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ABSTRACT
This study reports the results of a pilot Change

Agent Research (CAR) project initiated in the summer of 1975 by the
Sports Institute for Research (SIR) for the Windsor Minor lLacrosse
Association. The purpose of the project was to audit the association
to diagnose the nature of its organizational problems and assist in
initiating change in order to reduce the gap between stated goals and
actual behavior. The researchers utilized the SAW method for
diagnosis. SAW consists of [SJ]eeing by audiovisual and personal
observation monitoring; [A]sking by semi-directed, focused
interviews; and [W]ritten opinionnaires. Results indicated problems
within the organization stemming from ambiguity of goals and outszide
pressures. Data ccllected from players indicated problems stemming
from differences in age and low morale due to dropouts. The
interviews and questionnaires depicted an amateur sports direction
for the organization; however, monitoring by media and personal
observation indicated the organization was heading in a professional
athletics direction, Overall, the results revealed that the players
want to operate as an amateur sports association and revisions nust
be made in the structure of the association to accommodate the
players' needs and desire for arateur status. Appendices include
sample SAW opinionnaires. (MM)
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“ Catalogue of Ontario Recreation and Leisure Research for 1976
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CHANGE AGENT RESEARCH: Y oUcATION R weLraRE
NATIONA
PHASE I - ORGANIZATIONAL AUDIT ovcanion "
AND COMMUNICATION FEEDBACK THIS DOCUMENT HAS BEEN REPRO-

DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORIGIN-
APPLIED TO WINDSOR MINOR LACROSSE ATING 1T POINTSOE vIEN DR Oor
STATED DO NOT NECESSARILY REPRE.

SENTOFFICIAL NATIONAL INSTITUTE OF
EDUCATION POSITION OR POLICY

by Dick Moriarty and Patti Jones

In the summer of 1975 the Sp~rts Institute for Research (SIR)

FD1297 60

initiated a pilot Chanyge Agent Research (CAR) at the reguest of

and for the Windsor Minor Lacrosse Association (WMLA). The purpose
of the project was to audit the organization using the SAW method
to diagnose the nature of the problems and assist in initiating
change in ordeir to reduce the gap between stated goals and actual
behavior. BSAW consists of Seeing by audio visual and persoral
chservation monitoring; Asking by Semi-Directed Focused Intervicws;
and Written opirionnaires.

Asking
by J. Grand & D. Stulla

The Semi-Directed Focused Intcocrvicw wais uitilized to help (he2
cxcecutive, cfficials, coaches, parents, and zlayers involved in
WALA ddontify the ultimate coal of Lhe orcanivation, and als3 (o
identify any conllict or Tlstacles pravanting arhievcnent of =
ultirate acal. Fraom the rosulis of this socion throe o ]
conclusions Yo Trown
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2. Both players and adults agree that the largest area of
strain stems from pareintal pressures on players and
officials.

3. Both players and adults feel that the major problem is

lack of participants in the program.
Soveral recommendations were developed by WMLA members and the
SIR/CAR Task Force.

1. Concerning parental pressure problem - An alternate
means of recre~.tion could be provided for the parents
during game or practice session. Eliminating parents
from the games would pcssibly lead to further compli-
cations.

2. DMore attention should be paid to the needs and desires
of the players.

3. An occasional open meeting to inform parents of what's
havpening may solve the ccmunication problem. (For

cxamples of these interviews refer to Appendix AL)

iy J. Osborne & B. wWeglarz (Dezcelcricent), D. Peels
(Delivery & Retr al), & M. Quiulzy (Computer Analysis)
TV e rogect tear ciealt with e Jovelognent, distritwut ion,
Loty e a o oelrw r onlveie o wrinoten opinionnalres boooed <o
ST AT VR B S A R T2 o ryor coantas of the pusulat ion Lere

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

involved: (1) one group of players and parents presently involved
in the '75 season; and (2) the other group of players and parents
who were not playing in '75, but who had played the previous
season. TwoO separate opinionnaires were used, ore for the parents,
and the other for players. These were distributed at Adie Knox
Herman Arena to presently playing people, and verbally, over the
phone, to those not presently involved in WMLA. The information
gathered was then statistically analyzed by the Statistical Package
for the Social Sciences (SPSS) program. The following results were
Obtained.
a) Adult Questionnaire:
1. The majority of respondents felt that the rajor goal was
in an Amateur Sport (AS) direction, ie., fun and sports-
manship were the main objectives. Eowever, the immediate
gcals were in a Professional Aathletics (PA) direction,
1e., sxills, sirategies, and guality instructors wers most
brooriant.

2. Ccnflicts soom

(18]

d to stem from a PA cdirection, ie., ; -0t

i

pressures, and cveramphasis on winnirg.

W

. Irside wregsures and strains wore also PA dirccted, .,

sirontal wrocoosuras, Tamily oblicanions. and poor Gl -



4. Parents' suggestions for improving the organization were
equally divided between improved communication (AS) and
increased number of paid instructors (PA).

5. For improving the administration more parent involvement,
and a decrease in parental pressures seem to be favoured.

6. The changes that parents would like to see were split
between increasing the number of qualified paid coaches
(PA) and increasing emphasis on house league play (&S).

7. Most felt that the cause of the drop-off in enrollment
was due to charges in the format, ie., trausportation to
one centrally lccated arena, and a daytime program.
However, some felt (32%) that the reason for the drop-off
in enrollment was due to an overcmphasis on skill and/or
winning and a Je-cmphasis on fun and enjoyment.

b) Players' Opiniconnaire:

1. There didn't appear to b2 much difference in attitude

hetween boys playing both All-Star and House League, =nd
those plavinrg liouse Leawguee only, as was gencrally enn. ctead.
2. There was a goncral docrcase in accentance relative 72 an
ircroass in Loe in Lhe following arces (an inverse oo 10
or necntive correlalicon, 104, s oage ¢oos up, need Cor S
GTos Slwn Trovice a9z
5
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a) need to be more strict and to reduce rough plcy
b) de-emphasizing winning

c) asking players about playing times

d) playing to make the city famous

e) difficulty in getting to the arena

f) playing for excellence.

3. There was a general increase relative to an increase 1in
age in the following areas (in proportion or positive
currelation, ie., as age goes up, want or desire goes up
or vice versa):

a) improved refereeing

b) good players should be played more
c) need for more tournaments

d) coach's interest in winning

4. There was no significant diffecence on the question of the
difficulty in getting to the arena. This may indicate that
the transportation problem may not be as big a problem as
was generally thought.

5. More siagnificant problems appear tc be de-emphasizing

winning, emphasizing skills, and reducing rough »lay.

¢. Mcst nonvlavers and their psarents do not like lacrcor:r 2 Lihe
way 1t 1is at present.
c) Crcmpetition Concern (A third cuestionnrire given to Lotn & . 15

and adults.)

Thig cuestionnai: ~as used Lo 4 e bt owhich o end o E
suoctrum of Mmaieur Soort to Profos: 21 2 onletics this o X
Ty, Sn o snaleur Sport (A8) direcs o ownz O s ruananed by oo

aroel cristics in this guestionrzire, for cennmple, Doctioso
6
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and play, generalization - child's overall development, partake

for fun and relaxation, and playing is its own reward - no banquet

or trophies. Most of the views of those answering this guestionnaire
were AS directed. However, a few deviations were observed, as can

be seen in the following results.

1. The overall view appears to be headed in an AS direction,
although the areas of rewards (achievement should be
rewarded) and philosophy (anything worth doing is worth
doing well) need to be reviewed as they are PA directed,
and run counter to the overall trend.

2. The executives' views are in an AS direction, although
their philosophy and commitment of ti—e (6 hours or more)
nced revision as they are PA directed and run counter to
the overall trend.

3. The parents' views are AS directed, although the areas
of philosophy and rewards show weaknesses,

4. The of "icials' views are again generally AS directed,

althocugh the areas of rewards and commitment of time

u)

reflect a ncutral stance, and their philcsophy point:

Loward Ph,

5. The plavors' views are aoocrally AS directed, althou:n
contradicoory altitucrs mist o in the arcas of long-: e
1im (vroocialisat ion - cnild's sxills dovelopront), @oownodn,
el T Jhy . 7

O
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6. The coaches' views are mixed as they were found to

be

neutral on philosophy and PA directed on long-range

aim, immediate objectives, rewards, and commitment
time. (For samples of the various questionnaires r
to Appendix B.)

In summary, both the Audio interviewing and the Writien
opinionnaires show a strong avowed or verbal long-range phil
commitment to Amateur Sport, but a weaker commitment in more
practicail intermediate and immediate objectives and tasks.
of behavior by media and observers, as shown below, indicate
similar spread on the Amateur Sport to Professional Athletic
spectrum, however, one more predisposed to professional athl

Secing: Personal Observation & Media

by D. MacDonald and J.G. Vienncz:u (Personal Observaticn
and R. Valentinuzzi and G. Ghent (Media)

The personal observation section of this study dealt wi

recording facial empressions and aggressive acts (cooperative

confrontive) hefore, during, and afler both the instructioral

periods and the game. Five compariscns were made:

a) comparing winning and losing to smiling faces
b) corparing winning and losing to frcwning {faceos
c) «comzaring instructicnal period and game to smili.. |
ins{ructional period and g £
winning wng 1losing to auoression

d) cormzaring

of

efer

csophic

Monitoring

S a

S

ctics.

)

—



A significant difference was found in three of these five

comparisons:
facial expression (smiling) of players when comparing

a)
winning and losing, ie., smiling was greater while winning

than whiles losing
b) facial expression (smiling) of players when compar ing
instructional period and game, ie., smiling was dreater
during the game than during the instructional period.
c) facial expression (frowning) of players when comparing
ie., frowning was dJgreater

instructional period and game,

during the game than during the instructional period

The player interaction before the game was mostly between players
encouragement

During the game the players'

of the same team {(85%).
The instructors

from the bench to team mates was generally positive.

were also very positive in their approach.
and there

were

There were very few fans present at any one time,
Their comments

were alwavs more females than males present.
fans were pass.ve and

the majority of _

generally pesitive, however,
made very few comments.
In this study aggression was J=fined in terms of physical
me situatisns nrcur-gsion se~2med to e mcore than
with

contact. During gai
! N :v,“,. .2 WS and .

ccording (o

5]

desired

what was
WMLA wembersg, escecially in the
9
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appeared to be a greater difference in physical development

between players. Several recommendations were proposed by this

group's members.

O

E
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1.

2.

3.

4.

5.

The rules of the game might be modified for the Tykes,

ie they might play their games cross—-court instead of

playing the full length.
their

Sometimes, especially for the younger players,

drills could divided into different parts in order
to permi+ them to maesier the individual skills before
trying to combine two or three together.
Emphasis on checking shoulc¢ be reduced, and the numker
of passes in the game could be increas=d.

More instruction time should be given to the goalies.

Teams should

be balanced out in terms of the ability of

3.
[

RIC

The zudio visual

h

e

players,

and the

nuiuber of players on each team.

monitoring consisted of photographic record

of all the inter-relationships that ewisted hetween:

a) player to nlaver

b) plaver to coach/instructor

c) player to fans

d) olaysr to varaents

e) fans to players

There was no focal point when taking these pictures. 102
projsct los ierrs iried to caviure an objccitive, reliable, and o178
santle of onv oand all wapects of the £ #sins.  Voecal inier :
were ales reclrded SLne ot F e slicos d video-tapings

oo

Y Tl oaNIA S otos oin July of 75!

-
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Summary

The adult interviews and questionnaires showed problems within
the organization stemming from ambiguity of goals and outside
pressures.

The plavers' interviews and opinionnaires showed problems
within the organization stemming from differences in age. Also,
the problem of drop outs showed that their attitudes toward lacrosse
are not positive.

The Project Competition Concern questionnailre showed that the
organization has picked an Amateur 3Sport direction. Efforts should
be made to ensure everyone is striving in this directicon in all
aspects of the organization.

Although the interviews and questionnairecs depicted an Amateur
Sport direction, monitoring by media and persorial observation showed
certain areas headed in the Professional Athletic direction.
Discrepancies existed between the aggression desired by WMLA u-sinhers,

and what was actually seen during game situations. B&lso, younger

olayers were often placed in situations where age, size, and .n-=-rsonal
diiferences were cgenerally not suificiently taken into coasid-ration.
eeds of the plavers are of uimoest concern in Lraiewry Soort. Tertain
revisions imust he wazoe ny WWLA teo onable theis orazo (01N oneratve
TIrc neoar the Lralouwr Zpnort end of fhe sbocutrum Wb sl lo AU K5
2rd owrisien Cnialornaises raveal Loth adult's o niaves's owent oand
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_11_

The results of this study are by no means complete. Luack or
sufficient time and staff may have limited effectiveness on this
study; however, it is hoped that the preceding conclusions and
recommendations will be of some assistance to the association in
evaluating their program, and adjusting structure and people so

that expectations and achievements can be matched.

12
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Semi-Directed Focusad Interview

_ist the folloving below in pencil on the catsette label before the intervicw.

Name of Intervicwer

Name of Intcrvicwee —_

Position

Date Place

focus of Interview (Organization)

Yote: = (name of organization)

Tritial Statement: The University of Windsor and

e e s e —

arc working coopcratively to make

~ore effective and efficient.

neinforcement Statement: You arec one of those closest to

and therefore I appreciate an opportunity to interview you and record youtr
observations and feelings.

Elicit responsec on Items #1 -

1. Could you pleasec identify the ultimate goal (nisoion) (1) you sce in

.

Could you corment on conflict (obstacles) (2) which prevent achievement of
this goal.

Events

3. Could you identify significant events (3) you see in _

such as (3-a) task (or aims) for this year.
e Could you comzent on (3-b) structure (or organization).
5. Could you corment on (3-c) control (or adninistration).
Individuals end Groups
6. Couldhyou please identify significant (4) individuals or groups you sce in

7. Could vou coznent cn (4-2) thelr traits (or characteristics).
] Could you cormert on f4-b) thelr situation (or roles).
9. Could you ccoment on (4 -¢) their bechavior (or expectations).

~al to Focus ~ Sujra

. o su cocoeent on (9) social stro ows On e
N Cote e e erpne Dratden,
“ar. Al te Foous - 1Toiva
il S 71 you oo.mont on (5) consiin a2 malin on B L
Tro .vittia e orgarontion,
12, Corld yeu coor.nt en (7) r cevvendad el noes (or al.~iv.te o ont
=, 2 vques) you would Tite to sce in i o - [T
13, S lo yeu £o2) abeout sriticlsn of L L
fo s an.ar opodate o ) a)  weeeniiva3
v} coacheos
2y " 7{eiTs
O ".) i n.t8

[ERJ!:‘ 2} pl.oyors

£ choLnINTra



14. Sota craticas of _ _ L . . __ ______say there is too much
striss oa wiuning and too little fun! True or falsa?

15. At ihis poiat revert to any covert conflict which wag alluded to during the
interview.

F. Cloac with a positive thank you reaction for-time and expertiro of dnrcivii=es.

14
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Dopame i o . . What is your {ivrst ninel
L lrat v.azie oniy

Thg 15afc a tost. Theve are 0o gizal or wrong angweis. I just wint you to
Arseof Wy QLo cions £o Lo ksy what you thiak of _ .
(£111 in name of organization)

L o v Tello e vho T the 2 (CCLYROL)

L3 tew dees Lnzy/eho person ¢o 127 (STKUCTURE) Do(es) ithe person/they have help?

2, Do you ifcs vay toose people do this?

2z) con yeou toll who the Lupovtant people in your arel
C:a you Goncribe theat? (TTAITS)
Y oooe they L Sortant? (ROLE) What do they do that makes tiem important?
Fowoas f bt
- S.ooin
Coe Sz ocuy conplainte £ poople who are part of your ?
- ~
g L AL
S Lo oo ioww ef omy complasnts frea people who aroa't part of your
e I |
6. Is thure euy change you vould line to see in ? (CHAGE
7. ey . As bed fur groding boys/slirls.

(3]

y?
sy that wivring Is vove {rportant thnn having fun.

. 2l G.owatlonn ehoui you ploying and a)l the cl-0o ¢ D2
o il wod piny. G tell 1.2 why eveiybody doco chis? (Ui o« o)
ARG L SINRATINEIVE SUR TS BRSPS cos2d o shippzd over abova.
e L T I o NEAL: I

O
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OPINT. "IIIhIRE

This opinionnaire was developed to :.ovide reople like you with an oppoctunity
to express their opinions on their :;wrt or athletic organizatior.

Please answer all items.

Concerned Adult Opinionnairz

(N

Coach E:

official [ |

Female

1. male | ]

2. Role:

iayer E
Sponsor | l

Farent |__ l
Manager [_-_____:]
Ceneral Public E |

3. Nane of Team __ _—

4. American Team | I Canadian Team I —j

S. No. of hours of practice per week .

6. No. of weeks of practice per year

7. No. of hours donated by executives per year .

R No. of hours donated by coach per year o

9. Cost of membership in club ! swr per child

10. Cost of eguijsent and travel po: year (estirmate) o

Pl. 33e rank the alternatives below for all items listed, using 1 for the most
ir;ertant and S5 for the least importanrt, i.e.,

S ples My favourite weat is or
(3) tam (1) ham
(1) »Heef (2) bcef
(5) pork (3) pork
(4) tologna (2) bclogna
(2) *urkey (5) turkey

cite:  Theso alt-onatives come frum “hose involved in gwinming. You mdy use
the space after othars or the op;osite :age for additional comments.

1. T rld wou rank the ultirate goal or minsion of ycur club:

toipation

A—\AA«
i e e e

~acter
C rs
z. R T St L L s ting achiewsment of this goal are:
. ) o ‘o I frem -ractices
) 1 v r iy TS
! ) To. : vuTn
) of iy o lay
. ' !
E r . ot t ] rr are
( ) it N R ey °s
( ) B H Vo -n
O { } R T B
EMC { y LoLoee T Teianing
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otaers

4. Indicate how you wonld imprave the orgaenizational structure of your club:

irrprove quality of executive
LS improvesent necessary
fncreaze no-' rs of ipstrucrors

(
(
(
(

— o o e

climinate | lesrue play
Firove o o asdcation to all merbers
ra

ERIC
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Concerned A. it Opinionnaire =-- Paye 2

5. How would you improve the adrinistration of your club?

improve the method of all-star selection

involve more parents

improve discipline of coaches/parents

provincial association should have more jurisdiction

decrease parental pressure

—~ o

Others
6. The most important individuals in our club are:
( ) coaches
( ) officials
( ) players
( ) parents
Others
7. Most prople are involved in our club because they are:
{ ) dedicated and hard workers
( ) interested in participants
( ) experts in lacrosse technique
( ) sports enthusiast
( ) highly competitive
others o
8. Thie most important individuals or groups in our club are:
{ ) highly competitive
( ) d-dicated
( ) self-directed
( ) likeable
( ) outyoing
Nthers . e .
9. The toughest to the easiest roles in our club are those of:
player
parent
coach

execcutive
official

—~ e~ o~ o~ o~

10. ~in most e oaplary behaviour of prople connccted with our club

~arding oracrice und/or meets cermes from:

all-ctars

tenats

( )
( )
( )
( )
( )

Wl 2 - vitours
il T [ i1 oon ocmr Clab £ L s feom
{ ) s hents
( ) 1..% of Tooreise ¢xporeioooan
{ ) com€licts ice to aohelnd TR
( ) r.hlic prors, redio, end L. V. o0 e
( ) svenspe rhation
Tl ers
12, sernal arjeniceticonal strain = Iyome
It ) sooor gusiity of affi - eg
[ ) 1w oof ime to irple- ot onsa 0 s
{ ) 1.-% af ;.rental i-volv -ont
. . e Al .t lbaibden AF Avalite Yoty



Oth-rs

13. 7.rk and Recommend the changes listed bLelow:
( ) longer instruction pericd
{ ) qualified coaches
( ) exclude parents as spectators
( ) increase recoqgniticon of all «tars
( ) rere erphasis on Looure loayuc rlay

[g]
rr
f
'
!
H
.
H
1

o
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. e OPINICHIATFE 20

' This opinionnaire, designed by a university consulting team and the associates
in your sport, is for you to record your own opinions '

PLEASE ANSWER ALL ITEMS.

pParticipant's Opinions

1. Are you playing lacrosse this year?

ves [ ] vo [

2. Check only one category:

Age Class Tyke [::::]

Novice :]
Pee-Wee S
Bantam [ ]
Midget l | o
Juvernile [::::]

3. How many years have you played before 1975? l !

4. House league and All-Star E:::j House league only [:::]

5. Number of hours spent each week in practice and games for all-star [:::j

Number of hours spent each week in practice and games for house league [:::]
will you please check your feeling on all statements below:

6. I play to become an excellent lacrosse player.
7. I play for fun.

©OC

8. I play o wzke my city a famous lavrosse area.

.,

—

O

ERIC
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10. I play lacrosse to give me something to do.




v Opionnaire -- Page 2

11.

12.

13.

14.

15.

17.

ERIC

Aruitoxt provided by Eic:

I wish there were more players.

OICIGICAN

I think we need more coaches and instructors.

OO O E

|2
Do

It is difficult to get to the arena.

Less importance should be put on winning.

© 0 0 6
&)

~

i
oy

Sed ple

-T'J>

© © O

geers sheuld get nore

()

P

like the emphasis on learning lacrosse skills rather than playing games.

-

e » - Cvresiinz ohonld improve.

ONE

laying time than average players.




l8. Players shovld-be -eaeied about practice hours., games, etc.

19, { thinw we nsed beris- <1aloant

DI IS




Opionnaire -- Page 3

20. We need more tnurnaments.

© O G

21. Skills classes should be dividad by ability level rather than by age.

O ©

22. The Board of Directors and coaches rurn lacrosse because they are interested
in players.

» ©

23. The Board of Directors and coaches run lacrosse because they want to win.

© O

The Board of Directors and ccaches are the most important people in our club.

24.
Z25. The Dlayess and *heip T2 05105 G : ot ob.
@ C y
25. Casrhes oad rafsr . -5 ~hoald Lo sope odict in Yiscipt tabig plasers ol
refuciag caeugn Dt Lf.

ERIC 7\ A 770N o\ /AN
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. I like 1
acrosse the w i
vay it is.

(-
=/ (\> (’ ‘> (>

25




Project:

APPENDIX B

Competition Concern

WHAT DO WE DO NOW!!:

The person being interviewed is an /_J executive, /7 coach, [/ official ({(referces, «tc.)

/7 parent, [ 7 spon-or

17

player.

Please indicate your prcference by checking (¥) one (1) choice only from either
Column A or Column B for cach of the items in Row #1 - 13.

on interviews with c¢xcocutives,

1. ultimate goal

2. aim (long-range)
3. objective (immediatce)

4. rewards

5. comnitment of time
(practice and games
rer week)

6. «amphasis in player
selecction

7. rules-application

8. scheduling emphasis

9. c¢valuation of
league success

10. decision-making level
l1. growth rate of child
L2. cliches

3. ohil-oophy

vour
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coaches,

Column A
win and/or excel or

generalization-child's

overall development (AS)
work, to win

aggression

playing is its own
reward, nc banguet

and trophies (AS)

5 hours or less (AS)

rplay the best most often
letter of law
(gamv-emanship)

local and leacue
cempetition  (AS)

by standings and

corprrntitors' ~alibre
state/yroviice or
rational

control and rapid
Cevelorment

It 2ousn't mavter if
, Hut Low
e sare, (/“‘S)

vou
vou

yirg is

The choices are based
officials and parents.

Column B
/7 participate and play

s

(AS)

specializaticn-child's
ckills develonment
/7 partake for fun,
relaxation (AS)

achievement should e
rewarded, banquets and
trophies

7

/7 6 hours or mcre

/7 vlay everycr2 ejually (AS)
/7 spirit of
{sportsmanciip)  (AS)
/7 region and state
competiticon
/7 on player irtvrovemest
& numbers parkticiya’ .y (48)
[ 7 local liacue (AS)
/7 cocrdinatica .ond
vatural evelulion  (AS)
7 No cxctse ds oadoguats ¢
loaing nNo <t ls oD
YZich for wits ng.
(L7 ohny qane woerth o rlav.
~ortn vlayicor oooen 7
f)'\":_y_ (.“\.\S)



