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The Interna1 Dynarnics of Strategic Change in 

Canadian National Sport Organizations 

Abstract 

The purpose of this study was to investigate the way in which various intemal dynamics 

a££êcted the strategic change process in a set of 36 Canadian national sport organizations 

(NSOs). Specificdly, the intent was to provide insight into why some organizations were 

able to complete a pro- of radical change to become more professional and business- 

like in their operations, while others were not. Structural and values data collected 

between 1984 and 1996 comprised the primary data for the three studies reported on here. 

In the first study it was discovered that fast-paced change in and of itself was not 

sufncient to bring about radical change. However, rapid change to an NSO's decision- 

making systems was found to be cntical in completing the transition process. In the 

second study, attention shifted to the impact that the values held by NSO memben had on 

the outcome of the transition. The key hd ing  here centred on the fact that although 

coercive pressures could be used to initiate the change process, completing the 

transformation depended upon members of an organization holding values that were 

supportive of the transition. h the haI study, it was discovered that those NSOs that 

completed the transformation catered for the interests of inhential sub-units, while those 

that failed took little account of them. Further, it was leamed that those NSOs that made 

the change were typifïed by a structure that saw power dispersed to include professional 

staff. Those organizations that failed to complete the change had concentrated power 

stmctuces dominated by an elite that opposed the transition. Finally, those NSOs that 



completed the change had leaders who were able to articulate a future state to which the 

organization needed to move and convince othen of their ability to effectively lead the 

organization through the transition process. Those NSOs that failed to complete the 

transformation instead had leaders who were either in favour of retaining the statu quo, 

or who lacked the ability to bring about change of this nature. 
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Chapter 1 

Introduction 

The Canadian amateur sport srjtem recently eqeienced what has almoa certainiy been 

the most tumultuous twehe years in its history. The kt year of this period, 1984, 

marked the start of an era during which Canada's National Sport ûrganizations (NSOs) 

were put under mtaise pressure to alter their structures, systems, and values. The h a l  

year, 1996, has been described as the "ead of the line for Canada's [amateud spoa system 

. . . the 1s t  product of Canada's golden age of spoa spending" (Christie, 1997, p. Al). 

Over this twebyear penod, NSOs were exposed to a variety of fiequently conflicting 

mtemal and extemal pressures. The federal govemment, through its agent Sport Canada, 

wanted these infond,  vohmteer organizations to become much more professional and 

business-like h their operations. However, these changes were anachronistic to many of 

the values and beliefk that had tniditionally underpinned Canadian NSOs. Consequently, 

although some NSOs satisfied the govement7s requirements and became much more 

professional and bureaucratie, others expenenced little ignificant change. 

The origins of this iurbulent twehe-year period can be traced back to the federal 

govemment's first notable mvohement in Canadian amateur sport in 196 1 and the passage 

through Parliament of Bü1 C- 13 1, An Act to Encourage Fimess md Amateur Sport. From 

tbis pomt on, the govenunent became mcreasmgly mvolved in the provision of amateur 

spon. At first govemment hvolvement was limited to the provision of small gants to 

national govembg bodies and various jomt initiatives with provincial govemments amied 

at Ïncreasing participation (Machtosh, Bedecki & Franks, 1987). However, through the 

1960s "as sport assumed an mcreasingly popular role in Canadian popular culture, the 

govemment's attmide changed" (Macintosh & Whitson, 1990, p. 4). In 1968, an 

electioneering Prime Minister Pierre Trudeau argued that sport codd serve as a powerfid 

source of national m&y, and promised to establish a Task Force on Sport. The r e d a n t  

Report of the T i k  Force on Sport for Canadm (Canada, 1969) cnticized Canada's 

NSOs for their '%tchen table"-like operations that placed a reliance on volunteer officers, 

had national executives thst were fiequently & a m  fkom only one or two regions of the 



co~f lw ,  and were, overall, inefficient. The report also placed an emphasis on the role that 

the federal govenunent should play m promotmg high performance sport. 

The Proposed Sports Poky for Canadimu (Munro, 1970) that foilowed the Task 

Force report went even M e r .  It laid the foundations for the creation of a spoa 

bweaucracy by providing guidelines for, amongst other things, direct h d i n g  for NSOs 

and the creation of Sport Canada. It also touted the importance m developing programs 

for mass participation and the production of elite level athletes. Howwer, it quickly 

became apparent that 'the sport goveining bodies, for the rnost part, did not have the 

organi;rational sküls nor the leadership necessary for the dwelopment of elite athletes. It 

was evident that h d s  wodd have to be expended to hire M - t h e  professional staff and 

to streamline admhhative and o r g h t i o n a l  capacities7' (Macintosh et aL, 1987, p. 66). 

Consequently, through the 1970s a gradual mcrease m the professionalization and 

bureaucratization of Canada's NSOs took place (Harvey & Proth, 1988; Macmtosh, 

1988; MaCmtosh et aL, 1987; Macbtosh & Whitson, 1990). 

The changes that were made to the amateur sport system over this period were 

carried out in a gradual and incremental manner. However, m 1983, the federal 

govemment's Mhistry of State for Fïtness and Amateur Sport, through Sport Canada, 

mtroduced ts '%est Ever" program Embarrassed by Canadia. performances at the 1976 

Montreal Olynqics, the origmal objective behind the Best Ever program was to assist 

national team athletes m their preparation for the 1988 Wmter Olympics to be held m 

Calgary. Following the successes that were achieved at the 1984 Summer Olympics m 

Los Angeles, it was decided to expand the program to also include alI  of those NSOs that 

were preparing cornpetitors for the 1988 Summer Olynrpics m SeouL 

The Best Ever program mdicated a pronounced alteration m the govemment's 

approach to amateur sport. Rather than promotmg an incremental move towards 

professionalization which had beai ongohg since 1970, the govemment instead decided to 

introduce a scheme that was designed to bring about radical, fiame-breaking change. The 

federd govemment d e t e h e d  that elite level athletic performances would be dramatically 

improved ifthe informal, volunteer nm NSOs became contmlled and operated by fid-time 

professional sta and produced detailed four-year plans of proposed activities and 



objectives. The govenunent promised a great mcrease in resources for those 

organizations that agreed to move to a more professional, formal design. Ofnce çpace 

was provided at the Canadia. Sport and Fhess Admbktration Centre m Ottawa, together 

with fùnding assistance to fül certain professional staff pontions, adnmiisaative and 

marketing support, and operationai assûtance fiom Sport Canada consultants. Those 

NSOs that refùsed to accede to the govement's wishes were correspondin& threatened 

with the withdrawal of resources. The governments increased cornmitment to achiwing 

O1ympic success was refiected by the fàct that by the &al year of the fist Best Ever 

quadrennial, 1988, federal funding for amateur sport m Canada had reached an all-time 

high CDN$86m ( Johore ,  1996). 

At the 1988 Olympics, however, Ben Johnson recorded a positive drug test after 

'bknhg" the mai's 100 metres gold medaL A Royal Commission headed by The 

Honorable Charles hibin, which was subsequently charged with conducting a public 

enquiry mto the scandal, found that drug taking was prwalent m many parts of the 

Canadian amateur sporthg system The Commission's report questioned the wisdom of 

placing such great emphasis on high-penormance amateur sport at the expense of mass 

participation. Consequenth,, with Canada also entering a period of severe financial 

depression, m a .  m the governent questioned the amount of public money that was 

bemg provided to amateur athletics in the country. As a resdt, the 1988- 1992 and 1992- 

1996 quadrennials each witnessed increasingly severe cutbacks in both the money and 

Ïnfkastnicture with which the federd govemment was willing to support the amateur sport 

system In fàct, by 1996 seven ofthe original 36 NSOs that had been invohed m the Best 

Ever program m 1984 had their federal suppoa totally elimhated. The highs that were 

enjoyed before the Seoui Ohlnipics were virtually forgotten as total federal spendmg on 

amateur sport decreased in 1996 to CDN$48.6m (Jolhore, 1996). The message to 

NSOs was clear: they were expected to largely wppoa themsehres with money gained 

nom sponsorship, membership fees and philnnthropic donations. A timeline illustrathg 

some of the key events that have shaped the development of the Olyrnpic sport system 

withm Cimada is provided m table 1. 



------------------ 
hsert Table 1 about here 

The eEects of govemment involvement m Canada's amateur sport system have 

been the focus of several research programs (e.g., Kikulis7 Slack & Hinings, 1992, 1995a, 

1995b, 199%; Machtosh et aL, 1987; Macktosh & Whason, 1990; Slack & Hmmgs, 

1987, 1992, 1994). While these shidies have increased our understanding of the nature of 

change m NSOs, this work bas been, on the wfiole, highly detennbidc. Their vaqhg 

analyses have concentrated on the way m which extemal pressures, primady the federd 

governent but also the sports communiry and to a Iesser extent the physical education 

profession, have mipacted the amateur sports çystem. These pressures are largely 

desmibed as acting m a d o m  manner and cming  NSOs m parti& to change in a 

certain prescnbed way. However, the pressures that these NSOs were exposed to between 

1984 and 1996 reçuhed m what were oaenn i i  very similar o r g h t i o n s  often chmging 

in very different manuers. Furthemore, as previously noted the pressures that were 

designed to transfomi these NSOs were diametricayl opposed to many of the long-held 

values and beliefk that had traditionally underpinned the amateur sport system. It is 

therefore suggested here that much of the variation in organizational response to these 

pressures can be attri'buted to the different mtemal dynamics that shaped and constrained 

the change process. This, however, is an area, that has yet to be systematicdy 

investigated Consequently, the purpose of this research is to ûy and uncover the effects 

that dinerent mtemal dynamics have on the propensity of an organization to enter mto and 

complete a program of change. The insights provided by such research should go a long 

way to determinhg why it is t b t  some organizations are able to make radical transitions, 

while others are not. 

Thus fàr, the changes that the federal govemment was trying to mipose have been 

discussed m quite general terms. In order to more accurately detemine the changes made 

by these orght ions ,  we employed EhnHigs and Greenwood's (1988) notion of 

archetypes. An archetype is dehed as a set of structures, processes and syaems that are 



underpinned by a conection of ideas, beliefk and values (Hhhgs & Greenwood, 1988). 

Within this Moa changes that take place are relatively srnaIl-scale attempts by managers 

to iniprove the coherence arnong different orgmkational elements ( m e r  & Friesen, 

1984). As wch, they take place withm the parameters of the e>cistmg archetypal design. 

By contnist, radical change mvobes moving fiom one archetype to another (Greenwood 

& Hmmgs, 1988, 1993; Hinings & Greenwood, 1988; Kikulis et al., 1992, 1995a). This 

type of change is fkequently disuptive and viewed as threatening by organization 

members. Consequently, it c m  be extremely dit5cu.k to accomplish. 

Kikulis et al. (1992, 1995a), in their mvestigation into the way in which Canadian 

NSOs changed between 1984 and 1988, uncovered the existence of three different 

archetypal designs. The Kifchen Table archetype represents the way 9i which Canadian 

NSOs have been traditionally designed. Volunteers are d-powerfiil m this type of 

organjzation, with appointments to different positions based not on mdividual expertise, 

but more on loydty, desire and cornmitment to the organization. The organization is 

operated very mformally, with W e  emphasis @en to f o d  planning, poiicies or 

procedures. The ultimate goal of the NSO is e n d g  the satisfaction of its membership. 

In the Buurdroom archetype, greater emphasis is placed on nurturing elite-level 

athletes, providing high quality competitions, developmg technical expertise among 

professional staff, and mcreasing anminislrative efficiency. ûpportunities for recreational- 

lwel actMties and mass participation are still valued, but not as highiy as they are in the 

Kitchen Table archetype. The organkation is dl dominated by a volunteer controlled 

hierarchy that is supported by professional staff who conduct day-to-day operations. 

Finally, the Executive OBce archetype appeared as a direct result of the Best Ever 

program Technical expertise is required Ei a l l  professionals and volunteers who hold 

formai positions m the o r g d t i o n ,  The development and operation of the NSO is placed 

m the han& of the theoretic* more expert professional s t a E  The vohmteer board, 

which meets much more infkequently ni this type of design, is intended to merely set long- 

term poiicy and sanction the decisions of the professional &ai£ The ovemding objective 

m this type of organi7ntion is the w b h g  of medals at major championships nich as the 

Olynrpics, Commonwealth Games, World Championshqis, and Pan-Am Games. 



These archetypes gave us an heuristic wah which to d e t e d e  how each of the 

NSOs mvohred in this research altered over t h e .  The purpose of the changes introduced 

by Sport Canada was to move what were predominantly Kitchen Table-type organizations 

to an Executive Office design. By gathering data at specXc mtenrals, we could determine 

the change in archetypa1 design of each NSO between 1984, 1986, 1988, 1992 and 1996. 

We could then go on to examine the eEects of different intemal dynamics on the transition 

process. 

The nrst shiciy, outlined in Chapter 2, consists of an investigation into the effects 

of the speed at which change takes place and the order in wtllch different parts of the 

organization are changed. The Pace and sequence of organi;riitional change has lacked any 

great exambution, and yet has been noted as an important area r e q d g  fiiture research 

(Nadler & Tushman, 1989; Pettigrew et al, 1992). Some theorists have suggested that 

radical changes need to be mtroduced quickly in order to overcome the me* that bdds  

up over time as members develop fàmühdy and cornfort with curent operatmg practices 

(e.g., Haclanan, 1984; Warren, 1984). Others, howwer, have argued that fast-psced 

change is too disruptke to the organization's operation and, therefore, should be 

mtroduced more grad- (e.g., Braybrooke & Lindblom, 1963; Hedberg, Nystrorn & 

Starbuck, 1976). There has been gmüar disagreement over the order m which different 

parts of the organization should chqge. Some have argued that the moa important parts 

of the o r g h t i o n ,  temed hi&-impact elements, shodd be changed ka in order to send 

a clear message to the entire o r g h t i o n  as to the nature and importance of the changes 

that are taking place (Kanter, 1984; Hinings & Greenwood, 1988). The opposite 

argument has also been eqressed by those who hold that it is too difEcult to change these 

central parts of the orgnni;riition, and that momentum should be buüt up by altering more 

peripheral elements fkst (e.g., Beer, Eisenstat & Spector, 1990; Peters & Watenoan, 

1982). The lack of udy on Pace and sequence is perhaps a resdt of the lack of any 

formal investigation into how these dynamics affect change. The pupose of this first 

paper, therefore, is to examine whether the Pace and sequence of radical change m any 

way affects the outcome of the transition process. 



In Chapter 3, the impact of vahies on the change process is explored Institutional 

and transformational theory literatures are drawn upon to constr~ct a theoretical 

fhmework. From this, various questions are addressed conceining the way m which 

values held by members of an o r g e t i o n  affect change. This again is an area that has 

received vimially no expiicit attention in eaher the management or sport literatures. 

In Chapter 4, the effects of three more mtemd dynamics ho lved  m the change 

process are assessed. The kst of these is the way m which the desire to enhance or 

protect sub-unit mterests can senre to either promote or block any attempted program of 

radical change. The second is the effect that the power structure of an orgmkation can 

have on its propensity to change. The third is the way m which the organhtion's capacity 

for change, most notably the effea of leadership, impacts on the transition. The 

predominmtly quantitative approach employed in chapters two and three is somewhat 

balanced here by the construction and analysis of case midies, some depichg NSOs that 

made the radical transfomtion, and others describmg organizations that did not. In this 

way we are able to follow a comparative case study design, seen as particdarly useful 

when trymg to examine the impact of mtemal dynamics on the change process (Pettigrew 

et aL, 1992). 

Chapters two, three and four are linked together by a concluding chapter. Here, 

the iniplications of the hdings outhed in the three previous chapters are analyzed as to 

the impact that they may have on our understandmg of the change process. As is pohted 

out in the conclusion, the midy of change is becomhg mcreasmgly important as economic, 

political and techno1ogica.I en.onments change more quickly. With this in min& possible 

directions for m e  research are discussed. 

The data that were used for the thee studies were coilected m a variety of ways 

and by vanous researchers. Professor Trevor Slack, Professor Bob Hinhgs and graduate 

student Lisa Kikulis conected the structural and m t e ~ e w  data pertainhg to 1984, 1986 

and 1988. They were used by Kiknlis m her doctoral work at the University of Alberta 

(Kikulis, 1992a), and f o d  the basis of a collection of papas by Kikulis, Slack and 

Hmmgs (1992b, 1995a, 1995b, 1995~). The data fkom 1992 were collected by Slack and 

Hinings, and have never been published The author of this dissertation collected the 1996 



structural and interview data. The values data were collected m 1986, primarily by Lucie 

Thiibauh as part of her Master's work at the University of Amerta (Thiaault, 1987). 

Hinings, Thibault, Slack and Kürulis (1996) &O used these data. Ali of the raw data were 

yialyzed by the author, irrespective of if or how they had previously been used- 

Therefore, although concepts such as the three archetypes had been used before, the 

actual raw data were totalIy reanaiyzed for this project. Fmdy, every article on amateur 

sport that appeared in the Globe & Mail, Maclearz's Magazine, Calgary Herald, 

WNvzipeg Free Press, T m t o  Star, Ine Gazene (Born Montreal) and The ChronicIe- 

Herald (nom HaliEu) between 1982 and 1996 was collected. These, together with wery 

federal govemment publication on amateur sport that was produced over the same period, 

were thai assessed by the author of thû dissertation to provide additional context to the 

changes that took place. 
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Table 1.1. Key events in the dwelopment of the Olympic sport system m Canada. 

1 barrien to pmgress. 
1966 1 First administrative gants given to NSGBs. 
1969 1 Report of Task Force on Sport for Canadiam suggests sport inextricably linked with matters of 

Date 
1959 
1961 

1960s 

national pn& and &ge 2 home and ab& ~herefore suggested important federal 
governent becorne more Mly  involveci in Canadian amateur sport- Also wged that national 
championships and NSOs becorne a priori& that pmfessionalism on field should be reflected in 
administration (criticized volunteer driven "kitchen tablen organkttions as inefficient); 

Ewnt 
Speech of Prince Philip in which he laments the state of Canadian fitness. 
Unanimous passage of Biu C-131, An Act to Encourage Fibres and Amateur Sport. Seeks to 
improve athietic performances through increase in physical fitness of population. 
Greater money increases participation in national and international competitions. Lack of 
organizational skilis in National Sport Guverning Bodies (NSGBs); few coaching clinics; poor 
o£Ficiating; lack of sports medicine; need for athletes to spend more t h e  training - al1 seen as 

1 1 mmmended e&gement of sport bureaucracy, raising of its profile in the government, and 1 
1970 

creation of Sport Canada (SC) to oversee NSO operations. 
Establishment of National Sport and Recreation Centre in Ottawa - 33 sports housed there; 3 6 

1971 
non-resident sports fwided 
Sport Canada established to nui amateur sport. Governrnent policy staternent released aimed at 

1975 

1 1 - governent now has direct access to athletes. 1 

~prwuig  elite level performances and & participation opportunities. 
Canada Olympic Association (COA) and Olympic Trust m a t e  Athletes Assistance Rogram 

1976 
(AM) to support elite level athletes. 
Montreal Olympics - Canada fht hast to fail to win a gold ~ e d d .  Sport Canada takes on AAP 

1978 

I I level sport; no mention of recrration. Focus on role of government in production of wodd ciass 
aîhletes, coaches and afncial. Noted need for private fiinding and confining assistance to sports 

Sport Minister's portfolio created 
Canada finish= top ofmedal table at Commonwealth Games. S p a  Minister Iona Campagnoio 

1979 
carried amund &k by atbietes - political capital to be gained &rn elite sport achowledged 
Partners in Pwsuit of ErcelZmce: A National Poiicy on Amateur Sport released - focus on elite 

198 1 

1 Jan. 1 Sport Marketing Coucil  estabLished to increare corporate sponsonhip of amateur sport. 1 

with a national identity and stronp; base. 
White paper A Challenge to the Nation: Fitness and Amateur Sport in the '80s released Focus 
on elite sport, improvement of NSO administration, and develgment of high performance 

March 
1983 

Aug 
1984 

May 

centres, hosting policy and AM.  
Sport MUiiRer Ray Perrault announces that in addition to m n t  $5.5 million per year spent on 
whter sports, a M e r  $18.7 million per year wiil be devoted to winter NSOs over next five 
years rising to $25 million by 1988, as part of "Best Ever" program. Perrault promised that 
there would not be a repeat of 1976 M e n  Canada hosted and faiIed to win a gold medal. 
Sport Minister Jean Lapierre announceci Ottawif wiii increase spending on amateur rpon by 
about 50% (@$9 million per year) following performances at LA Games. Summer sports now 
part d"Best Ever" proAram, 
Otto Jelinilr (Sports Minister) wants to bring more private money into amateur sport. 

1986 
March 5 year extension to Best Ever program worth $32 million. 



Table 1.1 (continued). 

Ben Johnson .fails drug test after 3vimhg'' 100 metres in Seod Olympics. 
Oct Sport Canada budget cut h m  $55 million to $50 mirlion 
-. - - 

Dec. Wmter sports have budgets cut 13% to 49%. Sponsors aIso pull out following Johnson scandai. 
1988 Sport Minister Jean Charest cails for -ter emphasis on ethics and a redehition of cultural 

March Dubin Report: need to change AAP systern that provides incentives to use drugs by basing 
1989 fiinding on international rankings; winning too important. 
April 4% drap in gowrnment funding for amateur sport to $55.6 miiiioa 
1989 
Nov. Athietes fonn Canadian Athietes Association because they feel that sport system undervalues 
1991 them. 

March NSOs continue with budgets fiozen since 1987-88. 

A&& 1 The JVoy Ahead released by f&raUy appointed Task Force. 117 recommendations 
1992 1 including deemphasis on win at ali costs mentality, focus on athietes not sport organizations, 

1 increase financial support for athletes, &veIop professional coaching system hosî more 
internaîiond events, develop list ofcore sports to be funded. 

1992 Canada iïnishes 1 5 ~  in medal table: 7 golds, 4 siIvers, 7 bronzes 
June Sport Minister's portfolio elimuiated - m m d  to Canadian Heritage. 
1993 
May Core Sports report reIeased - recommends thaî 19 sports (including 1991 Olympic medal 
1994 winning biathlon and fi-eestyle, and national sport lacrosse) have federal fixnding tenninated in 

3 years. Minister Dupuy says biathlon and fieestyle safe. 
Dec. Sport Canada Funding Framemrk proposed to replace Core Sports report. Similar concept - 
1994 

March 
1995 

April 

fundinR reduced number of sports. Elite performances again influence funding 
1994/95 NSO fhding $41.675 million (overall$50 million on amateur sport) 
1995/96 set at $3 1.28 million (75%) - 12% cut; 5% reallocated to "Major Games"; 1% to AAP. 
Intended cut 12% in each of next two years - Le. 50% cut in 3 years. 
Overail spending on amateur sport in 1995/96 set at $38.8 million. 
22 NSûs (inc. 7 Olympic) to be eliminated from feQral fundùig by 1996/97. 

1995 
April COA announces $4 million increased funding of athtetes and NSOs to $16 million over 4 years. 
1 996 Money from marketing and management of ëndowment fbnd fiom 19 8 8 Olympics. 
Aug Canada hishes  1 1& in medal table: 3 go14 11 silver, 8 bronze 

Sources: Macintosh, Bedecki 62 Franks, 1987; Macintosh, 1988; Harvey & Proulx, 1988; 
Macintosh & Whitson, 1990; and articles fiom the Globe &Mail, Maclean's Magazine, Toronto 
Stw-, Calgary Her- Chronicle-Herald (HdZax), Winnipeg Free Press, The Gazette 
(M-W. 



Chapter 2 

The Pace and Sequence of Strategic Change 

The implementation of program of large-scale change has become an mcreasingly 

prevdent feature of organizational life in recent years, particuhly following the political 

and economic fluctuations of the 1980s and ea* 1990s. As Pettigrew, Ferlie and McKee 

(1992, p. 1) noted, duriog this time, 'the pace of [ o r g h t i o n d l  change seemed to 

accelerate . . . as restructuring became a common experience." Consequentiy, the study of  

organkational change has also become bcreashgïy popular m recent years. These studies 

have taken a vhety of forms. There have been detailed case studies typified by the 

Pettigrew's (1985, 1987) study of Imperial Chernical Industries (ICI) and Child and 

Smith's (1987) anaiysis of Cadbury M e d .  ~~ quantitative studies have also 

appeared, such as Miller and Friesen's (1984) investigation of snall Quebec businesses, 

and Hanna. and Freeman's (1989) population-IweI analyses o f  change. There have also 

been studies which have combmed qualitative and quantitative approaches, mcludmg 

Hinmgs and Greenwood's (1988; Greenwood & Hinmgs, 1988, 1993) work on the 

tramfiormation of local govemment in the UK and Romanefi and Tushman's (1994) 

anasis of the US mini-computer mdumy. 

As the number and variety of empincal studies on change have increased, so too 

has the evidence that organizations do not follow the type of linear progression that early 

change theorists descnbed (Chm & Benne, 196 1; Greiner, 1967, 1972) and to which many 

prescriptive writers stül subscnbe (c£ Koîter, 1994). For early theorists, the idea o f  

organi7rrtional change carried with it "the notion of a single revolutionary event, of an 

o r g h t i o n  movhg nom one date to another m a short period of time" W g s  & 

Greaiwood, 1988, p. 106). However, more recent theoretical and empirical work has 

suggested that organizations go through long periods of wofutionary or incremental 

change mterspersed with short, sharp revoIutionary, quantum, or fkame breakmg, 

transitions (Greenwood & HHimgs, 1993; Müler, 1982; Miller & Friesen, 1984; 

Mïntzberg, 1978; Pettigrew, 1985; Tushman & Romane& 1985; Van de Ven & Poole, 

1995). 



Evohitionary change involves fine-hmmg the organization to miprove consistencies 

between the o r g d t i o n t s  stnicture, strategy, processes, and people. It r e m e s  a series 

of d adjusûnents, often made in response to minor environmental shifts. Within this 

scenario, uncertainties remah well withm tolerable linnts as the syçtem is adapted rather 

than transformed. Rwolutionary change, by contrast, mvohes momentous alterations to 

the entire organhtion. Most research has suggested that revohitionary change ocam in 

response to, or preferably but less often m anticipation oc major environmental changes 

(Hmmgs & Greenwood, 1988; Müler & Fnesen, 1984; Nadler & Tushman, 1989; 

Pettigrew, 1985; Tushma. & Romane&, 1985). This type of transition involves rapid, 

wholesale changes to the orgauization, and may mchide reformations to the corporate 

mission and core vahies; alterations to the power and status of intemal groups; 

modifications to the organizational structure, systems, and procedures; and, fiequently, the 

hiring ofnew executives with a commitment to the new mission and Geedom fiom prior 

obligations withm the organization (Tushman, Newman & Romanelli, 1986). In short, the 

"deep structure" that provides the organization with its stabiüty is dismantled, and a new 

configuration constructed (Gersick, 199 1). 

This notion of mtemal configurations stems fÎom the idea that there are only a 

limaed number of possiile combinations of elements that will permit the organLation to 

fimction effectively (Mintzberg, 1979; m e r  and Fnesen, 1980a7 I980b, 1984). 

Logically, then, m any transition many different organizational components '%dl have to 

change rapidly and simdtaneoush/ if [dysfunctional] structural hybrids or mutationsy7 are 

to be avoided (Miller, 1982, p. 142). GerSck (1991, p. 34) agreed, niggening that 

''fkdamental change cannot be accomplished piecemeal, dowly, gradudy, or 

comfortably.." In other words, the successful irnplementation of large-scale change seems 

to require rapid adiustment to ail parts of the o r g h t i o n .  Howwer, some writers have 

suggested that t is more important to change some parts of an o r g h t i o n  before others. 

Kanter (1984) and Kmmgs and Greenwood (1988) have both argued that successfd 

transitions depend on eady change in those structures and systems that are central to the 

fùnction of the organization. Change to these '8igh-impact" elements, it is suggeaed, 



sends a clear, and necessaxy, message to the entire organhtion as to the importance and 

permanency of the changes being htroduced 

Much of this theorking about configurations, evolutionary and revolutionary 

change, and high-impact elements, rakes important issues regarding the speed, or pace, at 

which change takes place, and the order, or sequence, in which dZ5erent parts of the 

organkation are ahered Recently, several writers have, at least implidy, suggested that 

this neglected area reqyires finther investigation (Gersick, 1994; Monge, 1995; Nadler & 

Tushman, 1989; Penigrew et al, 1992; Van de Ven & Poole, 1995). It is this gap m the 

literature that we wish to begh to fill with an empirical mvestigation into the ef5ects that 

the Pace and sequence of change have on the outcome of organizationd transitions. To 

this end, the remainder of the paper is W e d  mto four sections. In the next part, a 

theoretical fiamework is developed with which to underpin the study. This is followed by 

a description of the research site and an outline of the methods used to collect and analyze 

the data. The results that were found are then detailed, and the ways h which they 

improve our understanding of the pace and sequence of o r g h t i o n a l  change discussed. 

The paper nnishes with some brïef concluding remarks- 

Theoretical Framework 

In any shidy that seeks to examine strategic change, it iç of course necessary to first define 

the nature of the change that is being investigated. We do this by drawing on the notion 

of archetypes (Greenwood & Eimmgs, 1988, 1993; HgMgs and Greenwood, 1988; 

Kikulis' Slack & Hinings, 1995a; Miller & Fnesen, 1980a, 1984). The type of change of 

interest in this study iç what Greenwood and Hinings (1993) termed 'Yadi~aI"~ Miller and 

Friesen (1984) Lcquantumy'3 Tushman and RomanelJi (1985) '<revolutionary", and Nadler 

and Tushman (1989) '%me breakingy'. We deke t as the move fiom one archetypal 

fonn to motber, or fiom a form that has no clear archetypal status to one that does. 

The use of archetypes m the study of organizational change emanates fiom Miller 

and Friesen's (1980a, 1984) suggestion that, rather than examinhg an organization by 

lookmg at i ts  mdMdual component parts, greater msight Ü gained fiom considering the 

overd pattemhg of these coqonenta It then becomes possible to examine the manner 



in which Werent parts of the erg-tion mteract. Employing this form of holistic study, 

Müler and Friesen came to the conclusion that, despite the theoreticdy enormous number 

of ways m which it is possible for them to be combmed, organiational elements are in fact 

mmged in on& a relatively 4 number of different patterns. In short, o r g h t i o n s  

tend to evoive towards specific coherent combinations of elements generdy temed 

archetypes, co~gurations or gestalts, as the most effective form of organizing. The 

patteming of these elements is held in place by the underlyhg set of beliefi and values 

wfüch are held by hdividuals withm the o r g h t i o n  and known as mterpretive schemes 

(Ranson, Hmmgs & Greenwood, 1980). The unique way in which beliefk and values are 

shaped by the b e r  and outer organizational context render archetypes mstitutionally 

specinc (HinHigs & Greenwood, 1988). In other words, although cenain ideas might be 

generalizable to other organization sectors, the archetyp es, per se, are not trançferable. 

Greenwood and Hinings (1988) built on Miller and Friesen's work by placbg a 

greater emphasîs on the miportance of values and beliefi in undeiphmhg the archetype. 

They defined an archetype as, 

"a set of ideas, beliefs and values that shape prevailing conceptions of what an 
organization should be dokg, of how it should be doing it, and how it shodd be 
judged, combined wirh structures and processes that serve to inrplement and 
reinforce those ideas" (Greenwood & Hinhgs, 1988, p. 295) (emphasis m the 
original). 

With the desired state of organjzational coherence constantly bemg snived for, most 

change will occur withm an archetype. This mvohes the organization m a h g  a series of 

relatively minor changes m an attempt to better conform to a particular design. 

Revolutionary, or radical, change, by contrast, involves moving fiorn one archetype to 

another. It involves decouplhg the organkatiods structures and systems fkom the 

prevailing mterpretive scheme, and recoupling them to another (Hinings & Greenwood, 

1988). The maiitable disiIption to organkation routines and the regstance fioom groups 

which perceive that the move wiif place them m a diçadvantaged position, not to mention 

the actual H c u t t y  m pemently adjusting peoples' values, mark this type of transition 

as bemg very d i f E i d  to eccomplish. In this sense, an archetype c m  be compared to a 



paradigm with ts notions of 10ngwity~ aabiEty, and intractab* (Hinings & Greenwood, 

1988). 

Archetypes, then, are a useful heuristic with which to determine the design-status 

of an o r g h t i o n  at a particular pomt in time. Howwer, as Hmmgs and Greenwood 

(1988, p. 24) suggested, "the identification of design archetypes is an interestmg and 

iIluMinating but essentially preparatory step for the explmation and mapping of change" 

(emphasis in original). Hmmgs and Greenwood (1988) used tbk notion of archetypes to 

uncover different change packs. Quite simply, tracks allow the researcher to draw a 

conceptuai map, plotting the process that the organization &es in attempting a transition 

6.om one archetypd fonn to another. A fhdamental tenet of the tracks notion is "the rate 

at which design arrangements become decoupled fiom the prwailing mterpretive scheme 

and become attached to niaishg ideas and vdues (Greenwood and Hinmgs, 1988, p. 

303). As such, dthough they do not provide any direct indication of the pace and 

sequence of a transition, the very existence of Mirent tracks raises questions regardmg 

the speed and sequence of change. 

The most conmion organization track is "inertia". If the proposed changes are 

inconsistent with the prwaümg meanings held by the dominant group within the 

organhtion, the change may not be recognized, or, if it is, it may be suppressed. Any 

adjument that is carried out re&s consistent with the logic of the prevahg 

interpretive scheme as the organjzation retains its original archetypal form A second 

possible track which organizations may foIlow is an "aborted excursion" or "reversal". 

Here, selective parts of the o r g h t i o n  become decoupled fiom the prevarling 

mterpretive scheme. This may be accidental, o c d g  as a remit of organizational slack, 

it may be politicalty motivated, or it may be the consequeme of genuine eqerimentation. 

Whatever the reason, the accompanyhg decline m pdonnance causes management to 

remstate the prewious design arrangement. 

T b 4  an organization may actuaUy be successfd and cany out its archetypal 

transformation, This wiil ocnir wiien the prwaihg interpretive scheme has lost its 

legitimacy. h its place an alternative emerges, with support provided to a difEerent 

pattern of structural elements. This transformation may occur in a snooth linear marner, 



but more often changes in dkection - oscillations - and delays mark the transition process. 

Fourth, there may be what Hinings and Greenwood (1988) tenn an "unresohed 

excursion". Although the organi;rrition starts to change, it becomes locked between the 

gravitational pulls of competing mterpretive schemes, and ends up residing in a "schizoid" 

form, a hybnd of the two archetypes If one accepts the logic of archetypai coherence, 

then this track rnay jua be a h c t i o n  of the amount of time the organization in question 

has been observed. It may be that t is on its way to attahing archetypa1 coherence, or is 

about to start revershg back towards its onginal form, but jus has not yet resohed its 

h a 1  f o m  Indeed, Kilailis et aL (1995a, p. 92), m their study of Canadian National Sport 

ûrganjzations (NSOs) found that one thùd of the organizations in their study followed 

what they called a delayed track They concluded that 'these organizations were not 

delayed because of a h g  m their change; rather, four years [the length of their study] was 

not enough time for them to reach the design archetype." In other words, the delayed and 

unresohted excursion tracks are likely to be more a reflection of the Pace at  which change 

occurs rather than of any sbgular set of circumstances. 

FinalIy, organizations which are close to a particular archetype m an ccembryonic" 

f o m  may have to make only incremental changes to their structures and systems m order 

to a t t h  ni1l arche~tpal status. These organizations use current structural and systemic 

arrangements as a guide as they fonow a convergent track towards a coherent design. The 

concept of tracks offers hpLicit support for the importance of pace and sequence in the 

change process. For mstance, how is t that some organhtions are able to overcome 

inertia d e  others are not? Why do some foLlow a h e a r  reorientation track and others a 

reversal? It seems inevitable that the Pace at which change takes place and the sequence 

in which different elements are dered d play an important role m deciding which track 

the o r g h t i o n  will foliow. We now examine the pace and then the sequence of change 

more specifically as we build towards some testable propositions. 

Tushman and RomaneIli (1985) and Miller and Fnesen (1980a, 1980b, 1984) have 

suggested that orght ions  which successfiilly negotiate revolutionary changes do so 

over a reiatively short period of t h e .  They each proposed that rapid change is pontive 

because it creates synergy whereby ail parts of the o r g h t i o n  are piilHg together in a 



common direction- This prwents pockets of resistance building up f?om groups that feel 

that their power, both formal and mfomd, is threatened by the reo~entation. It also 

dows other changes which are neceswy, but which have been put off durÎng convergent 

periods of relative stabüity, to be carried out. Fmally, it overcomes the disniptive penod 

of risk and uncertahty associated with any major change as quickly as possible. In short, 

rapid change d o m  those instigating the transformation to overcome the inevitable inertia 

that is usu* the biggest obstacle to achiwmg o r g h t i o n  change. 

In ÎBct, the need to overcome mertia provides the most compehg argument for 

fast-paced o r g h t i o n a l  change. Convergence, theoretically, brings about better and 

better performance as terative alterations Uiiprove the conpence among organizstional 

goals, structure, systems, vahies and the environment. However, a s  the organization 

becomes more successfùl, intemal forces develop which promote stability: habits and 

pattemed behaviors become value laden, employees develop a sense of coqetence which 

they are reluctant to forsake, and structures and systems are developed that d o w  for only 

compatiiile changes (Wilson, 1992). Self-remforcing patterns o f  behavior, noms, and 

values ail conspire to dwelop complacency and a hiaory of standard operating practices 

which can anchor the organiiration m the past and reduce flemiility. As a renilt, when 

faced with an environmental threat, complacency and minted vigilance rnay prevent the 

threat registering; or, i f t  is recognized, the response is fiequatly to conform to the stahcs 

quo as managers subscnbe to the comforting llletl~s-stick-to-what-~e-d~-be" ma+ 

(Peters & Waterman, 1982). "Productive attention to deta& for mstance, t u m s  into an 

obsession with minutia; rewardmg Enovation escalates hto gratuitous invention; and 

meanired growth becomes imbndled expansion1' (Milier, 1990, p. 3). As a consequence 

of this, any changes that are attempted are likely to be mcremental and implemented 

relative@ slowly. Factors such as sunk costs, domhant coalitions wishing to re th  their 

bases of power, and barriers to entry and exit in an Ïndustry, cm &O prevent 

organi7ritions nom being able to undertake rapid change (Scott, 1995). 

Although the h a t e  logic behmd the need for fkt-paced change iç convincmg, and 

theoreticaIly widely supportecl, the very srnail amount of empirical evidence available is 

largely anecdotal and somewhat equivocaL Burns and Staker's (1961) organic 



organizations, Lawrence and Lorsch's (1967) plastic companies, Sthchcombe's (1959) 

craft firms, and Mintzberg's (1979) adhocracies are ail praised for their abilities to respond 

rapidly to changes in their environments. In fact, t is a characteristic seen as vital for their 

sumival Warren's (1984) study of Antioch College and H a c h ' s  (1984) investigation 

of People Express airiine simiIar1y suggested that for transfomations to be successful, 

they have to inrplemented quickly. Hmmgs and Greenwood (1988) and Miller and Friesen 

(1980a, 1980b, 1984) have also proposed that intemal structures, systems, and values 

have to be changed relatively quickly in order for a transition to be successful 

ConverseIy, Braybrooke and Lindblom (1 963), Lmdblom (1 959), Hedberg, Nystrom and 

Starbuck (1976) and Vickers (1959) have ail cautioned agamst organizations folloukg 

courses of dramatic and pervasive change in fkvor of more gradua1 and mcremental 

evohition. Despite these latter dissenthg voices, m our first proposition we suggea that: 

Pl: ûrganizations that are able to complete an archetypal transition are 
charaaerized by rapid change to ail parts of the organization early on m the 
change process. 

Organizations, it has been theorized, go through long periods of stability during 

&ch the only changes that ocnir take place within the parameters of the design 

archetype. Every so ofken, however, rwolutionary or radical change takes place m which 

the orgmhtion shifts fiom one archetype to another. Mintzberg (1978, p. 978) 

articulated this as a tendency for change 30 take place in spurts, each foIlowed by a 

penod of contmuiiy." More recently, this thesis has found general acceptance as the 

theory of pmctuated-equilicbrium (Gersick, 1991; Tuçhman & RomaneIli, 1985). The 

underlying premise of this notion, with its roots in the life-cycle literature (Kimberley, 

Miles & associates, 1980), is that any large-scale change is disnrptive as people withm an 

oqanht ion require tirne to adjust to new roles, operating practices, and decision-making 

mechsnisms. Thus, &er any period of radical change, an organization requires a tirne of 

stability if it is to regain operating efficiency. Pettigrew (1985, p. 442), in his snidy of 

British chernicals giant ICI, found support for this premise when he observed "periods of 

rwohaionaiy change . . . interspersed with eras of leamhg and adjustment." Although it 

makes intuitive sense, and is widely subscnied to by &ers in the field, there are those 



who argue that rwolutionary change, even d e n  mtejected mto longer penods of stability 

is mherently dangerous to the organization (Hannan & Freeman, 1977, 1989). Peters and 

Watemutn (1982) suggested that those organizations that are excellent undergo 

continuous wohitionary adaptations rather than any large-scale periodic transitions. 

Simrlarly, Hedberg et al (1976, pp. 60-61) caIled for o r g ~ t i o n s  to avoid, 

"drastic rwolutions . . . . Co- such as hostilities, demotivation, wasted energies, 
ill-founded rationalities and foolizh risks can be lowered by nuturing small 
disuptions and incrernental reorientations by substituthg evolution for 
revolution. " 

However, we side with the logic of pnnctuated-equili'brium, and postdate that: 

P2: The observed transition penod will be marked by long penods of mcremental 
change interspersed with short bursts of large-scde change. 

Whether slow- or fast-paced change is better, what is cIear is that the speed at which 

change occurç appears to have a sigdicant impact on the transition. A related and equally 

significant dynamic that also requires investigation is the sequence in wbich organizational 

changes take place. 

Sequencing desmies the process of selective change in certain organizational 

elements. Although there is often an implicit assumption that al elements of an 

organization change at the same pace, preswes for change "may operate with v a m g  

effect on different organizational attn'butes" (Oker, 1988, p. 558). It is our contention 

that this differential rate of change may be important in determinmg the overd outcome of 

the transition process. 

As noted earlier, structural and systemic elements of orga.nhtions are not neutral 

and vahie fiee. On the contrary, members create provinces of meaning which mcorporate 

interpretive schemes, intermittently articulated as values and mterests, that fonn the basis 

of their oxientation and strategic purpose w i t h  the organkation (Ranson et aL, 1980). 

Consequentiy, organjzational change is not just a matter of altering structures, systems and 

processes, but also of changing the values and beliefk which underpm them 

The attachment of values to o r g h t i o n  elements has significant consequences for 

the sequence of change, and has r e d e d  in much discussion as to the order in which 

changes should be inrplemented wahin an o r g h t i o n .  Values and beliefk are more likely 



to be enshrined in some organi;rfttional elements than others. These are what are often 

referred to as high-impact elements or systems m g s  & Greaiwood, 1988; Kanter, 

1984). Those that subsmbe to the notion of hi@-impact systems argue that successful 

change requkes early change to these elernents because of the powerfd signal that will be 

sent to the rest ofthe organization. In his study of ICI, Pettigrew (1985, p. 378) identSed 

the move of the cornpa~$s decision-making headcprters âom Millbank as "a signal that 

the changes m ICI were for red" As one ICI director put it, '3 see the Millbank change 

as bemg the outward and Msible sign . . . that signals to the outside world and the 

[intemal] units that we are going to do something very different" (Pettigrewl 1985, p. 

378). 

Howwer, because of their very centraiity, it is &O the high impact systems that 

are tied to the core vahes and beiiefk of the organization that are likeiy to be the most 

resistant to change. Slack and Hmmgs (1994, p. 821), m their study of Canadian NSOsl 

observed that "change m a number of organkational characteristics was relatively easily 

achieved, M e  those *ch we iden* as hi&-impact elements [decision-making 

systems] m that they reflect vahies central to these organizations, show little change." The 

results reported by Künilis et al (1995a) supported thû finding. Consequentiy, there are 

those who argue that t is the more peripheral structural and systemic elements that are not 

tied to core vahes and beüefi are like1y to be est m the sequence of elements to be 

changed (Beer, Eisenstat & Spector, 1990). Peters and Watemian (1982, p. 148), for 

example, argue that the most effective way to achieve the crucial momentum necessary for 

orgmizational change is to "start wiîh the easy stuc the thhgs that are easy to change." 

Despite this, we contend that for radical organizational change to be successflll, managers 

must target hi&-inipact elements early on in the change process. ûnIy m this way wiII t 

be possible to trammit to the entire organization the importance of the transition process, 

and thus generate the momentun necessary to break fiee fkom the all-envelopmg 

o r g h t i o n  Si& This lads to our third proposition: 

P3: ûrganjzations that are able to complete an archetypal transition are 
characterized by early change to their bigh-impact elements. 



Chu fiai  point of mvestigation û to challenge the ofken, at least inrplicitly, held 

beiief that organizational change occurs m an ordered, hear  fashion. This is dgectly 

connected to our notions of value mfused elernents, and the effects that they have on the 

change process. M o u &  as with our earlier theorking there has been no direct 

examination of this nicet of change, there have been a number of case studies f?om which 

it is possible to draw some insight into the lineanty of the change process. In th& study 

of National Steel, Barratt and Camman (1984) reported that managers mtroduced, then 

withdrew, and findy reintroduced various changes that they wished to see implemented. 

Peters and Watennan (1982) suggested that changïng organizations mevitably end up 

osdating back and forth as vanous options are tried and then replaced as they end up not 

producmg the desired resuhs. Pettigrew (1985), in his study of ICI, also uncovered a non- 

hear process of transition. The experimentation reported by Peters and Waterman 

undoubtedly explains some of the changes m direction observed m the case studies 

reported above. A second, and potentially more powerful explanation emerges when the 

language of tracks is reexamined. "A key aspect of tracks . . . is the rate at which design 

arrangements become decoupled fiom the prevailing mterpretive scheme and become 

attached to suaishg ideas and values" (ûreenwood & Hinings, 1988). This invobes 

altering the dominant values and beliefi held by members of the organkation, which can 

result m v@g degrees of resistance across different parts of the organization. It is 

therefore not surprishg that changes in direction and delays characterize the transition 

process. Indeed, Greenwood and Hmmgs (1988) and Kikulis et aL (1995a) found far 

more examples of organizations which foilowed reverçal oscillatory or delayed tracks than 

those that fonowed a straightforward hear transformation. Howwer, these studies 

detennined the lineanty of the transformation process by examining 'the extent to which 

the change process is marked by movements that are consistently towards a new archetype 

or punctuated by . . . reversais of direction" (Hmings & Greenwood, 1988, p. 114). 

Having outlined the potential miportance of high-impact systems to the change process, it 

seems that focwsing on the linearity of change among different elements will provide 

greater msight into the change process than would another investigation into the 

organization as a whole. Thus, our final proposition suggests that: 



P4: The final combmation of elements in an organization design-type will be the 
res& of a non-linear transition process. 

Research Design 

Our purpose withm the hmework of thk study was to compare organizations that were 

able to complete a reorientation, or radical change, with those which were unable to do so. 

Our logic behind this is prompted by Hmmgs and Greenwood's (1997) suggestion that 'Ff 

failed attempts can be identXed and analyzed and shown to be Werent fiom attempted 

and nrccessfid reorientations, the resultant theories of organbtional change and 

reorientation wodd be signincmtly strengthened" (Hmmgs & Greenwood, 1997, p. 10). 

We support thk notion, and have used it to shape our research design. 

Research Site 

The organizations that we studied comprised a set of 36 Canadian Olyq ic  NSOs. This 

group of o r g ~ t i o n s  provided an excellait milieu in which to test our propositions for 

two reasons. First, it allowed us to study the effects of change forces on an entire 

population of orgaxktions. Second, we were able to study the organizations during a 

distinct 12 year period *ch was quite probably the moa turbulent m the history of 

Canadian amateur sport. The fist year of our midy, 1984, was the start of an era during 

which Canada's NSOs were placed under intense pressures to change their operating 

structures, their systems, and indeed, their values. The last year, 1996, has been descnied 

as the "end of the Iine for Canada's [amateur] spofi system . . . the last product of 

Canada's golden age of sport spending" (Christle, 1997, p. Al). In this respect, we were 

granted an opportunity available to few who research outside the laboratory in that we 

were able to collect data over a distinct epoch marked by disceniable b e g b h g  and end 

points. Throughout this perïod, these organjzations were exposed to a variety of 

pressures to change the way m which they were structured and operated. In order to gain 

a fidl understanding ofthe impact of these pressures, t is first necessary to understand the 

conte* m which the changes were taking place. We therefore begin this section with a 

bnef overview of the backdrop to the recent changes that have taken place in Canada's 

amateur sport system. 



Smce the passage in 1961 of Bill C-13 1, An Act to Encourage Fitness and 

Amateur Sport, Canadian amateur sport organhtions have been subject to a series of 

changes. These were miriated primarily as a result of the federai govemment's desire to 

drasticaity improve elite athletic performances at major International cornpetitions (Harvey 

& R o m  1988; Machtosh, 1988; Macintosh, Bedecki & Franks, 1987; Machtosh & 

Whitson, 1990). Up util the early 1 9 8 0 ~ ~  these changes, ahhough seemingly endless, 

were principally, ifnot entirely, hcremental m nature. 

Much more dramatic change was mstigated m 1983 when the federal government's 

Ministry of State for Fhess and Amateur Sport, through its agent Sport Canada, 

introduced its "Best Ever" program Onginally designed to as& winter Olympic sport 

organhtions to optimany perform at the 1988 Calgary Olyrnpics, the program was 

expanded m 1984 to mclude all sumrner Olympic sports. Rather than just M e r i n g  the 

incremental shifk toward professionabtion and bureaucratization that had been on going 

since 1970, the Best Ever program was designed to bring about fiame-breaking change 

within Canada's NSOs. Instead of the traditional design of an Eformal organkation 

operated by volunteers receiving professional assistance, it was mtended that NSOs shodd 

become highly bureaumatic operations, controlled by professional staff  with volunteers 

reduced to a supporting role (Macmtosh & Whitson, 1990; Küculis et aL, 1992, 1995a; 

Slack & Kmmgs, 1987). More recently, the reduction or elhination of federal funding 

has resulted in these organizations bemg presnired to adopt market mechanisas m their 

management, and to seek corporate dollars through sponsorship or other agreements (cf 

Canada, 1988; Harvey, Thibault & Rail, 1995). Consequently, the study of change in 

Canadian NSOs has become a fertile area of midy (Hinmgs, Thibault, Slack & Kikulis, 

1996; Künilis et aL, 1992, 1995a, 1995b, 199%; Macintosh et aL, 1987; Macintosh & 

Whitson, 1990; Slsck Br Hinmgs, 1987, 1992, 1994). 

The work of Kikulis, Slack and Hinmgs is particular1y germane to explaining the 

context of our research, not least because îhey studied the sarne set of 36 NSOs. Of 

particular use here is their 1992 article m which they outlined three archetypal designs 

associated with NSOs: Kitchen Table, Bm&oom, and Executive Once. The process 

that they used for constructmg the archetypes was that laid down by McKmney (1966), 



and is detailed in Kikulis et aL (1992, I995a). In short, it involved conducting an 

extensive review of published material, such as joumals, books, official govemment 

documents, research reports, newspapers, and magazine articles. Themes were then 

identifïed which provided the foundation for the archetypes, namely the growth of amateur 

sport m Canada, the dweloprnent of bureaucratie structures the introduction of 

professional staff; and the enrphasis on effectiveness. The next step was to identify the 

key underlying values that define the variety m the organizational design of these 

organizations. The number of viable a rchmes  was defined by reviewing the data 

accordmg to the structural attributes of standardization, specialization and centralization, 

and the value attnbutes of orientation, domain, plmciples of organizing7 and criteria of 

effectiveness. The final part involved identifjhg each individual archetype's 

characteristics, selected because of their rriticalÏty m definhg that design (see Table 2.1). 

The Kitchen Table archetype was the mstitutionally approved mode of operation for NSOs 

until the early 1970s (Künilis et aL, 1995a). In this fom, volunteer control is emphasized. 

In fact, the authonty of volunteers becomes mstitutionalized at the cognitive level m such 

a way that it becomes taken-for-gmted by organization members (Jepperson, 1991; 

Zucker, 1977). Roles in this type of NSO are not awarded on the basis of expertise or 

specialization, but more as a result of loyalty, desire, and conmitment to the organization. 

Little emphasis is accorded to formal planning, d e s ,  or policies; the organi;rrition is run on 

an almost ad hoc bask, aimed at s a t i e g  it s members. 

Wah the mcrease of federal hding for sport m the 1970s, the Boardroom 

archetype became the legitiinired f o m  (Meyer & Rowan, 1977). Here, although the 

provision of dweloprnent oppominites and participation are stiil vahied, there is a greater 

emphasis placed on the development of elite athletes, oppominities for cornpetition, and 

technical expertise. Admmistrative efficiency and effectheness are also highly valued. 

The rnethod of organiang still rwohres around a volunteer-controlled hierarchy supported 

by professionals who make day-to-day operational decisions. 



Fmally, the Executive Office archetype was a direct result of the Best Ever 

program and the federal govemment's focus on high performance athletics. In this design, 

the measure of success is simply the number of medals won at major championships nich 

as Olympics, Commonwealth Games, and World Championships. Technical expertise is 

valued, mdeed required, in profession& and volunteers. Policy development and the 

operation of the organkation is devolved to the "more expert" professional stafS with the 

volunteer board mtended to merely set orgmization policy and sanction professionais' 

decisions. The purpose of the govemment presmied change program, therefore, was to 

get NSOs to change fiom predominady Kachen Table, or similar, designs to the 

Executive Office archetype. It is this program of change that we focus upon here. 

Data Collection 

Data coUection began m 1984 (Tl), and was repeated m 1986 (Tz), 1988 (T3), 1992 

(Tq), and 1996 (T5) The longitudinal nature of the study was seen as essential to capture 

the variety of organizational designs and patterns of change extuiited over time (Miller, 

1982; Monge, 1995; Pettigrew, 1990, 1985). The qualitative and quantitative data used m 

the study were collected m a number of different ways. The first source comprised the 

high performance report that each NSO was required to complete as part of the initial 

q u a d r d  planning process (QPP) in 1984. Each NS07s volunteer board of directors, 

sometimes with input fiom professional sta& and two planning consultants who were 

hired by the federal government to provid'e technicd assistance prepared this highly 

detailed report. These reports provided details of the programs operated, board and 

cornmittee structures, professional staff roles, extent to which operations were 

standardized, and decision-makhg structures. Policies and procedures manu& 

organization charts, and job descriptions were also mcluded. To CO& these data, and 

obtain any misshg information, m t e ~ e w s  were conducted with either the NSO's senior 

professional, vohmteer president, or its Sport Canada consuttant. These data were used to 

determine the archetypal design of each NSO at T 1. 

In order to ascertain the Pace and sequence of the various changes that took place 

over the next twehe years, a senes of repeated h t e ~ e w s  were c&d out with key 



professional sta f f  m each of the 36 NSOs involved m the QPP. We tried to keep the same 

mformant across this t h e  period but, of course, this was not always possiile. This was 

not Mewed as a major detriment to the shidy as each i n t e ~ e w  was conducted with the 

senior person most directly invohed in the planning process. in total, approximately 200 

interviews were conducted across the twehe years of the study. In order to maintain the 

consistency of the quantitative data behg coliected, a structured pro f m a  comprising a 

set of standard questions was used to guide the fist half of the interview. The second haîf 

of each interview consisted of a more fiee ranghg discussion of the changes that had 

occurred m each NSO individuaRy, and in the Canadian amateur sport system as a whole. 

These allowed us to gain greater hsight mto why particular changes were ocnirring over 

time. Each mterview lasted between 90 minutes and two hours. 

We also c d e d  out two documentaxy analyses in order to add m e r  detail to our 

data, and to buiid up a picture of the context in which the changes were occtmhg. F i ,  

alI federal documents produced on sport between 1961 and 1996 were examined. Second, 

all media reports on amateur sport printed between January 1982 and December 1996 in 

the Globe r d  Mail, MacIean 's Magrcine, Toronto Star, Calgury Herdd, Wzmipeg Free 

Press, Chronicle-Herald (fiorn Halifax, Nova Scotia), and 7he Gazette (fiom Montreai) 

were collected. In this way we sought to provide a depth and richness to our data that 

would otherwise have been lacking. We also used this data to provide a check on the 

design archetypes that had been outhed by Kikulis et al. (1992). Although these 

archetypes appeared conceptLully and empirically sound, and had been used in severd 

published studies (e-g., Künilis et aL, 1992, 1995a, 1995b, 1995c; Slack & Hinings, 1994) 

they had been created towards the end of the 1980s. The orga-tions m the midy had 

subsequentiy been exposed to a variety of pressures that might have red ted  m a new 

archetype becoming mstitutionally prescnied. In Gct, al1 of the documentary aiidence 

that we collected, and the mterviews that were carried out m 1992 and 1996, supported 

the existence of the three archetypes previously desmied, and only those three. 

Comtmction of the Archetypes 

The quantitative data were used to determine the structural configurations of each 

o r g d t i o n  at each of the data collection points Tl  to T5- The structural dimensions used 



for this purpose were specialization, standardkation, and centrali7iition. These dimensions 

have been theoreticaIIy and empiricaily established in both the organizational (Milier & 

DrOge, 1986; Pugh, Hickson & m s ,  1969; Pugh, Hickson, Hmmgs, & Turner L968) 

and sport (Frisby, 1986; Hinings & Slack, 1987; Kilailis et aL, 1989, 1995a; Slack & 

Hmmgs, 1987, 1992, 1994) Literatures. Specialization here refers to the degree to which 

the organkation was Werentiated m temm of admmistrative, technical, and support roles 

m both the professional and volunteer domains. For example, speciafization of volunteers 

(spvol) was measured by comting the number of different roles held by difEerent 

individuals Hi each NSO. These might mclude the president? past presîdent, various vice- 

presidents, secretary, treasurer, and so on. Specialization of professional staff (proper) 

was similar1y calculated by counting roles nich as managing director, marketing director, 

technicd director, head coach, and the Ure. Specialization of support a& (nipper) 

covered the existence of pontions that hcluded assistant coaches, marketing assisiants, 

technicians and medical st& Technical specialization (tecspec) was determined b y 

examining the number of teams NSOs operated, the number of coaches use& the 

breakdown of the coaching staff by technical expertise and gender, and the existence of 

national te-' committees. Fmally, a asmgle item measme was created to account for the 

total number of cornminees (numco) present w i t h  the organhtion. In this way, we 

were able to operationalize specialjzation with the creation of h e  separate scales. 

Standardization was also measured using five scales, each consistmg of between 

four and t a  items. These covered administrative operations (aadmin), athlete services 

(stath), evaluation procedures (steval), support operations (stsupp), and decinon-mahg 

(adec). This dimension was used to meanue how consistent operations were kept across 

the organization, and the extent to *ch use was made of forma1 plans, policies and 

procedures. Each item was @en a score that varied fiom 'Y)", mdicatmg that no f o d  

procedures exkted pertabhg to that item, to "4", noting that extensive formal procedures 

were used. 

The degree of centrali;rsrtion m each NSO was measured using four scdes, each of 

which consisted of six decision-making items covering topics that were deemed central to 

the operation of the o r g h t i o n ,  These included questions regardhg how decisions were 



made on the selection of national team athletes, the selection of coaches, the development 

of o f f i d ,  and &ch ametes should receive direct federal funding fhm the Athletes 

Assistance Rogram. Specificaliy, the scales were used to determine the locus of final 

d e c i s i o n - d g  responsibilky (cent), the number of hierarchicai lwels hvohed in each 

decision (Iwel), which final decisions were made by professional staff@rodec), and which 

decigons volunteer members had no mput into (profinv). Each of the 1 1 multi-item scales 

was tested for reliabildy ushg Cronbach's alpha1, reported m table 2.2; the others, numco, 

profdec and p rohv  were simple summed scales. 

Of course, archetypes represent ided f o m  and are not, in fa&, likely to be found in their 

purest f o m  (MüIer & Fnesen, 1984; Mintrberg, 1979). Followbg the lead of Küculis et 

aL (1995a), we docated archetypal statu to a NSO which displayed appropriate scores 

on between 11 and 14 scales (see table 2.3). Those organkations that displayed 9 or 10 

appropriate scores were deemed to have achieved embryonic archetypa1 aatus. Those 

that displayed 8 or less were labeled schizoid mdicating that they bore several 

characteristics of two or more archetypes. These breakdowns seemed appropriate 

because, on the one hand, they dowed for the fact that empvically it is rare to &d an 

organization with the elements of an archetype (see HinHigs & Greenwood, 1988; 

Kikulis et al., 1995a). On the other hand, however, enough characteristics were 

demanded to ensure conceptdly that each NSO could be deemed as e W g  in a 

partinilar state. ûther combinations of elements were considered, nich as requiring 12 to 

14 appropriate measures for archetypal status, but the breakdom above was deemed to 

be both conceptualty and empirically the most satisfactory. 

It is now necessary to explain exact@ how we detennined which scores were to be 

designated hi& medium, or low. Greenwood and Hinmgs (1993), in ascertainhg which 



organizations corresponded to the5 two archetypal configurations, computed standardized 

scores for each variable ushg a mean of 50 and a standard deviation of 15. They then 

decided that scores less than two-thirds below the mean (ie., less than 40) would be a 

Yow" score; scores two-thirds above the mean (ie., greater than 60) would be %gh" 

scores. They selected two-thirds of a standard deviation as  the most appropriate cut-off 

point because "a greater standard deviation would have resulted in a large middle range 

including most scores and a lower standard deviation would have aeated a nmow middle 

range with most scores fàllïng m the high and low extremes7' (p. 1068). Kürulis et al. 

(1995a) used a similar rationale, although because they, like y had three archetypes they 

had to determine low, medaim, and high scores. They also standôrdized the raw scores to 

a mean of 50 and a standard deviation of 15, but selected one-half of a standard deviation 

above or below the mean as their nit-off points. In other words, those scores less than 

42.5 on any dimension were labeled low, those greater thau 57.5 were labeled high, and 

those between the two medium Again, the decision on the cut-off points was to try to 

create a distniution with a middle range that neither contained too many or too few 

scores. What resulted was an apparently arbitrary diseriiution with a middle-range 

containhg approltimately 38% of the scores and the upper and lower ends app roh te ly  

3 1%, asniming that the scores were approhtely  normalIy distnibuted. 

We felt bat  there were two problems with this approach. First, it made the 

unlikely assumption that for each scale, across the 36 organizations in the first year of the 

midy, approximately 31% of al l  scores would be low, 38% medium, and 31% hi&. 

Second, and related to this, t assumed that aU the scores were normdy distn'buted, again 

highhl rinlikely. These asnimptions are made stül more questionable when one considers 

the pressures that these NSOs were mder between 1984 and 1988. Over this tirne, 

mstihitional pressures were purhing all the organizations towards becoming more 

professional and bureaucratic. It is therefore highly probable that at the start of the study 

there would be many more low scores than high scores, with the number of medium 

scores f i g  between the two extremes but probably closer to the number of low scores. 

This rendered the existence of an even distribution of the sort assumed by Kikulis et aL 

(1995a) extremely d e l y .  



H a h g  dismissed the method used by Kikulis et aL (1995a), we tried sweral 

cliffirent ways of organizhg the data. We basicaily had two alternatives. The first was to 

split the range for each scale mto thirds, and designate the bottom thKd low, the middle 

third medium, and the top third hi&. The problem with this was the way iu which outliers 

skewed the 4ze of each subsection. Even when some of the outliers were discarded, we 

were still tefi wirh a set of results that, although rnethodologically sound, did not make 

conceptual sense. In other words, they gave us results which d the other aidence, such 

as m t e ~ e w s  and other pubüshed material, suggested were mcorrect. The second 

alternative, and the one that we employed here, was to split the entire distribution of 

scores across Tl to Tg for each scale into three. The bottom W d  we called low, the 

rniddle third medium, and the upper third hi&. The details of this breakdown of the 180 

scores for each scale is provided m table 2.4. While recognbg that this distniution is 

d l l  not perfect, it is our contention that the changhg pressures to which the different 

organizations were exposed over the 12 years of the study raider this distn'bution fàr more 

likely than the one advocated by Kikulis et al. (1995a). As such, there was no need to 

standardize the scaie scores; we W l y  used the raw scores to create the archetypes and 

to measure the Pace and sequence of the changes that took place. 

The purpose of uncoverhg the archetypes at each point in time k that it dowed us 

to construct a picture of how each organization had changed over the twehre-year period. 

As Hinings and Greenwood (1988, p. 23) pomted out, "understanding change requires 

examinhg how fàr any particular o r g h t i o n  is moving fiom one design archetype to 

another and how fàr its CUrrent situation shows design coherence." In this sense, the 

identification of archetypes is an illumMating but essenMy preparatory step for the 

explimation and mappmg of change (Hhhgs & Greenwood, 1988; Küculis et al., 1995a). 

However, havIng uncovered the archetypes for T l  to Tg, the process of de=g the 

tracks and measuring the Pace and sequence of the changes that took place became 

relatively simple. 



Before we go on to discuss our hdings, t is worth reiteratmg that a major 

principle underlying the study was to compare organhtions that were able to complete a 

radical transition with those that were not. HÏnings and Greenwood (1997) have 

suggested four necessary preconditions for following such a research design. First, the 

orga-tions must be attemptmg the same change. This is important because different 

innovations may have different change dynamics (Kimberley, 1987). Clearly, m our 

midy, this condition is satjsned because each organization was making the transition 

towards an Executive Office archetype. 

Second, the hi&-impact elements relevant to the changes bemg attempted mua be 

identified at the start of the change process. Here, we foUow Kikulis et aL's (1995a, 

1995~) lead in citing decision-mahg structures as being the hi@-impact elements in 

NSOs. Decision-making structures influence the goals, priorities, relationships and 

communication processes among o r g h t i o n  members. '?n essence, decision-making or 

authority structures e a a b l .  standards of behavior and interactions that e, link and 

satisS, organi7ritional members f o d g  the core of the organization" (Künilis et a l ,  

1995a, p. 72). Pettigrew (1990) and Mmtzberg and Waters (1990) pohted out that 

decision-making is central to gainhg an understandmg of organkationd change. This is 

suppoaed by Kimberly (1987) who suggested that it is decision-makmg structures that are 

hardest to change because of their strong link to the strategic direction of the organization. 

Similarly, Pettigrew (1985) found that the shîfk m location of ICI'S decision-makmg 

headquarters sent a clear message to the entire organization as to the importance of the 

changes being inrplemented This is exacerbated m our study m that the prescribed 

changes which NSOs were pressured to make had as a central focus a shifk in the locus of 

decision-making fkom volunteers to professionals. This change has caused more contlict 

withm these organizations than any otha  (Amis et al., 1995; Gold£àrb Consultants, 1986; 

Slack, Berrett & Mistryy 1994) and was thus most o p d y  resisted m the transition process 

O(ikulis et aL, 1995a; 1995~; Macintosh & Whitson, 1990; Slack & Hmmgs, 1992, 1994). 

Consequentiy, any attempt to change decision-making structures wiil likely have 

"explosive poten@' (Q- & McGrath, 1985), or a c'6igh-~act77(Greenwood and 

Hmmgs, 1988) on orgmbtional design. 



ThUd, there must be some determinant of what constitutes a successful 

reorientatio~ This, in our study, simply required a NSO to achieve, and mamtain util 

1996, ExecutNe Office statu. Finally, the organizations mua begin their transitions fiom 

approxhately the same position so that any observable differences couid not be attrïbuted 

to changes m starhg pomt. In our study, unsurprismgiy, organizations did begin their 

transition paths nom Mirent aarting designs, £ive to be precise. Howwer, organizations 

nom each Werent starhg point either reoriented to an Executive Office archetype, or 

achieved ernbryonic Executive CMEce status during the 12 years of the shidy. Also the 

duration of the study provided, we believe, ample time for any of the organizations fiom 

any starting point to reorient. We are therefore confident that starting fiom any of the 

initial designs recorded in the study would not have prevented any mdRidual o r g h t i o n  

fkom reorienting. We aclmowledge, however, that those organizations that had to 

undergo the greatest amount of change in order to reorient may have mering dynamics to 

those that had less distance to traveL We therefore do disaggregate our r e d t s  somewhat. 

ResuIts & Discussion 

As explamed earlier, the concept of tracks was introduced by Hmmgs and Greenwood 

(1988; Greenwood & Hmmgs, 1988) in order to map the way m which an o r g h t i o n  

changed as it moved between, or withm, archetypes. In our study, we ident5ed itve 

different tracks dong which NSOs had traveled between 1984 and 1996. Eight 

organkations fonowed a reorientation track over the twehre years. That is, they had all 

narted outside the Executive Ofnce archetype or embryonic Executive Office m 1984, and 

by 1996 (or before) had managed to a c b e  and retain fidl Executke Office archetypa' 

statu. Nme NSOs underwent a reversal. Although each of these organi7iitions started 

changing in the hstitutiondy presmied direction, somethmg happened dong the way that 

caused them to reverse the direction of th& transition, in other words, they started 

moving back towards the Kitchen Table archetype. Seven orgaaktions foiIowed an 

unreçolved track AJthough they were contmumg to become more professional and 

bureaumatic right up until 1996, they had dl not managed to achieve fidl Executive 

Ofnce status. Nme NSOs underwent a delayed track whereby they started to move in the 



prescribed direction, but ended up stuck in a design outside of the Executive (Mice 

archetype. Three orgauhtions followed an oscillatory track whereby they contmually 

fluctuated back and forth between becomhg more and then less professional and 

buceaucratic. The track followed by each NSO is detailed m table 2.5. 

For the immediate purposes of our study, therefore, eight NSOs reoriented, 

whereas 28 NSOs did not. For the purposes of analys% and discussion, we split the 

popdation mto three groups. Group 1 contains all 8 orgsni7irtions whkh reoriented; 

group 2 consists of the three NSOs which reoriented fiom an initial embyonic Boardroom 

design, and is thus a sub-group of group 1; and group 3 comprises the 28 NSOs which 

Eiiled to reorient. As we noted earlier, Hinings and Greenwood (1997) suggeaed that 

o r g h t i o n s  that are behg compared should start their transitions nom approxbately 

the same starting point. Although, as we have already stated, the starthg pohts among 

difSerent NSOs appear to be nmilar enough as to not affect the outcome of the transition 

process, we have allowed for that possîüity by creating group 2. In this way, we were 

able to provide separate mformation for those organhtions that had to make the greatest 

changes to complete the trandormation to an Executive Office. 

Interesthg as it is to constnict archetypes and tracks, al1 of this was essentially a 

prelimmary step m our investigation of the effects of pace and sequence of change on the 

transition process. The ne* part of this process was to calculate the change that had 

occurred in each NSO between 1984 and 1986 (change penod 1), 1986 and 1988 (cp2), 

1988 and 1992 (cp3), and 1992 and 1996 (cp4) for each of the 14 scales. Because of the 

d n d e r s  in each of the three groups, statistical analyses were carried out at  a 

relative1y Sarple IeveL The d group &es also suggested that our chances of hding 

resuhs that were statistically siguikant would be d This was not a major concem. 

What we were most interested m were the relative directions and magnitudes of the 

observed changes, and it is these that we focus upon in the discussion of our renilts. We 

first discuss propositions one and three, then move ont0 proposition two, and finish with 

proposition four. 



Pace & Sequerzce 

In proposition 1 we suggested that those organintions able to complete programs of 

radical change would be characterized by rapid change to ail parts of the organkation 

early on in the change process There is no support provided for this premise here. Ln 

order to uncover whether more early change took place m those NSOs that reoriented, we 

combmed the scores for the Merent scales. This necessitated standardizing the changes 

that took place m each scale to a mean of O and a standard deviation of 1. At this stage, 

we were mterested only in the amounts of change activity over time so we calnilated these 

standardized scores from absolute values of change. ki other words, we dinegarded the 

direction and recorded only the magnitude of each change. From these standardized 

scores, a mean was generated mdicating the relative amount of change that took place in 

each group of NSOs over each change penod These results are reported in table 2.6. 

----------------.------------- 
Insert table 2.6 about here 

A positive score bdicates that an above average amount of change took place over that l 

time period; a negative score denotes a lower that average amount of change activity. It is 

clear that although more change took place over the first two years than the foIIowhg six 

m groups 1 and 2, a smiilar scenario also unfolded m group 3, the non-reorienters. There 

is therefore no s i ~ c a n t  Merence, or indeed directional ciifference, between the amount 

of early change that took place m those NSOs that reoriented and those that did not. This 

hding contradicts m e r  and Fnesen (1984), Burns and Stalker (196 L), Warren (1984), 

and Hackman (1984) who aIl suggested that large-scale adkstments need to be made 

throughout the organbtion early on m the change process if a radical transformation is to 

be completed. However, there is no supportmg evidence for those scholars such as 

Vickers (1959) or Hedberg and his colleagues (1976) who have suggested that more on 

gomg, mcremental change is required for successfiil reofientations. 

-----œ--.-œ.œ-œ--.*--*--œ----œ---œœ----..---œ--œœ-.--- 

Insert tables 2.7a, 2.7b, 2 . 7 ~  & 2.7d about here 
-----------œ-----œœ---.œœ--œ-----œ..--.---------. 



More spetific msight mto the way m which change took place across different 

scales is provided m tables 2.7a7 2.7b,2.7c and 2.76 Here the mean amount of change for 

each scale and each group across each time penod is provided. The significance of the 

diffèerences between the groups of reorÏenters and non-reorienters, canied out using a one- 

way ANOV& is aise @en. Table 2.7a mdicates that across alI three groups, five of the 

14 scales - technical specialization, specialization of support nafS professional 

specialization, specialization of volunteers, and standardkation of decision-making - show 

the largest change between 1984 and 1986 m group 3, the non-reorîenters. In fàct, when 

al l  of the reorienters (group 1) are compared to d of the non-reorienters, eight of the 

scdes which show the most change over this period are m group 3, while only 6 of the 

biggest changes occurred m group 1. Smiilarly, if we compare those o r g k t i o n s  that 

had to make the biggest changes to reorient (group 2) with those that f ded  to reorient, 

there is little merence: seven scales show the greatest change in group 2, seven in group 

3. This provides m e r  evidence that proposition one is unsupportable and that 

reorientation does not depend upon rapid early change across the entire organization. 

Table 2.7a, however, does begin to tell an intereshg story. In proposition 3, we 

suggested that those organi;rstions that reoriented would change their high-impact 

elements earlier than those NSOs that fküed. The hi&-impact system that we identified 

was decision-makmg. Decision-making structures withm these organizations are imbued 

with the values and beliefk that have been fomed over the Wetime of the organization. 

Thw, changes within these hi&-impact elernents will send powerful messages to the 

remainder of the organization regarding the importance and long-term nature of the 

transition mto which the organization is entering. Indeed, Kanter (1984) and Hmmgs and 

Greenwood (1988) have stressed that early change to high-impact elements is vital if 

radical change is to be sustainable and uttimately successfuL 

Our results provide strong support for this argument, and consequently support 

proposition three. In table 2.7a, the score for the scale '%ent" bdicating the locus of 

decinons within the organization declines quite markedly in group one, and even more 

pronouncedly in group 2. In other words, these organizations became more decentralized 

eady on m the change process as decision-makmg authonty was shifted liom volunteer 



directon to professional staff In group three, the score actudy mcreases hdicatmg that 

the organ-izations, overaIl, became more centralized. This suggeas that m those NSOs 

which were able to reorient, a clear message was sent throughout the orga-tion at the 

start of the change process by devohg  decision-making power in some important areas 

(we only collected data on decisions which were intrinsic to the operation of the 

organhation). This message was not relayed in the 28 organizations that were unable to 

reorient; in fact there was a slight rise in the locus of decision-making. In these group 3 

organbations, volunteers actuaiiy assumed greater arnounts of authonty almost in a 

retrenchment against what they saw as a move by the federal govemment to remove the 

decision-making authority that they had traditional& held. 

The scale mdicatmg the number of levels mvohred with decision-making (level) 

ako supports the importance of m a h g  early change to high-impact elements. Here, the 

scale indicates that in groups one and two, the nurnber of hierarchical Ievels invoked in 

making decisions Hi the NSOs that reoriented dropped quite signincantly, while those in 

group three mcreased. In fàct, the differences between groups one and three were 

statistically significant at the .1 leve~~, and between groups two and three, the Merences 

were highly significant at the .O5 1weL Aga& this is important in terms of the messages 

that were relayed throughout the organhtion. It is worth reiterating that a central thn is t  

of the proposed transformation of these orgaaizations was to get professional staff making 

decisions rather than volunteers. When combmed with the results of the changes to the 

''cent" scale reported above, the 'level" scale mdicates that professional staff were being 

accorded greater decision-making autonomy m the organbtion as a whole m those NSOs 

&ch reoriented As well as becoming more decentraüzed, it appears &om these r e d t s  

that stafFmakmg the decisions had to consult less with senior board members about them 

This was particular1y noticeable m group 2, those NSOs that had to make the greatest 

amount of changes m order to reorient. The mcrease in the number of hierarchical Ievelç 

mvohed i~ decision-making m group 3 NSOs mdicates that the vohmteers m these 

organkations were keen to resist some of the changes which were being exerted fium 

outside the orgIiniliition by retainiag or even extending their mvolvement m the decision- 

making process. 



The '@rodec5' scale m table 2.7a indicates the change in the number of fbal 

decûions made by professional staff It hdicates that between 1984 and 1986 there was 

an overd increase in the number of decisions that were made by professional staff m those 

NSOs that reoriented. In line with the arguments presented above, this is not nirprising. 

It ako mppoas our surmising about the importance of changhg the hi&-impact element 

of decision-mahg eariy on m the change process if a reorientation is to be achiwed. The 

resdt &om group two, a relative decrease m number of decisions made by professional 

staff is unexpected. In light of the earlier results, we would have eqected more final 

decision-making authorÏty to be decentralized to professional staff in these NSOs. 

Howeveq there is a phusille eqlanation for this. The three NSOs in group two had to 

reorient fkoom a startmg position of an embryonic Boardroorn design. In other words they 

were coming fkom an organization in which volunteers had traditionally made al l  decisions 

of importance. What appears to have happened is that ahhough decisions did get 

nibstantially decentralized in these organkations as indicated by the "cent" and 'Iwei" 

scales, some of these decisions may have been made by cornmittees comprising volunteers 

and professionals rather than just professionals. Rather than completely giving up their 

decision-mahg authonty, the volunteers could thus retah some mput mto the process. 

In organizations making such a monumental change to a hi&-impact system, as was 

clearly the case fiom the other results, this may have been seen as an acceptable 

compromise position to adopt eu& on m the change process. The fàct that the score for 

group three mcreased mar@dy is explained by the fact that all of the 36 NSOs m the 

study took on more professional staff m 1984. It is therefore natural m these 

circumstances that these new staffmembers be given at least a d amount of decinon- 

mnkmg authority. 

'Profkv'' hdicates the number of decisions made m NSOs in which volunteers 

were not invohed Foilowing on for the arguments for '>rodec", it is not surprismg that 

the scores decreased for aIl  three groups, mdicating that over the fist two years, 

volunteers increased th& involvement in the decision-making process The fact that the 

larges mcreases of the three occurred in the two groups which contahed the 

organi7rrtions which reonented suggesis that ahhough these NSOs were undoubtedly 



changing m the prescribed direction, volunteer board members were stin. keen to retain 

some participative role m m a h g  key deckions. This is most clearly portrayed m group 1, 

which showed a large kcrease m '>rodecYy, the number of decisions made by 

professionals, but also a large decrease m 'profinvYl In other words although 

professional staff were bemg @en more decision-making responsibiiity, volunteer board 

members were insistent o'n retahing input mto the decisions being made. Frequently this 

mvohred little more tha. a 'hibber stampmgYy by the executive, board, or a cornmittee, of a 

professional's decigon, althou& sometimes a more active role was taken. The general 

consensus nom the volunteers m the reorienting organizations, though, was to let the 

professional staffget on with the jobs for *ch they had been hired. 

Although not a hi&-impact scale per se, speciakation of volunteers - spvol - also 

supports the notion of hi&-impact elements. One of the important characteristics of 

moving to an Executive Ofnce archetype is that the volunteer board of directors and 

executive move nom making decisions regarding the day-to-day ninning of the 

organization to a role of settmg policy; responsiiiay for the everyday operation is 

devobed to the professional staE In this respect, members of the board become less 

specialized; that is, rather than having spedic areas of responni,ility, they provide general 

input mto more global decisons pertaining to the overd direction of the organization. 

This is reflected m the 'bspvoPy scores. In those organi7Ations which reorîented, the 

volunteers became less specialized, while in the group of non-reorienters, they became 

noticeabiy more specialized This suggeas that m those NSOs which reoriented, the 

volunteer board was indeed decentraking day-to-day dension-making authority, while m 

those that faüed to reorient, the volunteers were, if anythhg, mcreashg their operational 

strmglehold on the o r g h t i o n .  Our hdmgç, therefore, strongly support proposition 

three. That is, if an o r g h t i o n  is to reorient, it must make ear1y large-scale changes to 

its high-impact element r 

Punctuated-EquiZibrium 

Our second propontion predicted that, m Eue with Tushman and Romanelli's (1985) 

theory of punctuated-equiübrnim, the NSOs m the study would experience long periods of 



relative ma- mtejected wah short periods of radical change. Consequdy, because 

of the intense change pressures that these organizations were put under at the start of the 

transition period, we expected to 5nd greater lwek of change ac- at the am and end 

of the change period, with a time of relative quiet in the middle. 

The results reported in table 2.6 provide very mong support for proposition two. 

Ail NSOs showed an initial flurry of activhy over the first two years of the midy, which 

then quietened significantiy over the next six years before p i c h g  up in the final four. 

Although this cycle of actMty wes repeated for each group, and the reported changes 

were fiequently si@cantly different, it is most cIearly shown by the final c o h  of table 

2.6 indicating the average amount of change across aIl three groups that took place over 

t h e .  Here there are highly Sgnificant differences between the amounts of change actMty 

that took place m change periods 1 and 2, 1 and 3 , 2  and 4, and 3 and 4. 

Over the first two years, aU ofthe 36 NSOs in the study were pressured to become 

more professional and bureaucratic. Such changes were anathema to many within what 

had traadiiionally been volunteer con~oiied, m f o d y  operated organùations. Thus the 

transitions which were prescriibed were in direct oppontion to the culture which had bwh 

up over many years. For example, the three NSOs m group two, as bas already been 

discussed, had an embryonic Boardroom design in 1984. The early and dramatic changes 

to the hi&-impact elements in these organi;rritions was undoubtedly traumatic. It would 

thus take time for members to comprehend jua exady what these changes meant for the 

friture of their orgmhtions, and for the changes to be properly implemented. Pettigrew 

(1985, p. 443) cad light on the reasons for this, suggestbg that "strate& change is Iikely 

to be a challenge to the dominating ideology, culture, and systems of meaning and 

mterpretation, as well as the stnictures, pnorities, and power relationships of the 

organization." Consequentiy, an organiirsition which has been exposed to such violent 

qheaval needs to undergo a t h e  of leaming and mcremental adjustment in which "to 

elaborate structure, systems, controls, and resources toward hcreased coalignment" 

(Tushman & RomaneIli, 1985, p. 173). 

The f ia l  quadrennial in the shidy, 1992 to 1996, showed mcreased change activity 

in all three group s. It appears, therefore, to have taken about six years for the NSOs to 



regain the stability requHed for M e r  dramatic change. As Pettigrew (1985, p. 447) 

suggested, as  weli as absorbing the impact of revolutionary action, it aiso takes time for an 

organization to "corne to te- with the fàct that funher changes are eventuauy 

necessaiy." This can be a hard piil to swallow for an organization which has undergone 

largescale changes relative@ recentlyy but it is also inevitable if the organhation is to 

retain structural and systemic arrangements which are consistent with mtenial and extemal 

demands (Gersick, 1991; Tushman & Romaneni 1985). Thus, we cari conclude that 

proposition two is well supported, and that organizations do indeed undergo relatively 

long periods of mcremental change punctuated by intense periods of more pronounced 

transformation. 

The final analysis involved comparing the amounts of change that took place early on in 

the transition period with that which occurred later, within each scale and withm each 

group. These results are presented m tables 2.8a, 2.8b and 2.8~.  

In table 2.5, we reported that three NSOs followed an oscillatory track and nine a reversal 

while the other 24 organhtions that we studied appeared to move m a hea r  manner wÏth 

no pronounced changes of direction. Howwer, when the tracks are broken down to the 

scale-bel of andysis, it becomes apparent that there is much more forward and bachward 

movement over the duration of the transition than these figures would suggest. In table 

2.8a, rlhistrating all of those NSOs that reoriented, only 5 of the I4 scales increased over 

each successive change period, indicating a linear track Nme scales had negative scores 

or zeros at some pomt mdicating a reversal of direction over that time penod or a delay. 

In table 2.8b, providmg results for group two NSOs, ody three scaies changed linearly 

over t h e ;  and in the 28 group three NSOs show m table 2.8c, six scales changed m a 

linear manner. Interestingly, of the 14 occurrences of linear change, 12 of them were 

scales desmimg the levels of standardization m the organizations. In other words, 

smooth, linear tr8Z1Sformations occurred predominantly m areas that were uncontroverd., 



easy to implement, and had relative& little impact on the traditionai operating methods of 

the orgmhtion. Furthemore, orgmizations are less likely to reduce the lwel of 

standardkation than they are other dimensions of the organization. Elements of 

specialization, nich as the number of teams, committees, and professional or volunteer 

roles were &equentiy altered throughout the duration of the study to reflect changes m 

resource level or policy. Even some of the centrakation scales, despite being hi&-impact 

elements, also showed some degree of fluctuation in some of the NSOs. Many 

organintions, by contrast, kept items such as policy and procedures manuals or job 

descriptions, even ifthey spent most of the time gathering dua on a shelf and were only 

rarely consulted. Sirnilarly, many organkations simply kept adding to these documents 

over tirne as new policies and procedures were developed while very few NSOs actually 

deleted such guidelines even d e n  they became obsolete. Thus the standardization scdes 

tended to follow a more linear mcrease than those of the other structural dimensions, 

which were hclined to be more sensitive to changes m the intemal and extemal contexts 

of the organizations. 

There are several reasons for these hdings. First, as we have stressed throughout, 

the changes that were being iniplemented were diametrically opposed to the traditional 

culture of the organiation. Consequdy, opposition built up m many NSOs resuldng in 

some of the mtroduced changes having to be wahdrawn and then reintroduced in either a 

s1ightf.y different form, or at a time whai the organization was more receptive of the 

proposed change. This was a similar scenario to that discovered by Banett and Cammann 

(1984) in their mvestigation of changes at National Steel Corporation. 

Second, the NSOs were being presnired into making changes of which nobody, 

not even the Sport Canada consultants d o  asgsted with the irnplementation of the 

transition, was sure of the outcorne. Amateur sport o r g h t i o n s  in Canada, as elsewhere 

around the world, had traditional& been operated in an informal manner, primarily by 

vohmteers. How would these organizations react to the change m decision-making 

emphasis fiom vohuiteer to professional? How would they cope with the required large- 

scale mcreases in strategic plnnriing? How would the massive increases m federd fùnding 

be handled? How would members react to a pronounced shift m orientation fiom 



participation and satkfàction of member mterests to hi&-performance and int emational 

results? Such issues create an uncertamty that renilts in experimentation as changes are 

aie& found to be unsuitable, and withdrawn to be replaced with something dinerent 

(Peters & Waterman, 1982). In fàct, the quadrennial planning process tseK which &ove 

the i n M  changes, was withdrawn in 1992 m favor of a less bureaucratic system that was 

eager to manage and implement. 

Findy, there have been substantid changes over the duration of the midy in the 

pressures to which NSOs have been exposed For example, fonowing Ben Johnson's 

Mure of a drug's test at the 1988 Olyrnpics, a federdy appointed Royal Commission, 

headed by The Honorable Charles Dubin, conducted an mvestigation into drug abuse m 

Canadian amateur sport. One of the recommendations of a report which found evïdence 

of wide scale h g  abuse among Canadian athletes was a deemphasis of high performance 

sport. For a short M e ,  high-performance sport became a h o a  a duty word in Canadian 

NSOs as more g r a s  roots participation was emphasized. 

In addition, NSOs have also had to cope with substantial mcreases, and then 

decreases m federal h h g .  Fundmg fiom the federal goveniment peaked m 1988 at 

CDNS86m but by 1996 this had bem cut to CDNS48.6m (Jollimore, 1996). In fa&, seven 

of the organizations which we gathered data on, rhythmic gymnanics, ski jumping, Nordic 

combmed, archeq, weightliftmg, handball and luge had their federal funding totally 

eliminated in 1996. Even those organïzations that did stül receive money ikom the 

Canadian govemment at this time had to cope with drastic reductions. This led to aIl of 

the NSOs m our midy actively seekmg alternative sources of incorne, with varying 

degrees of success, rangbg nom corporate sponsorship, to rnembership fees, to private 

donations. 

A thUd exampIe of the variation m pressures to which these organizations have 

been exposed is the recently announced shift to a more "athlete centered" systern based on 

a series of hi& performance centers (Christie, 1997). Rather than the central emphasis on 

bureaucraçy with ai l  of the national o r g h t i o n s  housed m a Sngle building m Onawa, 

money is starhg to be directed towards the creation of a network of high-performance 

centers across the countq which, it is hoped, will more directly bene& Canadian athletes. 



There are currentiy centers in Victoria, Calgary and Montreal, with others scheduled to 

open m Wmnipeg, Toronto, Vancower and )ï[alifiix Such wide scale changes m extemal 

pressures render a linear transformation process extremely untikely (Pettigrew, 1985). 

Consequently we are able to offer strong support for proposition four and report a non- 

linear approach to the unfoldmg changes which took place. 

Conclusion 

This study was conceived with the intention of furthering the discussion of organizational 

change dynamics by uncovering the effects of pace and sequence on the transition process. 

Although issues of pace and sequence have been creeping mto the organizational change 

literature, these have predominantly been p s t  hoc rationaIizations of various case study 

analyses. Our four propositions were consüucted with the mtent of more explicitly 

examinhg these under-researched change elements. 

The hst major hdmg to corne out of this research is that Pace of change is 

important, but only when contidered m conjunction with sequence. This is important 

because there has been an a h o a  talcai-for-granted feeling in much of the literature that 

radical organïzational transitions depend upon rapid change throughout the entire 

organization. Even those researchers w'ho have identified high-impact elements have stül 

emphasired the importance of rapid change across the entire organi;riition. Our findsigs 

suggest that, in fàct, radical change depends upon early, rapid adjustment to hi&-impact 

elements. Without this, fàst-paced change elsewhere in the organization is rendered much 

Iess effective. 

The second pomt worth highlighting k that organi7iitions do seem to follow the 

punctuated-equiti'brium model of organizationd change. Even those organi7iitions unable 

to reonent still followed this cyclical model of change. ûrganizations need time to recover 

fiom major surgery, just as people do, before the next invasive procedure is attempted. In 

showing this, we also provide msight into a methodological issue that has plagued those 

who research strategic change: how long is it necessary to shldy organizations in order to 

mcover the full-extent of the transition process? Küniüs et al (1995a) found that four 

years was hufEcient to uncover the fidl extent of the changes that were t a h g  place m 



the NSOs that they studied. Greenwood and Hmmgs (1993, p. 1075) suggeaed that 

"aIthough the [8 year] research period reported upon [in th& study] was considerably 

longer than that usudy found in o r g h t i o n  theoxy research, we have concluded that the 

penod was too shorty' to gain full msight into the change process. We suggest that 12 

years is a minimum peziod necessary to study the cyclical effects of organizational change, 

for it took that long for ihe second wave of largascale change to become Widat (see 

table 2.6). That said, the necessity of çcudying organîzations in their context (Pettigrew, 

1987) and t a h g  mto account the hstinitionally specinc nature of archetypes and change 

dynamics (Cbild, 1988; Child & Smith, 1987; Hmmgs & Greenwood, 1988) means that 

care is needed in generaliijng findings such as these to organhtions m other sectors. 

Final@, we were also able to offer support fiom a wider empirical base for those 

researchers who have suggested that the traditional view of change as a lmear process is at 

odds with reaiity. Organizations which are able to reorient, and even those which try to 

change but are unable, have to be flexible enough to accept that changes that are initially 

iniplemented may have to be modSed or withdrawn or rehtroduced before they become 

established within the organizatioa Uncovering such oscfllations, as with the other 

dynamics of strategic change which we have discussed, is demanding m texms of time and 

resources, but the quality of hsight that such studies c m  reveal make them well worth the 

effort. 
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Table 2.1. Mtutionally specific design archetypes for NSOs. 

Kitchen Table Boardroom Executive Office 
Insti tutional 
Values 

Orientation 

Do main 

Organizational 
Structure 

Private, volunteer Private, volunteer Private, voIunteet 
nonprofit (member- nonprofit (public & nonprofit (govt. & 
ship & fundraising) private fun&) corporate h d s )  

Broad: mass-hi& Cornpetitive sport Narrow: hi& 
performance sport opportunities performance sport 

Minimal coordina- Volunteer hierarchy Formal planning; 
tion; decisions made assisted by profess- proléssionaily Ied & 
by volunteers ionais volunteer assisted 

Membership pre fer- Administrative Laternational success 
ences; quality of efficiency & 
service effectiveness 

Roles based on Specialized roles Professional technicai 
interest & loyalw & comrnittees & administrative 

expertise 

Standardkation Few niles; litîle Fonnal roles, d e s  Formal roles, d e s  
planning and planning and planning 

Centralkation Decisions made by Decisions made by Decisions decentralized 
a few volunteers the volunteer board to the professional staff 

(From Kikulis et ai., 1995a) 



Table 2.2. Reliability coefficients for scales used in the construction of the archetypes. 

Alpha S tandardized alpha 

tecspec ,6106 S556 

supper .7659 .7796 

proper .6997 .7048 

spvol ,4305 .4176 

nmco 

stadrnin 

stath 

stsupp 

stdec 

steval 

cent 

level 

profdec 

profinv 

Note: As some items making up the scales have different response categories, 
standardized alpha scores are provided. 



Table 2.3. Profiles of structural design amibutes for design archetypes. 

SPECL4LiZA TION 

Technicai (tecspec) 

Support Staff (supper) 

Professional Staff (proper) 

VoIunteer Roles (spvol) 

Number of Cornmittees (numco) 

Administration (stadmjn) 

Athlete Services (stath) 

Athlete Support Systems (stsupp) 

Decision-Making (stdec) 

Locus of Decisions (cent) 

Levels of Involvement (level) 

Number of decisions ruade by 
professiods (prodec) 

Number of decisions in wbich 
volunteers have no involvement 
@rohv) 

Kitchen Boardroom Execu tive 
Table Office 

Low Medium/High 

Low LowIMedium 

Low Medi&& fi& 

LowMedium Medium/High LowIMedium 

Low/Medium High LowIMedium 

Low 

Low 

Low 

Low 

Low 

Ngh 

Low 

Low 

Low 

LowIMedium 

Medium/High Low 

Low/Medium Hi!& 



Table 2.4. Parameters for Iow, medium and high structural scale scores. 

tecspec 

WPer 

proper 

?vol 

I ~ U ~ C O  

stadmin 

stath 

St=UPP 

stdec 

s t ~ d  

cent 

Ievel 

prodec 

profinv 

low 

4.57-10 

O- 1 

medium 

11-13 

2-3 

hi!& 

14-21 

4-10 

0-4 

2-6 

1-6 

1.2-7 

4- 12 

1-7 

6- 13 

0-3 

13-22.8 

6-9 

O 

O 

Mean 
(S. d. ) 
12.2 
(2.8) 
3.2 

(2.2) 
7- 16 

10-16 

12-30 

11-17 

17-3 1 

11-19 

16-28 

5- 10 

25-36 

12- 18 

3-6 

2-5 

5-6 

7-9 

7 4  1 

8- 10 

13- 16 

8-10 

14-15 

4 

23-24 

10- 11 

1-2 

1 

5.8 
(3) 
7.8 

(2.6) 
9.9 

(5.7) 
8.6 

(2.9) 
14.8 
(4.6) 
9.3 

(3.4) 
14.8 
(3.5) 
4.2 

(1.9) 
23.5 
(3) 
10.5 
(2.6) 
1.9 
(1.8) 
.92 

(1.2) 



Table 2.5. Archetypes and tracks of change. 

1 NSO 1 1984 1 1986 1 1988 1 1992 ( 1996 1 Track 1 
1 

t schiz. EODR 

I 1 I 

3 1 schiz. KTBR ( Emb. BR - 1 ~ h i r  BWEO ( Emb. EO 1 schiz. EO/BR 1 reversai 1 
2 

Emb. EO 

1 1 1 I 1 

5 1 schiz. EOBR 1 Emb. EO 1 EO archetype 1 EO archetype 1 EO archetype 1 reorientation 

schiz. BWKT 

4 

EO archetype 

schiz. EOBR 

Emb. KT 

6 

I 1 

7 

EO archetype 

schiz. EOBR 

Emb. BR - 

KT archetype 

8 

EO archetype 

KT archetype 

9 

schiz. EOBR 

sciuz. BEüKT 

schiz BRKT 

schiz. KTBR 

10 

schiz. EOBR Delayed 

Emb. KT 

Emb. KT 

I l  

I 
Emb. KT schiz. EO/BR 

schiz. BRIE0 

Emb. BR + 

12 

ostilIatory 

schiz. BWKT 

schiz. KTBR 
1 

Emb. BR - 

13 

schiz. KT/BR 

schiz. EO/BR 

BR archetype Emb. KT Emb. BR - 

schiz. KTBR 

14 

KT archetype 

1 

schiz. BRKT SC& BRKT 

Emb. BR - 
Emb. BR + EO archetype 

KT archetype 

15 

1 1 1 1 1 1 

17 1 KT archetype 1 schir KTfBR 1 schiz. BWEO 1 schir EO/BR 1 whir EO/BR 1 delayed 

KT archetype 

Emb. EO 

schiz. EOIBR 

Reorientation 

Emb. BR - 

Emb. KT 

16 

reversai 

KT archetype 

schiz. EO/BR 

Unresolved 

schiz. BRKT 

Emb. KT 

1 

reversal 

schiz. EOBR 

unresolved 

Emb. BR + 

schiz. BRKT 

18 

reversal 

schk BRKT 

KT archetype 
I I 

2 9 

Emb. BR + 

Emb. BR + 

schiz. KT/BR Emb. KT 

Sc& BRKT 

20 

KT archetype 

schiz. EOBR 

reversal 
1 

Emb. EO 
1 

schiz. EOIBR Emb. KT 

s c k  BRKT 

Emb. KT 
I 

22 schiz. BRIE0 

I 

unresolved 

BR archetype 

schiz. EOBR schiz. EOfBR 
1 

unresolved schiz. BRKT 

BR archetype 

Emb. BR + 21 

L I 

23 schiz. KTBR BR archetype schiz. BREO 

Emb. KT 

schiz. B E 0  

delayed J schiz. EO/BR 

Emb, BR + 

KT archetype 

schiz. EOBR schiz. BREO EO archetype 

24 

reversal 

BR archetype 
I 

reorientation 

Emb. EO 

25 

1 1 I 1 1 I 1 27 1 Schiz. KTBR 1 schiz BREO 1 schiz. BEUEO 1 Emb. EO 1 Emb. EO 1 Delayed 1 

Emb. EO 

schiz. BEUKT 
I 

s c b i z  KT/BR 

schiz, EOBR 

ruuesolved schiz. BR/KT schiz. BREO 

schiz. EOtBR schiz. EOBR 

Emb. BR + 

schiz. KTBR 
P 

Emb. EO 

Emb. EO 

delayed schiz. EOIBR 

reversal 

schiz. BWKT 

schiz. KTBR 26 

&layed 

Emb. EO 

schiz. BREO 

KT archeîype 

unresolved 

schiz. BWKT 

Emb. BR - 
schiz. EOBR 

schiz. BREO 

Emb. EO 

schiz. EOBR 

KT archetype 

Emb. EO 

reversal 

schiz. EOBR 

Delayed 

delayed 



1 28 FI"" 1 schu. BREO ( schiz. BWEO ( Emb. BR + s c h i r  EOIBR Oscillatory I I I 
1 

29 KT archetype 

30 

Emb. KT 

1 

31 Emb. KT 

I t 1 1 

I 33 1 Emb. BR - 1 Emb. BR + ( SC& EOBR ( EO archetype 1 EO archetype 1 Reonentation 

s c k  BREO 

32 

Emb. BR + 

schiz. KTIBR 

Emb. EO 

SC& EO/BR 

34 

Emb. EO 

schiz. KTBR 

35 

Table 2.6. Means and standard deviations of standardized scales iUustrating amounts of 
change actMty exhhited over the .  

Emb. EO 

schiz. EOBR 

I 
Emb. BR - 1 BR archetype 

36 

Group 1: all8 reorienters 
Group 2: 3 reorienters which started 6.om an embxyonic Boardroom design in 1984 
Goup 3: dl 28 non-reonenters 

schiz. B E 0  

schit. BWKT 

schiz. KT/BR 

Reversai 

EO archetype 

Emb. EO 

Emb. BR + 

schiz. BEUKT 

Merence between change periods 1 and 2 
difference between change periods 2 and 4 
difference between change penods 1 and 3 
difference between change penods 3 and 4 

1 

EO archetype 

Ernb. EO 

schiz. EO/BR 

at the .O5 lare1 
at the .O5 Ievel 
at the .O 5 kvel 
at the .O5 level 

Unresolved 
I 

Emb. EO 

schiz. BEUEO 

Totalchange 

.25 
(-48) 

-.42 
(-33) 
-.2 U* 
(-33) 
-25 

(-44) 

Emb. EO EO archetype 

schiz BWKT 

Group 3 
change 

-27 
(.m 

-.34 y 
(-14) 
0.12 
(.a 
.27 

(-23) 

1984 - 1986 
(s-d.) 

1986 - 1988 
(s-d-) 

1988 - 1992 
(s.d.) 

1992 - 1996 
(s.d.) 

Reorientation 

EO archetype 

Emb. BR + 

Reorientation 

schiz, BR/EO 

Group I 
change 

-20 
(-33) 

-.43 
(-27) 

-.32 $r 
(-25) 
-29 
(-32) 

Emb. EO 

Group 2 
change 
-27 
(.73 

-.49 +t 
(-48) 
-. 16 
(-47) 
-19 

(57) 

Emb. EO Oscillatory 

Emb. EO Delayed 



Table 2.7a. Cornparison of scale changes between 1984 and 1986. 

Group 1 : ail 8 reorienters 
Group 2: 3 reorienters which started fkom an embryonic Boardroom design in 1984 
Group 3: al1 28 non-reorienters 

tecspec 

supper 

proper 

spvol 

numco 

stadmin 

stath 

mUPP 

stdec 

steval 

cent 

level 

prodec 

P ~ O ~ V  

.. 

group 1 

-875 

-.5 

1.25 

-.625 

2.375 

2.25 

3.5 

1.875 

.8 

1.417 

-1.35 

- 1 .O75 

.625 

0.75 

sig. 1 vs. 3 

.809 

,083 

.735 

.493 

,648 

.9 12 

.692 

,252 

A65 

.905 

.482 

,096 

.483 

.161 

sig. 2 vs. 3 

.553 

,517 

.679 

.193 

-854 

-73 8 

-644 

.217 

-9 74 

,137 

.152 

.O04 

.683 

.3 63 

group 2 

.333 

.333 

1 

-.333 

.667 

1.667 

4.667 

4.667 

1.667 

2.778 

-4.667 

-3.667 

-.333 

9.667 

P U P  3 

1 .O6 1 

1.107 

1.536 

.679 

1.321 

2.15 

3 -944 

3 

1.736 

1.488 

.129 

-543 

.IO7 

-.O7 1 



Table 2 3 .  Cornparison of scale changes between 1986 and 1988. 

Group 1: al1 8 reorienters 
Group 2: 3 reorienters which started fiom an embryonic Boardroom design in 1984 
Group 3: al1 28 non-reorienters 

I 1 Group 1 1 group 2 group 3 1 sig. 1 vs. 3 1 sig. 2 vs. 3 

tecspec .75 .667 

supper 1.125 -667 

1 proper ( .625 1 ,333 

I 
stdec 1.625 2 

1 cent 1 .625 1 O 



Table 2 . 7 ~ .  Cornparison of scaie changes between 1988 and 1992. 

Group 1 : aii 8 reorientea 
Group 2: 3 reorienters which started outside schizoid EWBR 
Group 3: al1 28 non-reorientea 

* 

tecspec 

supper 

proper 

SPVO~ 

numco 

stadmin 

stath 

SbUPP 

stdec 

steval 

cent 

level 

prodec 

profinv 

sig. 1 vs. 3 

.156 

.85 1 

.37 1 

,904 

.983 

308 

.552 

.206 

.755 

I 

.99 

.734 

.157 

.758 

grOW 1 

.875 

-.5 

-.3 75 

-.3 75 

.25 

.5 

1 

,875 

1.125 

-75 

- 1.625 

-. 125 

-.75 

-. 125 

@OUF 2 

.667 

,333 

-.3 3 3 

- 1 

1.333 

2 

2.333 

2 

2.333 

1.333 

O 

.O67 

- 1 

-.333 

sig. 2 vs. 3 

.505 

,664 

.733 

.769 

.692 

.206 

.579 

,843 

.154 

.382 

.493 

.397 

.285 

,672 

@OUP 3 
O 

-.32 1 

.O7 1 

-.5 

.286 

.679 

1.54 

1.786 

.929 

.75 

- 1.607 

.393 

.393 

.O7 1 



Table 2.7d Cornparison of scale changes between 1992 and 1996. 

Group 1 : aii 8 reorienters 
Group 2: 3 reorienters which started fiom an embryonic Boardroom design in 1984 
Group 3: dl 28 non-reonenters 

sig. 2 vs. 3 

,455 

-605 

.649 

.O1 1 

-65 7 

.969 

.46 1 

-36 

.949 

-497 

.167 

.68 

.O 8 

.227 

sig. 1 vs. 3 

.733 

.617 

.8 1 

.O02 

.303 

.882 

-154 

.262 

,533 

.143 

.2 

.745 

,093 

.2 

tecspec 

supper 

proper 

SPVO~ 

~ U ~ C O  

stadmin 

stath 

mUPP 

stdec 

st eval 

cent 

level 

prodec 

profinv 

EFOUP 1 

.875 

- 1 

-1 

-3.625 

-2.125 

.75 

4.625 

1.75 

2.75 

1.625 

-. 125 

-.875 

1.5 

.O25 

P O U P  2 
O 

-.667 

-2 

-4.333 

.667 

-667 

4.333 

-.667 

2.333 

1.333 

-1.333 

-2.333 

2.333 

1 
A 

P U P  3 

1.25 

-1.5 

- 1 -25 

-.607 

-.429 

.6 14 

3.052 

,607 

2.257 

.524 

1.586 

-1.379 

.214 

-. 143 



Table 2.8a. Cornparison of scale changes over time that occurred in those NSOs that 
reoriented (group 1). 

tecspec 

WPer 

proper 

S ~ V O ~  

I U ~ C O  

st admin 

stath 

a!=PP 

stdec 

st e ~ a l  

cent 

Ievel 

prodec 

pro& 

19841986 
.875 

0.5 

1.25 

œ.625 

2.375 

2.25 

3.5 

1.875 

.8 

1.417 

-1.35 

-1.075 

,625 

0.75 

1986-1988 
.75 

1.125 

-625 

O 

.75 

1.375 

1 

1.5 

1.625 

-, 125 

-625 

-625 

O 

- - 

O 

1988- 1992 
.875 

0.5 

0.375 

0.375 

-25 

.5 

1 

.875 

1.125 

-75 

- 1.625 

-. 125 

-.75 

p p  - -  

-. 125 

1992-1996 
-875 

- 1 

-1 

-3 .O25 

-2.125 

-75 

4,625 

1.75 

2.75 

1.625 

-. 125 

0.875 

1.5 

--- - 

.625 



Table 2.8b. Cornparison of scale changes over t h e  that occurred m those NSOs that 
reoriented fiom a starhg position of an embryonic boardroom archetype (group 2). 

tecspec 

mPPer 

proper 

spvol 

numco 

sta Amm 

stath 

-UPP 

stdec 

s t e ~ a l  

cent 

lwel 

prodec 

P ~ o ~ Ï ~ v  

19841986 
.333 

.333 

1 

œ.333 

.667 

1.667 

4.667 

4.667 

1.667 

2.778 

-4.667 

-3.667 

-.333 

9.667 

1986- 1988 
.667 

.667 

.333 

O 

0.333 

,667 

.333 

1.333 

2 

-1 

O 

O 

O 

O 

1988-1992 
.667 

-333 

-.333 

-1 

1.333 

2 

2.333 

2 

2.333 

1.333 

O 

.667 

-1 

w.333 

1992- 1996 
O 

0.667 

-2 

-4.333 

,667 

.667 

4.333 

-.667 

2.333 

1.333 

-1.333 

-2.333 

2.333 

1 



Table 2 . 8 ~ .  Cornparison of scale changes over tirne that occurred in those NSOs that 
failed to reonent (group 3). 

tecspec 1 1 .O61 

supper 

proper 

SPVOI 

level 

steval 

cent 

I 

1.488 

A29 

prodec 

-.32 1 

-07 1 

-.5 

1.107 

1 .536 

.679 

- 1.5 

-1.25 

-.607 

.786 

,143 

-.429 

,286 

-.857 

.IO7 

-75 

- 1.607 

-179 

,524 

1 .586 

.393 -214 



1 The scales were not expected to rem& stable over thne, hence estimates of reliability 
were resniaed to the start of the change penod. This is consistent with Kimberly (1976) 
who cautioned against r e w g  on test-retest reliability measures for longitudinal studies. 
We therefore follow the example of Küailis et ai. (1995a) who argued that as the changes 
were implemented over time, so it was probable that some scaled items would change 
more than others. We likewise stress that our interest is in organi71itionaI change, and the 
degree and direction of that change. Thus, a reliable score in 1984 was taken as an 
mdication that the scales m and of themsehres were reliable enough for use over the entire 
change perïod. 

2 The .1 level of significance is used m this case mstead of the more usual .O5 level 
because ofthe srnall number of orgarüzations, eight, m group 1. 



Chapter 3 

Values and Organizational Change 

The importance attributed to the role of values in large-scale, or radical, organizational 

change has been recognized for several yean. Ranson, Hinings and Greenwood (1980% 

p. 12), for example, noted that radical change will only occur "if organizational members 

revise . . . the interpretive schemes which underpin their constitutive stnicturing of 

organizations." Baminek (1984, p. 364) made sirnilar observations in her study of a 

religious order when she suggested that, "the process of revising the order's interpretive 

scheme was subçtantially intemvined with structural change." Interpretive schemes, these 

authors suggest, comprise the ideas, beliefs, and values held by organizational members. 

For the purposes of this work, we draw on Scott's (1995) definition of values as 

being a conception of what individuals within an organization prefer or desire. Thus any 

revision of the value structure of an organization is likely to be accompanied by some 

change in the structurai design (Ranson, Hinlligs, Greenwood & Walsh, 1980b). This is 

because it is the value structure of the organization, descnbed by Pettigrew (1987, p. 658) 

as the set of dominating beliefs or ideologies, that "provide[s] systems of meaning and 

interpretation which filter in and out environmentai and intra-organizational signais." 

Thus the orientation of structures and systems within an organization is provided by the 

values ernbodied within them (Hinings & Greenwood, 1988a). In other words, the way in 

which an organization is stnictured and operated depends in large part on the values held 

by organization members, particularly those in positions of power. As such, the 

coherence between structural elements and values must fonn the basis of any 

comprehensive understandhg of the change process. 

Tushman and Romanelli (1985) supported this contention by outlining the 

importance of a change in the values of an organization during tirnes of transition. 

Similarly, Pettigrew (1985) discwed the way in which "core beliefs" proved vital in the 

transformation that took place at ICI. He later explained that "behind the periodic 

strategic reonentations in ICI are not just economic and business events but also 

processes of managerial perception, choice, and action influenced by, and influencing, 



the operating environment of the firm and Ïts structure, d u r e ,  and Vstems of power and 

control" (Pettigrew, 1987, p. 665). Cleady, by outlining the role played by managerial 

perceptions, choices and beliefb, Pettigrew is, irqlicitly at least, acknowledging the 

importance of the values that necessariiy underpin them The common thread &g 

throughout these shidies is that radical change inevitably requires that new structures and 

systems be coni6igured to cohere with existing vahies, or conversely, that a dramatic shift 

m values must be accompanied by an associated shift m the organization's structures and 

Wstems. Despite these various streams of research, an explicit attempt to longmidmally 

examine the effea of values on the process of organizational transition is yet to be 

forthcoming. HQimgs, Thibault, Slack and Kikulis (1996) did show a fit between the 

values held by the elite within an organization and the structure adopted. However, this 

study was cross-sectional m nature and did not seek to investigate the dynamics of the 

change process. 

In stating that values are important in understandmg the way m *ch change 

unfolds, it çhould also be made clear that 'hot all  the espoused values in an orga-tion 

are equal. Power holders in organi;rirtions (usually, but not always, senior managers) set 

up organi71itional design arrangements accordmg t O their mterpret ations of environment al 

pressures (Kinmgs & Greenwood, 1988a, pp. 43-44, emphasis m the original). Inus, 

these i n d ~ d u a k  structure the mtemal design and processes of the organization based on 

their own value commitments and belïefk (Enz, 1986). Therefore, it û organkational 

leaders that 'provide the conditions under which a potential transformation can take 

place" (Hinings & Greenwood, 1988a, p. 44). As such, it is necessary to differentiate 

between the vahies held by elite and non-elite mernbers, and in particdm the potential way 

in which these values reflect a propengSr for change within the organization. 

In addition to their place in work on change, the role of values in the structures 

and processes of organjzations has received a great deal of attention fiom institutional 

theorkts. In fàct, Philp, Selmick (1949, p. 18), one of the pioneers of institutional theory, 

noted almost 50 years ago that '0ecause o r g h t i o n s  are social systems, goals and 

procedures tend to achieve an established, value-inrpregnated status." Smce then, the 

importance of institutional values m the structuring of organizations has been widely 



studied (e.g., Meyer & Rowan, 1977; Poweli & Waggio ,  1991; Scott, 1995; Zucker, 

1977). 

According to mstitutional theorists, an organization's chances of survivd are 

greatiy enhanced by the demonstration of conformity to the nomis and values of the 

hstitutiond environment (Meyer & Rowan, 1977). This is a result of the tendency of 

societal institutions, and the general public, to "evahiate the degree to which an 

organization's structural and procedural characteristics are aügned with prevailing 

institutional vahes and beiiefk" (Baum & Oliver, 199 1, p. 193). The c o n c e p t u ~ t i o n  of 

vahies as originating nom outside the orgiini7rition as opposed to hside Eghlights a major, 

but potenMy complernentary, difference between mstitutional and change theorists. 

Conformity to these externally prescnied values provides the organization with enhanced 

legitimacy and status, which in turn renders the organization less likely to be scrutinked by 

extemal bodies (Meyer & Scott, 1983); provides a greater level of predictabüity and 

stability (Meyer & Rowan, 1977; DiMaggio, 1988); and cm mcrease an organization's 

access to scarce resources (Pfeffer & Salancik, 1978; D'Aunno, Sutton, & Price, 1991; 

DiMaggio & Powell, 1983). Thus, Suvival and effiectiveness are seen to depend more on 

legitimacy acquired fiom confonnity than on efficient production, particularly m 

envkonments which are heavily regulated or characterized by strong belief systems 

(D'Aunno, et aL, 199 1). 

Despite the prominence accorded to the role of values m mstitutional theory, one 

of the major criticisms leveled at this approach has been its weakness m explainhg the way 

in which organizations change (e.g., DiMaggio, 1988; Scott, 1995). DiMaggio and 

Poweil (1 99 1) suggest ed that recent developments m institutional theory, commonly 

termed neo-mstitutional.ism, are more concemed with the persstence of structures and 

systems than their transformation- Brint and Karabel (1991), m their study of A b c a n  

Comrinrpih. Colieges, argued that neo-institutionalisn is more applicable to the structuring 

and fiuictioning of mstitutional forms than their transformation. Ledford, Mohrman and 

LawIer (1989, p. 8) agreed, holding that mStitutiona.1 theory offers 'hot much guidance 

regardhg change", whüe Buckho (1994, p. 90) went fiuther, suggesthg that institutional 

pressures are a ''powerful force" against trandonnational change. Similarly, Kraatz and 



Zajac (1996), m their study of Amencan liberal arts colieges found that technical factors 

had greater power m accounting for observed changes than did those that were 

mstitutionally based 

Recently, however, some researchers have begun to acknowledge the links 

between institutional theory and organizational change. Dougheq (1994, p. 108), for 

example, suggested that hstitutional theory contains "an excellent b a s  for an account of 

change, a view reflected in Christensen and Molin's (1995) study of the Danish Red Cross. 

The opinion of Greenwood and Hinings (1996, p. 1023) is, perhaps, appropriate. 

"As formulated, neo-institutional theory is weak m a n a l y ~ g  the mtemal dynamics 
of organjzational change . . . [and is therefore] dent  on why some organbtions 
adopt radical change wIiereas others do not, despte experiencing the same 
hstitutional pressures . . . . Nwertheless, neo-institutional theory contains msights 
and suggestions that, when elaborated, provide a mode1 of change that link 
organizational context and intraorganizational dynamics. " 

We agree, and suggest that the nexus of  the two approaches lies in the role of values. 

Consequently, the purpose of this paper is to draw together insights fkom both the 

institutional theory and transformation literatures in order to investigate the role played by 

values m radical organizational change. In doing so we seek to M e r  address the 

problem of how and why some o r g h t i o n s  cany out such transitions while others do 

not. We do this by building a number of propositions that we then empïrically test with 

real-tirne longmidmal data collected over a tweheyear period. In the next section we 

m e r  dwelop the conceptual logic behind our theorizingy building towards some testable 

propositions. We then outline the site m &ch our research was set, and the methods 

used to collect and analyze the data. The final part of the paper is taken up witb a 

discussion and hterpretation of the results and their significance. 

Theoretical Framework 

Most, ifnot dl, changes of a radical nature are precipitated by extemal events. Pettigrew 

(1987, p. 665), for example, found that the trançformations at ICI followed dramatic 

environmental incidents. He thus conchded, 'ied change reqykes crisis conditions." The 

changes reported by Allmendinger and H a c h  (1996) m East German symphony 

orchestras, by B-ek (1984) in a religious order, by Haclmian (1984) at People's 



Express, by Hinmgs and Greenwood (1988a; Greenwood & Hinings, 1988, 1993) in local 

govenunent in the UK, by Warren (1984) at Antioch CoIIege, and by Pettigrew, Ferlie and 

McKee (1992) m the British National He& S e ~ c e ,  were a i l  Eiitisted by events extemal 

to the orga&tion(s) mdied. Howwer, the various responses that are made to extemal 

pressures are largely dependent on how they are mterpreted by the decision-makers within 

the organbtion. If they are viewed as largely consistent with the values held within the 

o r g h t i o n ,  then the proposed change win Iikely be embraced by the orgarüzation. 

however, the institutionally prescribed changes are not consistent with mtemdy held 

values, thai the response will depend on the strength of the pressures that the dominant 

institution is able to exert. If this is sufEcientIy powerfiil, the organization will likely 

change in the prescnbed direction, even if the dominant values held withm the 

organization are opposed to the move. If the pressures are not strong enough, then the 

organization wiIl likely exhibit some form of reastance (Oliver, 199 1). 

The implications of this for radical organizational change are quite pronounced. 

Barr and Huff (1997) noted that even major environmental changes do not have a 

homogeneous effect on aU firms. This is because "[although] an environmental impetus is 

probably necessary for change to begin . . . the manner which the environment affects 

the change depends on the organization's present hterpretive schemes and structure" 

(Bartunek, 1984, pp. 356-357). In other words, although pressure may be consistently 

applied to a set of organizations, the response to that pressure will depend on whether the 

dominant value structure withm the o r g h t i o n  iç broadly supportive O< or opposed to, 

the changes being presmied. 

If members of an organization hold values that are m opposition to those that 

consthte the idtutional pressures bemg applied, then the mechanism by which the 

pressures are bemg exerted must necessafily be coercive. Coercive pressures can be 

exerted forma@ m the shape of d e s  or laws, or mformally in the fom of cultural 

expectations, depending on the nature of the field in W h  the orght ion  and institution 

exkt (DiMaggio & Powell, 1983). Whether f o d y  or mformally exerted, it is Iikely that 

there will be resistance fiom some organizations m the field. Simk costs, both h a n d  

and intellechial, are inevitabIy mvolved m the development of any organization, one 



consepuence of which is that habits and pattemed behaviors become vahe laden. Over 

tirne, these mtemal forces promote organizational momentum and aability (Tushman, 

Newman, & RomaneIli, 1986). Hence resistance to any proposed change which is 

antithetical to these values will correspondmgly mcrease (Zucker, 1977). 

However, there are clearly times when the powerfid nature of the pressuring 

institution forces organizations to comply with the changes being prescn'bed, regardless of 

any regstance that may exkt withm the organization. This is partinilady kely when 

regulatory or other mstinitional pressures are nrrt altered, for as Scott (1994, p. 35) has 

pointed out, "Ïn the broadest sense, a l l  scholars emphasize the regdarive aspects of 

institutions: mstitutions [exkt to] constrain and reguiarize behavior." Thus, in our hst 

proposition, we suggest that coercive pressures will iike1y play a vital role m mstigating 

programs of radical transformation when there is widespread opposition to the change 

withm the o r g h t i o n .  This is sornewhat Hi opposition to those scholars who have 

suggested that early adaptation wiü largely be drivai by techical constramts (e.g., 

DïMaggio & Powell, 1983; ToIbert & Zucker, 1983). 

Pl: Strong coercive pressures play an miportant role in initiahg changes m 
organizations m which the dominant value structure is opposed to the 
preçcnbed changes. 

Imposant as coerche, or reguiative, pressures seem to be m initiating radical 

change, the very fàct that they have to be imposed raises questions as to their effectiveness 

m bringing about a long-tenn transition. Scott (1995, p. 145) acknowledged this when he 

noted that ckegdative contrd processes seem . . . to resdt in only a superficial 

c o n f o ~ . "  It would appear logical that more lasting change wodd require greater 

consonance between the vahe structure of the organization and the proposed changes. 

This is iikeiy because of the way m which normative systems not only dehe goals or 

objectives, but also work to designate the appropriate way in which they may be pursued 

(Scoîî, 1995). Consequentiy, a vahe system incompatible with the changes being 

proposed will resuh m a tension that will make long-tenn change virtually impossible. ûur 

second proposition refieas this by holding that: 



PZ: As coercke pressures are relaxed, o r g h t i o n s  wïil, over time, change to 
a f o m  more compatible with the values held w i t h  the organization. 

An extension of this argument also appears to offer some usefiil msight mto the 

process of radical change. Pettigrew (1987) fomd that changing core beiiefk was vital 

before there was any attempt to make structurai or strategic changes. Brunsson (1982) 

articulated this as the need for a .  ideologicd shift within the orgsnisration when radical 

change is proposed Leblebici, Salancik, Copay and King (199 1, p. 342), m their study of 

change m the Amencan radio broadcasting system, suggested that new practices became 

"hstitutionalized practices by acquiring a normative character when sustained through 

some form of legitimacy." Therefore, without the made of nomative acceptance among 

members, the possïility of new conventions becoming established within the organization 

Wtually disappears In other words, radical change becomes imposnble. Furthemore, 

the greater the lwel of acceptance across the organization, the less likely it becomes that 

any resistance to the proposed changes wiU be of suflicient magnitude to disnipt the 

transition process, a d ,  hence, in aU likelihood, the faster WU be the acceptance of the 

prescnbed changes. Thus, m proposition three, we suggest that: 

P3: The greater the congruence between the values held by organiration 
members and the prescriied changes at the start of the change process the 
fàster a transition will take place. 

Although thus far we have largely discussed the members of organizations as a 

homogaious group, clearIy in any organization, some members' opinions, beliefi, and 

values matter more than others. It is the responsibility of the organi7ritional elite to make 

decisions about the type of structure adopted (Walsh, Hmmgs, Ranson, & Greenwood, 

1981). Consequently, change will only occur when either a new set of actors gains power, 

or d e n  the prescriibed changes match the value set held by the current elite (Fiigstein, 

1991; Greenwood & Hinings, 1996; Pettigrew, 1987). It is the values of those mdividuals 

holding the top positions *ch are promoted and pqetuated throughout an 

o r g h t i o n ,  and hence it is the vahies of power holders to &ch structures and systems 

are consistentiy aligned (Enz, 1986; Filby & Wilmott, 1988; Hage & Dewar, 1973; 

Hmmgs et ai., 1996; PrahaIad & B e  1986; Ranson et al ,  1980b). Therefore, the 



'trahies which are most critical to merth  or change are the ones espoused by members 

holding keypositionsyy (Hmmgs et al, 1996, p. 888). As such, it is the leadership ofthe 

o r g h t i o n  that either enables, or prevents, change (Bartunek, 1984; Hmmgs & 

Greenwood, 1988a). If the values held by the elite of an orga-tion are m coherence 

with the prescnbed changes, then radical change is posnile. Without this normative 

acceptance of the logic of the proposed changes among the organhtional elite however, 

radical change is highly iinlrlceiy. Thus our fourth proposition states that : 

P4: A radical transformation will not be possible in an organi7iition with an 
e k e  vahie structure mconsistent with the presmied changes. 

Having stressed the importance of a normative acceptance of the proposed 

changes st the eiite level, it is &O important to outline the necessity of a coherent value 

structure throughout the entire organization. Those who have made et least a partial 

midy of this have done so under the nibric of organizational culture (Hiings et aL, 1996). 

Culture is generally seen as a collection of shared values that underpin the structure and 

systems of the organi7sition (Meyerson & Martin, 1987; Scheh, 1986). We prefer the 

term vahes because of the ambiguity of meaning that surrounds the use of culture (Frost, 

Moore, Louis, Lundberg & Martin, 1991; Hinings et aL, 1996; Smircich, 1983). 'TJUsing 

the concept vahes allows us to recognize, emphaçize, and d e  central issues of 

muitipiicity and variation m preferences about behaviors or end-states m an organkation" 

(Hhhgs et al., 1996, p. 888). When these values are m concert with those held by the 

organkationYs elite, they can work to strengthen the organkation. When these, in turn, 

are consistent with the changes bemg prescnbed, then the proposed transition will quite 

probably be introduced relstively snoothly. If the values held within the organization are 

predominantly not consistent with the presmibed changes, however, then such changes c m  

be very di f l icdt  to mtroduce. The regstance that will likely be exhibited to the prescnbed 

aiterations wiil result m any change only behg accepted, ifat all, at a very superficial level, 

making a radical transition vimiany impossible. 'Llius, m proposition fÏve we propose that: 



P5: A radical transformation will onIy be possible if the dominant value set held 
by non-elite organization members is consistent with the prescnied 
changes. 

If the values held within the organization are not consistent with the prescnied 

changes then there are two possible courses of action open to orgaujzation decision- 

makers. If they are able to withstand the pressures bemg exerted, those within an 

organization may be able to enter mto some sort of defiant or manipulative behavior m an 

attempt to alter the nature of the pressures being fàced If they feel compelled to a t  least 

give the appearance of c~mplying~ then the organhation might adopt an avoidance 

strategy (Oliver, 1991). In other words, contrary to much of the early work on 

institutional theory which emphasized environmental determ8iism, the organizational elite 

does have the oppommity to make strategic choices (CMd, 1972; Oliver, 1988, 199 1). 

Based on what we have said previously, the nature of this choice wül largely be 

determined by the values held by the eue. 

Meyer and Rowan (1977) suggested that organkations, particularly those m 

heavdy regulated enviroments, will mcorporate elements into their structures to give the 

appearance of legkhacy wen ifthese elements add nothing to the technical eEciency of 

the organization. Thus many mstitutionalized products, senrices, techniques, policies and 

prograns that may conflict with the efficient operation of the organization are adopted 

ceremoniany (Meyer & Rowan, 1977; Tolbert, 1985). As such, they function as 

'Zationalized mythsy7, serving to identify various social purposes as technical ones because 

SunrNal is seen to depend on accommodating mstitutional expectations even though they 

may have little to do with technical accompIishments (DiMaggio & Powell, 1991; Scott, 

1987). Consequently, the formal organization structure is ofken loosely coupled to the 

technical operating core in order that legitimacy can be senired at minimum coa  to 

operating efficiency. 

This can be particularly ciifiidt in fiagmented environments in &ch the 

o r g h t i o n  can be exposed to varybg and coqetmg pressures. Meyer and Rowan 

(1977) suggested that the risk of trymg to adopt on& those beliefk that fit with intemal 

practices k so great that organkations o h  adopt mconsistent or even conflictbg 

practices in order to gain legitimacy. DyAunno et al (1991, p. 642) found support for this 



m thek study of drug rehabilitation centers, hdmg that 'practices are combined m ways 

that sa* some important mstitutional demands while minhihg disruptive 

transformations in estabwed patterns of behavior." In this sense, mstitutionalkation as a 

process is profoundly political, refiecdng the power of organized mterests and the actors 

who mobilize them (DiMaggio, 1988). Thus, ' W e  individual organi;riitions may adopt 

the structural part of  the legitimated design, they may not adopt the associated valuesy' 

(Ehhgs et aL, 1996, p. 890). ùi effect, changes to the structures and systems of the 

organization are carried out for ceremonid purposes. Hence, we propose that: 

P6: Some organizations will adopt prescribed changes ceremonially while 
fiinetionhg m accordance with the value structure held w i t h  the 
orga-tion. 

Our &al point of mqujr is into the effect that radical change has afker it has been 

M y  embraced by an organizatioe Earlier, we theorized that the only way m which 

radical change can take place is if it is adopted through normative rnechanisms. Porac, 

Thomas and Baden-Fuller (1989), m their study of Scottish W e a r  manufactucers, 

suggested that sociany shared belief structures work to shape and constrain organization 

behavior by iduencing key strategists. In other words, a shared logic emerges that resulrs 

in a similarity of strategies. Ranson et al. (1980a) outlined the way in which cognitive 

fhmeworks structure mteraction and mediate organizational routines. Similarly, Scott 

(1987) noted that shared belief systems establish what to pursue, and the ways and means 

to go about it. Later, he elaborated on this theme, niggesthg that institutionaüzed roles 

provide dennitions of situations and identities, and in doing so stabilize organizational Me 

by providhg a set of shared expectations (Scott, 1994). Flîgstem (1991), for his part, 

suggested that shared cognitions serve as an hertial force. In other words, once a radical 

prescnbed change has been made, the organization will enter mto a period of relative 

stability and calm. 

DiMaggio and Powen (1991) eqlained the reasons why behaviors and structures 

that are mstitutionalized are slower to change than those that are not. Technical 

interdependence and phfical SUU. coas cause some organiirrrtional meda, but, they 

suggested, there is a more important fhctor. Institutions do not just constrain options, 



they establish d e r i a  by which people discover their preferences; in other words, some 

nink costs are cognitive. Jepperson (1991) artidated this by suggeshg that 

h s t i t u t i o n ~ t i o n  brings with it a social order or pattem. As such, once the radical 

change process has been completed, the values held within the organhtion are likely to 

support the structures and systems that are now in place; if they did not, based on our 

e d e r  arguments, radical change would not be possible. The need for any m e r  change 

will therefore likely not be perceived as it wodd be contraclictory to the values held withm 

the organization. Thus, we argue that: 

W: An organkation that has undergone a radical transfomtion wîll enter a 
period of relative calm 

These propositions were tested using real-time longitudinal data collected over a twebe- 

year perïoà. In the next section, we outline the location of the research site kom which 

we collected our data. The rnethods used to collect and analyze the data are also 

descnied. This is followed by a presentation and discussion of the results. 

Research Design 

Two separate sets of data were collected and used m the study. The firn of these 

comprised stnictural data collected m 1984, 1986, 1988, 1992, and 1996. The second 

data set, collected m 1986, detailed the values held by members of the o r g h t i o n s  under 

examination. The utility of collectmg values data towards the start of the transition 

process is that it allowed us to view the diBering effects which the value structure of the 

organization had on its propennty to successfuny negotiate the presmbed radical change. 

Research Site 

The data for our study were collected from 35 Canadian Olympic national sport 

organkations (NSOs). This group of organïzations provided an extremeiy interesthg 

opporhnity for study for three reasons. Fust, we were able to coilect data on vimially an 

entire population of organhtions: ody one of the 36 NSOs that govem the OIympic 

sports in Canada did not take part m the study. Second, we were able to study these 

organhtions during what has been probably the most turbulent period in the history of 



Canadian amateur sport. This was important because change generally occurs during 

times of hstability (Fiigstem, 1991; Scott, Mendel & Pollack 1996), so meaningful 

research on transitions needs to focus on the behavior of organizations at these times. 

Fkally, the fkst year of our study, 1984, marked the start of a penod during which these 

NSOs were put under intense pressure to alter their structures, systems, and values. The 

final year, 1996, was recently described as the "end of the h e  for Canada's [amateur] 

sport system . . . the last product of Canada's golden age of sport spending" (Christie, 

1997, p. Al). Thus we were granted an oppominity rare for field researchers: a period of 

study with both a relatively distinct begionmg and end. 

The fïrst task m undertaking a study of this nature is to b d d  up a picture of the 

backdrop againa which the change was takmg place (Galaskiewicz, 1991; Pettigrew, 

1985, 1987). 'Much research on organhtional change is ahistoricaI, aprocessual, and 

acontextual m character . . . . There are remarkably few studies of change that actually 

allow the change process to reveal itseIfm any kind of substantidy temporal or contextual 

maiuier" (Pettigrew, 1987, p. 655). Understandmg the contextuai and processual nature 

of the transition was particularly important here as we needed to d e t e d e  a way of 

actually plotthg the way m which these NSOs changed over t h e .  For this, we employed 

Hinings and Greenwood's (1988a) notion of archetypes. 

Hinmgs and Greenwood (1988a, p. 295) defined an archetype as a "set of ideas, 

belie£k and values that shape prevailing conceptions of what an organization should be 

doing, of how it should be doing it, and how n should be judged, combined with structures 

and processes that serve to implement and reinforce those ideas" (emphasis in the 

original). Mon changes that take place occur withm the archetypai design and mvohe the 

o r g h t i o n  making a series of relatively minor changes in an attempt to hyrove 

coheraice among o r g h t i o n  elements. Radical change, by contrast, mvokes movhg 

fiom one archetype to another. The mevitable disuption to o r g h t i o n  routines, and the 

resistance fiom groups which perceive that the move will place them in a disadvantaged 

position, not to mention the actual dEculty in penmmently adjusting peoples' values, 

mark this type of transition as bemg very diflïcdt to accomplish. 



The sector-spenficity of archetypes meiins that aIthough concepts and 

characteristics may be transferable between populations, the individual archetypes most 

dennitely are not: they are very much hstitutiondy based (Chüd, 1988; Greenwood & 

Hinings, 1993; Hinmgs & Greenwood, 1988a; Kikulis, Slack & Hmings, 199Sa). As such, 

before any attempt could be made to detemine specific archetypes, a .  understanding of 

the nature of the changes taking place, and the sector in which they were occurrsig, was 

fïrst necessary. 

Federal govemment mvolvement m Canadian amateur spoa reany began m 1961 

with the passage through Parliament of Bill C-131, An Act to Encourage Fihiess mzd 

Amateur Sport. From this point on, the goveniment became increashgly hvohred m the 

provision of amateur sport, primarily, although not exclusively, m an attempt to improve 

eh-lwel athletic performances ( lkvey  & Roulx, 1988; Macmtosh, 1988; Macintosh, 

Bedecki, & Franks, 1987; Macintosh & Whitson, 1990). However, despite increasing 

involvement, the govenunent remained content to mstigate predominantly mEor changes 

at the periphery of the spoa system As such, although NSOs were encouraged to adopt 

more systematic operating practices and employ more professional stafS they were still 

very much dominated by volunteers and nui Hi a relatively mformal rnanner. At the aart 

of the 1980s, however, the govemment decided that the whole amateur sport srjtem 

required transforming. 

In 1983, the federal goveniment's Ministry of State for Fitness and Amateur Sport, 

through its agent Sport Canada, mtroduced its "Best Ever" program The original 

objective behind the Best Ever program was to assist the Canadian team to perfoxm to ts 

maximum at the 1988 Calgary Wmter Olyqics. Buoyed by the successes achieved at the 

1984 Summer Olympics m Los Angeles, the federal govemment nibsequently expanded 

the Best Ever program to also mclude all of the Summer Olympie sports. The mtent 

behind the Best Ever program was rehtively Smple. Rather than persist with the 

mcremental move towards mcreasing professionabation which had been ongoing since 

1970, the Best Ever initiative was designed to bring about radical, fiame-breaking change 

withm Canada's OlyMpic sporthg system The federal govemment determined that elite 

level perfomÿuices would be dramatically improved if NSOs became much more 



fomalized with theu day-to-day operations controlled by professional staff; volunteers 

would concomitantly be reduced to a supporting role. The government backed up its 

words with a massive injection of resources. Funding for winter sports, for example, 

increased fiorn a total of CDN65.5m per year to CDN$24.2m in 1983, rising to 

CDN$30.5m by 1988 (UPI, 1983). There was also an extra CDNS9m per year allocated 

to helping summer sports prepare for the 1988 Olympics (Houston, 1984). 'The h a 1  year 

of this first quacirermial, 1988, saw federal funding for amateur sport in Canada reach an 

dl-time high CDN$86m (Jollimore, 1996). 

From 1988 on, however, the federal govemment's interest in elite Ievel sport 

began to wane. That year, at the Seoul OIympics, Ben Johnson ran his infamous 100 

meten, shattering the Canadian sporting world when he subsequently tested positive for 

the banned anabolic steroid Stanazolol. The Canadian Royal Commission, headed by The 

Honorable Charles Dubin, which conducted a public enquiry into the scanda1 found that 

h g  taking was prevalent in many parts of the Canadian amateur sporting framework, 

and questioned the emphasis on high-performance sport at the expense of mass 

participation. For a short while, elite-level performance becarne downgraded in emphasis. 

Jean Charest, Minister for Sport, stated that in the wake of the Johnson &fair, there was a 

need to "redefine the cultural values of sport" as too much emphasis had been placed on 

winning (Toronto Star, 1988, p. C3). Furthemore, Canada, as many other parts of the 

world, was entering into a period of economic depression. As a result of these two 

fmors, the 1988-1992 and 1992-1996 quadrennials each witnessed an increasingly severe 

cutback in both the money and infrastructure with which the federal govemment was 

willing to support the NSOs. In fact, by 1996, seven of the original 35 NSOs had seen 

their support totally eliminated as federal spending on amateur sport decreased to 

CDNU8.6m (Jollimore, 1996). Canada's NSOs were now, to a large extent, expected to 

support themselves with corporate dollars gained fiom sponsorship and other agreements. 

This period of intense transition inspired the interest of several theonsts interested 

in trying to understand the nature of the changes that had taken place (e.g., Hinings et aI., 

1996; Kikulis et al., 1992, 1995a, 1995b, 1995c; Macintosh et al., 1987; Macintosh & 

Whitson, 1990; Slack & Hinings, 1987,1992, 1994). However, the work by Kikulis et al. 



(1992, 1995a), which mvestigated thû same group of organizations between 1984 and 

1988, was particularly apposite for our study. Based on the transitions that the spoa 

system had been through, Küniüs and her colleagues uncovered three différent archetypes 

associated with this set of Canadian NSOs: Kitchen Table, Bomdroom, and Exemtive 

Oflce. The process that they used for uncovering these was laid down by McKmney 

(1966), and is provided m greater detail m Kilnilis et aL (1992, 1995a). Briefly, it 

invohred conducting a comprehensive rwiew of published literature nich as oficial 

govemment documents, research reports, journal articles, books, newspapers and 

magazines. From this, a number of themes were identified which provided the foundation 

for the archetypes: the growth of Canadian amateur spor&; the increase in professional 

staff; the increased eniphasis on meamrable effectiveness; and the development of more 

complex bureaucratie structures. There were three aspects to dehing the range of 

archetypes. Fiist, the data were reviewed accordhg to the structural dimensions of 

speciaii;ration, standardization, and centralkation. Second, the value attributes of 

orientation, domin, principles of organiziag, and criteria of effectiveness were each 

considered. Fm*, the characteristics of each individual archetype were identified (see 

Table 3.1). 

.------.--------.-"---..-.-O-.--.- 

Insert Table 3.1 about here 
.~.UI..~II.I..I.L.---------.-----. 

The Kachen Table archetype was the traditional, instintionally approved, design 

for Canadian NSOsuntü the early 1970s (Kikulis et ai., 1995a). The emphasis in this type 

of organization is on volunteer control; m fàct, it is intemalized and taken-for-granted 

(Scott, 1995; Zucker, 1977). The appomtment to different positions is not based upon 

Individual expertise, but more on loyalty, desire and cornmitment to the orgmkation. The 

NSO is operated veiy informdly, with little emphasis given to formal planning or policies. 

The ultimftte goal of the o r g h t i o n  is ennuing the satis£action of the membership. 

The Boardroom archetype became the legitimized form followbg the hcrease in 

federal hding that occurred during the 1970s. In this design, greater emphask is placed 

on nurturing elitelevd athletes, providing high quality competitions, dweloping technical 

expertise among m particular professional staff, and mcreasing admEistrative efficiency. 



Development oppommities and mass participation are stïil valued, but not as highly as in 

the Kitchen Table archetype. The organilation is stiU dominated by a volunteer controlled 

hierarchy that is supported by professional staff who conduct day-to-day operations. 

The Executive Otnce archetype appeared as a direct result of the Bea Ever 

program, The measure of success here is Smply the number of medals won at major 

championships such as the Olyqics, Commonwealth Games, World Championships, and 

Pan-Am Games. Technical expertise is required m both profession& and volunteers. The 

development and operation of the NSO is placed in the hands of the ccexpert" professional 

staff; the volunteer board, which meets much more in£?equently m this type of design, is 

mtended to merely set long-tem policy and sanction the decisions of the professional staE 

Data ColIection 

Two sets of data were mdependently collecte4 one to gam msight mto the structural 

changes that these NSOs were experienchg, the other to capture the values held w i t h  

the organizations. We first outhe the way m &ch these values data were gathered, 

m e r  details of which are available m Hinings et al. (1996) and Thibault (1987). The 

first sep  was to identify the mstitutiondy prescribed values bemg espoused by Spod 

Canada. Three different methods were used to accomplish this- The first was a revîew of 

the official reports on sport that had been released by federal govenunent agencies (e.g., 

Rea, 1969; Campapolo, 1977, 1979; Ministry of State for Fhess and Amateur Sport 

Aunual Reports, 1976- 1984). Second, i n t e ~ e w s  were conducted with prominent 

mdividuals with a sport mandate m the federal and provincial govenunents, within sport 

organïzations, and within educational mmhitions. Third, the published research on 

Canadian amateur spofl was andyzed. From these three procedures, swen values were 

uncovered that were believed to be at the heart of Canadian amateur sport, and its move 

to a more bureaucratie and p r o f e s s i o n a ~ o ~ t e d  systern (Hmmgs et al., 1996). These 

were: 

Highper$onrumce emphis :  a cornmitment to the identification and development of 
elite athletes d o  could successfully compete at the 
international leveL 



a conmitment to viewing the federal govemment as a 
parhier, with a role of supp1ying resources and expertise 
to the NSOs. 

Orgm>zatio1~~11 ratio~mIiz~on: a conmitment to organizational development m the 
direction of specifj&g and co-g activities. 

ProfessionaIi~ati~n: a cornmitment to fU-time professional staff workmg in 
Canada's NSOs. 

P1muzing: a cornmitment to long-term phmhg. 

Coporate imu~venten~ a conunitment to the involvement of corporate sponsors 
to support high performance sport. 

a cornmitment to the outcornes and objectives of the 
quadrerinid plannmg process (coterminous with the 
Olympic cycle). 

These, then, were the mstitutiondy approved set of values. In opposition to these were 

competing values more associated with the traditional mode of operating within these 

organhtions. For example, a cornminnent to volunteer control over that of professional 

staEwould be a competing value, as would a cornmitment to mass participation over elite 

level athletics. Although it dif£ïdt to be certain that this constihtes the defhithe set of 

vahies held by all members of d the NSOs invohed in the çtudy, these statements 

represent the key changes that Spoa Canada was trying to impose. Consequently, the 

values that are associated with these statements are the most important ones m terms of 

the change process under mvestigation here. As such, although we may not have captured 

all of the values held throughout each of the organizations, we are confident that we have 

captured those most pertinent to the change process. 

A questionnaire was developed which included multiple items for each of the seven 

vahes lined above. This was then pilot teaed on individu& with a prior record of 

involvement in NSOs, but who were not ctmently s e M g  members. The questionnaire 

was s u b s e q u ~  rwised to mclude fou. items for 9x of the value scdes, md three for 

ccorganizational rationali7ation", each of which was measured on a 5-pomt Likert scde. 

The rnliabiiity coefficients are provided in Table 3.2. 



The questionnaire was translated mto Engiiçh and French m order to aisure that 

we wodd gain responses f?om individuals from French-speakmg parts of Canada. This 

was then sent to al l  of the key vohmteers and professionals mvohed in implementing the 

new 'Bea Ever" scherne in each of the 35 NSOs involved in our shidy. This took place m 

1986, a year seen as appropriate because it was midway through the first quadrerinial, and 

would thus give a good mdication as to what extent the institutionally presmied values 

had been adopted. Smce the structures, sizesy and occupation of different positions varied 

among the different organizations, the number of mdividuals to which the questionnaire 

was sent varied among orga.ukations. For example, Alpine Skimg Canada had 26 

individu& Hicluded while the Canadian Amateur Boxing Association had only t a .  In 

total, 616 mdividuals were sent questionnaires, with follow-ups conducted with non- 

respondents after six and tweke weeks. In total, 501 usable questionnaires were retumed 

for a response rate of 8 1%. 

We then created a value profile of each organization. This consisted of a 

breakdown of how each member scored on each scale and a summed total of their scores 

across ail seven d e s .  Each of the 501 scores for each scale, and the summed total, was 

then designated high, medium or low. If the score felI mto the top third of all scores for 

that scale, it was deemed "high'', if it was in the middle third of the scores, it was termed 

'hiediun", and if it was in the bottom third of the scores, it was designated 'Iow". The 

breakdown of the boudaries for low, medium and high scores for each scale is provided 

m table 3.3. In this way, we were able to construct a mode1 of the values held withm a 

NSO, and the distri'bution of scores among Werent roles withm the organization. 

From this, we could detemine whether each member of a particular NSO had a 

preponderance of hi& scores, and thus could be said to hold values consistent with the 

prescribed changes, or a mjo* of low scores that wodd mdicate a preference for the 

traditional mode of operating. This m tum dowed us to determine the value preferaices 



of organhtion members at ditferent hierarchical levels. We decided that the President 

and Vice-Residents of each NSO would be labeled as elite members. These mdividuals 

had greater formal authoriiy and conîrol of decinon-making structures, and would 

therefore tend to hold most power withm the organization. Other respondents while ais0 

active at the national level, were designated as non-elite members. We were then able to 

convert the individual scores h to  an average for each sub-group, elite or non-elite. For 

example, as ülustrated in figure 3.1, NSO 1 had an average elite score of 4.33 (maeurn  

score 7, minimum score -7), mdicating that the leadership of the organktion held values 

broadly supportive of the prescriied changes. Furthermore, all three of the elde members 

nweyed were supportive of the changes, m other words, all recorded "high" responses 

for at least four of the swen scales. The average score for non-elite members was 2.4 

indicatmg overall support for the changes, but ody 5 of 12 non-elite members were 

actually in fkvor of the transition taking place. An individual or group with a majo* of 

'low" responses would have a negative score. 

In this way, we were able to detennine whether each NS07s members held values 

broadly çympathetic to the prescribed changes or whether they were largely opposed to 

them Scores m the "medium" band were deemed to mdicate that the individual, was 

indifferent to that particular value, and thus would neither strongly support nor oppose the 

prescriied changes (Cooper, Hinings, Greenwood & Brown, 1996). Consequently, we 

were able to determine the eEects of values held by both the elite members and those 

lower d o m  the hierarchy on the radical change process. 

Although we only had one set of values data, colleaed in 1986, this was not seen 

as a major problem Value structures withm organizations change slowly. It is usually 

only major changes in personnel that precipitate rapid shifts m the predominant value 

structure of an orgmkation. These NSOs are characterized by the longe* of their 

members. Vohmteers tend to remah active m the national o r g h t i o n s  for long periods 

of thne. Similady, many NSOs have professional staff members who have served for 

extended periods (Macintosh & Whitson, 1990; Slack & Hinings, 1994; Künilis et al., 

1995a). When changes Hi personnel do occur, they tend to happai only mcrementally so 

the dominant value structure of the organization r e h s  large@ intact. As Scott (1995, p. 



43) suggested, 'the dwelopment . . . of collective entities and the specification of their 

endowments, utilities, capabilities, and identities takes place over many years, but once 

eçtablished, they can serve as a cuhral mode1 for the molding of other smiilar forms." 

The reason for tbis is that value structures become hstitutionalized wzthirz the 

organization, and thus organi7ritions attempt to attract mdividuals whose personal values 

are congruent with organizational d u e s  (Tushman & Romane& 1985). Consequentiy, 

the 1986 data set was seen as indicative of the values held m these NSOs m the years 

ahead. 

The values data are clearly important m definmg the operational preferences of the 

NSOs in the study. However, the diaerent archetypes are recognized 'through their 

structural form [as it] is through the structure . . . that organjzations can be docated as 

archetypal or non-archetypal" (Hinings et al., 1996, p. 899). The stnicniral data used m 

the study were collected over a twehe year period, starting m 1984 (Tl), and repeated in 

1986 (T2), 1988 (T3), 1992 (T4) and 1996 (Tg) Longitudinal midies are seen as vital by 

change theorists ifthe tnie development of organizationd designs is to be uncovered (e.g., 

Monge, 1995; Pettigrew, 1985, 1987; Van de Ven & Poole, 1995). Institutional theorists 

have made çimiIar calls (see Scott, 1995). PoweU (1991, p. 201) for example, suggested 

that "a robust mstitutionaIism" depends on "large-scale, longitudinal studies that explore 

the staying power of mstitutional arrangements." 

Qualitative and quantitative data were collected m a number of different ways. 

FÏst, a thorough an@& of the high performance report each NSO had to develop as part 

of the quadrennial planning process (QPP) m 1984 was made. This highly detailed repon, 

nmning mto hundreds of pages in some cases, was prepared by a combmation of the 

professionai s t q  vohmteer board of directors, and two planning consultants hired by 

Sport Canada to provide additional technical expertise. These reports detailed 

o r g h t i o n  structures, programs, staff and volunteer roles, and patterns of decision- 

making. Policies and procedures manuals, organhtion charts and job descriptions were 

&O mchided To fül m any gaps m these data, folow up interviews were conducted with 

d e r  a senior professional, board member, or Spoa Canada consultant. Consequently, 

we were sbIe to draw a detailed picture of the structural mangement of each NSO at Tl. 



ûver the next twehe years, a series of i n t e ~ e w s  were canied out with key 

professional staff and/or vohmteers m each of the NSOs. We tried to keep the same 

mformant, but of course, this was not ahvays possible. This was not viewed as unduly 

detrimentai as at each point m time, the most senior individual directly mvolved m the 

planning process was hterviewed In total, approlmnately 200 interviews were camed 

out. Each i n t e ~ e w  foliowed a reasonably standard format. The fkst half was spent 

admmistering a structwed pro forma comprismg a set of standard questions that were 

detailed to coilect information on the three stmcturai dimensions, and also any formal 

changes that might have taken place. This was followed by a more open-ended mtenriew 

during f i c h  hsight was gained as to why certain events had occtmed, and what their 

implications might be, not just for the individual NSO, but for the amateur sport system as  

a whole. Each mterview lasted between 90 minutes and two hours. 

The i n t e ~ e w  data were supplemented by two documentary analyses, canied out 

to &e additional detail as to what changes occurred over the period, and also to provide 

a ncher contextual picture to the changes that were takmg place. The first of these 

covered alI of the federal documents produced on sport between 1961 and 1996. The 

second comprised every media report on amateur sport that appeared between January 

1982 and December 1996 in the national GIobe and Mail, and Macleai2's Magazine, and 

the more parochial Toronto S m  C d g q  Herald, Wimipeg Free Press, Chronicle- 

Herald (fkorn Halifkq Nova Scotia), and n e  Gazette (fiom Montreal). We also used this 

mformation to re-e&e the archetypes uncovered by Kikuliç and her colleagues. 

Although these have proved conceptually and empiricdy strong, and have been used as 

the basis for sweral published midies (e.g., Hinings et al., 1996; Kikulis et al., 1992, 

1995a, 1995b, 1 9 9 5 ~ ) ~  they had been uncovered at the end of the 1980s. Ten years on, 

we wanted to see if they stin held up to scrutmy, given the variety of additional pressures 

to which these o r g h t i o n s  had been exposed. None ofthe new data collected suggested 

the existence of any characteristics other than those outlined by Künùis et aL (1992, 

1995a). In fkt,  ali of the documentary and m t e ~ e w  data that were gathered strongly 

supported the existence of the three archetypes, and only those three archetypes, 

previously descriied 



Consfructior~ of the Archetypes 

The structural dimensions used to constnict the archetypes were speciali;riition, 

standardization, and centralization. These have been theoreticdy and empirically 

established by a number of researchers (e-g., Hmmgs et aL, 1996; Kürulis et al, 1995a; 

Miller & DrOge, 1986; Pugh, Hickson & Hinings, 1969; Pugh, Kickson, Hinings & 

Turner, 1968; Slack & Hinhgs, 1994). Specialization referred here to the degree to which 

the organization was differentiated administratively, technicany, and m terms of support 

roles, in both the professional and volunteer domains. Specialization of volunteers (spvol) 

was measured by countmg the number of roles held by different hdividuals withh the 

NSO, nich as president, past president, various vice presidents, secretary, and so on. 

Specialization of professional (proper) staff was S,,larIy ascertahed by countmg roles 

such as managhg director, executive director, marketing director, and head coach. 

Specialization of support s t a f f  (supper) covered positions such as assistant coach, 

marketmg assistant and medical staff. Technical speciaIization (tecspec) was determined 

by the number of teams operated by the NSO, the number of different coaches used, the 

breakdown of the coachmg staff by gender and technical expertise, and the existence of 

national teams cornmittees. The number of cornmittees (numco) was measured by a single 

item scale. Specialization was therefore operationalized by the creation of five separate 

scales. 

The lwel of standardization was similarIy measured ushg f i e  scales each of 

which consisted of between four and ten item. These covered the standardization of 

decision-mahg (stdec), administrative operations (stadmin), evaluation procedures 

(stevd), athlete suppoa systems (anipp), and athIete services (aath). Respondents were 

asked to mdicate the degree to which formal procedures e d e d  for each item, v-g 

from O ifno formal procedures were used, to 4 ifthat item was e~msivdy formalized. 

The degree to which decigons were centralized in each orgaaizaron was meaçured 

ushg four scales. These covered the locus of final decision-making responçibility (cent), 

the number of hierarchical levels hvohred m each decison (lwel), which final decinons 

were made by professional stafF@rodec), and which decisions voluntees had no input 



mto (prohv). Each scale conshed of six items covering topics deemed central to the 

operation of the NSO, such as  how national team athlnes were selected, which athletes 

should receive fûnding under the Athletes Assistance Program, and how coaches were 

appomted The eleven nnilti-item scales were tested for reliability ushg Cronbach's 

alpha1, reported in Table 3.4; the three scales detailing the number of cornmittees, the 

number of final decisions made by professional a a  and the number of decûions in which 

volunteers were not hohred in, were single item scales. 

The archetypes described are, of course, ideal types, and thus not likely to be 

found in their purest form ( m e r  & Friesen, 1984; Mmtzberg, 1979). Following the lead 

of Künilis et al. (1 995a), therefore, we docated archetypa1 status to a NSO that displayed 

a .  appropriate score on between 11 and 14 scales. Those organkations that displayed 9 

or 10 appropriate scores were labeled as havhg achiwed embryonic archetypa1 status. 

Those NSOs that had scores on eight scales or iess that corresponded to a paxticular 

archetype were deemed to be m an unclasdiable state between two archetypes and were 

thus labeled schizoid The ideal-type configuration of each archetype is given m Table 3.5. 

D e t e r d g  the cut-off points between low and medium, and medium and hi& scores is 

quite arbitrary- Previous researchers have standardized scores and used means and 

standard deviations to calculate the pomt at which a score moves fiom one distinction to 

another (eg., Hmnigs a al, 1996; Greenwood & Hinings, 1988, 1993; Hmings & 

Greenwood, 1988a; Gkdk et al., 1995a). However, despte the sophistication of the 

statistical techniques used, it is impossible to get away îrom the fàct that assumptions are 

being made over the distriilution of scores. Kikulis et al. (1995a) and HHiings et al. 

(1996), for example, effective@ assumed that 31% of all scores at T l  would be low, 38% 



would be medium, and 3 1% wodd be high. This we felt was an unreasonable assumption 

&en that the pressures to which the NSOs were exposed would tend to suggest that 

scores would tend to reflect the Kitchen Table archetype more at Tl. In other words, 

most scales would almost c e r t d y  have a larger proportion of lower scores m Tl than 

medium or hi@. Instead, we decided to examine all  175 scores gathered over the f i e  

t h e  periods for each scde. We then designated the bottom third of scores 'low", the 

middle third 'bzedium" and the top third "high" ( M e r  detaiis of this process are 

provided in paper 1). We were then able to consûuct a picture detailing how the 

organiations had changed, archerypally, between Tl and Tg. We then examined the 

relationship between the way in which the archetypal profles for each NSO changed over 

tene and the values data. In this way, we were able to gain some msight h o  the possible 

ways in &ch the values held wïthin the organization comcided with the archetypes 

uncovered. 

Results & Discussion 

The k t  proposition, that coercive pressures would play an important role in mstigatmg 

the transition process, was welI supported by our fÏnchgs. The organizations that we 

studied were located in a highly mstitutionalized environment. From the 1970s onwards, 

the federal govemment, ostensily through t s  agent Sport Canada, placed mcreashg 

pressure on NSOs to structure and operate in a more professional and bureaucratic 

manner. The relatively low-key nature of these overtures was drafnatically altered in 

1983/84 with the onset of the Best Ever program. Sport Canada now became more 

forcefùl in the demands it placed upon NSOs, and the existence of coercnie pressures 

became ever more apparent. These played an miportant role early on m the transition 

process m g 6 g  several o rgh t ions ,  some very reluctantly, to change. 

These hdings are well illustrated in figure 3.1. The different parts of figure 3.1 are 

eqlamed m the legend attached to the figure. What is clearly apparent m column seven is 

that over the period between 1984 and 1986, Pl, 30 of the 35 NSOs in the study are 

represented by mows pomting up. In other words, 30 NSOs moved in the direction 

prescnied by the presstuhg mstitution, towards the more professional and bureaucratic 



Executive ûfiïce archetype, over the first two years of the transition penod. Of the 

remabhg £ive organizations, four remained static, and only one rwersed. Thus, there was 

widespread adoption of those elements that t was thought would legitimate the 

organhtion within its institutional environment (Slack & Hinings, 1994). 

-------.--O-----..---.----------. 

Insert Figure 3.1 about here 

However, c o l m s  two and three of the figure, 'Elite average" and Yl i te  

supportyy, mdicate that of those 30 NSOs &ch became more professional and 

bureaucratie, 11 contained an elite which recorded a negative score when their value 

structures were e x h e d .  In other words, they possessed value structures more 

consonant with a traditional kitchen table design. Furthemore, column fie reveals that of 

the 30 NSOs which moved in the prescriied direction over Pl, 15 had a non-elite 

membership that held values more appropriate to a kitchen table design. Thus in support 

of proposition one, it can be stated with some confidence that half of the NSOs that 

moved in the prescnbed direction did so in a mariner not favored by their elite and/or non- 

elite members. In other words, they were coercivefy presnired to do so. This is not 

abnormal in an environment m which a governent agency wishes to bring about 

institutional codormity (Jepperson & Meyer, 1991; Scott, 1987). It is even more likely 

when, as here, survÎvd and effectiveness are more dependent on the legitimacy acquired 

nom confomity rather than on efficient production (DYAunno et al, 1991; DiMaggio & 

Powell, 1983; Meyer & Rowan, 1977). Moa NSOs were dependent for the bu& of their 

fundmg on Sport Canada. M o u g h  this was affected, to some extent, by e u e  level 

athletic per6oxmancesy the majority of it was secure, unless the organkation entered mto a 

course of behavior seen as unacceptable by Sport Canada. Thus, until the mid-1990s at 

least, SurvNal was seen as more dependent on confiorming to the requirements of Sport 

Canada than on the specific production of a certain output. 

The coercive pressures, not swprismgly, were based upon the conferring of 

resources and prestige on those NSOs that 

accompanied by the threat of withdrawal 

followed the path set by Sport Canada 

of support and legitimacy itom those 



o r g h t i o n s  that refùsed to change. There were hdmg mcentives to fill designated 

professional roles, to operate specific programs, and undertake certain planning exercises. 

Those orgmkations that did comply were lauded in govemment publications and used as 

examples to which other NSOs were encouraged to follow. Furthemore, certain activitïes 

were no longer fùnded, such as fiequent volunteer meetings, senior level recreational 

activities, and activities that fàcilitated volunteers makmg operational decisions. In thiç 

way, the transitions that the organîzations were permitted to make were considerably 

shaped by the parameters placed upon them (HinEgs & Greenwood, 1988b; Slack & 

Hinings, 1994). 

The pressures to which these organizations were exposed were exacerbated by 

their relatively d &es and low mcomes. Thus, when fàced with a powerfiil institution 

espoushg certain practices many organizations felt their very existence to be threatened. 

This is significant because a necessary condition for any radical transformation is that an 

organization perceives that its welfàre is dire* af5ected by a change in its environment 

(Barr & Hu& 1997). Consequently, it is of M e  surprise that even those NSOs which 

failed to subscribe to the values espoused by Sport Canada proved unable to resist the 

coercive pressures to which they were exposeci, particularIy early on m the change 

process. 

Furthermore, the values data were collected m 1986, two years after the 

introduction of the presmiôed changes. As structures and systems both reflect and help 

reproduce values held within the orgmkation @anson et d, 1980a), it is extremely liliely 

that over this two year period some organkation members' values altered to become more 

coherent with the proposed changes. Although there was considerable stability m the 

workforce of this set of orgauizations as a whole, some NSOs did expenence changes of 

personnel fiom time to t h e .  This was oâen associated with conflict incidents that took 

place and resulted m some staff and volunteers leaving some organizations (see Amis, 

Slack & Berrett, 1995, for M e r  details of this point). Slack and HmSigs (1994) 

reported that on the occasions where people did leave a NSO, for what ever reason, a 

'Mtering of personnelyy took place so that those of a simüar ideological background 

tendered to congregate m elite positions. This was particularly the case with senior staf f  



memb- but with the govefnment agent Sport Canada able to rely on legieimate coercion 

(Scott, 1995), it would also have applied to national volunteer positions m some NSOs. It 

is likely that at the start of Pl, before the NSOs were bemg exposed to nich substantive 

institutional pressures, the vahie structure of most organizations would have been wen 

more reflective of the traditional kitchen table orientation than it was in 1986. Hence, the 

initial changes that took place were probably wen more coercivefy driven than appears to 

have been the case here. Over Pz, 1986 to 1988, the number o f  NSOs which moved in the 

direction of a more professiond and bureaucxatic design M e  containhg an elite which 

hvored opposing values had reduced to only f ie ,  with eight remaining static and two 

achiany revershg back towards the kitchen table design. In other words, the coercive 

pressures proved to be at their strongest d e n  the changes were fkst presmied, offering 

fùrther support for proposition one. 

In proposition two we speculated that a reduction or removal of coercive pressures 

would result m an organi7rrtion reverting to a form more reflective of the values held 

w i t h  it. Support for this contention is also provided m figure 3.2. Coercive pressures 

started to reduce f5om 1988 onwards, beconhg even less pronounced between 1992 and 

1996. As the dmgs scandais and recession took their to4 the federal govemment began 

to reassess the priority it had accorded amateur sport. Consequently, coercive pressures 

were reduced, and although some organhtions continued to move in the prescnbed 

direction, others began to once again oivor the more traditional volunteer-oriented mode 

of operatmg. 

Further evidence is provided in figure 3.1 by the increasing number of 

organizations that underwent delays and revers& over penods P3 (1988-1992) and P4 

(1992-1996). Ifwe look at those NSOs that fàiied to reonent, it is apparent that over Pl 

and Pz, the period in which coercive pressures were at their strongest, only three 

organkations changed to a less professiond and bureaucratic design. Over P3 and Pd, 

howevet, whm coercÏve pressures were relaued, 12 NSOs started revexting back towards 

the% traditional mode of operating. It should be pomted out that of the fÏve NSOs that by 

1996 had rewrted back finthest, three had members wiih values overwhelmingly opposed 

to the prescribed changes (NSOs 13,23 & 24). The other two (NSOs 6 & 7) had an elite 



which was moderately supportive, but a general membershp, that was more strongly 

opposed to the changes. S m  of the eight organizations that reoriented had an eüte and 

a membership that favored the transformation. The remahhg NSO (1 1) contained an elite 

with values that were m opposition to the changes, but a membership that expressed at 

least some support. In other words, there does appear to be suppoa for the contention 

that when coercive pressures are relaxed, so organization desigus win change in favor of 

the values held withm them. Howwer, it should also be noted that a supportive value 

structure is only necessary for change to take place, not &cient, a point that will be 

taken up shortly. 

Between 1984 and 1988, the o v e r w h e ~ g  trend m NSOs was to become more 

professional and bureaucratic. In the subsequent years, howwer, there is clear evidence of 

a split m direction m which some organi7iitions continued to become more professional 

and bureaucratic while others became less so. This provides strong support for 

proposition MO. A relaxation of coercive pressures will encourage organizations to favor 

a design more congnious with the value structure held within the organkation, even ifthat 

goes agahst prescnied n o m .  

Oliver (1992) suggested that mstitutional practices discontinue when organizations 

fail to accept what was once a shared understandmg of legitimate conduct. This may have 

been the case for some NSOs here, although t is perhaps more lücely given the tradition of 

these organizations that many M e d  to ever accept the appropriateness of the prescriied 

changes. Hence, as  soon as the oppommity arose they began to revert back to a design 

more refiective of th& vahie structure, as predicted by Scott (1995). Those NSOs with a 

value structure consistent wah a less professional and less bureaucratic design were able 

to rwert back towards the kitchen table design as coercive pressures were relaxed. 

Ahhough some started this transition almost immediately, others took much longer, 

despite a mong prevaiüng value structure that wodd have suggested a more rapid 

response. This may have been because of an h a t e  rehictance of o rgad t ion  members to 



"stick th& heads above the parapetyy untit it became clear as to what the consequences of 

this reversal might e n t d  They thus waited until other NSOs had started their transitions 

back to a less professionid, bureaucratic design before beginning their own transformation 

in order to observe possible consequences. In effect, these NSOs were again enterhg a 

time of uncertahfy, exacerbated because of the prolamity of the major transformations 

that they had been coerced into making, and were thus waïting for o r g ~ t i o n s  to appear 

which they could then mimic (DiMaggio & Powell, 1983). 

It is also clear that some NSOs favored the move to an Executive Office archetype 

because it tied in with their own normative value structures. The prescribed mode1 

towards which NSOs were expected to move was drawn in large part from a combmation 

of features fÏom diBerait NSOs that Sport Canada perceived to be successfuL Thus, 

some NSOs were immediately predisposed to accept the proposed changes because they 

were consistent with the value structure already held wirhin the orgiini7rrtion. As Cooper 

et al. (1996) have suggested, except m the most hegemonic of sectors, there will h y s  be 

alt emative archetypes towards which orgatlizations will gravitate. This b ecame apparent 

here d e n  coercive pressures were relaxed, as shown m figure 3.2. 

Our third propos& that organizations with greater value commitment to the 

proposed changes wodd alter more quickly than those with a lower cornmitment, is 

strongly supported by evidence presented m table 3.6. In order to get an appreciation of 

the overall value commitment of each NSO, it was necesçary to combme scores fiom 

Merent scales. This required that each scale be amdardized to a mean of O and a 

standard deviation of 1. The standardized scale means that were nibsequently generated 

were then combmed to provide an overall mean for each group of NSOs: those that 

remiented in 1988, 1992 and 1996, and those that Med to complete the transformation. 

The overall mean scores mdicate that members of those organizations that reoriented m 

1988 held vahies that were oriented towards a more professional and bureaucratic design 

to a Sgnificantly greater degree than those NSOs that either reoriented m 1996 or failed to 



teorient. Simiùlrly, values held in organizations that reoriented m 1992 and 1996 were 

significantly greater than in those that fiiiled to reorient. In other words, a greater 

congruence between the dominant value commitment held withm the organization and the 

prescnied changes seems to make radical change easier to attain. As suggested m 

proposition three, it seems that the Pace at which change can be introduced is mcreased 

when the values held withm the organization are more m concert with the proposed 

transformation. 

The reason for this is probably because the way in which the environment aa s  on 

an organization depends on how it is hterpreted by organization members (Oher, 199 1; 

Ranson et al., 1980a). As Bartmek (1984, p. 369) pomted out, "change m mterpretive 

schemes and structures is foaered by environmental wents that present new perspectives. 

But . . . interpretive schemes, actions, and structure hteract to affect the impact of the 

environment." In other words, confomity to a prescriied n o m  takes place because of 

belief m a value standard, not expediency (Scott, 1995). Thus, for the seed of a radical 

transfomation w i t h  a NSO, the prescnbed changes, to take hold, there had to be fertile 

ground for it to fàll upon. If the value structure withïn the NSO was sympathetic to the 

prescnbed changes then the ground was conducive to growth and radical change became 

possible. If, on the other hand, the vahe structure was not in line with the prescnbed 

changes, then this type of radical change became not only impossible to enact, it was in 

most cases unimaginable. Tushman et ai (1986) made a Smüar pomt when they argued 

that there is a need for a development of %ore values" which can serve as a pomt of 

reference for organhtions as they wohe  through fiamebreakhg changes. Those NSOs 

that had "ccore valuesy' that were supportive of the prescribed changes were thus able to 

change more rapidly than those that did not. 

General support for proposition four, that a radical transformation will only be 

possMe m those orgimizations with a .  elite that suppoa the p r e s d e d  changes, is also 

provided by figure 3.1. The four NSOs that made the radical transition by 1992 ail had an 

elire vahe structure that mdicated a normative acceptance of the prescnied changes m 

1986. Three of the four o r g h t i o n s  that reoriented between 1992 and 1996 also had an 

elite with a value structure congruous with the institutional pressures. This supports the 



findmgs of DiMaggio (1988) and Fiigaem (1991) who also held that radical change codd 

O@ occur whai either a new set of actors gained power, or it was in the mterest of those 

in power to make the transformations. Christensen and M o h  (1995) similarly discovered 

that elite lwel support was vital for the adoption of radical change. They suggested that 

the delay in the formation of the Danish Red Cross, fiom 1864 when Denmark kst signed 

the Geneva Treaty, to 18-76, when the o r g h t i o n  was eventually formed, was a r e d t  of 

powerfiü. mterests in the government and military blocking ts formation. It appears that 

nmilar blochg action was c d e d  out in those NSOs that had an elite that did not favor 

making the prescribed changes, and hence fàiled to reorient. Howwer, t shodd be 

pomted out that what we illustrate here is that elite support is necessary for radical 

change, but it is not dcient .  There are other fàctors that b m g e  on the U<eUnood of a .  

o r g h t i o n  completmg a program of radical change, one of which we explore with the 

next proposition. 

In proposition fie, we argued that radical alterations are only possiile in those 

organizations with a non-elite that also suppofl the prescnied changes. The congruence 

of non-elite values with the prescnied changes is apparent m figure 3.1 in all eight NSOs 

that reoriented Greenwood and Hinings (1996) acknowledged the iutportance of wide- 

scale support when they identified the need for a 'teformative coMTnitment" among 

organhtion members if radical change is to be achiwed The reason for this is that 

without this support fiom lower levels withm the organization, the regstance to any 

proposed large-scale transition will likely prove impossiile for change proponents to 

overcome. Myerson and Martin (1987) suggested, m their "differentiation" and 

'cambiguity" approaches to understanding orgsnilritional culture, that there e d s  not one 

nilture but several coqethg cultures withm rnoa organkations. Consequently, "there 

will h a y s  be a nnùtiplicity of vahies, variations m acceptame, and different relationships 

to organizational structure, systems, and action" (Hmmgs et al., 1996, p. 888). It is 

therefore unsurprismg when regstance b d d s  up and prwents an organization fiom 

undertahg a program of radical change. One NSO, 11, in particular had a number of 

members who cledy would have been uncornfortable with the proposed changes, but they 

also had some who were strongly in favor. In fhct, o r g h t i o n  11 had a weaker lwel of 



support tha. some of the NSOs that fded to reorient. However, as we stressed above, 

possessfnk a membership *ch is in favor of the move is a minimum necessary 

requirement; there are still other preconditions which have to be met ifthe process is to be 

suc ce^ accompiished 

In proposition six, we explored the poss%>üity of NSOs exhiiitmg only ceremonid 

adherence to the prescriYed mscitutional changes. As Powell (1991, p. 194) has 

suggested, ' i c h  of the imagery of institutional theory portrays organizations too 

passively and depicts environments as overly constraining." In fact, decision-makers do 

have the oppommrCy to configure their organizations accordhg to certain preferences 

(Chüd, 1972; Oliver, 199 1). Zn their study of NSOs, Künilû and her colleagues (1995b) 

found a similar variation in response to externd pressures which they also attri'buted to the 

role of mdividual choices of action. We found that several of the organi;rations, which 

responded to coercive pressures early on m change process, exhibited signs of ceremonid 

confomity. These NSOs introduced structural changes m response to the institutional 

pressures, wtiile holding a value structure that opposed the transition. In figure 3.1 these 

NSOs are the ones that have upward pomting arrows mdicatmg a move towards a more 

professional and bureaucratie organhtion over Pi while h a h g  elite andjor non-elite 

members with a negative value score. Consequently, these NSOs introduced measures to 

give the appearance of conformity M e  operating m a way that retained many of their 

traditional operatmg principles, building gaps between the formal and the technical parts of 

the organization (Meyer & Rowan, 1977). 

Such action is not uncornmon during radical changes m which structural foms are 

altered to ensure their symbolic appropriateness (Ranson et al., 1980a). ToIbert (1985) 

found evidence of just thk m her investigation mto the sources of adminkative structures 

in higher education institutions. We were &en several quotes by senior volunteers and 

profession& that the presmied changes were often largeiy adhered to in order to secure 

the additional resources that were available, but in operational terms, thmgs changed very 

M e  within the NSO. As one respondent remarked somehat cynically, the prescnbed 

change was "a very worthwhile undertaking marred only by the gap between what the plan 

mdicates we should be doing, and what [we actuaily] do." 



Our h a 1  proposition, that organizations enter into periods of stability following 

radical transformations, is also supported by figure 3.1. Ahhough we have no mformation 

as to wtiat happened to tbis group of organizations after 1996, it is clear that those that 

achieved a radical transition immediately entered into a period of relative c h  Not one 

of the four NSOs, which reoriented prior to 1992 exhiibited any structural changes after 

this date, illustrated by the hck of movement (signified by a "") over 9 ancUor P4. Every 

organization that fded to reorient, howwer, was characterized by reversais, delays, and 

oscillations throughout the four change periods. Our hdSigs are consistent with others in 

the institutional and change literatures. Allmendinger and Hackman (1996, p. 354), for 

example, found that East Gennan orchestras that underwent revolutionary changes 

subsequently "exhiiited remarkable aability and continuity." Christensen and Molin 

(1995) discovered that the Danish Red Cross, despite various changes m objectives and 

rationale, maintained its formai structure, seen as an important c h e r  of organizational 

values such as democracy. 

Spender (1989) speculated that the reason for this aabüity was that over time, 

Bmilar cornpetitive mategies emerge, an industry recipe, which shape and constrain 

decision-making. This emanates nom shared mteractions and a desire to corne to tenns 

with environmental uncertainty, but results in a cornfort lwel of operating that leads to 

pronounced stability. Hellgren and Melin (1992) smilarly suggested that the emergence 

of a common fiamework of ideas and beliefk, tenned indusaial wisdom, leads to a 

cognitive stnicturing of an o r g h t i o n a l  field which promotes stability of operation once 

a radical change has been made to correspond to certain legitimated practices and design. 

Scott (1994) articulated this as a development of mstitutionalized d e s  which provide 

definitions of situations and identities, and in domg so provide a stability to organizational 

He by providmg a set of shared expectatioas. 

Zucker (1977) suggested that the reason for this is that mstitutionabtion r e d t s  

E an mcrease in the d o -  of cdîaral understandings which m tum leads to a greater 

resistance to change through personal iduence. In other words when a NSO achieved 

the legitimated design, mstitutional pressures to change were, predictably, removed. 

Hence, a period of stability n a t u r e  followed. This was remforced by the fict that the 



design of the o r g h t i o n  was, fonowhg the change, consistent with the values held 

within the NSO. Hence any fùrther change would have once again resulted in an 

imbalance between the values held by members and the structures and W e m s  m place m 

the o r g h t i o n .  B y  contrasi, those NSOs that Wed to reorient were constantiy exposed 

to mstitutional pressures that were often m tension with the vahes held by mdividuals 

withm the organization. Consequently, these NSOs were characterized by oscillations and 

delays as the competing pressures, mternal and extemal, exerted their influence. 

Conclusion 

The role phyed by values in the transition process has received mcreasing interest over 

recent years. This has been commented upon, implicitly at least, by Bartunek (1984), 

Hmmgs and Greenwood (1988a; Greenwood & Hinings, 1988, 1993), and Pettigrew 

(1985, 1987; Pettigrew et ai., 1992). Our explicit investigation of the way m which values 

affect the change process uncovered a number of pomts that are worth highlighting. The 

first, and most important, of these is the necessity of h a h g  a value structure that is 

supportive of any changes bemg proposed Although coercive pressures can be useful in 

kstigating change, unless there is normative support, any changes that the organi7Iition 

d e s  will only be çupedcially adopted. In fàct, some organizations d likely only 

exhibit ceremonial conformity while retaining their tradition modes of operating and 

design (Meyer & Rowan, 1977). Furthexmore, the greater the congruence between values 

held within the organization and the changes that are being proposed, the faaer 

meanin@ change will take place. These fmdmgs go some way towards explaining why 

some o r g h t i o n s  are able to successfirity coqlete programs of radical change while 

others are not, and why some organhtions are able to change faster than others. 

The shidy also showed that followkg the successful completion of a radical 

change program, the o r g h t i o n  wiIl probably enter a penod of pronounced stabïlity. If 

we accept the proposition that change requires a supportive value structure, then once that 

change has taken place, values and the organizational design will be m concert. 

Consequently, any M e r  change will create an organization that is once again out of 

balance with the values ofits members. Hence, the likelihood is that an o r g h t i o n  will 



enter mto a period of relative c a l .  following a radical transition. However, fûrther 

research mto the role played by values in organizational change would be usefùl in adding 

to the debate regarding these findings. 
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Table 3.1. Instihrtiondy çpecific design archetypes for NSOs. 

Kitchen Table 
Institutional 
Values 

Orientation Private, volunteet 
nonprofit (member- 
ship & fundraising) 

Criteria of 
effectiveness 

O rganizational 
Structure 

Broad: mas-high 
performance sport 

Minimal coordina- 
tion; decisions made 
by volunteers 

Membership prefer- 
ences; quality of 
service 

Boardroom 

Private, vol unteer 
nonprofit (public & 
private fun&) 

Cornpetitive sport 
opportunities 

Volunteer hierarchy 
assisted by profess- 
ionals 

Administrative 
efficiency & 
effec tiveness 

Executive Office 

Private, volunteer 
nonprofit (govt. & 
corporate b d s )  

Narrow: high 
performance sport 

Forma1 planning; 
professionally led & 
volunteer assisted 

International success 

Roles based on Specialized roles Professional technicai 
interest & loyalty & cornmittees & administrative 

expertise 

Srandmdization Few d e s ;  little Fonnai roIes, d e s  Formal roies, rules 
p l a n h g  and planning and planning 

Centr~kution Decisions made by Decisions made by Decisions decentralized 
a few volunteers the volunteer board to the professional staff 

(From Kikulis et al., 1995a) 



Table 3.2. Reliability coefficients for the value scales. 

HPMASS cornmitment to hi& performance sport 

GOVIN cornmitment to goverment involvement 

RATIO cornmitment to organizational rationaiimtion 

PROVOL cornmitment to Ml-time professionai involvement 

PLNIN cornmitment to long-term planning 

CORSP cornmitment to corporate sponsors as supporting partners 

PLAN cornmitment to quadrennial planning process 

Alpha 

680 1 

A072 

-5 173 

-5699 

.7462 

.6064 

-7385 

Table 3.3 Parameters for low, medium and high values scaie scores. 

Mean 
(s-d.) 
16.4 
(2.7) 
14.1 
(3 -5) 

14 
(3 -6) 
16.1 
(2.7) 
14.8 
(3 
17.8 
(2- 1) 
12.6 
(1.7) A 

hi& 

1 8-20 

16-20 

1 6-20 

18-20 

17-20 

20 

14-15 

CORSP 

GOVIN 

HPMASS 

PLAN 

PLNIN 

PROVOL 

RATIO 

low 

6-15 

3-13 

4-12 

7- 15 

5-14 

10-17 

5-12 

medium 

16-17 

14-15 

13-15 

16-17 

15-16 

18-19 

13 



Table 3.4. Reliability coefficients for scales used in the construction of the archetypes. 

Specialization 

TECSPEC specialbtion of technical systems 

PROPER specialization of professional staff 

SUPPER specialitation of support staff 

SPVOL specialization of volunteers 

NUMCO number of cornmittees 

Standardization 

STADMIN standarckation of administrative systems 

STATH standardkition of athletes programs 

STSUPP standardization of support systems 

STDEC standardization of decision-making 

STEVAL standardization of evduations 

Centrakation 

CENT locus of final decision-making 

LEVEL number of Ievels involved in final decision 

PROFDEC nnal decisions made by professional staff 

PROFINV decisions into which volunteers had no input 

Alpha Standardized alpha 

Note: As some items making up the scales have different response categones, 
standardized alpha scores are provided. 



Table 3.5. Profiles of structural design attributes for design archetypes. 

Specializa tion 

Technical (tempec) 

Support Staf(supper) 

Professional Staf@roper) 

Volunteer Roles (spvol) 

Number of Cornmitrees (mmco) 

Standardization 

Administration (sradmin) 

Athlete Services (stath) 

Athlete Support Systems (srsupp) 

Decision-Making (stdec) 

CentraIization 

Locus of Decrkions (cent) 

Levels of Involvernenr (levez) 

Number of decirions in which 
Volunteers have no involvement 
@rofinv) 

Kitchen 
TabIe 

Low 

Low 

Low 

LowMedium 

Low/Medium 

Low 

Low 

Low 

Low 

Low 

Hi& 

Low 

Low 

Low 

Boardroom Execu tive 
Office 



Figure 3.1. Sumrnary of 1 986 Values Data. 
Reoriented 1988 
NSO Elite Av. Eiite support Non- Elite Av. 
1 4.3 3 313 2.4 
5 4.75 3/4 3.33 

Reoriented 1992 
NSO Elite Av. Eiite support Non- Elite Av. 
30 3.5 4/4 3.5 
33 3.75 U4 2.5 

Reoriented 1996 
NSO ELite Av. Eiite support Non- EIite Av. 
11 - 3.2 - 6/9 (1 neutraI) 2.6 
22 2.5 1/4 (2 neutral) 2 
32 4 1/2(lneutral) 2.8 
34 3.2 3/5 3.1 

Non-Reorieaters (Este +ve) 
NSO Elite Av. Elite support 
3 3 -7 8/11 
6 2.0 4/7 (1 neutral) 
7 2.7 2/3 
8 3.4 2/5 (2 neutrai) 
10 2.1 3/5 
12 2.7 4/7 
14 2.25 2/4 (1 neutrai) 
15 2 Z3 
16 3.2 2/5 (1 neutrai) 
17 4 3/5 (1 neutrai) 
20 2 3/6 ( 1 neutral) 
21 2.9 3/9 (4 neutral) 
36 4 3/3 
Non-Reo rien ters (Elite ove) 
NSO Elite Av. Elite support 
2 - 2.5 - 1 / 2  
4 - 4  - 6/8 (1 neutral) 
9 - 4.2 - 4/4 
13 - 4.6 - 4/5 (1 neutral) 
18 - 2.6 - 315 
19 - 3.1 - 6/8 (1 neutral) 
23 - 3.3 - 517 
24 - 1.25 - 214 (1 neuîd) 
25 - 2.5 - 1 / 2  
26 -3.8 - 315 ( 1  neutrai) 
27 - 2.8 - 215 (1 neutrai) 
28 - 3.1 - 4/9 (2 neutrai) 
29 - 3.3 - 313 
35 - 2.2 - 2/5 (2 neutrai) 

Non- Elite Av. 
2.9 
- 2.9 
- 4.7 
3 
- 2.9 
2.3 
- 3 
2.7 
2.3 
3.2 
2.8 
2.8 . 

-2 -4 

Non- Elite Av. 

Non-Elite support 
5/12 
10/15 

Non-Elite support 
9/12 
6/15 (2 neutral) 

Non-Elite support 
- 4/8 ( 1 neutral) 
6/11 
7/ 15 (1 neutrai) 
8/10 (1 neutral) 

Non-Elite support 
7/14 
- 5/7 (1 neunal) 
- 9 6  (1 neutrai) 
6/9 (1 neuîrai) 
- 8/15 (2 neutral) 
5/12 (1 neutd) 
- 3/7 (1 neutral) 
2 3  (1 neutral) 
- 3/6 ( 1 neutral) 
3/6 
3/6 (1 neutral) 
6/10 (1 neutral) 
- 6/13 (3 neutral) 

Non-Elite support 
- 9/11 
- 4/6 (1 neutral) 
- 4/6 
- 4/4 
617 
- 10/12 (1 neutral) 
- 9/10 (1 neutral) 
- 314 
- 6/14 
- 617 
- 316 
5/8 
- 715 
- 515 

T T & &  
? T L -  
? T l + &  
t - T T  
T t - t  
T t ? &  
T t - -  
t - t -  
T t - -  
T - T T  
T T - -  
t & T -  



Figure 3.1 Legend 
NSO - sample number of NSO 

Elite Av. - there were seven value scales for which each member of each NSO has a 
score. These were then given a "high", "medium", or ' '10~' rating. The 
elite av. comprised the average number of high or low scores held across 
the eiite (max. 7). Low scores indicated by a "-". 

Elite support - the number of elite members who held values consistent with the overall 
consensus within the elite. If an elite member had more highs than lows, 
s/he was seen to hold a "high" rating; mediums were scored as neutral and 
thus did not affect the outcome as it is assumed that the position was not 
strongly supported either way (Cooper et al., 1996). An overall ratùig of 
neutral was given if the number of highs equaled the number of lows. E.g., 
6/9 (1 neutd) indicates that of nine members, 6 had a value profile 
consistent with the prescnbed change, 1 had no preference either way, and 
2 opposed the prescribed change. A dominance of lows was indicated by a 
66-?T 

Elite Av. - average nmber of hi& or lows held by aonslite members withia the NSO 

Elite support - the total number of non-elite members interviewed who held values 
consistent with the overall consensus within the NSO. 

P, - direction of movement between 1984 and 1986 
P, - direction of movement between 1986 and 1988 
P; - direction of movement between 1988 and 1992 
P, - direction of movement between 1992 and 1996 

7' indicates NSO becoming more professional and bureaucratic 
-L indicates NSO becoming less professional and bureaucratic 
- indicates no change in structure 



Fimire 3.2. The dynamics of strategic change in Canadian NSOs between 1984 and 1996. 

Legend: KT - Kiichen Table 
BR - Boardroom 
EO - Executive Oflice 

NB. Order o f  transition between different designs: 
KT archetype to Embryonic KT to Schizoid KTBR tu Embryonic BR- to BR archeîype to Embryonic BR+ to Schizoid BRRO to 
Embryonic EO to EO archetype 

5 Schiz. EOBR 

3 Emb. BR - 
1 1 Schiz. BRKT 

8 Ernb. KT 
8 KT 

2 Emb. EO 
9 Schiz. EO/BR 

3 Emb. BR + 
3 BR 

2 Emb. BR - 
1 1 Schiz. BRKT 

4 Emb. KT 
1 KT 

3 EO 
2 Einb. EO 

14 Scliiz. EOBR 
5 Emb, BR t 

1 BR 
2 Emb, BR - 

9 Schiz. BR/KT 

4 EO 
12 Emb. EO 

10 Scliiz. EO/BR 

2 Emb. BR + 

2 BR 

3 Schiz, BRKT 

1 Emb. KT 
1 KT 

8 EO 
7 Emb. EO 

15 Schiz. EOIBR 

1 Emb, BR + 

1 Emb. KT 
3 KT 



Table 3.6. Standardized scale means and standard deviations ofvalues held by members 
of the Werent groups of NSOs 

Reoriented 
1992 

.77 
( -55 )  

.28 
(-64) 

-47 
(-94) 

-27  
(1.14) 

-* 12 
( 1) 

-43 
(-62) 

.2 
(-78) 

-25 # 
6 89) 

* - merence between 1988 reorienters and non-reonenters signxcant at the .O5 level 
t - dinerence between 1988 reorienters and 1996 reorienters significant at the .O5 level 
$ - merence between 1992 reorienters and non-reorienters significant at the .O5 level 
Y - differace between 1996 reorienters and non-reonenters significant at the .O5 lewel 

Due to an anticipated lack of stability over time, estimates of reliability were only measured at Tl. In 
this we follow McKinney (1966) who cautioned against relying on test-retest reliability measures for 
longitudinal studies, and the example set by mis et al. (19951) who argued tbat as the changes were 
implemented over the,  so some items wodd almost certainly change more than others. We sirnilarly 
stress that our interest is in the way in which the organitations changed over tirne, particularly the 
magnitude and direction of that change. A diable score at Tl therefore was taken as an indication that 
the sale in and of itself was reliabfe. 



Chapter 4 

Strategie Change and the Role of Interests, Power and Organizational Capacity 

There is M e  doubt that members' values play an important role in determinmg whether 

or not an organization is able to complete a program of radical change. However, it is 

clear fiom this research that a supportive value stnichire is a necessary, but not suEcient, 

characteristic of successfiil transformations. There are clearly other factors that also play 

a large part in differentiatmg those organhtions that are able to complete programs of 

change fiom those that are not The purpose of this paper is to provide M e r  insight into 

the way in which the interna1 dynamics of an o r g d t i o n  impact upon its propensity to 

undertake and complete a program of radical organizational change. 

In addition to environmental factors and value structures, Hinings and Greenwood 

(1988) discussed three internai dynamics that they suggested Ggnificantly affect the 

ab- of an organization to successfully complete a program of radical change. The &st 

of these is the Eterests of different organization sub-units, and in particular the level of 

satisfaction that these groups have with their existing share of resources. The second is 

the distribution of power wahin the organization because this determines how 

disagreements over interests are resolved The thgd is the 'kapacity for change": this 

refers to the cornpetencies and capabilities withm the organization that can be used to 

guide t f?om one archetypal state to another. Although for the sake of cl* we will 

discuss these Merent elements separately, the complexity of their interaction should not 

be discounted. 

In striving for efficient operation, organkations become sub-divided into 

specialized units, each with different roles and responniilities. Although these divisions 

are made on a purely technical basis, inevitably over time dBerent sub-units adopt 

M e r h g  sets of n o m  and expectations (Lawrence & Lorsch, 1967). Consequently, 

o r g ~ t i o n s  can be ccconceptualized as heterogeneous entities compnsed of fùnctionally 

differenthted groaps pursuing goals and promoting interests" (Greenwood & Hmings, 

1996, p. 1024). The extent with f i c h  these different groups are satisfied with how their 

interests are accommodated cm become a signincant pressure for change (Walsh, 

)Zinings, Greenwood & Ranson, 1981). Those sub-units that feel that their interests will 



be enhanced by a program of radical change will tend to support t; those that feel that 

they may be disadvantaged will likely oppose it. 

However, the location of these organization sub-units, in an identifTable social 

system, means that that they are mutually related by the interdependent nature of their 

activities (Hickson, Hining s, Lee, Schneck & Pennings, 197 1). Consequently, the 

rekitionship between different sub-units, and individuals, is charactexized by the 

disni'bution and usage of power (Walsh et al, 1981). Power is a mobilizer for 

implementing decisions. Actors, in this sense, use their power to protect valued intereas 

over t h e  by establishing, maintaining, and sometimes tninsforming the d e s  by which 

the organization operates (DïMaggio, 1988). There is, therefore, a recognition that 

transformation may involve a challenge to the dominating ideology, syaems of meaning, 

and power relationships in the erg-tion (Pettàgrew, 1987). 

The likelihood of an organization being able to make a radical change is also 

d e t e d e d  by the capability o f  organkation members to make the transition fi-om one 

operating state to another, the organization's capacity for change. At a base level this 

requires organizational leaders to make use of their f o d  power or authority. However, 

t is also mcumbent upon them to convince other organillition members of the need for 

change, of the f o m  that the change should take, and of their ability to Iead the 

organization through the transition process (Hinings & Greenwood, 1988). In other 

words, there must be a level of txust and belief by the members of the organization that 

the leadership is able to guide the organization through the inevitable uncertainty that 

accompanies any large-scale transformation. Without this, the resistance that will Uely 

arise will d e  any subsequent change very difEcult to complete. 

Consequently, the purpose of this study is to explicitly examine the roles played by 

interests, power, and capacity for change on the transition process. In the next section we 

speculate more on how these different dynamics affect organkational change. We then 

go on to explain how the data for the study were collected and how they were used to 

constma a number of case studies detailing both successfhi and unsuccessfki progams 

of radical change. The subsequent section is used to provide insight into the way in 

which the o r g h t i o n s  in our çtudy were innuenced by their various interna1 contexts. 

We finish up with some brief concludhg comments as to the significance of our hdings. 



Theoretical Framework 

The fûnaional differentiation of organizations works to distinguish one group of 

incumbents fkom another. Consequently, built into any organization is a structure of 

advantage and disadvantage (Walsh et aL, 1981). Members sûive to secure their 

sectional claims within the o r g ~ t i o n ' s  structure, which in turn works to mediate and 

r e c o n h t e  their intereas (Ranson, Hinings & Greenwood, 1980). Inaitably, therefore, 

there is a constant struggle between groups within an organization to protect theïr 

individual interests. In other words, the differentiated nature of an organization results in 

structuring becoming the privüege of some organizational actors and not others. 

Pettigrew (1985, 1987), in his study of ICI, found that sub-units would emphasize 

different aspects of their organizational context and structure in an attempt to obtain 

outcomes that were important to them There is an "ongohg process of symbol 

construction and value use designed to create legitmiacy for one's ideas, actions, and 

demands, and to deligitimate the demands of ones opponents" (Pettigrew, 1979, p. 659). 

Organizations are, therefore, bea conceived of as political systems in which power and 

contlict rather than d e s  and authority are definhg characteristics e s o n  et ai., 1980; 

Walsh et a l ,  1981). Consequently, political seKinterest is an impoxtant d e t e d a n t  of 

change (Oliver, 1991). Pettigrew (1985, p. 443) niggested that the reason for this iç that 

"çtrategic change is likely to be a challenge to the dominating ideology, culture, and 

systems of meaning and interpretation, as well a s  the structures, priorities and power 

rehtionships of the o r g ~ t i o n . "  In other words many members of an organization will 

ïnevitably view the prospect of change as a threat to their sub-unit and individual 

interests. Change is thus a multi-layered and contmuous process with outcomes emerging 

not as a r e d  of rational debates, but rather shaped by the interests and commitments of 

indMduals and groups (Pettigrew, 1987). In particular, the implementation of programs 

of radical change places the management and manipulation of individuals at  center stage 

(Wilson, 1992). Tushman and Romanelli (1985) agreed, and stressed that as a 

consequence, intra-orghtional power distributions are d i c a l  to the success of any 

program of large-scale change. 



Power, in this sense, k defined as a capacity to determine outcornes. According to 

Zalemick and Kets de Vries (1975, p. 109), 'power transforms individual interests into 

coordinated actnrities that accompli& valuable ends." It represents an abiiity of what are 

political units to constmite and recreate the structure of the organization according to 

their own preferences. Typicalîy, but not always, it is U e d  to the control andor 

mobiüzation of scarce resources. Rigsiein (1991, p. 3 13) suggested that "change . . . can 

only occur when either a new set of actors gains power or it is in the interest of those in 

power to alter organizational goals." Thus the dynamics of power and domination that 

allow some groups to constitute orgaaization structures to suit their own preferences 

becomes critical (Greenwood & Hinings, 1993; 1996; Pettigrew, 1985, 1987; Rançon et 

al., 1980). W Ï o u t  power, there is vba l ly  no prospect of instigating meanin@ change 

within an organintion. 

In the sense in which we have discussed it, power is seen more a s  a property of the 

embedded social relationship resdting fiom the division of iabor rather than as a persona1 

characteristic. Power is thus explained by variables that are elements of each sub-unit's 

fiinction and its links with the activities of other sub-units (Hickson et al., 1971). 

Hickson et aL (1971) went on to suggest that the amount of power that a sub-unit 

possesses depends on three factors. The first is the sub-unit's ability to cope with 

uncertainty in such a way that it is reduced in other sub-units. ûrgdzations abhor 

uncertainty in the same way that nahue abhoe a vacuum, thus any group that can 

eliminate or significantly reduce uncertainty perceived elsewhere in the organization will 

be highly valued The second is the sub-unit's degree of nibstitutabiiity- If a sub-unit's 

role can be eady imitated or replaced, its power within the organization will quickly be 

diminished The third is the sub-unit's centrality to organhtional activities, and the 

consequent effect that it would have on the organbation if it ceased to operate. These 

bases of power are important because they enable or constrain alternative courses of 

action that are available during periods of radical change. 

The way in which power is distri'buted withui the organization is crucial when t 

cornes to understanding radical trmsfonnations. Hinings and Greenwood (1988) 

desmibed a "concentrated" power structure as one in which power is held by a select few. 

In this setting, change can be fàcilitated or obstructed depending on the cornmitment of 



the eue. A "disperses' power structure, by contrast, occurs d e n  power is çpread 

among a variety of different sub-units. Here, change is only possiile ifthere is an overalI 

cornmitment to reform held by aU of the various groups. Without such a general 

consensus, it is relatively easy for one sub-unit that feels that it is being disadvantaged to 

block the transformation process (Hinings & Greenwood, 1988). 

Greenwood and Hinings (1996) suggested that in addition to supportive power 

dependences, radical change can only occur if there is "an appropriate capacity for 

actiony'. An organization's capacity for change can be broken down hto behavioural and 

technical components (Hinings & Greenwood, 1988). There must be an ability to 

mobilize a commitment to change by creating excitement about the anticipated end-point, 

and convincing other organization members that they will be better off  as a result of the 

change. In other words, there must be a clear vision of the fiture to guide the 

organkation through the transition process (Child & Smith, 1987). This is the 

behavioural aspect of the change management process. There is, however, also a need 

for leaders to demonstrate that they possess sufncient technical expertise to bring about 

the transformation and understand what is required to operate in the changed aate 

(HinEgs & Greenwood, 1988). In other words, there needs to be an ab- to bring about 

change in different parts of the organization at  different Mies, and possibly at varying 

speeds. According to Pettigrew, Ferlie and McKee (1992), this requires subtle, pluralist 

leadership that runs broadly and deeply throughout the organizatioe 

In short, leadership enables, or does not enable, change (Baminek, 1984). Beer, 

Eisenstat and Spector (1990) outlined six key roles that leaders must play if they are to 

successfidly negotiate major programs of transformation. The first of these is to mobilize 

commitment to change through a joint assessment with various interest groups as to the 

nature of the problems facing the organization. Second, a çhared vision should be 

developed as to what changes are necessary. Third, there is a need to foster consensus for 

the vision, coqetence to enact it, and coheçion to keep it moving. Fouah, the changes 

should spread throughout the organization without being pushed fiom the top down. 

F i  it is necessary to instmmonalize the change through formal policies, procedures, 

systems and structures. Finally, there is a requirement that the implemented changes are 

monitored and adjusted as inevitable problems occur. Greenwood and Hinings (1996, pp. 



10394040) summed up this position by stating that "radical change cannot occur without 

the orgaaization having sufncient understanding of the new conceptual destination, 

having the skills and competencies required to fùnction m that new destination, and 

having the ability to manage how to get to that new destination." 

To sum up, therefore, there are three basic elements to take into account when 

t q h g  to uncover the intemal dynamics involved in any radical transformation. 

IndividuaI or sub-unit interests can bring about pressure for change if members of the 

sub-unit are dissatisfied with their allocation of what are usually scarce resources. 

Dependences of power detemiine in whose favor connicts over interests will be settled. 

Finally, the capacity of the organkation to enter into and complete a radical 

transformation will be largely determined by the competencies and capabilities that the 

organi;rrition7s elite can bring to bear. 

It is woah reiterating, and it will have become apparent in the discussion above, 

that these three dynamics are so closely intemiined that alteration in any one affects the 

other two. Nevertheless, for conceptual clanty, we have tried to break the discussion 

down into the three basic components. We now seek to gain insight into the way in 

which these intemal elements affect the change process by building some detailed case 

studies of a group of organizations on which we collected real-time data during a twelve- 

year period of sustained change. Next, though, we discuss the nature of the oqanUations 

that formed the focus of our investigation, and the methods used to constxuct the case 

studies. 

Methods 

The rationale for the research design adopted here was the attempt to build on the 

kdings of the first two papers of the dissertation to gain furrher insight into the factors 

that atfected the outcorne of the NSOs7 attempts at radical change. As part of Sport 

Canada's %est Ever" scheme, each NSO had to take part in a planning process lmown as 

the Quadrennial Planning Program (QPP). In this plan, it was intended that the 

o r g a . t i o n  would detail how it would go about iniplementing changes to 3s structure 

and operations over the subsequent four years. Thus for many orgRni;tsrtions the QPP and 

the Best Ever change process were ïnextricably interlinked. 



In trying to uncover why it was that certain NSOs were able to complete progams 

of radical change while others were unable to do su, we chose to follow a comparative 

case study method. This approach was recommended by Yin (1994, p. 9) for use in 

studies when "a 'how' or %yy question is being asked about a contemporary set of 

events over wtiich the investigator has linle or no control" A similar research design was 

adopted by Pettigrew and his colleagues (1992) in their study of the British National 

Health Service. Here, Pettigrew et aL (1992) concentrated on developing a relatively 

small number of cases in &cient detail to d o w  the intncacies of the change process to 

become apparent. As they suggested (1992, p. 4), 'csuch are the complelaties of the 

strategic change issues . . . that [more] superficial analyses would be in danger of misshg 

key components of the explanation". The insight that we hoped to gain nom using a 

comparative case study method was augmented by the fàct that we had the benefit of 

using real-time data gathered over a twelve-year period. We were thus able to gain an 

appreciation of the &hg of events, and the dynamics that preciptated the- 

effectively as they happened. This longinidinal approach has been stressed as vital when 

tiying to uncover the dynamics of either incremental or radical transformations 

(Pettigrew, 1987; Romanelli and Tushman, 1994). 

We decided to construct nine case studies, four detailing the change process in 

organizations that reoriented, f i e  oiulining organizations that started to change but were 

unable to coqlete the transition and ended up followkg a reversal track O(ünilis, Slack 

& Hinings 1995a; Hinings & Greenwood, 1988). The data fiom which these case 

studies were constructed comprised the 200 intewkws that were c h e d  out with 

indRiduals centrally involved in each NSO ' s QPP. The nine organizations were selected 

to provide as detailed an insight as possible into the effects of intenuil dynamics on the 

change process. Hence, each erg-tion in the study operated under at least slightly 

differing circumstances. Of the four NSOs that reoriented, one completed the 

transformation in 1988, two in 1992, and one in 1996. Of the five that failed to reonent, 

three had value structures that mdicated at least a superficial support for the proposed 

changes among the elite. In fact one of these, that detailed in case study nine, exhibited 

quite marked support, yet still followed a reversal track The remaining two had value 

structures that indicated that the elite were opposed to the changes. Although they had 



started to become more professional and bureaucratie, they had also ended up following a 

reversal track In this way we sought to present as balanced a collection of case studies 

as possible. 

In order to classify the organhtions as following a reorientation or reversal track, 

it was necessary to determine their archetypal status at each of the data collection points, 

1984, 1986, 1988, 1992, and 1996. We did this by followîng the methods desmied in 

papers one and two. The values held in each organization were determined in the same 

way as those in papa two. This allowed us to build detded case studies on those 

organizations that we felt would provide a balanced and illuminating view of the change 

process. 

In order to hcrease the reliability and validity of the method chosen, we used 

multiple data sources to dwelop ''converging h e s  of hquiry" (Yin, 1994, p. 92). The 

primary source of data for this study were interviews conducted with professional staff 

and volunteers involved in the change process. However, these were supplemented by 

two documentary analyses. The first involved the examination of every report on 

amateur sport commissioned by the federal govemment between 1982 and 1996. This 

period was chosen because it encapsulated the 12 years of the study, and the two years 

prior to the introduction of the Bea Ever program. The second compnsed every article 

that appeared over the same period in the GIobe & Mail, Macleun's Maga=ine, Calgary 

H e M  Winnipeg Free Press, Toronto Star, ïhe Guzette (nom Montreal) and 7he 

Chrmzicle-Herald (fkom Halifax). As well as allowing us to check detds  provided in the 

interviews, and gather additional information regarding the change process, these 

secondary investigations allowed us to collect themes upon which to base the case 

studies. These included the traditional roles played by volunteers in Canada's NSOs, the 

presmied move to make these organhtions more professional and business-like, the 

interaction between professionals and volunteers, the emphasis on high performance 

sport, the nature of regional clifferences, and the relationship between administrative and 

professional stafE Tliese themes, as suggested by Strauss (1987), were fiamed in the 

theoretical propositions that underphed the study, namely the eEects of interests, 

power, and capacity for change on the overail transition process. By conçtnicting the 

case studies in this way, and incorporating a longinidinal dimension, we were able to 



satisfi the call of Pettigrew et al. (1992) for more holistic and dynamic analyses of 

changing rather than mere episodic descriptions of change. 

Results 

Care Stury I (NSO reoriented 1988) 

This summer Olympic NSO had recognized the need for some large-scale changes within 

the o r g h t i o n  pnor to the introduction of the Bea Ever program For example, the 

desire within the organization to improve elite level performances was c o h e d  by the 

decision to appoint a High Performance Director well before this was prescribed by Sport 

Canada (SC). Consequently, members of the organllation were enthusiastic about its 

early inclusion in the planning process. They embraced the process making many rapid 

changes to the organktion as they tried to adapt quickly to the SC modeL Howwer, the 

NSO expenenced problems over the fist two years of the transition process. 

DitFculties in trying to bring about change were accompanied by WhialIy a u  of the 

orgmintion's professional staff being released between March and September of 1985. 

This led to a comprehensive raiew of the objectives of the change program and what it 

was intended to achieve. However, by early 1986, the Executive Director (ED) felt that 

the organization was %ack on track as far as the QPP [was] concemed." 

Responniility for implementing the changes fell to the NSO's ED. In each of the 

areas m which changes were prescribed by SC, a volunteer Chair was appointe4 dong 

with a professional staff member who was required to take the lead on change issues- 

This seemed to work well with staff recommendations usually supported by their 

volunteer supervisors. The ED Hifonned us in early 1986 that ' the key volunteers 

involved are very commined [to the change process], but it has been necessary to sell the 

plan to the membership at large." In addition to the close liaisons between volunteers and 

professionah, the ED ensured that technical stafS particularly the coaches, were involved 

m the transition process. In this way, he sou& to ensure that they recognized the need 

for change. 

Two years into the change period, the biggest problem being identified by both 

professional staff and volunteers was the role played by SC. Although the ED felt that 

the relationship with the SC consuitant was a positive one, members of the organization, 



pamlcuIarly volunteers, were voicing their concems. Sweral suggested that SC wanted 

too much control of ''theif' o r g h t i o n ,  that SC only made h d s  available for hi& 

performance initiatives, and that they failed to live up to their promises regarding 

financing and support. The general feeling was that the presded  changes were 

beneficial to the oqanization but that the process was too bureaucratie and cumbersome.. 

Two years later the optimism regarding the change program was s t Z  in place. It 

was expressed that the organization was undergohg "a change for the better". The newly 

appointed ED recognized that the changes were sometimes d8icult to implement, that 

the planning process tselfwas labor-intensive, and that the foms on high performance 

had caused probIems with resource allocation within the organization. However, the 

commitment of volunteer members to the transformation process had steadily grown over 

time as they became increasingly involved Major decisions were now made by a 

combination of volunteers and professionals in a participative decision-making structure 

seen as both democratic and effective. 

At the start of 1989, the NSO experienced something of a cash cnsis. The failure 

of the organization's teams to reach the Seoul Olympics resulted in a reduction of its SC 

gant, and the loss of a major sponsorship deaL However, over the next four years, the 

NSO continued to build on the large-scale changes that had already been implemented. 

The organization's two high performance centers (HPCs) were accorded greater 

independence and professional staff were given more responsibility. A much closer 

working rehtionship was developed between ''partner groups" nich as the Canadian 

Inteniniversity Athletic Union and the Canadian Colleges Athletic Association. 

The relation&$ s between volunteer and professional members also thrived as 

levels of mutual tnist increased Staff began to stress that their primas. purpose was to 

provide a service to the organization's members. A direct result of this was that the NSO 

became much more athletecentered There was a h  a continued atternpt to combine the 

expertise of volunteers and professionals by using cornmittees to formulate policy 

positions and carry out major decision-making tasks. 

Between 1992 and 1996, the NSO experienced M e r  cuts to its fiinding nom 

SC. The national Youth Team was disbanded, one of the two HPCs was dissolved, and 

several of the committees were c'streamlined". These funding cuts were exacerbated by 



the lack of corporate sponsorship that was forthcomhg. As the ED told us towards the 

end of 1996, 'T think that we are findmg out the hard way that the corporate market place 

in Canada cannot sustain the type of revenue generation that the sports associations [and 

the govemment] thought might be there." The response to these nits was to implement 

M e r  changes. Separate 'Business units" were created, each responsible for its own 

plaaning, budgethg and revenue generation. and nin by a combination of volunteer and 

professional staff  members. Potential sponsors were acthtely courted, with some degree 

of success, and management of international and domestic events was used as a generator 

of vital incorne. The organization also became increasingly formalized in an attempt to 

improve efficiency. There was a belief expressed within the organization that the NSO 

had to be ready to respond to the environmental changes that members believed would 

continue impacting the organization. In particular, the need for professional and 

volmteer leadership with the vision to carry out the changes perceived as necessas, for 

success into the next MillellDium, was stated as vitally important. 

Case Study 2 (US0 reoriented 1992) 

Formal planning along a four-year cycle as a way to advance the organization began in 

this NSO in 1978. There were therefore several plamhg initiatives within the 

organization before the SC prescnied process was introduced. The firt SC-approved 

plan however, was somewhat hastiIy constnicted, and had to be 'Yevamped" in 1986. 

The changes to the NSO were to be jointly managed by the ED and the Technical 

Director (TD). The process of change was very fiont-ended; lots of actMties were 

pIanned for the f k t  year, many of which were actually achieved The core sport changes 

took precedence, with the "sofi" activities, nich as developing liaisons with schools and 

coLieges, put back to subsequent years. 

The major purpose of  the QPP was to improve high performance aspects of the 

sport. For this reason, the volunteers in this erg-tion were content to monitor and 

evaluate the t r d o n  process leaving most of the planning to the professional aaE 

According to the ED m 1986, the process was most usefiil in c l m g  to the general 

membership that the focus of the national office should be elite-level performance with 

development of more recreation-onented programs left to the provincial associations. 



This led to what the ED descnïbed as a weil developed qstem that integrated the national 

office well with the provinces. 

From 1986 onwards, there was a feeling that the organkation was not understood 

particularly weU by SC. The NSO's emphasis on its World Championships rather than 

the Olympics was not appreciated by SC. Furthemore, the ED of the NSO felt that its 

k s t  grant of %300,000 was derisory compared to some sports, especially for an 

organi7iition with a budget of $4.2 million. This was suppoaed by cornments fiom 

vobteer  members who felt that despite working diligently towards SC objectives, 

hancial and other fonns of support had been disappointing. 

The rehtionship between volunteer and professional a& seen as reasonably 

good at the start of the first quadrennial, M e r  improved over the twelve years of the 

study. The Board of Directors, men back in 1986, was made up of business people who 

believed that the staff were best placed to nin the o r g h t i o n .  Professional staff were 

largely responsible for directing the change process, but volunteer input was highly 

valued, 

By 1989, the prescnied changes haci, according to the ED, 'Ped to a far better 

interface between professionals and volunteers. . . . The volunteers now let the 

professionals get on with the job . . . there has been a development of mutual trust 

between the two Cgroups]." This was r e W  by fkequent communication that saw 

professional stafF 'ïn constant touch" with their respective volunteer commatees. 

Since 1985, there has also been a good working relationship between technical 

and administrative staff. Prior to this, there had been codlict between the two groups 

that had r e d e d  in the structure of the organization being altered such that these two 

facets of the organization each reported directly to the Resident. The appointment of a 

new Director General (DG) in 1985 was accompanied by m e r  structural change that 

resulted in both adminktrative and technical staff reporting directly to him. The cordict 

withm the organization correspondingiy diminished. 

There was a definite feeling within the NSO that the prescriîed SC changes did 

not radically d e r  the direction of the organization, but served instead to focus it. 

Although the SC gant has never formed a major budgetary contribution @y 1996, it was 

down to 5% of the organiirationys total incorne), the direction prescnied by SC has been 



foi3owed by the NSO. The DG stated in 1996 that he feit that the federal govemment 

would have curtailed all funding for sport c'certainly within the next £ive yearsY' Despite 

this, the primary change wahin the organization '%as been the realization by our Board of 

Directors and Executive Committee that ifwe are going to make a, it is because we have 

assembled a good team ofprofessionals working for the organization, and then once that 

is in place, i t 's been the need to come to grips with getting out into the market place." 

The DG felt, by the end of 1996, that to be cornpetitive athletically, there needed to be 

good event management, an appreciation of the role played by television, and an ability 

to attract good corporate sponsors and spectators. Consequently, he is trying to augment 

the sport's massive participant base in Canada with the "tremendous commercial 

oppominitiesy' that come with hosting world class events. The ehe  leadership of the 

organization, both volunteer and professional, commented that they felt that the best way 

of achieving this was by becoming a highly professiond, bureaucratic organization. 

Care Stuc& 3 - (MO reoriented 1992) 

This NSO first started a program of quadrenaid planning in 1978. It was seen as an 

important step in '0ringing directiony' to the organization and motivating its members. 

This was followed up with a second plan in 1982. The expenence that this lent the 

organization resulted in the NSO serving as something of a mode1 for SC when it started 

prescribing how organizations should go about implementing programs of large-scale 

change. The ED, in 1986, felt that this continuity 'kas probably a rnistake as the last 

[plan] doesi't have the same degree of cornmitment within the organization; there isn't 

the same degree of enthusiami and urgency." He felt that there was also a problem of 

ownership because of the p l d g  that had previously been carried out within the 

organi7atio~ Consequently, he suggested that 'the real issue is to take a plan that is seen 

as behg for SC and tuni it into a WSO] p h . "  This apathy resulted m the plan behg 

used as little more than a means to enhanced hding. The ED again stated that "as far as 

rm concerned, the quadrennial plan is in a box in the next office. . . . Nobody is actively 

workmg with the quadrennial plan and if it were not attached to money then the whole 

thing would be oiit of the window". The volunteer Board members, by contrast, wanted 



the ED to keep quiet about his objections, and just fill in the necessary forms to secure 

the additional fûnding. 

The changes that the NSO planned to implement over the first quadrennial called 

for funding of approximately $9 million. The organization was actually granted $2 

million which, when added to an exkting deficit of $400,000, caused a major revaluation 

of the change program This led to problems within the o r g h t i o n  because many saw 

the plan for the fist quadrennial as now being worthless without the fiuiding or personnel 

to implement the proposed changes. This was M e r  exacerbated by the lack of 

ffexiiiIity b d t  into the plan to allow for perceived needed changes in direction. 

Although there was Me conaict within the organization, thexe was a feeling expressed in 

1986 by some volunteers that the professional staff employed were not capable of 

fulnlling the leadership role required to get the organization through the transition 

process It was hoped that the recently appointed Chief Executive Officer (CEO) would 

change that . 
By the end of the fïrst quadrennial, there was a feeling of disillusionment within 

the organization that continued over the next quadrenniaL Organization members 

became mcreasingly hstrated with the "onerou~~~ paperwork and SC'S emphasis on high 

pefiormance sport. Changes were introduced, but only in a minor, incremental way. The 

general membership failed to buy into the plan, f i c h  basically "remained on the shelf' 

as an exercise for SC. Neither volunteers nor professionals were committed to its 

Mp lernentation 

Howwer, the start of the third quadrennial, 1992, Witnessed a pronounced 

alteration as the NSO started to change in a much more dynamic manner. The 

organi;ration redefined itself as a senice organization that was intended to cater for ts 

member's needs 'Yiom the cradle to the grave". A flatter structure was adopted in order 

to dow more input fiomthe organîzation's members into the new stmtegic plan. In fact, 

over 600 members were mvohred in the design of the changes that the organization 

needed This Ied to great ownership of the changes by the entire organization. The NSO 

also became more fonnalized in order to improve operational effectiveness for, as the 

CE0 told us in 1996, cththere would be less gray areas and less doubts in people if they 

knew what was expected of them" This was also mtended to eliminate any doubts 



regarding athlete selection and h d i n g  der ia .  Although decision-mahg was largely 

decentralized to professional a a  the CE0 stated categoricalIy that ' k e  still value the 

input of volunteers." Volunteer Board members retahed d t h a t e  authority with respect 

to policy direction, but the condat ion between professional and volunteer groups was 

such that there was rarely a disagreement as to the direction that the organization should 

take. As part of this, communication became much improved with the introduction of a 

membership wide newsletter and greater use of electronic media. 

Case ShcQ 4 - (USO reoriened 1996) 

This NSO had a 'korporate plan" in place through to 1986 before the QPP was 

inaoduced Spon Canada agreed to finance an enhanced plan, which was hished in 

November 1985. M e r  nine months of planning, t became increasingly difncult to keep 

vohmteers motivated, so it was left to the ED to finish the planning and create a budget. 

The organkation asked for $150,000 and was granted $92,000, which, with some 

streamlinmg, was seen as adequate for the NSO's needs. 

The organization traditionally had a very strong volunteer base; in fact, the 

number of vohinteers involved in decision-makmg was a cause for concem for SC, which 

felt that it made the process imwieldy and inefficient. The NSO, however, felt that 

because of the subjective nature of the spo* involvement of a high number of volunteers 

was politicaUy vital in order to maintain a balance between eastem and western Canada, 

and French- and English-speaking representatives. There was also a conceni in 1986 that 

the proposed changes would invohre administrators making technical decisions. 

Consequently, a Technical-Administrative Council was established which included the 

NSO President and the Chairs of each of the technical cornminees AU plans and budgets 

had to be approved by this comminee before they could be implemented An additional 

concem, that the QPP only deah with high performance issues, resulted in the creation of 

a separate plan for domestic dwelopment. 

Midway through the nnt quadrennial, volunteer members of the NSO were being 

largely optimistic about the prescniied changes. However, there was a concem that SC 

wanted an organizations to fit into thei. model, and that volunteers were not being 

valued As one high rankmg vohmteer mformed us, 'the trend towards more decision- 



making in the hands of professionals will destroy us. Volunteers with no responsibilities 

will leave and donate their time where it is needed. Sport Canada must recognize that 

volunteers are Eu more dedicated than paid staff. Who else would work 40 hours per 

week unpaid?" There was no codict between vohmteers and administrative staff as a 

reailt of this because the staff appreciated the situation and cooperated fully with the 

volunteers. However, there was some conflict between volunteers and those technical 

sta f f  who fàiled to accept the role of volunteers in the decision-making process. There 

was m e r  conflict over the decision by SC to fund only one HPC, not two. This was 

problematic because Quebecois athletes refused to relocate to westem Canada in order to 

train, an issue that it was decided would be dealt with in the second quadrennial planning 

period, between 1988 and 1992. 

There was a feeling at the end of November 1987 that dthough many people in 

the NSO were receptive to the proposed changes, they had not yet, accordmg to the ED, 

9een incorporated into the c u b e  of the organi7iition." A major reason for this was the 

reluctance of the volunteers to rehquish decision-making responsibility to professional 

staff A second reason was that the Board of Directors, comprised of the Presidents of 

the various provincial bodies, felt alienated by SC'S emphasis on high performance at the 

e q  ense of domestic development. Desp t e  these concems the organization remained 

remarkably stable wÏth virtualiy no himover of staff or vohuiteers over the kst four years 

of the planning process. 

ûver the next four years, decisions were delegated away nom the Board of 

Directors to various technical staff. Budget centers were also set up in different parts of 

the organization, each with managers who reported to the treasurer. The process of 

decentralkation was accoqanied by continued relative stability in terms of personnel 

with the ody major alteration a change in Resident. Despite the increased delegation of 

authority to professional staff; there was a rehctance of vohuiteers to cede real decision- 

making responsiiiiity to the paid employees. 

It was not untü the third quadrennial, 1992 to 1996, that the NSO had evolved 

sdficiently that vohteers were willing to dwolve significantiy greater decision-making 

powers into the hands of professional staff. The Board of Directors became purely a 

policy-making body, elected at each mual general meeting. Operational decision- 



making and hancial authority was moved into daEhands. The ED also emphasized the 

fact that the NSO had become very much athlete-centered, focused on delÏvery of 

services to the organization's athletes. In fàct, things changed so radicalIy within the 

orgahation over this four-year period that by the end of it, according to the ED, one of 

the staff's major roles was to provide leadership to volunteer wmmittee members. This 

was quite a pronounced shift for an mgankation which only four years earlier, while 

overtly welcoming the shias presmibed by SC, were fiercely resisting any reduction in 

the role played by volunteer decision-makers. 

Case Siudy 5 - (NSO had reversed to Kitchen Table archetype by 1996) 

The NSO featured in this case study has long had a fia;lctiousy uneasy relationship with SC 

because of the problems that the sport has had with h g  abuse by its athktes. In 1986, 

members of the organization were reporting that SC was biased against the NSO because 

of ts doping problems. Despite thisy some members of the NSO welcomed the proposed 

changes as being potentially usefùl for the organization. Mers ,  however, were not so 

m e ,  feeling that the prescnbed changes were being used as a political tool by SC and the 

federal goveniment. One prominent volunteer inforrned us in 1986 that "it would have 

been to Sport Canada's advantage to use another method than bnibing (sic) in order to 

encourage volunteers to develop self-financing." Despite this m e  of skepticism, the 

orgaaintion committed itselfto makmg the prescribed changes. 

The task of draAing the plan to initiate the transition feu to the s ta f f  as the 

Executive and other volunteer members felt that they already had too many other tasks to 

carry out. The General Manager (GM) believed strongly in long-range pIanning, and 

largely through his cajolkg and encouraging, the organization, he assessed, was able to 

instigate 75% of the new activities planned over the first two years of the change period. 

He felt that cceverythkig about the plan was positive", and had led to numerous 

hqrovements in the nmning of the o r g h t i o n .  He di4 however, comment that the 

national office was understaed because of the timeconsuming nature of the changes 

that were being introduced. The GM also felt that there was a need for greater focus on 

junior development within the NSû, and a need to remove h d i n g  criteria away h m  

being solely determined by the number of medals won in international competitions. 



At the end of 1987, the GM was s t U  positive about the effects that the QPP had 

had, and wodd continue to have on the federation. He felt that there was a solid 

commitment to the changes despite the fact that the organization had çuffered as a resuh 

of ongoing doping problems, which had damaged the federation7s credibility both with 

SC and corporate sponsors. The GM fe1t sure that d of the changes caiied for in the plan 

would be implemented by the end of the quadrennial, 1988. He did howwer, express 

concern that a lack of funding, a hancial deficit, the doping problems, the lack of profile 

of the sport on a continent seemingly obsessed with professional athletes, and the lack of 

commitment firom athletes had worked to swerely constrain the organization. He also 

suggested that this had caused severe levels of stress both among volunteers and 

professional staff. This had in hun led to a rapid rate of staff  and volunteer turnover, and 

a loss of athletes. In i c t  accordmg to the GM, the athiete turnover rate at this time was 

between 30% and 40% each year. This, allied to difliculties in recniiting coaches and 

junior athletes and paying for training time, redted in the technical parts of the sport 

becoming weak, and seemingly irreversibly, getting weaker. 

FoIlowing the 1988 Olympics, and m e r  problems with dmg abuse, there was 

tunnoil in the organization. The Vice President (Technical) was forced to resign, and the 

turnover of volunteers was even greater than that usually experienced by a NSO after an 

Olympic Games. The organization was at a crisis point with NNNal stated as its sole 

ambition. Staff responsibilities were reorganized, and yet another new anti-doping 

program was introduced The number of human resources and provincial organizations 

continued to decline into 1989, but the number of athletes and clubs started to increase, 

largely as a r e d t  of an increased popularity of the sport. among female athletes. 

Comments were expressed as to the way in which the doping program was ovenuhelming 

the organization. Canada, t was stated, was the only country in the world in which each 

NSO was responsible for its ovm hg-testing, as opposed to it being carried out by an 

independent body. As one officia1 told us, 'the WSO] is too small . . . to organize [nich 

a] large program" 

Four years later, the organktion had managed to achieve some sort of stability. 

Decision-making authonty remained with the vo1unteer executive which, if anything, had 

assumed even more responsiility. This had not been opposed by the ~ f l  who seemed 



content to cany out thek responsibilities with the minimum of fùss. The lack of funds 

were st iü hampering development, but worse was to follow. In 1996, the NSO lost all of 

its hding fiom SC. AU staffwere f h d  and au cornmittees dissolved, because there was 

not the money to fund either salaries or travelling expenses. Neediess to say, there was 

stiU no corporate support. The o r g h t i o n  became totdy dependent on the Resident, 

with heip fiom a Vice President (Technical) and a Vice Resident (Finance). The group 

would sit around the President's kitcben table to make decisions. 

Case S t d )  6 - (1VSO hcrd reversed to Kitchen Table archetype by 1992) 

This *ter spoe organktion was created to take part m the Bea Ever program in 1984. 

Up to that point, it had been combined with another NSO. The ED of the organization 

told us in 1986 that the informal structure of the organization was more important than 

the formal one. This was reflected by the way in which some individuals had built up 

bases of power that they were keen to defend. As the ED informed us, the design of the 

organhtion had become nich that some 'trolunteers wield[ed] infiuence that [did] not 

derive fkom their position m the structure." This was somewhat problematic as there was 

a generally expressed feeling by SC staff that the volunteers who served in the NSO at 

the tirne were '~articularly wless". There was a correspondhg mistrust of SC, with 

members of the NSO feeling that they were workmg towards some sort of SC 

'hsterplan". There was also some acknowledgement by volunteer members at the time 

that the organïzation was 'plagued by weak volunteers with little technical or 

administrathe expertise." Another volunteer commented that the lack of volunteers had 

rendered any planning to implement change withui the organization as being "a v h a l  

waste of time". There was also an expressed need for leadership in key areas, and a 

commitment fiom volunteers to implement the proposed changes. 

There were &O concems with the staffhired to work in the NSO. There was a 

feeling eqressed by one volunteer that because of the inadequacy of  the stafS the 

organization had 'lest at least two years of good development, therefore volunteers had 

become dismayed and detached, and mistnist had developed" A M e r  concern 

expressed at this t h e  was that the organization's focus should be on domestic 

development, not just high pdormance as dictated by SC. 



By the end of 1987, t b g s  had improved somavhat. A new, and more effective, 

ED had been appointed Communication with the members, media and SC had all 

improved as a resulf as had the financial management of the organization. There had 

been no real turnover in volunteers, although the Executive had been reduced in size. 
- There was a definite reluctance to acknowledge the changes that SC was prescn'bing. 

There were no reg& meetings between st& and volunteers in order to try and 

implement SC suggestions, with the exception of the Annual General Meeting that 

invariably got dominated by other issues. In fact, the whole change process was very 

rarely mentioned by either staff or volunteers. The status quo remained pretty much 

intact over the next two years, although the organization did experience some conflia 

incidents. These were relatively minor, and usually concemed disagreements between 

those with administrative and technical responsiiilities. 

By 1993, the o r g h t i o n  had managed to get a squad onto the world circuit, and 

had secured legacy funding fiom the Canadian Olympic Association (COA) that would 

assist in the hosting of world class events. Howwer, because the NSO received only 

$8000 nom SC, the organization had to release a l l  of its professional staff, with the 

exception of one part-time development officer. The vol~nteers were once again forced 

into carrying out vimially all the day-to-day tasks of ninning the organization. By the 

middle of 1996, there were no administrative staff employed by the orgadzation. 

Funding had been totaIly cut by SC in April of that year, and the desire to insulate the 

technical programs as much as possible resulted in administrative duties being totally 

taken over by vohmteer members of the NSO. Corporate funding, however, increased, as  

did money from the Canadian Olympic Development Association, established in Calgaiy 

to dispense money that had acmed Eoom the profits of hosting the 1988 Olympic Games. 

As a result of this, and the improved technical performances of the athletes, the 

o r g h t i o n  was able to continue to send athletes to international competitions, and even 

host wents in Canada. Howevq by the end of 1996 the number o f  athletes was 

decreashg, and the National Coach, was decidedly unoptimistic as to what the fùture 

held for his organization- 



Case Sm 7 - NSO had reversed to an ernbiymtïc Kifchen Table urchetpe by 1996) 

This indoor Olympic sport o r g h t i o n  started off its program of planned changes 

relathely slowly. By the middle of 1987, the organization had accomplished only 

approximately one quarter of what had been called for in its p h  Perhaps as interesthg 

as what had been implemented was what had been planned but probably wodd never 

corne to fiuition. Steps had been taken to implement a National Team Program, hold 

regular training camps, appoint a High Performance Director, and open a HPC. Although 

SC insisted that there should also be a shift in decision-making authority fiom volunteer 

to professional staff, there was absolutely no move in tbat direction, nor was one planned. 

The formal plan outlining the changes that wodd take place in the organjzation 

was prepared by volunteer board members. Inrplernentation of the changes, howwer, 

was left to the office çta& The reluctance for change within the organization was 

exemplified by the TD d o  told us in 1987 that office aaff'8ad to provide lots of push 

to keep implementation moving." The TD felt that SC'S emphasis on high performance 

was pushing the erg-tion in a direction that it did not want to go. This was causing 

conflict within the NSO, mainly because of the desire by the majority of members to 

maintain an emphasis on domestic development. Further tension was caused by SC'S 

desire for professional staff to take fiül authority over the production and implementation 

of the necessary changes, something that the volunteers w i t h  the organization fought 

bitterly against. Consequently, aIl decisionmaking remained in the hands of volunteer 

cornmittees. 

There was not w e r s a l  opposition to the changes that SC was prescribing. 

Several volunteers informed us in 1986 that the direction that the NSO was being 

expected to travel was potentially beneficial to the organization. However, there was 

concem expressed that the requirements that were being imposed were overly taxing, 

both in financial end human resource terms, for an organization of this size. It was also a 

commonly held belief that there was an over-emphasis on high performance sport to the 

detriment of domestic development. One volunteer catalogued the litany of problems 

that she saw with the proposals: an investment in staffwho are inefficient; a reliance on 

'%ureaucracy and red tape"; confiision and antagonism between priorities regardhg 



national development and high performance. These things, she thought, had led to a 

great deal of confiict between staff and voiunteers. 

At the start of 1989, one prominent staff member refiected on the problems that 

had dogged the organhtion throughout the first quadrennid She suggeaed that the 

major problem was that the vohmteers refhed to buy into the process, despite the money 

that was being promised by SC. The root of this was that SC wanted the professional 

staff to take control of the organkation, M e  the volunteers insisted on retaining their 

authority. This resulted in staff being committed to the proposed changes, while the 

vohmteers were not. The conflict that emanated fiom this ultimately resulted in TD and 

ED both leaving the organhtion. 

Howwer, fiom this pomt on, volunteers, on the whole, became much more 

committed to the change process, and saw the value in it, whereas previously, according 

to the TD, ''it had been rammed down people's throats." However implementing any 

changes sti l l  proved difncult. Although there was a gradual move to become a more 

professional and bureaucratie organization with professional s t a f f  incrementally assuming 

greater levels of responnibility, change was slow. In 1992, it became apparent that the 

federal governent was going to radicaIly reduce the amount of money it spent on 

amateur sport Over the next four years, the NSO was hit progressively harder until in 

1996 it had to release its final employee. Although there may have been those within the 

orgaahtion who had been in favor of ceding greater levels of authority to the 

professional stafS this was no longer possible. The organkation now became totally 

dependent on its volunteers to perfonn every function. Corporate support was non- 

existent, and with the organkation totdy dependent on user fees, donations, and a grant 

f?om the C O 4  the organization considered merging with another NSO. Although the 

merger was wentually called off, the organization had reached an all t h e  low, unable to 

plot a course for the fiiture with any degree of certainty. It proved impossible to secure 

sponsorship or any other type of funding that may have led to the employment of a staff 

person, and hence helped the o r g e t i o n  back onto somethmg like an even keel. 

Consequently, members of the NSO were very unsure as to what the future would hold. 



Case Stuc 8 - (NSO hnd reversed tu a Kitchen Table archetype by 1996) 

This winter spoa organization was one of the fnst to become invohed in the Best Ever 

change program The plans were developed in 1983 by vohmteers and professional staff 

located in the sport's headquarters in a mid-Canadian city. As part of the niteria to 

receive additional funding, the sport had to relocate its national head office to ûttawa. 

This was accompanied by the hiring of new stafS as the previous employees refûsed to 

relocate. 

The new staEwere, according to the TD m 1986, '%mply employed to implement 

the plan, not question it." This provides a good mdication of the relationship between 

staff  and volunteers at the t h e ,  one characterized by little mutual respect. The staffwere 

largely seen as 'hot up to the job" by the vol~teers; the volunteers were generally 

viewed as "malleable" by the s t a .  The TD also suggested that "some volunteers have 

hi& status f?om their role in the organhtion, and are wary of professional staff and 

other volunteers who are seen as a threat to their status." The example was &en of the 

National Team Vice-Chairman who " c d s  a lot of the shots" and has a strong power base 

as he is also the chair of the o5cials and manages the major fàcility in the country 

Although, therefore, the est three years of the quadrennial were rnarked by increases in 

fundhg, stafS coaches, and athletes, they were also notable for the hi& levels of confiict 

in the organization. 

By the end of 1987, codict was st ï l l  a major problem for the NSO. There was 

also great reluctance among volunteers to cede any decision-making authority to the 

professional staff. The ED niggested that the volunteers lacked the vision and "do 

abüity" necessary to nin the organization, therefore she had to take the lead without 

ahvays having the necessary authority to complete courses of action. There was also a 

feeling expressed by the ED, that a l l  that the volunteers were interested in was 

international travel, and that 'the professional staff could do what they litce provided they 

stayed out of [the international orghtion]."  The Chairman of the organi;rrition was 

partidarly unreceptive to change and therefore had to be ' b a g e d "  by the ED, who, 

not nirprisingly, fomd the whole experience extremely stressfid. Problems in the 

organization were exacerbated by the total lack of volunteer tunover, which when allied 



to the lack of leadership that was forthcoming, caused immense fiction with the 

professional st& 

Despite this reludance to embrace change, there was the acknowledgement that 

somethhg dramatic needed to be done if the organization wss wer going to operate 

effectively. One volmteer complained that too much money was spent on the National 

Team to the detriment of domestic development. A second held that 'the sport has three 

good vohteers that keep the spoa gokg, but not growing. The~e is a need for radical 

organizational change if Canada is to become cornpetitive." 

The start of 1989 witnessed, if anythîng, a M e r  detenoration in the 

o r g ~ t i o n  The volunteers were stiU not interested in any of the proposed changes 

being implemented, changes to whicb the staff felt committed. There was also conflict 

between individuals based in the west of the country and those in the east; between 

administrative and coaching staff over differential rates of pay and jurisdiction; and 

between European and Canadian coaches over training regimens. Each of these disputes 

arose because one group felt that its status withm the organization was being threatened 

by the other. Needless to Say, theTe was a lot of time and energy expended on codlict 

management. Ultimately, the ED resigned, largely out of hstration, to take up another 

position in the Canadian sport idkastructure. 

Amazhgly, four years later, there was stiU relatively little change in the Board of 

Directors or the Executive. The organization had biled repeatedly in international 

cornpetition and had consequently had t s  fundhg slashed by SC, to the point at which 

most stafS technical and administrative, had been either released or reduced to part-time 

status. The levels of cofict  ha4 at least, correspondmgly reduced. 

By the end o f  1996 the f u n h g  position had worsened considerably. Spoa 

Canada's con~Lbutions had been totally eliminated leaving the organization entirely 

dependent on the CO& members' contriiutions, and its one major corporate sponsorship 

deal for fiuiding. In fàct, so reliant had the organkation become on these sources of 

hance that members of the NSO were already extremely womed as to what the fuhue 

would hold when the m e n t  sponsorship agreement expired in 1999. One thing that was 

certain was that SC would not be steppïng in to provide any M e r  fundhg. The 

organhtion continueci to employ fidi-thne staff, but were questionhg how much longer 



this could continue. The effects of the years of confiict were still being feh. As times 

became more ütigious, and there had been dispute after dispute over seemingiy every 

decision fiom athlete seleaion, to athiete hding, to coaching appointments, policies, 

procedures, and other forms of documentation were hany reaching an appropriate level 

for an organization of this type. It promised to be an hteresting, and not all together 

bright, ninue for the organization. 

Case Study 9 - (2vSO hud reversed to a schizoid fieculive Oflce/Boardroom archetype 

by 1996) 

In the ikst two years of the planning process, there was a definite feeling of optimism 

witllln this NSO. On hearing of SC'S proposed changes, the general feeling, particularly 

among professional staff; was 'the sooner the bette?. The anticipated focus on planning¶ 

and the associated extra bding, was seen as being highly beneficial to the NSO. The 

planning process, started in October 1984 and completed the following May, involved 

key technical professional aaE and vohmteers. However, it was pointed out by the 

National Teams Coordinator (NTC) that the overail membership 'Swere not consulted, 

informed, or hvolved in the planning." 

By Febmary 1986, as part of the prescnied changes, the NSO had hired a new 

NTC and a new Technical Coordinator. It had six of its pIanned eight HPCs in place, and 

plans to increase professional staff decision-making authority were being formulated. 

There was, howeveq some resentment building between volunteers and professionals. 

Professional stafffelt that some volunteers were weak commrlnicators who did not take 

their responsibilities as seriously as they might, regarding them more as a hobby to be 

picked up whm convenient. By contras some of the comments made to us by senior 

level volunteers at the same time suggested that "the adminimative staff were not 

equipped to do the job." Another, however, suggested that the staff were not the 

problem, and that it was "some [volunteer] cynics [ d o  had] held the process up." 

There was also a general feeling that the NSO was reliant on SC. This was first 

expressed in 1986, with comments from volunteer Board members that the organization 

was "totalIy dependent on the Govemment . . . to nm our programs". It was also 

expressed that 'leadership fiom SC is essential", and that "SC must spend more t h e  with 



volunteers" to inoprove the way in which the NSO operates. Similar feelings would 

resurface throughout the next ten years. 

The early buoyancy was stiU in evidence at the end of 1987. AU eight HPCs were 

now in place, the number of athletes had increased, athletic performances had improved, 

and overall, according to the NTC, "the organization is &g more efficiently." He did 

however, foiiow this up by saying that the NSO was "reliant on SC, despite attempts to 

become more self-suEcient." There was also ongomg conflict between professional staff 

and vohuiteers over Mering organization design preferences, and between those who 

felt that more fimding should be directed towards domestic development and those wtio 

favored resources behg concentrated on eütalevel athletes. The NTC felt that the 

membership was largely supportive of the proposed changes, but questioned the agenda 

of the Board of Directors which, he felt, was not entirely supportive of the national 

program He di4  however, state that the involvement of professional staff and volunteers 

in the change process had helped bring everyone closer together. 

Following the Seod Olympics, the general optimism regardmg the change 

process was still in evidence. There was a feeling that organization members had leamed 

a lot fkom the process, although there were concems about the levels of papenvork, the 

lack of qua& coaches available, and the disappomting results at the Olympics. 

The i n t e ~ e w s  that were conducted in 1993 were also notable for the positive 

opinions eqressed by o r g h t i o n  members. The NSO had been &en a great boost by 

the performances at the 1992 Olympics and subsequent World Championships with 

medals won at both events. Anministrative1~~ there were incremental changes in a 

variety of areas that the ED felt illustrated the continued progress that the organization 

was mgking. The improvement in the women's programs was of particular cause for 

celebration within the NSO. 

Athletic pdormances, especially those of some fernale athletes, were sti l l  a 

source of great pride in the orginkation as 1996 drew to a close. There was a reported 

mcrease in the number and standard of the NSO's coaches. Administratively, there had 

aiso been some changes. The Board of Directors was used more extaisively to make 

decisions because of a perceived need to give more say in the Nnning of the organhtion 

to the Provincial and Territorial representatives that comprised the Board. There had 



been an increase in the foRnalization of evduation procedures to d e  staff rnembers 

more directly accountable to the general membership. Selection procedures had also 

become more systematized following three court appeals by athietes over their faiiure to 

be selected for the 1992 Olympics. 

Despite an overall sense that positive changes had been made within the 

organization, there was a general air of despondency over the state of the amateur sport 

system as a whole. There was a feeling expressed by the Executive Director that 

although the fûnding of the organization was senire, largely because of the athtetes' 

Olympic performances, the sport system generally was "in big* big trouble." He went on 

to say that "there is no hi& performance sport system, there's no provision for it . . . 

nobody's putting a vision on the table of where the sport systern's going." He ako 

bemoaned the organization's refiance on the Government, and its lack of attractiveness to 

corporate sponsors. Thus although athletic performances were strong, the feeling that 

the mgankation was fàcing an uncertain fùture was clearly expressed. 

Discussion 

The case shidies provide an Uiiminating insight into the way in which change unfurled 

within this group of organizations. If we break down our examination into the three 

dynamics which were discussed earlier, interests, power, and capacity, we begin to see 

various common factors emerging in both those that were able to complete the radical 

transfomation, and those which were not. These are summarized in table 1 and 

discussed in detail below. 

Ikterests 

The case çtudies clearly show that each o rgah t i on  is made up of a variety of 

Merentiated groups. There are professional staff and volunteers; there are technical 

personnel and administrators; there are geographic divisions, most notably between 

Anglophones and Fnmcophones, and/or between eastem and western Canadians; and 

there are those who fàvor an emphasis on high performance sport and those who feel that 



the NSO should be at least as equally concemed with recreational sport development. It 

is apparent here that the relationship between organizationd sub-units such as these can 

serve as either a stimulant or a block to major changes. 

Each of these groups had the potential for being dissatisned with the way in 

which 3 s  mterests were being catered for wuhùi the organization. Such dissatisfaction 

can lead to a sub-unit trying to bring about change within an o r g h t i o n  (Pettigrew, 

1987). These Hiterests may take the fonn of resource allocation or role withm the 

o r g h t i o n ,  p a r t i d a .  with regards to decision-mahg authority. F'mancially, it was 

within the interests of ail sub-unit memberç to help the organbation make the ~ansition 

to a more professional bureaucratic for% as such a move would see the NSO heavily 

rewarded by SC. ~owever, in several cases there were disputes over resource allocation, 

nich as that between those who fàvored devoting resources to hi& performance athletes 

and those who argued that more should be directed towards domestic development, as in 

case study nine. There were also concerted efforts by volunteers in several NSOs, 

including those featured in cases seven and eight, to protect their interests by retaining 

theu decision-making authority. 

It is apparent that leaders of those organizations that managed to make the 

transformation to a more professional bureaucratic form went to great lengths to try and 

accommodate the interests of different groups within the organktion Case study four 

highlights sweral of the dynamics associated with the change process, and hence it is this 

organization to which we first devote some time. Inrplicitly at least, the organization 

recognized that complethg the transition would be extremely difncult ifpowerful interest 

groups within the NSO objected to the change. 1t therefore attempted to aisure that 

members of different sub-units played an active role in the transition process. In this 

way, they could be assured that then interests would be protected during the transition 

process. This attention to process arose largely as a consequence of the subjective nature 

of the sport that meant that it had always been vulnerable to c o d c t  developing between 

different fictions. The o r g ~ t i o n ' s  leaders therefore made sure that ail regions of the 

country were strongly represented within the organization, even though this made it 

somewhat unwieldy m the opinion of SC officiais. The NSO reacted to the possiiility of 

fi-iction arismg between technical and administrative staff by creating a Technical- 



Administrative Council by which ali change plans and budgets had to be approved. It 

also created a separate plan for domestic dwelopment because it recognized that the 

changes prescnibed by SC were fonissing the NSO purely on high performance athletics. 

As weii as superfïcially satisfying members concems that their hterests would be 

protected d e n  the changes took place, the measures taken also served as usefùl 

integrating devices which would have fiuther reduced the likelihood of contlict by 

exposing members of one sub-unit to the interests of others (Lawrence & Lorsch, 1967). 

The one area where this organïzation was unable to make rapid progress was in 

the adjument of decision-making authority fiom volunteers to professionals. Volunteer 

members were very concerned about this proposed shift, as one informed us in 1986: %e 

trend towards more decisionmaking in the hands of professionals will destroy us." This 

reluctance to cede more authonty to professional staff remained until the final 

puadramial of the study. Despite this, the value of the volunteers was largely appreciated 

by the professional staff who accepted the situation and worked within the parameters 

that were set. The important thing was that change was carried out incrementally, with 

conf?ontation avoided, u n d  the memb ers of the o r g h t i o n  were cornfortable enough to 

complete the transformation (Pettigrew et aL, 1992). In this way, trust was b d t  up over 

time to a point at which the volunteers felt codortable in handing over greater decision- 

making authority to the professional staE 

Although there were not the same extent of integrating mechanisnu required in 

the other organUations that reoriented, they a h  made sure that different interest groups 

were satisfied with the changes that were being made. Each is notable by the way in 

which volunteer and professional members worked ciosely together to b ~ g  about the 

desired changes. In case study one, for example, extensive use was made of committees 

that comprised both professional and volunteer members to make major decisions. It was 

expressed that it was to the advantage of all if the skills of professionals and volunteers 

were fùlly utilized. Similady, technical and administrative staff also worked closely 

together to plan and implement the program of planned changes. Impoflantly, in this 

way, each snb-unit could ensure that its interests were not being harmed, and may even 

be enhanced, by the ongoing transition. 



Similar sentiments were expressed in case study two. The vohteers were happy 

to monitor and évaluate the changes that the staffwere left to plan and implement. It was 

also noted that, since 1985 at least, administrative and technical staff had enjoyed a good 

workmg relationship, both groups reporthg directly to the DG. Anhough there was some 

conflict in the o r g h t i o n  focussed upon in case study three, mice 1988 there had been 

a ccdynamic" approach to planning and implementhg the changes. Again, this was only 

possiile because of the way in which professionals and vohmteers each felt that their 

interests were not threatened by the transformation in the o r g h t i o n .  

The overd consensus as to the positive effect that the changes would have on the 

members of the different interest groups led to an embracing of the change concept and, 

in three of the cases, relatively swiff adoption of the Executive Office archetype design. 

The non-reorienters that we studied were just the opposite, and were characterized by 

sub-unit members continually maneuvering to protect their own interests. The prospect 

of change was generally seen as a threat to their positions within the organization. 

The two sub-units that generated most fiction were the volunteers and 

professionals. hdeed, the b d d  up of tension between these two groups has been 

recognized as the single biggest cause of conflict within this population of organizations 

(e.g., Amis, Slack & Berrett, 1995; Goldfarb, 1986; Slack, Berrett & Mi-, 1994). 

There are comments reflecting territorial and philosophical ciifferences between 

professionals and volunteers in each of the case studies illustrahg non-reorienting 

organktions. Hinings and Slack (1987, p. 145), in their study of the implementation of 

the QPP among NSOs found that ccapprolcimately half the NSOs exhibit medium to high 

levels of confiict between professionals and volunteers For the most part, this conflict 

was over the issue of control" Both sub-ds ,  as we found, were anxious to protect their 

interests. In other words, political seKinterest dictated the way in which members of the 

organization approached the change issue (Oliver, 1991). The most vMd example of this 

appears in case study eight. The professional TD, back Hi 1986, suggested that "some 

volunteers have high status fiom their role in the organhtion, and are w w  of 

professional staff and other vohmteers who are seen as a threat to their status." The 

NSO's ED, at the end of 1987, noted that the only thing that many voluntees were 

interested in was international travel, and that 'the professional staff could do what they 



like provided they stayed out of [the international orga~~ization]". These disputes 

continued throughout the twehre years of the study preventing little more than a muddling 

through of decisions (Lindblom, 1959) wÏth M e  thought &en to tryhg to implement 

significant change within the NSO. 

Despite this, some vohmteers recognized that there was a great need for change. 

As one informed us, '%he sport has three good volunteers that keep the sport going, but 

not growïng. There is a need for radical organizational change if Canada is to become 

cornpetitive." Howevery mwilIing to enter into any process of reform that they perceived 

might h m  their interests, wen these volunteer voices fàded over time. Although 

unhappy at the state of afTairs, the disharmonies within the organhtion had become 

taken for granted, resulting in a failure to precipitate any meaningful change (Hinings & 

Greenwood, 1988). 

Although things were not quite as pronounced in the other NSOs featured in the 

case studies, there were s a  several comments that indicated that sub-units were anxious 

to protect their interests and maintain their position of advantage within the organi;rstion 

(Walsh et aL, 1981). Several vohmteers in the NSO in case study seven were wiuing to 

fight baterly to prevent professional staff gaining greater authority within the 

organization, and also to protect the organization fiom what was seen as an over- 

emphasis on high performance sport at the expense of domestic development. S t a  on 

the other hand, were committed to making these changes. The result of this was a great 

deal of confikt early on in the change process and the loss of some key staE 

Consideration was only &en to the proposed changes when members of the organization 

realized that their existence was threatened. Such a threat to survival often acts to 

precipitate the onset of major change as an option of last resort (Ban & Hu& 1997). 

Howwer, by this time the NSO was fàcing a fùnding crisis that prwented it fiom 

iniplementing many of the changes that were previously touted by SC. 

The NSOs in case midies six, eight and nine are also characterized by volunteers 

who were reluctant to cede authority to professional staff. There are also comments that 

mdicate other conflicts arising over varying emphases on high performance and domestic 

sport development, and between the roles played by technical and administrative staff. 

These findings replicate those of Hinings and Slack (1987). In case study eight, for 



example, there were conflicts between eastern and westem Canadians, between 

administrative and technical stafS and between Europea. and Canadian coaches. Each of 

these situations arose because one group feh that its interests were being damaged by the 

other. In case study nine, there is evidence of confiict developing between those who 

favored resources being directed to high performance sport and those who preferred to 

see them directed at domestic development. 

The disputes that characterized these organizations help illustrate three major 

points with respect to the effect of nib-unit mterests on the change process. The first is 

that organization sub-units will strive to protect interests that are not necessarily materiaL 

This is an important findmg because most scholars have argued that the interests that a 

subunit is most anxious to protect are its allocation of resources. Hinings and 

Greenwood (1988, p. 44), for example, define interests as being "the motivation to 

enhance or sustain shares of scarce and vahied resources-" In this, they are supported by, 

amongst others, Pfeffer and Salancik's (1978) work on resource-based theory, and 

Alford's (1975) investigation of health refom in the USA 

It is apparent here that the distrr'bution of resources ako played an important part 

at times in understanding nib-unit reactions to the prospect of change, for example for 

those who wanted to see greater resources devoted to domestic development rather than 

high-perfiomce sport. However, the most important battle over interests concerned the 

distriiution of decision-making authority. In particular, it invohred a reluctance of ma.ny 

volunteers to give up their decision-making roles even if it meant preventing the 

organktion fiom what was sometimes recognized as much needed change. In this 

sense, the distniution of material resources was virtually irrelevant. Thus, we extend the 

scope of criteria to be considered when investigating the possible effect of sub-unit 

mterests beyond the distniution of scarce resources that most analysts have focussed on. 

mead,  the interna1 and extemal contexts should be taken into account to determine the 

nature of the imerests that are important to organization sub-&S. 

The second major fmding pertains to the fia that organizations wishmg to 

complete radical transformations must ensure that their various sub-units are put in 

positions whereby their members cm satis@ themsehes that their interests will not be 

harmed by the proposed changes, and may even be enhanced. This is an exiension of the 



thoughts of theorists such as HHLings and Greenwood (1988) who have suggested that 

sub-units will seek to instigate change if they are unhappy with th&- allocation of 

interests, or oppose change ifthey are satisfied. Our study illustrates the importance of 

incorporating innuential sub-units into the actuai change process in order to prevent their 

resistance fiom stifling the transformation. 

Our third point of interest W e r  extends this line of thmking by foilowhg up on 

the effects of the conflict that will become manifest if sub-units feel that their interests 

are threatened by the change process. In those NSOs in which nib-units were continualiy 

fighting to protect thei. interests, conflict resolution required so rnuch time and effort 

fiom key staff and volunteers that there was linle chance of them being able to focus on 

strategies for change, even if these were what was desired This is a point to which we 

return in our investigation of the organkation's capacity for change. 

Paver 

Motivation to protect or enhance interests, therefore, can serve as either a catalyst for, or 

a motivating force to prevent, change. The power structure of an organization will also 

play a determining role in the outcome of the transition process (Pettigrew, 1985, 1987). 

Volunteers have traditionally played a central role in the operation and activity of 

Canadian NSOs. This status has brought with t a great deal of organizational power 

(Hickson et aL, 1971). The changes prescribed by SC, however, were that while 

volunteers should set policy, the actual power to operate the organkation should be 

passed to professional staff members. There was thus the potential for power to be 

concentrated in the hands of either volunteers or professionals, or there was the 

possibility of limaed authority being delegated to the staffresulting in a dispersed power 

structure (Huiings & Greenwood, 1988). We fomd examples of both types. 

In case study one, there was very much a dispersed power structure in evidence. 

Major decisions were made by commatees comprised of volunteers and professionals. 

The resuhing participative decision-making structure was seen as democratic and fair. 

Because professional staff and volunteers were anxious to make the transition to the new 

archetype, what Hinings and Greenwood (1988) tenu a cYeformative cornmitment", 

change was possiile. Ifthere had been a cornpetitive commitment, by contras, whereby 



each group fàvored a different design, then change wouid have been vimially impossible 

with this distniution of power. 

A siniilar position is evident in case study three. Here, once professional staff and 

volunteers embraced the concept of radical change, a participative decision-making 

structure was used to get the orgauization to the desired end-point. More than 600 

members of the organization were involved in the change process. This had the 

beneficial effect of giving ownership of the changes to the membership, hence securing 

their more rapid acceptance than might otherwise have been the case. Once more there 

was widence of a reformative cornmitment as both groups embraced the desire to move 

to a new desige Over the, power became more concentrated m the hands of 

professional staff, but the mutual trust that had developed as a result of the transition 

process resuhed in this causing little change in operating procedures. VoIunteer input 

was still valued, and ahhough the volunteer board had the final Say on policy decisions, 

there was rarely any disagreement in the direction suggested by the a a ê  Pettigrew et al 

(1992, p. 146) suggested that 'Sn human service organjzations, the professional- 

managerial intefice is a strong determinant of organizational form, culture and 

operation. In health care organizations, the chician-management interface is especially 

central and influential" It appears that the professional-volunteer relationship in NSOs is 

similady importa* p articularly during p erio ds of transition. 

The organization in case study two is a good example of a concentrated power 

structure. Here, volunteers were happy to rnonitor and evaluate the change process M e  

leaving the planning and implementing of the changes to the professional staff. 

Leadership for the &ansformation was concentrated in the office of the Director GeneraL 

There was an early realization by the Board of Directors that 'Wwe are going to d e  it, 

it is because we have assembled a good team of professionals working for the 

orgIiOi;rrition" Thus once the decision was made to attempt the process of radical 

transformation, the volunteers decided to cede power to the professionals and let them 

lead the organization fornard. 

The final o r g h t i o n  that achieved the transformation in this study is somewhat 

dZ5erent to the others. Here, power was concentrated in the hands of the volunteers for 

much of the transition process. Ahhough this group appeared keen to make the move to 



the new archetype, its members were very reluctant to relinquish their power. This 

prevented change f?om occurring at any great speed Ahhough there were certain valued 

outcornes that would be gained fiom entering into the transition process, some members 

of the organization clearly felt that there wodd also be results that were less desirable 

Ipfeffer, 1992). Decisions were gradually decentralized howwer mtd by the third 

quadrennial, there was a dennite &.il2 in the organization's leadership away fiom the 

volunteer executive to the professional ED. Thus although the transformation was finally 

accomplished, the power structure in the organization dictated the Pace at which it would 

be achieved. 

Within the organizations that failed to reorient, there was more evidence of 

concentrated power structures than dispersed ones. Not surprisingly, &en the overall 

desire of vohteer  decision-makers to protect their interests, this power was used to 

prevent change fiom takmg place. It is just as important to understand this use of power 

as it is to appreciate the way in which it can be used to instigate change (Tushman & 

Romanelli, 1 985). 

We dehed  power as being the ability of s u b - d s  through political activity to 

constitute the organization to their own preferences (Hinings & Greenwood, 1988; 

Ramon et ai., 1980). Changes in decision-making structures are therefore often a focal 

point of resistance to transformations because these structures govem behavior, 

determine d o s e  interests matter, and ultimately establish how things should be done 

(Khdis et aL, 1995~). The organization that forms the focus of case study ei& for 

example, contained volunteers that remained directors for a long period of t h e ,  and who 

were more interested in international travel than in entering into any process that might 

nimini& their power within the organhtion. The ED in this organization was thus given 

the responsibility of ûying to nui the organization without being &en the authority to 

aaually cany out the rnajonty of her tasks. It is of little surprise that she resigned in 

frustration in 1989. By maintsinmg this concentrated power structure, the volunteer 

Board of Directors was effectively able to prevent any meanin@ change Eom taking 

place in the organization. 

It is a simüar story in the NSO featured in case study seven. The fia quadrennial 

was marked by a great reluctance among the vohinteer directors to cede any power to 



professional s t ae  nor to sacrifice domestic spoa development on the ahar of elite 

athletics. In fàct, they fought bitterly a g h a  both of these proposals. A concentrated 

power structure was retained and thus meaningful change was prwented. By the time 

that the value of implementing a program of changes had become apparent, the 

organization was overtaken by federal govenunent cuts. W i  no infkastnicttue in place 

to independently maintain a professional sta the NSO's volunteers were, ironically, 

forced to retain complete control of the organization. 

The NSOs disnissed m case midies six and nine also had concentrated power 

structures dominated by volunteers who were reluctant to mtroduce any significant 

organkational changes. The latter organization, ostensibly at least, did contain 

volunteers willing to see the transition to a more professional bureaucratic organization. 

In fàct, there were even plans in place as Eu back as 1986 to increase professional 

a u t h o e  withm the organization. However, these plans were never realued. Redefining 

volunteer roles and changing the authority structure was a direct confkontation to the 

traditional role played by volunteers within the orgauization, and was therefore 

unsurprishgly resisted (Slack & Hinings, 1994; Kikulis et al, 199%). Changes that were 

implemented, therefore, were largely superficial and did not S e c t  the power structure of 

the organization. Ahhough there was some limited decentralization, by 1996 the Board of 

Directors was being used to make even more decisions than previously, M e r  

eniphasizing the reluctance of volunteers to embrace the Executive Office design. Thus, 

as with the NSOs in cases seven and eight, the distriiution of power m the organization 

proved *cal to the outcorne of the change program Wrganization members who 

desire change . . . require access to achial decision-mahg so that thei. voices can be 

heard (power)" (Hïnings & Slack, 1987, p. 143, parenthesis in the original). Without this 

access, there was little oppominity to even raise the prospect of change as a meaningful 

option. 

Case study five is somewhat different. Here, the power struggle was not between 

different organUation sub-units, but between the NSO and SC. The uneasy relationship 

that the erg-tion had with SC because of its athletes' various dmg abuse hûactions 

made members of the o r g h t i o n  extremely wary of any SC proposals. Thus, although 

some members of the NSO were in fâvor of the proposed changes and thought that they 



could be of benefit to the organhation, the overall sentiment, pdcularly among 

volunteers, was that the changes should be resisted Kikulis et al (1995b) reported that 

because professional stdfwere seen as close in orientation to the ideals of SC, there was 

a reluctance among volunteers to t r d e r  power to them because it was seen as a direct 

loss of autonomy for the organization. That appears to have been the case here. Despite 

this, the organization did begh a program of change, primarily because the ED believed 

in the changes that were being proposed and had previously enjoyed wide-scale support 

within the organization. However, although changes were made, the overaIl notion of the 

transformation was not widely embraced by those who held power within the 

organization. A major part of this was the inability of the leadership within the 

o r g h t i o n  to see past SC as the d d  incarnate and try and bring about the transition 

for its own sake. Thus, although the distriiution of power played an important role in 

preventing change fiom takmg place, the organizatiods capacity for change also 

inhbited the process. 

There are two possible power distributions withùi an organization, concentrated 

or W b u t e d  (Hmings & Greenwood, 1988). ûur hdings support this However, we do 

extend the work of HUlings and Greenwood by tnking into account the specinc nature of 

the organizations that we were inveaigating. In order to make the transition power had to 

be ceded by volunteers to the professional stafE This was the ody way of making the 

transition to the Executive Office archetype. In those NSOs that made the transition, a 

distributed power structure was adopted relatively early on in the process. In thiç way, 

professional staff were able to exercise the authority necessary for ninning the 

organization. In some cases, this distri'buted power graduaiIy became more concentrated 

in the hands of the professional staff as they took on more authority for operating the 

NSO. In the one NSO that took a longer time to make the transition, power remained 

concentrated in the hands of the volunteers, effectively preventing Ït f?om making the 

final shift to an E x e h e  Office archetype until 1996. Those NSOs that failed to 

reonent were characterized by the retention of power in the hands of the volunteer e h .  

In this scenario, change proved impossible, no matter what steps professional staff took 

to try and make the transition. We can thus conclude that for change to take place in 

these types of orgmizations, power must be given up, at least in part, to professional staff 



to produce a distn'buted power structure. Change can then take place. It is not possible 

for volunteers to fivor the transition and retain a concentrated power structure. By 

contrast, in such a power distn'bution with a volunteer elite favoring the stafiu p u  there 

is no possibility of change ocanring. 

Capacity for Chmge 

As weil as  h a k g  a supportive power structure in place, there is also a need for an 

organization intent on ca-g out a transformation to have the capacity to bring about 

the change (Greenwood & Hniings, 1996). Unsurprisingly, there were also marked 

ciifferences between those NSOs that changed and those that did not in the capabilities 

that each showed to prepare for and manage the transition process. We break these 

capabilities down into technical and, first, behavioural components that proved to be key 

in determining which NSOs managed to reorient and which failed 

A vital feature of those organizations that proved able to change was the 

emergence of a strong leadership figure able to create a vision of the organization's fiiture 

state (Child & Smith, 1987). It is also clear that this visionhg process was seen as such 

an integral part of the organiation's operation that t continued even afier the 

transfomation had been completed Members of the organization in case snidy one 

outlined the need for professional and volunteer leadership with the vision to cany ow 

necessary changes as vitally important for niccess into the next MiUennium, The DG of 

the NSO in case study two outlined that in order to be successfûl mto the fùture there was 

a need for good went management, television contracts, and corporate sponsors. The 

third case study highlights an organization that, according to the CE0 in 1996, was 

redehïng itself as a service organization intended to cater to members needs "fkorn the 

cradle to the grave". The thal  reorîenter featured m case study four was desmibed by the 

ED as becoming much more athlete-centered. He also stated that the role of professional 

stafFwas to adopt a leadership role. AU four organizations thus had key individuals who 

were able to atticulate a f ini te state that the organization was moving towards. 

The importance of  ansfo formation al leadership" has been noted as being 

particularly important in implementing programs of change (Kanter, 1983; Tichy & 

Uirich, 1984). Pettigrew (1987, p. 652) suggesied that the transformational leader is able 



to imite organization members 'ïn the pursuit of higher goals, the realtation of which is 

tested by the achievement of signincant change." This was weU illustrated here, not just 

by those NSOs discussed above, but also by those organizations that failed to make the 

transition to the Executive Office archetype. AIthough the NSO in case five had an ED 

whom enthusiastically embraced the concept of long-range planning, and tried to bring 

about some of the changes prescrîbed in the SC plan, the problems with dmg abuse 

ovewhelmed the organization. Funci&, athlete cornmitment, the number of coaches and 

the sport's profile all seemed to be on a continuous downward spirai, leaving the 

organhtion perennially in a mode of crisis management. The rapid staff and volunteer 

turnover also proved detrimental, plachg the NSO in a position of stniggling for &al 

rather than possessing anybody with the capability of creating a vision towards which the 

organbtion could move. Without a cohesive managerial lead, the organization just 

drifted along rather than being able to build on is earlier change efforts (Pettigrew et aL, 

1992). The organizations in cases six, seven and eight nmilarly lacked an individual able 

to stimulate a vision for the fùture. Riddled with conflict, sub-uaits seemed more 

concemed in çaiving to protect their own interests rather than wonying about some 

hture state in which the organization might exist. 

The NSO featured in the h a 1  case study also conspicuously lacked leadership. 

Although there was not the confiict that was present in the other non-reonenting 

organkations, there were continual expressions of a desùe for greater leadership f?om 

SC. h 1986, there were various comments fi0111 volunteers in the organization that the 

NSO was 'totally dependent on the govemment", that 'leadership fiom SC is essentiai", 

and that "SC must spend more tirne with vohinteers" if the organization was to become 

more effective. The following year, despte optimistic comments as to how the NSO was 

deveioping, the NTC stated that the organization was stiLl "reliant on SC despite attempts 

to become more seE&cient." 

In 1996, the situation had got no better. Bernoanhg the NSO's reliance on the 

goverment, the ED stated that 'there's no high performance system, there's no provision 

for it . . . nobody's putting a vision on the table as to where the sport system's going." 

Seemingly unable to create a vision of 3s own, the NSO was still reliant on SC, and thus 

feh that ahhough the fùnding of the orgIinilrition was secure and athletic performances 



were strong, the NSO wodd be dragged down with the rest of the amateur sport system 

If ever there is an example of the need for strong? visionary leadership to enable radical 

chmge, then this is surely t. As Pettigrew et ai. (1992) found in several divisions of the 

British National HeaIth Service that were attempting to implement programs of radical 

change, the lack of effective leadership seerns to be a handicap impossible to overcome. 

As weIl as this behavioural aspect to understanding capacty for change, those 

NSOs that reoriented had leaders that possessed the technical capabilities of 

understanding what was required in terms of managhg the change process and in 

operating within the new archetypal design. AU four organizations that reoriented 

recognized the need for long-tem planning in order to become more effective. In faa, 

three of the four had already instigated their own long-tenn planning before SC launched 

its 'Bea Ever" program. As nich, there was at least an implicit aclmowledgement of the 

fact that change was necessary. They were therefore ready to embrace change as a 

necessary f a a  of their existence, even if they disagreed wÏth some parts of SC'S 

prescribed plan, and had some understanding of the technical processes involved By 

contrast, the organizations that failed to reorient saw the prospect of change as a threat 

rather than an oppomrnity. Consequently, any changes that were made tended to be 

superficial m nature, designed not to upset the traditional mode of operating in the 

organization. Members who wanted to bring about change were continually hstrated, 

and in the case of at leaa two NSOs, key personnel ended up leaving their organization 

as a consequence. Thus? there was a major difference between the reorienters and the 

non-reorienters with respect to this technical component of the change process. Hinings, 

Brown and Greenwood (1991, p. 388) similarly emphasized the importance of this 

characteristic of successiid change management with their observation that 'the role of 

top management in guidiag and reviewing the operation of [a] new organization [is] 

crucial." We found clear evidence for this here. 

Inevitably, problems were fàced during the change process, but those 

organi7ritions with clearly expressed visions of where they were attempting to get to 

could usually overcome them with some thoughtfid management. For instance, the 

organization in the first case study suffered severe financial cut backs following its 

fàilure to qu- for the 1988 Olympic Games as its govenunent fiinding was cut and a 



major corporate sponsor r e h e d  to renew its agreement. A amilar situation was faced in 

the 1990s as govenunent funding was fiinher reduced. The organization responded by 

continuhg to build on its previous changes to become even more efficient. These 

potential threats were seen as an opportmity to hcrease the organization's cornmitment 

to change (Peteigew et aL, 1992). 

Those organizations that failed to reorient tended hstead to see such setbacks as 

insurmountable obstacles that required a severe reduction in personnel and/or operations. 

This is ihstrated in case study nine with a NSO which vimially admitted to having Me 

hope for the future because of the perceived demiee of the amateur sport system, and its 

inab- to conceive of tself as an Hidependent o r g h t i o n .  These varying responses to 

simitar environmental pressures support findings made by AUmendinger and Hackman 

(1996, p. 364) in th& study of East &man orchestras. "Some orchestras responded to 

the threat posed by reunification with inaction or wen retrenchment; others exhibited 

proactive and innovative responses." In other words, despite being faced with seemingly 

very similar pressures, the interpretation of these pressures and the subsequent choice of 

how to respond to them is very much in the hands of the power holders of the 

organization (Chilcl, 1972; Oher ,  1991). As AUmendhger and Haclanan found with 

orchestras and we f o d  with NSOs some leaders will respond by talüng responsiiility 

for their own survival and seek to react to the change in environment in a proactive 

manner. Mers, however, wilI see no room to maneuver and do nothmg but wait for 

their fate. Almoa inevitably, the consequences of this latter course of action will be 

negative. 

The final point to be made in terms of the technical aspect of organizational 

capacity relates to the previously disnissed relationship s, primarily between professionals 

and volunteers, but also between members of other interest groups. AU those NSOs that 

reoxiented were characterized by a mutual trust and respect between diEerent nib-units 

that stemmed nom a leadership with strong ideas as to how the change process needed to 

be managed. The fit two case -dies have several examples of professionals and 

vohinteers working together, maintainhg good lines of c o d c a t i o n ,  and valuing each 

other's input. Similar sentiments are expressed regarding the positive way in which 

technical and anmini';trative staff combined to bring about the transformation. The 



volunteer-professional relationship is highlighted again in case three, while in case four 

the need to combine input fkom volunteers and professionals administrators and technical 

personnel high performance and domestic interest groups, and Anglophones and 

Francophones are ail clearly stated The ability to solicit input fkom different parties 

within the organi7rition was the antithesis of the general situation in those NSOs that 

failed to complete the change program. This is important because of the inherent 

diEculty associated with radical transformations. It is thus necessary that an 

organization harness the çküls of as many people as possible if the transition is to be 

accomplished (Pettigrew, 1987; Wilson, 1992). Those that managed the change seemed 

to realue this, whüe those that failed apparently did not. 

There has been an ongoing debate in the organizational theory literature as to the 

importance of the leadership role. Scholars such as Burns (1978), Bass, Avolio and 

Goodheim (1987), and Howeli and Frost (1989) have emphasized the role phyed by 

leaders in moving an organization through a program of radical change. Others, such as 

Meffer (1977) and Pettigrew (1987) have suggested that the role of leadership has been 

over-emphasized. While this debate has been acknowledged in the sport management 

liteninire (e.g., Weese, 1996), the substance of these arguments have not been fblly 

debated. Most studies have used various instruments in attempts to quantitatively 

uncover lists of qualities that define what is asnimed to be 'the typical" transformational 

or transactional leader (e.g., Doherty & Danylchuk, 1996; Doherty, 1997; Quarterman, 

1998; Weese, 1995, 1996). We suggest that there is a need for d e s  that investigate the 

role played by the leader in the context of the other dynamics that impact the 

organization Intemally, these rnight include p ower dep endences, sub-unit interests and 

values; extemally, the effect of institutional and resource pressures might be considered. 

There is thus a need to move beyond the quantitative survey techniques that have thus fàr 

dominated the research on leadership in favor of more in-depth qualitative analyses. For 

as Pettigrew (1987, p. 650) has suggested, leadership is important, but it is only one 

ingredient a complex analytical, political and cuittual process of chalienging and 

changing the core beliefk, structure and strategy of the [organUation]." Consequently, it 

seems that both the technical and behavioural aspects of o r g ~ t i o n a l  capacity are vital 



in managhg the change process within an organization, and ultimately determining 

whether or not it is to be successfid 

Conclusion 

Bartenuk (1984, p. 3691, in her investigation of change in a religious order, suggested that 

"a perspective that focuses solely on the relationship between environment and structure 

cannot adequately account for sweral intemal events that had an impact on 

restmcturing. " Our hdings support this contention. Those organizations that were able 

to complete programs of radical change were differentiated f?om those that failed by 

differences in each of the three intemal dynamics mvestigated here. 

Aside fiom the results that have been detailed in the discussion, it is worth 

reiterating some of the hdings tbat have a potentially wider impact on studies of 

organizational change. The first is that sub-unit interests need to be considered in a 

broader context than is cmendy the case. Aithough the protection or enhancement of 

scarce resources is likely to be the most common form that sub-unit interests will take in 

an organization setting, we have show here that m some contexts, other interests may 

have more effect. In the cases described here, the attempt to protect interests r e d y  

centered on the decision by volunteers of whether to retain decision-making authority. 

This is separate to the discussion regarding power because it focussed on the general 

reluctance of those in a sub-unit to place themselves in a position that might h a m  their 

individual interests. 

The second point regarding interests is that rather than just being seen as a reason 

to instigate or block change as most scholars have done (e.g., Hinings & Greenwood, 

1988), ind~duai  sub-unit interests need to be considered in the management of the actual 

transition process. Members of innuential sub-imits need to be placed in positions 

wfiereby they can ensure that their interests will not be threatened by the proposed 

change. They can then communicate this to their mernbers thus overcoming any 

uncertainty and the potential that tbis has for the sub-unit b lochg  any attempted 

transition. 

The third point worth reiterating relates to the specific context of the sector in 

which these changes were instigated with respect to the power dependences of the 



o r g h t i o n s  involved. Our fïndhgs supported the existence of either a concentrated or 

dispersed power structure being present within the NSO (Hinings & Greenwood, 1988). 

Howwer, we found that for change to be initiated there hsd to fist be a SM fiom a 

concentrated power structure to a dispersed one, and all groups who possessed power had 

to then be in favor of the transition taking place. Those NSOs that retained a 

concentrated power structure were invariably in favor of a retention of the st- quo, and 

thus no change was possïïle. 

Finally, the organkation's capacity for change also plays an infiuential role. ûnly 

those organktions which contain leaders able to create a vision of a fbture desired state 

for the organization, communicate that vision, and convince other members of the 

organization of their ability to lead the organization through the change process will have 

the possibility of changing. However, we stress the need for the leadership role to be 

considered in the context of the transformation taking place, something that has really 

been lacking thus far in the spoa management literature. 

The effect that each of these three dynamics has on the propensity of an 

organi.l.ation to initiate and coqlete a program of radical change cannot be 

tmderestimated. h hct, each plays such a crucial role that any investigation of 

organizational transformations wodd be incomplete if it fded to consider each and all of 

them Howwer, the three also have a pronounced interactive effect. In other words, as 

weli as affecthg the change process indMdually, they each impact on other intemal 

dynamics that m tum affect the transition. Their effects, therefore, are magnified in 

importance beyond that which they might initially appear to have. A more detailed midy 

investigating this type of interaction would prove extremely useful in irnproving our 

understanding of the change process. In particular there is a need for case study-type 

work that k both contextualkt and processual in nature (Pettigrew, 1987). It is this that 

will provide the depth of insight that will allow the type of relationships discussed here to 

be more fUy understood 



References 
Mord,  R (1 975) Health cme poiitics. Chicago: University of Chicago Press. 

Allmendhger, J. & Hackman, J.R (1996) Organizations in changing enviroments: The 
case of East Gemian symphony orchestras. Admi~zistrattive Science Qumterly, 41, 337- 
369. 

Amis, J., Slack, T. & Berrett, T. (1995). The structural antecedents of conflia in 
voluntary sport organizations. Leinrre Studies, 14, 1- 16. 

Ban, P.S. & Hu& A S .  (1997) Seeing isn't believing: Understanding divers* in the 
timing of strategic response. Jarrd of Management Stzdies, 34, 33 7-3 70. 

Bartunek, J.M. (1984) Changing interpretive schemes and organizational restruauring: 
The example of a religious order. Admirzisirative Science @mrferly, 29,355-372. 

Bass, B.M., Avoiio, B.J. & Goodheim, L. (1987) Quantitative description of wodd class 
induseial, political and military leaders. Journul of Management, 13,7- 19. 

Beer, M, Eisenstat, RA, & Spector, B. (1990) Why change programs dont produce 
change. Hmmd Bt<siness Review, November-December, 158- 166. 

Burns, J.M. ( 1978) LeadetshQ. New York: Harper and Row. 

Chil4 J. (1972) Org-tional structure, environment and performance: The role of 
strategic choice. S~~zoIogy, 6, 1-22. 

Chrld, J. & Smith, C. (1987) The conte= and process of organintional  ansf formation: 
Cadbury Ltd. in its sector. Jmnzai of Mmlagement Studies, 12, 12-27. 

DiMaggio, P. (1988) Interest and agency in institutional theory. In L. Zucker (Ed.) 
Irzstiftctiorzal pattern and orgmizatiorls: Culture and envirorzmerzt, pp. 3-2 1 .  Cambridge, 
MA: Ballinger. 

Doherty, AI. (1997) The effect of leader characteristics on the perceived 
~ansformationaUtransactiona1 leadership and impact of intenmiversity athletic 
administrators. Jmmai of Sport Manage-, 11,275-285. 

Doherty, A.J. & Danylchuk, KE. (1996) Transformational and transactional leadership 
in inteniniversity athletics management. J m m Z  of Sport Management,. 10,292-309. 

Fligstein, N. (1991) The stnictural transformation of an American industry: An 
mstitutional account of the causes of diversification m the kgest firms, 19 19- 1979. In 
W.W. Powell & P.J. DiMaggio (Eds.) nie new imtifufionaIism in orgmi'atiod 
analysis, pp. 3 11-336. Chicago: The University of Chicago Ress. 



Goldfarb Consultants. (1986) The sfcrte of the vohteer-professio?uz~ refatioizship iri 
moteur sport in C'mm&. A research repoa for the Canadian Olympic Association. 

Greenwood, R & Hinings, C.R (1996) Understanding radical organizational change: 
Bringing together the old and the new institutionalism Acudenzy of Mmmgemerit Review, 
21, 1022- 10%. 

Greenwood, R & Hinings, C.R (1993) Understanding strategic change: ï h e  
conmiution of archetypes. Acudemy of Martagement Jm~muf, 36,725-755. 

Hickson, D.J., Hmmgs, CA, Schneck, R, Lee, C.A., & Pennings, J. (1971) A strategic 
contingencies theory of power. Administrative Science Qziarterfy, 16,2 16-229. 

Hinings, C.R, Brown, J.L. & Greenwood, R (1991) Change in an autonomous 
professional organization. Academy of Management Journal, 28,3 7 5-3 93. 

Hinings, C.R & Greenwood, R (1988) nie 4v,mics of strategzk change. Oxford: Basil 
BIackweU Ltd 

Hinings, B. & Slack, T. (1987) The dynamics of quadrennial plan implementation in 
national sport organizations In T. Slack lk C.R Hinings (Eds.) Ihe organiztion and 
admiriistratior~ of sport @p. 127- 152). London, ON: Sports Dynamics. 

Howell, J.M. & Frost, P.J. (1989) A laboratory study of charismatic leadership. 
Organi=utiorzai Behavior mui Human Decision Processes, 43,243 -269. 

Kanter, R (1983) me change masters: Irulovatiorz for prodtrctivity in the Anterican 
corporatio~r. New York: Simon & Schuster. 

Kikulis, L-M., Shck, T. & Hnlings, C.R (1995a) Sector-specific patterns of 
organktional design change. Journal of Mmgemerzt Studies, 32,670 100. 

Kikulis, L.M., Slack, T., & Hinings, C.R (1995b) Towards an understandhg of the role 
of agency and choice in the changhg structure of Canada's national sport organizations. 
JmrnaI of Sport Manngement, 9,135- 152. 

Kikdis, L M ,  SIack, T. & Hinings, C.R (199%) Does decision making make a 
.difference? An d y s i s  of patterns of change wahm Canadian national sport 
organizations. J m m i  of Sport Management, 9,273-299. 

Lawrence, P. & Lorsch, J.G. (1967) Organization and emro~unent. Cambridge, MA: 
Harvard University Ress. 

Lindblom, C. (1959). The science of 'muddling through'. Public A~inistration Review, 
19, 79-88. 



Oliver, C. (1991) Strategic responses to institutional processes. Acudeny of 
Mmgemerzt Review, 16, 145- 179. 

Pettigrew, A (1979) On studying organizational cultures. Adnzîriistrative Scierzce 
@mter[y, 24, 570-58 1. 

Pettigrew, A (1985) The awakening giant. Oxford: B a d  BlackweU. 

Pettigew, A (1987) Context and action in the transformation of the firm. Juzmzul of 
Mmuzgement Shrdies, 24,649-670. 

Pettigrew, A, Ferlie, E., & McKee, L. ( 1992) Shopi~ig s*afegîc chnge: Makirzg chzge  
in Imge orgonizatiom: Ihe case of the National Healrh Service. London: Sage 
Publications Limited, 

Pfeffer, J. (1992) Understanding power in organizations. Califmia Mmmgement 
Reviav, 34(Wmter), 29-50. 

Pfeffer, J. (1977) The ambiguity of leadership. Acudemy of Mmzagemerzt Review, 2, 
104- 1 12. 

M e r ,  J. & Salancik, G. (1978) Die extemuI corztroI of organizutioi~s: A resmrce- 
depe~dencefimzework. New York: Harper and Row. 

Quarterman, J. (1998) An assessrnent of the perception of management and leadership 
skills by intercollegiate athletics conference commissioners. JmnwI of Sport 
Mrnmgement, 12, 146- 164. 

Rançon, S., Hinings, C.R., & Greenwood, R (1980) The sûucturing of organizational 
structures. Administrative Science Qmrterly, 25, 1- 17. 

Romanelli, E. & Tushman, ML. (1994) Organi;r=rtional transformation as punctuated 
equili'brium: An empirical test. Acudemy of Mmgeement, 37, 1 14 1- 1 166. 

Slack, T., Berrett, T. & Mi-, K. (1994) Rational planning systems as sources of 
organkational conflict. Infemtional Review for the Sociology of Sport, 29,3 17-328. 

Slack, T. & Hinings, B. (1994) Institutional pressures and isomorphic change: An 
empirical test. OrganiationaI Studies, 1 5, 803- 82 7. 

Strauss, AL. ( 1  987) QuaIitative m l y s i s  for social scientists. Cambridge, England 
Cambridge University Press. 

Tichy, N. & Ulrich, D. (1984) Revitalking organi7ritions: The leadership role. In J. 
Kimberley & R Quinn (Eds.) Managihg organiatioml trmitiom. Homewood, IL: 
Richard D. Irwin. 



Tuçhman, ML. & Romanelli, E. (1985) ûrganizational evolution: A metamorphosis 
mode1 of convergence and reorientation. In L.L. Cummings & B.M. Staw (Eds), 
Research in orgmiationai behavior (VOL 7), pp. 17 1-222. Greenwich, CT: JAI Press. 

Walsh, K, HBiings, B., Greenwood, R, & Ranson, S. (198 1) Power and advantage in 
organhtions. Organization Snrdes, 2, 13 1- 152. 

Weese, W.J. (1996) Do leadership and organizational culture reauy matter? Jmmuzi of 
Sport Mrmagement, 10, 197-206. 

Weese, W.J. (1995) Leadership and organizational culture: An investigation of Big Ten 
and Mid- A d c m  conference campus recreation administrations. J m m d  of Sport 
Management, 9, 1 1 9- 13 4. 

Wilson, D.C. (1992) A strrrtem of change: Concepts and controversies in the mmgenterzt 
of change. London: Routledge. 

Y i  RK (1994) Case stt@ research: Design cnuimethodr (rd edition). Thousand Oaks, 
CA: Sage 

Zalemick, A. & Kets de Vries, h2F.R (1975) Power a>ld the corporate n t b d  Boston, 
MA: Houghton Mitnin. 



Table 4.1. The roles of interests, powa and capacity in the change process. 

Case 1 

Case 2 

Case 3 

Case 4 

Case 5 

Case 6 

Case 7 

Case 8 

Case 9 

Outcome 

Reorïented 1988 

Reoriented 1992 

Reoriented 1992 

Reversed to 

Kit chen Table 

by 1996 

Reversed to 

Kitchen Table 

by 1992 

Reversed to 

Kitchen Table 

by 1996 

Reversed to 

schizoid EO/BR 

by 1996 

in process; subunit 

interests considered 

Subunits involved 

in process; subunit 

interests considered 

Subunits involved 

in process; sub-unit 

interests considered 

Subunits involved 

in pnicess; subunit 

interests considered 

Conflict as sub- 

units fight to 

protect own 

interests 

comct as !ab- 

units fight to 

protect own 

interests 

Confiict as sub- 

unit5 fight to 

protect Own 

interests 

Conflict as sub- 

wiits fi@ to 

protect own 

interests 

Conflict as sub- 

units fi@ to 

protect own 

intefests 

Power structure 

Dispersed m O %  

volunteers and 

professional staff 

Concentrated with 

professional staff 

Dispersed among vols. 

and pros., then 
concentraieci with pros 

Concentrated with vols. 

then dispersed among 

vols. and pros. 

Concenûated with 

volunteers 

Concentrated with 

volunteers 

Concentrated with 

volunteers 

Concentrated with 

volunteers 

Concentrated with 

volunteers 

Capacity 

Leaders able to create 

vision and motivate 1 
members to change 1 
vision and motivate I 
members to change 1 
Leaders able to mate 

vision and motivate 

rnembers to change 

Leaders able to create 

vision and motivate 

members to change 

No effective 

transformational 

leadership present 

transformational 

leadership present 

No effective 

transformational 

leadership present 

No effective 

transformational 

leadership present 

transformational 

leadership present 



Chapter 5 

Conclusion 

The purpose of this study was to try and uncover the way m which some of the mtemal 

dynamics of Canada's national sport organizations (NSOs) affiected their propmnty to 

complete programs of radical change. Between 1984 and 1996, Canada's NSOs 

experienced a variety of pressures to change m certain ways. The most notable of these, 

particularly during the 1980s, was exerted by the federal govemment through its agent 

Sport Canada. These extemal pressures were designed to make what had traditionally 

been idiormaI, vohmteer nm operations much more systematic and professional. This, it 

was hoped, would resdt in Canada's athletes being much more iikely to win medals at 

Commonweahh Games, Pan-Am Games, World Championships, and, m particulaq 

Olyiiipic Games, most notably those to be hosted by Calgary m 1988. FollowÎng the 

investigation mto Canadian amateur sport mspired by Ben Johnson's infamous nin m 

Seoul, and the onset of a recession, the govemment committed successively reduced 

amounts to the sport system in the years 1989 to 1996. in fact, by 1996 severd 

organizations had been tot* cut-off firom any federal funding and were reliant largely on 

membership fees, sponsorship money, and income generated by hosting domestic and 

mtemational events. These conflicting pressures produced a research site that promised 

great bsight mto the dynamics of change. 

Such an mvestigation is timely. Most people who were m t e ~ e w e d  ~ L U % I ~  the 

course of this study were resigned to the fàct that the Canadian government will h o s t  

certainly not retum to its previous levels of spending on amateur sport. In fact, several 

suggested that it might follow the example set by the United States governent and 

remove itseif entire& from the fhding fiamework. As such, Canadian NSOs are once 

again nicing a period of great uncertamty and potential change. Knowledge of how to 

bring about effective, rapid change could therefore prove very useful to this population of 

orgaujzations. 

Extendmg our ana&& of sport fûrther afield, it becomes apparent that it is not just 

Canadian sport organizations that are facing times of change. The way m which sport is 



h d e d  in the United Kingdom has been tranzfomed by the mtroduction of a highly 

lucrative National Lottery that has, as one of its mandates, the provishm of fundmg for 

sport. Neediess to say, the vast amounts of money raised, far more than expected, have 

raised expectations ofthose mvohed m the sport system, just as happened in Canada with 

the introduction of the Bea Ever program As many organizations gear themselves to 

make use of this finance, others are questioning whether such large amoimts of public 

money should be spent on sport at ail, e s p e d y  with funding for hospitak and education 

contkualiy criticized as bemg madequate. There has already been a reduction m money 

gobg to sport to heIp fund "after school clubs" for children. Examples fiom the US and 

Canada of how smiilar lotteries have wolved over time suggests that it wiiI not be long 

before M e r  cuts are made mto the sport budget. A pattern of change amilar to that 

which occurred in Canada wiIl therefore quite possiily soon start to emerge in the UK 

Australia has also seen changes to the way m which t s  sport system is organized, 

with the development of a National Academy and then decentralkation to more regional 

centers. Similarly, the former Eastern Bloc nations have witnessed massive changes to 

their sport systems over the last decade with the fa of CommuniSDd In short, national 

sport orgsiniliitions worldwide are experiencing rapid and large-scale changes. The 

hdings nom this study thus have relevance not just for Canadian sport organizations, but 

also for other slnüar o r g h t i o n s  worldwide. Furthemore, the continued speed with 

vuhich organkations of aIl types have to deal with changes m their envbonments has made 

the study of organjzational transformations very popular. Consequently, the insights 

provided here should also have vahie for managers of non-sport organizations. The 

conchisions fiom this study that extend our theoretical thinkmg on the change process are 

now presented These will be followed by some suggestions as to where fùture research 

mi@ usefiiIly be carried out. 

While the broad purpose of the study was to determine why some organizations 

were able to coqlete radical changes while others were not, we were specincdy 

interested m the way m *ch certain intemal dynamics affected the change process and 

yet &ch have received W e  attention m the academic literature. The fira of these was 

how the Pace and sequence of strategic change affiected the propen* of an organization 



to coqle te  a transition program. Several researchers have suggested that m order for 

transformations to be completed succesMy, they have to be introduced rapidly (e.g., 

Burns & Stalker, 1961; Hackman, 1984; Hmings & Greenwood, 1988; Mïiier & Friesen, 

1984; Warren, 1984). Others have cautioned that change should be introduced more 

dowly and mcrementally (e.g., Child & Smith, 1987; Hedberg, Nystrom & Starbuck, 

1976; Lindblom, 1959). We found that the Pace of change, per se, did not affect the 

abüity of an organhtion to change nom one archetypal design to another. 

We did, howwer, find that if changes were made quickly to certab hi&-impact 

systems, m our case decision-making, then the Iikelihood of changes being introduced 

succesddly was greatIy enhanced. In this, we were supported by the work of Kanter 

(1984) and Hinings and Greenwood (1988) who niggested that by changing certain parts 

of the organkation that are central to its operation, a message is sent to the whole 

organization as to the importance of the changes being introduced. Whüe acknowledghg 

that change to such systems is djf£icult because of the way in which they are htrinsicdy 

tied up with the values held withm the organization, it is argued that successful change 

depends on changing these elements early on m the change process. Thus our fia major 

conclusion is that for a program of radical tramfiormation to be successful, high impact 

elements must be changed quickly m nich a way that they send a message to the entire 

organintion as to the nature and hqortance of the changes takmg place. An extension of 

this, particulariy with respect to voluntaiy sport organintions, pertahs to the importance 

of decision-making systems A key component of the &ansitions that took place in thiç 

population of organîzations was the change in locus of decision-making fiom volunteers to 

professional aafE This study clearly highüghts the importance of this alteration m 

accomplishing change m this type of organization. 

We &O found m the fint study that change occurs m a non-linear rnanner, 

chanicterized by the mtroduction of changes to certain elements which then have to be 

withdrawn and txied agah at a later date or m a dinerent manner. The social nature of 

organizations, and the uncertainty associated with any major change, makes predictmg the 

way in which organizations respond to change inherently Mcul t .  Barratt and Camman 

(1984) m their study of National Steel and Pettigrew (1985) in his work on ICI suggested 



that radical changes carinot be miplemented m a hear manner, as suggested by some (e-g., 

Greher, 1967, 1972; Kotter, 1994). Indeed, Greenwood and Hmings (1988) and KikuIis7 

Slack and HHiings (1995) found fàr more examples of organizations whose attempts at 

change were characterized by delays, reversais and osdations, than which made the 

transition m a smooth linear manner. 

However, our &&gs pertab to the way in which mdividual elements are altered 

during the transition process, rather than ushg the organi;rrrtion as a whole as the rmit of 

analysis. As such, they provide valuable infiormation a s  to how it is more cMEcult to 

change some parts of the organization rather than others. For example, several of the 

elements concerned with m a h g  the organization more standardized were altered in a 

contmuous, h e m  manner. m e r s  featured a great deal of experimentation as elements 

were ahered m fïrst one way then another. Our second major conclusion, therefore, is that 

managers seekmg to iirrplement large-scale transformations have to be flexible in the way 

m which they introduce changes to the organization. They have to be prepared to 

experiment with the way m which they alter different elements, while d l  e n d g  that the 

momentum of the change process is mabtained This particularly applies to those 

elements that play an important part in the fimctioning of the organization, nich as, in the 

case of voluntary spoa orgauizations decision-making systems. 

Havmg eqlored the impact of pace and sequence, our attention for papers two 

and three then tumed to exminhg the effects of other intemal dynamics on the change 

process. In chapter four, we eqlored the way in which mterests, power dependences, and 

the organization's capacity for change affected the transition process. We first, however, 

discuss the findings of the second study, documented in chapter three, which concemed 

the way m wnich the values of those who worked in the NSOs, m either a volunteer or 

professional capacity, inipacted on the change program 

There have been few midies that have explored the way in which values affect the 

t r d o n  process Most of the evidence that does exkt is largely anecdotal rather than a 

product of ad hoc theorking. The h h g s  fiom this section, therefore, should prove 

usefid by providmg M e r  ingght Bit0 the transition process. Pettigrew (1987) suggested 

that t was vital to change the core beliefk of those withm the organization before 



attempting any program of radical change. Lebelebici, Salancik, Copay and King (1991) 

agreed, suggesting that without normative acceptance of the transformation, change 

becomes impossible. We found support for this in our study. The coercive pressures 

exerted by the federal governent did bring about early change to the design of NSOs, 

thus providhg useful empirical evidence regarding the stage that such pressures may be 

most mi8uential in the transition process. Once these pressures were relaxed, however, so 

the organizations began to rwert to a form more reflective of the values held within the 

organization. 

Furthemore, only those NSOs that were nomtively m favor of the presmbed 

changes appeared to be able to complete the reorientation. W i o u t  this conpence 

between the changes and the interna1 value structure, many NSOs adopted the made of 

change ceremonially (Meyer & Rowan, 1977). That is, although they gave the appearance 

to Sport Canada that they were making the prescriied changes, they in fact carried on 

operathg in much the same way as they had before. Thus our thKd major conclusion is 

that although coercive pressures may play a usefid role m gettmg the change process 

moving, for radical change to be completed, the vahes held withm the organization must 

be m concert with the changes bemg introduced. This means that hdkiduals may have to 

be convinced of the proposed changes to the extent that th& mdividual values are altered, 

something that is extremely f i c d t ,  or, more usually, personnel may have to be changed. 

The latter example will likely lead to a "fiitering" process whereby those d o  are hired 

hold vahies that are congruent with changes that are t ~ h g  place. Slack and Hmmgs 

(1994) found midence of this in some NSOs that they studied, as we did here, particularly 

in case study four in chapter four. It is clearly important, therefore, for change managers 

dealing with sport organhtions to understand the role of values in the transition process. 

Thiç is particularly the case d e n ,  as here, the changes that are taking place are contrary 

to the nomis and traditions that have built up over tirne. 

An miportant extension to the third conclusion, &ch we &O demonstrate m 

chapter three, is that the vahes that realiy matter in the organization are the ones held by 

the elite. Although it is possible for change to be blocked by some sub-units that hold 

values that oppose the changes, if the organizational elite are not in Gvor of making the 



change, then such a proposal will probabiy not even be raised m the organization. This is a 

point that was reemphasized in paper three in the discussion regardmg the effea of power 

dependences on the change process. The commitment of the leadership of the 

organization to change was found to be all-important when power was concentrated in the 

hands of the elite. Ifthey favored change it tended to happa; ifthey opposed it, it stayed 

off the agenda. However, &en change did take place, the power structure of the NSO 

was first shi£ted fiom bemg concentrated to bemg dispersed. This was a particular 

fimction of the nature ofthe organizations that we studied, m that to operate effectivefy as 

more businesîlike operations, professional staffneeded the authority to be able to make 

deckions. Thus, our fourth conclusion is that it is particularly important that the elite 

members of an organization hold vahies that are supportive of the changes bemg 

mtroduced, and ensure that power is distniuted accordingly. This, of course, is 

particularIy important when the changes that are being prescnbed affect the distribution of 

power withm the organktion, as was the case with this set of NSOs. 

A signjfïcant fiding nom chapter three was that although values played an 

important role in expldmmg some of the merences between those organkations that 

changed and those that did not, there stül appeared to be a significant amount of the 

variance unexplained We set out to fl m some of the gaps in our understandmg of the 

changes that these NSOs went through by examinmg three other intemal dynamics in 

chapter four. We also decided to explore these using a case study method. It was felt that 

this would provide a balance to the fht two predominantly quantitative studies, and allow 

a depth of hsight that is rimply mobtaiuable by any other means. This was seen as 

necessary given the dynamics that we were studying (Pettigrew, 1985, 1987). 

The first element that we focussed upon was sub-unit hterests. Despite the 

importance that we attn'bute to the role pIayed by sub-mit mterests in the change process, 

'hithin the o r g h t i o n a l  literature the notion ofmterests has appeared only sporadically" 

(Hinings & Greenwood, 1988, p.53). Thus the hdings of our research should prove 

particularly useful to those mterested in this aspect of the change process. Walsh, Hinings, 

Greenwood and Ranson (1981) suggested tbat the extent to which different groups are 

satbdied wÏth the way m which th& interests are behg accommodated could be a 



si@cant pressure for change. We made two kdings m pdcular that proved 

interesting. The first was that a wider d e m o n  of hterests needs to be adopted when 

considering what t is that organirritional sub-units strive to protect. Most theorists have 

contented themsebes with denning mterests as being a motivation to enhance or defend a 

particular distribution of scarce resources (Mord, 1975; Hinings & Greenwood, 1988). 

The major disagreement over interestç in our study, and the one that in particular 

volunteers were most intent on protectmg, was decision-making author@. Sweral NSOs 

contained volunteers that were unwilling to enter into any change process that threatened 

this particular dûtniution of mterests. Thus, the fXth conclusion is that while material 

resources will usualiy form the interest that most organization sub-uds will strive to 

protect, this will not always be the case. Theorists need to take into account the context 

of the organkations that are being examined when trying to determine what mterests 

various sub-unifs rnight be trying to defend. In the case of radical changes in voluntary 

Epoa organizations, the key mterests which sub-units will try to protect wïiI likely centre 

on decision-making authonty- 

We also found that those NSOs that were niccessful in their attempts to change 

made sure that organizational sub-units were inamsically involved m the transition 

process. In this way, they could ensure that their mdMdual interests would not be 

threatened. By contrast the NSOs that failed to reonent were characterized by sub-units 

Hivoked m a s e d g l y  desperate struggie to prevent change that they felt would harm 

their interests. This regstance to change was maintained even at the expense of the weU 

being of the orga-tion as a whole. Thus, our sixth conclusion is that mangers of sport 

organktions considering a radical transition must ensure that any sub-unit that may be 

able to block the change is mvolved m the transformation process. In this way, each 

group's members can sati* themsebes that their interests are not threatened by the 

proposed changes. 

Our final conclusion was drawn following an examination of the way m whkh the 

capacity of the organization affected the change process. We found that those NSOs 

which were able to make the transition &om one archetype to another contained leaders 

that were capable of creating and articuiating a vision of a fûture state that they thought 



the organbtion should move towards. They were also adept at motivatmg the entire 

organiirirtion membership, or at least key parts of t, mto actively participahg m the 

change process. This is what Hinings and Greenwood (1988) term the behavioural aspect 

of an organhtion's c a p a e  for change. The technical aspect of managing the 

transfomation is just as important (Hhhgs & Greenwood, 1988), and also served to 

distinguish between those NSOs that completed the transition and those that did not. 

Those NSOs that reoriented possessedJeaders that understood what t took to function m 

the new archetypa1 fonn In partidar, the volunteer elite recognized the importance of 

employing capable professional a& and glvmg them the authonty to run the organi;riition. 

The professionals that were employed were also adept at managing the change process. 

They were able to generate ownership of the change throughout the orgimbtion, and they 

were also able to bring dl the capabilaies possessed by the NSO to bear on what was an 

inherently difficdt process. Those organizations that did not possess such individuals were 

unable to make the transition. In this respect, the role of  the %donnational leader" 

seems to be crucial (Kmter, 1983; Tichy & Ulrich, 1984). In fàct, Pemgrew (1987) 

commented that radical change was impossible without such leadership. Our seventh 

conclusion therefore is that change can only be accomplished if the organization has the 

capacity to change. It must possesses a leader capable of genera~g a vision of where the 

organization needs to get to and articulathg that vision to the rest of the organkttion. 

The leader mst also be able to convince the members of the o r g h t i o n  that she has the 

ability to get the o r g h t i o n  to the desired end point, and be capable of brin& to bear 

the various sküls and capabBies held withm the organization on the transition problem 

These functions must be canied out whüe dealing with the muhitude of pressures that will 

impinge on the change process. Intemally, these may mclude sub-unit mterests, power 

dependences, or members values; extemally, there d l  likely be institutional and resource 

pressures to take into account. It is thus necessary to approach the leadership role with an 

appreciation of the other mtemal and extemal dynamics that have the potential to impact 

on the change process. 

There are several ways m which the h d h g s  fiom this research codd be extended. 

One area in which this study is perhaps lacking is the size of the population on which data 



were coilected. In some ways, this proved beneficial, particulariy m the shidies reported m 

chapters three and four, because Ït dowed the collection of a great ded of data on each 

organïzation This proved extremely usefixi m determining the distri'bution of values m the 

individual NSOs and m building the case studies. However, it aiso resuhed in our 

quantitative work not being as statistically conclusive as it p d a p s  might have been if the 

sample groups had been Iarger. Severai times we were able to report results in the 

direction that we had predicted, but Iackmg in significance. This might weil be rectified by 

examinhg a larger number of organizations However, &hou& the number of 

organi7ritions might be increased, the longitudinal design of the study should be retained. 

It is only m this way that the necessary msight can be gained mto what is a dynamic 

process (Pettigrew, 1985, 1987; Penigrew et ai., 1992; Romanelli & Tushman, 1994). 

It would also be useful to have an additional set of data exploring the way in which 

values dtered over time in relation to changes in the design of the organization. Although 

we are confident m our assessnent of the impact of the values that we reported m chapter 

three, there is little doubt that additional perspicachy would be gained if' fiuther 

mformation codd be coilected on how members' values changed over time. men the 

scarcity of research on organjzational vahies and the change process, there is a big 

contriiution to the literature to be made m this area. 

A thVd way m which our work here might be extended emanates fiom the faa  that 

the role of the organizational leader in the change process is not well understooà, 

particuiarfy m the sport management setthg. Thus fàr, there have been a number of 

midies m the sport management literature that have attempted to uncover the various 

qualities that a transformational a d o r  transactional leader should possess in order to be 

effective (e.g., Doherty & Danylchuk, 1996; Doherty, 1997; Quarteman, 1998; Weese, 

1995, 1996). It would thus be highly useful for future studies to take into account the 

contes in which leaders have to operate den tryhg to understand their behavior. 

A fourth possible extension of this research a h  cornes f?om the k a 1  study m 

chapter four. hterests, power dependencies and capacity for change, as we found, ail play 

an important role m the change process. However, they also have a large interaction 

effect on each other. For example, the distribution of power is important m d e t e d g  



how change takes place, but it will also Sec t  the way m which resources are dktriiuted 

throughout the organization, It thus also has a .  effect on the role of mterests, whkh m 

tum affects the change process. SimilsrIy, the way in which power is distn'buted may also 

facilitate or constrain the actions of leaders within the orght ion .  In other words, as 

wen as B e c h g  the change process in ts own right, by influencing the roles of mterests 

and organhtional capacity, ts effect is correspondingly magnined. An investigation into 

the way m which these three dynamics intemelate m this way would thus be extremely 

usew 

Understanding the process of radical change has become mcreasinghl difiïcult as 

the speed at f i c h  organirrrtions have to respond to changes Hi their enwonments, and 

the complexity of makhg large-scale changes, continues to mcrease. It is inrportant 

therefore that studies mto the dynarnics of change, whether intemal or externd, are 

continued. However, it is &O important that these studies be deZgned m such a way as 

to capture the doldmg of the change process. Although this type of longitudinal 

research design can be time consuming and expensive, the richness of data that it can 

provide will prove crucial to Mering  our understandmg ofthe change process. 
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