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ABSTRACT

TEE ORGANIZATICNAL STRUCTURE AND EFFECTIVENESS
OF CANADIAN NATIONAL SPORT GOVERNING BODIES

In this study, voluntary amateur sport organizations were
examined from an organizational perspecflve uging VWeber's
theory of bureaucracy as a conceptual frameworks The first
purpose was to examine the relationships between a number of
contextual variables and features of bureaucratic structures
Secondy the interrelationships among the bureaucratic struc—
tural variables were also analysed. Thirdy, the relationship
between structure and measuraes of both the goal and systems
models of organizational effectliveness were investigateds
The fourth purpose was to determine the extent to which in-
dices of the goal and systems models ©f organizational ef-
fectiveness are interrelated in voluntary amateur sport or-
ganlzationse The sources of secondary data were
‘administrative and technical profiles that had been compililed
on each sports In addition, a guestionnaire was given to the
Executive Directors of twenty—-nine National Sport Governing
Bodies which manage Olympic sports in Canadas Pearson corre—
lations and partial correlations were computed to examine
the relationships among contextual wvariables, between con—

text and structure, among the structural variablesy, among



goal and systems effectiveness variables, and between struc~
ture and effectivenesss The results indicated that the con-
textual variables are intercorrelateds Organizational age as
well as the degree of financial dependence on other organi-~-
zations are the contextual variabies +that are most strongly
related to measures of bureaucratic structures A number of
the structural variables were positively intercorrelated in-—
cluding: formalizationys speclalizationy, the clerical ratio,
the impersonality of work relations, professionalism and ca-
reer stabllity. Centralization was negatively related to the
octher measures of bureaucratic structures The goal and sys—
tems variables of organizational effectiveness were posi-
tively correlated with one ancthere. This suggests that or—
ganizations that are more successful at acgulring financilal
resources are also more successful at achilaving the goal of
performance excellence. In additiony, several of the meas—
ures of bureaucratic structure were positively associated
with both the goal and systems nmodels of efgectiveness- it
was concluded that several of +the patterns of relationships
that have been reported in previous research on business or—
ganizations also exist in voluntary amateur sport organiza-

tions.
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CHAPTER 1 - STATEMENT OF THE PROBLEM

JIntroduction

In Canada, as in many countries throughout the world,
natlional sport governing bodies, which are largely composed
of volunteers, play a significant role in the adaministiration
of amateur athleticse National sport governling bodies
(NSGBs ), vertically integrated with their international,
provincial and local affiliates, involve thousands of ath-
letes, coachesy parents, administrators and government offi-
clals in Canada and throughout most of the modern world.

¥hile voluntary organizations such as NSGBs are often
thought to be 1loosely and informally structured (Smith,
1972 ), it is becoming increasingly evident that amateur
sport organizations, narticularly at the national level, are
becoming more bureaucratic in nature (Schlagenhauf and Timﬁ
10765 Frey 1978; Xidd 1978). For exampley while the admin-
istration of <Canadian amateur sport was once described as
being of +the 'kitchen table’ variety (Task Force Report,
1969:89)y there are now over fifty-four incorporated NSEGHs
centrally housed in Ottawa's National Sport and Recreation
Centeres Full=time pald professionals are belng hired to
carry out the day to day admlinistration of these organiza-

tions: formal constitutionsy bylaws, Jjob descriptions and



2
evaluation criterla are being formulated; training and cer—
tification systems are being developed for coaches and offi-
cials; and a sclentific approach to ethlete preparation is
being advocateds These developmentsy among cthers, have oc—
curred for the explicit purpose of improving the effective—
ness of national team performance in international sporting
events (Regan, 1981).

This trend toward bureaucratizationy and the commitment
t0o performance excellence, 1is a relatively recent develop-
ment that has been heavily . infiluenced by federal government
involvement in amateur sporte Broom #nd Baka (1978) contend
that it was not until 1969, when a Task Force was strick to
investigate reasons for Canada¥?s dismal performance in in-
ternational competitiony that the federal government became
strongly involved in +the organization of amateur sporte
Broom and Baka explain thaty prior to this timey the federal
government beljeved that it was politically risky to support
elitist sport over broad=bhased fitness programs for the mas-
Se8e However, in order to gain visibilitys, respectability
and prestige through international spoerty a separate govern—
ment cabinet minister was appointed to Fitness and Amateur
Sportes Previous to this time, Fitness and Amateur Sport was
under the federal Minister of Health and Welfare. In addi-
tion, several %arms length? organizations such as Sport Can-
aday the National Sport and Recreation Center and the Coach-

ing Association of Canada emerged to support the growth of



3
amateur sport. the main purpose of Sport Canada is to pro-
vide financial, technical and administrative support to the
NSGBs through a number of Sport Canada consultantss

‘Ironically, although Campagnola (1979), a former Minis~—
ter of Fitness and Amateur Sport, contends that support or-
ganizations such as Sport Canada were developed to encourage
maximum public assistance and minimal government involve—
ment?, the NSGHBs have become increasingly dependent on the
government for financial and other suppert services. More=~
oversy; because Speort Canada provides up to 90% of NSGB fund-
ings it 1is able 1o exert a gignificant influence on the
structure and objectives of these organizationse. This con=—
trolling influence is most evident in the following policy
statement reaegarding the criteria that NSGBs pgust meet to be
eligible for federal government fundinge. "Regan { 1981:10),
while serving as Minister of Fitness and Amateur Sporty sti-
pulated that: .

Regardleas of their participation base, all sports

will be reguired +to meet specific criteria and
Tuading guidelines in deteraining Zfinancial sup—
ports Priority consideration will be given +to
both broad—base sportsy such as swimming and soc—
cery nnd the more limited-base sports, such as ski
Jumping, that have a commitment 1o excellence and
who continuslly demonstrate technical, administra-
tive and financial maturitys

Thuse, NSGBs were encouraged to become more business—Llike in
their pursuit of performance excellence. In additiony, the
federal government has rationalized 1its involvement inh ama-

teur sSport by assuming that voluntary organizations, operat-
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ing independentlyy would not be capable of achieving high
rankings in international competltione. As Campagnola
(18979:8, =& former Minister of Fitness and Amateur Sport,
raaQOned:

Athletic excellence demands Funding and technical

expertise beyond the reach of athletes and most

voluntary associlationse. The systematic coordina—=

tion of all levels of athletic activity within the

bound of any sport demands not only Ffunding and

technical expertise, but also the kind of support

and planning not generally to be found, For per—

fectly understandable reasonsy, within most volun—

tary structuresssseit can best be expediated by a

central staff well placed on the national and in-

ternational levels.

However, deapite the evidence that suggeats that these vol-
untary organizations are being strongly influenced by the
faderal government, and are becoming more bureaucratic in
nature in ofder to iuprove their effectivepness in interna-
tional competitions there has been little empirical research
on the structure and function of these amateur sport deci-
sion—-making bodies.

Part of the reason for this lack of research can be
traced to the focus of the voluntary association literature.
That is, vary few researchers of voluntary organizations
have employed organizational theory as a Iramework for un—
derstanding voluntary social actione Rathery one of the
main research foci has been to describe socioceconomic and
demographic characteristics of voluntary association Joiners

{Hyman and Wright 19713 Babchuk and Edwards 18663 Curtis

1971; and Tomeh 1973 )« Ancther popular trend; from a social
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psychological perspective, has been to investigate the rea-—
sons for.volnntary association Jjoining {Jacosy 1965; Smith
19723 Banton and Sills 1972; Tomeh 19735 Frizzel and Zureck
1974 ). Similtarly, 4the limited research that has been con—
ducted on involvement in voluntary sport organizations has
examined the socioeconomic and demographid characteristics
of joiners and the reasons for participation (Bratton 19713
Beamish 19753 Gruneau and Hollands 19793 and Theberge 1980a,
19800 )a

A second reason for the dearth of research in this area
is that the bulk of the research on organiiational structure
has heeﬁ conductead en the profit-oriented business organiza-
tion to the exclusion of the voluntary type of organizations
This omigsion 1is unfortunatee. According to Heydebrand
(1873:3), we can only fully understand +the dynamlics of
structural wvariation and <change within an organizational
context through comparative research across the range of or-
ganizational functional types. By appilylng an organization—
al perspective to the study of voluntary organizations, it
would be possible to determine whether organizational struc-
tures are loosely patterned or are largely indistinguishable
from bhureaucratic business or government organizationse In
additiony as Smith (1972:8-16) acknowledgesy an organiza-
tional perspective would also add +to our  understanding of
the following features of voluntary organizations:

the nature and determinants of: the incidencey

growthy change and dissolution of voluntary groups
and organizations; the relationships between vol-



untary groups. and other groups and individual

affiliates; the effectiveness of voluntary groups

and their impact on social processes, social in—

stitutions, the larger society and the blo—physi-

cal environment; and the internal structure and

functioning of voluntary groups, orgenlzations and

related collectivities.

¥ith respect to voluntary amateur sport organizations,
the application of organizational theory would be an appro—
priate analytical toal For investigating a number of inter-
esting sociological relationshipse These Include:z: the ef-
fects that contextual variabiles such as organizational size,
organizational agey the level of technolagical expertise and
the extent of dependence on other organizations have on or-—
ganizational sastructure; the interrelationships Letween
structural variables; the interrelationships among variables
from both the goal and systems models of effectiveness; and
the relationship between gtructure and organizational effec—
tivenesse.

Much of the research on organizational structure, which
could provide a framework for investigating the above men—
tioned relationships, was stimulated by Nax Weberf®s (1922)%
theory of bureaucracys VWebher placed the emergence of modern
bureaucratic structures - within an historical and cultural
contexty explained the reasons why bureaucracy would be

linked to orzanizational efficiency and effectiveness and,

at the same time, warned of the negative conseguences that

T - o

1 Weber, Maxs; Economy and Socilety G« Roth and Ce Wittich
({edss )y New York;Bedminister Press, 1968y was originally

published as ¥Wirischaft und Gesellachaft (1922).
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bureaucracy would pose for the individual working in a
complex organization. Subseguentlyy some organizational re-
searchers have explored the relationship beiween contextual
factors and organizational structure (Pugh et ale 1968; Hin-
ings and Lee 1976; Hsu et ale 18383), ﬁhlle others have heen
interested in the interrelations among the characteristics
of bureaucracy {(Pugh et ale 1968, 1976; Hall 197235 Nansfield
19733 Grinver and Yagai-Arde Kani 1980). An additional re-—
search strategy has been to investigate the relationship be—
tweon structure and orzanizational effectiveness (Hage 19653
Blau 19743 Glisson and Martin 1880; and Sigelwman 1981 )e

In addition to the concern for organizational structure
as o control mechanismy sSome sociologists, inspired by Web=—-
er's work, have emphasized the importance of investigating
structure in a wider historical and cultural context (NcNeil
1878 ; Mommensen 18773 and Soloman 1978)s Still others have
taken a more critical view of Weber®s theorys With respect:
to this view, a considerable amount of research has heen
generated regardlng. the informal, unplanned and possibly
dysfunctional properties of bureaucracy (Selznick 19495 der-
ton et al. 1952; Michels 1966).

In the sociclogy of sport literatures Weber's theory
hag been utilized +to a limited extente Some research has
been done on the emergence of bureauvcratic forms of sport in
modern society (Riesman and Denny 18723 Luschen 19703 Frey

1978;: Schlagenhauf and Tiam 19763 and Ingham 1975, 1978,



8
1979 ) and on the negatlve consequences that the trend toward
bureaucratization peses <for the athlete (Fage 18735 Sage
19783 Frey 1978; and Kidd 1979, 1980). These approaches
parallel Weber's strategy of analysing the structure of mod—
ern soclety within an historical context while considering
the effect that changes in structure will have on the indi-
viduals No empirical research has been bagsed on the rela-
tionghips between context, sStructure and effectiveness in
sport organizations. However, Waeber clearly suggested that
the structural indices of bureaucracy are highly interrelat-
ed and that effectiveness would increase the more a meodern
organization adopted a bureaucratic form of controle Aa 1t
is becoming increasingly evident that voluntary sport organ-—
jizationBys such as Canadian N5SGBs, are gradually agasuming a
more bureaucratic structure in order to improve performance
in international competitions <this line of inguiry needs to
be developede.

The most expedient way to develop this 1line of inqguiry
is t0o apply the research which has been done on Weber's
theory of bureaucracy and the concept of organizational ef-
fectiveness in a business setting to the case of voluntary
sport organi;ations. This approach could prove to be espe-
cially useful if, as Sills (1972) arguesy voluntary organi-
zations move through the same developmeht'putterns and form
the same types of social relatlonships as do other types of

organizations. A comparative approach to organizational re-
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search has long been advocated by Pugh et als {1968)y, who
have estabplished a strong tradition of research on organiza—
tional structuree The work by Pugh et ale (18968) represents
the first of a series of studies carried out at the Univer—
aity of Astou in Birminghoamy England since 1960. Pugh et
ale examined the relationships between context, structure
and other organizational variables across a diverse range
of organlzations, inbludlng manufacturing companies, govern—
ment departments, retail stores and the transport industrye
The rationale Ffor this comparative approach was summarized
by Pugh et al. (19763:vii) in the following statement:

an aim of  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

regularitiess
Although Weber's work stimulated a strong research tradi-
tiony as illustrated by the Aston groupy the voluntary sec—
tor has been largely overlooked as an area of inquirye. The
application of Veber?'s ideas to voluntary organizations
would help resolve the issue of whether the Aston groupg?
findings <an be generalized across organizational tTypes.
Thia strategy will, at the same time, provide information
about the nature of control nmechanisms in voluntary amateur
sport organizationse

According to Weber's predictions, bureaucracy would he-~

come the most effective control mechanism in modern society

because administrative functions would be carried out objec—
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tively and rationally as cpposed to traditional societies in
which ascribed status was the hasis for authority and powers
I+ is - this ?'Occidental Weltanschaunng® or sclentific
achievement-oriented world view which legitimized +the rise
of bureaucracys Bureaucracyy with 1ts speclalized division
of labory highly gqgualified officialsy reliance on formal
rules and procedures, centralized declsion—aaking, a hizh
ratio of clerical staff, and an impersonal work orientation
aims for maximum effectiveness and efficiency. Thus, Weber
predicted that it would penetrate all types of social insti~-
tutionse Therefore, traditional forms of authority; charac-
terized by the arbitrary decision-making of notablesy, would
be replaced by the impersonal and rational type of organiza-
tional actione

Subsequent to Weber's writinz on the superiority of bu-
reaucracy as a control atructure, the majority of research
has been conducted in two main areas; oney the effects of
context on structure and twoy, the interrelationships among
structural variablese The most common variables that have
peen used to measure bureaucratic structure include:z spe-
cializationy, standardization, formalizationy centralization
and configuration {Hinlngs and Lee, 1976)e Specialization
refera to the divisicon of labor within the organization,
while standardization is measured by the extent to which
proceduraes are governed by regulationse Foé-alization is

the extent to which rules, procedures, instructions, and
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communications are written downe Centralization is a measure
of the locus of decision—-making authority in an organiza-
tione. Configuration, a variable which is an appropriate
measure when there are levels of hierarchy within an organi-
zationy deals with the shape of the role atructure.

Specializationy, formalization and standardization have
been found to be positively correlated with each other and
have been described as being highly related componenits of
the #fstructuring of activities' dimension of bureaucracy
{(Pugh and HBinings, 1976). Centralizationy, which is consid-
ered to be a separate Yconcentration of authority" dimension
by the Aston group, has most often been found to be neg—
atively correlated with the variablies 1included 1in the
igtructuring of activities'! dimensions Thus; with the 1in-
creased Ygstructuring of activitlest, the locus ©of authority
tends to decentralize throughout the organizations A third
structural dimension that has been investigated is the Yline
control of workflow" and includes variables such as the pr;-
portion of clerical ataff to decislon—-making personnel.

However, in Weber's discussion of the ideal +type bu-
reaucracyy he also alluded to a fourih dimension which could
be Labelled "the characteristics of office holders®, 1In his
writings on bureaucracy, Weber described several character—
istics of the bureaucratic office holders Three of the most
prominent features include: the necessity of professional

ﬁualitlcations for entry into an organization, the tendency
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to remain 4in acgqguired positions for a long period of time
and the development of an impersonal work orientation among
COWOrkers, Thus,; one important gquestion 1s to determine the
degree to which the Aston groups?! original three dimensions
are interrelated within voluntary amateur sSport organiza-
tionse Apnother consideration is whether or not the %charac—
teristics of office holders? dimension is interrelated with
the other structural diaensibns of bureaucracye

In addition, the relationship between a number of con-
textual variables, such as organizational size, organiza~
tional ages dependence and technology have also been inves—
tigated in relation to the sitructural variabless In the
majority of studies, organizational size and the degree of
dependence on other organizations have been found to be the
beat predictors of organizational structure (Pugh et als
1868; Hsu et ale 1983). Larger organizations tend to be
more burea;cratic, probably due to a need for increased con-
trol as the number o employvees increases. Converselys the
more dependent an organization is on a parent companyy the
1less likely it is 1o be clearly structureds. Replications
are required to determine if the same patterns exist in vol-~
untary amateur sport organizations.

In his review of the literature on bureaucracys Blau
(1974) concluded that the structural bureaucratic attributes
are interrelated and their effects interact on each othere

If these same attributes are found to be present to some de—
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gree in Canadian NSGBs then the same interrelations can be
expectede. It is highly uniikely, however, thal these char-
acteristics are present in the NSGBs 1o the degree outlined
by Webers This is because ¥eber's ideal types were.not
meant to represent reality. They were coastructed as heu—
ristic devicas from which comparative and causal judgements
could be made (Rex 19773 Ingham 1979 )« The interesting
guestion is to determine the extent to which Canadian NSGBs
and other voluntary sport organizations approximate the
structure of Weber's ideal type. In addition, in order to
test VWeber?'s assumption that bureaucracy is an effective
form of social stracture, the correlations between indices
of bureaucracy and organizational effectiveness need 1o be
examined. Because there is evidence that the structural
variables are interrelated it will be necessary to control
for the effects of structure on effectivenesse Unfortunate-
1y, the retationship between structure and organizational
effectiveness has heen given little attention in the litera—
ture to datee.

According to Sigelman (1981), two main hypotheses have
been examined in the Timited research which has been done on
this relationshipe With the first hypothesiss a positive
linear relationship between bureaucratic structure and or-—
ganizational effectiveness i3 predicted, a relationship
which is consistent with the ¥Weberlan %traditione As Sigel-

man (18981:253-254) explaing:
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The hasic idea here is that division of 1labor,

specializationy achievement orientation, recrult—-

ment and promotion on the basis of merit, effi-

ciency- consciousnesss clear-cut patterning of re-

sponsibitity, and other bureaucratic
characteristics encourage organizational rational-

itye Accordingly, as these characteriatics diffuse

throughout +the organlization and become institu-

tionalized over the course of time, more effective

perforaance should followe.
In the second instance, a linear relationship bhetween bu-
reauncracy and effectiveness is predicted, but this time, the
slope of the relationship is negatives.  Sigelman {1981:254)
reporis that some resgsearchers have argued that the explana-—
tion Tor a negative relationship is that, Wthe increagsingly
bureaucratic organization becomes progressively more suscep—
tible to performance lapses as its structural arrangements
become more elaborate'.

To reconcile these contradictory perspectives, Sigelman
suggests that an S shaped curve may best explain the rela-
tioﬁshlp between bureaucracy and effectivenesss He
(1981:1256) explains that effectiveness may suffer when an
organization first adopts a more pbureauvcratic styley but ef-
factiveness can then be facilated as *rational procedures
replace the ad hoc ones', However; alfter a point bureaucra-—-
cy may be detrimental to effectiveness becausel

Specialization may give way to water—-tight com—

partmentalization, efficiency +to goal displace=

ments impersonality to outright dehumanization and

hierarchy to rigidity (Sigelman, 1981:256).

Thus, in thilis study, organizational age could be an impor-

tant contextual variable since the relationship between bu-—
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reaucracy and effectiveness may vary according to the stage
of growih of the organizations Furthermorey it 1s important
10 determine the degree to which the contextual variables
are interrelateds If they are found to be highly correlatedy
it will be necessary to implement control procedures so that
the unique effect of each contextual variable on structure
can be determined.

Careful consideration must also be given to the iIndices
of organizational effectivenessa. Researchers have long heen
interested ih isolating the variables which predict orgaql—
zational effectivenesss Howevery, several problems regarding
the measurement o©f the concept have hindered progress in
this direction (Steers, 1977 ). Part of this problem stems
from the use of alternative theoretical orientations regard-
ing the functioning of organizations. More specifically,
some researchers have used the goal model to measure organi-
zational effectiveness (Price; 1968)y, while others have em—
ployed the systems model (Yuchtiman and Seashore, 1567 )
With the goal model, effectivenegs is measured according to
the ability of an organization to achieve desired objec—
tives, while in the systems model, effectiveness is measured
in terms of the organization's ability to acquire scarce re-
sourcess

While the issues surrounding the use of the goal and
systems models will be discussed in the next chapter, it is=s

important to mention at the outset that the relationship be-
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tween indices from Dboth models will be explored in this
studye Since pertormance excellence is an expllcit objec-
tive of all NSGBs which are responsible for the administra-
tion of Olympic sports, the ranking of the sport in interpa-
tional competition will represgsent a mensure from thé foal
models In addition, because NSGBs must continually strugale
to obtaln fTundingy thelr ability to acguire funds from the
government and other sources will be included as an index of
the smyvstems models. The use of both the goal and systenms
models is intended to examine the controveray existing in
the literature on organizational effectiveness. In the lit-
eraturey the two models are elther regarded as alternative
views on organizational performance {Campbell, 19765 MNolnar
and Rogersy 1976) or as complementary tools for analysing or-
ganizational action (¥Webb, 1874). ¥ith respect to the lat-
ter view, it has been suggested that the systems model may
be a logical extension of the goal model 1in that resources
are required to achieve desired goalse

Thus, if the itwo models are assumed to be complementary
methods of measuring organizational effectiveness, & posi-
tive relationship between the goal and aystemns measures
would be expecteds With respect to this study, organiza-
tions with teams which rank high in worid rankings would be
expected to be more successiul in acquiring scarce funding
resources than are corganlizations with teawms with moderate or

low world rankingss This interpretation is consistent with
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the assumption underlying the systems model that the ability
to acguire rescurces 1is a reflection of the organizationts
success at producing desired outcomes, and thus assumes that
the suaystems and goal models are complementary tools for
measuring organizational effectivenesse

However, it has also been argued that the acguisition
of inputa into an organizational system does not necessarily
guarantee that desired outcomes will ©be achieveds A number
of uncontrollable factors which are external to the organi-
zation may prevent inputs from being trunsiorne& into out-~
putse Ory inputs may be mismanaged at various points
throughout the system and are therefore not transformed into
desired outputs. With this interpretations a negative rela-
tionship or the lack of a significant relationship hetween
the two models of organizational effectiveness would be ex-
pectede Thusy besides investigating the relationship be—
tween structure and effectiveness, this study will also ex-
amine the gquestion of whether +the goal and systeas models

are complementary tools for investigating organizational ei-

fectivenesse.

In sSumy ¥ebher'!s tﬁeory o? buresucracy provides a frame-~
work for investigating the structure and meaning of modérn
amateur sport by? . focusing on the historical and cultural
context in which orgenizational structures emergey examining
the effects of structure on the attainment  of instrumental

objJectives and resource acguligsition, while considering the
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consequences of a shift in power as control is taken out of
the hands of the workery or in this case, the participant.
This study will investigate the second portion of this Webe—
rian framework; a portion which has received 1Little atten—
tion in +the sociology of sport literaturee. To +this end,
several relationships will be examinede These Iinclude the
relationships between selected contextual wvariables and
structure, the Interrelationships among structural vari-
ablesg, the interrelationships among the goal and systems
models of effectiveness and the relationships between struc=—

ture and effectiveness.

IThe Problem

The purpose of this study is fourfolde The first pur—
pose is to examine the relationships hetween the contextual
varliables of organizational size, organizational age, tech~-
nological expertise and dependence on other organizations on
organizational structures Second, the interrelationships
among the bureaucratic structural wvariables will be anal-~-
ysed, including: formalization, speclalization, centraliza-
tion, impersonality of work relations, professionalism, ca-
reer stability, and the proportion of <clerical staf¥ +to
declision=making personnel. Thirdy the relationship beiween
bureaucratic structure and measures of both the goal and
systems models of organizational effecviiveness will be in-—

vestigatede. The fourth purpose is to determine the extent
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to which indices of the goal and systems models of organiza-—
tional effectiveness are interrelated 1in voluntary Canadian

national sport governing baodies {NSGBs)e

Slgniticance of the Study

The examination of the relationship between bureaucracy
and effectiveness will provide insights into the present
stracture and function of ameteur sport at the decision—=mak-—
ing ltevels Few studies in the sociology of sport have exam-—
ined decision-making structures, even though +these bodies
undoubtedly have a stirong influence on the development of
amateur sSports Hesearch at this level of analysis is impor—
tant for a number 0f reasonse Firsty by looking at present
organlizational structdrq, empirical evidence regarding the
extent oFf pureaucratization will be provideds This will
highlight how the administration of amateur gport has
changed over timee In the pasty the administration of ama—
teur sport at the localy provincial and national levels was
much less formale Many of the adainistrative dutles, includ~
ing coaching and officiating, were performed by the athletes
or parents of athletes who devoted their apare time to the
organization of sport in a more spontaneous and informal
manner {Task Force Reporti 1969; Roxborough 1975; Schrodt
1981 ). Howevery with the increased bureaucratization of
sporty decision—-making power and authorityy especially at

the national level, is becoming more and more coencentrated
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in the hands of professionally trained executive members and
pald professionalse.

White this transition may improve organizational effec—
tiveness, as measured by performance and revenue genetation
indicatorsy it is also "removing the power from the athletes
and velunteers', thus resulting in the loss of Yplayer con-
trolled games ¥o nanagzement controlled big time® {(Page,
1973 )a Using Weber's terminologys the athlete may become a
mere cog in the bureaucratic machine. According to several
sport sociologists, the consequences of such a shift in pow-
er from the athletes and volunteers tg the professionals and
government officials may include: declining rersonal autono-
may on the part of the athletes (Page, 1973)y 2 concentration
on producing winners instead of an emphasis upon the person-
al and emotional growth of the athlete { Sage, 1978 )y aban—
donment of expressive values achieved through athletic par-
ticipation {Freys 1978), the depersonalizaton of
relationships (Willey, 1977) and the subordination of the
athlete to the ma jor decislon makers (Sage, 1978). There—
forey a second contribution of this research will be to de-
termine the extent to which voluntary organizations in ama~
teur Sport are bureaucratizeds This will provide evidence
regarding how much these fears associated with the trend to-
ward bureaucratization in sport are warranteds

Thirdy, little research has been completed in the soci-

ology of sport which integrates the concepts of bureaucracy,
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organizational effectiveness, and the voluntary ﬁrgnﬁiza—
tion. ihis integration is important because it adds an or-
ganlzational perspective to the study of voluntary organiza—
tions and, at the same times allows one to examine the ex—
tent +to which findings on business organizations can be
generallized across organizational typesa In the voluntary
association literature, voluntary organizations are seldom
characterized as beling bureaucratic in natures a quality
that is most often associated with governments, big busineas
and professional sporte

If bureaucracy is found to exist in voluntary organiza-
tions such as the Canadian NSGBs, a revision of the present
concepfualizations of voluntary organizations may be in or-
ders For exampley Smith (1972:1-«2) sees the functions of
voluntary organizations as being pluralistici as counteract-
ing the trend toward anomiey personal isolation and aliena-
tion that have acconpanied the bursaucratization of soclety;
as contripbuting to innovation and social changes as preserv—
ing cultures; and as nurturing personal freedome Smith's
statements seem to imply that voluntary organizations are
not bureaucratic; an assumption that may not be accurate in
the case of Canadian NSGBs. If it can be established that
such organizations are bureaucratic then one could argue
that participation results in consaguences opposite to those
egapoused by Smith. Because bureaucracy 1s associated with

impersonality of work relations, involvement may actually
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contribute to ieeiings of anomie, personal isclation and al-
jenatione Pluralli=sm of power bases may be resiricted through
government intervention, and innovation may noft be encour-—
aged when there 18 a reliance on formal work proceduress In
additiony the culture preserving function may be undermined
by the preasure for standardizatione Finally, personal free~
dom is difficult to maintain when roles, duties, decision~
making procedures and authority channels are clearly desig-
natede By examining the relationships between context,
pureaucracy and organlzational effectiveness in voluntary
amateur sport organizations, the assumptlons underlying the
nature of voluntary organizations can be examineds

In additions in keeping with the comparative organiza-
+tional approach advocated by the Aston gZroupsy this study
will examine the degree to which the results of past studies

can be generalized to the voluntary type of organization.

More specifically, the relationships between context and
structure, as well as the 1interrelationships among the
structural variables will be examineds Thusy even though

some of the operational vdriahles must be modified to ac~—
count for the unigueness of the voluntary organizations un-
der examination (see Chapter 3)y to am extent, a replication
of past research will be attemptedas

Howevery most previous studies have only reported the
zero order correlations between context and structure which
do not control for the confounding effects of the other con-

textual variablese. Therefore, more sophisticated techniqgues
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will be utilized to further examine the relationships
between these variables.

This study will also extend past research by consider*
ing a fourth dimension of bureaucracys %the characteristics
of office holders", as well as relating structure to organi-~
zational effectivenesse Thusy; a more indepth interpretation
of Weber's original theory of bureaucracy will be providede.
1o turther clarify these relationships, controls will also
be employed to determine the unique relationship that each
atructural variable has with the measures of organizational
effectiveness.

In sum, this investigation will analyse the extent to
which features indicative of bureaucracy are interrelated in
voluntary amateur sport organizations and how this form of
social organizetion is related to indices of effectivenesss
In addition, the relationships between the structural vari-
ablaeg of bureaucracy will be examined to determine if, as
the Aston group has found, the variables indicative of bu-
reaucracy are highly interceorrelateds The effects that con—
textual variables have on organizational structure will also
be explored to determine if similar relationshipsy as uncov~
ered in the business type of organizations exist in these
voluntary organizations. To determine whether the goal and
systems model are separate or complementary models for in-
vestigating organizational effectiveness, the relationship
between international performance success and financial re-

source acquisition will also be examined.
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In conclusiong the examination of these r;search
problems is intended to serve three function=z: one,y, to exam=-
ine the extent to which Webaer's theory of bureaucracy holds
for voluntary sport organizationsji two, 1o extend the liter-
ature on voluntary sport organizations from an organization—
al perspective; and three, to obtain a better understahding
of the nature of decision-making structures in amateur

sports.



CHAPTER 2 -~ REVIEW OF LITERATURE

Introducti

This chapter begins by describing the naturé aof Canadi-
an national sport governing bodies, including a brief expla-
nation of the role the Canadian federal government has
playvyed in the historical development of these organizationss
Nexty a review of the issues and the research regarding the
main concepts involved in this study are presenteds This
review includes the literature on voluntary organizationsy
bureaucratic structure and organizational effectivenesse
The £inal section of the chapter presents a review of the
rationale for the hypothesized relationships between indices
of context, bureaucracy and organizational effectiveness in

national sport governing bodieses

Canndian lational Spori Governing Bodies

According to Guttmann (1978)y; +the first national sport
governing bodies emerged in the middle of the 18th century
_in England; a development which later spread throughout much
of the modern industrialjized worldes In-contrast to primi~
tive sporty which was not characterized by bureaucratic de-—
cision-making structures, Guttmann (1978:46) contends thats

In the 20th Century almost every modern nation has
created a government sSports bureaucracy to0 aid,



26

abet, regulate or replace the voluntary
associations of the 19th Centurye

Guttmann explains that +the rise of bureaucracy in sport is
agssociated with a number of other characteristics of indus-
trialized modern society, including: a movement from the
sacred to the secular; an emphasis on equalilty, specializa-
tiony, rationalizatlon and quantificaticon; andy a preoccupa-
tion with record keepinge An examination of these charac—
teristics helps +to illustrate some of the reagons why
organized decision-making bodies have emerged to control am—
ateur sport.

One reason for this development was the shift from the
religious significance that was associated with sport in.
primitive societies to a more secular trend in which sport
is pursued for its own sakes. With an emphasis on the secu-—
lary it is likely that administrative structures will emerge
1o control the sport milievy 2 form of control that was once
thought to be in the hands of the Godse

In addition, Gutimann links the concept of eguality +to
the achievement principle; an ildeclogy which Weber associat—-
ed with the rise of modern societys Given this achievement
principlte, Guttmann (1978:26) contends +that rules have
energed to ensure equality in sport on two lLevels:? one, in
terms of equal cpportunities to compete, and seccond, in
terms of ensuring that competition conditions are the same
for all competitorse. Although it can be argued that this

ideal is seldom achieved, the goal of equality is pursued
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much more in modern sSport than it was in primitive societies
which were governed by ascriptive rather than achievement
principless

Rationalization is another process assoecleted with the
development of bureaucratic sport governing bodies. This
process is defined as "thinking in terms of means and ends'.
If success in Sport is viewed as the endy, then a number of
steps must be taken and rules established to ensure ithat the
end will be reached without disputes While rules, distances
for racesy and equipment designs were rarely standardized in
more primitive societiesy universal rules, standardization
and an emphasis on sclentific +training are all characteris--
tic of modern sSport ZfLormse. A1l +this preparation is the
means of achieving the end of athletic excellences According
to Gutitmann ( 1978:44):

It is highly unlikely that the tendency toward in=—

creased rationalization will be halted by protests

of men and women who cherish the day when sports

were avocationse.

Specialization is another concept which Guttmann links
to the process of bureaucraticizatione ¥hereas the cultiva-
tion of many skills was valued in eariier socleties and
there was little differentiation of roles, modern sport is
characterized by a more highly specialized division of la-
bors both administratively and on the playing fielde. This
increased division of labor is also linked to professiomnal-—
ism in that those in primary and secondary levels of in-
volvement tend +to devote a lot of time to their roles and

become very qualified in a particular area of expertiseas In
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additiony the size of administrative structures have expand-
ed in response to the desire for greater speclalization and
professionalicme

Quantification and record keeping are additional fea—
tures associated with the rise of bureaucratic structures in
sporte While performences and distances were rarely quanti-
fied in ancient societies such as Greecey "modern sports are
characterized by the almost inevitable tendency to transform
every athletic feat into one that can be quantified and
measured” (Gutitmann, 1978247 ). In additiony; the keeping of
statistics and records has been enhanced by many significant
technological advances {Jobling, 1976 )y and the emergence of
administrative positions which are entrusted with +this re-
cord-keeping functione.

Utilizing the concepts of bureaucracyy secularism,
eguality, specialization, rationalization, gquantification
and record keeping, Guttmann has applied a Weberian approach
to explain the rilse of modern sport bureaucratic structures.
Howevers; +there is very 1little empirical evidence regarding
the actual historical transformation of voluntary decision—
making boedies in amateur sSporte Scme sSport sociologists
( Dunning 18733 Ingham 1975, 1976, 1978; Riesman and Denney
1972) nhave employed similar approaches to that of Guttmann,
but have concentirated on the form of. the game played rather
than on administrative structuress Others have compiled de-

scriptive accounts of the development of selacted national
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sports governing bodies (Greaves 1976, the Canadian Gymnas-—
tic Federation 1973); some work has been done on the nature
of sport organizations 1n the 1800%'s and early 1800%s ( Met-
call 19763 Morrow 1981); and there is a growing body of 1it-
erature regarding how government involvement is affecting
the organization of amateur sport { Anderson 18743 Broom and
Baka 18785 Corran 1880; Xidd 1978, 1980). However, there is
very Little empirical avidénce or descriptive documentation
which explains the rise of Canadian NSGBse These organiza-
tions involve thousands of cltizens and goverpment oIiica}s:
and milliongs of tax dollars in direct donations and support
services are provided to theme They alsec represent national
sport policys evolving from provlncl;l and local associa—
tionsy at .the international level of organizations

At present, Canadian NSGBs appear to possess many of
the features which Guttmann contends are the distinguishing
characteristics of modern sports. The sport played by ath-
letes belonging to-the various sport governing bodies can be
described as being secular in nature and there are an abun-—
dance of rules and guidelines designed to achieve egquality
in competitione By looking at statements of purpose in the
constitutions of these organizationsy it is evident that
success In international competition 1is a major goal and
that standardization and preparation is encouraged, to vary-
ing degreesy in order to achieve this endes Thusse there is

gvidence of a rational type of ideologys National boards,
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which usually contain representation by provincial associa-
tions and some form of an executive boardy often have clear-
1y defined and differentiated <functionse These bhoards,
along ‘with numerous committees with specific mandatesy are
representative of specialization at an administrative level
of involvements. In additiony since 1870, salaried program
staff with educational gualifications have been hired in
growing numbers to carry out the day to day adaministrative
and technical tasks, a development, which among others, is
evidence of increased professionalization. In additions an
emphasis on guantification and record keeping is clear as
numerous records and statistics are kept on domestic Canadi-
an competition as well as 1nternational performances in the
Commonwealth Games; Pan American Games, OUOlympic Games and
Yorld Championshipnss

Gilven these characteristics, the present structure and
major affiliations of the Canadian NSGBs are i1lustrated in
Figure 1« As shown in thls dlagramy a typical sport govern—
ing body is composed of a national board, an executive
baoard, and =a nunbeé of committeess This administrative com-
ponent is responsible for policies and procedures for their
sport at the national level as well as thelr national team,
which 1s composed of the athletes, coachesy officlals and
various support staff.

In additiony this group is responsible for paid staff

who carry out the day 1o day administration of the associa-



ASSOCIATIONS

INTERNATIONAL

Canadian National

Sport Governing

Bodies - including
volunteer in the roles
of board members,

executive board

members and committee

members

FEDERAL GOVERNMENT

Minister of
Fitness
and Amateur Sport

Assistant Under-

Provincial Associations

Local Clubs

I
Athletes

National Secretary of State
Executive ‘
Director :
Secretary [——| Director of |—|Associate
- Sport Canada Director
| i ]
National Chief Administration Chief, Sport
Technical Contributions Officer Policy
—| Director &> l ]
Sport Sport Po]iqy
Consultants Officer
Other Salaried I
Program :
oo Sport Technical
Positions 0fficer
< > Provincial Ministries
_ of Culture & Recreation
|
< > Municipal Sport &

Recreation Departments

FIGURE 1: NATIONAL SPORT GOVERNING BODIES INTERORGANIZATIONAL NETWORKS

LE



32
tione Although not all sport governing bodies have the same
number of paid staff, there is often an executive director,
in charge of administrative duties; a technical director, in
charge of technical programs such as Jjunior athlete develop-
ment and coaching certification; as well as some clerical
stailsfe. All paid staff are centrally housed in the National
Sport and Recreation center in Ottawsa, a tcenter which pro~-
vides a pnumber of support services to the NSGBss These bod—
jes also represent loéal as well as provlnéial associations
and are linked through representatives to their internation-—
al associationss

However, gport governing bodies do not operate auntono—
mouslys Rather, Fitness and Amateur Sport, through Sport
Canaday contributes up to 90% of NSGB fundings To Jjustify
and to priorize government funding, Sport Canada consultants
are responsible for a number of agssoclations and make recom—=
mendationsy based on Sport Canada funding criteria, regard—=
ing the amount of szupport to be given to each NSGBes Although
these criteria are constantly under reviewy; those in effect
at the time of this siudy are as follows (Sporit Canada Cri-

teria, 1982):
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SPCRT CANADA CRITERIA

To bhe eligible for consideration by Sport Canada
for fTinancial support, a national sport governing
body shall:

1. Be receiving provincial government financial support
for administration programsy such as executive and
general meetings as well as technical programs such
as provincial competitions and coaching development
in at least 6 Provinces or Territories in Canadaj

Excention:® a sport may be considered for financial
support of its national team program (training, com—
petition, athlete assistance, research and suppornrt
services ) if 1t is entered on the current calendar of
the Commonwealth Games and/or Pan Am Games and/or the
Olympic Games and meets +the following perforsance
standards:

a) Commonwealth = can win medals
b) Pan Am - can finish in the top &
c) Olympics - can finish in the top one half

2 Have a written statement ratified by the association
or an objective 1in the constitution which cliearly
states commitment towards developing excellencee

3. Be incorporated under the Canada Corporations Act as
a national sport governing body or have eguivalent
legal protections

4. Be recognized as a member of their respective inter-
national sport federation {(this federation must be
comprised of countries representing at least 4 conti-
nents);

Exception: a sport may be considered for financial
support if it has a tradition or heritage in Canadian
sport and has received FAS funding for more than 10
yaarss

5. Have lndependent annual assets for implementation of
a basic national sport development programs The min-
imum assets shall be equal to at least 10% of the
Fitness and Amateur Sport support;

6. Have undertaken the implementation of plans in the
areas of:
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a) athlete development programs (training and compe—
tition)

b ) coaching development
c) officials' development

7e Have an identifiable organizational structure with
clearly delineated functionsy committee siructures
and job descriptions and have sufficient valunteer

depth to £ill all national positions;

8. Have subplitited a multi-year plan with measurable ob—-
Jectives for the following principle program ele-

mentse. This plan shall be eandorsed by the sport gov-
erning body and approved by Sport Canadas

2) athlete skills development

bh) coaching development

c) officials? development

d) rale development and standardization

e) national competition opportunities

f) national team competition and training plans
2) national team support statf development

h)} research and athlete testing programs

1) Talent Identification and feeder system

J) promoticn

9. Have the capability to meet the needs of the member—
ship in both official languagess

Thus, to be eligible for Ffunding, NSGBsS must be commit-
ted to performance excellence and must develop business-like
organizational structures and planning systems in order to
achieve this obJjective. To achieve %echnicnl, administra—
tive and financial maturity, the NSGBs must develop hier-

archical authority structures; become nmore differentiated
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with specialized duties,; roles aﬁd functians; establish
rules, procedures and job descriptions to guide decisions
and actlons; place more emphasis on the qualifications of
nembersi and place a high priority on performance excellence
of their teams and athietes. All of these developments are
characteristic of Weber®s bureaucracys
Although the federal government is able to exert a con-
siderable influence on the goals and structures of the NS5GBs
through its control over fundings Broom and Baka (13978) con-
tend that such direct government involvement in sport is a
relatively recent developments It was pnot until 1965, when
a Task Force Report on Sport for Canadiansy was released to
identify reasons for Canadal’s dismal performance in interna-
tional sporty that the federal government became 6pen1y com—~
mitted to the goal of athletic excellences Previous to this
timey according to Broeom and Baka (1978:70), 1t was thought
t0 be politically risky to support elite sport programs un-
1less sport Ffor the masses was used as a Covers With the
publication of this reports Sport Canada was established to
support the growth of competitive sport at the national and
international levels. In addition, the Coaching Association
of Canada was formed to improve coaching effectiveness
through National Coaching <Certificatlon Programsy graduate
coaching scholarships and coaching apprenticeships. The
Task Force Report also recommended that a financial ajd pro-

gram be established 1o assist student athletes and to en—
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courage outstanding athletes to stay 1in Canada instead of
attending school in the United States where scholarships are
more readily availables. This recommendation resulted in the
formation of the Athlete Assistance Program and by 1977-78
approximately $le6 million wids being budgeted for athlete
assistance«

The Athlete Assistance Program was related %o another
program known as Game Plan which was launched in 1972.
Through talent identificationy expanded competition opportu-
nities, the hiring of national coaches, and the formation of
centralized training centers, the aim of Game Flan was to
drastically improve Canada's standing in international com-—
petitione According to Broom and Beakay, $595 willion was
apent between 1973 and 1976 +to launch this programe The
program was successful in achieving its goal as the number
of A carded athletes (those who are in the top eight in the
world), and the number of B carded athletes (those who are
ranked from 8th to 16th in the world)y totalled 126 in 18763
an increase from 47 in 1972. A further indication of the
success of Game Plan was that:

Canada rose from twenty-first position in the 19872

Summer Olympic Games %o tenth in 1876 - its hest

performance since 1932 {(Broom and Baka, 18978335).

Support to national sSport governing bodies from the
Minister of Fitness and Amateur Sport (FAS) have continued
40 increase until, in 1981, total contributions . are ap=—
proaching the 33 million dollar marke Howevery HNSGBs must

conpete with each other Ffor Ffunding by demonstrating admin-
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istrative maturity and by achieving success through their
teams and athletes in international competitione. As men=
tioned previously, one of the purposes of this study will be
to examine how +the structural characteristies of the NSGBs
are related to the ability of the organization +to secure
funding from the federal governmentes One guestion to be 1In-
vegtigated is whether NSGHs with more bureauvcratic charac-
teristics are able ‘to acquire financial resources more ef-«
fectivelys

In addition to the Task Force Report, another major de-
velopment which stimulated government Iinvolvement in sport,
was the passing of Bill C131 in 1961, the Fitness and Ama-
tour Sport Acts Cnce againg +t+he government was concerned
about losing national prestige through poor sport perform—
ancese This concern was most evident in the following recol~-
lection by Regan (1981:3), a past Minister of Fitness and
Amateur Sport:

The following year (1960)y at the Summer Olympics

in Rome, our national pride was offended againe

In one of our poorest performances every Canada

placed 26th, taking home only one medal, a silver

in the rowing eightss It was becoming obvious

that something had to be doney both for our top
level athletes and our sageing wailstliness

With the appearance of the Fitness and Amateur Sport Act,
the National Advisory Council on Fitness and Amateur Sport
was establisheds The function of this council was to advise
the Directorate of Fltness and Amateur Sport regarding poli-

cy and funding programSe
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Prior to 18961y according to Broom and Baka (1978 )y +the
federal government had only superficial involvement in ama-—
tour sporte The concern over the loss of prestige through
international sport was a more recent development, whereas
in the past, achieving national security through fitness and
sport as rehabilitation for the unemployed were the more
prominent reasons for government involvemente However, dur-—
ing the 1920%s and 1930%s there ﬁ;y have been less need for
the <federal government to¢ be concerned with performance
since our achievements at the Olympic Games during that time
have never been equalied (Schrodts 1981).

While there is some evidence of the growing effect that
government involvement has had on the bureaucratization of
veluntary organizations such as NSGBs, there has been little
research on the <changes in the administration of these or-
ganizations over tiame. In Canaday the first evidence of a
national sport governing bhody which operated autonomousty
from the federal government was the National Lacrosse Asso-
ciation which was formed in 1867. Howevery Schrodt (1981:7)
contends that Y"these early organizations were often national
in name only"y, as many were formed before their provincial
asacciations were createds However, these so-called nation=-
al associations did signal the growth of a national identity
through international competition. Although little has heen
written about the actual administration of +these organiza-

tionsy, they undoubtedly were the forerunnpers to the more bu—
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reauvcratic forms of organization seen todaye. For exampley
Morrow {1981) contends that prominent members of the Montre—
al Amateur Athletic Association, which was formed as a re—
sult of an amalgamation of several‘%ingle sport clubsy were
instrumental in the organization of at lea=st ften national
sport governing bodies in the late 1800%s and early 1800 %3.

Another important early development was the formation
of the Amateur Athletic Union of Canada (Ae«AeUs) in 1835a.
This organization claimed national Jjurisdiction over a num=
ber of sports. According to Schrodt (1581)y the AsAeU. was
formed due to a need to represent Canadian sport collective—
1y in international competition and at the Olympicss By
1919, approximately half of the existing seventeen national
governing bodies were AAU affiliates and this body also rep-—
resented Olymplc sports which had not yet developed a sport

governing body.

Sumansry

There is litile information which documents how Canadi-
an national sports government bodies have evolved to become
bureaucratic in natures; a characteristic which along with
secularism, equality, specialization, rationalization, quan—
tification and record keeping are features of modern sport.
Although these organizations have their roots in the 1800"'s,
it appears that federal government involvement, mainly since

1970, has been a major influence in the bureaucratization of
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the NSGBs. The control that Sport Canada has over NSGB
funding is one of the main reasons for governmentallinflu-
ence on the structure and goals being sought by these organ—-
izationse.

While recognizing the lmportance of longitudinal re-
searchy thia study will investigate the present gtructure
and effectiveness of Canadian NSGEs. It is hoped that this
study will #ill a void that presently exists regarding the
organizational nature of sport at the decision-making level
and will thus form a base from which longitudinal analyses
may be undertaken in the futures

In order to conduct this research, it is necessary to
review the 1Literature in a number of related areas such as
voluntary organizations, pbureaucracy and organizational ef-
fectiveness. The next section of +this chapter reviews the

research that has been conducted on voluntary organizationse

Yolupiary Organizaiions

EFunctions

A8 leisure time has increased in post industrial socie-
ty, +the commitment to voluntary organizations in many areas
including religion, sciencey sSporty politics, and education
has been on tpe rises Smith (1972:1~2) contends that the im—
pact of voluntary organizations on socilety is widespread:

Volunteer participation in many cases contributes

meaningfully to0 individuals positive mental
health, satisfactiony and sense of happliness, thus
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counteracting the trend ftoward anomiey, personal
isolation, and alienation that in many cases tends
to accompany the increasing urbanization, indus—
4rialization and bureaucratization of societye

Certain kinds of nonprofit organizations, notably
interest groups and pressure groupsy are thought
+0 he wvital for the maintenance of a democratic
society insofar as they facilitate a pluralism of
power bases and the participation of a variety of
ipndividuals in the political process in ways other
than by voting and office holdinge

Voluntary organizations and social wmovemenis are
usually in the wvanguard of social change and inno-
vatlony having in most cases less to lose and more
to gain from such changes than do the more estab~-
lished, profit making organizations or government
bureauvcracies.

On the other hand, certain voluntary organizations
also play a major role in preserving cultures, ar-
tifacts, ideologiesy valuesy and symbols of the
past, thusg contributing to the maintenance of our
cultural heritage of diversity, the Tmany" fron
which we have hecome in Some sense "onele.

Finally, even if none of the foregolng functions

of voluntary organlzationas were currently impor-

tant in a glven soclietyy such organizations should

still be worthy of study as vital manifestations

of the fundamental freedom of associgtlon; a free-

dom that wmust be jealously guarded and carefully

nurtured in a world where such freedom is by no

means universal nor permanent in any sensee.

However, Smith's statements seem to imply that volun-—
tary organizations are not bureaucratic in nature; an as—
sumption that may not be accurate, especlally in the case of
Canadian NSGBss I# it can be established that such organiza-
tions are bureaucratic then one could argue that participa-
+ion results in consequences opposite to those espoused by

Smithe Hecause bureaucracy is associated with impersonality

of work relations, dinvolvement may actually contribute to
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feelings of anomiey personal isolation and alienatione Plu-
ralism of power bases may be restricted through government
intervention, innovation would not be encouraged when strict
adherance to formal work procedures is enforced and the cul-
ture preserving function may be undermined because of pres—
aure for conformiiye Finally, personal freedom is difficult
t0 maintain when roles, duties, dec ision—-making procedures
and authority channels are clearl& designateds The problems
associated with present concepiunalizations of voluntary or~
ganizations lie in two main areas: the definitions of vol-
untary organizations and the focus of the research that has

been conductad to dates

Definitioss and Ivoologies

The definitions for voluntary organizations bave thus
far been based on the rewards that individuals receive for
participatione. That is, involvement has been defined ac—
cording to whether 1nd1viduals receive financial remunera-—
tion for their efforts or according to the degree of freedon
of choice in entering into e voluntary role in an organiza-—
tione For exawple, Smith (1966:483) contends that the defin-—
itive characteristic 1is that Ythe majority of members are
neither paid for participation in the organization nor
physically coerced into such participation.' Banton and
811131(1972:363) classify voluntary organizations according

40 the fellowing criteria:
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First, the major activity of the orzanization 1s

not related +to the business of making a living,

that is, to the economic activities of its mem—

herse Second, the volunteer (ie. non salaried mem—

bers) constitute a majority of participantse.
In addition, Tomeh (1973:92) defines voluntary organizations
as Yorganizations in which membership depends on +the free
choice of the individual while severance rests at the will
of either party.”" Tomeh further characterizes such organi-—
zations as being nonprofit in nature wilth collective ob jec—
tives, delegated authority patterns and duties, elected or
selected officers and periodlc and/or Zfrequent nmeeting
times. Thus, organizational patterns are not viewé& by Tomeh
as being necessarily loosely structured; a feature which is
commonly associated with veluntary organizationse.

VTomeh recognizes that the "free choice! element of his
definition is problematic because the degree to which “free
choice" is valid 1n religious or labor union inveolvement re-
mains open to guestions In addition, sSome may argue from a.
more deterministic perspeciive that we are largely social—
ized into various societal roles and affiliationg. Ory from
s conflict perspectives it could be argued that persons of
lower socioeconomic status do not possess the same opportu-—
nities as those of higher sSocioeconomic status. They are
therefore excluded from participatione ¥inallys one couid
argue that individuals have free choice in determining occu-

pations as well as veoluntary involvementse
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Researchers have attempted to differentiate between
voluntary and other +types of organizations on the bhasis of
the types of rewards that members recelve for their works
plus the degree of freedom in becoming involvede These def~
initions do not capture the differences which may or may not
exist at an organizational level of inquiry.

Similarily, typologies of organizations, which are use-
ful for systematic comparisons at an exploratory stage of
research,; have tended to focus on reasons for individual in—-
velvements. For example, Gordon and Bahchuk (1859) identified
three types of organizations according to the functions that
they perform for the individuala In an expresslvaItype of
organizations including hobby groupssy the activities are de-
signed to be immediately gratifying to the participantse. In
contrast, instrumental associations either provide a ser—
vicey, produce a product or serve to maintain some normative
condition. These groups are usually organized to cope with
the external organization and include iabor unions, politi-
cal organizations and professional groupse Mixed groups in-
corporate qualities of both expressive and instrumental or-
ganizationsy thereby providing for the individual members
while attespting to peribrm some function Ffor the larger so~—
éiety.

Warriner and Prather {1966) developed a typology which
classifties voluntary organizatlons according to the agssumed
value function of the central activitiess

1. pleasure 1in performance egs. sqguare dancing <clubs
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2« sSociability egs the happy hour
3 ideclogical symbolism ege churches

4. production ege the Humane Societye

A third typology along these lines, although not de~
signed specifically to classify voluntary organizations, is
the scheme by Blau and Scott (1962). Their system is based
on the prime beneficiary of the organization which may be
the membership, owners, clients or societys The categories
which result from this analysis include mutual bepnefit asso—
ciationsy business concernSy service organizations and com=-

monwealth organizationse

Soclodamogravhic Approachese

The preceding definitions and typoleogies are reflected
in the research on voluntary organizations. This area has
largely addressed the following two guestions: who Jjoins
voluntary associations and what are their reasons for in-
volvenent? To examine the first question, researchers have
assessed the socloeconomic and demographic characteristics
of Joiners including their education, agey sSexs ethnic back-~
groundy gccupationy income and religious affiliatione From
the work of Hyman and Wrlight {1971), Babchuk and Booth
(1969) and Curtis (1971), a tentative profile of é Jjoiner

has emergede This person is more likely to be from a high
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soclial class backaroundy, a male rather than a female, a pa-
rent rather than a non—-parenty a voter rather than a non—
votery white rather than hlack, a non-farm resident rather
than a farm resident, and Jews are more likely than Protes-—
tantsy WwWho are both more likely than Catholics to be join-
erse.

A similar research strategy has been utilized to study
the characteristics of executive members of selected Canadi=-
an national Sport governing bodiess Bratton {1971) compared
executive mombers of tﬁe Canadian Volleyball Association and
the Canadian Amateur Swimming Associatione He found that the
ma jority of members of both associations tended to bhe male
(74% and 78% respectively), +to have a higher education than
the national average, to come from higher economic strata
than national averages, and to hold high status occupations.
Those with a Catholic religious affiliation wWere underrepre-
sented in both organizations. In addition, swimming execu-
tives tended to be-older, a higher proportion were of Brit-
ish ethnié origin (70%) and +they were primarily parents of
the participantse.

In a study of twenty—-two national amateur sport associ-
ations, Beanish (1975} found support for the contention that
there is a direct relationship between an advanced socioceco-
nomic position and a high rate of participation in voluntary
associationss. Executive members were almost exclusively male

Anglophones from larger urban centers who had higher socioe-—
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conomic backgrounds than national averages. Beamish (1975)
offers three alternative explanations for his findings that
higher status individuals tend to participate more in volun-—-
tary sport organizations +than those with lower statuse.
These include:

1e differences in sociatization patterns in the various
stratas

2« the inculcation of different values; and

3. differential access to information and skills
(1975:3).

Explanations such as these must be examined Ffurther in
order to draw conclusions as to the reasons why high sociloe-
conomic social positions ars related +to the propensity to
bvecome involved in voluntary organization roles.

Hollands and Gruneau {1979) tested whether there have
heen changes in patterns of NSGB executive recruitment by
sampling executives from 1955, 1865 and 1975. In general,
Holland and Gruneau's findings replicate those of Beamish
and Brattone Most executives were maley, were aged 30~50
vears, had high occupational status and were Anglophones In
addition, exacutives have often participated in sport to a
high level, belong +to more than one voluntary association
and report that a long time personal association with their
sport is the main reason for involvements One of the most
interesting trends identified during the 1855-1975 time span

waa that executives reported higher levela of educational
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attainment and an increasing pumber occupy professional oc~
cupationse Hollands and Gruneau (1879:3) reason thati

It may be that one of the results of a growing

"hureaucratization in Canadian sport is an emerg—

ing tendency for people to put a great emphasis on

formal education in the identification of leader—

ship capabilitiess OCr it may be that one of the

features of sport's Vbureaucratization®™ in the

1970%*3 is an increase in the number of "profes—-

sional" recreationalists, physical educators, and

technical specialists in the labor force.
For the purposes of this study, it is i1mportant to analyse
the data to determine whether educational attainment varies
by sporty, and whether such variations can be related to in—
dices of organizational effectivenesss As will be discussed
later, the concept of professionalism is one of the essen~
tial elements of ¥Weber's theory of bureaucracys

Theberge (1980a) extended earlier studies by surveying
sport executives at the provincial levele. Theberge chose
five sports that are fairly well organized and that have fe-
male participantse A simple profile of the sport executives
showed that:

they are equally i1ikely to be male or female, typ-

ically they are married, Canadian borny well edu-—

cated and likely already to be in a supervisory

role in their own occupations (1980:137 ).
However, some differences emerged when the data was analysed
by sport. For example, in swimming more men than wonen are
executivesy men are more likely to hold executive technical
positions and 81% of the men hold supervisory Jjobs compared
to 22% percent of the womens. Thusy whether ©r not one holds

a supervisory type of joby wmay be a function of the sex of

the executive membere.
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The works by Bratton, Beamishy Gruneau and Hollandsy

and Theberge exemplify .a popular trend in the sociology of
sport research on voluntary eorganizationse This parallels
the major thrust of examining socioceconomic and demographic

variables in the voluntary association literature.

Social Peychological Approaches.

The functions that voluntary assoclations perform Ffor
the individual have heen studied to a limited extent from a
social psychological perspectives. For exampley Babchuk and
Edwards (1966) sampled 303 groups according to the extent of
indiv;dual affiliation, amount of participation, age and
stage in the life cycley and the locus of the organizationss
They concluded that most voluntary assoclations serve inte-
grative functions for the individuals

Jacoby (1965) found support for Gordon and Babchuk's
instrumental—~expressive typologye while Sills (1972) was
concerned with the latent and manifest functions of volun-
tery associationse Manifest functions are those which are
intended and recognized by the participants, such as soci-
abilitys recreationy service and political actions Latent
functions include those which are neither intended nor rec—
ognized by the participants but can be gobserved by the so-
cial scientist. Sills identifies social integration as an
example of a latent function, but questions the idea that
voluntary associations compensate for the weakening‘of pri-

mary 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 assoclations. Jacoby (1965) provided some
support for this alternative explanation when he found that
persons who are living with others are more likely to join
expressive associations than are persons living alones An—
other latent Function of voluntary organization behavior is
that members often bhecome trained in organizational skills
such as writing minutes and reporis, following Robert!s
Rules of Order and serving as committee memberses It is like—
iy that training in such skills is a necessity for effecfive
operationse

At this social psychological 1level of analysis, Swmith
(1972:10-15) defines several areas which warrant further re-
search: +the nature and determinants of individual voluntary
activity and role selection, the impact of voluntary action
on the individual participants and the impact of exceptiocnal
individuals on voluntary actione Tomeh {1973) agrees that
several important variables, such as the motivations, atti=-
tudes and personality characteristics of those who join have
been inadequately treated to dates

RBesides .the research regarding the sociodemographic
characteristics of volunteers in sporty which often include
some data regarding reasons for involvementy there have been
very few studles in the sociology of sport literature which
have examined social psychological aspects of voluntary or—

ganization affiliations One exception is the work of Rosen=-
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bere and Chelte (1980) who related voluntary involvement in
sport and nonsport organizations to measures of expressed
1life satisfactione Rosenberg and Chelte's findings contra-
dict earlier findings in that membership in voluntary-sport
azsociationss as opposed to non-sport associations, does not
lead to higher levels of life satisfactione They did find,
howeversy thgt people helonging to some type of Volﬁntary asg~
sociation avowed greater happiness than people not belonging
+0 any voluntary associations at all (Rosenherg and Chelte,
1980: 271). Still, these researchers recognize the problem
of causal atiribution with these findings in the following
statement:

One has no way to ascertain whether Jjoining volun—

tary associations increases one's levels of happi-

ness,y satisfactiony and feelings of well being, or

whether those with more positive self images are

more likely to .join voluntary associatlions (Rosen-

berg and Cheltey; 198031272 )
In addition t¢o this type of research, some studies have ex-
amined the role of sport as either a vehicle for asgimila-
tion or as a means of preserving minority identities. Caine
(1975)y in his study of Italian sport communities, concluded
4+hat there is litile support for the contention that organ—
ized sport guickens the pace of assimilatiorn of various eth-
nic groupss Howevery NcKay {(1975) found that Toronto execu—
tives of Italian soccer teams encouraged the recruitment of
non-Italian players and that +the degrees of acculturation

and structural assimilation were posltively asscciated with

length of residence in Canadaes
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Organizational Approachese

A third way o©of approaching the study of voluntary or-
ganizations is from an organizatlonal theory perspective.
This approach focuses atiention upon social structure and
functions ©One of the most useful typologies for examining
these topics is one designed by Silis (1972). He classifies
assoclations according to the degree of institutionalization
and the professional/layman composition of the membership
bases.s Groups can berplaced along a continuums from social
movement—~like associations to formal organization—like asso=-
cintions. Institutionalization refers to:

the unplanned process that turns a loosely organ-

ized group of adherents with an idea or a goal

into a formal organization (1872:367).

Siils recognizes the fact that wvoluntasy organizations
can potentially be highly institutionalized or bureaucra-
tized with a strongly professional membership basee. At this
level, then, the formal social patterns of a voluntary or-
ganization would largely be indistinguishable from a bureau-
cratic business or government organization. Previous defini-
tions, typologlies and research on voluntary organizations
have not captured the essencé of the organizational social
behavior which occurs in these grounse Perhaps the term
"voluntary organization” can only be appropriately applied
to the less structured forms of organizations in which peo—
ple devote their gpare time im a "kitchen table fashion%We

A ——————. " e TS i

2 The administration of Canadian amateur sport was described
as belng of the "kitchen table” variety in the Task Force
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Once ormzanizations become more institutionalized and bu-
reaucratized, their organizational structure {(even though
the majority of members are nonpaid) falls outside familiar
conceptualizations of voluntary arrangementse. Thuas, as Can-—
' adian NSGHs have some palid members and possess bureaucratic
characteristicgy it ies more appropriate to tabel them "quasi
voluntary" organizations as opposed to voluntary organiza—
tionse
The i1rony of this discussion becomes clear when one re-
considers the functions +that voluntary organizations are
purported to fulfill. Returning to Smith'’s (1972} views re-—
garding vwvoluntary involvements as being pluralistic, as
counteracting personal isolatlion and anomiey, as contributing
to innovation and social changey and as preserving cultures
and nurturing personal freedom; it may be that these ob jec—
tives are lost as organizations move from a loose to a for—
mal structures Perhaps the objectives of profit in a busi-
ness organizationy and performance excellence in a voluntary
sport organization, are best served by a bureaucracye But,
in doing so the "voluntary" nature of such involvements
tends to disappear. Questiens such as these can be ad-—
dressed by Iinvestigating voluntary involvement from an or—
€anizational persnective which is one task of this studys
The investigation of +the structure and functions of volun-—

tary organizations will add significantly to the body of

Report on Sport for Canadians, (1969:88).
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1literature which is presently mainly concerned witﬂ
answering: who Jjolns voluntary groups and why?

Besides institutionalization, Sills discusses three
other processes which he feels are not only important to the
understanding of voluntary organizations but also form a ba—
sis for comparative organizational analysise He developed
the Tirst of these fTrom Nichel's Iron Law of Oligarchy
{1966)e This process is also called "minority rule% and re-
fers tosl the assumption that members will take an active
part in the affairs of an association when, in reality, au-
thority most often takes.the form of minority rule or even
results in a dictatorship by one indlviduala

Sills?' final two processes are related to Merton®s no-
tion of the unanticipated conseguences or the informal pro=-
cesses underlying bureaucracys Goal displacement occurs when
organizational members are forced to concentrate on formal
rules and proceduresy and thus lose sight of original ob,jec—
tivess Goal succession refers to the process in which new
goals emerge because the original goals have elther heen
achieved or have become obsoletes

Siils?' typology offers a good starting point for re-
search into voluntary association involvement from an organ—
izational perspectives The degree of 1nétitutlona11zation
and the professional/layman make up of the membership base
are fundamental to Weber's theory of bureaucracys Thus, they

form a basis for comparative analysis across different types



55
of organizationse In additiony the study of institutionali-~
zation from a longitudinal perspective will jiillustrate
transformative c¢changes in organizational structure over
times Second, goal displacement can be examined by measur—
ing whether those in authority positions are more concerned
with the means of achieving objectives than with the objec—
tives themselves. In gport, for examplesy an over emphasis
on Ffund raising and Junior doevelopment programsy when the
main goal is performance excellence, would be evidence of
goal displacement. Goal succession would occur when organi-
rational members are found to be pursuing objectives other
than +those originally devised to guide the organizations
The tendency toward minority rule would be another interaest-
ing process to investigate, especlally given the democratic
ideals of community developments. With this approach, commu-
nity groups are encouraged to form their own voluntary
groups to encourage equality and freedom from government
control. The tendency toward oligarchy would work in oppo—
sition to these aiwms.

Some empirical research has been completed at the or-
ganizational level of analysis which relatea to the process-—
es discussed by Sills. Tsouderous ( 1855) analysed financial
membaership and service records of ten voluntary associations
to determine the extent of institutionalization. He found
that membership growth precedes the growth of incomes that

there is a positive relationship between growth of income
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and expenditures, and finally, that property and adainistra-—
tive office workers continue to increase even when member-
ship and total income begins to subsides

Simpson and Gully (1973) were interested in how goals
and environmental situations influence the internal charac-
teristics of 211 national voluntary associationsas They hy~
pothesized that the degree of centralizationy the amount of
stress placed on loyal activae 1n§olveuent and the emphasis
placed on internal communication would vary according to the
number of organizational goals and upon whom the organiza-
tion has to satisifye. The organizations were categorized as
being focused or diffuse (depending on the number of goals)
and exterrnal or internal (depending on whom the organization
was attempting to satisfy)de. Focused internal organizations
were found to be less deeply concerned with recruiting, mo—
tivating and communicating with the membership than were
diffuse external organizationse In additiony diffuse exter-—
nal organizations tend %o have a decentralized authority
structure and place a greater emphasis on membershlp in~
volvement and communicatione.

Lieberson and Allen (1873) empirically evaluated the
proposition that affiliation in volupntary associations is a
means of uniting sSpatially distént groups with sSome common
goal or concern. They expected that the location of national
headguarters would be influenced by external wversus inter-

nal functionsy urban speclialization and soclal characteris-—
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tics of the memberse. Of the 6,341 American associations ex-—
gminedy 60% had national headquarters located Iin the large
urban centers of New York, Weshington and Chicagoe These or—-
ganizations tended to perform external functions and were
probably located in these ma jor centers because it is easier
to lobby, because they are closer to important economic ac-—
tivities and becauvae they are central to the spatial distri-
bution of the memberahip.

The research on voluntary sport organizations from an
organizational perspective is also very limited (Price 1977,
‘Sehlagenhauf and Timm 1976, Pearson 1981). In a study of
the Ontario Secondary Schools Athletic Agsociationy Price
(1977) found evidence of goal successione. When administra-
tors were surveyed as to their operative goalsy, the result—
ing statements were found to be signiflcantly different from
the original formal goals that were devised in the 1850%'s te
guide high schooel athletic programse.

Schlagenhauf and Timm (1976 ) reported that approximate—
ly 14 million Germans are invoived in voluntary sport clubse.
From a survey of 2794 «¢lubs, the researchers studied the
following dimensions of
organizational life:

1. +the degree of demand for instrumental objective ser~
vicesy

2« the degree of homogeneity of demands of the member—
shipy

3e the internal/external orientation,

4. the degree of orientation toward the individual,
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' 5« the degree of professionalization in the managementy

6« the degree of purposeful and rational declsion-making
(1976:21 ).

Schlagenhauf and Timm concluded +tihat German voluntary sport
clubs are moving away from ideclogical values and are becom—
ing more rationaly objectivey, professional and heterogene—
ous. These ILindings 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 conducted by Pearson
(1981 ) Using the Surf Life Saving Association in Australia
and New Zealand as an example, Pearson (1381:180) contends
that even though this association is highly successful, it
has a history of goal displacement, goal successions multi-
ple goals and many conflicting goalss Pearson ( 1981:181)
concludes that:

¥hen attention is turned +t0 the goals which are

pursued and the manner in which decisions are made

in relation to the pursuit of various objectives,

tensions, conflicts and power relations among dis-

tinguishable groups within the organization become
apparente. This, in turn,y, leads to an examination

of organizational processes toward a view of opr-

ganizations as formal backdrops against which the

negotiations ot Interested parties is played out.

Besides these studies on sport and non=-sport voluntary
organizations, only iwo situdies have been found which relate

characteristics of veluntary organizations to the concept of

organizational effectlivenesse. These sStudies by Likert
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(1961) and Webb (1874) will be discussed in the section on

organizational effectivenesse.

Susmary

In summarys the definitionss typologies and type of re-
search conducted ¢n voluntary associations has largely bheen
concerned with identifying the types of individuals who be-
come invelved and their reasons for involvements The latter
may be a special concern in voluntary organizations because
most participants are not paid a salary in return for thelr
serviceses Only a few studies have been done that focus on
the social interactions which occur within an organizational
context; a strategy which would add significantly to our un-
derstanding of the structure and function of these organiza-—-
tlonss

Sport offers an. ideal getting for such an analysis as
many types of organizations (l.es business, government, edu-
cation, and voluntary groups) have a focal interest in
sporte. By focusling on amateur sport, lnsights can be gained
regarding'organizational structure, t+he impact the external
environment has on suph structuresy and the process by which
these structurqs emerge.s SOmethiﬁg can also be said ahout
the types of soclal functions which are or are not served Py
a bureaucratic form of organization in sports

Although a void mresenily exists regarding the organi-

zational nature oi voluntary organizations, and specifically
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voluntary sport organizations, a number of theoretically im=—
portant questions can be explored from this perspectives To
this end, Weber's theory of pureaucracy and the literature
relating this concept to organizational effectiveness will
be discussed next. Although the vast majority of the re~
search on these topics concerns the profit oriented organi—
zationy these concepts can provide a framework for comparing
and investigating the organizationat behavior of national
sporits governing bodies and other so~called Y"voluntary or-—

ganizations".

Ihsoreticai Avproaches

Although Max Webher is credited with producing the most
influential work regarding the effects of large scale bu—
reaucratic oerganizations on modern societyy his ideas were
undoubtedly influenced by the writings of Karl Marxs Even
though Weber was a critic of MNarx, his early ideas on how
bureaucracy was linked 1o the more general notion of class
conflict, provided a basis for further thinking in the areaas

For MHarx, bureaucracy was an instrument by which the
dominant class exercises its domination over the other so-
cial classes (Houzelis, 1967 ). Marx contended that the aim
of bureaucracy is to perpetuate class division in capitaiist
societies while ot the same time legitimizing itself as a

necessary social gtructures Thusy bureauvcracysy as the
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statey represents the interests of the dominant <¢lass by
maintaining strict control over the divisions and inequali-~
ties among Eroups. The legitimation of bureaucracy is
closely linked to another concept central o Marx's think-
ing: that of alienations As social forces,; such as bureauc~
racys become a distant entity outside the conirol of man, it
becomes oppressive and alienatings Thuss the individual,
who comes to feel that this entity is beyond his or her con-
trol and comprehensiony feels helpless and powerless. In
addition, according to Mouzelis (1980:210)s "this attitude is
reinforced by the bureaucrat?s creation of special wmyths and
symbols which sanctitfy and mystify Further his position's
Secrecy surrounds bureaucracy and the work of the bureau—
crate Through systems of hierarchy, rewards, rules and pro-—
cedures, the bureaucrat comes to think of his or her job as
being indispensable for the general interest. Narx relates
this self-illusion on behalf of the bureaucrat to incompe~
tence and self-aggrandisements notlions which reappear in
¥eberts later writingse. Although +the bureaucrat thinks of
himself or herself as a useful Ffunctionary,; he or she is a
very small part of a much larger process over which he or
she has little knowledge or controla Thus, the bureaucrat
may lack initiative and imagination and may become preoccu-
pled with "the sordid materialism of bureaucracy: the inter-
nal struggle for promotions careerismy the infantile attach-

ment to frivial symbols, status and prestige'™ ( Nouzelis,
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1980:10). As in Marx's general theory of class conflict,
the alienating force of bureaucracy can only be overcome in
a communist scciety in which exploitation and class divi-
sions cease to exist. Thig will occur through the proleta-—
rian revolution in which the division of labor along class
lines will gradually disappears Following this revolution,
administrative tasks will be simplified and demystified and
will be the concern of everyones

Although bureaucracy was not central to Narx's sociolo—~
gy, his notions regarding dowminations alienationy mystifica-
tions self-aggrandisement and bureaucratic incompetency re-—
appear in later writings on the topic of bureaucracys
However, ¥Nouzelis (1967), among othersy have pointed out a
number of weaknesses 40 the Narxist approachs Mouzelils
(1967:14-~15) states that:

Being a priorl committed to such a theoretical en-

terprises they were automatically forced to see no

other possibility in the historic evolution of so-

cletyy except the capitalisms—-socialism alterna-

tivee. When he tries to explain these characterls-

tics (of bureaucracy) by linking them to the

gtructure of society as a wholey, one feels that

his observations are forced and distorted in order

to #it within his general theoretical frameworks

Rather than studying bureasucracy within the context of
class conflieiy, Weber was primarily interested in bureaucra=
cy as a form of domination in which those with established
authority seek to legitimize the exercise of power; both for

the leaders and the followers. Weber outlined three types

of domination including the traditionals charismatic and ra—
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tional—-lLegal types. Bureaucracy is the central structure
for the rational—-legal typeas Under this form of dominationsy
which is most characteristic of modern society, people come
to believe in the rightness of the rules, procedures and
laws developed by +the bureaucrat as a means of controlQ
This belief 1is legitimized in part due to the educational
training and gualifications that the bureaucrat sust attain
40 secure a position in the buresucratic hierarchye The
emergence of an emphasis on sciegtific training and gualifi-
cations wasy according to Weber, part of a social levelling
procesSe Therefores valued positions are determined through
ability and training as opposed +fo0 the ascribed statuses of
more traditional societiess Another characteristic of the
rational-legal form of domination is the precccupation with
maximum efficiency and productivitye. This preoccupation
arose out of the industrial revolution and necessitated =ci-
entific specializationsy formalized rulea and procedures to
integrate the expanding division of labor, and the selection
of highly trained officalse it is the bureauvcratic type of
social structure that can best accommodate the rational-—le-
gal type of ideology with its emphasis on efficiency and
productivity.

iIn contrast, ‘under the traditlonal‘type of domination
characteristic of patrimonial societies, power was lLegiti-
mated according 1o ascriptive characteristics such  as kin-

ship ties and the possession of wealth and property. Yety




64
with the increased complexity of society, decision-making in
pusiness and government could no longer be left to the arbi-
trary rule by "notables?t. Traditional authority patterns
were thus superseded by a stratum of expertly trained offi-
cials who rely on rules and procedures to conduct their dai-
1y businesss In additiony an impersonal work orientation
emerged to eliminate "all the personaly irrational and emo=-
tional elements which escape calculation" that existed in

more traditional types of social structures {Weber,

1968:8975 ).

Yet while Weber viewed bureaucracy as progressive on
the one hand, he was also deeply troubled by ita repressive
qualities. Weber most graphically verbalizes his fear of
bureaucracy in the following excerpt from a speech made to
his colleagues:

g0 much +the more terrible 1s 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 whichy, as in the
papyrii, you rediscover increasingily in the spirit
of contemporary officialdom and above all of its
next generation, our present students. This pas-—
sion for bureauvcratization, such as we have heard
expressed here, 1s enough to drive one to despaire
It iS sasne as though we knowingly and willingly
were supposed to become men who need ngrder¥ and
nothing but order, who become nervous and cowardly
if this order shakes Tor a momeni and helpless
when they are torn form their exclusive adaptation
to0 this ordere. That the world knows nothing more
that such men of order =—-— we are in any <ase
caught up in this developmenty and +the central
question is not how we further and accelerate it
but what we have to set against this machinery, in
order to preserve a remnant of bumanity from this
parcelling out of the souly from this exclusive
rule of bureaucratic life ideals (cited in Mitz-
many 19693177-178).
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Accompanying the logic of rationalityy and its "this
worldly" ascetisism, Weber saw the destruction of esseqtial
aspects of human personality: of grace, dignity, peréonal
creativity, spontaneity and ultimate meaningfulmness (Mitz-
man, 1969)e Thus, Weber was pessimistic about the future of
western civilizations He saw bureaucratication as a dead
end process leading only to "a cage of bondage" in which men
would become mere "cogs in a machineY. Only the occasional
appearance of charisma would restore vitality and provide
intrinsic meaning to human existences Yety the effects of
charisma would only be fleeting because this form of auvthor-
ity eventually becomes routinized and bureaucratized as
wells Charisma, the third form of domination outlined by
Webery refers to an exceptional quality possessed by a per—
son which legitimizes his or her right to be a leader. Fol-
lowers accept the dictates of the charismatic leader, bhe-
cause of a strong belief in the 1leaders' exceptiocnal
capabilitiese.

The eminent rise of bureaucracy  is in part explained
through Weber's comparison of the rational-legal, tradition-
al and charismatic Zforms of dominatione He described the
bureaucratic structure as an organizational control mecha-
nism which is characterized by a specialized divigsion of l1a-
bor among highly trained officialsy an objective and imper-—
sonal work orientation, a cegtralized and lLoglical means-—ends

approach to decision—making’which iz puided by formal rules
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and procedurese. Yety Weber stressed that the predominance
of this sccial structure could only be understood if it is
placed in its proper historical and cultural contexte Thus,
bureaucracy emerged, in part, because increased specializa=-
tion was one way of coping with the complexities and ever
changing conditions assoclated with the industrialization
and urbanization of society. In addition, Weher had also
predicted that with the modernization of society, +here
would be a revolt against the traditional ﬁ&ys af legitimat-—
ing authority patterns and *the arbiltrary decision~making by
notables?. Thus s bureaucracys in which rationaliiy becomes
the basis for the legitimation of authority, would replace
traditional forms of authority which were based on kinship
relations and the possession of wealth and properivs The
expertly trained officialy who reduced uncertainty by making
rational decisions according to accepted proeocedures, would
then become elevated to positions of social esteems Fur-
thermorey the development of & money economy and the desire
for greater profits also encouraged +the advance of bureauc—
TACY. This desirey according +to Marcuse (1971:133)y re-
quires the systematicy methodical calculation of probable
profity, regulation by a scientific apparatus and the mathe~
matization of experience; all of which can be maximized in a
bureaucratic type of organizational structure.

According to Weber, (1368:975) bureaucracy offers "the

optinum possibility for carrying through the principle of
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specializing adminigtrative functions according to purely
objective considerations.! In the following statement, he
suggests why bureaucracy is the most efficient and effective
type of organizational structure:

The decisive reason for the advance of the bureac—

ratic organization has always been l1ts purely

technical superiority over any other form of or—

ganizatione Precisiony speedy, unambiguity, knowl-

edge of the filesy, continuity, discretion, unity,

gstrict subordination, reduction of friction and of

material and personal costs] these are ralsed to

the optimum point in the strictly bureaucratic ad=—

ministration (Weber, 1968:973).

¥While ¥Weber contended that bureaucracy was éuperior to
the rule by notables in traditional types of societies, he
was also aware that its growth would result in the exclusion
of personal feeling from the management of the nmodern of-
fice. He wrote (1968:975) +that "the more complicated and
specialized modern culture becomes, the more it demands the
personally detached and strictly objective expert in lieu of
the lord of older social orders who was moved by personal
sympathy and Tavor, by grace and gratitude." Yet bureaucra—
cy develops more perfectly the more it is dehumanized, or to
use Weberl!s words:

the wmore completely 1t succeeds in eliminating

from official business love, hatred, and all pure-

ly personaly, dirrational and emotional elements

which escape calculation (Webery 19682975)a.

Thus, Weber presgented a "double messazge" in his assesg-—
ment of the eiffects of bureaucratic structures upon organi-—-

zational and individual behaviore ©On the one hand, Weber

viewed bureaucracy to be an effective form of social organi-
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zationy buts on the other handy he wes also deeply troubled
about the alienating effect that it would have on the indi-
viduals Weber's claasical theory has generated a large bhody
of research o©on organizational structure. Researchers have
been interested in measuring the degree to which organiza-
tional reality matches up with Weber's ideal type bureauncra—
CTY e

In the ideal type bureaucracyy administrative Lfunctions
are carrled out with a specialized division of labor of
highly trained professional experts. Additional features in-—
clude: an obJjective and impersonal work orientation, a
clearcut hierarchy of authority, and a 1logical means—-ends
approach to decision-making guided by fTormal rules and regu—
lations. This type of organizational structure is, according
to Weber, the most effticient way of conducting business.

In contrast,

1yunremunerated honorific service! makes adminis-

trative work an avocatione Thus the service is

performed more slowly, is less precisey less uni-
fledy less continuous,; less bound to schematay

more formless and requires more compromises be-

tween colliding interests and views {(Weber,

1968:974).

What then are the characteristics of a bureaucratic or-
ganization? Blau (1974) summarized Weber's ideal type as.
follows?:

1« Organizational tasks are distributed among the vari=
ous positions as official dutiese Implied is a clear
cut division of labor amoeng positions which makes
possible a high degree of specializationas Specilaliza—
tion in turn promotes expertness among the personnel

by narrowing the range of duties of Jjobs and enabling
4the organization to hire employees on the basis of

their technical gualifications.
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The positions or offices are organized into a hier—
archical authority structure which often takes +the
form of a pyramid wherein each official i8 responsi-
ble to the superior above him in the pyramid for his
subordinate's decisions and actions as well as his
OWne The scope of authority of superiors over sudbor-
dinates is clearly circumscribeds

A formally established system of rules and resgula—
tions governs official decisions and actionse. The
regulations ensure the uniformity of operations and,
together with the authority struciuresy wmaoke possible
the coordination of the various activiese« They also
provide for continuity in operations regardless of
changeg in personnel, thus promoting a stabllity
tacking in many other types of groups and collectivi-
tiess.

There is a specialized administrative staff whose
task it is to maintain the organization and, in par-—
ticulary, the lines of communication in ite The lowest
1level of this administrative apparatus consists of
the clerical staff responsible Ffor keeping the writ-
ten records and files of +the organlzationy Iin which
all official decisions and actions are embodieds.
Whereas the production staff contributes directly to
t+he achievement of the organization's objectives, the
administrative staff contributes +to goal achievement
only indirectly by keeping the organization itself
goings

Officials are expected to assume an impersonal orien—
tation in thelr contacts with clients and with other
officialse Clients are treated as cases, the officals
being expected to disregard all personal cossidera-
tions and %o maintain complete emotional detachment,
and subordinates are to be treated in a similarily
impersonal fashion. The social distance bhetween hier-
archical levels and that between officials and their
clients is intended to Ffoster such formalitye. Imper—
sonal detachment is designed to prevent the personal
feelings of officials f£from distorting their rational
judgement in carrying out their dutiese.

 Employment by the organlzation constitutes a career

for officialse Typically an official is a full time
employee and looks forward to a lifelong career. Em-
ployment is based on the technical gualifications of
the candidate rather than on political, family, or
other connectionse. Usually such gqualifications are
tested by examination or by certificates +hat demon—
strate +the candidates educational attainment (ege
college degrees)s Such educational gualifications
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create a certain amount of class homogeneity among
officials, since relatively few persons of working
class origin have college degrees although their
nunmber 1s increasing. Officlals are appolnted to po—-
sitions, not elected, and thus are dependent on su-
periors in the organization rather than on a body of
constituents.s After a trial perlod officials gain
tenure of positions and are protected agalnst arbi-
trary dismissale. Remuneration is in the form of a
salary and pensions are provided after retirement.
Career advancements are according +to seniority or
achievement or both (Blau, 1974:3(0-31 ).

It is highly unlikely that these characteristics are
pregsent in the NSGBs to the degree outlined by VWebers This
is because Weber's ideal types were not meant to represent
reallitye They were constructed as heuristic devices 1roﬁ
which comparative and causal Jjudgementis could be wmade ( Rex
19773 Inghams 19791}, Thusy one purpose of this study is to
determine the extent to which Canadian NSGBs approximate the
structure of Weber?s ideal types Although this study is not
designed to compare NSGBs with other types of organizations,
it will be possible to examine the above question by compar~
ing the patterns of relationships amonz astructural charac-—
teristics to the results of past studiess In the following

sectiony the research arising from ¥Weber's discussion on the

nature of bureaucracy in modern society is revieweds

Xsassarch

Three malin rasearch strategies have been used to inves-—
tigate Weber's ideal type bureaucracy as a control struc—
tures Firasty some researchers have been interested in how

contextual variables are related to indices of organization—
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al structures. Others have been interested in the interral-
tionships between the structural variables andy third, some
research has been done which relates structure to organiza-

tional effectivenesse.

Contextual Variatlea and Structuree

In the original work by the Aston groupy sSeven contex-—
+ual varisables were identified and treated as independent
variables which influence the deg?ee of organizational bu-
reaucracys The purpose of this approach was to treat organi—
zations as open systems which are influenced by wvarious
forces operating in the externﬁl environments The variables
originally included as contextual variables werel origin
and history, ownership and conirol, sizes purpose, technolo-
2yy locations and dependences Through extensive research,
Pugh et ale (18689) concluded that organizational size, the
degree of dependence on other organizations, andy to a less-
er extent, technology were significant predictors of organi-
zational structuree.

Hinings and Lee (1976) conducted a replication of Pugh
et al.?s {1969) study by examining context and structure in
a different sample of manufacturing firmse. As ian the origi-—
nal study, the siructural characteristics of specialization
and formalization were . positively related. Furthermore,
size was Tound to be strongly and positively related +to
these structural characteristicse These findings sﬁpported

Pugh et ale's (1969:112) conclusion that "once the number of
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)
positions and peoplé grows beyond contrel by interaction,
the organization must be more explicitly structured." Thus,
large organlizations will have more speclalists, more proce-
dures and wiitl use written means of couuunlcatioh and role
definitione. Blau (1974) found additional supporit for this
concluéion when he investigated another sample of organiza-
tionse He also investigated the relationship between con-
texty atructure and one measure of efficiencys He found
that small undifferentiated agencies operate at high costa,
while an increase in size and differentiation is associated
with reduced operating costse This suggests that bureaucra-—
tized organizations wanage their financial resources nore
efficientlye
An additiona} finding in the original study by the As-
40on group was that centralization was negatively related to
specialization but was positively related to the ﬁegree of
dependence on other organizatlons.r The researchers conclud-
ed that organizations which are dependent on other organiza-
tions by .virtue of ownership +ties or economic integration
tend to centralize decision-making controele The explanation
for the relationship between centralization and specializa-
tion will be discussed in the next section an the structural
variabless.
Technologys, which was measured by the extent of auto-
mated machinery and +the degree to which workflow processes

were integrated, was not found to be significantly related
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to0 siructures Howevery Weber (1968:972) had predicted that
the advance of bureaucracy would be dependent on the acgui-
sition of new technology and scientific 1iaformatione Hall
(1963) had originally  interpreted Weber®s technology in
termas of the technical competence of human resources as op~-
posed to the sSclentific advancement of eguipment and other
Qaterial resourcesas Hall'’s interpretation of technology is
more consistent with the use of the concept in the sociliology
of sport literatures For exampley; both Wohl (1975) and Ing-
ham (1978, 1979) have commented on the slgnitiléant role
+that sclence and technology plays in modern sport formse
For example, Ingham notes that the bpureaucratic nature of
modern sport is reflected in tﬁe elaborate and calculative
system of Fformal rules; an instrumental, rational profit and
performance oriented action gystemi; andy in an Tintellectu~
alized strategy" which necessitates growth of technology and
the sport sclences { Ingham, 1979:207). The number of sport
scientists that are consulted in a given year and the suc—
cess of technical coaching certification programs, indicates
how sStrong an emphasis NSGBs are placing on science and
technologye This measure is also defined in terams of human
as opposed to material resourcess.

In summary, Hinlngs and Lee (1976311) suggest that the
original predictions made by Pugh et ale (18689) regarding
the effects of context on sitructure a;e applicable to a wid-

er range of organizations than those originally sampleds In
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particulary organizational size, the degree of dependence on
other organizations, &and to a lesser extent, the level of
t+technological expertise are thought to influence the degree
to which an organization adopts a bureaucratic stiructure.
Therefore, these contextual variables will also be included
in this study on the structure and effectiveness of Canadian
NSGHsSs

In addition, to test Sigelman?s (1981) assumption that
bureaucracy is aifecte& by the ;tage of growth of the organ—
izationsy organizational age will be inéluded as a fourth
contextual variables Howevers as will be outlined in Chap—
ter 3y changes had to be made in the measurement of some
these variables due to differences between voluntary sport
organizations and the manufacturing firms sampled in previ-
ous studies. Still, the measurable indices developed for
this study are intended to reflect the <contextual concepts
of organizational size, organizational age, dependence on
other organizations and the 1level of technological exper—

tises

Interrslationships Betwsen Siructural Yariables.

The second main enﬁhnsis of the research on bureaucracy
has been to examine the relationships among a variety of
structural variablese Hall (1963) studied a pumber of vari-
ables indlcative of Weberl'a ideal type bureaucracy and found
that these characteristics varied on a continuum depending

on the type of organization studieds The variables includ-
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ed: the hierarchy of authority, the division of labour, the
systems of rules and procedures, +he impersonality of work
relations and the technical competence of employveess

Puring the 1860's, Pugh et al. were also conducting the

initial Aston studies. Their findings can be summarized as
follows:
1« The division of labour (specialization), the exis—

tence of procedures (standardization) and the use of
written communication and role definition (formaliza~
tion) are highly related and can he summarized by a
single structural dimension called 'structuring of
activitiest.

2+ The locus of authority {(centralization) is negatively
related to speclalization and a number of measures of
centralization can be summarized by a single siruc-—
tural dimension called 'concentration of authority?e.

Je VYarious aspscis of role structure such as the number
of employvees in the direct 1line hierarchy; +the span
of control of the first—line supervisor, and so ony,
are related and can be summarized by a single struc—
tural dimension called ?*line cantrol of workflow!
{Pugh and Hinings, 19763ix~x)e

The findings of this initial study have largely hbheen
supported in subsequent research (Hinings and Lee 18763
Child 1976: Donaldson and Warner 1976; and Grinyer et ale.
1980 e For exampley, Grinyer et als (1880) met out to con~—
duct a critical replication of research conducted by the As-
ton group in the 1960%s and 1970%s. In their replication,
Grinyer ot al. measured the extent of formatizationy, Zfunc-
tional specialization, professionalismy, decentralization,
lateral span of controly and clerical employvee ratios in 502

manufacturing companiese. Formalization, functional special-

ization, professionalismy vertical span of control and emn-—
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rloyee ratios were all found to be significantly and posi-
tively intercorrelated aspects of bureaucracy. Howevery con-—
trary to the Aston group?s findings, decentralization was
found to be an integral control strategye This finding sup-
ports the work of Child (1876) who has argued that the use
of professionally gualified officeholders, which is an addi-~
tional characteristic of bureauncracys permits greater decen~
tralization of decision-makinge. As the pnumber of education-
ally gualified employees increases, it becomes wmore
efficient to delepate decision making control to those gual—-
ified individuals who also tend to occupy specialized posi-
tionse |

Even though their finding regarding centralization dif-—
fered, Grinyer et ale. {1980) concluded that the methodology
used by the Aston group has considerabie predictive power
and that their work provides support for Weber?s bureaucracy
as an observable phenomenas However, additional character—
istics of bureaucracys such as profegsionalism and clerical-
employee ratiozmy, appear to be significantly related to the
variables initially considered by the Aston groupe Further-—
more, two additional features of Weber's ideal +type have
been overlooked in these studies on organization structures

As discussed previously, Weber described the career of
an office holder as being a life long commitment. He alse
suggested that the work relations among bureaucratic office

holders would become more impersonal to ensure that decision
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making is conducted onm a rational and objective basiss Thus,
a fourth dimension of bureaucracy could be included in anal-
vses on organizational structure to capture these additional
feautres of Weber's ideal type of bureaucracys In this
studyy this dimension will bpe labelled the “characteristcs
of office holders" and will 1include measures of profession-—
alism, career stability and impersonal work relations. It is
expected that variables in this dimension will be positively
related to formalizationy sSpecialization and the ratio of
clerical staff. In keeping with Grinyer et ale (1980) and
Child's (1976) findings, 1t 1is expected that this dimension
will be negatively correlated with centralizatione This re-
search design will thelp to examine whether the features of
Yeber?!s ideal type bureaucracy exhibit a similar pattern of
interrelationships as has been uncovered in samples of bhusi-

ness organizationse

Structurs and Organizational Effsciivenens.

A third main research strafagy, which has been used to
a move Limited extent, has been to iInvestigate the relation—
ship between structure and organizational effectiveness.
The review will be discussed under a separate heading in the
final section of this chapter, once the literature review on
the concept of organizational effectiveness has been pre-
senteds To conclude this section regarding research on bu-—
reaucracys the research that has been conducted in tﬁe socl-

ology of sport literature will now be revieweda
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Regearch on Bureavucracy and Sport

In the socilology of sport literature, Weber®s theory
has been uvutilized +to0o a limited extente. Some research has
been done on the emergence of bureaucratic forms of sport in
modern society (Riesman and Denny 18723 Luschen 19705 Frey
19783 Schlagenhauf and Timm 18763 and Ingham 1975, 1878,
1979) and on the negative conseguences that this transition
roses for the athlete (Page 1973; Sage 19785 Frey 1878 and
Kidd 1979, 1980)s This trend parallel's Weber's approach of
analysing the structure of modern society In comparison to
more traditional patriarchal societies while considering the
effect that changes in structure will have on the individu-
alaé Howevery no empirical research has been conducted on
the relationship between context and structure, the interre-
lationships between structural variables and the relation—
ship between bureaucractic structure and organizational ef-
fectiveness in sporte.

Yet, VWeber clearly suggested that effectiveness would
increase the more an organization developed a bureaucratic
structupe. As it 1s evident that voluntary sport organiza-—
tions such as Cnﬁadian NSGHs are gradually assuming a more
pureauvcratic structure in order to improve performance in
international competitiony +this line of inguiry needs to be
developede However, before the theoretical arguments re—
garding the relationship between bureaucracy and effective—

ness are discussed, a brief review of the work being done
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from & Weberian perspective in the seclology of sport 1iter—
ature will be presented. This review highlights the impor—
tance of considering bureaucracy within an historical and
cultural context while considering the potentially repres-
sive implications that increased bureaucracy in sport poses
for the individuale

Some sport sociologists havé examined traditional ver—
sus modern spovrt forms and their findings suggest that sport
is becoming increasingly bureaucratized at the playing lev-
els For example, Elias and Dunning (1871) found that in the
traditional game of folk fooitball there was little speciali-~
zation of rolesy; and limits concerning territorys number of
participants and duration of the game were rarely imposeds
In addition, folk football reflected the violent and unregu-
lated char;cter of 1life at that time. In contrast, Dunning
{1973) described the modern Form of the game as being highly
specializeds Furthermore, formal and elaborate rules have
been standardized nationally and internationally, games have
been limited in terms of territory, duration and number of
participants, and there ig high structural and role differ~-
entiations Formal control is maintained by trained offi-
cials outside the game; players are encouraged to exhibit
high emotional control and constraint, and an emphasis s
placed on skill as opposed to forcee Many of these charac—
terizations of modern footbhall are reminiscent of Weber's
descriptions o©of the emergence of bureaucracy in other

spheres of social life. '
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Along a similar line of inquirys Ingham (1878) employed
a Weberian ideal type approach to analyse premodern and mod-—
ern forms of American sport within a broad historical, demo-
graphic and ideational framework. He campared the structural
characteristics of popular and elite sport in premodern and
modern times along the following dimensions: localesy; organ-
izantion, regulation, action orientation and technicizatione.
Ingham (1979:209) concludes that the relationship between
the industrialization of the capitalist mode of production
and the instrumentalization of sport is indirect. That is,
the relationship c;n be understood in terms of the impact
that industrialization had on urbanization, transportation
and communicationsy technological innovations, the increase
in discretionary time and incomey class structure and the
ideological legitimations of inequalitye
Secondy the repressive consegquences of bureaucracy in
sport have been consideredas. For example, Page (1973), Sage
(1978), Frey (1978) and Kidd (1980) have bemoaned the loss
of personal autonomy on the part of the participants and
volunteers, the intrusion of the law and government into the
arena of sport, and the usurpation of expressive values by
instrumental values as sport has become more bureaucratic in
natures Kidd (1980:4) fears that the day to day administra-
tion of Canadian amateur athletics will be taken ZFfurther and
further away from the volunteers, and thus further away from

the athletes themselves, as the government contlnues to fi-
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nance geographically centralized centers such as the Nation-
al Sport and Recreation Center and Sport Canadae. In addi-
tiony because medal counts are becoming the soie‘criterlon
for acquiring government grants and assistance, the human
quality of the competitive experience is being ignored.
Thusy according to Kidd (1979), athletes are being treated
like assembly line workers with production quotas; the dif-
ference being that the athletes are not paid for their la-
bore

Page {1973) sSees the ever growing rationalization and
formalization of sport being accompanied by conslstently im~
proviné technology and equipmenty along with an emphasis on
measurement of victories, record breaking and economic prof-
ite Yet this trend is also associated with declining per—
sonal autonomy for +the athlete who comes under the control
of coaches, managers, owners, and athletic departimentse
Thuss Page sees sport as moving from player controlled
games to management controlled big time". Sage (1978:311)
agrees that this +trend is prominent and feels that it will
be continued through the process of socializatione More
specifically, through participation in sport organizations a
commen congsciousness develops which could be described as
1the internalization of the bureaucratic ethic"a. Athletes
are taught to subordinate themselves to management 1o ensure
a winnineg team and coaches must concenitrate on producing
winners Ilnstead of dealing with the personal and emotlonai

growth of the individual athletes.
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Similarilyy Frey (197B:362) is critlcal of American
amateur Sport for abandoning an emphasis on character devel-—
opmenty participation and education in favor of productive
etficiency. Because amateur sport organizations are overem—
phasizing instrumental values of entertainment, victory and
organizational visibility, Frey feels the general public is
becoming more and more disenchanted with the systeme This
fact, in combination with cartel—=like agreements on markets
and product distribution, will eventually result in reduced
profits and could, according to Frey, lead to the demise of
organized amateur sporte Furthermore, Ingham (1976:2) as-
serts that rationality and bureaucratization are trends in
sport that can only lead t0o the suppression of personal au-
tonomny for the athletes Willey (1977:27-28) agrees that bu—
reauvcracy leads +to depersonglization in sport and charges
that Weber's bureaucracy appears to function more smoothly
than it actualily does. In a similar vein, Deegan and Stein
{1978:31) concluded that football has become a major sport
in the UsSeAs because it is a dramatic enaciment of sccial
values of violences; bureaucracyy sexism and commercialisme
Thusy, parallels can be drawn between VWeber?s fear of
the effectis of rationalization and bureaucratization and the
consequences that these developments pose For modern day
sporte First, there may be a loss of autonomy on the part
of the participant as various forms of management and out—

side sources take control of the games. In addition, indi-
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vidual needs and interests may be suppressed tc ensure that
the overall goals of winning and profit making for the team
or organization can be attained. Therefore, although ele-
ments of a bureaucratic structure have been linked to organ-—-
izational effectivenessy feelings of alienation and a loss
of personal sutonamy are also likely to increase the more an
organization is bureaucratlzed.

The third line of inquiry that could evolvea out of Web—
erls discussion on bureaucracy 1s an examinaton of whether
or not a bureaucratic type of structure is the most effec—
tive type of structure for sport organizations which are in
pursuit of 1nstrun§nta1 goals such as performance excellence
and resource acguisition. In addition, an e;aninatlon of
the relationships between context and structure as well as
t+he interrelationships between the structural wvariables in
voluntary sport organizations will extend earlier research
on the nature of bureaucracy in modern socletye These gues—
tions have received little or no attention in the sociology
of sport literature besides the recognition that bureaucracy
is present in both amateur and professional sport organiza-
tions (Schlagenhauf and Timmy 19765 Ingham 1878 and Frey
1978 )a With respect to structure.and effectiveness, Sage
(1978:10) is one of the few to acknowledge the stabilizing
effect of bureaucracys

Rightsa, dutiesy privileges and procedures are

specified by the organization and its internal

lawse People come and goy policies changes whole

administrations succeed each other, but the well
built bureaucracy stands fast through it all. it
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is the harbinger of standardization, mass
production, obJjectivity and impersonality in com—
plex organizationses '

Besides the work of Gutimann, whose analysis of the bu-
reaucratization of decision—-making structures in sSport was
discussed earlier, Schlagenhauf and Timm (1976) are among
the few +o examine the structure of sport at an organiza-
tional level of inguirye They examined the German sport
club as a soclal organizations From a survey of 2784 clubs,
the researchers studied the following dimensions of organi-

zational 1lifes

1« the degree of demand for instrumental objective ser-
vices

2« the degree of homogeneity of demands of the member—
ship

3¢ the Internal/external orientation
4e the degree of orientation toward the individual
5S¢ the degree of professionalization in the management

6o the degree of purposeful and ratlonql decision-making
(1976221 ).

Schlagenhau? and Timm concluded that German voluntary
sport clubs are moving away from ideological values and are
becoming more rational, obJjective, wprofessional and hetero—
BEeneousSe These findings support the contention that volun-

tary sSport organizations are becoming increasingly bureauc—

ratizeds ¥hat remains to be seen is whether the first side
of Weber's "double message" holds for voluntary amateur
sport organizationse. That is, is a bureaucratic type of

structure related to effective and efficient mnanagement?
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HBefore this relationship is discussed, the literature on or-

ganizational effectiveness will be reviewed.

Literature oo Organizational Effsciiveness

Definitions and Models

Several books and articles have been written on the
probleas of examining organlizational effectiveness (Cameron
1978; Campbell 1976; Goodman and Pennings 19773 Hannan and
Freeman 1977; Mottt 19723 Pfeffer 187753 Price 19723 Scott
19773 Spray 1976; Steers 19757 Yuchtman and Seashore 1967).
The difficulties involved in measuring organizational effec—
tiveness include a lack of consensus regarding definitions,
theoretical models, cholce of criteria, level of analysis
and a variety of meéthodological issuess

The lack of consensus regarding the operational cri-
teria of effectiveness follows from a lack of agreement as
t0o the conceptual definiton of the tern. Georgopoulos and
Tannenbaum {1957 ) noted that, fraditionally, effectiveness
was viewed only in terms of profit or productivity. They at~
tempited to expand on this simplistic view with the following
definition:

Organizational effectivenass is, the extent <o

which certain resources and means fulfills its ohb-

Jectives without incapacitating its means and re-

sources and without placing undue strain upon its
members (1957:535).

Etzioni (1975:1133) defines organizational effectiveness

not mergly as a level of goal realizatione He also focuses

e g
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on the pattern of relationships among the elements of an or—
ganizational system which enhances the service of one or
more goalss Perrow (1861:856) makes a distinction between
official and operative goalse. The former are an o?ganiza-
tions' publically espoused goals,y, while the latter refers to
the actual goals being pursued by organizational memberss
Perrow defines effectiveness in terms of operative goalse.

In sport, effectiveness has been most often operation-
alized in terms of win/loss recordass A SIRLSZ gearch re=-
vealed 38 references related to the concept of effective—
nessSas Nine articlés referred to the replacement process and
managerial succession in professional sporte For example,
Theberge and Loy (1976) found that win/loss records are neg-
atively related to member and managerial replacement ratese.
McPherson (1976) discussed turnover Strategies in the Na-
tional Hockey League including promotionys demotion, trade
and the draft which are commonly thought to be necessﬁry %0
produce a winning teame However, his findings challenge the
commonly held assumption that trades, etcs are related to
ilmproved team performance as no significant relationship was
found bhetween personnel and managerial changes and group
successs Nineteen articles defined effectiveness in terms of
speciftic objectives including the development of park commu=~
nitiesy, procedures in recreation departmentsy increased tou-~

rismy sSuccess at the Olympic Games and fun in children's

2 SIRLS is an information retrieval system at the University
of Waterloos
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playe Five articles related effectiveness to other organiza-
tional variables including communication, careers, conflict
and leaderships Moriarty et.nlo publisbhed three articles on
change agent researchs; a stratesy which attempts to align
the behaviors of those involved in amateur sport with the
avowed goals of +the organizations Two articles dealt with
effectiveness in terms of coach/plaver relationse Finally,
Luschen (1978) analysed the organization and policies of Na-
tional Olympic Committees ﬁccording t0 effectiveness, effl-
ciencyy responsiveness and fidelitye. Effectiveness was meas—
ured by the depree of concern fTor established goals.
ferformance~oriented National Olympic Committees placed a
high priority on fidelity, followed closely by effectiveness
and etiiéiency-

On a more macro level, 3ome work has been done on the
factors that account for differential success rates of na-
tions ip international sporting eventse. For exampley Colwell
(1981) looked at the relationship between a number of eco—
nomicy political and social variables and measures of rela-
tive and overall performance successe She found that a four
factor model including +the position in the international
power hierurchy; the number of scientists and technicians
engaged in researchy the percent of the population involved
in agricultural pursuits and whether or not a couniry was
socialist, explained the most variance in the overall per-—

formance measures
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Thugy as in the sociology of sport literature, effec-—
tiveness has been defined in several different wayse. Most of
the literature does however incorporate the gZoal wodel of
effectiveness whereby the concept is measured in terms of
the ability of the organization to achieve desired objec—
tivess The objectives most often measured In a sport con-
text reflect an esphasis on performance ouwicome which can be
operationalized in terms of win/loss records or rankings in
comparison to other teamses
Several criticiams, however, have been voiced against
the goal model of effectiveness. One of these refers to
Perrow!s observation that oiiicial goals may be generalized
statements Jugtifying the existence of an organization which
are difficult to empirically measure. Steers (1975)y Sea-
shore {(1976) and Scett (1977) warn that careful considera-
tion must be given to the source of organizational objec—-
tivesy which may vary according to hierarchical level and
from depariment to departments Others are critical of the
purposive and rational approach that the goal model of ef—-
fectiveness represents.‘ That isy organizational mewmbers
caught up in day to day operations may not be able to accu-—
rately articulate a global end state or ultimate organiza-—
tional objective. Furthermore, Steers (1975) contends that
some goals are actually contradictorys For exampley the or-—
ganizational goal of productivity may be achieved at the ex-—

pense of an individual's goal of job satisfaction. Finally,
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¥Webber {(1975) and Lawrence and Lorsch (1967) feel that the
measurement of goal attainment is problematic as environmen=-
tal conditions as well as the stage of growth of the organi-
zation will dictate +the ob jectives that an organization is
pursuing at one particular peint in time.

Dissatisfaction with the goal model of effectiveness

has lead to new defintions and theoretical modelss Lawrence

\

and Lorsch (1967) proposed that effectlveness be conceptual-
ized as:

the ability of the organization to acquire scarce
resources through competition in a social environ—
ment.

The organlzation®s bargaining position would then become a
criteria of effectiveness. This definition lead to a systems
model pi pffectiveness which is charaéterized by the follow-
ing features:

{e The organization itself is the Focal £frame of refer-
ence rather than some exterpnal entity or some partic-—
ular set of peoples

2. The relations between the organization and its envi~
ronment are explicitly treated as central ingredients
in the definiton of effectiveness;

3. A theoretically general framework capable of encom-
passing different kindg of complex organizations is
provideds;

4. It provides some latitude for unigueness, variabllity
and change with respect to the specilfic oeperations
for assesaing effectiveness applicable to any one or-—
ganization, while at the same time maintaining the
unity of the underlying Framework for comparative
evaluation;

5. It provides some guide to the identification of per-
formance and action variables relevant to organiza-

tional effectiveness and to the choice of variables
for empirical use (Yuchtman and Seashore, 1967:89).
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This model was abstracted from Katz and Kahn?'s (1566)
conception of how +the organization is related to its envi-
ronment +through 1nput and output transactionse. Hirsch
{1975 )y Negandhi and Beimann (1973) and Pennings (1975,1976)
are exaaples of empirical studies of the systems model of
effectiveness.

Howevery Price (1972) suggests that there are problemas
with the systems model. One of them is the controversy re-
garding resource optimization wvergus rescurce maximization.
Price contends that although Yuchtman and Seashore emphasize
regource optinizntioﬁ they have not adequately defined the
houndaries of this concepts Price also charges that advo-
cates of the systems approach, Qho ceriticized the goal model
because it has not produced general measures of effective-
nesss have fallen prey to this same problems That isy many
researchers have used criteria which are only appropriate
for the sSpecific organization under examinatione Finally,
Price further criticizes Yuchtman and Seashore?®s system ap—~
proach because several of thelr concepts refer tc the same
phenomeénaas For example, eight of their criteria were found
t0 relate to efficiency and fTive raferred to organizational
sizee This has lead to alternative systems definitions such
as Nolnar and Roger?s (1576:404) which was designed to ac—
count for the effectiveness of public versus private apen—
ciese In their work:

effectiveness is viewed in terms of the distribu-

tion or outflow of resources (the ability to dis—
tribute resources or provide services to the envi-
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ronment ), rather than in terms of resource
acguisition.

Mott (19723ix) emphasizes the interaction bhetween the
organization and its environment as the major criteria of
etfectiveness- He states that:

the coencept of effactiveness is multidimensional,

involving besides productivitys, the ovrganizations

ability to adapt to changing conditions both in-
ternal and external (adaptibility)s and its abili-

ty to cope with temporarily unpredictable emergen—

cies (flexibility)e.

Bowever, it ias precisely because researchers have resorted
t0 a variety of definitions that this area of research is in
such a state of chaos. Hannan and Freeman (1877} have even
arguad that +the concept of organizational effectiveness
should be disregarded as a sc;entiric concept because of
theoretical and methodological inadequacies. Others are not
as quick to reject the concepts VWebb (1974) suggests the
combining of the goal and systems model as they may really
be a logical extension of each others Pfeffer {1977) argues
against Hannan and Freeman'!s stand when he sugegests that the
harriérs to the siudy of effectiveness are the same for all
organizational research since variables vary 6ver time. He
defends the use of objectives as an analytical tool because
they determine organizational action. Campbell (1977:39=41)
offers a solution to the dilemma when he suggeats that an
emphasis should be placed on operative goels instead of for-

mally written goalse. He states that:

While people might »pot be able to state their
goals accurately, operative goals can be inferred
from the way they behaves
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In addition, Campbell calls for some overall hierarchical
map 0of how effectiveness criteria fit together in terms of
generality and sSpeciflicity, and means—ends relationshipss
For example, gsport organizations may <cite fund raising and
developmental programs as their organizational goals,; when
in fact, these may be the means of achieving a further end
such as performance excellence in international sporte.

An interesting study which compared the goal and system
resgurce approaches was undertaken by Maolnar and Rogers
(1876 )s They hypothesized that if measures from both ap-
proaches converged, both models should be used for a more
complete understanding of effectiveness. The goal approach
was measured by ratings of effectiveness by the top adminis-—
trators within the organizations as well as ocutside experts.
Administrative orientations resource differential, regsource
inflow and resource outflow were indices of the system mod-
eles These variables were related to four organizational de~
cision-making variables: formallization, autonomysy account-
ability, and goal claritye. Molnar and Rogers concluded that
the two approaches measure separate but related dimenslions
of effectiveness bhecause very Tew of the decision making
variables were correlated with effectiveness indicators
across the goal and system mensﬁres- In aﬁditiong there was
no significant relationship between the two goal measures,
and the system resource measures did not demonstrate conver-

gent validitye.




83
Only two studies could be found which directly measured
the effectiveness of voluntary organizatlonses Both of these
(Webb 19743 Likert 18561) utilized the goal modele Althouszh
some could gquestion whether Webb!s study on churches falls
into the realm of voluntary assoclation research, Webb found
support for the assertion that it is faulty to attempt to
develop general measures of effectivenesss He concluded that
the same development programs used for business organiza-
tions and government organizations will not necessarily be
effective in religious organizations. Conversely, Likert
{19612 140~161) concluded that the same principles of organi-
zation found in industry and government were operating in
the voluntary League of Women Voters in the UsS.As Likert's
findings are summarized below:

1« In the more effective leagues, ' greater motivational
forces to be active in League affairs are generated
in both leaders and memberses

2« Presidents in the more effective leagues have no more
influence on the average than deo the presidents in
the less effective leagues.

3. In the more effective leagues mnmembers feel that they
are kept better informed by all sources of informa-
tion than do the members in the 1less effective
leaguesSe

4e There is a tendency for leagues, as they lncrease in
sizes to increase in effectiveness up to a particular
pointe At a membership size of about 400, that ten-
dency disappearse. The larger the league, the more use
is made of general meetings with less face—-to-face
interactions Therefores sitructure is related to size.

Since no consistent findings have emerged regarding the

nature of effectiveness, criticism of existing definitions
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and theoretical models continuess EKuhn (1970) would argue
+hat such criticism is healthy and can lead to paradigmatic
revisione In Ffacty it is this dissatisfaction with existing
paradigms which forces scientists to be moré articulate and
specifice The current state of the area can be described as
being in Merisis" and in need of a scientific revolution.
Howevery this does not necessitate that all previous work be
disregardeds Inatead this work can bhe rethought and expand-—
ed upone This will be the task of the section on indices of
organizational effectiveness in Canadian NSGE. Before pro—
ceedingy additional problems with the effectiveness research
are discussed, including the problems of selecting efifec—

tiveness criteria and methodological issuese.s

Effectivensss Criteria
- AsS mentioned previouslyy one of the most striking Flaws
in organizational effectiveness research is the lack of con-
gistency regarding the choice of effectiveness criteriae.
This lack of consSistency makes comparative and cumulative
regsearch difficult, if not iwmpossibles.
Steers (1975) reviewed seventeen studies of effective-
ness and found that the most common univariate measures arel

1« overall performance measured by employee or supervi-
sory methods;

2. produoctivity typilcally measured by output data;

3. eaployee satisfaction measured with self report ques-
tionnaries;

4. profit measures based on accounting dataj
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5. personnel withdrawal based on archival turnover and
absenteeism datas

Furthernmore, Steers (1975:547) notes that it is difficult to
defend the use of one wvariable as an adeguate measure of ef-—
fectivenesss. He even goes so far as to suggest thatl

Several of the <c¢riteria that have been used (for

ingtance, Job satisfaction) appear to represent

more an expression of the researcher®s value prem—

ises instead of chjective measures of the effec—

tiveness of an organization in attaining its

goalse
Howevery, even though multivariate wmodels of effectiveness
have been constructed to integrate the diverse conceptuali-
zations of effectiveness, Campbell (1976) found that a total
of thirty different criteria and combinations of criteria
have been utilizeds. This lack of consistency hes made it
difficult to summarize and draw conclusions <from the re—
search done to dates

The universality versus specificity of effectiveness
criteria has been ancther topic of debate. MNMott (1872) sug—
gests that the same criteria should apply across all organi-
zationsy; while Webb (1974}, Scott (1977) and Cameron (1978)
contend that each organization requires 1its own definitions
of effectiveneses Mott (1972:17) argues that organizational
effectiveness should be evaluated according to productivity
meagsures {(quantityy guality and efficiency), behavioratil
adaptability {the proportion of relevant members who accept

the changes and the rapidity with which they accept them),

symbelic adaptation (anticipating problems in advancey de—
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veloping solutions to them and staying abreast of new tech-~
nologies and methods) and flexibility (the ability of organ-—
izational centers of power to cope with temporarily unpred-
ictable conditions)e Proponents of the goal model of effec—
tiveness contend that measures must be specific as
objJectives belné sought vary from organization to organiza-
tion.

The final problem with the criteria deals with the
source of effectiveness criterias Should the major declsion
makerss the organizational members or groups outside the or-
ganizationy be consulted regarding effectiveness informa-
tion? This is an important consideration as Sco%t (1977)
found that effectiveness criteria wvary depending upon the
information source useds This question alse relates te the
question of the appropriate unit of analysis for organiza-
tional effectiveness studies. Once again, a review gf the
literature illustrates that researchers have employed many
1levels of analysiss These have ranged from the supersystem
or external environment (Hirsch 1975 Mottt 1872), the organ-
jzation itself (Webb 19743 Scott 1977; Steer 19773 Welck
1977 ), 4the organizational subunits (Hitt and Middlemist
1978 ) and Tinally to the individual members {(Argyris 1962).

In sumaary, the criteria used as indices of organiza-—-
tional effectiveness have varied along the following dimen-
sions: univariate versus multivariate criteria, universall-

ty versus gapecificity of criteria and according to the level
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of analysis or source of informatione. Before studies can be
replicated to build a cumulative body of knowledge regarding
organizational effectiveness, more consistent treatment of

the effectiveness criteria must be madees

Methodological Issues

An additional reason for the egquivocal findings on or—
ganizational effectiveness deals with +the cheice of method-
ology employed to measure the concepte. 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-
tione Survey technigques including both the interview and the
gquestionnaire have alsco been extensively utilized. Howevery
variation in the applicaticon of these techniques can result
in different indicators of effectiveness. For exampley Pen—
nings (1975) +Found that there was low convergence hetween
objective and subjective aeasureses Data from company re-
cords, census information, financial informationy i1nvestment
patterns and accounting information were defined as being
obljective datas Subjective data included guestionnaire re-
sults from various.groups involved with the organization un-
der investigatione Penninas concluded that the two types of
measures may be testing different aspects of the effective-

ness conceptes
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Future studies should incorporate a number of research
strategies such as the content analysis of various records,
interviews and questionnaires of external organizational
members, the major decision makers and other members, and
participant observation to check that verbal responses match
actual behaviora Price (1977) employed a combination of
methods in her analysis of the formal and operative objec~
flves of the Secondary Schools Athletic Association in On~—-
tario. Although participant observation was not directly
uwged in this studys respondents were asked to present behav—
ioral examples of how objectives were belng pursueds
In sSummarys research on organizations has invariably
been concerned with the issue of effectiveness. However, ad-
vancement ln +the area has been hindered for a variety of
reasonss These include the variety of definitions, modelsy
criteria and methods which have been utilized in the re-—
search to dates Careful consideration must be given to each
of these areas so that research can proceed in a logical and

aystematic manners

Orgapnizational Effactivensess in NSGBs

Kanter and Brinkeroff (1981:327) has summarized the
problems with the goal model of effectiveness as follows:
osonls can be inconsistent, contradictorysy oOr incoherent;
and 1t is often uncleer at what Llevel or with respect %o

what units the attainment of goals should be measured".
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Howeversy in voluntary amateur sport organizations, such as
the Canadian NSGBs, practitioners have given a considerable
amount of attention to the process of goal formulation in
recent years. For example, several volunteers have attended
workshops to identify short and long range objectives for
their sport (Wiele, 1880). In addition, as a prereguisite
for funding support, Sport Canada requires the NSGEs to be
committed to the main goval of performance excellence and teo
write subgoals in a number of program areass Thus, volun-
teers are being encouraged to plan in terms of goalss and
one goal that is common to all NSGBEs involved in Clympic
fean and individual sporta, is performance excellences
Howevery the fact that performance excellence is a goal
that is common to all these organizations, and thus forms a
standardized basis Por comparisony is not the only ratlonale
for its inclusien as an 1index of effectiveness. Weber
cilosely linked achievement and the pursuit of instrumental
goals to his theory of bureaucracys This is most evident in
his writings in The Protestant Eihic and ihe Spirit of Cavi-
talism (1958 ). Similarilys in sports Luschen (1870) and
Seppanen (1981) have reported that unegual success levels
around the world cannot only be explained by the material
basis of the economy, but is also related to the ascetism,
achievement orientation and inner wordly tradition commonly
associated with Protestantisme. In addition, Riesman and

Denney (1972 ) suggest that the emphasis placed on winning in
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modern sport is related to the social struggle for success.
This struggle in turn evokes a more scientific and techno-
1logical approach to sports. Wohl (1975) predicts that modern
sport will continue to become more intellectualy rational-
ized and will place an increasingly gZreater emphasis on suac—
COSS e Thusy the selection of performance excellence as one
indicator of organizational effectiveness is in 1line with
the assumption that the goals of modern sport will continue
t0 become more instrumental in naturee. Because NSGBs must
continually struggle to obtain fuanding, their ability to ac-~
quire funds from the government and other sources could bhe a
second measure of effectiveness.

The use of the goal and systems modal in this study on
voluntary sport organizations ig intended t0 examine the
controversy existing in the literature on orgnéizational ef—
fectivenesss These two models are either regarded as alter-
native views on organizational performance (Campbell 19763
Molnar and Rogers 1976) or as complementary tools for anal—
ysing organizational action (Webb 1974). With respect to
the latter view, 1t has been suggested that the systems wod-

el may be a logical extension of <the goal mocdel in that re-

sources are required to achieve desired goalse. Thus, a po=
sitive relationship between these two measures of
effectiveness would be expectieds With respect to this

study, orgaﬁizations with teams which rank high in world

rankings would be expected to be more successful in acquir-
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ing scarce funding resources than are organizations with
teams with moderate or low world rankingse. This interpreta-
tlon is consistant with the assumption underlying the sys-
tems model that the abllity to acqguire resgurces is a re—
flection of the organization's success at producing desired
cutcomes, and thus assumes that the systems and goal models
are complementary tools for measuring organizational effec-
tivenesse Howevery, an alternative arguement that also de-
serves consl&erafion is that the acquisition of reqguired in-
puts such as financial resources does not necegsarily lead
40 the attainment of desired outputs or ocbjectives. Due +to
the need for other resources, the effect of the external en—
vironmenty and ‘the transformative processes mediating be-
tween inputs and outputs, acquired resources may not bhe con=—
varted into desired outputse The use of variables from both
models will help to clarify the relationship between these
indicators of organizational effectiveness in Canadian
NSGBse

In the following section, the relationship between bu-
reaucratic characteristics and the organizational effective-

ness of voluntary NSGEs will be discusseds
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Ressarch on Bursaucracy and Effectiveness

Although Weber explicitly linked the charactar;stics of
bureaucracy to organizational efficiency and effectivenesss
very few empirical studies have investigated +the relatioan-
ship between these concepts. By referring to Appendix A,
Selected Empirical Studieg of Oprganizational Effectivepess,
one finds that the studies have focused entirely on the de—
pendent variable of effectiveness, or have utillized indepen—
dent measures which do not relate directly to Weber's theo-
TV Even more striking is the 1lack of consistent use of
independent and dependent measures. This makes it extremely
difficult to draw any conclusions about pessible relation-
shipse Furthermore, some studies have uncovered posjitive
relationships between some bureaucratic characteristics and
various effectiveness criteria (Pennings 1976; Rushing 19743
¥ebb 19743 Negandhi and Reilmann 19733 Narch and Mannari
19763 Likert 19613 and Price 1968)y while no direct rela—
tionghip has been found in other stiudies (Pennings 19753
Molnar and Rogers 19763 Price 19763 MNahoney and Weitzel
1968). According to Sigelman {1981), +two main hypotheses
have been tested in the limited research conducted on the
relationship between bureaucracy and organizational effec—
tiveness. In the f£irst approach, a positive lLinear rela-
tionship has been predictedy a relationship which is consis-
tent with the ¥eberian traditione . As Sigelmwman

{1881:253-254) explains:
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The basic idea here is that division of labor,
specializationy achievement orientations recruit-
ment and promotion on the basis of merity, effi-
ciency—~ consciousness, clear-cut patterning of re-
sponsibility, and other bureaucratic
characteristics encourage organizational rational-—
itye Accordinglyy as these characteristics dif-
fuse throughout the organization and become insti-

tutionalized over +the course of time, nore
effective organizational performance should Ffol-
lLowe _

In the second instance, a linear relationship between bu-
reaucracy and effectiveness is predicted, but this time, the
slope of the relationship is negatives Sigelman ( 1981:254)
reports that some researchers have argued that the explana—
tion for a negative relationship is thét, Hthe increasingly
bureaucratic organization becomes progressively more suscep—
tible to performance lapses as its structural arrangements
become more elaboratel. To reconcile these contradictory
perspectives, Sigelman suggests that an § shaped curve may
best explain the relationship between bureaucracy and effec—
tiveneas. He (1981:256) explains that effectlveness may
suffer at first as an organization adopts a more bureaucrat—
ic styley but effectiveness can then be facilitated as Yra-
tional procedures replace the ad hoc ones%. Bowever, after
a point, bureaucracy may be detrimental to effectiveness be-
causes
Specialization may giveAway to water~-tight com—
partmentalization, efficiency to goal displace-
ments, impersonality to outright debhumanization and
hierarchy to rigidity (Sigelmans 1981:256).

As mentioned previously, 1little research has been done

on biureaucracys organizational effectiveness and voluntary
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sport organizationss From a SIRLS search under the descrip-
tor of "voluntary organizations" only one of tﬁe over two
hundred listings could be cross referenced with organiza-—
tional effectiveness (Moriarty and Duthie 1876)e Only six-
teen articles wmade reference to the societal functioens of
sport, while fifteen sStudies made mention of the internal
dynamics of sport corganizations. Other articles could be
broadly categorized under the following headings: sociode~
mographic characteristics of Joinersy soclal psychological
dimensions of involvement and historical descriptions of the
development of various voluntary organizationse

0f the thirty-eight references which were located under
the descriptor Torganizational effectiveness", nine referred
to the replaéeuant process and managerial succession in
sports Other articles were related to practical organiza-
tional concernsy; the Olympic Games, social psychological di-
mensSions and selected organizational theory topicse. Simi~-
larlyy only itwenty—one articles were tou;d which dealt with
bureaucracy and sports Most of these articles were nonempir-
ical discussions of the dysfunctional consequences of organ—
ized sport which are thought to accompany the rise of bu-—
reaucracy in modern societys

It i3 evident that little research integrates the three
concepnts: bureaucracyy effectiveness and voluntary sport
organzationse. As mentioned previoﬁsly, one possible reason

for thigs is that voluntary organizations have seldom been
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analysed from an organizational perspectives Thus, the con-
cepts of bureaucracy and effectiveness have rarely been in-
vastigateds In additiony the relationship between bureauc-
racy and effectiveness may have been overlooked bhecausey
the problem is extremely complex as a2 vast number of influ-
ences on performance are at work" (Child, 19762139 e How=
ever, the analysis of sport as a formal organization easily
falls into the subject area of sociology of sport. Lovs
HcPherson and Kenyon (1978:215) classify organizational prop—
erties of sport under their notion of sport as a social 1n-
stitutiones They argue that:

The sport order is composed of all organizations

in society that organize, facilitate and regulate

human actions in Sport situationss Organizations

at the corporate level are characterized by bu-

reaucracy; they have centralized authority, a hi-

erarchy of personnely protocoly and procedural em—
phases; eand they sStress the rationalization of
operations and impersonal relationshipse A number

of the major national and international governing

bodies of amateur and professional sport illus-

trate sport organizations of the corporate type.

If we accept the definition of sociolopgy as being "the
scientific study of the structure and compositiony Function-
ing and change of sccial systems and their relation te human
behavior" (Loy, McPherson and Kenyon, 1978:27), then we must

be concerned with the topics of bureaucracy and organiza—

tional effectiveness in sporte.
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Eatiopnale for Relstiopnships Petween Bureaucracy and
Effectiveness

In this study the variables investigated as indices of
bureaucracy include formalization, centralization, imperson-
ality of work reiatlons, professionalism, speclalization,
and the proportion of clerical staffe. Below is a review of
4the literature concerning these variublés and their rela-
tionship to organizational effectiveness measuress.

Formalization refers to the extent to which work activ-
ities are guided by written rules and procedures {(Hall,
1972 ). Thusy, in sport organlzations, the greater the pro-
liferation of written documents {eegey in publications, con—-
stitutions, and Jjob descriptions), the greater the formali-
zatione ¥hite (1980) contends that the aim of increased
formalization 1is +to achieve social order and stability
through the patterned regulation of human behavior. Glisson
and Martin (1980) add that although formalization is often
associated with red tape, it assures a minimum of fairness
and consistancy in treatment and may also reduce wark.uncer-
taintye. In addition, a formally established system of pro-
cedures and rules is thought to ensure continultys even with
frequent chanzes Iin personnel; a common occurance in volun-
tary organizations.

Although Weber {(1968:980) stipulates that burecaucracy
coincides with +the concentration of the material means of
management in the hands of the master, eupirical'research

has most often demonstrated a positive relationship between
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a decentralized structure and effectivenesse. For example,
Hage and Aiken (1867) reported a positive relationship be-
tween decentralization and program innovation while Negandhi
and Reimann (1973) found that decentralized business firms
experienced greater employee retention and prefitabilitye. A
decentralized authority structure is associated with partic-
ipative decision—making; a process which is designed to in-
volve and clarify members responsibilities in contributing
tc goal attainments In national sport governing bodies this
variable can be operationalized according to the degree to
which decision~making 1s concentrated with the board of di-
roctors versus being distributed to other commitees and sal-
aried program staff within the organizatione

An impersonal work orientation is important to the bu-
reaucratic organization because, according to Weber, it
helps to prevent personal feelings from distorting rational
decision—-makings Weber contrasted +the imperscnal approach
with the ways of the old order in which those in power were
moved by "personal sympathy and <favor, by grace and grati-
tude" (Weber, 1568:975}). Along with formalizationy imper—
sonal work relations are designed to:

eliminate from official business all purely per-

sonal, irrational and emotional elements which es~

cape calculation {(Weber, 1968:975).

Hall (1963 ) was one of the few who included impersonal-
ity as a characteristic of bureaucracy. However, the measure

used by Hall, which was the degree to which employees felt
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compelled %o bhe courteous and reserved,y, did not capture Web—
er's notion of the concepts Instead, it is likely +that the
establishment of preocedures to evaluate the performance of
employees is a more adequate measure of impersonal rela-
tions. Evaluation procedures are designed to be ob,jective
and to remove emotional elements from decision making. These
procedures are also designed to improve the performance of
employees which, in turn, is designed to lead 1o increassed
organizational effectiveness. Thereforey, it is expected that
the more an NSGH relies on formal evaluation procedures, the
more impersonal the work relations between the volunteer and
paid staff will bes Weber would also suggest that ismpersonal
work relations leads 1o rational decision making which in
turn leads to organizational effectivenesse

¥or VWeber, the evolution of bureaucratization was an
inevitable response 1o the patriarchical society in which
authority was based on kinship ties and the possession of
propertyas Insteady in a bureaucracy, important social roles
are allocated according %o knowledge and the possession of
educational gualificationse. Blau {1874) found that the de-—
gree of professionalism is inversely related to the degree
of centralizatione. He explains that because professional
qualifications allow one to seé the implication of one's
works and makes a person more gelf directing, decision mak-
ing can be more dispersed throughout the organization. Con-

versely, in the absence of a professionally trained staff,
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coordination can more likely be achieved through a central-
ized hierarchy of anthority. Thuss to investigate the rela—
tionship between professionalism and effectiveness careful
consideration must be given to the interaction effect be-
tween professionalism and the type of decision—makling struc-
turess The level of educational attainment of salaried pro-
gram staff and volunteers would be indicative of the dearee
of professlonalism in amateur sSport organizations.

Specialization Implies a high division of labor in
which work responsibillities are divided 1into more narrow
areas for each individuai. According to Weber (1968), =
high degree of speclalization promotes expertise among wper—
sonnel by nerrowing +the range of duties on the _job. Spe—
cialization is +thought to lead to increased effectiveness
because it allows each member to maximize his or her contri-
bution to goal directed activities (Steery 1977:64). The
number of board positions, paid staff and clerical posi-
tionsy executive board positions and committees with specif-
ic responsibilities would be indicative of the degree of
specializationes

Although the formalized work procedures are degsigned to
offset continual changes in persennel, career stability is
an important variable to consider in voluntary associlations
in which positions are often elected for one or two year
terms. In contrast, Weber's bureaucracy is characterized by

formal employment, salaries, pensions, promotions, elected
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rather than appointed officials, and positions are often
held for life. Consistency may be difficult to achieve with
a large turnover rate because new incoming members regquire
tralnling and socialization in their new positionss There=-
forey, 1t is expécted that the more careers approximate Web—
er's description of the official in bureaucracy, the more
effective the organization will bee.

Blau {1866) found a positive relationship between the
proportion of clerical staftf among the total staff and re—
duced operating costse Cilerical staff maintain channels of
communication which is important as the differentiation of
roleg increases. Furthermore; clerical staff help to reduce
the work load of major decision makers so that they can con=—
centrate on matters affecting the organizations? effective~
nesse For ¥Webery, a larger proporticn of clerical staff is
regquired in an effective bureaucracy to maintain the all im-—
portant files, and to cooréinate the many specialized deci-
sion=making positions.

In summary, based on Weber's writing, and subsequent
research on bureaucracy and effectiveness, a positive corre-
lation between a number of structural variables and measures
of organizational effectiveness can be expected. More spec—
ificiallyy, formalization, an impersonal work orientationy
professionalism, spacializationy career stablility and the
clerical staff ratic are expected to be positively correlai-

ed with the degree of goal attainment and resource acguisi-
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tiona Only centralization, which has most often been found
to be inversely related to effectivenesas indicatorssy is ex—
pected to exhibit a negative correlation with the degree of

goal attainment and resource acqguisitions

Summary

The purpose of this chapter has heen to review the 1it-
erature and develop a rationale for investigating the rela-
tionships between contextual, structural and organizational
effectiveness variables in voluntary amateur sport organiza-
tionse To this end, the first section included a discussion
of the historical development of the organizations to be
studied. In thias sectiony the prominent role of the govern—
ment in the bureaucratization of Canadian NSGBz, especially
since 1970, was notedes It was also pointed out that even
though these voluntary organizatlohs have a major influence
on the administration of amateur sport throughout the world,
1little research has been conducted on this type of organiza-
tion from an organlzational perapective.

One reason for this dearth of research is that the re—
search which has been completed on voluntary organizations
has largely been iroﬁ a sociodemographlic or a social psycho-
logical perspnectives While these approaches undoubtedly add
to our knowledge, an organizational approach would be par-
ticularly useful in uncovering both structural and perform—

ance dimensions of voluntary organizationse In addition,
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the replication of existing organizational studies=y which
have largely sampled the profit-oriented business 3Iype of
organization, would illustrate the degree to which findings
can be generalized across organizational typese

According to Biau (1974), an analysis of formal struc~—
ture is a good starting peoint for organizational research
because formal structure largely influences emerging infor—
mal structure. The most expedient way of examining struc~-
ture and function in voluntary organizationsy such as Cana—
dian NSGHs, is to apply research that has been conducted on
other types of organizations.

Most of the research conducted on the formal structure
and function of the business type of organization has been
stimulated by Weber?'s theory of bureaucracys By conirasting
modern sSociety with traditional patriarchical societies,
Weber envisioned the growth of bureaucratic order as a form
of control and domination. He characterized his ideal type
bureaucracy by the following features. Buareaucratic offi-
cials would use science as a base of knowledge and would be-
come more professional and speciatized and would occupy
their positions FTor a lenzthy period of time. An impersonal
work orientation would arise to remove emotional entangle-
ments from official business and declision—-making would he
guided by the rules and regulations contained in the all im-
portant written documentss In addition, a large clerical

staff would emerge 1in the modern office +to help coordinate
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speclalized positions and to free the bureaucrat from rou-
tine taskse Weber also predicted that if an organlzation
adopted this bureaucratic type of structurey, it would become
nmore effectives

Subsequently, a number of different research strategies
have been developed to examine Iéber's ideal typee. One ap~-
proach has been to examine the relationship between contex=
tual variabliesy; such as organizational size, organizational
agey dependencey and technology with the various structural
variablese A second approach has been to examine the rela-
tionship betwaen structural variables, to determine the de—
gree to which variahles indicative of VWeber's ideal type
vary togethere. A third approachy, although less common than
the first twos has heen to associate structure with measures
of organizational ettectiveness. Difficulties in defining
the concept of organizational effectiveness and the diffi-
culties in accounting for the variety of factors whichy be-
side structure, affect it may have hindered progress in this
areas However, the degree of intluence that organizational
structure has on organizational effectiveness is still an
interesting sociological guestions

This study proposes to apply an organizational perspec—~
tive to the study of voluntary organizations by examining
the structure and effectiveness of Canadian NSGBs. More
specifically, four of the tines of inguiryy which were

largely stimulated by Weber's theory of bureaucracyy will be
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employveds Firsty the relationship between contextual vari-~
ables and organizational siructure will be examined. Sec—
ondy the intercorrelations between variables indicative of
bureaucracy will be investigated. Third, the reletlonshiﬁ
between organizational structure and organizational effec—
tiveness will be measureds Fourthy in order to further ex-—
amine the controversy in the organizational effectiveness
1iterature regarding the goal and systems models of effec-
tiveness,y the relntioﬁships between indices from both models
will be examined in this study. In this way, the relation—
ship beiween the dependent measures can also be investigat—
ede The followling chapter outlines the procedures used to

examine these four lines of inquiryes.



CHAPTER 3 - PROCEDURES

Selection of ihe Samnle

The population for this study was comprised of all Can-—
adian national sport governing bodies for Olyapic sports
which are housed in the National Sport and Recreation Center
in Ottawae Data was collected on all of tThe organizations in

the population (see Appendix Bl

Data Colleciion

The data was derived from the 1981-82 administrative
and technical profiles of all NSGBs. These profiles were
complled by Sport Canada consultants in conjuncilon with the
Executive Directors and Technical Directors of each sport
{see Appendices C and D). Additional information was ob-
tained in a guestionnaire that was sent to the Executive Di~
rectors {(sSee Appendix E)s Twenty—~two of the twenty—-nine Exe-—
cutive Directors returned completed gquestionnaires for a 76%
return rates To obtain the missing data from the seven or-
ganizations, 4the EBxecutive Directors or Sport Canada con—-
sultants were interviewed by telephone. In thils way, data
were obtained for the entire population of organizationss
Below is a list of how the context, structure and eifectlve—
ness variables were theoretically and operationally defined,
as well as the hypotheses examiﬁed in this studye

- 115 =
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Hypothesnes

Lontext and Siructure Hyvotheses

ie

2

3

4

The greater the organlzational size, the greater the
bureaucratizatione.

The greater the organizational age, the greater the
bureaucratizations

The greater the dependence on the federal government

for financial support,; the greater the bureaucratiza-
tione.

The greater the technological expertise, the greater
the bureaucratizations.

Structural Hypotheses

1

2.

Formalization. the impersonality of work relations,
professionalism, specialization, the clerical ratio
and career stabillity are all positively associated
with each other.

Cantralization 13 negatively associated with the oth-
er structural variableses

Effactivaness Hypothases

le

The measures of the goal model and systems models of
effectiveness are positively correlateds

Structure and Effsciiveness Hypoitheses

1e

2e

3=

The greater the extent of formalization, the greater

the degree of goal attainment and resource acquisi-
tione

The greater the decentralization in authority and de~
cision makingy, the greater the degree of goal attain-
ment and resource acquisitions

The greater the impersonality of work relations, the
greater the degree of goal attainment and resource
acquisitions
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The greater the professionalism of major decision
makers, the greater the degree of goal attainment and
resource acquisitions

The greater the specialization, the greater the de-
gree of goal attainment and resource acquisitione

The gZreater the career stability of the organiza-
tions, the greater the degree of goal attainment and
resource acquisitions

The greater +the proportion of clerical staff, the
greater the degree of goal attainment and resource
acquisitions

Thsoretical and Qperaticoal Deflnitions

Lontextual Yacriableg

1s

2.

3w

Organizational Sizes

Iheoretical Defipition
Organjizational size is the total membership of the
organizatione

Oneratjional Definition

The total number of nationally registered memberse

Dependence on other organizations:

Iheoretical Definition

Dependence is the relationship o a parent organiza-
tien or owning group or +to other organizations (Pugh
et ale 1969).

Cperational Definition

Dependence 1s measured by the percentage of the 1582
NSGB total operating budgets which was f£inanced by
Fitness and Amateur Sport (FeAsSs)s

Organization Ages

Theoretical Defipition
Organizational age refers to the amount of time that
an organizatipn has been in existences

Operational Definition
Orpanizaticnal age is measured by the numbenr oi years
that an NSGB has been incorporated.
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Technological Expertise:l

Theoretical Definltiopn
The extent to which knowledge is sought from outside
the national sport governing body to upgrade training
and coaching programsSs

Operational Definition

The emphasis placed on technology is measured in two
wayss The fTirst measure is the total number of sport
scientists that an NSGB has <onsulted in the past
veares The second measure was the total number of
coaches in the organization who had completed at
1east Level Cne of <the technical Coaching Certifica-—
tion program for that sport.

Structural Yariables

ia

2

Formalization:

Iheoretical Definition

Formailization is the degree of work standardization
contained in role definition documentis, information
passing documents and role performance records (Hall,

1972)a-

Querational Definition

Formalization is defined by three different measuress.
The first, known as publication formalizations, is the
total nunber of pudblications produced by an NSGB in
the last year. The second measure, labelled constitu-
tion formalization, is the estimated total number of
words in the most recent NSGB constitutliones Job de—
scription formalization is the estimated total number
of words 1in volunteer as well as selaried program
staff Jjob descriptionse Word estimates were made by
calculating the average number of words per line,
multiplying this by the average number of 1lines per
page and then multipiying by the total number of pag—
2S e

Centralization:

Ineoretical Definition

Centralization 13 the dezgree to which decision making
is concentrated in the organizations; the greater the
concentration of decislion makings the greater the
centralization ( Hage and Aiken, 1967 ).
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Operaiional Definition

Four hierarchical levels in the NSGBs were identified
and assigned a value ranging from one to four depend—
ing on the level of centralizations The Board of Di-
rectors were defined as being the most centralized,
and thus received a value of 4, followed by the Exe-—
cutive Board alone, the Executive Board in consulta-
tion with the salaried program staff, and the sala-
ried program staff alone being the least centralized
levels Using Xnoke's (198981) taxonomy of decision
making areas, five areas were identified including:
budget decisions, personnel decisions, policy and
goal decisions, new program decision and promotion
decisions. Executive directors were asked to identify
which of the four levels had final say In each of the
decision making areass In this wayy a value Lfrom one
to four was given to each decision making area and a
total index of centralization was constructed from
the sum of valuese

Impersonal Work Relations:

Impersonal work relations refer to the extent +to
which individuals are dealt with on an obJjective
rathaer than on a personal basise.

Operatiopal Defipition

Impersonality of work relations was measured accord-
ing to the degree of formality in the procedures for
evaluating the performance of salaried personnels An
NSGB received a score of 1 if no evaluation proce-
dures were in existances A 2 was assigned if there
was some FTorm of evaluation done on an informal ba-
sis, such as through casual interviews. If an NSGB
had a standard evaluatian form used to evaluate sala-
ried program staffsy it was assigned a score of 3.

Professionalism:

Iheoretical Definition

Professionalism i3 represented by the educational
quatifications of the volunteers and paid statff.

Querationait Definitign
The highest level of educational attainment for both
volunteers and salarled program staff:

a) Leas Than A High School Diploma

b) High School Diploma

<) Post Secondary Degree
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d) Graduate Degree
Specialization?

Iheoretical Befinition

Specialization 1s the extent +to which work responsi-
bilities withipn an organization are divided (Steers,
1977 ).

Operational Defipition

a) HBoard members specialization: the total number of
board member roles.

b) Executive board specialization: the total aumber
of executive board member roles.

c) Salaried progrem staff specialization: the total
number of salaried program staff positions (ege
executive director, technical director, program
coordinators, national coach)as

d) Committee specialization: the total number of na-—
tional hoard committees.

@) Clerical support staff specialization: the total
number of clerical support staff positionse.

£) Total specialization: the sSum of board member
roles, executive board member roles, salaried pro-
gram staff positionsy committees and clerical sup-
port gtafif positionsas

Career Stability:s

Iheoretical Definition

Career stability refers to the length of +time that
individuals have occupied positions within an organi-
zation (¥Webery 1968).

Operational Defiaglition

a) Paid staff turnover rate: the mean number of years
that Executive and Techinical Director positions
have been in existance, divided by the number of
incumbents in each of these positionse.

b)) VYoluntary involvement: the mean number of years
that executive board members have been involved In
national board rolese.
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Proportion of Clerical Staff:

Iheoreticnl Definition

The proportion of clerical staff to other organiza-
ticonal members (Blaus 1973).

Operational Definition
The ratio of clerical staff to all voluntary and oth—
er paid staff positionse.

Efftectiveneas ¥Yariables

1.

The Goal Model of Effectiveness:

Ibheoretical Definition

In the goal model, organizational effectiveness is
defined as the organization?s ability to achieve de-
sired objectivess. The main ob.jective of all the NSGBs
in this sample is to have their teams rank as highly
as possible in international competitiones

Cperatiopal Definition

a ) The world ranking of each Canadian National Olym—
ric Team in 1S82 (or the average ranking if an
NSGB has more than one Olympic team). This vari-
able was originally coded in a reverse direction
t0 all the other wvariables, because the team with
the highest world ranking received the Lowest
score (eege 1)sa Therefore, it was necessary to re-
code the variable so0o that a team with the lowest
world ranking (eegs 54) received the lowest value
{eeila 1) Similarlyy +the team with the highest
world ranking (ee.ge 1) received the highest value
(e-g- 54).

b) The effectiveness ranking of each Canadian Nation-
al Olympic Team in 1982 (or the average effective—
ness ranking if an NSGB has more than one Olympic
team). This measure contrels for the number of
competing countries. An NSGEB receives a score of 4
if the national team{s) is in the top 25% of com—
peting countriesy a 3 1If it is in the 26-50%
rangey a 2 if it is in the 51-75% rangey, and a 1
if i1t is in the bottom 75~100% of competing coun-
triese.

c) The changes in effectiveness ranking of each NSGB
since the most recent world champlonshipse
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24 The Systems Moedel of Effectiveness:

Ihepretical Definition

In the systems model, organization effectiveness is
defined as the organization®s ability to secure
scarce resourcese Therefore, NEGB effiectlveness is
measured by the ability of the organization to ac—
guire financial resources from Fitness and Amateur
Sport and other sources.

Operatiopnal Defipition
a) The 1982 Tetal Operating Budget of each NSGB

b) The increase in dollars received from Fitness and
Amateur Sport from 1970 1o 1582.

In summarys Figure 2 represents a model of +the context,
structure and effectiveness variables that were examined in

this studys
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Contextual Variables

J | I |

Organjzational Organizational Dependence Technology
Size. Age (on FAS for {number of researchers
{tota) membership) {number of years financial consuited and number
incorporated) support) of technically

certified coaches)

Structural Variables

Centralization Professionalism Career Stability
(budget, personnel, (education of (for salaried program taff
policy, new program salaried program and volunteers)
promotion decisions) staff & volunteers)
Formalization Impersonal Work Specialization Proportion of
(publication, Relations (the total Clerical Staff
constitution, (formality of number of roles) (ratio of clerical
Job description) evaluation staff to other
procedures) . positions)

|

Effecti venes[s Yariables

Goal Model . Systems Model

! |

World Ranking Effectiveness Improvement - Total Operating
Ranking Budget

Increase in LAS Support
1970 - 1982

FIGURE 2: CONCEPTUAL MODEL OF THE CONTEXTUAL, STRUCTURAL AND EFFECTIVENESS VARIABLES
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Datas Analyvsis

Pata collected from the administrative and technical
profiles, as well as from the gquestionnaires, were coded ac~—
cording to the above operational measurese. Descriptive sta—
tistics were computedy wusing the SPSS computgr program, tfo
determine frequency distributionsy mean values and the range
of responsesis The freguency distributions were also used to
check for coding or key punch errorss Pearson correlation
matrices were then preoduced to examine‘the strength and di-
rection of the relationships among the variables.

In addition to measuring the strength and direction of
relationshipssy the pearson correlation is aléo a valuable
statistic for determining the degree to which a linear rela—
tionship exists beitween variablese That is, an r value that
is close to zero indicates the absence of & linear relation—
ships To determine whether a low correlation was due to a
non~systematic relationship or a curvillnear relationship,
scattergrams were produced for each set of variabless Be-
sides printing a visual plot of the datas the SPSS subpro—
gram scattergram produces a number of statistics, including
an r2 values This value, which ranges froa 0 to +1, was used
10 measure the proporiion of variance that one variable ex—
plains in another variablees The r2 will be close to zero
when the data 3is relatively homogeneous and when the cases

cluster close to the means




125

In addition to these bivariate analyses, the multivari-~
ate technique of partial correlation (pr) was used to fur-
ther clarify the relationships between variabless The par=—-
tial correlation describes the relationship between two
variables while controlling for the effects of one or more
additional variableas. Thuga, partials were computed for each
correlation between the contextual and structural variables
while controlling for all other contextual variablese Simi-
larly, because past research has shown that the structural
variables are intercorrelated; controils were introduced for
the relationships between structure and organizational ef-
fectiveness.

According to Cohen {1975)y one of the most commonly en—
countered pattern of correlations in the behavioral sciences
is when two independent variables are correlated with each
othery, as well as with a dependent variahlee. Because the
partial correlation is based on the simple correlation be-
tween the residuals of an independent and dependent vari-
abley once the effects of the second independent variable
have been controlled, it can be used to clarify the rela-
tionships between intercorrelated variablese. This technigue |
can be used *o wuncover spurious relationships, intervening
variables and suppressor effeciss

With the first set of partiala; the relationship be—
tween context and structure was examined, while controlling

for all other contextual variablese. Bowevery, because of the
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multitude of possible combinations of relationships between
structure and effectiveness, while controlling for all the
other structural variables, a decision was made to limit the
number of partial correlations that were reporteds Therae-
forey for each mignificant bivariate relationship between
structure and effectiveness, only those structural variables
that were significantly correlated with the structural vari-
able in guesticon were conirollede. In this way the unigue
association between each structural v;riahle and effective~-
ness variable, as well as the issue of multicollinearity,
could be examineds All 0f the partial cerrelations were
also examined to ensure that suppressor effects were not he-
ing encountereds. Thusy non—significant zero order correla—-
tions were examined after all controls were introduced teo
determine if values reached the 05 level of significances
In addition, the pr2 value was used to examine the propor-
tion of explained variance when controlling for the effects
of the additional vﬁriahles.

For the scattergram, pearson correlation and partial
correlation proceduresy two—tailed tests of atatistical sig-
nificance were employeds. These tests should be used when
the researcher does not have an explicit hypothesis concern—
ing the expected direction of a coefficients As both posi-
tive and negative relationships have been reported in previ-

ous studiesy the two—tailed test was warranted.
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Although this study includes the entire population of
NSGBs which govern Olympic sports through the National Sport
and Recreation Center in Gttawa, the smaill sample size
(RN=29) affects statistical power. For example, a correlation
value of +300 may be statistically significant at the .05
level for a large sample but not for a small sample. M-
though the 405 1level of sipnificance was selected for this
study to reduce the possibilities of capiltalizing on chancey
moderate chralations not reaching the «05 level were noteds.
This was done to ensure that relationships between variables
were not overlooked due to the small sample sizes
Missing data, for both the pearson correlation and par-
tial correlation procedures, were handled through pairwise
deletions With this procedure, a case is omitted from the
computation of a given coefficient if the value of either of
the two variables being considered is missinge. The ma.jor
advantage of pairwise deletion is that as much data as pos=—
sible is used in the computation of each coefficients It has
the disadvantage of producing coefficients which may be
based on a different number of casese Al+though this disad-
vantage is difficult +to avoid, a decision was made not to
report r or pr values that were based on less than 20 organ-

izationse.




CHAPTER 4 — RESULTS AND DISCUSSION

Introduction

Thg findings of this study are presented in five wmajor
sectilionse. In the first section, the intercorrelations be~
tweaen the contextual variables (eags organizational slzé,
organizational age, technological expertise and dependence
on other organizations) and +the organizational structure
variables will be presentedes The findings regarding context
and effectiveness are also discusseds Secondy the relation-—
ships amongz the various organizational structural variables
(cepge fTormalization, centralization, 9pecializationy imper-
sonality of work relations, professionalism and the clerical
ratio) are examineds To determine whether the goal and sys-
tems models of effectiveness are related, the intercorrela-
tions among the nerformance and resource acquisition vari-
ables are presented in the +third sectione. The fourth
section contains +the findings regarding the relationships
between the organizational structure and organizational ef-
fectiveness indices. A summary of the findings of the rela-
tionships between the contexiuval variables and organization—
al structure; the structural variables, the goal and systems
variables of organizational effectiveness, and struéture in
relation to effectiveness are presented in the final section
of the chaptere.

- 128 -
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Contextual Yariables

The descriptive statiétics for the contextual wvari-
ables, including the mean, standard deviation and range, are
contalned in Appendix Fe In additions the results in Table 1
iliustrate that there are some significant relationships
among the contextual variabless While intercorrelations have
seldom been reported in previous studies, the degree tfo
which the contextual variables are intercorrelated has im-—
portant implications for the interpretation of r values be-~
tween contextual and structural variables. When significant
intercorrelations were obtained, +he partial correlation
technigque was emploved 1o partial out the geparate effects
of each contextual variablee. First, however, the inter-

correlations among the contextual variables are describeds
As revealed 1in Table 1, organizational size is neg-
atively associated with dependence on other organizations
(r==+597, p=e000} and positively associated with the total
number of +technically certified coaches (r=:634y p=.001).
There 1s also a tendency for size to be positively correlat-
ed with organizational age {(r=.371; p=074)y, although this
value did not reach the +05 level of significancee These
findings suggest that larger organizations are wmore likely
1o have greater numbers of technically certified coaches and
they alsc tend to have been incorporated longer than smaller

organizationss



Table-1

MATRIX OF PEARSON CORRELATION COEFFICIENTS
FOR THE CONTEXTUAL VARIABLES
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CONTEXTUAL VARTABLES

CONTEXTUAL VARIABLES 1 2 3

aq

ORGANIZATIONAL SIZE
1) Total Membership

DEPENDENCE ON OTHER ORGANIZATIONS
2) % Government Support -, 697¥**

ORGANIZATIONAL AGE
3) Years of Incorporation 371 - 481 %%

TECHNOLOGICAL EXPERTISE
4) Number of Sport Scientists
Consul ted -.173 A7 -.070
5) Total Number of Tech- )
nically Certified Coaches LB34*** - 308% .118

112

*° Significant at the .05 level
* *  Significant at the .01 level
*¥** Significant at the .001 level




131
This interpretation makes sense intuitively, as the
longer an organization has been in existence, the more time
it will have had to generate support through membershipse. In
addition, the larger the organizational membership, the
larger the grassroots base froa which volunteers with an ap—
titude for coaching can be recruitede. Moreovers as organi-—
zational size increasesy the dependence of the NSGBgs on Fit-
ness and Amateur Sport (FAS) for funding support tends to
decreasas. To illustrate, the results in Table 2 show that
some NSGBs are dependent on FAS for as much as 495% of thelr
funding while others have reduced their dependency to as
littile as 17%. As memberships increasey, the sport may be-—
come more visible and is thus more able to attract corporate
sponsorzship in erder to reduce dependency on the government
for support. An aliternative explanation is that with an
increase in sizey an NSGB has more manpower to initiate fund
raising activities; a strategy which will also result in de~
creased governmental dependencees
Interestingly, this contextual wariable is also strong-
iy associated with one dependent measure of organizational
effectiveneas; the total operating budget as shown in Table
3. As organizational size increasesy so does the total op—
erating budget (r=.665, p=000)s In additiony as dependency
on governmental support decreasesy the total operating budg-
et increases (r=-+781i, p=e(00)e Thuss while an increase in

size 1s associated with an organization's becoming less de-
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Table 2

THE % QF FAS SUPPORT COMPARED TO THE TOTAL OPERATING BUDGET

ABSOLUTE
FREQ. RELATIVE ADJUSTED CUM
% FAS (NO. OF FREQ. FREQ. FREQ.
SUPPORT N.S.G.B.'s) (PCT) (PCT) (PCT)
17 1 3.4 3.6 3.6
44 1 3.4 3.6 7.1
a5 1 3.4 3.6 10.7
49 1 3.4 3.6 14.3
57 1 3.4 3.6 17.9
59 1 3.4 3.6 21.4
64 1 3.4 3.6 25.0
65 1 3.4 3.6 28.6
67 1 3.4 3.6 32.1
68 1 3.4 3.6 35.7
71 2 6.9 7.1 42.9
72 1 3.4 3.6 46.4
73 2 6.9 7.1 53.6
75 3 10.3 10.7 64.3
77 1 3.4 3.6 67.9
80 2 6.9 7.1 75.0
82 1 3.4 3.6 78.6
83 2 6.9 7.1 85.7
88 1 3.4 3.6 89.3
89 1 3.4 3.6 92.9
90 1 3.4 3.6 9.4
95 1 3.4 3.6 100.0
- Missing 1 3.4 Missing 100.0
TOTAL 29 100.0 100.0
MEAN 70.250 STD ERR 3.140 MEDIAN 73.000
MODE 75.000 STD DEV 16.615 VARIANCE 276.046
KURTOSIS 2.719 SKEWNESS -1.353 RANGE 78.000
MINIMUM 17.000 MAXIMUM 95.000

VALID CASES 28 MISSING CASES 1.
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pendent on one sSource of fundingy, 1t is alsoc related to hav~—
ing a larger total budget from which to operate. Therefore,
NSGBa must raise additional funds through corporate sponsor—
ship and other fund raising ventures.s A +third contextual
variabley, the number of technically certified coaches was
also significanily correlated with the total operating budz~
et {r=a442, p=e024)s This suggests that the improvement of
technical expertise on the coaching level requires a larger
operating budget.

Returning to Table 1, the resulis show that the level
of coaching expertise is also negatively related to +the
amount of dependence that the NSGBs have on the federal gov—
ernment for financlal support {(r=-.398, p=«044)e Similarly,
organizational age is negatively correlated with dependence
(r==2481, p=.017)s Thus, organizations that are less depen—
dent on the government have been incorporated longer and
bave been able to technically certify more coaches across
the countrye. It appears that younger NSGBs are less able to
attract outside sources of funding and have not had the time
or ability to launch éuccessiul technical coaching programss
Perhaps because the older NSGBs are also larger, they are
able to railse additional funds through memberships and alsc
have more manpower with which to develop coaching certifica-
tion programse. Because the results of the pearson correla-
tion matrix revealed a pattern of intercorrelations among

the contextual variables, it was necessary to use the par—
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tial correlation technigue when examining +the relationship
between each contextual varjable and the measures of organi=-

zational structures These results are discussed belowe



Tabl

e 3

MATRIX OF PEARSON CORRELATION COEFFICIENTS
FOR THE CONTEXTUAL AND EFFECTIVENESS VARIABLES

CONTEXTUAL VARIABLES

EFFECTIVENESS VARIABLES (Size) (Dependence) (Age) (Tech?o;ogy) (Tech?o}ogy)
a b

GOAL MODEL
1. 1982 World Ranking .150 -.227 - .124 -.081 131
2. 1982 Effectiveness

Ranking -.036 -.222 010 .124 -.066
3. Changes 1in Effectiveness

Ranking 1978-1982 162 .201 -.063 -. 227 191
SYSTEMS MODEL
4, Total Operating Budget . 665*** =, JBY*** 124 -.015 .442*
6. § Increase in FAS _

Support 1970-82 .283 -.232 -.187

212

.404*

* Significant at .05 level
***x Significant at .001 level

aet
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Organizational Size
As can be seen in Table 4y the contextual variables of
size and dependence Shcw the most numerous and strongest re—-
lationships with the structural wvarlablese Organizational
size is positi&aly related to the formalization measure of
total job descriptions (r=.551y p=.008)y, to the specializa-
tion indicatorg of +the number of salaried program staff
{r=e484, p=+016) and +the number of clerical positions
(r=e574y p=.004), as well as to the clerical ratio {(r=.527,
p=e 008 )a Although size was not significantly associated
with all of the structural varliables, there is a tendency
for the results to support Puph et ale (1869) and Hinings et
ale (1976) who found that size was a good predictor of
structure. Because size was positively related to indices
of formalization, specialization and the clerical ratio,
there is support for Hinings et ale.'s (1976) conclusion that
an increased division of labor and regulation through role
definition documents is requi?ed t0 coordlinate activities as
organizational slize increases. These changes also regquire
increased clerical support as revealed through the clerical
ratioe
These relationships tend to hold even though the copera=—
tional definition of size was altered in this study to ac—-
commodate the nature of voluntary organizationsa That is,
while organizational silze has usually been defined- as the

total number of employees {Pugh et ala. 1968; Inkson 8%t als



Table 4

MATRIX OF PEARSON CORRELATION COEFFICIENTS
FOR THE CONTEXT AND STRUCTURAL VARIABLES

CONTEXTUAL VARIABLES
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STRUCTURAL VARIABLES L 2 3 4 5
(size)(Dependence)(Age)(ggsh?g}i (Eggh?g¥7
FORMALIZATION
1. Publications .058 -.089 -.068 .375 .054
2. Constitutions .34 -.107 013 145 272
3. Job Descriptions LB51**F - p23% 008 -.183 .217
CENTRALIZATION
Budget Decisions .139 .161 080 .193 .054
Policy Decisions .084 .252 -.024 .199 .101
Personnel Decisions -.089 17 -.128 .083 -.002
New Program Decisions -.026 .230 -.282 -.121 -.0M
Promotion Decisions -.158 .180 060 -.012 -.182
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 50 -.114 -.0%2
13. Salaried Program Staff Roles .484** - p67*** - (72 .020 .310
14. Number of Committees .280 -.325 -.056 -.066 .116
15. Number of Clerical Support
Staff L574%% - B> .163 -.057 .333
16. Total Specialization 274 -.313 070 ~.073 .095
CLERICAL RATIO
17. Ratio of Clerical to Other
Positions LB27F% o 480%* .288  .190  .495%*
PROFESSIONALISM
18. Voluntary 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 -,03N -.113 -.208 .145

* Significant at .05 level
**  Significant at .01 level
** Significant at .001 level
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1976), slze was defined here in terms of total meambership in
the national assoclatione In this ways the unigue feature
of holding a membership, which is not common in most bugi-
ness organizations, could be captureds In addition, the
nusbeaer of paid employees is not a good indicator of size in
voluntary organizations since most administrative positions
are filled Sy non=paid volunteerss
Organizational size was not, however, slgnificantly
correlated with the measures of centralization (see Table
4)e Thig contradicts the findings of Pugh et al. (1969)
and Hinings et al. (1976) who found that as an organization
becomes largery, it tends +o decentralize decision—-making
gtructures The findings reported here suggest that organiza-
tional size does not necessarily dictate the locus of deci~
sion-making authoritye As none of the other contextual vari-
ables are significantly correlated with centralization, it
seems that additional contextual variables influence whether
an organization centralizes decigsion—-making authority or
note Cne factory which may account for the dirfference bhe-
tween voluntary sport organizations and the business organi-
zation studied in previous researchy is the geographic loca=-
tion of the board of directorse. Even though this body is the
most centralized with respect to decision~making authority,
it is the least centralized geographically. That is, members
of the board of directors often represent their provincial

affiliates and reside in the provimce that they represents
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Also, they only meet as a group a few times a yeare In con—~
trast, the executive committees and subcommittees are more
frequently in contact with one another and the salaried pro-
gram staff work together on a daily basis at the National
Sport and Recreation Center in Ottawae. Thusy an important
contextual variable which deserves further attention is the
dearee to which board, executive committee and octher commit~—
tee members are geographically dispersed across fﬁe countrys
It is likely that the more dispersed the various members
ares the more difficult it will be to communicate on deci-
sion making 1ssues? and thus, it is more likely that deci-
sion-making responsibility will be decentralizedes Therefore,
it is also more likely that salaried program stafif who are
geographically centralized in Ottawa near government and
other support services will have greater declsion—-making au—
thoritye.

That organization size, and the other contextual vari-
ables, did not demonsitrate a significant correlation with
the wvariables in the "characteristice of otiicé holders" di-
mension of bureaucracy (esge. impersonality of work rela-
tTionsy professionalism or career stability) also suggests
that additional contextual variables need to be considered
to explain variations in structures Perhaps past experiencey
as revealed through a career path analysis of both the vol=-
unteers and salaried program staff, would indicate some im—

portant factors that could be considereds For example, expe-—
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riences at the local and provincial levels may influence the
"characteristics of office holdersY at the national level.

Returning to the significant relationships between or—
ganizational size and structurey, the relationships camn be
further clarified through the use of the scattergram and
partial correlatidon procedurese. No obvious curvilinear re~—
lationships were observed in the scattergrams for organiza—
tional size and the astructural variables. However, the scat-
tergram program does produce rZ2 values and those reaching
the «05 level of significance are displayved in Table 5« From
the r2 wvalues, it is apparent that organizational size ac—
counts for approximately 30% of the variance in Jjob descrip-
tion formalization, 23% of the variance in satarled program
staff specialization, 33% of the wvariance in clerical sup-
port staff specilalization and 28% of the variance in the
clerical ratio.

Howevar, to determine the portion of the variance ex-—
plained by organizational size &sloney partial correlations
were also computed (see Table 5 )a When organizational age
and the technological expertise measures are controlled for,
organizational size remains significantly correlated with
Job description formalization (pr=a53893.536,+548 respective~
1y e Howevery when dependence is controlled the pr value
drops to «208. Noreover, as revealed in the discussion on
dependence in the following section (see Table 6)y control-

ling for size also lowers the strengzth of the negatlive rela-—
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tionship between dependence and organizational size. Thege
findings suggest that the relationship between the depen«~
dence variable and formalization is dependent on variations
in organizational sizes Thus, the partials are lower than
the =zero order pearson correlations {which have no con—-
trols ).

One possible explanation for this finding is that mem—
bership size increases the membership fee portion of the to-—
tal operating budgety, which in turn reduces the dependence
of the organization on the governmente Because the financial
records of the NSGBs were prepared according to a number of
different accounting procedures, it was not possible to iso-—
late the amount of membership fee revenue to provide support
for this argumente. However, partial correlations have been
useful in further examining the relationships between size
and structures They alse indicate that more sophisticated
explanatory madels are needed since controlling for depen—-
dence reduces the strength of the relationship between size
and structure. As revealed in Teble 5, controlling for de-
pendencé also substantially reduces +the interdependence be=
tween organizational size and the other selected structural
variables, in addition to Jjob description formalizatione. In
contrast, the relationships hetween organizational size and
the structural variables appear to be relatively independent
of the remaining contextual variablese. Furtheroorey no sup-

rressor effects were uncoveredy as none of the non=-sisnifi-



Table 5

PARTIAL CORRELATIONS FOR ORGANIZATIONAL
SIZE AND STRUCTURE

1

STRUCTURAL ORGANIZATIONAL SIZE WITH CONTROLS' FOR:
VARIABLES
DEPENDENCE ~ ORGANIZATIONAL AGE  # SPORT SCIENTISTS  # TECHNICALLY CERTIFIED

CONSULTED COACHES

J0B DESCRIPTION — -

FORMAL I ZATION |

(r = .651%%) pr .208 580« 536 %% 54g%*

(v = .303%%) prl - .043 . 306%* L 287%% .300%*

SALARIED PROGRAM

STAFF SPECIALIZATION

(r = .484%*) py .036 _552%* 495 #+ 390

(+2 = .234%%) pr? .001 . 304%+ 2455 152

CLERICAL SUPPORT.
STAFF SPECIALIZATION
(r = .574%%) pr .308 .567** .b4q** ' .500**

(r2 =, 330%*%) prz

.094 .315 L206%% © o L2B0%*
CLERICAL RATIO
(r = .527%*) pr .306 L472% 579%* .314
(r2 =, 277**) pr2 .094 .223% . .335%% , .099

‘. Significant at the .05 level
«% oSignificant at the .01 level
xxw Significant at the .001 level

bl

L Only the wvariables significantly correlated with organizational size included.
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cant zero order correlations reported in Table 4 reached the
«05 of significance level once controls were introducede.

Furthermore, organizational size does not appear to
have a direct effect on the dependent measures of effective—
nessy except for ita relationship with total operating budg-
et {see Table 3). None of the other correlations between
slze and the goal or the systems models of effectiveness
were statistically significant when the pearson correlations

or partial correlation procedures were applieds

Dependence

The context variable of dependence on other organiza-
tions showed a relationship with structure that was similar
lto that of organizational size (see Table 4)e Dependencesy
which was measured by the degree +to which NSGBs rely on FAS
for financial supports was astrongly associated with four of
the organizational structure variablesa. Howevery in con-
trast to organizational éize, most of these relationships
vwere negativea These relationships inciuded dependence with
total Job descriptions (r=—.623, p=.001)y, with salaried pro-
granm staff specialization (r=—=.6067,p=a300), with clerical
statf specialization (r==.561, p=.003), and with clerical
ratio (r=—2480, p~=e013)s The inverse relationships indicate
that organizations that are more dependent on government
funding ‘are less bureaucratic in terms of formalization:

specializationy, and the clerical ratioce
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This finding contradicts the findings of Pugh et ale
{1968 )« They contend ihnt +he more dependent an organization
becomes on other organizations, the more centralized and
standardized it +tends to becomes Furtharmorey they have
found that increased dependence has no apparent effect on
either the formalization of procedures cr the specialiiatlon
of activities. Howevery later work by Hinlings and Lee
(1976) and Hsu et ale (18983) also failed +to support the
findings of Pugh et al.
¥hile Hinings and Lee (1976) uncovered a significant
positive relationship between dependence and centralization
in a replication of Pugh et ale.?s work, they reported a neg-—
ative relationship between dependence and the "structuring
of activities." Formalization and speclalization were in-—
cluded by the Aston group in the broader "structuring of ac—-
tivities" dimensione Hinings and Lee (1876:10) concluded
that: Ythe more dependent an organization ise the less like—
iy it is to be clearly structured.” With one exception,
this conclusion tends %o hold for +the voluntary amateur
sport organizations examined in this studye. The exception
is that although dependence was positively related +to the
measures of centralizationy, none of the correlations reached
the +05 level of significances
In a more recent study, Hsu et ale (1883) distingulshed
between internal dependence {(dependence on the parent compa—

ny) and external dependence (dependence on suppliers and
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customers) 1in f£ifty Japanese manufacturing plants. The
measure of dependence enployed in this study iz more closely
associated with internal as opposed to external dependences
Hsu et ale Ffound that internal dependence was onlily signifi-
cantly related %o vertical differentiation (the number of
levels of hierarchy) and formalizationes This finding is sim—
ilar to the resultis reported here. However, unlike this
study and that of Hinings and Lee (1876)y the direction of
Hsu et ale?s findinms were positives The authors ( 18983:987)
concluded that internally dependent organizations will need
10 increame levels of hierarchy and to formalize procedures
t0o meet the demands of the parent companye Bowevery this
conclusion may only be warranted for business organizations
adopting a Japanese style of management.

The reasons for these equivocal findings mayy in part,
be explained by differences in the nature of the dependent
relationship between government and voluntary sport orgeni-
zations in comparison to the parent and subsidiary business
conpanies sampled in previous studiess FAS, through Sport
Canaday has encouraged NSGBs o become administratively and
financially mature (Sport Canada Criteria, 1982). Thusy
these organizations are required to become more bureaucratic
in structure through increased formalization and specializa-
tiony, and less financially dependent on FAS. The inverse
findings in this study may be explained by the fact that the

more dependent NSGBs are also the smaller, younger and less
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tochnically sophisticated organizationses This explanation
is supported by the findings in Tabie 1 which iIndicated that
dependence is negatively associated with organizational size
{r==u671, p=+000), with organizational age {(r=-.481,

=+017)y and with the number of technically certified coach-
es (r=—=ea388, p=e.044). Thusy; the less dependent organiza-
tions are those which are more bureaucratically mature and
which have been able to secure Tunding sSources in addition
to governmeni support.

Most of the other zero order correlations between de-
pendency and organizational structure were not significant,
and the majority of them were negative. Thereforey, the re-—
lationship betiween dependence and organizational structure
warrants further study, especially because the amall sample
size in +this study affecis the power of the significance
levels. It may be that Pugh et als.?s (1976) statement that
dependence 1s an important variable in determining organiza-
tional structure is valid, but only in an inverse direction
in the case of woluntary amateur spoert organizationss It
also appears that dependence has 1ittle direct effect on or—
ganizational effectiveness since there are no significant
relationships between these variables, except for the previ-=-
ously discussed reintionship between dependence and total
aperating budget which was illustrated in Table Je

To Turther examine the relationship between dependence

and structure, the scattergram and partial correlation pro-
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cedures were utilized. With the scaettergrans, no apparent
curvilinear relationships were detected. However, some in—-
teresting patterns emerged when Ifirst order partials were
computed to control for the effects of the additional con-
textual variables. By comparing the r and pr values in Ta—
hle 6, it appears that a portion of the correlation hetween
organizational size and dependence is redundant with respect
to the selectied structural variableses The pr and pr€ values
are substantially lower than the r and r2 values when organ-
izational size is controlleds As discussed in the previous
secflon, a new variahle needs to be defined which explains
the interdependent affect of organizational size and depen=-
dences One suggestion is that membership fees may be an in—
tervening variable which ia causing the interdependence.
Thusy an iIncrease in organizational size leads to an in-
crease in membership fees whichy in turn, may make an organ—-
ization tess dependent on government financial support.

An interesting fTinding 1is that organizational age ap-
pears to have a suppressing effect on the relationship be~
tween dependence and  job description formalization, as well
as between dependence and salaried program staff specializa-—
tion; By comparing the r2 values with the pgz values in Ta-
bte 6y, it can be seen that dependence explains an increase
of 11% and 15.8% of the variancey, respectively, when organi-
zational age is controlleds Given thiz finding and the fact

that the additional pr? values are significant rezgardless of
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whether organizational age or +the measures of technological
expertisae are controlled, it appears that the degree of de—
pendence on other organizations is strongly asscociated with

selected structural variabless




Table 6

PARTIAL CORRELATIONS FOR DEPENDENCE
AND STRUCTURE

STRUCTURAL DEPENDENCE ON OTHER ORGANIZATIONS WITH CONTROLS' FOR:

VARIABLES ORGANIZATIONAL  ORGANIZATIONAL  # SPORT SCIENTISTS # TECHNICALLY CERTIFIED
TUSTZE AGE CONSULTED COACHES

JOB DESCRIPTION

FORMAL TZATION

(r = -.623%%%) pr -.400 _ 706 _.611%% - .5Qg*

(¥2 = .388%**) prl .160 L49gHk .373% .359%*

SALARIED PROGRAM
STAFF SPECIALIZATION :
(r = -.667***) pr -.526%* - .802%** - .68 ** - 623 **

(r? = .445%kx) ppl 277%% 643%¥ AB4%* 388

CLERICAL SUPPORT
STAFF SPECIALIZATION

(r = -.561%%) pr _.275 - 559%* - - .496%*
V(\2 = .314%%) pré .076 . 313%* 3144 246

CLERICAL RATIO

(r = -.480%*) pr _.186 - .407* - .530%* -.355

(K2 = .230%%) pr? 035 .166* 281%* 126

*  Significant at the .05 level
**%  Significant at the .01 level
**% Significant at the .001 level

! Only those variables significantly correlated with dependence were included.

671
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Jechnological Expertise
Although Woodward {(1865) and Thompson (1967) have ar—
gued that technology alone is a prime determinant of organi-
zational structurey there has bheen little empirical support
for this argument in the 1literature {Pugh et alas 19693
Khandwalla 1974}, Technology, defined differently in this
study from that coimonly found in the 1literaturey refers to
technology as a human as opposed t0 a material resource.
However, even with this moditication, only cne of the tech-
nology indicators was associated with the structural vari-
ables. The number of technically certified coaches was re—~
lated to the clerical ratio (r=¢495, p==:010). There was also
a tendency for this technological measure to be related to
the impersonality of work relations (r=«344y p=1.00) and to
clerical speclalization {(r=¢333, p=.087)y although neither
of these values reached the <05 level of significance.
Thus, organizations with more %echnically certified coaches
have more cierical support and tend to use more formal eval-
uation procedurss. Both of these findings are indicative of
increased bureaucracysy although strong conclusions cannot bhe
drawn as most of the other relationships between structure
and this technology indicator are weak and nonsignificants
In addition, the second technology measure, the number of
sport sclentists consulted in the past year, was only moder=—
ately associated with one structural variable, publication

Tformalization (r=«375y p=+059)e
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As was shown in Table 1, the level of technological
coaching expertise was significantly intercorrelated with
the <contextual wvariables o0f organizational size (r=.638,
=001 ) and dependence {r==,398; p =2044)s %¥hen the effects
0of these two variables are controlledsy the partial correla-
tions between technological and selected structural vari-
ables are substantially reduced from the zero order val-
ues {(see Table 7)s Thus Hsu et als.®s ( 1883:885) contention
that "the technological wvariables have very little explana-
tory power in the wvariation in structural wvariables?; may
also be warranted in the case of veluntary amateur sport or-
ganizaticnss
The technological measure of coaching certification did
show a direct association with the system?®s effectiveness
measures as illusirated in Table Jo Like size and depen—
dences this technology measure was correlated with the total
operating budget (r=2442, »=2024)» It was also positively
associated with monetary increases in support from FAS from
1970 to 1982 (r=24043 p=20243- Howevers the issue of cau-
sality remains problematics Althouzh there is Justification
for viewing technology as an exopgenous variable, one could
also argue that budget and FAS contribution increases make
it possible for the NSGBs to launch and promote certifica-
tion programnss Gn the other handy using Spaft Canada cri—
teriag it could conversely be argued that NEGBs must demon-

strate technical competence through ©ogoachins programs in



Table 7

ZERO ORDER AND PARTIAL CORRELATIONS FOR
TECHNOLOGICAL EXPERTISE AND STRUCTURE

1

STRUCTURAL # OF SPORT SCIENTISTS CONSULTED CONTROLLING' FOR:
VARIABLES
ORGANIZATIONAL ~ ORGANIZATIONAL  DEPENDENCE  # TECHNICALLY CERTIFIED
SIZE AGE - COAERES

PUBLICATION
FORMAL TZATION -
(r = .375%) pr 220 146 166 120

pr? 048 021 .028 .014

# OF TECHNICALLY CERTIFIED COACHES CONTROLLING FOR:

_IMPERSONALITY OF  ORGANIZATIONAL  ORGAMIZATIONAL  DEPENDENCE  # TECHNICALLY CERTIFIED
WORK RELATIONS STZE AGE COACHES
(r = .344) Pr 1220 .326 245 334
pr2 .048 .106 .060 12
CLERICAL RATIO ORGANIZATIONAL  ORGANIZATIONAL  DEPENDENCE  # TECHNICALLY CERTIFIED
STZE AGE COACHES
(r = .495%*)py 245 A8 .378% 486+
pré- 060 - . .236%k .143% .236%*

* - Significant at

the .05 level

** Significant at the .01 level
**% Significant at the .001 level

1

Only those variables significantly correlated with technological expertise were included.

2sl
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order to obtain FAS funding and ouiside sponsorships. Future
studies need to be initiated in order to further investigate

the issue of causalitye

Orgapnizational Ags

This variabley with one exceptiony was not significant—
ly correlated with the structural variables. Organizational
age was only moderately assoclated with impersonality of
work relations {(r=+388y D=e067)e Thus, the loager an NSGB
has been incorporated,; the more likely it will have devised
formal staff evaluation procedures.

That organizational age was not significantly correlat-
ed with the structural variablea tends to refute Sigelman?®s
(i881) contention that the development of a bureaucratic
structure is a function of the stage of growth oi.thg organ—
izatione However, one must remember that this sample con—
tains a relatively homogenecous set of organizationss It may
be that most of the NSGBs are in relatively early stages of
growth and will become more bureauncratic with times The de-
scriptive statistics contained in Appendix G support this
explenation since the average age of the NSGBs is only twen—
ty one yearse In addition, the r2 values indicated that
there was a iack of variahility in organizational age when
1t is correlated with other variablese Therefore, the par-

tial correlations were not reporteds
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The above argument has some support in the 1literatures

For example, Broom and Baka {1973) contend that government
intervention has only recently had a major impact on the bu-
reaucratization of amateur sport organizatlonse. KEKidd (1978,
1980) has al=o noted this trend and has warned of the conse-
gquences if it is to continuees Thus ., organizational age
should not be ignored as an important contextual variable
until longitudinal research has been conducted tou examine
the‘process 0f bureaucratization over time. In addition,
other measures of the concepty in addition to the nunher-of
years since iancorporation, should be examinede For example,
the stage of growth of the organization could be an impor-—

tant contextual variable.

.Snnn.gx

As shown in previous research, cerganizational size and
organizational dependence are the contextual variables which
are most highly correlated with bureaucratic sStructures
Both size and dependence were related to some of the indices
of formalization and specializationsy as well as to the cler-
ical ratioe The direction of these relationships ditfered
howavers. ¥hile increased size appears to he related to an
increase in a number of hureaucgatlc features, the less de—
pendent the NSGB=s are on FAS for financial supporty the more
bureaucratic they are likely to bes It also appears that an

intervening variable, such as the size of membership fees,
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may be causing the interdependence between these two
variables when they are correlated with the structural vari-
abless Thusy; a more complex model is needed +to clarify these
retationshipse.

The findings regarding size support Hsu et al.fs (1983)
conclusions that organizational size is a determinant of the
Ugtructuring of activities" dimension of bureaucfncy- This
dimension, devised by'Pugh et al. (1888), inciludes indices
of formalization and speclalization. Thugs, according to Hsu
et ale (1983:983), as the number of organizational members
increases, the organization will use documents and paperwork
as a means of control. Furthermore, work regponsihbilities
will be divided into more specialized rolesas

Although there was a teadency for size to be negatively
correlated with centralization, the results were not signif-
icant. This is in contrast to +the findings of Hinings and
Lee (1976 ) However, it is possible that as the size of the
NS5GBs continues to increase, the decision-making authority
will become more and more decentralizedes This sitrategy of
more participative decision-making is thought to motivate
organizational membersgs to stay inveolved in organizational
affailrse Although decentralized decision-making i= more
time consumingy it is also thought to improve decision—mak—
ing because more input from a variety of sources is ob-

tained.
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In this study, three eadditional veriables which are
rarely included in studies on context and structurey but
which do reflect Weber?s ideal bureaucracy, were includede
These wvariables, which incltude the impersonality of work re-
lationsy professionalism and career stability all reflect
Ncharacterigstics of the office holder® as described by ¥Web—
ers WYhile organizational size and dependence are related to
some aspects of structure, they are not necessarily good
predictors of the characteristics of bureaucratic officials.
Therefore, additional contextual variables need to be con—~
sidered to capture this dimension of bureaucracy. Geograph—
ic centralization and the occupational experience of the
volunteers as well as the salaried program staff are addi-
tional variables which could be considereds

The degree of dependence on government financial sup—-
port exhibited a similar pattern of relationships with
structure as did organizational size, except that the direc~
tion of the relaticnships were negativees These results fail
to suppert Pugh et ale?s (1969) or Hsu et ale's (1983) find-
ings and conclusionse They do, however, support Hinlings and
Leaels (1976) conclusion that the more dependent organiza—-
tions are lezss structured,. It would appear that the depen~—
dent relationship between government and voluntary sport or-
ganizations is different from that of parent and subsidiary
business companiess That is, the zovernment has policies

which encourage NSGEs 1o become more structured on the aone
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hands but +to become less dependent on them for Tinancial
support on the othere Thus, strong negative associations be-
tween the dependence measure and some siructural variables
was observed, even when the effects of the other contextual
variables were controlled.

Cne measure of technologys the total number of techni-
cally certified coaches, was moderately correlated with the
impersonality of work relations, with clerical specializa-
tionsy and with the clerical ratio. Howevery, oniy the rela-
tionship with the clerical ratio remained significant when
the effects of the cther contextual variables were control-
1ed. This finding supports the conclusions of Xhandwalla
(1974) that the level of technology fails to predict varia-
tion in organizational structure even though some investiga-—
tors (e«ges Woodward 1865) have predicted that it shoulds

Neither of +the additional contextual variables of or-
ganizational age or the other technology measure, the number
of research personnel consulted in the lagt year, were
strongly correlated with the structural variables. ¥ith re-
aspect to organizational agesy the NSGEs appear to be a rela-—
tively homogeneous group with respect +to this variable as
most of them have been incorporated enly recently. Longitu~-
dinal research 1s required to more closely examine the rela—
tionship bhetween age and bureaucracys The stage of growth
0of the organization is also an additional <ontextual vari-

able which should be considereds
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Organizational size, dependence and technology in teras
of coaching certification were directly correlated with the
sysStems effectiveness measure, total operating budget. More
specifically, the larger tﬁe organizational sizey the less
dependent the organization is on on government financial
supporty, andy the larger the number of technically certified
coaches, the larger 1s the total operating budgets Technol-
OEY wWas aiso correlated with another system's variable, +the
increase Iin FAS financial support from 1970 to 1882 None
of the contextual variables were significantly related to
the indices of poal model effectiveness.

The issue of causality between the contextual and sys~-
tem effectiveness variables warrants further investigation.
.It may be that increases in the contextual areas are re-—
quired before financial support is giveny, or that financial
support ieads to an Increase in size and technology as well
as to a decrease in dependencees This issue could be exam—
ined through longitudinal researche

In summary, organizational size and dependence appear
to hé the best predictors of the "sitructuring of activities"
dimension of dbureaucracy which inciudes the wvariables of
formalization and =pecialization. These contextual vari-
ables were also related to the clerical ratioc which consti-
tutes the "line of workflow" dimensione However, none of
the contextual variables are strongly assaciated with the

Neoncentration of authority" or M"characteristics of bureau-
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cratic officials" dimensionse. This suggests that an expanded
model of contextual variables is needed to better predict
the structure of voluntary sport organizationss. In the next
section, the interrelationships among the structural vari-

ables are examined in more details

Siructural Variables
Formsalization

In Table 8y formalization is represented by three meas-—
uress These include the total number of pudblicationa pro-
duced by NSGBs in the last year, An estimate of the total
number of words contained in the most recent constitutions
of each NSGB, and an estimate of the total number of words
contained in volunteer and salaried program staff _job de-
scriptions. These thraé measures indicate +the degree +to
which informational, procedural and role definition docu—
ments are written down and they are moderately intercorre-
lateds The correlation between publication formalization
and constitution formalization was r=.530 (p=e(04) and was

r=+380 (p=.061) between publication formalization and Jjob

description formalization. The correlation between cénsti—
tution and . Jjob description formalization was not signifi-
cantse Thereforey NSGBs do not appear to be as equally con-—

cerned with formalizing theilr constitutions as with writing

volunteer and salaried program staff Jjob descriptionses
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In additiony publication formalization, Jjob description
formalizationy, and to a lesser extent, constitution formali-
zationy were moderately associated with a number of other
structural variablesa. The total number of publications was
moderately correlated with three measures of apecializations
These included the number of executive volunteers roles
{r=+373y p=+051)y, the number of salaried program staff roles
{r=e372y pP=e056); and the number of clerical éupport starff
(r=2a359, p=2066)s The measure of job description Fformaliza-
tion was more strongly correlated with the specialization
indicatorse. A strong correlation was found with the number
of salaried program sSstaff roles (r=.866y p=000), the number
of commitiees {r=.655, p=-000)? the number of clerical sup-
port staff roles {r=.738y p==000) and with total specializa-
tion (r=.,636, p=.000).

These findings are consistent wlth Grinyer?’s et al.
(1980) replication study on organizational structure. Gri-
nyer et ales reported correlations ranging from 0.57 to 0.86
{p=s001) between formalization and specializatione. These
values include the findings from their replication; as well
as the values reported in the original studies by the Aston
group {(1968) and by Child (1972)« Grinyer et ale. concluded
that.these strong correlat;ons support Weber's (1968) propo~-
sition that formalization and specialization are interrelat—

ed dimensions of bureaucracye



161

18R 100
| St JLLLN
13A2] 50°

% LIS aae
ELIETT ST FRLT TS
ELIE UL ST T TE- R

6SL°

tat--
[
£15°
.

el -
41

sy
L

670°-
¥l

t52°

[114

e
os0° -

| [t

L1IN

e

e
o’

ol

mwe

1Y

26L°

s0c*
nz-

08y~
200"
ot
s

W
s19°

s

00"
£

Béz"

6192°

1)

o
e

119

o

SEL”
£60°

[ 100

53"
1Y
oL~

ne-

2E0"~

00°

995"

080" -

gz0°

FLL-

w

01"
E90-

190"

see"-
e1-

”1-

250
-

860"
p60™

20" 8O-

el

o
£90°

e
stz

jere
Leee-

L [ -
£ SIS

g e
€= \ee"-
-

e
w-

-

f4] Rt
£z0-

81"

[2:1 88

gev--
(1230

Ls2-
L L
2

age--

@
0

BIL -
600"

14
-

IEE"~

-

ar -

(Lt

10"~
e

0 -

LEL" -

-
€0’

Bt

L

1e0°

we
8z~

sl
[ 1 Rl

[ 11004
wz'-

w5

.mMm.a
§92°-
g9z -

050"
150°

0L~
-

ESl elot-

w2y

-

ne

I §iE°

Py
&

"
o

o

102"
Le*

»ni-
90"~

|z 0EL”

o6
yie-
ger--

L
nhn.

£s2”
oky:
LN

ige’-
€€0"

11 A
/60"~

9L

ut

e

€L
(1
-

sl
2UE

k-
-

s92°

1]\

JUMIA | DAV
Kirjuniop
Jo vy g {12
Ry Jano
-win)l pieg (02
ALTTIBYLS ¥INYD

uo|Iwnp3
Hns pivyg (61

uoy3enpy3

B ]
Araunies (81
NI TVNO SSI044

JU0134504 L0010
03 1¥aey) .
40 eyard (L1
oiivd WII¥IM

wjiezLejInds
Lvaot {91

U0 JRTY vy 3ads
R (gL

OINZI e eds
2077 w0 (¥]
wojIRZL(Y oadg
s pivg (g}
WIIRZ |t |oeds
pavoy
aapmaaxy {21
Wz
Jagu paroq (11
NOLIVZI V12345

anperag
voien eay
30 K3 vy (0t
SWOILYIY YON
20 ALTTWNGSHIJHI

oIz v
-um) |nog {§
oIt RN
-49) ualiowodd {9
WOLIeTL 13U}
weaborg meN (¢
vz
-7 |Mwosidd (9
uepIezy el
-¥33 fal1ed (§
OIITT||0)
-4y 3aGpng (¥
MOTIVZITREINTD

WOLINT | {W0g
woyidiaIsag qor (§
UOJ 39T} | Mi04
wopamiyysee) (2
WOLINTY [ Pt0]
uoiaedieand (1
M) 1Y ! TONO4

0z

6l

LIS

il

9

sL

n

£1

4]

1}

ol

L] [

1

¥

SHLAR AR |RIMIOTUSE B0 JO) SIURI315F00 V01T HI0) otitld JO XM

g sqel



is2
It fvllows that as specialization increasessy role defi~-
nition documents, including volunteer and sataried program
staff Jjob descriptions, are required to coordinate the ex-—
panding number of roless In voluntary organizations, 1t is
likely that job descriptions are not as necessary in unspe—
cialized organizations because a small number of people per-—
fTorm a variety of tasks. Howeversy as speclalization in-
creases it becomes more necessary to clearly detfine roles
and responsibilities, as well as the hierarchy of authority,
in documents such as Job descriptions and commitiee man-
datess It is also more likely that increased specialization
will result in specialized positions in which +the prepara—-
tion and circulation of publication documents is a major re-—
sponsibilitye. Thirdy with an increase in the number of or—
ganlzational roles there is a greater need to coordinate the
work of the various positions. Communication through writ-
ten documents, such as Jjournals, job descriptions and con-
stitutions is designed to improve the coordination of ex—
panding numbers of positionse
A1l of the formalization measures were also associasted
with the clerical ratio. The correlation of clerical ratio
with publication formalization was 1r=.684 (p=«000), with
constitution formalization was r=.379 (p=2051) and with jodb
description formalization was r=«471 (p=020)e Again, these
findings were expected since the amount of written material

in information passing and role definition documents will
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undoubtedly increase with the number of clerical staff who
are responsible for the preparation of such written docu=-
ments. These results also confirm earlier findings by Pugh
et ale (1968) and Grinyer et ale (1980}

The total ,job description documentation was alsoe moder—
ately correlated with new program centralization (r=-.433,
=4034) and with promotion centralization (r=—e374, p=.050).
Constitution formalization was also related to promotion
centralization, although the direction of the relationship
was posSitive {(r=«+371; p=2050)a
In the literature there 1is contrary evidence regarding
the relationship between formalization and centralizatione.
Pugh et al. (1968) found no significant relationships be-
tween these measuresy whereas both Child (1972) and Grinyer
at als (1980) found a significant negative relationship be-
tween thems The difficulties in constructing comparable op~
erational definitions for centralization across organiza—
tional types warrants more considerationes
In this study, decision—-making by the board of direc~
tors was defined as being the most centralized level. The
next level of decision—=making authority is the conmmittees,
followed by the executive board, with the salaried program
staff being the least centrallzed levela These authority
levels are not directly comparable to those Zfound in busi-
nessy manufacturing and service organizations which have

been examined in previous studiese. Business organizations
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are more clearily bhierarchical in neture with top, middle and
lower levels of managemente In addition, there are warious
subunits and departments which are responsible for budget,
policy, personnel, new program and promotion decisionss
Furthermore, all those involved in decision—-making in the
typical business company are paid employeess

¥hile board members in a business company may represent
the bighest level of the hierarchy, they represent a majori-
ty national vote in voluntary NSGBse. There is oifiten one
volunteer representative from each province on an NSGB
boardes Due to difficulties in getting board members togeth—
ersy these boards +typically get together at Annual General
Meeatings and leave the day to day decision—making to theilr
executive committees and salaried program staffe. Thus, due
to the nature of these organizations,; centralization was de-
fined somewhat differently than it has been in business or-
ganizationse

However, the direction of the signifticant relationships
in this study 1is consistent with that reported by Child
(1872) and by Grinyer et alea (1980). Againy since board
members are typically elected from across the country, it
would be very time—consuming to have hoard meambers involved
In every matter concerning budget, personnel,y, policy, pro-
gram lnitiatives and promotionse It may be more efficlent
t0 have smaller more decentralized groups such as committees

or salaried program staff make such decisionss In addition,
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these smaller wveolunteer groups and the paid perscnnel are
often appointed due to some knowledge or expertise that they
are thought to possesss This explanation is consistent with
Chitcd's (1972) argusent that decentralization is a Xnowl—
edge-based control mechanism in bureaucratic business organ-—
jzationse. That is, by delegating decision—making responsi-
bility to key experts within an organization, more effective
decision—making will result.

The formalization measures were not found to be signif-
icantly correlated with the impersonality of work relations
or the measures of volunteer and salaried program staff pro-
fessionalisme Although the impersonality of work relations
is characteristic of Weber's bureauvcracyy it has rarely been
included in previous studies on organizational structuree.
Thus, comparisons between the results of this study and oth-
ers ls difficulte The correlations between the impersonali~
ty of work relations, as measured by the formality of sala-
ried program stafif evaluations, and the measures of
formalization were relatively wenk and were not significante
Howevery the fact that this variable has received lLittilie at—
tention in the literature, in combination with +the small
sample size in this study and the fact that evaluation of
salaried program staff is a major lasue for sevaral NSGBs,
suggests that these relationships should not be ignoredes
Additional and more sophisticated measures of the imperson-
ality of work relations variable may help clarify relation-

ships between this and other features of hureaucracy.
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That the formalization indicators were not positively
asaoclated with any of the professionalism variables, except
for job description formalization and voluntary member edu-—
cation (r=e421,p=2020), contradicts earlier findings by
Child (1976)e He found that one measure of bureaucratic
control, overall documentationy, increased with higher levels
of specialist qualificationss He reasoned that greater for-
malization and profeassionalism was a response to an increase
in organizational aize. This increase requires a greater
base of professional knowledge, as well as a proliferation
of written documents so that knowledge can be transmitted
across speclalized positions. While several of the rela-
tionships were not significanty the positive association be-
tween Job description formalization and voluntary member ed~
ucation indicates that NSGBs with more highly educated
volunteera place wmore emphasis on the development of written
Job descriptionse
Finally, 4the formalization measures were not signifi-
cantly related to the career stability measurese.s Even soy a
negative association between the ameasures was indicateds.
Althougﬁ one would expect that paid and volunteer career
stability would be positively associated with the extent of
formalizationy there may be a logical explanation for this
findings That isy volunteer and salaried prograwm staff who
have been involved in NSGB management for a long period of

time may be less likely to rely on written procedures than
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new incoming personnele. Perhaps wheﬁ they began thelr in-
volvementsy the NSGEs were not very specialized and did not
have the clerical support necessary for the time consuming
exercises of writing procedures, etce Thusy the volunteers
and paid people may have had a diverse range of responsihjil-
itless with Little time to formally document their activi-
ties. Perhaps the weak negative correlations 1illustrate
that those with longer involvements still rely on old ways
and are thus less likely to formalize materials in the three
ways measured here.

In Summary, the findings regarding the association be~
tween formalization and the other bureaucratic structurat
varjables tend to support previgus researchs One particular
measure, Job description formalizationy, was strongly associ-
ated with many of the specialization measuress All of the
formalization measures were correlated with the clerical ra-
tios These findings support Pugh et al.'s (1568) contention
that there is an underlying dimension of bureaucracy called
the 'structuring of activities?.

Similar to Child (1976), formallzation tended +to be
negatively associated with centralization of decision—~mak-
inge The Aston group had argued that centralization repre-
sents a separate dimension of bureaucracyy known as the
‘concentration of authority'y which is not necessarily asso—
cliated with the gtructuring of activities dimensione From

the results of this studys howevers, there does appear to be
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a significant negative relationship between job description
formalization and some of the centralization measuress. This
would suggest that increased Jjob description formalization
is required when decision making authority is decentralizeds
Contrary to past findings, the formalization measures

were not significantly related to the measures of salaried
program staff professionalisme Job description farmaliza~-
tion was, however, related to volunteer professionalisme
This suggests that the greater the level of educational at~-
tainment of volunteers within an NSGHe the greater will be
the emphasis placed on the formulation of written  job de-
scriptions. In additions formalization was not related to
volunteer or pald staff career stability or the lmpersonali-

ty of work relationse.

Cantralization

In addition fo the previously discussed relationships
between formalization and centralization, the locus of deci-
slion=-making authority was also assoclated with a number of
octher structural variables. Correlations were produced for
each decision areay, including budgetss policy, personnel,
new programs and promotionsy as well as a total centraliza-
tion measurees As shown in Table 8, most of these measures
were highly intercoerrelateds This suggests that if decision—
making is highly centralized in one decision area, -it will

most likxely be highly centralized in other decision areass.
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As the total ceniralization measure is strongly associated
with each decision area neasﬁre, one ctcan assume that total
centralization on its own adegquately reflects the 1locus of
authority conceptes

Total centralization was found to be moderately associ-
ated with some of +the specialization indicators, imcluding
executive bhoard specialization (r=—.476y, p=012), and total
specialization (r=—¢335, p=e095). Personnel centralization
{(r=—e457, p=e016)}y new program centralization (r=—.364,
=062} and promotion centralization (r==.545, p=.003) were
also positively correlated with executive board specializa-
tions All of the centralization measures, except budget and
policy centralization were significantly associated with to-
tal speclalizations The remaining significant relationships
included: promotion centralization with board member spe~—
cialization (r=—=2373y p=055), policy centralization with
salaried program staff specialization {(r=—a.344, p=+.085) and
new program centralization with clerical specialization
{r==e361y pP=e070}.

The other important consideration regarding the rela-
tionship between centralization and specialization was that
the sign of these relationships was negatives In their re—
view of the literature on organizational structure, Grinyer
et ale (1980) reported that centralization has been repeat—
edly found to be inversely associated with asapeclalizaton

(Pugh et al. 1968, Hinings and Lee 1976y Child 1976 )
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The resulis suggest that decision—-making in NSGBs tends
40 become more decentralized as the organizations becone
more specializedes Thus, as an organization forms more com=
mittees and hires more salaried program staffy it alsc tends
t0 delegate decision-making responsibility 1o these new po—
sitions.s This may be due 10 the unwieldly nature of conduct-—
ing business +through a national board with representatives
from all across the countrys Moreover, to Jjustify the hir-
ing of salaried program staff in voluntary organizations,
the boards must be able to demonstrate that responsibility
for some decision-making is granted to these positionsgs It
ias interesting, howevery that only one NSGH reported that
the responsibility for a declsion area was left totally to
salaried program staffa. This one case was for the promotion
decision area only. This implies that although NSGBs bave
decentralized to some degree, they,; or thelr representatives
4hrough an executive board, retain control over declision—
makinge The results may also be due to Weber's notion that
quallfied office holders would occupy specialized positions
in modern bureaucraciess If£ this is the casey, there is sup—
port for Grinyer et al.'s (1980: 414) conclusion that "bu-
reaucracy 1s a strategy of knowledge based control that per—
mits decentralization.
Returning to Table By it can be seen that there is some
limited support four Grinyer et ale’s {1980) observation that

centralization and professionalism are negatively related to
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each othere. Thussy the greater the education of voluntary
members and salaried program staff, the more 1likely it is
that some decisions, especially in +the policy and new pro-
gram areas, will be decentralized., However, it should also
be noted that strong conclusions in this regard are not war-
ranted as the total centralization measure was not signifi-
cantly related to any of the proiegslonalism measuress Due
t0 the relatively young age of many of these organizations,
it may be that the NSGBs are Jjust beginning +to become more
decentralized, and that this process will continue 1o become
more sStrongly associated with the other dimensions of bu-
reauvcracy over time.

The other significant relationship between decentrali-
zation and structure was the negative association between
the impersonality of work relations and personnel centrali-
zation (r==¢397y p=+050)e The impersonality measure was also
associated with promotion centralization (r=—.335, ©p=.100)
although this did not reach the 205 1level of significances.
Based on thesa findings, decentralized decision-making does
appear to be another interrelated aspect of bureaucracye It
appears to be associlated, to some extenty with both the
figtructuring of activities and +the "characteristics of bu~-
reaucratic officials" dimensions.

Pugh et al. (1968) had also hypothesized that centreli-
zation would be negatively associated with the ratio of ad—

ministrative to production personnel (the A/P ratio), which
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is a measure of the "line control of workflow" dimension of
bureaucracyes In this studyy, a ratio of clérical staff to
other positions was used in place of the A/P ratio and none
of the correlations with 1t and the centiralization measures
were found to be significants Non—-significant relationships
were also found in studies by Hinings and Lee (1976), Child
{1976 ) and Grinyer et ales (1980) who set out to test Pugh et
ale?¥s original hypothemsise. This indicates that the delega-
tion of decisien~making authority does not necessarily re-~
quire an corresponding increase in the proportion of clerical
staff. In addition,. the locu=s oI.declsion-naklng authority
does not sSeem to vary significantly with either the career
stabllity of the salaried program staff or the volunteers.

To summarize, there was a tendency for the centraliza-
tion measures to be negatively correlated with formaliza-
tiony specialization, and; to a lesser extent, with profes-—
sionalisma. This suggests that a decentralized locus of
decision-making authority is more likely to occur as an or—
ganization becomes more bureaucratic along other dimensionse
¥hile Pugh et ale {1968) viewed centralization as an isolat-
ed dimension of bureaucracys the findings reported here sup-
port the later work of Child (19768) and Grinyer et ale.
{1980 ). These investigators postulated that decentraliza~-
tion 1s an integral aspect of a bureaucratic contrel struc—
tures Thus, as an organization comes to rely on formalized

procedures, an impersonal work orientation, and on profes—
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sional experts occupying specialized positions, it will be
more able to delegate decision-making responsibility
throughout the organization. However, this locus of authori-
ty varlable was not found to be significantly related to
other features of bureaucracys inciuding the clerical ratio
and career stability.

If NSGBs continue to become more bureaucratized, it is
likely that decision—-making control will be further dele-
gated to salaried program staff. The issue of decision—mak—
ing control emerged several times in discussions with Sport
Canada consultants and with Executive Directarse That is,
although NSGB boards have power over decision wmaking,s as
outlined in their constitutions, they are not geographically
centralized and do not work on NSGB business full—-time. In
contrasty the salaried program staff are geographically cen-
" tralized in Ottawa and work for the NSGBs on a full-time ba-
sige However,; in many casesy the salaried program staff are
expected to provide only a support service to the board of
directorss This lack of control may to be a major reason
for salaried program staffi turnovers That ;s, even though
the staff must possess a number of professional gualifica-
tions and they work full time on assoclation businessa, there
are few areas in which they are given decision—-making au-
thorityva. It will be interesting to see how this +type of
structure evolves over time and the effect it has on the

various groups within the structures
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.Iup.i::anmliix of York Relations
Although Weber identified impersonal work relations as
an essential characteristic of bureaucracys this variable
has seldom been included in research on organizational
structures In this studys the variable was defined as the
extent of formalized evaluation procedures for salaried pro-
gram statf. As mentioned in the previgus gection, imperson—
ality of work retations was moderately but negatively corre-
lated with two of the centralization measurese
In addition, it demonstratad =a nodaraté positive asso-
ciation with some of the specialization measures, including
executive board specialization {r=.358; p=«078)y committee
specialization (r=.327, r=+089); cierical specialization
(r=.480, p=»-018)y and total specialization (r=+426, p=«038).
These findings suggest that as voluntary amateur sport or-—
ganizations become more specialized, they will adopt a more
impersonal work orientation as indicated by the formality of
evaluation procedures. This is consistant with Weber's pre-
diction that modern bureaucracies would have to replace the
more emotional and subjective work orientation of tradition-
al forms of social order with more rational and obJjective
procedures. Since the salaried program staff in voluntary
organizations may, in éone casesy have been former athletes,
coaches or volunteers within their sporty evaluation proce-
dures are required to meke work more businesslike and less
porsonnel if an NSGB is to adopt a more bureaucratic form of

controle.
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Impersonality was Valso positively associated with the
clerical ratio {(r=.426, p=.028) and volunteer career stabil~
1ty (r=e3663y p=+4056)s This suggests that clerical staff are
regquired to process written evaluation procedures. Further-
morey NSGHs that have greater volunteer career stability are
more Llikeiy to bhave formal evaluation procedures. This
variable was noty howevpr, significantly correlated with the
other dimensions of bureaucracy, including formalization and
professionalisme. That it was assoclated with some of the
measures justifies its inclusion in Future studiess, In addi-
tion to the degree of formality of evaluation procedures, it
wouid be important to consider additional measures,; such as

friendship networkings to further examine the concepte

Specializatien

The specialization measures have been showns to some
extent, 40 be positively correlated with formalization and
the impersonality of work relations, and to be negatively
correlated with +the measures of centralizationes In addi-
tiony as illustrated in Table 8y the specialization measures
tend to be highly intercorrelateds Board member specializa-
tion was highly intercorrelated with executive board spe-
clalization (r=.684, =000 ), committee specialization
(r=e607y p=2002), clerical specialization {(r=.607, p=e000),
and total specialization (r=+907; p=+000)s Thus, as the num—

ber of national bouard roles increases, so does the number of
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roles in a variety of arease. As total specialization is
strongly correlated with the other specialization measures
it alone could be used to measurs this dimension of bureauc—
racye For the purposes of this study, however, it is still
useful to provide a more detaiied exsmination of the rela-
tionships among variabhlese.

Salaried prograﬁ staff specialization {r=«579, p=.002)
and clerical specialization (r=.719, p=+000) were strongly
correlated with the clerical ratioe The latter finding is
not surprising as both variables tnke +the number of clerical
staff Into accounts. In addition, with an increase in the
number of salaried program staftf, increased support posi-
tions in the form of clerical expertiase will also likely be
necessarys

Contrary to Weber?®s original prediction, the speciali-
zation indicators tended to exhibit a weak negative rela-
tionship with the measures of professiocnalisme Only execu=-
tive board specializatioen was significantly associated with
the amount of salaried program staff education (r=-.380,
P==056 )a Perha#s in the absence of qualified salaried pro-
gram staff, increased spegializution cecurs at  the board
levels. Several of the other correlations, although not sta-
tistically significanty were also in the negative direction.

It may be that other characteristics than educational
attainment are operating when volunteers and salaried pro-—

gram staff are appointed to various NSGB roless For the
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volunteers; experience and knowledge in the sport from play-
ingy coaching and administrative roles at the local and pro-
vincial levels may he key Ffactors leading to involvement at
the national level. Another factor may be the amount of en-—
couragement one is pgiven at one's place of work to be in-
voived with amanteur sports For example, community ianvolve-
ment is encouraged for many physical educators in the school
and university systemse. A third factor for election to wvol-~
unteer roles may be special management skilis that the indi-
vidual is thought to possesse. Thus, individuals with good
communication or financial management skills would be fav-
ourede A final alternative explanatlion for this finding may
he that election to voluntary roles is more a function of
rotation by region rather than by professional qualitiesas

The inclusion of other variables particular to the type
of professionaliss required in voluntary roles should be in-
cluded to help examine the criteria which are used to select
positions. With respect to salaried program staff speciali-
zation, it may be that hiring based on educational qualifi-
cations is a relatively recent developments Due to +the
cross~sectional nature of this study, it is difficult to un-
cover trends with respect to this variable. However, one
would expect that if these organizations continue to hecome
more bureaucratized, the emphasis placed onl educational

gqualifications will continue to increases
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Board member specialization (r=.468; p=.014) and total
specialization (r=.362, p=e053) were also associated with
volunteer career stabilitys This supgests that +the longer
individuals occupy volunteer roles, the more specialized the
board of directors will becomee. It may be that volunteer
continuity is necessary to effectively manage the increasing

number of board rolés-

Llerical Ratio

The relationship hetween the clerical ratio and formai-
jzation, centralization, the impersonality of work relations
and specialization have been discussed in the previous =ec=—
tionse The clerical ratio was positively correlated with all
of the formalization measures, the impersonality of work re-—
lationsy in addition to salaried program statf specializa—
tion and clerical specializatione Howevery; as revealed in
Table 8, thlis variahle was not significantly related to the
remaining structural variables including centralization,
professionalism or career stability. Thus, the clerical ra-—
tio is related more to +the structuring of activities dimen-
sion of bureaucracy than toe the 1locus of confrol or charac—
teristics of office holders dimensionse Increases in
clerical staff are required to support increases ian siruc—
tures However, thigs does not necessarily affect decision-
making authority or the degree of professionalism in other

rolese Thus, these findings are not surprisings The cleri-
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cal ratio does, however, appear to represent a wmajor feature

of bureaucracys

Protessicoaline

The professionalism variablesy, which measured educa-
tional attainment, were intercorrelated since voluntary mem-—
ber aducation was correlated with salaried program staff ed-
ucation (r=.419, p=e2050)a Thus 4 volunteers with higher
levals of educational attainment are meore likely +to value
this attribute and are thug more likely to hire educational-
ly gqualified salaried program staff.

In addition to the previously discussed relationships
betwegen bureaucracy and the other structural variables, the
level of salaried program staff educational attainment was
negatively associated with volunteer member career stabllity
(r=—e381; p=-091) and salaried program staff career stabili-
ty (r==4538; p=e042). Thusy the lgonger members have heen
involved in theilr positionsy the less educat@on thelr sala—
Qled program stafft are likely 1o have, This finding tends to
support Gruneau and Hollands?(1978) <conclusion that the em—
phasis on educational qualifications for entry into amateur
sport decision-=-making roles is a relatively recent develop-
mants Previous to this time, experience in other roles such
as playver or coach, may have been considered to he more im-
portante This finding also suggests that salaried program

staff with higher levels of education turnover in theilr po-
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sitions more quicklye. This may be because their gualifica-
tions make them more marketable for other types of _jobsSe
Ory it may be that the salaried program staff do nét have
enough decision making control and thus move to positions in
which they have more autonomys Finally, there is little for
upward mobility for +those in paid positions in Canadian

NSGBs which may further explain the high turnover ratees

Career Stability

Since the resultis in thls chapter have been discussed
in relation to the pearson correlation matrix in Table By
4+he relationship between career stahility ‘and the other
variables have already been discussede To summarize, velun—
teer career stability was positively related to the imper-
sonality of work relationss board member specialization and
total specializatione Salaried program staff career stabil-
ity was found to be negatively related to the degree of sal—
aried program staff professionalisme These measures were
noty howevery gsignificantly retated to the remaining meas-—
urés of bureaucratic structure.

Perhaps the degree of career stability is a major dif-
ference between veluntary and business organizationss Con-
stantly bringing in new people to voluntary roles wmay be a
means of ensuring more grass roots and regional involvement,
which may be essential to the development of many =portsa

Thigs strategy may also be a counteracting influence on the
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development of bureaucracys That isy new ideas and approach—-
es that will accompany the infusion of new decision makers
may counteract the stifling eifect that Dbureaucracy is
thought to have on creativity. Howevery this explanation
suggests that the iack of career sStability may be an effec-
tive control stategy when it may ia fact 53 having an oppo-—
site effects

volunteers and salaried program staff occupy thelr po-
sitiona for an average 6: S vyears {(see Appendix G)s. This
finding does not coincide with Weber?s discussion of what
the bureaucratic office holder®s career would be likes
Thus, the lack of career stability may be hindering organi~
zations from developing a more bureaucratic structure which,
in turn, may be more effective. Thuse while the organiza-
tions in this sample do possess many of the esgential fea—
tures of bureaucracysy the relationships 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 staff and
volunteer members generates a lack of consistency in organi-
zational structurees It is 1Likely that 1f these positions
were filled by qualified professionals for an extended peri-
od of times bureaucracy would increase and the intercorrela-

tions among variables would likely be sStrongere
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Summary
Al4hough some of the intercorrelations among the struc-—
tural variables were not as strong as reported in the ititer-
ature, there were many similarities in the pattern of rela-
tionshipse For exampley several of the formalization,
specialization and clerical ratio measures were positively
intercorrelateds The association between formalization and
specialization supporis the contention of Pugh et al. that
these two variables form an underlying "structuring of ac-
tivities" dimension in the modern bureaucracye. The clerical
retico has usually been considered to be part of a separate
"Line control of workflow! dimension. However; as reported
by Pugh et ale (1968) and Grinyer et als (1880), both for-
malization and specialization have been Ffound to be posi-
tively related to the clerical ratioce Clerical staff are an
essential aspect of Weber's bureaucracy as they are thought
t0 provide an important communication 1link between the num-—
her of increasingly specialized decision~making roless
Thusy the higher the clerical ratio, the more coordination
there is between the various rolese
Furthermore, part of this coordination occurs through
publication, constitution and job description formalizatione.
From the results of this study, Job description formaliza-
tion was found to be the variable that was most strongly re-~
lated the additional features of bureaucracys As organiza-

tions bhecome more sSpecialized, Job descriptions are
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increasingly required to coordinate role responsibilitiess
In addition, clerical staff are regqguired to process the
formalization of such documents. For Webery clerical staff
are an essentiesl feature of bureauncracy because they are
thought to relieve the decision makers from these time con-
sunming processing taskse This time factor is magnified even
further in voluntary ormanizations because volunteers usual~-
ly commit less time to their involvements than those with
full time occupationss. In additiony they are not geographi-
cally centralized in Ottawa as are the salaried program
astaff and clerical support staff.

Although the Aston group suggested that the locus of
decision-making control ia a separate dimension of bureauc-—
racys Child (1976 ) and Grinyer et ale. {18840) have reported
that centralization is negatively related to the other di-
menslons of bureaucracye The results of this study support
the latter view since centralization tended to he negatively
associanted with some of the measures of formalizationy spe-
cialization, the impersonality of work relationsy and pro-
fassionalisme Thusy NSGBs will tend to decentralize deci-
sion-making power to executive boards and salaried program
staff as the organization becomes more bureaucratizede This
supports Grinver et al.?s (1980: 414) explanation that "“ou-—
reaucracy is a strategy of knowledge based conitrol that per-—
mits decentralization. Centralization was not significantly

related to the clerical ratio or careser stabllitye.
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The impersonality of work retations variable was corre-
lated with some of the specialization measures. This sug-
gests that as NSGBs become more highly specializedy, +they
will also develop more formalized evaluation procedures for
their sataried program staff. Although this variable has
saldom been included in previous researchy it is an integral
part of Weher's theory of bureaucracyy and thus deserves
further attentione. '

The professionalism measures were moderately correlated
with some of the variables within the "concentration of au-
thority" dimension {e«zge centralization)e This suggests that
this variable should be included along with the 1mpersonali-
ty and career stability as part of a Ycharacteristics of of-
fice holders® dimension of bureaucracys In facty, it can be
conceptualized as an important intervening wvarlables That
is, it is unlikely that decision making autharity will be
delegated unless gualified people are available to take on
the ¥esponsib111ty. Volunteer professionalism was also as-
sociated with _Jjob description formalization and paid staff
professionalism was nezatively associated with the measures
of career atabilitye.

There are tio possible explanations for the fLinding
that professionalism is not significantly correlated with
the other dimensions of bureaucracys The wvolunteers and
salaried program staff are relatively homsogeneous with re-—

spect to this variable, and thus there may not he enocugh
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variability to show significant relationships with the other
dimensjions of structure. This is caonsistent with Weber'®s
argument that the possession of educational gualifijications
would create a certain amount of class homogeneity among oif-
ficialas. Ory it may be that volunteers and salaried program
staff are selected to positions for reasons other than their
educational gqualificationss Previous experiencey; whether as
volunteers or as salaried program staff, in other natiocnal
or provincial level roles may ﬁe another key element of pro-
fessionalisme.

Volunteer career stability was intercorrelated with
measures of specialization and the impersonality of work re-
intions. I+ therefore deserves further consideration as an
interretated aspect of bureaucracys However, the lack of
career atability on the part of volunteers and salaried pro—
gram staff in most NSGBs may be a response to the value of
constantly involving new people %t0 maintain grassroots sup=—
porte. Or, it may be a function of the nature of the adminis-
trative roles in NSGBss That issy in scome organizations, vol-
unteers can only stay elected for a certain terme. Salaried
program staff are often in a difficult situation as they
must deal with volunteers on the one hand, and with goevern-—
ment officials on the other. Often times they have littie
decigion making control within the organizatione. In addi~-
tiony because there are few possibilities for career mobili-

tyy salaried program staff may tend te turn over guicklys. An
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additional argument that warrants further Iinvestigation is
whether the lack of career stability hinders the development
of a bureaucratic system of controly a topic which will be
discussed in the next section.

The findings reported here tend to support Weber's pre—
diction that bureaucracy would invade all sectors of modern
lifes Howevar, the dimensions of bureaucracy were not as
highly intercorrelated as in previous studies which have
mostly sampled the business type of organizatione This would
tend to support Hall?s (1963) work in which he suggests that
bureaucracy exists on a continuum that depends on the type
of organization atudieds In additions msuch of the previcus
research has focused on three dimensions of bureaucracy that
were developed by Pugh et ale {(1968)s These includes the
structuring of activities dimensiony including formalization
and specializationi the concentration of authority dimen-—
sion, including <centralization; and the 1line control of
workflow dimension, which includes the clerical ratios. How-
£very Weber also described a number of characteristics of
the officer holder in his ideal type bureaucracye The three
variables that were included in this study to capture this
dimension,y, namely the impersonality of work relatioms, pro-
fessionalism and career stability, were intercorrelated with
the other structural variables to soume degrees This suggests
that this fourth dimension should be given more attention as

an integral feature of modern day bureaucracye
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In the next sections of this chapters the intercorrela-—
tions among the goal and systems models of effectiveness, as
well as +the relationships between structure and effective-—
ness, are discussed. Because of the intercorrelations among
the structural variables, as discussed in this sections par-
tial correlations were .conputed to control for the effects
of the intercorrelated structural variables on organization—-
al oeffectivenesss. Firsty, bowever,; the relationships between

the goal and systems models are examineds

Goal and Syatess MNodels

From the rasults presented in Table 9, it i3 apparent
that most of the correlations between the goal and systems
measures of effectiveness are positive but weake The only
relationship that was close to being significant was between
the 1982 effectiveness ranking and total operating budget
{(r=e¢379; p=.062).

Although the moderately strong relationship between the
1982 effectiveness ranking and the total operating budget
did not reach the .05 lLevel of significance, this finding
should not be disregardecd. Due t0 the small sample size in
this studys which affects statistical powery 11t may ke that
a moderate association exists which is not capitalizing on
chances This finding supports Webb's (1974) assertion that
the goal and systems models should be viewed as complementa—-

ry modelse. Ha suggested that organizations which are suc-



TABLE 9

MATRIX OF PEARSON CORRELATION COEFFICIENTS
FOR THE GOAL AND SYSTEMS MODELS OF
ORGANIZATIONAL EFFECTIVENESS

188

EFFECTIVENESS VARIABLES

EFFECTIVENESS VARIABLES 1 2 3 4
GOAL MODEL
1. 1982 World Ranking
2. 1982 Effectiveness Ranking 573%%
3. Changes in Effectiveness
Ranking 1978-1982 .391* 191
SYSTEMS MODEL
4. Total Operating Budget . 199 L379* 195
5. $ Increase in FAS
Support 1970-1982 133 - .245 L0185 . 690***

* Significant at .05 level
**  Significant at .01 Tevel
**%  Significant at .001 level
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ceseful in obtaining inputs, sSuch as financial resources;,
will more likely achieve desired goalses

NSGBs which have been able 1o develop larger operating
budgets tend to be somewhat more successful in international
compatition, as measured by the 1982 effectiveness measure
which takes into account the number of competing countriess
This iindlng is compelllng'as several factorsy both internal
and external to the organization, could prevent an NSGB from
converting its financial rescurces intieo performance sSuccesse
For example, the NSGBs that have the largest operating budg-
ets in relation to other Canadian NSGEs may not have the
largest operating budgets with respect to competing organi-
zations in that sport from other countriess Thusy NSGBs
could, in fact, he competing against countries which have
larger financial resources with which to develop their na-
tional teamss. However, even with this possible confounding
factory there was a positive relationship between the effec—
tiveness ranking variable and éne of the resource acgquisi-
tion variablese In addition to comparing different sports in
one country along these indicators, organizations governing
one particular sport acroes a number of different countries
alsoc need to be considered.

On an internal level, a number of transformative pro-
cesses affect the conversion of 1input reésources into per-
formance successe For example, decisions must be made re-

garding how resources are to be allocateds In sports
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performances cannot be 'manufactured! tike products in busi-
ness organizationse. There are numerous alternative courses
of action that may be takeny and the development of a number
of athletes into successful teams is not a clear—-cut pro-
cessas Although there are s0o many unconitrollable forces in
sport that make it very difficult to guarantee that the ac—
quisition of inputs will lead to desired gutputs, NSGBs with
larger operating budgets were more successful iIn their re~-
spective World Championships in 1982, while accounting for
the number of competing countriess

While this finding lends support to Webb'!s assumption
t+hat the acguisition of inputs leads to desired outputs, the
Isgsue of causality remains problematice. With réspect to
Sport Canada Funding criteria, NSGHBs must demonstrate per-—
formance excellence 1in order +to recelive program funds as
well as financial support for national team athletese Thus,
it could be argued that NSGBs which achieve performance
gzoala are granted more funds from government sSourcess It is
also more likely that they will be able to attract corporate
sponsorship which will also increase the total operating
budget. Furthermorey with thig increased fTundings an NSGB
will have greater resources to direct toward performance
success in future yearse. Converselyy 1t could be argued that
financial resources are regquired before performance excel-
lence can occure To Ffurther clarify the relationship between

the goal and systems models of effectiveness, this issue
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could be addressed in future studiese. However,y, due to the
constantly changing nature of government policies and the
competitive environment in which the NSGBs exist, it would
be difficult to analyse this gquestion in voluntary amateur
sport organizationse.

Additional variables which could be considered with re-
spect to these effectiveness measures include: financial
need { eege program sSize and competlitive schedules); interna-
tjonal performances in addition to World Championshipsy
changes in performance over a longer span of time, differ-
ences between wmen's and women's teams within a sgport and
differences in performance between team and individual
sports.

In addition, there are several other inputsy; other than
financial resource acguisition, that may be necessary to en-
sure successs Some of these include talented athleteé, el
fective lgeal and provincial associlationsy <coaching effec-
tiveness and the degree +*o which +the sport is culturally
assimilated in the countrye The investigation of these vari-
ables would provide further evidence as to whether or not
the goal and systems models of effectiveness are complemen—
tary tools for measuring organizational effectiveness.

Contréry to the findings of Moinar and Rogers {(1976),
there was gsowe consistency within the effectiveness models
{(see Table 9)s The 1982 world ranking was po=itively corre-

lated with the 1882 effectiveness ranklng which accounted
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for the numbher of co@peting countries (r=e¢573y p=«002)s This
goal model indicator was also moderately related to changes
in the effectiveness ranking from 1978 +to 1982 (r=4391,
2048 )e These findings suggest that regardless of the number
of compating countries; the raw world-ranking standard can
be employed ns a measure of goal effectivenesga. Only the
1982 effectiveness ranking and changes in the effectiveness
were not signlficantly correlated. This implies that those
countries which ranked the highest in 1982 world standings,
while accounting for the number of competing countriessy have
not substantially changed in world standings since the last
worid championahipse. This may be due to a plateau effect
wherein it is difficult to improve performance once a team
is highly rankede.

The systems model indicators, the total operating budg—

et and the increase in FAS financial support from 1970 to

1982, were strongly correlated (r=:690y, p=«000)+« Thus, or-
ganizations which have been successful in secuiing more fi—-
nancial resources from government sSources cover time, also

have a larger total operating budget from which to operates

Summaxry

Although several of the relationships between the goal
and systems measures were weaky the 1982 effectiveness rank-
ing variable was moderately correlated with the total oper-

ating budgete Thias <finding provides suppert for VWebb?'s
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(1974) arpument that the goal and systems models are comple-
mentary tools for measuring organizational effectivenesse.
Others have previcusly argued that the acauistion of 1lnputs,
such as financial resourcesy does not necessarily 1lead to
desired outputs and therefore, the two models measure sepa~
rate aspects of organizational effectiveness.

There has been considerable debate in the literature on
organizational effectiveness regarding the superiority of
these and other models of effectivenesss The results in
this study sugpgest that even with the complexities involved
in producing successfTul teams, the acquisition of financial
resources is related to the effectiveness ranking of the
Sports In addition, there was some consistency within mod—
els since the goal model indicators were intercorrelated, as
were the system model indicatorse.

In the following sectiony a more detailed analysis of
the relationship between bureaucratic structure and the mod-

els of organizational effectiveness is provideds

Siructure and Biffectivepess
Formalkization and Effectivensgas
Ag indicated in Table 10y the formalization variables
tend to be positively correlated with both the goal and sys—
tems measures of effectivenesss Job description formaliza-—
tion was positively related to the 1882 World Ranking

{r=e420, p=e¢046) and to the 1882 Effectiveness Ranking
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{r=e519y p==011). This formalization measure was strongly
and positively correlated with the total operating budget
{r=e747, p=«000)s Publication formallzation was alsoc posi-
tively correlated with increases in FAS support from 1970 to
1982 (r=2397s p=2041).

These findings suggest that NSGBg which are bureaucra—
tized along the formalization dimensiony secure more finan-—
cial inputs than do less formalized NSGBse. Thede organiza-—
tions are also more llikely to be successful as measured by
their standings in international competitions. Thusg, it ap-
pears that the more formalized the organizaion 1is, particu-~
larily with respect to role definiticony the more effective
it will bes This may be due to the fact that increased for-
malization reduces work uncertainty and clarifies the re-
sponsibilities of . the individuals within the organization.
In addition, increased formalization 1is thought to ensure
stability and continuity even when there are frequent chang-
es in personnel; a common occurence in many voluntary organ—
izations.

To determine the extent to which these formalization
variables remain correlated with the effectiveness measures
once controls are introducedy partial correlations were com-—
putede Only those structural variables which had exhibited a
significant relationship with publication and Jjob descrip-
tion formalization, or which were causing a suppressor ef-

fect, are reported. This was done to consolidate the tables



TABLE 10

MATRIX OF PEARSON CORRELATION COEFFICIENTS
FOR STRUCTURAL AND EFFECTIVENESS VARIABLES

EFFECTIVENESS VARIABLES

GOAL MODEL SYSTEMS MODEL
T - 1 R ———————
STRUCTURAL VARIABLES 1 2 3 4 5
FORMALIZATION
1. Publications .194 - .2hb .048 .308 .397%
2. Constitutions 117 .209 .224 .165 .21
3. Job Descriptions .420% 519%* -.214 JTATHER .324
CENTRALIZATION
4. Budget Decisions -.084 -.091 -.272 -.156 .024
5. Policy Decisions -.328 -.181 -.183 -.280 -.099
6. Personnel Decisions -, 385* -.147 ~.385% -.252 -.129
7. MNew Program Decisions -.362 -.088 -.010 -.356 -.259
8. Promotion Decisions -.266 -.199 177 -.145 .094
9. Total Centralization -.323 -.149 -.175 -.163 -.146
IMPERSONALITY OF WORK RELATIONS
10. Formality of Evaluation
Procedures .034 .164 412* .247 007
SPECIALIZATION
11. Board Member Roles -.180 .189 242 077 -.014
12. Executive Board Roles 13 120 .060 .048 -.001
13. Salaried Program Staff Roles .267 . 355 .209 +83gFx* .353
14. Number of Committees LA37% 43T+ .322 .455%* . 376*
15. Number of Clerical Support Staff .137 .343 .270 AT LAB3F
16. Total Specialization -, 320 .367 314 .A48* .238
CLERICAL RATIOD : oth
17. Ratio of Clerical to Other
Positions -.095 ~.256 .189 LOBg*** .578%*
PROFESSIONALISM )
18. Voluntary Member Education .380 . 306 .348 . 379% .239
19. Paid Staff Education .33 .012 .526%* 070 131
CAREER STABILITY
20. Paid Turnover Rate -.34% -.040 R Yaid .220 .099
21. Mean Year Voluntary
Involvement -.043 -.148 -.322 -.187 -.173

* Significant at .05 level
**  Significant at .01 level
% Significant at .001 level

195
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whichy with partials for twenty—one sStructural variables,
would have been unwieldly.

As illustrated in Table 11, when most of the variables
ware controlled, with one exceptiony the strength of the re-
lationship between publication formalization and the in—
crease in FAS support from 1870 to 1982 declined. In fact,
with controls for the clerical ratiocy, none of the variance
is explainede This suggests that the relationship is spuri-
ous with the clerical ratio having the greatest contaminat-—
ing effecte. Thus,y &n increase in clerical supporty, as op—
posed to an increase in publication formalization, is
related to increased government financial suppoert over timee.

The decreases in the first order correlations were not
as dramatic when controls were applied to the relationship
between job descripiion formalization and the effectiveness
measuresa. As illustrated in Table 12, a moderate correlation
remained between Jjob description formalization and the 1982
world rankings Moreovery the strong relationship baetween
this formalization measure and the total operating budget is
still evidente

. The inclusion of the three formatization variables was
designed to measure threeL aspects of written documentationt
information passing (ee<ge publications}, rules and proce-
dures {(eege constitutions) and role definition (esge Jjobh de-
scriptions)s It wsould appear from this analysis +that rcle

definition formalization is most closely associated with the



Table 11

PARTIAL CORRELATIONS FOR PUBLICATION
FORMALIZATION AND EFFECTIVENESS

EFFECTIVENESS PUBLICATION FORMALIZATION WITH CONTROLS

1

FOR:
VARIABLES
CONSTITUTION JOB DESCRIPTION BOARD MEMBER
FORMALIZATION FORMALI ZATION SPECIALIZATION
$ INCREASE IN FAS '
SUPPORT 1970-1982 :
(r = .397%) pr .343 .313 .398%
(r? = .158%) pr 118 .097 158
CLERICAL CLERICAL RATIO
SPECIALIZATION
pr .278 .002
or? 077 000

% Sigﬁificant at the .05 level
wx Significant at the .01 level
sxx S1gnificant at the .001 level

.1 Only the variables which were significantly

correlated with publication formalization were included.

L6l



Table 12

PARTIAL CORRELATIONS FOR JOB DESCRIPTION
FORMALIZATION AND EFFECTIVENESS

198

EFFECTIVENESS JOB DESCRIPTION FORMALIZATION WITH CONTROLS1 FOR:
VARIABLES i . o
1. 1982 WORLD NEW PROGRAM PROMOTION COMMITTEE CLERICAL
RANKING CENTRALIZATION CENTRALIZATION SPECIALIZATION SPECIALIZATION
{r = -.420%)pr 313 .368 .205 ATT*
(r? = .176%)pre .098 .128 042 227
TOTAL CLERICAL RATIO VOLUNTARY
.SPECIALIZATION PROFESSTONALISM
pr .295 L529%* 309
orl 087 .280 .095
2. 1982 EFFECTIVE- NEW PROGRAM PROMOTION COMMITTEE CLERICAL
NESS RANKING CENTRALIZATION CENTRALIZATION SPECIALIZATION SPECIALIZATION
{r = -.519%*)py 535%* .489* L347* 419%*
(rz = .269**)pr2 .286 .239 .120 .175
TOTAL CLERICAL RATIO . VOLUNTARY
SPECIALIZATION PROFESSIONALISM
pr .398%* L467* .452%
pre .158 .218 .204
3. TOTAL OPERATING NEW PROGRAM PROMOTION COMMITTEE CLERICAL
BUDGET CENTRALIZATION CENTRALIZATION SPECIALIZATION SPECIALIZATION
(r = .747%%%) Pr . 704%%% . 755%k* JB6T7*** A14*
(r? = ,55gw**)prl LBgE*** 570w A4 Gckk 71
TOTAL CLERICAL RATIO VOLUNTARY
SPECIALIZATION PROFESSIONALISM
Pr JB70%N* . 6GQ*** . Bgg
prl Bagre+ B3 48
* Significant at the .05 level
** Significant at the .01 level
*** Significant at the .001 level

1 . PPN . . N
Only those variables significantly correlated with job description formalization were included.
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effectiveness indicatorse Thus, NSGBs with well documented
Job descriptions are most likely +to have had increased gov-
ernment financial support over the lagst twelve yearse This
may be because they are better at meeting the Sport Canada
Funding Criteria (see Chapter 2) which encourage NSGBs to
demonastrate administrative maturitye. While this role deti-—
nition documentation leads to 1ncreaséd government financial
support; it is also associated with success in international
¥orld Championships. These relationships hold even when the
effects of other structural variables are controlled. One
explanation Ffor these Ilndlngé may be that work regponsibil-
ities are clarifled with increased job description formali-
zatione. Thus, volunteers and salaried program -stafi use
thelr time more effeciively when designing programs leading
t0o performance success and when raising financial resources.
In addition, increased ,job description formalization wmay
provide stability and continuity in NSGBs which have fre—

quent changes in perasonnel.

Lentralization and Effaciiveness

In contrast to the formalization measures, centraliza=—
tion exhibitis a negative association with the goal model in-
dicators and the system model indicatorse. Policy centraliza-
tion (r=—e328, pP=e100); personnel centralization (r=.-385,
P=+050) and new program centralization (r=+-362y p=.069)

were moderately correlated with 1982 World Rankingse Person-
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nel centralization was also negatively correlated with
changes 1ln Effectiveness Rankings (r=as=385; p=.093)e How~
ever, most of these relationships did not reach the «05 lev-
el of significanceas Several of the relationships hetween
centralization and the systems indicators were also negative
but weaks Only new program centralization was close to being
slgnificantly related to the total operating budget
(r==0e356y p=e075) Based on these findings, centralized or-~
ganlzations tend fo do 1less well in VWorld Championship
standingsy and tend to have somewhat lesser financial re-—
sources than do more decentralized organizations. A larger
sample size would help clarify whether or not the conclusion
that centralized NSGEs are less effective than decentralized
NSGBs is warrantede.

The direction of these relationships is not surprising
as centralization was negatively correlated with several of
the other structural variables. To examine the relationship
boetween centralization and effectiveness, the efifects of the
structural wvariables were controliled through the partial
correlation techniques Only those variables that were sig-
nificantly correlated with the centralization measures, or
which Bhowed a suppressor effect when the partials were
analysed, were incltuded in the tables. In additiony because
aach centralization measure was gstrongly correlated with to—
+tal centralizationy this latter measure was the only cen=-

tralization measure used as a controle
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The results in Table 13 revealed thaty when the select-
ed astructural variable were controlledy, polilicy centraliza-
tion was no longer moderately related to the goal model
variable, 1982 world rankinge. Both voluntary and salaried
program staff professionalism are somewhat responsihle for
the interdependency between policy centralization and this
effectiveness measures In additiony when the effect of to-
'tal centralization is controlled the amount of wvariance ex—
plained is almost negligible ( pr¥=.022)s Thusy policy cen—
tralization on its own does not explain the wvariance in 19832
world rankinge
The first order partials (pr) decreased from the zero
order correlations (r) when total centralization is control—-
led for in the relationships between personnel and new pro-
gram centralization with 1832 world ranking {gee Tables 14 &
15 )e However,y in addlition to the variance explained by other
centralization measures, it is more important +to consider
the effects of the remaining structural variablese For per-
sonnel centralization, only total specialization signifi-
cantly lowenrs the partial valuesa Still, personnel centrali-
zation explains R.4% of the variance in 1982 ¥World Rankinge.
Since the direction of this relationship is negative, it
would appear that to some extenty the more decentralized the
NSGBs are with respect to personnel decision—making, the
nore effective the organization will be with respect to in~—

tornational perforaancee Perhaps delegating responsibilities



Table 13

_PARTIAL CORRELATIONS FOR POLICY CENTRALIZATION

- AND EFFECTIVENESS

]

EFFECTIVENESS POLICY CENTRALIZATION WITH CONTROLS' FOR:
VARTABLE
TOTAL CENTRALIZATION VOLUNTARY SALARIED PROGRAM
1982 WORLD PROFESS TONALISM STAFF PROFESSIONALISM
RANKING
(r = -.328%)pr - 147 -.229
(r2 = .10%) pre .022 .052

*  Significant at the .05 Tevel
*¥* Significant at the .01 level
**% Significant at the .001 level

1

Only those variables significantly correlated with policy centralization were included.

c0e
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to more specialized groups results in the selection of more
qualified paid personnels As it iIs the salaried program
staff who work full—-time on association business, it may be
that their competency leads to improved national +team per—
formances Future studies onm voluntary sport organizations
should include an evaluation of the competency of salaried
program staff as a possible intervening variable in this
processs

Both the total centralization and total specialization
controls tend to reduce the effect that new program central-
ization has on the effectiveness measures (see Table 15).
With controls for total specilalizationy new program central-
ization explaing 6.9% of the wvariance in 1982 Worid Ranking
and 4. 0% of the variance in total operating budget. However,
neither of these pr? values reached the «05 level of signif-
icances Yety, given the low sample size and the fact that a
number of conplex variables in addition to organizational
structure 1likely influence organizational effectiveness,
this variable should not be totally ignored in future stud—-
iess It may be that decentralized new program decision mak=-
ing is more effective and has some ismpact on national team
performances Furthermore, more effective new program deci-—
sion making may encourage the government and other funding
sources to contribute financially to tbé NSGEse

Dacentralized decision making may be more effective be-

cause it is a form of participative decision makinge That



Table 14

PARTIAL CORRELATIONS FOR PERSONNEL
CENTRALIZATION AND EFFECTIVENESS

1

EFFECTIVENESS PERSONNEL CENTRALIZATION WITH CONTROLS' FOR:
VARIABLE | - ST
TOTAL IMPERSONALITY EXECUTIVE TOTAL
CENTRALIZATION  OF WORK RELATIONS  BOARD SPECIALIZATION  SPECIALIZATION
1082 WORLD
RANKING
(¢ =.385%)pr -.222 - . 430% - .369% - 290
(r? = .148)pr? 049 .188 136 084
| TOTAL IMPERSONAL ITY EXECUTIVE TOTAL
- CENTRALIZATION  OF WORK RELATIONS  BOARD SPECIALIZATION  SPECIALIZATION
IMPROVEMENT IN
WORLD RANKING
(r =-.385%)pr - .469% -.265 - 404% -.293
(¥% = .148)pr? .219% .070 .163% .086

*  Significant at the .05 level
** Significant at the .01 level
**% Significant at the .001 level

1 Only those variables significantly correlated with personnel centralization were included.

t0e




Table 15

PARTIAL CORRELATIONS FOR NEW PROGRAM
CENTRALIZATION AND EFFECTIVEMESS

1

EFFECTIVENESS NEW PROGRAM CENTRALIZATION WITH CONTROLS' FOR:
VARIABLES T |
EXECUTIVE CLERTCAL
1982 WORLD TOTAL CENTRALIZATION BOARD SPECIALIZATION  SPECIALIZATION
RANKING
(r = -.362%)pr . 191 - 341 - .339
(r% = .131) pre 036 116 116

TOTAL SPECIALIZATION

. VOLUNTARY PROFESSIONALISM

pr - .263 -.347
pr? 069 120
. EXECUTIVE CLERTCAL
TOTAL OPERATING TOTAL CENTRALIZATION BOARD SPECIALIZATION  SPECIALIZATION
BUDGET
(r = .356) pr -.358 364 -.130
(r? = 127)pr? 128 132 017

TOTAL SPECIALIZATION

VOLUNTARY PROFESSIONALISM

pr -.202 -.201

pre .040 .040
*  Significant at the .05 level
**  Significant at the .01 level
**%* Significant at the .001 level

! Only those variables

significantly correlated with new program centralization were included.

S0¢
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iss decision making responsibility 3is delegated throughout
the organization and tends to involve more peoples This ap-
proach is designed to motivate individuals to become more
committed to the organization through active involvements
It is also thought to help clarify goals and role responsi-
bilitiese. That there is a trend toward decentralization in
these organlizations, especially when some of them have very
few salaried program =taff, emphasizes the importance of in-
cluding this wvariable as a measure of organlzation struc-—

tures

Imparsonality and Effectivespass

The impersonality of work relations varlable was posi-
tively correlated with changes in world ranking from 1978 +to
1982 (r=e412,; p=+089)s This structural variable was not sig-
nificantly related to any of the other effectiveness Indica=~
torse The relationship between impersonal work relations
and changes in world ranking remained moderately strong when
the effects of other structural variables were contrelled
{see Table 16 ). However, the relationships did not always
meet the 05 level of =significance as the pairwise deletion
of miasing data lowers the number of casesis Therefores this
vaflahle neeads to be examined in a larger sample of organi-
zations and over a number of world championships before con-
fidence can be gained in conclusions regarding the relation-

ship of this variable to the goal model of effectivenesse



Table 16

PARTIAL CORRELATIONS FOR IMPERSONALITY
WORK RELATIONS AND EFFECTIVENESS

OF

1

EFFECTIVENESS IMPERSONALITY OF WORK RELATIONS WITH CONTROLS" FOR:
VARIABLE : :
CHANGES IN PERSONNEL - PROMOTION EXECUTIVE BOARD
RANKING WORLD CENTRALIZATION CENTRALIZATION SPECIALIZATION
(r = .412 )pr . 306 .b08** L419%
(v® = .170) pr? .094 258 176
CLERICAL TOTAL CLERICAL
SPECIALIZATION SPECIALIZATION RATIO
pr .334 .324 .373
pr? 112 s 139
*  Significant at the .05 Tevel
** Significant at the .01 Tevel
*** Significant at the .001 level

] Only those variables

significantly correlated with impersonality of work relations were included.

L0¢
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According to Wehber, impersonal work relations are de-
signed to prevent personal feelings from distorting rational
decision making and thus make an organization wmore effec-
tivees From the results of this study, it appears that there
is only limited support for this arguments There are a num-
ber of possible explapnations for this findinge First, the
lack of significant relationships may imply that less bu-
reauvcratic organizations are more able to adapt to their
competitive environment and therefore improve more quicklye
There 1s some support for this explanation as Burrell and
ﬁorgan (1979) have suggested that less structured organiza-«
tions are more effective in rapidly changing environmentse.
The de-emphasis on rigid structure is thought +to allow the
organizaticon more flexibpility in adapting to changing condi-
tionse Thusy the degree of environmental stability and the
ability of the organization to adapt to change are addition-
al variables that could be considered in future studies on
structure and organizational effectivenesss
A second possible explanation is that there may bhe a
period of adjustment to new bureaucratic procedures which 1s
not assocliated with organizational effectivenessa. Sigelman
(1981) supportis this explanation as he suggests that it will
take.time for bureauncracy to have a positive affect on or—
ganizational effectivenesse In additiony through discussions
with executive directors, it was revealed that even those

NSGB3 with formal evaluation procedures have had them in
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place for a relﬁtively short period of time. Investigation
of these alternative explanations are needed to clarify the
relationship between this feature of VWeber?!s ldeal bureauc-—

racy and the effectiveness indicatorse

Specialization and Effsctiveness

Several of the specialization measures were moderately
or strongly correlated with the effectiveness ilndicators as
illustrated in Table 10« Salaried program staff specializa-
tion (r=.355, p=+082)y comaittee speclalization {(r=.431,
p=e032), clerical specialization ( r=.343, p=.083)y and to-
tal specialization (r=367,; p=+071) were positively related
t0 the 1882 effectiveness rankings. However, several of
these relationships did not reach the «05 level of signifi-
cances In additions committee specialization was positively
associated with +the 1982 World Rankings .(r=.437. p=e033)
Salaried program staff aspecialization {(r=-.834, p=.000)y; com=-
mittee specialization (r=.455, p=+020})y clerical speciali-
zation (r=.771, p=.000) and +total specialization (r=.448,
=+022) were positively associated with the total operating
budgets Similarly, salaried program staff specialization (r
=e353y p=e077)y committee speclanlization (r=.376, p=.050),
and clerical sgpecialization (r=.463, p=+017) ware positively
correlated with increases in FAS Support from 1970 to 1582.
Thuss 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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international competition than less speclalized organiza-
tionse.

However, sone lnteresting patterns emerge when the ef—
fects of other structural variables are controllede The re—
sults in Table 17 reveal +that salaried program staff spe—
cialization is still strongly correlated with the total
operating budget, even when total specialization and the
clerical ratic are controliede This 1s not surprising as
staff salaries constitute a major portion of most NSGB budg-
etse However; controlling for these wvarilables did lower the
asaociation between salaried program staff sgspecialization
and the remining effectiveness variableses

Committee specialization is not as strongly related to
the dependent measures once controlas are introduced (see Ta~
ble 18)s For exampley controlliing feor Jjob description for-
mallization tends to substantially lower the pr values. As
the need for volunteer Jjobd descriptions will likely increase
with Zreater committee apecializationy, this wvariable may be
effecting the bivariate relationship between specialization
and effectivenesse. Since job description formalization re—
mained significantly <correlated with effectiveness, after
controls were introduced, it appears to be a better determl-—
nant of effectivenessa. As mentioned previously, this wmay
cccur because job descriptions help to clarify role respon~
sibilitiesy or they may have been devised to attract more
cgualified personnels Either of these intervening factors may

be responsible for increased effectivenesse



Table 17

PARTIAL CORRELATIONS FOR SALARIED PROGRAM
STAFF SPECIALIZATION AND EFFECTIVENESS

EFFECTIVENESS SALARIED PROGRAM STAFF SPECIALIZATION WITH CONTROLS'I

FOR:
VARIABLES S
1982 WORLD TOTAL SPECIALIZATION CLERICAL RATIO
RANKING
(r = ~.355)pr .208 - 263
(2 = .126)pr 043 069
TOTAL OPERATING TOTAL SPECIALTZATION CLERICAL RATIO
BUDGET
(r = .834%%%) pr . 786%k% L 73gHH
(¥% = .696%+*)pr? .618%xx 545Kk
INCREASE IN FAS TOTAL SPECIALIZATION CLERICAL RATIO
SUPPORT 1970-82
{(r = .353) pr .276 .031
(r? = .125)pr? .076 .001

*  Significant at the .05 Tevel
*% Significant at the .01 level
*** Significant at the .001 level

! Only the variables that were significantly correlated with salaried program staff specialization

were included.

Lie



Table 18

PARTIAL CORRELATIONS FOR COMMITTEE
SPECTALIZATION AND EFFECTIVENESS

COMMITTEE. SPECIALIZATION WITH CONTROLS1

EFFECTIVENESS FOR:

VARIABLES

1982 WORLD JOB DESCRIPTION IMPERSONALITY OF TOTAL
RANKING FORMALTZATION WORK RELATIONS SPECIALIZATION
(r = .437%)pr .222 .464* .303

(v = .191) pr? .048 215 .092

1982 EFFECTIVENESS  JOB DESCRIPTION IMPERSONALITY OF TOTAL
RATING FORMALT ZATION WORK RELATIONS SPECIALIZATION
(r = -.431*)pr2 147 .. 499* .244

(% = .185) pr .019 249 .059
TOTAL OPERATING - JOB DESCRIPTION IMPERSONALITY OF TOTAL
BUDGET = FORMALTZATTON WORK RELATIONS SPECIALIZATION
(r = .455%)pr 068 406+ 172

(r? =.207 Ypr? .004 165 .030

$ INCREASE IN FAS JOB DESCRIPTION IMPERSONALITY OF TOTAL
SUPPORT 1970-82 FORMALIZATION WORK RELATIONS SPECIALTZATION
(r = .376%)pr .230 1396 .325

(% =181 )pr? 053 157 106

* Significant at the .05 level
**  Significant at the .01 level
*k Significant at the .001 level

1

Only the variables significantly correlated with committee specialization were included.

¢le
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Clerical specialization also remalned moderately +to
gtrongly related +o effectivenessa when controls were usede.
Only the clerical ratio tended +to decrease the partial cor-
relations substantially for increasesg in FAS Suypport from
1970 to 1982 (=ee Table 19). Howevery both of these vari-—-
ables take +the number of cleriéal support staff into ac—
counte Theraforey, it should be expected that controlling for
the clerical ratio would have this 1lowering effecte. It
would =still seem appropriate to consider these variables
separately as clerical specialization accounts for 289.8% of
the variance in total operating budget even when the cleri-
cal ratio effects are partiailed oute As with salaried pro-
gram staft, clerical salaries are a major portion of most
operating budgetss This could explain the positive correla-
tion= with the syvsatems variables. Controlling for ,job de—
scription formalization also reduced the association between
clerical specialization and the 1982 effectivenes=s rankinge
Job description formalization and salaried program
staff specialization substantially reduced the effect that
total specialization had on the effectiveness variables (see
Table 20 ) This provides further support for including Jjob
description formalization and salaried program staff spe-
clalization as significant determinants of systems effec—

tiveness.
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Table 19

PARTIAL CORRELATIONS FOR CLERICAL SPECIALIZATION
AND EFFECTIVENESS

EFFECTIVENESS
VARIABLES

CLERICAL SPECIALIZATION WITH ('.ONTI-‘&DLS‘I FOR:

1982 EFFECTIVENESS
RATING
{r = -.343)pr

(r? = .118)pr2

pr
Dr2

JOB DESCRIPTION IMPERSONALITY OF BOARD MEMBER

FORMALTZATION WORK RELATIONS "SPECIALTZATION
.140 .305 .399
.020 .093 . 159

SALARTED PROGRAM CLERICAL RATIO
STAFF SPECIALIZATION
-.119 -.237

014 .056

TOTAL OPERATING

JOB DESCRIPTION IMPERSONALITY OF BOARD MEMBER

BUDGET FORMALTZATION WORK RELATIONS SPECTAL1ZATI0N
(r = .771%*+)pr .490%* L7634+ 914w
(rf = .594) prl .240 .582 835
SALARIED PROGRAM CLERICAL RATIO
STAFF SPECIALIZATION
pr .376* 545+
pré 141 298

INCREASES IN FAS
SUPPORT 1970-1982
(r = .463%) pr

(rz = ,214) pr'2

pr
pr

JOB DESCRIPTION IMPERSONALITY OF BOARD MEMBER

FORMAL 1 ZATION WORK RELATIONS SPECIALIZATION
. 352 524 .594#*
124 .275 .353

SALARIED PROGRAM CLERICAL RATIO
STAFF SPECIALIZATION
-321 .084

.103 .007

* Significant at the .05 level
** Significant at the .01 level
wiw Significant at the .001 level

1 X ..
Only the variables significantly correlated with committee specialization were included.



Table 20

PARTIAL CORRELATIONS FOR TOTAL SPECIALIZATION

AWD EFFECTIVENESS

EFFECTIVENESS
VARTABLES

1

TOTAL SPECIALIZATION WITH CONTROLS™ FOR:

1982 EFFECTIVENESS JOB DESCRIPTION PERSONNEL NEW PROGRAM PROMOTION
RANKING FORMALIZATION CENTRALIZATION  CENTRALIZATION  CENTRALIZATION
(r= .367)pr - .055 .340 365 317
(r? = .135)pr? .003 116 133 1100
IMPERSONALITY OF  BOARD MEMBER  EXECUTIVE BOARD  SALARIED PROGRAM
| WORK RELATIONS SPECIALIZATION  SPECIALIZATION STAFF SPECIALIZATION
P, 332 470% 396 .230
pr 110 L2 as7. . 053
TOTAL OPERATING JOB DESCRIPTION PERSONNEL NEW PROGRAM PROMOTION
BUDGET FORMAL TZATION CENTRALIZATION CENTRALIZATION  CENTRALIZATION
(r = .448%)pr -.052 .389% 350 .432%
(r? = .201)pr° .002 151 122 187
IMPERSONALITY OF  BOARD MEMBER  EXECUTIVE BOARD  SALARTED PROGRAM
WORK RELATIONS SPECIALIZATION  SPECIALIZATION  STAFF SPECIALIZATION
pr .387% 907 Hx* 792¥kk 044
pre 150 812 .627 .002

*  Significant at the .05 levei
**  Significant at the .01 level
*** Significant at the .001 level

! Only the variables significantly correlated with total specialization were included.

§le
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Clerical REatio and Effsctiveness
The clerical ratio was strongly and positively corre—
lated with both systems measuresi the total operating budget
{r=ea689, p=e000) and the increase in FAS support (r=.578,
p=e¢002)s As shown in Table 214y these retationships remained
strong even after controls for the other structural vari-
ables were introducede Only the control of clerical special-
ization tended to decrease the partials substantiallye. How~
every as discussed previouslyy clerical speclalization and
the clerical ratio both account for the number of clerical
support staff, Therefore, this effect was not unexpectede
That the clerical ratio is still moderately related to
the effectiveness measures, even when controls were intro-~
ducedy supports itas inclusion as a structural variable. An
interesting feature of bureaucracy is that the nuaber of
clerical staff in relation t0o other positions will increase
as an orgzanization becomes more bureaucratized. Based on the
findings in this study, it appears that an increase in the
proportion of clerical staff results in an increase in fi-
nancial resource acquisitiona As botih the +total operating
budget and increases in government <fLinancial support are
strongly associated with the clerical ratioy, 1t seems that
NSGBs are able to justify the need to finance clerical sup-
porte Increased clerical support is required as an organiza~—
tion adopts features of bHureaucracy to coordinate the spe~
cialized posgitions and +to relieve decision makers Irom

clerical tasksa.



Table 21

PARTIAL CORRELATIONS FOR THE CLERICAL
RATIO AND EFFECTIVENESS

EFFECTIVENESS
MEASURES

1

 CLERICAL RATIO WITH CONTROLS' FOR:

TOTAL OPERATING
BUDGET
(r = .689***) pr

(r? = .475%0x) pr?

PUBLICATION CONSTITUTION
FORMALIZATION FORMALIZATION
689 .686%**
475X VAR

IMPERSONALITY OF SALARIED PROGRAM

JOB DESCRIPTION
FORMALIZATION
.B7b**

L331%*

WORK RELATIONS STAFF SPECIALIZATION SPECTAL IZATTON
pr 664+ * 465%*
pr 4414k .216%*
$ INCREASE IN PUBLICAT ION CONSTITUTION JOB DESCRIPTION
FAS SUPPORT FORMAL T ZATTON FORMALIZATION FORMAL I ZATION
1970-1982
(r = .578%%%) pp A5 gH 55 510%*
(r® = .334%%x)ppl 210%+ L 303%x* L 260%*
IMPERSONALITY OF SALARIED PROGRAM CLERICAL
WORK RELATIONS STAFF SPECIALIZATION SPECTALIZATION
br 643k 490% . 308%
pr 4] 34k .280%% . 158%

* Significant at the .05 level
**%* Significant at the .01 level
*** Significant at the .001 level

1

Only the variables significantly correlated with the clerical ratio were included.

Lle
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Profegmionaliam and Effectiveness

Voluntary member education was moderately assocliated
with the 1982 World Ranking (r=+380, p=+080)y changes in ef-
fectiveness rankings from 1978 to 1982 (r=-.348, p=.100) and
the total operating budget (r=.379, p=.090). However, none
of these relationships reached the 405 level of signifi-
cances Salaried program staff education was also positively
correlated with changes in effectiveness rankings (r=.526,
pP=+036).

The results in Table 22 reveal that contreoililing for +the
effects of .[job description formalization weaken the rela-
tionship between voluntary professionalism and the effec—
tiveness measuress Thereforey, it may be that it is not so
much the level of volunteer educational attainment that is
related to effectiveness, but rather 1t is the degree to
which reole definition documents have been deviseds Job de-
scriptions are a very important managerial tool, especially
for voluntary organizations in which roles and responsibili-
ties have not been clearly delineatede These documents help
clarify what needs to be done as well as who is responsible
for each taske Thus, NSGBs may demonsirate better organiza-
tion once job descriptlons have been formalizeds They may
also be more capable of acquiring greater financlal resourc-
ess Since NSGBs would +then demonstrate greater adminigstra-
tive maturity to the federal government, they may be more
able to obtain larger operating budgets. Thisy in turn, may

lead to improved world rankingss
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It may he that other indicators in addition to the
level of educational attainment, are retated to organiza-—
tional effectiveness. Perhaps past experience in the sport
or the ability to work with provincial and international as-
sociations are more important characteristicse
The same conciusion can not be drawn regarding the ef-
fects of salaried program staff professionalism since this
variable remains positively associated with changes in world
ranpking once the structural variables are controlled. ' This
suggests that the increased educational attainment of the
salaried program staff is positively related to improvements
in world standinge. This finding provides support for Web—
er's contention that in order to increase effectiveness, the
modern organization would put more emphasis on educational
qualifications when hiring paid personnele. He suggested
that the possession of educational certificates 1s usually
linked with qualifications for offices Furthermore, itrained
experts are reqguired to carry out the rational pursuit of
objectives,. Thus, NSGBs which put more emphasis on this
characteristic are more likely to improve in world rankings

over times



Table 22

PARTIAL CORRELATIONS FOR VOLUNTARY
PROFESSIONALISM AND EFFECTIVENESS

1

EFFECTIVENESS VOLUNTARY PROFESSIONALISM WITH CONTROLS

MEASURES S

1982 WORLD JOB DESCRIPTION POLICY NEW PROGRAM
RANKING FORMAL IZATION CENTRALIZATION CENTRALIZATION
(r = -.380%)pr 247 303 -.403

(r? = .184) pr 061 _ 092 162
CHANGES IN JOB DESCRIPTION POLICY NEW PROGRAM
WORLD RANKING FORMAL 1 ZATION CENTRALI ZATION CENTRALIZATION
(r = -.308)pr 290 309 359

(r? = .121)pr? .084 .095 129
TOTAL OPERATING JOB DESCRIPTION POLICY NEW PROGRAM
BUDGET FORMAL IZATION CENTRALIZATION CENTRALIZATION
(r=.379 ) pr 107 315 .388

(r2 = 148 )ped Lol 099 151

*  Significant at the .05 level
**  Significant at the .01 level
*¥* Significant at the .001 level

1

Only the variables significantly correlated with the clerical ratio were included.

0ee



Table 23

PARTIAL CORRELATIONS FOR SALARIED PROGRAM
STAFF PROFESSIONALISM AND EFFECTIVENESS

EFFECTIVENESS SALARIED PROGRAM STAFF PROFESSIONALISM WITH CONTROLS' FOR:
MEASURES 3 e e _
CHANGES” IN WORLD POLICY CENTRALIZATION EXECUTIVE BOARD SPECIALIZATION
RANKING

(r= .526% )pr - .504% - .5Q4x*

(r? = .277) pr? .254% .353%+

*  Significant at the .05 level
** Significant at the .01 level
**% Significant at the .001 level

! Only the variables significantly correlated with salaried program staff professionalism were

included.

Lee
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Career Stabiliiy and Effectivensas
Neither volunteer nor salaried prograa staff career
stability were related to effectiveness; with one exceptions.
Program staff turnover rate was positively related to the
change in world ranking indicator (r=.678, p=003). Thuss,
the greater the salaried program staff career stabilitys the
gZreater the improvement in international ranking since the
last world champlionshipss This suggests that continuity in
salaried program staff positions is pecegsary fTor improve-
ments in world standinge Since it takes time for new staff
40 learn their rolaesy it may be that constant turnover leads
to ineffectivenesses ¥ith continuity in these positions,
less time 1s lost due to inital adjustments on the job and,
thereforeys more can be accomplished over tlmes This finding
poses prnctical implications Zfor the NSGBs in terms of job
designe That isy Jobs that can be made more attractive will
likely encourage salaried program staff to stay in their po-—
sitionse Increased responsibility, the opportunity to be up-
wardly mobile and salary benefits are all worthy of consid-
eration in this regarde. As +the salaried program staff
turnover rate was not significantly correlated with ithe oth-—
er structural variables, partial correlations were not in-
cludeds
It was somewhat surprising that volunteer career sta-
Pility was not significantly related to the effectiveness

indicatorse It had been expected that greater career sta-—
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bility would be associated with greater effectiveness due to
role consistencye. The lack of a linear relationship suggests
that the degree of volunteer career stability is not a
strong predictor of organizational effectivenesse Perhaps
other characteristics of volunteer involvement need +to be
considered further. For example, the amount of time that
the volunteer has to devote to an NSGB may be an important

variablee.

Susmary

Even though thére are a number of fTactors, in addition
1o organizational struvcture, that influence whether or not
an organization will be effective, several of the structural
variables were positively correlated with the effectiveness
indicatorsa. However,y; the centralization measures exhlibited
a consistent negative association with both the goal and
systems model variabless

Job description formalization is one of the structural
variables that is most sirongly associated with the effec-
tiveness measures. NSGBs with well documented job descrip-
tions are most 1likely to have had increased government fi~
nancial support over the last  twelve yearss This may occur
because they are better at meeting Sport Canada Funding cri-
teriae In addition, the NSGBs with greater .Jjob description
formalization are also more effective in achieving +their

goals of performance excellencee This may be because in-
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creased role definition formalization reduces work uncer-
tainty and also provides stability when there is a high rate
of personnel turnovers

Personnel centralization appears to be the centraliza—
tion measure that is most strongly associated with the ef-
fectiveness measuresy although the direction of this associ-
ation 1is negativoes It may be that the delegation of
decision meaking on personnel matters results in the selec—
tion of more qualified paid personnele Their competency may
in turn lead to improved national team performances New pro=-
gram centralization also explains some of the variance in
the goal and systems organizational efifectiveness. There-
fore, this seems to be an important area in which decision=-
naking control should bhe decentralizede.

There is a tendency for the NSGBs with formalized sala-
ried program staff evaluation procedures to have improved
more since the last world championshipse This suggests that
an impersonal work orientation is assgciated with improved
performances However, this bureauvcratic feature was not
significantly associated with the remaining effectiveness
variablese. Additional features such as the move to develop
ob jective athlete talent identification and selgctinn cri-
teria should be considered to more adegquately represent the
concept of impersonal work relationse

Salaried program staff and clerical gpecialization are

strongly correlated with the total coperating budgete. This
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finding can be explained by the fact that salaries are a ma-
Jor portion of most operating budgetss Controls for Jjob de-
scription formalization and salaried prograa ataff specialil-
zation substantially reduced the effect that total speciali-
zation had on the effectiveness variablese. This provides
further support for including these variables as determi-
nants of the systems measures of effectiveness.

Furthermore, the findings of this study reveal that an
increase in the proportion of clerical staff to other posi-
tions is related to an increase in financlal resource acqui-
sitione It seems that NSGBs are able to ,justify the impor-
1iant function that clerical staff provide and are thus able
to raise more revenue in order to support them.

The strength of the relationships between voluntary
professionalisms and the effectiveness indicators decrease
when the effects of job description formalization are con-~
trolled. Thereforey it may be that it is not the level of
volunteer educational attainment that is related 1o effec~
tiveness, but rather it is the degree to which roles and re—
ISponslbilities have bheen clearly delineateds Orye there may
be qualities that are more important than educational at-—
tainment that lead to improved perforsances Work related ex—
perience and the ability to work with volunteers and govern—
ment officials are additional ~features that shoutd be
considereds In contrast, salafled program professionalism

remainag positively related to the changes in the worid rank-—




226
ing variable when controls are introduceds This finding
supports Weber's conviction that modern bureaucracies would
place a strong emphasis on the educational qualifications of
their salaried program staff so +that the pursuit of organi-
zational goals could be carried out more rationallye

¥ith respect to career stabilitys salaried program
staff turnover rate was signigicantly related to changes in
the effectiveness rankinge. This suggests that continuity in
these poaltions is necessary for improvements in world rank-
inge .

Based on thasa fTindings, it appears that the more bu-
reaucratic the NSGEBy the more effective it will be with re-
spect to goal attainment and financial resource acqulsition.
More specifically, Jjob description formalization, personnel
centralizationy, new program centralization; salaried program
staff specialization, the clerical ratio, salaried program
staff professionalism and salaried program staff turnover
rate are the structural variables that are most strongly as-
socinted with the effectiveness measurese. Howevery the di-
rection of the relationships between the centralization
neasures and effectivenessa are negatives This indicates
that decentralized decision makKing in these two decision
nnking #rens is associated with effectiveness. In additions
the effeoctiveness variable that exhibited the strongest re-
lationshiﬁs with the Indices of bureaucratic structure was a

syatems model variable; the total operating budgete



CHAPTER S5 = SUNNARY, CONCLUSIONS AND
RECOMMENDATIONS

Weber's theory of bureaucracy has stimulated research

into the nature ot complex modern organizations from a vari-
ety of perspectivess A ma jor research stirategy has been to
investigate the interrelationships among the structural
variables of Weberta ideal type bureaucracye In addition,
researchers have 1ooked at the effects of contextual vari-
ables on structure and a few have been interested in the re-
lationship beitween organizational siructure ngd organiza-
tional effectivenesse. However, there has been virtually no
attenpt to look at these relationships within voluntary or-—
ganizations such as Canadian national saport governing bhodies
(NSGBs )e This study sought to examine Weber?'s theory of bu-
reavcracy in the context of voluntary sport organizations,
while, at the same time,; applying an organizational perspec—

tive t0 the study of voluntary organizationss.

Lontextual Yariables

The contextual variables of organizational size, depen—
dence on other organizations, toechnological expertise and
organizational age were intercorrelateds Thus, larger organ—

izations have nore technically certified coaches and tend to

- 227 -
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have been incorporated longer than smaller organizationses
In addition, as organizational size increases,; dependence on
Fltness and Amateur Sport (FAS) for financlal support de—
creasess

There are a number of possible explanations for these
findings. As NSGHBs become larger,; they may become more vis—
ivle and therefore more able to attract corporate sponsor—
ghips This will result in decreased dependence on federal
government financing. An alternative explanation is that
with an increase in size, an NSGB has more manpower to ini—
tiate outside fund—raisgsing activitiess.

The addition of these outside financial resources al=so
seems to lead to a larger total operating budgets Organiza-—
tions which are larger in zsize not only tend to he less de-—
pendent on government Tinancing but they also tend to have
larger total operating budgetse Thusy there may be a greater
need to seek additional sources of funding to pay for the
needs of a large membership base.

The intercorrelations among contextual variables have
seldom been reported in previous research on context and or—
ganlizational structures However,; the findings in this study
show that multicollinearity exists among the contextual
varlabless This has important implications feor the interpre-—
tation of the relationships between context and structure
since sulticollinearity makes it difficult to determine the

proportion of the correlation which is uniguely determinede.
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Thereforey first order partial correlations were employved to
control Ffor the possible confounding effects of the contex-—

tual variabless

Context and Structure

Without controls, the contextual variables of size and
dependence on other organizations were +the twe variaibles
that were most highly correlated with the structural vari-
ablese Organizational size was positively related to some
of the measures of formallzation, speciallization and the
clerical ratioe This supports Hinings et ale's (1576) con-
clusion that an 1increased division of labor and regulation
through role deiinition documents 18 required to coordinate
activities as qrganizational size increases. These relation—
ships tend to hold when organizational age and the techno-=
logical expertise measures are controlled. Howevery when
the effects of Ffinancial dependence were partialled out, the
original relationships between organizational size and
gtructure were weakened.

Membership fee revenue may be the variable which Is re-
sponsible for the interdependence hetween organizational
size and the measure of dependence on structuree. An in-
crease in the number of memberships may cause an increase in
the membership fee portion of the total oéeratlng budget
whichy, in turn, reduces the dependence on government. financ-—

inge The finding that these two contextual varliables overlap



230
suggests that a more sSophisticeted explanatery model |is
needed to clarlify the relationship between contextual vari-
ables and structure. Addiéional variables, such as member—
ship fee revenuey; need to be considered in such a models

The results of this study do provide partial support
for the first hypothesis presented in Chapter 3. Tsus, the
greater the organizational sizaea, the greater the bureaucra-—
tizatione However, an increase in size is only positively
related to the "structuring of activities”™ and the "iine
control of workflow" dimensions of bureaucracys None of the
contextual wvariables, including organizational size, were
strongly correlated with the "concentration of authority" or
the Ycharacteristics of office holders! dimensionse This
suggests that an expanded model of contextual variables
needs to be considered which will better predict the struc—
ture of wvoluntary sport organizations along these dimen-
sionse Geographic ceniralization and past experience of vol-
unteers and salaried program staff are additional variables
that could be considereds

Contrary to Pugh et ale®s (13969) predilictions and the
hypothesis presented in Chapter 3, dependence on other or—
ganizations was Found to be inversely related to measures of
formalization, specialization and the clerical ratioe. Pugh
et ale {1969) had suggested that dependent organizations
would become more centralized and that dependence would not

have an effect on the PYstructuring of activities" dimension
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of bureaucracys However, the nature of the dependent rela—
tionship between government and voluntary organlzations may
be different from the subsidiary and parent companies stud-
ied by the Aston groupes Fitness and Amateur Sport, through
Sport Canada, has encouraged NSGBs to bhecome administrative-
1y and financially mature. This seens 1o be occcuring as the
NSGRs are becoming more formalized and specialized and less
financially dependent on FAS.

Although Woodward (1965) and Thoapson (1867) have ar-
gued that technolegy is an important determinant 61 organi-—
zational structure, there was Llittle support for +thisg hy-
pothesis based on the findings of this studye Neither of the
measures of technological expertise were related t; moany of
the structural variables. Those correlations that were sig-
niticant were also substantially reduced when the effects of
the other contextual variables were controlleds These find-
ings support XKhandwalla's (1974) observation that there has
bean little empiric#l support for 1ncluding technology as a
contextual varliable. With respect to voluntary sport organi-
zations, it may be more appropriate to consider other vari-
ables, such ag interorganizational communication and inter-
action systems baetween local, provincial, and international
orgenizations, instead of the level of technological exper-
tises NSGHs often work closely with the different levels of
administration within their sporis. It may be that differ—

ences between these systems have an effect on structures
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Thusy not only should explanatory models be improved by ac—
counting for intercorrelations among already identified con-
textual variables, but these additional contextual variables
should also be considereds
There was no support for +the hypothesis that organiza-
tional age would bhe significantly correlated with the meas—
ures of bureaucratic structures Both Weber (1968) and Si-
gelman (1981) have argued +that organizations will become
more bureaucratic over time. However, as most of the NSGBs
have been incorporated Ffor a relatively short period of
time, and because governmant intervention has been a recent
development (Broom and Baka, 1978 )y organizational age
should not be ignored as a contextual variable. it may be
that age will become a better predictor ef bdureaucratic
structurey; after the organizations move out of the initial
stages of growthe
Organizational size and dependence appear to be the
pest predictors of the "structuring of activities™ and the
"line control? of workflow dimensions of bureaucracys. How-
avery there is an overlap in these two contextual variables
which may be explained, in part, by an intervening variable
1like membership fee revenuee. Additional contextual vari-
ables such ag geographic centralizations the degree of sta-
bility in the environment, interorganizational networis and
the past experience of NSGB members should alsc be consid~-

ereds
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Siructural Yariabiles

Although some of the intercorrelations among the struc—
tural variables were not as strong as reported in the ltiter—
aturey there were many sSimilarities in the pattern of rela-
tionshipse. For exampley several of the formalization,
specialization and c¢lerical ratio measures were positively
intercorrelateds The assocliation between formalization and
specialization supports the contention of Pugh et al. that
these two variables Fform an underlying "struciuring of ac-
tivities" dimension in the modern bureaucracye The clerical
ratio has usually heen considered to be part of a seaparate
“line control of workflow" dimensions Howevery, as reported
by Pugh et ale. (1968) and Grinyer et ale. (1980)y both for—
malization and sgpecialtization have been found to be posgi-
tively related to the clerical ratioe Clerical staff are an
essential aspect of Weber?'s bureaucracy as they are thought
40 provide an important communication 1link between the pum—
ber oi increasingly speclialized decision—making roles.
Thusy the higher the clerical ratioy the more coordination
there is between the various roles.

Furthermore, part of this coordination occurs through
puhlicntion,'constitution and Job description formalizatione
From the regulta of this study, .Job description formaliza-
tien was found to be the variahle that was most strongly re-
lated to the other dimensions of bureaucracys As organiza-

tions becone more specialized, Jjob descriptions are
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1nc£easlngly required +to coordinate -role respunslhilities.
In addition, clerical staff are required to proecess the
tformalization of such documents. For Webery c¢lerical staff
are an essential feature of bureaucracy because they are
thought to relieve the decigsion makers from these time—con-
suming procesaing tasks,. This time factor is magnified even
further in voluntary organizations because volunteers usual~
1ly commit less time +to their Iinvolvement than those with
full time occupationsas In additiony they are not gecographi-
cally centralized in Cttawna as are +the salaried program
staltf and clerical support staff.

Although the Aston group suggested that the locus of
decision~making controel is a separate dimension of bureauc—
racyy Child {1976) and Grinyer et al. {1980) have repogted
that centralization is npegatively related to the other di-
mensions of bureaucracys The results o¢of this study support
the latter vwiew as centralization tended to be negatively
associated with some of the measures of formalizationg spe~—
cialization, the impersconality of work relations, ‘and pro-
fessilonalisme Thus, NSGBs will tend to decentralize deci-
sion—making power to executive boards and paid staff as the
organization becomes more bureaucratizeds This supporis
Grinyer et al's (1980: 414) explanation that "bureaucracy is
a strategy of knowledge based control that permits decen—
tralization. Centralization was not significantly related

to the clerical ratio or career stabilitye
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The impersonality of work relations variable was corre-
iated with some of the specialization measures. This sug-—
pests that as NSGBs become more highly specializedy they
will also develop more formalized evaluation procedures for
their salaried program staff. Although this wvariable has
seldom been included in previous researchy 1t ias an integral
part of Weber's theory of bureaucracyy and *thus deserves
further attention.

The professionalism measures were moderately correlated
with some of the variables within the "concentration of au-
thority" dimension (esge centralizationl)e This suggests that
this variable should be included along with the impersonall-~
ty of work relations and career stability as part of a
ficharacteristica of office holders" dimension of bureaucra—
cyes In facty, it can be conceptualized as an important inter-
vening variablees That is, it is unlikely that decision—nak--
ing authority will be delegated unltless gualified people are
available to take on the responsibilitiyve Volunteer profes—
sionalism was also associated with job description formali-
zatione That salaried progranm staff professionalism was neg-
atively associated with the measures of career stability
implies that paid staff with higher levels of educational
attainment freguently turnover more in their jobs.

There are two possible explanations for the finding
that professionalism was not significantly correlated with

the other dimensions of bureaucracys The vwvolunteers and
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paid staff are relatively homogeneous with respect +to this
variable, and thus there is not enough variabllity to show
significant relationships with the other dimensions of
structures. This is consistent with Weber's argument that
the possession of educational qualifications would create a
certaln amount of class homogeneity among officials. Ory it
nay be that volunteers and salaried program staff are se—
laected to positions for reasons other than their‘educational
qualificationss Previous experiencey whether as volunteers
or as salaried program staff, in other national or provin-
cial level roles may be an additional element of profession-
alisma

Volunteer career stabiltity was intercorrelated with
measures of specialization and the impersonality of work re-
lationse It therefore deserves further conslderation as an
interrelated aspect of bureaucracye. Howevers the lack of
career stability on the part of volunteers and paid staff in
most NSGHs may be a response to the value of constantly in-
volving new people to maintain grassroots supporte d;, it
may be a function of the nature of the administrative roles
in NSGBse That ia, in sSome organizationsy wvolunteers can
only stay elected for a certain terme Paid staff are often
in a difficult situation as they must deal with volunteers
on the one hand, and with government officials on the others
In addition, because there are few possibilities of career

mobilitysy paild staff may tend to turn over quickly.
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The findings reported here partially support VWeber's
prediction that bureaucracy would invade all sectors of mod~-
ern life. However,; the dimensions of bureaucracy were not as
highly correlated as in previous studiesa which have mostly
sampled the business type of organization. This supports
Hall?s (1963 ) work in which he suggests that bureaucracy ex-
igsts on a continuum that depends on the type of oxganization
studied. In addition, much of the previous research has fo-=
cused on three dimensions of bureaucracy that were developed
by Pugh et als (1968)s These include: the structuring of
activities dimeansion, including formalization and speciali-
zation; the concentration of authority dimension, including
centralization; and the line control of workflow dimension,
which includes the clerical ratiocs However, Weber ailso de—
scribed a number of characteriatics of the office bolder in
the ideal type bureaucracys The three variables that were
included in this study to measure this dimensiony, namely the
impersonality of work relations, professionalism and career
stabilityy, were intercorrelated with the other structural
variables to some degrees. This suggests that this fourth dJdi-~
mension should be given more attention as an integral fea—
ture of modern bureaucraciess
As presented in Chapter 3, the structural hypothesis
was that formalization, the impersonality of work relations,
professionalismy specializationy the clerical ratio and ca-

reer stability would be positively interrelated. This hy~-
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pothesis was not supporteds Formalization, gpecialization
and the clerical ratio were positively correlated. However,
the impersonality of work relations was only positively cor-
related with specializations Profteassionalism and career
stability were slgnificantly correlated with only some of
the other structural variables.

There was limited support for the second stiructural hy-
pothesis that centralization is negatively assoclated with
the other measures of bureaucracys While the measures of
centralization did exhibit a negative assoclation with the
other structural variables, many of these reltationships were

weak and nonaignificant.

Goal and Systems JNodels

Although several of the relationships between the goal
and systems measures were weaky, the 1382 effectiveness rat-
ing variable was moderately correitated with the +otal oper—
ating budgets This #finding provides support for Webb's
(1974) argument that the goal and sysiems models are comple-
mentary tools Tor measuring organizational effectiveness.
Others have previously argued that +the acquisiticon of in-
puts, such as financial resources, does not necessarily lead
to desired outputs and therefore, the two models measure
separate aspects of organizational effectiveness.

There has been considerable debate in the literature on

organizational effectiveness regarding the superiority of
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these and other modeis of effectivenessa The results in
this study suggest that even with the complexities involved
in producing successful teawms, the acquisition of financial
resources is related to the effectiveness ranking of the
Sports Based on this finding, there is support for the hy-
pothesis that the goal and systems models of effectiveness
are positively correlateds In additiony there was some con-
sistency within models as the goel model indicators were in-

tercorrelated, as were the system model indicatorss

Structure and Effectiveness

Even though there ‘are a number of Zfactors in addition
t0 organizational structure that influence whether or not an
organization will be effective, =everal of the structural
variables were positively correlated with the eifective;ess
indicatorsa. However, the centralization measures exhibited
8 consistent negative association with both the goal and
systems models variablese. Thus,; there was some support for
the general structure and effectiveness hypotheses presented
in Chapter 3. It had been predicted that the greater the ex-
tent of formallzation, decentralization, Iimpersonality of
work relations, professlopalismy clerical staff, speclaliza-
tion and career stability, the greater the degree of goal
attainment and rescource acguisitione

More specifically, Jjob description formalization is one

of the structural variables that is most strongly associated
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with the effectliveness measures. NSGHs with well documented
Jjob descriptions are most likely to have had increased gov-
ernment financlal support over the last twelve yearse This
may occur hecause they are better at meeting Sport Canada
Funding criteria. In additionsy the NSGBs with greater for-
malization are also more effective in achieving their goals
of performance excellences This may occur because increased
role definition formalization is thought to reduce work un-=
certainty and provide stabilitye.

Personnel centralization is the centralization measure
that is most strongly associated with the effectiveness
MEeASUreSe It may be that the delegation of decision making
on personnel matters results in the selection of more guali-
fied paid personnele. Their competency amayy in turn, lead to
improved national team performances New program centraliza-
tion also explains some of the variance in goal and systems
organizational effectiveness. Thereforey this seems to be
an important area in which decision—-making control should be
decentralizede.

There is a tendency for +the NSGBs with formalized paid
staff evaluation procedures to have lmproved +their effec-
tiveness rankings since the last world championshipse. This
suggests that a more impersonal work orientation is associ-—~
ated with improved periormances Howevery this bureaucratic
fenture was not significently associated with the remaining

effectiveness variablese
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Salarled program staff and clerical specialization are
strongly correlated with the total operating ﬁudget- This
f#inding can be explained by the fact that salaries are a ma-
Jor portion of most operating budgetse Jaob description for-
malization and salaried program staff specialization sub-
stantially reduced the effect +that total specialization bad
on the effectiveness variables. This provides furthexr sup-
port for including these variables as determinants of the
systems measures of effectiveness.

Furthermore, the findings of this study reveal that an
incresse in the proportion of clerical staff coapared +o
other positions is releated to an increase in financial re-
source acguisition. It seeams that NSGBs are able to Jjustify
the importent function that clerical staff provide and are
4hus able to raise more revenue in order to support them.

The strength of the relationships between voluntary
professionalism and the effectiveness indicators decreases
when the effects of Jjob description formalization are con-
trolled. Thereforey 1t may be that it is not the level of
volunteer educational attainment that is related +to effec—
tivenessy but rather it is the degree to which roles and re-
asponsibilities are clearly delineated. Ory there may be
qualities that are more important than educational attain-
ment that lead to improved performances Past experience and
the abillty to work with volunteers and government officials

are additional Ffeatures that should be considerede In con~
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trast, salaried program staff professionaliasm remains posi-
tively related to the changes in the world ranking when con~-
trols are introduceds This finding supports Weber?!s convic—
tion that modern bureaucracies would place a strong emphasis
on the educational qualifications of their paid staff so
that the pursuit of organizational goals could be carrled
out more rationally.

Based on these findings, it appears that the more bu—-
reauncratic the NSGBy the more effective it will be with re-
spect to goal attainment and financial resource acquisitiones
More specifically, Job description formalization, personnel
centralization, new program ceniralization, salaried program
staff specializationy the clerical ratiosy paid staff profes-
sionalism and paid staff turnover rate are the structural
variables that are most strongly essociated with the effec-
tiveness measuress Howevery the direction of the relation-—
ships between the cenfral}zation seasures and effectiveness
are negative. This indicates that decentralized decision
making in these two decision making areas 1s associated with
effactiveness. Furthermores the total operating budget, a
aystems model variadbley, was the effectiveness variable that
was most strongly related 1o the indices of bureaucratic

structure.
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Lanclusions

This study examined several combinations of relation-—
ships including: the intercorrelations of the contextual
variables, the relationships beitween context and siructure,
the intercorrelations of the structural variables, .the in-
tercorrelations among the effectiveness wariables, and the
relationships between structure and effectivenesse. The major

conclusiong of this study are as followg:

1l The contextual variables are Iintercorrelated. Nore
specifically, organizational size is positively cor-
related with +the number of technically certified
coaches, and to a lesser extenty, with organizational
agees Organizational size is also stronglysy but neg-
atively associated with the degree of financial de—
pendence on other organizationss

2« Organizational size is correlated with measures of
forwalizationy speclalization and the clerical ratios
Thusy an Iincrease in size reguires an increase in
some measures of bureaucratic structure and controls

3+ Financlial dependence on other organizations is in-
versely related to measures of formalizationy spe—
cialization and the clerical ratioce This suggests
that organizations which are less dependent on gov=-
eranment financial support are more bureaucratic along

these specific dimensionss
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Measures of technological expertise and organjzation—
al age are not significantly correlated with organi-
zational structure in voluntary sport organizationsa
The contextual wvariables included in this study are
not good predictors of the "concentration of authori-
+y" or the "characteristics of office holders" dimen-—
siong of bureaucracys
Patterns of relationships among features of bureau-
cratic structure that exist inm voluntary amateur
sport organizations are similar to those that bhave
been reported for business organizaticns. Nore spe-
cifically, the "structuring of activities" dimension
of bureaucracys including formalization and speciali-
zation, 1s positively correlated with the "iline con—
trol of workflow" dimension which includes the cleri-
cal ratios In addition, the Yconcentration of
authority? dimensiony which measures centralization,
is negatively correlated with the Ystructuring of ac—
tivities" dimension, although several of the correla-
tions are weaks
A fourth dimension of bureaucracyy "the charascteris—
tics of office holders", should be considered as an
integral aspect of bureaucratic structures . The addi-
tion of +this dimension more fully captures Yeber's
ideal type of buvresucracye Furthermorey the variables

conteined within this dimensiony including the imper-



Be

9

10a

l1.

245
sonal ity of work relationsy profeasionalism and ca-
reer stabilityy are intercorrelated with some of the
variables within the other dimensionSe
The characteristics of bureaucratic stracture exist
in voluntary sport organizations but they are not as
strongly correlated nas those in business organiza-
tiaonse.

NSGRE with the largest total operating budgeits are
ranked the highest in the 1582 VWorld Championships
when accounting for +the number of competing coun~—
tries. This suggests that the acquisition of finan—
cial inputs is associated with the attainment of or—
ganizational obhjectives such ag performance
excellences It also supports VWebbh!s (1974) conten—
tion that the goal and systems models are coaplemen—
tary tools for measuring organizational effective—
nesse

NSGHBs that are more bhureaucratic in teras of job de=
seription formalizationy personnel centralization,
new program centralization, salaried program staff
specializationy the clerical ratioy paid staff prﬁ-
fessionalism and paid staff career stability are more
likely to be effective.

The effectiveness variable that exhibited the strong—
es3t relationships with the indiées of- bureaucratic
structure was a8 systems model wvariable; the total op-

erating budget.
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12, ¥Weber?s +theory of bureaucracy provides a useful
Iframework for understanding the nature of voluntary

amateur sport organizations.

Reconmandations

Based on the analysis of the research problems in this
study, a nunber of additiconal considerations for future re-
search can be suggesteds The followlng recommendations, ig
pursueds, could advance knowledge regarding the nature of
voluntary sport organizations. These recommendations are:

1. Additional contextual variables should be included as
possible determinants of organizational sgtructure;
particularly for the "concentration of authority" and
the Ycharacteristics of office holder" dimensions of
bureaucCracys

2¢ The causal ordering of the contextual, structural and
effectiveness variables needs 1o be determineds.

Js In addition to the three dimensions of bureaucratic
structure outlined by Pugh et ale. (1968)y a fourth
dimension that includes the jimpermsonality of work re—
lations, professionalism and career stability should
be includedw This dimensiony perhaps ;alled the
Weharacteristics of office holders™ dimensiony could
more adequately define Weber's ideal type bureaucra—

TY¥e
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This study only looked at the structural aspect of
Weber's ftheory of bureaucracys “To further understand
the nature of voluntary sport organizationsy the his—
torical and cultural context imn which thesé decision~
making bbdles have developed should be ex§uined. In
additiony the possible alienating effects that bu-
reaucracy have on the individual should also be in—
vegtigated.
The process of bureaucratization and its relationship
to effectivenesa needs to be examined over times This
would help identify the causal proceass and determine
the influence that the federal governwment has had,
and will have; on this processge.
Voluntary organizations should continue to be studied
from an organizational perspectives Additional con-
cepts that could be exsmined include organizational
growth, interorganizational networking, the trend to—-
ward oligarchy, goal displacement, goal succesion,
and compgrisons of the rational legal type of domina—
tion with the chariswatic and traditional types of
dominations
Additional inputsa, in addition to financial rescurces
acguisitions should be included as measures of the
systems model of bureaucracys These include human
resources such as coaching effectliveness, .talented
athletesy, in addition to effective local and provin-

cial associations.
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Several additional variables should be considered as
incices of the goal model of effectiveness. These
inciude the level of international performance in ad-
dition to the World Championships, changes in per-
formance over a longer span of timey, crogss-cultural
within—-sport differences, differences in men's and
women's teams and differences in performance Letween
team and individual sportss
To examine the extent of regularities across organi—
zational typesy, the structure of voldntnry organiza—
tions should be compared with the structure of busi-
nessy government organizations and other types of
sport organizationss
The relationships between a number of subgoals, such
as coaching development and Jjunior player develop—
menty and the main goal of performance excellence
should be examined. This would help determine the
degree to which additional inputs, in addition to fi-
nancial resource acguisitiong lead to the attainment
of main goalse
The transformation processes cperating between systen
inputs and ocutputs need tTo be examineds This would
help to explain the relationships between +the goal
and systems measures of effectivenesse
Alternative methods of defining organizational effec—

tiveness should be considered. For exanple, MNott
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(1972) feels that effectiveness should bhe defined in
tarms of the organizations's abhility to adapt to
changing <conditions and itsf* ability to cope with
temporarily unpredictablie esmergencies.
In addition to studying the formal aspects of organi-
zational structure, informal procegses such as
friendship networks and prower struggles should also
examined 1o more fully understand +the dynamics of
these organizationsas
The use of a larger sanmple asize would permit the use
of more sophisticated statistical procedurese For ex—
ampley regression analysis could help to clarify the
relationship between variablese
In addition to approaching the study of sport organi-
zations from a structural approach, the use of a va=-
riaty of perspectives could increase pgur understand-—
ing of the nature of these modern organizations. For
example, a Marxist approach would focus on the alien—
ating effects of bﬁreaucrntic structures, while a
symbolic interactionist approach would study organi-

zational action from the actor?s point of views
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APPENDIX A

SELECTED EMPIRICAL STUDIES OF ORGANIZATIONAL EFFECTIVENESS

TYPE OF INDEPENDENT DEPENDENT
AUTHOR ORGANIZATION VARTABLES VARIABLES. CONCLUSIONS
Cameron 1978 {six colleges 130 items of there are nine
and universities -NA- effectiveness dimensions of
- : o S | effectiveness.
Pennings 1970{40 brokerage participativeness, total production, | participative,
firms centralization, decline in decentralized,
organizationail production, and autonomous
autonomy financial loss organizations
due to errors, are more effective
........... ..morale, .anxiety. | . .. o )
Pennings 1975140 brokerage environmental morale, the goodness of
firms indicators: anxiety, .| fit between
resourcefulness, - total production, | environmental
quality of decline in and structural
intelligence, production variables fails
knowledge about to explain
competition, variance in
uncertainty, effectiveness
instability.
organizational
indicators:
participativeness

social inter-
dependence,

£9¢
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TYPE OF INDEPENDENT DEPENDENT
AUTHOR ORGANIZATION VARIABLES VARIABLES CONCLUSTONS
power,
lateral communication,
vertical commun-
ication
Osborn and 26 social environmental ratings of task environment
Hunt 1974 service complexity: performance in dependency and
organizations risk, relation to interorganizational
dependency, effectiveness interaction are
interorganizational positively related
relationships | to effectiveness
Price 1976 turnover cost efficiency no consistent

in achieving
goals

findings

Negandhi and
Reimann 1973

30 manufacturing
firms in India

task environment
agents,

nine factors
related to
decentralized
decision making

ability to hire
and retain high
level manpower,
employee morate
and work
satisfaction,
turnover and
absenteeism,
interpersonal
retationships,
interdepartmental

firms with a

greater concern

for task environment
agents have more
layers of hierarchy
and opt for
consultive decision
making; decentralized
firms are more
effective even in a
stable environment

89¢
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TYPE OF INDEPENDENT DEPENDENT ‘
AUTHOR ORGANIZATION - VARIABLES ... ... . - .VARIABLES . . . CONCLUSIONS . .
relationships,

utilization of high

.1level .manpower. ..

Rushing 1974

105 hospitals

full time personnel:
production,
administration,
hotel,

ratios of the above

profit versus
nonprofit hospitals

effectiveness:
average daily
cost per person

efficiency:
occupancy rate

ratio of management
and support staff is

|negatively associated

with occupancy while
production personnel
is positively
associated in profit
but not nonprofit
hospitals:

average daily charges
are associated with
community wealth for
profit hospitals

Webb 1974

100 churches

cohesion, efficiency,
reliability,

support, conflict,
communication,
adequacy of authority,
planning, goal
consensus and clarity,

.adaptibility. . .. ..

28 church
objectives

only planning,

goal consensus

and adequacy of
authority were not
significantly related
to effectiveness

692
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TYPE OF INDEPENDENT DEPENDENT
AUTHOR ORGANIZATION VARTABLES VARIABLES CONCLUSIONS
Molnar and' | 110 public decision making goal model: the goal and systems
Rogers 1976 | agencies variables; self ratings, approaches to
: formalization, peer ratings, effectiveness are only
autonony, .- {weakly related
accountability, systems resource |and therefore

goal clarity

approach: .
administration, .-
orientation scale,
resource differ-:
ence, o
resource inflow -
-.resource .outfiow ..

measure separate
dimensions of
effectiveness

Hitt and 5?
Middlemist-
1978 o

a state health: -
department o
with 22 depts. '

-NA-

25 indices of
performance :
and organization
criteria ;

there are substantial
differences between
subunits with respect
to the weighting of

: - |effectiveness criteria

Hirsch 1975

23 pharmaceutical

and manufacturing

firms

and 21 phonogréhh
record companies

control of pricing -
and distribution, .
patent and copy-
right laws,

control of external
opinion.leaders ... .

profitability

pharmaceutical firms
are more successful

than record companies
at controlling their
institutional envir-

“. . |onments

Price 1972

hospitals
(data from
Georgopoulos

-NA-

adeguacy of
patient care,
medical care,

these measures can be
used generally as
measures of

042
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TYPE OF INDEPENDENT DEPENDENT
AUTHOR ORGANIZATION VARIABLES VARIABLES CONCLUSIONS
and Mann 1962) overall patient effectiveness
care,
comparative
overall patient
....... .care. . ... .
Marsh and 2 Japanese structural theory: attendance, the most important
Mannari factories status, formal number of causes of effective-
reward system suggestions, ness are associated
thinking about with the structural
cultural theory: suggestions, theory variables
informal integration, | desire to meet
human relations, production goals
job satisfaction . _
Likert 1961] 104 local size of league, goal the most effective
League of growth of league, accomplishment leagues have high

Women Voters

quality and quantity
of materials,

level of partici-
pation, interest and
knowledge in League
activities, success
in fund raising,
organizational
structure . ..

levels of communication

interaction,
influence,
expectations and
participation

22
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TYPE OF INDEPENDENT DEPENDENT

AUTHOR ORGANIZATION VARIABLES VARIABLES CONCLUSIONS
Georgopoulos | business -NA- organizational these effectiveness
and productivity, criteria are generally
Tannenbaum organizational applicable across
1957 flexibility, organizations

absence of intra- |

organizational

.strain & .conflict | ..
Price 1968 review of 50 economic, political degree of goal to fully measure

effectiveness and control attainment effectiveness
studies variables, popu- economic, political
lation and ecology, control and
productivity, environmental factors
conformity, morale, must be considered
adaptiveness
. institutionalization.| .. ... ...
Mahoney and } 13 businesses 24 dimensions productive dimensions of
Weitzel 1969 including performance effectiveness vary
bureaucracy across organizations
variables ... ..... .. o
Simpson and | 211 national centralization, number of goal, diffuse external

Gully 1973

voluntary
organizations

emphasis on active
loyal involvement,
internal

satisfaction of
internal or
external members

organizations

have decentralized
structure, emphasize
active involvement and

| internal communication

eLe
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TYPE OF INDEPENDENT DEPENDENT

AUTHOR ORGANIZATION VARIABLES VARIABLES CONCLUSIONS

Blau 1974 156 public division of labor, operating costs professionalism is an
personnel professionalism, alternative to
agencies managerial hierarchy, centralization;

administrative
apparatus

structural
differentiation lowers
operating costs; size
and division of labor
are also strongly

. .related

Luschen 1979

21 National

emphasis placed

effectiveness,

National Olympic

0lympic on efficiency, Committees place a
Committees performance fidelity, high priority on
responsiveness fidelity,
effectiveness and
................. - efficiency ...
McPherson records of the players, coaches organizational the replacement of
National Hockey| and managers effectiveness: of personnel by a

League, 1950-51
1965-66

entering new
organizations;

star vs. marginal
players; differential
performance scores

statistics re:
games won and
lost; goals
scored; team
standings;

.penalty minutes .

sport organization
will not guarantee
greater effectiveness

€Le
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12.

13.

14.
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16.

17«

18.

19.

20.

Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Jumﬁ and
Canadian
Canadian
Canadian
Canadian

Canadian

Appendix B

SANPLE OF ORGANIZATIONS

Asmateur Basketball Associationes

Amateur Bobslede and Luge Association.

Anateur Diving Associations
Amateur Rowing Assoclatione
Amateur Swimming Associations
Amateur Synchronlzed Swimming
Boxing Assocliatione

Canoe Associatione.

Cyeling Associatons
Equestrian Federatione
Fencing Associatione

Field Hockey Associationes
Figure Skating Assoclatione
Gymnastics Federationas

Skl Aassociation { includes Ski Alpiney
Skl Cross Countryle

Soccer Associatione

Team Handbail Federatione

Track and Field Associations

Vaolleyball Associations

Vater Polo Associationes

- 274 -

Association

Ski



21.

22,

23

24.

25.

26

27.

Canadian Weightlifting Federatione
Canadian Women's Field Hockey Associatione.
Canadian Wrestling Associationes

Canadian Yachting Associations

Federation of Canadian Archerses

Judo Canadae

Shooting Federation of Canadae
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APPENDIX C

FITNESS AND AMATEUR SPORT
SPORT CANADA

Organizational/Administrative Profile

GENERAL INFORMATION

1.

Registered name of your National Organization

Date of Incorporation

Day Month Year

Registered as a non-profit organization with Revenue Canada?
(re: Tax receipts for donations)

Yes No

Please enclose a copy of your constitution and.bylaws.

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?



278

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. TIndicate the statistics requested on the next page, both
provincially/territorially and in Total. Please be as accurate
as possible.



(a)

(b)

Provincial /Territorial

Organization

- indicate active SGBs

MEMBERSHIP/LEADERSHIP STATISTICS

.
L&
[22]

Alta.
Sask.
Que.

P i

N.S.

N.B.

P.E.I.

Nfld.

Yukon

- amount of finaneilal
support from Govt,

— # of paid staff

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

6i¢



MEMBERSHIP/LEADERSHIP STATISTICS continued....

O
£

Alta.

Sask.
Ont.
Que.
N.S.
N.B.
P.E.I.
Nfid.
Yukon

Man.

(c¢) Leadership

(i) Coaches
— natlonally re-
gistered (NCCP)
- LI

~ L. ITT

L IIT

- L IV

-LV

- estimated total
(registered and
unregistered)

(ii) Officials
~ Internationally
registered

- Nationally
registered

(1i1) Full-time administrators
~ # in each Prov/Terr.

08¢



MEMBERSHIP/LEADERSHIP STATISTICS

4, Paid Staff:

(a) Indicate full-time staff employed by the NSGB since 1970.

Function Pate of first ] # of Name of Present Present
Incumbent Incumbents | Incumbent Salary and Benefits
FAS Other
Contributions Sources Total
Exec Dir.
Tech Dir. |
Prg Coord

Nat'l Coach

[Other
(Specify)

(b) Additional staffing proposed for the upcoming fiscal year.

(¢} Long range (3-5 year) staffing plan.

L82
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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.
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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) List the members of the National Board of Directors.
Indicate Executive Committee members by (%) after the name.

Name Function Address & Tel. #

(¢} 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)

8.

Describe your committee structure indicating the major responsibilities
and average time demand on chairpersons.

Committee Major Schdule or Frequency Time demand
Responsibilities of meetings on Chairperson

Describe any leadership training programs or courses undertaken last
year:

(a) by your paid staff

(b) by volunteers with national responsibilities
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D. PROMOTION & COMMUNICATION

1. 1Is 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.

Frequency of Target
Title Production 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 organizatiom.
If so, please attach copies and/or updates.
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E. TFINANCES

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 fimancial control in the
organization, including:

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?
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3. Are you anticipating any significant new program initiatives in
the next year? In the next 3-5 years? Please be specific.



FITNESS AND AMATEUR SPORT
SPORT CANADA
TECHNICAL PROFILE

I. TECHNICAL STAFF

APPENDIX D
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1.1 List names and titles of all professional technical staff other
than coaches who are employed by the national sport governing body:

TITLE

SALARY

FAS

OTHER

salary (s); honorarial (h)

II. COACEING 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

gsalary (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 -

I IT | III v

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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ITII. 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 c

3.2 Describe basic structure and operations of your sport's national
team {centralization, clubs, interim centralization, etc.):

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




3.4 Describe the basic structure and controls for your sport's national
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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

2.

3.

4-

INTERNATTONAL CATEGORTES

## OF CANADIANS QUALIFLED
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TECHNICAL COMMITTEES AND FUNCTIONS

5.1 List the names and basic functions of each technical committee or role
associated with your sport (officials, medical, research, coaches,
etc.):

NAME

FUNCTION

NAME
FUNCTION

NAME
FUNCTION

NAME
FUNCTION

NAME
FUNCTION

5.2 Attach to this document the organization chart and mandate of each of
the above committees.




VI. ANALYSIS OF

SPORT

6.1 National Championships

6.1.1

6.1.2

6.1.3
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List all the events and age categories in which a
national championship is held.

List current Canadian Champion in each event.

List Canadian world record and leading country in each

event where applicable.

EVENT

CANADTAN CHAMPION

CANADIAN
RECORD

WORLD

RECORD | COUNTRY

Code Events in{0lympics with (0Q)

6.2 TList the major games and fixtures which will comprise your basic
competitive program for the next quadremnnial (include approximate

dates).

6.2.1 Domestic:

1980-81

1981-82

1982-83

1983-84




6.2.2 International:
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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




TECHNICAL AND AV PUBLICATTIONS
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SKILL AWARDS

CLUB PROGRAM

COACHES DEVELOPMENT

ETC.




(1) What was

(2)

(3)

(4)

(a) The

APPENDIX E

SUPPLEMENTARY QUESTIONNAIRE
TO THE EXECUTIVE DIRECTORS

the world ranking of your sport in:
world championships held since 19807

(rank) (year)

How

many competing countries were there?

(b) The

world championships held between 1976-19807

{rank) (year)

How

many competing countries were there?

{(c) The

world championships held between 1972-19767

(rank) (vear)

How

many competing countries were there?

How are the world rankings calculated for your sport?
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How many people sit on your national board (or comparable structure)?

How many

of these are baid staff?

What positions do not have voting privileges?

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) polic¢ies 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 diploma?
b) Paid Staff: (mot 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?

iv) how many have less than a high school diploma?

i



(8)

(9)

(10}

(11)

(12)

(13)
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During 1981-1982, did national board members undertake any training to
improve administrative skills? . ILf yes, please identify the
number and types of training:

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 #l: __ yrs. Member #6: ___ yrs. Member #11: __ _ yrs.
Member #2: __ yrs. Member #7: ____ yrs. Member #12: _ yrs.
Member #3: __ yrs. Member #8: __ yrs. Member #13: __ yrs.
Member #4: _ vyrs. Member #9: __ yrs. Member #14: __ _ yrs.
Member #5: __ _ yrs. Member #10: __ yrs. Member #15: ___ yrs.

Approximately, what is the total membership of your national association?

How are total membership figures derived? (eg. what are your membership
categories?)

How many full time and part time elerical staff work for
your national association?

During 1981-82, how many researchers comsulted for your national team
or association?

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



DESCRIPTIVE STATISTICS FOR THE CONTEXTUAL VARIABLES

Appendix F
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VARIABLE MEAN STD. DEV. RANGE N
(TOTAL = 29)
ORGANIZATIONAL SIZE 23,442 52,389 224,991 26
ORGANIZATIONAL AGE 21 19 62 27
TECHNOLOGICAL EXPERTISE
a) No. Sport Scientists
Consulted 1.3 1.4 5 26
b) No. Technically
Certified Coaches 1,363 2,388 9,867 27
DEPENDENCE ON FAS
FOR FINANCIAL SUPPORT (%) 70 17 78 28




Appendix G
DESCRIPTIVE STATISTICS FOR THE
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STRUCTURAL VARIABLES

VARIABLE MEAN STD. DEV. RANGE ~ N
: (TOTAL=29)
FORMALIZATION
1. Publications 61.7 154.6 803.0 28
2. Constitutions : 7040.7 7469.8 33272.0 28
3. dJob 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. Personnel 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 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. Salarjed Program Staff
Turnover Rate 5.1 4.9 22.5 23
21. Mean Years of Voluntary
Executive Involvement 5.4 4.6 7.0 - 23



Appendix H
DESCRIPTIVE STATISTICS FOR THE EFFECTIVENESS VARIABLES
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VARIABLE MEAN ~ STD. DEV. ~ RANGE - N
GOAL MODEL
1. 1982 Performance 12.4 8.4 29.0 28
2. 1982 Effectiveness Rating 2.1 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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