span 

was that executives reported higher 1.evels o.:f educational. 
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attainment and an .increasing number occupy pro£essional oc-

cupati-0ns. Hollands and Gruneau (1979:3) reason that: 

It may be that one o:f the results o:f a growing 
"bureaucratlza.:tion" in Canadian sport is an emerg­
ing tendency :for people to put a ~reat emphasis on 
:formal education in the identi:fication o:f leader­
ship capabilities. Or it may be that one o:f the 
:features o:f sport•s "bureaucratization" in the 
1970 1 s ls an increase in the number o:f 11pro:fes­
slonal" recreatlonalists, physical educators, and 
technical. specialists in the labor :force. 

For the purposes o:f this study, it is important to analyse 

the data to determine whether educational attainaent varies 

by·sport, and whether such variations can be related to in-

dices o:f organizational. e:f:fectiveness. As will be discussed 

1.ater, the concept o:f pro:fessional.ism ls one o:f the essen-

tial el.eaents o:f Weber•s theory o'f bureaucracy. 

Theberge (1980a) extended earlier studies by surveying 

sport executives at the provincial. l.evel.. Theberse chose 

:five sports that are :fairly well organized and that have :fe-

male participants. A simple pro:file o:f the sport executives 

showed that: 

they are equal.Ly likely to be male or :female, typ­
ically they are married, Canadian born, wel.l edu­
cated and likely al.ready to be in a supervisory 
rol.e in their own occupations (1980:137). 

However, some dl:f:ferences emerged when the data was analysed 

by sport. For e~amµLe~ in swimming aore aen *ban women are 

executives, men are more likely to hold executive technical. 

positions and 81~ o:f the men bold supervisory Jobs compared 

to 22~ percent o:f the women. Thus, whether or not one holds 

a supervisory type o'f Job, 111ay be a :function o:f the sex o:f 

the executive members. 
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The works by Bratton, Beamish, Gruneau and Hollands, 

and Theberge exempli:fy .a popular trend in the sociol.ogy o:f 

sport research on vo~untary organizations• This paral.1.els 

the major thrust o:f examining socioeconomic and de•ographic 

variables in the voluntary association literature. 

Social Paxcboloc.J.G.a:l Avvroac·h••· 

The :functions that voluntary associations per:form :for 

the individual. have been studied to a limited extent :from a 

social psychol.ogical perspective. For example, Babchuk and 

Edwards (1966) saapled 303 groups according to the extent o:f 

individual a:f:filiation, amount o:f participation, age and 

sta11:e in the li:fe cycl.e, and the locus o:f the organizations. 

They concluded that most voluntary associations serve inte­

grative :functions :for the individual. 

Jacoby ( 1965 ) :found support :for Gordon and Babchuk 1 s 

instrumental-expressive typology, while Sil.ts (1972) was 

concerned with the l.atent and manl:fest :functions o:f volun­

tary associations• Vani:fest :functions are those which are 

intended and reco,l!nized by t.he particl.pants, such as soci-

ability, recreation, service and political. action. Latent 

:functions include those which are neither intended nor rec­

ognized by the participants hut can be observed by the so-

cial scientist. Sil.ls identities social integration as an 

exampl.e o:f a l.atent ::function, hut questions the idea that 

voLun~ary associa~ions compensate £or the weakening of pri-

ma-ry group ties. He suggests an alternative hypothesis that 
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it is people with primary group ties who are more likely to 

Join voluntary associations. Jacoby ( 1965) provided some 

support £or this alternative explanation when he 1ound that 

persons who are living with others are more likely to Join 

expressive associations than are persons living alone• An­

other latent :I.unction o:f. voluntary organization behavior is 

that members o1ten becoae trained in organizational skills 

such as writing minutes and reports, :following Robert's 

Rules o:f Order and serving as committee members. It is 1.ike-

1.y ·that training in such skill.s is a necessity :for e:f:fective 

opere.-t.lons. 

At this social psychological. level of analysis, Smith 

(1972:10-15) de:fines several areas which warrant :further re-

search: the nature and determinants o:f individual voluntary 

activity and role selection, the impact o1 voluntary action 

on the individual participants and the impact o:f exceptional. 

individuals on voluntary action. Tomeh (1973) agrees that 

several important variables, such as the motivations, atti-

tudes and personality characteristics o:f those who Join have 

been inadequately treated to date. 

Besides the research regarding the sociodemof,>raphic 

characteristics o:f. volunteers in sport, which o:ften include 

some da't.a re"arding reasons :tor involve111en-t, there have been 

very :few studies in the sociology o:f sport literature which 

have examined social psychological aspects o:f. voluntary or-

ganization a:f:t.iliatlon• One exception ls the work o1 Rosen-
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berg and Chel1:e (1980) who rel.ated vol.un1:ary invol.vement in 

sport and nonsport organizations to measures o1 expressed 

li:fe satis:fac1:ion. Rosenberg and Chel.1:e 1 s findings contra-

dic1: earlier :findings in 1:hat membership in voluntary-sport 

associations, as opposed to non-sport associations, does not 

lead 1:o higher levels o:f l.lfe satisfaction. They did :find, 

however, 1:ha1: people belonging 1:o some type o:f voluntary as­

sociation avowed Rrea1:er happiness 1:han people not belonRing 

to any voluntary associations at all (Rosenberg and Chelte, 

1980: 271 ). Still, these researchers recognize 1:he problem 

o:f causal. attribution wi1:h these :findings in 1:he foll.owing 

statement: 

One has no way to ascertain whether Joining volun­
tary associations increases one's levels of happi­
ness, satls:faction, and :feel.ings of well being, or 
whether those with more positive self images are 
more likely to Join voluntary associations (Rosen­
berg and Chelte 1 1980:272). 

In addition to this type o:f research, some s~udies have ex-

amined the role o:f sport as either a vehicle for assimila-

1:ion or as a means of preserving minority identi_tles. Caine 

(1975) 1 in his study o:f Italian sport coamunlties, concluded 

that there ls little support for the contention that organ­

ized sport quickens the pace of assimilation of various eth-

nlc l!roups. However, McKay {1975) :found that Toronto execu-

tives o:f Italian soccer teams encouraged the recruitmen1: of 

non-Italian players and that the degrees of acculturation 

and structural assimilation were positively associated with 

length o:f residence in Canada. 
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Oraanizat-1.aDAl Avvroacbmt• 

A third way o:f Approaching the study o:f voluntary or­

ganizations ls :from an organizational theory perspective. 

This approAch :focuses attention upon sociAl. structure and 

:function. One o:f the most use:ful typologies :for examining 

these topics ls one designed by Sills (1972). He classi:fies 

associAtions according to the degree o:f instltutlonallzatlon 

and the pro:fessional/taymAn composition o:f the membership 

base. Groups cAn be placed Along a continuua :from social 

movement-like associations to :formal organization-like asso­

ciations. Institutionalization re:fers to: 

the unplanned process that turns a loosely 
ized group o.:f adherents with an idea or 
into a :formal organization (1972:367). 

orQ.o.n­
a goal. 

Sills recognizes the :fact that vol.untary organizations 

can potential.l.y be highly institutionalized or bureaucra-

tized with a strongly pro:fessional membership base. At this 

level., then, the :formal social patterns o.:f a voluntary or-

ganization would largely be indistinguishabl.e :from a bureau­

cratic business or government organization. Previous de:fini-

tions, typologies and research on voluntary organizations 

have not captured the essence of the organizational social. 

behavior which occurs in these groups. Perhaps the term 

••vol.untary organi:zatlon" can only be appropriately applied 

to the l.ess structured :forms 

ple devote their spare time 

o.:f organizations in which peo­

in a "kitchen table fashion"• 

2 The administration o.:f Canadian amateur sport was described 
as being o:f the "kitchen table" variety in the Task Force 
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Once oraanlza~ions become more ins1:itutionatized and bu-

reauc:re:t ized., their organizational. structure { even though 

the majority o:f members are nonpaid) £alts outside .:famitiar 

conceptua~lzations 0£ voluntary arrangements. Thus, as Can-

adian NSGEs have some paid members a.nd possess bureaucratic 

characteristics, it is more appropriate to 1.abet them 11quasi 

votuntary11 organizations as opposed to vol.un1:ary organiza­

tions. 

The irony o:f this discussion becomes cl.ear when one re-

considers the :functions that votuntary organizations are 

purported to :fut:fil.t. Returning to Smith's (1972) views re-

garding votuntary invol.vements as being plural.istic, as 

counteracting personal. isolation and anomie, as contributing 

to innovation and sociat change, and as preserving cultures 

and nurturing personal :freedom; it aay be that these obJec-

tives are lost as organizations move :from a loose to a :for-

mal. s-truc-ture• Perhaps the objectives o:f pro:fit in a busi-

ness organization-, and per1ormance exce11.ence in a vol.unta.ry 

sport organization, are best served by a bureaucracy. But, 

in doing so 1:he "vol.untary11 nature o1 such involvements 

tends 1:o disappear. Questions such as these can be ad-

dressed by inves1:lgating vol.untary lnvol.vement :fro• an or-

ganizational. perspective which is one task o:f 

The investigation o:f the s1:ructure and :functions 

this study. 

oJ: vol.un-

tary organlza1:ions wi1.l. add signi:ficantl.y to the .body o:f 

--------------------

Report on Sport :for Canadians, {1969:89). 
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literature which is presently main~y concerned with 

answer inf!! who Joins voluntary groups and why? 

Besides institutionalization, Sills discusses three 

other processes which he .:feels are not only important to the 

understanding o.:f voluntary organizations hut also .:fora a ha-

sis :for comparative organizational analysis. He developed 

the :first o:f these :from Michel's Iron Law o:f Oligarchy 

( 1966 ). 

1ers to: 

This process is a·lso called "minority rule" and re­

the assuaption that members will take an active 

part in the a:f:fairs o:f an association when, in reality, au-

thority most o:ften takes the :form o:f ainority rule or even 

results in a dictatorship by one individual. 

Sills' :final two processes are related to Merton's no-

tion o:f the unanticipated consequences or the in:formal pro­

cesses underlying bureaucracy. Goal. displaceaent occurs when 

organizatlonai members are 1orced to concentrate on ~orma1 

rules and procedures, and thus lose sight o:f original. ohJec-

--tives. Goal succession re:fers to the process in which new 

goals emerge because the original goals have either been 

achieved or have become obsolete. 

Sills' typology o:f:fers a good starting point :fo.r re-

search into voluntary association involvement :from an organ-

izational perspective. The degree o:f institutionalization 

and the pro:fessional/l.ayman make up o:f the membership base 

are :fundamental to Weber•s theory o:f bureaucracy. Thus, they 

:form a basis :for comparative analysis across di:f:ferent types 
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o1 organizations• In addition, the study o:f institutional!-

zation :from a longitudinal perspective will il.lustrate 

transformative changes in organizational structure over 

tiae. Second, goal displacement can be examined by measur-

ing whether those in authority positions are more concerned 

with the means o1 achieving objectives than with the objec-

tives themselves. In sport, :for example, an over emphasis 

on :fund raising and Junior devel.opment programs, when the 

main goal is per1ormance e.xcel"lence, would he evidence o:f 

goal displacement. Goat succession would occur when organi-

zationat members are :found to be pursuing objectives other 

than those originally devised to guide the organization• 

The tendency toward minority rule would be another interest-

ing process to investigate, especially given the democratic 

ideals o:f community devetopaent. With this approach, commu-

nity groups are encouraged to :form their own voluntary 

groups to encourage equa~l~Y and 1reedom 1roa government 

contro'l. The tendency to-ard oligarchy would work in oppo-

sition to these aims. 

Some empirical research has been completed at the or-

gaoizational level o:f analysis which relates to the process­

es discussed by Sitts. Tsouderous (1S55) analysed :financial 

membership and service records o:f ten voluntary associations 

to determine the extent o:f institutionalization. He :found 

that aeabership growth precedes the growth o:f income, that 

there is a positive relationship between growth o:f income 
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and expenditures, and finally, that property and administra­

tive o1~lce workers con~inue to increase even when member­

ship and total income begins to subside. 

Simpson and Gully (1973) were interested in bow goals 

and environmental situations influence the internal cbarac-

teristics of 211 national voluntary associations. They by-

pothesized that the degree of centralization, the amount of 

stress placed on loyal active involvement and the emphasis 

placed on internal communication would vary according to the 

number o1 organizational goats and upon whom the orRanlza-

tion has to satis1Y• The organizations were categorized as 

being focused or diffuse (depending on the number o1 goals) 

and external or internal (depending on whom the organization 

was attempting to satisfy). Focused internal organizations 

were found to be less deeply concerned with recruiting, mo­

tivating and communicating with the membership than were 

di£fuse external organizations. In addition, diffuse exter-

nal organizations tend to have a decentralized authority 

structure and place a greater -pbasis on membership in­

vo~vement and coa•unlcation• 

Lieberson and Allen (1973} empirically evaluated the 

proposition that affiliation in voluntary associations is a 

means of uniting spatially distant groups with soae common 

goal or concern. 'Ibey expected that the location of national 

headquarters would be influenced by: external versus inter-

nal functions, urban specialization and social characteris-
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tics o:f the members. O:f the 6,341 American associations ex-

amined, 60% had nationat headquarters located in the 1arge 

urban centers o:f New York, Washington and Chica~o. These or-

panizations tended to per:form e.xternal. :functions and were 

probabl.y tocated in these major centers because it is easier 

to tobby, because "they are cl.oser to im.Portant economic ac-

tivities and because they are central. to the spatial. distrl-

bution o:f the membership. 

The research on voLun~ary sport organizations ~roman 

organizational. perspective ls al.so very 1.imited (Price 1977, 

Schl.agenhau:f and Timm 1976, Pearson 1981 ). In a study o:f 

the Ontario Secondary Schoots Athl.etic Association, Price 

(1977) :found evidence o:f aoat succession. When administra-

tors were surveyed as to their operative goal.a, the resul.t-

ing statements were :found to be signi:ficant1y dl:f:ferent :from 

the original. :formal. goal.s that were devised in the 19SO•s to 

guide high schoot athl.etic programs. 

Schl.agenhau:f and Timm (1976) reported that approximate­

ly 14 million Germans are involved in voluntary sport clubs. 

From a survey o:f 2794 cl.ubs, 

:fol.towing dimensions o:f 

organizational. li:fe: 

-the .researchers studied the 

1. the degree o:f demand :for instrumental objective ser­
vices, 

2. the degree of homogeneity of demands of 
ship, 

3. the lnterna1/externat orientation, 

the member-

4. the degree of orientation toward the individual, 
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s. the degree of professionalization in the management, 

6. the degree of purposeJ'ul and rational decision-making 
(1976:21). 

Schlagenhauf and Timm concluded that German voluntary sport 

clubs are moving away from ideological values and are becom-

lng more rational, objective, professional and heterogene-

ous. These findings support the contention that voluntary 

sport organizations are·becoming increasingly bureaucratic 

in nature. 

A third study on the organizational characteristics of 

voluntary sport organizations was conduc~ed by Pearson 

( 1981 ,. Using the Surf Life Saving Association in Australia 

and New Zealand as an example, Pearson (1981:180) contends 

that even though this association is highly successful, lt 

has a history .o:f ,zoal displ.acement, goal. succession, mu1.ti-

pl.e goals and many con:flicting goats. 

concludes that: 

Pearson (1981:181) 

When attention is turned to the goals which are 
pursued and the manner in which decisions are made 
in relation to the pursuit o:t various objectives, 
tensions, conflicts and power relations among dis­
tinguishable groups within the organization become 
apparent. This, in turn, leads to an examination 
of organizational processes toward a v.iew o:f or­
ganizations as :formal backdrops against which the 
negotiations o:t interested parties is pl.ayed out. 

Besides these studies on sport and non-sport voluntary 

organizations, only two studies have been found which relate 

characteristics of voluntary organizations to the concept of 

organizational e:f:fectlveness. These studies by Likert 
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C 1961) and Webb (1974) wil.L be discussed in the section on 

or~anizationa~ e~1ectlveness. 

In sumnuu•y, the definitions, typol.ogies and type o:f re­

search conducted on vol.untary associations has 1.areely been 

concerned with identi1ying the types o:f individual.a who be-

come involved and their reasons .:for invol.vement. The Latter 

may be a specia1 concern in vo~untary organizations because 

most participants are not paid a salary in return :for their 

services. Only a few studies have been done that :focus on 

the social interactions which occur within an organizational 

context; a strateey which would add significantly to our un­

derstanding of the structure and :function of these organiza-

tlonS• 

Sport offers an. ideal setting :for such an analysis as 

many types of organizations (i.e. business, government, edu-

cation, and voluntary groups) have a focal. interest in 

sport. By focusing on amateur sport, insights can be gained 

regarding organizational. structure, the impact the external. 

environment bas on such structures, and the process by which 

these structures emerP.e• Something can al.so be said about 

the types o:f social. .functions which are or are not served by c 

a bureaucratic form o~ organiza~ion in sport. 

Although a void presently exists regarding the organi­

zational. nature of voluntary organizations, and specifically 
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voluntary sport organizations, a number o:f theoretically im­

portant questions can be e:xpl.ored f,-om 1:his perspec1:.ive. To 

this end, Weber's theory o~ bureaucracy and the literature 

rel.a.ting -this concept to organizational. effectiveness wil..l. 

be discussed next. Although the vast majority of the re-

search on these topics concerns the profit orien1:ed organi­

zation• ~hese concepts can provide a 1ramework 1or comparing 

and investiga1:ing the organizational. behavior o:f national. 

sports governing bodies and other so-cal.l.ed 11vol.untary or­

ganiza-tions"• 

Bureaucracx 

lluulr•1lcai ARproacJui• 

Al.though Hax Weber is credited with producing the most 

influential. work regardinfl' the effects of 1.arge scal.e bu-

reaucratic organizations on modern society, his ideas were 

undoubtedl.y in:fl.uenced by 1:he writings of Karl. .Marx. Even 

though Weber was a critic of Marx, his early ideas on how 

bureaucracy was 1.inked 1:o 1:he more general notion of cl.ass 

conflict, provided a basis .for further thinking in the area. 

For ·warx, bureaucracy was an instrument by which the 

dominant c~ass exercises its domination over the other so-

cial cl.asses (Kouzel.is, 1967). Marx contended that -the aim 

of bureaucracy is to perpetuate cl.ass division in capital.1st 

societies while at the same time 1.egitimizing itself as a 

necessary soclat str-uc-ture. Thus, bureaucracy, as the 
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state, represents the interests 0£ the dominant class by 

maintaining strict control over the divislons and inequali-

~ies among ~roups. The Legitiaation of bureaucracy is 

closely linked to another concept central to Marx's think-

ing; that o:f alienation• As socia~ ~orces~ such as bureauc-

racy, become a distant entity outside the control o:f man, lt 

becoaes oppress.Ive and alienating. Thus, the individual, 

who comes to :feel that th.ls entity is beyond hls or her con-

~rol and comprehension, :feels helpless and powerless. In 

addition, according to Mouzel.is ( 1980: 10 >, "this attitude is 

reln:forced by the bureaucra1: 1 s creation of special. myths and 

syiabol.s which sanctit:fy and ,aysti:fy :further his posi1:ion"• 

Secrecy surrounds bureaucracy and ~he work o~ the bureau-

crat• Through sys1:ems of hierarchy, rewards, rules and pro-

cedures, the bureaucrat comes to think o:f his or her Job as 

being indispensable :for the general interest. 

this sel:f-ill.usion on behal.:f o:f the bureauc·rat 

Marx rel.ates 

to incompe-

tence and sel.:f-aggrandisement, notions which reappear in 

Weber's later writings. Although the bureaucrat 1:hinks o:f 

himsel.:f or hersel.f as a useful. :functionary, he or she ls a 

very s111a"Ll. part o:f a much "Large·r -process over which he or 

she has little knowledge or control.. Thus, the bureaucrat 

may lack ini tlatl ve and imagination and may beco.me preoccu­

pied with "the sordid materialism o:f bureaucracy: 1:he inter­

nal. struggle :for promotion, careerism, the in:fantile attach-

ment to trivial symbols, status and prestige" (Mouzelis, 
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1980:10). As in Marx's general theory 01' class con:flict, 

the al.ienating .:force 01' bureaucracy can only be overcome in 

a communist society in which exploitation and class divi-

sions cease ~o exis~. This wil.1. occur tbrough the proleta-

rian revol.ution in which the division o:f labor along class 

lines will gradually disappear. Following this ~evol.ution, 

administrative tasks will be simpli:fied and demysti:fied and 

will be the concern o:f everyone. 

Although bureaucracy was not central to Marx's sociolo­

gy, his notions regarding domination, alienation, mysti:fica-

tlon, sel:f-ag,,.randisement and bureaucratic incompetency re-

appear in later writings on the topic o:f bureaucracy. 

However, Mouzelis (1967}, among others, have pointed out a 

nuaber o~ weaknesses to the Marxist approach• Mouzelis 

(1967:14-15) states that: 

Being a priori com•itted to such a theoretical en­
terprise, they were automaticall.y :forced to see no 
other possibility in the historic evolution o::f so­
ciety, except the capi talis.m-socialism alterna­
tive. When he tries to explain these characteris­
tics ( o:f bureaucracy) by linking them to the 
structure o:f society as a whole, one :feels that 
bis observations are :forced and distorted in order 
to ::fit within bis general theoretical ::framework. 

Rather than studying bureaucracy within the context o:f 

class con::flict, Weber was primarily interested in bureaucra-

cy as a :form o:f domination in which those with established 

authority seek to legitimize the exercise o:f power; both ::for 

the leaders and the :fol.lowers. Weber outlined three types 

01' domination including the traditional, charismatic and ra-
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Bureaucracy ls ~he centra~ struc~ure 

Under this :form o:f domination, 

which is most characteristic 0£ modern society, people come 

to believe in the rightness o:f the rules, procedures and 

laws devel.oped by the bureaucrat as a •eans o:f control.. 

This bel.ie::f ls 1.egitimized in part due to the educational. 

training and qual.i:fications that the bureaucrat aust attain 

to secure a position in the bureaucratic hierarchy. The 

emergence o:f an emphasis on scientl:fic training and quali:fi-

cations was, accordin~ to Weber, part o:f a social level.ting 

process. There:fore, valued positions are determined through 

ahil.ity and training as opposed to the ascribed statuses o:f 

more traditional. societies. Another characteristic o:f the 

rational-legal :form o:f domination is the preoccupation with 

maximum e:f:flciency and productivity. This preoccupation 

arose out o:f the industrial revolution and necessitated sci-

enti:fic specialization, :formalized rules and procedures to 

inte.grate the expanding division o:f tabor, and the selection 

o:f highly trained o:f:ficals. It is the bureaucratic type o:f 

social structure that can best accommodate the rational.-te­

gal type o:f ideology with its emphasis on e:f:ficiency and 

productivity. 

In contrast, under the traditional type o:f, domination 

characteristic o:f patrimonial societies, power was legit!-

mated according to ascriptive characteristics such as kin-

ship ties and the possession o:f wealth and property. Yet, 
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with the increased complexity of society, decision-making in 

business and government could no longer be Left to the arbi-

trary rule by •notables•. Traditional authority patterns 

were thus superseded by a stratum of expertly trained offi­

cials who rely on rules and procedures to conduct their dai-

Ly business. In addition, an impersonal work orientation 

eaerged to eliminate "all the personal, irrational and emo-

tional elements which escape calculation" that existed in 

more traditional types o.f social structures ( Weber, 

1968:975 ,. 

Yet while Weber viewed bureaucracy as progressive on 

the one hand, 

qualities. 

he was also deeply troubled by its repressive 

Weber most graphically verbalizes his fear of 

bureaucracy in the 

his colleagues: 

following excerpt from a speech made to 

so much the more terrible ls the idea that the 
world should be filled with nothing but those cogs 
who cling to a Little post and strive for a some­
what greater one -- a condition which, as in the 
papyri!, you rediscover increasingly in the spirit 
of contemporary officialdom and above all of its 
next generation, our present students. This pas­
sion for bureaucratization, such as we have heard 
expressed here, ls enough to drive one to despair. 
It is•••• as though we knowingly and willingly 
were supposed to become .men who need 11orderU and 
nothing bu~ order, who become nerv-0us and cowa~d~y 
if this order shakes for a moment and helpless 
when they are torn form their exclusive adaptation 
to this order. That the world knows nothing more 
that such men 0£ order we are in any case 
caught up in this deveLopment, and the central 
question is not bow we ~urther and accelerate it 
but what we have to set against this machinery, in 
order to preserve a remnant o~ humanity from this 
parceLllng out of the soul, :from this excLuslve 
rule o~ bureaucratic Life ideaLs (cited in Yltz­
man, 1969:177-178). 
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Accompanying the logic o:f rationality, and its "this 

worldly" ascetisism, Weber saw the destruction o:f essent,ial 

aspects o:f human personality: o:f grace, dignity, perSonal.. 

creativity, 

man, 1969 ). 

spontaneity and ultimate meaning:fulness (Mitz­

Thus, Weber was pessimistic about the :future o.:f 

western civilization. He saw bureaucratication as a dead 

end process Leading onl.y to "a cage o:f bondage" in which men 

woul.d become mere "co~s in a machine"• Onl.y the occasional. 

appearance o:f charisma would restore· vitality and provide 

intrinsic meaning to human existence. Yet, the e:f:fects o:f 

charisma would onl.y be :fleeting because this :form o:f author­

ity eventually becomes routinized and bureaucratized as 

well. 

Weber, 

Charisma, the third :form o:f domination outlined by 

re:fers to an exceptional. quality possessed hY a per-

son which legitimizes his or her right to be a Leader. Fol.-

lowers accept the dictates o:f the charismatic leader, be-

cause o:f a strong bel.ie:f 

capabilities. 

ln the Leaders• exceptional. 

The eminent rise o:f bureaucracy is in part explained 

through Weber's comparison o:f the rational-Legal., tradition-

al and charismatic :forms o:f domination. He described the 

bureaucra~ic s~ructure as an organizatlona~ con~ro~ mecha­

nism which is characterized by a specialized division of la~ 

bor among highly trained o:f:ficials, an objective and imper-

sonal. work orientation, a centralized and Logical means-ends 

approach to decision-making'which is guided by :for•al rules 
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and procedures. Yet, Weber stressed tbat the predominance 

o:f this social. structure coutd onl.y be understood i:f it is 

pl.aced in its proper historical. and cultural. context. Thus, 

bureaucracy emerged, in part., because increased specializa-

tion was one way o:f coping with the complexities and ever 

changing conditions associated with the industria1.ization 

and urbanization o:f society. In addition, Weber had al.so 

predicted that with the modernization of society, there 

woul.d be a revol.t agalnst the traditional. ways o:f legitimat­

ing authority patterns and •the arbitrary decision-•aking by 

notabl.es•. Thus, bureaucracy, in which rational.tty becomes 

the has.ls :for the legitimation of authority, would repl.ace 

tradltional. :forms o:f authority which were based on kinship 

relations and the possession o:f wealth and property. The 

expertl.y trained o.:fflcial, who reduced uncertainty by making 

rational. decisions according to accepted procedures, 

then become el.evated to positions o:f social. esteem. 

woul.d 

Fur-

thermore., the devel.opment o:f a money economy and the desire 

.:for greater pro:fi ts al.so encouraged the advance o:f bureauc-

:racy. This desire, according to Marcuse (1971:133), re-

quires the systematic, methodical. cal.cul.ation o:f probabl.e 

profit, regul.ation by a scienti:fic apparatus and the mathe-

matization o:f experience; al.l. o.f which can be maximized in a 

bureaucratic type o:f organlzatlonal. structure. 

According to Weber, (1968:975) bureaucracy o:f:fers 1 the 

optimum possibility :for carrying through the principLe of 
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special.izing administrative functions according to purel.y 

objective considera~lons.• In the :fol.Lowing statement, he 

suggests why bureaucracy is the most e1:ficient and e:ffective 

type o:f organizational. structure: 

The .decisive reason :for the advance o:f the bureac­
ratic organization has always been its purely 
technical superiority over any other :form o1 or­
ganization. Precision, speed, unaabiguity, knowl­
edge o:f the 1i1.es, continuity, discretion, unity, 
strict subordination, reduction o:f :friction and o:f 
material and personal. costs; these are raised to 
the optimum point in the strictly bureaucratic ad­
ministration (Weber, 1968:973). 

YhiLe Weber contended that bureaucracy was superior to 

the rule by notables in traditional types o:f societies, he 

was al.so aware that its growth woul..d resul.t in the excl.usion 

o:f personal. :feel.ins :from the manageaent o:f the modern o:f-

:flee. He wrote (1968:975) that "the more compl.icated and 

specialized modern culture becomes, the more it demands the 

personal.Ly detached and strictly objective expert in lieu o:f 

the lord o:f ol.der social orders who was moved by personal 

sympathy and :favor, by grace and gratitude." Yet bureaucra-

cy devel.ops more per:fectl.y the more it is dehu•anlzed, or to 

use Webe~•s words: 

the nore coapl.etel.y it succeeds .in eliminatlng 
:from o:f:ficia1 business Love, hatred, and a1.1. pure-
1.y personal., irrational and emotional el.ements 
which escape caJ.cul.atlon (Weber, 1968:975). 

Thus, Weber presented a "double message" in hls assess­

ment o1 the e1:fects o:f bureaucratic structures upon organi-

zatlonal. and individual behavlor. On the one hand, Weber 

viewed bureaucracy to be an e:f1ective :form o1 social organl-
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zation, but, on the other hand, he was also deeply troubled 

about the alienating e:f:fect that it would have on the indi-

vidual. Weber's classical theory has generated a Large body 

0£ research on organizational struc~ure. Researchers have 

been interested in measuring the degree to whicb organiza­

tional. reality matches up with Weber's ideal type bureaucra-

cy. 

In the ideal. type bureaucracy, administrative :functions 

are carried out with a special.ized division o:f labor o:f 

highly trained pro:fessional experts. Additional. :features in-

elude: an objective and impersonal work orientation, a 

clearcut hierarchy o:f authority, and a logical aeans-ends 

approach to decision-making guided by :foraal rul.es and regu­

lations. This type o:f organizational structure is, according 

to Weber, the most e:f:ficient way o:f conducting business. 

In contr,.st, 

•unreaunerated honor11ic service• aakes adm1nis­
tratlve work an avoc .. tion• Thus the service is 
per:formed more sLowLy, is 1.ess precise, Less uni­
:fied, Less continuous, Less bound to schemata, 
more 1ora~ess and requires more coapro•ises be­
tween col.tiding interests "nd views (Weber, 
.1968:974 ). 

What then are the characteristics o:f a bureaucratic or-

ganization? 

:foll.ows: 

Bl.au (1974) suaaarized Weber's ideal. type as 

1. Organizational. tasks "re distributed among the vari­
ous positions as o:f:ficial duties. Implied is a clear 
cut division o:f labor among positions which makes 
possible a high degree o:f speciaLlzationa Specializa­
tion in turn promotes expertness among the personneL 
by narrowing the ran~e o:f duties o:f Jobs "nd enabling 
tbe organization to hire eaployees on the basis o:f 
their technical. quall1ications. 
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2. The positions or offices are organized into a hier­
archical authority structure which often takes the 
form o:f a pyramid wherein each official is responsi­
ble to the superior above him in the pyl"amid :for his 
subordinate•s decisions and actions as well as his 
own. The scope o~ autho~l~Y of superiors over subor­
dinates is clearly circumscribed. 

3. A for•ally established system of rules and t'egula­
tions govet"ns official decisions and actions. The 
regulations ensure the uniformity o:f operations and• 
together with the authority structure, make possible 
the coordination of the various activies. They also 
provide :for continuity in operations regardless of 
changes in personnel• thus promoting a stability 
lacking in aany other types of groups and collectivi­
ties. 

4. There is a specialized administrative sta.:f:f whose 
task it is to maintain the organization and, in par­
ticular, the lines o:f communication in it. The lowest 
l.evet of this administrative apparatus consists of 
the clerical staff responsible for keeping the writ­
ten records and :files o:f the organization, in which 
alt official decisions and actions are embodied. 
Whereas the production sta:f:f contributes directly to 
the achievement o:f the organization's objectives, the 
administrative sta:f1 contributes to goat achieveaent 
only indirectly by keeping the organization itself 
going. 

5. Officials are expected to assuae an impersonal orien­
tation in their contacts with clients and with other 
officials. Clients are treated as cases, the o:f:ficals 
being expected to disregard al.l personal considera­
tions and to maintain complete emotional detachment, 
and subordinates are to he treated in a similarity 
impers-0nal fashion. The social distance between hier­
archical levels and that between o:f:ficials and their 
clients is intended to 1oster such :formality. Imper­
sonal detactuaen1: is designed to prevent the personal. 
:feelings o1 o1ficials 1roa distorting their rational 
Judgement in carrying out their duties. 

6. Eaployment by the organizat.ion constitutes a career 
:for o1.ficials. Typically an o:f:ficial is a :full time 
employee and looks 1orward to a lifelong career. Em­
pl.oyment is based on the technical qualifications o:f 
the candidate rather than on political, :family, or 
other connections. Usually such qualifications are 
tested by examination or by certificates that demon­
strate the candidates educational attainment (eg. 
colle~e de~rees). Such educational quali:fications 
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create a certain amount o~ class h-omogenel"ty among 
o11lcials, since relatively £aw persons o1 working 
class origin have college degrees although their 
number ls increasing. 011lclals are appointed to po­
sitions, not elected, and thus are dependent on su­
periors ln the organization rather than on a body o1 
constituents. A1ter a trial period o11lcials gain 
tenure o1 positions and are protected against arbi­
trary dismissal.• Remuneration ls in the 1orm o.t a 
salary and pensions are provided a1ter retirement. 
Career advancements are according to seniority or 
achlevemen t or both ( Blau, 1974:30-.31 ). 

It is highly unlikely that these characteristics are 

present in the NSGBs to the degree outlined by Weber. This 

is because Weber's ideal types were not •eant to represent 

reality. They were constructed as heuristic devices 1rom 

which comparative and causal Judgements coul.d be made (Rex 

1977; Ingham 1979). Thus, one purpose o1 this study is to 

determine the extent to which Canadian NSGBs approximate the 

structure o1 Weher 1 s ideal type. Although this study is not 

designed to compare NSGBs with other types o1 organizations, 

it will be possible to examine the above question by compar­

ing the patterns o1 relationships a.aong structural. charac-

1:eristics to the resu·lts o1 past studies. In the 1oll.owlng 

section, the research arising £rom Weber's discussion on the 

na~ure o1 bureaucracy in modern society is reviewed. 

Three main research strategies have been used to lnves-

tigate lleher•s 

~ure. First, 

ideal type bureaucracy as a control struc­

some researchers have been interes~ed in bow 

contextual. variables are related to indices o~ organization-
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al. s-truc-ture. Others have been interested in the interrat-

tionships between the structural variables and, third, some 

research has been done which 

tionaL e:f1ectiveness. 

relates structure to organiza-

Coot•Ii:ua\ :!Jlrlab\aa JU1d Structvr•• 

In the original work by the Aston !'lroup, seven con-tex-

tual variables were identi1ied and treated as independent 

variables which in1luence the degree o1 organizational bu-

reaucracy. The purpose o1 this approach was to treat organi-

za~ions as open systeas which are in:fluenced by various 

1orces operating in the external environment. The variables 

originally included as contextual variables were: ori4Zin 

and history, ownership and control, size, purpose, technolo-

gy, location, 

Pugh et ale 

and dependence. Throu~h ex~enslve researchy 

(1969) concluded that organizational size, the 

degree o1 dependence on other organizations, and, to a less­

er extent, technology were signi:ficant predictors o:f organi­

za~iona~ s~ructure. 

Rinings and I.ee (1976) conducted a replication o1 Pugh 

et al.•s ( 1969) study by examining context and structure in 

a di1:ferent sample o1 manu:facturing 1iras. As in the origi-

nal study, the structural characteristics o1 specialization 

and 1orma1.ization were positively related. Furthermore, 

size was .:found to be strongly and positively related to 

these structural characteristics. These :findings supported 

PuRh et at.•s ( 1969:112) concl.usion that "once the number o:f 
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positions and people grows beyond control by interaction, 

the orj!an'ization must be more explici tl.y structured. 11 Thus, 

large organizations wilt have more specialists, more proce-

dures and wilt use written means o:f communication and role 

de:finition. Blau (1974) :found additional support :for this 

conclusion when he investigated another sampl.e o:f organiza-

"tions. Be al.so investigated the relationship between con-

text, struc~ure and one measure of e1~iciency. He found 

that smal.l. undi:f:ferentiated agencies operate at high costs, 

while an increase .ln size and di~:ferentiation is associated 

with reduced operating costs. This suggests that bureaucra-

tized organizations aanage their :financial. resources more 

e:f:ficiently. 

An additional finding in the original. study by the As­

ton group was tbat centralization was negatively related to 

special.ization but was positively related to the degree o:f. 

dependence on other organizations. The researchers conclud-

ed that organizations which are dependent on other organiza­

tions by virtue o:f ownership ties or economic integration 

tend to centralize decision-making control• The expl.anation 

:for the rel.ationship between centralization and specializa­

tion will be discussed in the next section on the structural 

va'r'iahl.es. 

Technology, which was measured by the extent o:f. auto-

mated machinery and the degree to which work:ftow processes 

were integrated, was not :found to be signi:f.icantly rel.ated 
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to struc-ture. However, Weber (1968:972) had predicted that 

the advance of bureaucracy would be dependent on the acqul-

sltlon o:t new technology and sclentl:tlc information. Hal.1. 

( 1963) had orlginal 1.y interpreted Weber•s technology in 

terms of the technlcal competence of huaan resources as op­

posed to the scientific advancement o:t equipment and other 

aa~erla~ resources. Halt's lnterpretation o:t technology ls 

more consistent with the use of the concept in the sociology 

o:t sport literature. For example, both Wohl. (1975) and Ing-

ham (1978, 1979) have cowaented on the signl:tiicant rol.e 

that sclence and technology pl.ays in modern sport forms. 

For example, Ingham notes that the bureaucratic na"ture o~ 

aodern sport is reflected in the elaborate and calculative 

system o:t :formal. rules; an instrumental, rational pro:tit and 

per~ormance orien~ed action system; and, in an "intellectu-

alized strategy" which necessitates growth of technology and 

the sport sciences ( Ingham, 1979: 207 ). The number of sport 

scientists that are consulted in a given year and the suc­

cess o:t technical. coaching certification programs, indicates 

how strong an emphasis NSGBs are placing on science and 

technology. This measure ls also defined in teras o:t human 

as opposed ~o materia~ resources. 

In su..,.ary, Hinlngs and Lee (1976:11) 

original. predictions made by Pugh et al. 

suggest that the 

( 1969 l regarding 

the e:t:fects of context on structure are applicable to a wid­

er range of organizations than those originaLl.y sampled. In 
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particuta.r, organizationat size, the degree o:f dependence on 

other organizations, and to a lesser extent, the tevel o:f 

technotogical expertise are thought to in:fluence the degree 

to which an organization adopts a bureaucratic s~ructure. 

There:fore, these contextual variables will also be included 

in this study on the structure and e:f:fectiveness o:f Canadian 

NSGBs. 

In addl t ion, to test Sige lma.n' s ·( 1981 ) assuJ11ption that 

bureaucracy is a:f:fected by the stage o:f growth o:f the organ-

ization, organizational. age wil.l. be incl.uded as a :fourth 

contextuat variable. However, as will be outlined in Chap-

ter a, changes had to be made in the measurement o:f some 

these variables due to di:f:ferences between vol.untary sport 

organizations and the •anu:facturing :fir•s sampled in prevl-

ous studies. Stil.L, the measurable indices developed :for 

this study are intended to re:flect the contextual. concepts 

o:f organizational size, organizationat age, dependence on 

other organizations and the level. o:f technol.ogical. exper­

tise. 

Ioterra1a1iooahi»a JJ.Ai•AAD Structural. Yari&hl••• 

The second main em~hasis o:f the research on bureaucracy 

has been to examine the relationships among a variety o:f 

structural. variabl.es. Hall (1963) studied a number o:f vari-

ables indicative o:f Weber's ideal. type bureaucracy and :found 

that these ·characteristics varied on a continuum depending 

on the type o:f organization studied. The variables incl.ud-
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ed: the hierarchy of authority, the division o:f labour, the 

systems o:f :rul.es and ,procedures, the impersonality of work 

relations and the technical competence of employees. 

During the 1960 1 s, Pugh et al. were also conducting the 

initial Aston studies. 

:fol.lows: 

Their :findings can be summarized as 

1. The division of labour (specialization), the e:xis-
tence o:f procedures (standardization) and the use o:f 
written communication and rote definition (:formaliza­
tion) are highly related and can be summarized by a 
single structural dimension catted •structuring o:f 
activities•. 

2. The locus o:f authority (centralization) is negatively 
related to specialization and a number o:f measures o:f 
centralization can be summarized by a single struc­
tural dimension called •concentration of authority•. 

3. Various aspects o:f rote structure such as the number 
o:f employees in the direct tine hierarchy, the span 
o:f control of the :first-tine supervisor, and so on, 
are related and can be summarized by a single struc­
tural diaension called 'line control of work:flow• 
(Pugh and Hinings, 1976:ix-x). 

The :findings of this initial. study have largely been 

supported in subsequent research (Hinings and Lee 1976; 

Child 1976; Donal.dson and Warner 1976;' and Grinyer et at. 

1980 ). For example, Grinyer et al.. (1980) set out to con-

duct a critical. replication o:f research conducted by the As-

ton group in the 1960 1 s and 1970's• In their replication, 

Grinyer et ·at. measured the e:xtent o:f :foraal.izatlon, 1unc-

tional specialization, pro:fessionalism, decentralization, 

lateral span o:f control., and clerical. employee ratios in 502 

sanu£acturln~ companies. 

ization, pro:fessiona lism, 

Formalization, :functional special­

vertical span of control and em-
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ployee ratios were all. :found to be signi:ficantly and posi-

tiveLy intercorrelated aspec~s 0£ bureaucracy. However, con-

trary to the Aston group•s :findings, decentralization was 

:found to be an integral. control. strategy. This :finding sup-

ports the work o:f Child (1976) who has argued that the use 

o:f p.-o:fessional.ly qual.i:fied o:f:flceholders, which is an addi­

tional. cha.-acteristic o:f bureaucracy, permits greater decen­

tralization o:f decision-making. As the number o:f education-

all.y qual.i:fied emp~oyees increases, it becomes more 

e:f:ficient to delegate decision making control. to those qual.­

i:fied individuals who al.so tend to occupy specialized posi-

-tions. 

Even though their :finding .-egarding centralization di:f-

:fered, Grinyer et al.. (1980) concluded that the methodology 

used by the Aston group has considerabl.e p.-edictive power 

and that theil' work provides support :for Weber•s bureaucracy 

as an observabLe phenoaena. However, additional. character-

istics o:f bureaucracy, such as pro:fessional.ism and clerical.-

empl.oyee ratios, appear to be signi:ficantl.y related to the 

variables initial.l.y considered by the Aston group. Further-

more., two additional. :features o:f Weber's ideal. type have 

been overlooked in these studies on organization stt"ucture. 

As discussed previously, Webet" described the career o:f 

an o:f:fice hol.der as being a l.i:fe tong commitment. He al.so 

sugp;ested that the work t"el.ations among bureaucratic o:f:fice 

holders would become more impersonal to ensut"e that decision 
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making is conducted on a rational and obJective basis. Thus, 

a :fourth dimension o:f bureaucracy could be included in anal­

yses on ors;aoizational structure to capture these additional 

.:feau-tres o:f Weber's ideal type o:f bureaucracy. In this 

study, this dimension wiL1. be Labelled the 11characteristcs 

o:f o:f:fice holders" and will. include measures o:f pro:fession­

alism, career stability and impersonal work relations. It is 

expected that variabl.es in this dimension will be positi-vel.y 

related to :foraal.ization, specialization and the rat.lo o:f 

clerical sta:f:f. In keeping with Grinyer et al. ( 1980) and 

Child's (1976) :findings, it is expected that this dimension 

will be negatively correlated with centralization. This re-

search design will help to examine whether the :features o:f 

1feber1 s ideal type bureaucracy exhibi;t a similar pattern o:f 

interrelationships as has been unco•ered in samples o:f busi­

ness organlza~ions. 

~c:ture .A.1l.d Oraaa1za1lona\ Bt~ee1JY•n•••• 

A third main research strategy, which has been used to 

a more limited extent, has been to investigate the relation­

ship betYeen st.ructure and organizational e:f:fectiveness. 

The review will be discussed under a separate heading in the 

:final section of this chapter, once the literature review on 

the concept o:f organizational e:f:fectlveness has been pre-

eented• To conclude this section regarding research on bu-

reaucracy, the research that bas been conducted ln the soci­

ology o:f sport literature will now be reviewed. 
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E..._a~ch ~D Bureaucracy .aw, Sport 

In the sociol.ogy 0£ sport 1.iterature, 

has been util.ized to a 1.imlted extent. 

Weber's theory 

Some research has 

been done on the emersence o1 bureaucratic ~o~ms 0£ spor~ in 

modern society (Riesman and Denny 1972; Luschen 1970; Frey 

1978, 1978; Schtagenhau£ and Timm 1976; and Ingham 1975, 

1979) and on the negative consequences tbat this transition 

poses :for the athl.ete (Page 1973; Sage 1978; Frey 1978; and 

Kidd 1979, 1980). This trend paral.1.et•s Weber's approach 0£ 

analysing the structure 0£ modern society in comparison to 

more traditional. patriarchal societies white considering the 

e££ect that changes in structure wil.1 have on the individu-

al.• However, no empirical. research has been conducted on 

the relationship between context and structure, the interre-

lationships between structural variables and the rel.ation-

ship between bureaucractic structure 

:fectiveness in sport. 

and organizational. e£-

Yet, Weber clearl.y suggested that e££ectiveness would 

increase the more an organiz'a tion devel.oped a bureaucrat le 

s"truc-t:ure. As it is evident that voluntary sport organiza-

tions such as Canadian NSGBs are gradualty assuming a .more 

bureaucratic structure in order to iaprove per£ormance in 

international competition, this 1.ine 0£ inquiry needs to be 

deve'loped. However• be£ore the theoretical arguments re-

garding the relationship between bureaucracy and e£:fective-

ness are discussed, a brie:f review 0£ the work being done 
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from a Weberian perspective in the sociology of sport Liter-

ature will be presented. This review highlights the impor-

tance o:f. considering bureaucracy within an historical and 

cultural context while considering the potentially repres­

sive implications that increased bureaucracy in sport poses 

for the individual. 

Some sport sociologists have examined traditional ver­

sus modern sport forms and their findings suggest that sport 

is becoming increasingly bureaucratized at the playing lev­

el. For example, Elias and Dunning (1971) found that in the 

traditional game of folk football there was little special!-

zation of roles, and limits concerning territory, number 01'. 

participants and duration of the game were rarely iaposed. 

In addition, folk football reflected tbe violent and unregu-

lated character of life at that time. In contrast, Dunning 

(1973) described the modern :form o:f the game as being highly 

specialized. Furi;herm.o:re, formal and elaborate rules have 

been standardized nationally and international.Ly, games have 

been Limited in ter•s o:f territory, duration and number o.f 

partlcipants, 

entiation• 

and there ls high structural and role dlffer­

Formal control ls maintained by tralned o:ffi-

clals outside 1:he game, players are encouraged to exhlblt 

hlgh emotional control and constraint, 

placed on skill as opposed to force. 

and an emphasis ls 

Many o:f these charac-

terizations o:f modern :football are reminiscent of Weber's 

descriptions of the emergence o:f 

spheres of social life. 

bureaucracy in other 
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Along a similar tine of inquiry, Ingham (1978) employed 

a Weberian ideal type approach to analyse premodern and mod­

ern ~orms of American sport within a broad historical, demo­

graphic and ideational 1ramework• He compared the structural 

characteristics o1 popular and elite sport in preaodern and 

modern times along the following dimensions: locales• organ-

ization, regulation, 

Ingham (1979:209) 

action orientation and technicizatlon. 

conctudes that the relationship between 

the industrialization of the capitalist mode of production 

and the lnstrumentalization o1 sport ls indirect. That is, 

the impact the relationship can be understood in terms of 

that industriatization had on urbanization, transportai:ion 

and co•aunication, -technological innovations, -the increase 

in discretionary time and income, class structure and the 

ideological legitimations of inequality. 

Second, the repressive consequences o1 bureaucracy in 

sport have been considered-• For example, Page (1973), Sage 

(1978), Frey (1978) and Kidd ( 1980) have bemoaned the loss 

o1 personal autonomy on the part of the participants and 

volunteers, the intrusion of the law and government into the 

arena of spo.:r-t, and -the usurpation of expressive values by 

ins~rumenta~ va~ues as sport has become more bureaucra~ic in 

nature. Kidd (1980:4) fears that -the day to day administra-

tion of Canadian amateur athletics wilt be taken further and 

further away 1rom the volunteers, and thus further away from 

the athletes themselves, as the government continues to 11-
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nance geographically centralized centers such as the Nation-

al. Sport and Recreation Center and Sport Canada. In addi-

tion, because medal. counts are becoming the soie criterion 

1or acquirin" government ~rants and assistance, the human 

quality 0£ the competitive experience is being ignored• 

Thus, according to Kidd (1979), athletes are being treated 

like asseabl.y line workers with production quotas; the di£-

:ference being that tbe athletes are not paid £or their 1.a-

hor. 

Page (1973) sees the ever growing rationalization and 

:formalization o~ sport being accompanied by consistently im-

proving technology and equipment, al.o.ng with an emphasis on 

measureaent o1 victories, record breaking and economic pro~-

it. Yet this trend is al.so associated with declining per-

sonal autonomy £or the athlete who comes under the control 

o.:f coaches, aanagers, owners, and athletic departments. 

Thus, Page sees sport as moving :from "pl.,.yer controlled 

games to management control.l.ed big time"• Sage ( 1978: 11) 

agrees that this trend is prominent and :feels that It will. 

be continued through the process o:f socialization. More 

speci:fically, through participation In sport or@anizations a 

coaaon consciousness develops which could be described as 

11the Internalization o:f the bureaucratic ethic"• Athl.etes 

are taught to subordinate themsel.ves to management to ensure 

a winning team and coaches must concen~rate on producing 

winners instead o1 dealing with the personal. and emotional. 

growth o:f the individual athlete. 
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Similarity, Frey (1978:362) is critical. o.f American 

amateur sport £or abandoning an emphasis on character deveL-

opment, participation and education in :favor o:f productive 

e.f.ticiency. Because amateur sport or~aniza*ions are overem-

phasizing instrumental. values o.t entertainment, victory and 

orManizationaL visibiLity1 Frey .feels the general public is 

becoaing more and more disenchanted with the system• This 

in combination with cartel-Like agreements on markets 

and product distribution, wilt eventual.Ly result in reduced 

pro.tits and could, accordins to Frey, Lead to the demise o.f 

or~anized amateur sport. Furthermore, Ingham ( 1976:2) as-

se:rts that rationality and bureaucratization are trends in 

sport that can onl.y Lead to the suppression o.f personal. au-

tonomy .for the athl.ete. WiLLey (1977:27-28) agrees that bu-

reauc-racy 1.eads to depersonalization in sport and charges 

that Weber's bureaucracy appears to .function more smoothly 

than it actually does. In a similar vein, Deegan and Stein 

(1978:31) concluded that .tootbal.l has become a major sport 

in the u.s.A. because it is a dramatic enactment o.f social 

va~ues o1 v~o1ence, bureaucracy, sexis• and commerclalis•• 

Thus, parallels can be drawn between Weber•s .tear o.f 

the e.f.tects o.f :rationalization and bureaucratization and the 

consequences that these developments pose .tor modern day 

spor-t. First, there may be a Loss o.t autonomy on the part 

o.f the participant as various ~orms o~ manageaent and out-

side sou:rces take control o:f the game. In addition, indi-
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vidual needs and interests may be suppressed to ensure that 

1:he overall goal.s o:f winnin11 and pro.fl 1: making :for the teaa1 

or organization can be attained. The·re1"ore, al. though el.e-

ments o:f a bureaucratic s1:ructure have been l.inked to organ-

izational e:f:fectiveness, 1ee1.ings o:f al.ienation and a 1.oss 

o:f .personal. autonoay are al.so l.ikely to increase the more an 

organization is bureaucra1:ized. 

The third l.ine o:1 inquiry that could ev.olve out o:f Web-

er 1 s discussion on bureaucracy is an exa•lnaton o1 whether 

or not a bureaucratic type o:f s1:ruc1:ure is the most e:f:1ec­

tive type o:f structure :for sp.ort organizations which are in 

pursuit o:f instruaental goals such as per:formance excel.1.ence 

and resource acquisi~lon. In addition, an exaaination o:f 

the relationships between context and structure as well as 

the interrelationships between the structural. variables in 

voluntary sport organizations will extend earl.ler research 

on the na~u~e 0£ bureaucracy in aodern society. These ques-

tions have received l.ittl.e or no attention in the sociology 

o:f sport l.iterature besides the recognition that bureaucracy 

is present in both amateur and pro:fessional sport organiza-

tions (Schl.agenbau:f and Timm, 1976; Ingham 1978 and Frey 

1978 >· With respect to structure.and e:f:fectiveness, Sage 

( 1978: 10) is one o.f the :few 1:o acknowledge the stabilizing 

e:f£ect o:f bureaucracy: 

Rights, duties, 
speci:fied by the 

privileges and procedures are 
organization and its internal. 

laws. People come and go, policies change, whole 
administrations succeed each other, but the wel.l 
buil.t bureaucracy stands £ast through 11: a~l.. It 
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ls the harbinger o:f standardization, mass 
production, objectivity and impersonality in com­
p~ex o~ganiza~ions. 
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Besides the work o:f Guttmann, whose analysis o:f the bu-

reaucratizatlon o:f decision-making structures in spor"t was 

discussed earlier, Schlagenhau:f and Timm (1976) are among 

the :few to examine the structure o:f sport at an organiza-

tional level o:f inquiry. They examined the German sport 

club as a social organization• From a survey o:f 2794 clubs, 

the researchers studied the :following dimensions o:f organ!-

zational ll:fe: 

1. the degree o:f demand :for instrumental objective ser­
Ylces 

2. the degree o:f homogeneity o:f demands o:f 
ship 

the member-

3. the internal/external orientation 

4. the degree o:f orientation toward the individual 

5. the degree o:f pro:fessionalizatlon in the management 

6. the degree o:f purpose:ful and rational declsion-•aking 
(1976:21). 

Schlagenhau:f and Tim• concluded that German voluntary 

sport clubs are moving away :from ideological values and are 

becoming more rational., objective, pro:fessional. and hetero-

geneous. These :findings support the contention that volun-

tary sport organizations are becoming increasingly bureauc-

ratized. What remains to be seen ls whether the :first side 

o:f Weber's 11 double message" holds :for voluntary amateur 

sport organizations. That is, is a bureauc·ratic type o:f 

structure related to e:f:fectlve and e:f:ficlent management? 
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Be.fore this relationship is discussed, the literature on or­

ganizational e:f:fectiveness will be reviewed. 

Datlnitiona .a.n.d Koda\s 

Several books and articles have been written on the 

problems o:f examining organizational e:f:fectiveness (Cameron 

1978; Caapbell 1976; Goodaan and Pennings 1977; Bannan and 

Free.,an 1977; Kott 1972; P:fe:f:fer 1977; Price 1972; Scott 

1977; Spray 1976; Steers 1975; Yuchtman and Seashore 1967)• 

The di:f.ficulties involved in measuring organizational e:f:fec­

tiveness include a lack o:f consensus regarding de.finitions, 

theoretical models, choice o:f criteria, level o:f analysis 

and a variety o.f aethodological issues. 

The tack o:f consensus regarding the operational cri­

teria o:f e:f:fectiveness :follows :from a 1.ack o:f agreeaent as 

to the conceptual. de:fini1:on o:f the 1:erm. Georgopoulos and 

Tannenbaum (1957) noted that, trad.itionall.y, e:f:fectiveness 

was viewed only in teras o:f pro:fit or productivity. They at-

tempted to expand on this simplistic view with the .foll.owing 

de:fini tion: 

Organizational e:t.fectiveness is. the extent to 
which certain resources and means .fut.fills its ob­
jectives without incapacitating its aeans and re­
sources and without placing undue strain upon its 
members (1957:535). 

Etzioni (1975:133) de.fines organizational e.f.fectiveness 

not merely as a level o:f goal realization. He also .focuses 
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on the pattern of relationships among the elements of an or-

ganizational system which enhances the service of one o.r 

more goal.s. Perrow (1961:856) makes a di.stinction between 

official and operative goals. The ~ormer are an organlza-

tions' publically espoused goals, while the latter refers to 

the actual goals being pursued by organizational members. 

Perrow defines effectiveness in teras of operative goals• 

In sport, effectiveness has been most often operation-

alized in terms of win/loss records. A SIRLSZ search re-

vealed 38 references related to the concept of effective-

ness .. Nine articles refer.red to the replacement process and 

mana~e~lal succession in pro~essional sport. For example, 

Theberge and Loy ( Ul76) 1ound that win/loss records are neg-

atively related to member and managerial replacement rates. 

McPherson ( 1976 ) discussed turnover strategies in the Na-

tional Hockey League including promotion, demotion, trade 

and the draft which are commonly thought to be necessary to 

produce a winning -team. However, his findings challenge the 

coamonly held assuaption that trades, e"tc. a-re .rel.a-ted to 

i•proved teaa performance as no significant relationship was 

found between personnel and managerial changes and group 

success. Nineteen articles defined effectiveness in terms of 

specific objectives including the development of park commu­

nities, procedures in recreation departments, increased tau-

risra~ success at the Olympic Games and fun in children's 

z SIRLS ls an information retrieval system at the University 
o.:f Waterl.oo. 
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pl.aye Five articles related effectiveness to other organiza-

tional. variables incl.uding communication, careers, con:fl.ict 

and l.eadershipo Moriarty et al.. publ.iehed three articl.es on 

chanse agent research; a strategy which attempts to align 

the beba•iors of those invol.ved in amateur sport with the 

avowed goals of the organization. Two artlcl.es deal.t with 

effectiveness ln terms of coach/pl.ayer rel.ations. Final.Ly, 

Luschen (1978) anal.ysed the organization and pol.iclee o:f Na-

tional. 01.ympic Committees according to effectiveness, e:f:fi-

ciency, responsiveness and :fidel.ity. Effectiveness was •eas­

ured by the de~ree of concern for establ.ished goats. 

Performance-oriented National. Olympic Committees pl.aced a 

high priority on :fidel.ity, :foll.owed ctosel.y by effectiveness 

• and efficiency. 

On a aore macro teveL• some work has been done on the 

:factors that account :for differential success rates of na­

tions in international .sporting events. For example, Col.welt 

(1981) looked at the rel.ationship between a number of eco-

nomic, political and social. variabl.es and measures o:f rel.a-

~iTe and overa1t per~ormance success. She found that a four 

:factor model incl.uding the position in the international. 

power hierarchy, the number of scientists and technicians 

ens:aged in research, the percent of the population involved 

in agricultural pursuits and whether or not a coun~ry was 

social..is1:, expl.ained the most variance in the overal.1 per-

1ormance measure. 



r 

[ 

! 
f 
I 

88 

Thus, as in the sociology o:f sport literature, e.:f:fec-

tiveness has been defined in several di11erent ways. Most o:f 

the literature does however inco.rporate the goal model o:f 

ef1ectiveness whereby the concept is measured in terms o~ 

the ability of the organization to achieve desired obJec-

tives. The objectives most o1ten measured in a sport con-

text reflect an eaphasis on performance outcoae which can be 

operationalized in terms o1 win/loss 

comparison to o~her ~eaas• 

Several criticisas, however~ 

the goal model of ef1ectiveness. 

records or rankings in 

have been voiced against 

One of these refers to 

Perrow•s observation that of1icia1 goals may be generalized 

statements Justifying the existence of an organization which 

are di11icult to empirically measure. Steers ( 1975 >, Sea-

shore (1976) and Scott (1977) warn that care£u1 considera-

tion must be given to the source of organizational obJec-

tives, which may vary according to hierarchical level and 

from department to department. Others are critical of the 

purposive and rational approach that the goal model o1 e1-

:feet 1 veness rep·resen ts• That is, organization.al members 

caught up in day to day operations aay not be able to accu­

rately articulate a global end state or ultimate organiza-

tional ob.feet i ve. Furthermore, Steers ( 1975) contends that 

some goats are actual.Ly contradictory• For example, the o.r­

ganizational goal o1 productivity may be achieved at the ex-

pense o1 an individual's goal of Job satisfaction. Finally, 

I 
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Webber (1975) and Lawrence and Lorsch ( 1967) :feel that the 

measurement o;f goal attainment ls problematic as environmen­

tal conditions as well. as the stage o:f growth o:f the organl-

zation will dictate the objectives that an organization ls 

pursuing at one particular point in tiae. 

Dissatis:faction with the goal model o:f e:ffectlveness 

has lead to new deflntlons and theoretical models. Lawrence 

and Lorsch (1967) proposed that e:f;fectlveness be conceptual-

ized as: 

the ability o;f the organization to acquire scarce 
resources through competition in a social envlron­
aenta 

The organization's bargaining position would then become a 

criteria o:f ef:fectlveness. This de:finltion lead to a systems 

model. o:f e::f::fectiveness which ls characterized by the foll.ow-

ing ::features: 

1. The organization ltsel::f is the .tocal ::frame of re:fer­
ence rather than soae external entity or some partic­
u~ar set o1 peop~e; 

2. The relations between the organization and its envi­
ronment are explicltl.y treated as central ingredients 
in the de::finlton o:f e::f:fectiveness; 

3. A theoreticall.y general :framework capable o:f encom­
passing di1:ferent kinds o:f complex organizations is 
provided; 

4. It provides some latitude :for uniqueness, variability 
and change with respect to the speci:fic operations 
:for assessing e:f:fectiveness applicable to any one or­
ganization, while at the same time maintaining the 
unity · o:f the underlying 1ramewo-rk :for coapara ti ve 
eval.uatian; 

5. It provides some guide to the identi:fication o:f per-
:formance and action variables relevant 
tiona1 e.t:fectiveness and to the choice 
:for empirlca1 use (Yuchtman and Seashore, 

to or~aniza­
o:f variables 

1967 :89 ). 
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This model was abstracted :from Katz and Kahn 1 s (1966) 

conception o:t bow the organization is related to lts envl-

ro.nment through input and output "transac-tions. Hlrsch 

(1975), Negandhi and Reimann (1973) and Pennlngs (1975,1976) 

are examples o:f empirical. studies o:t the systems model o:t 

e:f1ecti-...eness. 

However, Price (1972) suggests that there are problems 

with the systems model. One o:f them ls the controversy re-

garding resource optimization versus resource maximization. 

Price contends that although Yuchtman and Seashore emphasize 

resource optimization they ha.ve not adequatel.y de:tined the 

boundaries o:f this concept. Price also charges that advo-

cates o:f the systems approach, who criticized the goal. aodel 

because it has not produced general. measures o:f e:f:fectlve-

ness, have :fallen prey to this same problem• That ls, many 

researchers have used criteria which are onl.y appropriate 

:for the speci:fic organization under exaalnation. 

Price :further criticizes Yuchtman and Seashore's system ap­

proach because several. o:f their concepts re:fer to the same 

phenomena. Fo.r e..xampl..e, eight o:f their criteria were :found 

to rel.ate to e:f:ficiency and :five re:ferred to organizational 

size. This bas lead to alternative systeas de:finitions such 

as Kol.nar and Roger•s (1976:404) which was designed to ac-

count :for the e:f:fectiveness o:f public versus private a~en-

cies. In their work: 

e:f:fectiveness is viewed in terms o:t the distribu­
tion or out:flow o:f resources (the ability to dis­
t~ibute resources o~ provide services to the envi-
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ronme.nt )-, rather than in terms of :resource 

acquisition. 

Mott ( 1972: i:x) emphasizes the interaction between the 

ora;anization and its envlronmen~ as the major criteria of 

e·:tfectiveness. He states tbat: 

the concept o1 effectiveness is multidimensional, 
involving besides productivity, the organizations 
ability to adapt to changing conditions both in­
ternal and external (adaptibillty), and its abili­
ty to cope with.temporarily unpredictable emergen­
cies (flexibility). 

However, it ls precisely because researchers have resorted 

to a variety of de1inltions that this area o:t research ls in 

such a state o1 chaos. Hannan and Freeman (1977) have even 

argued that the concept o:f organizational effectiveness 

should be disl'egarded as a scienti.flc concept because o:t 

theoretical and aethodologlcal inadequacies. Othel's are not 

as quick to reject the concept,. Webb (1974) suggests the 

comblnin"' of the goal and systems model as they aay really 

be a logical extension o::f each other. Pfeffer (1977) argues 

against Hannan and Freeaan•s stand when he suggests that the 

barriers to the study of effectiveness are the same for all 

organizationa:l ·research since varlabl.es vary over time. He 

de1ends the use of objectives as an analytical tool because 

they determine organizational action. Campbell (1977:39-41) 

offers a solution to the dllemma when he suggests that an 

emphasis should be pl.aced on operative goals. instead of ::for­

mally written goats. He states that: 

While people might not be able to state their 
goals accurately, operative goals can be inferred 
1rom the way they behave. 



92 

In addition, Campbell calls :for some overall hierarchical 

map o:f how ef:fectiveness criteria :fit together in terms o:f 

generality and speci1lcity, and means-ends relationships. 

For exaapl.e, sport organizations aay cite :fund raising and 

developmental proprams as their organizational goals, when 

in :fact, these may be the aeans o:f achieving a :further end 

such as per:formance excellence in international sport. 

An interesting study which compared the goal and system 

resource 

C 1976 ). 

approaches was undertaken by Molnar and Rogers 

They hypothesized that i:f measures £rom both ap-

p.roaches converged, both models should be used for a more 

complete understanding o:f e:f£ectiveness. The goal approach 

was •easured by ratings 0£ e:f:fectiveness by the top adminis­

trators within the organizations as well as outside experts. 

Administrative orientation, resource di:f:ferential, resource 

in:flow and resource out:flow were indices o:f the system mod-

el. These variables were related to :four organizational de-

cision-making variables: 

ability, and goal clarity. 

formalization, autonomy, account­

Molnar and Rogers concluded that 

the two approaches measure separate but related dimensions 

o:f e:f:fectiveness because very :few o:f the decision making 

variables were correlated with e:ffectiveness indicators 

across ~he goa~ and system measures. In addition, there was 

no signi:ficant relationship between the two goal measures, 

and "the system resource measures did not demons-t·ra-te. conver-

11ent validity. 
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Only two studies could be 1ound which directly measured 

~he e~1ectiveness of voluntary organiza~lons. Both o1 these 

(Webb 1974; Llkert 1961) utilized the goal model. Al.thou11:h 

some coul.d question whether Webb's study on churches 1al.1.s 

into the real.m o1 voluntary association research, Webb 1ound 

support 1or the assertion that it ls 1aulty to attempt to 

develop general measures o1 e1:fect iveness. He concluded that 

the same development programs used 1or business organiza­

tions and government organizations will not necessarily be 

e11ective in religious organizations. Conversel.y, Likert 

(1961:140-161) concluded that the same principles o1 organi-

zation 1ound in industry and government were operating in 

the voluntary League o1 Women Voters in the u.s.A. 

1indlngs are summarized below: 

Likert•s 

1. In the more ef:fective leagues, greater motivational 
1orces to be active in League a1falrs are generated 
in both leaders and members. 

2. Presidents in the more e1£ective leagues have no aore 
ln1luence on the average than do the presidents in 
the less e:ffectlve leagues. 

3. In the more e1:fective leagues members :feel that they 
are kept better informed by all sources o;f informa­
tion than do the members in the less effective 
1.eagues. 

4. There is a tendency £or leagues, as they increase in 
size, to increase in e:f1ectiveness up to a particular 
point. At a membership size o1 about 400, that ten­
dency disappears. The larger the league, the more use 
is made o:f general meetings with less face-to-face 
interaction• There;fore, structure is related to size. 

Since no consistent ;findings have emerged regarding the 

nature 0£ e11ectlveness, criticism 0£ existing de£inltlons 
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and theoretlcaL modeLs continues. Kuhn ( 1970) woul.d argue 

that such criticism is heal.thy and can 1.ead to paradigmatic 

revision• In :fact, it ls this dissatis1action with existing 

paradigms which forces scientists to be more articulate and 

speci.i:ic. The current state o.i: the area can be described as 

being in "crisis" and in need of a scientific revolution. 

However, this does not necessitate that all. previous work be 

disregarded. Instead this work can be rethought and expand-

ed upon• This will. be the task of the section on indices of 

organizational. e:f:fectlveness ln Canadian NSGB. Before pro-

ceeding, additional. problems with the ef:fectiveness research 

are discussed-, including the probl.eas o:f selecting e:f:fec-

tiTe.ness criteria and methodological. issues. 

As aentioned previously, one o:f the most striking .flaws 

in organizational. e:ffectlveness research is the 1.ack o:f con-

sistency regarding the choice o:f e:f:fectlveness criteria. 

This tack o:f consistency makes comparative and cumulative 

research di:f:ficul.t, i:f not l•possibte. 

Steers (1975) reviewed seventeen studies o:f e:f:fective-

ness and :found -tha"t the most comm.on univariate measu:res are: 

1. overa.1.1. per:formance measured by employee or supervi­
sory methods; 

2. productivity typically measured by output data; 

3. eapl.oyee satis:faction measured with sel.:f report ques­
tionnarles; 

4. p.ro1'it measures based on accounting data; 
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5. personnel withdrawal based on archival. 
absenteeism data. 

-turnover and 

Furthermore, Steers (1975:547) notes that it is dl:f:ficul.t to 

de1end the use o:f one var.iabl.e as an adequate measure o:f e:f-

:fectiveness. He even Ji!08S so :far a.s to sugges·t -that: 

Several. o:f the criteria that have been used (:for 
instance, Job satis:factlon) appear to represent 
more an expression of the researcher's vaLue prem­
ises instead o:f objective measures o:f the e:f:fec­
tlveness o:f an organization in attaining its 
~oal.s. 

Howeve.r, even though mul.tivariate model.a o:f e:f:fectiveness 

have been constructed to integrate the diverse conceptual.i-

zatlons o:f e:f:fectiveness, Campbel.! ( 1976) :found that a total. 

o:f thirty dLf:ferent criteria and combinations o:f cri1:eria 

have been util.ized. This Lack o:f consistency has made it 

di:f:ficul.t to summarize and draw conc1usions ~rom the re-

search done to date. 

The uni,tersal.ity versus speci:ficity o:f e.1f:fectiveness 

criteria has been another topic o:f debate. Mott (1972) sug-

gests that the same criteria shoul.d appl.y across al.1. organi-

zations, cwhil.e Webb ( 1974 ), Scott ( 1977) and Cameron ( 1978) 

contend that each or~anlzation requires its own de:finitlons 

o:f e:f:fectivenes. Mott (1972:17) argues that organlzatlonal. 

e:f:fectiveness should be eval.uated according to productivity 

measures (quantity, qual.lty and e:f:ficiency), behavioral. 

adaptability (the proportion o:f relevant members who accept 

the changes and the rapidity with which they accept them), 

symbol.le adaptation (anticipating probl.ems in advance, de-



96 

veloping solutions to them and staying abreast of new tech­

nologies and methods) and flexibility (the ability of organ­

izational centers o:f power to cope with temporarily unpred-

ictable conditions). Proponents of the goal modal of effec-

~iveness contend that measures must be specific as 

objectives being sought vary from orRanization to organiza­

tion. 

The :final problem with the criteria deals with the 

source o1 e1~ec~iveness crl~eria • Should the major decision 

.makers, the organizational members or groups outside the or-

ganization, be consulted regarding effectiveness informa-

tion? This ls an important consideration as Scott ( 1977) 

found that effectiveness criteria vary depending upon the 

ln~ormatlon source used. This question also relates to the 

question of the appropriate unit o:f analysis :for organiza-

tional effectiveness studies. Once again, a review o:f the 

literature illustrates that researchers have employed many 

levels o.'f analysis. These have ranged from the supersystem 

or external environment ( Hirsch 1975; Mott 1972), the organ-

ization itself (Webb 1974; Scott 197'7; Steer 1977; Weick 

1977 ), the organizational subunits (Hitt and Middlemist 

1978) and finally to the individual members (Argyris 1962 >• 

In su•m.a.ry, the criteria used as indices of organiza-

tional effectiveness have varied along the :following dimen-

sioos: univariate versus multivariate criteria, universal!-

ty versus specificity of criteria and according to the level 
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o:f anal.ysis ot" source o.:f in.:forma.tlon. Before studies can be 

replicated to build a cumulative body of knowledge regarding 

or~anizationaL e11ectiveness, more consistent treatment of 

the effectiveness criteria must be made. 

11t11bodo\ocica\ Jaaue• 

An additional reason for the equivocal findings on or-

ganizational effectiveness deals with the choice of method­

ology employed to measure the concept. For example, Yuchtman 

and Seashore (1969) relied totally on organizational records 

in their analysis of the systems model; a strategy which, 

according to Campbell (1977), is a biased source of informa­

tion. Survey techniques including both the interview and the 

questionnaire have also been extensively utilized. However., 

variation in the application of these techniques can result 

in different indicators of effectiveness. For example, Pen-

nings (1975) found that there was low convergence be~ween 

objective and subjective aeasures. Data £ro• company re-

cords, census information, financial information, investment 

patterns and accounting information were defined as being 

ob.lective data. Subjective data included questionnaire re-

sults from various groups involved with the organization un-

der investigation• Pennings concluded that the two types of 

measures may be testing different aspects of the effective­

ness concep"t • 
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Future s~udles should incorporate a number o~ research 

strategies such as the content analysis 0£ various records, 

interviews and questionnaires o:f external organizational 

members, the major decision makers and other aembers 1 and 

participant observation to check that verbal. responses match 

ac"tua "'l behavior .• Price ( 1977) employed a combination o:f 

methods in her analysis o:f the :formal. and operative ob,jec­

tives 0£ the Secondary Schools Athletic Association in On-

-tario. Al.though participant observation was not directly 

used in th.is s1:udyt respondents were asked to present behav­

ioral examples o:f how objectives were being ·pursued. 

In su1a111ary, research on organizations has invariably 

been concerned with the issue o:f e££ec1:iveness. However, ad-

vancement ln the area has been hindered :for a variety 0£ 

reasons. These include the variety o.f de:finitions, models, 

the re-criteria and methods which have been u1:il.ized in 

search to date. Care.:ful. consideration must be given to each 

o:f these areas so that research can proceed in a logical and 

systema~lc manner. 

ilrcan·lzat ion al Ji11eo:t iY•o••• J..D MSGBe 

Kanter and Brinkero££ (1981:327) has summarized the 

problems with the goal. model. 0£ e:f:fectiveness as :follows: 

Hgoa"'Ls can be inconsistent, contr1t.dictory, o:r lncoherent; 

and it 

what 

is o:ften uncl.ear at wha1: l.evel or wi1:h respect to 

units the attainment 0£ p;oals should be measured"• 
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However, in voluntary ama:teur sport organizations-, such as 

the Canadian NSGBs, practitioners have given a considerable 

amount 0£ attention to the process 0£ goal. £ormu1.ation in 

recent years. For example, several. volunteers have attended 

workshops to identi£y short and 1.ona range obJecti·ves £or 

their sport (Wiel.e, 1980). In addition, as a prerequisite 

£or £unding support, Sport Canada requires the NSGBs to be 

committed to the main goal. 0£ per£oraance excellence and to 

write suhgoa1s in a number o1 program areas. Thus, vol.un-

teers are being encouraged to pl.an in teras 0£ goals, and 

one 11oal. that is common to al.1. NSGBs involved in Olyapic 

team and individual. sports, is per£ormance excellence. 

However, the £act that per£oraance excel.lence iS a goal 

that is co111111on to all these organizations, and thus £ot'ms a 

standardized basis £or comparison, is not the onl.y rationale 

£or its inclusion as an index 0£ e££ectiveness. Weber 

closely linked achievement and the pursuit 0£ instrumental. 

goals to his theory 0£ bureaucracy. This is most evident in 

his writings in .l'.ll& Protestant Ethic .A.OS1 3.1a. Spirit .si;t &AIU.-

.tA.U.s.m < 1958 >• 
Seppanen (1981) 

Siailaril.y, in spori:, Luschen (1970) and 

have repori:ed that unequal. success l.evel.s 

around the world cannot only be explained by 1:he material. 

basis 0£ the economy, but is al.so related to the ascetism, 

achievement orientation and inner wordl.y tradition commonly 

associated with Protestani:ism. In addii:ion, Riesman and 

Denney (1972) suggest 1:hat the emphasis placed on winning in 
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modern sport is related to the socia~ s~rugg~e 1or success. 

This struggle in turn evo.kes a more scienti1ic and techno-

logical approach to sport. Wohl (1975) predicts that modern 

sport will continue to become more intellectual, rational-

ized and will place an increasingly greater emphasis on sue-

C8SS• Thus, the selection o1 per1ormance excellence as one 

indicator o1 organizational e££ectiveness is in line with 

the assumption that the goals o1 modern sport will continue 

~o become aore ins~rumenta~ in na~ure. Because NSGBs must 

continually struggle to obtain £unding, their ability to ac-

quire ~unds ~rom -the @overnment and other sources couLd be a 

second measure 0£ e11ectiveness. 

,The use o1 the goal and systems model in this study on 

voluntary sport organizations is intended to examine the 

controversy existing in the literature on organizational e1-

:fec-tiveness. 

native views 

These two models are either regarded as alter­

on organizational per£ormance (Campbell 1976; 

Molnar and Rogers 1976) or as complementary tools £or anal-

ysing organizational action (Webb 1974). With respect to 

the latter view, it has been suggested that the systems mod­

el may be a logical extension o1 the goal model in that re-

sources are required ~o achieve desired goa~s. Thus, a po-

sitive relationship between these 

e11ectiveness would be expected. 

two 

With 

measures 

respect to 

o:f 

this 

study, organizations with teams which ran.k high in wor~d 

rankings would be expected to be more success£ul in acquir-
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in~ scarce 1undlng resources than are organizations with 

teams with moderate or low world rankinAS• 'Ibis interpreta-

tlon is consistant with the assumption underlying the sys-

teas model that the abi1.ity to acquire resources is a re-

11.ection o1 the organization's success at producing desired 

ou-tcomes., and thus assumes that the systems and goal models 

are coaplementary tools 1or measuring organizational e£1ec-

tlveness. However, an alternative arguement that also de-

serves consideration ls that the acquisition o1 required in-

puts such as 1inancial resources does not necessarily lead 

to the attainment o1 desired outputs or objectives. Due to 

the need £or other resources, the e11ect 0£ the external en-

vironmen"t, and the trans1ormative processes aediating be-

tween inputs and outputs, acquired resources •ay not be con-

verted into desired outputs. The use 0£ variables 1rom both 

models will help to clarLfy the relationship between these 

indicators 0£ organizational. 

NSGBse 

In the 1ollowlng section, 

e1£ectiveness in Canadian 

the relationship between bu-

reaucratic characteristics and the organizational e1£ective­

ness 0£ voluntary NSGBs will he discussed. 
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&eaearch on ll!lreaucra~v lUISl .EJ:fectlYelUUUI 

Al.though Weber expl.icitl.y l.inked the characteristics o:f 

bureaucracy to organizational. e:f:ficiency and e:f:fectiveness, 

very :few empirical. studies have investigated the rel.ation-

ship between these concepts. By re:ferring to Appendix A, 

Selected Eaoirlcal Studies .m: Qrgan.u:Atlonal Eftectlveness, 

one :finds that the studies have :focused entirel.y on the de­

pendent variabl.e o:f e:f:fectiveness, or have utilized indepen-

dent measures which do not rel.ate directly to Weber's theo-

ry. Even more striking is the lack o:f consistent use o:f 

lndependen~ and dependent measures. This makes it extremel.y 

di:f:ficul.t to draw any concl.usions about possibl.e rel.ation-

ships. Furthermore, some studies have uncovered positive 

relationships between some bureaucratic characteristics and 

various e:f:fectiveness criteria (Pennings 1976; Rushing 1974; 

Webb 1974; Negandhi and Reimann 1973; March and Mannari 

1976; Likert 1961; and Price 1968), while no direct rel.a-

tionsbip has been :found in other s·tudies ( Pennines 1975; 

Molnar and Rogers 1976; Price 

1968 ). Accordin@ to Sigel.man 

1976; 

(1981), 

Mahoney and ·we i tze 1. 

two main hypotheses 

have been tested in the l.imited research conducted on the 

rel.ationship between bureaucracy and organizational. e:f:fec-

tiveness. In the :first approach, a positive Linear rel.a-

tionship has been predicted, a rel.ationship which is consis-

tent with the Weberian tradition. As Sigel.man 

(1981:253-254) expl.ains: 



The basic idea here is that division of 1.abor, 
specialization, achievement orientation, recruit­
ment and promotion on the basis of merit, effi­
ciency- consciousness, clear-cut patternin~ 0£ re­
sponsibil.ity, and other bureaucratic 
characteristics encourage organizationa1 rational­
ity. Accordingly, as these characteristics dif­
fuse throughout the organization and become insti­
tutionalized over tbe course of time, more 
effective organizational. performance should fol­
l.ow. 
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In the second instance• a 1.inear rel.atlonship between bu-

reaucracy and effectiveness is predicted, but this time, the 

slope of tbe relationship is negative. Sigelaan (1981:254) 

reports that some researchers have argued that the expl.ana-

tion for a negative relationship is that, "tbe increasingl.y 

bureaucratic or~anization becomes pro~ressive~y more suscep-

tible to perfornance lapses as its struc~urat arran~ements 

becoae more et.aborate"• To reconcil.e these contradictory 

perspectives, Sigel.man su(lgests that an S shaped curve may 

best explain the rel.ationship between bureaucracy and effec-

tiveness. He ( 1981:256) explains that effectiveness may 

suffer at first as an or(lanization adopts a more bureaucrat-

ic styl.e, but effectiveness can then be facilitated as "ra-

tionat. procedures repl.ace the ad hoc ones"• However, a::fter 

a point, bureaucracy may be detrimental to e-ffectiveness be-

cause: 

Specialization may 
partmental.ization, 

give way to water-tight com­
ef-ficiency to goal. displace-

ment, impersonal.ity to outright dehumanization and 
hierarchy to ri(lidity (Sigelman, 1981:256). 

As mentioned pre~lousl.y, Little research has been done 

on bureaucracy, organizational. effectiveness and vol.untary 



104 

sport or~aniza~ions. From a SIRLS search under the descrip-

tor 0£ "vol.untary or,;zaniz.a:tions" onl.y one 0£ the over two 

hundred listings could he cross re1erenced with organiza-

tional e1£ectiveness (Moriarty and Duthie 1976). Only six-

teen articles made re1erence to the societal £unctions o1 

sport, while 1i1teen studies made mention o1 the internal 

dynamics o1 sport organizations. Other articles could be 

broadly categorized under the 1ollowinR beadings: sociode-

aographic characteristics o1 Joiners, social psychological 

dimensions o1 involvement and historical descriptions 0£ the 

development o1 various voluntary organizations. 

01 the thirty-eight re£erences which were located under 

the descriptor "organizatl.onal e11ectiveness", nine re1erred 

to the replacement process and managerial succession in 

sport. Other artl.cles were related to practl.cal organiza-

tional concerns, the Olympic Games, social psychological di-

aensions and selected organizational. theory topics. Simi-

larly, only twenty-one articles were 1ound which dealt with 

bureaucracy and sport. !lost 0£ these articles were nonempir­

ical discussions o1 the dys1unctional consequences o1 organ­

ized sport which are thought to accompany the rise 0£ bu-

reaucracy in modern society. 

It is evident that little research integrates the three 

concepts: burea.uc:racy, e11ectiveness and voluntary sport 

orR,:anzations. As mentl.oned previously, one possible reason 

1or this is that voluntary organizations have seldom been 
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ana~ysed £roman organizationa~ perspective. Thus, the con-

cepts o1 bureaucracy and e11ectiveness have rarely been in-

vestigated. In addition, the relationship between bureauc-

racy and e:ffec-tl veness .may have been ove·rlooked because, 

"the probl.em is extreiael.y compl.ex as a vast number of inftu-

ences on per:formance are at work" ( Child, 1976: 139 ). How-

ever1 the analysis o:f sport as a :formal. organization easily 

:falls into the subject area o·f sociol.ogy o:f sport. Loy, 

McPherson and Kenyon (1978:15) classify organizational prop-

erties o:f sport under their notion o:f sport as a social in­

stitution• They argue that: 

The sport order is co.posed o:f al.l. organizations 
in society that organize, :facil.itate and regulate 
hUJ11an actions in sport situations. Organizations 
at the corporate level are characterized by bu­
reaucracy; they have centralized authority, a hi­
erarchy o1 personneL, protoco~, and procedura~ em­
phases; and they stress the rationalization of 
operations and impersonal relationships. A number 
of the ma.lor national and international governing 
bodies o:f i,.mateur and professional sport illus­
trate sport organizations o:f the corporate type. 

l:f we accept 1:he de:finition of sociology as being 11 the 

scientific study o:f the structure and composition, :function­

ing and change o:f social systems and their relation to human 

behavior" (Loy, McPherson and Kenyon, 1978:27), then we must 

he concerned with the topics o:f bureaucracy and organiza­

tional effectiveness in sport. 
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In this study the variables investigated as indices of 

bureaucracy include formalization, centralization, imperson-

al.ity of work relations, professionalism, special.ization, 

and the proportion of clerical staff. Below is a review of 

the l.iterature concerning these variables and their rela-

tionship to organizational. effectiveness measures. 

Fornal.ization refers to the extent to which work activ­

ities are guided by written rules and procedures (Hall, 

1972 ). Thus, in sport organizations, the greater the pro-

l.iferation of written docuaents (e•g•, in publications, con-

stitutions, and Job descriptions), the greater the formal.!-

White ( 1980 ) contends that tbe aim of increased 

formal.ization is to achieve social order and stability 

through the patterned regulation of human behavior. Glisson 

and Martin (1980) add that 

associated with red tape, 

al.though formalization is often 

it assures a minimum of fairness 

and consistency in treatment and may also reduce work uncer-

tainty. In addition, a for•al.l.y established system of pro-

cedures and rules is thought to ensure continuity, even with 

1requent changes in personne1; a common occurance in voLun-

tary organizations. 

Although Weber {1968:980) stipulates that bureaucracy 

coincides with the concentration of the material means of 

mana~eaent in the hands of the master, empirical research 

has most often demonstrated a positive relationship between 
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a decentra~ized struc~ure and e£~ectiveness. For exampl.e-, 

Hage and Alken (1967) reported a positive relationship be-

tween decentralization and program innovation while Negandhi 

and Reimann ( 1973) :found that decentralized bus.iness :firms 

experienced greater employee retention and pro:fltability. A 

decentralized authority structure is associated with partic-

lpatlve decision-ma.king; a process which ls designed to in-

volve and ctarl:fy members responsibilities in contributing 

to goal attainment. In national sport governing bodies this 

variable can be operationalized according to the deli!ree to 

which decision-making is concentrated with the board o:f di­

rectors versus being distributed to other commitees and sal­

aried program sta1:f within the organization• 

An impersonal work orientation is 

reaucratic organization because, according to Weber, it 

helps to prevent personal :feelings :from distorting rational 

decision-making. Weber contrasted the impersonal approach 

with the ways 0£ the old order in which those in power were 

moved by "persona~ sympathy and ~avor, by grace and grati-

tude" (Weber, 1968:975). Along with :formalization, imper-

sonat work relations are designed to: 

eliminate :from o:f:ficial business alt purely per­
sonal, irrational and emotional eleaents which es­
cape calculation (Weber, 1968:975). 

Hall {1963) was one o:f the :few who included impersonal-

ity as a characterls-tic o:f bureaucracy. However, the. measure 

used by Halt, which was the degree to which employees :felt 
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compe1~ed to be courteous and ~eserved, did not capture Web-

er 1 s notion o1 the concept. Instead, it is likely that the 

establishment o:f procedures to evaluate the per1ormance o:f 

emp~oyees is a more adequate measure o1 impersonal rela-

tions. Evaluation procedures are designed to be objective 

and to remove emotlona~ e~ements £rom decision making. These 

procedures are ~1so designed ~o improve the per~ormance o~ 

employees which, in turn, is designed to lead to increased 

organizational e:f:fectiveness. Therefore~ it is expected that 

the more an NSGB relies on :formal evaluation procedures, the 

aore impersonal the work relations between the volunteer and 

paid sta:f.:f wil.1. be. Weber woul.d also SUJ!lgest that iapersonal. 

work relations leads to rational decision making which in 

turn leads to organizational. e:ffectiveness. 

For 'Weber, the evolution o:f bureaucratization was an 

inevitable response to the patriarchical society in which 

authority was based on kinship ties and the possession o:f 

property. Instead, .in a bureaucracy, important social rol.es 

are al.located according to knowledge and the possession o1 

educational qua.li.:fications. Blau (1974) .:found that the de-

gree o.:f pro.:fessionalism is inversely related to the degree 

o:f central.ization. Be explains that because pro.:fesslona1. 

quali1lcations al.1.ow one to see the implication o:f one's 

work, and makes a person more self directing, decision mak-

ing can be more dispersed throughout the organization. Con-

versel.y, in the absence o:f a professionally trained sta:ff, 
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coordination can more likely be achieved th-rough a central.-

ized hierarchy of authority. Thus, to investigate the rel.a-

tionship between pro1essionallsm and effectiveness careful 

consideration must be given to the interaction ef1ect be­

tween professional.ism and the type cf decision-making struc-

tures. The level of educational attainment of salaried pro-

gram staff and volunteers would be indicative of the degree 

of professionalism in amateur sport organizations. 

Specialization implies a high division of labor in 

which work responsibilities are divided into more narrow 

areas for each individual. According to Weber ( 1968), a 

high degree of specialization promotes expertise among per-

sonnet by narrowing the ra.n11e of duties on the .Job. Spe-

cialization is thought to Lead to increased effectiveness 

because it allows each member to maxiaize his or her contri-

bution to goal directed activities (Steer, 1977:64). The 

number of board positions, paid staff and clerical posi-

tions, executive board positions and committees with specif-

le responsibilities would be 

specialization• 

indicative of the degree of 

Although the formalized work procedures are designed to 

offset continual changes in personnel, career stability is 

an important variable to consider in voluntary associations 

in which positions are often elected for one or two year 

"terms. In contrast 7 Weber• s bureaucracy is charac"te_rized by 

Xormal employmenty salaries, pensions, promotions, el.ected 
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rather than appointed o:fficials, and positions are often 

held :for life. Consistency may be difficult to achieve with 

a ~arge turnover rate because new incoming aembers require 

training and socialization in their new positions. There-

1ore, it is expected that the more careers approximate Web-

er 1 s description of the official in bureaucracy, the more 

effective the organization will be. 

Blau (1966) :found a positiYe relationship between the 

proportion of cl:erical staff aaong the total sta:f:f and re-

duced operating costs. Clerical staff maintain channels of 

communication which is important as the dif£erentiation of 

rot.es increases. Furthermore, clerical staff help to reduce 

the work load of major decision makers so that they can con­

centrate on matters a:ffecting the organizations• e:f:fective-

ness. For Weber, a larger proportion of clerical staff ls 

required in an effective bureaucracy to maintain the all 1m-

portant :files, and to coordinate the many specialized deci-

sion-maklng positions• 

In .suamary, based on Weber's writing, and subsequent 

research on bureaucracy and e~1ectlveness, a positive corre­

lation between a number of structural variables and measures 

o:f organizational effectiveness can be expected • .More spec-

i:ficlally, :formalization, an impersonal work orientation, 

professionalism, specialization, career stability and the 

clerical staff ratio are expected to be positively correlat­

ed with the de(!ree o:f goal attainment and resource acquisi-
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tion. Onl.y central.ization, which has most o.1ten been 1ound 

to be inversely related to e1:fectiveness indicators, is ex-

pected to exhibit a negative correlation ·with the degree o:f 

goal attainment and resource acquisition. 

Suwaa~ 

The purpose o:f this chapter has been to review the lit-

erature and develop a rationale :for investigating the rel.a­

tionships between contextual, structural. and organizational. 

e:f1ectiveness variabl.es in voluntary amateur sport organiza-

-tions. 

o:f the 

studied. 

To this end, the :first section incl.uded a discussion 

historical. devel.opaent o:f the organizations to be 

In this section, the prominent role o1 the govern-

aent in the bureaucratization o:f Canadian NSGBs, especial.Ly 

since 1970, was noted. It was also pointed out that even 

though these vol.untary organizations have a major in:fluence 

on the administration of amateur sport throughout the world, 

1.ittl.e research has been conducted on this type o:f organiza­

tion from an organizational. perspective. 

One reason for this dearth of research is that the re-

search which has been compl.eted on voluntary organizations 

has largely been 1rom a sociodemographic or a social. psycho-

logical. perspective. While these approaches undoubtedly add 

to our knowl.edge, an organizational. approach would be par-

ticul.arl.y use.ful. in uncovering both structural and .Per:form-

ance dimensions 0£ vo~untary organizations• In ·add! tion, 
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the replication o:f existing organizational studies, 

have largely saapled the pro:fit-oriented business 

which 

1-ype o:f 

orpanization, would illustrate the degree to which findings 

can be generalized across orRanizational types• 

According to Blau (1974), an analysis o:f :formal struc-

ture is a good starting point :for organizational research 

because :formal struci"ure largely in:fluences emerging in:for-

mal structure. The most expedient way o:f examining struc-

ture and :function in voluntary organizations, such as Cana-

dian NSGBs, is to apply research that has been conducted on 

other types o:f organizations. 

Most o:f the research conducted on the :formal structure 

and :function o:f the business type of organization has been 

stimulated by Weber's theory o:f bureaucracy. By contrasting 

modern society with traditional patriarchical societies, 

Weber envisioned the Rrowth o:f bureaucratic order as a :form 

o:f control and domination. He characterized his ideal type 

bureaucracy by the following :features• Bureaucratic of:fi-

cials would use sc.ience as a base o:f llnowledge and would be­

come aore pro:fessional and specialized and would occupy 

their positions :for a lengthy period o1 time. An impersonal 

work orientation would arise to remove emotional entangle­

ments :from o:f:ticial business and decision-making would be 

guided by the rules and regulations contained in the all im-

portant written documents. In addition, a large clerical 

sta:f:f would emerge in the modern o:t:tice to help coordinate 
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specialized positions and to 1ree the bureaucrat 1rom rou-

tine tasks• Weber also predicted that if an organization 

adopted this bureaucratic type of structure, it would become 

.more e:f.£ectl ve. 

Subsequently, a number of different research strategies 

have been developed to e.xaaine Weber• s ideo.1 type. One ap-

proach has been to examine the relationship between eontex-

tual variables, such as organizational size, organizationo.1 

age, dependence, and technology with the vo.rious structural 

variables. A second approo.ch has been to examine the rela-

tionshlp between structural variables, to determine tbe de-

gree to which variables indicative of Weber• s ideo.1 type 

va1."'y -together• A thi.rd approach, al.though 1.ess common than 

the first tiro, ho.s been to associate structure with measures 

of organizo.tlonal effectiveness. Difficulties in defining 

the concept of organizo.tional effectiveness and the diffi­

culties in accounting for the vo.riety of factors which, be­

side structure, affect it mo.y ho.ve hindered progress in this 

area. However, the degree of infl.uence that organizational 

structure has on organizational effectiveness ls still an 

interesting sociological question. 

This study proposes to o.pply an organizational perspec-

tive to the study of voluntary organizations by examining 

the structure and effectiveness of Canadian NSGBs. Mo.r-e 

speci:fically, four of the lines o:f inquiry, which were 

largely stimulated by Weber's theory of bureaucracy, will be 



114 

employed. First, the relationship between contextual vari-

ables and organizational structure will be examined. Sec-

ond, the intercorrelations between variables indicative o:f 

bureaucracy will be investigated. Thi"d• the relationship 

between o .. ganizational structure and o,.ganizational e:f:fec-

tiveness will be measured. Fourth, in orde,. to :further ex-

amine the controversy in the organizational e:f:fectiveness 

literature regarding the goal and systems models o1 e1:fec­

tiveness, the relationships between indices :from both models 

will be examined in this study. In this way, the relation-

ship between the dependent measures can also be investlgat-

ed. The 1o11owlng chapter outlines ~he procedures used to 

examine these :fou,. lines o:f inqui"Y• 



CHAPTER 3 - PROCEDURES 

.S..lec;:tion ~ :tia. Saapl• 

The popul.ation :for this study was comprised o:f al.1. Can­

adian national. sport governing bodies :for 01.yapic sports 

which are housed in the National. Sport and Recreation Center 

in Ottawa. Data was col.1.ected on al.1. o:f the organizations in 

the popul.ation (see Appendix B)e 

The data was derived :from the 1981-82 administrative 

and technical. pro:fil.es o:f al.1. NSGBs. These pro:fil.es were 

co•pil.ed by Sport Canada consul.tants in conjunction with the 

Executive Directors and Technical. Directors o:f each sport 

(see Appendices C "nd D)o Additional ln:formation was ob-

tained in a questionnaire that w"s sent to the Executive Di­

rectors (see Appendix E). Twenty-two o:f the twenty-nine Exe­

cutive Directors returned compl.eted questionn,.ires :for a 76~ 

re"turn ra-te. To obtain the aissing data :from the seven or-

ganiz .. tions, the Executive Directors or Sport Cano.de. con-

sul.tants were interviewed by telephone. In this way, data 

were obt .. lned :for the entire popul.ation o:f organizations. 

Bel.ow is a 1.ist o:f how the context, structure and e:f:fective­

ness variabl.es were theoretical.Ly and operational.1.y de:fined, 

as wel.1. as the hypotheses examined in this study. 

- 115 -
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.IID2.ot heses 

1. The greater the organizational size, 
bureaucratlza~ion. 

the greater the 

The greater the organizational age1 

bureaucratiza~lon. 
the greater the 

3. The greater the dependence on the 1edera1 government 
1or 1inancia1 support, the greater the bureaucratiza­
-tlon• 

4. The greater the technological expertise, 
the bureaucratization. 

the greater 

1. Formalization, the impersonality o1 work relations, 
pro1essionalism1 specialization, the clerical ratio 
and career stability are aLl positively associated 
with each other. 

2. CentraLization is negatively associated with the oth­
er structuraL variables • 

.BLf.actlxanaa• Bxnotb•••• 

1. The measures o1 the goal model and systems model.a o1 
e11ectiveness are positivel.y correl.ated. 

1. The greater the extent o1 :formalization, the greater 
the degree o1 goal. attainment and resource acquisi­
tion• 

2. The greater the decentralization in authority and de­
cision making, the greater the degree o:f goal attain­
ment and resource acquisition• 

3. The greater the impersonal.ity o1 work relations, the 
greater the degree o:f goal attainment and resource 
acquisition. 
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4. The gt'eater the pro'.l'essionalism o:f major decision 
makers, the greater the degree o:f goal attainment and 
resource acquisition. 

5. The gt'eater the specia·tization, the greatet' the de­
gree o~ goa~ a~tainment and resource acquisition. 

6. The greatef' the cat'eer stability 01' the organiza­
tions, the gt'eater the degree of goal attainment and 
resource acquisition. 

7. The gt'eater 
greater the 
acquisition. 

the proportion of clerical 
degt'ee of goal attainment 

sta:f:f, the 
and resource 

Theoretical. Aasl Operational ~.1:n.i:tisloa 

..ta.u.:t«xtua\ Variables 

1.· Organizational. Size: 

l'.Jleore1l&!Ll Definition 
Organizational size ls the 
organization. 

Qll~ra1ional Jlj::flniti~n 

total. membership o:f the 

The total. nuaber of nationally registered members. 

2. Dependence on other organizations: 

Theoreticol Detlnition 
Dependence is the relationship to a parent organiza­
tion or owning group or to other ot'ganizations (Pugh 
et at. 1969 >• 

0Perational Definition 
Dependence is measured by the 
NSGB total operating budgets 

percentage of the 1982 
which was £inanced by 

Fitness and Amateur Spot't (F.A.s.). 

3. Organization Age: 

Theoretical ..11.§finition 
Organizational. age refers to the amount of time that 
an O'l'"lil'.Anizati.on has been in existe·nce. 

Qw:ratiollA.l. De:flnit ion 
Organizational. age is measured by the number 01' years 
that an NSGB bas been incot'porated. 
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4. Technol.oglcal. Expertise: 

l:.ll~oreti~ ~finltion 
The extent to which knowledge ls sought :from outside 
the national sport governing body to upgrade training 
and coaching programs. 

Operational Definition 
The emphasis pl.aced on technol.ogy is measured in two 
ways. The :first measure is the total. number o:f sport 
scientists that an NSGB has consul.ted in the past 
year. The second measure was the tota1 number oX 
coaches in the organization who had completed at 
least Level One o:f the technical Coaching Certifica­
tion program for that sport. 

s;truc.i»J:A.l Yarlah\•n 

1. Formalization: 

J:.becretical .llJtfinition 
For•alization ls the degree of work standardization 
contained in role de:fini tlon documents, ln:formation 
passing documents and rote per:formance records (Ball, 
1972). 

2.!Ulrational Definition 
Formal.ization ls defined by three di:f:ferent measures. 
The :first, known as publication :formalization, ls the 
total number o:f publ.lcatlons produced by an NSGB in 
the last year. The second measure, labell.ed constitu­
tion :formalization, is the estimated total. number o:f 
words in the most recent NSGB constitution. Job de­
scription formal.ization is the estlaated total number 
o:f words in volunteer as welt as sal.aried program 
sta:f:f Job descriptions. Word estimates were made by 
calcul.atlnl!! the average number of words per tine, 
mul.tiplying this by the average number of lines per 
page and then mul.tiplylng by the total. number of pag­
es. 

2. Central.lzation: 

ibeoretlcal Jl!ti.inition 
Central.lzation is the degree to which decision making 
is concentrated in the organization; the greater the 
concentration o:f decision making, the greater the 
centraLization (Hage and Aiken• 1967)• 
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~.i:Ational .lu!.i.lnition 
Four hierarchical levels in the NSGBs were identi:fied 
and assigned a value ranging £rom one to :four depend­
ing on the level o:f centralization• The Board o:f Di­
rectors were de:fined as being the most centralized, 
and thus received a value o:f 4, :followed by the Exe­
cutive Board alone, the Executive Board in consulta­
tion with the salaried program sta:f:f, and the sala­
ried program sta:f:f alone being the least centralized 
level. Using Knoke's (1981) taxonomy o:f decision 
aaking areas, :five areas were identi:fied including: 
budget decisions, personnel decisions, policy and 
goal decisions, new program decision and promotion 
decisions. Executive directors were asked to identi:fy 
which o:f the :four levels had :final say in each o:f the 
decision making areas. In this way, a value :from one 
to :four was given to each decision making area and a 
total index o:f centralization was constructed ::from 
~be sumo~ Values. 

3. Impersonal ~ork Relations: 

Theoretical Pefinlt.ioJI. 
Impersonal work relations re:fer to 
which individuals are dealt with 
rather than on a personal basis. 

OneratioJJA.l Definition 

the extent to 
on an objective 

Impersonality o:f work relations was measured accord­
in,IZ to the degree o:f :formality in the procedures :for 
evaluating the per:formance o:f salaried pe.rsonnele An 
NSGB received a score o:f 1 i:f no evaluation proce­
dures were in existance. A 2 was assigned i.:f there 
was so.me 1orm o:f evaluation done on an in£ormal. ha.­
sis, such as through casual interviews. I:f an NSGB 
had a standard evaluation 1orm used to evaluate sala­
ried program sta11, it was assigned a score o1 3e 

4. Pro1essiona1ism: 

Theoretical Detin11ion 
Pro:fessionalis• is represented 
quali:fications o:f the volunteers 

Qnerailonal.JLlltinition 

by the educational. 
and paid sta1:f. 

The highest 1.evel o1 educational attainment £or both 
volunteers and salaried progra• sta:f:f: 

a) Less Than A High School Diploma 

b) High School Diploma 

cl Post Secondary Degree 
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d) Graduate Degree 

5. Specialization: 

Theoret.u:AJ. Definition 
Specialization is the extent to which work responsi­
bilities within an organization are divided (Steers, 
1977 ). 

QJarational Definition 

a) Board members specialization: 
boa~d meaber ro~es. 

the total number o1 

b) Executive board specialization: 
of executive board member rc~es. 

the total number 

cl Salaried prograa sta:U: specialization: the total 
nuaber o1 salaried program staff positions (ego 
executive director, technical director, pro@ram 
coordina*ors, national coach)• 

d) Comaittee specialization: 
tional board comaitteeso 

the total number of na-

e) Clerical support staff specialization: the total 
number of clerical support staff positions• 

:f) Total specialization: 
rotes, executive board 
gram sta1f positions, 
port staff positions. 

60 Career Stability: 

Theoretical De:finition 

the sum of board member 
member roles, salaried pro­

committees and clerical sup-

Career stability refers to the length of time that 
individuals have occupied positions within an organi­
zation (Weber, 1968). 

a) Paid staff turnover rate: the mean number of years 
that Executive and Techinicat Director positions 
have been in existance, divided by the number of 
incumbents in each of these positions. 

b) Voluntary involvement: the mean number of years 
that executive board members have been involved in 
national board roles. 
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7. Proportion o:f Clerical. Sta:f:f: 

Ibeoreti£1Ll ~nJ.iion 
The proportion o:f cl.erical. sta:f:f to other orizaniza­
tionat members (Bl.au, 1973). 

Ooera1ionol De1inltion 
The ratio o:f cl.erical. sta:f:f to al.t voluntary and oth­
er paid sta:f:f posJ.tions • 

.E11.ectlyentuU1 Yariah\es 

1. The Goat Model. o:f E:f:fectiveness: 

l'..beoreticat ~nition 
In the goal. model., organizational. e:f:fectiveness is 
de:fined as the organization's ability to achieve de­
sired objectives. The main objective o:f att the NSGBs 
in this sa•pl.e is to have their teams rank as highly 
as possible in international. competition. 

Qwlratlonal Definition 

a) Tbe worl.d ranking o:f each Canadian National. 01.ym­
pic Team in 1982 (or the average ranking i:f an 
NSGB has more than one 01.ympic team). This vari­
able was oriainal.1.y coded in a reverse direction 
to al.1. the other variables, because the team with 
the highest worl.d ranking received the lowest 
score (e.g. 1). There£ore, it was necessary to re­
code the varlabl.e so that a team with the Lowest 
world ranking (e.g. 54) received the lowest val.ue 
(e.g. 1). Simil.arl.y, the team with the highest 
world ranking (e.g. 1) received the highest val.ue 
(e.g. 54). 

b) The e:f:fectiveness ranking o:f each Canadian Nation­
al. Olympic Team in 1982 (or the average e:f:fective­
ness ranking i:f an NSGB has more than one 01.ympic 
team). This measure control.a :for the number o:f 
competing countries. An NSGB receives a score o:f 4 
i:f the national. team(s) ls in the top 251' o:f com­
peting countries, a 3 i:f it is in the 26-501' 
range, a 2 i:f it is in the 51-751' range, and a 1 
i:f lt is in the bottom 75-1001' o1 coapeting coun­
-tries. 

c) The changes in e:f1ectiveness ranking o1 each NSGB 
since the most recent wor~d championships. 
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2. The Systems Model of Effectiveness: 

Theoretical .l!ilflnitio~ 
In the systems model, organization effectiveness is 
defined as the oraanization•s ability to secure 
scarce resources. There£ore, NSGB e-£:fec"tiveness is 
measured by the ability of the organization to ac­
quire financial resources from Fitness and Amateur 
Sport and other sources. 

Ooeraiiooa.l Def-inl::tion 

a) The 1982 Total Operating Budget of each NSGB 

b) The increase in dollars received from Fitness and 
Amateur Sport from 1970 to 1S82. 

In SUDlJlla.ry, Figure 2 represents a model of the context, 

structure and effectiveness variables that were exa•lned in 

this study. 



Organizational 
Size. 

(total membership) 

Contextual Variables 

Organizational 
Age 

(number of years 
incorporated) 

l 

Dependence 
(on FAS for 
financial 
support) 

Structural Variables 

I I 
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Technology 
(number of researchers 
consulted and number 
of technically 
certified coaches) 

I 
Centralization Professionalism 

(budget, personnel, (education of 
policy, new program salaried program 

Career Stability 
(for salaried Program 

and vo 1 unteers) 
taff 

promotion decisions) staff & volunteers) 
Fonnalization Impersonal Work Specialization 
(publication, Relations (the total 
constitution, (formality of number of roles) 

job description) evaluation 
procedures) 

l 
Effectivene1s Variables 

Goal Model 
I 

Proportion of 
Clerical Staff 

(ratio of clerical 
staff to other 

positions) 

World Ranking Effectiveness 
Ranking 

Improvement · Total O~erating Increase in ~AS Support 
Budget 1970 - 1982 

Systems rde 1 

FIGURE 2: CONCEPTUAL MODEL OF THE CONTEXTUAL, STRUCTURAL AND EFFECTIVENESS VARIABLES 
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.D.A:t.A AnaJ.yu..a 

Data collected £rom the admlnistratlve and technical 

pro1iles, as well as £rom the questionnaires, were coded ac-

cording ~o the above operational measures. Descriptl ve sta-

tlstlcs were computed, uslng the SPSS computer program, to 

determine 1requency dlstributions, mean values and the range 

o~ responses. The 1requency distributions were also used to 

check 1or coding or key punch errors. Pearson correlatlon 

matrices were then produced to examine the strength and di­

rection o1 the relationships aBong the variables. 

In addition to measuring the strength and direction o1 

relationships, the pearson correlation is also a valuable 

statistic £or determining the degree to which a linear rela-

tionship exists between variables. That is, an r Talue that 

is close to zero indicates the absence 0£ a Linear relation-

ship. To determine whether a low correlatlon was due to a 

non-systematic relati<mship or a curvilinear relatlonship, 

scattergrams were produced for each set 0£ variables. Be-

sides printing a visual plot o1 the data, the SPSS subpro-

gram scattergram produces a number o:f s-tat.istics, including 

an r2 value. This value, which ranges 1roa Oto +t, was used 

to measure the proportion 0£ variance that one variable ex-

plains in another variable. The r 2 will be close -to zero 

when the data ls relatively homogeneous and when the cases 

cluster close to the •ean. 
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In addition to these bivariate analyses, the multivari-

ate technique of partial correlation (pr) was used to fur-

ther clarify the relationships between variables. The par-

tial correlation describes the relationship between two 

variables while controllin~ for the effects of one or more 

additional variables. Thus, partials were computed for each 

correlation between the contextual and structural variables 

while controlling for all other contextual variables. Simi-

1.arly, because past research has shown that the structural. 

variables are intercorrelated, controls were introduced for 

the rel.ationships between structure and organizational. e:f-

1ec-t1veness. 

According to Cohen (1975), one of the most commonly en­

countered pattern of correlations in the behavioral sciences 

is when two independent variables are correlated with each 

other, as welt as with a dependent variable. Because the 

partial correlation is based on the siaple correlation be-

tween the residuals o1 an independent and dependent vari-

able, once "the effects of the second independent variable 

have been controlled, it can be used to clarify the rela-

tionsblps between intercorrelated variables. This technique 

can be used to uncover spurious relationships, 

variables and suppressor effects. 

intervening 

With the :first set o:f partials, the 

tween context and struc~ure was exaMin8d 1 

relationship be­

while controlling 

:for all other contextual variables. However, because o~ the 



126 

multitude o-f possible combinations o-f relationships between 

controltin1Z 1or all. the structure and e11ectiveness, while 

other structural. variables, a decision was made to l.ialt tbe 

number of partial. correl.ations that were reported. There-

-fore, for each significant bivariate relationship between 

structure and e11ectiveness, only those structural. variables 

that were signi:ficantl.y correlated with the structural. varl-

abl.e in question were control.led. In this way the unique 

association between each structural. variabl.e and e:f-fective-

ness variable, as well. as the issue o-f multicoll.inearity, 

cou~d be examined. Al.1 o:f the partial correlations were 

also examined to ensure that suppressor e:f:fects were not be-

in.A; encoun'"tered• Tbus, non-signi:ficant zero order correla-

tions were examined a:fter all. contrnl.s were introduced to 

determine 11 val.ues reached the .OS level o:f slgni:ficance. 

In addition, the pr2 value was used to exaaine the propor-

tion o:t explained variance when control.ling -for the e:f:fects 

of the additional. variables. 

For the scattergram, pearson correla~ion and partial. 

correlation procedures, two-tailed tests of statistical sig-

ni-ficance were empl.oyed. These tests should be used when 

the researcher does not bave an expl.icit hypothesis concern-

ing the expected direction o:f a coef-ficient. As both posi-

tive and negative relationships have been reported in previ­

ous studies, the two-tail.ed test was warranted. 
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Although thls study includes the entire population o1 

NSGBs which govern Olympic sports through the National Sport 

and Recreation Center in Ottawa, the small sample size 

(N=29) a11ects statistical power. For example, a correlation 

value o1 0300 may he statistically signi1lcant at the .05 

level 1or a large sanple but not 1or a small saapleo it­

though the .05 level o1 signi1lcance was selected 1or this 

study to reduce the possibilities o1 capitalizing on chance, 

moderate correlations not reaching the .OS level were noted. 

This was done to ensure that relationships between variables 

were not overlooked dlle to the small samµle size. 

Missing data, 1or both the pearson col'relation and par-

tial correlation procedures, were handled through pairwise 

deletion. With this procedure, a case is omitted 1rom the 

computation o1 a given coe11icient 11 the value o1 either o1 

the two variables being considered ls missing. The major 

advantage o1 pairwise deletion ls that as much data as pos­

sible is used in the computation o1 each coe11icient. It has 

the disadvantage o1 producing coe11icients which may be 

based on a di11erent number o1 cases. Although this disad-

vantage ls dl11icult to avoid, a decision was made not to 

report r or pr values that were based on less than 20 organ­

izations. 



CHAPTER 4 - RESULTS AND DISCUSSION 

.I.JliJ.:wlllCtion 

The findings of this study are presented in five maJor 

sections. In the first section, the intercorrelations be-

tween the contextual variables (e.g. organizationa~ size9 

organizational. age, technological expertise and dependence 

on other organizations) and the organizational s'"tructure 

variables will be presented. The findings regardin~ context 

and effectiveness are also discussed. Second, the relation-

ships aaong the various organizational structural variables 

foraalization, centralization, specialization, imper­

sonality of work relations, professionalism and the clerical 

ratio) are examined. To determine whether the goal and sys-

teas models of effectiveness are related, the intercorrela-

tlons among the per1ormance and resource acquisi~!on vari-

ables are presented in the third section• The :fourth 

section contains the :findings regarding the relationships 

between the organizational structure and organizational ef-

:fectiveness indices. A sumaary o:f the :findings of the rela-

tionships between the contextual variables and organization­

al structure, the structural variables, the goal and systems 

variables of organizational effectiveness, a.n-d structure in 

relation to effectiveness are presented in the final section 

of the chapter. 

- 128 -
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Contexty.A]. Yaria!L\.ea 

The descriptive statistics £or the contextual vari-

ables, including the mean, standard deviation and range, are 

contained in Appendix F. In addition, the results in Table 1 

illustrate that there are some signi1icant relationships 

among the contextual variables. While intercorrel.ations have 

sel.dom been reported in previous studies, the de11ree to 

which the contextual variabl.es are intercorrelated bas im-

portant iaplications 1or the interpretation o1 r values be­

tween contextual and structural. variables. When signi1icant 

lntercorrelations were obtained, the partial correlation 

technique was empl.oyed to partial out the separate e;f;fects 

o1 each contextual variable. First, however, the inter-

correlations amonl! the contextual variables are described. 

As revealed in Table 1, organizational size ls neg-

atively associated with dependence on other organizations 

( r=>-- • 697, p=.000) and positively associated with the total. 

number o1 technical.1.y certi1ied coaches (r=.634, p=.001 ). 

There is also a tendency ;for size to be positivel.y correl.at-

ed with organizational age (r=.371, p=.074), al.though this 

val.ue did not reach the .05 level. of significance. These 

;findings suggest· that larger organizations are aore 1.lkel.y 

to have !lreater numbers o:f technical.Ly certl1ied coaches and 

they al.so tend to have been incorporated 1.onger than small.er 

organizations. 



Table 1 

MATRIX OF PEARSON CORRELATION COEFFICIENTS 
FOR THE CONTEXTUAL VARIABLES 

130 

CONTEXTUAL VARIABLES 
CONTEXTUAL VARIABLES 

ORGANIZATIONAL SIZE 
1) Total Membership 

DEPENDENCE ON OTHER ORGANIZATIONS 
2) % Government Support 

ORGANIZATIONAL AGE 
3) Years of Incorporation 

TECHNOLOGICAL EXPERTISE 
4) Number of Sport Scientists 

5) 

*· 

* * 
*** 

Consulted 
Total Number of Tech-
nically Certified Coaches 

Significant at the .05 level 
Significant at the .01 · level 
Significant at the .001 level 

1 2 3 4 

-.697*** 

.371 -.481** 

- . 173 . 171 -.070 

.634*** -.398* .118 .112 
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This interpretation makes sense Intuitively, as the 

longer an organization 'has been in existence, 1:he more time 

it will. have had to generate support through memberships. In 

addition, the larger the organizational membership, the 

larger the grassroots base 1rom which volunteers with an ap-

titude for coaching can be recruited. Moreover~ 

zational size increases, the dependence of the NSGBs on Fit­

ness and Amateur Sport (FAS) 1or funding support tends to 

decrease. To il.1.ustrate, the resul.ts in Tabl.e 2 show that 

so•e NSGBs are dependent on FAS for as much as 95" of their 

funding whil.e others have reduced their dependency to as 

1.ittl.e as 17"• As aemberships increase, the sport may be-

come more visibl.e and is thus more able to attract corporate 

sponsorship in order to reduce dependency on the government 

:for support. An al.ternative explanation is that with an 

increase in size, an NSGB has more manpower to initiate fund 

raising activities; a strategy which will. al.so resul.t in de­

creased ~overnaental dependence• 

Interestingly, this contextual. variable is al.so strong­

ly associated with one dependent measure of organizational 

e:f~ec"tiveness; the total. operating budget as shown in Table 

3. As organizational size increases, so does the total. op-

erating budget (r=.665, p=.000). In addition, as dependency 

on governmental. support decreases, the total. operating budg-

et increases (r=-.781, p=.000). Thus, while an increase in 

size is associated with an organlzatlon•s becoming 1.ess de-
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Table 2 

THE % OF FAS SUPPORT COMPARED TO THE TOTAL OPERATING BUDGET 

% FAS 
SUPPORT 

17 
44 
45 
49 
57 
59 
64 
65 
67 
68 
71 
72 
73 
75 
77 
80 
82 
83 
88 
89 
90 
95 

Missing 

TOTAL 

MEAN 
MODE 
KURTOSIS 
MINIMUM 

VALID CASES 

ABSOLUTE 
FREQ. 
(NO. OF 
N.S.G.B. 's) 

l 
l 
l 
l 
l 
l 
1 
l 
1 
1 
2 
l 
2 
3 
l 
2 
l 
2 
l 
l 
l 
l 

l 
-------

29 

70.250 
75.000 
2.719 

17. 000 

28 

RELATIVE 
FREQ. 
(PCT) 

3.4 
3.4 
3.4 
3.4 
3.4 
3.4 
3.4 
3.4 
3.4 
3.4 
6.9 
3.4 
6.9 

lo. 3 
3.4 
6.9 
3.4 
6.9 
3.4 
3.4 
3.4 
3.4 

3.4 
-------

STD ERR 
STD DEV 
SKEWNESS 
MAXIMUM 

l 00.0 

MISSING CASES 

3.140 
16. 615 
-1.353 
95.000 

1 

ADJUSTED 
FREQ. 
(PCT) 

3.6 
3.6 
3.6 
3.6 
3.6 
3.6 
3.6 
3.6 
3.6 
3.6 
7 .1 
3.6 
7. l 

lo. 7 
3.6 
7. l 
3.6 
7. l 
3.6 
3.6 
3.6 
3.6 

Missing 
-------
100.0 

MEDIAN 
VARIANCE 
RANGE 

CUM 
FREQ. 
(PCT) 

3.6 
7 .1 

10.7 
14. 3 
17.9 
21.4 
25.0 
28.6 
32.l 
35.7 
42.9 
46.4 
53.6 
64.3 
67.9 
75.0 
78.6 
85.7 
89.3 
92. 9 
96.4 

100.0 

100.0 
-------

73.000 
276.046 
78.000 
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pendent on one source o:f 1undlng, it is also related to hav-

ing a larger total budget :from which to operate. There:fore, 

NSGBs must raise additional :funds through corporate sponsor-

ship and other :tund raisinll ventures. A third contextual 

variable, the number o:£ technical.l.y certi:tied coaches was 

al.so slgni:ticantl.y correlated with the total. operating budg-

et (r=.442, p=.024 ). This suggests that the improvement o:f 

technical. expertise on the coaching level requires a larger 

operating budget. 

Returning to Table 1, the results show that the level. 

o.:f coaching expertise ls also negatively related to the 

amount o:f dependence that the NSGBs have on the :federal gov-

ernment :tor :financial support (r=-.398, p=.044). Similarly, 

or,..anizational age is nel):ativel.y correlated with dependence 

(r=-.481, p=.017). Thus, organizations that are less depen-

dent on the governaent have been incorporated longer and 

have been able to technically certi:fy more coaches across 

"the coun"try. It appears that younger NSGBs are ·1ess able to 

attract outside sources o:f :funding and have not had the time 

or ability to launch success:tul technical coaching programs. 

Perhaps because the older NSGBs are also larger, they are 

able to raise additional :f.unds through memberships and also 

have more manpower with which to develop coaching ce.rti:fica-

tion p:rog-ra.ms. Because the results o:f the pearson correla-

tion matrix revealed a pattern o:f intercorrelations among 

the contextual variables, lt was necessary to use ~he par-
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tlat correlation technlque when examining the retatlonshlp 

between each contextuaL variab~e and ~he measures 0£ organi­

zational structure. These results are discussed below. 



Table 3 

MATRIX OF PEARSON CORRELATION COEFFICIENTS 
FOR THE CONTEXTUAL AND EFFECTIVENESS VARIABLES 

EFFECTIVENESS VARIABLES 

GOAL MODEL 

l. 1982 World Ranking 

2. 1982 Effectiveness 
Ranking 

3. Changes in Effectiveness 
Ranking 1978-1982 

SYSTEMS MODEL 

4. Total Operating Budget 

5. $ Increase i.n FAS 
Support 1970-82 

* Significant at .05 level 
*** Significant at .001 level 

1 
(Size) 

.150 

-.036 

.162 

. 665*** · 

.283 

CONTEXTUAL VARIABLES 

·2 3 4 
(Dependence) (Age) (Technology) 

(a) 

-.227 - . 124 · .081 

-.222 .010 . 124 

. 201 ·.063 .. 227 

-.781*** . 124 -.015 

-.232 -.187 .212 

5 
(Technology) 

(b) 

. 131 

-.066 

·. 191 

.442* 

.404* 

~ 

w 
U1 
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oraanizationlll. ~~ 

As can be seen in Table 4, the contextual variables o1 

size and dependence show the most numerous and s·trongest re-

lationships with the structural variables. Organizational 

size is positively related to the 1ormalization measure of 

total Job descriptions (r=.551, p=.008), to the specializa-

tion indicators o1 the number o1 salaried program sta1f 

( r=.484, p=.016) and the number o1 clerical positions 

(r=.574, p=.004), as well as to the clerical ratio (r=.527, 

p=.008 ). Although size was not significantly associated 

with all o1 the structural variables, there is a tendency 

1or the results to support Pugh et al. (1969) and Hinings et 

ale ( 1976) 

structure. 

who 1ound that size was a good predictor of 

Because size was positively related to indices 

of formalization, specialization and the clerical ratio, 

there is support 1or Hinings et a1. 1 s (1976) conclusion that 

an increased division of labor and regulation through role 

definition documents is required to coordinate activities as 

oraanlzatlonat size increases. These changes also require 

increased clerical support as revealed through the clerical 

ra:tio-e 

These relationships tend to hold even though the opera­

tional definition of size was altered in this study to ac-

commodate the nature o1 vo~untary organlza~ions• That is, 

while or,;,;anizational size has usually been de1ined- as the 

total number of employees (Pugh et al. 1968; Inkson e"'t al.. 
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Table 4 

MATRIX OF PEARSON CORRELATION COEFFICIENTS 
FOR THE CONTEXT AND STRUCTURAL VARIABLES 

CONTEXTUAL VARIABLES 
STRUCTURAL VARIABLES l 2 3 4 

(size){Deeendence)(Age)<J§~h2gJi 
5 

<x~tzgJi 

FORMALIZATION 
l. Publications .058 -.089 -.068 .375 .054 
2. Constitutions .341 -.107 .013 .145 .272 
3. Job Descriptions .551** -.623*** .008 -.183 .217 

CENTRALIZATION 
4. Budget Decisions .139 • 161 .080 .193 .054 
5. Policy Decisions .084 .252 -.024 .199 . 101 
6. Personnel Decisions -.089 .117 -.128 .083 -.002 
7. New Program Decisions -.026 .230 -.282 -. 121 -.011 
8. Promotion Decisions -.158 .180 .060 -.012 -.182 
9. Total Centralization -.163 .031 -.130 .157 -.034 

IMPERSONALITY OF WORK RELATIONS 
10. Formality of Evaluation 

Procedures .284 -.333 .388 • 141 .344 

SPECIALIZATION 
11 • Board Member Roles .042 -.038 .120 -.068 -.063 
12. Executive Board Roles .086 .023 .150 -.114 -.012 
13. Salaried Program Staff Roles .484** -.667*** -.072 .020 .310 
14. Number of Conmittees • 280 -.325 -.056 -.056 .116 
15. Number of Clerical Support 

Staff .574** -.561* .163 -.057 .333 
16. Total Specialization .274 -.313 .070 -.073 .095 

CLERICAL RATIO 
17. Ratio of Clerical to Other 

Positions .527** -.480** .288 .190 .495** 

PROFESSIONALISM 
18. Volun.tary Member Education .019 -.373 -.016 .001 -.017 
19. Paid Staff Education -.163 -.031 -.170 .361 -.123 

CAREER STABILITY 
20. Paid Turnover Rate .294 -.203 .047 -.261 .147 
21. Mean Years Voluntary 

Involvement -.023 .0331 -.113 -.208 .145 

* s., gnif1 cant at • 05 1 eve l 
** Significant at .01 level 
*** Significant at .001 level 
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1976 ), size was de:fined here in terms of. total. membership in 

the national. association. 

o:f hol.dlng a membership, 

In this way, the unique :feature 

which ls n~t com•cn in most busi-

ness organizations, coul.d be captured. In addition, the 

number o:f paid employees ls not a good indicator ot size in 

voluntary organizations since most administrative positions 

are :fil.l.ed by non-paid volunteers. 

Organizational. size was not, however 7 slgnltlcantly 

correlated with the measures of centralization (see Tabl.e 

4 ). This contradicts the findings o:f Pugh et at. ( 1969) 

and Binings et al.. 

beeo•es 'larger, 

(1976) who :found that as an organization 

it tends to decentralize decision-making 

structure. The :findings reported here suggest that organiza­

tional. size does not necessarily dictate the locus o:f deci­

sion-making authority. As none o:f the other contextual. vari­

ables are signi:ficantly correlated with centralization, it 

seems that additional. contextual. varlabl.es in:fl.uence whether 

an organization centralizes decision-making authority or 

not. One 1'a.c"tor, which may account :for the di:f:ference be-

tween voluntary sport organizations and the business organi­

zation studied in previous research, ls the geographic l.oca­

tion o:f the board o:f directors. Even though this body ls the 

most centralized with respect to decision-making authority, 

it is the Least centralized geographically. That is, aenbers 

o:f the board o:f directors o:ften represent 

a:f:filiates and reside in the province that 

their provincial 

they rep.resent. 
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Aiso, they only meet ~s a group a £ew ~imes a year. In con-

tras-t, the execu-tl ve co.m.mJ. ttees and subcommi t-tees are more 

:frequently in contact with one another and the salaried pro-

graa sta:f:f work together on a daily basis at the Na1:iona"l 

an important Sport and Recreation Center in Ot-tawa. Thus, 

contextual variable which deserves :further a-ttention is the 

degree to which board, executive committee and other commit­

tee members are geographical"ly dispersed across the country. 

It ls likely that the more dispersed the various members 

the more di:fficult it wi"l"l be to communicate on decl-

sion making issues, and thus, it ls more "likely that decl-

sion-making responslbi"lity wi"l"l be decentra"lized. Therefore, 

it is also more like"ly that salaried program sta:ff who are 

geographica"lly central.ized in Ottawa near government and 

other support services wi"ll. have greater decision-making au­

thority. 

That organization size, and the other con-textual vari-

ables, did not demonstrate a significant correlation with 

the variables in the "characteristics o:f o:f:flce hol.ders" di-

mension 0£ bureaucracy (e.~. impersonality o:f work rela-

tlons, pro:fessionalisa or career stability) also suggests 

that additional contextual. variables need to be considered 

to explain variations in structure. Perhaps past experience, 

as revealed through a career path analysis o:f both the vo"l­

unteers and salaried program staff, would indicate some im­

portant :factors that could be considered. For example, expe-
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riences at the local. and provincial. 1.eve1.s may in:fluence the 

"characteristics o:f o££ice holders" at the national 1.evel. 

Returning to the signi:ficant 

ganizationa1. size and structure, 

relationships between or­

the relationships can be 

:further c1.ari:fied through the use o:f the scattergraaa and 

partial. correlation procedures. No obvious curvilinear re-

l.ationships were observed in the scattergrams :for organiza­

tional. size and the structural. variables. However, the scat­

tergram program does produce r 2 values and those reaching 

the .OS level o:f si11ni·:ficance are displayed in Table 5• From 

the r 2 values, it is apparent that organizational size ac-

counts :for approximately 30~ o:f the variance in Job descrip-

tion :formalization, 

sta:f£ specialization, 

23~ o:f the variance in salaried program 

33~ o:f the variance in cle,rica1. sup-

port sta:f:f specialization and 28% o:f the variance in the 

clerical ratio. 

However-. to determine the portion o:f the variance ex-

plained by organizational. size al.one, partial. corre1.ations 

were also computed (see Table 5). When organizational. age 

and the technol.ogical. expertise measures are control.led :for, 

organizational size remains signi:ficantl.y correlated with 

.Job description :formal.izatlon (pr=.589,.536,.548 respective-

1.y ). Ho1rever, when dependence is control.led the pr value 

drops to .20s. lloreo"Yer., as revea·t.ed in the· discussl1>n on 

dependence in the :fol.Lowing section (see Table 6), control.-

ling :for size al.so Lowers the strength o:f the negative rel.a-
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tlonship between dependence and organizational size. These 

:findings suggest that the relationship between the depen-

dence variable and :formalization ls dependent on variations 

in organizational size. Thus, the partials are lower than 

the zero order pearson correlations (which 

trots). 

have no con-

One possible explanation :for this :finding is that aem-

bership size increases the membership :fee portion o:t the to-

tat operating budget, which in turn reduces the dependence 

o:f the organization on the government. Because the :financial 

records o:f the NSGBs were prepared according to a number o:f 

di:f:ferent accounting procedures, it was not possible to iso­

late the amount o:f membership :tee revenue to provide support 

:for this argument. However, par~iaL corre~ations have been 

use:tul in :further examining the relationships between size 

and structure. They also indicate that more sophisticated 

explanatory models are needed since controlling :for depen-

dence reduces the strength o:f the relationship between size 

and structu:re. As revealed in Table S, controlling :for de-

pendence al.so substantially reduces the interdependence be-

tween organizational size and the o1:her selected s1:ructural 

variables, in addition to Job description :formalization. In 

contrast, the relationships between organizational size and 

the s1:ructural variables appear to be relatively independent 

o:f the remaining contex1:ua1 variables. Furtheraore,·no sup-

pressor e1~ects were uncovered? as none o:f the non-signi~i-



STRUCTURAL 
VARIABLES 

Table 5 

PARTIAL CORRELATIONS FOR ORGANIZATIONAL 
SIZE AND STRUCTURE 

ORGANIZATIONAL SIZE WITH CONTROLSl FOR: 

DEPENDENCE ORGANIZATIONAL AGE # SPORT SCIENTISTS # TECHNICALLY CERTIFIED 

JOB DESCRIPTION 
FORMAL! ZATION 
(r = .551**) pr 

(r2 
= .303**) pr2 

SALARIED PROGRAM 
STAFF SPECIALIZATION 
(r = .484**) Pr 

(r2 
= .234**) pr2 

CLERICAL SUPPORT 
STAFF SPECIALIZATION 
(r = .574**) Pr 
(r2 

= .330**) pr2 

CLE RI CAL RAT! 0 
(r = .527**) pr 

(r2 
= .277**) pr2 

.208 

.043 

.036 

.001 

.308 

.094 

.306 

.094 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

.589** 

.346** 

.552** 

.304** 

.561** 

. 315 

.472* 

.223* 

CONS UL TED COACH ES 

.536** 

.287** 

.495** 

.245** 

.544** 

.296** 

.579** 

.335** 

.548** 

.300** 

.390 

.152 

.500** 

.250** 

. 314 

.099 

1 Only the variables significantly correlated with organizational size included. 

~ 

~ 
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cant zero order correlations reported in Table 4 reached the 

.os o:f si1:?ni:ficance level. once controls were introduced. 

Furthermore, organizational size does not appear to 

have a direct e:ffect on the dependent measures o;f effective­

ness, except ;for its relationship with total operating buda-

et (see Table 3). None of the other correl.ations between 

size and the goal or the systems aodels of e:f:fectiveness 

were statistically signi:ficant when the pearson correlations 

or partial correlation _procedures were applied. 

Daveodenc• 

The context variable o;f dependence on other organiza-

tions showed a relationship with structure that was similar 

to that o:f organizational size (see Table 4). Dependence., 

which was measured by the degree to which NSGBs rely on FAS 

:for :financial support, was strongly associated with ;four of 

the organizational. structure variables. However, in con-

trast to organizational size, most of these relationships 

were nega"tive. These relationships included dependence with 

total Job descriptions (r=-.623, p=oOOl), with salaried pro-

gram staff specialization (r=-.667,p=.OOO), with clerical 

staff specialization (r=-.561, p=.003), and with clerical 

ratio (r=-.480, p=.013). The inverse rel.ationships indicate 

that organizations that are more dependent on government 

:funding ·are less bureaucratic in terms of :formalization, 

specialization, and the clerical ratio. 
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This :finding contradicts the :findings o:f Pugh et al. 

(1969). They contend that the more dependent an organization 

becomes on other organizations 7 1:he more centralized and 

standardized it te.nds to become. Furthermore, 

:found that increased dependence has no apparent 

they have 

e1:fect on 

either the :foraalization o:f procedures or the specialization 

o:f activities. However• later work by Hinings and Lee 

( 1976) and Hsu et al.. (1983) also :failed to support the 

:findings o:f Pugh et at. 

While Hinings and Lee (1976) uncovered a signi:ficant 

positive relationship between dependence and centralization 

in a replication o:f Pugh et at.•s work, they reported a neg­

ative relationship bet-ween dependence and the "structuring 

o:f activities." Formalization and specialization were in-

eluded by the Aston group in the broader "structuring o:f ac-

tivities" dimension. Hinings and Lee (1976:10) concluded 

that: 11the more dependent an organization is, the less like-

ly it is to be cl.early structured. 11 With one exception, 

this conclusion tends to bold :for the voluntary amateur 

sport oria:anizations examined in this study. The exception 

is that although dependence was positively related to the 

measures o:f centralization, none o:f the correlations reached 

the .os level o:f significance. 

In a more recent study, Hsu et al. (1983) distinguished 

between internal. dependence (dependence on the parent compa­

ny) and external dependence (dependence on suppliers and 
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customers) in :fi:f1:y Japanese manu:facturing plants. The 

measure o.:f dependence e11ployed in this study ls more cl.oseLy 

associated with in1:erna1. as opposed to external. dependence. 

Hsu et al.. :found that Internal. dependence was only signi:fi-

cantl.y related to vertical. di:f:ferentiation (the number o:f 

1.evel.s o:f hierarchy) and :for11al.ization. This :finding is sim-

il.ar to the resul.ts reported here. However, unlike this 

study and that o:f Hinings and Lee (1976), the direction o:f 

Hsu et at.•s :findings were positive. The authors (1983:987) 

concluded that internal.Ly dependent organizations wll.L need 

to increase 1.evel.s o:f hierarchy and to :for•al.ize procedures 

to meet the demands o:f the parent company. However-, this 

conclusion may onl.y be Yarranted :for business organizo.tions 

adopting a Japo.nese styl.e o:f management. 

The reasons :for these equivocal. :findings may, in pa.rt, 

be expLained by di:f:ferences in the nai:ure o:f the dependent 

relationship between government and vol.untary sport organi­

zations in comparison to 1:he parent and subsidiary business 

companies sampled in previous studies. FAS, through Sport 

Canada, has encouraged NSGBs to become administratively and 

:financial.Ly mature (Sport Canada Criteria, 1982). Thus, 

these organizations are required to becoae more bureaucratic 

in structure through increased :formalization and specializa-

tion, and less :financial.Ly dependen1: on FAS. The inverse 

:findings in this study aay be expl.ained by the £act that the 

more dependent NSGBs are al.so the smaller, younger and less 
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technically sophisticated organizations• This explanation 

ls supported by the findings in Table 1 which indicated that 

dependence is negatively associated with organizational size 

(r=-.671, p=.000), with organizational age ( r=-.481, 

p=.017), and with the nuaber o1 technically certified coach-

es (r=-.398, Thus, the less dependent organiza-

tions are those which are more bureaucratically mature and 

which have been able to secure funding sources in addition 

to government suppor-t. 

Most of the other zero order correlations between de­

pendency and organizational structure were not slanifieant, 

and the majority of them were negative. There1ore, the re-

lationshlp between dependence and organizational structure 

warrants further study, especially because the small sample 

size in this study affects the power of the significance 

levels. It may be that Pugh et al. 1 s (1976) statement that 

dependence is an important variable in determining organiza-

tional structure is valid, but only in an inverse direction 

in the case of voluntary amateur sport organizations. It 

also appears that dependence has little direct effect on or-

ganizational effectiveness since there are no significant 

relationships between these variables, except for the previ-

ously discussed relationship between dependence and total 

operating budget which was i·tlustrated in Table 3. 

To further examine the relationship between dependence 

and st.ruc-ture, the scattergram and partial correlation pro-
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cedures •ere utl~ized. With the scattergrams, no apparent 

curvilinear relationships were detected. However~ some in-

teresting patterns emerged when first order partials were 

coaputed to control 

textual variables. 

for the effects of the additional con-

By coaparing the rand pr values in Ta-

ble 6, it appears that a portion of the correlation between 

organizational size and dependence is redundant with respect 

to the selected structural variables. The pr and pr2 values 

are substantially lower than the rand r2 values when organ-

lzational size ls controlled. As discussed in the previous 

section, a new variable needs to be de.J'ined which explains 

the interdependent a:U'ect o:f organizational size and depen-

dence. One suggestion is that aenbership fees nay be an in-

tervening variable which is causing the interdependence. 

Thus, an increase in organizationa~ size leads to an in-

crease in membership fees which, in turn, may make an organ­

ization less dependent on government financial support. 

An interesting finding ls that organizational age ap­

pears to have a suppressing effect on the relationship be-

tween dependence and ~ob description formalization, as welt 

as between dependence and salaried program staff speclallza-

1:ion. 

hle 6, 

By conpa.ring the r2 values wl th the pr2 values in Ta­

it can be seen that dependence explains an increase 

of 11\11\ and 19.8" o.:f the variance, respectively, when organi­

zational age ls controlled. Given this finding and the J'act 

that the additional pr2 values are signi£lcant regardless of 
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whether organizational age or the measures o1 technological 

expertise are controlled, it appears that the degree o1 de-

pendence on other organizations is strongly associated with 

selected structural variables. 



STRUCTURAL 
VARIABLES 

JOB DESCRIPTION 
FORMALIZATION 
( r = - .623***) 

( / = • 388***) 

pr 
. 2 pr 

SALARIED PROGRAM 
STAFF SPECIALIZATION 
(r = -.667***) Pr 

(r2 
= .445***) pr2 

CLERICAL SUPPORT 
STAFF SPECIALIZATION 
(r = -.561**) pr 

' ( r2 
= • 314**) pr2 

CLERICAL RATIO 
(r = -.480**) pr 

(r2 = .230**) pr2 

* Significant at the 
** Significant at the 
*** Significant at the 

Table 6 

PARTIAL CORRELATIONS FOR DEPENDENCE 
AND STRUCTURE 

DEPENDENCE ON OTHER ORGANIZATIONS WITH CONTROLSl FOR: 
ORGANIZATIONAL 

SIZE 

-.400 

. 160 

-.526** 

.277** 

-.275 

.076 

-.186 

.035 

.05 level 

.01 level 

.001 level 

ORGANIZATIONAL 
AGE 

-.706*** 

.498*** 

-.802*** 

.643*** 

-.559** 

.313** 

-.407* 

.166* 

# SPORT SCIENTISTS 
CONSULTED 

- .611** 

.373* 

-.681** 

.464** 

-.561** 

.314** 

-.530** 

.281** 

1 Only those variables significantly correlated with dependence were in.eluded. 

# TECHNICALLY CERTIFIED 
COACHES 

- .599** 

.359** 

- .623***. 

.388*** 

- .496** 

.246** 

- .355 

.126 

~ 

.p. 
<.O 
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.:r..chooloalcal ~xver11se 

Although 'Woodward (1965) and Thompson (1967) have ar-

11<ued that technology al.one is a prime determinant o:f organ!-

zatlonat structure• 

:for this argumant 

Khandwatta 1974). 

there has been tittle empirical support 

in the literature (Pugh et at. 1969; 

Technology• de:fined di:f:ferentty in this 

study :from that coamonly :found in the literature, re:fers to 

technolosy as a human as opposed ~o a material resource. 

Howeve.r, even with this aodi:fication, only one o:f the tech-

nolog;y indicators was associated with the structural vari-

ables. The number o:f technically certi:fied coaches was re-

lated to the clerical ratio (r=.495• p=.OlO)o There was also 

a tendency :for this technological measure to be related to 

the impersonality o:f work relations (r=.344, p=l.00) and to 

clerical specialization (r=o333, p=o 097 )y al.though ne.lther 

o:f these v .. tues reached the .05 level o:f signii'.icance. 

'Ihus, or~aniz,.tioos with more technically certi:fied coaches 

have more clerical support and tend to use more :formal eval-

ua~ion procedures. Both o:f these :findings are ind.lcative of 

increased bureaucr,.cy, although strone conclusions cannot be 

drawn .. s most o:f the other relationships between structure 

and this technology indicator are weak and nonsigni:ficant. 

In addition, the second technology measure, the number of 

sport scientists consulted in the past year, was only moder-

ately associated wltb one structural variable, 

:formalization (r=.375• p=.059). 

publ.lcation 
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As was shown in Table the level 0£ technological 

coaching expertise was si~nl:ficantly intercorrelated with 

the contextual variables o:f organizational size ( r= .. 638, 

p=.001) and dependence (r=-.398, p =.044). When the e:f:fects 

0£ these two variables are controlled• 

tions between and sel.ected structural var!-

abl.es are substant reduced :from the zero order val-

ues (see Table 7). Thus Hsu et at.•s ( 1983:985) contention 

that "the technol.ogical variables have very little explana-

tory power in the variation in struct'ural variables", may 

also be warranted in the case o1 voluntary amateur sport or­

ganiza. ti <.rns. 

The technol.ogical measure of coachina certl:flcation did 

show a direct association with the system's e£fectiveness 

measures as illustrated in Table 3. Like size and depen-

dence, this technc measure was correl.at'ed with the total 

opera.tin~ budget (r=.442, 

ass.ociated wl th monetary increases ln 

It was also positively 

support £rom FAS :from 

1970 to 1982 (r=.404, p=.024). However 11 the issue of cau-

sality remains problematic. Although there ls 

:for viewing technology as an exo~enous varlabl.e11 

l:fication 

one could 

also argue that 

it possible :for 

tion programs. 

budget and FAS contribution increases make 

the NSGBs to launch and promote certi11ca-

On the other band, us Sport Canada cri-

teria, 

strata 

it could conversely be argued that NSGBs must demon-

technical competence through coaching programs in 



STRUCTURAL 
VARIABLES 

PUBLICATION 
FO RMALI ZA TI ON 
(r = .375*) Pr 

Pr2 

. IMPERSONALITY OF 
' WORK RELATIONS . 
(r = .344) Pr 

Pr2 

CLERICAL RATIO 

(r = .495**)pr 
pr2 

Table 7 

ZERO ORDER AND PARTIAL CORRELATIONS FOR 
TECHNOLOGICAL EXPERTISE AND STRUCTURE 

# OF SPORT SCIENTISTS CONSULTED CONTROLLINGl FOR: 

ORGANIZATIONAL ORGANIZATIONAL DEPENDENCE 
SIZE AGE 

.220 . 146 . 166 

.048 .021 .028 

# OF TECHNICALLY CERTIFIED COACHES CONTROLLING FOR: 

ORGANIZATIONAL ORGANIZATIONAL DEPENDENCE 
SIZE AGE 
.220 . 326 .245 

.048 .106 . 060 

ORGANIZATIONAL ORGAN I ZATI QNAL DEPENDENCE 
SIZE AGE 
.245 .486** .378* 
.060 ,. 236** · .143* 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

# TECHNICALLY CERTIFIED 
COACFIES 

.120 

· .014 

# TECHNICALLY CERTIFIED 
COACHES 

. 334 

. 112 . 

# TECHNICALLY CERTIFIED 
COACHES 

.486** 

.236** 

1 Only those variables significantly correlated ~ith technological expertise were included. 

~ 

"' N 
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order to obtain FAS :funding and outside sponsorship. Future 

studies need to be initiated in order to :further investigate 

the issue o:f causality. 

Oraaolzatlooal .Aa.9_ 

This variable, with one exception, was not signl1lcant-

l.y correlated with the structural. variables. Organizational. 

age was onl.y moderately associated with impersonality o:f 

work rel.atlons (r=.388, p=.067). Thus, the l.onger an NSGB 

has been incorporated, the more l.ikel.y it will. have devised 

:formal. sta:f1 evaluation procedures. 

That organizational age was not signL:ficantl.y correlat-

ed with the structural. variables tends to re1ute Sigel.man's 

(1981) contention tbat the devel.opment o:f a bureaucratic 

structure ls a ::function o:f the stage o::f growth o:f th!" organ-

izatlon. However-, one must remember that th.ls sampl.e con-

tains a rel.atlvel.y homogeneous set o:f oraanizatlons. It may 

be that most o:f the NSGBs are in relatively early stages o:f 

growth and will. become more bureaucratic with time. The de-

scrlptive statistics contained in Appendix G support this 

explanation since the average age o:f the NSGBs ls only twen-

ty one years. In addition, the rZ values indicated that 

there was a lack o:f variability in organizational age when 

it is correlated with other variables. 

tlal correlations were not reported. 

There:fore, the par-
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The above argument has some support in the literature. 

For example, Broom and Baka {1978) contend that government 

intervention has onl.y recently had a major impact on the bu-

reaucratlza~ion o1 amateur spor~ organizatlons• .K.idd ( 1978, 

1980) has also noted this trend and has warned of the conse-

quences if it is to continue. Thus, organizational age 

should not be ignored as an iaportant contextual. variable 

until. longitudinal research has been conduc-ted to exaaine 

the process 0£ bureaucratization over time. In addition, 

other measures of the concept, in addition to the nuaber 0£ 

years since incorporation, should be examined. For example, 

the stage of growth of the organization could be an iapor­

tant contextual variabl.eo 

As shown in previous research~ organizational size and 

or~anizational dependence are the contextual. variables which 

are most highly correlated with bureaucratic s-t rue ture. 

Both size and dependence were related to some of the indices 

0£ foraal.ization and special.ization, as well. as to the cl.er-

ical. ratio. The direction of these relationships differed 

however. While increased size appears to be related to an 

increase in a number o~ bureaucratlc 1eatures, the 1.ess de-

pendent the NSGBs are on FAS for financial support, the more 

bureaucratic they are 1.ikel.y to bee 

intervenln~ variabl.e, such as the 

It also appears that an 

size of membership fees, 
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may be causing the interdependence be~ween these two 

variabl.es when they are correlated wi·th the structural. vari­

ables. Thus, a more complex ,wodel. is needed to cl.arify 1:hese 

rel.atlonships. 

The :£1ndlngs regarding size support Hsu e1: al..•s (1983) 

conclusions 1:hat organizat iona 1. size ls a determinant o·f the 

0 s1:ructuring o:£ ac1:ivi1:ies" dimension of bureaucracy. This 

diaenslon, devised by Pugh et al.. ( 1968 >, lncl.udes indices 

o:£ :foraal.iza1:ion and specia1.lza1:lon. 7hus, according to Hsu 

e1: al.. ( 1983:983 >, as the number o:f organizational. aembers 

increases, the organiza1:ion will use documents and paperwork 

as a means o~ con~rol. Furthermore, work responsibi1.i1:ies 

will. be divided ln1:o more special.ized rol.es. 

Although there was a tendency :for size to be negatively 

correlated with cen1:ra1.iza1:ion, the resul.ts were no1: signi:f-

lcan-t. This is in contrast to 1:he findings of Hinings and 

Lee ( 1976 >• However, it is possibl.e that as the size of the 

NSGBs continues to increase, 1:he decision-making authority 

wil.1. become more and more decentral.ized. This strategy o1 

more participa1:lve decision-making is 1:hought to mo1:ivate 

organlza1:lona1. meabers to stay invol.ved in organizational 

af1alrs. Al.though decen1:ralized decision-making ls more 

time consuming, lt is al.so thought to improve decision-mak-

ing because more input 

tained. 

from a varie1:y of sources is ob-
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In -this study, three additional variables which are 

rarely included in studies on context and structure, but 

which do re:flec-t Weber's ideal bureaucracy, were inctuded. 

These variables, which include the impersonality o:f work re-

lations, pro:fessionalism and career stability all re·:flect 

"characteristics o:f the o;f:fice holder" as described by Web­

er. While organizational size and dependence are related to 

some aspects o:t s"truc'ture, they are not necessarily good 

predictors o:f the characteristics o;f bureaucratic o:f:ficials. 

There;fore, additional contextual variables need -to be con-

sidered to capture this dimension o:f bureaucracy. Ge<>graph-

le centralization and the occupational experience o:f the 

volunteers as well as the salaried program sta:f:f are addi­

tional variables which could be considered. 

The degree o:f dependence on government :financial sup-

port exhibited .. simil.ar pattern o1 relationships with 

structure as did organizational size, except that the dlrec-

tlon o;f the relationships were negative. These resul-ts :fall 

to support Pugh et ale's (1969) or Hsu et al. 1 s (1983) :find-

ings and conclusions. They do, however, support Hinings and 

Lee 1 s (1976) conclusion -that the more dependent organiza-

tions are less structured. I-t would appear that the depen-

dent relationship between government and voluntary sport or-

ganizations is di:f;ferent :from that o:f parent and subsidiary 

business companies. That is, the government has policies 

which encourage NSGBs to become more structured on the one 
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hand-, but to become less dependent on them :for :financial. 

support on the other. Thus• strong ne~a~ive associations be­

tween the dependence measure and some structuraL variabLes 

was observed, even when the e:f:fects o:f the other contextual 

variables were controlled. 

One aeasure o:f technology, the total number o:f technl-

cal.ly certl:fled coaches, was moderately correlated with the 

impersonality o:f work rel.ations, with clerical specializa­

tion, and with the clerical ratio. However, only the rela­

tionship with the clerical. ratio remained slgni:ficant when 

the e:f:fects o:f the other contextual. variables were control-

l.ed. This :finding supports the conclusions o:f Kbandwalla 

( 1974) that the l.evel. o:f technology :fails to predict varia-

tion in organizational structure even though some investiga­

tors (e.g. Woodward 1965) have predicted that it should. 

Neither o:f the additional contextual variables o:f or-

ganizational age or the other technology aeasure, the nuaber 

o:f research personnel consulted in the last year, were 

strongly correlated with the structural variables. With re-

spect to organizational age, the NSGEs appear to be a rela-

tlvely homogeneous group with respect to this variable as 

most o:f them have been incorporated onl.y recently. Longltu-

dlnal research ls required to more closely examine the rel.a-

tionship between age and bu.reaucra.cy. The stage o:f growth 

o:f the organization ls also an addl t lonal con·textual varl-

able which should be considered• 
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Organizational size, dependence and technology in terms 

o:f coaching certi:fication were directly correlated with the 

systems e.:f:fectiveoess measure, total operating budget. Mol"e 

speci.:fically, the larger the organizational size, .the less 

dependent the organization is on on government .:financial 

support, and, the larger the number o.:f technically certi.:fied 

coaches, the larger is the total operating budget. Technol-

ogy was also correlated with another system's variable, the 

increase in FAS .:financial support .:from 1970 to 1982. None 

o:f the contextual variabl.es were signi:ficantly related to 

the indices o.:f goal model e.:f.:fectiveness. 

The issue o:f causality between the contextual and sys-

tem e.:f:fectivenese variabl.es warrants :further invest.igation. 

It aay be that increases in the con~extual areas are re-

quired be:fore :financial support is given, or that :financial 

support leads to an increase in size and technology as well 

as to a decl"ease in dependence. This issue couLd be exam­

ined through longitudinal research. 

In SUJ1Uaary, organizational .size and dependence appear 

to be the best predictors o.:f the "structuring o.:f activities" 

diaension o.:f bureaucracy which includes the.variables o:f 

.:formalization and specialization. These contextual -vari-

ables were al.so related to the clerical. ratio which consti-

tutes the "l.ine of work:fl.ow 11 dimension. However, none 0£ 

the contextual variables are strongly associated with the 

11concen-tra-tion o.:f autbority 11 or "characteristics o.:t bureau-
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cratic o:f:ficial.s" di.mensions. This· sugl!ests that an expanded 

model. o:f contextual. variables is needed to better predict 

the structure o:f vol.untary sport organizations. In the next 

section, the interrel.ationships among the structural. vari-

abl.es are examined in more detail• 

Structural Xarlabl•• 

Foraa\1.za:tloo 

In Tabl.e 8, :formal.ization is represented by three meas-

ures. These incl.ude the total number o:f publ.icatlons pro-

duced by NSGBs in the 1.ast year, an estimate o:f the total. 

nuaber o:f words contained in the most recent constitutions 

o:f each NSGB, and an estimate o:f the total number o:f words 

contained in volunteer and salaried program sta:f:f Job de-

script ions. These three measures indicate the del!ree to 

which in:formational., procedural. and rol.e de:finition docu-

ments are written down and they are moderatel.y intercorre-

lated. The correl.ation between publ.lcation :formal.ization 

and constitution :foraal.ization was r=.530 ( p=. 004) and was 

between publ.lcation :fo.rmalization and Job 

. 
description :foraal.ization. The correl.ation between consti-

tution and .lob description :formal.ization was not siani:fi-

cant. There.fore, NSGBs do not appear to be as equal.ly con-

cerned with :formalizing their constitutions as with writing 

volunteer and sal.arled program sta:f:f Job descriptions. 



160 

In addition, publication 1ormalization, Job description 

:formallzation, and to a lesser extent, constitution £ormali-

zation, were moderately associated with a number 0£ other 

structural variab~es. The total number o:f publications was 

aoderately correlated with three aeasures o:f specialization. 

These included the number o:f executive volunteers roles 

(r=.373, p=.051), the number o:f salaried program sta:f:f roles 

(r=.372, p=.056 ), 

( r=• 359, p=• 066 ). 

and the number o:f clerical support sta:f:f 

The measure o:f Job description :formal.iza-

tion was more strongly correlated with the specialization 

indicators. A strong correlation was :found with the number 

o:f salaried pro~ram sta1:f rotes (r=.866, p=.000), the number 

0£ committees (r=.655, p=.000), the number o:f clerical sup-

port sta:f:f roles (r=e738, p=.000) and with total specializa­

tion (r=o636, p=oOOO). 

These :findings are consistent wl·th Grinyer 1 s et al.. 

(1980) repl.ication study on organizational structure. Gri-

nyer et al.. reported correlations ranging :fro• 0.57 to 0.86 

(p=.001) between :formalization and specialization. 

val.ues include the :findings _j!roa.their repl.ication, 

These 

as well 

as the val.ues reported in the original. studies by the Aston 

group ( 196 8 ) and by C.hi 1.d ( 197 2 ). Grinyer et at. concluded 

that these strong correlations support Weber's (1968) propo­

sition that :formalization and specialization are interrelat­

ed dimensions o1 bureaucracy. 
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It 1oltows that as specialization increases, rote de1i-

nition documents, lnctuding volunteer and salaried program 

sta11 Job descriptions, 

panding nuaber o1 roles. 

are required to coordinate the ex­

In voluntary organizations, it is 

likely that Job descriptions are not as necessary in unspe­

cialized organizations because a small number o1 people per-

1orm a variety o1 tasks. However, as specialization in-

creases it becomes more necessary to clearly de1ine roles 

and responsibilities, as well as the hierarchy o1 authority, 

in documents such as Job descriptions and comaittee aan-

da"tes. It is al.so more likely that increased specialization 

will result in specialized positions in which the prepara­

tion and circulation o1 publication documents is a major re-

sponsibility. Third, with an increase in the number o1 or-

ganlzational roles there ls a greater need to coordinate the 

work o1 the various positions. 

ten documents 1 such as Journals, 

Communication through writ­

Job descriptions and con-

stitutlons is desi@ned to improve 

panding numbers o1 positions• 

the coordination o1 ex-

All o1 the 1ormalization measures were also associated 

with tbe clerical ratio. The correlation o1 clerical ratio 

with publication 1ormalization was r=.684 (p=.000), with 

constitution 1ormalization was r=.379 (p=.051) and with Job 

description 1ormalization was r=.471 (p=.020). Again, these 

1indln~s were expected since the amount o1 written material. 

in ln1ormatlon passing and rote de1inition documents wilt 
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undoubtedly increase with the number of clerical. sta:ff who 

are responsibl.e for the preparation of such written docu-

.men"ts. These results al.so con:firm earlier findings by Pugh 

et al. ( 1968) ,.nd Grinyer et al.. ( 1980 ). 

The total. Job description docuaentation was al.so moder­

,.tel.y correlated with new progr,.m centralization (r=-.433, 

p=.034) and with promotion centralization (r=-.374, p=.050). 

Constitution form,.l.ization w,.s al.so related to promotion 

centraLiz .. tion, al.though the direction o:f the relationship 

was positive (r=.371, p=.050). 

In the l.lter,.ture there is contrary evidence re~,.rding 

the ret .. tionship between :formal.ization .. nd centralization. 

Pugh et al. ( 1968) found no signi:ficant relationships be-

tween these ae,.sures, whereas both Child (1972) and Grinyer 

et al. (1980) :found a significant negative relationship be-

tween them. The di:f:ficul.ties in constructing coap .. rabl.e op-

erationaL de:f.initions :for centralization across organiza­

tional. types warrants more consideration• 

In this study, decision-making by the board o1 direc-

tors was defined as being the most central.ized level.. The 

next l.evel o:f decision-making authority is the committees, 

:followed by the executive board, with the s .. laried program 

sta:f:f being the l.east centralized Level.. 'Ihese authority 

levels are not directly comparable to those :found in busi-

ness, manufacturing and service organizations which have 

been examined in previous s~udies. Business organizations 
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are more clearly hierarchical in nature with top, mlddl.e and 

Lower ~eve~s o~ managemen-t. In addition, there are various 

subunits and departments which are responsible :for budizet, 

pol.icy, personnel.-, new program and promo"t.l,on decisions .. 

Furtheraore, all those involved in decision-making ln the 

typical business company are paid employees. 

While board members in a business company may represent 

the highest level o:f the hierarchy, they represent a aaJori-

ty national vote in voluntary NSGBs• There ls o:ften one 

vol.unteer represen"ta'llve from each province on an NSGB 

board. Due to dl:f:ficulties in getting board members togeth-

er, these boards typically get together at Annual General. 

Keet ings and leave the day to day decision-nakln,g to their 

executive committees and salaried projZra• sta:f:f. Thus, due 

to the nature o:f these organizations, centralization was de-

:fined somewhat di:f:ferently than it has been in business or-

aa.nizations. 

However, the direction o:f the signl:ficant relationships 

in this study is consistent with that reported by Child 

(1972) and by Grlnyer et al. ( 1980 ). Again, since board 

members are typically elected :from across the country, it 

would be very time-consuming to have board meabers involved 

ln every •atter concerning budget, personnel, policy, pro-

gram initiatives and proaotions. It may be more e:f:flclent 

to have smaller more decentralized groups such as commi-ttees 

or sal.aried program sta:f::f make such decisio.ns. In addition, 
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these smatier volunteer groups and the paid personnel are 

o:ften appointed due to some knowledge or expertise that they 

are thought to possess. This explanation ls consistent with 

ChH.d' s ( 197 2 ) argument that decentralization ls a knowl-

edge-based control mechanism in bureaucratic business organ-

izations. That is, by delegating decision-making responsl-

bility to key experts within an organization, more e:f:fective 

decision-making will result. 

The :foraal.izatlon measures were not .:found to be signl:f­

icantl.y correlated with the impersonality o:f work relations 

or the measures o:f volunteer and sal.arled program sta:f:f pro­

:fessional.isa. Although the impersonal.lty of work rel.ations 

is characteristic o:f Weber's bureaucracy, it has rarel.y been 

incl.uded in previous studies on organizational. structure. 

Thus, comparisons between the results o:f this study and oth-

ers ls dlf:ficul.t. The correlations between the impersonal!-

ty o:f work relations, as measured by the :formality o:f sala-

ried program sta:f:f eval.uations, and the measures o:f 

:formalization were relatively weak and were not slgni:ficant. 

However, the :fact that this variable has received little at-

tention in the literature, in combination with the saal.l. 

saapl.e size in this study and the :fact that eval.uatlon o:f 

salaried program sta:f:f ls a major issue :for several. NSGBs, 

suggests that these rel.ationships should not be ili!llored. 

Additional and more sophisticated •easures o:f the imperson­

ality of work relations variable may help clari:fy relation­

ships between this and other :features o:f bureaucracy. 
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That the :formalization indicators were not positively 

associated with any of the professionalism variables, except 

:for Joh description formalization and voluntary member edu­

cation (r=o421,p=.020), contradicts earlier findings by 

Child (1976). Be found that one measure of bureaucratic 

control, overall documentation, increased with higher levels 

o:f specialist quali:fications. He reasoned that greater :for-

aalization and professionalism was a response to an increase 

in organizational size. This increase requires a greater 

base o:f professional .knowledge, as well as a proliferation 

o:f written documents so that knowledge can be transmitted 

across specialized positions. While several of the rela-

tionships were not significant, the positive association be­

tween Job description formalization and voluntary membered-

ucation indicates that NSGBs with more highly educated 

volunteers place aore emphasis on the development of written 

Job descriptions. 

Finally, the formalization measures were not signifi-

cantly related to the career stability measures. Even so, a 

negative association between the measures was indicated• 

Although one would expect that paid and volunteer career 

stability would be positively associated with the extent o:f 

:formalization, there may be a logical explanation :for this 

finding. That is, voluntee.r and sal.aried progra• staff who 

have been involved in NSGB management :for a long period o:f 

time may be Less likely to rely on written procedures than 
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new incoming personnel. Perhaps when they bevan thelr in-

vol.vements, the NSGBs were not very speclal.lzed and did not 

have the cl.erical. support necessary for the time consuming 

exercises o1 writing procedures, etc. Thus, the vol.unteers 

and paid peopl.e may have had a diverse range of responsibil-

!ties, 

ties. 

with little tlae to 1ormal.Ly document their activi-

Perhaps the weak negative correlations iLLustrate 

that those with longer invol.vements stiLL rel.y on oLd ways 

and are thus less Likely to formaLize materiaLs in the three 

ways measured here. 

In summary, the 1indings regarding the association be-

tween 1ormalization and the other bureaucratic structural 

variables tend to support previous research. One particular 

measure, Job description 1ormalization, was strongLy assoc!-

ated witb many o'.f the speciaLization measures. ALL of the 

1ormalization measures were correLated with the cLerical. ra-

tioe These 1indings support Pugh et aL.•s (1968t contention 

that there ls an underLying dimension of bureaucracy called 

the •structuring o1 activities•. 

Simil.ar to Child ( 1976 >, formal.lzation tended to be 

negatively associated with centraLization of decision-mak­

The Aston group had argued that centralization repre-

sents a separa-te d.iaenslon o~ bureaucracy., known as the 

•concentration o1 authority'• which is not necessaril.y asso-

elated with the structuring of activities dimension. From 

the resuLts o1 this study, however, there does appear to be 
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a significant negative rel.ationship between Job description 

£orma~ization and some o1 the centraiization neasures. This 

woul.d sugjlest that increased Job description :formal.ization 

is required when decision making authority is decentralized. 

Contrary to past :findings, the :foraalization measures 

were not signi:ficantl.y rel.ated to the measures of salar.ied 

pro1Zraa sta:f:f pro1essional.ism. Job description formaliza-

"tion was, however, related to volunteer professional.ism. 

This suggests that the greater the level o:f educational. at-

tainaent o:f volunteers within an NSGE, the greater will be 

the emphasis pl.aced on the :formul.ation o:f written Job de-

script ions. In addition, :formalization was not related to 

volunteer or paid sta.1:f career stabi Li ty or the iapersonal.i­

-ty o:f wo.rk relations. 

~ral.lzatlon 

In addition to the previousl.y discussed rel.ationships 

between :formal.ization and central.ization, the locus o:f deci-

sion-making authority was al.so associated with a number o:f 

other structural variabl.es. Correlations were produced for 

each decision area, incl.uding budgets, policy, personnel., 

new prograaa and promotions, as well. as a total. central.iza-

tion measure. As shown in Table 8, most o~ these measures 

were highly intercorrel.atedo This suggests that i:f decision­

aaking is highl.y central.ized in one decision area, .ft will. 

most l.ikel.y be highly central.ized in other decision areas. 
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As the total centralization measure ls strongly associated 

with each decision area measu~e~ one can assume tha~ to~aL 

centralization on its own adequately re:flects the 

authority concept. 

Locus o:f 

Total centrali.zation was :found to be moderately assoc!-

ated with some o:f the specialization indicators, incl.udlng 

and total executi,re board speclal.ization (r-=-.476, p==.012), 

special.ization (r=-.335 7 p=.095 ). Personnel centralization 

( r=-.457 7 p=.016), new program centralization (r=-.364, 

p=.062) and promotion central.ization (r=-.545, p=.003) were 

also positivel.y correlated with executive board specializa-

tiono All. o:f the central.ization measures, except budget and 

pol.icy central.ization were significantly associated with to-

tat .specialization• The remaining significant rel.ationships 

incl.uded: proaotion centralization with board me•ber spe-

cialization (r=-.373, p=.055), pol.icy centralization with 

sal.aried program sta:f:f special.ization (r=-.344, p=a085) and 

new prograa centralization with cl.erlcal speclal.lzation 

(r=-.361, p=.070). 

The other important consideration regarding the reta-

tlonshlp between central.ization and special.ization was that 

the sign o:f these relationships was negative. In their re-

view o:f the literature on organizational. structure, Grlnyer 

et al.. (1980) reported that centralization has been repeat-

edl.y :found to be lnversel.y associated with speclal.izaton 

(Pugh et al.. 1968, Hinlngs and Lee 1976, Chil.d 1976). 
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The results suggest that decision-making in NSGBs tends 

"to become more decentralized as the organizations become 

more specialized. Thus, as an organization 1orms more com-

mittees and'hires more salaried program sta:f:f, it al.so tends 

to delegate decision-making responsibility to these new po­

sitions. This may be due to the unwiel.dly nature o:f conduct-

ing business through a national board with representatives 

:from all across the country. Moreover, to Justi:fy the hir-

ing o:f salaried program staf:f in voluntary organizations, 

the boards must be able to demonstrate that responsibility 

:for soae decision-making is granted to these positions. It 

is interesting, however-. that only one NSGB reported that 

the responsibility :for a decision area was le:ft totally to 

salaried program sta:f:f. This one case was :for the promotion 

decision area only. This implies that al.though NSGBs have 

decentralized to soae degree, they, or their representatives 

through an executive board~ retain control. over decision-

making. The results may also be due to Weber's notion that 

qual.i:fied o:f:fice holders would occupy specialized positions 

in modern bureaucracies. I:f this is the case, there is sup-

port :for Grinyer et al.•s (1980: 414) conclusion that 0 bu-

reaucracy is a strategy o:f knowledge based control that per­

alts decentralization"• 

Returning to Table 8, it can be seen that there is some 

limited support :for Grinyer et at.•s (1980) observation that 

centralization and pro:fessionalism are negatively related to 
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each other. Thus, the greater the education 0£ voluntary 

members and saLaried program sta~£, the •ore likel.y it is 

that some decisions, especial.1.y in the pol.icy and new pro-

gram areas, wil.1. be decentral.izedo Ho-weve:r, it shoul.d also 

be noted that strong conclusions in this regard are not war­

ranted as the total centralization measure was not signi1i­

cant1.y rel.ated to any o:f the pro:fessionalism measures. Due 

to the rel.ativel.y young age of many o:f these organizations, 

it may be that the NSGBs are .Just beginning to become more 

decentralized, and that this process wll.1. continue to become 

aore strongl.y associated with the other dimensions of bu­

reaucracy over ~ime• 

The other significant rel.ationship between decentral.i­

zation and structure was the negative association between 

the impersonal.ity o:f work relations and personnel centrali­

zation (r=-.397, p=.050). The impersonality measure was also 

associated with promotion central.ization (r=-.335, p=.100) 

although this did not reach the .OS level 0£ significance. 

Based on these findings, decentralized decision-making does 

appear to be another interrelated aspect o:f bureaucracy. It 

appears to be assocla~ed, to some extent, with both the 

"structuring o.:f activities" and the "characteristics o:f bu­

reaucratic of:ficial.s 11 dimensions. 

Pugh et al. (1968) had also hypothesized that centra.1.i­

za.tion woul.d be negatively associated with the ratio o:f ad­

ministrative to production personnel (the A/P ratio), which 
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is a measure o.f the "l.ine control. o:f work:fl.ow" dimension of 

bureaucracy. In this study, a ratio o:f clerical sta:f:f to 

other positions was used in place o:f the A/P ratio and none 

o:f the correl.ations with it and the central.ization measures 

were :found to be signi:ficant. Non-si@ni:ficant rel.ationships 

were al.so :found in studies by Hinings and Lee (1976), Child 

(1976) and Grinyer et al.. (1980) who set out to test Pugh et 

al..•s original. hypothesis. This indicates that the del.ega-

tion o:f decision-making authority does not necessaril.y re­

quire a corresponding increase in the proportion o:f cl.erical 

sta:f:f. In addition, the locus o:f decision-making authority 

does not seem· to vary signi:ficantl.y with either the career 

stabil.ity o:f the ealarled program stai:f or the v-01.unteers. 

To summarize. there was a tendency :for the central.iza-

-tion measures to be negativel.y correl.ated with :formal.iza-

tion, specialization, and, to a l.esser extent, with pro:fes-

sional.ism• This suggests that a decentral.ized 1.ocus of 

decision-making authority is more 1.ikel.y to occur as an or­

ganization becomes more bureaucratic along other dimensions. 

Whil.e Pugh et al.. (1968) viewed centralization as an isolat­

ed dimension o:f bureaucracy, the :findings reported here sup-

port the 

( 1980 ). 

1.ater work o:f Chil.d (1976) and Grinyer et al.. 

These investigators postul.ated that decentral.iza-

tion is an integral. aspect of a bureaucratic control. struc-

ture. Thus, as an organization comes to rely on :formalized 

procedures• an impersonal. work orientation, and on pro:fes-
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it will. be 

aore able to delegate decision-making responsibility 

throughout the organization. However, this locus o:f authori­

ty variable was not :found to be signi:ficantly related to 

other 1eatures 0£ bureaucracy~ 

and career stability. 

including the clerical. ratio 

I:f NSGBs continue to become more bureaucratized, it is 

likel.y that decision-making control. will. be :further dele­

gated to sal.aried prograa sta:f:f. The issue o:f decision-aak­

ing control. emerged several. times in discussions with Sport 

Canada consultants a.nd with Executive Directors• That is, 

al.though NSGB boards have power over decision aaking, as 

outlined in their constitutions, they are not geographical.1.y 

centralized and do not work on NSGB business :ful.1.-time. In 

contrast, the sal.aried program sta:f:f are geographically cen­

tral.ized in Ottawa and work :for the NSGBs on a :ful.1-time ba-

sis• However, in many cases, the salaried program sta:t:f are 

expected to provide onl.y a support service to the board o:f 

directors. This 1.ac.k o.:f control. may to be a maJor reason 

:for sal.aried program sta:f:f turnover. That is, even though 

the sta:f:f must possess a number o:f pro:fessional qual.l:fica­

tions and they work :full time on association business, there 

are :few areas in which they are given decision-aaking au-

thority. It JJil.l be interesting to see how this type o:f 

structure evolves over time and the e:f:fect it has on the 

various groups within the structure. 
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..IJul.llrsonali:tx A~ J~ Relations 

Although Weber identified impersonal work relations as 

an essential characteristic o:f bureaucracy, this variable 

has seldom been included in research on organizational 

s'tructure. In this study, the variable was defined as the 

extent o:f :for,aalized eval.uation procedures :for sal.aried pro-

gram sta:f:f • As mentioned in the previous section, imperson-

al.ity o:f work relations was moderately but negatively corre­

lated with two o:f the centralization measures. 

In addition, it deaonetrated a moderate positive aeso-

elation with some of the specialization measures, 

executive board specialization (r=.358, p=.079), 

including 

comai-ttee 

specialization (r=e327, p=.089), clerical specialization 

(r=.480, p=.018), and total special.ization (r=.426, p=.038). 

These findings suggest that as vol.untary amateur sport or-

ganizations become more specialized, they will adopt a more 

impersonal work orien-tatlon as indicated by the :formality o:f 

evaluation procedures. This ls consistant with Weber's pre­

diction that modern bureaucracies would have to replace the 

more emotional and subjective work orientation of tradition­

al foras o:f social order with more rational and objective 

procedures .• Since the salaried program staff in voluntary 

organizations may, in some cases, have been former athl.etes, 

coaches or volunteers within their sport, eval.uation proce-

dures are required to make work more businesslike and Less 

personnel if an NSGB ls to adopt a more bureaucratic form of 

con"trol. 
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Impersonality was also positively associated with the 

clerical. ratio { r=.426, p=.028) and volunteer career stabil.-

ity (r=.366, p=.056). This suggests that clerical sta11 are 

required to process written eva~ua~ion p~ocedures. Further-

aore, NSGBs that have greater volunteer career stability are 

more 1.ikely to have 1ormal evaluation procedures. This 

variable was not, however, signi1icantl.y correlated with the 

other diaensions o1 bureaucracy, including 1ormalization and 

pro1essionalismo That it was associated with some o1 the 

aeasures Justi1ies its inclusion in 1uture studies. In addi­

tion to the degree o1 1ormality o1 evaluation procedures, it 

would be important to consider additional. measures, such as 

1riendship networkinQ, to 1urther exa•ine the concept • 

.i.11.tm i •l i z.ailsul 

The specialization measures have been shown, 'to some 

extent, to be positively correlated with £ormalization and 

the impersonality o1 work relations, and to be negativel.y 

correlated with the measures 0£ centralization. In addl-

tion, as illustrated in Table 8, the specialization aeasures 

tend to be highly intercorrelated. Board member speciallza-

tion was highly intercorrelated with executive board spe-

cial.ization (r=.684, p=.000 >, committee specialization 

(r=.607, p=.002), clerical specialization {r=.607, p=.000 >, 

and total. specialization (r=.907, p=.000). Thus, as the num­

ber 0£ national board roles increases, so does the number 0£ 
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rol.es ln a varie~y o~ areas. As total. special.ization is 

strongl.y correl.ated with the other speclal.lzatlon aeasures 

it al.one coul.d be used to aeasure this dimension o:f bureauc-

racy. For the purposes o:f this study, however, it is stll.1. 

use:ful. to provide a more detail.ed examination o:f the rel.a-

tionships aaong varlabl.es. 

Sal.aried program sta:f:f special.ization (r=.579, p=.002) 

and clerical. specialization Cr=o719, 

correl.ated with the cl.erical. ratio. 

p=oOOO) were strongl.y 

The 1.atter findinl! is 

not surprising as bo1:h variables 1:ake the number o:f cl.erical. 

s1:a1:f ln1:o account. In addition, 

nuaber o:f sal.aried program sta:f:f, 

with an increase in the 

increased support posi-

tions in the :form o:f cl.erical. expertise will. al.so 1.ikel.y be 

necessary. 

Contrary to Weber•s original. prediction, the special.!-

zation indicators tended to exhibit a weak negative rel.a-

tionship with the measures o:f professional.ism. On1.y execu-

tive board specialization was signl:ficantl.y associated with 

the a•ount o:f sal.arled program sta:f:f education (r=-.380, 

p=.056 ). Perhaps in 1:he absence o:f qua1.i:fied salaried pro-

gra• sta:f:f, increased speclal.ization occurs at the board 

level.. Several. o:f the other correl.atlons, al.though not sta-

tistical.1.y significant, were al.so in the negative direction. 

It may be that other characteristics than educational. 

attainment are operating when vol.unteers and sal.aried pro-

gram sta:ff are appointed to various NSGB rol.es. For the 
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voluntee.rs, experience and knowledge in the sport 1'rom play­

ing, coaching and administrative roles at the 1.ocal and pro­

vincial level.s may be key 1actors 1.eading to involvement at 

the national. 1.evel. Another j'actor may be the amount o:f en-

cou:raeeaent one is given at one's pl.ace o1 work to be in-

volved with aaateur sport. For example, community involve-

aent is encouraged :for lllany physical educators in the school 

and university systems. A third :factor :for election to vol-

unteer roles may be special management skills that the indi-

vidual is thought to possess. Thus, individuals with good 

communication or :financial aanagement skills would be :fav-

oured. A :final alternative explanation :for this :finding may 

be that election to voluntary roles is more a :function o:f 

rotation by region rather than by pro:fessional qualities. 

The inclusion o:f other variables particular to the type 

o:f pro:fessionalis• required in voluntary roles should be in­

cl.uded to help examine the criteria which are used to select 

positions. With respect to sal.aried program sta:f:f special!-

zation, it aay be that hiring based on educational qua1.i:fi-

cations is a relative1.y recent devel.opment• Due to the 

cross-sectional. nature o:f this study, it is di1':ficu1.t to un-

cover trends with respect to this variable• However, one 

would expect that i:f these organizations continue to become 

more bu:reaucra~lzedy the emphasis placed on educational 

quali:fications will continue to increase. 



178 

Board member specialization (r=.469, p=.014) and total 

specialization (r=.362, p= • 053) were al.so associated with 

volunteer career s-tabillty. This sup(Zests that 1:he longer 

individuals occupy volunteer roles, -the more specialized -the 

board of directors will become. It may be 1:hat volunteer 

continuity ls necessary to e11ectively manage the increasing 

number o1 board ro~es. 

J:.l~lmll. iatio 

The relationship be-tween the clerical. ratio and foraal-

lzatlon, cen-tralization1 -the impersonality of work relations 

and specialization have been discussed in the previous sec­

tions. The clerical ratio was positively cor~ela-ted with all 

of the formalization measures, the lmpersonallty of work re-

la-tlons, in addition to salaried program staf1 specializa-

tion and clerical specialization• However, as reveal.ed in 

Table 8, this variable was not signi1icantly related to the 

reaaining structural variables Including centralization, 

pro1essionalism or career stability. Thus, -the clerical ra-

tic is related more to the structuring of activities dimen­

sion o1 bureaucracy than to the locus of con-trot or charac-

terlstics o1 o1fice holders dimensions• Increases in 

clerical s1:af1 are required 1:o support increases in struc-

ture• However, this does not necessar.i 1.y affect decision-

making authority or the degree of professionalism in o1:her 

ro"les. Thus, these findings are not surprising. The cleri-
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cal ratio does, however, appear -to roepresent a •a .. tor feature 

of bureaucracy. 

~wea1ooall•• 

The professionalism variables, which measured educa-

tional attainaent, were intercorrelated since Tol.untary mem­

ber education was correlated with salaried program staf1 ed-

ucation (r=.419, p=.050). Thus, volunteers with higher 

levels of educational attairuaent are more likely to value 

this attribute and are thus more likely to hire educational­

ly qualified salaried program staff. 

In addition to the previously discussed relationships 

between bureaucracy and the other structural variables, the 

level o1 salaried program sta11 educational attainment was 

ne.i;,CLtively CLBSociated w.ith volunteer member career stability 

(r=-.381, p=.091) CLnd salaried prograa sta11 career stabili-

ty ( r=-• 538, p=.042). Thus, 

involved in their positions, 

the longer members have been 

the less education their sat.a-

ried program staf1 are likely to have. This finding tends to 

support Gruneau and Bollands•(1978) conclusion that the em­

phasis on educational. qualifications for entry into amateur 

sport decision-aaking roles is a relatively recent develop-

•ent. Previous to this tiae, experience in other roles such 

as p~ayer or coach, may have been considered to be more im-

por-tant. This finding also suggests thCLt salaried program 

staff with higher levels of education turnover in their po-
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sitions more quickly. Thls may be because thelr quali:flca-

tions make them more marketable :for other types o:f jobs. 

Or, it may be that the salaried progra,a sta.:f:f do not have 

enough decislon aaking control and thus move to positions in 

which they have aore autonomy. Finally, there ls little :for 

upward aobility :for those in pald positions in Canadian 

NSGBs which aay :further explaln the high turnover rate • 

.s:l&~.IUI~ .s:labl\i1y 

Since the results ln this chapter have been discussed 

in relation to the pearson correlation aatrix in Table 8, 

the relationship between career stability •and the other 

variables have already been discussed. To summarize, volun-

teer career stability was positively related to the imper-

sonality o:f work relations, board meaber specialization and 

total speciaLization. Salaried progra• sta:f:f career stabil-

ity was :found to be negatively related to the degree o:f sal-

aried program sta:f:f pro1essional.ism. These measures were 

not, however, signi:flcantly related to the reaainlng meas-

ures o1 bureaucra~lc s~ruc~ure• 

Perhaps the degree o:f career s1:abil.ity ls a major di:f-

:ference be-tween voluntary and business organizations. Con-

stantly bringing in new people to voluntary roles aay be a 

means o1 ensuring more grass roots and regional i·nvotvem.ent, 

which may be essential to the development o:f many sports. 

This strategy may also be a counteracting in1'1.uence on the 
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development o~ bureaucracy. That ls• new ideas and approach-

es that wil.l accompany the in1usion 0£ new decision makers 

may coun"tera.ct the sti:fl.ing e:f:fect that bureaucracy is 

thought to have on creativity. However, this expl.anation 

suggests that the l.ack o:I. career stabil.ity may be an eJ'.:fec­

tive control. stategy when it may in :fact be having an oppo­

site e:f:fect. 

Vol.unteers and salaried prograa staf:f occupy their po-

sitions :for an average o:f 5 years {see Appendix G). This 

:finding does not coincide with Weber's discussion o:f what 

the bureaucratic o:f:fice holder•s career woul.d be l.ike• 

Thus, the lack o:f career stability aay be hindering organi-

zations froa developing a aore bureaucratic structure which, 

in turn, may be more e:f:fective. Thus, whll.e the organiza-

tions in this saaple do possess many o~ the essential :fea-

*ures o~ bureaucracy, the rel.ationships between these :fea-

tures do not appear to be as strong as in the type of 

business :firms examined in previous studies. Perhaps the 

seemingly rapid turnover rate of salaried program sta:f:f and 

vol.unteer members generates a 1.ack o:f consistency in organl-

zational structure• 11; is 1.lkel.y that i:f these positions 

were :fil.ted by qual.i:fied pro1essional.s :for an exi;ended peri­

od o:f time, bureaucracy woul.d increase and the intercorrel.a­

tions among variables woul.d l.ikel.y be stronger. 
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Although some ot the intercorrelations among the struc­

tural variables were not as strong as reported in the liter-

a-ture, there were many similarities in the pattern ot rela-

tionships. For exa.111pl.e, severa.'L 0£ the toraalization, 

specia.1.ization and cl.erical. ratio measures were posi·tivel.y 

intercorrel.ated. The association between :formalization and 

specialization supports the contention ot Pugh et al.• that 

these two variables tor• an underlying "structurina ot ac-

tivities 11 dimension in the modern bureaucracy. The cl.ericat 

ratio has usuall.y been considered to be pa.rt at a separate 

111.ine control. o:t worktl.ow" dimension. Howeve-r-, as reported 

by Pugh et al.. (1968) and Grinyer et al.. (1980), both :tor-

aalization and special.ization have been tound to be posi-

tively related to the clerical. ratio• Clerical stat£ are an 

essential. aspect o:t Weber's bureaucracy as they are thou.<>tht 

to provide an important coamunication 1.ink between the num-

her o:t increasingl.y specialized decision-making rot.es• 

Thus, the higher the cl.erical. ratio, the more coordination 

there is between the various roles. 

Furthermore, part ot this coordination occurs through 

publ.ication, constitution and job description :formalization. 

From the resul.ts o:t this study, job description :tor•aliza-

tion was :found to be the variable that was most strongly re-

1.ated the additional. :features o:t bu .. eaucracy. As or~aniza-

tions become more specialized, job descriptions are 
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increasingly required to coordinate role responsibilities• 

In addition, clerical sta::f::f are required to process the 

::formalization o::f such documents. For Weber, clerical sta1::f 

are an essentia~ 1eature 0£ bureaucracy because they are 

thought to relieve the decision aakers :from these time con-

suming processing ~asks. This tiae :factor is magni::fied even 

:further in voluntary organizations because volunteers usual-

ly commit less time to 

:full time occupations. 

their involvements than those with 

In addition, they are not geographi-

cally centralized in Ottawa as are the salaried program 

sta::f::f and clerical support sta::f1. 

Although the Aston group suggested that the locus o::f 

decision-aaking control ls a separate dimension o::f bureauc-

racy, Child (1976) and Grinyer et al. (1980) have reported 

that centralization is negatively related to the other di-

menslons 0£ bureaucracy. The results o::f this study support 

the latter view since centralization tended to be negatively 

associated with some o::f the measures o::f ::formalization, spe-

cia lization, 

:fess ional.ism• 

the impersonal.ity o::f work relations, and pro-

Thus, NSGBs wil.1. tend to decentral.ize decl-

sion-making power to executive boards and salaried program 

sta::f::f as the organization becomes aore bureaucratized. This 

supports Grinyer et at.•s (1980: 414) explanation tha-t 11bu-

reaucracy is a stratel!Y o::f knowledge based control that per­

alts decen-tralization"• Centralization was not signi::ficantly 

rel.ated to the clerical. ratio or career stability. 
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The impersonality of work relations variable was corre-

lated with some of the specialization measures. This sug-

gests that as NSGBs become more highly specialized, they 

will also develop more :formalized evaluation procedures :for 

their salaried prograa staff. Although this variable has 

seldom been included in previous research, it is an integral 

part of Weber's theory of bureaucracy, 

:further attention. 

and ~bus deserves 

The professional.ism measures were moderately correlated 

with some of the variables within the "concentration of au­

thority" dimension ( B•!ih centralization). This suggests that 

this variable should he included along with the impersonali­

ty and career stability as part of a "characteristics of of-

fice holders" dimension of bureaucracy. In :fact, J.t can be 

conceptualized as an important intervening variable. That 

is, it is unlikely that decision making authority will he 

delegated unless qualified people are available to take on 

the responsibility. Volunteer professional.is• was also as-

sociated with .Job description :formalization and paid staff 

pro:fessionalism was negatively associated with the measures 

of career stability. 

There are two possible explanations :for the :finding 

that professionalism ls not significantly correlated with 

the other dimensions o:f bureaucracy. The volunteers and 

salaried pro~ram sta:f:f are relatively homogeneous with re-

spect to this variable, and thus there may not be enough 
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variabil.ity to show signi.ficant rel.ationships with the other 

dimensions o1: s--tructu:re. This is consistent with Weber's 

argument that the possession o.f educational. qual.i.fications 

woul.d create a certain amount o.f cl.ass hoaogenei ty among o . .f-

.ficial.s. Or, it may be that vol.unteers and sal.aried program 

sta.f.f are sel.ected to positions .for reasons other than their 

educational. qual.i.fications. Previous experience• whether as 

vol.unteers or as sal.aried program sta.f.f, in other national. 

or provincial. level. rol.es aay be another key element o.f pro­

.fessional.ismo 

Vol.unteer career stability was intercorrelated with 

measures o.f specialization and the impersonality o.f work re-

l.ationso It there.fore deserves .further consideration as an 

interrelated aspect o.f bureaucracy. However, the l.ack of 

career stahil.ity on the part o.f vol.unteers and salaried pro­

gram sta.f.f in most NSGBs may be a response to the val.ue o.f 

constantly invol.ving new people to maintain grassroots sup­

port. Or, it may be a .function o.f the nature o.f the adminis­

trative rol.es in NSGBso That is, in soae organizations, vol.-

unteers can only stay. el.ected for a certain term. Sal.aried 

prograa sta.f.f are o.ften in a dif.ficul.t situation as they 

aust deal with vol.unteera on the one hand, and with govern-

aent o.f.ficials on the other. Often times they have l.ittle 

decision making control. within the organization. In addi-

t!on, because there are .few possibil.ities .for career mobil.i­

ty, sal.aried prograa sta.ff may tend to turn over quickl.yo An 
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additional argument that warrants :further investigation is 

whether the l.ac:k o:£ career stabil.ity hinders the devel.opaent 

o:£ a bureaucratic system o:£ control., 

discussed in the next section. 

a topic which will be 

The :findings reported here tend to support Weber's pre-

diction that bureaucracy would invade all sectors o:f modern 

l.i:fe. However, the dimensions o1 bureaucracy were not as 

highly intercorrelated as in previous studies which have 

aostly saapl.ed the business type o:f organization• This would 

tend to support Hall's (1963> work in which he suggests that 

bureaucracy exists on a continuum that depends on the type 

o:£ organization studied. In addition, auch o:£ the previous 

research has :focused on three dimensions o:f bureaucracy that 

were developed by Pugh et al.. ( 1968 ). These incl.ude: the 

structuring o:£ activities dimension, including :£oraalization 

and specialization; the concentration o:f authority dimen-

sion, including central.ization; and the Line control o:£ 

work:flow dimension, which includes the clerical ratio. How-

ever, Weber al.so described a number o:f characteristics o.:f 

the o:£:ficer hol.der in his ideal. type bureaucracy. The three 

variables that were included in this study to capture this 

dimension, naaely the iapersonal.ity o:f work relations, pro-

:fessional.lsm and career stabil.lty, were intercorrelated with 

the other structural variables to some degree. This suggests 

that this :£ourth dimension should be given more attention as 

an integra~ £eature o1 modern day bureaucracy. 
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In the next sections o:f this chapter, the intercorrela­

tions among the goal and systems models of effectiveness, as 

well as the relationships between structure and e1fective-

ness, are discussed. Because of the intercorrelaticns among 

the structural variables, as discussed in this section, par­

tial corre1ations were computed to controL for the effects 

of the intercorrelated structural variables on organization-

al effectiveness. First, however, the relationships between 

the goal and systems models are examined. 

~ AD.d ~- Jlo4•l• 

From the resu1ts presented in Table 9, it is apparent 

that most of the correlations between the goal and systems 

measures of effectiveness are positive but weak. The only 

relationship that was close to being significant was between 

the 1982 effectiveness ranking and total operating budget 

(r=.379, p=.062). 

Although the moderately strong relationship between the 

1982 ef:fectl veness t'ankinR and the total opet'atJ.ng budget 

did not t'each the .05 level of significance, this finding 

should not be disregarded. Due to the small sample size in 

this study, which af:fects statistical power, it may be that 

a moderate association exists which is not capitalizing on 

chance. This finding supports Webb's (1974) assertion that 

the goal and systems models should be viewed as complementa-

ry model.s. He suggested that organizations which at'e sue-



TABLE 9 

MATRIX OF PEARSON CORRELATION COEFFICIENTS 
FOR THE GOAL AND SYSTEMS MODELS OF 

ORGANIZATIONAL EFFECTIVENESS 

EFFECTIVENESS VARIABLES 
EFFECTIVENESS VARIABLES 

GOAL MODEL 

l . 1982 World Ranking 

2. 1982 Effectiveness Ranking 

3. Changes in Effectiveness 
Ranking 1978-1982 

SYSTEMS MODEL 

4. 

5. 

* 
** 
*** 

Total Operating Budget 

$ Increase in FAS 
Support 1970-1982 

Significant at .05 level 
Significant at .01 level 
Significant at .001 level 

l 2 3 4 

.573** 

.391* . 191 

·. 199 .379* .195 

.133 · .245 .185 .690*** 
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cess£u1 in obtaining inputs, such as :financia"'l resources-, 

will more likely achieve desired goals. 

NSGBs which have been able to develop larger operating 

budgets tend to be somewhat more success£u1 in international 

coapetition, as measured by the 1982 e1£ectiveness aeasure 

which takes into account the number 0£ competing countries. 

This £inding is compelling as several £actors, both internal 

and external to the organization, could prevent an NSGB rrom 

converting its £inancial resources into per£ormance success. 

For exa•ple, the NSGBs that have the largest operating budg-

ets ln relation to other Canadian NSGBs may not have the 

largest operating budgets with respect to competing organi-

zations in that sport £roa other countries. Thus, NSGBs 

could, in £act, be coapeting against countries which have 

larger £inancia1 resources with which to develop their na-

tional teams. Ho-.-e-.-er-, even with this possible con£ounding 

£actor, there was a positive relationship between the e££ec­

tiveness ranking variable and one 0£ the resource acquisi-

1:ion variables. In addition to comparing di££erent sports in 

one country along these indicators, organizations governing 

one particular sport across a number or dl££erent countries 

also need to be considered. 

On an internal level, a num.ber 01' trans:tormative pro-

cesses a££ect the conversion 0£ input resources into per-

1oraance success. For example, decisions aust be made re-

garding how resources are to be alloca1:ed. In sport., 
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per1ormances cannot be 1 manu.factured 1 like products in busi-

ness organiza·tions. There are numerous alternative courses 

o1 action that may be taken, and the developaent o1 a nuaber 

0£ athletes into success1u1 teams is not a clear-cut pro-

cess. Although there are so many uncontrollable .forces in 

sport that make it very di1.ficu1t to guarantee that the ac-

qulsltion o.f inputs will Lead to desired outputs, NSGBs with 

larger operating budgets were more success.fut in their re-

spective World Championships in 1982, while accounting .for 

the nwaber o.f competing cou.ntries. 

White this .finding tends support to Webb's assumption 

that the acquisition 0£ inputs l.eads to desired outputs, the 

issue o1 causality remains problematic. With respect to 

Sport Canada .funding criteria, NSGBs must demonstrate per-

1ormance excellence in order to receive program .funds as 

welt as .financial support .for national team athletes. Thus, 

it could be argued that NSGBs which achieve pe:r~orm.ance 

goa~s are granted aore £unds £rom government sources. It ls 

also aore Likely that they wilt he able to attract corporate 

sponsorship which will also increase the total operating 

budget. Furthermore, with this increased .funding, an NSGB 

wilt have greater resources to direct toward per.formance 

success in .future years. Conversely, it could be argued that 

.financial resources are required be.fore per.formance excel­

lence can occur. To .further clari.fy the relationship between 

the goal. and systems models o.f e.f.fectiveness, this issue 
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could be addressed in future studies. However, due to the 

constantly changing nature of government policies and the 

competitive environ•ent in which the NSGBs exist, it would 

be difficult to analyse this question in voluntary amateur 

sport or~anizations. 

Additional. variabl.es which could be considered with re-

spect to these effectiveness measures include: financial. 

need (e.g. program size and competitive schedules), interna-

tional. per:formances in addition to World Championships, 

changes in per~oraance over a Longe~ span o~ ~ime, differ-

ences be~ween men•s and women's tea~s wi~hin a sport and 

differences in performance between 

spor1:s. 

team and individual. 

In addition, there are several other inputs, other than 

financial resource acquisition, that •ay he necessary to en-

sure success• Soae of these include talented athletes, ef-

fective local and provincial. associations, coaching effec-

tiveness and the degree to which the sport is culturally 

assimilated in the country. The investigation of these vari­

ables woul.d provide further evidence as to whether or not 

the goal and systems aodel.s of effectiveness are complemen­

tary tools for measuring organizational effectiveness. 

Contrary to the .findings of Molnar and Rogers ( 1976 ), 

there was some consistency within the effectiveness models 

( see Table 9 ). The 1982 world ranking was ~ositively corre-

lated with the 1982 effectiveness ranking which accounted 
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.:for the number o.:f competing countries (r=.573, p=.002). This 

goal model indicator was also moderately related to changes 

in the e.:f.:fectiveness ranking .:from 1978 to 1982 ( r=.391, 

.048 ). These .:findings suggest that regardless o1 the nuaber 

o1 competing countries, the raw world-ranking standard can 

be eaployed as a mea!!Ure o1 goal e1.:fectiveness. Only the 

1982 e1.:fectiveness ranking and changes in the e.:f1ectiveness 

were not signi.:ficantly correlated. This implies that those 

countries which ranked the highest in 1982 world standings, 

while accounting :for the number o1 coapeting countries, have 

not substantially changed in world standings since the Last 

world chaapionshlps. This may be due to a plateau e.:f:fect 

wherein it is di:f:ficult to improve per:formance once a teaa 

ls highly ranked. 

The systeas model indicators, the total operating budg-

et and the increase in FAS 1inanc.ial support 1ro111 1970 to 

1982, were strongly correlated (r=.690, p=eOOO). or-

ganizations which have been success:ful in securing more :fi-

nanclaL resources ~rom government sources aver time, also 

have a larger total operating budget :from which to operate • 

.S-JU:% 

Although several o:f the relationships between the goal 

and systeas measures were weak, the 1982 e11ectiveness rank­

ing variable was moderately correlated with the total oper-

atinAZ budget. This .:finding provides support :for Webb's 
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(1974) argument that the goal and systems aodel.s are co•pl.e-

mentary tool.s :for measuring organizational. e:f:fect.iveness. 

Others have prev.iousl.y argued that the acquistion o:f inputs, 

such as :financial. resources~ does no~ necessari~y 1ead to 

desired outputs and there:fore, the two mode~s measure sepa-

rate aspects o:f organ.izational e:f:fectiveness. 

There has been considerabl.e debate in the 1..iterature on 

organizational. e:f:fectiveness regarding the superior.ity o:f 

these and other aodel.s o:f e:f:fectiveness. The results in 

this study suggest that even with the compl.ex.ities .involved 

in producing success1u~ teams, the acqu.isit.ion o:f :f.inancia1 

resources ls rel.ated to the e:f:fectiveness rankina o:f the 

spor-t. In addition, the.re was soae consistency within mod-

els since the goal. model indicators were intercorrel.ated, as 

were the system model. indicators. 

In the :fol.1.o•ing sect.ion, a more detail.ed analysis o:f 

the rel.ationship between bureaucratic structure and the aod­

els o:f organizat.ional. e:f:fectlveness ls provided. 

s1ruc.:bu:Jt Ao~ ~cilyanass 

Esu:aa\izailm:l AWi E11actiy•o••• 

As ind.icated in Table the :foraallzation var.iabLes 

tend to be positlvel.y correlated with both the goal. and sys-

teas measures 0£ e££ectiveness. Job description :foraal.iza-

tion was positively rel.ated to the 1982 Worl.d Ranking 

( r=.420, p=.046) and to the 1982 E:f:fectlveness Ranking 
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( r=• 519, This :formalization measure was strongly 

and positively correlated with the total operating budget 

( r=. 747, p=. 000 ,. Publication :formalization was also posi-

tively correlated with increases in FAS support :from 1970 to 

1982 (r=.397, p=.041). 

These :findings suggest that NSGBs which are bureaucra-

tized along the :formalization dimension, secure aore ~inan-

cial inputs than do less :foraalized NSGBs. These organize-

tions are also more likely to be success:ful as measured by 

their standings in international competition• Thus, it ap-

pears that the more :foraalized the organizaion is, particu-

lari ly with respect to rol.e· de£inl tion, the more e:f:fective 

it will be. This may be due to the :fact that increased :for-

malization reduces work uncertainty and clarifies the re-

sponsibilitles o:f the individuals within the organization. 

In addition, increased :formalization ls thought to ensure 

stability and continuity even when there are :frequent chang­

es in personne~; a co111D1on occurence in many vo~un~ary or~an­

izations. 

To determine the extent to which these :formalization 

variables re•ain correlated with the e:f:fectiveness measures 

once controls are introduced, partial correlations were com­

puted. Only those structural variables which had exhibited a 

signl:ficant relationship with publication and Job descrip-

tion :foraalization, 

.~ect., are l"epor-ted • 

or which were causing a suppressor e:f­

This was done to consolidate the tables 



TABLE 10 

MATRIX OF PEARSON CORRELATION COEFFICIENTS. 
FOR STRUCTURAL Arm EFFECTIVEHESS VAR!ft.BLES 

EFFECTIVENESS VARIABLES 
GOAL MODEL SYSTEMS MODEL 

4 5 STRUCTURAL VARIABLES 

FORMALIZATION 
1. Pub 1 i cations 
2. Constitutions 
3. Job Descriptions 

CENTRALIZATION 
4. Budget Decisions 
5. Policy Decisions 
6. Personnel Decisions 
7. New Program Decisions 
8. Promotion Decisions 
9. Total Centralization 

IMPERSONALITY OF WORK RELATIONS 
10. Formality of Evaluation 

Procedures 

SPECIALIZATION 
11. Board Member Roles 
12. Executive Board Roles 
13. Salaried Program Staff Roles 
14. Number of Committees 
15. Number of Clerical Support Staff 
16. Total Specialization 

CLERICAL RATIO 
17. Ratio of Clerical to Other 

Positions 

PROFESSIONALISM 
18. Voluntary Member Educatfon 
19. Paid Staff Education 

CAREER STABILITY 
20. Paid Turnover Rate 
21. Mean Year Voluntary 

Involvement 

* Significant at .05 level 
** Significant at .01 level 
*** Significant at .001 level 

2 

• 194 · .255 
.117 .209 
.420* .519** 

-.084 -.091 
-.328 -. 181 
-.385* -.147 
-.362 -.088 
-.266 -.199 
-.323 -.149 

.034 .164 

.• ]80 .189 
·, 131 .120 
.267 .355 
.437* .431* 
.137 .343 
.320 .367 

-.095 -.256 

.380 .306 

.331 .012 

- .341 - .040 

- .043 - .148 

3 

.048 

.224 
·,214 

-.272 
-. 183 
-.385* 
-.010 

.177 
-.175 

.412* 

.242 

.060 

.209 

.322 

.270 
.314 

.189 

.348 

.526** 

.697** 

·.322 

.308 
• 165 
.747*** 

-.156 
-.280 
-.252 
-.356 
-.145 
-.163 

.247 

.077 

.048 

.834*** 

.455* 

. 771*** 

.448* 

.689*** 

.379* 

.070 

.220 

- .187 

.397* 

.211 

.324 

.024 
-.099 
-.129 
-.259 

.094 
-.146 

.007 

-.014 
-.001 

.353 

.376* 

.463** 

.238 

.578** 

.239 

.131 

.099 

-. 173 

195 
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which, with partials for twenty-one structural. va.riables, 

would have been unwiel.dly. 

As ill.ustrated in Tabl.e 11, when most o:f the variables 

were controlled, with one exception, the strength o:f the re­

lationship between publication formalization and the in-

crease in FAS support from 1970 to 1982 declined. In fact, 

with controls :for the clerical ratio, none 0£ the variance 

is explained. This suggests that the relationship is spuri-

ous with the clerical ratio having the greatest contaminat-

ing e:ffect. Thus, an increase in c·lerical. support, AS op-

posed to an increase in Pllblication formalization, is 

related to increased government financial support over time. 

The decreases in the first order correlations were not 

as dramatic when controls were applied to the relationship 

between Job description formalization and the effectiveness 

measures. As il.1.ustrated in Tabl.e 12, a moderate correlation 

remained between Job description formal.ization and the 1982 

worl.d ranking. Moreover, the strong relationship between 

this :foraal.ization measure and the total. operating budget is 

stil.1 evident. 

The incl.usion o:f the three formalization variables was 

designed to measure three aspects of written docuaentation: 

information passing (e.g. publ.ications), rules and proce-

dures (e.g. constitutions) and role definition (eoge Job de-

script ions). It aould appear :from this analysis that role 

definition :formalization is aost closely associated with the 



Table 11 

PARTIAL CORRELATIONS FOR PUBLICATION 
FORMALIZATION AND EFFECTIVENESS 

EFFECT! VENESS 
VARIABLES 

PUBLICATION FORMALIZATION WITH CONTROLS1 FOR: 

$ INCREASE IN FAS 
SUPPORT 1970-1982 
(r = .397*) pr 

(r2 
= .158*) pr2 

pr 

pr2 

CONSTITUTION 
FORMALIZATION 

.343 

.11 B 

CLERICAL 
SPECIALIZATION 

.278 

.077 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

JOB DESCRIPTION 
FORMALIZATION 

. 313 

.097 

BOARD MEMBER 
SPECIALIZATION 

.398* 

.158 

CLERICAL RATIO 

.002 

.000 

1. Only the variables which were significantly correlated with publication formalization were included. 
~ 

<D ..., 
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EFFECT! VENESS 
VARIABLES 

1. 1982 WORLO 
RANKING 
(r = -.420*)pr 

(r2 = .176*)pr2 

pr 

r2 

2. 1982 EFFECTIVE-
NESS RANKING 
(r = -.519**)pr 

(r2 = .269**)pr2 

pr 

pr2 

3. TOTAL OPERATING 
BUDGET 
(r = .747***) Pr 

(r2 = .558***)Pr2 

Pr 

Pr2 

* Significant at the 
** Significant at the 
*** Significant at the 

Table 12 

PARTIAL CORRELATIONS FOR JOB DESCRIPTION 
FORMALIZATION AND EFFECTIVENESS 

JOB DESCRIPTION FORMALIZATION Wlill CONTROLS FOR: 

NEW PROGRAM PROMOTION COMMITTEE 
CENTRALIZATION CENTRALIZATION SPECIALIZATION 

.313 .358 .205 

.098 .128 .042 

TOTAL CLERICAL RATIO VOLUNTARY 
.SPECIALIZATION PROFESSIONALISM 

.295 .529** .309 

.087 .280 .095 

NEW PROGRAM PROMOTION COMMITTEE 
CENTRALIZATION CENTRALIZATION SPECIALIZATION 

.535** .489* .347* 

.286 .239 .120 

TOTAL CLERICAL RATIO VOLUNTARY 
SPECIALIZATION PROFESSIONALISM 

.398* .467* .452* 

.158 .218 .204 

NEW PROGRAM PROMOTION COl+IITTEE 
CENTRALIZATION CENTRAL! ZATI ON SPECIALIZATION 

.704*** .755*** .667*** 

.496*** .570*** .445*** 

TOTAL CLERICAL RATIO VOLUNTARY 
SPECIALIZATION PROFESSIONALISM 

.670*** .660*** .699*** 

.449*** .436*** .489*** 

.05 level 

.01 level 

.001 level 

198 

CLERICAL 
SPECIALIZATION 

.477* 

.227 

CLERICAL 
SPECIALIZATION 

.419* 

.175 

CLERICAL 
SPECIALIZATION 

.414* 

.171* 

1 Only those variables significantly correlated with job description formalization were included. 
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e11ectiveness indicators. Thus, NSGBs with well documented 

Job descriptions are most likely to have had increased gov-

erruaent 1inancial support over the last twelve years. This 

may be because they are better at meeting the Sport Canada 

Funding Criteria (see Chapter 2) which encourage NSGBs to 

demonstrate administrative maturity. While this role de1i-

nltion docU111entation leads to lncreased government 1inancial 

support, it is also associated with success in international 

World Chaapionships. These relationships bold even when the 

e11ects o1 other structural variables are controlled. One 

explanation 1or these 1indings aay be that work responsihil-

ities are clari1ied with increased Job description 1ormali-

za.tion• Thus, volunteers and salaried progra• sta11 use 

their tiae more e11ectively when designing programs leading 

to per1oraa.nce success and when raisina 1inancial resou~ces. 

In addition, increased Job description 1ormalization may 

provide stability and continuity in NSGBs which have £re-

quent changes in personne~. 

~.rJl.lJ.za1ion JUUi Ett•c1iyan•sa 

In contrast to the 1oraalizatlon measures, centraliza-

tion exhibits a negative association with the goal model in­

dicators and the system model indicators. Policy centraliza-

tion (r=-.328, p=.100), personnel centralization (r=.-385, 

p=.050) and new program centralization (r=.-362, 

were moderately correlated with 1982 World Rankings. Person-
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nel centralization was also negatively correlated with 

chan"es in E:f:fectiveness Rankings (r=.-385, p=.093 ). How-

ever, most o1 these relationships did not reach the .05 lev-

Several o:f the relationships between 

centralization and the systems indicators were also negative 

but weak. Only new program centralization was close to being 

signi:ficantly related t.o the total operating budget 

(r=-.356, p=.075). Based on these :findings, centralized or-

ganizations tend to do less well in World Championship 

standings, and tend to have somewhat lesser :financial re-

sources than do more decentralized organizations. A larger 

sample size would help clari:fy whether or not the conclusion 

that centralized NSGBs are 1.ess e:f:fectlve than decentrallzed 

NSGBs is warranted. 

The direct.ion o:f these relationships is not surprising 

as centralization was negatively correlated with several o:f 

the other structural variables. To examine the relationship 

between centralization and e:f:fectiveness, the e:f:fects o:f the 

structural variables were controlled through the partial 

correlation technique. Only those variables that were sig-

ni:ficantly correlated with the centralization measures, or 

which showed a suppressor e:f:fect when the partials were 

analysed, were included in the tables. In addition, because 

each centralization aeasure was strongly correlated with to-

tal centralization, this latter measure was the only cen-

traLization measure used as·a con~ro~. 
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The results in Table 13 revealed that, when the select-

ed structural variable were controlled, policy centraliza-

tion was no tonger aoderatety related to the goat •odel 

variable, 1982 world ranking. Both voluntary and salaried 

progra• sta11 pro1esslona1ism are so•ewhat responsible £or 

the interdependency between policy centralization and this 

e11ectiveness measure. In addition, when the e11ect o1 to-

tat centralization is controlled the aaoun* 0£ variance ex-

plained is almost negligible (pr2 =.022)o Thus, policy cen-

trallzatlon on Its own does not explain the variance ln 1982 

world ranking• 

The 11rst order partials (pr) decreased 1rom the zero 

order correlations (r) when total centralization ls control­

led 1or in the relationships between personnel and new pro­

gram central.izatlon with 1982 world ranking (see Tables 14 f; 

15). However, ln addition to the variance explained by other 

cen~ralization measures, it ls more important to consider 

the e1:tects o1 the remaining structural variables. For per-

sonnet centralization, only total specialization signi:ti-

cantly towers the partial values. Stitt, personnel centrali­

zation explains 8.4~ o:t the variance in 1982 World Ranking. 

Since the direction o:t this relationship ls negative, it 

would appear that to some extent, the aore decentralized the 

NSGBs are with respect to personnel decision-aaking 1 the 

more e:t:tective the organization wilt be with respect to in-

ternationat per1oraance. Perhaps delegating responslbilltles 



Table 13 

PARTIAL CORRELATIONS FOR POLICY CENTRALIZATION· 
· AND EFFECTIVENESS 

EFFECTIVENESS 
VARIABLE 

POLICY CENTRALIZATION WITH CONTROLS1 FOR: 

TOTAL CENTRALIZATION 
1982 WORLD 
RANKING 
(r = -.328*)pr -. 147 

( r 2 
= • lOV,) pr2 .022 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

VOLUNTARY 
PROFESS IONA LI SM 

-.229 

.052 

SALARIED PROGRAM 
STAFF PROFESSIONALISM 

-.219 

.048 

1 Only those variables significantly correlated with policy centralization were included. 

N 
0 
N 
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to more specialized groups results in the selection o1 more 

qua1i£ied paid personnel. As it ls the salaried program 

sta£1 who work 1u11-tlme on association business, it may be 

that their coapetency leads to improved national team per-

:foraance• Future studies on voluntary sport organizations 

should include an evaluation o:f the competency o:f salaried 

prograa sta£1 as a possible intervening variable in this 

process. 

Both the total centralization and total specialization 

controls tend to reduce the e£1ect that new program central­

ization has on the e11ectiveness measures (see Table 15). 

With control.s .:for total special.ization, new program central.­

ization explains 6.9~ 0£ the variance in 1982 World Ranking 

and 4.0~ o1 the variance in total. operating budget. However, 

neither o:f these pr2 values reached the .05 level o1 signi:f-

icance• Yet, given the low sample size and the :fact that a 

nuaber o:f complex variabl.es in addition to organizational 

structure likely in11uence organizational. e1:fectiveness, 

this variable shoul.d not be totally ignored in :future stud-

!es. It may be that decentral.ized new program decision mak-

ing is aore e11ective and bas some iapact on national team 

per:formance. Furthermore, more e£1ective new program deci-

sion aakins; may encourage the government and other :funding 

sources to contribute :financially to the NSGBs. 

Decentral.ized decision making may be more e:f:fective be-

cause it is a :form o:f participative decision makin&• That 



EFFECT! VENESS 
VARIABLE 

Tabl~ 14 

PARTIAL CORRELATIONS FOR PERSONNEL 
CENTRALIZATION AND EFFECTIVENESS 

PERSONNEL CENTRALIZATION WITH CONTROLS1 FOR: 

EXE CUTI VE TOTAL TOTAL 
CENTRALIZATION 

IMPERSONALITY 
OF WORK RELATIONS BOARD SPECIALIZATION SPECIALIZATION 

1982 WORLD 
RANKING 

· (r =-. 385*)Pr 

( r2 = . 148) pr2 

IMPROVEMENT IN 
WORLD RANKING 
(r =-.385*)pr 

(r2 = . l48)pr2 

-.222 

.049 

TOTAL 
CENTRALIZATION 

-.469* 

.219* 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

-.434* 

.188 

IMPERSONAL ITV 
OF WORK RELATIONS 

-.265 

.070 

-.369* 

.136 

-.290 

.084 

EXECUTIVE TOTAL 
BOARD SPECIALIZATION SPECIALIZATION 

-.404* 

.163* 

-.293 

.086 

1 Only those variables significantly correlated with personnel centralization were included. N 
a 
~ 



EFFECTIVENESS 
VARIABLES 

~982 WORLD 
. RANKING 

(r = -.362*)pr . 
( r2 

= • 131 ) pr2 

pr 
er2 

TOTAL OPERATING 
BUDGET 
(r = .356) pr 
(r2 

= .127)pr2 

pr 
r2 

Table 15 

PARTIAL CORRELATIONS FOR NEW PROGRAM 
CENTRALIZATION AND EFFECTIVENESS 

NEW PROGRAM CENTRALIZATION .\flTH CONTROLS l FOR: 

EXECUTIVE 
TOTAL CENTRALIZATION BOARD SPECIALIZATION 

.191 -.341 

.036 .116 

TOTAL SPECIALIZATION VOLUNTARY PROFESSIONALISM 

.263 - .347 

.069 ; 120 
EXECUTIVE 

TOTAL CENTRALIZATION BOARD SPECIALIZATION 

- . 358 - . 364 
.128 .132 

TOTAL SPECIALIZATION VOLUNTARY PROFESSIONALISM 

-.202 
.040 

-.201 
.040 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

CLERICAL 
SPECIALIZATION 

- . 339 
. 115 

CLERICAL 
SPECIALIZATION 

- . 130 
.017 

1 Only those variables significantly correlated with new program centralization were included. 
N 
0 
0, 
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ls, decision aaklng responsiblllty 
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is delegated throughout 

the organlzatlon and tends to involve more people. This ap-

proach ls designed to motivate individuals to become more 

committed to the organization through active lnvo'lvement. 

It is also thought to help clari:fy goals and role responsi-

bilities. That there is a trend toward decentralization in 

these organizations, especially when soae o:f them have very 

.few salaried program sta:f:f, emphasizes the importance o:f in­

cluding this variable as a measure of organization struc-

ture. 

Iwneraooalltx a:w& B1tCG11ven.._. 

The impersonality o:f work relations variable was posi­

tively correlated with changes in world ranking :from 1978 to 

1982 (r=.412, p=.089). This structural variable was not sig­

ni.ficantly related to any o:f the other e:f:fectiveness lndica-

tors. The relationship between impersonal work relations 

and changes ln world ranking remained moderately strong when 

the e:f.fects o.f other structural variables were controlled 

( see Tab le 16 ). However, the relationships did not always 

aeet the .05 level o:f signi:ficance as the pairwise deletion 

o:f missing data lowers the number o:f cases. ThereJ:ore, this 

variable needs to be examined in a larger sample o:f organi­

zations and over a number o:f world championships be.fore con­

:fidence can be gained in conclusions regarding the relation­

ship o:f this variable to the goal model o:f e:f:fectiveness. 



Table 16 

PARTIAL CORRELATIONS FOR IMPERSONALITY OF 
WORK RELATIONS AND EFFECTIVENESS 

EFFECT! VENESS 
VARIABLE 

IMPERSONALITY OF WORK RELATIONS WITH CONTROLSl FOR: 

CHANGES IN 
RANKING WORLD 
(r = .412 )pr 

(r2 = .170) pr2 

pr 
pr2 

PERSONNEL 
CENTRALIZATION 

·.306 
.094 

CLERICAL 
SPECIALIZATION 

.334 

. 112 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

PROMOTION EXE CUTI VE BDARD 
CENTRAL! ZA TI ON SPECIALIZATION 

.508** . 419* 

.258 .176 

TOTAL CLERICAL 
SPECIALIZATION RATIO 

.324 .373 

.105 . 139 

1 Only those variables significantly correlated with impersonality of work relations were included. 

N 
0 .... 

--
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According to Weber, impersonal work relations are de-

siRned to prevent personal :feelings :from distorting rational 

decision aakin.g and thus aal<e an or,;zanization more e:f:fec-

-tive. Froa the results o:f this study, it appears that there 

is only limited support :for this argument. 'There a:re a num.-

ber o:f possible explanations :for this :finding. First, the 

Lael< o:f signi1lcant relationships may imply that less bu-

reaucratic organizations are more able to adapt to their 

competitive environment and there:fore improve more quickly. 

There is soae support :for this explanation as Burrell and 

Morgan ( 1979) have suggested that less structured organiza-

tions are more e:f:fective in rapidly changing en~ironments. 

The de-emphasis on rigid structure is thought to allow the 

organization more :flexibility .in adapting to changinil condi-

tionso Thus, the degree o:f environmental stability and the 

abi1.ity o:f the organization to adapt to change are addition­

al variables that could be considered in :future studies on 

structure and organizational e:f:fectiveness. 

A second possible explanation is that there may be a 

period o:f adjustment to new bureaucratic procedures which ls 

not associated with organizational e:f:fectivenesso Sigelman 

(1981) supports this explanation as be suggests that it wilt 

take time :for bureaucracy to have a positive a:f:fect on or­

ganizational e:f:fectlvenesso In addition, throug;h discussions 

with executive directors, it was revealed that even those 

NSGBs with J!ormat evaluation procedures have had them in 
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place :for a relatively short period o:f tiae. Investigation 

o:f these alternative explanations are needed to clari:fy the 

relationship between this :feature o:f Weber's ideal bureauc­

racy and the e£1ectiveness indicators. 

Svecla\lza1ioo AJld Bttectixan••• 

Several o:f the specialization measures were moderately 

or strongly correlated with the e:f:fectiveness indicators as 

illustrated in Table 10. Salaried program sta1:f specializa-

tion (r=.355, p=o082) 1 coamittee specialization (r=o431, 

p=.032), clerical specialization ( r=.343, p=.093), and to-

tal specialization (r=.367, p=.071) were positively related 

to the 1982 e:f:fectlveness rankings. However, several o:f 

these relationships did not reach the .OS level o:f signi:fi­

canceo In addition, committee specialization was positively 

associated with the 1982 World Rankin&s (r=.437, p=.033). 

Salaried program sta:f:f specialization (r=.834, p=.000), com­

mittee specialization (r=.455, p=.020), clerical speciali­

zation (r=.771, p=.000) and total specialization (r=.448, 

p=.022) were positively associated with the total operating 

budget. Similarly, salaried program sta:f:f specialization (r 

=.353, p=.077), committee specialization (r=.376, p=.050), 

and clerical specialization (r=.463, p=.017) were positively 

correlated with increases in FAS Support :from 1970 to 1982. 

Thus, NSGBs that are more specialized tend to be able to ac­

quire greater :financial resources and tend to rank higher in 
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in tern at lona 1. competition than less specialized organlza-

-tions. 

However, some lnterestin,I! patterns emerge when the e:f-

:fects of other structural variables are controlled. The re-

sults in Table 17 reveal that salaried prograa staf:f spe-

cialization ls still strongly correlated with the total 

operating budget, even when total specialization and the 

clerical ratio are control.led. This is not surprising as 

staf1 salaries constitute a maJor portion o:f most NSGB budg­

However, controlling :for these variables did lower the 

association between salaried program sta11 specialization 

and the remlning e1fectiveness variables. 

Committee specialization is not as strongly related to 

the dependent measures once controls are introduced (see Ta-

ble 18 ). For exampl.e, control.ling for Job description for-

malization tends to substantially lower the pr values. As 

the need for volunteer Job descriptions will likely increase 

with greater committee specialization, this variable may be 

e:ffecting the bivariate relationship between specialization 

and e11ectivenesso Since .lob description 1ormal.ization re-

mained significantly correlated with effectiveness, after 

controls were introduced, it appears to be a better determi-

nant of effectiveness. As mentioned previousl.y, this may 

occur because .lob descriptions help to clari:fy role respon-

sibllities, or they may have been devised to attract more 

qualified personnel. Either o:f these intervening factors may 

be responsible 1or increased e1~ectiveness. 



Table 17 

PARTIAL CORRELATIONS FOR SALARIED PROGRAM 
STAFF SPECIALIZATION AND EFFECTIVENESS 

EFFECTIVENESS 
VARIABLES 

SALARIED PROGRAM STAF~ SPECIALIZATION WITH CONTROLS1 FOR: 

1982 WORLD 
RANKING 
( r = - • 355) pr 
(r2 

= .126)pr2 

TOTAL OPERATING 
BUDGET 
(r = .834***) pr 
(r2 

= .696***)pr2 

INCREASE IN FAS 
SUPPORT 1970-82 
Cr = .353) pr 
(r2 

= .125)pr2 

TOTAL SPECIALIZATION 

.208 

.043 

TOTAL SPECIALIZATION 

.786*** 

.618*** 

TOTAL SPECIALIZATION 

.276 

.076 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

CLERICAL RATIO 

.:263 
.069 

CLERICAL RATIO 

.738*** 

.545*** 

CLERICAL RATIO 

. 031 

. 001 

1 Only the variables that were significantly correlated with salaried program staff specialization 
were included. 

"" ~ 
~ 



Table 18 

PARTIAL CORRELATIONS FOR COMMITTEE 
SPECIALIZATION AND EFFECTIVENESS 

EFFECTIVENESS COMMITTEE. SPECIALIZATION WITH CONTROLS1 FOR: 
VARIABLES 

1982 WORLD JOB DESCRIPTION 
RANKING FORMALIZATION 
(r = .437*)pr .222 

2 . 2 
(r = .191) pr .048 

1982 EFFECTIVENESS JOB QESCRI PTI ON 
RATING FORMALIZATION 
(r = .431*)pr .141 

2 .(r=.185)pr 2 . 019 

TOTAL OPERATING · JOB DESCRIPTION 
BUDGET · FORMALIZATION 
(r = .455*)Pr .068 
(r2 =.207 )pr2 .004 

$ INCREASE IN FAS JOB DESCRIPTION 
SUPPORT 1970-82 FORMALIZATION 
(r = .376*)pr .230 
cr2 =.141 )p·r2 .053 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

IMPERSONALITY OF TOTAL 
WORK RELATIONS SPECIALIZATION 

.464* .303 

.215 .092 

IMPERSONALITY OF TOTAL 
WORK RELATIONS SPECIALIZATION 

.499* .244 

.249 .059 

IMPERSONALITY OF TOTAL 
WORK RELATIONS SPECIALIZATION 

.406* .172 

.165 .030 

IMPERSONALITY OF TOTAL 
WORK RELATIONS SPECIALIZATION 

.396 .325 

.157 . 106 

1 Only the variables significantly correlated with corrmittee specialization were included. 

N 
~ 

N 
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Cl.erical. special.iza.tion also re•alned moderately to 

strongl.y related to e:f:fectiveness when controls were used. 

Only the clerical ratio tended to decrease the partial. cor-

rel.ations substantially :for increases in FAS Support :from 

1970 to 1982 (see Table 19). However., both o:f these var!-

ables take the number o:f clerical support sta:f:f into ac-

count. There.:fore, it should be expected that control.ling .:for 

the cl.erical ratio would have this 1.owering e:f:fect. It 

would still. seem appropriate to consider these variables 

separatel.y as clerical. specialization accounts :for 29.8~ o:f 

the variance in total. operating budget even when the cl.er!-

cal. ratio e:f.:fects are partial.led out. As with sal.aried pro-

gram sta.:f:f, cl.erlcal. sal.aries are a major portion o:f most 

operating budgets. This coul.d expl.ain the positive correl.a-

tions with the systems variables. Control.ling :for .lob de-

scription .:formal.lzation al.so reduced the association between 

cl.erical. special.lzation and the 1982 e:f:fectiveness ranking. 

Job description :formalization and salaried program 

sta:f:f special.ization substantial.Ly reduced the e:f:fect that 

total specialization had on the e.:f:fectlveness Yariabl.es (see 

Table 20 ). This provides :further support :for including Job 

description :formalization and salaried program sta:f:f spe­

cialization as s.igni:ficant determinants o.:f systems e:f:fec­

'tlveness. 



EFFECT! VENESS 
VARIABLES 

1982 EFFECTIVENESS 
RATING 
(r • -.343)pr 

cr2 • .118)pr2 

pr 

Pr2 

TOTAL OPERATING 
BUDGET 
(r • • 77l***)pr 

(r2 = .594) pr2 

pr 
pr2 

INCREASES IN FAS 
SUPPORT 1970-1982 
(r • .463*) pr 

cr2 • .214) pr2 

pr 
pr2 

Table 19 

PARTIAL CORRELATIONS FOR CLERICAL SPECIALIZATION 
ANO EFFECTIVENESS 

CLERICAL SPECIALIZATION WITH CONTROLS FOR: 

JOB DESCRIPTION 
FORMAL! ZATION 

.140 

.020 

SALARIED PROr.RAM 
STAFF SPECIALIZATION 

-. 119 
.014 

JOB OESCRIPTION 

IMPERSONALITY OF 
WORK RELATIONS 

.305 . 

.093 

CLERICAL RATIO 

-.237 
.056 

IMPERSONALITY OF 
FORMAL! ZA Tl Ofl WORK RELATIONS 

.490** .763*** 

.240 .582 

SALARIED PROGRAM CLERICAL RATIO 
STAFF SPECIALIZATION 

.376* . 546** 

.141 .298 

JOB DESCRI PT! ON IMPERSONALITY OF 
FORMALIZATION WORK RELATIONS 

.352 .524** 

.124 .275 

SALARIED PROGRAM CLERICAL RATIO 
STAFF SPECIALIZATION 

• 321 .084 

.103 .007 

BOARD MEMBER 
. SPECIALIZATION 

.399 

• 159 

BOARD MEMBER 
SPEC! ALI ZATION 

.914*** 

.835 

BOARD MEMBER 
SPECIAL! ZATION 

. 594** 

.353 

• Significant at the .05 level 
•• S1gn1f1cant at the .01 level 
*** Significant at the .001 level 

1 
Only the variables significantly correlated with colll1littee specialization were included. 
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EFFECTIVENESS 
VARIABLES 

1982 EFFECTIVENESS 
RANKING 
(r = .367)pr 

2 2 (r = .135)pr 

pr 
p/ 

TOTAL OPERATING 
BUDGET 
( r = • 448*)pr 
(r2 

= .20l)pr2 

Table 20 

PARTIAL CORRELATIONS FOR TOTAL SPECIALIZATION 
AND EFFECTIVENESS 

TOTAL SPECIALIZATION lflTH CONTROLS 1 FOR: 

JOB DES CRI PTI ON 
FORMALIZATION 

- .055 
.003 

IMPERSONALITY OF 
WORK RELATIONS 

.. 332 
.110 

JOB DESCRIPTION 
FORMALIZATION 

-.052 
.002 

PERSONNEL 
CENTRAL! ZATION 

.340 

. 116 

BOARD MEMBER 
SPECIALIZATION 

.470* 

. 221 . 

PERSONNEL 
CENTRAL! ZA TI ON 

.389* 

.151 

NEW PROGRAM 
CENTRALIZATION 

.365 

. 133 

EXE CUTI VE BOARD 
SPECIALIZATION 

. 396 

. 157. 

NEW PROGRAM 
CENTRAL! ZA TI ON 

.350 

. 122 

PROMOTION 
CENTRAL! ZA TI ON 

. 317 

.100 

SALARIED PROGRAM 
STAFF SPECIALIZATION 

.230 

.053 

PROMOTION 
CENTRALIZATION 

.432* 

. 187 

IMPERSONALITY OF 
WORK RELATIONS 

BOARD MEMBER EXECUTIVE BOARD SALARIED PROGRAM 

pr 
p_r2 

.387* 

.150 
* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

SPECIALIZATION SPECIALIZATION STAFF SPECIALIZATION 

.901*** 

.812 
.792*** 
.627 

.044 

.002 

1 Only the variables significantly correlated with total specialization were included. 
N 
~ 

"' 
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The c1.erical. ratio was strongl.y and positivel.y corre-

l.ated with both systems measures: the total. operating budget 

p=.000) and the increase in FAS support (r=o578, ( r=• 689, 

p=.002 >· As shown in Table 21 0 these relationships remained 

strong even a1ter controls 1or the other structural vari­

abl.es were introduced. Onl.y the control o1 cl.erical special.-

ization tended to decrease the partial.a substantiall.y. Bow-

eve.r, as discussed previousl.y 0 cl.erical specialization and 

the clerical ratio both account £or the nuaber o1 cl.erical. 

support sta11o There1ore, this e11ect was not unexpected. 

That the clerical ratio is stil.l. moderatel.y rel.ated to 

'the e·:f£ectiveness measures, even when con~roLs were in~ro-

duced, supports its incl.usion as a structural variable. An 

interesting 1eature o1 bureaucracy is that the nuaber o1 

clerical sta11 in relation to other positions will increase 

as an organization becomes more bureaucratized. Based on the 

it appears that an increase in the 1indings in this study, 

proportion o1 cl.erical. sta11 results in an increase in 11-

nancial resource acquisition• As both the total operating 

budget and increases in government 1inancial support are 

strongl.y associated with the clerical. ratio, it seems that 

NSGBs are abl.e to justi1y the need to 1inance clerical. sup­

port. Increased cl.erica1. support is required as an organiza­

tion adopts 1eatures o1 bureaucracy to coordinate the spe-

cialized positions 

cl.erical tasks. 

and to rel.ieve decision makers :f:rom 



Table 21 

PARTIAL CORRELATIONS FOR THE CLERICAL 
RATIO AND EFFECTIVENESS 

EFFECTIVENESS 
MEASURES 

. CLE RI CAL RATIO WITH CONTROLS 1 FOR: 

TOTAL OPERATING 
BUDGET 
(r = .689***) pr 
( r2 

= • 475***}:pr2 

$ INCREASE IN 
FAS SUPPORT 
1970-1982 

pr 
pr2 

(r = .578***) pr 
(r2 

= .334***)pr2 

pr 
pr2 

PUBLICATION 
FORMAL! ZATION 

.689*** 

.475*** 

IMPERSONALITY OF 
WORK RELATIONS 

.664*** 

.441*** 

PUBLICATION 
FORMALIZATION 

.458** 

.210** 

IMPERSONALITY OF 
WORK RELATIONS 

.643*** 

.413*** 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

CONSTITUTION 
FORMALIZATION 

.686*** 

JOB DESCRIPTION 
FORMALIZATION 

.575** 
.471*** 

SALARIED PROGRAM 
STAFF SPECIALIZATION 

.465** 

.216** 

. 331 ** 

CLERICAL 
SPECIALIZATION 

.304 

.093 

CONSTITUTION 
FORMALIZATION 

JOB DESCRIPTION 
FORMALIZATION 

.550*** 

.303*** 

SALARIED PROGRAM 
STAFF SPECIALIZATION 

.490** 

.240** 

. 51 O** 

.260** 

CLERICAL 
SPECIALIZATION 

.398* 

.158* 

1 Only the variables significantly correlated with the clerical ratio were included. 
N 
~ .._, 

...... 
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Protesaionali•• .lUIJ;l_Jlttec11iJU1J11U1 

Voluntary member education was moderately associated 

with the 1982 World Ranking (r=.380, p=.080), chanees in e:f­

:fectiveness rankings :from 1978 to 1982 (r=.348, p=.100) and 

the total operating budget (r=.379, p=.090). However, none 

o:f these 

cance. 

relationships reached the .05 level o:f signi:fi­

Salarled program sta:f:f education was also positively 

correlated with changes in e:f:fectiveness rankines {r=.526, 

p=.036 ). 

The results in Table 22 reveal that controlling :for the 

e:f:fects o:f Job description :foraalization weaken the reLa-

tlonship between voluntary pro:fessionalism and the e:f:fec-

tivenees measures. There:fore, it aay be that it is not so 

auch the level o:f volunteer educational attainment that is 

related to e:f:fectlveness, but rather it ls the degree to 

which role de:finit.ion docuaents haYe been devised. Job d.e-

scriptions are a very important managerial tool, especially 

:for voluntary organlzations in which roles and responslbili-

ties have not been clearly delineated. These documents help 

clari:fy what needs to be done as well as who is responsible 

:for each task. Thus, NSGBs may demonstrate better organiza-

tion once Job descriptions have been :formalized. They may 

also be more capable o:f acquiring greater :financial resourc­

es. Since NSGBs would then demonstrate greater admlnistra-

tive maturity to the :federal government, 

able to obtain Larger operating budgets. 

lead to improved 110.rl.d rankings. 

they may be more 

This, in turn, may 
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It may be that other indicators in addition to the 

level. of educational attainment, are rel.ated to organlza-

tlonal. e:ffectlveness. Perhaps past experience in the sport 

or the ability to work with provincial and international as­

sociations are more i•portant characteristics. 

The same conclusion can not be drawn regarding the e:f-

:feci:s o:f salaried program si:a:f:f professionalism since this 

variable re•ains positivel.y associated with changes in world 

ranking once i:he structural variabl.es are controlled. This 

suggests that the increased educational attainment o:f the 

salaried program staff is positively related to iaprovements 

in world standing. This finding provides support for Web-

er 1 s contention that in order to increase effectiveness, the 

modern organization would put more emphasis on educational 

qualifications when hiring paid personnel. He suggested 

that the possession o:f educational certificates is usually 

linked with qual.ifications :for of.flee. Furthermore, i:rained 

exper"ts are 

objectives. 

required to carry out the rational pursuit of 

Thus, NSGBs Which put more emphasis on this 

characteristic are more likely to improve in worl.d rankings 

over time. 



Table 22 

PARTIAL CORRELATIONS FOR VOLUNTARY 
PROFESSIONALISM AND EFFECTIVENESS 

EFFECTIVENESS 
MEASURES 

VOLUNTARY PROFESSIONALISM WITH CONTROLS l FOR: 

1982 WORLD 
RANKING 
(r = ·.380 ')i:!r 

(r2 
= .144) p-r2 

CHANGES IN 
WORLD RANKING 
( r = ·• 348) pr 

(r2 = .12l)pr2 

TOTAL OPERATING 
BUDGET 
(r = • 379 ) pr 

(r2 
= .144·)pr2 

JOB DESCRIPTION 
FORMAL! ZAT ION 

.247 

.061 

JOB DESCRIPTION 
FORMALIZATION 

.290 

.084 

JOB DESCRIPTION 
FORMAL! ZATI ON 

.107 

.011 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

POLICY 
CENTRAL! ZA TI ON 

.303 

.092 

POLICY 
CENTRAL! ZA TI ON 

.309 

.095 

POLICY 
CENTRALIZATION 

.315 

.• 099 

NEW PROGRAM 
CENTRAL! ZATI ON 

· .403 

. 162 

NEW PROGRAM 
CENTRALIZATION 

· .359 

.129 

NEW PROGRAM 
CENTRALIZATION 

.388 

• 151 

1 Only the variables significantly correlated with the clerical ratio were included. 

N 
N 
0 



Table 23 

PARTIAL CORRELATIONS FOR SALARIED PROGRAM 
STAFF PROFESSIONALISM AND EFFECTIVENESS 

EFFECTIVENESS 
MEASURES 

CHANGES. IN WORLD 
RANKING 
(r = .526*' ·)pr 
(r2 

= .277) pr2 

* Significant at the .05 level 
** Significant at the .01 level 
*** Significant at the .001 level 

SALARIED PROGRAM STAFF PROFESSIONALISM WITH CONTROLS1 FOR: 

POLICY CENTRALIZATION 

-.504* 
.254* 

EXECUTIVE BOARD SPECIALIZATION 

-.594** 
.353** 

1 Only the variables significantly correlated with salaried program staff professionalism were 
included. 

"" "" ~ 

-. 
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~·ac Stability ~nsi E:C1•ctlv•o••s 

Neither volunteer nor salaried program sta11 career 

stability were related to e11ectiveness, with one exception. 

Program sta11 turnover rate was positively related to the 

change in world ranking indicator (r=.679, p=.003). Thus, 

the greater the salaried program sta11 career stability, the 

greater the i111provement in international ranking since the 

last world championships. This suggests that continuity in 

salaried program sta11 positions is necessary 1or improve-

aents in world standing. Since it takes time 1or new sta11 

to learn their rotes, it may be that constant turnover leads 

to ine11ectiveness. With continuity in these positions, 

less tirae ls lost due to lnital. ad.iustaents on the .job and, 

there1ore 1 more can be accomplished over time. This 1inding 

poses practical implications 1or the NSGBs in terms o1 Job 

That is, Jobs that can be made more attractive wil.t 

likely encourage salaried program sta11 to stay in their po­

sitions• Increased responsibility, the opportunity to be up­

wardl.y aoblte and sal.ary bene1its are alt worthy o1 consid-

eration in this regard. As the salaried program sta11 

turnover rate was not signi1icantty correl.ated with the oth-

er structural. variables, 

cluded. 

partial. correlations were not in-

It was somewhat surprising that volunteer career sta-

bil.ity was not signi1icantl.y related to the e11ectiveness 

indica1:ors. 11: bad been expected 1:ha1: greater career s1:a-
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bllity would be associated with greater e:f1ectiveness due to 

role consistency. The lack o:f a linear relationship suggests 

that the degree o1 volunteer career stability ls not a 

strong predictor o1 organizational e11ectlveness. Perhaps 

other characteristics o:f volunteer lnvolveaent need to be 

considered :further. For example, the amount o1 time that 

the volunteer has 

variable. 

to devote to an NSGB may be an laportant 

Even though there are a number o1 :factors, in addition 

to organizational structure, 1:hat ln:fluence whether or not 

an organization will be e:f:fectlve, several o:f the s1:ruetural 

variables were positively correlated with 1:he e:f:feetiveness 

indicators. However, the centralization measures exhibited 

a consistent negative association with both the goal and 

systeas model variables. 

Job description :formalization ls one o:f the structura~ 

variables that ls most strongly associated wlth the e:f:fec-

tivenees measures. NSGBs with well documented Job descrlp-

tlons are most 1.ikely to have bad .increased governaent :fl-

nancial support over the last· twelve years. This may occur 

because they are better at meetlng Sport Canada Fundlng cri-

terla• In addition, the NSGBs with greater Job description 

1oraalization are also more e:f1ective in achieving their 

goal.s o.:f -par:for.mance excellence. This may be because in-
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creased rol.e de1inition 1ormalization reduces work uncer­

tainty and al.so provides stability when there is a hish rate 

0£ personne~ turnover. 

Personnel. centralization appears to be the centrallza-

tion measure that is aost strongly associated with the e1-

1ectiveness measures, although the direction o1 this assoc!-

ation is negative. It may be that the del.egation o1 

decision making on personnel :aatters results in the ael.ec-

tion o1 more quali1ied paid personnel. Their competency may 

in turn 1.ead to improved national team per1ormance. New pro-

gram central.ization also expl.ains some o:f the variance .in 

the goal and systeas organizational e1:fectiveness. There-

1ore, this seems to he an important area in which decision­

aaking control. shoul.d he decentralized. 

There is a tendency :for the NSGBs with 1or11al.ized sala­

ried program sta11 evaluation procedures to have iaproved 

aore since the 1.ast worl.d championships. This suggests that 

an impersonal. work orientation is associated with improved 

per~ormance. However, this bureaucratic :feature was not 

signi1icant1.y associated with the remaining e:f1ectiveness 

variabl.es. Additional :features such as the move to develop 

ohJective athlete talent identi1ication and selection cri­

teria should be considered to more adequately represent the 

concept'o1 impersonal work relations. 

Salaried program sta:f1 and clerical specialization are 

strongly correlated with the total operating budget. This 



225 

:finding can be explained by the :fact that salaries are a ma-

Jor portion o1 most operating budgets. Controls :for Job de-

scription 1ormal.ization and salaried prograa sta.:f:f speciali­

zation substantia 11.y reduced the e:f:fect 1:hAt total sp'eciaLi-

zation had on the e:f:fectiveness vArlabl.es. This provides 

:further support 1or including these variables as determi-

nants o:f the systems measures o:f e:f:fectiveness. 

Fur-theraore, the :findings o:f this study reveal. that an 

increase in the proportion o:f clerical sta:f:f to other posi­

tions is related to an increase in :financial resource acqul-

sition. It seems that NSGBs are able to Justl:ty the lmpor-

tant :function that clerical sta:t:f provide and are thus able 

~o raise more revenue ln order to suppor~ thea. 

The strength o:f the relationships between voluntary 

pro:fessionallsa and the e:f:fectlveness indicators decrease 

when the e:t:tects o:t Job description :formalization are con-

trolled. There:fore, it may be that it ls not the Level o:t 

volunteer educAtional attainment that ls related to e:f:fec-

tlveness, but rather it ls the degree to which roles and re-

sponsibil.11:ies have been cl.early delineated. Or, there may 

be quall ties that are more important than educational at-

tainment that lead to iaproved per:toraance. Work related ex­

perience and the ability to work with volunteers and govern-

ment o:f:ficials are additional :features that should he 

considered. In con"'trast, salaried program pro:fessionalism 

remains positively related to the changes in the worLd rank-
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ing variab~e when contro~s are in~roduced. This :finding 

supports Weber's conviction that modern bureaucracies wou~d 

place a strong emphasis on the educational quali:fications o:f 

their salaried program sta:f:f so that the pursuit o:f organi­

zational goals could be carried out more rationally. 

With respect to career stability, salaried pro1Zram 

sta:f:f turnover rate was signigicantly related to changes in 

the e:f:fectiveness ranking. This suggests that continuity in 

these positions is necessary :for iaproveaents in world rank-

Based on these :findings, it appears that the more bu-

reaucratic the NSGB, the more e:f:fective it will be with re-

spect to goal attainment and :financial resource acquisition. 

More speci:fically, job description :formalization, personnel. 

centralization, new program centralization, salaried program 

sta:f:f specialization, the clerical ratio, salaried program 

sta:f:f pro:fessionalism and salaried program sta:f:f turnover 

rate are the structural variables that are most strongly as-

sociated with the e:f:fectiveness measures. However, the di-

rection o:f the relationships between the centralization 

measures and e:f:fectiveness are negative. This indicates 

that decentralized decision making in these two decision 

making areas is associated with e:f:fectiveness. In addition, 

the e:f:fectiveness variable that exhibited the strongest re­

latlonshlps with the indices o:f bureaucratic structure was a 

systems model variable; the total operating budget. 



CHAPTER 5 - SUMllARYw CONCLUSIONS AND 
RBCOMMBNDATIONS 

Weber's theory of bureaucracy has stimulated research 

into the nature of complex modern organizations from a vari-

ety of perspectives. A major research strategy bas been to 

investigate the interrelationships among the structural 

variables of Weber's ideal type bureaucracy. In addition, 

researchers have looked at the effects of contextual vari-

ables on structure and a few have been interested in the re-

lationship between organizational structure and organiza-

tional effectiveness. However, there has been virtually no 

attempt to look at these relationships within voluntary or-

ganlzatlons such as Canadian national. sport governing bodies 

( NSGBs ). This study sought to examine Weber's theory of bu-

reaucracy in the context of voluntary sport organizations, 

while, at the same 1:lme, appl.ying an organizational perspec­

tive to the study of voluntary organizations. 

The contextual variables of organizational size, depen-

dence on other organizations, technological expertise and 

or~anizational age were intercorrelated. Thus, larger organ­

izations have more technically certified coaches and tend to 

- 227 -
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have been incorporated longer than smal.ler organizations. 

In addition, as organizational size increases. dependence on 

Fitness and Amateur Sport (FAS) :for financial support de-

ct"eases. 

There are a number of possible explanations :for these 

findings. As NSGBs become larger, they may become more vis-

ible and therefore more able to attract corporate sponsor-

shlpo This will result in decreased dependence on federal 

governmen~ ~inancing. An alternative explanation ls that 

with an increase in size, an NSGB has more manpower to inl-

tiate outside :fund-raising activities. 

The addition of these outside :financial resources also 

seems to lead to a larger total operating budget. Organlza-

tlons which are larger in size not only tend to be less de-

pendent on government :financing but they also tend to have 

larger total. operating budgets. Thus, there may be a greater 

need to seek add.i t.ional sources o.:f :funding to pay :for the 

needs o:f a large membership base. 

The lntercorrelatlons among contextual. variables have 

seldoa bee.n :reported in previous research on context and or-

ganizatlonal structure. However, the :findings in this study 

show that mul.tlcollinear.ity exists among the contextual 

variables. This has important .implications :for the interpre­

tation o-f the rel.atlonshlps between context and structure 

since aulticollinear.ity makes it dl:f:f.icult to determine the 

proportion o:f the correlation which ls uniquely determined. 
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There1ore, 1irst order partial correl.ations were eaployed to 

control. 1or the possible con1oundlng 

tual. variab1.es. 

e11ects o1 the contex-

~tud .A.WI s;truc:tur• 

Without controls, the contextual variables o1 size and 

dependence on other organizations were the two variables 

that were most highly correl.ated with the structural vari-

ables. Organizational size was positively rel.ated to some 

o1 the aeasures o1 1ormatization, specialization and the 

clerical ratio. 

ctuslon that an 

This supports Hinings et at.•s {19761 con­

increased division o1 Labor and regu1.ation 

through rote de1lnition documents is required to coordinate 

activities as organizational size increases. These relation­

ships tend to hol.d when organizational. age and the techno-

logical expertise measures are control.Led. However, when 

the e11ects o1 1lnanciat dependence were partial.Led out, the 

original relationships between organ1zatlonal. size and 

Membership 1ee revenue may be the variable which ls re-

sponsible 1or the interdependence between organizat1onat 

size and the measure o~ dependence on structu~e• An in-

crease in the nu•ber o~ memberships aay cause an increase in 

the meabership 1ee portion o1 the total operat.ing budget 

which, in "turn, reduces the dependence on govern.ment. financ-

1nR• The 1lnding that these two contextual. variables overlap 
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suJ(ges"ts that a aore sophisticated explanatory model is 

needed to clari:ty the relationship between contextual vari­

ables and structure. Additional variables, such as member­

ship 1ee revenue, need to be considered ln such a mode~. 

The results o1 this study do provide partial support 

tor the tirst hypothesis presented in Chapter 3. Thus, 1:he 

greater the organizational size, the greater the bureaucra-

tization• However, an increase in size is only positively 

related to the "structuring ot activities" and 1:he "line 

control o1 work:tlow 11 dimensions o:t bureaucracy. None o:f the 

contextual variables, including organizational size, were 

strongly correlated with the "concentration o:t authority" or 

the "characteristics o:t o:t:tice holders" dimensions• This 

suggests that an expanded model o:t contextual variables 

needs to he considered which will better predict the struc­

ture o:t voluntary sport organizations along these diaen­

sions• Geographic centralization and past experience o:t vol­

unteers and salaried program sta:t:t are additional variables 

that could he considered. 

Contrary to Fugh et al..•s ( 1969) prediction, and the 

hypothesis presented in Chapter 3, dependence on other or-

ganizations was :found to be inversel.y related to measures o:f 

formalization, specialization and the clerical. ratio. Pugh 

et a 1. ( 1969) had suggested that dependent organizations 

woul.d becoae more central.ized and that dependence would not 

have an e1:tect on the "structuring o:t activities" dimension 
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0£ bureaucracy. However, the nature o:f the dependent rela-

tionship between ~overnment and voluntary organizations may 

be di:t.:terent :from the subsidiary and parent companies stud-

led by the Aston aroup. Fitness and Amateur Sport, through 

Sport Canada, has encouraged NSGBs to become adainistrative-

ly and :financially mature. This seems to be occuring as the 

NSGBs are becoaing more :foraalized and specialized ~nd less 

:financially dependent on FAS. 

Although Woodward (1965) and Thoapson (1967) have ar­

gued that technology is an important determinant of organi-

zational structure, there was little support :for this hy-

pothesis based on the :findings o:t this study. Neither o:f the 

aeasures o:f technological expertise were related to many o:f 

the structural variabl.es. Those correlations that were sig-

ni:ficant were al.so substantially reduced when the ef:fects of 

the other contextual variabl.es were controll.ed. These :find-

lngs support Khandwa11.a 1 s (1974) observation that there has • 

been 1.ittle empirical. support :for incl..uding technol..o= as a 

contextual.. variabl..e. With respect to vol..untary sport organi­

zations, it·may be more appropriate to consider other vari­

ables, such as interorganiza.tional coamunication and inter-

action systeas between local, provincial, and inte.rnational 

organizations,· instead o:f the level o:f technological. exper-

t.lse. NSGBs o:ften ,.ork closely with the different levels o-f 

adainistration within their sports. It may be that di:f.:fer-

ences between these systems have an e££ect on s~ructure. 
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Thus, not only should explanatory models be improved by ac-

counting 1or intercorrelations among already identi1ied con­

textual variables, but these additional contextual variables 

should also be considered. 

There was no support 1or the hypothesis that organiza­

tional age would be slgni1icantty correlated with the meas-

urea o~ bureaucratic struc-ture• Both Weber (1968) and Si-

gelaan ( 1981) have argued that organizations will become 

more bureaucratic over ~lme. Bowever 9 as most o1 the NSGBs 

have been incorporated :for a relativel.y short period of 

and because gove-r.nmen"t intervention has been a recent 

deve·Lopment (Broom and Baka, 1978 >, organizational age 

should not be ignored as a contextual variable. It may be 

that age will become a better predictor o1 bureaucratic 

s-tructure• a1ter the organizations aove out o1 the initial 

stages o1 growth. 

Organizational size and dependence appear to be the 

best predictors of. the "structuring of. activities" and the 

"tine control." of. work:tlow dimensions of. bureaucracy. How-

ever, there is an overlap in these two contextual variables 

which aay be explained, in part, by an intervening variabl.e 

like membership 1-ee revenue. Additional contextual vari-

abl.es such as geographic central.ization, the degree of sta-

bility in the environment, interorganizational networks and 

the past experience of. NSGB members should also be consid­

ered. 
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~ctural Ya.riablas 

Although some o:f the intercorrelations among the struc­

tural variables were not as strong as reported in the liter-

ature, there were many similarities ~n the pattern o:f rela-

tionshlpso For exampl.e, several. o:f the :formal.iz&tion, 

specialization and clerical ratio measures were positlvel.y 

intercorrel.ated. The association between :formalization and 

specialization supports the contention o:f Puah et &l• that 

these two variabl.es :form an underl.yinl! 11structurinl! o:f ac-

tivities 11 dimension in the aodern bureaucracy. The clerical 

ratio bas usual.ly been considered to be p&rt o:f a sep&rate 

"line control o:f work:flow11 dimension• However, as .reported 

by Pugh et al.. (1968) and Grinyer et &1.e (1980), both :for-

aal.ization &nd specialization have been :found to be posi-

tively related to the clerical r&tio• Cl.erical sta:f:f are an 

essential aspect o:f Weber's bureaucracy as they are thought 

to provide an important comaunication link between the num-

ber o:f increasini!l.Y specialized decision-making roles. 

Thus, the higher the clerical. ratio, the aore coordination 

there is between the various rol.es. 

Ful"''ther111ore, part o:f this coordination occurs through 

publication, constitution and Job description :for•alizatlon. 

Fro• the results o:f this study, .lob description :formaliza-

tion was :found to be the varlabl.e that was aost strongl.y re-

1.ated to the other dimensions o:f bureaucracy. As organiza-

tions become more specialized, Job descriptions are 
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increasingly required to coordinate role responsibilities• 

In addition, cl.erical sta1.f are required to process the 

.formal.lzation o.f such documents. For Weber, cl.erlca"l sta.f.f 

are an essential 1eature o~ bureaucracy because they are 

thought to rel.lave the decision aakers .from these time-con-

sumin~ processing tasks. This time .factor is aagni.fied even 

.further in vol.untary or.ganizat ions because vo"lunteers usual.-

Ly commit Less time to their involvement than those·with 

1ull tiae occupations. In addition, they are not geographi-

cal.1.y central.ized in Ottawa as are 

sta.f.f and cl.erical support sta.f.f. 

the sal.aried program 

Although the Aston group suggested that the Locus o.f 

decision-making contro"l is a separate dimension o.f bureauc-

racy, Chi"ld {1976) and Grinyer et al. (1980) have reported 

that central.lzatlon is negativel.y related to the other di-

mensions o1 bureaucracy. The results o.f this study support 

the 1.atter view as centra"lization tended to be negatively 

associa-ted wl th some o . .f the measures o.f .formalization, spe-

cialization, 

.fessional.iSDl• 

the impersonality o.f work rel.at.ions, and pro-

Thus, NSGBs wi"l"l tend to decentralize deci-

sion-making power to executive boards and paid sta.f.f as the 

organlza~ion becomes wore bureauc~atized. This suppo!'ts 

Grinyer et a"l 1 s {1980: 414) explana-tion that "bureaucracy is 

a st!'ategy o.f knowledge based control tha-t pe!'mits decen-

tral. izat ion"• Cent!'alization was not signlficant"ly·related 

to the c"lerical ratio or caree!' stability. 
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The impersonality o:f work relations variable was corre-

lated with some o:f the specialization measures. This sug-

gests that as NSGBs become more highly specialized, they 

will also develop more :formalized evaluation procedures :for 

their salaried prograa sta:f:f. Although this variable has 

seldom been included in previous research, it is an integral 

part o:f Weber's theory o:f bureaucracy, 

:further attention. 

and thus deserves 

The pro:fessionalism measures were aoderately correlated 

with some o:f the variabl.es within the "concentration o-£ au­

thori ty11 dimension ( e.g. centralization). This sui;u;iests that 

this variable should be included al.ong with the iapersonali­

ty o:f work relations and career stabil.ity as part o:f a 

"characteristics o:f o:f:fice ho1.ders 11 dimension o:f bureaucra-

cy. In :fact, it can be conceptual.i:zed as an iaportant inter-

vening variable• That is, it is unlikely that decision-aak-

ing authority wil.l be delegated unl.ess quali:fied people are 

avail.able to take on the responsibility. Vol.unteer pro:fes-

sionalis• was al.so associated with Job description :formali­

zation• That salaried program sta:f:f pro:fessional.isa WAS neg­

atively associAted with the measures o:f career stability 

implies that paid sta:f:f with higher levels o:f educAtional. 

Attainment :frequently turnover aore in their Jobs. 

There are two possible explanations :for the :finding 

that pro:fessionAlism was not signi:ficantl.y correlated with 

the other dimensions o~ bureaucracy. The vol.unteers and 
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paid sta.:f:f are rel.ativel.y homogeneous with respect to this 

variabl.e, and thus there is not enough variabil.ity to show 

signi:ficant rel.ationships with the other dimensions o:f 

structure. This is consistent with Weber's argument that 

the possession o:f educational qual.i:fications woul.d create a 

certain 1U11ount o:f cl.ass homogeneity among o:f:ficials. Or, it 

may be that vol.unteers and sal.aried program sta:f:f a.re se-

lected to positions :for reasons other than their educational 

qual.i:fications. Previous experience, whether as vol.unteers 

or as sal.aried program sta:f:f, in other national. or provin-

cial. level. rol.es aay be an additional. el.eaent o:f pro:fession-

atism. 

Volunteer career stability was intercorrelated with 

measures o:f specialization and the impersonality o:f work re-

l.ationso It there.:fore deserves :further consideration as an 

interrelated aspect o:f bureaucracy. However, the lack o:f 

career stability on the part o:f volunteers and paid sta:f:f in 

most NSGBs may be a response to the value o:f constantly in-

'. 
vol.ving new people to aaintain grassroots support. Or, it 

may be a :function o:f the nature o:f the administrative roles 

in NSGBs .. That is, in some organiza~ionsy vol.un1;eers can 

only stay el.ected :for a certain term. Paid sta:f:f are o:ften 

in a di:f:ficult situation as they must deal. with volunteers 

on the one hand, and with government o:f:ficials on the other. 

In addition, because there are :few possibilities o::f career 

mobility, paid sta:f:f may tend to turn over quickl.y. 
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The :findinas reported here partially support Weber's 

prediction that bureaucracy would invade all sectors o:f mod­

ern li~e. However, the dimensions of bureaucracy were not as 

highly correlated as in previous studies which have aostly 

sampled the business type o:f organization• This supports 

Hall's (1963) work in which he suggests that bureaucracy ex­

ists on a continuum that depends on the type o:f organization 

studied. In addition, much o:f the previous research has :fo-

cused on three dimensions o:f bureaucracy that were developed 

by Pugh et al. ( 1968 ). These include: the structuring o:f 

activities dimension, including :foraalization and special!-

zation; the concentration o:f author! ty dimension, incl.udlng 

centraliz .. tion; and the line control o:f work:flow dimension, 

which includes the clerical ratio. HoweTer, Weber also de-

scribed a number o:f characteristics o:f the o:f:fice holder in 

the ideal type bureaucracy. The three variables that were 

included in this study to measure this dimension, namely the 

impersonality o:f work relations, pro:fessionalisa and career 

stability, were intercorrelated with the other structural 

variables to some degree. Thie suggests that this :fourth di-

mension should be given more attention ae an integral :fea-

-ture o.t: aodern bur.eaucracies. 

As presented in Chapter 3, the structural hypothesis 

was that :formalization, the lapersonality o:f work relations, 

pro:fessionalism, specialization, the clerical ratio and ca-

reer stability would be positively interrelated. This hy-
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po~hesis was not supported. Formal.iza1:1on, specl8l.iza1:1on 

llnd the cl.erical ra1:io were positivel.y correlated. However, 

the impersonal.lty o:f work rel.atlons was onl.y positively cor-

rel.ated with speclal.lzatlon. Pro:fesslonallsm and career 

stabil.lty were signl11cantly correlated wlth onl.y some .of 

the other structural. variables. 

There was l.l•ited support for the second structural hy­

pothesis that central.ization ls negatlvel.y associated with 

the other aeasures o:1 bureaucracy. While the aeasures of 

centralization did exhibit a negative association with the 

othecr structural. variables, many o:t these rel.ationships were 

weak and nonsigni:tlcant • 

.!islAl. JUl.d S:rat••• JlsldJ!l.JI 

Al.though seTeral. o:t the rel.atlonsbips between the goal. 

and systems measures ve~e weak, the 1982 e£:tectiveness rat-

ing variabl.e was moderatel.y correl.ated with the total. oper-

ating budget. This :finding provides support :tor Webb's 

(1974) argument that the goal. and systeas models are comple­

aentary tool.a .:tor aeasurlng organizational e£:tectiveness. 

Others have previousl.y argued that the acquisition o:t'in-

puts, such as :financial. resources, does not necessarily 1.ead 

to desired outputs and there:fore, the two models measure 

separate aspects 0£ organizational e:t:tect.iveness. 

There bas been considerable debate ln the 1.iterature on 

organiza t iona 1. e.f1ec ti veness regarding the superiority 0£ 
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these and other models of effectiveness. The results in 

this study suggest that even with the complexities involved 

in producing successful. teams, the acquisition of financial. 

resources is rel.ated to the effectiveness ranking of the 

sport. Based on this 1inding, there is support 1or the hy-

po-thesis that the goal and systems models of effectiveness 

are positively correlated. In addition, there was some con-

sistency within models as the goal model. indicators were in­

tercorrelated, as were the system model indicators• 

~c1vr• .AlUI Bffactlyeneaa 

Even though there ·are a number of factors in addition 

to organizational. structure that in11.uence whether or not an 

organization wil.1. he e11ective, several. o1 the structural. 

variables were positively correlated with the effectiveness 

indicators. 

a consistent 

However, the centralization measures exhibited 

negative association with both the goal. and 

systems models variables. Thus, there was some support for 

the general. structure and e1fectivenees hypotheses presented 

in Chapter 3. It had been predicted that the greater the ex-

tent o1 1ormalization, decentral.ization, impersonality of 

work relations, professional.is•, cl.erical. staff, speclal.iza-

tion and career stability, the greater the degree of goal. 

attainaent and resource acquisition• 

More specifically, Job description foraal.ization ls one 

of the structural. variables that is most strongly associated 
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with the effectiveness measures. NSGBs with well documented 

Job descriptions are most Likely to have had increased gov-

ernment financial support over the Last twelve years• Tbis 

may occur because they are better at aeeting Sport Canada 

Funding criteria. In addition, the NSGBs with greater for-

malizatlon are al.so aore effective in achieving their goals 

o1 per£ormance excet~ence. This may occur because increased 

role definition foraal.ization is thought to reduce work un­

certainty and provide stability. 

Personnel centralization ls the centralization aeasure 

that is most strongly associated with the effectiveness 

aeasures. It may be that the delegation of decision making 

on personnel matters results in the selection of more qual.i­

.fled paid personnel.. Their competency aay, ·in turn, Lead to 

improved natlona~ ~eam per1ormance. New progra• centrallza-

tlon also explains some of the variance in goal and systems 

organizational effectiveness. The.re.fore, this seeas to be 

an iaportant area in which decision-making control should be 

decentralized. 

There is a tendency .for the NSGBs with .formalized paid 

sta.f.f evaluation procedures to have improved their effec-

tiveness rankings since the Last world championships• This 

suggests that a more iapersonal. work orientation is associ­

ated with improved performance. However, this bureaucratic 

.feature was not significantly associated with the remaining 

e£1ec~lveness variables. 
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Salaried progra• sta:f1 and clerical. specialization are 

strongly correlated with the total operating budget. This 

1indin& can be explained by the :fact that salaries are a ma-

Jor portion o:f most operating budgets. Job description :for-

malization and salaried prograa sta:f:f specialization sub­

stantially reduced the e:f:fect that total. specialization had 

on the e:f:fectiveness variables. This provides :furthe .. sup-

port :for including these variables as deterainants o:f the 

systems measures o1 e11ectiveness. 

Furthermore, the :findings o:f this study reveal. that an 

increase in the proportion o:f clerical. sta:f:f compared to 

other positions is related to an increase in .:financial. re-

source acquisition. It seems that NSGBs are able to Justi:fy 

the laportant :function that clerical. sta:f:f provide and are 

thus able to raise more revenue in order to support them. 

The st!"ength 01' 

pro:fessionalism and 

the relationships between voluntary 

the e:f:fectiveness indicators decreases 

when the e:f:fects o:f Job descl"lptlon :for•a.llza.tion a!"e con-

tJ'olled. There:fore, it ma.y be that i 1: ls not the 1. eve·l. o :f 

volunteeJ' educational. attainment that is related to e:f:fec­

tlveness, but rather it ls the degree to which roles and J'e-

sponsibll.ities are cl.early delineated. Or, there may be 

qualities that are more important than educational attain-

ment that lead to improved per1oraance. Pas~ experience and 

the ability to work with volunteers and government o:f:ficlals 

are additional. :features that should be considered. In con-
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1:ras1: 1 salaried program s1:a:f1 pro:fessionalisa remains posi-

1:ively rela1:ed 1:o 1:he changes in 1:he world ranking when con-

1:rols are introduced• This 1inding suppor1:s Weber's convic­

tion tha1: modern bureaucracies would place a strong emphasis 

on the educa1:ional qua1i1ications o1 their paid s1:a1:f so 

that the pursuit o:f organiza1:ional goals could be carried 

out more rationally. 

Based on these :findings, it appears 1:hat the more bu-

reaucratic the NSGB, the more e:f1ective it will be with re-

spect to goal attainment and 1inancial resource acquisition. 

More speci1ically1 Job description 1oraa1ization, pe.rsonnel. 

centralization, new program centralization, salaried program 

sta1:f specialization, the clerical. ratio, paid sta1:f pro1es­

sionalism and paid sta11 turnover rate are the structural 

variabl.es that are most strongly associated with the e:f:fec-

tlveness measures. However, the direction o:f the relation-

Ships between·the centralization measures and e:f:fectiveness 

are nega"tive. This indica1:es that decentralized decision 

making in these two decision making areas is associa1:ed with 

e.1~ectlveness. Furthermore, the total operating budget, a 

systeas aodel variable, was the e1:fectiveness variable that 

was most strongly related to the indices o:f bureaucratic 

s-truc-ture. 
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This study examined several. combinations 0£ rel.ation-

shlps lncl.uding: the intercorrel.atlons 0£ the contextua1. 

varlabl.es, the rel.atlonships between context and structure, 

the lntercorrel.atlons 0£ the structural. variabl.es, 

tercorrel.atlons among the e££ectlveness Yarlabl.es, 

the in­

and the 

rel.ationshlps between structure and e££ectiveness. The major 

conc1.uslons 0£ this study are as £01.Lows: 

1. The contextual. variabl.es are lntercorrel.ated. More 

speci£ica1.1.y, organizational. size is positivel.y cor-

rel.ated with the nuaber 0£ technical.Ly certl£ied 

coaches, and ~o a lesser extent, with organizational. 

age. Organizationa·t size ls a 1.so strongl.y, but neg-

ativel.y associated with the degree 0£ £inanclal. de-

pendence on other orRanlza~ions• 

2. OrJ;1;anizational. size ls corre·tated with aeasures 0£ 

£or•al.ization, special.ization and the cl.erical. ratio• 

Thus, an increase in size requires an increase in 

some measures o~ bureaucra~ic etruc~ure and con*rol. 

3. Financial. dependence on other organizations is in-

versely rel.ated to measures 0£ £oraa1.ization, spe-

cial.ization and the cl.ericat ratio. This suggests 

that organizations which are 1.ess dependent on gov­

ernment £inancial. support are more bureaucratic al.ong 

these speci£ic dimensions. 
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4. Measures o:f technological. expertise and organization-

al age are not significantly correlated with organl-

zationa~ structure in voluntary sport organizations~ 

s. The contextual variables included in this study are 

not good predictors of the "concentration of authori­

ty" or the "characteristics of o:f:fice holders" dlaen­

sions o:t burea-ucracy. 

6. Patterns o:f relationships among :features o:f bureau-

cratic structure that exist ln voluntary amateur 

sport organizations are similar to those that have 

been repor~ed 1or business organizations. liore epe-

ci:fically, the "structuring o:f acti vities 11 dimension 

o:f bureaucracy, including :formalization and special!-

zation, is positivel.y correlated with the "tine con-

trot o:f work:flow 11 dimension which includes the cl.eri-

cat. ratio• In addition, the 11 concentrathm o:f 

Authority" dimension, which measures centralization, 

is negativel.y correlated with the "structu,ring o:f ac­

tivities" dimension, o.l.though several. o:f the correl.a­

tions are weak. 

7• A :fourth dimension o:f bureaucracy, "the characteris-

tics o:f o:f:flce holders", should be considered as o.n 

integral. aspect of bureaucratic structure •. The addi­

tion o:f this dimension more :ful.ly captures Weber's 

ideal type of bureaucracy. Furtheraore, the variables 

contained within this dimension, incl.uding the imper-
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sonality 0£ work relations, pro:fessionalism and ca-

reer stability, are intercorrelated with soae o:f the 

variables within the other diaensions• 

8. The characteristics o:f bureaucratic structure exist 

in voluntary sport organizations but they are not as 

strongly correlated as those 

tions. 

i·n business organize.-

9. NSGB with the lar!!est total operatinK budgets are 

ranked the highest in the 1982 World Championships 

when accounting :for the number o:f coapeting coun-

"tries. This suggests that the acquisition o1 1inan-

cial inputs is associated with the attainaent 01 or-

ganizationa1 objectives such as per:formance 

e.xce'l l. once. It also supports Webb's (1974) con-ten-

tion that the goal and systems models are complemen­

tary tools :for measuring organizational e:f1ective-

ness. 

10. NSGBs that are more bureaucratic in teras o:f Job de-

scription :formalization, personnel centralization~ 

new program centralization, salaried program sta1:f 

specialization, the clerical ratio, paid sta1':f pro-

:fessionalism and paid sta:f:f career stability are more 

likely to be e:f:fective. 

11. The e1:fectiveness variable that exhibited the strong-

est relationships with the indices o:f bureaucratic 

st.ructure was a systems mode 1 variable; the total op­

erating budget. 
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12. Weber• s theory o:f bureaucracy provides a use:ful. 

:framework for understanding the nature o:f vol.untary 

amateur spo~t organizations. 

Raca•••nda:tiooa 

Based on the analysis o:f the research problems in this 

study, a number o:f additional considerations :for :future re-

search can be suggested• The :following recommendations, Lf 

-pursued, could advance knowleda;e regardinM the nature o:f 

vol.untary sport organizations. These recoaaendations are: 

1. Additional. contextual variables should be incl.uded as 

possible determinants o:f organizational. structure; 

particul.arly :for the "concentration o:f authority" and 

the "characteristics o:f o:f:fice hol.der" dimensions o:f 

bureaucracy. 

2. The causal ordering o:f the contextual, structural and 

e:f:fectiveness variables needs to be determined. 

3. In addition to the three dimensions o:f bureaucratic 

structure outlined by Pugh et ( 1968 >. a :fourth 

dimension that includes the impersonality o:f work re-

l.ations, pro:fessional.ism and career stability should 

be included. This dimension, perhaps called the 

"characteristics o:f o:f:fice hol.ders" dimension, could 

more adequately de:fine Weber's ideal type bureaucra-
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4. This study only 1.ooked at the structural. aspect o:f 

Weber's theory o:f bureaucracy. ·To :further understand 

the nature o:f vol.untary sport organizations, the his­

torical and cultural. context in which these decision-

making bodies bave devel.oped sboul.d be exaained. In 

addition, the possibl.e alienating e:f:fect~ that bu-

reaucracy have on the individual should also be in­

vestigated. 

5. The process o1 bureaucratization and its relationship 

to e:f:fectlveness needs to be exaained over time. This 

would help identi1y the causal process and determine 

the in1luence that the :federal government has had, 

and will have, on this process• 

6. Voluntary organizations should continue to be studied 

:from an organizational perspective. Additional con-

cepts that could be examined include organizational 

growth, interorganizational networking, the trend to-

ward oligarchy, goal displaceaent, goal. succesion, 

and comparisons o1 the rational. legal type o:f domina-

tion with the charismatic and traditional 

domination• 

types o:f 

7o Additional inputs, in addition to :financial .resources 

acquisition, shoul.d be incl.uded as measures o.f the 

sys~ems mode~ o~ bureaucracy. These include human 

resources such as coac bing e :f:fecti veness, .tal.ented 

athl.etes, in addition to e:f:fective local and provln-

cia~ associations. 
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8. Several. additional. variables should be considered as 

incices o:f the goal model. o:f e11ect1veness. These 

include the level o:f international per:formance in ad-

dition to the World Chaapionships, changes in per-

:foraance over a tonger span o:f time, cross-cultural. 

within-sport di:f:ferences, di:f:ferences in men•s and 

woaen•s tea•s and di~ferences io per£oraance between 

team and individual sports. 

9. To examine the extent o:f regularities across organ!-

zatlonal. types, the struct9re o:f voluntary organiza-

tions should be compared with the structure o:f busl-

ness, government organizai:ions and oi:her 1:ypes o:f 

sport o·rp;anizatlons. 

10. The relationships between a nuaber o:f subgoals, such 

as coaching devel.opaent and Junior pl.ayer develop-

ment,, and the main goat o:f per:formance excel.Lenee 

should be examined. This would help determine the 

degree 1:o which additional. inputs, in addition 1:o :fl-

nanciaL resource acquisition, 

o:f aain goals. 

lead to 1:he attainment 

11. The trans:formai:ion processes operating between system 

inputs and outputs need to be examined. This would 

help to explain the relationships between 1:he i;,;oal 

and systems measures o~ e~~ectiveness. 

12. Al.1:ernai:ive mei:hods o:f de:finini;,; orI!anizational e:ffec-

tiveness should be considered. For example, Mott 
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( .1972) .feel.s that e.f:fectlveness should be de:flned in 

terms o:f the organlzations1 s ability to adapt to 

changing conditions and its• ability to cope with 

temporarily unpredictable aaergancias. 

13. In addition to studying the :formal. aspects o:f organi-

zational s-tructure, ln:formal processes such as 

:friendship networks and power struggl.es should also 

axaained to more :fully understand the dynaaics o:f 

these organizations• 

14. The use o:f a larger sample size would peralt the use 

o:f more sophisticated statistical procedures. For ex-

ampl.e, regression analysis coul.d hel.p to cl.ari:fy the 

relationship between variables. 

15. In addition to approaching the study o:f sport organi-

zations :fro• a structural. approach, the use of a va-

riety o:f perspectives could increase our understand­

ing o:f the nature of these modern organizations. For 

example, a Marxist approach would :focus on the alien-

ating e:f:fects o.f bureaucratic s1:ructures'7 while a 

symbol.le interactionist approach would study organi­

zational action :fro• the actor's point o:f view. 
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leagues have high 
levels of communicatio 
interaction, 
influence, 
expectations and 
participation 

n 

N ..... -~ 



AUTHOR 

Georgopoulos 
and 
Tannenbaum 
1957 

Price 1968 

Mahoney and 
Weitzel 1969 

Simpson and 
Gully 1973 

TYPE OF 
ORGANIZATION 

business 

review of 50 
effectiveness 
studies 

13 businesses 

211 national 
voluntary 
organizations 

APPENDI~ A (Cont'd) 

INDEPENDENT 
VARIABLES 

-NA-

economic, political 
and control 
variables, popu-
lation and ecology, 
productivity, 
conformity, morale, 
adaptiveness 
institutionalization 

24 dimensions 
including 
bureaucracy 
variables 

centralization, 
emphasis on active 
loyal involvement, 
internal 
communication 

DEPENDENT 
VARIABLES 

organizational 
productivity, 
organizational 
flexibility, 
absence of intra-
organizational 
.strain &.conflict 

degree of goal 
attainment 

productive 
performance 

number of goal , 
satisfaction of 
internal or 
external members 

CON CL US IONS 

these effectiveness 
criteria are generally 
applicable across 
organizations 

to fully measure 
effectiveness 
economic, political 
control and 
environmental factors 
must be considered 

dimensions of 
effectiveness vary 
across organizations 

diffuse external 
organizations 
have decentralized 
structure, emphasize 
active involvement and 
internal communication 

"' .._, 
"' 



AUTHOR 

Blau 1974 

Luschen 1979 

McPherson 

TYPE OF 
ORGANIZATION 

156 publ i C 
personnel 
agencies 

21 National 
Olympic 
Committees 

records of the 
National Hockey 
League, 1950-51 
1965-66 

APPENDIX.A (Cont'd} 

INDEPENDENT 
VARIABLES 

division of labor, 
professional ism, 
managerial hierarchy, 
administrative 
apparatus 

emphasis placed 
on 
performance 

players, coaches 
and managers 
entering new 
organizations; 
star vs. marginal 
players; differential 
performance scores 

DEPENDENT 
VARIABLES 

operating costs 

effectiveness, 
efficiency, 
fidelity, 
responsiveness 

organizational 
effectiveness: 
statistics re: 
games won and 
lost; goals 
scored; team 
standings; 

.penalty.minutes 

CONCLUSIONS 

professionalism is an 
alternative to 
centralization; 
structural 
differentiation lower 
operating costs; size 
and division of labor 
are also strongly 
related 

National Olympic 
Committees place a 
high priority on 
fidelity, 
effectiveness and 
efficiency 

the replacement of 
of personnel by a 
sport organization 
will not guarantee 
greater effectiveness 

s 

N ..... 
w 



Appendix B 

SAMPLE OF ORGANIZATIONS 

1. Canadian Amateur Basketbatt Association. 

2. Canadian Amateur Bobstede and Luge Association. 

3. Canadian Amateur Diving Association. 

4. Canadian Amateur Rowing Association. 

5. Canadian Amateur Swiaming Association. 

6. Canadian Amateur Synchronized Swimming Association 

7. Canadian Boxing Association. 

8. Canadian Canoe Association. 

9. Canadian Cycling Associaton• 

10. Canadian Equestrian Federation• 

11. Canadian Fencing Association• 

12. Canadian Field Hockey Association. 

13. Canadian Figure Skating Association• 

14. Canadian Gymnastics Federation. 

15. Canadian Ski Association (includes Ski Alpine, 

Jump and Ski Cross Country). 

16. Canadian Soccer Association. 

17. Canadian Team Handball Federation. 

18. Canadian Track and Field Association. 

19. Canadian Votteybatl Association. 

20. Canadian Water Poto Association. 

- 274 -

Ski 
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21. Canadian Weightlifting Federation. 

22. Canadian Women's Field Hockey Associo.tiono 

23. Co.nadian Wrestling Association. 

24. Canadian Yachting Association. 

25. Federation of Canadian Archers. 

26. Judo Canada. 

27. Shooting Federation of Canada. 



APPENDIX C 

FITNESS AND AMATEUR SPORT 
SPORT CANADA 

Organizational/Administrative Profile 

A. GENERAL INFORMATION 
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1. Registered name of your National Organization~~~~~~~~~~-

2. Date of Incorporation 
Day Month Year 

3. Registered as a non-profit organization with Revenue Canada? 
(re: Tax receipts for donations) 

Yes No 

4. Please enclose a copy of your constitution and bylaws. 

5. Identify any ammendments or additions which have been made to your 
constitution and bylaws in the past year. 
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B. ROLES & PRIORITIES 

1. What are the long range objectives of your national organization 
(major priorities for the next 5 years)? 

2. What are your organization's priorities for the upcoming fiscal 
year? 
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C. MEMBERSHIP & LEADERSHIP 

1. Briefly describe the membership structure in your sport. Please 
cover the subject from grassroots to the international level. 

2. What are the usual recurring and incremental costs paid by 
participants in your sport? 

- recreationist 

junior competitor 

national team competitor 

3. Indicate the statistics requested on the next page, both 
provincially/territorially and in Total. Please be as accurate 
as possible. 



(a) Provincial/Territorial 
Organization 

- indicate active SGBs 

- amount of financial 
sunnort from Govt. 

- II of naid staff 

(b) Participation 

- Nationally registered 
·competitors 

Male - Jr. 
Sr. 

Female - Jr. 
Sr. 

- estimated total# 
of competitors 

Male - Jr. 
Sr. 

Female - Jr. 
Sr. 

- estimated# of 
recreationists 

Male 
Female 

MEMBERSHIP/LEADERSHIP STATISTICS 
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MEMBERSHIP/LEADERSHIP STATISTICS continued •••• 

(c) Leadership 

(i) Coaches 
- nationally re-

gistered (NCCP) 
- L I 

- L II 

- L III 

- LIV 

- L V 

- estimated total 
(registered and 
unregistered) 

(ii) Officials 
- Internationally 

registered 

- Nationally 
registered 

(iii) Full-time administrators 
- # in each Prov/Terr. 
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MEMBERSHIP/LEADERSHIP STATISTICS 

4. Paid Staff: 

(a) Indicate full-time staff employed by the NSGB since 1970. 

Function Date of first II of Name of Present 
Incumbent Incumbents Incumbent 

Exec Dir. 

Tech Dir. 

Prg Coord 

Nat'l Coach 

Other 
(Specify) 

' 

(b) Additional staffing proposed for the upcoming fiscal year. 

(c) Long range (3-5 year) staffing plan. 

Present 
Salary and Benefits 

FAS Other 
Contributions Sources 

i 

i 
I 
I 

Total ,1 

Ii 

r 
Ii 
I'. 

lj 

i 

N 
00 
~ 



MEMBERSHIP/LEADERSHIP 

5. Please enclose written job descriptions for each paid staff member 
beyond that described in the constitution or bylaws. 

6. Describe the schedule, format and content of your paid staff 
evaluation procedures. 

282 
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MEMBERSHIP/LEADERSHIP 

7. Organization Structure 

(a) Please attach a description of your organization structure using 
charts or diagrams where possible. 

(b) Lis.t the members of the National Board of Directors. 
Indicate Executive Committee members by(*) after the name. 

Name Function Address & Tel.# 

(c) Enclose a written description of responsibilities for each 
Executive Committee member beyond that described in the 
constitution or bylaws. 
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MEMBERSHIP/LEADERSHIP 

(d) Describe your connnittee structure indicating the major responsibilities 
and average time demand on chairpersons. 

Connnittee Major 
Responsibilities 

Schdule or Frequency 
of meetings 

Time demand 
on Chairperson 

8. Describe any leadership training pr.ograms or courses undertaken last 
year: 

(a) by your paid staff 

(b) by volunteers with national responsibilities 
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D. PROMOTION & COMMUNICATION 

1. Is your national organization active in developing participation in 
your sport? 
If yes, briefly describe the methods and programs used. 

2. Indicate the type and frequency of communications initiated by the 
national organization (magazines, newsletters, special seminars, 
etc.) used to keep the membership, sponsors, and general public 
informed of developments in your sport. 

Title 
Frequency of 

Production 
Target 

Audience 

3. Does your organization publish a procedure manuel to direct and 
inform members and others of administrative and financial 
requirements related to programs of the national organization. 
If so, please attach copies and/or updates. 



E. FINANCES 

1. The latest audited financial statement at FAS for your 
organization is: 

Title Dated 

Please attach a copy of your latest statements if they are more 
recent than the above. 

2. Describe the normal procedures for financial control in the 
organization, including: 

286 

a) Who approves the organization's financial policies and decisions? 

b) Who exercises day-to-day control over finances? 

c) What are the organization's bookkeeping procedures? 

d) What is the format and frequency of financial reporting? To 
whom are these reports communicated on a regular basis? 

e) What are the normal procedures for monitoring expenditures on 
projects funded by the organization? 

f) What are your planning and budgetting procedures and timetables? 



3. Are you anticipating any significant new program initiatives in 
the next year? In the next 3-5 years? Please be specific. 

287 



I. TECHNICAL STAFF 

APPENDIX b 

FITNESS AND AMATEUR SPORT 
SPORT CANADA 

TECHNICAL PROFILE 

288 

1.1 List names and titles of all professional technical staff other 
than coaches who are employed by the national sport governing body: 

NAME TITLE SALARY 
FAS OTHER 

' 

salarv (s):honoraria (h) 

II. COACHING DEVELOPMENT 

2.1 List names and titles of all professional staff employed by 
national sport governing bodies in a coaching capacity: 

NAME TITLE 
SALARY 

-
FAS OTHER 

salary (s); honoraria (h) 
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2.2 Identify and list the basic duties of the individual who is responsible 
for the supervision of national team training and competition: 

2.3 Provide details of activity in areas of Coaching Certification: 

2.3.1 Level of completed Technical Manual -

2.3.2 Number of coaches certified at each 
technical level -

2.4 Provide details of any activity in the areas of: 

2.4.1 CAC Coaches Apprenticeship Program _____________ _ 

2.4.2 CAC Masters Scholarship Program ----------------

2.4.3 Sport Specific Coaching Development Programs other than those 
sponsored by the CAC --------------------
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III. ATHLETE DEVELOPMENT 

3.1 Profile of sports AAP status for the past four years: 

1977-78 1978-79 1979-80 1980-81 
A B C A B C A B C A B 

-

3.2 Describe basic structure and operations of your sport's national 
team (centralization, clubs, interim centralization, etc.): 

C 

3.3 Attach to this Profile the most recent National Team documentation 
in the following areas: 

3.3.1 Athlete's Contract 

3.3.2 National Team Competitive Program 1980-81 

3.3.3 Selection Criteria for AAP 

3.3.4 National Team Testing Program 

3.3.5 National Team Special Needs Requests 
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3.4 Describe the basic structure and controls for your sport's national 
junior team or talent squad program (selection, supervision, 
evaluation). Attach additional documentation if required: 

IV. OFFICIALS DEVELOPMENT 

4.1 Describe the educational program (including courses, written 
materials, international experiences, etc.) used to develop 
Canadian officials in your sport: 

4.2 List the number of Canadian Officials qualified in each of the 
national and international officials categories: 

DOMESTIC CATEGORIES # OF CANADIANS QUALIFIED 

1. 

2. 

3. 

4. 
INTERNATIONAL CATEGORIES II OF CANADIANS QUALIFIED 

1. 

2. 

3. 

4. 
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TECHNICAL COMMITTEES AND FUNCTIONS 

5.1 List the names and basie funetions of eaeh teehnieal eommittee or role 
assoeiated with your sport (offieials, medieal, researeh, eoaehes, 
ete.): 

NAME 

FUNCTION~~~~~~~~~~~~~~~~~~~~~~~~~~-

NAME 

FUNCTION~~~~~~~~~~~~~~~~~~~~~~~~~~-

NAME 

FUNCTION~~~~~~~~~~~~~~~~~~~~~~~~~~-

NAME 

FUNCTION~~~~~~~~~~~~~~~~~~~~~~~~~ 

NAME 

FUNCTION~~~~~~~~~~~~~~~~~~~~~~~~~~-

5.2 Attaeh to this doeument the organization ehart and mandate of eaeh of 
the above eommittees. 



VI. ANALYSIS OF SPORT 

6.1 National Championships 

6.1.1 List all the events and age categories in which a 
national championship is held. 

6.1.2 List current Canadian Champion in each event. 

293 

6.1.3 List Canadian world record and leading country in each 
event where applicable. 

EVENT CANADIAN CHAMPION 
CANADIAN WORLD 

RECORD RECORD COUNTRY 

Code Events in Olvmnics with (0) 

6.2 List the major games and fixtures which will comprise your basic 
competitive program for the next quadrennial (include approximate 
dates). 

6.2.1 Domestic: 

1980-81 1981-82 1982-83 1983-84 



294 

6.2.2 International: 

1980-81 1981-82 1982-83 1983-84 

VII. TECHNICAL PROGRAMS OF SPORT 

7.1 Provide a brief explanation of your association's activities in 
the following technical program areas (including any others 
that you are involved with): 

RESEARCH 

TESTING 

TALENT IDENTIFICATION 
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TECHNICAL AND AV PUBLICATIONS 

SKILL AWARDS 

CLUB PROGRAM 

COACHES DEVELOPMENT 

ETC, 



APPENDIX E 

SUPPLEMENTARY QUESTIONNAIRE 
TO THE EXECUTIVE DIRECTORS 

(1) What was the world ranking of your sport in: 

(a) The world championships held since 1980? 

How many competing countries were there? 

(b) The world championships held between 1976-1980? 

How many competing countries were there? 

(c) The world championships held between 1972-1976? 

(rank) 

How many competing countries were there? 

(2) How are the world rankings calculated for your sport? 

296 

(3) How many people sit on your national board (or comparable structure)? 

How many of these are paid staff? 

What positions do not have voting privileges? 

(4) How many people sit on your executive board (or comparable structure)? 

How many of these are paid staff? 

What positions do not have voting privileges? 
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(5) How many committees does your national association have? 

What are the titles of these committees? 

(6) In the space provided, please name the position or committee which is 
responsible for making final decisions regarding: 

a) budgets 

b) policies and goals 

c) personnel 

d) new programs 

e) promotions 

(7) Please identify the highest level of education attained by national 
board members: 

a) Volunteers: 

i) how many have graduate degrees? 

ii) how many have undergraduate degrees? 

iii) how many have high school diplomas? 

iv) how many have less than a high school 

b) Paid Staff: (not including Clerical staff) 

i) how many have a graduate degree? 

ii) how many have a undergraduate degree? 

iii) how many have a high school diploma? 

diploma? 

iv) how many have less than a high school diploma? 



(8) 

(9) 

(10) 
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During 1981-1982, did national 
improve administrative skills? 
number and types of training: 

board members undertake any training to 
If yes, please identify the 

a) Volunteers: 

b) Paid Staff: 

Without identifying names, please specify approximately how many years 
each volunteer board member has been involved in national board roles? 

Member /fl: __yrs. Member /16: __yrs. Member /Ill: ___yrs. 

Member 112: ___yrs. Member 117: __yrs. Member 1112: __yrs. 

Member 113: __yrs. Member 1/8: ___yrs. Member 1113: ___yrs. 

Member 114: __yrs. Member 119: ___yrs. Member 1114: ___yrs. 

Member Ifs: __yrs. Member 1/10: ___yrs. Member 1/15: __yrs. 

Approximately, what is the total membership of your national association? 

How are total membership figures derived? (eg. what are your membership 
categories?) 

(11) How many full time and part time --- clerical staff work for 
your national association? 

(12) During 1981-82, how many researchers consulted for your national team 
or association? 

(13) During 1981-82, was any money spent by your association on research? 

If yes, approximately how much? 

THANK YOU VERY MUCH FOR YOUR TIME AND ASSISTANCE 
IN THIS PROJECT 



Appendix F 

DESCRIPTIVE STATISTICS FOR THE CONTEXTUAL VARIABLES 

VARIABLE MEAN STD. DEV. RANGE 

ORGANIZATIONAL SIZE 23,442 52,389 224,991 

ORGANIZATIONAL AGE 21 19 62 

TECHNOLOGICAL EXPERTISE 

a) No. Sport Scientists 
Consulted 1.3 1.4 5 

b) No. Technically 
Certified Coaches 1 , 363 2,388 9,867 

DEPENDENCE ON FAS 
FOR FINANCIAL SUPPORT(%) 70 17 78 
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N 
(TOTAL= 29} 

26 

27 

26 

27 

28 
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Appendix G 

DESCRIPTIVE STATISTICS FOR THE STRUCTURAL VARIABLES 

VARIABLE MEAN STD. DEV. RANGE ' N 
(TOTAL=29) 

FORMALIZATION 
1 . Publications 61. 7 154.6 803.0 28 
2. Cons ti tuti ons 7040.7 7469.8 33272.0 28 
3. Job Descriptions 2844.2 2184.2 10900.0 26 

CENTRALIZATION 
4. Budget Decisions 2.8 0.9 2.0 27 
5. Policy Decisions 2.6 0.8 0.8 27 
6. Personne 1 Decisions 3 .1 1. 0 3.0 27 
7. New Program Decisions 2.9 0.8 2.0 27 
8. Promotion Decisions 3.2 0.9 3.0 27 
9. Total Centralization 14.4 3.3 10.0 27 

IMPERSONALITY 
10. Formality of Evaluation 

Procedures 2.2 0.9 3.0 26 

SPECIALIZATION 
11. Board Member Roles 16.5 11.5 54.0 29 
12. Executive Member Roles 6.6 3.9 17.0 29 
13. Salaried Program Staff 3.8 4. 1 22.0 29 
14. Committees 10.2 6.8 47.5 29 
15. Clerical Support Staff 2.7 2.7 11. 0 29 
16. Total Specialization 29 

CLERICAL RATIO 
17. Clerical Ratio 0.07 0.05 0.2 28 

PROFESSIONALISM 
18. Voluntary Educational 

Attainment 2.7 0.3 1.1 29 
19. Paid Educational Attainment 2.8 0.7 4.0 29 

CAREER STABILITY 
20. Salaried Program Staff 

Turnover Rate 5 .1 4.9 22.5 23 
21. Mean Years of Voluntary 

Executive Involvement 5.4 4.6 17.0 23 
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Appendix H 

DESCRIPTIVE STATISTICS FOR THE EFFECTIVENESS VARIABLES 

VARIABLE MEAN STD. DEV. RANGE N 

GOAL MODEL 

l. 1982 Performance 12.4 8.4 29 .0 28 

2. 1982 Effectiveness Rating 2. l 1.1 3.0 28 

3. Change in Performance 2 .1 6.9 48.5 24 

SYSTEMS MODEL 

4. Total Operating Budget 548,527.5 446,559.5 1,875,235.0 29 

5. $ Increase in FAS 
Support 1970-82 269,200.4 189,899.0 666,545.0 29 
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