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We live in an age when park and recreation administra-
tive structures must continually evolve to improve the
delivery of services and meet the shifting and expanding
expectations and demands of clientele and the changing
composition of agency employees. Flexible approaches
to meeting the needs of employees, a growing, socially-
diverse clientele (i.e., participants, users, and custom-
ers), and the inter-relation between these two are vital
elements to the overall success of the park and recre-
ation agency. Agency administrators, managers, and
leaders must continuously learn and implement new
ways to direct organizations so that they can:

e adapt to ongoing societal changes, leisure
trends, and the needs of their clientele;

e accommodate available, as well as compensate
for unavailable, resources; and

¢ make full use of the capabilities and uniqueness
of individuals within the organization.

Basic organizational principles and strategies are
emphasized in this chapter. Managers are encouraged
to explore innovative approaches to organizational
structure continuously to be effective in a global soci-
ety. To outline the best organizational structure and
approach for operational success, it is necessary to
closely examine the reason the organization exists in the
first place: what is the organization’s mission?

Mission

The structure of an organization should reflect and
enable the mission and vision of the organization:
where is the organization heading, and for what pur-
pose? Among the staff, there should be the critical
competencies necessary to achieve business outcomes.
In essence, the form of the organization follows the
function of the organization.

The creation of a parks and recreation depart-
ment is the decision of a policy-making body (i.e., a
city council or board of directors), and the reasons for
creating the agency, department or organization must
be clearly stated. The policy decision for the creation of
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the recreation agency will most likely be a reflection of
the values of the policy-making body which represents
the wider community. Randolph (2006) states: “The
mission statement describes what the organization does
and influences the philosophy, goals and objectives” of
the organization. For example, if a community set of
values includes 5,%6")7*86'8l)9#*,$9!$**/ 12-0**62$**/ |
4%#, D&% &.'$I<*#9**/2, then the intended purpose
for creating the recreation agency (its mission) might
be to develop operational goals and programs that
support the values of the policy-making body, which
represents the community. The East Bay Regional Parks
District, located in Northern California and one of the
largest special districts in the United States, was created
to “...acquire, develop, manage, and maintain a high
quality, diverse system of interconnected parklands
which balances public usage and education programs
with protection and preservation of our natural and cul-
tural resources.” Likewise, the Boys and Girls Club of
San Leandro CAdescribesits mission as: “To inspire and
enable all young people, especially those from disad-
vantaged circumstances, to realize and reach their full
potential as productive, caring, responsible citizens.”
The Boys and Girls Club acts on that mission, as stated
by the national body, by providing:

e asafe place to learn and grow;

e ongoing relationships with caring, adult pro-
fessionals;

e life-enhancing programs and character devel-
oping experiences; and

¢ hope and opportunity.

By determining and stating the intended purpose
of the organization (e.g., to preserve park land and open
space), the structure of the organization (how it acts on
its mission/purpose) then can be appropriately devel-
oped. The missionis a guidepost for the development of
the organization; it should be frequently revisited with
questions like, “Are we doing what we were created to
do?Is the mission in line with the organization’s values
or vision of where we're headed?” Such an examina-
tion may lead to either a change in the mission itself
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(perhaps the leisure needs of the community or trends
have changed, and the organization has not), or to a
change in the goods and services offered by the depart-
ment (perhaps the organization is not offering what
the community really needs and it has strayed from its
original intended purpose). Such examination is vital at
regular intervals in order for the organization to meet or
adjust to the changing needs in their community.

The mission of the organization, along with its
vision (what the organization strives for) and its values
(what it cherishes), guides the development of goals
and objectives. Goals and objectives form the basis of
the internal planning process in an organization. Goals
can be defined as broad aims or intentions that move an
organization toward a desired state, and can be thought
of asanarticulation of its values. Objectives, on the other
hand, are specific, narrow, and measurable.

Goals and Objectives

The goals of an organization represent a desired outcome
that act on the mission of the organization. They can
be broad organizational goals, such as creating a better
sense of community among participants; or they can be
as programmatically specific as improving customer sat-
isfaction in youth leisure classes. Edginton, Hudson and
Lankford (2001) categorize five different types of goals:

1. output,

. adaptation,

. management,

. motivation, and
. positional goals.

U W

Output goals can be seen as production goals
related to the outward services of the department (i.e.,
plan and provide parks). Adaptation goals relate to
how the organization adapts to outside influences on
the organization. A good example of this would be how
the department adapts to a changing budget crisis and
potential loss of operating funds. Management goals,
as the name implies, are goals that address how the
organization operates and may include both staff and
participants in setting the goals. Some management
goals might be set from administrators higher in the
organization, such as the policy-making body or lead
administrator. For example, a city council might have
a goal that the park and recreation department recover
50 percent of its direct costs through program or facility
revenues in the coming budget year. The department,
on the other hand, might enhance that goal internally
by stating that a desired goal in the coming year is to
recover 25 percent of direct costs in the youth and teen
services division through program fees.

Goals can be measured quantitatively or quali-
tatively based on how they apply to staff, program

customers, and the positioning of the department
within the community. Qualitative goals seek to ensure
customer happiness with the programs available to
them, thus building a loyal customer base and adding
advocates for the organization. This type of goal is used
to solicit a sense, feeling, and quality of the program.
Quantitative goals typically address figures or per-
centage increases within the department (i.e., increase
youth dance classes by 25 percent). There is power in
customers who recognize the importance of the goods
and services the department provides; they are more
likely to advocate on the department’s behalf when
necessary. In the San Ramon Parks and Community
Services Department in California, when funding for
locker room upgrades to the aquatic center came before
the City Council, advocates for the aquatics programs
made the case that the programs were so popular that,
not only was funding needed for the locker rooms, but
additional pools were needed as well. The positioning
of the department’s aquatics programs in the commu-
nity helped persuade the City Council to award nearly
$5 million toward the project, when the original work
was not expected to exceed $1.5 million.

Beyond setting goals, the department needs to
outline specific objectives to meet these goals. In addi-
tion, objectives must be measurable, in order to account
for progress on the intended goal. Most objectives also
have some form of resource allocation tied to them,
which is useful in developing the structure necessary to
achieve the stated mission of the organization. Exhibit
5.1 illustrates organizational goals, the objectives to
achieve said goals, and indicators or how the objective
will be measured (see Compendium 5-1 for additional
examples). Allocating resources to achieve the stated
goals can affect the organizational structure, both from
a department-wide perspective and from a program
perspective. For example, if an agency has the stated
goal of running year-round youth sports program-
ming, the agency may need to allocate resources in the
departmentbudget for staffing (programming and sup-
port staff) to run the programs; on the program level, a
needed resource could be the promotion of the program
through flyers, ads in the local paper, or via e-mails.

Vision

In addition to the mission of the organization, there
is typically a vision statement: something that states
where the organization is going. Vision statements are
far-reaching and should be reviewed from time to time
to ensure that the function of the organization is in line
with its stated mission and aligned with its core values.
Vision statements typically encompass the organiza-
tion’s values in some fashion and have an emotional
attachment to them. For example, the vision statement
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Exhibit 5.1

Goals, Objectives and Performance Indicators

Goal

1. Be the swim lesson provider of
choice for those who live in the
community

2. Be the safest swimming facility
in the Bay Area

3. Develop Leadership Academy
for Pool Managers

Objective

a. Maintain a 75% residency rate

among swim lesson participants

. Reduce rescues and swimmer

assists by 50%

. Increase the number of first time

visitor swim tests

c. Get all pool maintenance staff AFO

or CPO certified

. Make graduating from the acad-

emy a condition of employment
for the Pool Manager position

b. Hold three day course twice a year

Indicator

Percentage of residents in swim
lessons

Track rescue log

Track number of swim tests given
in each season for comparison
All staff trained by Dec. 31, keep
records on file

Review pass/fail rate

Full course rosters for each session
Measure effectiveness at the end
of the season

c. Graduate all pool managers prior

to the start of the season

of the City of Roseville CA is: “The City of Roseville is
an exceptional organization committed to fostering a
dynamic, caring and inclusive community that is sim-
ply a great place to be.” Below their vision statement,
the City of Roseville further states their vision includes:
fiscal health, a well-planned community, a strong
community identity, complete and well-managed
infrastructure, outstanding recreational opportunities,
a healthy and safe community, an information rich
environment, the highest quality community services
and organizations, an active and involved citizenry, a
“learning organization—a learning community,” and
environmental quality.

Values

Values are social principles; they are goals and stan-
dards that members of an organization believe have
worth. They reflect what an organization and their
employees cherish and embody. Values are central to an
organizational culture and are espoused beliefs that are
at the core of organization. There are several levels of
values within an organization, including first-level and
second-level values. First-level values are uncompro-
mising, such as human development, environmental
stewardship, professional growth, creativity, and ser-
vice to community. Such values can be explicit in that
the community sees such values on display daily and
uncompromising. Second-level values are those that
have room for compromise.

In the discussion of values within the context of an
organization’s mission and vision, it is vital to examine

critically, discuss, and define what each espoused value
means to employees. An organizational value such as
%44#.-'%)1&8 /'3.#2")7 may mean different things to
different staff members within the organization. Does it
refer to internal diversity? external diversity? diversity
of thought? ethnic diversity? By defining that apprecia-
tion of diversity, forexample, meansinternal diversity of
thoughts and ideas, staff then know the contextin which
programming ideas and approaches are acceptable and
welcomed in the discussion. Such a value would then
be evaluated against the mission of the organization to
ensure it is in line and appropriate. A useful tool in the
constant review and examination of an organization’s
mission, vision, and values is measuring programming
efforts against the current mission, vision, and values.
This process continually examines whether the corner-
stones of the organizational structure are defined, cre-
ated, or reinforced through its programming.

Organizational Structure

The examination of the mission, vision, and values of the
organization (which create the underlying philosophy
of the organizational function and purpose), combined
with the goals and objectives to enact that function, will
assist in determining the organizational structure or
form necessary for its success. Since an organization is
a collection of people with different responsibilities, all
working together for a common purpose (i.e., mission
success), it is necessary to organize that work in some
fashion for maximum efficiency.
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Within the organizing process, there is typically
both a formal structure and an informal structure. The
8*#1%B)#,-),#. lis designed and controlled by manage-
ment, which typically includes organizational charts,
committees, and policies and procedures. The '&8*#1%6
2)#,-),#.!is what happens naturally among people
within an organization. Informal structure often does
not follow any prescribed chain. It reflects how people
communicate and interact with each other. A good
manager will maintain both the formal structure for
the organization, dictated by the function of the orga-
nization, while being aware of and using the informal
structure to benefit the organization.

There are a number of organizational structures
in use by park and recreation organizations across
the nation and, as mentioned above, examining the
intended function of the organization will assist in
the development of its structure or form. The formal
organizational structure includes both hierarchical and
nonhierarchical approaches. Connected to the formal
structure of any organization is an underlying informal
structure or network, made up of the organizational
culture that comprises the interplay of espoused values,
organizational artifacts, and operational assumptions.

Exhibit 5.2 presents the conceptual model and
inter-relatedness of the form of mission, vision, values,
structure, policies and procedures, and culture as it
relates to the material in this chapter. The model shows
aninterdependentrelationship amongeach facet within
the model. The mission, vision, and values are created
by and for the community and public officials, which
in turn drive inputs such as budget, people, the struc-
ture of the organization, and policies and procedures.
The inputs influence the types of outputs seen in goals
and objectives that are measured as community-based
outcomes (observable results that influence the quality
of life, community, societal, and environmental needs),
which are then compared against the established mis-
sion, vision, and values. Surrounding and permeating
this process is -,6),#. ; this is seen both as internal to
the organization itself (its informal structure) and as
external (the community’s values, its advocates, and
commonly-held assumptions). Culture then, is viewed
in this model as the “glue” that unites both the informal
operations of the organization with the external com-
munity and its values, norms, and expectations. The
end result of successful implementation of this model
is enhanced quality of life within a community through
the connection of people, parks, and programs.

Formal Organizational Structure

The structure of an organization affects the behavior
and function of individuals and groups and, thus, the
effectiveness of the organization. The organization

reflects its purpose, its methods of operation in relation
to its resources, and its relationship to the community.
The structure is a method for organizing the people and
standardizing the practices so that a shared or common
purpose can be efficiently and effectively achieved.
All individuals in an organization must know their
role and purpose in the wider success of the organi-
zational mission. When people understand their roles
and responsibilities, they are then able to focus their
energy on individual and organizational goals effec-
tively. Essentially, structure is the way an organization
identifies and groups together positions, and how those
positions relate to each other.

The organization should establish a formal structure
through which organizational components are based,
defined, directed, and coordinated to achieve mission
success. The exact form depends on the organization’s
history; its mission, vision, and values; its size, complexity,
and inter-organizational networking requirements (i.e.,
relationship to other departments within the organiza-
tion); and the organizational culture, including preferred
communicational and operational norms.

The formal organizational structure clearly delin-
eates the roles, responsibilities, and communication
pathways for each individual in the organization, and
creates an atmosphere conducive to efficient and effec-
tive operation. To that end, there are a variety of struc-
tural models in use among park and recreation agencies
across the country that have been successful in further-
ing the mission of the organization and community.
Whateverstructureisselected, itmustbe communicated
to others in a written form, an *#$%&'(%)"*&9960#)Ehe
organizational chart,!also commonly called a line-staff
-9%#¥9%'&8-*11%&/: lor 9" #%#-978-*&)#*Blillustrates
the formal structure of an organization. It depicts the
levels of authority and span of control (see Exhibit 5.3).
The chart, which should be placed in the administrative
manual and permanently posted where everyone can
see it, should be updated annually or more frequently
if needed. Separate organizational components should
be established for the grouping of line or programming
functions (those activities that are directly related to
carrying out the organization’s objectives) and support
staff functions (those activities carried out to support
the line functions). The chart should reflect the chain
of command, as well as the line of authority and com-
munication within the organization.

There are two main types of position classifica-
tions including both programming, or line, and support
staff. People with 4#*$#%11'&$or 6'&!positions! have
direct responsibility for achieving the objectives of an
organization. Line positions appear vertically on the
organizational chart, with the people in higher-level
positions generally entrusted with greater authority
than the people in lower levels. The line positions are
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Exhibit 5.2
Conceptual Model of Organizational Culture

Outcomes
Community
Societal
Environmental
Economic

The Community

Mission
Wision
Values

Public Officials

Qutputs
Goals/Ohjectives
Measurements

Culture
Both intemal and community

Imputs
Chg. Structure
Paaple
Paolicies &
Procedures

those that provide the services and include such titles
as Recreation Supervisor, Coordinator, Center Director,
or other programming position.

Support staff positions! appear horizontally on
the chart. Staff provides advice and support to those
in line positions. Examples of staff are: secretaries,
bookkeepers, maintenance personnel, procurement,
marketing, and so on. In traditional models, people in
line positions (i.e., the center director) can direct sup-
port staff positions (the secretary) who are lower on
the organizational chart. People in staff positions (the
secretary) usually depend on suggestion and persua-
sion to influence their supervisors in line positions. In
most cases, managers in lateral line positions (i.e., the
Recreation Supervisor for aquatics and the Recreation
Supervisor for fee classes) have equal authority and
therefore do not supervise each other. The same is true
for people in lateral support staff positions, although in
some organizations this protocol may become blurred.
People in support staff positions may have functional
authority over those in line positions, meaning that their
authority is only for that phase of responsibility given
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to that staff person. For example, an administrative
coordinator in charge of personnel would have process
authority over a line staff member who is hiring sum-
mer program staff.

The formal structure can be either centralized
or decentralized, and either simple or complex. The
manager can directly affect the extent to which an orga-
nization is formalized and centralized and its degree
of complexity through decisions regarding division of
labor, delegation of authority, unit sizes, and the style of
communication and leadership. A -.&)#%6'(.lorganiza-
tion has decision-making emanating from the top and
working its way down, which is typically seen in older,
more bureaucratic organizational models. >.-.&)#%6'(./!
organizations, on the other hand, make decisions across
departments and at a variety of levels. This model is
typically more modern and follows a more holistic or
systems thinking style.

Whether the structure of an organization is simple
or complex is first determined by the function of the
organization and, next, by the number of job titles
(horizontal differentiation) and the number of levels
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or tiers (vertical differentiation) that make up the orga-
nization. A 2'146.lor more “flat” organization'has few
employees and a small number of levels or tiers within
the organization. Its structure appears more horizontal.
An example of this can be seen in smaller organizations
such as the City of Oakley CA Recreation Department
that consists of one Recreation Manager, one full-time
Recreation Specialist, 1.75 regular, part-time senior
recreation leaders, and seasonal recreation leaders and
aides, serving a population of 33,000. Because of the
small size of the organization, a single person must
perform a great variety of tasks and may hold many
functional titles (see Exhibit 5.4).

The -*146.?!organization,!by contrast,!is larger,
has more job titles, and has many tiers within the orga-
nizational structure. The employees are more special-
ized. A large fitness center, for example, would have a
manager, plus a supervisor with staff for each facet of
the center’s operations, including marketing, program-
ming, maintenance, and financing. Each employee is
in a specialized position and may have only limited
knowledge beyond his or her role in the organization.
This is in contrast to the simple or flat organization
described above, where a single employee might per-
form marketing, maintenance, and financing duties, in
addition to running the program itself.

Regardless of thehow the organizationis structured,
there are various internal components that influence and
coordinate the functions for maximum efficiency. In a
formal structure there are three major components:

 organizational structure (hierarchical versus
nonhierarchical);

e policies and procedures as set forth in the
administrative manual; and

e administrative operations.

The Organizational Structure

There are two types of structure: hierarchical and non-
hierarchical. A 9".#%#-9"-%sfructure is most commonly
used in city park and recreation agencies where the
department fits into the bureaucracy of a city as part of
a larger system of departments. The second, and less
commonly used, is a &*&9'#%#-9-%sbructure that is
developed around a team concept or systems approach
without the stratification of authority. This approach is
often seen in the corporate sector, particularly high tech
industries, where projects are developed and completed
by teams of people with a variety of expertise. It is grow-
ing in popularity among park and recreation agencies.

Examples of Organizing Structures
Recreation services are provided through an array of
organizational structures. Whether public, nonprofit

or private, the organizing structure is a reflection of
the core function and philosophy of the governing
agency. Relationships between the operational unit and
its larger parent organization will affect the organiza-
tional structure and how it operates within the larger
system. A municipal park and recreation department
and the city administration, a Boys and Girls Club and
their national office, or a state park and the state park
administration office would all be examples of this
relationship. The parent organization passes impor-
tant information (such as policy changes, availability
of funds, advertising campaigns, financial cutbacks,
or personnel changes) to the operating unit so it can
operate in accordance with the parent organization.
In many ways, this frees the operational unit from the
burden of developing many of its own policies and
procedures. The downside of this relationship can be
thatitisharder to change policies or procedures because
it would affect the larger organization and not just the
specific operational unit.

Public. Public recreation services are provided at the
local, regional, state, and national levels. They are
classified as public because they are, at least in part,
supported by tax dollars. Public agencies include the
National Park Service, U.S. Forest Service, U.S. Army
Corp of Engineers, Armed Forces Morale, Welfare and
Recreation services, state parks, regional parks, local
parks and recreation agencies, as well as special dis-
tricts. The structure of each is often complex.

@%)*&%A=U. S. Forest Service recreation area,
although managed at a ranger district level, is part of
the much-larger Department of Agriculture. While trail
construction and maintenance, operation of recreation
areas, and management of forest and wildlife occurs at
the ranger district level, several districts will comprise
a forest under a forest supervisor. The 155 forests and
20 grasslands within the United States are contained
within 9 broad geographic areas under the supervision
of a regional forester. Regional foresters report to the
Chief who oversees the entire Forest Service. The Chief
reports to the Under-Secretary for Natural Resources
and Environment in the U.S. Department of Agriculture
(USDA). The National Park System and Army Corp of
Engineers facilities have similar bureaucratic organiz-
ing structures.

+)%)! %&I A.$*&%6S5tates provide state parks.
Many times parks are part of a state tourism depart-
ment. Each state park will have a director with staff to
run the individual park. The park director will answer
to a state office of Parks and Tourism. The director
of this office will be accountable to the governor (see
Compendium 5-2 for a complex structure).

On a regional level, local municipalities or other
political subdivisions may vote to form an independent
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or regional park district independent of municipal,
county, or state control, as is the case with the East Bay
Regional Park District in California (see Compendium
5-3); oritmay be controlled by a county itself. Generally,
apark and/or recreation special districtis a special taxed
area specifically for parks and recreation programming
and not a division of another government. For example,
without a district the county recreation is under the
county government and receives its revenue from the
county and becomes a department of the county. The
recreation services for the Town of Alamo CA, an unin-
corporated part of Contra Costa County, receives its
funding and programming under county jurisdiction,
while a special district is not part of the county govern-
ment and has its own funding and authority. Other
examples include the Chicago Park District in Illinois
and Dade County Park District in Florida.

B*-%6Fhere are a variety of methods used to
organize a municipal park and recreation department.
In most communities they are part of the city govern-
ment and act as a department or part of a department.
Some cities have a Park Department and a Recreation
Departmentasseparate services, with each focusingona
specificaspect. Other cities combine park and recreation
services under one director who oversees all recreation
services and facilities. Some park and recreation organi-
zations are part of a Community Services Department,
which might also include libraries, fine arts centers,
and cemeteries (see Compendium 5-4 and 5-5). In some
communities, a special district is established to provide
parks and recreation to the community.

As a city service supported by General Fund
taxes, park and recreation agencies may often compete
against the needs of public safety (police and fire) and
other public service (streets and maintenance) depart-
ments for funding. When parks and recreation is a unit
of a larger department, such as in the City of Turlock
CA (where recreation services are part of a municipal
services department that includes utility maintenance,
water quality control, and public facilities mainte-
nance), itmay berelegated to alesser or more discretion-
ary standing, compared to other internal departmental
budgetary or community needs.

Some cities combine park and recreation services
with typically-independent or other government-
styled services such as school districts, library services,
airport, and garbage services. In some cases, such
combination assists with sharing facilities or equipment
and is an efficient use of taxpayer money. For example,
sharing facilities with the local school district ensures
use of space that would sit idle in the evenings and dur-
ing summer months. In many cases, the combination
of other city services under the umbrella of the parks
and recreation department makes sense. Parks and
recreation agencies that share services have the ability

to reach and influence more people in their community
through the variety of programs and services they offer,
compared to more internally-focused departmentssuch
as an engineering department. (See Compendium 5-3 to
5-5 for a variety of city organizational structures.)

I"#$%"&'() A nonprofit organization is one created
under a special tax provision that is not organized for
profit, but where resources are used for educational,
charitable, or recreational purposes. Examples of
nonprofit organizations include associations or com-
munity groups. Nonprofit organizations are of two
types. Some local nonprofit agencies are operated by
an independent board of directors. These organizing
structures are fairly simple, with a board of directors,
executive director and staff. Other agencies are a part
of larger national nonprofit organization or corpora-
tion such as the Young Men’s Christian Association
(YMCA), the Young Women’s Christian Association
(YWCA), Boy Scouts of America, Girl Scouts of the
USA, and Boys and Girls Clubs, Boys and Girls
Campfire, and 4-H Clubs. For this type, the organi-
zational structure includes a national headquarters
with local agencies holding a charter or other docu-
ment of authority. The major policies and direction
for the organization are established by the national
headquarters. The local organization usually oper-
ates under a board of directors that supervises the
executive director and, in turn, the staff. The middle
mangers might be responsible for areas such as mem-
bership, programming, facilities, public relations, and
fund development. An example of such a multi-lev-
eled organization would the Girl Scouts of America
(national), Girl Scouts of Northern California Council
(regional), and the San Francisco Bay Area Section
(local) which has staff managers who oversee section
membership, programming, public relations, etc.

Private. Private recreation enterprises operate under a
variety of organizational structures and are different
from nonprofit or public agencies by there being a sole
proprietor with one owner or a general partnership with
multiple owners that operate a business for profit. Some
private agencies are established as a corporation that
separates management and ownership. The S corpora-
tion, the limited liability corporation, and the limited
liability partnership are variations in organization that
offer tax breaks, limit the liability of the owners, and/or
provide other financial incentives. Each private agency
would have a different accompanying organizational
structure. (For more information on these legal struc-
tures, see Chapter 3.)

Private organizations come in all sizes and
structures. There are small private fitness centers with
few personnel similar to small community recreation
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departments, and there are extremely-large organiza-
tions like The Del Webb corporation that builds planned
communities for both Active Adults (over age 55),
and Family Living communities (all ages). The active
adult communities, for example, are designed with
an emphasis on a “unique and healthy lifestyle,” with
world-class recreational facilities and places for people
to meet and enjoy their leisure.

Park and recreation services are structured in a
variety of organizing frameworks to best fit the needs
of the organization and the community/clientele it
serves. There is no “best” way. However, it is impor-
tant to understand the implications that accompany a
particular organizational chart. The next sections will
take a more in-depth look at both hierarchical and non-
hierarchical structures

Hierarchical Structure

Hierarchical structures use departmentalization and
generate an organization chart that shows a chain of
command with a top-down structure. The steps used
to formulate a hierarchical structure are:

¢ departmentalize by roles and functions;

¢ assign tasks to specific positions and units to
take advantage of the specialized skills of cer-
tain employees;

¢ divide and distribute the overall workload of
the organization (division of labor or delinea-
tion of responsibility);

e establish the number of people who will report
to each supervisor (span of control);

¢ ensure that thereis a supervisor for each person
(unity of command); and

e determine the degree of power and control of
each position (delegation of authority).

>.4%#)1.&)%6'(<78,&-)*&2Departmentalization
is achieved by dividing the organization into areas by
the services it provides. In a city this may be streets,
water and sewer, fire, police, sanitation, planning, and
parks and recreation. Parks and recreation may be fur-
ther departmentalized by pools, golf courses, special
events, maintenance, and so on. Each of these depart-
ments takes care of its own specific function and they
communicate with each other through an established
protocol.

Parks and recreation managers have a number of
ways toorganize, which should reflect the purpose of the
organization and what it holds to be important. Many
city parks and recreation organizations are structured
with an overall manager or director, and then amanager
or superintendent in charge of specific divisions such
as parks or recreation. Each of these managers has staff
members who handle specific responsibilities within

each division. An advantage to this type of structure
is that it positions highly-trained specialists at the top
of the organization; they offer expertise and training to
their staff and, because you have one specialist oversee-
ing everything, there is a coordinated effort to keep all
facilities in quality condition. Projects can be both coor-
dinated within divisions and across divisions within
a department. For example, the annual renovation or
maintenance of a ball field can be coordinated around
scheduled recreational programs in the park, with the
needs of both having equal importance by scheduling
maintenance when programming is in an off-season or
relocating recreation programming to other facilities
>.4%#)1.&)%6'(%) t &7 $.*$#%A49-%#. YdDepart-
mentalization within an organization may also be
divided by geographic region, such as a neighborhood,
district, or specific area. In such cases, a neighborhood
or district director or lead staff might have the author-
ity over recreation programming, facilities, and other
services within the geographic span of control. In such
cases, aquatics programming, for example, may not
be under the direct control of a person who oversees
all pools within the department, but rather under the
supervision of the area director or manager, who might
also oversee the local gymnasium, community center,
and community gardens. In this case, the departmen-
talization of functions is decentralized to a geographic
region. The mission of the organization, the population
it serves, and its geographic size will all be determining
factorsin the methodsused to structure the delivery and
supervision of services by the organization. This type of
structure may allow for closer understanding of service
area needs than a division by function might provide.

Assign tasks. Each department then divides responsi-
bility by distributing the workload of the department.
This is accomplished through structural tiers of manag-
ers, middle managers, and service providers, which are
based on specialization of skills, knowledge, ability, and
span of control. For example, a department is planning
a Fourth of July festival for 50,000 attendees and needs
staff for various aspects of the event, such as parking.
Through an examination of programming staff and vol-
unteers available, the task for parking can be assigned to
the division that has the most employees and is capable
of handling the task.

Division of labor. The agency should delineate the
responsibilities, that is, have a written purpose for
each organizational component and for the duties and
responsibilities of each job assignment within each
component. The written purpose should be available
to all personnel. To enhance coordination, all person-
nel should understand the responsibilities of each
organizational component within the organization and
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be able to review up-to-date position descriptions of
the duties and responsibilities of each job assignment.
(How to write position descriptions is described in
Chapter 17.)

At every level within the organization, personnel
should be given the authority to make decisions neces-
sary for the effective execution of their responsibilities
within that level. The organization should assure that
each employee is fully accountable for the use of del-
egated authority, as well as for the failure to use it.

+4%8&8-*&)#*6Span of control refers to the number
of people a manager or administrator can effectively
supervise. To achieve effective direction, coordination,
and control, the number of employees under the imme-
diate supervision of the manager should not be exces-
sive. Typically, at higher levels of authority there are
fewer employees in the span of control of the manager
or supervisor. The addition of employees increases the
difficulty of command and decreases the efficiency of
both the supervisors and their employees. Generally
speaking, the number of people a manager can effec-
tively supervise does not exceed five or six, but this is
dependant on several variables, including the diversity
and complexity of function among staff, the number of
staff, the geographic distribution of staff in the organi-
zation, the ability of supervisors, and the skill of staff
being supervised.

Another variable includes use of outsourced or
contracted staff functions. For example, the City of
Dublin CA contracts out its parks maintenance to a
private company; the Hayward Area Recreation District
in California contracts its personnel services with
Alameda County. Inboth cases, the span of controlis dif-
ferent than in organizations where parks maintenance
and personnel are positions under the umbrella of the
parks and recreation department.

Managers can typically supervise a larger num-
ber of subordinates when the subordinates all have
similar and highly-specialized tasks. Conversely, when
subordinates have widely-diverse tasks or are less
skilled, they require more guidance and assistance.
Consequently, the number of people a manager can
supervise is lower. In other words, when the work is
more similar and less complicated (i.e., mowing fields),
supervisors are able to oversee a larger number of sub-
ordinates. However, the more subordinates a supervi-
sor oversees, the less direct contact each subordinate
has with the supervisor.

In a Girl Scout Council, for example, middle
managers may be divided by program, camp facili-
ties, membership, public relations, and field manager.
The field manager might supervise 10 field executives
(those who work directly with the leaders) who handle
40 leaders each. It would be difficult for one manager
to supervise both the other positions and all of the field

executives, and therefore a manager is assigned to this
task. Even though the manager of the field executives
has ten people under her, they are all doing the same
job, unlike the variety of jobs supervised by the Council
Director. The lower the position on the organization
chart, the less diversity of job supervision there will be
and, therefore, the greater the span of control.

C&')71*8-*11%&/=IUnity of command is the abil-
ity of the employees to identify to whom they will be
accountable for their job performance. To achieve effec-
tive direction, coordination, and control, supervisory
personnel should be accountable for the performance
of employees under their immediate supervision. This
standard applies to each level of supervision within the
organization. Typically, employees at all levels should
report to only one supervisor, so that there is clear direc-
tion and reporting line. However, while this “ideal”
works in a typical chain of command-style organiza-
tion, other structures of organizing work are growing
in popularity, including matrix and team models that
are discussed below.

In a typical strict chain of command-style orga-
nization, there may be times when a supervisor has to
give work direction to an employee who is outside their
chain of command; however, in ordinary circumstances,
each employee should be able to identify one, and only
one, supervisor to whom they are accountable. When
subordinates who have varied tasks report to more than
one supervisor, a conflict can arise. An employee caught
between two supervisors, giving different directions,
inevitably will be put in a no-win situation if pressed to
make a decision on which work gets top priority.

>.6.$%)"*& *8 %,)9*#")75Good managers realize
they do not have the time, skills, knowledge, or ability
needed to accomplish every organizational goals. For
instance, the recreation director in most large agencies
is not expected to prepare ball fields for a softball tour-
nament and still attend to the management of the orga-
nization. Therefore, he or she must delegate authority
to others in the chain of command. Delegation means
entrusting work to employees and giving them the
authority to make some decisions to get the job done.
Delegation benefits the organization, the manager, and
the employee. It can:

e leverage capacity so the manager has more time
to devote to other tasks;

e allow the manager to concentrate on other
responsibilities;

e build the skills, competence level, and confi-
dence of the employee who receives the del-
egation;

e develop a strong foundation for employee
empowerment, investing them in the organi-
zation;
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e improve employee morale and self-esteem;

e create a better team approach;

e improve the efficiency of the organization;
and

e infuse the organization with greater creativity
and innovation.

Delegation of authority to an employee should
happen only after the manager has accurately assessed
the ability of that employee to satisfactorily make the
proper decisions. Does the person being delegated the
authority have the experience, training, and knowl-
edge to carry out the tasks as expected? If not, can the
manager train the person in the skills needed? While it
is impossible for the manager to provide all the neces-
sary information to allow the employee to make quality
decisions, it is important that the employee know the
scope of his authority and when to seek assistance from
supervisors. (For more information on delegation, see
Chapter 18, Supervision of Personnel.)

In the example above, the recreation director
would give the responsibility for prepping the fields
for a softball tournament to sports division staff
(Supervisor, Coordinator, or others). At the same time,
the Supervisor should be given the right to schedule
the ball fields, oversee the use and preparation of
equipment, and indicate staffing needed to control the
event. The Director should allow this to happen with-
out intervention, and other employees should respect
the decisions of the division supervisor as the person
responsible in that area.

Nonhierarchical Structures

Hierarchical structures are, typically, rigid systems that
create positions based on clearly-defined tasks and
reporting lines. Such structures are not ambiguous and
are designed for organizational stability and control;
they often appear in larger, more-bureaucratic organi-
zations. Such structures may have difficulty responding
to the needs of a changing clientele as rapidly as desir-
able. In today’s 24/7 society, emerging organizational
structures that are nonhierarchical in nature and apply
more of a systems approach have gained popularity.
Three such structures are work teams, matrix designs,
and outsourcing.

Work teams. An organization can develop structure
and direction through the use of work teams. The key
is to coordinate efforts to meet a common objective.
In a typical team, there is less dependence on a power
structure. Each member comes to the team with differ-
ent expertise needed for the project. One member is des-
ignated the leader or facilitator, but he or she may not
have the ultimate authority. The team makes decisions
based upon input of the members and communicates as

a group to those people in the administrative position.
The normal supervisor may or may not be in charge of
the team in this format.

In the San Ramon Parks & Community Services
Department in California, a work team was organized
to develop a D*!'E%#/rewards program that allowed
customers to earn points for money spent on recreation
programs. Points could be converted to dollars to be
used toward other department offerings. The work
team included staff from several divisions in the depart-
ment that would be part of the D*!E%#/program, plus
marketing and administrative line staff. The team was to
design the program to include various “members-only”
events and other perks. Once the project was underway,
the team met occasionally to monitor the program and
plan future activities and events.

Matrix designs. Matrix designs leverage the expertise
of staff members across disciplines and departments
to achieve success on specific projects. For example,
in the design of a community park, the matrix proj-
ect team might include specialists from engineering,
planning, finance, public services, and recreation
programming. While such specialists may come from
separate lines of authority (departments), they are
also responsible to the project team, which may be
in another department. Such matrix designs develop
cross-functional specialists, allow for enhanced
learning across department lines, improve team and
leadership skills, and increase flexibility to achieve
more than they could within their own organizational
structures. Matrix designs can often be seen in the
development of large projects that cross departmen-
tal lines such as park design (where context experts
involved in the project might include a park planner,
a recreation specialist, a finance person, maintenance
staff, and engineering staff). By including content
experts as equal partners in the success of the proj-
ect, each member has the opportunity to learn more
about other disciplines, in addition to facilitating
leadership skills in a group setting. The more an
organization moves to team approaches such as com-
mittees and task forces, the more they move toward
the nonhierarchical structure.

Great care needs to be used in the development of
work teams. An organization cannot simply put people
together and expect them to be a work team. There are
a variety of skills needed for a team to be successful. A
team needs people with:

¢ clear understanding of the outcome and goal;

e technical expertise to carry out the tasks
assigned to them;

¢ problem-solving and decision-making skills to
identify issues, generate alternatives, evaluate
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those alternatives, and make competent deci-
sions;

e good interpersonal skills—listening, feedback,
and conflict resolution;

e accountability for their individual contribution
to the project; and

e commitment to see the project through to
completion.

Members of a project or work team, regardless of
the type of team design, will view the project through
their own lens of reality or discipline. By seeing how
other members approach the problem, the team will be
more creative in the project management phase —imag-
ining the desired outcome, planning the process to
achieve the outcome, then executing the plan. Exhibit
5.5 illustrates how a nonhierarchical project team
structure looks as part of a larger, more formal hierar-
chical structure. If the team was tasked with designing
a new park, team members, using the circular section
of this organizational chart, could include staff from
agency departments such as Finance, Public Services,
Engineering, Planning, and Park Maintenance, in
addition to recreation staff. The team might also
include sports user groups, and Park and Recreation
Commission members.

Although it may take longer to arrive at a decision
using this type of organizational structure than using a
hierarchical structure where decisions are made by the
manager, it may allow greater opportunity for more
abundant and realistic input from those personnel with

specific content knowledge. It also has the potential to
create a higher level of job satisfaction for employees,
who will see their opinions and efforts integrated into
a tangible benefit to the community.

While developing specific project teams, such as
the example above, it is necessary to establish ground
rules or operational norms and to identify —in writ-
ing —the mission, goals, and objectives of the assembled
team in order to help keep the team on track to accom-
plish the project. By establishing a “road map” of rules,
norms, and desired outcome up front, the team will
have a better chance of successful completion of the
project with minimal disagreement.

Outsourcing. In recent years, many organizations
have begun outsourcing; that is, contracting services
to be done by outside businesses or individual content
experts. It is conceivable that an organization could
have a director, who then outsources all services, cre-
ating a “virtual organization.” For example, a small,
rural recreation organization might hire a park and
recreation director who would then contract services
for programs, facilities, maintenance, and personnel
functions (as noted above in the examples of the City
of Dublin and the Hayward Area Recreation and Park
District). Another example would be the Circuit Riders
of Colorado (www.ccriders.us), who provide a diverse
menu of services to local governments and districts
in the state of Colorado. Outsourcing typically saves
the cost of personnel, equipment, and facilities, while
providing for the recreational needs of the community.

Exhibit 5.5

Nonhierarchical Team Approach in a Traditional Formal Organization
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A caution is needed here: outsourcing does not remove
ultimate responsibility from the director and may take
more direct supervision to ensure the tasks are com-
pleted in an acceptable manner.

The new wave of management is to not send work
“downward” but to hire managers who can negotiate
“outward” with “free agent” content experts or knowl-
edge workers. This requires a manager who has the
ability to view the needs of the organization through
a variety of lenses and think outside the traditional
structure to create new and synergistic relationships
that will be mutually beneficial to the organization and
its clients.

Systems thinking. The link between an organization’s
formalstructure and itsinformaland underlying culture
isanimportant one. A growing approachinbridging the
formal, and often rigid structure of an organization, is
found in 272).12)9'&;'&$. Systems thinking operates in,
and revolves around, the concept of “wholeness.” Any
organization is a system of sorts where changes and
influences, both outside or inside the organization, will
effect change. Systems thinking canbe applied as part of
alarger effort to develop organizational learning. It can
be thought of as a shift in how one traditionally views
organizations. A traditional view sees an organization
as a set of “stand alone” departments that produce
goods and services independent of other departments
in the organization. A systems thinking approach looks
at departments differently, examining the interrelation-
ships between them that create a larger whole, rather
than merely cause-and-effect chains. Systems thinking
creates a more holistic approach to problem-solving
and change. For example, if the parks department staff
decides to close all baseball fields in the city for a month
for renovation one week before the big tournament
scheduled by the recreation department, this would not
only hamper the recreation department’s ability to hold
its event, it could have significant negative economic
impact onlocal business. If one looks at the lattice of eco-
nomic relationships involved in this example, one see
that decisions can have enormous impact on the whole
organization, one well beyond just the recreation or
parks department. Seeing the whole as a system, rather
than just as the cause (closing the fields) and the effect
(canceling the tournament), allows the organization to
think outside the individual department “silos.”

Steps to integrate a systems thinking approach in
an organization are fairly simple. A perfect start would
be to institute a team approach for those projects whose
outcome affects several departments; the team could
include members from all those departments affected.
Each member then has a vested interest in the outcome,
and each brings their own discipline’s point of view
to the project. Using the ball field example, above: the

engineering and planning and inspection departments
may have arole in the renovation proposed by the parks
department, which, in turn, affects the recreation’s
department ability to carry out its mission. By recogniz-
ing the interrelationships involved, the proposed out-
come can be managed or altered to everyone’s mutual
success. Matrix projects (those involving a variety of
expertise from within the organization, as described
above), increase organization learning and heighten
awareness of cause-and-effect influences. This systems
thinking approach also allows for a feedback process,
where actions influencing other actions can be exam-
ined to determine if course changes are necessary for
mutual mission success. Applying a systems approach
to organizational thinking, along with a focus on indi-
vidual learning, will increase overall organizational
learning, thus embedding itself as a staple in a healthy
organizational culture (Senge, 2006).

Informal Organizational
Structure

Operating simultaneously with the formal structure is
the informal structure, which embodies organizational
culture. The informal structure develops naturally at
all levels of the organization based upon how people
casually communicate and interact with each other.
Informal structures that offer insight, break down pro-
hibitive barriers, and reduce administrative tasks are
beneficial and can enhance formal structure. Informal
structures that are divisive, in conflict with the formal
structure, and otherwise problematic can impede the
efforts of the organization to reach its goals. Human
resources management may refer to thisas “psychologi-
cal contract,” the agreement between the expectations
of the employee and those of management. An astute
manager must recognize the informal structures, since
they can positively or negatively affect the effectiveness
of individual, group, and organizational performance.
Itis important that formal and informal structures be in
harmony for optimal organizational performance. This
section of the chapter addresses organizational culture
and selected values of the profession.

Organizational Culture

Individuals in an organization need to have a shared
meaning and goal—sense of belonging—in the work
they perform. Organizational culture distinguishes
the organization from others. The culture can be seen
in the practices, rituals, and myths of the employees.
It is the how and the why of employee behavior and
actions. Knowledge of an organization’s culture can
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help managers broadly predict reactions and behaviors.
This shared system of values guides the members in
their daily jobs, as well as in specific situations. These
values may be based on the past success of an organiza-
tion using them, or they may be based on the values of
the manager or past and present community leaders.
Examples of core values might include taking risks in
decision-making, or, on the other extreme, fully docu-
menting decisions.

Interestingly enough, the culture of an organiza-
tion is reflected in the community in which it operates.
As noted in Exhibit 5.2, above, the cultural norms of
the community (externally) and the informal structure
of the organization (internally) each influence the mis-
sion, vision, and values, goals and objectives, input and
output. A community that values its parks, programs
and facilities will influence the culture of the parks and
recreation agency and vice versa. A byproduct of the
internal and external cultural phenomena is a commu-
nity that is supportive of and advocates for the needs
of organization.

How an organization builds its culture and how
it passes it on to succeeding levels and generations of
employees is the central question for leaders to tackle
in achieving success in today’s organizations. While an
organization may employ a base set of assumptions and
values for its daily operation, each level of employment
and department/division within the organization may
have its own sub-culture that may or may not necessar-
ily be in line with the organization’s culture.

Frames of Organizational Culture

Culture is typically built by the work of the organiza-
tion’s founders or early leaders. As the organization
grows, successful modes of operation, core values, and
a philosophy become underlying assumptions for oth-
ers to follow.

Conversely, as the organization grows in size and
age, different levels of the organization will interpret
these underlying assumptions in different ways to suit
their needs. It therefore becomes important for lead-
ers in an organization to understand varying levels of
cultural understanding by viewing such assumptions
through different frames or windows of reference.

There are three basic levels of culture within an
organization. In descending order, the surface level
includes artifacts, visible structures (the physical build-
ing or decor), and processes such as routine behaviorsin
the organization. Such artifacts may include uniforms,
name tags and other physical manifestations that
display a sense of team. This level can be seen in the
uniforms that Boy Scouts wear, in the type of artwork
found in the lobby of the recreation office, or in the staff
clothing worn by department staff. Such artifacts dem-

onstrate that members are independently dependent as
a team working for mission success.

Espoused values are the next level of culture. In
this level, the underlying values of the individual and the
organization are used in the decision-making process.
They become espoused values when the entire organi-
zation shares a common commitment to these values of
behavior. A classic example is the Disney Corporation’s
ubiquitous value, “we create happiness.” Measuring the
proposed decision against the espoused values of the
organization will ensure the organization is acting in line
with its authentic self, with its values of behavior.

The deepest level is made up of the basic assump-
tions that lie at the heart or core of an organization’s
culture. Assumptions represent the way things are
done in an organization or its mode of operation; that
is, its mission-critical competencies. A basicassumption
might be employee motivation. If such assumptions are
present and reliable, then the organization leaders can
more allow employees to work without close super-
vision, trusting that they can accomplish their tasks
without being told how to do them. The real power
of an organization’s culture is seen in the continuous
reinforcement of shared assumptions and values.

Tobuild a complete understanding of an organiza-
tion’s culture, cultural elements need to be viewed from
different perspectives. To a director, culture will cer-
tainly be viewed differently than by aline worker. There
will be different sets of assumptions about how business
should be conducted or what processes are used in deci-
sion-making. The key to fully understanding culture
is to uncover interlocked assumptions that transcend
all levels. An organizational culture is developed over
time by management and shaped by various personnel
working in the organization; once established, there are
three forces that play a particularly important role in
helping to sustain it: the selection process, the actions
of top management, and socialization methods.

Selection Process

Organizations need to hire employees who will be able
to perform the job and fit within the organizational
culture that exists. One of the best ways to understand
a culture is to experience it. With this in mind, there are
several methods that an organization can incorporate
into its hiring process to determine whether an appli-
cant would be a good fit in the existing culture. After
all, it is important to note that a potential employee
is interviewing the organization at the same time the
organization is interviewing them:

1. Analysis of the Organizational Culture
Is the organization non-bureaucratic? fast-paced?
informal? team-oriented? Does it have a family-type
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atmosphere? Is there high-pressure? What sort of man-
agement style exists? Are employees empowered? Are
decisions made from top-down?

2. Background of Organization of

Previous Work

Is the culture of the organization similar to the ones
where the applicant has worked in the past? If not,
would that applicant find it desirable to work in a dif-
ferent environment? While many organizations seek to
hire new employees who are the right fit (e.g., they had
similar work culture experiences; or they think and even
dress the same way), leaders should also be mindful to
look at those who are counter to or on the fringe of the
organizations culture. Why? Because they think dif-
ferently than the rest of the pack. When reviewing the
background of an applicant, it’s important to consider if
the applicant merely fits into the mold (uniformity and
consistency) of what exists already or if the organization
needs skills that are different (i.e., innovative thinking)
to continue the evolution of the organization’s culture.

3. Clear About the Type of Place the
Organization Is

The interview might include an in-depth tour and a
visit to the workspace where the applicant would be
working, plus an exposure to the sense of pace of the
organization, the interaction between employees, and
the demands of the position. The physical environment
says a lot about the culture of the organization. Office
organization, art work on the walls, and employee dress
are all very telling artifacts. For instance, one organiza-
tion that had troubling hiring and keeping employees
found that the values and culture espoused did not
match the artifacts or “feel” in the office space.

4. Provide Opportunities to Meet with Peers
A growing trend in many parks and recreation depart-
ments is to hold assessment center-styled interviews
where the applicants interact with both each other and
the staff with whom they would be working if hired.
The Town of Danville CA employs a day- long assess-
ment that reveals much about the organization and its
staff to the applicants. Being able to interact with staff
in an informal setting such as a social or lunch, gives
the applicant the opportunity to see and be seen in a
snapshot of the organization’s culture.

5. Ask Questions that Show How Applicant
Will Fit In

Giving the applicant the opportunity to share his or her
own experiences or philosophical views provides an
opportunity for the hiring manager to assessif the appli-
cant would bring value to the organization. Ultimately,

hiring for the best fit is important to the future of the
organization.

Actions of Management

As noted above, the actions of the top management
greatly influence the organizational culture. The way
managers perform their jobs, handle public rela-
tions, delegate authority, give subordinates raises,
and correct inappropriate work behavior all directly
or indirectly change or perpetuate the culture of the
organization. An organization that realizes this will,
in turn, try to find the best possible people for top
management positions. The culture of the organization
can flourish or become stagnant based upon people
in the top management positions and how well they
understand how employees at different levels of the
organization have different lenses through which they
view their organization.

It is possible that sub-cultures exist within the
broader organizational culture. In many organizations,
regardless of size, there exist three distinct sub-cultures:
executive sub-culture, consisting of department heads
and division managers; mid-management, encompass-
ing supervisors and coordinators; and technicians,
including line workers and support staff. To keep the
organization on track in achieving its mission, it is vital
that managers be aware of the existence of such sub-
cultures and be able to view the wider organization
through each sub-cultural lens. (See Compendium 5-6
for a guide in assessing sub-cultural norms.)!

Internal Communication

Just as having the proper resources is an important ele-
ment of the organizational structure, so too is having
good communication lines and systems in place. The
organizational structure, both formal and informal, pro-
vides the framework for internal communication. The
formalstructure outlines the communicationlinesalong
the chain of command and span of control- information
sent up and received down through the organization.
How thatinformationis delivered and how effectively it
is received and acted upon largely rests on the informal
structure or the culture of the organization.

The importance of communicating effectively
cannot be overemphasized. The inability to commu-
nicate has caused serious problems in organizations.
The primary purpose of communication—oral, written,
or nonverbal —is for the communicator to transfer a
message that will be correctly understood by another
person or persons. If, for whatever reason, the message
is not received and accurately comprehended by the
intended receiving person or persons, the communica-
tion is ineffective.
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Today’s communication takes place in a variety
of manners, including face-to-face, voice mail, e-mail,
text messaging, Internet use, facsimiles, and word
processing. Such media of communication enable
speedy and efficient communication within and with-
out the organization and help it keep up with today’s
fast-paced society. Which method of communication
is most appropriate is determined by many factors
including:

e the relationship between the communicator
and the receivers;

e the number of receivers;

e the intricacy of the message;

e how fast a response is needed;

e the resources available;

e the importance of confidentiality; and

e the cultural norms in place.

It becomes necessary, then, for the organization’s
cultural communication norms to be explicit to those
within the organization. Knowing what medium of
communicationis appropriate in a particular instance is
critical to reach the intended audience with the desired
effect. For more information on how to choose the right
type of communication, see Chapter 18 on Supervision
of Personnel.

Socialization

No matter how well the organization does in selecting
and hiring new employees, they willnot be immediately
assimilated into the organization’s culture. Therefore,
the organization should help the new employee suc-
ceed by providing an orientation to the organization, its
culture, norms, and values, as well as to opportunities
where the new employee can get involved in programs
and projects and thereby get to know the operating
norms of the organization. Individual development
plans are good tools to help a new employee become
familiar with the organization, its policies, and its
procedures over a period of time. See Chapter 17 for
discussion of an employee orientation program.

Administrative Manuals

All organizations should have a series of administra-
tive manuals that detail policies, rules and regulations,
and operational procedures relative to the agency.
Such manuals, particularly those at the wider organi-
zational level, will include basic work rules, evaluation
and grievance processes, employee classifications, etc.
Departmental policy/procedure manuals include infor-
mationspecifictothedaily operations of the department,
including fiscal forms, permits, uses of areas, charges

and fees procedures, rentals, purchasing, inventories,
and safety considerations. An administrative manual is
the repository of official guiding documents of the orga-
nization. For anindividual parks and recreation depart-
ment, this might include the statement of philosophy,
mission, vision, organization chart, and job descrip-
tions. As mentioned above, there may be overarching
organizational manuals in addition to departmental
specific procedural manuals. Other departments in
the organization may also contribute documents to a
manual; for instance, Human Resources may contribute
for a personnel manual, Public Works for amaintenance
and operational manual, Risk Management for a risk
management manual, and the Finance department for
a financial procedures manual.

Each employee should have the section(s) or
jurisdictional manuals appropriate to his or her work.
A complete manual also should be placed in accessible
locations within the organization for easy reference by
employees.

The manuals should be reviewed on an annual
basis and revised as needed. They should be in a format
that permits easy revision; a three-ring notebook is often
used to accommodate changes. Each page should be
dated with the last revision. These days, administrative
manuals are also being stored electronically and made
available over organization networks or Intranets;
organizations can easily update such manuals and
ensure that they are current. In one organization, for
example, department staff members are divided into
groups to annually review and update specific sections
of the departmental manual. They then present them
for discussion and approval by the entire group. (See
Compendium 5-7 to 5-9 for a sample department table
of contents and manual examples).

Policies and Procedures

A 4*6'-7'is a broad mandate for handling situations
that arise. There is a hierarchy or order of importance
of policies. In many public agencies that may include
a City Charter, a General Plan, a specific element of
the General Plan addressing parks and recreation, a
Master Plan, a Business Plan, and a Strategic Plan.
Departmental or divisional policies will typically refer-
ence higher-order polices, such as department master
plan, business plan, or strategic plan policies.

A 4#*-/#. lis the accepted method for imple-
menting a policy. The manual may also set forth the
procedures for complying with the law. For example,
an organization has a broad policy regarding fee col-
lection, adopted by the City Council. The policy might
include the approved fee schedule (what the agency can
charge for services) for that fiscal year. The procedure
for the cashier at the swimming pool might be to keep
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X amount of money in the change fund each day, com-
plete the cash handling log sheet for each cashier shift
and drop the profit in the safe at the end of each shift.
As the same decision must be made more than once,
it can become standardized. This allows for efficient
operation.

Policies are usually thought of as standards and
guidelines that reflect the mission and goals of park
and recreation organization with respect to the delivery
of programs, the operation of areas and facilities, the
management of revenue and expenditures, and simi-
lar areas of managerial concern. Policies set the legal
and procedural framework for facilitating day-to-day
organization operations. Policies are typically reviewed
and/or approved by the governing body for that orga-
nization. For a municipal park and recreation agency
such policies would be reviewed by the City Council,
and/or a Parks and Recreation Commission. Park and
recreation managers must understand the policy-mak-
ing process, their role in the policy process, the nature
and scope of different types of policies, and the factors
that influence the policy process.

Policies Processes

What is the role of the manager in the policy process?
One perspective is that managers have no role in form-
ing policy, but have the primary responsibility for
implementing policy in the regular, ongoing operations
of the organization. People who support this perspec-
tive contend that, in organizations thathave a governing
board, itis the responsibility of the governing authority
to make major policy decisions. The value orientation
of an organization provides the conceptual and philo-
sophical foundation upon which its mission, goals and
objectives, and vehicles of service delivery are initiated
and justified. Such broad-based policy statements are
known as 6.$'26%)'B4*6'-".2$In these areas of policy-
making, the managers may identify problems for which
policies need to be created. The manager would write
procedures for the policy.

Conversely, another perspective is that managers
should have some role in forming legislative policies
because of the professional training and experience they
bring to their positions. In practice, park and recreation
managers are most often responsible for developing
and implementing what are referred to as %/1'&'2)#%)'3.
or!8%-),%66'-'.2=These policies are specific in nature
and are almost always limited to one area of managerial
concern, such as financial management. Factual policies
delineate the management practices of the organization
and provide the step-by-step procedures necessary to
plan, organize, direct, and control various organization
functions.

Policy-making is an ongoing process that consists
of three interrelated actions: policy formulation, policy

implementation, and policy evaluation. F*6'-7!8*#1,6%
)*& involves gathering information and making deci-
sions based on the availability of resources and other
controlling conditions. Policy formulation based on
accurate and pertinent information tends to produce
consistent and coordinated action within an organi-
zation. It is influenced by numerous political, social,
physical, and economic factors that are in constant
interaction with one another. There are seven steps in
policy formulation that are common to all park and
recreation organizations.

1. Identify the need for the policy or sub-policy.

2. Determine the authorization required for the
policy.

3. Review the need for the policy in the context of
the organization’s value orientation.

4. Seek input on the policy from organization
stakeholders.

5. Consider policy alternatives and determine
costs associated with each alternative.

6. Determine the effects or events that may occur
as the result of policy adoption.

7. Write a policy statement that incorporates the
actions necessary to meet the need of the orga-
nization and its stakeholders.

F*6'-71146.1.&)%)"*&occurs when a policy is incor-
porated into the day-to-day operations of an organiza-
tion; it is one of the major functions performed by park
and recreation managers. F*6'-7!.3%6,%)*&rovides a
means to determine the extent to which a policy has
achieved its intended purpose.

Policies and procedures cover a variety of topics,
and these are determined by the nature of the organiza-
tion. Generally, a policy manual will include sections on
personnel, facility operation, programs, membership,
finance, and so on (see Compendium 5-7 for examples
of the types of policies by category). In each of the cat-
egories in the manual there would be a number of poli-
cies listed, followed by the procedures relevant to that
policy. Each procedure description should be accompa-
nied by the forms required for that procedure.

Rules and Regulations

Whereas a procedure prescribes how a policy is to be
implemented, a rule is a directive how an employee
or member is to act or not act in a given circumstance.
Directives for the operation of facilities or programs are
examples of rules. An administrative manual should
have a section of rules and regulations (i.e., a code of
conduct) that employees are expected to follow. This
section is important for both the organization and the
employees. The organization needs to be able to set
standards that it can enforce, while the employees need
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to clearly understand what is expected of them. Some
standard rules and regulations address:

e attendance,

e punctuality,

e parking,

* safety and security,

* energy conservation,

e telephone and computer use, and
e dress codes.

Position Descriptions

One of the most important parts of the administrative
manual is a section on position descriptions (also called
H*&escriptions). In today’s organizations, the position
description has become a necessity. For every job!title
or component of the organization chart, there should be
a written position description that delineates the duties
and responsibilities of that joblassignment. This should
include not only what the joblduties are, but also what
it would take to do the job. It is imperative that the job
description include the physical requirements of the
job:las well as any certification, education, and licensure
requirements. Job!descriptions must stipulate which
tasks are essential to the job!and which are not. The
administrative manual might include only a discussion
of the broad job categories or job class (i.e., Recreation
Supervisor), or a brief description of the job,!while a
personnel manual would specify all aspects of each
specific position.

Job descriptions are typically developed based on
an analysis of the needs necessary to fulfill the mission
of the organization. Considerations when developing a
job description might include: the ability to fund such
positionsbothin the near and distant future; office space
requirements; and the potential for future program
growth. An agency may not want to hire a full-time
field sports supervisor if there were limited resources
(i.e., parks) available to allow for the potential growth
of the program. In this case, the field sports supervisor
work may be incorporated into another job description
as just one task. Developing a job description includes
several variables: the work required to be done, which
should be related back to the mission of the organiza-
tion (see Exhibit 5.1); any specific talents or abilities
necessary to perform the job; and minimum qualifica-
tions for the position. For the Field Sports Supervisor
position noted above, work required might include
supervising youth and adult soccer, adult softball, and
flag football programs, and might include the hiring,
training, and supervision of score keepers, coaches,
and officials. Special abilities and talents might include:
specific sports training, certifications, CPR/First Aid
Instructor, and the ability to operate field lining equip-

ment. Qualifications might include: a bachelor’s degree
in recreation or related field; five years of progressive
experience in running leagues and hiring/supervising
part-time staff; and the ability to work a flexible weekly
schedule. Special consideration for the frequency of
tasks performed, the level of decision making required,
and the level of difficulty in performing these tasks
should be examined as well. By analyzing the position
needs, talents/abilities, frequency of tasks, and level of
decision-making necessary to accomplish the job —typi-
cally called a job analysis—an agency can develop a job
description to advertise the position. It should be noted
that it is often helpful to review other similar, or “like”
jobs in the surrounding area to ensure that important
skills necessary to accomplish the job are not missed. It
is important to have the agency’s personnel or human
resources department involved throughout the job
description development process.

Thejob descriptionitself, born out of the job analy-
sis, will include the position title, job duties, and desir-
able knowledge, skills, abilities and/or competencies
necessary to be a successful candidate for the job. The
job description may also include job salary information,
to whom the job reports in the organization, level of
supervision, licenses/certificates required, and physical
requirements. (See Compendium 5-10 through 5-14 for
samples of job descriptions.)

Positions—which job descriptions describe —may
later be placed into an organizational class of employee
(i.e., supervisors), which may include “like” employees
from a variety of departments that display common
supervisory skills, as in the example above. Such clas-
sification of employees is necessary when looking at
broad range salary studies to ensure the organization
is competitive with other “like” agencies when setting
salaries for its employees (see Compendium 5-15 for a
sample classification).

Management Audits

From time to time itis necessary to analyze and evaluate
the administrative functions of an organization. Terms
used to describe broad-reaching scrutiny of the organi-
zation’s structure and practices to see if the organization
is still in line with its mission might include:

e “management audit,”

e “administrative review,”

e “organizational review,”

e “quality improvements study,” or
¢ “master plan update.”

The impetus for amanagement audit may be positive or
negative. The process starts with a catalyst that spurs an
administrator to examine the organization as a whole.
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A new facility opening or a failed bond issue can lead
to concerns that the administrative practices need to
be reviewed. In some instances, the rationale for the
audit may be merely to fine tune an already-effective
organization.

Triangulation is used to identify the issues by
capitalizing on as many perspectives as possible to
determine all aspects of the issue. A management audit
will utilize multiple methods for analyzing the organi-
zation. Using demographic material, conducting town
meetings, comparing standards and benchmarks, and
evaluating agency documents are ways to determine
organizational issues. The review may include examin-
ing best practices of other organizations and retrofitting
them to the issues of the agency undergoing the man-
agement audit. The management audit is followed by
an action plan to implement the solution.

Administrative Operations

Forthe formal structure of the organization towork well,
the manager must have a sound administrative opera-
tion. These operations bolster the mission of the park
and recreation organization by giving managers and
employees the time and equipment they need to carry
out their objectives. Some refer to this as “office man-
agement.” The manager must know the components of
efficient and effective administrative operations. These
cannot be entirely delegated. Administrative opera-
tions include:

e support staff;

¢ administrative offices;

e administrative support services;
e records management; and

e internal communication.

Support Staff

Forthe greatesteconomy and efficiency, the professional
personnel should be freed from clerical, maintenance,
and other support functions (staff positions). Support
staff help make it possible for the professional staff to
do their jobs effectively. For example, the parks direc-
tor who is taking program registration, filing, or typing
memos has no time to write grant proposals, handle
personnel issues, and develop programs. Although the
city is still being serviced, it loses the expertise for which
the director was hired.

The number of support staff available will vary,
depending upon the needs of the organization and its
financial resources. Typical examples of support staff
include administrative clerical staff, budget analysts,
marketing specialists, and receptionists. Their tasks dis-

charge the day-to-day duties essential to the organiza-
tion, such as processing registration forms and mailing
letters to program participants.

Administrative Offices

Organizations benefit from having administrative
offices accessible to the public and providing an
adequate, attractive reception area. These areas should
reflect the professional atmosphere of the organization;
there should be convenient office hours and courte-
ous, informed staff or volunteers in the reception area
to answer phones, take registration, and respond to
questions.

Adequate and attractive work environments
appeal to both employees and volunteers and can
enhance their performances. Comfortable and
attractive meeting rooms supply space for planning
purposes, in-service education, and other needs.
Personnel need adequate office space with sufficient
room to work, including storage facilities and filing
cabinets. A centrally-located, up-to-date library pro-
motes staff use and research. This information can
encourage staff to be innovative and creative in service
delivery. Depending on the size of the organization,
there may be a need for separate warehouse space
for storing and distributing materials, supplies, and
equipment. Warehouse space can facilitate efficiency
of purchasing and ensure adequate supplies for day-
to-day operations.

Support Services

Once the proper people occupy functional office spaces,
they need adequate resources to perform their jobs. The
modern workplace often demands such office equip-
ment as computers, copiers, and audio-visual equip-
ment. These resources can enhance the effectiveness of
staff workers.

The staff is then able to give managers the services
they require to provide quality programming. These
services include administrative support performed at
various levels throughout the organization.

Atabasicor entrylevel, an organization may have
an office assistant or office receptionist. This person may
have a variety of duties including to:

¢ type and review documents;

e answer phones, provide information on the
department and receive compliments/com-
plaints;

e greet/register patrons for programs; take and
schedule facility reservations;

¢ maintain file systems and file records and other
documents;

¢ schedule appointments and keep calendars;
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¢ handle and distribute incoming and outgoing
mail;

e perform duplicating services; and

e maintain forms and guidelines.

At the mid-level, an organization may have an office
manager. Tasks that an office manager may perform
include:

e sorting, calculating, and retrieving data;

e tracking inventory and supplies;

e receiving supplies and forms;

* procuring printing services;

e maintaining security of records;

e organizing, editing, and preparing documents
using software applications;

e tracking budgets; and

e administering organizational travel regula-
tions.

At the top level, an organization may have an admin-
istrative person known as a confidential assistant or
executive secretary. This person will engage in:

e problem-solving,

e technical assistance,

e the development of guidelines for the clerical
staff,

e forecasting and planning for major mailings,

e analyzing printing and duplicating services,
and

e managing records.

Records Management

It is vital that every organization, no matter how large
or small, how simple or complex, have a records man-
agement system. Records are the “life blood” of an
organization, and a mark of excellence in their proper
management. A records management system requires
maintenance of inactive records, records protection,
and accurate, complete, up-to-date, and accessible
active records. While technology has enabled very
sophisticated records management, many matters relat-

ing to records can be handled quite well with manual
systems (from low-tech to no-tech). Elements of a
records management system include:

e determining what records must be main-
tained;

e establishing how long records should be
retained (retention schedule);

e retaining and storing active and inactive
records based on the retention schedule;

e establishing an inventory of records with a fil-
ing system for ease of retrieval;

e authorizing appropriate personnel to use the
records;

e securing records from unauthorized use;

¢ protecting records from possible fire or water
damage (disaster control);

¢ determining who is responsible for managing
the records system; and

e determining how records can be managed
more economically and efficiently.

Records come from every aspect of management, and
the various chapters in this book address records that
are essential to each particular aspect.

Conclusions

There is much at stake in developing the organiza-
tional structure of a park and recreation department.
Tobe sure, the mission, vision, and values of the agency
will clearly state the function of the organization —its
reason for being—and will help drive the structure or
form it takes. In cooperation with setting goals and
objectives, as well as developing policies and proce-
dures, the organization needs the tools necessary to
take action toward mission success. As the organiza-
tion develops, so does the culture made up of those
who work there, the underlying assumptions of how
work gets accomplished, the artifacts that describe
the physical culture, and the values that help bind it
all together.
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