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ABSTRACT
The Sports Institute for Research Through Change

Agent Research (SIR/CAR) provides a service whereby orgarizarinns
through an audit and feedback system prognosticate andg identify
problems in order to avofd situations discordant with their
organizational goals and objectives. This document reports the
organizational crisis that faced the Windscr Minor Hockey
Association, Ontarlo, Canada, and the assistance it received fronm
SIR/CAR. The hockey association seemed to be at c¢ross purposes to its
avowed goals. The organization was structured as a professional
organization although its goals of participation and enjoyment wer=
consistent with those of an amateur sports organization. SIR/CAR
guided the hockey association into a looser s*ructure with a
decreased emphasis on winning and increased emphasis on
participation. Guidelines were established that refiected the
enjoyment and gratification needs of an amateur sports organization.
The implications of this restructuring are that if an organization
aspires to maintain the avowed goals of an amateur sports program, it
must structurally remain within the prescribed guidelines and
regulations for an amateur sports group; otherwise conflict and
eventually crisis will appear. (MM)
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Crisis 1in Amateur Sports Organizations Viewed by Change nuent

Ann Marie Guilmette and Dick Moriarty

University of Windsor

Most people involved in sport/athletics are no longer burden-
ed with the question of whether or not change should be implemented.
These times of rapid social change now dictate that man must Dbe pre-
pared to intervene in meaningful and directive ways. Many amateur
sports organizations are being subjected to this change process.
Most, unable to cope, and seemingly with no one to turn to for con-
sultation, self destruct. The Windsor Minor Hockey Association
(WMHA) in Windsor, Ontario, Canada encountered such a crisis and
turned to the Sports Institute for Rescarch/Change Agent Research
(SIR/CAR) for assistance.

What was this crisis that faced the WHMHA? Their orcganization-
al structure seemed tc be at cross purposes to their avowed (cspousad)
gcals. Their organization was designed to accomodate and sanction

Tar

n

recorss of standing, leading scorers, championship plavoffs, all
terms and trophlies for winring performancos., This type of structiure

1on's avewed c¢.als of

-
N
¢
ct
o

interfercd with and redirccted the organi

particination and enjoyrient.

Reco2gnizing those patterns of conflict 25 3 crisis situation was

the WHMHEAR's first slep on the rcad to =olf [ rcservation, why ¢ic
1 Thusge auvihors gratefully acknowl-do: fhz Ministry of Fouoas fon,
Cutario, Carnada Council, “nd National Corice for Sport and ° U ron
wind have, fhrough thelr <upport, made this prozentation pussonle,
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‘they turn to SIR/CAR for assistance? Probably because SiR/CAR's
purpose 1is not to talk about what is good or what is bad for an
organization, but to talk about what is effective and efficient:; and
most certainly because the SIR/CAR task force was willing and capable
to help.

SIR/CAR's pasic tenet is that not only should the theoretician
serve the practitioner but that the practitioner should serve the
theoretician. Too often negotiations are made through a middleman.
Recognizing the inevitability of distortions and misperceptions,
SIR/CAR sceks to reduce the number of steps in a communication hier-
archy. SIR/CAR assembles a task force made up of theoreticians
(from multi-disciplinary backgrounds) and practitioners (with multi-
variate talents): and excludes te middleman step ( usually the weak
lirnk in the chain).

Utilizing the Critical Path Method (CPM) for CAR (Chart I) an
analysis of the WMHA was made.

The basic goal of this analysis is to look at the »rganization
from a holistic perspective and develop change acents within the
creaaization who would be capable of handling future crises.

In the interests of time and novelty, this presentatiocn will

fvows urin the Sceing asnect of the CPM model. A Sceing picject

icam oanalyzes Belavior by usiang Poria-Pak T.V., 35 mm slides, Super
£ 7ilm [and occzsinonally 16 min) and a personsl ovheervation fosm who
e g Pobaviour wtilis g tha Foooes Projection Bohavicural it a2
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Scale and the Social Conilict/Co-operation Scale.

Presented in Chart 2 are the findings of the personal obscrvation
team with respect tc the mite level (6-9 yrs.) coaches, players and
managers in WMH,

The data support the hypothesis that the differences involved
in the use of either a highly organized "standings" (S) structure
versus a minimally organized "no standings" (NS) structure have a
significant effect on the effectivencss and efficiency of this amateur
¢morts organization. Specifically the sample "S" did exhil t a
significantly greater degree of negatiive emotional reaction (sadness)
than did sample "NS".

Based on our cwn assumption that emotional reactions elicited
by an individual are directly proportional to the significance they
attach to 1it, we conclude that the "S" sample is more cgc-involvead
in 1ts task. In the Sherif and Hovland tradition we know that per-
sons highly ego-involved in an issue act in more discriminating ways
(ie., tend to pe@rceive things in terms of black and white); while

those less ego-involved in an issue are more relaxed in their judge-

TS, Our <ata indicazte the amount of disappointment 7for the "5"
zangle was slygn {icantly different (ie., varied greatly). The 1. "gh
sree of organisoiion Tvposed on this wroup resulied in Bichly oon-
Tloweed cwmotioral s Tlaty.
Ty Aoy I 2 TrGan.sations Tooe crises with RS on
cAing Jroaw Lo Teroal o Fheills level. what = Tten Tz 3
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CHART 2

- MANN WHITNEY U STATISTIC FOR PERSONAL OBSERVATION DATA.

Us Us
Hé observed tabled Decisions
| at .05
!
|
No standings = Standings !
|
1. Sad 58 50 Reject *
2. Glad 32 50 N.S
3. Plain 34.5 50 N.S
i
No standings = Standings
! win win
j 1. Sad 9 f 10 N.S
| i
2. Glad 8 ! 10 N.S.
|
3. Plain ' 6 .10 N.S. ;
No atandings = standings ; ' v
1nse lose ] i
1. Sagd j 9 : 10 N.S. f
i ‘ ?
2. G'd ? 9 .10 N.S ‘
! ! i
! I :
3. Plain . 8 ; 10 N.S |
{
!
1 |
o standings = standings ;
+in l1ose
1. Sad 9 10 N.S !
2. Glad 9 10 N.S.
3. Plain 9 10 N.S.
Lo s tnralings = ostandings
Cose win
1. Sac 9 10 N.S
2. Clad 9 10 X.S
i Pain 9 10 N.

S at p .05

i ifie.nt.



is that the organizational structure may dictate the tvpes of be-
haviours that will be exhibited. If the organization is highly
structured (as seen in the "g" sawple), there are strong demands and
rewards for winning performances and the guidelines reflect those
set by professional athletic business organizations (such as the
National Hockey League) the most effective and efficient modes of
behaviour will be intensely competitive and emotionally volatile.
When the organization is less structured (as seen in the "NS" sample),
with a decreased emphasis on winning, an increased emphasis on part-
icipation and guidelines that reflect those of amateur sports organ-
izations the most effective and efficient modes of behaviour will

be enjoyment and gratification.

The implications here are that if an organization aspircs to

[

4
[

i

maintain the avowed goals of an amateur sports program, it m:
structurally remain within the prescribed quidelines and regulations,
otherwise conflict and eventually crisis will appear. SIR/C:R pro-

vides a service whereby orcanizations, throuch an audit and feedback
- ’ -
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systzm, progncsticate and identify probhleoms, therehy avoiding

cordiént situations.
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