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The purpose of this study is to determine whether goal

congruence exists among administrative, supervisory and

direct service personnel within public leisure service organ-

izations and among public leisure service organizations of

different sizes,. The source of data for the study was a Goal

Study Questionnaire distributed to 344 employees of selected

leisure service organizations.

The results indicated that goal congruence was not

established either among duty levels within public leisure

service organizations or among public leisure service organi-

zations of different sizes.
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CHAPTER I

INTRODUCTION

Introduction

Leisure is a vital part of American society today.

Rapid technological advancement, increased population, and

growing opportunities for education have placed more em-

phasis on free time and how it can be spent. Whereas leisure

was once considered a frivolity, it now enjoys a position of

importance comparable to such other American institutions as

religion and education. As a result of this transformation,

the leisure service field is being called upon to be more

active and involved in leisure planning and counselling, and

the implementation of leisure services than it ever has be-

fore. Therefore, the leisure service field is expanding and

now encompasses areas such as special populations, the aged

and others rather than applying its expertise primarily to

services for youth.

The leisure service organization is the central medium

through which leisure services are provided. With the ex-

pansion of the leisure service field, it is inevitable that

the number, size and complexity of leisure service organi-

zations will also increase.
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A leisure service organization is a unit whose functions,

primary and/or secondary, include the creation and distri-

bution of services that are consumed by individuals during

their leisure (3, p. 3). Leisure service organizations may

be either profit-making or non-profit concerns. More specif-

ically, Edginton and .Williams (3, p. 4) have identified five

types of organizations that provide leisure services. These

are as follows:

1. Service organizations which assist persons by providing

leisure services on a non-profit basis. A fee may be re-

quired from the recipient of the services.

2. Economic organizations which provide goods and services

on a profit-making basis.

3. Religious organizations which provide leisure services

as a by-product of meeting the spiritual needs of its mem-

bers. Usually these are non-profit.

4. Governmental organizations which satisfy the need for

order and continuity in the delivery of leisure services on

a non-profit basis.

5. Social organizations which serve the social needs of

persons for contact with others, identification, and mutual

support. These may be profit or non-profit.
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The leisure service organization relies on the inter-

action of those providing the service and those to whom the

service is being provided. Successful interaction in this

respect will enhance the effectiveness and efficiency of the

organization.

Every organization is structured around a set of goals.

Often the primary goal of an organization is to make a profit.

However, in a public leisure service organization this is not

the case because such organizations are governmental organi-

zations and as a result are non-profit. Therefore, a public

leisure service organization will have as its primary goal or

goals something other than making a profit. Goals are the

foundation of the organization. Without them, the organi-

zation has no direction and could not function in an efficient

and effective manner. The importance of organizational goals,

therefore, cannot be overemphasized.

Organization goals are typically determined at the upper

levels of the organization's management. They are then com-

municated in some way to those at lower levels. Successful

communication of these goals will allow for accurate inter-

pretation by the organization's employees of exactly what the

goals of the organization are and their priorities. If the

employees of the organization know what the goals are and
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their relative importance, 'there will be a better opportunity

for goal achievement.

The employees of an organization have goals as indi-

viduals toward which they strive in addition to working

towards the goals of the organization. A need can be de-

scribed as a deficiency. Jhen a need is felt, an individual

will work towards it if possible until it is satisfied. Sat-

isfaction of the need is the goal of the individual. Many

theories on needs and goals have been developed throughout

the years. One of the most widely known is Maslow's hier-

archy of needs. According to Maslow there are five categories

of needs: physiological needs (thirst, hunger, sex, sleep);

safety needs (job security, order, protection against danger);

social needs (identification, love, group interaction); ego

needs (self-respect, success, status); and self-actualization

needs (realization of one's full potential, continued self-

development, use of creative abilities). An individual will

first seek to satisfy the lower level needs such as the

physiological and safety needs before he moves on to seek

satisfaction of the upper level needs. An individual's

employment is a primary means of achieving his goals. It

can satisfy physiological and safety needs very readily and

can go a long way towards satisfying social, ego, and self-
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actualization needs depending on the situation. Satis-

faction of an individual's needs then is a powerful moti-

vator and is a definite determinant of individual behavior.

In most cases, an individual's needs or goals are more

important to him than are the organization's goals. This

does not mean, however, that the individual cannot work

toward achieving both of these sets of goals. Conflict

does occur when an individual substitutes his personal goals

for the organization's goals within the organizational

setting. This, of course,lis goal displacement. That goal

displacement can occur points out the importance of the

interrelationship between the individual's goals and the

organization's goals. It is important for the individual's

needs and goals to be matched with those of the organization

whenever possible.

An ideal situation for an organization would be for all

of its employees, including top, middle and lower levels, to

perceive the goals of the organization and their order of

relative importance to be the same. In addition, the em-

ployees' needs and goals would be matched with the goals of

the organization. The result, of course, would be that

every employee would be working positively toward common

goals for the organization. In reality we know that this
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combination of events seldom occurs. In many cases, the

goals of the organization and their order of importance is

not perceived by all of the employees to be the same. This

is goal incongruence and can occur in varying degrees. Goal

incongruence results primarily from three sources. First,

the goals of the organization may not be clearly stated at

top levels of management. Second, the organization's goals

may be clearly stated but poor communication may prevent them

from being properly interpreted at lower levels of employees.

Finally, a goal that the organization should have is over-

looked by those setting goals. This, again, serves to create

goal incongruence.

On the other hand, goal congruence may exist, but if the

individual's goals and the organization's goals are not proper-

ly matched, the individual may not work toward the goals he

knows the organization has. Goal incongruence and goal dis-

placement are important problems which must be considered by

all organizations. This is especially true of the public

leisure service organization because of the increasing demands

being placed on the tax dollar. Public leisure service organ-

izations must be accountable for their actions. Inefficiency

and ineffectiveness will result in lost support and weak cred-

ibility.
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Statement of the Problem

The problem is 1) to determine whether or not goal

congruence exists among various duty levels in selected

public leisure service organizations and 2) to determine

whether or not there is goal congruence among leisure

service organizations of different sizes.

Purpose of the Study

The purpose of this study is to determine if there is

goal congruence among

1. administrative personnel and supervisory personnel

2. supervisory personnel and direct service personnel

3. administrative personnel and direct service -personnel

The study was also directed toward determining if there

is goal congruence among public leisure service organizations

of different sizes.

Hypotheses

The following hypotheses were made:

1. Goal congruence will not be achieved among administrative

and supervisory personnel within each of the cities.

2. Goal congruence will not be achieved among administrative

and direct service personnel within each of the cities.
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3. Goal congruence will not be achieved among supervisory

and direct service personnel within each of the cities.

4. The sizes of public leisure service organizations are

not significant to the achievement of goal congruence among

the organizations.

Definition of Terms

The following terms are defined to provide clarification

throughout the study.

Leisure service organization. This type of organization

provides leisure, recreation, park and cultural services. It

may be publicly supported, primarily by taxation, or it can

be independently, privately financed. Leisure service organi-

zations provide structured and unstructured program and activity

opportunities for the participants whom they serve.

Organizational goal. This term refers to a desired future

relationship with the environment., (2, p. 296).

Individual goal. This term refers to any state of affairs

(dynamic or static) which contributes to the fulfillment of an

individual's needs, motives or desires (1, p. 3).

Goal displacement. Goal displacement is the substitution

of individual goals for organizational goals.
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Goal congruence. Goal congruence refers to the extent

to which individuals within an organization see common goals

for the organization. Maximum goal congruence exists when

all individuals within an organization perceive the same

organizational goals.

Duty level. Duty levels refer to the administrative,

supervisory, and direct service levels of an organization.

Administrative level. Persons in a public leisure serv-

ice organization who hold upper management positions are at

the administrative level.

Supervisory level. Persons in a public leisure serv-

ice organization who hold middle management positions and

who have supervisory responsibilities are at the supervisory

level.

Direct service level. Employees of- a public leisure

service organization who have responsibilities in the oper-

ational function of the organization are at the direct serv-

ice level.

Limitations and Delimitations

This study was conducted using one small, one medium-

sized, and one large public leisure service organization.

These organizations are the municipal Park and Recreation

Departments in the cities of Euless, Plano and Dallas. A

random sample-of the full-time employees of these organi-

zations were interviewed. Dallas, Plano and Euless were
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selected because of their sizes and because access to

these organizations was readily available.

A limitation of the study is the respondent's ability

and willingness to properly recognize the goals of the

organization and the importance the organization places on

them. Also, only full-time employees were interviewed.

The large number of questions on the instrument used in

this study may also have been a limitation.

A number of variables may have influenced the respondents'

replies to instrument questions. Such considerations as job

satisfaction, the size of the organization, salary and many

others differ from organization to organization and among duty

levels and may have affected the replies given by the sub-

jects.

Finally, although the duty level of the respondent was

known, the specific position which he occupied in the organ-

ization was not. Even within duty levels, different types of

positions may affect the responses given. For example, within

the direct service level a respondent may have been a recreation

leader, park police officer, park maintenance worker or any one

of the diverse positions involved in direct service. Such a

diversity in positions may cause employees in the same duty level

to see different goal priorities.
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CHAPTER II

REVIEW OF RELATED LITERATURE

Introduction

The literature relating to organizational goals and

individual needs and goals is reviewed in this chapter.

Few studies were found that related organizational goals

to public leisure service organizations. However, there

are numerous studies on organizational goals and individual

needs and goals which provide a conceptual basis for this

study.

There are six sections in this chapter which relate

to the following: (1) goals of leisure service organizations;

(2) the importance of organizational goals; (3) individual

needs and goals; (4) integration of individual and organ-

izational goals; (5) goal congruence; and (6) goal dis-

placement.

Goals of Leisure Service Organizations

Literature relating to the goals of leisure service

organizations has been significantly lacking in the past.

Only recently have some valuable studies been done in this

area. Both Murphy (39, p. 74) and Gold (22, p. 197) agree

that the goals of public leisure service organizations are

often not compatible with the needs of those these

12
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organizations serve. Gold (22, p. 208) even suggests

that recreation planning is an incremental process which

should be based on the expressed goals and objectives of

the users.

There has always been some question and disagreement

as to whether the main goals of the public leisure service

organization lie in the area of meeting personal and com-

munity needs for healthy and constructive leisure activities

that provide enjoyment and fulfillment or whether the public

leisure service organization is primarily a social service

geared specifically to meeting the needs of the socially or

economically disadvantaged or to providing rehabilitation

for the physically and mentally handicapped. Many recre-

ational professionals today, including Kraus and Bates

(31,. p. 19) and Jensen (28, p. 62), see the goals of the

public leisure service organization that encompass both

viewpoints. Hjelte and Shivers (27, p. 169) reinforce this

when they state that the one basic goal of public leisure

service organizations is to provide experiences that can

meet the recreational needs of all residents of the com-

munity during their respective leisure. Hjelte and Shivers

also state some subgoals which they say every recreational

service wants to work toward.
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These subgoals deal with the development of the
most efficient and effective personnel possible
through the enhancement of individual talents,
skills, and capacities of professional and
technical employees; the development of an
established and dedicated work force; and the
creation of a community climate of goodwill,
which can foster better service through in-
creased public support of the system (27, p. 169).

Kraus and Bates (31, p. 33) point out that it is

generally accepted today that each public leisure service

organization should have a written statement of its own

philosophy and specific goals for the provision of leisure

services. The National Recreation and Parks Association

(52, p. 12) indicates that whereas philosophy says, "This

we believe;" goals say, "This we seek to accomplish." he

following eight headings have been established by Kraus

and Bates (31, p. 25) as goals of a typical public leisure

service agency:

1. Improving the quality of life through the creative and

constructive use of leisure.

2. Contributing to the physical and mental health of the

population.

3. Strengthening community life by improving and enriching

democratic values and increasing participation in civic

activities.

4. Providing a positive reinforcement to prevent antisocial

forms of play, such as juvenile delinquency.

5. Enriching the cultural and creative life of the community

and supplementing the formal process of education for all

ages.
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6. Improving safety standards by offering organized play

programs in safe, supervised surroundings.

7. Offering special services needed by the poor, or the

physically, mentally, or socially disabled, who have unique

leisure needs.

8. Protecting and beautifying the physical, environment.

Edginton and Williams (16, p. 4) have pointed out that

leisure service organizations are formed to meet the indi-

vidual and collective leisure needs of society and that the

goals of the organization will vary accordingly to meet the

needs, desires and expectations of its constituents.

Edginton, Hood and Robinson have conducted a number of

studies on goals (11, 12, 13, 14, 44). The goals included

are listed in Appendix A. These studies have been based on

the goals of a public leisure service organization cate-

gorized into five areas: output, adaptation, management,

motivation and positional goals (16, p. 14). Output goals

of the public leisure service organization are those that

result in the production or creation of services. Output

goals consist of three types: direct service, participant

expressive and participant instrument. Direct service goals

are those that result in the provision of services directly

to participants outside the public leisure service organi-

zation. Direct services include provision of leisure

activities, facilities and information services such as

leisure counselling. Participant expressive goals use
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these services to enable the participant to gain recog-

nition, self-esteem and self-actualization. Participant

instrument goals result in the attainment of some skill

for the participant and/or reduce the participant's need

for certain biological or psychological elements such as

food or social interaction.

Adaptation goals are directed toward interaction of

the organization with the environment surrounding it. The

public leisure service organization's ability to achieve

its adaptation goals will largely determine its success in

obtaining the resources it needs to survive.

Decision-making matters within the organization come

under the control of management goals. Authority and

responsibility decisions are two key elements of this

process.

Motivation goals strive to ensure satisfaction of the

participants and of the staff of the leisure service organ-

ization and to inspire loyalty to the organization. Satis-

fied participants and motivated employees are the key to a

successful public leisure service organization.

Positional goals attempt to maintain or increase the

position of the organization as related to other leisure

service organizations. High quality programs and services,

responsiveness to changing trends and preservation of

characteristics unique to the organization are methods of

achieving positional goals.
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It is true in public leisure service organizations

as well as in other types of organizations that the goals

of the organization and its structure are interdependent.

Edginton and Williams (16, p. 121) say that the relation-

ship between the goals and objectives of a leisure delivery

system and its organizational structure lies in the fact

that while the structure is dependent on the goals, the

goals are defined, to a degree, by the structure. In fact,

the formal organization of a leisure delivery service sys-

tem is established specifically to accomplish the system's

goals. Hicks says:

A formal organization has a well defined structure
that may describe its authority, power, accounta-
bility, and responsibility relationships. The
structure can also define the channels through
which communications flow. Formal organizations
have clearly spedified jobs for every member. The
hierarchy of objectives of formal organizations is
explicitly stated. Status, prestige, pay, rank,
and other prerequisites are well ordered and con-
trolled. Formal organizations are durable and
planned; because of their emphasis on order they
are relatively stable (26, p. 10).

In addition, the goals of the leisure service organ-

ization are also influenced by the informal organization.

Fred Luthans says this of the informal organization:

The informal organization plays a significant
role in the dynamics of organizational behavior.
The major difference between the formal and in-
formal organization is that the formal organization
. . . has officially prescribed goals and relation-
ships, while the informal one does not. Yet it is
a mistake to think of the formal and informal groups
as two distinctly separate organizational entities.
The two co-exist and are inseparable. Every formal
organization has an informal organization and every
informal organization eventually evolves into some
degree of formal organization (33, p. 453).
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Informal organization may hinder, as well as help, the

leisure service organization in the achievement of its

goals. Edginton and Williams (16, p. 17) explain that

if a group of individuals can organize around a concern

on an informal basis and bring a great deal of pressure

to bear on the formal organization, the result could be a

considerable expenditure of the organization's resources

which may detract from its productivity. The objective,

then, is to try to make the formal and informal organi-

zations work together to allow the organization to attain

maximum goal achievement.

Importance of Organizational Goals

Organization theorists have faced many difficulties

in conceptualizing organizational goals and understanding

organizational behavior through them. However, there is

little disagreement that organizational goals are extremely

important to the viability and success of an organization.

Edginton (11), for example, indicates that organizational

goals represent a highly desirable "state of affairs" that

an organization tries to achieve and toward which it directs

the efforts of its members. Etzioni (17, p. 5) says that

organizations are social units which pursue specific goals;

their very "raison d'etre" is the service of these goals.

It is necessary to distinguish between real goals of an

organization and its stated goals. Etzioni (17, p. 7) defines

real goals as "those future states toward which a majority of

I
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the organization's means and the major organizational

commitments of the participants are directed". Real

goals have clear priority over stated goals in a sit-

uation of conflict. Stated goals are those goals which

are stated to be goals of the organization but which

command few, if any, resources. A careful examination

of the allocation of resources within the organization

can easily direct one toward the real goals.

Organizational goals are influenced by a large number

of factors both within the organization itself and outside

the organization in its external environment. In the hol-

istic approach to the organization, Edginton and Williams

(16, p. 11) identify the external or "macro" environment

of an organization as the political, economic, physical

and social systems which surround it. The "micro" or in-

ternal environment encompasses, in addition to the organ-

ization's goals, its structure (both formal and informal),

employee and managerial behaviors, and work transformation

activities which involve transforming inputs into outputs.

Thus, it can be seen how many factors must be considered

in setting organizational goals. Behling and Schriesheim

(6, p. 169) see this multiplicity of influencing factors

as the reason why there are a number of different explan-

ations of how goals develop. These are generally classified

as the rational systems approach, the open systems approach

and the social systems approach.
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The rational systems approach views goals as the

results of choices of the founders and administrators of

the organization. Employees are maintained by the organ-

ization to carry out the activities necessary to accomplish

the goals established by upper-level management and have no

voice in establishing or changing these goals.

Bobbitt, and others (7, p. 213) define an open system

as one that has relations with the environment. The open

systems approach to explain organizational goals sees these

goals as products of the organization's environment. Organ-

izations use various strategies to reduce the constraints

and contingencies imposed on their goals by their environ-

ments.

Both the rational systems and open systems approaches

see the organization's employees as striving to achieve a

desired set of goals. In other words, the goals of the

organization direct the members of the organization. The

social systems approach concentrates on the role which em-

ployees play in setting the organization's goals as well

as in achieving them.

All three of these systems have their rationale and

have been dealt with in the past. However, the open systems

appraoch is the one which is being put to use in modern lit-

erature to explain the concept of goal-setting (6, 7, 16,

38, 53).
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Efficient and effective organizational performance

are the result of achievement of the organization's goals.

Etzioni says, "Organizations are constructed to be the

most effective and efficient social units" (17, p. $) .

The effectiveness of an organization is determined by the

degree to which it achieves its goals. Efficiency refers

to the amount of resources the organization uses to achieve

its goals. A productive organization is effective and ef-

ficient (16, p. 6). It is generally agreed, however, that

efficiency can occur without effectiveness and that effect-

iveness can occur without efficiency (7, 16, 17, 53). For

the continued existence of an organization either effect-

iveness or efficiency is necessary; and the longer the life,

the more necessary both are (4, p. 97).

It must be stressed that once an organization estab-

lishes a goal or set of goals, this does not mean that these

cannot be changed or added to as the needs and direction of

the organization change. Etzioni (17, p. 13) considers it

a fact of life that organizations find new goals when the

old- ones have been realized or cannot be attained. An organ-

ization without a goal has no legitimacy. Change is more

evident when the short-range operational goals of organi-

zations are examined, as they are considerably less stable

than long-range goals (6, p. 185). Short-range goals tend

to fluctuate markedly depending on the organization's suc-

cess during preceding periods (10). Behling and Schriesheim
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(6, p. 185) identify three circumstances under which changes

in the nature of organizational goals occur: (1) when the

organization has been extremely successful in accomplishing

its goals, (2) when it has been unsuccessful in attaining

its goals and (3) when it is subjected to pressure from im-

portant elements of its environment. Merton (36) and Sills

(50) both refer to a "succession of goals" within an organ-

ization. In their study of the Young Men's Christian

Association, Zald and Denton (56) indicate times when this

organization implemented new goals while still maintaining

its old ones. Perrow's study (41) also gives evidence of

many large changes in goals. Thus the organization's self-

interests will lead to the replacement of old goals with new

ones or to the addition of goals to those already in existence.

"There are many organizations which simultaneously and

legitimately serve two or more goals" (17, p. 4) Merton

(36), Selznick (49) and Michels (37) also see formal organ-

izations as complex institutions that often pursue more than

one prime directive. Most organizations are formed to work

toward more than one goal and as Pfiffner and Sherwood (42,

p. 407) point out, there is no one goal by which such as

organization can be judged. In addition, some of an organi-

zation's goals may be provided from the outside environment

in which the organization operates. Some research has been

done which indicates that multi-goal organizations tend to

be more effective than single-purpose ones (17, p. 15). The



23

reasons given for this are (1) serving one goal often

improves the service rendered to another goal, (2) multi-

goal organizations have greater recruitment appeal than

single-purpose ones, and (3) while some individuals prefer

to deal exclusively in one service, many find combining

two services more attractive because it allows them to

gratify a wider variety of their personality needs. As

with almost everything, there are also limits to an organ-

ization's ability to serve mulitple goals in certain cases.

Some of these are, (1) loss of effectiveness, (2) unavoidable

conflict, (3) strains for personnel, and (4) the chance that

one goal may completely subordinate one or more of the others.

Which goals are most important will, of course, depend on the

organization and its priorities.

Not all organizational analysts agree on the importance

of goals to an organization and that organizations exist for

the purpose of achieving its goals. Georgiou says:

Even a cursory examination of the literature on
organizations illustrates, . . ., the primacy of
organizational goals, but at the same time the
extremely restricted scope of the study of goals.
Attention focusses almost exclusively on deter-
mining the degree to which organizations are ef-
fective in achieving their goals, how organizations
can be made more effective, or the processes through
which goals are achieved and succeeded, diverted, or
displaced. Rarely are analysts concerned with the
question of whether organizations can be said to have
goals; their existence is an unquestioned and un-
questionable assumption. The only difficulty, insofar
as any is recognized, lies in determining precisely
what the goals of any particular organization are
(20, p. 292).
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Georgiou suggests that the primary focus of interest should

lie in the behavior within the organization, although organ-

izational influence on the environment is accommodated.

"The emergence of organizations, their structure of roles,

division of labor and distribution of power, as well as

their maintenance, change, and dissolution can best be

understood as outcomes of the complex exchanges between

individuals pursuing a diversity of goals" (20, p. 308).

Warmington, Lupton and Gribbon (53, p. 30) echo Georgiou' s

arguments. Although most of the other literature available

disagrees with these arguments, the views just presented do

serve to point another important aspect of an organization:

the needs and goals of the individual.

Individual Needs and Goals

"The individual is always the basic strategic factor in

organization" (3, p. 139). Because the individual is such

an influencing factor in organizations, it is necessary to

examine the individual's needs and how they are met. Goals

are considered to be experiences very much desired by indi-

viduals, experiences deemed essential by them for adequate

realization, expression, and maintenance of themselves, and

whose degree of attainment provides individuals with a

measure of successful or unsuccessful living (2, p. 10).

Furthermore, it is individuals who come together to from

an organization (2, 13). As a result, organizational goals

cannot be completely understood until individual needs and

goals are considered.
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A need. can be defined as a form of deficiency (16, p. 54).

A need exists when there is either a psychological or physio-

logical imbalance. When a need arises in an individual, there

also arises a driving force within the individual to satisfy

that need., Satisfaction of the need thus becomes the goal of

the individual.

Research on needs is as old as the concept of the organ-

ization itself. One of the earliest contributions to the

study of needs was the work of Sigmund Freud. Freud identi-

fied three states that help to understand the attempt by

individuals to satisfy their needs. These three states are

the id, the ego and the superego and combine to from person-

ality. The id is the core of the unconscious. The id is un-

controllable by the child, but as a person grows into adult-

hood, he is able to control the id. Since the id is made

up of the basic psychological aspects of a person, it has

a very important effect on behavior.

The ego is the conscious part of a person's behavior.

Through the reasoning process the ego works with the id to

help satisfy individual needs. Since the id causes a per-

son to act spontaneously to satisfy a need and the ego

attempts to delay the satisfaction until the proper time

or place, conflict often arises between the two. The super-

ego interferes to resolve such conflict.
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The superego is the conscience and results from the

values and norms of society. The values and norms are

reflected by the community in which a person lives and are

reinforced by rewards and punishment. The superego strives

for perfection; it is an idealist. It resolves conflict

between the id and the ego, but can also cause conflict be-

tween itself and the ego in its quest for perfection.

One of the most written about theories on needs is

Abraham Maslow's hierarchy of needs (6, 7, 16, 38, 54).

Maslow identifies needs according to five categories: (1)

physiological, (2) security, (3) social or belonging, (4)

esteem and (5) self-actualization. According to Maslow's

hierarchial theory, the lower level needs will be satisfied

before the individual attempts to satisfy the upper level

needs. In other words, a person will first seek satis-

faction of his physiological needs (food, shelter, clothing),

security needs (job, fringe benefits), and social or be-

longing needs (love, group interaction) before he goes on

to satisfy his esteem needs (success, power, status) and

self-actualization needs (realization of one's full potential).

Edginton and Williams (16, pp. 56-5-9) have summarized the

five principles upon which Maslow's need hierarchy is based.

The first is that all human behavior has a purpose. A person

acts for some reason. The second principle is that all human

wants and needs are identifiable and can be classified into

the hierarchy just mentioned. The third principle is that
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individual differences exist in, respect to human wants and

needs. Different individuals put different time priorities

and different intensity priorities on their needs. Thus,

different needs have different priorities at different times

and the intensities of thses needs can be different. That

human wants and needs are insatiable is the fourth principle.

Needs are only satisfied temporarily; the deficiency will

eventaully come up again. The last principle is that dis-

satisfaction causes people to change. Once a deficiency or

need has been met, an individual will move on to another

need.

Behling and Schriesheim (6, p. 60) are quick to point

out that Maslow hedges his theory, something his inter-

preters often fail to do. Maslow holds that departures

from the basic hierarchy occur in five cases: (1) there

may be a reversal of love and esteem needs in some indi-

viduals for reasons he does not specify; (2) self-actual-

ization may take precedence over all needs in certain "in-

nately creative individuals"; (3) aspirations may be stunted

after long periods of deprivation at lower level needs, re-

sulting in persons fixating at those levels; (4) persons

deprived of affection in early life may be incapable of re-

sponding at the love level; and (5) some -extremely well-

adjusted individuals can tolerate lack of satisfaction with-

out much impact on behavior. Maslow also specifies that there
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are rarely clear dividing lines among needs. The changes

among his categories are gradual rather than abrupt changes.

Another important theory which facilitates an under-

standing of individuals' needs is Chris Argyris' immaturity-

maturity theory. This theory maintains that individuals

require a management style appropriate to their maturity

level. Several changes in a person's personality are seen

to take place as he matures based on his experience in the

environment, and his mental and physical growth. Edginton

and Williams (16, pp. 59-61) explain these. The first change

sees the individual moving from a passive state as an infant

to a state of increasing activity as an adult. The more mat-

ure the individual, the more behaviors he will be capable

of. The second change involves a movement by the individual

from a dependent state to an independent state. A mature

person will need much less guidance and authority than will

an immature one. A third change that comes over the indi-

vidual is that a capability for behaving in a few ways is

replaced by a capability for behaving in many ways. A mat-

ure person will therefore require more diversity in his en-

vironment. Deeper and stronger interests characterize the

mature individual, where erratic and shallow interests char-

acterize the immature one. As a result, more interesting and

challenging tasks will be required for the more mature indi-

vidual. Also, an immature person has a short time perspective,

but the mature person has a long time perspective. This
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applies to both the past and the future. Short attention

spans, then, would require activities which require a

short time perspective. The next factor is that a mature

individual needs an equal or superordinate position, whereas

the immature person is only willing to assume a subordinate

position. Leadership positions are thus filled with the

mature individuals. The final change an individual under-

goes as he matures is from a position where he lacks self-

awareness to one where he has self-awareness and self-

control at all times. In this respect, mature persons are

needed to fill positions of responsibility and leadership.

Edginton and Williams (16, pp. 62-63) also discuss an-

other model which is very important to an understanding of

the importance of human needs. This is the S 4-0 -* B

model. The S symbolizes the work situation and incorporates

stimulus (energy, heat, light and sound), the physical en-

vironment (climate, terrain, resources, population and eco-

systems), and the sociocultural environment (culture, groups,

instutitions, organizations and society). The 0, or human

organism, comprises the physiological being (heredity, the

nervous system, sense organs, muscles and glands) and the

phychological being (perception, learning, motivation, and

personality). These two things are constantly affecting

how a person acts and what needs he has. The work situation

and the human organism result in B, behavior. Behavior con-

sists of overt response (movement and talking) and covert
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response (thinking and listening). The basic statement

of this model is that the work situation and the human

organism affect each other. This relationship causes an

interaction which results in behavior.

The importance of individual needs and goals and the

effect they have on the attainment of organizational goals

cannot be overemphasized. Roger (45) found that the goals

of an organization are strongly affected by the personal

characteristics and needs of its managers. Other authors

point out that the purpose of the organization is to pool

the resources of individuals who cannot meet their needs

on their own (53, p. 32; 54, p. 158; 55) . Beal (5, p. 135)

reinforces this by saying that group goals must be closely

related to the interests and needs of the individual members

of the group. Finally, Hackman, Lawlor and Porter (24, p. 49)

indicate that the organization influences the needs of indi-

viduals and vice versa.

Integration of Individual and Organizational Goals

"It is the job and function of the organization, when-

ever possible, to match employees' needs, values and aspir-

ations with those of the organization" (6, p. 65). Indi-

viduals are the most important resource that the organization

has and satisfaction of the individual's needs will do more

than anything else to ensure that the goals of the organi-

zation are attained as well. The relationship between an
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individual and an organization begins with a process of

mutual choice (24, p. 101). In this respect, two choices

must be made: the individual must choose to join the organ-

ization and the organization must choose to admit the indi-

vidual. Both the organization and the individual are seeking

the same thing from this relationship: satisfaction of their

own goals. Furthermore, individuals who most fully accept

the organization's goals display most strongly the drives

and motivations which help the organization achieve its goals

(5, p. 135) .

Etzioni (17, p. 39) identifies two schools of thought

which deal with the integration of the organization's goals

and the individual's needs and goals. Scientific Management

assumed that the most efficient organization would also be

the most satisfying one because it would maximize both pro-

ductivity (for the organization) and employees' monetary

reward (for the individual). According to this theory, the

employee is seen as an economic man who is seeking to max-

imize his income and that this would satisfy him. Therefore,

it was considered that what was best for the organization

was also best for the employees and vice versa.

The Human Relations school assumed that the most satis-

fying organization would be the most efficient. Satisfaction

of economic needs would not satisfy the employees. Managers

had to recognize that individuals had a complex set of needs

and that by satisfying these needs, the employees would be
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happy and therefore give their full cooperation and effort

to the organization. Thus, the Human Relations approach

desired a perfect balance between the organization's goals

and the employees' needs.

Although both of these schools have their differences,

they do have one very important similarity. They both see

the necessity and importance of integrating the organi-

zation's goals and the individual's needs. They also serve

to reinforce the importance of the two basic forms of organ-

ization: (1) formal and (2) informal. Despite the fact that

the Scientific Management theory relies heavily on the formal

organization, while the Human Relations theory gets its sup-

port from the informal organization, recognition of these

structures to the attainment of goals is crucial--to both

the organization and the individual.

Pfiffner and Sherwood (42, p. 415) identify a third

theory, Likert's Modified Theory. Likert argues that the

maintenance of human resources must be considered a vital

element in gauging organizational effectiveness. His theory

is based on two important premises: (1) the character and

magnitude of the powerful motivational forces which control

human behavior in working situations and (2) the manner in

which these forces can be used so that they reinforce rather

than conflict with one another. In addition, two central

concepts were proposed: (1) that the pattern of interaction

between the superior and subordinate should be supportive,
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not threatening and (2) that management can make full use

of its human resources only when each employee is a member

of an effective work group whose perfromance goals are high.

A year-long study conducted based on these concepts indi-

cated the great significance of individual morale and satis-

faction to the interests of the organization.

Other data found indicated that managers and supervisors

can increase the effectiveness of their organizations by ful-

filling certain individual, as well as organizational, needs.

Studies on U. S. governmental agencies,.N.A.S.A., Alpha

Agency and Byberry indicated that the effectiveness of units

was greater when ample provision was made for personally

challenging work, rational, fair and normative environments

and competent and fair supervisors (38, pp. 103-115).

Barnard (4, p. 97) found that the vitality of organizations

lies in the willingness of individuals to contribute forces

to the organization and this willingness can only be ac-

complished by satisfying the needs of the contributors.

Bakke (2, pp. 14-25) identifies a process he refers to

as the fusion process. The fusion process is the simul-

taneous operation of the socializing and personalizing pro-

cesses. The socializing process is the process by which

individuals are made agents of the organization in order

for the organization to accomplish its goals. The person-

alizing process is the process ,by which the organization is

made an agent of the individual in order for the individual
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to accomplish his goal. The simultaneous operation of the

organization on the individual and the individual on the

organization results in a merging of the two. As a result,

each is dependent on the other for attainment of their

goals.

As Pfiffner and Sherwood (42, p. 437) point out, the

individual does not cease to exist simply because he joins

an .organization. The individual joins the organization not

only to aid the organization in the attainment of its goals,

but also for what the organization can do to help the indi-

vidual satisfy his needs.

No review of literature on organizational goals is

complete without a discussion on motivation. Edginton and

Williams (16, p. 82) see the motivation process as the pro-

vision of work opportunity whereby employees can meet their

individual needs. A manager, then, should not attempt to

motivate employees, but should create an environment in

which the employees are self-motivated. It follows from

this that employees are most likely to be self-motivated

when trying to satisfy their own needs. If self-motivation

is stressed, the organization's goals must be in line with

the individual's needs because the individual is trying to

achieve his own goals. If the organization's goals are in

opposition to the employee's goals, dissatisfaction will

result and the organization's goals can only be attained

at a high cost.
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Motivation is the function of four distinct factors

(16, p. 84). First, motivation is a function of needs

which we all have and strive to meet. The particular

need that we strive to meet at a given time is the one

that is most outstanding at that time. Second, motivation

is a function of opportunity. The motivation to satisfy

a need is much stronger if the opportunity of satisfying

the need is there than when it is not. The third factor

which motivation is a function of is ability. If a person

does not have the skills, training and/or knowledge to do

a thing, then no amount of motivation will enable him to do

it. Training and practice may increase ability over time.

Finally, motivation is -a function of reinforcement. 'Positive

reinforcement aids in motivation both at the present time

and leter on.

A motivating environment is one where the employees

see their work as contributing both to their own individual

needs and to the goals of the organization. A motivating

environment has three characteristics (16, p. 85). The

first is a harmonious employee/manager view of what a good

job is and does. For this to occur, goal setting must in-

volve participation by both the employees and management

and must be supportive of individual needs. The second char-

acteristic of a motivating environment is supportive rather

than coercive management. Management helps the employee to

meet his goals rather than "pushing" him to perform. The
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third requirement for a motivating environment is rein-

forcement of the employees' needs for feeling worthwhile.

Positive and immediate reinforcement will help a great

deal in making the employee feel the organization is inter-

ested in meeting his needs as well as its own.

Motivation has both direction and intensity (7, p. 90).

Motivated behavior is a response directed toward the re-

duction of a deficiency (need) and its intensity is deter-

mined by the intensity of the need. As a result, Maslow's

need hierarchy has often been applied to explain motivation

(7, 16, 19, 24, 39). In this respect, a need can serve as

a motivator, but only until it is satisfied. Once needs are

satisfied, they no longer serve as motivators.

Another widely-applied explanation is that of Frederick

Harzberg (25, p. 75). He uses the term motivators to describe

the factors people find satisfying and hygiene factors to

describe the factors people find dissatisfying or have the

potential to do so. Herzberg's motivators are frequently

equated to the higher level needs in Maslow's hierarchy

(esteem and self-actualization); while his hygiene factors

parallel Maslow's lower level needs (physiological, safety

and social) (7, p. 16). Motivators motivate people; hygiene

factors prevent dissatisfaction, but do not motivate.

Most of the literature discussed stressed the importance

of integrating individual and organizational goals. As

Galbraith (19, p. 260) says, individuals do not usually vol-

untarily choose the work alternative that the organization
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prefers. In order to increase the probability that

individuals will work toward organizational goals, a

real effort must be put forth by the organization and

part of this effort is ensuring that individual needs

are met.

Goal Congruence

Goals or purposes which are not clear will prevent

the organization from being used by its members in an

effective manner (35). This statement clearly presents

the case for goal congruence. If goal congruence does

not exist, the combined efforts of members of the organ-

ization may be no more productive than their individual

efforts and this, of course, defeats the whole purpose

of combining efforts in the first place. Beal (5, p. 135)

found that if the group goal is not understood by the mem-

bers of that group, it will have little power to motivate

the individual toward activities which might lead to the

attainment of the goal. Furthermore, such a situation is

inclined to develop low motivation levels, a poor coor-

dination of efforts and a concentration on self-oriented

rather than group-oriented behavior. Beal (5, p. 135)

also suggests that member involvement in the process of

goal definition enhances the probability that group goals

will be understood, accepted, and interanlized by group

members.
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Raven and Rietsma (43) have demonstrated that groups with

unclear goals provide a number of difficulties for the ad-

justment of their members. A lack of clarity in goals

creates lower interest as well as greater hostility. Ac-

cording to Gibb (21), the parties must share common goals

for a leadership process to occur. Cartwright (8) also

implies that when common goals are absent, compliance can

only occur through a power process. Kelley and Thibaut

(29) reinforce this be arguing that power as an influence

process is only relevant when the parties involved have dif-

ferent goals. Others have even gone on to say that differ-

ences in goals is a major contributor to conflict within an

organization (35, 48).

Many models of organizational behavior have as an as-

sumption common goals among the participants (32, 47, 51).

Tannenbaum (51) goes even further by arguing that a change

in the control structure within an organization to permit

more shared control and more participation will result in

a greater consensus. Others, however, argue that this will

only occur if goal compatibility is present as well (30,

35, 48). In light of these arguments, Kochan, Cumming and

Huber (30) undertook a study to examine whether (1) struc-

tural differentiation would be related to goal incompati-

bility and (2) goal incompatibility would be correlated with

organizational conflict. The results of the study showed

that the goals valued most highly by decision-making units
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within organizations reflected the structural role they per-

formed. This is consistent with the hypothesis that struc-

tural differentiation is positively related to goal incom-

patibility. Also, the results showed that goal incompatibility

is associated with organizational conflict.

The same conclusion that was reached in the previously

mentioned study was also reached by Bobbitt and others (7,

p. 295).. This is that high goal congruence among members of

the organization exists only for very broad and general goals.

In addition, Cyert and March (9, p. 26) suggest that organi-

ational goals are probably determined in detail by the actions

of various coalitions of individuals in the organization with

general goals becoming the focus for the formation of the

coalitions. Bobbitt and others (7, p. 296) conclude, then,

that goals are the result of a complex and dynamic bargaining

process within the organization. Therefore, it is not sur-

prising to see organizations trying to attain conflicting

goals, since one coalition may not know what another is doing

or one coalition's goals may conflict with the goals of an-

other.
The whole issue of commonality of goals becomes important

when we examine how goals are perceived by many. Perrow (40,

p. 305) states:

We do not find the question of organizational goals
treated as problematical. For example, it is gen-
erally taken for granted that the only managerial
goal with which the researcher need concern himself
is increased productivity, from which it follows
that the principal research problem is to find out
how subordinates can be made to conform to or share
this goal.
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Cyert and March (9) and Lyden (34) indicate that the

situation is made more difficult for personnel since the

goals of complex organizations and especially public ones,

always seem to be defined in terms too simple or too vague

to be useful in guiding organizational behavior. Etzioni

(17, p. 27) echoes this. Cyert and March (9) also note

that since organizations do not indicate the specific steps

that are needed to achieve their goals, there can be many

approaches to doing so.

Wieland (55) has pointed out that communication of a

goal does not imply acceptance. Even though a goal has been

effectively communicated to an employee, he may reject it.

If goal congruence is to exist and help the organization to

operate effectively and efficiently, the goal must not only

be communicated effectively to the employee, but must also

be accepted by the employee. The best way to accomplish this,

as was pointed out earlier, is to integrate the individual's

needs with the goals of the organization.

Wieland (55) undertook a study to examine the assumption

that goal clarity is comprised of knowledge about organi-

zational goals through communication of these goals as well

as consensus or agreement about the goals. The findings of

the study did lend some support to this assumption. However,

since neither knowledge nor consensus was measured separately,

and since clarity was measured by only one questionnaire item,

these findings suggest that further research in this area would

be beneficial.
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Gross (23) performed a study on administrators and

faculty of sixty-eight universities in the United States

in order to test goal congruence on a list of forty-seven

goals considered to be typical of universities. The

questionnaire used for the study was similar to that being

used in this study. The respondents were asked to rate

each goal according to how important the goal "is" to the

university and to how important the goal "should be" to

the university. From an analysis of the data returned,

Gross (23) concluded that goal congruence was fairly high

for all sixty-eight universities at the top and bottom of

a list containing a composite ranking of the forty-seven

goals. However, there was a lack of goal congruence

throughout the rest of the list.

Another study by Franklin, Kittredge and Thrasher (18)

studied the relationship between actual goals and stated

goals in units of a mental health complex. Again, the em-

ployees were asked to indicate how much importance "is"

given to the stated goals and how much importance "should

be" given to them. In general, the more the unit appeared

to be pursuing goals different from those stated, the less

goal congruence that existed.

A number of studies were done on goal congruence in

leisure service delivery systems in Canada by Edginton, Hood

and others (11, 12, 13, 14, 15, 44). Edginton and Hood (12)

performed a goal congruence study on municipal parks and
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recreation departments in Atlantic Canada. The purpose

of the study was to develop and to test a conceptual model

dealing with a structural variable--goal attainment. A

questionnaire containing eighty-two goal statements was

developed to examine the perception that municipal parks

and recreation directors had of their organization's goals,

both as they actually exist and as the director would like

them to be. This questionnaire was an earlier version of

the one being used in this study. The questionnaire was

sent to twenty-four administrative heads of leisure service

organizations in Atlantic Canada. The overall return rate

was seventy-five per cent. The results indicated that there

was a gap between the actual goals and ideal goals. In fact,

adaptation goals dominated in practice, whereas the desire

was for output goals.

A similar study was done by Edginton and Hood (14) on

twenty-eight municipal parks and recreation departments in

British Columbia using the same questionnaire. A sixty-

eight per cent return was achieved. Again, the results

showed that -there was a gap between what organizations are

doing now and what they felt thay should be doing. The

same study was done in the province of Manitoba. by Edginton

(13). In this study, however, the gap between what the re-

spandents say they are actually doing and what they say they

should be doing is very narrow for most areas of the study.

In Manitoba municipal recreation and park directors are
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largely concerned with management goals and this is what

they feel they should be concerned with.

Edginton expanded the same study to include 186 cities

across Canada (11, 44). Sixty-five per cent of the question-

naires were returned. The data collected indicated various

things about different areas of Canada with respect to the

goals of municipal parks and .recreation departments. As was

already noted, in Atlantic Canada respondents were concerned

with adapting to their environment, but felt they should be

concerned more with output activities. In Quebec, management

and output goals are important, but the respondents felt that

they should be working more closely with community groups, a

factor on which they differ from the other Canadian respondents.

Ontario respondents' concern was with politics and that they

should be More in tune with changing social trends. respond-

ents in the Prairie Provinces (Manitoba, Alberta and

Saskatchewan) are concerned mainly with management goals and

this is what they think they should be concerned with. In

British Columbia importance was attached to output, adaptation,

positional, management and to a lesser extent motivation goals.

In terms of desired goals, management goals took priority.

Overall, then, the study shows that there is a lack of goal

congruence within these public leisure service delivery sys-

tems.

This study as well provides the only data on comparisons

of goal congruence by the size of the public leisure service
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delivery system. Smaller systems (under 10,000 people)

rely to a great extent on other community organizations

to provide services. This is perhaps due to limited fi-

nancial resources. Larger communities direct more of

their time and energy toward management and output activ-

ities.

As the author of these studies points out, the results

can best be used as an evaluative tool to enable the dir-

ectors to analyze whether or not their organizations are

operating in the most efficient and effective manner.

Goal Displacement

Robert Michels (37) was the first to do any extensive

study on goal displacement. Etzioni (17, p. 10) describes

goal displacement as a "severe type of organizational dis-

tortion" and explains that it occurs when the legitimate

goals of the organization are replaced by some other goal

which the organization was not created to serve. These other

goals may be individual goals. Goal displacement may occur

for a number of reasons and a major one is that employees'

needs are not being met through their relationship with the

organization (6, 7, 46). This, of course, implies that the

individual's needs are not integrated with the goals of the

organization. This idea is reinforced by the statement by

Beal (5, p. 135) that those who reject group goals tend to

pursue individual interests and private goals.
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Behling and Schriesheim (6, p. 183) explain that dif-

ferent types of organizations are subject to their own

pattern of goal displacement. Mutual benefit associations,

such as labor unions and professional associations, usually

result in the core staff using the organization for personal

gain when goal displacement occurs. The pattern of goal

displacement is similar in business firms. Managers who

oversee the day-to-day business of the organizations may

set priorities for the organization according to their own

interests. Since service organizations, such as hospitals

and. shcools, are usually staffed by professionals and the

client lacks the expertise necessary to evaluate the serv-

ice, the power of the client is minimal and he is dependent

on the dedication of the professional staff. Professional

codes of ethics are one means of minimizing the danger of

goal displacement in these organizations. The power of com-

monwealth organizations, such as the army and the police de-

partment, is also subject to abuse. Goal displacement can

occur when the members of such organizations use thier power

to further their own interests.

Goal displacement is a situation which organizations

must avoid if they are to be successful (6, p. 184). Cyert

and March (10, p. 87) indicate. that one of the best ways to

do this is to integrate individual needs with organizational

goals.
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An organization with an active personnel-research
department will devote substantial attention to
personnel goals not because it is necessarily a
particularly pressing problem but because the
sub-unit keeps generating solutions that remind
other members of the organization of a particular
set of objectives they profess.

Alexander (1, p. 189) suggests that employees must have

participation in the goal-setting process. In terms of

public leisure service organizations, these employees

must not only be concerned with the goals of the organi-

zation, but also with the goals of the community itself.

The reason, of course, is that the two are interdependent.

Summary

In this chapter the literature has been reviewed which

relates to selected aspects of individual needs and goals

and organizational goals. The discussion on organizational

goals included a review of the goals of leisure service

organizations and the effect of organizational structure

on these goals. Various approaches to how organizational

goals are developed and the factors that affect these goals

were reviewed. The concepts of changing goals and multi-

plicity of goals were also studied.

In the section on individual needs and goals the im-

portance of the individual to the organization was examined.

Some theories of these needs and goals were also studied.

Next, some theories on the integration of individual needs

and organizational goals were reviewed and the contribution

of the motivation process to this end is indicated. The
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last two sections contain discussions on goal congruence

and goal displacement.
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CHAPTER III

PROCEDURES

Introduction

The purpose of this chapter is to detail the pro-

cedures for the collection and analysis of data to deter-

mine whether or not goal congruence exists among various

duty levels in selected public leisure service organizations

and to determine whether or not goal congruence exists among

public leisure service organizations of different sizes.

The procedures used in the collection of data include the

design, distribution and collection of an instrument con-

taining one questionnaire. In addition, the subjects in-

volved in the study and the methods employed to analyze

the data are examined.

Subjects

The subjects in this study were 344 full-time em-

ployees of the Parks and Recreation Departments of the

cities of Dallas, Plano and Euless in the state of Texas.

There were 915 full-time employees listed in the personnel

register of the Parks and Recreation Department of the

city of Dallas, 31 full-time employees for Plano, and 13

full-time employees for Euless. All of the full-time
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employees for the Parks and Recreation Departments of

Plano and Euless were selected because of the small num-

ber of employees in those Departments. For Dallas a sys-

tematic random sample was used to select the subjects.

First, all full-time employees were classified according to

duty level; administrative, supervisory and direct service.

A random sample was then selected to achieve a 30 per cent

sample for each duty level.

Research Instrument

The instrument used in this study is a closed-ended

questionnaire designed by Christopher Edginton in 1976

(Appendix A). The questionnaire is designed to analyze

eighty-five goal statements related to the delivery of

leisure services. The reliability and validity of this

instrument has been established in previous studies done

by Edginton (1, 2, 3, 4). The instructiOns for the ques-

tionnaire (Appendix A) show a sample question and the in-

structions provided to the respondent. The respondents

were asked to answer two questions on each goal--one on

the actual importance of the goal to the organization; the

other on how important the goal should be to the organi-

zation. Importance for each question ranges from "of

absolutely top importance" (a rank of 1) to "don't know or

can't say" (a rank of 6).

The respondents were also requested to indicate in

the appropriate space whether they are at the administrative,

supervisory or direct service level.
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Research Administration

The Directors of each of the Parks and Recreation

Departments of Dallas., Plano and Euless were approached

and asked permission to use their organizations for a

study on goal congruence both within their organizations

and in a comparison among the cities. All agreed and were

then asked to supply a list of the names of all full-time

employees and their positions in the organization. The

employees were then designated as either administrative,

supervisory or direct service in conslutation with the

Directors. For Plano and Euless, all employees were sel-

ected. For Dallas, a random sample from each duty level

was selected. A list of the subjects was given to the

Directors along with the questionnaires. The Directors

were requested to distribute the questionnaires to the

employees on the list and to ask their assistance and co-

operation in completing them and returning them by a spec-

ified time. The Dallas Director chose to attach a letter

(see Appendix B) to each questionnaire and then delivered

the questionnaires to the supervisors of the areas in which

the selected employees worked. The supervisors then dis-

tributed them to individual employees. The questionnaires

were collected by the supervisors and returned to the Director.

The Plano Director also attached a letter (see Appendix C)

to each questionnaire and then distributed them to all full-

time employees. The completed questionnaires were returned
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to the Director. The Euless Director gave instructions

verbally to each employee due to the small number of em-

ployees in his organization. The completed questionnaires

were returned to the Director. At the end of the designated

time period, the completed questionnaires were collected

from the Directors.

Research Design

There are three groups in this study: 1) selected full-

time employees in the Parks and Recreation Department of the

city of Dallas, 2) all full-time employees in the Parks and

Recreation Department of the city of Plano, and 3) all full-

time employees in the Park and Recreation Department of the

city of Euless. Each person in each of the three groups was

requested to complete a questionnaire to determine his at-

titudes on the goals of the organization in which he is em-

ployed. Each of the three groups was then sub-divided into

three additional groups according to duty level. For each

group (or three sub-groups) responses were analyzed to deter-

mine the extent of goal congruence among the sub-groups

(administrative level, supervisory level and direct serv-

ice level). The independent variable is duty level, and the

dependent variable is employees' attitudes on organizational

goals as measured by their responses on the eighty-five goal

statements. In addition, analysis was done to determine

whether or not goal congruence exists among the Parks and
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Recreation Departments of cities of different sizes. The

independent variable is the size of the Department (small,

medium, or large) and the dependent variable is the em-

ployees' attitudes on organizational goals as measured by

their responses on the eighty-five goal statements. This

conceptual statement suggests a causal relationship which

cannot be inferred from the data analysis and which cannot

be supported by the statistics used.

Analysis of Data

The data were analyzed as follows.

1. Means were calculated for each question on "is" and

"should be" for each duty level for the cities combined.

This information is given in Table VIII and Table IX.

2. Chi squares were calculated for each goal statement on

"is" and "should be" responses for each city by duty level

in order to determine if goal congruence exists among the

duty levels. A statistically significant response for fifty-

one per cent or forty-three of the goal statements must be

achieved in order to reject the stated hypotheses.

3. Analysis of variance was done for each goal statement

on the "is" and "should be" responses for each city in order

to determine if there was goal congruence among the cities.

A statistically significant response for fifty-one per cent

or forty-three of the goal statements must be achieved in

order to reject the stated hypothesis.
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CHAPTER IV

RESULTS

Introduction

The results of this study are presented in this

chapter. The percentage of questionnaires returned is

first presented. Following this is a presentation and

discussion of descriptive statistics. Chi squares to

determine whether goal congruence exists among duty levels

are presented next. Then, analysis of variance to deter-

mine if goal congruence exists among cities is presented.

Finally, conclusions from the study are discussed.

Return of Data

Questionnaires were distributed to 344 full-time

employees of three public leisure service organizations--

300 from Dallas, 31 from Plano and 13 from Euless. Of

the 300 questionnaires distributed to Dallas Parks and

Recreation Department employees, 240 were returned, a

yield of 80 per cent. Of the 31 Plano Parks and Recreation

Department employees, 28 returned the questionnaire, a

90.3 per cent return. All of Euless' Parks and Recreation

Department employees returned the questionnaires. In total,

of the 344 questionnaires distributed, there were 281 re-

turned which represents a yield of 81.7 per cent.
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Descriptive Statistics

The means, medians and ranges of salaries for leisure

service personnel in Dallas, Plano and Euless are shown in

Table I.

TABLE I

SALARIES OF LEISURE SERVICE PERSONNEL

City Mean Median Range

Dallas $13,933 $10,200 $7,884-$47,760

Plano 14,200 12,000 9,000- 20,000

Euless 8,820 9,600 7,680- 17,000

Table II reports the total budgets and salary budgets

for the Parks and Recreation Departments of Dallas, Plano

and Euless.

TABLE II

BUDGETS OF LEISURE SERVICE ORGANIZATIONS

City Total Budget Salary Budget

Dallas $22,439,390 $14,406,610

Plano 990,623 596,316

Euless 341,428 190,283



61

Table III shows the number of respondents in each

city according to duty level. For Dallas, 25 administrators,

45 supervisors and 170 direct service personnel responded.

TABLE III

NUMBER OF RESPONDENTS BY CITY
AND DUTY LEVEL

Number of Respondents

City Administrative Supervisory Direct Service Total

Dallas 25 45 170 240

Plano 2 14 12 28

Euless 1 4 8 13

For Plano, 2 administrators, 14 supervisors and 12 direct serv-

ice personnel responded. For Euless, 1 administrator, 4 super-

visors and 8 direct service personnel completed the question-

naire. The number of administrators responding in Dallas

represents 10.4 per cent of the total, while supervisors and

direct service personnel account for 18.8 percent and 70.8

per cent respectively. In Plano, administrators account for

7.1 per cent of the total respondents. Supervisors represent

50 per cent of the total in Plano and direct service personnel

account for 42.9 per cent of the total. The Euless admin-

istrators responding to the questionnaire represent 7.7 per

cent of the total. Supervisors and direct service account for

30.8 per cent and 61.5 percent respectively.
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Goal Congruence among Duty Levels

In order to determine if there is goal congruence

among the duty levels for each city, chi squares were

calculated. On most of the goal statements for both "is"

and "should be" goal congruence did not exist among the

administrtaive, supervisory and direct service personnel

for either Dallas, Plano or Euless.

Table IV summarizes the chi squares which were found

to be significant at the .01 level for Dallas. A signi-

ficant relationship was found between Dallas administrators

and supervisors for one goal on how important that goal

"should be" to their organization. The. relationship be-

tween Dallas administrators and direct service personnel

was significant for two goals on "is" and five goals on

"should be." Two goal statements on "is" and six on

"should be" were found to be significant between Dallas

supervisors and direct service personnel. In a comparison

for Dallas, administrators and direct service personnel

and supervisors and direct service personnel agreed on more

goal statements than did the administrators and supervisors,

although, in general, there was little agreement for any of

the duty levels.

For Plano there were no goal statements.on which either

the administrators and supervisors or the administrators and

direct service personnel had a significant degree of agreement.
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TABLE IV

SUMMARY CHI SQUARES OF GOAL CONGRUENCE
AMONG DUTY LEVELS IN DALLAS

Goal Statement A and S A and D S and D**

SB I SB I SB***

To give financial aid 16.16* 27.30*

To provide counselling 13.58*

To ensure good politics 14.83*

To make resource infor-
mation available 17.72*

To provide for special
needs 18.03*

To accomplish tasks 14.57*

To provide for adults 15.18*

To aid self-expression 13.62*

To protect staff rights 16.57*

To conduct research 14.27*

To educate the public 17.42*

To receive a fair share
of the tax dollar 19.20*

To supply quality programs 16.90*

To provide for the aged 20.29*

To make staff available
for consulting 14.28*

*Significant at .01 level.

**"A'--administrators, "S"--supervisors , "D"--direct
service.

***VI"--is, "SB"--should be.
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The Plano supervisors and direct service personnel agreed

on one goal for "is" and four for "should be'." The results

for Plano are shown in Table V.

TABLE V

SUMMARY CHI SQUARES OF GOAL CONGRUENCE
AMONG DUTY LEVELS IN PLANO

Goal Statement Supervisory and
Direct Service

Is Should Be

To provide counselling to
community agencies 14.67*

To provide for people with
special needs 20.13*

To enhance respect for the
law 15.12*

To accomplish assigned tasks 14.53*

To educate the public on
environmental concerns 14.09*

*Significant at .01 level.

Table VI shows that for Euless only the supervisors and

direct service personnel had any significant agreement and

this was for one goal statement on "is. ' Therefore, the

hypotheses that there will not be a statistically significant

relationship among duty levels (administrative and supervisory
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personnel, administrative and direct service, personnel and

supervisory and direct service personnel) within each of the

cities is retained.

From the results it can be seen that little goal con-

gruence exists among the duty levels in each of the three

cities. There may be a number of reasons for this. The

employees in each of the duty levels have different tasks

to accomplish and may see the organization in different

ways. For example, the direct service personnel may not

see the importance of developing long range plans for the

organization. To the administrators, on the other hand,

this may be a high priority goal. Furthermore, supervisors

TABLE VI

SUMMARY CHI SQUARES OF GOAL CONGRUENCE
AMONG DUTY LEVELS IN EULESS

Supervisory and Direct
Goal Statement Service "Is"

To set standards and to
control and evaluate the
performance of staff . . . . . . . . . 12.00*

*Significant at .01 level.

and direct service personnel are often only familiar with

the small part of the organization with which they are dir-

ectly involved and may have difficulty in visualizing the

organization as a whole. Administrators, however, are usually

in a better position to see the organization as a whole. This,

of course, would affect the importance attached to the dif-

ferent goals by different duty levels. Even supervisors and
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direct service personnel may have different outlooks on the

organization and its goals. For example, supervisors are

more likely to attach more importance to securing fees and

charges for leisure programs than are direct service personnel.

Although the results indicate that goal congruence does

not exist among the duty levels in each of the cities, it must

be remembered that the eighty-five goal statements on the

questionnaire are very specifically-stated goals. The results

obtained here do not necessarily mean that the various levels

of employees in the public leisure service organizations

studied do not agree on the general purposes, goals and ob-

jectives of their organizations.

The results found in this study are generally consistent

with those found in other studies on goal congruence. Edginton,

Hood and others (2, 3, 4, 5, 6, 9) found that, in general, goal

congruence on which goals are and should be important to the

organization did not exist in public leisure service organi-

zations in Canada. However, these studies were comparing the

"is" and "should be'' responses, rather than the duty levels on

each as was done in this study. The study done by Gross (7)

also indicated that goal congruence did not exist between "is"

and "should be" responses. Kochan, Cummings and Huber (8)

found that goal congruence did not exist among personnel who

performed different structural roles in the organizations.

Bobbitt and others (1) found that goal congruence existed among

duty levels only for broad and general goals. This study,
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however, dealt with very specifically-stated goals. From

the literature available on goal congruence, it can be con-

cluded that there are few studies on goal congruence among

duty levels in an organization, and particularly in public

leisure service organizations.

Goal Congruence among Cities

To establish whether or not goal congruence exists among

Dallas, Plano and Euless, an analysis of variance was done on

each goal statement for "is" and "should be.' For most of the

goal statements there was no significant relationship among

the cities. Table VII summarizes the "F" statistics which

were significant at the .01 level. There were eight goal

statements on "is" and two on "should be" which were statis-

tically significant. Thus, it can be concluded that there

is little goal congruence among the public leisure service

organizations of different sizes studied here. Therefore,

the hypothesis that the sizes of public leisure service organ-

izations are not statistically significant when related to

goal congruence is retained.

The size of the organization may have a great deal of

effect on a lack of significant agreement on goals. This ap-

plies to both the number of employees and the budgets with

which each organization has to operate. The environment in

the community and the facilities available may also cause

different leisure service organizations to have different

goal priorities. The character of the organization itself
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may also affect goal priorities. Factors such as motivation,

responsibility, authority, slaary, fringe benefits and others

differ between organizations and may affect how the employees

perceive the organization and its goals.

TABLE VII

SUMMARY ANALYSIS OF VARIANCE OF GOAL
CONGRUENCE AMONG CITIES

F

Goal Statement Is Should Be

To give financial aid 4.75*

To supervise programs 5.44*

To establish facilities to
meet community needs 5.37*

To provide feedback to staff 5.68*

To allocate resources 4.90*

To ensure high quality 6.28*

To delegate authority to staff 4.98*

To secure fees for programs 5.74*

To ensure favorable political
relationships 6.07*

To provide programs for people with
special needs 4.78*

*Significant at .01 level.
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The only other study that examined the effect of size

on goal congruence was by Edginton (2). However, this study

examined goal congruence within organizations of different

sizes and then compared the extent of goal congruence found.

Since this study examines goal congruence among organizations

of different sizes, there is no other study with which to

compare the results.

Conclusions

1. The evidence found indicated that goal congruence was

not established among duty levels in public leisure service

organizations.

2. The evidence found indicated that goal congruence was

not established among public leisure service organizations

of different sizes.

3. The results of this study are generally consistent with

the results in other studies on goal congruence. However,

none of the other studies dealt with the exact problems which

were studied here.

Summary

The purpose of this chapter was to present the results of

the study. A description of the data returned was discussed

first. Next, some descriptive statistics were presented. Dis-

cussions of goal congruence among duty levels and among the

cities followed. Finally, conclusions from the study were dis-

cussed.
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CHAPTER-V

SU14MARY

Introduction

In this chapter appears a summary of the study., In-

cluded is a summary of the problem, a summary of the pro-

cedures used, and a summary of the results obtained.

Summary of the Problem

The public leisure service organization is growing in

prominence and importance in American society. In order

for the organization to fulfill its goals effectively and

efficiently, there should be agreement among various levels

of employees on what these goals are and on their relative

importance to the organization. With this in mind, this

study was directed towards determining whether or not goal

congruence exists among various duty levels in a public

leisure service organization. In addition, it was designed

to determine whether or not goal congruence exists among

leisure service organizations of different sizes.

Summary of the Procedures

A total of 344 employees were selected from a popu-

lation of 959 full-time employees of the Parks and Recreation

71
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Departments of the cities of Dallas, Plano and Euless

in the state of Texas. The employees were classified by

duty level as to whether they were administrative, super-

visory or direct service.

One instrument was used to collect data in this study.

The questionnaire was designed to analyze eighty-five goal

statements related to the delivery of leisure services.

Each goal statement requested a response as to how important

the respondent perceived the goal to be to the organization

and as to how important the respondent perceived the goal

should be to the organization.

Descriptive statistics--raw scores, means and standard

deviations--were computed for the responses. Chi squares

and analysis of variance were used to determine whether goal

congruence exists among duty levels within each aty and to

determine whether goal congruence exists among the cities.

Summary of the Results

The subjects in this study were 281 full-time em loyees

of the Parks and Recreation Departments of the cities of

Dallas, Plano and Euless in the state of Texas. The chi

squares calculated to determine whether goal congruence

exists among duty levels within each city indicated that

agreement on most of the goal statements for both "is' and
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"should be" was not statistically significant. Analysis of

variance calculated to determine whether goal congruence ex-

ists among the three cities indicated that agreement on most

of the goal statements for both "is" and "should be" was not

statistically significant.

The following conclusions were made.

1. The evidence found indicated that goal congruence was

not established among duty levels in public leisure service

organizations.

2. The evidence found indicated that goal congruence was

not established among public leisure service organizations

of different sizes.

3. The results of this study are generally consistent with

the results in other studies on goal congruence. However,

none of the other studies dealt with the exact problems which

were studied here.

Recommendations

Based on the investigator's experience in conducting

this study, the following recommendations are offered.

1. The Goal Study Questionnaire should be reviewed. The data

may be more reliable if respondents were requested to answer

a smaller number of questions.

2. The procedures for administering the study should be very

tightly controlled due to the large number of respondents.

3. As an extension of this study, the relationship between

the "is " and "should be " responses among duty levels and among

cities could be studied.
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4. Further research in this area in other United States

public leisure service organizations is suggested.

5. Other settings in which leisure service personnel are

employed, such as therapeutic recreation, travel and tourism,

and natural resource management, could also be studied using

this design. A comparative analysis of the findings might be

valuable.

6. Caution should be taken in applying these findings to all

leisure service personnel.
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Check the box which applies to your position

ADMINISTRATIVE
(chief executive officer or
division head)

SUPERVISORY
(Program supervisor,
park superintendent)

DIRECT SERVICE
(Park labor,
playground leaders)



of no,
iportance

of little
importance.

2

of medium
importance.

3

of great
importance.

4

of extreme
importance

5

78

don't know
or cant say

6

'To improve participants motiva-
tion by developing pride in the

rganization

Is

Should be

2 To recruit, train, and utilize

volunteers throughout the depart-

ment

Is

Should be

3. To work with community agencies,

institutions, organizations, and

individuals by providing direct

financial assistance

Is

Should be

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1: 2' '3 4 5

2 3 4 5

2 3 4 5 6

4. To ensure favorable appraisal of

your organization by politicaX
bodies

Is
1 23 4i 5 6

Should be
2 3 4 5

5. To work with community agencies,
institutions, organizations, and

individuals by providing leisure

counseling to effect behavior

change or enhance social inter-

action

Should be

1 2 *3 4 5 6

1 2 3 4 5 6

6

6

6

6

6

6
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of no
importance

of little
importance

2

of medium
importance

3

of great.
importance

4

of extreme
importance.

5.

don't know
or can't say

6

6 To work with community agencies,
institutions, organizations, and
individuals by providing in -

kind contributions and/or assist-

ance

Is

Should be

2 3 4 5 6

12 3 4 Y 6

7. To enhance cultural heritage

Is

Should be

8 To enhance democratic principles

Is

Should be.

.2 3 4 5 6

1 2 3 4 5

1 2 3 4 5 6

I 2 3 4 6

9. To recognize current political and

economic variables which may in-

fluence the organization

1 2 3 4 5 6

Should be 1 2 3 4 5

10. To ensure effective management

by providing proper supervision
of ongoing programs

Is

Should be

II. To improve employees motivation

by developing loyalty to the
organization

Is

Should be

1 2 3 4 5 6

1 2 3 4 5 6

I 2 3 4 5 6

1 2 3 4 5 6

Is.

6



of no
importance.

of little
importance

2

of medium
importance

3

of great
importance,

4

of extreme
importance

5

80
don't know.
or can't say

6

12. To maintain harmonious relationships

between your organization and other

community agencies

Is

Should be,

S 2 4 5 6

1 2 3 4 5 6

3, To provide programs, areas, and

f acilities to meet the needs of

individuals in relation to. self-

expression

Is

Should be-

To eliminate duplication of re-

creation and park services

Is

Should be

1 2 3 4 5

1 2 3 4 5

1 2 3 4 *5

1 2 3 4 5 6

15. To enhance the family unit

Is

Should be

1 2 3 4 5

S3 4 5

16. To improve employees motivation

by insuring that employees under-

stand the role of the organi-
zation and the function of the

individuals within it

Is 2 3 4 6

Should be

17 To improve employees motivation

by promoting trust within the

organization

Is
1 2 3 4 5

1 2 3 4' 5

6

6
Should be

6

6

6

6'

6



of no
iapor tance

of little
importance

2

of medium
importance

3

of great
importance

of extreme
impottance

5

81

don't know
or can't say

6

8 To ensure eff ective management

by establishing ef ficient organi-

zational structures

Is 1 2 3 4 5 0

Should be.
3 4 5 6

19. To improve participants motiva-
tion by retaining participants
whose leisure needs are compli-
mentary to the goals of the

organization

Is

Should be

20. To work with community agencies,
institutions, organizations, and
individuals by co-sponsoring
activities

Is

Should be,

To ensure effective management

by setting standards, evaluating,

and controlling the performance

of staff

Is

1 2 .4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5

1 2 3 4 5

6

6

Should be

22. To develop long range plans and

strategies (five years and over)

Is

Should be

1 2 3 4 5 6

1 2 3 4 6

1 2 .3 4 5 6.

2



of no.
importance

of little
importance

2

of medium
importance

3

of great
importance

4

of extreme
importance

5

82

don't know
or can't say

6

23 To provide programs and services of

an ethnic and social nature which
reflect the specific needs and
interest of your community

Should be

24. To secure non-governmental grants
and alternate sources of funding

Is

Should be

25. To set standards, evaluate, and

control programs on a continual

basis

Is,

. 2 3 4 5 6

1 2 3 4 ~5 6

2 3 4 5 6

I 2 3 4 .5 6

1 2 .3 4 5 6

Should be i 2 3 4 5

26. To involve the community in the

planning and decision making process

Should be

27. To ensure effective management

by involving staff in the plan-

ning and decision making processes

is

.2 3 4 5

1 2 3 4 5

1 2 3 4 5

Should be

28. To establish areas and facilities
which meet the needs and interests
of the community

Is

Should be

1. . 45

1 2 3. 4 5 6

1 2 3 4 5 6

6.

6

6

6

.1



of noc
.mportance

of little
importance

2

of medium
importance

3

of great
importance.

4

of extreme
importanCe

5

83
don't know
or can't say

6

9 To ensure effective management

by providing feedback to staff

regarding performance

Is

Should be

2 3 4 5.

1 2 3 4 5.

30 To allocate the necessary resources
including labor, finances, equipment,

and facilities for the provision of
leisure services

Is

Should be

1 2 3 4 5 6

2 3 4 5 6

31. To ensure ef f ective management

by coordinating the work
activities of the staff

Is

Should be 6

32. To provide programs, areas, and

facilities for children

Is 1 2 3 4 5 6

Should be

33. To maintain a high level of
quality in all programs

Is.

Should be

34. To ensure effective management

by conmmunicating to the staff

.the organizations philosophies,

goals, and objectives

Is

1 '2 3 4 5

1 2 3 4 5

6

6

1_2345 6

6Shod be1 2 3 4 5

6

6

I I I

1 2 3 4 5

Should be



of no
importance

of little
importance

2

of medium
importance

3

of .great

importance

4

of extreme
importance

5

84

don't know
or can't say

6

350 To work with community agencies,
institutions, organizations, and

individuals by making resource

information available

Is.

Should be

36. To improve employees motivation

by developing pride toward the

organization

Is

Should be

37 To improve employees motivation

by integrating employee needs

and organizational expectations

and a ist

Should be

38 To enhance community cohesive-
ness

Is

Should be

39. To improve employees motivation

by protecting employees labor

and professional rights

Is

Should be

40. To equip people with the skills

necessary for participating in

leisure activities

Is

1 2 3 4" 5 6

2 3 4 ~5 6

1 2 3 4. 5 6

1 2 3 4 5

1 2 .3 4 5.

2 3 4 5

6

6

6

1 2 3 4 5 6

1 2 3 4 5

I 3 4 5

1 2 3 4 5

1 2 3 4 5 ,

1 2 3 4 .. 5

6

6

6

6.

6Should be,
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of no
importance

of little
importance

2

of medium
importance

3

of great
importance

4

of extreme,
importance

5

don't know
or can't say

6

414 To beautify the community
through the provision of

parks, open spaces and other

community amenities

Is

Should be

42 To maintain the organizations

prestige

is

Should be

1 2 3 4 5

1 2 3 4 5

2 3 4 5

1 .2 3 4 5

43. To enhance community moral

Is

Should be

44. To enhance citizenship

Is

Should be

1 2 3 4 5 6

1 2 3 . 4. 5 6

1 2 .3 4 5 6

.3 4 5 6

45. To ensure that the community possesses

an adequate supply of land to meet

current and future recreational needs

Is 6

Should be' 2 3 4 5 6

46. To supply and maintain a balanced

level of quality leisure programs

Is 1 2 3 4 5 6

2 3S4lbe6

6

6

6

6

2 3 =4 5

Should be
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of no
.Mportance

of little
importance

2

of medium
importance

3

of great
importance

4

of extreme
importance'

5

don't know
or can't say

6

47. To ensure ef fective management

by effectively delegating
authority to subordinates

ls

Should be

48. To be responsive as an organization

to future political, social, and

cultural tretids as they influence

the .provision of services

Is

Should be

1 2 3 4 5 6

2 6

2 3 4 5 6

S 2 3 4 6

49 To provide programs, areas, and

facilities for persons with

special needs (physical and

mental)

Is-

Should be

........... 6y~7 3 4V 5 6

50. To provide programs, areas, and

facilities to meet the needs of

individuals in relation to self-

discovery

Is

Should be

1 2 3 4 5

1 2 3 4 5

51. To maintain a positive public image

Is 1 2 3 4 5 6

Should be

52. To maintain parks, areas, aid
other facilities

Is 1 2 3 4 5

1 2 3 4 5 6

6

6

6

Should be,



of no
importance.

I

of -little
importance

2

of medium
importance,

3

of great
importance,

4

of extreme.
importance

5

87

don't know
or can't say

6

53 To provide programs, areas, and

facilities for teens

Should be

54. To improve employees motivation

by providing adequate compensa
tion in accordance with response

bility and achievement

Is

Should be

55. To enhance respect for the
lw

Is

Should be

56. To provide programs, areas, and
facilities for senior citizens

Is

Should be

57. To evaluate programs, areas,
facilities, and make necessary
changes to ensure that partici-

pants expectations are met

Is

Should be

58. To develop short range plans and

strategies (up to five years)

Is

1 2 3 4 5

1 2 3 4; 5

f 2 3 4 5

I 2 3 4 5

1 2 3 4 5.

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5 6,

1 2 3 4 5

1 2 3 4 5

Should be
1 2 34 5 6

6

6

6

6

6

6

6

6

6

6
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of no'
importance

of little
importance

2

of medium
importance

3

of great
importance

4

of extreme
importance

5

don't know
or can t say

6

59. To help individuals achieve their
personal goals through the provision
of programs, areas, and facilities

Is

Should be

60. To conduct research studies on a
continual basis to determine com-
munity needs and desires

Is

Should be

61. To improve employees motivation
by maximizing opportunity to
pursue professional goals

Is

Should be-

62 To secure government grants for
programs and services

Is

Should be

63. To enhance health and physical
fitness

Is

Should be

64. To provide programs, areas, and
facilities for ethnic, cultural
and minority groups

Is

Should be

1 . 2 3 4 5 :

1 2 3 4, 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 '2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5'
2 3 4 5

6

6

6

6

6

6

6

6

6

6

6

6
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of no of little of medium of great of extreme don't know

importance importance importance importance importance or can't say

2 3 4 5 6

65 To ensure effective management

by accomplishing the duties
and tasks assigned

Is2 3 4 5 6

Shouldbe 2 4 f5 6

66. To improve participants motiva-

tion by attracting participants
whose leisure needs are compli-

mentary to the goals of the

organizations

2 3 4 5 6
Is

Should be 2 3 4 6

67. To enhance sound mental health

2 3 4 5 6
Is

Should be l 2 3 4 6

68. To initiate appropriate action con-

cerning current political and economic

variables to ensure that their in-

fluence on the organization is positive

S2 3, 4 56

Should be J. 2 3 4 5 6

69. To provide programs, areas, and

facilities to meet the needs of

individuals in relation to

creativity

2 4 5 6
Is

Z 3 4 5 6
Should be

70. To educate the public in relation

to environmental concerns

Is 1 2 3 4 5 6
2s

Should be
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of no of little of medium of great of extreme don't know

importance importance importance importance importance or can't say

2 3 4 5 6

71 To incorporate the results of re-

search studies into the organi-

zation

Is 2 3 4 5 6

Shouldbe2 4 5 6

72. To insure that your organization

receives a fair share of the local

tax dollar

2 3 4 5 6
Is

Should be

73 To communicate the philosophy,

goals, and objectives of the

organization to the comunity

15 2 3 4 56

Should be 3 4 5 6

74. To attract participants by pro-

viding leisure programs

Is I 2 3 4 5 6Is

Should be 2 3

75. To provide equipment for non-

programmed leisure activities

Is 2 3 4 5 6

Should be 1 2 3 4 5 6

76 To plan and construct parks,
areas, and other facilities to

meet the needs of the community

3 4 5 6

Should be 2 3 4 5 6
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of no
importance

of little
importance

2

of medium,
import ance

3

of great"
importance

4

of extreme
importance

5

don't know
or can't say.

6

77. To work with community agencies,
institutions, organizations, and
individuals by making staff
available for consultation
services

Js

Should be

78. To secure fees and charges in support

of programs and services

Is

Should be

79. To establish programs which meet
the needs and interests of the
community

Is

Should be

80. To enhance intellectual growth

Is

Should be

81 To ensure effective management
by providing adequate wages and
fringe benefits to staff

Is

Should be

820 To improve employees motivation

by maintaining harmony within your

organization

Is

Should be

1 2 3 4. 5 6

1 2 3 4 55 6

1. 2 35 4 5 6

1 2 3 *4 '5 6

1 2 3 4 5 6

1 2 3 4 5 6

-5

1i 2 3 4 5 6

1 2 3 4 5 6

1,2 3 4 5 6

1 2 3 4' 5 6
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of no
importance

1

of little
importance

2

of medium
importance

3

of great,
importance

4

of extreme.
importance'

5

don't know
or can't say

6

83. To provide programs, areas, and

facilities for adults

1s

Should be

84. To coordinate, within your com-
munity, the use of human resources
for the provision of leisure services

Is

Should be

85 To improve employees motivation
by providing a work environment
which maximizes employee
potential

Is

1 2 3 4 5

I 2 3 4 5

1 2 3 4 5

1 2 3 4 $5

1 2 3 4 5
Y~T7'5

Should be

6

6

6

6

6

6
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CrTY OF DALLAS

9 4

April 10, 1979

Dear Co-Worker:

Attached is a questionnaire designed to help
feelings-about our Park and Recreation department

us determine your
and its goals.

We appreciate your taking a few minutes to complete the questionnaire

per the brief instructions, and request that you return it through your
supervisor to Mr. Tom Anderson, Superintendent of Planning, Room 6FS,
City Hall, prior to Friday, April 20, 1979.

Your assistance will be most helpful to
project, and X will take this opportunity to.
efforts.

Sincerely

Jack -W. Robinson, Director
Parks and Recreation

7c'h

our efforts concerning this
thank you in advance for your

DEPARTMENT OF PARKS AND RECREATION CITY HALL DALLAS, TEXAS 75201 TELEPHONE 670-4100
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MEMO

Parks & Recreation Employees

Danny Muzyka -Assi stant Director

April 6, 1979.

Survey of Parks and Recreation Departments

A student from North Texas State University in Denton has asked us to
help in a research project. He is evaluating goals in Parks and Rec
reation Departments, with Plano, Dallas, and Euless as his study
locations.

Please complete as thoroughly as possible and return to
April 13, 1979. 1 identified each person as you relate
on page 2 concerning your position.

If you have any questions, please give me a call

Admini strati on

Bob Woodruff
Danny Muzyka
Barbara Newell

Supervi sory

me by 9:00 AM
to the question

Terry Owens
Jeff Guyton
Rod Hogan
Chris Easterling.
John Rainwater.

Direct Service

Joe Partida
Dan McFali
Bill Thomas
Beth Wilson-
Janie Bramhall

Donna Smith
Mary Ann Kise
Ken Sumrow
Kay Dyer
Wendy Munoz

Alice McGlamory
Steve Paxton
Clare Holland
Dixie Bowers
Richard Valdez

Sue Kemp
Ed Hersh
Sally Potter
Dave Melton

Mark Jackson
Patti Smith
Lynn Robinson
Stephanie Thomas

DM/bn

TO:

FROM:

DATE:

SUBJECT:

Dany Nzyk
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TABLE VIII

MEAN "IS" RESPONSES BY DUTY LEVEL FOR ALL
CITIES COMBINED

Goal Statement A S D T*

To develop pride in the agency
(motivation) 2.68 2.52 2.54 2.55

To train and use volunteers (management) 2.96 2.75 2.73 2.76

To give financial aid to other
agencies (output) 2.82 3.14 2.59 2.74

To ensure favorable political

appraisal (adaptation) 2.32 2.33 2.41 2.39

To provide counselling to other
agencies (output) 2.79 2.83 2.67 2.12

To provide in-kind aid to other
agencies (output) 2.75 2.72 2.63 2.66

To enhance cultural heritage (output) 2.71 2.76 2.82 2.80

To enhance democratic principles
(output) 2.57 2.73 2.74 2.73

To recognize political and economic
factors (adaptation) 2.36 2.37 2.60 2.54

To supervise programs (management) 2.54 2.00 2.37 2.28

To develop loyal staff (motivation) 2.21 2.65 2.63 2.63

To have good relations with other
agencies (output) 2.39 2.33 2.36 2.34

To aid self-expression (output) 2.86 2.70 2.41 2.47

To avoid duplicate services (management) 2.68 2.60 2.71 2.70

To enhance the family unit (output) 2.57 2.61 2.48 2.53

To ensure staff understand the
organization (motivation) 2.57 2.52 2.51 2.51

To aid employee trust (motivation) 2.29 2.47 2.63 2.59
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TABLE VIII--Continued

Goal Statement A S D T

To ensure agency efficiency (management) 2.46 2.22 2.55 2.45

To integrate citizen and organization
goals (motivation) 2.64 2.63 2.67 2.64

To co-sponsor programs (output) 2.71 2.71 2.65 2.65

To control and evaluate staff
(management) 2.82 2.53 2.48 2.47

To develop long range plans (management) 2.64 2.49 2.54 2.56

To meet community social needs (output) 2.74 2.51 2.49 2.51

To secure alternate funding (positional) 2.75 2.48 2.47 2.51

To evaluate programs continuously
(management) 2.64 2.30 2.38 2.39

To involve citizens in planning
(management) 2.57 2.59 2.61 2.60

To involve staff in planning
(management) 2.64 2.43 2.59 2.56

To establish facilities to meet
community needs (output) 2.21 1.97 2.28 2.20

To provide feedback to staff
(management) 2.64 2.51 2.56 2.56

To allocate resources for services
(management) 2.39 2.38 2.50 2.46

To coordinate staff (management) 2.86 2.21 2.52 2.49

To provide programs for children
(output) 2.21 2.02 2.03 2.05

To ensure high quality programs
(positional) 2.07 1.92 2.19 2.12

To communicate goals to staff
(management) 2.79 2.43 2.46 2.49

To make resource information
available (output) 2.63 2.43 2.40 2.42
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TABLE VIII--'Continued

Goal Statement A S D T

To develop employee pride in the
organization (motivation) 2.68 2.43 2.60 2.57

To integrate organizational and staff
needs (motivation) 2.86 2.68 2.56 2.62

To enhance community cohesiveness
(output) 2.54 2.37 2.40 2.41

To protect staff rights (motivation) 2.57 2.54 2.50 2.52

To give people leisure skills (output) 2.43 2.46 2.40 2.42

To beautify the community (output) 2.04 1.86 2.07 2.02

To maintain prestige (positional) 2.25 2.19 2.29 2.26

To enhance community morale (output) 2.39 2.37 2.41 2.40

To enhance citizenship (output) 2.61 2.46 2.42 2.45

To ensure land is available for
recreation (positional) 2.33 2.14 2.19 2.19

To supply quality programs (output) 2.32 2.13 2.26 2.24

To delegate authority to staff
(management) 2.43 2.30 2.56 2.49

To be responsive to future trends
(adaptation) 2.61 2.22 2.48 2.43

To provide for special needs (output) 2.39 2.37 2.32 2.34

To aid self-discovery (output) 2.57 2.65 2.55 2.57

To maintain a positive public image
(adaptation) 2.46 2.10 2.26 2.24

To maintain park facilities (management) 2.11 1.98 1.84 1.90

To provide programs for teens (output) 2.53 2.32 2.14 2.22

To provide compensation by
responsibility for staff (motivation) 2.61 2.49 2.60 2.57-

To enhance respect for the law (output) 2.32 2.38 2.28 2.28
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TABLE VIII--Continued

Goal Statement A S D T

To provide programs for the aged (output) 2.57 2.19 2.06 2.14

To ensure participants' needs are met
(adaptation) 2.57 2.44 2.28 2.35

To develop short range plans (management) 2.57 2.43 2.22 2.31

To help people achieve personal goals
(output) 2.68 2.56 2.60 2.59

To conduct research (adaptation) 2.54 2.72 2.49 2.55

To maximize staff opportunity
(motivation) 3.04 2.60 2.70 2.71

To secure government grants (adaptation) 2.71 2.17 2.29 2.31

To enhance physical fitness (output) 2.37 2.25 2.31 2.30

To provide for minority groups (output) 2.50 2.49 2.44 2.46

To accomplish assigned tasks (management) 2.54 2.32 2.22 2.28

To get participants whose leisure needs
meet agency goals (motivation) 2.41 2.46 2.47 2.46

To enhance mental health (output) 2.39 2.44 2.40 2.41

To initiate appropriate action on
political and economic issues
(adaptation) 2.46 2.57 2.37 2.42

To provide for creative development
(output) 2.54 2.52 2.41 2.45

To educate the public on environmental
concerns (output) 2.57 2.73 2.48 2.55

To use results of research (adaptation) 2.82 2.76 2.64 2.69

To receive a fair share of the tax
dollar (management) 2.21 2.40 2.37 2.36
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TABLE VIII--Continued

Goal Statement A S D T

To communicate organization goals to
citizens (positional) 2.32 2.44 2.46 2.45

To attract citizens with leisure
programs (adaptation) 2.21 2.19 2.33 2.29

To provide equipment for non-programmed
activities (output) 2.63 2.53 2.67 2.63

To plan parks for citizens (output) 2.39 2.16 2.07 2.13

To make staff available for
consulting (output) 2.75 2.43 2.45 2.48

To secure fees for programs (adaptation) 2.68 2.46 2.50 2.55

To provide programs to meet community
needs (output) 2.46 2.14 2.20 2.21

To enhance intellectual growth (output) 2.61 2.32 2.53 2.49

To provide adequate wages to staff
(management) 2.67 2.41 2.38 2.42

To maintain harmony in the organization
(motivation) 2.43 2.30 2.57 2.50

To provide programs for adults (output) 2.43 2.29 2.25 2.28

To coordinate human resources in the
community (management) 2.36 2.43 2.39 2.39

To maximize employee potential
(motivation) 2.64 2.46 2.62 2.58

*"A"--administrators, "S"--supervisors, "D-"--direct
service, "T"--total.
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TABLE IX

MEAN "SHOULD BE" RESPONSES BY DUTY LEVEL
FOR ALL CITIES COMBINED

Goal Statement A S D T*

To develop pride in the agency
(motivation) 1.71 1.74 1.65 1.68

To train and use volunteers (management) 2.21 2.30 1.95 2.06

To give financial aid to other agencies
(output) 2.61 2.97 2.29 2.47

To ensure favorable political
appraisal (adaptation) 2.14 2.51 2.43 2.42

To provide counselling to other
agencies (output) 2.25 2.08 2.09 2.10

To provide in-kind to other
agencies (output) 2.46 2.46 2.24 2.32

To enhance cultural heritage (output) 2.11 2.30 2.20 2.22

To enhance democratic principles
(output) 2.43 2.14 2.21 2.22

To recognize political and economic
factors (adaptation) 2.22 1.94 2.18 2.14

To supervise programs (management) 1.61 1.56 1.69 1.65

To develop loyal staff (motivation) 1.71 1.59 1.68 1.66

To have good relations with other

agencies (output) 1.86 1.79 1.89 1.86

To aid self-expression (output) 2.14 2.08 1.96 2.00

To avoid duplicate services (management) 1.96 2.02 2.20 2.13

To enhance the family unit (output) 2.36 2.08 1.89 1.97

To ensure staff understand the
organization (motivation) 1.79 1.76 1.69 1.72

To aid employee trust (motivation) 1.74 1.57 1.66 1.65
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TABLE IX--Continued

Goal Statement A S D T

To ensure agency efficiency (management) 1.79 1.79 1.80 1.80

To integrate citizen and organization
goals (motivation) 2.36 2.46 2.14 2.23

To co-sponsor programs (output) 2.36 2.10 2.23 2.21

To control and evaluate staff
(management) 2.11 1.76 1.84 1.85

To develop long range plans (management) 2.36 1.89 1.99 2.00

To meet community social needs (output) 2.29 2.11 2.00 2.06

To secure alternate funding (positional) 2.11 2.19 2.10 2.12

To evaluate programs continuously
(management) 1.93 1.90 1.92 1.92

To involve citizens in planning

(management) 2.46 2.13 1.95 2.04

To involve staff in planning

(management) 2.00 1.82 1.74 1.79

To establish facilities to meet
community needs (output) 2.11 1.63 1.70 1.73

To provide feedback to staff

(management) 1.68 1.76 1.76 1.76

To allocate resources for services

(management) 2.74 1.83 1.80 1.83

To coordinate staff (management) 2.26 1.83 1.86 1.89

To provide programs for children
(output) 1.96 1.71 1.60 1.67

To ensure high quality programs
(positional) 1.79 1.60 1.56 1.59

To communicate goals to staff

(management) 2.11 1.84 1.73 1.80

To make resource information
available (output) 2.11 2.06 1.78 1.87
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TABLE IX--Continued

Goal Statement A S D T

To develop employee pride in the
organization (motivation) 1.89 1.93 1.70 1.78

To integrate organizational and staff
needs (motivation) 2.02 2.03 1.81 1.89

To enhance community cohesiveness
(output) 2.11 2.08 1.99 2.02

To protect staff rights (motivation) 1.96 1.89 1.68 1.76

To give people leisure skills (output) 2.26 2.11 1.96 2.03

To beautify the community (output) 1.96 1.62 1.70 1.71

To maintain prestige (positional) 1.89 1.92 1.82 1.85

To enhance community morale (output) 2.22 1.98 1.89 1.94

To enhance citizenship (output) 2.26 1.89 1.97 1.98

To ensure land is available for
recreation (positional) 1.93 1.67 1.77 1.76

To supply quality programs (output) 2.00 1.95 1.88 1.91

To delegate authority to staff
(management) 2.02 1.84 1.93 1.92

To be responsive to future trends

(adaptation) 2.02 1.98 2.04 2.03

To provide for special needs (output) 1.74 2.03 1.67 1.76

To aid self-discovery (output) 2.21 2.30 2.13 2.18

To maintain a positive public image
(adaptation) 1.71 1.67 1.72 1.71

To maintain park facilities (management) 1.74 1.78 1.56 1.63

To provide programs for teens (output) 1.75 1.92 1.80 1.82

To provide compensation by
responsibility for staff (motivation) 1.64 1.70 1.66 1.67

To enhance respect for the law (output) 1.79 2.00 1.73 1.80
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TABLE IX--Continued

Goal Statement A S D T

To provide programs for the aged (output) 1.89 1.87 1.66 1.73

To ensure participnats' needs are met
(adaptation) 2.00 1.94 1.80 1.85

To develop short range plans (management) 2.00 1.87 2.03 1.99

To help people achieve personal goals
(output) 2.04 2.14 2.04 2.07

To conduct research (adaptation) 2.18 2.11 1.94 2.00

To maximize staff opportunity
(motivation) 2.18 1.94 1.74 1.83

To secure' government grants (adaptation) 2.02 2.11 1.99 2.02

To enhance physical fitness (output) 2.00 1.98 1.93 1.95

To provide for minority groups (output) 2.14 2.11 2.17 2.16

To accomplish assigned tasks (management) 2.11 2.08 1.76 1.87

To get participants whose leisure needs
meet agency goals (motivation) 2.04 2.30 2.10 2.14

To enhance mental health (output) 2.18 2.21 1.91 2.00

To initiate appropriate action on
political and economic issues
(adaptation) 2.11 2.25 2.09 2.13

To provide for creative development
(output) 2.32 2.17 1.98 2.06

To educate the public on environmental
concerns (output) 2.89 2.10 1.86 1.95

To use results of research (adaptation) 2.46 2.13 2.16 2.18

To receive a fair share of the tax
dollar (management) 2.14 1.84 1.76 1.81
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TABLE IX--Continued

Goal Statement A S D T

To communicate organization goals to
citizens (positional) 2.02 2.05 2.00 2.01

To attract citizens with leisure
programs (adaptation) 2.02 1.98 2.05 2.04

To provide equipment for non-programmed 2.02 2.27 2.22 2.24

To plan parks for citizens (output) 2.21 1.86 1.74 1.81

To make staff available for
consulting (output) 2.61 2.06 1.97 2.05

To secure fees for programs (adaptation) 2.64 2.02 2.21 2.21

To provide programs to meet community
needs (output) 2.02 1.76 1.85 1.85

To enhance intellectual growth (output) 2.89 2.11 1.92 1.91

To provide adequate wages to staff
(management) 2.00 1.89 1.70 1.77

To maintain harmony in the organization
(motivation) 1.79 1.87 1.67 1.73

To provide programs for adults (output) 2.21 2.08 1.82 1.92

To coordinate human resources in the
community (management) 2.89 2.22 2.04 2.11

To maximize employee potential
(motivation) 1.75 1.68 1.65 1.66

*"A"--administrators, "S"--supervisors, "D"--direct
service, "T"--total.
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