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Abstract

Voluntarygrassrootsassociationsupgradetheirstructurestoenablethemtoactorganizaｭ

tionallyandsystematicallyastheygrowinsize. Thisfactwasverifiedbystudyingvolunteer

groupsinJapan. Inparticular , asthenumberofvolunteersandfundsinvolvedincrease, each
groupismotivatedtoestablishamoreformalandorganizedsystem.Thispresentstudyalsoreｭ

vealedthatformalizationcontinuestoprogressasthegroupfocusesmorecloselyonachieving

itsaims.Factorswhichstimulatesystematization, otherthansize, willbefurtherstudiedinthe

future.

IIntroduction

Non-profitassociationsaregainingattentionworldwide ,particularlysincetheinabilityof

governmentalorganizationstoprovideservicesisincreasinglyapparenttothepublic.Compared

tothepast , resourcesforadministrativeserviceshaveshrunk, andthesystemsforservicesare

alsobecomingineffective.ThisisoneofthereasonsthatconceptsofNewPublicManagement

arespreading.Inthiscontext,non-governmentandnon-profitorganizations(NGOs/NPOs) ,esｭ
tablishedbyactiveparticipationofcitizens, areanticipatedtoplayagrowingroleincomple ・

mentinggovernmentroles.

Japanisalsoexperiencingthesamechanges.Inparticular , theso-calledultra-agingso ・

cietyisloomingevercloser.Inthissociety, theproportionofagedpeoplewillbemuchlarger

thanthatinWesterncountries. Inabout10years , whenthemostofso-called'babyboomers'

reachtheageof65years, Japanwillinexorablybecomeanultra-agingsociety. In2050, the
peakpoint , agedpeoplearepredictedtoaccountforover30%ofthepopulation(CabinetOffice,
200I).Thishasbeenofficiallyannouncedasthemostoptimisticestimate;however , somepreｭ

dictsanevenhigherproportionofagedpeopleinthepopulation.

Inthisultra-agingsociety, volunteers , non-governmental , andnon-profitorganizations

areexpectedtoplayamoresignificantroleinJapanthaninothercountries. In 白卸re ， adminｭ

istrativeresourceswilldefinitelyrunshort, andthuswemustcompensateforthisshortagein

someotherway, suchasbymakinguseofvolunteersandnon-governmental, andnon-profitorｭ

ganizations.InJapan , however,volunteerassociationsareasyetunabletobearthiskindofburｭ

den.Non-profitassociationsarestillunderdevelopment , andhavenotfullymatured. Itisno

exaggerationtosaythatthereareonlyaverysmallnumberofnon-profitassociationsthatcan
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providesufficientservices. Whetherwecancountonnon-profitorganizationsinthe 白ture is

stillunknown. Atpresent , thereareover8,000organizationsapprovedbytheso 田called 1998

NPOLaw, butmanyofthemarestillineffectual.Theiractivitiesarestillgrassrootsinitiatives ,
andonlyafewofthemareestablishedbasedonanappropriatecorporate-stylemanagement

structure.

Thepresentstateofvolunteeractivitiesandnon 血profit associationsandorganizationsin

JapanisdetailedinreportsissuedbyNationalInstituteforResearchAdvancement(NIRA)

(1993;1998), theEconomicPlanningAgency(1998;2000) , andtheCabinetOffice(2001;

2002a;2002b).Thesewritingsandreportsdescribethedevelopmentofgrassrootsactivitiesin

Japanoverthelasttenyears.Themainmessageconveyedinthesereportsisthatinitiativesby

non-profitassociationsandorganizationshavebecomeveryactiveinthelasttenyears , butthey

arenotstillfirmlyestablishedinsociety, comparedtoothercountriessuchastheUSandother

Westerncountries.Theirsystemsandactivitiesarestilllacking.

Wemustnowexaminemethodsofdevelopingactivitiesofvolunteerandnon-profitasso ・

ciations , whicharenownotstable, i.e., notreliable , intomorereliableorganizationalactivities.

Forthispu 中ose ， methodsofstrengtheningweakgrassrootsassociationsintostrong, reliable , and
firmorganizationsneedtobeexamined. Inotherwords , itisimportanttoanalyzethefactors

thatleadtoeffectiveorganizations.

Thisreportattemptstoanalyzetheprocessoforganizingofvolunteeractivities , asareｭ

suitofwhichfactorsaregionalgrassrootsassociation(Smith , 1997;2000)transformsintoa

S仕ong organizationisverifiedandanalyzed.

ITDevelopmentintoanOrganization

Anorganizationprimarilystartsfromasmallgroup. Thewell 帽known modelofQuinn

& Cameron(1983)clearlydescribeshowasmallgroupcomestolooklikeanorganization

throughawiderangeofprocesses.Theultimatematureformoftheorganizationisalargecorｭ

poration.Thistypeoforganizationhasabureaucratic , somewhatmechanicalsystem.

Non-profitassociationsalsogothroughasimilardevelopment. Werther& Berman

(2001)attempttoframeatheoryforprocessesinwhichaninitialsmallgroupmetamorphoses

intoalargeorganizationwithaboardofdirectorsthroughstagesofformation , growth, andmaｭ

turity. Sometimepreviously , Hasenfeld&Schmid(1989)presentedamodelforthelifecycle

ofhumanserviceorganizations.Theirmodelconsistsofthestagesofformation, development ,
maturation , andelaboration , followedbydeclineanddeath.Inbothstudies, asmallgroup, comｭ
prisingafewvolunteers , startsasmallandfragilebusiness.Througheffort, theyachieveseveral

smallsuccesses.Repetitionofeffortsleadingtosuccessleadstogreaterachievements.Several

majorachievementsexpandthescaleofthegroupbyincreasingfundsandemployees. The

groupfinallybecomesastablemanagementbody.Manynon-profitassociations ,otherthanthose
underalargenation-wideorganizationorthoseaffiliatedtoadministrativeorgans, startfromthe

positiveactivitiesofafewcompetentvolunteers.Thesearegrassrootsassociations. However ,
thedegreeofdevelopmentfromasmallgroupdiffersamonggrassrootsassociations.Somemay

openanoffice , employfull 圃time employees , andsetupandfollowabusinessplan.Somemay
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continueminoractivitiesbyseveralvolunteerswithoutopeninganofficeormakingrules.Some

groupsdonotgrow , orprefertosettleinanichemarketwithoutanyintentionofexpanding.

Ingeneral , however , noaccreditationbythegovernmentorrelatedorganscanbegained

withoutsystematicprograms , whichin 加rn resultsinneverqualifyingtoreceivesubsidiesand

grants.Moreover , iftherearenofull-timestaff, noonecancalltheorganizationtodonatetoit.

Worse, whetherdonationsareusedinaresponsiblemannercannotbechecked.

Accordingly , grassrootsassociationsneedtobuildasystematicframeworkｷiftheyintend

tocontinuetheiractivities. Theymustthinkcarefullyaboutmanagementandcontrol. Since

fundsforactivitiesareusuallynotabundant , grassrootsassociationstrytoincreasefundsbyinｭ

creasingclientsoractivityprograms. Meanwhile , independentactionsaregraduallyintegrated ,
andabureaucraticorganizationisformed.

Robbins(1990)suggestedthatthreeindicesofcomplication , formulation , andcentralizaｭ

tionareneededasorganizingindexesforevaluatingthedegreeoforganization.Daft(2001)also

givesequalimportancetoformulationandcentralizationforstructuralcontrol.Changingintoa

groupwiththesecharacteristicswillearnitrecognitionasaresponsibleorganization. Forthis

pu 中ose ， abureaucraticorganizationneedstobebuilt.Ameregrassrootsassociationwillnotbe

regardedasanorganizationwithaccountability , andwillfailtoreceivethesupportofsponsors

anddonors.

illSizeFactor

Thedevelopmentofanorganizationiscloselylinkedtoincreaseinsize.Astheorgani 幽

zationgrows , asystemmoreappropriateforitssizeisrequired.

TheclassichypothesisformulatedbyBlau&Schoenherr(1971)saysthatorganizingis

afunctionoftheorganization'ssize.Morespecifically , anorganizationneedstobuildabureauｭ

craticsystemasitbecomeslarger.Thisisbecausetounif シa largegroup,areasofauthoritymust

beidentified , rulesmustbespecified , andcommunicationsroutesmustbestandardized.Individｭ

ualrolesandresponsibilitiesmustbeidentified. Otherwise , "Toomanycaptainsmaketheboat

climbamountain."(AnoldJapanesesayingsimilarto"Toomanycooksspoilthebroth.")To

keepontrack , theresponsibilitiesofthecaptainandthejobsofthecrewmustbedetermined.

Thismeansbuildingabureaucraticorganization.

Therearemanystudiesontherelationshipbetweensizeandbureaucracy(Kimberly ,
1976;Daft& Becker , 1980;Bluedorn , 1993).Asanorganizationgrows, arangeofimpersonal

devicesmustbeintroduced. Ingeneral, sizehasalargeinfluenceonformalization(Miller ,
1987). Forexample , Walsh&Dewar(1987)saytheimpositionofaformalstructuremustbe

accelerated , i.e., rulesmustbesetupforidentifyingtherightsanddutiesofemployeesanddesｭ

ignatingofficialdocumentationastheorganizationbecomeslarger. Samuel& Mannheim

(1970)saythatface-to-facerelationshipscollapsewhennumbersincrease. Themassgroup

needsamonitoringsystemtoreplaceface-to-faceinteractions. Thesystemadoptedisalways

oneofofficialformalities.Mintzberg(1979)pointsoutthatincreasedgroupsizeincreasesthe

potentialforconfusion , andthereforerulesmustbecreated, andthemembersmadetolearnand

followtherules , inordertoreduceconfusion.
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Ontheotherhand , viewsontheoutcomesofexpansioninsize, i.e., betterproductivity

andefficiency , vary. Therearedisputesoveroutcome. Forexample , ameta-analysisby

Gooding&Wagner(1985)indicatesthatproductivityincreasesbutthereisnoconsistenttrend

towardsimprovedefficiency.Thismeansthatthe"Absenceofneteconomyofscaleeffects"is

notcloselyrelatedtosize.

Withrespecttonon-profitservices, however , thereisnoneedatthemomenttofocuson

productivityandefficiency.Thereisnoneedtoincreasetheeffectsofneteconomyofscaleefｭ

fects.Whatnon-profitassociationsneedtodoistofindamethodtoreduceconfusionduetoinｭ

creasedsize. Itisobviousthatsystematicmanagementwillberequiredwhenthevolumeof

servicesincreasesorprogramsincrease.Teamworkbetweenmembersofagroupofvolunteers

alsotendstodeclineasthenumberofvolunteers , servicebeneficiaries , orprogramsincrease.

Ifagroupof10membersdoubles , thegroupwillbenolongeraclose-knitgoodwill

group.Inparticular , verysmallgroupssufferproportionallymorecon 白sion whenmembersinｭ

crease. Berelson&Steiner(1961)saythatpersonalrelationschangemarkedlyasaresultof

evenaslightincreaseinnumber , particularlyinsmallergroups. Thefeelingofgoodwillina

groupofthreemaychillmarkedlyjustbytheadditionofoneortwomorepeople.Consequently ,
thesizefactorisbelievedtohaveam勾or influenceongrassrootsassociations.

Ontheotherhand , however , volunteersactinginagrouptendtoregardanincreasein

numbersasasignofsuccess(Bailey, 1992).Therefore ,manygroupmemberswelcomegrowth.

Volunteermembersregardincreasedsizeasameasureofthesuccessoftheirwork, whichin

tumISsuccessInmanagement.

Again , unitydeclinesasthegroupgrows. Systematizationisastrategyforunitingand

managingnumerousvolunteers , andisequivalenttothepromotionofbureaucracy. Siciliano

(1997)pointsoutthatexpansioninsizeisthemostimportantmotivatorforanon-profitorganiｭ

zationtocreateamanagementstrategy.Asingleunitedideaisneededtocontrolalargeorganiｭ

zation.Webater&Wylie(1998)statethatalargerorganizationmultipliesthenumberoffactors

thatneedtobeconsidered ,andstrategiesmustbeintentionallycreated ,insomecases,tobalance
thesefactors.Tounitethegroup, anon-profitorganizationneedstoadoptab

IV ExperimentalStudy

Method

Subject:GrassrootsassociationsmainlyconsistingofvolunteersinKyotoCity,whichare

associationsprovideservices , mainlyforagedpeopleinthecity.Wedistributed101copiesof

ourquestionnaire , andreceived73answers , includingsomethatdidnotanswerkeyquestions.

Answersvalidfortheanalysistotaled71, givingavalidanswerrateof70.30%.

KyotoCityisoneJapan'slargercities, withapopulationofabout1.4million.Itisalso

oneofJapan'soldestmetropolises.Thepopulationofpeopleaged65andoveraccountsfor17.2
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%ofthetotalpopulation.ThisisthesecondlargestpopulationofagedpeopleinJapan'sdesigｭ

natedcities(citiesinthemetropolitanareas). Accordingly , KyotoCityimplementsarangeof

servicesforagedpeople.Assistinggrassrootsassociationsisalsooneofitscontributions.Many

associationsreceivesubsidiesandgrants企om KyotoCity.

Thegrassrootsassociationsarecharacterizedasdescribedbelow. Thesecharacteristics

arealsoindependentvariablesusedintheanalysisinthisstudy.Theoldestassociationwasesｭ

tablishedin1953, andisstillinoperation.Thesmallestorganizationhasthreemembers , andthe

largestorganizationhasabout500.Averagemembershipis51.83, withastandarddeviationof

64.63.

Measurement

DependentVariables

Organizingwaschosenasadependentvariable.Organizingisthedegreetowhichanasｭ

sociationhasasysteminplaceforimplementingsystematicactivities.Itcanalsobedefinedas

whetheranassociationhasamechanismformobilizingmassvolunteerssystematicallyto

achieveaparticulargoal.

Thevariablesarelistedbelow.Numbersinbracketsindicatehowmanyassociationsout

of71associationsanswered"Yes"toeachvariable.Variablesarelistedstartingwiththelargest

number:Memberlist(65),Meetingroomavailableforregulargatherings(60), Opportunitiesfor

memberstomeetasagroup(58), Regularmeetingsormembers'generalassemblymeetings

(53), Full-timestaff(52), Annualbusinessplan(51), Settlementofaccounts(50), Records , such
asminutesofmeetings(41), Rulesandregulations(40), Permanentoffice(38), Meetingsandinｭ

formationexchangeswithsimilarassociations(32), In-housenewsletter(25), andPRpamphlet

(21).

Itcanbesaidthatassociationswithmoreoftheabovecharacteristicsareimplementing

moresystematicactivities.Thesevariablesareequivalenttothe"formulation"intheaforemenｭ

tionedsystematizationdescribedbyRobbins(1990).Aone-dimensionalaspectwasconfirmed

inaGuttmananalysiswhichshowedalambdacoefficientof.854. Therefore, Iaddedall, and
usedthetotalasavariablerepresentingorganizingprocesses.Thosethatdidnotanswerwere

countedasO. Averagepointscorewas8.38, standarddeviationwas3.34, theminimumpoint

was0, andthemaximumpointwas14. Therewerethreeassociationswith0points , which
meansnoneofthesevariableswereinplace.Therewerealsothreeassociationsthatscored14

points, whichmeansallvariableswereprovided.Themostfrequentnumberofanswerswas9.

IndependentVariables

Sizecanbedefinedindifferentways.Intheareaofhumanservicesthatsatis 今the needs

ofpeoplesuchastheelderly, thenumberofusersisclearlyappropriate.Oneassociationmay

implementprogramsforvariousclients, sointhiscasethetotalnumberofclientswouldbereｭ

gardedasasizefactor.Thenumberofstaffandvolunteersinvolvedineachassociationarealso

consideredasasizefactor.

Thequestionnairealsoaskedeachassociationaboutannualexpensesforitsprograms.

Theseexpensesaretreatedasanindependentvariable, sincethevolumeofexpenseswillhave

aninfluenceonorganizingprocesses. Similarly, annual income, includingmemberfees,
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donations , subsidiesandgrants , isregardedasanindependentvariable.

Theyearofestablishmentwasalsousedasanindependentvariable , becauseanassociaｭ

tionmayadoptamoresystematicmanagementasitgetsolder. Asmallernumbershowsan

olderyearofestablishment.

V Results

ThePearsoncorrelationsbetweenorganizingandindividualindependentvariablesare

showninthefirstrowofTable1.

Table1.Correlationsbetweenvariables

Inca 什le Expendi•ure
Numberof Numberof Yearsin
members Users operation

Organizing .293* .328** .345* 事 .021 -.034

Inca 円、e .732 本$ .059 .209 -.307 事$

Expendi•ure .101 .107 -.115

Numberofmembers .217 .168

Numberofusers ー . 1 48

Yearsinopera•ion

'p.<.05
'*p.<.01

Table1showsthatthenumberofusersdoesnotaffectorganizingprocesses. Itseems

thatorganizingisnottriggeredbyanincreasednumberofusersreceivingtheservices.Infact ,
organizingprogressesasthenumberofmembersinvolvedintheactivitiesofanassociationin 田

creases.Thecorrelationwithorganizingisr.=.328(p.<.01).Anorganizationhavingnumerｭ

ousvolunteersandstaffhasanincreasedneedtoemployfull-timestafforcreaterulesandreguｭ

lationsformanagement.

Oneinterestingaspectisthatorganizingadvancesastheincomeandexpenditureofan

associationincrease.Thecorrelationwithincomeisr.=.293(p.<.05),andthecorrelationwith

expenditureisr.=.328(p.<.01).Itisclearthatsystematicaccountsarerequiredwhenhandling

largeamountsofmoney. Anassociationneedstobetrustedasamanagementbodytocollect

donationsandacceptsubsidiesandgrants.Accountabilityisalsoimportantwithrespecttopurｭ

poseofuse. Alternatively , associationssometimesadoptorganizationalsystemsearlierthan

strictlynecessaryinordertoqualifyforsubsidiesandgrants. Oneassociationhurriedlysetup

rulesandregulationswhenunexpectedlygiventheopportunitytoreceivealargesubsidy.

Historicalbackgroundhasalmostnorelationshipwithorganizing.Oldorganizationsand

neworganizationsarealmostthesamewithrespecttotheirmanagement.Organizingdoesnot

automaticallyresultfromalonghistory.

FiguresI , 2, and3showtherelationsbetweenorganizingandthenumberofmembers ,
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income , andexpenditure.Amulti-regressionanalysiswasalsoappliedbycombiningthesevariｭ

abIes.Sinceincomeandexpenditurehaveastrongcorrelationwitheachother ,theincomefactor

wasexcludedintheanalysistoavoidmultiplecorrelation.Asaresult , themultiplecorrelation

coefficientwas.467, anditssquarewas.218.Thisvaluesupportstheeffectivenessoftheseinｭ

dependentvariables. Thestandardizedregressioncoefficient(beta)foreachvariablewas.309

(p.<01)forexpenditure , .333(p.<01)forthenumberofmembers ， ・.084 (n.s.)forthenumber

ofusers , and-.066(n.s.)fortheyearestablished.
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Thispaperprovesthatthesizefactorisimportant ,buttheexplanatoryrateresultingfrom

themulti 幽regression analysisisnothighenoughtoconcludethatthesizefactorisdominant.The

analysisresultsrevealthatthereareotherfactorsaffectingorganizing.

Child(1988)saysthatanorganizationachievinggoodbusinessresultsbecomesmorebuｭ

reaucraticasitssizeincreases.Organizationswithpoorbusinessresultstendtobelessburem ト

cratic.Thismeansthat ,unlikethesetupofaprofit幽making venture , avolunteergroupdoesnot

placemuchimportanceongaininggoodbusinessresults.Thegeneralpopulationalsodoesnot

expecttheseassociationstobefinanciallysuccessful. Accordingly , expansioninsizemaynot

leaddirectlytobureaucraticorganizationsinthecaseofvolunteergroups , whereasforprofitｭ

makingorganizations ,improvementofbusinessresultsisdefinitelyimportant.Thisexplainsthe

reasonforlessexplanatorydistribution.

Thefollowinganalysiswasalsoimplemented.Theabovedatawasdividedintotwocateｭ

gories:Organizationsregardingthemselvesasachievinggoodbusinessresults , andorganizations

regardingthemselvesasnotachievinggoodbusinessresults.Weaskedwhethertheirorganizaｭ

tionwasmoresuccessfulthanothersimilarorganizations , andthencalculatedthecorrelationco 幽

efficientbetweenthenumbersofthosewhoanswered"Yes"(n=58)andthosewhoanswered

"No"(n 士 13 ) . Table2showstheresults.

τable 2.Comparisonbetweenorganizingswithgoodresultsandpoorresults

Expenditure Numberof Numberof AgeInca 打1e
打1eπ1bers Users

Organizing wi•h good
.375' ・ .347 ・・ .305" .029 .032results(円 =58 )

g ・ .

Organizingwi•h poorre- .059 349 759 事牟 ヘ 1 50 輸.045sui•s (n=13)

Total(n=71) .293 ・ .328' 集 .345' 参 .021

'p.<.05
"p.<.01
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Thecorrelationbetweenincomeandthedegreeoforganizingwas.375inthegroup

achievinggoodresults , and・ .059 inthosewithpoorresults.Thesignificanceofthedifference

inthesecorrelationcoefficientswasexaminedusingtheChi-squaredtest,buttheresultsrevealed
thedifferencetobenotstatisticallysignificant(x2=1.774, n.s.).Organizationsregardingthemｭ

selvesasachievinggoodbusinessresultsimplementsystematizationinordertousetheirfunds

inaresponsiblemanner.Contrarily, anegativecorrelationwasfoundinorganizationswithpoor

results.AccordingtoChild(1988), organizationsachievinggoodresultsneedtomaketheorｭ

ganizationmore'formal'astheirincomeincreases.Asystemforachievingappropriateaccountｭ

abilityforproperlyusingfundsneedstobedevelopedandadopted.

Thecorrelationwiththenumberofmemberswasalsoanalyzedinthesameway.This

resultedintheoppositetrend.Thosewithpoorresultsshowed.759,andthosewithgoodresults

were.305, whichisaratherlowcorrelationcoefficient.TheChi-squaredvaluewas3.89, showｭ
ingthatthedifferenceisstatisticallysignificant(p.<.05).Itshowsthatthecorrelationbetween

thenumberofmembersanddegreeofsystematizationisstronginorganizationswithpoorreｭ

suIts.Thismeansthatrulesmustbespecifiedtoallowtheimpositionofaformalstructureand

abureaucraticsystemmustbeintroducedasthenumberofmembersincreasesbecauseotherwise

theybecomeunmanageable.

Thefactorsbothrelatedtothesizeshowdifferencesindirectionsinfluencingorganizing

processes.Whenfundsforprogramsincrease, anorganizationpositivelytriestocreateasystem

forusingfundsefficiently.Ontheotherhand, whenthenumberofmembersincrease, theorｭ

ganizationtriestosystematizetopreventitsbusinessresultsfromdecliningduetoconfusionin

theorganization.Inotherwords, itisapassiveandrathernegativeaction.Weshouldpayatｭ

tentiontothesetwoaspects.

VIDiscussion

Ascanbeseenintheresultsofthemulti-regressionanalysis, thesizefactorisnotthe

onlyfactoraffectingorganizing.Manyotherfactorsimpelanorganizationtoorganizeitself.Of

thesenumerousfactors ,theorganization'ssizeisobviouslyalargedrivingfactor.Asavolunteer

groupgrowsfromsmalltolarge, itneedstointroduceasystemthatworkslogicallytomanage

thegrowingamountofmoneyspentandtheincreasingnumberofvolunteersinvolved.Inparｭ

ticular, aformalmanagementstructuremustbeestablishedtoimprovebusinessresults.

Theresultsofthisstudysuggestthatorganizingisneededinresponsetoanassociation's

attemptstobuildaneffectiveorganization , inparticularfortheefficientuseofgrowingfunds.

Thestudyalsosuggeststhatabureaucraticsystemwillbeneededasthenumberofstaffandvolｭ

unteersinvolvedinactivitiesincreasesduetodifficultyinmanagingthem.

However, thestudyshowedalmostnocorrelationbetweenthenumberofusersandthe

degreeoforganizing.Thismeansthatasystemwillbeneededurgentlytomanagevolunteers

andstaffwhentheyincreaseinnumbers , butthereisnoinfluenceoninternalmanagementeven

ifthenumberofservicereceiversincreases.Whatdoesthisfactindicate?Severalreasonscan

begiven.Oneisthattheremaybenoneedtochangeasystemeveniftheusersincreasefrom

3to4people , 4to8people , or8to16people.Ifthenumberincreasessharply, somemeasures
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mustbeputinplace, butagradualincreasecanbemanaged.Thequalityofservicemaydecline

slightlytocopewithanincreasednumberofusers.Forexample, servicesprovided4days/week

maybecutto3days/week.Theseassociationsmostlyprovideservicestoagedpeopleanddisｭ

abledpersons. Therefore , theirvoice(expresseddissatisfactions)(Hirshman, 1970)maybe

weak.Iftheusershavestrongvoice ,theownerandmanagermaypaymoreattentiontomanageｭ

ment, andorganizingmayproceedfaster.

Someassociationsremainsmallandinformalevenafterbeinginoperationformany

years.Iftheyareaimingatanichemarketatthetimeoftheirestablishment , andintendtostay

there, thisisalsoanimportantdecision.Suchassociationsmaycontinuetheiroperationssteadily

inthelimitedmarkettheyhaveidentified, andmaybuildareputationinthissmallmarket.Reｭ

ferringtoTable1, sincethenumberofyearsinoperationandincomeshowedasignificantnegaｭ

tivecorrelation(r.= ー .307)， theanalysisresultssuggestthatolderassociationsarefinancedby

asmallincome, suchasmemberfees.Wecanassumethattheseareassociationsinanichemarｭ

ketthatareimplementingactivitiesonamutualsupportbasis.Infact, additionalinterviewsreｭ

vealedthatseveralself-helpgroupswereincludedinthisstudy.Thistypeofassociationssees

almostnochangesinmembers , andfurthermore, membershipshrinksastimepasses.

Ingeneral , ifagroupdevelopsintoanorganizationanditssizeexpands, itiscompelled

toadoptabureaucraticsystem.Agroupalsohasthechoicetodeterminenottoincreaseitsvo ト

unteersorraisetoomuchinthewayoffundssoastodeliberatelylimititssize.Thisapproach

maybemoresuitableforrealizingtheirinitialmission. Accordingly , grassrootsgroupsmay

needtodecidewhethertoremainsmallandcontinueitsnicheactivitiesortoexpandintoalarger

entityatsomestageofdevelopment.Ifthegroupschoosetogrow, itwillsoonsufferaconflict

betweenassociationandbureaucracy , aspointedoutbyBills(1973).Thedilemmaiswhether

tostresstheunityofcolleaguesortoacceptamoremechanicalandanonymousroleinorderto

achievetheassociation'sgoal. Evenifagroupfacesthisconflict, itmustintroducean

officializedbureaucraticapproachtoorganizeitsoperationstogainpublicrecognitionandinｭ

creaseitsfundsandclients.

Thispaperreveals
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