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ABSTRACT

The free kindefgarten and playcentre organisationS«were‘subjects of casé
studies -for an examination of strategic choice- processes in voluntary
organisations, using an open-systems theoretical framework. The patterns
of strategic choices in each movement, over time, were descfibed; then

four recent decision processes and their consequences analysed. The

‘data about the strategic choice processes gathered by participant-

observation were validated by three small surveys: one of 138 parents

of pre-school children, one of 62 free kindergarten and playcentre staff,

" and one of 162 playcentre and kindergarten volunteers.

General conclusions are that the patterns of strategic.choice. processes
both reflect and influence each organisation's structure and functioning.
Both voluntary organisations are constrained from making strategic choices
which would satisfy the demands of prospective clientele who desire new
forms of early childhood education services - the playcentre movement is

constrained by its ideology and its method of delivering pre-school

‘education via parent participation in all aspects of the organisation;

and the kindergarten movement is constrained by the accumulation of many

rules which inhibit the organisatioh's ability to adapt to changing

social conditions. The playcentre organisation's pattern of decision-

making has been ahead of its time in the extent of members' participation,

and so also has it been with its dual education programme ~ children and

parents leafning'togéther; but the kindergaften organisation's children's

_programme is better matched with the dominant child-rearing philosophy

‘in New Zealand, which is associated with the greater demand for kinder-

garten pre-school education.

VICTORIA UNIVERSITY: OF WELLINGTON'
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PREFACE

When I enumerate the different activities in my adult life related to
early childhood, it sounds as though I have eaten, slept and worked
early childhood since I first began work. I have taught new entrant
children; convened and supervised at a shoppers' creche; tutored play-
centre trainees; tutored and lectured to university students on early
childhood education; my daughter is almost at the upper limit of her
early childhood years and has been a client of three different early
childhood services; and my present job with the Research and Statistics
Unit of the Department of Education is researching all early childhood
services in New Zealand for a report to be tabled at the NZ/OECD
Conference on Early Childhood Care and Education, 1978.

The'procéss of establishing rapport with playcentre and free kindergarten
personnel, collecting data about the organisations and their clients,
analyzing the data and writing this aissertation has been going on
concurrently with many of the above mentioned activities since 1973.

My involvement in early childhood activities has, I believe, greatly
enharceC tl.. "feel" I have for iliz subjects of this stedy; wad I am
grateful for the experiences (which have occurred often by "happenstance") -

that have broadened my understanding of this complex field.
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would like to thank several colleagues in particular: Dr A Levett for
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Wellington associations of both organisations deserve special mention.
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PART 1

SETTING THE SCENE




CHAPTER ONE

INTRODUCTION

Children are not only the best neighbours in
the community but they lead their parents to
neighbourhood community participation and

e Janowitz; 1952, p.124

I came into the field of early childhood education to do research at a
time when interest in New Zealand and around the world ih this field was
at an all-time high. Such interest probably made those involved in
early childhood services more tolerant of a researcher 'hanging around',
but it has also made my task more complex because of the vast number of
changes in the field which have occurred in the last few years. There
was a sudden spurt in the growth rate in the mid-1960s of the two main
pre~school organisations - the subjects. of my research - thé free kinder-
garten and playcentre organisations. The Govermment's need for more
factual information and for policy suggestions, resulted in the Committee
of Inquiry into Pre-school Education being set up. Their Report,
commonly known as the Hill Report, was published in 1971 and when the
Labour Goverinment came into power in 1972 1t ~oceeded to implement tro
majority of the recommendations made in the Report. The resulting
changes have, on the whole, largely benefitted the two major movements.
Detailed diécussion of three important changes is presented later in this
thesis. Govermment and general public interest also prompted the New
Zealand Council for Educational Research to commission David Barney to
undertake research culminating in the publication of Who Gets to Pre-=
School? (1975), and I regard this present study as a complement to

Barney's book. .

THE RESEARCH PROBLEM

The decision-making processes involved in the praovision of pre-school
education services, by two voluntary movements in New Zealand ~ the
playcentre and the free kindergarten movements - are under study in this

thesis. In order to help fulfil the need for early childhood education



in New Zealand, the service and the means of delivery of the service
given by the two organisations should be:

A readily available to young families, and

2. acceptable to parents with young children.

In this study I have analyzed organisational features of both movements
and their environments, and I have also investigated membership (client,
staff and administrators) characteristics in order to describe how each
organisation's key strétegies have a bearing on availability and accept-

ability of the pre-school education services in this country.

I will return to the research problem after describing the early child-
hood education constituency in New Zealand to place the two subject
organisations in their context, and after describing the structure of

the playcentre and kindergarten organisations.

SCOPE
The field of early childhood education is large and complex, and in New
Zealand the complexity is compounded by the number of voluntary organis-
at%pns involved in the provision of services, usually with some degree
of Government assistance. By way of illustration, a list of services
and key organisationé providing educational services to families with
children aged 0 - 8 years is given below. This list should not be
regarded as definitive, and if a list of workers were to be added, the
picture would become far more complex, as many services employ more than

one type of worker.

Figure 1: Early Childhood Education Services
Services Organisations

A. Under Department of Education Oversight

- free kindergartens N.Z. Free Kindergarten
Union (NZFKU)

N.Z. Free Kindergarten
Teachers' Association

(NZFKTA)
- playcentres ‘ N.Z. Playcentre Federation
T ) ) (NZPCF) :
- pre-school classes in primary schools State

- individual enrolments of pre-schoolers State
in primary schools

~- Correspondence School pre-school State
pProgramme



- Services Organisations
- pre-school classes in special schools State (sometimes in partner-

ship; e.g., with the Royal
Foundation for the Blind)

- junior classes in primary schools State

- junior classes in special schools State

And to support these services are two main advisory groups:
- Psychological Services State

- Pre-school Advisory Service State

B. Under Department of Social Welfare Oversight

- child care centre: primarily A wide range - some affili-
education ated to the N.Z. Associa--
tion of Child Care Centres

- child care centres: primarily care As above
(Includes Teachers' College
creches etc.)

— special pre-school centres N.Z. Society for the Intel-
lectually Handicapped
Crippled Childrens' Society

C. Other

- playgroups Most are unaffiliated.
Others have a wide range
of affiliations

- Maori pre~schools’ Maori Family Education
Association

- hospital pre-school classes Hospital Boards (sometimes
in association with play-
centre associations)

- independent pre-schools Usually attached to a
private school

- junior classes in private schools Independent groups

Church groups
~ mobile kindergartens YWCA in association with

NZFKU

This study is concerned only with the fifst two services in. the above
list. An organisational study of these two voluntary movements was a
very large study for one Ph.D. student, so discussion of other early
childhood services has been avoided. Mention of other services, workers
and organisations in the field of early childhood education is only made
when they directly impinge on the strategic choice processes of the play-

centre and free kindergarten organisations (The latter organisation is



also described hereafter as the kindergarten movement) .

It should also be noted that this study is not concerned with evaluating
the socio-emotional, cognitive and/or physical effects of the children's
programme offered by both organisations, or of the adults' programme

offered by the playcentre organisation.

THE TERM 'PREjSCHOOL EDUCATION'

The playcentre and the free kindergarten voluntary movements provide, in
the main, pre-school sessions - that is, services for children over 2%
years of age and who are not yet attending school. Therefore I shall
continue to use the temm 'pre-school education' which the Education Act
(1964) defines as "education for children under the age of 5", when I.
refer to the children's programmes, rather than the more recent phrase:
'early childhood education'. The latter term covers a much wider age
group. Most educationists use it to encompass children from birth to
about 8 years of age, and as yet there have‘only been tentative efforts
by the playcentre and kindergarten movements to take an interest in
children not in the 2% to 5 pre-school age-group. The Playcentre
Federation dropped their previous policy of having a 2% years lower age
limit at its 1975 conference, but the legality of having under-2% year
olds on the roll is still under question. Because the playcentre
movement is a co-operative one with parents involved in administration and
in parent education courses, there appear to be ‘verticel diffusion
effects' (Gray and Klaus; 1970) with a positive spin-off to siblings
younger and older than the pre-school child attending playcentre, and
thus indirectly, early childhood education may be achieved. Free
kindergarten training programmes are taking the first steps towards the
possibility that teachers may in future be trained to teach 3 to 8 year
olds, by kindergarten trainees sharing some courses with primary teacher
trainees. . Both movements, and particularly the playcentre organisation
have also been linked to the informal playgroups springing up for
children in the pre pre-school age group. Despite these trends, I feel
it is still more appropriate to designate these organisations as
providers of 'pre-school education' , while remembering that the play-

' centre movement is also a provider of adult education - 304 adults

attained playcentre association supervisor's certificates in 1974.

Before I outline the hypotheses underlying this thesis, it would be



useful to describe the structure of the kindergarten movement and the

playcentre movement.

THE STRUCTURE OF THE NEW ZEALAND FREE KINDERGARTEN MOVEMENT

The free kindergarten social system consists of four fairly distinct

sub~systems:

(8 The voluntary organisation, New Zealand Free Kindergarten Union,
concerned with establishing new kindergartens and administering

existing kihdergartens, has a 4-level hierarchy.

Figure 2: The Structure of the Kindergarten Voluntary Movement

Union Executive

President
Vice President
Secretary/Treasurer .
Ward Representatives (10)

r I T T
W a x ? w a r q T=8
Assoclation| |Association Association| [Association| |Association| T = 67%
For most
Local Local " |[Establishment Local Local of 425
Committee Committee Committee Committee Committee| kinder=-"
: —! gartens ¥

P The teachers' union, N.Z. Free Kindergarten Teachers' Association,

has a 2-level hierarchy.

Figure 3: The Structure of the Free Kindergarten Teachers' Association

N.Z.FF . K.T.A. Executive

President, Vice-President, Secretary & 4 elected and 2 co-opted members|

Local Local Local Local

= *
Branch Branch Branch Branch Total = Bkl branches

* These numbers pertain to 1976.



3. The kindergarten teacher training sub-system has now been integrated

into the seven Teachers' Colleges in New Zealand.
4. The Mothers' Club sub-system is declining. It has two levels:

Figure 4: The Structure of the Kindergarten Mothers' Club Sub-System

United Mothers' Club

(at association level)

Local Mothers' Club Local Mothers' Club Pocal Mothers' Club

These four sub-systems have come about through increasing differentiation
|
of function over the years. There is now little overlap in membership

and activities in the sub-systems.

THE STRUCTURE OF THE NEW ZEALAND PLAYCENTRE MOVEMENT

Whenever playcentre personnel draw a diagram to depict the organisation's

structure, they put playcentre families as the core,

Figure b5a: The Structure of the Playcentre Movement

or at the top of the hierarchy.



Figure 5b: The Structure of the Playcentre Movement

families families families
fami}ies l | Playcentr? families I fami}ies

Playcentre Council ' [Playcentre Council Playcentre Council| T = 739*

Liaisonjofficer Liaisonlofficer'

Association Association| ,Total = 22 %

[l |

Federation

‘ .

There is some differentiation of function in the playcentre social system
| i "

but it is not particularly clear-cut. Decisions at Federation

level on all types of}activities - educational or administrative - are
made by the whole Fed%ration conference, although important recommendations
are forwarded to confﬁrence by the two main Federation sub-committeeé
(Education Stb—commitﬁee and National Executive). Other sub-committees
concentrate on more specialized activities: buildings, equipment,
publicity and publicagions, and also make recommendations to conferences.
The apparent specialization of function is less clear-cut than in the
kirdergartaen so.ial sjstem however, becauss many individual mewbers are
involved in several activities at the same time and/or during the course

of several years. \

|
For the organisationa* analysis the focus will be on the Wellington

association of each voluntary organisation, and to a lesser extent on
the national bodies, the Playcentre Federation and the Free Kindergarten
Union.

l
THE WELLINGTON FREE KINDERGARTEN ASSOCIATION

-

The composition of th? Wellington Free Kindergarten Association Council

is a mixture of twelve elected members voted in by the outgoing Council
|

at each Annual Genera; Meeting, and a delegate from each local committee
|

|
* These numbers are 1976 statistics.
|



and establishment comm%ttee in the Association, in addition to the .
President. The President and those six elected members who, in a second

ballot, are elected as‘Vice Presidents constitute the Association

Figure 6: The Structure of the Wellington Free Kindergarten Association

|

‘ Association Executive

Executive.

(Presibent & 6 elected Vice Presidents)

‘ ~Association Council

(Executive, & remaininF 6 elected members, & delegates from local level)

Local committee Establishment committee

Local can@ittee Establishment committee
| (for a new kindergarten)

THE WELLINGTON PIAYCENTRE ASSOCIATION
[

The Playcentre Counci% has a similar federated structure with local
councils sending repr?sentatives to Council meetings. Hewever , there
are far more officers‘with specialized functions who are also on the

Wellington Playcentre‘Association Council. The Association depicts its

¥igure 7: The Structure of the Wellington Playcentre Association

structure thus:

| Playcentre Families

Local Local | | [Local Playcentre Council Local Local
Council Council | - Council Council
N )

N % A .
A ‘ Liaison Officers

‘ Area Officers
1 2 3 4 5 6
Coast Mana Porirua Onslow Wellington West Wellington| South

L 1 l j ]

‘ Cont s.les
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| |

Marlborough Association Council
Sub- il j '
Association (2 delegates from each centre & Association Executive &
Council L Liaison Officers)
\
Mar lborough ‘ Executive Committee
Ass;ﬁ?;;ioni_’PresidenL 6 Area Director of Training Equipment Officer
Executive Secretar¥ Officers Education Officer Field Officers
Officers Treasurer Publications Officer ©Publicity Officer

Supervisors' Representative
\ Minute Secretary

‘ (Liaison Officers may attend)

Playcentres and kinderbartens in three suburbs, selected as representing

a cross—-section of Welhlngton suburbs (McGee, 1969) have been used for
closer observations of‘local activities and for surveying pre-school
families' and committek members' characteristics at the individual level
of analysis. i i was‘fortunate that a small survey of 27 families, who
used neither of the services provided by the voluntary organisations
being studied was able to be incorporated, as the only data about such

families up until that date is the inferential data given by Barney (1975).
A \

Because of the focus én the Wellington pre-school scene, much of the
information contained‘in this thesis, cannot be generalised to the whole
of New Zealand. The‘main urban centres may have considerable similarities
to Wellington, but I #now the rural area (under 2000 population) and towns
(2000-20,000 population) have greatly different characterstiscs and
problems from those of young families and pre-school centres in city
suburbs. As 68.4 pe¥ cent of all playcentres in New Zealand in 1973
(Barney, 1975) were in rural or town areas, it could be said that much of
this thesis has littl¢ relevance to the majority of playcentres.

However 69.4 per cent‘of free kindergartens in New Zealand in 1973 were

in city areas, so mucp of my data about Wellington free kindergarten
families and voluntee#s should be pertinent to the majority of kinder=-

garten families.

Let me now turn to discussing matters related to the research problem.
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VALUE POSITION

At the beginning of this chapter I said that the analysis of the kinder-
garten and playcentre movements was done to describe how each organisation's
key strategic choices have a bearing on the availability and acceptability
of pre-school education serxrvices in this country. When I started this
research I hoped that the data would lead to some simple recommendations

for change to the nature and the means of delivery of ére~school education
which would achieve a more equitable distribution of services in all
districts and to all social groups in New Zealand. Four years in the-
field have brought with them the realisation that achieving equitable
distribution to all social groups is a far more complex issue than I had

first imagined.

There have to be decisions made on basic moral questions such as:

Have middle-class Pakeha professionals who are concerned about so-called
'disadvantaged children' the right to try and persuade other éocial and
cultural groups to take part in programmes that seem designed to mould

them to a middle-class Pakeha pattern?

Within the two movements, there may be a need for greater flexibility

in the type of service provided to appeal to a wider range of social
groups, but are the decision-makers in the movements preparea to make

such changes? And if they are prepared to do so have they the resources:
available to enable such changes to take place? And if they are not
prepared to, are Government personnel willing to channel resources into
other organisations? If so, where will these resources come from in times

of economic recession?

These questions and others will be pursued in a little more detail in
the last chapters of this thesis, but it is necessary to raise them before
. listing the objectives and some posgible findings of this study because I

had hoped answers would be revealed in the data,.and no clear cut éngs were.’

RESEARCH OBJECTIVES

Broadly, this thesis aims to analyse the playcentre and kindergarten
movements in order to evaluate the decision-making functioning of its
leaders in terms of making pre-school education services widely available
and acceptable to the personnel involved with the organisations - the

parents of pre-school children, the staff and the volunteers who administer
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the organisations.

More specifically, my objectives are:
- To describe the key factors influencing strategic choices regarding
the nature and delivery of pre-school education services in New Zealand.
- To show that implementing new strategic choices is not a quick and.
straightforward event, particularly when a voluntary organisation and
a government body are both parties to the action.
- To describe how these strategic choices affect who gets involved in
pre-school organisations - which families attend, who teaches or leads,

and who administers.

The concept of 'strategic choice' has been adopted from John Child (1972).

It describes the decision-making process regarding long erm goals and

the adoption of courses of action, and is a concept which meets the need
for the analysis to be dynamic in order to show how events are inter-
related. What did I expect to find by doing an analysis through time of

decision-making processes in the pre-school movements?

ANTICIPATED FINDINGS

Because I had some prior personal knowledge and experience of the pre-
school organisations I began to develop some tentative ideas about the kind
of findings which might emerge as I read the organisational studies before

I actually began to do field work. While these are listed below in the
form of hypotheses, it shou'ld be noted tha* the list dces not constitute

a set of developing propositions to formulate a theory, as the case study
approach adopted for this research fits exploratory research rather than
systematic testing of hypotheses. These statements of anticipated findings
exist as a framework to guide my observations, research on the organisations'
written material and development of questionnaires. I remained open to
pursuing any tentative hypotheses ('hunches') not listed below which came

to me during the field work as well as checking out those on the list.

As the study progressed, the amount of support from my data as to the
validity of these hypotheses varied, and this will be described in more

detail at the beginning of Chapter 12.

The anticipated findings were:
; [ That the process of decision-making would be similar for both pre-
school voluntary movements, but ways of implementing decisions may

differ.
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25 That older organisations with a larger legacy of earlier strategic
choices and with leaders who are reluctant to dispose of strategic
choices no longer appropriate, are less able to adapt than are younger
organisations. Thus, it is hypothesized that the playcentre movement
is more able to adapt its approach to the delivery of its services to
families because it has made fewer strategic choices as regards
delivery of service\in the past.

3. That the‘nature of the service is strongly influenced by the ideology
of each organisation.

4. "That members tend to participate most when the association does not
have a large salaried staff; when members have considerable power
relative to officers; when the association is not large; when it
is not highly specialised internally; when membership is homogeneous
in character and has few competing attractions." (Berelson and
Steiner, 1964, chapter 9.)

5, That a decentralised structure will be more able to adapt than a
pyramidal, centralised, functionally specialised, bureaucracy

relying predominantly on formal interpersonal relationships.

6. That the funding situation will considerably influence organisational
adaptability.
This study is an exploratory one. Therefore, the last chapters raise

as many questions as does this Introduction, some of which will require

a political decision to start some action. The basic argument of the

thesis is that strategic choices intervene between different organis-

ational and environmental variables, and that previous strategic choices,
conditions and the ideology of both the country and the organisations

are the key factors influencing further strategic choices pertaining

to the nature of the service and the delivery of the service given by the

playcentre and the kindérgéften organisations £o young families. I

hope to show- this by: _ | ‘

1. an examination of the historical development of each movement to
show the consequenceé of earlier strategic éhoices on later options,-
and,

21 an examination of four strategic choice processes which occurred in

1974-75.

OUTLINE OF THE THESIS

A review of the literature is set out in Chapter 2, and the third chapter
focusses in more detail on the conceptual framework, adopted from John

Child (1972), used in the analysis of strategic choice processes.
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Chapter 4 contains a discussion of the methodology. The .reasons for
the choice of methodological triangulation with an emphasis on

participant observation are described.

Using the strategic choice concept, but not in any detailed way, the

. history of the playcentre movement is described in Chapter 5 and the
history of the free kindergarten movement is described in Chapter 6.

To provide some background data about the personnel involved, a summary
of the pre-school families, staff and volunteer surveys is provided in
Chapter 7. Four chapters (Chapters 8-11l) contain detailed analysis

of four selected strategic choice processes based on the conceptual

framework described in Chapter 3.

Chapter 8 looks at the Wellington Playcentre Association's leaders'
decision to improve the monitoring of standards of those wanting to
supervise, while the strategic choice process focussed upon in Chapter ©
is one that affected the whole playcentre movement. It is Government's
decision to fund playcentre sites and buildings on a basis similar to
that granted to the kindergarten movement years earlier. Chapters 10
and 11 are concerned with strategic choices affecting the kindergarten
movement. Cahpter 10 examines Government's decision to give local
kindergartens and associations a grant to help them with running costs.
The chapter concerned with integration of kindergarten teacher traiqing
into Teachers Colleges, Chapter 11, is by far the longest chapter in this
analysis sectior of the theéis hecause of +*he ~cmplexity gf the strxotesic

choice process and its consequences.

The first chapter in Part III (Chaptef 12) , examines the characteristics

of both organisations and their partnerships with Goverﬁment, before -
discussing the themes which emerged from the analysis of strategic choice
pfocesses. Conclusions about the conceptual framework and the major
éoncept of strategic choice process are drawn in Chabter 13 and, in addition,
I 'have made some recommendations for future research. The Epilogue,;
addressed primarily to New Zealand readers who are involved in the field
of early childhood care and education, discusses possible future action

for the provision of early childhood services in this country.
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CHAPTER TWO

LITERATURE REVIEW

INTRODUCTION

The literature relevant to this study ranges from studies regarding the .
social conditions of New Zealand society from the end of the last century
-when the kindergarten movement was established to the present day;

through organisational studies and, in particular, studies of voluntary
organisations; to studies and reports of an official nature on early

childhood education.

Some comment about the social conditions of New Zealand society is
necessary because the changes that have and are occurring point to the
need for the playcentre and kindergarten movements to re-consider their
means of deliverying pre-school education, or begin sharing the resources
that this country has available for early childhood care and education
with a wider range of organisations. Until recently, there has been a
match between the demands for pre-school education and the type of service
that the playcentre and kindergarten movement provided - the problem was
to meet those demands. The falling birthrate and the changing role of
women in New Zealand society is putting pressure on the movements to focus
not on growth, but on diversification; a process which some people have
already claimed is necessary because of other factors such as our multi-

cultural society and the large number of rural communities.

Organisational sociology is a vast field, and the organisational literature
discussed in this chapter is, therefore of necessity, very selective,
being based on an examination of those concepts which are fundamental to
the conceptual framework discussed in the next chapter. The intent is

to convey my reasons for choosing to focus on that particular framework.
Most of the literature concernéd with voluntéry organisations deals with
thé social characteristics of people who join voluntary associations, and
this literature is examined to provide a background to later discussion,

in Chapter 7, of those people who were volunteers in the kindergarten and

playcentre movements and, in particular, those people who make the decisions.

Some publications dealing with early childhood education programmes are

also discussed, largely to enable the reader who is unfamiliar with the
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philosophy and current issues in the field of early childhood education

to grasp the fundamental concerns now prevailing.

SOCIAL CQNDITIONS

Sutch's Poverty and Progress (1969) provides a general overview of social
conditions in New Zealand at the time when the two movements were estab-
lished. The free kindergarten movement was founded in 1889 towards the
end of the long depression of the late 1800s, when many families were
destitute and during which time the Neglected and Criminal Children Act
was brought in to give police "power 'to apprehend without warrant'
neglected children and bring them to the justices", (Ibid, p.84). Play-
centres were first established during World War II when men were either
in the armed forces away from home, or doing much overtime to help the
war effort because "by regulation, workers were required to work longexr

hours than the law had allowed", (Ibid, p.253).

When examining social conditions existing today in western industrialised
societies, books such as Touraine's Post Industrial Society (1971) and
Toffler's Future Shock (1970) were useful.  Both paiht pictures of to -
day's society as rapidly changing and diverse. This means that individuals,
social groups and societies are faced with considerable uncertainty - it
is no longer possible to predict that the future will be like the present.
For individuals, this means that each may have a series of careers during
one life time which will complicate life greatly, at a time when the
corntext of life will also be changing- In New Zealand, for example, the
effects of equal pay, combined with changes in women's attitudes are
causing conflicts between marriage partners as to their roles and this in

turn affects child rearing patterns.

The effects of such changing social conditions on voluntary organisations

" concerned with early childhood education is two-fold:

~ educational organisations need to consider what characteristics areﬂ
desirable in tomorrow's citizens when they formualte their goals, and
also to remember that tomorrow's citizens will be constantly exposed
to change; and

- the organisations are forced to operate in an environment which is
increasingly uncertain, even though they may believe in a stable

state (Schon, 1971).

Sociologists such as Touraine (1971) perceive that growth in post-industrial

societies depends not just on the accumulation of capital, but also
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greatly on knowledge and its application. Macro-theorists agree that
because complex, 'turbulent' conditions (Emery and Trist, 1965) surround
many organisations, and because of the increased use of technology in
society, people are compelled to look for new forms of organisations;
bureaucratic organisations are not capable of adapting themselves rapidly
enough to solve the increasingly complex problems facing organisations.
Schon (1970, p.80 ff) suggests the need for new forms of organisations
modelled on what he calls 'learning systems' which have shifting centres,
ad hoc leadership and communication flowing through a systems network;
while Galbraith (1967, p.77) suggests that power has moved away from
managers to a techno-structure: "an apparatus for group decisions -

for pooling and testing the information provided by numerous individuals
to reach decisions that are beyond the reach of any one individual".

The groups make decisions that were formerly made by upper management.
The sharing of decision-making by national executive or conference members
in the pre-school movements has meant wider participation in decision-
making has existed in this field for years before group decision-making

became the popular mode.

ORGANISATIONAL LITERATURE

In this section of the chapter, I will discuss the literature which was
most influential in my deciding to adopt an open-systems theoretical
framework, and then review some publications concerned with the key

concepts used in this study.

James Thompson (1967) suggests that there is a major division in organ-

isational theory between:

- the rational, closed-system approach, and

- the natural system approach which accepts the uncertainty of organi-
sational functioning. ' |

This study uses a framework and methods that fits into the latter category.

Decision-making processes were studied in their natural settings.

OPEN-SYSTEMS APPROACH

Open-systems theory is the theoretical perspective which I have selected
to use because it acknowledges that environment can have considerable .
effects on organisational scale, resources and structure. The effécts

of the environment is one of the main variables used in this study, because

I was conscious of the influence of Government funding (an environmental
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variable) on the choices available to the voluntary organisations'
decision-makers even before I began collecting data. Discussing open-
systems theory, Katz and Kahn (1970, pp.150-151) describe social organisations
as "flagrantly open systems in that the input of energies and the conversion
of the output into further energic inputs consists of transaction betwéen

the organisation and its environment". The operation of the two pre-

school movements in New Zealand gives support to this argument. They

have become so large that they require energy from external sources; the
kindergarten movement more so than the playcentre movement to the extent

that it would probably collapse if external resources were withdrawn.

Like all other organisations, voluntary organisations are dependent on

the process of feed-back, and not just from within their own organisation.
The leaders of voluntary organisations need to be informed about environ-—
mental conditions and, ideally, ought to monitor how their organisation

is functioning in relation to its environment. For example, both
organisations are facing demographic changes in New Zealand society to
which they need to be sensitive. The falling birth rate will affect the
demand for pre-school education, as well as the need for a supply of adults

to staff and administer the services.

Other theoretical perspectives used for organisational studies were also
considered. However, in my view, only the open-systems approach seemed
able to explicitly handle the influence of environmental variables on

organisationai change and the .everse situation.

In one of the best known studies of a voluntary organisation, Sill's

The Volunteers (1957), a goal model is adopted, drawing from decision-
making theory. This appeared to be a fruitful model for my own research
until I read a critical paper contrasting the goal model and the open-—
systems model. It it, Etzioni (1960) demonstrates that the goal model
provides an inadequate, poténtially biassed framewofk fér sociologists

td examine organisational efféctivenéss; He sees littie'point in taking
#» goal approach which, because-of the:nature of‘the theoretical approach
and because it compares the ideal with the real, will inevitably show
that "the organisation does not realise its goals effectively, and/or
that the organisation has different goals from those it claims to have"
(Ibid, p.258). Etzioni advocates a systems approach, where the central
question is “Under the given conditions, how close does the organisational

allocation of resources approach an optimum distribution?" (Ibid, p.217).
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Concern for optimum allocation of resources has been a dominant factor in
pre-school decision-making over the years as will be illustrated in the
historical chapters, and very clearly in Part II of this study. However,
there is a danger that too great an emphasis on resources for the organ-
isation itself can mean neglect of other groups in the environment. I

will return to this point in Part III.

Child (1972) takes the open-systems theoretical framework a step further,
showing that a relationship exists between "dimensions of organisation
structure and ‘'contextual' (that is, situational) factors such-as environ-
ment, technology or scale of operation” (Ibid, p.2), by introducing the

variable of strategic choice which is the course of strategic action

decided upon by power-holders within organisations. He argues that other
open-systems models "explain organisations at one remove by ignoring (this)
essentially political process" (Ibid, p.1l). It is child's dynamic frame-
work that has been adopted for this study, because it has the potential
to indicate the process by which the changes in the environment are trans-
lated into changes in features of the organisation and how features of
the organisation can influence resources for outside organisations and

conditions in the environment.

ORGANISATIONAL CONCEPTS

Child's paper (1972) focusses closely on the variables-usually found in

the open-systems framnework to develop his.argument regarding the critical
‘mportance of the stxateg? s choice process for organisaticnal change.
However, in this chapter, I wish to develop a wider discussion of some key
concepts for this study, opening up some areas which have been treated too
lightly for my purposes, by Child. Organisational literature more closely

allied to Child's conceptualisation is discussed in Chapter 3.

Power

The value of thelconcept of power is promoted by Pettigrew'(1973). He
argues that the decision-making theoretical perspective needs to be
complemented by a processual explanation of "the relationship between
strategies pursued by the various interested parties and the final deciéion
outcome, ... the political component requires an analysis of the mobilisation
of support for demands" (Ibid, p.229). It has been proposed that any
analysis of the mobilisation of support for demands needs to take into
consideration communication of knowledge between the parties concerned.

For example, Stinchcombe (1968, p.165) argues that the "amount of power of

a man over someone's behaviour can be no greater than the amount of infor-

mation that can be transmitted between them". However, information is
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not the only factor to be considered. Broadfoot (1974), after studying

one teachers' organisation in Australia, concluded that political strategies
are based on the premise "That the men who form governments are subject

to many demands and they naturally tend to listen to those made with most
vigour" (Ibid, p.l71), particularly if the case has considerable back~up

information.

Political factors enﬁer into the decision-making process because the
decision-makers try to please as many people as possible. In a study of
a gypsum firm Gouldner (1954, p.154) saw that the power holders' ability
to implement bureaucratic rules could only be explained in "terms of a

balance of power, of the relative strengths of opposing groups”.

Decision-making

There is a great deal of literature about organisational decision-making

but it is not possible nor practical to review it all here, particularly

as many of the studies are inappropriate for voluntary organisation analysis,
and/or for the theoretical framework adopted. The general theme of the
studies reviewed here seems to be that a social-psychological approach gives
the best naturalistic view of decision-making because it is people and not

structures who make the decisions.

Cahill and Goldstein (1964, p.376) propose that "group participants' actions
in one process may affect the alternatives and the consequences of later
processes". Thiz was very Japparsent in “we of the strategic choice
processes discussed in Part II of this study. The earlier process of
restructuring the Wellington Playcentre Association's Training Manual
affected the alternatives about what might be acceptable standards for
personnel to reach before they could become Supervisors or Assistant
Supervisors. Similarly, the decision to integrate kindergarten and primary
teacher training had several consequences for lecturers and trainees which
have made necessary further decisions related to careers, course content,
recruitment and so on. Cahill and Goldstein weﬁtvon to éay, "The decision-—.
maker will have memories of similar past acts to estimate how much power

he is seen to have and to anticipate the demands of others". It is
possible that the a-typical example of authoritarian behaviour displayed

by the playcentre Field Officer (see p.l65) in the strategic choice

process to raise the Association's standards of supervision occurred because
she was new and did not know how much power to wield to obtain agreement

to the Training Team's choice and timetable for implementation.
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Sofer (1973) asks that organisations be viewed as 'flow systems'. He, like
Child, emphasizes that decisions "are not made by organisations but by
persons and groups who are members of the organisations" (Ibid, p.225).

This is also one of the reasons why Argyris (1972) argues that it is not
sensible to restrict organisational theory to either a sociological or psycho-
logical perspective. Both are necessary. Lindhlom (1959) takes to task
those sociologists from the scientific management school who use models

of rational decision-making that do not approximate real life because they
forget that PEOPLE make decisions. He suggests instead a model of

'muddling through' whereby the person or group making decisions endlessly make
and re-make policy based on their main values and only a few of the poséible
alternatives. In Chapter 11 there is a description of how a combination

of strategic choice processes and an unexpectedly high retention rate of
teachers in the service resulted in an oversupply of kindergarten teachers.
The policies chosen to deal with this oversupply have been a clear

example of 'muddling through' in the manner Lindblom describes.

Loeb's (1974) discussion of individual decision-making also takes a social-
psychological approach. She extends Festinger's experiments (1957) on the
prhases of decision-making and his theory of 'cognitive disscnance'. "In
any choice situation alternatives will have some attractive and some
negative qualities; this has as a consequence that the choice of only

one alternative results in the rejection of others that are all somewhat
attractive ... the individual experiences tension, cognitive dissonance"

(Loid, p.4).

The tension is probably compounded when partners are involved in the
strategic choice process, and is possibly related to the focus of attention
of the leaders of the voluntary organisations compared with departmental
senior personnel. The latter tend to be job-centred in their approach
to their work, whereas voluntary organisation leaders need to be people-~
centred in their approgch in order to attract volunfary helpers.

Likert (1961) said, "To be effective and to communicate as intended, a
leader must adapt his behaviour to take into account the expectations,
values and interpersonal skills of those with whom he is interacting”
(Ibid, p.95). However, it is not a simple matter to do this when the
leadership is a partnership and each partner has situational factors
(like ideological beliefs which are often strongly held in voluntary

organisation and like bureaucratic structures in government departments)
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constraining him. The characteristics of bureaucracies mitigate against
senior departmental officials being able to be very adaptive. New
policies take a long time to be checked all the way up the hierarchy,
then approved and implemented. Organisation structure can, constrain
leaders from being able to adapt to the other people with whom they

are interacting, and structure is a sociological factor which needs to be

given some consideration in any discussion of decision-making.

Structure
Structure is a variable which is central to many organisational studies.
Again it is neither possible nor appropriate to review all studies

dealing with this variable. Weber's works have had a profound influence

!

in the field of organisational studies. Central to Weber's discussion |
(1974) on organisational structure is the concept of authority. He made
distinctions between traditional authority, charismatic authority and legal
authority; the latter being associated with bureaucracies. The charac-
teristics of bureaucracy described by Weber typically include:

- A clear-cut division of labour with specialised staff;

The positions are organised into a hierarchical structure, usually

pyramidal;-.

There are formal rules and regulations to obtain uniform decisions;

The relationships between personnel are expected to be detached; and

Staff are appointed according to qualifications and length of service.
The characteristics of bureaucracies are relevant to this study because

the Department of Education (a bureaucracy) is an influential partner to
many decisions concerning the pre-school organisation, and because there

has been increasing bureaucratisation of the kindergarten movement.

Organisational structures are being examined critically at present by
sociologists keen to see institutions which match the social conditions
of a post-industrial society. - I will cite only two authors who make
criticisms which seem valid for the organisations being studied in this

thesis.

1. V Thompson (1965) states that the bureaucratic structure depresses'
creativity, partly because conflict and uncertainty are not legitimate
and yet these conditions foster innovation, partly because hierarchic
competition does not contribute to co-operation and problem solving,
and partly because new ideas are apt to be vetoed at some level
in the hierarchy as administrators' reactions, politically-based,

are likely to be 'How does it affect us?' (Ibid, p.7). Thompson
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suggests that.in order to achieve an innovative organisation, a
decreased emphasis on authority is needed, with structural looseness,
professional job definition and freedom to communicate in all
directions. In many of its activitiesbthé playcentre movement can
be described as an innovative organisation, although it does not have
professional job definitions. Its history reveals that if one
strategic choice is aborted or no longer successful then it will try
another. For example, when an early attempt to get State subsidies
for playcentre buildings failed, the leaders made an effort to
improve public relations with municipal and church authorities. This
innovativeness is probably associated with the structural looseness,
the freedom to cbmmunicate in all directions and an insistence on
democratic rather than authoritarian decision-making, all of which
have been features of the playcentre organisation since the‘time of

establishment.

2. Schon (1971) suggests re-structuring and de~structuring organisations {
to overcome the present problems in bureaucracies of information over-
load and resistence to change. A 'learning system' is proposed by
Schon, which is an organisation with a shifting centre of control.

He proposes that any change in either the structure, the technology
or the value system (ideology) elements in an organisation will
produce change in the other elements because of their interdependence.
It does not appear to be so simple in reality. I think Schon under-
emphasizes the often inhibiting influence of ideology. If the
leaders are not willing to change the ideology, then no decision
regarding the technology or structure will take place if it threatens

the ideology. For example, the Auckland Playcentre Association has

refused to accept some grants recently because it feels the changes

will damage parental involvement.

What determins the structure of different organisatiqns?' Some social!
scientisﬁs/say social conditions do, on the basis of strbng statistical
correlations between environmental variables and structure, but_they

give little consideration to the question of "how'. Child (1972) argues
that many theorists of organisation structure "do not incorporate the direct
source of variation in formal structural arrangements, namely the strategic
decision of those who have the power of structural initiation ~ the

dominant coalition", (Ibid, p.16). The dominant coalition also has the
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power to inhibit change. Burns and Stalker (1961) studied twenty
electronic firms in England and Scotland, and constructed a continuum

of management systems:

Mechanistic systems € -» Organic systems
They argue that the organic system is more appropriate for conditions
of change and uncertainty. The authors also recognised that where per-
sonnel are over-concerned with their individual status and power, they
may resist changing to the structure which best matches the social
environment of the organisation. Changing to a decentralised, loosely-
structured organisation will mean a decrease in power for national-level

executive members.

It appears that both structure égg»ideology can be constraining factors
on leaders being effective and sensitive change agents, a point that I
made earlier when discussing Schon's proposals (1971). Hage and

Dewar's Study (1973) showed that the values (ideology) of an organisation's
elite are slightly stronger predictors of organisational innovativeness
than are structural variables. This finding supports Child's hypothesis
(1972) that the direct source of variations (structural or technological)
is the decisions made by organisational leaders. Robert Guest (1962)
showed that changes in patterns of interactions and sentimentd led to’
improved performance in 'Plant Y' after a new manager was appointed
without any change in structure occurring. It seems possible, therefore,
that a change in organisational functioning can happen without structure
coming into the picture at all. To undexstand such changes one goes

full circle back to the concept of power.

Ideology
It was noticeable that Child (1972) treated this concept very lightly
and I intend commenting further on this in Chapter 13.- At this point I

will review other studies which focus on ideology.

The struggle for power is central to Selznick's study of a formal organi-
sation reported in TVA and the Grassroots (Selznick, 1966), and the .

TVA's ideology of 'grass—roots' administration became one resource in a
struggle for power. Selznick points out the balance that is needed as

a result of the ideological belief in local participation: "... if (the
leadership) ignores the need for participation, the goal of cooptation (of

local groups) may be jeopardized; if participation is allowed to go too
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far, the continuity of leadership and policy may be threatened" (p.261).
The playcentre movement finds itself in a similar situation because of
its ideology of parent involvement. However, the dilemma seldom becomes
too threatening in the Wellington Association, as constant and informal
communication is used to encecurage local groups to think along the same

lines as Association personnel.

Ideologies of management are attempts by the leaders of organisations to
justify their own autonomy while imposing on all subordinates fairly
strict control of their activities, according to Bendix (1956) . Selznick
(1966) defines ideology similarly. For him it is the official statements
made by the power-holders about goals and means which are deemed to be
critical for satisfactory achievement of these goals. He felt that soﬁe
disparity between ideology and the actuality is to be expected and I

would suggest that this may be because members may have a slightly
different ideology. Selznick and Bendix are primarily concerned with
management ideology. Ideology is seen by Selznick as "one of the pervasive
obstacles to the understanding and even the inspection of a (non-economic)
technolpgy" (Ibid, p.8), such as is found in unions, churches and
educational institutions. In the two voluntary organisations studied,
ideology proved to be one of the main sources of variation in decision-

making patterns (see the Epilogue).

Echoing Stinchcombe's (1965) hypothesis that an organisation's structure
has a historical legacy componeut, Bendin propuses that an organisaciou's
ideology has historical legacies. The history of the playcentre movement,
recorded in Chapter 5, shows how the playcentre ideology has been
strengthened over the years and, today, ideology is used as a resource

by leaders to get certain decisions accepted by ordinary members.

However, the Government partner in the State - playcentre organisation
partnership is unimpressed with the ideology, particularly when it hinders
_the implementation of Cabinet-initiated decisions based on the Government's
own ideology. The Government, via the Department of Education, can be
seen as the most influential body in both the playcentre and kindergarteh
movements' environment; as other organisations seldom have a direct

influence on the pre-school organisation's decisions.

The Organisation and its Environment, including Client Characteristics

1. Organisations and the wider social structure.
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Touraine (1971) argues that the strategies possible for an organ-
isation are no longer principally defined by its situation in the

market, but by its penetration into the political system.

However, organisations do not just have to prove themselves to the
politicians. Becoming legitimate in the eyes of a variety of

groups in the environment is an important organisational activity
according to Dowling and Pfeffer (1975). These authors adopt Maurer's
definition of legitimation (1971, p.361) as “"the process whereby an
organisation justifies to a peer or superordinate system its right fo
exist, that is to continue to import, transform and export energy,
material or information", and describe organisational legitimacy as
existing when the value and normative system of the organisation and
the value and normative system of the larger social system are
congruent. The process of legitimation takes place at the highest
hierarchical level in the organisation. The authors contend that

"a legitimate purpose will not necessarily ensure resource allocation"
(Dowling and Pfeffer, p.124). Challenges to an organisation's
legitimacy arise when an organisation has to change its goals to

adapt to environmental changes, when there is competition between
organisations as to their respective domains, or when the organisations'
methods or products are criticised. As I suggested earlier in this
chapter, and will discuss further in the Epilogue, both the playcentre
movement and the free kindergarten movement are facing differing
challenges to their legitimacy at the present time by various environ-
mental elements, which could well be the precipitators of new strategic
choices in the near future. If Dowling and Pfeffer's hypothesis,>that
organisations receiving more benefits engage more in legitimating
behaviour, is correct then it is anticipated that the kindergarten
movement will engage in more such behaviour. The few pilot projects
in kindergartens_which offer longer hours of care to some children
could be interpreted-as legitimating behaviour. Some kindergarten
committees are recognising that the usual hours 6f opening do not

. . . 4 . . .
suit some families needs in their community.

Few sociologists have been concerned with organisations' influences
on the environment, but Stinchcombe (1965) is one of the exceptions.
He proposes that there are several effects organisations can have

on the environment. One of these effects stems from competition in
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the political arena between different organisations. Because
playcentres, kindérgartens, and child care centres are accorded
different degress of legitimacy by politicians and our wider society,
tensions exist between different early childhood organisations.

"The effect of the mere presence or absence of organisations on the
solidarity and feeling of identity of 'communal' groups" (Ibid,
pp.144-145) is another effect listed by Stinchcombe which is considered
in this thesis. Survey data in Chapter 7 indicate that the blay»
centre movement generally is better at helping individuals integrate

into their suburb, thus promoting a feeling of 'community’.

Perrow (1972) says that organisational theory fails to see society
as adaptive to organisations. Usually parts of the environment are
seen as effecting organisations, but the organisation is not seen

as influencing its environment. Hirsch (1975) explains that many
issues which Perrow says are overlooked are not visible when studies
of single firms are undertaken, possibly because organisational members
are not conscious of their organisation's influence on the outside
world. This was certainly true of playcentre and kindergarten
personnel on the whole. Such issues are contingencies which whole
industries face, not individual firms. If organisational sociolo-
gists varied their unit of analysis more often to encompass whole
industries, both directions of the exchange of influence would become

more apparent.

Organisations' relationships with client groups.
Generally, the sociology of organisations has paid little attention
to the orientations of clients. The few studies which have been done
include that of: _
(a) Blau and Scott (1962) who investigated how the power relationships
between clients and social workers in two departments of a
.social work agency had effects on:
(i) the case load of social workers,
(ii) the allocation of cases, and
(iii) the frequency of disruption of social worker-client
relationship in the two departments.
They found a relationship between the departments which had
clients with power (and consequently who were not subordinate
to the agency), and a more satisfying and effective organisation

of that department.
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(b) Caudhill (1958) who studied patients in a mental hospital,
found that when the hospital personnel failed to perceive and

respect the clients' social sub-system, friction would arise.

On the basis of an examination of the above studies, it would appear that
organisational decision-makers could make their organisations more efféctive
if they took more notice of client characteristics. Clients reward the
sub-system of organisation which provides a service by accepting that
service, so assessments of acceptability call for a review of client A

characteristics and I have provided a small-scale survey in Chapter 7.

Having reviewed literature pertaining to formal organisations, I will now
play down the importance of this literature by agreeing with Stinchcombe
(1967) when he states that key variables and concepts in the study of
voluntary organisations play only a small role in formal organisations;

the corollary being that variables which are central to understanding formal
work organisation may be relatively unimportant or require different

operationalisation in voluntary organisation studies.

VOLUNTARY ORGANISATION LITERATURE

Smith and Freedman (1972) agree that much of the formal organisation
literature is of limited use for voluntary organisation analysis. They
survey voluntary organisation literature under headings such as the pluralist
thesis, in which voluntary associations are seen as a necessary part of

a democratic political order; oligarchical and mass orcanisations, in
which the elected dominate the electors because they acquire the knowledge,
skills and interest to maintain their positions; sociological studies
which deal with voluntary organisations in relation to the power structure
of a community; surveys which relate participation to urbanisation and
neighbourhood characteristics; participation and members characteristics
such as social class, sex, age, religion; and studies of individual .
oréanisations. Most of these approaches to voluntary organisations will

be touched on in this thesis.

Sill's book (1957) is probably the most outstanding work focussing on
a single voluntary organisation. Sills relies considerably on organisation
theory in his book and I shall do likewise, although I will be using an

open-systems framework rather than the goal framework used by Sills.

Earlier in this chapter, it was stated that penetration into the political
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arena is important for organisational functioning. What voluntary organ-
isation features assist penetration? Truman (1951) examined the internal
structures of a number of voluntary 'interest' organisations to examine the
effect of structure on voluntary group activities and found that organisations
with a 'federated' structure were less effective in influencing government
or moulding public opinion, than were 'unitary' organisations because the
former types had difficulties in presenting a united front. It would seem
that kindergarten leaders instinctively recognise this in their persistent
call for all communications with Government to go through the Union and in
their formation of Standard By-laws for all associations. However, this
procedure also has potential for decreasing the amount of participation by

ordinary members in decision-making.

Participation in decision-making is the focus for a large number of voluntary

organisation studies. Michels (1949) argued, as early as 1915, that
voluntary organisations have a tendency to move towards increasing centrali-
sation of decision-making and towards a hierarchical structure, but the
results of the International Typographical Union study contradict the
inevitability of decreasing participation predicted by Michels. The Lipset,
Trow and Coleman Study (1956) showed that if 'grass-roots members' are
pefsistently allowed to disagree at their level of decision-making, oligarchy
does not have to occur. Both these studies assume that high participation
rates would or do prevent centralisation. It would seem that in order

té preserve a decentralised, democratic type of organisation, grass-roots
participants in a democratic organisation may need to refuse to accept
decisions made solely by a small, upper-level committee. One such refusal
occurred when the Auckland Kindergarten Association broke away from the

Union (see Chapter 6) and eventually forced the re-writing of the Constitution
to ensure wider participation in decision-making. Playcentre members
objections to unnegotiated circular memoranda likewise illustrate members'

insistence on democratic functioning.

Barbef (1950) examines the tendency thét voiuntary organisations have towaids
oligarchy and attributes mass apathy to organisational characteristics such
as the hierarchical structure which develops with organisational growth, and
to each individual having a role set necessitating a division of interests
and time amongst various roles; some roles such as family roles and work

roles usually are regarded as more important than others.
Blau and Scott (1962) survey the literature on union participation* and

*Whether a union is a voluntary organisation depends on each society's
laws on unionism.
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extract several factors which relate to greater union participation,
including high social status, frequent interaction with fellow workers,
honogeneous work groups and high job satisfaction. In examining changes of
affiliation, Babchuk and Booth (1969) commented that many voluntary organ-
isations only have short-term objectives or they may encourage only 2-3 years
of participation. However, low turnover of members is more probable in
organisations with multiple objectives and tasks, catering for a wide range
of motivations. This would suggest there may be a push-pull effect on play-
centre members - leaders verbalise the desirability of a turnover of people
holding office, and yet the multiple tasks encourage members to stay on even

if they try new tasks.

Who joins voluntary organisations? Motivation for and means of involvement
in voluntary organisations was studied by McMahon (1974) in the setting up of
a working class suburb. He divided motivation into ‘egotistic' and
'altruistic' categories and means of involvement into ‘own initiative' and
'reputation’'. He found that females and those from unskilled occupationsg
were more likely to have egotistic motives, whereas males and those from
skilled occupations were more likely to join because of altruistic motives.
No males and no-one having a skilled occupation joined a voluntary organisation
on their own initiative. McMahon attributed the high social participation
scores of his working class respondents (relative to other studies of lower
class social participation) to the fact that they had been recently moved to
a new housing area from a slum area where informal participation had been

the norm.

Motives to leave organisations have been examined in formal organisation
settings by Hirschman (1970). Hirschman is concerned with the deteriora-
tion of an organisation's performance because of 'repairable lapseé' of
members behaviour. Management learns about such deterioration either via
the exit option (customers stop buying or members leave) or via the voice
option (members and customers express their dissatisfaction). A The types
of organisations Qhere both the exit aﬁd voice options are'imﬁoftant, 4

are voluntary 6rganisations; “the exit option probably being exercised when
the match between the individual and the role he is expected to perform is
poor. The viability of the organisation will depend on its responsiveness

to the option behaviour that the members use to indicate dissatisfaction.

Komarovsky (1949) was one of the first social scientists to study the charac-
teristics of those who participate in voluntary organisations. She found

that people having high socio-economic status tend to be members of more
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voluntary organisations and to participate more actively than do individuals
from low socio-economic status groups. Scott (1957) undertook a study of
the adult population of a small New England town to find the kind of people
who join voluntary associations and the degrees of membership participation.
Sixty-six percent of the sample were members of a voluntary association but
only sixteen percent of these members held office. Although more men were
members, women were better attenders. Membership participation increased
with increases in education level and social status. Scott's measurement
of participation included: number of different memberships, attendance, and
extra responsibilities assumed. Similar criteria are used in the Chapin
Social Participation Scale (1970) which I have used to measure social

participation.

Foskett (1955) isolated educational level as the most significant variable

in participation scores. His explanation is that the differences in social
participation scores of individuals in different categories of age, education
and sex, reflect differences in the role positions of the individual.

Certain positions in the social structure - for example, middle class status -
have role expectations including participatory behaviour. He describes
social participation skills as including verbal skills, knowledge about
procedures and means, acquaintance with the informal social structure, profes-
sional and technical skills, access to the decision-makers, time and money;
and comments that these skills are mostly associated with middle and upper

socio-economic roles.

Bradley (1973) suggests that there are four types of social skills: verbal,
written, manipulative and organisational; none of which are mutually exclusive.
Bach social skill can be described in terms of a level of sophistication and
Bradley suggests that there is a positive correlation between the level of

sophistication of skills and the socio-economic status of individuals.

A review of these studies left me far less worried by the apparent apathy of
pre-schooi parents than are the volunteers. - Only a proportion of parents will
be active supporters of the organisations. New Zealand community studies

reinforce this point.

NEW ZEALAND STUDIES OF VOLUNTARY ORGANISATIONS

There have been very few studies of voluntary organisations in New Zealand
and what has been done is often not available in libraries. Pitt (1973)
provides a very superficial overview of New Zealand's voluntary associations

and leisure activity. The only hypothesis of interest (based, it seems, on
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intuition) is his statement that in earlier decades leisure groups provided
opportunities for crossing social boundaries, but in the last decade or so

they have changed to reinforcing social differences.

In the 'technical' version of Careers, Marriage and Family (Society for
Research on Women, 1976) the authors include a chapter on voluntary work asking
whether voluntary organisation membership had any relationship with attitude
to employment. It was found that the non-working professional women in the
sample participated more in voluntary organisations that did their working
counterparts, in terms both of number of memberships and of time spent.
These results were similar to those found in the New Zealand national survey
reported in Urban Woman (Society for Research on Women, 1972). The Careers,
Marriage and Family study also found that a higher proportion of those '
doubtful about returning to work gave more time to voluntary work than did
those who planned to return to work when their children were older. The
workers joined voluntary organisations to help others (altruistic motives),
whereas social contacts and mental stimulus (egotistical motives) motivated

non-workers to belong to voluntary organisations.

Urban Women reported that 37 percent of the interviewees did some unpaid
community work* and when a Society for Research on Women study group set out
to survey social service organisations in Wellington "to establish whether
there is a shortage of voluntary workers in social service organisations”
(Society for Research on Women, 1974), they found that 48 percent of such
organisations that used volunteers were not able to get as many volunteers

as they wished.

Margot Roth concluded from a survey of 100 families in a New Zealand large
urban centre that a large proportion of the population (45 percent) does not
belong to voluntary associations, especially those in the lower socio-economic
status group. Roth examined the age, sex, occupation, education, marital and
family status, ethnicity, religion and ranking of residential area character-
istics of those who participated in voluntary organisations. Her conclusion

was that the conception of New Zealand as a 'land of joiners' is exaggerated.

In the community studies conducted in New Zealand in Hawera (Congalton, 1954),
Masterton (Robb and Somerset, 1957), and Hamilton (VandenBerg, 1965), there
was a common pattern where the majority of people would like to participate

in more voluntary activities but other commitments prevented further parti-
cipation. The Masterton study found that 30 percent of the population

belonged to no voluntary organisations and a further 11 percent were inactive

* 51 percent of the professional women in Careers, Marriage and Fammly did
unpaid community work.
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in the voluntary organisations that they did belong to. Because of this
large proportion of inactive people and as 16 percent of the sample occupied
45 percent of the membership positions available in Masterton, Robb and
Somerset concluded that most voluntary work was carried out by a small group
of activists. Their findings supported the many overseas findings that the
higher the socio-economic status the greater the number of memberships in

voluntary organisations.

Case studies of New Zealand voluntary organisations appear to be rare.

Margaret Shields' paper on the Society for Research on Women (1971) examined
the formation, structurs and patterns of membership and leadership in order to
evaluate the organisation. This organisation displays the characteristics of
a 'mutual benefit' type of organisation and has in its five year life sacri-
ficed some elements of membership participation to make "better decisions and
crucial guestions are now being settled more efficiently, if less democrati-
cally" (Ibid, p.l12), thus rapidly becoming oligarchic. Shields concludes
that the members' determination to keep the main part of research activity
"firmly in the hands of ordinary members" sets this organisation aside from
many other organisations where ordinary members just raise the money "for

others to achieve the goals" (Ibid, p.1l3).

The New Zealand Family Planning Association has been studied by Penny Fenwick
(1976) and she concludes that this lay women's organisation has been taken
over by the medical profession to the extent that its services are provided

on the doctors' and not the patients' terms.

Salmond's paper originally titled "Social Needs for Medical Services: the
Inverse Care Law in New Zealand" (1975) is a consumer study of obstetric and
infant care and has implications for the Plunket voluntary society's environ-
mental strategiss. He found that the availability of medical care varied
inversely with the needs of different groups in the population. Recent
analysis of the legal system in New Zealand, reported in The Listener (Muir,
1976) , illustrates that the inverse care law may also apply to the legal sub-

system of New Zealand society.

EARLY CHILDHCOD EDUCATION

In this sesction of the chapter, I have salected some books and articles from
a large number written about early childhood education. They fall into
three categories:

1s Studies of the value of early childhood education;

23 Studies which deal more specifically Qith programmes; and

3 Literaturs about early childhood education in New Zealand.
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The Plowden Report (Central Advisory Council for Education, 1967) and
Peaker's follow-up study (1971) confirm earlier findings* which focus on
the early years of a child's life as being crucial in the development of
socio~emotional and intellectual characteristics. The opening chapter
of The Penguin Book of Playgroups (Lucas and McKennell, 1974) contains

a comprehensive summary of the values of early childhood education to

both mother and child, particularly if they live in an urban area.

De Lemos (1971) and Evans (1975) discuss influences which have heightened
public interest in early childhood education and in different types of
programmes, particularly programmes designed to~help the so-called dis-
advantaged child. The Harvard Educational Review has published several
papers evaluating the American Headstart projects which were funded with%
the objective of helping 'disadvantaged' children. Evans, and Gottfriea
(1973) also provide assessments of Headstart projects. Evans feels that
a major issue now (and for the past decade) in early childhood education
is the division amongst educationists of philosophic beliefs regarding
determinism. One group believes that human ability is inherent while
the other group believes that learning experiences can alter human ability.
This controversy is a longstanding one. Moore (1975), who visited New
Zealand early in 1976 belongs to the former school and he advocates that
children should not be exposed to institutionalised care and education
until they are about 8 years old, because children have not matured in a
variety of ways until they are 7 to 8 years of age and because of the
importance of a continuous relationship between child and ? caring adult

for the first six years to achieve adequate socialisation.|
|

The two pre-school movements in New Zealand do not believe that a child's
development is so determined. Both movements use Gwen Somerset's
books in their training programmes. One of these books states the
need for adult intervention to assist children's development thus:
"one special type of play cannot be separated from the whole

activity of a grdwing human being; nor isVone type more important
than another ... during play, a child relies on more and more ‘
stimulating experiences. Lack of such help means that he is not
being provided with basic needs for his development. (The adults')
job is to shape up the environment around the child so that he does
have stimulation" (Somerset, 1975, p.l1l3). Thus the adult intervenes,

but not with planned lessons as are found in some American pre-school

* See, for example, Kohlberg (1968); Piaget and Inhelder (1969).
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programmeé. Millie Almy (1975) supports adult aid such as Somerset
promotes in her discussion of the role of the early childhood

educator: "In this role a person ... facilitates in a variety of ways
the development and learning of young children" (p.vii). In her
discussion of programmes, Almy sees a trend towards "Programmes where
the major focus is on experiencing and enjoying" (p.263) - which

she applauds only if the programmes recognize that feeling and thought
are intertwined. In the 1950s socio-emotional development was
emphasized to such a degree that cognitive development was precluded,
and in the 1960s the primary concern in the United States particularly,
was with cognitive development. Programmes should be concerned with
the whole child, stresses Almy, and she reviews a range of programmes
in different centres in the light of their approach to the child.

She states that not all of those involved in the heredity-environment
controversy have grasped the interconnectedness of socio-emotional and
cognitive development. Almy contends that the educator must recognise

the importance of both factors in his/her approach to children.

Major works on New Zealand early childhood education are few. The
Hill Report (1971) and Barney'é recent book (1975) are the most
pertinent. The Hill Report, although héving the serious shortcoming
of not emphasizing the important role of parents in its consideration_
of pre~school education, provides a comprehensive overview of what
services are available, educational aims; children with special neads,
funding, training and administration. The recommendations made in
this report have been the basis for most new government policy for
pre-school education, particularly during the last Labour administ-
ration. The Hill Report had a greater impact on government decision-
makers than did the Bailey Report of Consultative Committee on Pre-
School FEducation (1974) . whose major recommendation of a State take-over
was never heeded. The Hill Report's recommendations have since been_
supplemented by the eight recommendations on early childﬁood education
made by the Advisory Council on Educational Planning in their Report

Directions for Educational Development (1974).

Barney examines the availability of pre-school education to different
groups of families such as rural, small town and urban families;
families living in different socio-economic suburbs; families living

in suburbs which have been established for varying amounts of time;
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maori and pakeha families; and families with handicapped children.

He concluded that while New Zealand has one of the highest proportions
of 3 and 4 year olds attending some pre-school centre in the westem
world, it does not have an even distribution of pre-school places in
different localities or for different social groups. McDonald (1973)
suggests that the two main pre-school movements may not provide the
best form of pre-school education for the maori rural life-style.

She includes, in that same study, interesting data which indicates that
playcentre activities produce a change in the mother's approach to

parenting.

McDonald has been the most prolific writer of articles about New
Zealand pre-school education. In Grasping the Nettle (1946) she
examines the aspects of the playcentre movement — the co-operative
administration, the 'freer' children's programme and the benefits to
the mother from parent participation - which could allow this movement
to qualify for the description given it in The First New Zealand

Whole Earth Catalogue (1972) as an 'alternative' organisation. Her
paper "Educational Innovation": the Case of the New Zealand Playcentre
(1974a) pursues the question of the benefits to the mothers gained
through involvement in the movement. Data in her M.A. thesis (1969)
showed that the majority of mothers felt that "life had more to offer
than housework end child care” (p.159), and McDonald hypothesizes on
the basis of this dat» that the appeal of tiie playcentre wovement

lies in the benefits to the women themselves: "The playcentre move-
ment would appear to effect a compromise between the two roles of
mother and worker which in New Zealand are not easily combined.

The playcentre has become an agency which permits a woman to reconcile
these conflicting roles. But, in addition, the mothers as a group,
run a professional enterprise, namely a pre-school educational -
institution, but do not neglect ﬁheir children" (1974a, p.162).

That parents have been involved in both pre—scﬁool'movemenﬁs has
resulted in a‘distinguishing feature of pre-school education - its
emphasis on human relations. McDonald notes that pre-school
education personnel "relate to parents and children in a manner

that conveys trust and respect, and if it is not successful in this,
its clients drift away. Other sections of the education service
(apart from continuing education) seldom have to put themselves to the

test in this respect" (1975a, p.4).
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Burdon (1971) has aléo focussed on what playcentres do for parents
in his M.A. thesis research concerned with changes in attitudes of
parents involved in playcentre. Marie Clay sums up the benefits

of parents' understanding of children gained through participation
in pre-school centres thus: "Sometimes an under standing of children
is caught rather than taught, absorbed intuitively rather than
consciously. When parents participate in pre-school organisations
they frequently take over the tone and tecﬁniques used by experienced
and relaxed adults around them" (Lecture, NZPCF Supervisors' Con-
vention, 1966). Looking at the types of social relationships made
between members of a playcentre, McDonald found a general picture

of each member gaining a few special friends and lots of others

'to say hello to'. She told the Association for the Study of
Childhood in one of their 1969-1ectures (1970) that both length of
membership and office-holding were associated with an increase in

social contacts.

As McDonald reports, in Set 75 (1975b), most New Zealand research on
early childhood education tends to be reported in journals outside the
mainstream of academic literature. One such piecebof research is
Beverley Morris's study of playcentre supervisors (1966) where she
found a pattern of "Mothers around 30 years of age, having care of

one or two pre-school children and unable to work full-time but who
find satisfaction in doing a part-time joh", Nearly a guarter of the
sample preferred work at the pre-school level and nearly one-half

said they would like to make pre-school work their profession.

Morxris felt therefore that more should be done to give such women
advanced training. Since that time, the Playcentre Federation have.
introduced an advanced correspondence course, on the completion of
which individuals are awarded the Playcentre Fedefation Diploma.
Morris, like Burdon, published her research results in a Playcentre‘
Journal but a good many. papers such as Barney's "The Role of the

State and the Voluntary Society in the Education of Pre-school
Children" (1974) do not appear to be published at all. Barney

argues for a range of complementary types of pre-school service from
which families can choose the facility and programme that best suits
their individual needs. ¥hile calling for complementarity, he also

pleads for co-operation between the services.
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Before closing this discussion of early childhood education
literature, I feel that some mention should be made of the Ritchies'
Study (1970) of New Zealand child-rearing practices. Gans (1969)
classified families into three types:

(a) adult-centred - run by adults for adults;

(b) child-centred - parents subordinate their own pleasures to give

the children what they need;

(c) adult-directed - parents place low priority on their own needs
and stress that their children be given
opportunities to 'do well'.

The Ritchies use these concepts and classify the maori family into

the first category as the children have a 'clearly subservient role'.

Pakeha families do not fit so well into the schema but are probably

best described as adult-directed. "In the oxdinary New Zealand

family the place of the child is precisely where the parents, and

the mother in particular, want the child to be ... Mothers frequently

have no occupation except the house and children, so it is on them

that her attention focusses" (p.151). I would argue that the Ritchies'

have generalized too much in saying that this description applies to
all pakeha families. Child-rearing patterns is an area needing
further research in New Zealand. 'Soft' data from the pre-school
families survey lead me to believe that a minority of families in

New Zealand are child-centred, and parents in such families want

fheir ~hildren to be educated to "tbi-k. judce and discriminate"

(Currie Report, 1961) rather than to be trained according to parents’

directions. This finding could be described as an example of what

Merton (1957) calls 'serendipitous’' findings. It is instinctive,

rather than being based on empirical data.
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CHAPTER THREE

CONCEPTUAL FRAMEWORK

This thesis is based on two case studies examining processes and does not
test theoretical explanations of relationships between envirommental
factors and characteristics of organisations. Such testing requires

the systematic comparison of many independent cases. Blau and Scott
(1962) suggest that there is a fundamental dilemma which can never be
satisfactorily resolved in the study of organisations. Case studies’

of organisations allow the researcher to examine the interrelationship

of elements within an organisation and, if an open-systems framework

is adopted, the intexrelationship of environmental factors and elements
in the organisation; and yet social 'science' asks that the researcher
validate generalizations by testing them on a number of independent cases.
If a social scientist opts to do a close-up organisational study, generally
research resources do not permit that piece of research to proceed on to
testing hypotheses on a wider range of organisations. George Homans

(1950) states the case for qualitative case studies very well:

Sociology may miss a great deal if it tries to be too
quantitative too soon. Data are not nobler because
thej #v= guantitative ... No or:> who studies a grou:
will go far wrong if he gets close to it, and by
whatever methods are available, observes all he can.
(Ibid, p.22) ... The statistician might find fault
with the passages for not letting know ... the relation-
ship between the number of groups directly observed
and the larger number for whose behaviour the average
is supposed to hold good. He might find some fault
with the passages for giving us no idea of the number
of groups whose behaviour deviates from the average
... His criticisms are good, and they can only be -
answered by raising new questions: How much more
effort, in time, in men and money, would be needed

to get the kind of data he wants? (Ibid, p.33)

Grusky and Churchill (1970) , taking the 'scientific' statisticians' stance,
are critical of case studies because verifying propositions systematically
is not possible: "Because it is wearing to study even one organisation,
the procedure can focus on unique events or on sub-organisational varia-
bles and thereby make comparative analysis of organisational variables

less feasible". (Ibid, p.187)
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In the decades when sociology was concerned with proving to the world
that it was a 'science', most ozganisat;onal studies tended to opt for
fulfilling the requirement that hypotheses must be tested on a larger
number of cases. However, in the last decade, organisational studies
have increasingly emphasized obtaining systematic data about the inter-
relationships and processes occurting within an organisation using the

case study approach. Data collected in natural settings has more meaning.

Thus , although the number of cases of pre-school voluntary organisations
in this study placed constraints on which of the requirements outlined
by Blau and Scott (1962) would be met, the changes within.the field of
sociology of organisations toward accepting a more phenomenological
approach clinched my decision to focus on dynamic, processual organisa-— -
tional behaviour rather than on formally testing hypotheses by use of
experimental design research. Sofer (1973), Pettigrew (1973), Child
(1972) and others, pleading for detailed close-up studies of organisations,
argue that earlier organisational studies based on assumptions that
organisational behaviour is always rational and tidy missed capturing

the reality of organisational behaviour. There is an implication here
that earlier 'scientific' studies lack validity. Bauer (1968) states
this quite explicitly. He discards the usual decision-making models
because they assume "a single unit with a sinéle set of utility prefer-
ences and knowledge of a reasonably full range of action alternatives

and their consequences” (p.ll), and sayvs that real life shows that these
assumptions are false. To reflect the complexity of decision-making,

he advocates a research approach akin to the one used in this present
study, while agreeing that it does not fit with "many usual notions of
what research is about" (p.28). Karl Weick (1976) suggests that
educational organisations in particular could be depicted as an unconven-
tional game. He gives, as an analogy, this picture of an unconventional

soccexr match:

... the field for the game 1is round; there are several
goals scattered haphazardly around the circular field;
people can enter and leave the game whenever they want
to; they can say "That's my goal” whenever they want

to; the entire game takes place on a sloping field;

and the game is played as if it makes sense. (Ibid, p.1l)

and proposes that such a game is played more by educational personnel than

by business personnel, because the former act within a 'softer' structure.
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Such a description strikes a chord, particularly as pre-school education
in this country is provided by voluntary organisations which allow people
even more freedom to "enter and leave the game whenever they want to"

than in a State education system.

John Child's (1972) model satisfies my self-imposed criteria:

1. The model accepts an interactionist stance which beliéves that man
is able fo guide and direct his'own‘activities. The extension of
this perspective is the naturalistic stance.

2 The model accepts a naturalistic (voluntaristic) view of man
rather than a deterministic view of man. This view says that man
is able to choose; his behaviour is conscious and intentional,
even when he chooses not to choose (Matza, 1969).

3= The model is an open-systems model, but with fairly loose inter-
devendence of elements. After reading numerous organisational
studies examining the relationship between an organisation and its
environment (Stinchcombe, 1970; Lawrence and Lorsch, 1967; Emery
and Trist, 1965) I agree with Child that the "argument from the
environment is one of the moxre persuasive accompaniments of the
growing use of open-systems theory in the study of organisations
(Child, 1972, p.4) I was persuaded.

4. The model is dynamic.

Child argues that theories establishing associations between organisational
features and 'contextual' (situational) factors are inadequate. They
fail to give attention to the process of choice by decision-makers -
choice regarding the organisation's context, choice about the standards
of performance and choice regarding the structural design of the organis-
ation. Hage and Dewar's study (1973) supports the importance of the
'inner-circle’ of decision-makers' values (defined as 'preferences about
ired oxrganisational outcomes') in predicting changes in performance.
g correlational analysis, they found that the value position of the
~e was more strongly correlated with innovation than were any structural
ciables such as centralization or complexity. They concluded that their
idence "supports the view that elites are not totally determined by the
4 of organisation they lead, but are able to manipulate their organ-
ion, at least for innovation" (Ibid, p.287). Hage and Dewar suggest
on this basis, the elite may also have a degree of choice regarding

ucture, lines of authority, regulations and performance. Tessa
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- Blackstone's (1971) comparison of different local education authorities'
provision of pre-school education, illustrates ﬁhe impact of L.E.A. elites'
values on innovativeness and performance. Iocal education authorities
were matched according to the material constraints they suffered and

there were still marked differences in provision which could be explained
mostly by the decision-makers' commitment to providing pre-school

education.

It is the process of choice by the elite that Child focusses upon. He
used the term 'dominant coalition' rather than elite. Political action

is scrutinised in addition to the usual constraints discussed in organisa-
tional studies. These constraints are not seen as wholly determining -
the organisational decision-makers can evaluate and choose how to react

to environmental factors. Similarly, the association between technology
and organisational design is not direct, but a derivative of decisions
made by the dominant‘coalition in control of the organisation; as is the
association between organisational size and other features of the organis-—
ation. That is, the decision-making process is an intervening variable.
zald (1970) places emphasis on the intervening nature of political processes
in his Y.M.C.A. study in which he uses a 'political-economy' framework and
examines "the interplay of political processes and structures with economic
processes and structures" (Ibid, p.232). His study illustrates the
argument that all variables, other than the intervening variable, can be

either dependent or independont variables.

This picture of more flexible, causal relationships between organisational
and envirommental variables brings forward, from the background of most
organisational studies, the decision-making process by the power-holders
of an organisation (who are not necessarily the designated holders of
authority) . That it is a process which is focussed on in this study is
in line with recent pleas from several sociél scientists - including |
Sofer (1973), Pettigrew (1973), Argyris (1972) and Mintzberg et al (1976)
- for dynamic frameworks for the analysis of organisation. Child's

concept of 'strategic choice' has been adopted to describe the decision-—

making process regarding long term goals and the adoption of courses of

action, as the concept fulfils the dynamic criterion described very clearly

by Sofer:
To understand organisational behaviour in general and
organisation decision-making Iin particular we need to
examine organisations as flow systems analyzable only
through time. I should like to view the roles of
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individual and department less as fixed positions
‘than as loosely defined sets of rights and duties
to improvise, innovate, and initiate action and to
impinge on colleagues and on the external enviromment
++- A significant part of organisational behaviour
is to be understood only through close acquaintance
with whole successions of interrelated and overlapping
events as they unfold through time. We need a
series of first-hand intensive studies that will
show how and why it is that one event leads to
another, and that will provide material for the
detection of characteristic Sequences, an organis-
ational social psychology of process. (Sofer, 1972,
PpP.267-8)

Pettigrew attempted such a 'first-hand, intensive study' of an organisation.
His object was to further develop Cyert and March's (1963) conception of
organisational decision—making which Pettigrew (1973, p.265) felt was

deficient in Presenting the:"

brocessual aspects of demand generation and give(s)
no consideration to the forms of Strategic behaviour
used in mobilizing support for a demand, and to how
the organisational structure might limit such a
process.

Pettigrew analyzed personnel behaviour in one firm over a time period,
observing the mobilization of power. 'Mobilization' is a key concept in.

his study because he started with the assumption that :

decision-mak.ing in organisations is not merely a

thought process that balances goals and means, or a
choice process in which the enviromment is discriminated
as a limit to choice only through the mind of the
decision-maker. . Rather, it may be understood as a
political process that balances various power vectors.
(Ibid, p.265)

Five elehenﬁs_in the deéision—making Process are named :
1.- Evaluating constraints from the- environment ;
"2 Thinking through gbals and means; »

3. Negotiating with the power-centre (which requires that the negotiator
has knowledge as to who are and as to how to approach the power-
holders) ;

4. Mobilizing support for the proposed strategy; and

5 Implementing the strategy.

The third and fourth elements are additional elements to those described

by Child (evaluation, choice or goal, and strategy) because Child is
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describing the process only from the time it moves into the sphere of the‘
'dominant coalition’'. He seems to assume that the power-holders initiate
all strategies whereas Pettigrew recognises that demand can be generated
at any level in the organisational hierarchy or even 6utside it. Gouldner
(1954) implied what Pettigrew has made explicit when he, Gouldner, said
that bureaucratic patt-ervns can be either 'initiated or ratified' (my
emphasis) by the power-holders. Zald also perceived that the decision-
making process could be initiated through environmental pressures. To
follow the process from its generation coming from pressure by

an individual or group, through to the implementation of the strategy,
Pettigrew suggests examining "where the demand is voiced, who articulates
it, who hears it, and how widely it is diffused" (p.266). He found
through empirical study, that the structural position of 'gatekeeper' was
critical both for communicating demands and for mobilizing support for
demands. A gatekeeper is a person who is the linkage between groups,
either within levels or between levels. The gatekeeper is critical in
the free kindergarten and playcentre movements because both have structures
based on a system of representatives from each lower level comprising at
least part-membership of the next level. These representatives have the
opportunity to close the gate on communication between groups in the

organisation.

There is a very strong resemblance between the approach adopted in this
study and the political-economy approach used by 2Zald (1970) in his case
study of the Chicago Association of the American Y.M.C.A. This study is
a case study as was Zald's, and both use a framework to provide "a set

of descriptive categories and an interpretive framework for ordering the
analysis of the dynamics of structure and change" (Ibid, p.240), within
the organisational unit being studied, rather than purporting to use the
data to test theoretical généralisatioﬁs.- There’lé an égreéﬁent‘too
that oréanisatioﬁal studies sﬁbuld have a theoretical base and should

" .study organisations as total organisations, examining the interrelation-

ships among groups within and outside the organisation. . 2

Zald argues that the economic and political variables in an organisation
can be arranged into a political-economic framework which he sees as the
most 'efficient and illuminating approach' for explaining organisational

change.
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This approach postulates that economic and political
forces, structures, pressures, and constraints

(1) are among the most significant motivators of
change, and (ii) are the key factors shaping direc-
tions of change. The political-economic approach
is efficient because it concentrates investigation
on two key processes and structures and their
interrelation ... This approach is illuminating
because it allows a greater explication of political
and economic processes and structures within
organisations than most sociologists. have heretofore
provided. It forces the researcher toward a more
finely wrought conceptualization of organisational
polity and economy than has been the norm ...
without explicit focus on polity and economy as the
central objects of analysis, however, a rich set

of distinctions and analytic units has not been
developed. {Ibid, p.240)

Child's framework uses many of the same variables as Zald's political-
economic approach and much of the description and analysis in my study
would be similar regardless of whether Child's or Zald's framework had
been adapted, because key variables, for example, the power structure,
decision-making process, resources, and client demands are the same.
Zald organises his material by discussing the two strands of his
framework - the polity and the economy - and the interrelationship between
the strands. Child has developed his framework by proposing a cyclical
framework which better describes the dynamic relationships between key
variables influencing organisational change, and therefore subsumes the
political-econoric aoproach. I believe “t is also superior kecause of
the explicit focus on the process of strategic choice which produces
change, and because it is able to cope with the 'unconventional game'

which Weick described as occurring in education systems.

There are similarities also between Zald's Y.M.C.A. study, and Gouldner's
case study of the gypsum factory and gypsum mine in theix highlightiné'

of the succession process in fheir discussion of power relations and
organisational change. When a transfer of power occurs, the relationship
between the polity’'s structure and the>ecoﬁomic structure is frequently

shown more explicitly in the subsequent changes.

What then are the key variables in this present study? Presented on the
following page is my adaptation of Child's diagram of the role of strategic

choice.
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E}ghre 8: The Role of Strategic Choice in Organisations

The key concept in this framework is that of strategic choice by decision-

makers. Child argues that:

envirerrental conlit ons cannot be regarded a. a
direct source of variation in organisational structure,
as open-systems theorists often imply. The critical
link lies in the decision-makers' evaluation of the
organisation's position in the environmental areas
they regard as important, and in the action they may
consequently take {p.10).

_The.choice process, éﬁtaiiing_evalua;ion of demand ahd of envifonmental
factors, and action, is therefore an intervening variable in any change
. event within the organisation and between the orgaﬁisatiop and its
environment. Because of this intervening variable, cénstraihts from
environmmental variability, complexity and illiberality, constraints from
organisational size, and constraints from the organisation's technology
are not as deteministic as many social scientists make out. The concept
of strategic choice, in brief, describes £he process wheréby the decision-
makers can filter the effects of one type of variable on another.

In developing his argument, Child focussed on effects on structure.
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A strategic choice is usually a complex process in that numerous referents
are often involved. These referents may be any of the variables
illustrated in the diagram. The number of variables influencing the
strategic choice or being influenced by the strategic choice varies for
each strategic choice; however, the variébles involved are linked together
loosely in an interacting relationship. Because the sub-systems in an
education system are loosely connected, change in one organisational
variable does not necessarily have a strong influence on the other
.organisational variables. For example, a strategy resulting in a change
in the type of programme offered probably would not initially affect the
scale or structure of the organisation, although re-allocation of resources

may be necessary.

All variables are potentially dependent variables or independent variables
(except, logically, the intervening variable: strategic choice).

This characteristic of Child's framework allows for greater flexibility
in the theoretical approach to organisations. For example, studies con-
cerned with organisational performance have generally regarded structural
variables (possibly affected by the organisation's environment) as the
independent variables and performance as the dependent variable. Child
says that performance can be viewaed as input as well as output because
pecrformance can influence resource availability from the organisation's
enviromment which in turn puts pressure on the decision-makers to alter
their goals and/or strategies regarding the organisation. The cyclical
nature of the framework and its flexibility poses problems however when
it comes to documenting the process of formulating and implementing
decisions in the playcentre and free kindergarten movement, because a

book has to be written in linear form.

Four strategic choice processes will be examined in detail in this study

-~ two for each voluntary organisation. Instead of allowing these examples
to set me on a never-ending treadmill cycle, as is possible with

cybernetic models, an arp;trary dependent>variable has been selected;

thaﬁ of performance. The process culminating in performance can start
anywhere on the cyclical diagram and may, in fact, go through this
performance stage twice if the stimulus for change is an internal one;

once early in the process when the strategic choice process is triggered
of f by an organisational variable, and organisational and/or environmental

strategies are formulated; and the second time when the effectiveness
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of the actions from the choice process is perceived by an awareness of

organisation performance.

Performance is the result of two factors: organisation effectiveness

and environmental effectiveness. The formexr will be assessed using two

criteria:

1. Effectiveness in producing the educational service of the type, quality-
and in the quantity that families with young children who use pre-
school services desire; and

2 Effectiveness in satisfying the organisation's personnel without
adversely affecting in too great a degree the first criterion.

Joint optimization of the 'production' and social needs is called
for. Satisfaction will be assessed by intrinsic means (asking about
feelings of satisfaction) and extrinsic means (expression of griev-
ances, and turnover).

Environmental effectiveness will be operationalized by examining which

social groups in the total population of pre-school families become clients

of the two movements. David Barney's (1975) findings will be used to

supplement my own data in this section.

These criteria of performance correspond closely with Bass's (1971)
criteria for evaluating organisational success: "(1) the 'material’
criteria of profits, productivity and self-maintenance, and (2) the 'social'
criteria of worth of the organisation to the individual members, and (3)

tne worth of both to society" (p.103), except that Bass's third criterion
is stated more explicitly. Bass doubts that a positive correlation

exists on all occasions between the three criteria: so it would seem

that a separate description of each criteria is called for.

Because this study has adopted the case study approach and is focussing

on qualitative analysis of organisational processes, no attempts have

been made to devi;e or use any indices of effec;iveﬁess.‘ Thg literature
on effectiveness indicates that.attempts at méasurihg and ccmparing o
organisational effectiveness have been fraught with difficulties -
difficulties in comparing effectiveness when there are too many variables
to control for. Social scientists have not been successful in devising
any measures of effectiveness, not even a multi-factor measure. As

Mott (1972, p.185) concluded :
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single prescriptions for effectiveness are like
mirages: desirable but distant, receding, unreal.

Our research shows that various styles of leadership
and organisational structure can be effective ...
Selection of the appropriate decision-making structure
is influenced by the legitimacy of the various
alternative structures, the proportion of the
professionals on the staff, whether or not emergencies
exist, the degree of improvisation involved in the
work, and so forth. Similarly, the degree of ...
structure affects how other organisational character-
istics are related to effectiveness.

Organisational effectiveness and environmental effectiveness interact with
one another. For example, an inadequate allocation of funds and personnel
to support an advisory service could result in inadequate support for pre-
school centres in some areas, resulting in these centres closing, or not
even opening. Thus, the organisation becomes ineffective in meeting

the needs of some social groups in the environment. The strategic choice
process intervenes in the larger process at some point. To continue

with the example above, the dominant coalition, faced with the decision
about allocation of funds may choose to allocate them elsewhere and may

or may not comprehend the dysfunctional effect on environmental effective-
ness and performance; or they may realise the ineffective performance
regarding potential clientele in the enviromment and seek to attract new
resources from the environment - a strategy which may in turn influence
organisational effectiveness and therefore performance. The strategic
choice pracess often has censcouerces fo.o koth organisational arnd
environmental effectiveness, even though the dominant coalition only
intended to formulate goals and means for improving one or the other aspect

of performance.

DOMINANT COALITION

Because strategic choice by decision-makers is the key'variable, careful
definiﬁion of who comprises the dominant coalition is important. Cyert
and March (1963, p.13) first proppsed this term to refer to those who
"collectively happeﬁ to hold the most power over a patticular period of
time". However, because the other 'players' can enter the 'game' and
'throw balls' when they want to, the implementing of decisions depends on
the co-operation of other organisational members - such mobilization of
support was seen as being vital by Pettigrew in his discussion of the
politics in organisational decision-making. The dominant coalition is

seen by Child as the initiator of strategies, while the other organisational
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members respond, given the assumption (which Pettigrew challenges) that
lower-level members pragmatically accept decisions made by power-holders.
I do not accept that the dominant coalition is characterised by their
always being initiators of decisions. The determining characteristic
of this group, I believe, is that they hold most power at the time of
the decision. Characteristics of the members who most often form the

dominant coalition will be described in Chapter 7.

In the Chicago Y.M.C.A. there was little internal pressure for change
except when new key executives were elected and this led Zald (1970, p.208)
to propose that "only under special circumstances such as internal slack

... does large-scale change occur in the absence of environmental pressure".
If envirommental pressure is an important impetus for change, an outline

of envirormmental variables is necessary.

ENVIRONMENTAL VARIABLES

These fall into four classes: environmental conditions; resources and
the conditions for their availability; interorganisational relationships;

and the clientele and potential clientele.

1., Environmental conditions

Child singled out three important environmental conditions. First,

environmental variability, which refers to "the degree of change
which characterises envirommental activities relevant to an

orgaaisalicn’s operations" (Ibid, Pt He goes on to say:

A number of writers have arrived at the same broad
conclusion; the higher the envirommental variability
and the uncertainty consequently experienced, the more
the prevailing structure of organisation should be
adaptive, with roles open to continual redefinition
and with co-ordination being achieved by frequent
meetings and considerable lateral communication.

(cf Stinchcombe, 1959; Burns- and Stalker, 1961;

and Lawrence and Lorsch, 1967) (Child, 1972, p-3)

Second, environmental complexity which refers to "the heterogeneity
and range of envirommental activities which are relevant to an
organisation’s operations” (Ibid, p.3). It seems to follow that
the greater the complexity, the more profuse is the information for
the decision-makers to consider. Child argues that “envirommental
complexity does not of itself necessarily give rise to uncertainty

if little envirommental variability is present” (Ibid, p-4). The
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third environmental condition Child calls environmental illiberality.
This concept "refers to the degree of threat that faces organisational
decision-makers in the achievement of their goals from external compe-
tition, hostility or even indifference" (Ibid, p.4). The likely
consequence of considerable threat is centralization of decision-

making and greater controls.

Child stresses that before these environmental conditions can effect
organisational changes, the dominant coalition must first perceive and
evaluate the variability, complexity and/or illiberality of the organ-

isation's environment.

Resources

Resources and the rewards expected by the providers is a very important
environmental variable in the study of the playcentre and free kinder-
garten voluntary organisations. As Government is a major source of
funds, particularly for the free kindergarten organisation, the const-
raints which are placed on the organisations by Acts of Parliament or
Departmental Regulations (Chapter 6 indicates that most were shaped in
consultation with the subject organisation, but sometimes not) as
conditions for the acceptance of funds, have important ramifications
for strategies regarding organisational scale, structure, and internal
allocation of resources, and for strategies regarding the approach to

the environment. To quote Zald:

When studying an organisation which depends on some fund

sources apart from its clientele, the sociologist must examine
the norms and rules that have developed in either public
legislative committees or in relationship to major donors (p.l1l2).

These relationships seem to be strongly influenced by whether there is a
scarcity or abundance of funds. The imglicatiqns of different ways of
funding for the two voluntary organisations are summarized on page 269 .
Funding, as I anticipated in Chapter 1, was a very influential variable

on pre-school organisation functioning.

The second source of resources is fees and donations given by the
clients in these voluntary organisations which have a mixed economy -
with income from clients and from outside organisations. Non-monetary
resources - for example aid with training - have been provided

to both pre-school movements by various educational institutions,

and these constitute the third type of resource. Following

Zald's advice again, an examination of the norms and rules which
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have developed with the provision of these resources must be

undertaken.

The fourth type of resource is the time and skills given by paid
staff and voluntary workers. Although most of the voluntary
workers are also past or present clientele of the two organisations,
I will distinguish the voluntary workers from the clientele in any
discussion of resources by the criterion of committee membership.
There is difficulty in the case of playcentre supervisors and tutors
in deciding whether to class these people as paid staff or voluntary
workers because of the very nominal wage given them. I have
arbitrarily classed tutors as volunteers and supervisors as paid

staff in my analysis of the survey data.

Inter-organisational relationships

My discussion of inter-organisational relationships excludes provision
of resources relationships, and is concerned with the "kinds of
relationships which (an organisation's) decision-makers choose to
enter upon with their equivalents in other organisations" (Child,
1972, p-10) . In the period of my fieldwork, most of the non-monetary,
inter-organisational relationships were alliances. These alliances
were either formal via such 'umbrella' organisations as the National
Advisory Council for Pre-school Education and the District Pre-school
Committees (both Government initiated), Pre-school Associations
(initlated Ly decision-makers in che main organisations coiicerned with
early childhood education); or refresher courses; or informal, such
as gatherings of playcentre personnel and kindergarten lecturers,

and informal study/liaison groups with no affiliations.

Zald (1970) mentions another type of inter—organisational relation-
ship - that of deliberate referral of clients. In the field of
early childhood education, this happens only in the case of chlldren
with spec1al needs, although there is a good deal of transferrlng

of children between playcentres and free kindergartens at local levél
which is not approved of generally by the decision-makers of eithe;
movement, except in the case of a change in family residence. In
fact, some local collaborative alliances have been formed to try and

stop transfers where there is no change of residence.
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Clientele
Sill's (1957) and Zald's (1970) studies of voluntary organisations

illustrate the influence of the relationship between clients and the

organisation. Zald calls the decision made by organisational power-

holders regarding the line of action determining what services

will be offered to which groups in the population and how the organ-
isation will relate to clients, a 'niche-shaping' choice. He
describes the pervasive change to the organisation's structure and
economy that took place in the Chicago Y.M.C.A. after the personnel .
implemented a Youth Gang programme serving a totally new group in
the population, and thus changing the Y.M.C.A.'s niche. Sills’
study of the National Foundation for Infantile Paralysis described -
an organisation whose leaders, on the fruition of the original goals
with the introduction of the Salk Vaccine, were faced with the
strategic choice between changing clientele or dying. By adopting'
the former strategy and focussing more widely on children with birth
defects, and thus changing its niche, considerable change occurred

in the other elements and relationships within the National Foundation.

Blau and Scott (1962) felt that something was known about organisa-
tional personnel's orientation to clients but very few studies had
been done at the time they wrote Formal Organisations to ascertain
clients' orientations to different oréanisations and their personnel.
They made a study of two groups of clients who approached two
departments of the same County Agency. One group of clients came

to request help while the other group provided a service: foster
care. The clients in the second group, having some power, got a
better deal from the agency and the social workers in that department

also had better working conditions and were accorded greater prestige.

It is the clients or more generally, the fpublic-in-contact' which

form Blau and Scott's third category of persons who can benefit from

an organisation's activities. The other groups are: members;’

owners or managers; and the 'public-at-large'. Bf asking "Who

is the prime beneficiary?"™ Blau and Scott devised a typology of
organisations comprising mutual-benefit associations, business concerns,
service organisations and commonweal organisations (Ibid, p.43), and
then outlined the problems each type of organisation was most likely

to face. The playcentre organisation could best be classed as a
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'mutual-benefit' organisation having as its recurring problem, the
maintenance of democratic processes. The kindergarten movement
appears to be a mixed type - part mutual-benefit, part service -
"because it serves its members' interest in serving the interests

of others” (Ibid, p.45). It too has problems in maintaining member-
ship participation and also has problems of personnel losing interest
in serving clients and more interested in making their own work

easier.

ORGANISATIONAL VARIABLES

The diagram showing the adaptation of Child's schema illustrating the role

of strategic choice, gives four organisational variables: scale,

programme (technology), structure and allocation of resources. All these

can be, and usually are, interrelated.

Ls

Scale

Most studies illustrating the relationship between size and structure
argue that increased size leads to greater differentiation and
complexity usually resulting in management imposing a system of
impersonal control; or that increased size makes personalized

management impossible, so management usually opts for a decentralized

structure and employs more administrative staff to supervise the

system. Child states that the relationship between size of
organisation and its structure is not as deterministic as studies
such as that by Blau (1970) imply, and that different structures
are possible given controlled size and type of programme. He
emphasizes that when size and technoiogy impose some constraints,

they only do so on certain areas of activity.

Technology

The technology of an organisation comprises the materials, tools,

and techniques (involving knowledgé) used by the members.

Pexrow's (1970) and Woodward's (1965) research are probably the most
refined industrial studies of the relationship between different
types of technologies and organisational structure. These studies
are of little use for the examination of voluntary organisations,
except for Woodward's suggestion that analysis of the informal
organisation may be critical only when mass-production firms are

under scrutiny. However , Perrow's (1965) discussion of hospital
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technology, structure and goals stresses the importance of technology.
In his conclusion Perrow states "... social scientists will do well
not to neglect a basic, pedestrian characteristic of organisations
they study - the nature of the work performed or, more generally,

the techniques available and in current use for achieving organisa-
tional goals" (p.966). He asks that research look at all of the
three factors: the cultural system, the technology and the social
structure, which influence organisations, and regard them as being

interdependent.

Any discussion of voluntary organisations involving employed staff
requires two strands of analysis - one for the staff, and one for

the voluntary workers. This applies to all the organisational
variables apart from scale. There appear to be no studies evaluating
the unique work-role of pre-school staff and its relationship to
organisational functioning. If the children in an educational centre
are regarded as the materials, the play equipment as the tools and
the type of programme as the technique, then it is possible. to
visualize the relationship between the technology used by the staff
and other aspects of the organisation. For example, a change in
tools and/or technique may interact with the allocation of human
resources and with the envirommental strategy concerning the approach

to the market of young families.

More is. known about cne role of voluntary workers and the
relationship of their work activities and other organisational and
environmental variables. Stinchcombe (1967) says that by creating
activitiés in which people can participate, voluntary organisation
leaders try to move people to higher levels of activity and thus
sustain the organisation. He is implying that as well as the goal-
achievement (purposive) activities, voluntary workers are engaged
~in activities which provided a solidary incentive to members to .
continue to participate. The means (technology) by which the playcentre
volﬁntary personnel achieve.their goals are weightéa strongly‘towards
providing solidary incentives (except for a few aspects of the
children's programme which irritate a large proportion of New Zealand
parents and act as disincentives) and its main broad gdal aims for
solidarity through improved human relationships, particularly within

families. Such emphasis on solidarity-giving techniques means that
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the absence of solidarity is potentially disruptive.

The means by which kindergarten voluntary workers achieve their goals
are generally more business-like, providing satisfaction via purposive
incentives, such as opening a new kindergarten. Also the narrow
range of tasks left to lower level kindergarten volunteers leaves

them with few chances to develop a sense of solidarity.

Voluntary workers in service organisations are not equipped with °
physical tools to turn raw materials into a product. Their tools and
materials are predominantly their own skills and knowledge. That
is, the only element of technology (which in industrial organisations
comprises materials, tools and techniques) available to voluntary
workers is technique,!which could well indicate why few low socio-
economic people invol;e themselves in such voluntary work - it is not

work with ‘concrete' tools and materials. It appears to be 'all

talk and no do'.

Structure

Child limits the use of this variable by regarding it throughout his
discussion as a dependent variable, although his diagram showing the
role of strategic choice does not place structure in the dependent
variable position. He does not give adeqguate recognition to the
constraining influence of structure on other elements of the organi-
sation,in this writer's view, because he generally viewed it as the
dependent variable. As I have an expressed interest in the effects
of structure on adaptability (p.ll), structure as an independent

variable was discussed in the literature review chapter as well.

Scott Greer (1955) separates structure in formal organisations into
two classes: the scalar system (division of control and the relation-
ship between control groups), and the functional system (division of

work) . Both structures are present in the playcentre and kindergarten

organisations. It is the former system we are concerned with when

the term structure is used in this study. The division of work is

discussed under the heading Allocation of Resources.

Hierarchical administrative systems are the most common scalar systems

used to lighten the load of top management. Communication break-
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downs ana slowness in communication are two limitations commonly
experienced by those in contact with such a hierarchical structure.
In Greer's opinion (1955, p.62), "bureaucracy is the characteristic
and dominating extended group of our day", or as Sofer (1973, p.224)
phrases it, "the strain towards efficiency manifests itself within

contemporary organisations in bureaucratic principles".

Both the playcentre and -free kindergarten movements could be said

to have 'legal' authority, as both have formal rules {a constitution)
describing their goals and the means of attaining these goals.
Formally, "obedience is owed not to a person - whether a traditional
chief or a charismatic leader - but to a set of impersonal principles"
(Blau and Scott, 1962, p.31). Informally, however, the Free Kinder-
garten Union President on some occasions attempted to get members'
obedience to decisions by direct appeal; for example, to have Standard
By-laws for the whole movement, instead of each association having

its own By-laws.

Under the legal form of authority, a staff of officials are appointed to
administer the organisation efficiently and rationally (bureaucratic-
ally) . Weber proposed that the 'ideal type' of bureaucracy had

several distinct characteristics; there is a high degree of
specialization possible via the division of labour; positions are
organised into a hierarchical structure; formal rules and regulations
govern the activities of cfificials; off’ciials are expected To kecp
relations with clients impersonal; and employment of personnel is
based on appointment of the person with the best technical qualifica-
tions with career promotions possible depending on seniority and/or
achievement level. On the basis of a study of a gypsum mine and
factory, Gouldner (1954) proposed that some of the obscurities in
Weber's discussion of bureaucracy could be overcome if it were to be
accepted that there is not one pattern of bureaucracy but three:

mock, representative and punishment-centred bureaucracies. Mock
bureaucracy exists when rules are initiated by an ‘'outside' agency
which organisational members feel are not legitimate so no one enforces
them. When organisational members make rules which everyone finds
acceptable and are willing to adhere to, the bureaucracy is defined

as representative. Punishment-centred bureaucracy, however, is

characterised by rules having to be enforced by means of punishment




leading to a good deal of tension. This situation usually arises

when one group of members does not see the rules as legitimate.

There has been considerable discussion in recent years about the
shortcoming of bureaucratic structures for our post-industrial socie-
ties and many new structural forms which have been proposed were

- discussed in the literature review, suggesting structure as an-
independent variable, not a dependent variable. What determines

the structure of different organisations?

Child argues that the "direct source of variation in formal structural
arrangements ... (is) the strategic decision of those who have the
power of structural initiation - the dominant coalition" (p.10).
Other studies have overlooked this direct source of structural
variation by failing to recognise that strategic choices by decision-
makers intervene between environmental or organisational variables
and the structural variable. For example, Perrow's study (1970)

has a conceptual framework with the structure as the dependent
variable, and material and information as the independent variables;
and Woodward (1965) links certain kinds of technology with different
structures. Like Child, Sofer (1973) recognises that task and
technology are not absolute determinants, although they will
influence the shape of the administrative hierarchy and the style

of management; all of which have "effects on the sort of emplayees

... tne oryanisation attracts ana recains" (p.220).

In analyzing structure in this study, the levels in the hierarchy
will be described and the amount of power each level has to make
decisions will be examined. The concepts of centralisation and de-
centralisation refer to structural patterns of control: in a
centralised structure the control is predominantly with an executive
unit usually at the top of the hlerarchy if there is a pyramldal
structure; whereas in de-centralised organlsatlons, a greater range
of decisions are made By the lower level constituent parts.

Membership participation in decision-making is used as an indicator

of the degree of centralisation of structure. The type of partici-
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flow of information, crucial for the making and implementing of
decisions, will be analyzed and the importance of gatekeepers will

be noted.

Allocation of resources

Resources include: human resources in terms of time, energy,
knowledge and skills; funds; facilities; - and rewards and sanctions
to motivate performance. Just where in the organisation decisions.
regarding the allocation of resources are made gives an indication
of the degree of centralisation of structure in an organisation -
organisations vary in the amount of discretion over allocation of

resources given to lower level constituent groups.

In the kindergarten movement, during the period of this study, the
voluntary workers moved out of active involvement with the teachers'

structural system, when they handed over their training tasks to the

Teachexrs' Colleges. Therefore the members (human resources) of the
Free Kindergarten movement, now primarily devote themselves to |
serving on administrative committees and possibly parent-helping in
the kindexgartens. Systems growth tasks appear to be given priority
at upper levels while systems maintenance predominates at the local
level, which gives local members some power over the running of pre-~
school centres. The members of the playcentre movement are deployed
in a wider range of tasks which fall into two main classes:
educactional and administrative tasks. with training (which has
publication tasks as its adjunct) still completely controlled by
voluntary workers, and with parent education tasks to do along with
administrative tasks, playcentre members at all levels in the
organisation are engaged in a considerable variety of tasks. Systems

maintenance tasks take up most membership time.

Funds can come from sources internal to the organisation or from

environmental sources. .As we are here concerned with organisational

variables, any discussion regarding funds will cover the questions:

(a) What are the sources of funds from within the organisation and
how (if at all) do these sources influence the types of strategic
choices made by the dominant coalition? )

(b) How do decisions about the allocation of funds made by decision-

makers affect the programme, scale, structure, approach to
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potential clients, economic performance, feedback, and funding
from external sources? (Decisions made by outside agencies
about the funds they have provided are dealt with under the
heading: Environmental Variables.)

(c) How does the internal to external proportion of funds affect
the organisations? This is relevant in this present study;

as both organisations have a mixed economy.

The latter question leads us intc the issue of accountability - a
thorny issue for any segment of the education system, because
educational organisations are service organisations which cannot be
evaluated principally in terms of an economic efficiency criterion.
However, this criterion can assume importance in service organisa-
tions in times of economic scarcity, or possibly if higher level

members have a business orientation.

What about resources termed facilities? These include the accom-
modation and teaching aids used for the childrens' sessions; and

the accommodation, libraries and teaching equipment used for training
staff and conducting parent education sessions. The strategic

choices regarding facilities have been crucial for the directions of
change seen in both the playcentre and the free kindergarten movements,
in terms of the tasks facing voluntary workers and paid staff and in
terms of strategies for approaching clientele. The historical

chapters which follcv chis one, and Chapters & co .1, show how decisions
about types of facilities have influenced the availability and accepta-

bility of pre-school services in New Zealand.

The final class of resources are the rewards and sanctions used by

the organisation's dominant coalition to motivate voluntary workers

and paid staff to perform their tasks. The rewards are the incentives
discussed briefly under the heading of Technology, and these fall

ihto three classes: material, purposive and solidary (Zald, 1970) .

Where the rewards are tangible, the dominant coalition can use the
sanction of withdrawal of rewards to motivate members to perform their
tasks, at the risk of the members using the exit option (Hirschman, 1970).
if purposive-solidary incentives dominate, as they must in a voluntary
organisation, the informal sentiments of other volunteers sanction

those members who do not adequately perform their tasks. If neither

|

positive wooing nor negative sentiments result in adequate task
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performance by a voluntary workexr, the dominant coalition can find
themselves in the awkward position of not being able to sack the
voluntary worker and therefore not achieving the objgctives set for
that volunteer. If large numbers of members appear to lack the
motivation to perform the tasks, it would.suggest that either mock
bureaucracy or punishment-centred bureaucracy is present, characterised
by either the leaders or ordinary workers evading the ruleé set down
for improving performance because the other party does not regard

such rules as legitimate and therefore evades such rules at the risk
of punishments or ill-feeling emanating ffom the other party (Gouldner,
1954) . Sanctions would be used frequently in punishment-centred,

large organisations.

Accusations of not upholding organisational values may be another
type of sanction used, particularly in non-commercial organisation.
This is one function of ideology. I found ideological arguments to
be very influential in voluntary organisations as they were used

on several occasions to induce members to think in the same way as

the leaders.

Sills (1968) outlines two kinds of rewards found in voluntary organ-~
.isations for the individual members. The manifest functions of
membership include the satisfactions of sociability, recreation,
service and/or political action; and the latent functions are social
integration and training in organisational skills. This last
reward is highlighted by McDonald (1974) when she analysed the
reason for the popularity of the playcentre movement, and playcentre
members themselves have admitted this in articles written for the

Playcentre Journal (see for example, No. 35).
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CHAPTER FOUR

METHODOLOGY

There is no one perfect, universal approach

to social research and what is needed is a
clear perception of the various problems
inherent in different situations and techniques,
so that attempts can be made rationally and
without rancour to choose what is most
appropriate to improve present defects rather
than to abandon a promising approach because

it is not already perfect.

Robb, 1975, p.13.

The key variables in the conceptual framework used in this study are the
intervening variable - strategic choice process - and the variables which
indicate the performance of the organisation as a result of past strategic
choices = client groups (environmental variable), and scale, programme,

structure and allocation of resources (organisational variables).

As the main focus of the study is on a process, it was agreed early in the
_planning of this research that participant observation was the most approp-
riate methodology to gather information about how people actually go about
making decisions, and that organisational records would be used to validate
my diary notes. To gather data about variables which indicate performance,
more than one methodology was also necessary. To look at client groups,

a survey was mounted to ascertain the characteristics of pre-school
families who use or do not use playcentre or kindergarten facilities, and
this was cross—-checked by observation and by a statistical analysis of
Wellington pre-school roll numbers compared with three and four year olds
living in-Wellington. Structural and scale variables were assessed
mainly by examining historical and present-day records with some additional
data being sought by my collecting additional figures; for example,
finding out how many adults completed playcentre certificates in one year.
Information about programmes was gathered by reading descriptions of them
in the organisations' records and by observing during the children's
sessions and during the training gatherings for adults. Two further

surveys were conducted as part of my evaluation of each organisation's
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resources and how they are allocated, and the records of the playcentre
and kindergarten movements were searched for additional data concerning

resources.

Thus, it can be seen that a combination of methodologies was used, which
is fairly typical of most case studies. According to Blau and Scott

(1962) :
the field study is the typical research design employed
in the study of formal organisations. This approach
is well adapted for providing an overall picture of
the organisation and information about the inter-
dependence of its constituent parts ... The field
study is particularly hospitable to the combined
use of a variety of data gathering methods, including
direct observation, interviewing and the analysis
of documents and records. (ITbid, p.20)

I employed the same variety of methods to gather data during this study.
That is, I used a methodological triangle. Lipset, Trow and Coleman
(1962) used a similar methodological triangle in their case study of the
International Typographical Union, including interviewing people both
personally and by post. These researchers found it necessary, because
of limited research resources, to focus on one organisation; while, for

similar reasons, I have made a very thorough examination of two.

Are data from one or two case studies sufficient for obtaining explanatory

generalisations?

A fundamental dilemma is posed for the study of
organisations by the double requirement of examining
the interdependence between elements of a social
structure on the one hand, and of observing many
independent cases to substantiate generalisations,
on the other ... And even when comparative empirical
data on many organisations are available, conceptualising
the organisations as independent cases would involve
ignoring their interdependence on larger society,
whereas focussing upon their interdependence would
leave the investigator, once more, with only one
case. This dilemma cannot be definitively
resolved. (Blau and Scott, 1962, p.12)

Lipset, Trow and Coleman chose one case, not only for economic reasons,

but also because more vivid description is possible and because they believe
that generalisation is possible from one case if sociological concepts are
used; while Tannenbaum et al (1974) chose many organisations in seven

different countries to show the effect of the culture of the society in
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which they are embedded, as well as the effects of organisationalA
variables on organisational hierarchy and on organisational participative-
ness. If research resources are no problem, the choice between studying
one organisation or many cases will probably depend upon the commitment

of the researcher to one of Chern's approaches (1969) to social research:
pure basic research (orientated towards theoretical problems) , basic
objective research (orientated towards a problem which arises in some
field of application), operational research (orientated towards tackliné
an on-going problem within some organisational framework), and action

research (the researcher introduces and observes planned change) .

As I believe that the disadvantages of detached social research, exem-
plified in the first two approaches, outweigh the advantages, my choice
of approach was mainly operational research - tackling on-going problems
within two organisations, the playcentre and free kindergarten organ-
isations. . I was also sufficiently accepted by my subjects to suggest
minor changes to the playcentre association structure during my field
work, which enabled me to study the consequences (not reported in this
thesis) . Such research behaviocur falls into Chern's category of action
research. The dissemination of my results via the media, non-academic
journals, and papers given to the subject organisations (in addition to
writing this thesis) reflects my commitment to doing research which is
useful to the general public as well as being concerned with finding themes

useful for developing models from which thenreticians can generalise.

During this study, the data was gathered by using a methodological

triangle, but different combinations of methods were employed to measuré
different ﬁariables as I have described at the beginning of this chapter.
Rather than going into more detail about these various combinations, I
intend reporting on each of the methods in turn: participant observation,
interviewing and analysis of the organisations' records, discussing selected
relevant literature and describing my experiences in using each of the

‘methods.

PARTICIPANT OBSERVATION

As it is a process which is the key variable in this study, the method
most used and emphasized is participant observation, because it reflects
the nature of human life (Bruyn, 1966). Riley (1970) says that the asset

of this method is that the observer can grasp the processes and patterns
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of behaviour as a whole and thus obtain a rounded view of life in the
organisation, including latent patterns of behaviour. It was for these
reasons that so much importance has been given to data obtained by

participant observation.

Junker's discussion (1960) of the social roles an observer may take.
ranging from complete participant, to participant as observer, to
observer as participant, to complete observer; and of problems involved
in ‘getting in', 'staying in' and 'easing out' were most useful to me
when I adopted the role of participant observer. I was not totally
unprepared for the initial strange feelings I experienced as a 'marginal
man® and I was also able to anticipate some of the pleasures of the field
work . Vidich et al. (1964) also provide examples of the problems and
joys of field work. They describe the date collection process of
several community studies, such as Whyte's Street Corner Society (1955).
Their presentation of the researcher's feeling of divided loyalties

at the report writing stage have been particularly reassuring.

Early in my field work I was usually a passive observer. One playcentre
member's tally of the number of times I non-verbally communicated my
feelings about matters under discussion in a meeting late in 1973,
indicated to me that I had already moved away from being a complete
observer, and also that I ought to dampen my non-verbal communication
when I was supposed to be observing. As I came to know the members

oF the vol:. tary organisations cr a mere personsl level, the nanount of
my participation tended to increase, although I rarely took on the

role of complete participant - such rare occasions were at training
workshops, and during the one term I tutored a Helpers Certificate
group in my own suburb. Probably reflecting the greater formality

of relationships between kindergarten members, I was practically always
more of an observer than participant in kindergarten meetings; whereas
at playcentre gatherings I often participated in small ways for, an

estimate of, 50 percent of their .gatherings.

This participation was usually during tea breaks (more common in
playcentre meetings) when members would come and ask me for feedback
from my study of their history, my surveys or reading. Sometimes

I was asked for information during meetings. I endeavoured, in the



interests of remaining a detached researcher, to keep this information
factual, pointing out the limitations of some of my data and possible
alternative interpretations. More playcentre personnel were involved
in the wider field of early childhood care and education than were
kindergarten members, and the former group also made use of my wide
knowledge of the field to keep up to date with visiting speakers,

imminent meetings, courses and so on.

1974 was spent doing field work with the playcentre movement at national,
Wellington Association and local levels: paying particular attention

to the playcentres in the suburbs used for the pre-school families
survey conducted in 1974-4. During 1975, I attended some additional
national playcentre meetings to obtain fuller notes about Federation

conferences, National Executive and Education Sub-committee meetings.

Obtaining permission to observe at kindergarten meetings took a long

time. Kindergarten volunteers félt far more threatened by the presence
of a researcher than did playcentre personnel and, when permission to
observe was granted, I was allowed access to only some meetings or

some portions of meetings. I never attended a Uﬁion Executive meeting.
For knowledge about its tasks and functioning I read the minutes, received
verbal reports from one or two participants, and asked questions in

the pre-school volunteers survey. I did not attend Wellington Association
Executive meetings, except on one occasion when I was around and was

not asked to ieaw=z. Mcre rarennal, confidential matter~ were attended

to at the Association Executive meeting, otherwise the business was

the same as at Council meetings. I began attending kindergarten

meetings (including the Union conference) in mid-1974, and I continued
wt+h the field work with the kindergarten organisation throughout 1975.
“The pre-school staff survey and the pre-school volunteers survey were

aom@ﬂeted in 1975 also.

Juring the course of ‘my research I attended seventy-two playcentre
meetings (training and administrative, including two Federation
conferences); and fifty kindergarten meetings (training and adminis-

trative, including two Union conferences and one N.Z.F.K.T.A. conference).
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I attended 50 percent more playcentre meetings than I did kindergarten
meetings for three reasons, mostly related to differences in their
structure and functioning. Firstly, the kindergarten organisation
held fewer meetings. Secondly, I was excluded from attending
kindergarten national and association level executive meetings.
Thirdly, the playcentre tradition is to include as many people as
possible in decision making, and they take proposals to a variety of
meetings before the decision is finally made. The historical chapter
will describe how major proposais are circulated around New Zealand\
before a decision was made. When a change seems necessary, alternatives
are generally discussed and re-formulated at a variety of meetings

before consensus is reached as to choice and method of implementation.

I spent a week participating and observing at Wellington Kindergarten
Teachers' College; and three days attending the Early Childhood Care
and Development Convention. I was able to attend five meetings of the
National Advisory Council on Pre-school Education and eight meetings

of the Wellington District Pre-school Committee. In addition, I

went to approximately fifteen meetings of various groups interested in
early childhood education; devoted over sixty hours to participant
observation of children's sessions in many playcentres and kindergartens;
conducted sixteen informal interviews of over an hour's duration with

a variety of early childhood personnel; and spent many hours chatting
to pre-school parents, staff and volunteers either over the phone or

over cups of tea.

My field work diary finally comprised 490 pages of singlé—spacéd,
abbreviated notes. The extent of my field work, with regard to time
spent and with regard to the range of activities, gave me a full and
first hand understanding of the strategic choice processes and the
day-to-day activities occurring in the playcentre and kindergarten
organisations, assuming I was able to accomplish the task which Goethe
says is the most difficult of all: "That which seems to you the
easiest, to see with one's eyes what is lying before them"; which I

believe I did. Data from other methods substantiates this.

Stacey (1969) describes the hazards of the participant observation

method thus:
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The information collected in the course of parti-
cipant observation is revealing, especially to the
observer. It is hard to transmit to others,
except in a wordy and descriptive manner, and even
more difficult to prove the truth of the insights
received. More systematic observation can some-
times turn such insights, or field work hunches,
into demonstrable facts. (p.102)

More systematic observation was undertaken, with the assistance of
twenty-seven senior sociology students doing a course on research
methodology, of the children's programme in pléycentres and kindergartens,
and the results of these more structured observations are reported in
Appendix 4. To summarize briefly, there were a number of small
differences in the children's programme which, when aggregated, indicate
that kindergarten sessions are more organised or more structured.

The validity of parents' views expressed during interviewing was

established.

In addition to using structured observations to demonstrate the factual
base of field work insights, I kept relating my observations to

current theories and to empirical facts (gathered from my own survey
material and from other research reports). This was to enhance the
objectivity of my data after I had spent time close to the playcentre
and kindergarten members in an attempt to build up a valid picture of
the patterns of behaviour exhibited by these people in their empirical
world.  The use cf other methods was essertial for checking the relia-

bility of my observational data.

INTERVIEWING

Two introductory texts on social research methodology brought to my
attention the issues that need to be considered before starting
interviewing - either face-to-face or by post. The first, by Blalock
(1970) emphasizes the need for 'sound research' attained by standard-
ization of questions, systematic sampling and standardization of
analysis without giving details of how to aéhieve them. The second,
by Goode and Hatt (1952), provided more detail on how to construct a
questionnaire (including points that need to be considered in
constructing a mailed questionnaire as opposed to a questionnaire that

will be personally administered) and what types of sampling technique
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are appropriate'for different types of research.

Of the more detailed texts consulted, Riley (1970) was found to be

the most useful. She points out that observation and interviewing
methods "parallel and supplement one another in the data they obtain ...
Data from observation refers directly to interaction, ... (while)

the answers to questions represent directly the orientations of

menbers" (Ibid, p.167). This is why I have obtained data by inter-
viewing. The data from three different surveys provided information
about the characteristics of the voluntary decision-makers, the

providers (staff), and the clients. Also, the viewpoints expressed

by these groups of people during interviews supplemented the observational

material which described their actions and interactions.

Riley presents a paradigm containing different alternatives of
sociological research design and, throughout the commentaries on other
research briefly reported in the text, calls for éonsistency between,
for example the level of analysis (termed 'nature of the research case'),
the conceptual model employed and the type of analysis of the data.
The two problems regarding interviewing methodology raised by Riley
are:
| % How can the techniques for questioning individuals be used

to cover several members of a group without their discussing

the questions with other group members? Riley suggests

using .any interviewers'simultaneously, or conducting a

postal questionnaire.
2. How can data about individuals be aggregated into collective

data? Riley says that how they will be fitted together will

vary according to the conceptual model for each particular

study and the level of analysis focussed upon. The techniques

include two which I have used in this study: finding proportions -

of each group which have particular characteristics and/or

orientations; and by describing their responses.

In discussing sampling, Riley covers not only the representational basis

for sampling design, but also the requirements of analysis. Sampling
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errors can arise fromz:
(a) the failure to match the sample to the conceptual total population,
(b) the failure to follow the procedures of probability sampling, and
(c) the failure to question a substantial proportion of individuals
because of their reluctance to co-operate.
Because the samples of pre-school families, of pre-school staff and of
local and association voluntary members of the playcentre and kindergarten
organisation were drawn in the Wellington region, it could be said that
these samples do not match the conceptual total population. It is
accepted that this is a limitation of the study - generalisations should
not be drawn for the whole of New Zealand from the survey data. Probab-
ility sampling was carried out for the pre-school families survey and
for the staff survey, but in the case of the pre-school volunteers survey
a representative sample was subordinated to the requirements of analysis
and a focussed sample was drawn. The high response rate in all three
surveys assured me that there was little chance of sampling error due to

reluctant individuals being missed from the sample.
Details of how each sample was drawn are given below:

i Pre-school families survey in three Wellington suburbs

One hundred and thirty-eight parents with children aged 3 and 4 years
were interviewed in three different suburbs in Wellington in early
1974. The suburbs were chosen on the basis of one high, one middle
7and one low socio-economic district on McGee's ranking (1969) of

Wellington suburbs.

One hundred and eleven interviewees attended either playcentre or
free kindexrgarten - 45 were playcentre participants and 66 were free
kindergarten participants. These numbers represent 25 percent of
those listed on the playcentre and kindergarten rolls in the three
suburbs - Khandallah, Newlands and Newtown, representing high,

middle and low socio-economic suburbs - at the time of interviewing.
Each pre-school centre's roll was sorted into alphabetical order, and
every fourth family was drawn for the user family sample. Oof a sub-
sample of 114, 111 interviews were completed. One family in
Newlands and one in Newtown refused to be interviewed, and a further
family in Newtown could not be contacted for interviewing. The

refusal rate for user-families was 2.7 percent.



= FO, =

Twenty-seven interiiewees were 'non-users' - that is families who

did not use nor intend to use the playcentre or kindergarten sexvice
in that suburb. They all lived in the middle socio-economic suburb
of Newlands. Unfortunately, I was not able to interview non-users

in any other census areas because I was dependent upon the Wellington
Education Board asking schools to conduct a door-to-door survey to
obtain a complete list of all 3 and 4 year olds in a district, and no
other saturation surveys were done (within travelling distance) during
the time of my field work. Therefore a sample of non-users discovered
in the saturation survey of Newlands and comprising 33 percent of the
85 families who had pre-schoolers but were not using playcentres or

using or intending to use kindergartens, had to suffice.

Two of the non-user families in Newlands were not interviewed of the
original sample of 29. One refused outright,’while the other family
was so busy that an interview could not be fitted into their time-
schedule. Thus the refusal rate for this sub-sample was 7 percent.
However, the failure rate was probably higher as I found that the
Education Board's saturation survey had not captured approximately
20 percent of the families who were using pre-school services in the
suburb. On the basis of this, I estimate that there were probably
another 21 non-user families in Newlands (total = 106) which means
that my sample is only about 25 percent of this group of families;
the same proportion as was drawn for the 'users' sample from a more

reliable list of the total population under study.

I obtained the assistance of another interviewer for a small number
of interviews, which was a useful check on my possible biasses.
None were revealed. A pilot study was conducted in two different

suburbs not used in the main survey.

Pre-school staff survey in the Wellington Playcentre and Free Kinder-—

garten Associations )

Following a pilot study being conducted in late 1974, a small survey
of Wellington pre-school staff was undertaken early in 1975. Using
an alphabetical list of kindergartens in the Wellington Asséciation,
the Head-teacher of every second kindergarten was selected for.the
sample, as was the Assistant-teachers of the alternative kindergartens
on the list. In addition, those staff members at the kindergarten

in the three suburbs used for the pre-school families survey who
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were not caught up in the first draw were added to the sample list.
All twelve Head-teachers and eleven Assistant-teachers in the sample

agreed to be interviewed.

In the Wellington Playcentre Association, the sample comprised twenty-—
one Supervisors* and eighteen Assistant Supervisors. From an

alphabetical list of playcentres giving staff nameé, I selected every

- fifth Supervisor and every fifth Assistant Supervisor to obtain a

random sample of twenty-three. In addition, those staff members at
the playcentres in the three suburbs used for the pre-school families
survey who were not caught up in the first draw were placed on the
sample list. The total sample of playcentre staff was thirty-nine

and, again, the refusal rate was nil.

Because the survey was on such a small scale, no computer analysis
was attempted. The information on the schedules was analysed by hand-

tallies and any necessary calculations were done on a calculator.

Pre-school volunteers survey

In mid-1975 a further small survey was conducted. This time it was
of voluntary members of the playcentre and kindergarten movements,
using Wellington respondents at the local and association levels

plus members of the national body of both organisations.

As was the case for the other surveys, this one was a limited survey
of an exploratory nature because it was only one component of a
complex study being undertaken by one person. The total sample of
162 volunteers was surveyed by two methods. Forty-four local and
association people in Wellington were personally interviewed, and a
further 140 members from all levels in each organisation's hierarchy
were sent a postal questionnaire which had identical questions to
those used in the personal interxrview schedule - thus preserving the

standardization of questions that Blalock (1970) calls for.

Two of the 46 members originally approached for an interview
declined to be intefviewed; making a refusal rate of 4 percent.
There were 118 responses to the postal survey which gave a reply rate

of 84 percent.

* Supervisor with a capital 'S' refers to the head Supervisor.
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The sample finally comprised 162 people; and the composition of

the sample is given in Table 4.1 below:

Table 4.1. Composition of the Pre-school Volunteers Sample
Playcentre Kindergarten Total
% % %
Local 57 65.5 50 66.7 107 66.0
Association 13 14.9 16 21.4 29 17.9
National 17 19.5 5 12.0 26 16.0
87 99.9 75 100.1 162 99.9
Proportions of Total: 537 46.3 100.0

It was in this sample that representativeness was subordinated to the
need to get sufficient numbers in the different categories to learn
something from them. The 87 playcentre volunteers and the 75 kinder-
garten volunteers do not represent, prqportionally, the number of people
in New Zealand who are involved in the two movements. No-one knows how
many people are on pre-school committees and councils, but as there were
approximately 400 kindergartens and over 700 playcentres existing in New
Zealand in mid-1975, it is very probable that playcentre volunteers

considerably outnumber kindergarten volunteers.

Two—-thirds of the total sample were involved only at the local level and
these local respondents were placed on the list from which the sample was
drawn on the basis of their holding a pos<ition of responsibility, heéause
I wanted people who could give me more informed opinions than I assume
ordinary committee members may have. Thus the sample does not encompass
ordinary committee members at the lowest level of commitment. Fifteen
percent of the playcentre sample and 21 percent of the kindergarten
sample were association members all working for the Wellington associa-

tions, and many of whom were also involved at the local level.

Nineteen percent of the playcentre sample and 12 percent of the kinder-
garten sample were national members (most of ﬁhom were also involved at
the association level, for constitutional reasons, as well as choice)T
Again, these proportions do not reflect proportions for the whole movement
All of the Free Kindergarten Union Ward members were sent a questionnaire,
whereas only 50 percent of the Playcentre Federation's National Executive

were included in the sample. Also, the sampling proportion was weighted
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more heavily at the top level of each organisation's hierarchy to get

reasonable numbers of members for statistical analysis purposes.
Selection of the sample was based on several criteria:

For the kindergarten movement the sample included:

= All Union members. They were sent a postal questionnaire.

~ Sixteen Wellington Association members. Five elected Council members
were interviewed and seven were sent a postal questionnaire; twelve
of the local sample were delegates to Council and therefore alsoc on the
Association. ,

= Sixty-six local members. Four office-bearers from every second kinder-
garten committee in the Wellington Association (total'= 48 volunteers)
were sent a postal questionnaire. Four office-bearers from four local
committees and one establishment committee were approached for a personal
interview. The local committees selected included those in the three
suburbs used for the pre-school families survey, plus the local committee

of a Grade 2 kindergarten which has a roll of 105.

For the playcentre movement the sample included :

— Eighteen Federation National Executive members. These members, who
were sent a postal questionnaire, comprised every second name on the
National Executive mailing list which has office-bearers then gives
association National Executive members according to the alphabetical
order of associations.

~ Sixteen Wellington Association Executive members. This was the whole
Executive and they were sent a postal questionnaire.

- Seventy-two local members. Four office-bearers from every second
Wellington-area playcentre were sent a postal questionnaire (total = 48
volunteers) . Twenty—-two volunteers from six playcentre councils were
interviewed personally. The six playcentres included three in the
suburbs used for the pre-school families survey; one centre using
group supervision; one centre which had for years been able to obtain
accommodation that would qualify it for full recognition by the Department
of Education; and one centre which operated for nine half-days per

week (an exceptionally high number of sessions).

The data obtained by the three sample surveys not only provided material
to validate observational data, but also produced data that was useful for

evaluating the organisation’s performance. Records of the playcentre and



- 74 &

free kindergarten movements were also useful for both these purposes.

ANALYSTS OF ORGANISATIONAL DOCUMENTS AND RECORDS

Another purpose of examining organisational records was to find out about
the history of the two movements. Riley (1970) states that the most

important advantage of using existing data is that:

It atfords the only means of studying certain kinds
of problems. Past events can no longer be observed
directly by the researcher, nor can they be reached
through questioning beyond the recollection of res-
pordents living today. Thus, the important analysis
of historical situations or long-term trends depends
upon the prior existence of relevant materials,
(Ibid, p.253)

By looking at the playcentre and kindergarten organisations'’ recoxds, past
and present, I have been able to perceive the patterns of social change,

and the emergence of themes in their strategic choice processes over time.

Examination of existing records was undertaken in an exhaustive manner.

All of the files of the Playcentre Federation and the Wellington Playcentre
Association that are still in existence were read and notes taken. These
files contained minutes of a variety of meetings, reports, and correspondence.
In addition, all of the playcentre publications (apart from some of the
child development texts recommended for trainees) and, in particular, the
Playcentre Journals were examined. Where the information was inadequate

on copics or special interest for this study, I supplemented the written
information by informally interviewing early and present-day leaders. To
gather information from the playcentre records, I visited the then Federation
secretary in Auckland to read Federation files, as well as spending long
hours in the following libraries: the Wellington Playcentre Association
library (which keeps old Association files), the National Archives library,
the General Assembly library, and the New Zealand Council for Educational

Research library.

Free Kindergarten Union records are incomplete. Because one long-serving
secretary became rather disorganised in her old age, minutes, reports and
correspondence covering several years were not filed efficiently. In
addition, during one of the changes of location of the Wellington Kinder-
garten Training Centre, many valuable records of both the Union and the

Wellington Association were blown off the back of a truck!! However, I
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read all of the Union and Wellington Free Kindergarten Association material
still in existence. The Union has published fewer books and pamphlets
than has the Playcentre Federation, because the adult education component

of the kindergarten movement is relatively undeveloped.

To examine kindergarten records, I travelled to Rotorua to visit the then
Union secretary to read Union files, and I also spent many hours reading
kindergarten archive material kept at the Wellington Kindergarten Teachers
College before it was integrated, and present-day material at the.Wellington
Association office. Some gaps were filled by having informal discussion

with former national and association leaders.

As stated earlier, the gatheriﬁg of historical information was only one

of three purposes for searching existing recomrds. Examination of present-
day materials was more often used to validate observational data and to
evaluate organisational perxrformance. However, the historical records were
most useful for gathering material which illustrates how the consequences
of earlier strategic choice processes affect the alternatives open to
pre;ent-day decision-makers. The two historical chapters (Chapters 5 and
6) which follow are a necessary prelude for the central chapters of the
thesis concerned with detailed examinations of how strategic choice proces-
ses influence organisational and environmental variables. It is hoped
that by the end of the historical chapters the thesis of this study will

be emerging. Namely, that the strategic choice process is the critical
variable in organisational change, and that ideology, economic resources
and earlier strategies are the key factors influencing each new strategic

choice process in the two pre-school organisations.
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CHAPTER FIVE

THE HISTORY OF THE PLAYCENTRE* MOVEMENT

I have heard the playcentre described by one of your
own members as a place where you 'go along with your
children and grow along with them’.

Prof. H C D Somerset, 1961 Conference

In keeping with the way organisations really function, and with the
dynamic approach to the analysis of organisational change adopted for this
thesis, these historical chapters have been organised chronologically,
rather than thematically. I am treating the organisations as "flow
~systems analyzable only through time" (Sofer, 1973). A summary at the

end of each chapter will attempt to draw out the thematic patterns.

In addition to building up a pattern of earlier strategic choice processes,
the historical chapters provide the opportunity for the writer to describe
how the playcentre movement's mode of functioning differs from that of the
kindergarten movement. Only the structural differences were outlined in
Chapter 1. Also, like Robert Brown (1963), I believe that historical
explanation is part of every scientific explanation - be it in the field
of physical, biological or social science. Therefore these historical
descriptions and analyses of the two movements which follow, contain
partial explanations of today's strategic choice processes. Stinchcombe
(1965) contends that "organisational forms and types have a history and
this history determines some aspects of the present structure of organisations

of that type" (Ibid, p.l1l53).

The next two chapters contain material which is predominantly descriptive.

In this chapter I will deal with the beginnings of the playcentre movement

* Playcentres were originally called Nursery Play Centres. In 1962 the
word "Nursery" was dropped and the 1973 Conference decided to use the. title
"Playcentre" (as opposed to Play Centre) in an attempt to protect the
title. I shall use "playcentre" throughout this manuscript unless
giving a direct quote made prior to 1973.



and then describe separately the development of the Playcentre Federation
and the development of the Wellington Playcentre Association. The kinder-

garten movement will be similarly described in the following chapter.

PIAYCENTRE BEGINNINGS

The playcentre movement grew from two different seedlings which were grafted
together in 1948. One seedling was a course run by a new form of adult
education centre. In 1938, Gwendolen and Crawford Somerset established

the Fielding Cammunity Centre for Further Education, which had the broad
objective of "making a fuller life possible. (Continuing or further
education) was essential to the maturing of a personality fhrough the develop-
ment of a more sensitive perception of people and events, along with a
deeper understanding of one's own development” (Somerset, 1972, p:23).

Gwen Somerset felt there were two 'frontiers' of education at that time -
adult education and early childhood education - and believed that if

parents participated in play groups then adult education could be integrated
with early childhood education. Following the approaches of two mothers
with ‘problem’ children to Gwen Scmerset, the Community Centre Nursery
School was established in September, 1938. It had as its primary objective:
adult education. This nursery school had both a practical function and

an educational function, as it provided concrete activities for mothers

and children, upon which discussion could be based. The Fielding Nursery
School, which changed its name to Nursery Play Centre in 1944, was also

used by a class of éecondary school punils as a practical workshop for thzirx

child development course.

The other seedling grew from an idea proposed by Inge Smithells and Joan
Wood (both from Wellington) soon after the outbreak of World War ITI.

Their idea was formulated, with the help of Beatrice Beeby, into the
strategy of establishing co-operative groups of mothers to run playcentres;
having as their objective: giving mothers some respite from the care of
young children. From the outset, mothers had the responsibility for

running their own playcentres.

The first playcentre opened in April, 1941 in Karori, and a second one was
opened shortly afterwards in Kelburn, both using church halls for accommoda-
tion. These and other playcentres were quickly formalized by the foundation
of an Association with a Management committee in July, 1941. The

Association drew up a "statement of aims that read: 'The purpose of a
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Play Centre is to provide (a) leisure time for mothers, (b) opportunities
for the social development of the pre-school child; these benefits should
be provided by a co-operative effort on the part of mothers (i.e., by
taking the responsibility of caring for the children, and by making the
Play Centre self~-supporting)." It was agreed that time and effort
should not be wasted on the usual money-raising activities" (P.C. Journal,
No. 7, 1962). Minimum attention given to this latter task is still a
feature of the movement. Funds at this stage came from the New Education
Fellowship, the Department of Internal Affairs and parents giving 3d per
session contributions.  In these early years, playcentres were estab-
lished in districts where there was no other provision for pre-school

education.

The grafting of the two seedlings was a gradual process. Beatrice Beeby
and Gwen Somerset were friends. Beatrice Beeby, when she saw the Fielding
Mursery School, exclaimed that it was a playcentre, and so its name was
changed. Gwen Somerset in the mid-1940s gave occasional adult educational
lectures to playcentre personnel while visiting Wellington and began
instilling the philosophy of helping the child by educating the parents.
The grafting process was completed when the Somersets moved to Wellington,
and Gwen Somerset was appointed the first Supervisor of Training to the
Wellington Association, and was elected first Federation President of the
New Zealand Federation of Play Centre Associations in 1948, It is inter-
esting to note that although Gwen Somerset also lectured at the Wellinoton
Kindergarten Teachers' College from 1948 to 1960, this did not result in

a close affiliation between the Wellington Free Kindergarten Association

and the Wellington Playcentre Association.

HISTORY OF THE NEW ZEALAND PLAYCENTRE FEDERATION

Playcentres were opened in Christchurch in 1941 and later in other North
Island towns; for example 1944 saw the first playcentre in Auckland.

Rural playcentres were established in Canterbury from 1943, but other rural
areas did not have playcentres until after 1950. Inge Smithells visited
playcentres around New Zealand in the interests of uniformity and to discuss
the possibility of a federation being formed. The drafting of the
Federation Constitution was begun in 1944, and this Constitution formalized
the federated structure (Sills, 1957) of the national body; such a
structure being anticipated by the organisation being a voluntary one and

by the constituent parts functioning before the national body existed,
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although only for five years. The Playcentre Journal which documents

the Federation history reports:

The organisation of a national body so early in the
history of the Play Centre movement was made for good
reasons, not the least of which was that a small
Govermment grant had been made available to Play Centres
and a Federation would be necessary to receive and
distribute the money. The inaugural meeting, held
in Wellington in December 1946, was attended by repres-
entatives of the Auckland, Christchurch, Palmerston.
North and Wellington Associations. The initial £100
grant from the Education Department, the meeting decided,
would be used for (1) training of supervisors, (2) sub-
sidizing staff salaries, and (3) equipment. (P.C. Joural
' No. 7, 1962)

The Constitution was approved by the four Associations and the first

Annual Meeting of the Federation was held in May, 1948, When a Department
of Education grant of £1000 was made, the Federation decision-makers

agreed on the strategy of distributing it to the associations on a pro rata
basis. Other tasks adopted by Federation members in 1948 included:

- preparing a standard list of equipment,

- preparing Federation publications.

I Play and I Grow (N.Z. Playcentre Federation, 1949) was adopted as the
National 'book of words' and did much to help Association and Federation
leaders formulate their organisational strategies as regards organisational
atructure,; *“echnology and allocc+ion of reccurces, and thoir anvironmental
strategies as regards relationships with clients, Government and other
organisations. The Foreword to the 1949 Edition of I Play and I Grow

stated :
A Nursery Play Centre is a pre-school service which
provides suitable play conditions for small groups of
children of nursery age on one or two afternoons or
at such other times as the local playcentre may
determine.

A nursery play centre is also a service to mothers
of pre-school children. It provides help to mothers
by giving them some relief from the constant care of
young children. It also provides opportunities for
parents to learn more about the needs of children by
asking them to take a share in the activities of the
play centre by organising discussions, by showing
films and by promoting in other ways the study of

the life of the child.
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Also contained in the booklet were a list of standard equipment; the
tasks the mothers had to perform in order that a playcentre function;

the structure and tasks of Associations and Federation; and statement
about methods for the children's sessions: "The methods practised in
nursery play centres are similar to those used in modern kindergartens"
(I Play and I Grow, 1949: Foreword). At that time the programme for
children in both services was fairly 'structured'. Auckland Association
records the first free play session occurring there in 1951, and a later
edition of I Play and I Grow (1970) says that as playcentres developed,

"free, spontaneous play was substituted for more formal routines" {p.39).

It is interesting to note that at this stage, 1949, playcentre personnel
saw their movements as having the same aims as the free kindergarten
movement, and envisaged that "where numbers warrant, and finance and a
site are available, a playcentre may develop into a free kindergarten"
(I Play and I Grow, 1949) ; and "the converting of some playcentres to
kindergartens might be regarded as a natural growth of a play centre"
(NZPCF Ann. Rpt., 1949). In 1950, apparently, "there was still no
-recognition of the indivisibility of a Play Centre and parent education
as we accept it now" (P.C. Journal, No. 7, 1962). Publications such as
the Federation Newsletter and I Play and I Grow pointed out the relation-
ship, but the practise of this ideology was not instituted except around
Wellington where Gwen Somerset was able to help centre personnel with

parent education programmes.

Parents from each playcentre training to be supervisors for that centre

is the strategy which identifies the New Zealand playcentre movement as
unique in the world, even amongst other early childhood services which
share the ideology of parents co-operating to provide a pre-school service.
In 1946, the supply of kindergarten teachers willing to supervise in
afternoon playcentre sessions ran short; and when Government agreed to
pay kindergarten teachers' salaries in 1948 on the condition that free

kindergartens had afternoon sessions and did afternoon parent work, this

source of teacher resources to playcentres dried up. For further
information, see Chapter 6. All associations decided to train parents

for the task of supervising; thus deciding that playcentre was to remain

separate from the kindergarten movement. Out of this event (externally |
stimulated) grew the practice of parents being supervisors based on the
ideological belief "in parents as the best educators of their own

children" (P.C. Journal, No. 18, 1970).
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The strategy of obligatory introductory talks for new members, first
raised in 1954 and adopted at the 1960 Federation conference after much
debate, did much to strengthen the unique identity of the playcentre move-
ment. The ideology of parent involvement, took on an additional depth

of meaning. There are only two obligatory facets of the parent education
programme : parent helping, which is recognised as having an eduéational
function, and the introductory talks. Other parent education activities
are voluntary, but they also function to enrich parenthood and improve

the effectiveness of the parent helping in children's sessions; with the

latent function of deepening parental involvement in the organisation.

The literature about early childhood education has only recently come to
endorse Gwen Somerset's philosophy that little can be done for the young
child unless it is done with his parents. Because of the education/
training service offered to parents, the playcentre movement must be
regarded as a dual service having two principal tasks - adult education,
and early childhood education.

These tasks are inextricably intertwined, which involved members recognise
and reiterate in their publications; for example, in the Foreword to most

Playcentre Journals there is a statement to this effect:

If you want to participate in your child's education,
if you want to learn as he learns, if you want to
watch him develop and help him by knowing how to
help him learn and grow effectively - Playcentre is
for gou. (?.C. Jouraal, No. 30, 1974, p.2)

Individuals and groups in the environment, do not appear to appreciate the
interaction between the two forms of education so well. This is illustrated
by some of the ways Government assistance is given to the playcentre move-
ment. For example, since 1973 the grants given to associations are adequate
if they were only for administration costs, but they are inadequate when

it is realised that associations finance the training and parent education
programes . Another example is the lack of provision of space for parent
"education activities in the playcentre building code drawn up by Departmental

officers.

Overseas research, however, is supporting this ideology. Gray (1974)
reporting on the Early Training Project in the U.S.A., a programme for
young children which involved the mothers as active participants in their

children's early childhood education, comments on the 'vertical diffusion'
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effects on the siblings of the experimental children. Gray concludes

that a small amount of intervention, in terms of the proportion of time
spent at the programme in relation to waking hours, could hot have a
lasting effect unless programme experiences were reinforced by home and
appropriate schooling experiencés. Gray, like Somerset, believes that
there is an interplay between the child, his home and his pre-school;

and an effective programme for the children must involve all three workiné
together. The playcentre philosophy is "children and parents living and
learning alongside, is a sound basis on which to build educational practice,

as well as to provide a rich family life" (I Play and I Grow, 1970, p.40).

The 1949 Federation conference discussed the drawing up of basic principles
and a common syllabus for the training of supervisors but decided to defer
such action. The question of a standard training scheme for all associa-
tions has been a perennial issue since that date; for example, Lex Grey,
the other leading figure in the history of the playcentre movement, moved
that the Dominion Advisor co-ordinate standards of training. This was
defeated when put to the vote. Successive dominant coalitions of the
Federation have doggedly reinforced the decision to allow "Associations

to meet the problems pzculiar to their areas in their own style, (as) this
keeps individuality alive and enhances the variety and depth of experience
in the Federation as a whole" (P.C. Journal, No. 18, 1970) both for
aduinistrative and parent education/training tasks. A common base was
arrived at in 1961 wber na*ional minimum standards of training were intvo-
duced, and in 1966 Federation did begin issuing National Supervisors

Certificates.

1950 saw a new association, Dunedin, formed and a change in the relation-~
ship between the movement and the Department of Education as funding agency.
From 1951, grants were made to individual playcentres on a per term basis
(with a maximum of three sessions per week permitted) for their maintenance
once they were 'recognised' by the Department of Education, and providing
'they maintained théAmihimum standard list of equipment. New playcentres
could also receive a one-off establishment grant. Thus, Government now
dealt directly with associations and playcentres and these latter two
groups had complete autonomy over the way they spent their funds. The
leaders of the movement were, by 1951, aware that the function of play-
centres for mothers was just as much educational as it was social: "constant

direction is necessary in case Nursery Play Centres deteriorate into mere
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'minding places' where children are kept clean and secure ... we have an

educational aim as well as a social function" (NZPCF Ann. Rpt., 1950).

Eighty-two playcentres existed in New Zealand by the 1953 conference.

The increase in scale effected several long-standing strategic choices:

4« The rotation of Federation officers and the Federation centre every
few years was started;

2 The formation of a Standing Committee was proposed; and

3 The creation of the position of Dominion Advisor occurred - Gwen

Somerset was asked to fill the position.

In the early 1950s, the Federation dominant coalition wondered if playcentres
tended to cater for a particular sub-group in the population. Trainee
supervisors tended to be 'thoughtful', 'ex-student mothers' and the movement
seemed to "apply more to the thinking parent who could take their part in
discussions and in the work of centres" (NZPCF Ann. Mtg. Mins., 1954).
Leaders ever since have wondered whether the education programme for adults

results in the exclusion of families with a real need.

The mid-1950s was also the time when the Federation members of the playcentre
movement gave thought to their interrelations with the kindergarten move~-
ment. Miss Gallagher, the Department of Education's Pre-school Advisor,
informed the 1954 Federation conference that playcentres must define the
relationship. She pointed out that the form of Government grants and the
decisions about allocation of fundz would irflrernce the organisation ite»if
and also the relationship between Govermment and the playcentre organisation.
Mr Ball from the Department of Education was interested to know whether
playcentres and free kindergartens would overlap or complement one another.
He indicated that the Department would like to see facilities such as
training centres shared by both services. These questions, raised by an
outside oxrganisation, stimulated the establishment of a Policy sub-committee
of Federation, and stimulated attempts to have informal meetings with Free
Kindergarten Union members. These attempt.s continued for many years

before Pre-school Associations eventuated in 1963.

The playcentre Association and Federation leaders chose not to use kinder-
garten facilities but to share Regional Council of Adult Education and
W.E.A. facilities which were open to all parents, not just those wishing

to supervise, as would have been kindergarten facilities; possibly because
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of early links with Adult Education (later University Extension) pefsonnel
such as Lex Grey and Doreen Dolton. Playcentre now aimed to provide an

alternative service to the free kindergarten service, not to complement it.

From the late 1950s, systems-maintenance of the organisation was of central
concern. "The tradition of parent responsibility in playcentre is one
that has to be built into the fabric of the movement from year to year.

It is never done once and for all" (Dom. Adviser's Rpt., 1961). Leader-—
ship mechanisms to maintain parent participation were discussed frequently;
varying authority structures were tried in different associations; and
proposals for professional (paid) leaders were raised on several occasions.
With the growth in the movement and in particular in the number of rural
centres, Federation and association leaders faced problems in keeping in
contact with playcentres regarding administrative and training matters;

and with helping them maintain a true parent co-operative.

Mechanisms to maintain parent participation included: having parent
councils rather than a committee to run playcentres; keeping playcentres
relaxed and welcoming so that everyone feels that the playcentre is run by
the parents -~ not for the parents. The authority structures of associations
were altered both to promote leaders and to maintain contact between leaders
and playcentre parents. Some associations divided themselves horizontally
by adding a new level of Zone Advisors (called Liaison Officers in some
associations); and some associations divided themselves vertically into

Brancnes or sub-associations.

The debate about professional leaders is still continuing, (See P.C. Journal
No. 35, 1975). The arguments against permanent paid leaders are that it
could mean parents lose control of the decision-making, and parents may lose
the feeling that playcentre "is a place of their own where they can come

and go freely and where they can talk to other parents" (NZPCF Ann. Conf.
Mins., 1961) , which may in turn lead to the loss of effective parent education.
The arguments for permanent ieaderS'are that the movement loses excellent
people too rapidly because the demands, in terms'of time, energy and expénse,
are too great a burden for voluntary workers to carry, and that with New
Zealand families growing smaller and more women returning to work, the
movement may not be able to produce enough voluntary leaders unless there is
some financial reward. Most proposals for paid leaders envisage playcentre
personnel being paid by Government, but employed by the voluntary organ-

isation.
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The concern with systems-maintenance and the growth in size of the movement
resulted in the formation of a National Executive in the mid-1960s.

Neither Standing Committee nor the then Policy Committee had the constit-
utional right to make policy decisions until they had consulted all
‘associations. Neither of these groups had a representative structure, so
full understanding and knowledge of issues did not always occur - be it a
national or an association issue. It was agreed policy-making power was
to remain with conference, because "negotiation conducted on behalf of the
Federation constituent associations must be conducted with their full
knowledge and their full concurrence"*, but National Executive was accorded
powers to implement Federation policy and act on Federation's behalf.

Some lesser policy decisions are handled at National Executive meetings.

1961 brought an increased Government maintenance grant - half of which went
to playcentres and half went to the associations for tréining, visiting,
producing educational materials and helping new playcentres. This swung
-the emphasis of the Government-playcentre relationship away from equipment

and towards training in line with the concern felt by Federation.

In the same year the Maori Education Foundation (MEF) was set up and the
Federation conference that year agreed to contact this organisation and
offer to co-operate with other interested groups to provide early childhood
education for Maori children and varent education for Manri parents.

Moira Gallagher said later that the playcentre movement "needed no second
telling [regarding Maori early childhood education] - they just got going”
(NZPCF Ann. Conf. Mins., 1963). Requests were made for resources (funds
and an adviser) from the Maori Education Foundation to help with this work.
Lex Grey, by then very heavily involved in the Auckland Playcentre Associa-
tion, was appointed M.E.F. Pre-school Officer. However, the movement still
felt considerable strain in communicating with centres because of the rapid
increase in rural playcentres and the need to provide training for super-

visors in remote areas.

About the same time the Standing Committee became aware that playcentre

personnel were tending to think that playcentre was a Government service

* From "Urgently Needed: A National Executive", a Wellington Playcentre
Association circular.
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and that Government would pay for everything. Such an awareness led to
the decision to levy playcentres for Federation finance, rather than asking
Government to pay. Funds which did not have accountability problems,

came from Golden Kiwi lottery grants, made first in 1963. Government and
the playcentre movement were bound tighter together by legislation in 1964
which gave the Department of Education the responsibility for pre-school
education. That year the issue of being accountable to Government was
raised by a Department of Education officer for the first time. Play~
centre members felt that it was an association task to watch standarxds,

not a Departmental one. However, the basis for the playcentres being
exempt from Child Care Regulations lay with the Department of Education
being responsible for playcentres; so Federation and Departmental officers
had consultations in 1965 to jointly draft standards for establishing and
operating playcentres. The tension between Government and a faction in
the movement is illustrated by the conference remit that Government control
be limited to that which existed in 1966. Other Federation menmbers felt

that the best approach would be to try and improve communication.

The form of the Government grant was changed yet again in 1966. Centres
received a per session grant, while associations received an annual grant
based on the number of playcentres they served. The setting up grant
remained, but was increased. In 1965 the Federation conference elected a
man as President - a useful tactic to encourage greater father involvement
- but it had the consequence of breaking the pattern of moving the Feder-—
ation centre every few years. After that date, a succession of Auckland
fathers became Federation President, and Federation has only moved

away from Auckland in 1976. The strategy of having a National Headquarters
was mooted in 1967 and 1969, but it was not agreed to. Instead conference
elected some Standing Committee members from outside the city in which

Federation officers resided.

A systems-maintenance problem of maintaining and improving supervision
standards resulted in the formation of a Federation Education Sub-committee
in 1968 - thus creating a dual elite in the Federation with an administra-
tive dominant coalition and an education dominant coalition. The latter

group's tasks were to co-ordinate and advise, not to control training.

The case to Government for finance for Liaison Officers, which is still

under discussion in 1976, was being framed at this time also. The
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kindergarten movement leaders, who also felt the need for pre-school liaison
officers (but called Supervising Head Teachers), issued a joint policy
statement with Federation personnel in 1968 to the effect that New Zealand
should be divided into areas and each area should have liaison officers
which work in close co-operation. ' Playcentre and kindergarten leaders

felt they needed to co-operate more to ensure maximum growth and when dealing
with Government.- The Government answered the early Federation case for
liaison officers by saying that it was not prepared to set a precedent by
allowing a voluntary organisation to employ officers who are paid by a
Covernment grant¥*. Each presentation of the case for liaison (now termed
'training') officers has become more flexible, but has still met with no

success; however, a more general training grant was agreed to in 1977.

In 1970 the Federation Standing Committee's energy was devoted to preparing
submissions for the Committee of Inquiry into Pre-school Education for
girculation for association approval, and in 1971-2 for reacting to the
Hill Report. The main criticism from playcentre members was that the

Committee did not include parent education in its frame of reference.

' There was a direct conflict between Federation and Government in 1971 when
Federation conference refused to supply a priority list for new playcentres,
because Federation members did not want buildings and neither did they have
any procedures worked out to ascertain greatest needs in a reasonably
democratic manner. After 1961 when sites became 'pre-school' sites, not

just kindergaiten sites, case:z for building aid were maue; Federation
interest in buildings had waned as they witnessed playcentre parent education/
training programmes suffer when a playcentre worked towards having its own

building.

Building subsidies were given by Government in the 1970s following a Hill
Report recommendation, and the Federation's National Executive have been
trying to dampen local playcentre interest in buildings ever since, without

too much success.

At the 1976 conference, having a priority list for playcentre buildings was
passed because the recession in New Zealand means that only about one-third
of the playcentre subsidy applications will be approved, so procedures for

deciding upon priorities are now deemed necessary.

* Government would not be setting a precedent however, because the kinder-
garten organisation and Marriage Guidance Council already employ officers
who have their salaries paid by Government grant.
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Many hours of Federation and Association leaders' time is now'Spent

on tasks related to playcentre buildings. It is ironic that the |
present case to Government is for liaison officexs to relieve pressure on
the leadership, and what was granted was building subsidies which have
increased the pressure on leaders; and the 1973 increase in the maintenance
grant discriminated against the associations in favour of the local centres,

so that associations had less finance for liaison work.

The Labour Government, in power from 1972 to 1975, appeared tao adopt the
Hill Report as their pre-school education manifesto, as most of the recom-
mendations have been implemented in the past few years. Federation
officers héve been increasingly involved in relating to Government;
indirectly on new committees such as the National Advisory Council on Pre-
school Education; and directly to facilitate the implementation of the
recommendations in a manner which does not erode parental involvement too
much - a difficulty, because the Hill committee placed parent education
outside its terms of reference. Fortunately, Government has not adopted |
the recommendation of payment by results; that is, payment to those centres
which meet certain criteria and fulfil their objectives. Coltham (1972),
examining the consequences of payment by results in England, argues that
such schemes narrow the goals, and that financial rather than educational
considerations shape allocations of time, energy and money. There have
been an increasing number of comments by Department of Education personnel
about needing to supervise taxpayefs' money. This issue of accountability
to Government has given rise to feelings that the essence of playcentre is
being threatened. The ideology is that of parents running playcentres

and therefore playcentre personnel feel that the people whom the organ-—
isation must be accountable to, are the parents in each co-operative centre.

This is in line with the definition of a playcentre as a:

pre-school centre, where parents are prepared to co-
operate, to become informed and sufficiently involved
to shape up an envircnment where (small groups of)
children are provided with the means for sensory-
motor experiences, intellectual stimulation, creative
expression, and social and emotional competence.

(I Play and I Grow, 1970, p.35)

HISTORY OF THE WELLINGTON PLAYCENTRE ASSOCIATION

In many ways the history of the Wellington Association foreshadows and

shadows the Federation history. Because the Wellington Association pre-
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ceded the founding of the Federation and because the playcentre organ-
isation is relatively decentralized, the Association has the power to
make a wide range of decisions and the playcentres within the Association

have considerable autonomy when compared with free kindergartens.

Features of the whole movement are to be found in the beginnings of the
Wellington Association. The statement of aims drawn up by the Association's
Management Committee in 1941 were adopted by all associations. It is
interesting to note the change in aims through the years. The earliest
Wellington Association Constitution I could find, written about the early

1950s, stated the objects as:

(a) The providing of means for satisfactory play
experience of pre-school children.

(b) The fostering of better parent-child relation-
ships in the home, and for this purpose to
organise meetings, discussions, lectures and
film evenings. :

(c) The forming of Nursery Play Centres and provid-
ing and employing of adequately skilled persons
as supervisors of such Play Centres.

(d) To help mothers of pre-school children by pro-
viding some means whereby young children may
play together under trained supervisors for
short periods.

The next Constitution written between 1959 and 1962 when there were two
branches, had added a new object to those recorded above. The Constitution
which was ratified in the early 1960s had changed the emphasis of the aims

quite considerably to:

(a) To foster good parent/child relationships in the
home, and for this purpose to organise meetings,
discussions, lectures, film evenings and
education programmes.

(b) To help families by providing means for the
satisfactory play experiences of pre-school
children under trained supervision.

(c) To achieve the above by the formation of Play
Centres and the provision and employment of
suitable persons as supervisors of play sessions.

(d) To maintain the Association Council as an Exec-
utive body.

(e) To operate a supervisor training programme.

Responsibility for the establishing and functioning of playcentres had
moved from the Association to groups of parents in the 1973 Constitution

as can be seen by the addition of the object "To encourage full parent
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participation and responsibility in the setting up and conducting of
playcentres". The concept of accountability had also been introduced
in the 1973 Constitution with the new object: "To maintain standards as

agreed upon by the N.Z. Playcentre Federation and Department of Education".

Initial emphasis was on using halls, so that groups could be started
quickly. Mothers and children met together - the children played with a
good range of equipment while the mothers helped or relaxed. As early as
1943 an 'Organiser' was appointed by the Central Committee to keep in

contact with playcentres.

When the supply of kindergarten teachers able to supervise in playcentres
(which operated in the afternoons) ran short in 1946, the Association
planned its own training course, comprising practical work in playcentres,
observations and six lectures. The training course for superxrvisors was
extended to 20 lectures in 1949; half of which dealt with playcentre

aims and methods; and half of which were on 'Healthy Emotional Development'
- the latter being given by Lex Grey, then an Adult Education lecturer.

The relationship with the Adult Education Department (later called Univer-
sity Extension) has been of great importance to the Wellington Association.
In most other localities the bond between the playcentre organisation and

the University Extension Department is not so strong and helpful.

By the end of 1949 all the foundation members of the Association had moved
out of the organisztion and Gwen Somersst bad been co-opted onto the
Central Committee. The new committee decided to spend the first Depart-

ment of Education grant on equipment - blocks and creative materials.

The Association Executive, in the years following the introduction of
training, came to realise that the playcentre movement ought to aim to be
more than a minding place. They decided to publish pamphlets explaining
the 'playcentre view' to parents, and in 1951 the first introductory
pamphlets were produced - a strategy which other associations have adopted
oxr borrowed. 1952 saw the addition of practical assignments to the theory
part of the course, and the introduction of parent education tutorial and
discussion sessions. Playcentre supervisors completing these early .

courses generally gave many years of service.

Communication between playcentres and the Association Executive became more

difficult as the number of playcentres increased. A strategy of electing



Zone advisors (later called Liaison Officers) was implemented in 1953 to
give advice and support to local centres. These advisors had between

one and four centres in their care.

Standards of supervision were of central concern in the mid-1950s and this

led the Wellington Association (foreshadowing the later Federation decision)

to making Introductory Talks obligatory in 1954. 1955 has been described
(P.C. Journal, No. 7, 1962) as a peak year for parent involvement and interest.
Two additions were made to the parent education/training ~ a correspondence
course and an advanced course were begun by the Association. A further
innovation occurred in 1957 when the Regional Council for Adult Education

sponsored a weekend workshop for Association Education Officers.

Supervisors banded together in 1959 to establish a Supervisors' Association,
primarily to facilitate visits between centres. This group still exists
today, with only a minority of superviéors participating. It functions

to give supervisors a chance to meet together, to provide refresher courses

and to .ensure that a practising supervisor attends Executive meetings.

With continuing growth in the number of playcentres, the Executive decided
in 1959 after much discussion with centres, to alter the Association
structure, and form two fairly autonomous branches: Hutt and Wellington.
The Annual Report that year said that "it is hoped branches will be able to
re—-establish a more democratic framework, retaining the voluntary basis

without overhrrdening particular individn~1is" (WPCA Ann. Rpt., 1959).

In 1962, the Association attempted to streamline this structure when
Branch officers also took on Association offices to avoid duplication of
effort; but late in 1963 the leaders decided that the administration was
still too clumsy and two separate associations were formed. Concern for.
the volunteers carrying heavy work-loads led the Association to request
that the Regional Council for Adult Education pay tutors to do playcentre
work in 1959. This request was-not acceded to. The rate of turnover of
staff had increased. Length of service, by then, averaged one or two
years, which added burdens to those members responsible for parent educatién/
training. The turnover was, however, encouraged by the leaders who
believed that there would be dangers in having permanent supervisors:

"the balance of power may be tilted in favour of supervisors to the det-

riment of ... parent participation” (Ibid). Such turnover did create
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systems-maintenance problems:

... the wheel may turn and still be forever still.
(T S Eliot)

The Winter courses for parent education as opposed to supervisor training,
were firmly established by the early 1960s and covered a wide range of
topics; for example, craft, health, civics, education and psychology.
Many other new tasks were taken on by the Association members in the early
1960s. In 1962 two new sub-committees, publications and research, were -
formed. In 1963 a parents' library was established; and by 1964 several
Wellington centres were building their own accommodation, ownership of
which was vested in the Association. Dr Katherine Whiteside-Taylor from
the United States visited New Zealand in 1964 and introduced an experimental
form of parent education/training - mofhers observed their children, had
discussions about the observations, then wrote up a notebook. A modified
form of this method of parent education is still in use for the Wellington

Playcentre Association's Helpers' Certificate.

Most playcentres are established after a group of parents take the initiative
to band together and form a group which asks for affiliation with the
Association. However , in the last decade some other groups have taken

the initiative to establish playcentres for families, particularly in
Porirua. Cannons Creek playcentre was established through the . initiative

of the Baptist Church in the district, and Owen Ward playcentre through the .

initiative of a local headmaster and the Department of Education.

Some thought was given to extending the number of playcentre‘seSSions in
1967, but the ideology that playcentre is an extension of the home was used
to rationalize the Association decision that a 5-day week was not an
acceptable strategy. I suspect that it was also not a feasible strategy
in practical terms because of a shortage of human resources. Experienced
supervisors were becoming Liaison Officers and these people visited centres.
The President was less able to visit frequently the ever-increasing number
of playcentres. With more centres, Council meeting agendas were filled
with business matters and there was no longer time for speakers or films.
Administration and education tasks were separated now at Council meetings,
which perhaps caused the lower attendances. The President in 1968 was
concerned about the inadequate representation of playcentres at Council

meetings, particularly as they were the policy-making meetings. This



concern still persists.

In 1969, the Association structure was changed yet again. The Nelson
playcentres formed themselves into a separate association; and the
remaining playcentres were grouped into six zones. These zones were
formalized in 1971 by changing the Constitution to give each zone a rep-
resentative on the Executive. It was also agreed in 1969 to form a train-
ing team rather than relying on a Parent Education Officer and a Director
of Training.to organise the parent education/training courses. These
changes had the effect of creating a dual elite and expanding the numbers

in each of these elites.

Staffing became less of a problem in the early 1970s with most centres
being able to find a supervisor from their own group. More autonomy was
given to playcentres in Wellington to find their own staff than happens in
some other associations where the Training personnel play a greater part
in organising staff. The Wellington Training Team retained the right to
veto local centre suggestions for supervision arrangements if they found
them not up to standard when this greater autonomy was given with the 1973
revision of the Constitution. With more parents doing the Helpers'
Certificate, it was decided to discontinue the compulsory Winter courses.
Some involved members later felt this was an unwise move because it tended
to narrow the scope of parent education to child development topics and

possibly therefore appealed to a more limited group of parents.

The buildings issue began to rear its head in the early 1970s and has taken
up an increasing amount of the Association Executive members' time ever
since. Because local centres see buildings as a desirable goal, the
allocation of time Association personnel have to give to tasks related to
playcentre buildings is beginning to look like the allocation of time
Wellington Free Kindergarten Association Executive members devote to kinder-

garten buildings tasks.

CONCLUSIONS

Looking back over the years since the Wellington Playcentre Association
was formed and the Playcentre Federation.constituted, a number of key
themes can be identified. These includ;d:

1. The development of an identity which distinguished the playcentre

organisation from the kindergarten organisation. This identity was

largely the result of the ideological belief that early childhood
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education can be most effective when the parent and child learn
together. It took a number of years for this ideology to crystallize,
and during those years it was sometimes difficult to distinguish
playcentres from kindergartens. When Gwen Somerset moved to
Wellington and took on leadership positions in both Federation and the
Association, the parent education function became an established

feature of playcentres.

Two strategic choices in the first decade of the playcentre movement
grew out of the basic approach of parents co-operatively providing
opportunities for their children to play together, and gave the ideol-
ogy a pragmatic turn. The first was the strategy of making intro-
ductory talks obligatory, and the second and most critical strategy
was the training of parents as supervisors. From then on, parents

participated in administrative and educational tasks.

The preservation of that identity based on the ideological belief in

democratic functioning whereby parents participate in all aspects of
playcentre work. Playcentre leaders were very critical of the
Committee of Inquiry into Pre-school Education because it did not
examine parental involvement which led to some recommendations threat-
ening the level of parental involvement. Similarly, playcentre
leaders have been wary of approaching Government for funds because
they believe grants may be accompanied by Regulations which would
lessen parents' righces to make decisions that suit their playcentre.

Thus the organisation's economic policy is linked to its ideology.

Playcentre leaders chose not to share training facilities with kinder-
garten trainees, but to develop autonomous schemes in each association.
This strategic choice was part of the development of a separate identity
and strengthened the adult education component of the playcentre
organisation. By using Adult Education facilities, the playcentre
leaders encouraged parents not only to train supervisors but alsc to
attend a wide variety of adult education courses. It also ensured

that decision-making about training programmes was kept within the
playcentre organisation. This strategic choice meant that training

funding was less likely to be a separate grant.

Growth in size led the playcentre dominant coalitions to make decisions
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regarding different structures to cope with the greater work loads
and to improve deteriorating communication particularly with remote
playcentres. In keeping with the ideology of parental involvement
in decision-making, no one structural pattern emerged - different
associations decided upon different structures. However , all of
the structures resulted in the dominant coalitions expanding in size,

both at Association and Federation levels.

It can be seen from the above summary that ideology and earlier strategic
choices are influential factors on later strategic choices made by play-
centre leaders. The structure and functioning of the kindergarten movement
is considerably different from that of the playcentre movement, and the

next chapter examines how decisions and events in the history of the kindexr-—
garten movement led to these present-day differences. As will be seen,
funds -~ the amounts, reasons for, and timing of Govefnment grants - has
been the major influence on the development of the kindergarten movement.
The crucial strategic choices have been those where more Government funds

were accepted.



- 96 =

CHAPTER SIX

THE HISTORY OF THE FREE KINDERGARTEN MOVEMENT

The story of how the attitude of the community towards
pre-school education has been gradually transformed,
is in itself the history of the free kindergarten move-

PR Simpson, 1970

The free kindergarten organisation has a far more complex structure than

the playcentre movement. Instead of a simple three-level hierarchy coping
with all tasks, as is found in the playcentre organisation, there are several
social systems which cope with the different tasks involved in providing
kindergarten education. Each of these systems interdcts with the others,
but, because they have distinctive tasks and ways of allocating resources,
communication can become a problem. I believe that a history of the
kindergarten movement needs to examine not only the changing community
attitudes towards pre-school education but also needs to examine the
decisions which led to the fragmentation (specialization) of this service
organisation into several social systems. Before describing the beginnings
of the movement, an outline of the present organisation would be useful,

exranding on the brief structural descripllion given in Chapter 1.

There are four systems:

1. The system which is under study in this thesis is the voluntary
administrative system which has four levels - local committees,
associations, wards and a national body known as the Free Kindergarten
Union. The voluntary organisation employs kindergarten teachers
and looks after the administrative and growth tasks.

2. In 1975, the Government took over all kindergarten training units‘—
the second social system. Although the Free Kindergarten Union and
the New Zealand Free Kindergarten Teachers' Association have a
representative on the Early Childhood Advisory Committee for each
Teachers' College Council, the training of kindergarten teachers is
now the prime responsibility of Teachers' Colleges Council and Staff
and appropriate officers of the Department of Education. There is

no body which affiliates all the Early Childhood Units. Without
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there being a direct relationship, the recent emergence of the new
training system has occurred at the same time as the apparent dying
of the mothers' club system in urban centres.

3 The third system is the teachers' union, established in 1952 and
recognised by Government as a servige organisation in 1958. It is
known as the Free Kindergarten Teachers' Association (K.T.A.) and has
two levels: branches at local level and the national body (N.Z.F.K.T.A.).
Although kindergarten teachers are employed by the voluntary organis-
ation, the salaries are paid by Government, so the K.T.A., in attempting
to look after its members, is often in the position of having to
negotiate with both Government and the Union. ‘

4. The fourth social system is that of the mothers' clubs. In earlier
years, each kindergarten had a Mothers' Club responsible for social
and educational activities for mothers. These Mothers' Clubs sent
representatives to a federated group known as the United Mothers' Club
in each association. In urban areas, it has been difficult to maintain
mothers' interest in these dominantly expressive groups (Gordon &
Babchuk, 1959) and the local committees have had to take over both

instrumental and expressive functions, when Mothers' Clubs have died.

FREE KINDERGARTEN BEGINNINGS

Two ministers of religion and a newspaper editor played very important

roles in the founding of the first 'public kindergarten® in New Zealand, in
Dunedin in 18829. The Rev. Dr. Rutherford Waddell wrs ~oncerned about the
number of "little ragged, unkempt, barefooted children" (Simpson, 1970, p.7)
he saw on the streets of Dunedin. He discussed the situation and his

idea for a kindergarten with a Mr Mark Cohen, editor of the Evening Star.
His idea was that such children should be gathered in his Church hall and
some young women with "time on their hands” could do some "Christian work"
by "entertaining the children" (Ibid). He wondered whether such a gathering
should give some pre-school training. After consulting Mr Cohen who
advised an educational component to the gathering of children, then

securing the interest of Mrs Reynolds, the Rev. Dr. Waddell became
persuaded that they should try and get a trained teacher and start a kinder-
garten. By this time a committee had been formed and when Waddell had
visited a trained teacher in Christchurch - "one who was ipterested more
perhaps in the mission than the educational side of the work" (Ibid) -

this committee agreed that a Miss Wienicke should be asked to work in the



first free kindergarten in Dunedin. Miss Wienicke agreed, on condition
that she should be allowed to teach Christianity. She recalled that she
started work in the middle of June 1889, about three months after a public
meeting, addressed by Bishop Sutor of Nelson, had been held to form a
'public kindergarten'. It has since been commented that Bishop Sutor had
a profound understanding of what a kindergarten could mean, particularly
when he emphasized that children were individuals and shoula never "be

dealt with as a collection" (Lockhart, 1975, p.4).

This,'then, was how the free kindergarten movement was founded in New
Zealand. However, kindergarten methods had been used in schools prior

to this date. For exaﬁple, for 2 to 3 years prior to the 1890 education
cuts, a Froebel trained teacher worked as a kindergarten mistress in the
Canterbury Normal School, and Miss Wienicke had a "sort of kindergarten in
a small way at Papanui, Christchurch" (Ibid) prior to becoming the teacher

at the Dunedin Free Kindergarten.

In 1906, the first Wellington free kindergarten was opened; the Auckland
Association was formed late in 1908;and Christchurch did not establish its
'Creche and Kindergarten Association' until 1911. There appeared to be

a discrepancy in the records about establishment dates when one reads that
in 1904 the Government made its first grant of £500 to free kindergartens
which was divided between Auckland, Wellington, Christchurch and Dunedin.
The Christchurch history (Lockhart, 1975) provides a clue to this mystery
when it states that the Children's Aid Society in Canterbury applied for
part of this grant. Obviously, kindergartens existed but they were not
regarded as free kindergartens'by the movement until free kindergarten
assocliations had been established. The Children's Aid Society kinder-
gartens became 'free kindergartens' in 1911. Early in the history of

the movement, members saw the strategy of accommodating kindergartens in
their own buildings as desirable. Auckland was the first association to
erect a permanent building in 1910; Christchurch and Dunedin opened

their first own buildings in 1911 and 1913 respectively, and Wellington
moved the Taranaki Street kindergarten into a purpose-built building in
1917.

Unlike the playcentre movement, the early kindergarten leaders did not
feel the need to establish a national body to accept and distribute

Government grants. Twenty-two years elapsed between receiving the first
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grant and the formation of the Union. In 1909 the Government 'recognised'
the kindergarten movement by instituting regular funding of £1 for £1
subsidy on moneys collected by associations, and agreed to inspect kinder-
gartens. The form of the grant was added to in 1914 by a capitation grant
of £2 per head, baséd on the average attendance of children. This
capitation grant had the consequence that early dominant coalitions worried
about attendance (which was far less predictable in those days) , and about

the health of the children more than they did in later years.

If grants were given without a national body being in existence, why was

the Free Kindergarten Union formed?

HISTORY OF THE FREE KINDERGARTEN UNION

The reasons behind the formation of the Union have been scantily spelled
cut in the kindergarten publications. An early Union publication gave
training needs as the impetus behind the re-formation of the Union in 1926.
The Montessori influence felt in the 1920s brought about an increased
awareness of the importance of training and it was felt a Union would
promote a common ideal and uniform training methods. Simpson (1970) said
that kindergarten members "felt the need for mutual consultation and
assistance" (p.l7). An early Union Constitution, not dated but probably
passed about 1928, states that the objects of the Union were to co-ordinate
associations; to promote the establishment of associations (this approach
to expansion had important consequences later); and to make provision for
training teachers. It seems that the main reasons for the formation of

the Union are contained in these objects.

Simpson (1970) records the early events in the establishment of the

Union thus:

In 1912 delegates from the four main centres met to
consider forming a national organisation. In 1913

a second meeting was held and a national association

formed . Because war broke out in 1914, it was 1920
before another conference met in Wellington. There

seems to have been little more consultation on a

national scale until 1926 when, at a meeting in Wellington,
the Free Kindergarten Union was revived. Delegates

from five associations: Auckland, Wellington, Christchurch,
Dunedin and Invercargill, decided that membership of the
Union should be open to all associations receiving
Government recognition and that conference should be

held biennially. A standing committee representing
associations was set up. (p-17)
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Lady Sidey, of Dunedin, was elected as President of the Union. Thus she
began her long association with the Union, setting a pattern of Presidential

long-service which has continued throughout the Union's history.

The feelings about the importance of training were expressed in the agree-
ment to have refresher courses for Trainers in the intervening years
between Union conferences. The four original associations had begun
training before the Union was established: ‘

1. In Auckland in 1910, although some students had begun training in-1908
by attending lectures at the Training College and the Technical School
and doing practical work in private kindergartens.

2. In Wellington in 1911, although some students had worked with the
kindergarten teachers since 1906.

; In Christchurch in 1911.

4, In Dunedin, no date is recorded, but it seems to be about 1911-1912.

the first students paid to train and spent the mornings working in kinder-
gartens and attended lectures in the afternoons. The training personnel
in the early years comprised a Trainex (lafer called Principal) for each
Training Centre and part-time lecturers. Each centre had its own examin-
ations and standards of work, and each awarded its own certificate until
1950 when the first Diplomas from the Union were issued. Commonalities
in training programmes were attained via the biennial Principals’
conference which usually included discussions on curricula. A Principals'
Report was given to each Union conference, and was an important part of
the conferences because the Principals were not only responsible for the
theoretical courses for students but also for the practical work in the
kindergarten% and the Union deemed itself responsible for kindergarten

standards.

Owing to the loss of Union records, little is known about the Union's
activities between 1926 and approximately 1945. If an archivist were to
organise a trunk-full of jumbled letters and papers belonging to the then
Union secretary, many more historical details might become available.

New associations became affiliated to the Union when they adopted a
Constitution approved by the Union and became an incorporated society.
Hamilton, the sixth association, was established in 1920 and it started
its own training scheme. However , this association survived only three

years. No other association appears to have attempted to take on train-
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ing tasks. The four training centres remained the sole administrative

and financial responsibility of the four main city associations, until the
1961 Union conference decided that all associations should share in the

cost of administering training. During those 20 years, about which no
kindergarten records remain, it would appear that the movement expanded
slowly. . The Department of Education Annual Reports (E.l) record an increase
of about ten kindergartens between 1930-40, and by the end of World War II,
there were still only forty-five kindergartens. The Union "continued to
co-ordinate the work of its members and to uphold high standards of teacher
training and kindergarten practice" (Lockhart, 1975, p.6). The Union

also had the function of negotiating with Government for teachers' salaries
(Government sponsored since 1948) and student allowances (first granted in
1941) until the N.Z.F.K.T.A. was recognised in 1958. The Union structure
apparently changed sometime in those years to include some training
association representatives and some non-training association representatives

on the Executive.

Late in the second world war, two related events in the environment occurred
which resulted in considerable change in the Union. An internal event,
the succession of new leaders, allowed such change to affect the kinder-
garten organisation. The first external event was the growth in demand
for kindergarten education from parents; the second wa§ the setting up of
a Government Consultative Committee on Pre-school Education in 1945. The
growth in demand for pre-schcol education during and after the war, 4id

not just occur in New Zealand. Tessa Blackstone (1971) describes and
analyses a similar spurt of interest in England and Wales. Social and
economic changes during the war appeared to create a dissatisfaction with
the family's role and individuals began to look to educational institutions
to take over some socialization tasks. The middle classes began to show
interest in pre-school education in large numbers. This increase in
demand came at a time in New Zealand when there was a Labour Government

in power sympathetic to spending money on pre-school services.

Shortly before the Report of the Consultative Committee on Pre-school
Educational Services (1947) was published, a Supervisor of Pre-school
Services had been appointed to the Department of Education staff. The
Consultative Committee had been asked to pay particular attention to the
financing and control of pre-school services and to the training of

personnel. Their main recommendations were that pre-school services
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should be extended as rapidly as possible; that the State should be
responsible for providing pre-school education for those who wish to use
it; and that this should be implemented gradually over a five-year
period, concentrating initially on training enough teachers to inaugurate
the State system. Although a State 'take-over® has never taken place,
there was a major change in funding policies in 1948. 'Integratiqn'

was averted by two changes of Government in 1948 and 1951, and the whole
education system being stretched to its limits in the early 1950s with

'baby boom' children.

In 1948 the long-standing policy of giving capitation grants on attendance
figures was replaced by Government paying teachers' salaries. This
strategy relieved volunteers of some fund-raising and made salaries uniform
throughout New Zealand. Voluntary funds could then all be devoted to
buildings and equipment. The subsidies were also raised from £1 for £1,
to £2 for .£1, and student allowances were increased. The 1949 E1 Report
said that these changes were to place associations in a stronger position
to expand services. The other conditions attached to the new funding
policy included:
(1) the head teacher had to be trained;
(ii) a minimum weekly schedule of services had to be adhered to, which
included some afternocon sessions;
(iii) a ratio of one teacher to twenty children had to be adopted -
60 children was the maximum roll allowed.
These conditions gave Government considexrable control over kindergarten
activities. - That year all the Principals met with the Supervisor of Pre-
school Services and devised a New Zealand syllabus for kindergarten

teacher training.

With the increased parent interest, the supportiveness of the Supervisor
of Pre-school Services and new funds, expansion of the kindergarten
movement accelerated. By the end of 1949 many new associations had been
established, and the total number of kindergartens had risen to 80, with

a further 20 being established in 1950. Such rapid expansion outstripped
the supply of teachers (particularly when the 'baby boom' children reached
primary age and stretched the primary system's teacher resources to the
limit) , and so in the early 1950s, the Union and the Department of
Education had to consult over ways to reduce the growth rate in order to

stabilize staffing.



The Consultative Committee had recommended that kindergartens should
offer a 'playcentre service' (including mother helpers) on two afternoons
per week; but when Government agreed to pay kindergarten teachers’
salaries, a new weekly schedule including afternoon sessions was instituted.
The Union Executive had regarded playcentres as an auxiliary to their own
movement and kindergarten personnel were not very welcoming to playcentre
groups wishing to share the accommodation on the other afternoons. The
Consultative Committee saw playcentres and kindergartens as 'evenﬁually
functioning together', because the Committee thought that neither kinder-
garten nor playcentre could remain viabie organisations if they continued
to expand.with so few resources. Christison's thesis (1966) states that
originally the second group did not have to be a kindergarten group.
Government left the options open for each organisation to develop in its
own way, thinking that the voluntary organisations were to be absorbed by

the State education system.

The Principal's Report to the 1947 Kindergarten Union conference stated
that kindergarten teachers found playcentre work 'distasteful and extremely
tiring' because the younger children had difficulty in adjusting, partly
because of their infrequent attendance. The teachers found the long hours
tiring; disliked the turnover of mother helpers; and felt the playcentre
associations gave insufficient direction to their members. The Principals
recommended that kindergarten associations organise afternoon sessions, and
ask for a subsidy for such sessions. They also proposed two remits to

the 1947 Union conference to the effect that the Department of Education
should pay kindergarten teachers' salaries, but leave the organisation of
kindergartens in the hands of voluntary workers. The Dunedin Association
proposed similar remits. All these recommendations eventually became

Union-Government policy.

It will be recalled from the previous chapter that playceﬁtres chose to
maintain their separate identity. When sharing facilities became less
workable for the few playcentres which operated in kindergartens, .
playcentre association leaders helped centres find new premises and mothers

to train as supervisors.
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1947 was the first year in which mention is made of the need for a Union
liaison officer. This person was to keep in contact with the Department's
Supervisor of Pre-school Services. Having a full-time Union secretary
based in Wellington was also first proposed that year - a strategy which

was not implemented until 1974.

It has been said that the Union was re-born in 1951. There was a new
President, Mrs Johnson, elected that year and she was the first leadexr

for many years who ‘thought nationally'. The Union secretary for many
years was Miss England who was a highly qualified and able woman. She

had 'been the Union' up until 1949. She has been described as a remarkéble
.woman in her prime but, as she grew older, she had taken it upon herself

to tell kindergarteners what they could and could not do. She was
succeeded by a woman of her own choice, a Mrs Barnard, who was remembered

as being 'unable to achieve any success ... because Miss England found it

almost impossible to relinquish office'*.

The Union President from 1949 to 1951 is reputed to have seen the Union
only from a Christchurch perspective. There was a lot of parochialism

at the time of Mrs Johnson's succession in 1951 - Auckland had withdrawn
from the Union in 1944 because it did not like the management and there

was considerable bitterness between the Union and the Dunedin Association.
The Christchurch Association proposed a series of remits aimed at decreasing
Union control. Mrs Johnson, with great diplomacy, succeeded in uniting

the Union again, principally via a major revision of the Constitution in

1952; and in 1954 the Auckland Association re-joined the Union.

No one involved in the provision of kindergarten education envisaged such
rapid expansion in the early 1950s, partly because no one envisaged the
consequence of the demographic change in birth rates. All levels in the
education system were faced with a shortage of staff and resources, and
kindergarten associations adopted the strategy of employing untrained
assistants. In an attempt to slow expansion and iﬁprove staff standards
Government, in consultation with the Union, introduced a new restriction
in the form of a Regulation, in 1952. This stated that no new kinder-
garten could be recognised unless all existing kindergartens in an

association were fully staffed with trained teachers. The strategy

* Personal communication with Mrs Johnson, Union President: 1951-57.
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slowed the expansion of existing associations, but had the unforseen
consequence of encouraging a proliferation of new one-kindergarten associa-
tions; all repeating the same 'teething' problems through the lack of
experienced personnel. This unforseen consequence still creates adminis-

trative difficulties today.

One third of all kindergarten teachers were still untrained in 1956

because of the loop-hole in the 1952 strategy, and because of the high
loss—rate of staff. In 1955, although 68 students qualified for their
Diploma, the increase in the total number of trained kindergarten teachers
was only one! This situation forced Government to agree to raise salaries,
and the Government and the Union agreed, in 1956, to halt expansion for

two years. This 'period of consolidation' was followed by a period of
'controlled expansion' where the rate of expansion was pegged to the number
of staff available. Shortage of finance also inhibited growth in this

period.

It was during this period that Government standards for gaining subsidies
on buildings were raised - once in 1955 and again in 1959 when a permanent
building of approved design became obligatory. The booklet "Sites,
Buildings and Equipment" produced by the Department of Education in consult-
ation with the Union was issued as a guide to raising standards in 1954,
and became the gazetted Regulations in 1959. These Regulations provided:
1, recognition to the Union as the body which represented associations
regarding policy matters; and
2 clear-cut policies for staff and volunteers to work by.
Three new kindergartens were allowed in 1958 and five in 1959. A further
30 establishment committees were 'ready and waiting' at that time, and the
Union Executive had the unenviable task of sorting out a short priority

list for new kindergartens.

Union Executive members spent considerable time in the late 1950s on the
administration of training tasks. A national system of training was under
discussion and regional meetings were set up to discuss the whole question
of training. This created some coﬁfusion, as there were also proposals
for regional associations at that time to overcome the problem of
fragmented control. This latter problem will be discussed later.
Increased numbers of students put pressure on the four training centres,

which were in inadequate accommodation. There was discussion of a



proposal to have only two centres with more lecturers, if new training
buildings were needed. However , Government agreed to purchase permanent
buildings for the Wellington and Dunedin Kindergarten Teachers' Colleges

in 1959.

The Union Executive wrote a report recommending that non-training associa-
tions should be levied to helé cover the voluntary movement's portion of
training costs to give relief to the training associations, and the 1961
Union conference agreed that this financial burden should be shared by

all associations.

In 1962 the Union requested that Government take control of the Kindergarten
Teachers' Colleges. This was countered by a proposal that one or two
colleges pilot a scheme whereby control should be transferred from the
kindergarten association in each of the four main centres to a Regional
Council of Management. After the Regulations were changed in 1965, the
Wellington Kindergarten Teachers' College was administered by a Regional
Council of Management. Administration of training in the other centres
changed from Education Committees to broader-membership Boards of Study,
who were given more Government funds. This change in the training
structure effected a closer relationship between the training centres and
the university and Teachers' College in each district. This pattern was
maintained until 1973 when Pre-school Units were established at North Shore
and Hamilton Teachers' Colleges. This began the process of integration

or praimary and kindergarten teacher tfaining, a goal which nad been souyght
for many, many years (see, for example, WFKA Council Mins., 1920; NZFKU
xec. Minsg., 1959).

At this point it becomes relevant to return to the late 1950s when Mrs
Downer was Union President. By 1957 the Department of Education had
realised the consequences of their 1952 restrictions wﬁich led to a
proliferation of small kindergarten associations, and suggested an amalga-
mation policy to improve the administration of the kindergarten voluntary
system. Tﬁe Union took this up and suggested that associations should
amalgamate into regional associations with much larger geographic
boundaries than existed at that time. The Union Executive drew up
suggested boundaries and drafted a new Constitution to allow amalgamation.
Generally however , parochialism prevailed. Three small associations
amalgamated in 1959, and in 1960 seven associations in the Bay of Plenty

amalgamated, partly because of a recommendation from the Minister of
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Education to two associations wanting new kindergartens recognised; and
partly because the Union President lived in the Bay of Plenty and she
wanted her local associations to set an example regarding amalgamation.
‘Only a few more associations amalgamated because democratic procedures
were adhered to to maintain volunteer morale and the Union Executive

refused to coerce associations to adopt their suggestions.

In 1961 the proportion of untrained staff again rose'to 30 percent of all
positions‘and another 'period of consolidation' was declared at the request
of the Union Executive. Much discussion took place about ways to provide
shortened courses for selected applicants. These were refused by Depart-
ment of Education officers. The fifteen kindergartens in the 'pipeline’
were allowed to proceed. 1962 saw a further increase in salary, this

time negotiated by the N.Z.F.K.T.A. (recognised in 1958). The new scale
gave some recognition to those with higher status or greater qualifications,
in the hope that this would provide an incentive for kindergarten teachers
to stay longer in the service. The Department of Education's Annual
Report (1963) recorded that the improved scale helped "in no small measure
to improve staffing” (p.20), as did bonding introduced in 1963. By 1964
only 7 percent of positions were filled by untrained staff; thus enabling
the 'period of consolidation' to end. - Expansion was slow for a year or so
because of committee tardiness in proceeding with buildings once they
received Departmental approval. This affected staff planning, and there
=65 a restriction of find- because previcus allncations were rot complet-ly
taken up. The President fought hard for streamlining the procedures to

get the maximum number of buildings completed each year.

The Union Executive expressed a feeling in the early 1960s that kinder-
gartens would take second place to playdentres if 'consolidation' continued.
The Executive stated that overlapping of playcentre and kindergatten provision
was a product of organisational differences: the Playcentre Federation
allowed associations to interpret ideals their way whereas the Union

had co-ordinated kindergarten association activities (NZFKU Exec. Mins.,
Sept., 1961). Since the early 1950s when the situation of the kinder-
garten national body was made precarious through lack of co-ordination,
there appeared to be competition between the two movements, although the
idea of a joint gathering such as a Pre-school Convention was discussed for
many years. No joint meetings occurred between national members until

Departmental officers provided the initiative. The only step taken at a
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1960 joint meeting was the establishment of a small committee to investigate
forming a Pre-school Association, which was finally established in 1963,

mainly through the efforts of Gwen Somerset.

The demand for kindergarten education has continued to preseﬁt the movement
with problems; problems of systems-maintenance in relation to the adminis-
trative tasks of the association and problems of finding greater and greater
financial resources to expand on the scale that parent interest has demanded.
Human resources were also under pressure during the 1960s. Regular requests
began to go forward to the Department from Union conferences that Govern-
ment should sponsor Supervising Head Teachers for all large associations to
relieve the pressure felt by voluntary workers, particularly in rural areés.
The first request for kindergarten supervisors had been made in 1956, to
help new and remote kindergartens. Super#ising Head Teachers were appointed
in the 4 training associations in the later 1950s and early 1960s to relieve
the Principals of the task of overseeing kindergarten sessions. The Union
President, Miss Ingram, stated in 1971 that the request for Supervising

Head Teachers was still being 'stubbornly resisted' by the Department;

and the case (much modified over the years) was still being presented in
1976. Government officials and the Union Executive have never reached a
compromise situation where Government could agree to pay for such people.
Two of the persistent objections raised by the Department have been: who
should employ and oversee such personnel when her work would take her into
kindergartens in several autonomous associations; and who should pav
travelling costs as Government money would entail accountability to Govern-
ment, thus giving the Supervising Head Teacher another master. These
thorny issues have not been adequately answered. Departmental officers

and Government officials delayed the case for many years because it was

felt that an expanded Pre-school Advisory Service on the scale recommended
in the Report of the Committee of Inquiry into Pre-school Education would
meet the need for Supervising Head Teachers and the need for playcentre _
Liaison Officers. From the comments made to me by kindergarten and play-
centre staff during the Pre-school staff survey in 1975, summarized in
Chapter 7, the Pre-school Advisory Service would meet most professional
needs if it was expanded still further. Teachers said such things as:

"The Pre-school Advisers are helpful but we don't see enough of them,"
"We've only seen the Pre-school Adviser once," and "The Pre-school Advisers

are not here often enough to give sound advice."
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However , the Advisory Service has not been able to relieve the voluntary'
workers of the pressures they feel - kindergarten volunteers are still
finding administrative tasks too onerous in large associations. The
movement's case for liaison workers employed by the voluntary brganisation
is still being put before Government at the time of writing. , Other
schemes to lessen the kindergarten volunteers' administrative burden have-
been proposed: that Education Boards take over the maintenance of kinder-
garten buildings, that Education Boards should take over the mechanics of
salary payments, and that financial help should be given for large assoc-
iation offices. The former two schemes have been implemented, while the

latter has been refused in that form, but funds have been given for association

expenses based on the number of kindergartens in the association.

In 1965 a remit was put forward that the Union Executive formulate plans P
for extra sessions or for greater roll size to better utilize premises.

The Minister of Education's reaction to this proposal was that it needed
further investigation. At the same time a case for three 2-hour afternoon
sessions was put and in 1968 three 2%-hour afternoon sessions became
obligatory for kindergarten staff. Several teachers during interviews in
1975 said that they still felt irritated by the extra %-hour as the

younger children tend to fall asleep.

The strategy where kindergartens accept an additional gfoup of children
was instituted on a pilot basis in six kindergartens for two years from
12€7; suchk siudergartens are known as extended roll kindergartens. In
1975-76 these kindergartens became the object of considerable conflict
between K.T.A., who oppose extended roll kindergartens because they feel
that the teachers cannot effectively relate to such a large number of
children and their parents, and the Department and the Union who see such
schemes as a way of meeting parents' demands’ for kindergarten education
and for better utilization of expensive buildings. There was some concern
felt by Union members in the early 1970s about the lack of evaluation of
these pilot scheme kindergartens, and yet the Department would allow no
change to these schemes until the evaluation was complete. An informal
evaluation was done over three years by advisers, lecturers and teachers,
but this was never made public knowledge. In 1973 extended roll kinder-
gartens became Government policy - the advantages of more children being
catered for, won over the disadvantages of the strain on staff, the more

superficial teacher-child relationship and the faster turnover-rate
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of children attending morning sessions. However, the Department restrained
the expansion of this scheme below the number requested by associations,

and many kindergarten Head Teachers refused such schemes when they realised
they could make the final decision. .N.Z.F.K.T.A. is at present opposing

a modified extended roll scheme whereby an additional ten children could

be added to every kindergarten's roll.

In 1968 Miss Ingram decided to delegate more Union tasks to the secretary
and to Executive members, so that associations and Executive members should
be in closer contact. She suggested a Ward system to give some permanency :
to this delegation and such a re-structuring of the Union Executive did
become formalized at the 1971 annual meeting. Anti-playcentre feeling

was running high that year because the Union dominant coalition interéreted
many of the statements made in the Playcentre Federation submissions to

the Committee of Inquiry into Pre-school Education as a criticism of the
kindergarten movement. An increased liaison grant given to the playcentre
movement, while the Union case for more Supervising Head Teachers was

ignored, further antagonised the Union Executive members.

Parent involvement and parent education began to come under scrutiny in
1964. In her last address to the Union conference before retirement,

Miss Gallagher, the Department of Education}s Officer for Pre-school Education,
expressed concern that parent committees might lose sight of the children

in their efforts to provide money. She queried whether volunteers were
kzeping akrzust with trends in educat.oi., as no kindergarten association

was availing itself of Adult Education services and suggested that each
association should have an Education Officer. Miss Christison, her
successor, commented the following year (1965) that Adult Education services
were still not being patronised by kindergarten parents. Today, the
parent education programme in the movement - Mothers' Club gatherings - is
declining, although some teachers have recently begun discussion groups

as a substitute. When the grant to help with running costs was announced
in 1974, it was hoped by the Department that more time would be devoted to
parent education programmes, but this seems to have happened in only a

few isolated instances. This topic is dealt with in more detail in

Chapter 10.

Mrs Downer, when she retired in 1966, told the Union conference that she

hoped that the kindergarten movement would never become part of the State
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education system. She felt that parent apathy was already creeping in.
This opinion, a reversal of the desire for take-over expressed by most of
the earlier leaders, is still of concern at the Union level. The Union
Executive now see each new grant with its accompanying conditions as a
threat to parent involvement because it narrows the range of tasks and
control that parent volunteers can participate in, which produces a loss
of motivation to be involved in their children's kindergarten education.
Despite this attitude, the Union Executive have not resisted increased
Government aid and control; perhaps because they feel that would be
'‘biting the hand that feeds them', but the Union has, in fact, felt it
necessary to seek further assistance. The ambivalence is éxpressed in

the President's opening remarks to the 1973 conference. She felt that:

Parents being involved in the education of their
children and thereby becoming more educated them-—
selves is more important than how the financial
involvement of any Government is to be dictated ...
We agreed that financial involvement (of parents)

is necessary to retain and stimulate interest, but
there are three areas where help is needed if we

are to expand our service ... buildings, association
administration costs and a Union office grant.
(NZFKU Ann. Mtg. Mins., 1973)

Less committed volunteers, do not perceive any negative consequences to
Government aid, and propose and pass a steady stream of remits at Union
conferences asking for more Government funds to assist in all task areas.
For example, funds for offices for association administration, bussing
facilities for children who have to travel, Supervising Head Teachers,
full cost of buildings, mileage allowance, replacement of equipment, free
sites, running costs grant, bigger equipment sheds and refresher courses
for staff, have all been requested in the last five years and the last
four requests have been acceeded to. In addition, a grant has been given
to associations to assist with administrative costs; buildings in areas
of special need are paid for in full by Govermment; and a permanent Union
of fice has been facilitated by a one-off grant. These new forms of
Government assistance have left local committees with few tasks, and have
increased the number of liaison contacts with various government depart-
ments that association and Union Executive members must cope with. More
and more 'the tail seems to be wagging the dog' and members expand much
energy worrying about this and doing battle to control 'the wag of the tail’

which has, in part, prevented them from moving into the task area of
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parent education in any organised way.

The Union's dominant coalition has been increasingly worried about the
control they have over decision-making. Strategies are largely shaped

by Government as funding agency, and with the establishment of the National
Advisory Council on Pre-school Education and the District Pre-school
Committees, came a further threat to the Union's control over strategic

choices. Kindergarten participation in these new committees is character-

ised by defensive actions to protect the status quo. Innovative ideas

have more often come from other members of these quasi-Govermment committees.
An attitude of resentment that the two main voluntary groups are out-
nunbered on these committees prevails. Kindergarten volunteers fear that
such committees may formulate kindergarten strategies which they believe

is their perogative to formulate and negotiate with other parties who might

be involved.

Like the playcentre's dominant coalition the Union Executive object noﬁ to
the idea of a Govermment take-over, and want to see parent involvement in
the movement retained. Making Education Boards responsible for buildings
maintenance tipped the balance'in the writer's view, for parent interest
to fall away in the kindergarten movement. It is a development which is

probably more beneficial to the playcentre movement.

This history of the free kindergarten movement indicates that there are few
tasks left where volunteers have opportunities for mekir~ decisions of
their own. The Union President, Laura Ingram, stated at the 1974 Union
conference, that she felt the Department of Education was failing to
consult the Union over decisions that were still within the Union's sphere
of decision-making. "Many of the changes taking shape are what we have
asked for in submissions over many years - tﬁe strong objection is our
non-involvement in the mechanics as to how these should be implemented -
we must keep up with the play" (NZFKU Conf. Rpt., 1974). She cited some
examples of non-consultation and these included:
1. The decision to integrate kindergarten and primary teacher tréining,
2 An Education Board deciding to undertake kindergarten teacher
recruiting, and
3 The decision that primary teachers be in charge of special groups
in kindergartens.
Obviously there is a conflict of opinion over who should be the senior

partner. The recently mooted re-structuring of the Department of
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Education has heightened the feeling of threatened control - the outcome
of regional discussions is not clear at the time of writing, but some
regions have agreed to pilot Regional Authorities. New Zealand-wide
adoption could be the end of the Union as it is presently organised in

a pyramidal hierarchy. The Union would have to adopt a new role or die.

When one compares the Union and Federation's histories, it can therefore
be seen that the strategic choices crucial to the development of the Free
Kindergarten Union are far less likely to be decisions made by the Union
alone. Key Union strategic choices have been those involving Government
in some way. ~ This chapter, therefore, has been just as much a history of
Government involvement in kindergarten education as it has been a history
of the Free Kindergarten Union. There are lessons contained here for the
playcentre movement if it wishes to retain its present parent co-operative
characteristics. It must not try and compete with the kindergarten move-
ment for similar funds or similar policies. Unless politicians and
departmental officers change their attitudes about accountability for
public.money, such competition could contribute to the destruction of the

most valuable attributes of the playcentre organisation.

T now want to turn from this account of the development of the national
kindergarten movement to examining the development of the Wellington

Association.

NTSTORY OF THE WELLINGTON TREE KINDERGARTTGEN ASSOCIATION

A kindergarten is not a building placed on a
suitable piece of land but rather a children's
playground with a suitable building to provide
warmth and shelter when it is required.

(From Sites, Buildings and Equipment, 1954)

An account of the Wellington Free Kindergarten Association's history is
necessary to provide the context for the analysis of two strategic choice

processes interpreted mostly from the Wellington Association's perspective.

The kindergarten publication Kindergartens in New Zealand (Lockhart, 1975)
records that the Wellington Association owes its origin to Miss Mary

Richmond who :

was President of the Froebel Society in Wellington.
In the streets Miss Richmond saw little ones too
small to go to school, sitting about in the dirt on

VICTORIA UNIVER3ITY OF WELLINGTON
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the pavements, dusty and grubby, learning language
which was certainly no good for them, and her tender
mother-heart ached for these neglected babies.

'We must have kindergartens for these children' she
said and set to work to get them. (p.95)

The idea behind the kindergartens was a philanthropic one. Miss Richmond
launched herself into a complicated scheme for fund-raising to establish
an experimental kindergaiten and in 1906, a kindergarten was opened in the
Baptist Sunday School room in Vivian Street, although it was soon trans-
ferred to the Tory Street Mission Hall. It was as a result of Miss
Richmond's approaches to Govermment to have this experimental kindergarten
taken over by the State, that the Education Department formulated a policy,
in 1909, about voluntary kindergartens. It was agreed that kindergartens
should be 'recognised' and inspected and given a capitation grant, but -

not taken over.

The structure of the first Wellington Association, then known as the

'Riley Free Kindergarten Union' was based on the financial contributions

of the various types of members. The Executive consisted of some expert
teachers plus the office-holders, while the Women's Financial Council
consisted of 20 'centre leaders' who had to find 15 'associates' to qualify
for such a position. An ‘'associate' was someone who pledged £1 per year;
this £1 could be collected from 8 'subscribers' giving 2/6 per annum.

The Association was completed by an advisory board composed of ‘'gentlemen
~f standing'. The names 2f the associates give clues as o *be middle
class status of the Council; for example, Richmond, Hannah and Kirkaldie.
The early minutes were pre-occupied with who was forming centres and the
amounts paid by associates. Obtaining funds has been a continuing concern
until the mid-1970s. It biassed all other activities;. for example, in
1926, a demonstration kindergarten was set up in the concert hall to

publicise kindergartens to get more subscribers!

In 1909 the second Wellington kindergarten was opened in Constable Street,
Newtown, and during 1911 kindergartens were established in Lyall Bay and
Island Bay. Miss Freeman was appointed head-mistress of the Wellington
kindergartens in 1911. She held a Froebel Union Certificate and on her
arrival, systematic training was organised. It is interesting to read
comments made by Mary Richmond about the type of girl who should do kinder-

garten training:
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Many a girl who cannot qualify as a public-school
teacher has all the natural qualifications of
patience and motherliness required for kindergarten
school . (WFKA Ann. Mtg. Rpt., 1909) and :

Kindergartens minister to the need of mothers for
help, and need of children for nurture, the need of
girls for training in motherly ways. (WFKA Ann.
Mtg. Rpt., 1913)

A more modern version of her attitude was expressed in 1956 by a visiting

American, Miss Heinig:

Kindergarten training is the best training for family
life and marriage that any woman could have.

Such attitudes and the system of asking students to pay a fee to train had
long-term consequences for the movement regarding attracting trainees for
kindexgarten wérk. By 1914 the administrators realised how crucial was

the supply of trainees. The number of students determined kindergarten
rolls (each student meant an additional twelve children could be accepted,
as a ratio of 1 : 12 seemed to be the ideal ratio Eo those decision-makers),
and kindergarten attendance determined the Government grant under the system
of capitation grants. Attendance and student numbers were of central

concern to kindergarten committees for the next 30 odd years.

During 1915, at the suggestion of the Advisory Board, local committees were
formed in the districts where there were kindergartens to attract interest

from a greater number of people.

In 1917 the name of the Association was changed to the Wellington Free
Kindergarten Association, and an important strategic choice was made to
erect a school building in Taranaki Street to accommodate 100 children, the
Principal and the students during their lecture periods. Government agreed
to pay £600 of the building costs if the property was vested in it. The
Council decided not to accept the money in 1918 because of these conditions,
and decided to convert a factory for their purposes rather than build.

This seems to be the only time a kindergarten committee's dominant coalition
has said a flat 'No' to Government funds. There were five kindergartens

in Wellington by this date and parents in each district, except Taranaki
Street, assisted with the running costs - often in the form of donations
towards the 'rusk' fund. The Principal organised a Mothers' Club (when

the new building at Taranaki Street was finished) which had educational
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and social functions. The Council agreed that the new kindergarten's

playground ought to be open to all young people in the district.

Annual Reports in the 1920s sound like those written in the 19GQS and
1970s by local playcentre councils, when they describe the pay as pitiful
and the work created for the adults by the use of rented accommodation.
Cleaning up after other groups' functions in the halls before opening, and
packing away at the end of the sessions was greatly disliked. This
latter dislike caused many local committees to raise money for their ownr

buildings.

Contained in the Principal's annual reports are many statements about
kindergarten philosophy. The garden was often discussed and was another
reason why owning buildings was seen as vital to the kindergartens. The
'home spirit’ was regarded as the true note of kindergarten work, and this
work was seen as being not only good for the child, but also good for the
nation, because it taught the children habits of applying "energy to fulfil
some definite purpose, ... and cleanliness arising from a sense of self-
respect and obligations to our fellows" (WFKA Ann. Mtg. Rpt., 1922). The
work with the children was to establish the basis of a 'useful life'.

The philosophy therefore focusses on the child. It is also a philosophy
based on the Protestant Ethic: "the childish ideal of play for the sake
of enjoyment is gradually converted into a desire for work for work's sake"
(WFKA Council Mins., 1924). The aim of the kindergarten was "to develop
citizens who have been taught that there is only one sin, and that was to

be idle" (WFKA Principal, 1926).

Women who had completed the kindergarten training were able, in those
early days, to be accredited with one year of the primary training if they
changed their career. An infants' class was attached to Taranaki. Street
for a few years to help with training students to understand 5 and 6 year

olds.

There was much discussion in 1924 of a Government take-over when the time
was ripe financially. It was thought that a take-over would entail the
provision of a kindergarten for every public school - an expensive exercise.
The Council members, the Chief Inspector and the Minister of Education

were all involved in these discussions.

An increased capitation grant in 1926 allowed the Association to raise
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salaries above 'starvation rate'. Wellington Association members were
beginning to look in envy at the beautiful kindergarten buildings in other
associations and launched themselves into fund-raising tasks. Buildings
seemed better able to inspire such efforts than did staff salaries. The
Association Constitution was revised in 1926 to allow delegates from

local committees and the Mothers' Club to form the Council - a similar
composition to that which exists in the 1970s. Mothers' Clubs were
established in each kindergarten in 1929 and a United Mothers' Club was
formed in 1931. Most Mothers' Club members engaged in educational activi-
ties, but were quickly drawn into fund-raising in the financial crisis

during the Depression.

Miss England, an important leader in the Wellington Association and the
Union, is singled out for special mention in the Annual Report for 1930

for her free service as a lecturer and examiner of students, and convenor
of the Education Committee entrusted with training policy. In 1931 when
the New Zealand economy was caught in the throes of the world-wide depression,
Government withdrew its financial support for the kindergarten movement.
Miss England led a delegation to Government to ask for half the usual
grant, but this delegation was unsuccessful, partly because the Auckland
Association had £2000 invested. Kindergartens stayed open through greater
public generosity and staff working for lower.wages. oOut of this period
of austerity, grew the Women's Auxiliary to assist with fund-raising
activities. They disbanded in 1950, but re-convened in 1966. Art Union
(lottery) grants also helped the financial situation. The raising of the
minimum age of entry for school from 5 to 6 years in the depression years
posed problems for kindergarten staff, as did the declining health of the

children and students.

The Principal at that time was rather patronizing about parents - her
reports talked about 'parental blundering' and about 'developing respon-
sibility in the mothers'. She realised that 'to be fully effective the
training that kindergartens give its children must be practised in the
home', and welcomed mothers coming in to prepare the milk each morning
and to observe kindergarten work. Contrast this with the playcentre
philosophy that parents are the experts on bringing up children. The
Association also met the needs of parents by visiting homes, through the
fortnightly Mothers' Club meetings and by holding functions for fund-

raising.
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When the first Labour Government came into power in 1935 coinciding with
the emergence from the depression, the capitation grant was restored and
raised, and the school entrance age was lowered to five once more. In

the next two years, the Government considerably increased the funds given
to kindergartens. Not all of this could be taken up however, because the
voluntary movement was not able to match the amount provided. Funding was
still on a £1 for £1 basis. Despite fhe additional finance, the movement
began to run into staffing difficulties because it was not in a position

to grant student allowances on a par with that given to teacher and dental
nurse trainees. Government granted kindergarten student allowances in
1941 after a deputation had waited on the Minister of Education. The
effects of the various measures taken could be seen by 1945 when Government

spending on kindergartens had risen by 850 percent in ten years.

The philosophy underlying kindergarten work during World War II was to
foster the ability of people to "live together as brothers from early
childhood ... It is upon the practice of this that future peace depends"
(WFKA Principal, 1941). Two kindergartens became all-day nurseries to
meet the needs of mothers doing war work; otherwise the war caused little
disruption to kindergarten activities. The Association Executive looked
at expansion possibilities and there was considerable time spent on A
acquiring sites and raising money for kindergarten buildings by a variety
of means - not necessarily all from kindergarten members' efforts. These
sites had to be approved by the Department to get the £] for £l subsidy.
1941 seems to be the first year that the Union asked Government for help
with sites by setting aside land in new housing areas. Liaison with
church groups was important as many kindergartens were in church halls;
only 8 of the 16 kindergartens in the Association in 1951 had their own
buildings. Council members became angry with unco-operative church groups
on several occasions but failed to perceive fault in their own actions
when they refused other community groups' requests to use kindergarten

accommodation - a strategy which is only fading today.

Better liaison was sought between staff and the Council during the war.

A staff member was invited to each Council meeting. A leading member of
the Association, the Organising Secretary, retired in 1942 after nineteen
years of service. This reflected the pattern of long-service evident in
the Association, which many people attribute to the 'snob-value' of doing

voluntary work in kindergartens in the early yéars. For example, Miss
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England was involved in many capacities from 1913 to 1950, one accountant
handled the Association's finances from 1923 to 1950, and Mrs Doctor

was Wellington President for 20 years.

The year the second world war ended saw a decision to re-organise local
committee membership and functions. By now committees were mainly composed
of interested parents. It was agreed that men should be allowed on the
committees (they soon became the majority); and each local committee was
given full financial responsibility to administer its kindergarten - a
strategy which left the Association with a smaller pool of funds for
expansion. The decreased availability of local funds for new growth was
later regretted, so an establishment fund was instituted in the early 1970s
and, in 1974, a decision was made (it had first been mooted in 1958) that
all local committees should bank with the same bank to obtain a pool of
funds which the Association could use as collatoral for loans on new
kindergartens. Contact between the Association's members and local
committee members was maintained in the late 1940s by a 'combined' meeting
once a term and by Council members being delegated to keep in contact with
particular kindergartens. Obviously the Council composition of local

committee representatives failed sometime after 1926.

1948 was a year of major change. Government replaced the capitation
grant by a scale of salaries and in return imposed many requirements which
brought more control and greater uniformity of policy.- not always seen as
the best thing for all districts. At the end of that. year, the Principal
retired after giving 20 years service to the Association and the Director
‘of the Taranaki Street kindergarten retired after teaching there for

34 years! Miss Baucke became the new Principal, bringing with her ideas
for training and teaching in kindergartens from her recent trip to Australia,
where she had found that Kindergarteners were giving greater freedom to
children. This approach was also familiar to Miss Christison, a new
staff member from England; and so 1949 saw 'freer' methods being adopted,

which was not an approach that all parents agreed with.

Local body interest in kindergarten work was evident at that time, but
dwindled in the 1960s. The Wellington City Cbuncil gave a regular grant
to the Association in the 1940s and leased two sites for kindergartens

in Hataitai and Miramar North in 1953. Parent interest in certain

districts was causing concern, however. Since the 1940s, there has been
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a recurring pattern of difficulties in getting and retaining local
committees in the kindergartens in low SES areas. Association personnel
have had to step in on various occasions in such areas to provide leader-—

ship and/or funds over the years.

The desperate shortage of teachers, made worse by the rapid growth in

the primary sector of the education system in the 1950s was partly
attributed to the cramped training centre. It was not until 1960 that
the centre was able to move from Taranaki Street to premises in Tinakori
Road. It was decided in that year that all associations in the Victoria
University district should be levied to help with training costs. The
Education Committee of the Association which was entrusted with overseeing
methods and educational matters, was expanded to allow four delegates from
the other associations being levied, to attend its meetings. It was not
long before the Education Committee was streamlined - in 1964 it met in

full only once a term, although some members met more frequently to deal
!

with day-to-day business. Gwen Somerset was its Chairman for two years./

Because she held this position as well as leadership positions in the '
playcentre movement, she influenced the programmes in both organ-

|
isations. !

The expansion of training once it was established in the new centre placed

a greater load on the Principal and led the Association Council to make a
case to Government for a Supervising Head Teacher. The Department of
kducation agreed to this strategy in 1963 and Mrs Davin was appointed late
that year. She visited kindergartens, held staff meetings for refresher
purposes, prepared newsletters and helped to prepare staff rules for
circulation before acceptance. Her appointment coincided with Dr Katherine
Whiteside~Taylor's visit to New Zealand, and the introduction of her
approach to parent work by kindergarten and playcentre staff - an approach
which was new to free kindergérten members., Katherine Whiteside-Taylor's

approach to parenf education based on written obseryvations of children

in pre-school settings did not catch on amongst kindergarten parents.

There was a considerable conflict in the early 1960s between the Education
Committee and the Council Executive over their respective areas of

responsibility for administeriné training. However, in 1965, when the
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Most kindergartens in olderxr-areas have faced,>in the last decade, the
problem of falling rolls and continuing difficulties in finding and keeping
a local committee. Parent apathy in Newtown is one example of the kinds
of difficulties which have been experienced and was one of the reasons

why the nﬁrsery attached to Newtown kindergarten was phased out in 1967.

The dwindling number of activities left under the control of the Association
Council members, had the effect of decreasing the participation of members;
and although a revision of the Constitution in 1968 raised the dominant
coalition's hopes that attendance would improve, a strategy of fewer Council
meetings only temporarily improved attendance for about one year, before

interest dropped away again.

CONCLUSION

Looking back over the history of the kindergarten movement and the history
of the Wellington Association, a number of themes can be identified:

y The movement's leaders have, since the turn of the century, expected

Government to provide funds for the areas of kindergarten work seen

as causing systems-maintenance difficulties. Because the 'public'
kindergarten service was provided by one class of people for lower
class children, the ideology seemed to be that it was legitimate to
ask for public funds.

e Accompanying the new grants were new Regulations or the loss of
rights to be involved in decision-making, and this had consequences
seen most clearly in the history of the Wellington Association -

difficulties in attracting and keeping members interested in the

voluntary sub-system of the kindergarten organisation.

I think that these two themes are intertwined and I would like to elaborate
on them because the material is important contextual information for the
discussion in Chapter 10 which is focussed on Government's decision to

provide sessional grants to local kindergartens.

The President of the Wellington Association in 1973 estimated in her
Annual Report that 50 percent of Wellington kindergartens were not partici-
pating in Association decision-making that year. Most Association
activities are now undertaken by an inner elite of the President, Secretary
and the Executive member who is the Wellington region's Ward member on

the Union Executive (and the Supervising Head Teacher on some occasions) .
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part of the reasons for a low level of participation lies with the
office-bearers' unwillingness to delegate authority, but the main reason
is the decrease in the range of decisions that Association voluntary

members have any control over.

Early Council meetings used to include discussion and decision-making on
all aspects of kindergarten and training operations: new kindergartens
and new equipment for kindergartens, their playgrounds, the children's
health and attendance, visitors, excursions, examiners, recruitment of
students, staff salaries and staff problems, buildings maintenance, rolls'
size, opening times, conference matters, graduation, Christmas parties,
the closing of kindergartens in Brooklyn, Thorndon and finally Taranaki

Street, and Mothers' Club activities.

In 1941 student allowances reduced Association control in that area of
tasks. With the 1948 change in Government funding came standardization
of teachers' salaries, kindergarten opening times and ratio; and also in
1948 a national syllabus decreased associations' control over some aspects
of training. In 1963, the Supervising Head Teacher was given authority
to deal with decisions about the children's programme, staffing and
refresher courses, and Association members only had to ratify them. The
transfer of training to the control of the Regional Council of Management
in 1965 took away a large area of decision-making. With the increase

in. proportion of Government Ffunds in sites and buildings in 1973 came more
red-tape in this area leaving the Council members feeling heipless over
most decisions regarding new kindergartens. The recent scheme whereby
Education Boards took over major maintenance of kindergarten buildings,
has left the Associations (and local committees) with a minute amount of

control over kindergarten affairs. (For further discussion, see Chapter 10.)

3 An associated theme is that once Government had assumed financial
responsibility for certain aspects of kindergarten funcfioning, the
voluntary organisation's dominant coalition seem to be powerless
to change tactics for implementing the strategies; for example,
the Union have negligible influence over student quotas, a critical
variable affecting future staff numbers.

4. Early in the history of the movement training courses were established

in the four main cities. The Principals were not only responsible

for training but also for standards in the children's sessions until
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Government agreed to pay for Supervising Head Teachers in those
cities. That the training remained largely the responsibility of
four associations - in terms of decision-making and funding - long
after the establishment of the Union and the proliferation of
associations is surprising. The pressures on these associations led
to cases to Government for assistance with training and these cases
brought forth more and more State aid for kindergarten training
culminating with the decision to integrate kindergarten and primary
teacher training in 1975, described in greater detail in Chapter 1l.

Purpose-built buildings for kindergartens were seen as desirable

throughout the development of the movement. Much of the voluntary
sub-system's resources (financial and time) have been concentrated upon
this task. Because buildings were desired, no objections were raised
when the strategic choice was made to have all kindergartens in their
own buildings. However, this strategy has inhibited growth drastically
in recent years, and many people now see buildings as taking up a
disproportionate amount of funds. ‘

The changing characteristics of volunteers has probably most affected the

Mothers' Club sub-system of the movement. 'Outsiders' worked on

the association committees and parents belonged to the Mothers' Clubs.

~ Since World War II, the proportions of parents on the administrative

committees have increased to almost 100 percent, and at the same time
the Mothers' Club sub-system has been declining.

Environmental variablwe o .ch as population changes, the economic

situation of the country and increased general public interest in,
and support for, early childhood education are important influences
on the functioning of the organisation. But the complexities of the
organisation's structure and the bureaucratic mode of functioning
(indicated by the numbers of rules) mean thaf the organisation is

not able to adapt to changed envirommental conditions very quickly.

It is now time for me to turn to the analysis of the field-work data

collected during 1973-75. In the last chapter of Section I, a selection

of the data collected by three small surveys is presented to provide

additional background information of a different nature from historical

material. Already, we know something about the characteristics of staff

members and volunteers in earlier years. For example, staff had to come

from families who could pay for their daughters' training prior to 1941;
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and involved kindergarten volunteers often came from prominant business
families in the community until parents of pre-school children became more
active on the committees, while involved playcentre volunteers were often
educationists in other institutions. The survey data provides a profile

of present-day pre-school parents, staff and volunteers.
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CHAPTER SEVEN

THE SURVEYS

Three surveys of personnel connected with pre-school services were conducted
during the field work stage of this study to provide further information, in
addition to that of an historical nature, for the examination of strategic
choice processes occurring in the playcentre and free kindergarten movements
in the mid-1970s. These surveys sought to find out the background character-—
istics, and the motivations for certain acts of pre-school parents, pre-school
staff and pre-school volunteers. Details of the types of survey and sampling
techniques have been outlined in Chapter 4. I propose in this chapter to
describe some of the results of the surveys - firstly the pre-school families
survey, then the pre-school staff survey and finally the pre-school volunteers
survey. Other data from these surveys particularly pertinent to the analysis
of those strategic choice processes selected for examination in Part II are
given in Chapters 8 to 11. Copies of the questionnaires used are provided in
Appendices 1 to 3. Statistical tésts used are the Chi-square (x?) and, where

there are small cell sizes, the Kolmogorov-Smirrnov test (D).

PRE-SCHOOL FAMILIES SURVEY

Who Gets to Pre-School?

It would seem that most parents of children aged 3 and 4 years in New
Zealand desire some pre-school education for their off-spring. This is
particularly true of families classified as having high or medium SES A
rating. My survey, like Barney's (1975), found that there was an under-
representation of families with fathers' occupations in SES Levels 5 and 6
(Elley and Irving, 1972b) using pre-school centres in comparison with the

proportions of Wellington males in SES Levels 5 and 6.

Table 7.1. Pre-school Fathers' Occupational Status
Wellington Male
ZotalL Labour Force
Users
% %

SES Level 1 22 20.8 T3
SES Level 2 36 34.0 16.2
SES Level 3 19 17.'9 _ 18.6
SES Level 4 18 17.0 28.1
SES Level 5 10 9.4 20.1
SES Level 6 1 0.9 9.7
106* 100.0 100.0

* Five interviewees were solo mothers.
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An analysis of data taken from the records of the pre-school organisations
and from the New Zealand Census of Population and Dwellings (1971), which
compares pre-school places (roll numbers) with the population of 3 and 4
year olds in different SES areas in Wellington, indicates that there is
also an undersupply of places for children living in low SES suburbs.
During the period of this study, there was, however, little pressure for
increased places in inner-city, low SES areas from either parents or

association personnel.

Table 7.2. Ratio of Pre-school Places (1974) to Population of
3 & 4 Year Olds (1971 Census) by SES Areas of
Wellington City

Total
Places : Number of 3 & 4 Year Olds

Upper SES Areas ' 1 g 1.7
Upper-middle SES Areas ] 5 . 2.6
Lower-middle SES Areas il . g 2.8
Lower SES Areas 3 3 4.2
TOTAL : 1 s 2.7

The distribution of pre-school centres, comparing playcéntxe and free
kindergarten places, presents an interesting picture. In 1974, in the
upper SES graded areas in Wellington city, there were 5 playcentres and 2
kindergartens, and the 5 playcentres catered for more children than the
2 windergavcteac i(playcentres, 233 and fr.c kindergartens, 160;. In the
upper-middle graded areas there were 3 playcentres and 2 kindergartens -
the playcentres catered for approximately 140 children and kindergartens
for 240 children. In lower SES suburbs, kindergartens catered for far
greater proportions of children. There are 7 playcentres in the lower-
middle socio-economic graded areas and they cater for 310 children,
compared with 850 children who attended 10 free kindergartens in similar
areas. There were equal numbers of playcentres and kindergartens in
lower graded areas (2 each) but the free kindergartens with 140 children
on their rolls had more than twice as many children attending them as

did playcentres in such areas.
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Distribution of Pre-school Centres and Roll

Numbers by SES Area in Wellington City

(August, 1974)

Playcentres No. Roll Kindergartens No. Roll
Karori Karori
Karori West Khandallah 2 160
Kelburn 5 233
Cashmere
Wadestown
Ngaio Hataitai
Roseneath . 3 139 Ngaio 3 240
Wilton Seatoun
Brooklyn Berhampore
Houghton Valley Island Bay
Island Bay Johnsonville
Johnsonville Lyall Bay
Kilbirnie -7 309 Miramar 10 850
Newlands Miramar North
Tamariki Newlands
Northland
Strathmore
Paparangi
Newtown Newtown
ey el
17 738 17 1390

When the roll numbers are compared with the population of 3 and 4 year olds

in the different SES areas, it can be seen that there are fewer places in the

lower SES areas.

In the middle and upper SES areas, there is at least one

pre-school place for every 2.8 children aged 3 and 4 years, which could give

every pre-schooler in those suburbs about one year of pre-school educatiaon

were it not for the variation from suburb to suburb.

However, the

proportion of pre-school places to children aged 3 and 4 years, drops off

when inner-city, lower SES suburbs are analyzed.
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Table 7.4. Ratio of Pre-school Places (1974) to Population
of 3 and 4 Year 0lds (1971) by SES Areas of
Wellington City

Playcentre Kindergarten Total

Place : Population Place : Population Place : Population

Upper SES 1 g 2.9 ) i : 4.2 1 : p Wy
Areas (233 : 667 (160 : 667) (393 : 667)
Upper-middle 1: : 7.1 1 - 4.1 1 5 2.6
SH% Aren (139 : 982) (240 : 982) (379 : 982)
Lower-middle 1 : 10.5 1 : 3.8 1 s 2.8
“BS Axeas (309 : 3252) (850 : 3252) (1159 : 3252)
Lower SES 1 x 18 T & B 1 : 4.2
REens (57 : 834) (140 :  834) (197 : 334) -
TOTALS : L : 7.7 1 : 4.1 1 : 2.7
(738 : 5735) (1390 : 5735) (2098 : 5735)

If the demand was such that parents of every pre-school child in low SES
suburbs wanted their children to attend a playcentre or free kindergarten,
the lower availability would mean that each child would only get six months
pre-school education. To put it another way, only one~quarter of the
children living in low SES suburbs are attending a pre-school centre
compared with nearly half of the 3 and 4 year olds who are living in middle

and high SES suburbs.

Although a higher proportion of 3 and 4 year olds in middle and high SES
suburbs attend playcentres and kindergartens, there is also considerable
demand for an increase in places. An inadequate number of places to meet
demand was one of the main factors affecting families who did not use

playcentre or kindergarten in the middle SES suburb.

Non-users

Twenty-seven families who used neither playcentre nor kindergarten in
Newlands (a middle SES suburb) were interviewed during the pre-school
families survey. Most of this sub-sample (86 percent) said they would
have liked to have used playcentre or kindergarten. This is in line with
the socio-economic status of the fathers of these non—usef families from

the young suburb of Newlands. They tended towards the professional/
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managerial occupational groups and had greater proportions in Levels 1 and
2 of Elley and Irving's Socio-economic Index (1972b) than the pre-school
participants in the same suburb as well as the total sample of pre-school
families. This study, as well as Barney's (1975), showed that the
higher. the fathers' SES the greater the likelihood of pre-school use.

Table 7.5. User and Non-user Fathers' Occopational Status

Newlands Non-user Newlands User Total Users
% % %

SES Level 1 (4 14.8 (5 11.1 22 20.8
SES Level 2 17&13 48.1 %l 35.6 36 34.0
SES Level 3 (1 3.7 (10 22.2 19 17.9
SES Level 4 62 5 18.:5 192 9 20.0 18 17.0
SES Level 5 (3 11.1 (4 8.9 10 9.4
SES Level 6 4£;L 3.7 Sz;L 2.2 1 0.9
27 99.9 45  100.0 106* 100.0

Newlands'samples: — —— —
x? = 3.53; df = 2; p > 0.1. * Five interviewees were solo mothers.

Because this group of non-users obviously does not represent the total
population of New Zealand families with young children, it should be
stressed that the data on these non-user families must be used as case study
material. It would not be wise to generalise from this section of the

chapter.

Although not statistically siguificant, the wobility of the families piayed

a large part in leaving many of these children without pre-school education.

Table 7.6. Years in the Suburb of Newlands by Pre-school

"Users/Non-users

Non-user User Total

% A % %
Less than 1 year 8 29.6 6 13.0 14 19.2
1 to 2 years 4 14.8 6 13.0 10 13.7
2 to 5 years 7 25.9 13 28.3 , 20 27.4
5 or more years B 29.6 21 45.7 29 39.7
27 99.9 46 100.0 73 100.0

x? = 4.52; d4af = 3; p > 0.05.

I did not specifically ask the families who had recently moved where

they had come from, but I recall that many were new immigrants, particularly
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from Great Britain, and this could account for the large proportion,

30 percent, of these non-users, who were not fully informed about the
rangevof pre-school services available in their suburb, when the interviewer
asked the parent to describe the local pre-school services. Thirty-nine
percent said they had wanted their child to attend kindergarten, but had
missed out on this because they had moved into the district in the last

year or two, and the kindergarten was too much in demand to accept transfers.
If they knew about playcentre, they had generally decided against playcentre
education because it was "not organised enough". Eleven percent of the
non-users had chosen to use playcentre, but when their children began
attending, they found that they or the child did not feel happy there and
they withdrew. Such families have no second chance to try an alternative
'public' service because of kindergarten enrolling and waiting list procedures.
A further eighteen percent of the families gave a variety of reasons for
non-use ranging from having a handicapped child to having a child who was

not accepted because he was not toilet trained.

This picture of thwarted desire for playcentre and free kindergarten
education by a large proportion of non-users may not be typical of all non-
users, particularly in low SES areas. In low SES areas the waiting lists
are short,.because the families here often do not understand the ‘waiting
list game'. The shortness of the waiting lists is a blessing for parents
not attuned to the middle-class enrolment and waiting procedures. In
Wellingten, fortunately, there are not ton many cases of higher SES families
bringing their children from the outer suburbs into inner-city pre-school
centres in an effort to shorten the time on waiting lists. High SES
families using inner-city kindergartens occurs to a greater extent in
Auckland, according to Barney (1975). The lack of children from high SES
families attending low SES pre-school centres in Wellington are probably
a result of:
- parents do not know of the shorter waiting lists in inner-city pre-schools;
- the pressure for kindergarten places is greater in Auckland, because it

has been the subject of greater urban drift;
- inner-city kindergartens are across—-town in Wellington from most high

SES suburbs; that is, they are not on the way to either parent's place

of work;
- many families feel that the transition from pre-school tb school will be

easier if the child attends the pre-school centre near his future school.-
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The turnover of children in low SES kindergartens is just as high as in
kindergartens with very long waiting lists. The children are being
admitted mostly between 3 and 4 years of age, yet they are only averaging
two terms of kindergarten attendance before they drop out. This is a

problem that needs further research.

A large proportion of non-users, 48 percent, said they never walked doﬁn

to the area of Newlands where all three pre-school centres were situated
close to the shopping centre. Only 15 percent of the families who attended
playcentre or kindergarten in the same suburb never walked to the shopping
centre, and yet there was little difference between the users and non-users
in their proximity to the pre-school centres. About 20 percent of the non-
user mothers did not drive a car (a similar proportion was found amongst
users), but a further 20 percent of non-user mothers only had the use of

a car occasionally, whereas only 6.5 percent of those attending pre~school
services were in this position (possibly because the wives had a better
reason for using the family car once the children were attending a pre-
school centre). It seems, therefore, that more non-user mothers were
without a car more often than pre-school partiéipants, and when this is
coupled with their reluctance to walk, getting to and from a playcentre or
kindergarten becomes a problem. From intuition, I would say that this
problem of transport could be a universal one for non-user families in any
district. Joining a car pool usually happens after the child has been
attending a ore-school centre for a few 'aeks. Mobile unite, similar to
that operated by the Y.W.C.A. in Potone, offer one solution where trans-
porting children is a major problem, although many educationists feel that

the parents (mother) ought to be picked up too wherever possible.

Differenges between Playcentre and Kindergarten User Families

The main characteristics distinguishing families who used playcentres and

free kindergartens included :

198 There was no statistically significant difference between playcentre
and kindergarten fathers' SES.

2. Participation in sports and recreation clubs and voluntary organisations
was related to choice of pre-school organisation. In the playcentre
sample a large proportion attained a medium social participation score;
whereas the 'joiners' who had high social participation scores and
those with low social participation scores tended to use kindergarten

far more. This may indicate either that the very involved members
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in the community avoid playcentre because they could not commit them-
selves to any more voluntary work, or that those who are involved in

the playcentre movement have less time left for voluntary work outside
the movement. At the local level, it is probable that the former
explanation applies. . Bradley (1973) has suggested that parents partici-~
pating in voluntary organisations, such as playcentre, require greater
levels of verbal and organisational social skills in order to fulfil
their membership obligations -~ for example, of parent - helping during

the children's programme and serving on the centre's administrative

council.
Table 7.7. Parent Social Participation Score by
Pre-school Affiliation
Score on Chapin Scale Playcentre Kindergarten Total
% % %
0 -8 1.3 28.9 23 34.8 36 32.4
9 -~ 20 27 60.0 25 37.9 52 46.8
21 - 35 - 11.1 18 27.3 23 20.7

45 100.0 66 100.0 111 100.0

X?* = 6.46; 4af = 2; p < 0.05.

As could be expected from other social participation studies, it was

the families in the high SES suburbs who were in the very-involved
categories (See Table 8.3; page 179). However, in the low SES

suburb where most parent: Liave not been socialized into voluntary group
membership, the pre-schools have to work continually to get and keep
committee members. A playcentre has, in addition, to motivate some
members to train as supervisors. Also, special efforts are needed to
get mothers and children along. Once there, parents in such areas
enjoy playcentre as much as their children, if the high adult attendance

rate can be taken as an indicator of enjoyment.

A majority, 52 percent, of non-users had low social participation scores,
despite their relatively high family SES, which could indicate the non-
use is related to lack of social skills. These parents may be unsure
of enrolment procedures or diffident about their ability to fulfil

membership obligations.

These statistics suggest that social participation may be an intexrvening
variable between family SES and the pre-school service chosen. This

variable could have the effect of weakening the correlation between high .

family SES and playcentre use. It is possible that families with upper
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- SES occupations who normally acquire the skills and the socialization

which are associated with voluntary organisation participation (Roth,
1972 ; Bell and Force, 1956) are so involved in a variety of community
groups that they choose kindergarten which involves fewer obligations.
'Soft' data in the form of conversations with pre-school parents during_
observations at play-centres and kindergartens support the hypothesis
that social participation skills intervene between family SES and the

choice between playcentre and kindergarten.

Recent geographic mobility and intended geographic mobility was far
more common amongst playcentre users. It was this factor which emexrged
as the dominant influence on the decision regarding use of pre-school

services, and on the choice between playcentre and free kindergarten.

Table 7.8. Parents' Years in the Suburb by
Pre-school Affiliation
Playcentre Kindergarten Total
% % %
Less than 2 years 17 37.8 12 18.2 29 26.0
2 to 5 years 15 33.3 16 24.2 31 27.9
More than 5 years 13 28.9 38 57.6 51 45.9
45 100.0 66 100.0 11 100.0

x? = 9.52; df = 2; p < 0.0l.

Twenty-two percent of jplaycentre users had bheen in treir suburb for le-e
than one year and another 16 percent had lived there for between one

and two years, whereas only 18 percent of kindergarten participants

had arrived in their suburb in the previous two years. Kindergarten -
users were more settled -~ 58 percent had been in the same suburb for
five or more years, which was the case for only 29 percent of the play-

centre users; and the same proportion of non-users.

Although not statistically significant, there was a tendency for kinder-
garten users to feel more settled for the future than playcentre users.
Seventy-three percent of kindergarten users had no intention of moving
in the following twelve months, compared with 67 percent of playcentre

users (See Table 8.4; page 180).

Eighty-two percent of playcentre parents see their own parents or

in-laws infrequently or never (36 percent), whereas only 53 percent of
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kindergarten parents visit their childien's grandparents so seldom.
These proportions were quite startling. This would indicate a
lessening of physical ties with kin in Wellington since Miriam Gilson
(1969) did her family survey and found, by comparison with these
results, relatively strong ties with kin. I checked whether those
children who saw their grandparents seldom or never were those whose
grandparents had died or were living a considerable distance away,

and found that this was the case. Obviously a great many young
families living in Wellington are geographically mobile but playcentre
attracts more such families than does kindergarten. This provides

a further dimension to the description of playcentre as a 'family'

pre-school organisation. As well as playcentre being for the whole

family, it can also become something of a substitute for kin relation-
ships. Witness one playcentre family who had their house burned
down. It was mostly playeentre friends who cared for the children,
donated clothing and household items 'to see the family right' after
their misfortune. Another playcentre mother, involved in a car crash,
was provided with baking, housekeeping help and transport to out-
patients' e¢linics by a roster of playcentre parents in the weeks

succeeding the accident, just as if she were kin.

A related finding was that playcentre families call on friends and
family more frequently for day-time child-minding than do kindergarten
families. This is probably partly a product of kindergartens being
open for five mornings per week for older childreh, compared with the
norm of three sessions for urban playcentre children. (The Federation
Secretary had knowledge of only twenty-two groups in New Zealand
offering four sessions per week in 1975.) Sixty~five percent of
playcentre parents had their pre-school children minded at least once
per week during the day, compared with 52 percent of kindergarten
parents who called on neighbours and family as frequently. The higher
rate of playcentre families calling on friends for child-minding

during the day, is another aspect of the 'family' nature of playcentre.

The stronger ties of Wellington kindergarten parents with their extended
family played a part in introducing these users to free kindergartens.
No playcentre user in the sample joined that movement through family
relationships. A large majority of playcentre families (71 percent)

joined through friends and neighbours telling them about playcentre.
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The only other notable source of knowledge about playcentre was

publicity efforts.

Table 7.9. Parents' Source of Knowledge about Pre-school
Facilities by Pre-school Affiliation
Playcentre Kindergarten - Total
% % %

Network contacts 32 1 01 § 30 45.5 62 55.9
Family - - 6 9.1 6 5.4
Reference 3 6.7 10 15.2 13 11.7
Publicity/publicly 6  13.3 12 18.1 18 16.2
visible
Mixed 4 8.9 8 12.1 12 10.8

45  100.0 66  100.0 111  100.0

X* =9.49; 4af = 4; p < 0.05 .

Kindergarten participants learned about kindergarten and its enrolling
procedures from a variety of sources: family, friends and neighbours,

a reference by agencies such as Plunket, and by calling in after seeing
it in passing (publicly visible) . With reference to the last source of
information, kindergartens are generally more visible to the community
in their purpose-built accommodation than playcentres.whose leaders have
favoured using community accommodation. Nine kindergarten families

(mostly migrants) enrolled after they saw the kindergarten in passing.

More kindergarten mothers were in paid employment (42 percent) than

were playcentre mothers (36 nercent). Als0, 25 rercent of the kinder-
garten working mothers had full-time jobs whereas only one playcentre

mother in the sample had a full-time job.

Table 7.10. Pre-school Mothers' Paid Work by Pre-
school Affiliation
Playcentre Kindergarten Total
% % %

No work 29 64.4 38 57.6 67 60.4
Part-time work 15 33.3 19 28.8 34 30.6
Full-time work 1 202 9 13.6 10 9.0

45 99.9 66 100.0 Bt B B 100.0

x? = 4.35; af = 2; p > 0.10.

Although not statistically significant, the analysis of the data showed

that’in Wellington city, the kindergartens catered for more non-
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Pakeha* families (13 families) than did playcentres (3 families).

The difference in my data could be greater than would be found for the
whole of Wellington city, because I interviewed thirty-seven parents
in the suburb of Newtown where the majority of Wellington's non-

Pakehas live.

A stronger relationship between different ethnic background and kinder-
garten use was found when those for whom English is a second language
were studied. Only one playcentre user in the sample spoke a

language other than English to her children, but 21 percent of the
kindergarten sample spcke a language other than English - 6 percent of
them having very little English. It could be difficult for someone
with little English to fulfil such membership obligations as parent-
helping in a predominantly Pakeha playcentre, although most playcentres

are able to support a few families who cannot participate fully.

Many of the ieasons given for choosing playcentre or free kindergarten
were related to personal child-rearing philosophies. This is one
characteristic which I did not ask about directly in this survey, but
nevertheless it emerged as being a fairly important influence in the
choice of pre-school service. When answering the open-ended question
"Why did you choose playcentre/kindergarten?", many parents volunteered
the information that they wished the pre-school service to reinforce
their child-rearing practices. This is one area which could be

examined in future studies.

Parents who believe that children should do as they are told seem to

like kindergarten:

I don't like the way my neighbours, who use playcentre,
raise their children - the children are not controlled

at home and I've heard they are not at playcentre (either).
The children don't have to do as they are told.

and
My daughter had had a self-expression time in the
(neighbourhood) playgroup but, by the time she was four,

she needed more discipline than playcentre has.

(Parent interviewees)

* Pakeha is the Maori term for New Zealanders of European descent.
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Parents who believe in more freedom for their children and the chance

to learn self direction seem to like playcentre:

I like playcentre. Kindergarten is too like school.
Playcentre has more adults to help the children.
(Parent interviewee)

A great many parents seemed to choose kindergarten because they felt
kindergarten discipline and organisation matched their home practices.
Some were critical of the kindergarten teachers' handling of children,
but a greater proportion were critical of playcentre discipline
because it did not match their own philosophy of child-rearing which
was fairly authoritarian. I was told about many incidences of
children's behaviour in playcentres, which parents disapproved of.
Sixty-five families had used playcentre at some stage and the reasons
for choosing playcentre included liking the parent involvement and

the less formal programme, desiring a younger entry to pre-school

education, and getting company for their children.

Table 7.11. Parents Reasons for Preferring Playcentre

Reasons related to child- Like parent involvement 2;io
Tearing philoscphy Want less formal programme _4.5
315

Other Younger entry 42.0
Couldn't enrol at kindy 15.0

Child's Social Benefit 6.0

Referred 3.0

Nearest _1.5

99.0

Eighty-four families had used kindergarten at some stage and their
reasons for choosing kindergartens were that it was organised and
supervised in a manner that appealed to parents, that it had better
equipment and activities K and because it gave the children a chance to -

mix with others of their own age.
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Table 7.12. Parents Reasons for Preferring
Kindergarten
%
Reasons related to child- "More organised - more
rearing philosophy disciplined" 36.0
Other Social benefits to child 18.0
Better equipment and
activities 14.0
Nearest 12.0
Referred _ 9:5
Other 11.0
100.5

Amongst the 111 user families, were 28 families who admitted having

used each of the two pre-school services at different times. Seventy-
five percent of thegse families had made kindergarten their first choice,
but had gone to playcentre for a period because the child could start
there earlier. Seven percent had chosen playcentre for an older

.child and felt that the kindergarten style of discipline would suit

their younger child better. Both sexrvices had had 7 percent of

their families switching from one type of service to the other because the
child could not settle at the first form of pre-school tried. Quite

a few parents mentioned the personality of staff members as a contri-~

buting factor to the child not settling.

No attempt was made to evaluate the personality types of pre-school
staff members during the pre-school staff survey, and the sample of
sixty~-two was too small to generalise from. But the survey did
provide data indicating some of the different characteristics of
kindergarten teachers and playcentre supervisors, as well as indicating
the satisfactions and dissatisfactions felt by the staff; information

which can be useful for evaluating organisational performance.

PRE-SCHOOL STAFF SURVEY

The motivation to take on pre-school work, the length of experience of the
staff in this type of work and the reasons for leaving add up to a picture
of playcentre supervisors having an entirely different attitude to this

work than kindergarten teachers.

Mothers who undertake playcentre training courses often do so without any

intention of supervising, then find themselves being persuaded that their
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services are needed by their playcentre. Sixty-nine percent of the playcentre
sample started supervising because they+had some training and their centre

was short of staff; a further 20 percent chose to supervise because they
wanted to be involved with their children's pre-school education; and

7.5 percent wanted to extend previous teaching training and experience.

Equal proportions (35 percent) of kindergarten staff chose kindergarten
teaching as a career because they wanted to work with young children or
because they had earlier connections with kindergartens and liked the

work. Eighteen percent of the sample had been thwarted ‘in their desire

to be primary teachers.

Seventy-four percent of the kindergarten sample had been teaching for
more than two years, whereas only 28 percent of the supervisors had worked
in a playcentre for that time. No playcentre staff had given more than
ten years' service, but 17 percent of the kindergarten teachers had taught

for at least ten years.

Table 7.13. Staff Years of Experience by Pre-school
Affiliation
Playcentre Kindergarten Total
% % %
Less than 2 years 28 8 6 26.1 34 54.8
2 - 9 years 1l 28.2 13 56.5 24 38.7
10+ years = = 4 17.4 4 6.5
39 100.0 23 100.0 62 100.0

D = 0.46; X2 = 12.25; df =2; p < 0.01

Similarly, 50 percent of the kindergarten Head-teachers had held that
position for five or more years, but no playcentre Supervisors had been

head of the supervising team for that length of time.

Playcentre Supervisors and Assistants also intended to leave their positions
in a shorter time, because they did not regard them as careers, although

46 percent of the playcentre sample informed me that they wouid like to
continue working with pre-school children if there were opportunities to

do so. The supervisors said they intended leaving because their children
were starting school (21 percent), because another trainee wanted supervision
experience (21 percent), because they were pregnant (18 percent), or to

take up paid employment (18 percent).
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None of the playcentre staff were explicit about being dissatisfied with
their work. The high turnover of staff seems to be more a product of
the playcentre mode of functioning (parents running their own co-operative
pre-school centre for their own families) than of dissatisfaction with
their role. The seven kindergarten teachers leaving in the foreseeable
future gave miscellaneous reasons. Two of them were critical of the
kindergarten service - it paid poorly, and the work conditions meant that

ideals could not be fulfilled.

There were remarkable similarities in the feelings of satisfaction
expressed by both playcentre and kindergarten staff. The Chi? test
revealed that the two types of staff were nearly uniform as regards

feelings of satisfaction.

Table 7.14. Job Satisfaction Felt by Staff by Pre-
school Affiliation
Playcentre Kindergarten Total
% % %
Very high 11 28.2 8 34.8 19 30.7
High 21 53.9 1L 47.8 32 51.6
Moderate 7 18.0 4 17.4 11 17.7

39 100.1 23 100.0 62 100.0

x* = 0.30; df =2; p > 0.1.

The three main sources of satisfaction for kindergarten teachers came from
working with children (64 percent), meeting other adults through this work
(27 percent), and job freedom (9 percent). Seventy-one percent of play-
centre supervisors felt that working with children gave them most satis-
faction; and meeting and working-with other adults was important too

(23 percent). Sixty-five percent of both types of staff said they felt

a strong commitment to their work, but 'family' was named as their main

life interest by all playcentre staff and by ten kindergarten teachers.

The staff were asked which aspects of their work were most important to
them. For kindergarten teachers, a happy relationship with the other
staff ranked highest and good physical working conditions ranked second.
For playcentre staff, by far the most important consideration was the fact
that playcentre work could be combined with family responsibilities; and

a harmonious relationship with other staff was ranked second.
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The survey gave staff the opportunity to suggest changes to the ways
playcentres or kindergartens are administered. Most playcentre staff

said that the playcentre administration should not be changed. The most
frequently mentioned changes desired were that supervisors and administrators
should forge closei links and that more men should participate in playcentre
activities. On the other hand, more administrative changes were proposed
by kindergarten staff. Twenty-seven percent of them wanted the Depart-.
ment of Education to take over kindergarten administration. An equal
proportion (27 percent) of the staff wanted the professional to be given
greater discretion in the running of kindergartens, and wanted improved

staff to children ratios.

When asked to specify how the association could assist more:

- kindergarten teachers asked most frequently for improved secretarial
services (31 percent);

~ playcentre supervisors asked most frequently for more frequent, supportive

- visits from association personnel (53 percent).

In specifying how Government could assist local pre-school centres more:

- kindergarten teachers asked moét frequently for finance for equipping
and running kindergartens, and for paying staff (41 percent);

~ playcentre supervisors asked most frequently for financial help towards

sites and buildings (37 percent).

1L is interesting that th: way. that staff wembers of Loth organisations
would like Government to further assist are partly at variance with the
views of pre-school volunteers regarding Government assistance, and this
will become clearer in Part II. This suggests that each of these two
groups of pre-school personnel may interpret the performance of the State-
voluntary organisation partnership, after certain strategic choices have

been made, in rather different ways.

PRE-SCHOOL VOLUNTEERS SURVEY

This was the last survey, chronologically, to be conducted. During 1975, 44
volunteers were interviewed personally and 118 volunteers responded to

the same questionnaire sent to them in the post. The satisfactions and
frustrations felt by the pre-school volunteers who administer the playcentre
and free kindergarten movements are one criterion for evéluating organis-—

ational performance, and this topic was explored in the questionnaire.
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More importantly this survey was conducted to find out the characteristics
of the people who guided and directed the four strategic choice processes

discussed in Chapters 8 to 11.

Studies of decision-making suggest that there are two types of variable

which influence leadership behaviour :

~ Situational variables, and

~ Personal attributes (including values) of the leaders.

Vroom and Yetton (1973) argue that neither of these are sufficient on their
own to explain leadership behaviour. Child (1972) and Hage and Dewar (1973)
argue that, as a dominant coalition are able to manipulate their organisation,
some attention should be paid to defining who coﬁprises the dominant

coalition.

Characteristics

When comparing playcentre volunteers with kindergarten volunteers, it was
found that the former group were younger. The kindergarten sample had
fewer respondents in the 20 - 29 years age group, than did playcentre
volunteers, and greater proportions in their 30s and 40s. As Roth (1971)
found that the peak age for participation in voluntary work in New Zealand was
35 - 44, but with men having a high level of participation in the 25 - 34
age group also, it seems that kindergarten volunteers are following the

New Zealand pattern. The extent of male-female participation will be
influenced by the greater proportion of men on kindergarten committees.
Fifty-nine percent of the kindergarten volunteers were male, compared with
12 percent male volunteers i