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The aim of this paper is to present an overview of selected organizational theories pertaining to the process of
organizational change. The emphasis is made on organizational capacity outlining its relevance in the context
of understanding the changes taking place within the National Sports Federations.
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Straipsnio tikslas — atlikti pasirinkty organizacijy teorijy, susijusiy su organizacinio poky¢io analizavimu,
apzvalga. Démesys ypac¢ skiriamas organizaciniams pajégumams, demonstruojant jy svarba analizuojant
organizacinj pokytj, vykstantj nacionalinése sporto federacijose.
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Introduction

The literature of organization theory can
provide us with some insights into how
political, economic and societal changes
were affecting Lithuanian National Sports
Federations (NSF). In particular, extant
theories of organizational change have
much to contribute in this regard as it has
been demonstrated in the work of T. Slack
and his colleagues (Slack, Hinings, 1992;
Kikulis, Slack, Hinings, 1995a; 1995b;
Hinings et al., 1996). Their research has
made an enormous contribution to our
understanding of how sport organizations

change. Nevertheless, their investigations
were limited to the North American or-
ganizations and, for this reason, to rela-
tively stable environments. Moreover, the
conceptual frameworks with which they
carried out their investigations (Kikulis
et al., 1995a; 1995b; Hinings et al., 1996)
suffer from similar limitations. The im-
plication, thus, is that neither the theories
nor the findings can be blindly applied in
attempting to anticipate how Lithuanian
sport organizations are responding to the
changes taking place around them. In-
stead, they must be adapted in a way that
takes account of the Lithuanian context.
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As is well known to those who study
sports management, it is the writings of
R. Hinings and R. Greenwood (1988;
1996) and A. Pettigrew (1987) that were
most influential in investigations of
changes within sport organizations. The
applications of these theories have been
wide, as well as recent (Shanikat, 2007;
Legg, Snelgrove, Wood, 2016; Kitchin,
2017). Contained within them are fully
elaborated frameworks for studying and
understanding organizational change. To
evaluate every aspect of Lithuanian sports
organizations touched upon by these the-
ories would be an enormous undertaking
and, admittedly, one of questionable util-
ity. As a result, the challenge is to deter-
mine which aspects of these theories are
likely to provide the greatest contribution
to our understanding of how these organ-
izations are being affected.

Thus, it is suggested here that the or-
ganizational capacity is the most important
consideration within the context of organi-
zational change in Lithuanian NSFs, which
presents the problem of research. How-
ever, to appreciate why this is the case, the
role of capacity within theories of change
must be clear.

The object of research is the organiza-
tional change in NSFs.

The aim of this paper is to present a
brief overview of the broader contours
of the organizational change theories; to
discuss the concept of organizational ca-
pacity in greater detail; and to outline its
relevance in the context of understanding
the changes taking place within National
Sport Federations.

In order to fulfill these objectives an
academic literature analysis, theoretical
modeling and interpretation methods
were applied.

Theories of organizational change

Several authors (Pettigrew, 1985; Petti-
grew, 1987; Slack, Hinings, 1992; Green-
wood, Hinings, 1996; Pundziené, 2004)
have acknowledged that organizational
change is a highly complex process. As a
result, change cannot be studied in a dis-
crete way. A. Pettigrew (1985, p. 1), at the
very beginning of his book, talks about
the necessity of an all-round examination
of the change process:

Beware of the myth of the singu-
lar theory of social and organization-
al change. Look for continuity and
change, patterns and idiosyncrasies,
the actions of individuals and groups,
the role of contexts and structures, the
processes of structuring. Give history
and social processes the chance to re-
veal their untidiness.

According to A. O. Alase (2017), using
different theoretical perspectives allows one
to explain different aspects of the change
process and produce a more complete pic-
ture of the phenomenon. More specifically,
T. Slack and R. Hinings (1992) state that
resource dependence model helps to an-
swer the question of why the change oc-
curred. Further, they utilize institutional
theory in order to describe the direction
that the change took. Similarly, G. Cun-
ningham (2002) proposes an integrative
model of organizational change, which
includes institutionalism, population ecol-
ogy, strategic choice and resource depend-
ency theories as its basis. As a result, the
two theories—institutional and resource
dependency—will be presented in greater
detail next, as they both enable to explain
the process of organizational adaptation to
environmental changes.
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“A resource dependence perspective
views the organization as being members
of coalitions in a constant state of change”
(Sheppard, 1995, p. 29). J. Sheppard also
notes that coalitions (groups of claimants)
can be internal and external to the or-
ganization and each group can have some
power over the organization. Organiza-
tions are unable to generate the variety
and amount of resources they need for
survival; consequently, they become de-
pendent on their environment for those
resources. From this perspective, ac-
cording to T. Slack and R. Hinings (1992,
p. 116), “organizations change either by
adapting to changes in the resource en-
vironment or by acting to change the
environment”.

Resource dependence model helps to
explain the difficulties that sports organi-
zations in Lithuania are facing. Especially
it could be stated that changes affecting
the National Sports Federations because
the majority of their entire budget comes
from the state subsidies.

However, as stated earlier, it is an
institutional theory that helps to predict
the direction of the occurring change. The
external pressures that the environment
puts on organizations are explained by
a number of authors (Meyer, Rowan,
1977; DiMaggio, Powell, 1983; Zucker,
1987; Slack, Hinings, 1992) through
institutional theory. Institutionalization
is described as a process through which
“organizations are driven to incorporate
the practices and procedures defined
by prevailing rationalized concepts of
organizational work and institutionalized
in society” (Meyer, Rowan, 1977, p. 340).
Legitimacy and not efficacy are seen here
as the key element of success (Meyer,
Rowan, 1977; DiMaggio, Powell, 1983).

An outcome of institutional pressures
is the homogenization of organizations,
which P. DiMaggio and W. Powell (1983)
refer to as institutional isomorphism. Ac-
cordingly, there are three isomorphic pro-
cesses: coercive, mimetic, and normative.
Coercive isomorphism is a result of po-
litical, cultural or market influences that
lead to the implementation of appropriate
and legitimate changes. Mimetic isomor-
phism derives from uncertainty. In this
case, organizations model themselves on
other organizations, which are perceived
as more successful. Normative isomor-
phism is bound up with professionaliza-
tion in organizations. Various kinds of
professionals within an organization, due
to formal education and the filtering pro-
cess of personnel, have much in common
with their professional counterparts in
other organizations.

Institutional isomorphism should be
distinct in Lithuanian NSFs, as they could
try to ‘copy’ other, more successful sports
organizations (quite possible those of the
western countries) or hire new person-
nel. H. Haveman (1992) states that change
may prove beneficial only if it builds on
established routines and competences.
However, institutional isomorphism
should be carefully considered in the con-
text of emerging economy countries, as
P. DiMaggio and W. Powell (1983) state
that institutional isomorphism becomes
apparent only in well-established organi-
zational fields. It is arguable that Lithuania
and other countries in emerging econo-
mies exhibit well-developed and stable or-
ganizational environments yet.

As noted earlier, environmental
changes in Lithuania are pressing organi-
zations to adapt. However, all organiza-
tions are different: they exhibit different
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capabilities, they acquire different re-
sources, and they display different ac-
tions. Thus, it is critical to look at the or-
ganization’s internal actors, namely their
response to institutional prescriptions.

Theoretical framework for studying
change

Several studies have revealed the impor-
tance and role of organizational actors in
the change process as they enable and con-
strain the change (Greenwood, Hinings,
1996; Cunningham, 2002), explain sourc-
es of commitment and resistance (Slack,
Hinings, 1992), and adjust social condi-
tions to meet people’s ends (Pettigrew,
1987). In order to understand the change
process, the internal dynamics in organi-
zations has to be emphasized; also, their
response to external pressures, along with
their influence and role in the change
process must be examined. As E. Wee and
S. Taylor (2017) argue, changes are most
likely to originate from the lower level of
the organization.

A. Pettigrew (1987), R. Greenwood
and R. Hinings (1996) as well as G. Cun-
ningham (2002) provide similar theo-
retical frameworks that should guide
the investigation of the change. All three
frameworks are based on the exploration
of exogenous and endogenous dynamics.
The understanding of change comes from
the examination of these two sources and,
in particular, an understanding of their
interrelations.

A. Pettigrew (1987) breaks down the
change into three categories—content,
context, and process—and explains how
examining them helps the researcher to
understand the patterns and dynamics

of change and to answer the questions of
‘what], ‘why’, and ‘how’. Context is divided
into outer (social, economic, political, and
competitive environment in which the
firm operates) and inner (structure, cul-
ture, and politics within the firm through
which ideas for change have to proceed)
and the interaction between the two con-
stitutes the process. The result leads to the
content, which, according to A. Pettigrew
(p. 657), “refers to the particular areas of
transformation under examination”.

R. Greenwood and R. Hinings (1996,
p. 1041) attempt to demonstrate “how the
external processes of deinstitutionaliza-
tion have to be understood (organiza-
tions-in-sectors) together with the inter-
nal dynamics of interpretation, adoption,
and rejection by the individual organiza-
tion” as they emphasize and explain exter-
nal and internal actors of the change pro-
cess in more detail. Their model concerns
five key factors: context, interests, values,
power, and capacity.

Correspondingly, G. Cunningham
(2002) incorporates the framework of
R. Greenwood and R. Hinings (1996)
with the addition of several elements. He
sustains the notion of reliance on multiple
theoretical tools upon conducting the re-
search of organizational change. “...if we
rely on a single theory ... we have taken
a tunnel-vision approach to our research”
states G. Cunningham (2002, p. 283) and
forms his model around seven key com-
ponents: deinstitutionalization, inertia/
entropy, commitments, capacity, resource
dependence, power, and alternatives.

Exogenous dynamics, which refer to
market and institutional pressures, create
the context for change. “Within emerging
economies, the market context is charac-
terized by a move towards the ownership
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of private property, an ethic of individu-
alism, and the quest for profit (Mauws,
Phillips, 1997; Shanikat, 2007).

The institutional context, as men-
tioned earlier, is concerned with the
systems surrounding organizations that
shape social and organizational behaviors.
Agencies, such as the state and other large
organizations, exert pressure to adopt so-
cially prescribed structures that are ulti-
mately defined as appropriate and neces-
sary ways of organizing and operating.

Similarly to aforementioned, G. Cun-
ningham (2002) distinguishes political,
functional and social pressures as exter-
nal forces that lead deinstitutionalization
of current organizational practices.

According to R. Greenwood and
R. Hinings (1996) and G. Cunningham
(2002), organizational actors will ulti-
mately decide the change process. Free
markets and new institutional contexts
will ignite the change and create the en-
vironment for reconstruction, but it is the
internal dynamics, “the response of the
individual organization to pressure in the
institutional field” (p. 1032) that furthers
or constrains the change. As R. Green-
wood and R. Hinings conclude (Ibid.) “the
role of the intraorganizational dynamics
in accepting or rejecting institutionalized
practices is critical”. Intraorganizational
dynamics are a combination of precipitat-
ing and enabling dynamics or, as G. Cun-
ningham (2002) labeled them, moderat-
ing factors.

The central focus in studying organi-
zational response to institutional pres-
sures is on precipitating dynamics, for
those include interests and value commit-
ments of organizations. Interests concern
the allocation of scarce and valued organ-
izational resources and “a potential pres-

sure for change and/or inertia, therefore,
is the extent to which groups are dissat-
isfied with how their interests are accom-
modated within an organization” (Green-
wood, Hinings, 1996, p. 1035).

However, “intense pressure for change
arising from dissatisfaction with accom-
modation of interests will not lead to radi-
cal change unless dissatisfied groups recog-
nize the connection between the prevailing
template (which shapes the distribution of
privilege and disadvantage) and their po-
sition of disadvantage” (Greenwood, Hin-
ings, 1996, p. 1035). Thus, R. Greenwood
and R. Hinings identify four patterns of
value commitments: the status quo—
groups commit to the prevailing institu-
tional template; indifferent commitment—
groups neither commit to nor oppose the
prevailing institutional template; competi-
tive commitment—some groups support
the prevailing institutional template, while
others prefer an alternative one; and re-
formative commitment—groups oppose
the prevailing institutional template. Thus,
“radical change will occur only if interests
become associated with a competitive or
reformative pattern of value commitment”
(Greenwood, Hinings, 1996, p. 1036).
A. Pettigrew (1987, p. 659) also sees inter-
ests and values not as neutral or functional
constructs, but as “capable of serving to
protect the interests of dominant groups”

The discussion of R. Greenwood and
R. Hinings’ (1996) theoretical framework
follows with the inclusion of comments
on enabling dynamics, since only “con-
junction with an appropriate ‘capacity for
action’ and supportive power depend-
encies” (p. 1037) will prompt a radical
change process to move forward.

The concept of power is critical in
organizational change studies since “the
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operation of values and interests can be
conceptualized and understood only in
relation to the different power of groups”
(Greenwood, Hinings, 1996, p. 1038).
Both the market context and the institu-
tional context affect the distribution of
power. The resource dependence mod-
el describes the market pressures un-
der which some groups gain advantage
through newly arisen circumstances. On
the other hand, as R. Greenwood and
R. Hinings (1996, p. 1039) note, the “in-
stitutional context might nullify pressures
from the market context” As a result,
changes in organizational structure will
occur “only if the dominant coalition rec-
ognizes the weaknesses of existing tem-
plate arrangements and is aware of poten-
tial alternatives” (Greenwood, Hinings,
1996, p. 1039).

A. Pettigrew (1987) and G. Cunning-
ham (2002) also support the importance
of the power relations within the or-
ganization. They state that two types of
power utility correspond within change
processes: power can either defeat or pre-
vent competition in a strategic choice or
change process.

The final intraorganizational dynamic
defined by R. Greenwood and R. Hinings
(1996) is capacity. Accordingly, capacity
has three aspects: i) sufficient understand-
ing of the new conceptual destination; ii)
the skills and competencies required to
function in that new destination, and iii)
the ability to manage how to get to that
destination. An important characteristic
of organizational capacity emphasized by
R. Greenwood and R. Hinings is its abil-
ity to influence the speed of the change
process: “a clear understanding of the
new destination and of how to get to that
destination may give an organization the

confidence to push ahead rapidly with
change. On the other hand, lack of clarity
and lack of expertise may promote lack of
sureness and slower, almost experimental
steps” (p. 1040).

A. Pettigrew (1987) also recognized
leadership as one of the most important
factors of the organizational change pro-
cess. His study of Imperial Chemical In-
dustries (ICI) revealed the key aspects of
the leadership role during the transforma-
tional period as the top decision-makers
had to orchestrate “an educational pro-
cess—trying to open up ICI to change”
(p. 666) and tried to “construct a climate
for change around the performance difhi-
culties” (p. 665).

The next section of this paper will
present R. Greenwood and R. Hinings’
(1996) theoretical model’s relevance in
the context of understanding the changes
taking place within Lithuanian NSFs. Par-
ticular emphasis will be placed on the im-
portance of organizational capacity.

Organizational change in Lithuanian
NSFs

M. W. Peng (2000) states that two distinct
types of reforms and transitions have
emerged in the past two decades: the “big
bang” type, in which rapid, all-round re-
forms took place in a short period of time
and “gradualist,” which is characterized by
incremental reforms occurring over time.
This is similar to what R. Greenwood and
R. Hinings (1996) label as “radical” and
“convergent” change in their theoretical
framework for the study of former. Ac-
cording to M. W. Peng (2000), Central
and Eastern European countries (with
Lithuania among them) adopted the “big
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bang” approach. Thus, it would appear
that R. Greenwood and R. Hinings (1996)
model should serve well in the context
of this research. In addition, Lithuanian
scholars stress the need for the research of
this nature, as they see the radical change
processes to be more appropriate and
more relevant to the current situation in
Lithuania (Jucevicius, 1996).

As noted earlier, institutional pressures
and market signals create the context for
change. In a planned economy, the gov-
ernment performs the role of the market.
The state oversees all organizational as-
sets, owns enterprises, distributes funds,
etc., and, thus, there is neither incentive
nor environment for business relations.
However, in a transition from a centrally
planned to a marked-led economy, there
is an impact of changes in organizations’
operational autonomy.

The emergence of a new governmental
system brought new managerial practices
to Lithuania. Private ownership has been
allowed and individual initiatives have
been encouraged. This brought a change
to the degree to which the resources avail-
able to organizations depended on their
actions. In the case of the NSFs in Lithua-
nia, significantly decreased state funding,
as well as increased demand for added and
new activities, has required organizations
to search for new sources of revenues.

It is important to note here that the in-
stitutional context might take the leading
role in starting and steering the change
process in Lithuania. Z. Lydeka (2000)
states that the market’s self-organization
in the transformation period was not
capable of overcoming deep transforma-
tional processes. According to him, the in-
terference of the government was critical.

On the other hand, the question-
ing of businessmen in Lithuania showed
that the legal base of Lithuania needed
considerable refinements (Zukauskas,
Stanionyté, 2000). This also applies to
sports organizations as sports organiza-
tions with similar profiles in Lithuania
can be established as associations, public
establishments, individual enterprises or
stock companies. Such lack of clarity in
organizational statutes created confusion
with respect to organizations’ account-
ability and tax privileges. As the research
on the role of local authorities in devel-
oping sports policy in Lithuania showed
(Cingiené, Motiejunaité, 1998; Cingiené,
Gineikiené, 2013; Cingiené, 2014) that the
state’s sports organizations lacked clearly
defined organizational strategies; their
regulations did not reflect structural ar-
rangements; the financial criteria for dis-
tribution of funds were not clear.

This leads to the conclusion that in the
context of rapid changes the obscurity of
‘how to proceed further’ penetrated all
the state members. R. Greenwood and
R. Hinings (1996) argue that “in less well-
developed sectors ... the existence of lead-
ing organizations is less clear ... as a con-
sequence, there is no stipulated template
for organizing, and thus pressures for
conformity are much less pronounced”
(p-1029). In this case, the variety of organ-
izational designs could be justified by the
sector’s immaturity, as could be the case in
emerging economy countries. It could be
argued that most sectors in countries with
newly established forms of government
are much less underdeveloped.

J. Allmendinger and R. Hackman’s
research (1996) on German symphony
orchestras, which was conducted in the
former East Germany, also supports this
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supposition. The changes in the political-
economic environment they described in
East Germany in 1990 were very similar
to those of Lithuania. One of the conclu-
sions showed that the government was
not supportive of its once owned organi-
zations and did not buffer them during
the national-level changes. This shows
that organizations were left to struggle in
a turbulent environment of major recon-
structions with no help or guidance and
were forced to rely much on their own
capabilities. As a consequence, it could be
stated that rapid political and economic
changes originated the context for change
and invoked organizations to adapt.

As was explained earlier, capacity and
leadership were the enabling components
of the successful implementation of the
strategic change process. In the state of un-
certainty, internal actors of organizations
seemed to be the key factors to successful
adaptation. J. Allmedinger and R. Hack-
man’s (1996) research showed that capaci-
ty and knowledgeable leadership were the
key components of successfully operating
organizations. Since organizations were
not strongly supported by the state, it was
good and innovative leadership, as well
as proper organizational capacities that
separated successful and unsuccessful or-
ganizations. Similarly, research conducted
in Lithuania (Pundziené, Duobiené, 2006;
Pundziené, Alonderiené, Buoziaté, 2007)
provided interesting insights regarding
communication competence of managers
and entrepreneurial aspects of organiza-
tion CEOs. Arguably the characteristics of
organizational capacity, it was discovered
that organizations with higher levels of
those characteristics displayed both better
success and better reaction to organiza-
tional change.

J. Amis (2004) also suggests that ca-
pacity plays an influential role in the
change process. Organizations will have
the possibility for changing if their lead-
ers are able to create a vision of the future
and to communicate that vision to other
members. Lack of technical and behavio-
ral expertise makes organizational change
very unlikely to happen.

Significantly, as reinforced by the re-
search done on youth soccer organiza-
tions (Legg et al., 2016), organizational
capacity was found to be a key factor in
constraining successful change in sport
organizations.

Thus, it appears that organizations’
capacity—leadership, knowledge, and
abilities—should take the leading role in
Lithuanian NSFs change processes. The
examination of organizational capacities
should allow us to gain the most mean-
ingful insight into an ongoing transfor-
mation process.

Conclusions

Almost thirty years ago political events
started a period of radical changes in Lith-
uania. The shift from a centrally planned
economy to a market-led economy cre-
ated a capitalistic environment. Organi-
zational theories provide insights into
understanding the organizational change
process through the emphasis of a combi-
nation of the external conditions and the
society’s perceptions of them. Resource
dependence theories provide meaningful
insights into how organizations adapt to
their environment in order to obtain nec-
essary resources. An application of such
perspective is particularly relevant to the
post-soviet context, which enabled the
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emergence of new revenue streams and
possibilities.

Institutional theories, through the
concepts of rationalization and incorpo-
ration of best practices, can help a further
explanation of the organizational change
process. Mainly by analyzing legitimacy,
as well as homogenization of the entire
sector of organizations, institutional theo-
ry provides interesting answers regarding
the direction of occurring change. Never-
theless, it is of the utmost importance to
include internal organizational dynamics
upon trying to examine organizational
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ROLE OF CAPACITY IN UNDERSTANDING ORGANIZATIONAL CHANGE IN NATIONAL
SPORTS FEDERATIONS

Mindaugas GOBIKAS, Vilma CINGIENE

ORGANIZACINIY PAJEGUMY VAIDMUO TIRIANT ORGANIZACIN| POKYT] LIETUVOS

SPORTO FEDERACIJOSE

Santrauka

Jvarios organizacinio pokycio teorijos pateikia sva-
riy jzvalgy apie politiniy, ekonominiy ir socialiniy
poky¢iy jtaka Lietuvos sporto federacijy veiklai.
Uzsienio autoriy tyrimai i§samiai nagrinéja sporto
organizacijy kaitg ir pokytj salygojancius procesus.
Taciau, reikia pabrézti, kad dauguma iy tyrimy at-
likti Siaurés Amerikos organizacijose ir kartu santy-
kinai stabilioje aplinkoje. Tuo tarpu Lietuvos sporto
organizacijy aplinka pasiZymi labiau radikaliomis
permainomis, kurias reikia atitinkamai jvertinti,
analizuojant organizacinj pokytj. Todél pasitelkiant
organizacinio pokycio tyrinéjimo modelius, svar-
biausia i$skirti esminius $iy teorijy aspektus, atlie-
kancius pagrindinj vaidmenj poky¢io procese.

Siame straipsnyje teigiama, kad organizaciniai
pajégumai atlieka pagrindinj vaidmenj organizaci-
nio pokycio procese.

Sio straipsnio tyrimo objektas - organizacinis
pokytis Lietuvos sporto federacijose.

Straipsnio tikslai - atlikti organizacinj pokytj
nagrinéjanciy teorijy apzvalga, i$samiau aptarti or-
ganizaciniy pajégumy sgvoka ir iSanalizuoti orga-
nizaciniy pajégumy aktualuma tiriant organizacinj
pokytj Lietuvos sporto federacijose.

Pirmoje straipsnio dalyje atskleidziama insti-
tucinés ir istekliy priklausomybés teorijy svarba
organizacinio pokyc¢io tyrimuose. Atsizvelgiant i
poky¢io proceso kompleksiskuma, akcentuojamas
tiek iSorinés, tiek vidinés organizacijy aplinkos
vaidmuo. Autoriai (Greenwood ir Hinings, 1996)
i8skiria tokius vidinius organizacijos veiksnius, kaip
antai: interesai, vertybés, galia ir organizaciniai pa-
jégumai, ir parodo, kaip Sie veiksniai jgalina ir pa-
greitina poky¢io procesa.

Antroje straipsnio dalyje pristatomi politiniai,
ekonominiai ir socialiniai poky¢iai, su kuriais su-
siduria Lietuvos sporto federacijos. Be iSoriniy
veiksniy, diskutuojama apie pagrindiniy vidinés or-
ganizacijos dinamikos veiksniy jtaka ir pristatoma
organizaciniy pajégumy svarba. Tyrimai atskleidzia
(Allmedinger ir Hackman, 1996; Pundziené ir Duo-
biené, 2006; Pundziené ir kt., 2007), kad vadovy
lyderiavimas, vadovy komunikacijos kompetencija
ir vadovy antrepreneriSkumas atlieka pagrindinj
vaidmenj sékmingai jgyvendinant organizacinj
pokytj. Daroma i$vada, kad Lietuvos sporto fede-
racijose vykstantys organizaciniai pokyciai turéty
bati analizuojami glaudziai tiriant ir organizacinius
pajégumus.





