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b Abstract

. The purpose of this study was to undertake anA

prganizational case analysis of‘aAvoluntarylﬁport |
organization. The organization which.was selected for the
‘research was The {anadian Amateur.Swimming Association, ﬁ
Alberta Section. Seven sub- problem areas were identified as
" the spec1f1c focus for the study These sub- problems were as
shown below. e
1. To“investigate~jfnand why the bureaucratization.ofgthe
selected volunteer sport organization is oocurring.
é. If bureaucrat1zat1on is taK1ng place. to 1nvest1gate
C whatvmanlfestatlons of th1s bureaucrat1zat10n are
. appareht in the volunteer sport organ1zat1on. B
3. To investigate what possible consequences may occur as -a
result of this bureaucratization : :®
'4._ To 1nvest1gate if and why class and gender 1nequal1t1es
ex1st in the voldhteer sport- organ1zat1on
5. To 1nvestigate how ‘those. 1nd1v1duals and/or
’ organ1zatlonal sub units wh1ch hold power w1th1n the )

; vvoluntary sport organlzat1on galn the1r status

6. To 1nvest1gate if and why power in the voluntary sport "

sf“organizat1on 1s-central1zed in certa1n geograph1c areas.
. 7,. To 1nvéstwgate the relatlonsh1p,of the volunteer sport )
organ1zat1on to 1ts env1ronment and to determvne what

'1nfluence th1s envmronment has on the volunteer sport B

. organ1zat1on S ‘\

T -

Vi



\
N\

Data were obtained using two resear:: techniques. » N
First, 34 focused interviews were,conducted with past, and
present members of the organlzat1oA AT ofkthe interviews
were tape recorded and transcr1bed verbat1m ﬂ:econd
organlzat1onal documents were collected wh1ch covered the
period 1934 to 1983 Both data sets were subgected to latent
content analysis. The material from the content analys1s
'combined with existing literature were usedvto generate the
results of the study . |

It was shown that bureaucrat1zat1on was taK1ng place
through a process termed the routinization of charisma.
Several mantfestations of bureaucracy.wére present in the
volun:ary sport organization zhd a pattern of |
bureaucratTZat1on was proposed The péPce1ved consequences
of bureaucratizat1on were shown to depend upon wh1ch . foa
theoretchl perspectlve was adopted “In tenmé’of class and ,
gender inequality the study showed the ex1stence of these /

two phenomena in the. CASA(AS) Gender 1nequal1ty was shown.r

" . to result from the fact that most women _lacked management

exper ience in corporate organlzat1ons and this sp1lled over
into the1r work w1th the voluntary sport organ12at1on ‘Five
| causes of class 1nequal1ty were 1dent1f1ed These were the
gsocially advantageous p051t10n that some executlve members
started from, the process of soc1al closure. the author1ty
structure of cap1tallst soc1ety.,the manufacturxng division
~of 1labour under cap1tallsm;and the bureaucrat)c structure,of

P

the organization.

vii
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In_ terms of power three 1nd1v1duals and one
argan1zat1onal sub-unit, the\ccaches. were seen as befﬁg

pow ul in the organlzatlon Thesnmtn source of power was

\\through acce;s to resources. Podér was also shown to be

ceptrallzed in the 1arger urban areas. Three factors were

[

1deh$1f1ed as caus1ng th1s centra]1zat1on These were. the ’,

r1ski f delegatlng power to 1ower leve1 members. the !ack of.

a deep 1erarchy of author1ty and the app61ntmeht of

professional staff e B o N

The f1 1 sub-probiem of the study exam1ned the
e

t"/‘
¢ :

”
o
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R
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Chapter I

Statement of the Problem

A. Introduction

In Canada amateur sport is{organized through a vast
network of voluntary groups. The importan(ﬁrole fhat these
groups p]ay in the delivery of aﬁateur spbrt has‘repeatedly.
been stressed in both federal‘and provincial}governmeht
documents. Former Minister of State for Fitness and Amateur
Spor t IoAa Campagnola noted in Her National Policy on
Amateur Spor§f1979:15; that "...at every level of every _
sport:there is a host of organjzafions, most of them
voluntary dedicated to encouraging paf}icipatidn,
1dent1fxang talent, generafing trainihg,brograms and
providing opportun1t1es for compet1t1on Provincial
Governm@ént documents from several provinces have likewise
stressed the importance of these velunfeeb‘grppps~in the
delivery of sport to the citizens ef their'respectiye‘ 4
provinces. |

At its highest level volunteer inVolvement in‘amateUre
sport is manifest in sueh bodies as the Board of Go9ernors
of the Nat1ona1 Sport and Recreation Centre Inc and the
Board of D1rectors of the Canadian Olymp1c Assoc1atlon At
the "grass roots" level it is eVidenced in the plethora of
sport clubs and eommunity leagues that.exiSt in all parts of
tﬁe country. As amateur sgerf_inicanada:has grown so too has

the number of voluntahy organizations whose-task it is to"‘



J_de11ver sport to the populace Federal' provincia] and
munmc1pal level sport govern1ng bod1es are administered -
'main]y_by\volunteers. However, de5p1te‘the1r proliferation

in the administration of amateur sport wtthin Canada and
‘their important role in delivering amateur sport to the .

: populace, researchers in the sociology of=sport_and sport
‘administration have paid little attent%on_to volunteers and -
the organizations of which they are members. For. seyera]
reasons it is regrettable"that this void exists. First,
pointed out above, volunteers organlze and adm1n1ster a
large number of the sport opportun1t1es present in the
country. Second, beoause_1t also has relevance for

sociology }po1itical science, and organiiational theory, the
area offers fertile ground for stud1es of an .
1nterd1sc1pl1nary nature. Th1rd there are many s1gn1f1cant 5h
‘theoretical quest1ons in the area that need to be answered
Finally, by. size alone volunteers have tremendous economic
impact on the de11very of sport in the COUntry As a
y'consequence of these and other reasons 1t is 1mperat1ve that
if we are to. fully understand the role that sport plays 1n'
society then we must understand the voluntary organlzat1ons
wh1ch are the foundat1on of the sport deT1very system As -a
result ‘of th1s bellef the focus of thvs dlssertat1on w1ll be

to exam1ne some of the major quest1ons concern1ng these

,types of organ1zatlons



B. Personal Excursus

| "In recent years I have become inc easingly interested
in voluntary sport organlzat1ons and they are now central to
a large part of my teach1ng and researc‘ commltments. more
.‘appl1ed work with these groups also_cons mes a good portion
of my non work ., time. From a research:point of view my first
venture 1nto the area was a Master’s the51s which examlned
‘the biographic and demographlc characterlsﬁ1cs of sport‘i 5
_volunteers and thelnkpatierns of 1nvolvement in sport

4
'"organxzat1ons Wh1le the research that I undertook was

*
emp1r1cal in nature and no attempt was made to lan the -
f1nd1ngs to broader theoretical questlons, my results Q1d
serve to conf1rm what other sport soc1olog1sts had
Aa;d15covered w1th d1fferent samples As t1me progressed I read
more about voluntary organlzatlons and more about the
soc1ology of organ1zat1ons These readlngs along with class
| d15cussuons,and 1nteract10n w1th colleagues and students
made me more- cogn1zant of the fact that 1n th1s aréa there
is a vast untapped potent1al for research stud1es and for |
appl1ed work that would help 1mprove amateur sport | .

5? The read1ngs that helped to shape some of the quest1ons
1 would start to ask came ba51cally from two sources From
-;wr1ters on organwzat1ons T began to exam1ne some of the e h
quest1ons that had been asked about organ1zat1ons of a.
prof1t4makxng nature I was cur1ous as to whether or-. not
?bthese same f1nd1ngs would hold true for volunfary

v:organ1zat1ons I also began to: see that concepts that were %;
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being studied by researchers interested in profitsnakingh
organizations (e.g, power, bureaucratization: inequality)
were the ones that should be examined by investigators
studying voluntary groups. - , |

From scholars wr1t1ng~un the area of the soc1ology of

sport I gained séveral 1n51ghts F1rst I believe that the

;_on901ng debate between compet1ng theoret1cal perspectives or

methodolog1es has made me more cogn1zant ﬁhat sport should
not be 1nterpreted from a monoltth1c perspect1ve In fact
each perspect1ve has strengths and weaKnesses and as
researchers we can- cap1tal1ze .on these to develop our ownr
work Further to th1s I bel1eve that these theoret1cal

debates have hetghtened my awareness of the fact that the

Lwr1t1ngs of other scholars could be used to 1nform my own

fwork

- The second spe01f1c 1n§1ght that I believe I have

| galned'from my readings in the sociology of sport is that I .

-

have become more aware of the way in whfcﬁ the

sub d1sc1pl1ne has developed Th1s 1nslght has allowed me to

1dent1fy some oF the substant1ve quest1ons that need‘to be

asked and approaches ‘that can be taken\to ask1ng these "d‘

quest1ons

For- example Gruneau(1981 20) has suggested that the

B development of the soc1ology of sp5rt "as 1t is presthFy
: pract1ced offers a graph1c demonstrat1on of the scope and
B depth of SOCIQ]Ogy.S more general state of crisis”. The

crisisthat Gruneau refers to is that outlined by Anthony -
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Giddens (1973) in %is bbok The Class Structure of Advanced

Societies. This crisis, Giddens suggests, arose because in
. post war years sociology has deviated from its early
.synthetic characteristiCs. That is to say social theory has ..
been éévéred "from the concerns Whiph originally...inspired
all of the most prominent socia}/thinkers -- the nature of
thé transformation which destr yed ‘traditional’ society and
created a new modern order” (éjqdens,1973:1f). What has
happened is that as the discipline-has progressed it has
gradbally deveTQped its own'paraheters and frames of
reference which have subsequently limited the type of
research questions asked. New “sﬁb—sociologies" have
developed (for example, the sociology of sport) and with thes
emergence of these sub-disciplihes there has been a tendency
to focus' on cross sectional descriptive studies which merely
generate social facts..Researchers‘have for the most part
failéd to situate their findingsiiniferms of the broader
social milieu in which they exist. What Gruneau calls for is .
that sociblogy;'and partiéularIy,the_socio1ogy of spbrt; -
needs to retufn to the}types of studies thatfconsider .
phenoména in their social and cultural context..ParaphraSing
Mills, he suggests: | | '
| O . any socﬁélogisf(inteﬁested in understanding the
changing nature of politics, ‘education, sports, the
. arts or any prominent feature of social existence
~ would be well advised to concentrate on those
developmental “problems’ that relate the 'personal
troubles’ individuals have experienced in different.
eras to changing 'public issues’ of social structure
. or more optimistically perhaps to relate these . 7
"troubles’ to'social formations that 1imit the.
~ expansion oﬁuininidual capacﬁties,to a level that

xS



jdevelopment of both individuals and of sport.

falls far short of what one might expect under the
social circumstances in question(1981:9).

| Indeed it would be my hope that this.study. as it
attemptsvto recognize the problems of deveiopmenf and the
’personal troubies’ thaf peset vqunteersm would also relate
these to the structure of the vdlunfary organizatioh,‘to the
structure ef sportvand. in turn,'tc @he strucfure of our
society."SuchUan approach would heip ascerfain whether or

not these structures are factors which limit or enhance the-

AR
T

%

C. A Br1ef 0verv1ew of Research on Voluntary 0rgan1zat10ns

w1th Particular Reference to Sport 0rgan1zatvons

The maJor'research stud1es that have examined

volunteers and chUntary crganiaations Can Se,cWassified
into three idehtffiable areas. The firSf{of\theseuconcerns
the crea(fcn of typologies into which different kinds of
voluntary organizations can’be placed. Althcu§h~work in this
‘area has generated several d1fferent classwf1catton schemes
(e.g.” Warraner'and Prather, 1965 Booth Babchuwrand Knex,
1968; and. Babchuk and Booth;, 1969) the ‘most pars1monngS and -

'tfunctlonal “is the 1nstrumenta1/expressive typologykdeveloped

'by Gordon and Babchuk(1959) These researchers suggesf that

1nstrumental assocxat1ons

do not ex1st prlmar1ly to furn1sh act1v1t1es for
members as.an end in itself, but serve as social
influence organizations des1gned to maintain or
create some normat1ve cond1t1on ‘or change(1959 25)



Examples of ingtrumental voluntary organizations are

The United Way, The International Foundation for An1ma1

" Welfare and Sport Alberta.

: Expre551ve voluntary organiiations "are formed to
express or sat1sfy the 1nterests of their members (Rose ‘
1954.@2) Examples of this type of organtzat1on ‘are The
Alberta Rose Growers Assbc1at1on{ The St. Albert Br1dge CtUb'
and The Edmonton Police Basketball League. -

~ In a study of badminton and judo clubs: daooby
.(1965:170) fouhd that there was a high expressive and tow
instrumental orientation:among the‘membership of these |
clubs. Bratton(1970'187) in a study which examined the
membersh1p of volleyball and SW1mm1ng associations at’ the ,

local, prov1nc1al and nat1ona1 levels, found that many

executtves v1ew their partwctpatton from an 1nstrumental

ldstandp01nt. i.e., -serving- an 1ntegrat1ve funct1on for- the

>

Targer'societai system Beamish (1978 4) also pointed out
that at the executtve level amateur sport organ1zat1ons
"because they stress eff1c1ency and requ1re more spec1a11zed‘
sk1lls ...are c1a551f1ed as 1nstrumental a53001at1ons

It would appear then that when we apply the Gordon and

Babchuk typolog to most amateur sport organlzatwons. for‘

- the executlve memkers there is a strong 1nstrumenta1

,or1entat1on but for the meMbership the. expresé?ve functton

1s paramount Bratton supports th1s idea when he notes

From the standpownt of the execut1ve member. ,
*part1c1patlon in their particular sport is valued
because it is seen to contribute to different :
»perce1ved needs of individual: part1c1pants Th]s

1.._¢:
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contribution, then, serves an iritegrative function:
for the society as a whole by hopefully instilling
‘certain value orientations in the young athletes
that are deemed to be important by the executive
members, -and perhaps by many others in the society.
At the same time, the association provides a Settlng
in which executive members may engage in expressive
activities, and in _so doing, it serves an
integriative function for the personal1ty system of
the executive member(1970 168)

It may be concluded then that in terms of the Gordon
and Babchuk typology amateur sport organlzattons ‘can be
class1f1ed as 1nstrumental -expressive organ1zatlons 1n that

they "seem to-manifest both functions”.

‘A second and larger area of research concerns measur1ng ‘

rates of part1c1pation in voluntary organlzat1ons lcf
' Hausknecht 1962; Hyman: and Wright, 1971 and Curt1s. 1971).
Although these studies have varied in thetr results. they
."have generally pointed}to the fact. that Canadians and
.Americans can be classtfied as what Hausknecht(1962) has
Itermed "a nation of Joxners In stud1es that have exan 1ned ‘
sthe extent of voluntary act1v1ty in sport the only ava1lable ,
' ﬁdata is from a. 1981 Statistics Canada Study Tﬁ1s research
' p01nted out that 24.1% of people who volunteered did so in
the category termed Le1sure Act1v1t1es ‘This 1ncluded
'?1nvolvement in athlet1c assoc1attons o '_d
, The th1rd and largest area of research con515ts of

“studles that have exam1ned the soc1al character1st1cs of‘~’
' volunteers Examples gf th1s type of work on Voluntary _f
forgan1zatlons are those stud1es done by Foskett (1955)

Freeman Novak and Reeder (1957) CUPtlS, (1959) Hagedorn
_Eand Labov1tz, (1967l Hodge and Tre1man. (1968) Booth and



‘Babghuk, (1969) and Booth, ll§}2l. Work done on scort

organizations includes Bratton, (1970l:‘Meisel and'Lemieux,

(1972);" Beamish, (1978); Hollands and Grunéau, .{1979):

Theberge, (1980) and Slack, (1979). TheSe‘Studies have

5generally UtillZed bi°variafe andﬁmulti=variate analYSes:,

rate. of part1c1pat1on has been the dependent varlablgpand

such factors as soc1oeconom1c status, gender. ethn1c1ty,

age, marital status geographlc location and soc1al origins

have been the 1ndependant var1ables } o
In the area of sport one of the flrst stud1es to

examine VOlunteers wds a - doctoral d1ssertatlon by Bratton -

{1970). Bratton s data were'collected from execut1ve membersr

- of volleyball and sw1mm1n§/assoc1atlons at the nattonal

| prov1nc1al (Manltoba and Alberta) and local levels The

study found that the execut1ve members were predom1nantly

~marr1ed males from the upper soc1oeconom1c levels There was

- also an overregresentat1en of Anglophones and non Catholtcs

-jtn these pos1trons Some drfferences 1n age 4mar1tal status ;

and sport related employment were found These were .

A°expla1ned by the fact that volleyball 1s predom1nadtly .;Y‘J;rt

'athletes whereas sw1mm1ng is predomlnantl a:club sport run:7

/

- played 1n educatTOnal 1nst1tut1ons and’ 1s)run by act1ve
by swxmmers parents | f“ | ST S -

The 19b2 study by Metsel and Lem1eux was an exam1natlon
: ' .
of the Canad1an Amateur Hockey Assoc1at1on L1ke Bratton,
TMelsel and Lem1eux found an underrepresentatlon of -

“Francophones on the CAHA execut1ve and /somewhat
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surdnﬁsingly, they found that a similar situation>existed in
the Quebec Amateur Hockey Association. The researchers j)so
pointed out that Anglophones and francophones in Quebec did

Ve

not always agree ongthe CAHA’s ties with the National Hockey
League.

The Beamish study, one of the most extensive and
theoret1ca11y sound so far completed exam1ned\the
soc1oeconom1c and demograph1c characteristics of the
‘executive of 22 Nat1on:1 Sport Governwng Bod1es L1Ke;
Brdatton, Beam1sh found thaf these people came matn]y from .
the upperssoc1oeconom10 strata: many had fathers who held
high status employment, thus suggesting that their “current
status may be~related in many cases, to.a previously .
advantageous pos1t1on through family placement in the ’
'occupatlonal structure (Beam1sh 1978:10). Othe§ data showed
Beam1sh's sample was mainly ma]e anglophones who l1ved 1n
. one of the country s 1arger urban ‘centres. '

In an extenSIOn of the Beém19hrstudy Hol]ands and

,Gruneau exam1ned the soc1oeconom1c character1st1cs of

=\\volunteer sport execut1ves in 1955 and 1965. These data"

'}comb1ned w1th Beam1sh’s col]ected in 1975 allowed“these _

;researchers to exam1me‘patterns of.democrat1zat1on in the -

PN

e

- administration of CanadianvamateUr‘sport. Jwo major %
‘conclus1ons were drawn from the data

First, vin . all three of the sample years nat1onal
sports executives appear to-have been recruited from
a very narrow segment of the Canadian populat1on

. With few: exceptwons the sports executlve appear to
have come from -that pr1v1leged class .of "joiners"
that has a]ways def1ned the core of the Canad1an R
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-

bourgeoisie. Secondly, there is little or no
evidence of any "democratization” in patterns of
executive recruitment on either class or status
terms. Possible exceptions may be shown.in slight
‘Percentage increases in the numbers of women
executives and in the fact that status as a former
high level athlete may be less important now than in
the past(Hollands and. Gruneau, 1379:24) .

Theberge’'s 1980 study surveyed the executive board.

_members of five Ontario provincial sport governing bodies.

Like previous studies the findings from this research showed

that volunteer executives are predominantly males from the
upper soctoeconomic strata. Women were particularly

underrepresented in technical positions and at the higher

3

levels of administration.

In a similar study to Theberge’'s, Slack examined

P

.seiected characteristics of volunteer sport administrators

in Alberta. Three major areas were identified for
investigation i) biographic and demographic characteristics;
ii) the adminiskrator’s involvement in his/her sport; and
iii) involvement in other sport and non-sport related
voluntary organizations. Like previous studies, this one
also found volunteer administrators to married males from
the upper socioeconomic ]evels. A largefhuhber were of
British descent, lived in one of the major cities in the
province and showed sfabi]ity in their place of residence.
In terms of involvement in their sport most had been
1n§olved for several years and ovér half had played at
provincial level or abové. Many administrators were active
in executive positions with other sport groups and

approximately half held memberships in non-sport related



voluntary organizations.

In qohclusioﬁ. what we can éay is that in the three
areas of study undertaken on voluntary organizétions, the
majority of the work on sport groups has been of tﬁe nature
of investigating the social characteristics’of the
administrators of these groups. It has been repeatedly shown
that involvement in the adminiéf;atién of amateur sport is a
predomjnant]y‘male, upper socioeconomic phenomenon. Although
other status giving characteristics have been presented,
rarely has any theoretical explanation been offered for the
results that were found.

) . ; .
D. A Critique of Completed Research on Voluntary Sport
Organizations

in the section prior to this oﬁe what has been
presented is a brief review of the major studies on
voluntary sport organizations. Although these studies have
provided researchers interested in this area with several
.insights; the work has for the most part been descriptive
and atheoretical. As Beamish(1983:4) points out "there have
not ‘been many consistent attempts to a) integrate these data
into sophisticated theoretical frameworks... or b} to use
f%;t theorizing to extend~the analysis into further data
collection which is obviated by the questiéns'the theory
lays bare.”

The reasons why this situation has arisen are not

totally clear. However, once again turning to Beamish's work
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we are provided with a logical and convincing argument as he
suggests:

I would maintain that studies in the area represent
perfect examples of the abstracted empiricism C.
Wright Mills trenchantly criticized in The
Sociological Imagination.(see also Willer and Willer
1973). The studies fail to address the intersection
of personal biography with the history of social
structure: they are easily run by technicians: they
are perfect projects for those who have been
subsumed by the bureaucratic ethos and the liberal
practicality that Mills described so well(Mills’
1959, pp.50-118). A1l of these factors, each in its
own way and in combination with one another,
has(sic) discouraged either internally generated
theorization on.any large scale or the integration
of these findings into already existing macro and
micro frameworks. )

A second reason for the lack of theory in this
area may well be due to the location of voluntary
associations in the world of private work rather
than social labour. Since there is a strong tendency
to separate the sphere of private work from the
wor 1d of remunerated labour, the most logical body
of sociological theory that would be relevant --
that of industrial sociology -~- has been seen as
inappropriate to the study of voluntary associations
(1983:5). :

In an attempt to remedy th#s problem which exists in
the sociological study of voluntary sport organizations we
should turn our attention to two areas; First, we should
attempt to provide our‘}esearch with a sound theoretical
‘base. Here thg works of such classical academics as Marx and
Weber would have obvious ramifications for the study of
voluntary sport organizations. Also the writings of more

~contemporary theorists such as Lukes and Giddens could be
used to explain some of the questions which previous
research has left unanswered. ‘

A second approach would be to attempt to utilize some

of the work completed by researchers in the sociology of
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organizations to answer duestions relating to voluntary
sport organizations. Here the work of such people.as Kanter,
Downs . ;The'Aston'Group“, Pfeffer and Aldrich would all
prove useful for different areas of concern.

An example of how, at least, the first. épproach can be
utilized is prov1ded by the research undertaken by
Beam1sh(1978) As prev1ous]y ment ioned Beamish's study is
the most theoreticallyﬂinformed of all work completed on
voluntary sport organizations. It examined the socioeconomic
and demographic characteristics of the administrators of
twenty-two national amateur sport organizations and 1ike
other studies, he found that these people came from high
socioeconomic backgroupds. Beamish explains his. findings
using Marx’'s aﬁa]ysis of the class structure of capitalist
society. He suggests(1978516) that in such a society, where
production is‘based on capital, "fundahental changes occur
within the labour process and in the relgtiohs between
workers and owners of the méans of production”. The
fundamental changes that Beamish refers to may essentially
be taken to mean that the production pbocess is divided up
into a series of steps(i.e., there is a division of labour).
As a result of this@division we see that the labour process
which at one time involved both hand and head labour or the'
’conceptioh and execution 6f a tagk is now separate. As
Beamish(1978:16) notes “the planning is undertakenfgy a
small group of workers in one place while the manual

 production is done in another by a second larger group of’
i ‘
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workers". While this type of éaskéfragmentatfon may Have
merit in ferms of cost reduction/its social significance for
such prbcesses as the administration of amateur sport should
be obvious. |

| As Beamish(1978:18) notes "the lives of the majority of
Canadians -- an overwhelming majority -- involve ?
nén-creativg and non-administrative mediation-.in their work
place. Only 5 very small segment of the population has daily
involvement with the skills,~Knowledge and powers that are
required and utilized in hierarchically»controlled
organizations”. Since the orgahizations that govern amateur
sport in the country are similarly controlled it would seem
feasible to”suggést that the admjnistrétion of these
organizations is also restricted“to this narrow stratum of
people who have obtained the prerequisite skil]; through
\their,work place; |

What Beamish has done is not just describe the social

characteristics of voluntary sport oﬁganizﬁtidn executives,
Rather,-heuhas éttempted to explain his findings in ferms of
the structural cohstraints existing in thése'types of
organizatgons and in society. While Beamish chose to use a
Marxist ;nalysis‘for his work, as brévious]y pointed out,
other theoretical positions also have herft in terms of
explanation. Only by adopting these types of theoretical
baSeé for our work, and building on what has been done in
such fields as prganizatiOHalfSociolégyc.socio]on of

occupations, industrial sociology and so on, will we move:

<
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.
from the static desgfilotive type of studies that we have

seen. in the past to slpdies that expléin'the role of

voluntary sport organizations in a more socially meaningful

manner .

E. Setting the Stage:Topics of Concern for Researchers
Interested in Voluntary Sport organizationsv -

In the first section of this dissertation it was
pointed out that voluntary sport organizatfbﬁs,ra1though
important to the delivery of sport in the\céuntry, have
received little aftention from researchers in the sociology
of sport and Spont'administration. Several other researchers
have supported this argument. For example, in discussing
'future perspectives for research in thé“ﬁbcidlogy‘of sport
McPherson suggests: -

the structure and social otrganization of voluntary
minor and adult sport associations should be
studied...whereas recent attempts have been made to
examine professional and college sports as formal
organizations, little attention has been paid to the
organizational problems inherent in the plethora of
voluntary minor sport associations which exist )
throughout the world. This area would appear to
_offer many avenues of -inquiry for both those
interested in the structure and process of .
organizations, and those interested in identifying
and alleviating practical problems found in the
minor sport associations in their .
- community(1975:67-68). A
Luschen(1980:331) in a paper entitled "Sociology of
Spért:Dévelopmént, Present'state and Prospects” also notes
that "sport organizations on the locdl, national and
international level are voluntary,organizafﬁ?nsf'The merits

of a sociological analysis of these could be man’y'?othxfor'c
L . ) l . .



sport and for organizational thedry” .

It is clear then that there is'a need for research into
vo1untary sport'organ{zaf{ons. As pointed out in sections C
and D the research that has been undertaken'in the area hes
focused mainly on the biodraphic ahd demographic
characteristics of the‘individual volunteers. Little work

as been done which has atﬁempted-to‘analyze the struotural
conditions of the organizations of which: these volunteers
are a part. Lischen( 1980:323) notes thet sfudies of * the
ind{viduel membership of sport organizat{ons predomina}e'
because they are-first;facilitated by‘reasonably easy
accessibi]ity through surveys Second they are an easiiy
, def1nab1e object of study since sport organ1zat1ons and
clubs have relat1vely c}ear membership cr1ter1a Th1rd,
studies of this type are of considerable pract1cal‘varue for
membership policies in sport organizations},since‘they o
}"provide'information_about the status of the membership.

- Of the work that has.been undertaKen in the area of
organizational analysis, both sport related and non- sport
related the maJor1ty has focused on organ1zat1ons in which
members are full- t1me paid employees. There are several
reasons wh1ch may be suggested for the preponderance of work
in thls area. for examp1e, thewgoals of this’ type of "
organ1zat1on are usually clearly 1dent1f1able Th1s is not
h a]ways the case in voluntary organ1zat1ons in wh1ch the

purpose of the organ1zat1on is mone 11Ke1y to be deflned

accord1ng to the personal 1nterests of the 1nd1v1dua1

~ a7



18

members. Second;iin organizations of this type thene exists
a clear division of labour end consequently it is easier to
detérmine interrelationshjos between tasks and how the -
various tasks contribute to the organization’'s operation.
Thind, these types of organizations naQé a relatively stable
membership; therefore links between individuals and between
“"departments are easfer.to anelyze because,of'fheir relative
permanence. &1 11s(1968:367) - does, howeveQJ note that
voluntary associations are a type of formal organization and
that they eXhibit some of| the sane cnaracteristics as formal
oﬁgan1zat1ons of the nature descr1bed above. Ha11(1977'4i)
suggests tha% voluntary orgamzahons are- not a separate .
type of organization; they .are confronted w1th the same-
problems as other organ1zat1ons and share many of the same
properties ¢
One of the propert1es trad1t1ona11y assoc1ated w1th the

s tudy of‘foFmal organ1zat1ons, but 1ncreaswng&y being
applied to the examination of voluntary sportlgroups. is Max
Weber s concepf of bureaucratization. McPhenson(1975:68), in
descrfbing voluntery spor t’ organizationst.noies that "many
of.theseAOrganizations are mini-buneaucracies comprised of
" 1nd1v1duals who volunteer their services and retaln the1r
tenured pos1t1ons for many years | U

: Dther sport soc1ologlsts Page, (1973) Ingham._(1975),
(1978); Schlagenhauf and Timm, (1976) ; Frey. (1978) and |
‘Kidd, (1980) have stud1ed bureaucratlzat1on and genera]]y

con51dered 1t to be a negatlve phenomenon A1though these
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researchers, for the most part, have focused on professiona1:“
| éport their studies do have relevance for the voluntary
sport organization. Frey(1878:367) suggests that the
bureadcratization of sport "reduces the organization’s
legitimacy in the eyes of its constituents, and prevents
.dccumulation of a sufficient supply of energy to exceed what
it needs for the manufacturing of its product”. Lischen, in
discussing university level sport, notes that it is "almost
worklike (grants in a{d): it ﬁs serious, highly .
buneaucratizéd; restrictive and subjeét to external
~utilitarian pressures -- wihhiﬁg and losing, gate receipts,
TV, contracts and national prest1ge Page suggests that:

Sport clearly has not escaped the bowerful thrust of

bureaucracy to use the sociological concept that

refers to the formalized, hiérarchical, rule laden,

and efficiency seeking type of ‘social organ1zat1on

the principle prototypes of which are big

government ,- modern business enterprise ‘and the

~military establishment. The .social revolution of

sport, viewed in historical perspective, has been in

large part the transition from both folk-rooted

informal contests and the agonistic recreation of

-elites to its bureaucratlzat1on -~ or in simple

terms, from player-controlled "games” to the

management controlied "big time"(1873:32).

Despite these and other negative commentaries on the
bureaucratization oﬁAsport, it would appear that in Canadaﬂ”r{
volunteer sport governing bod}es are JncreaSIngly adOpt1ng
the characteristics of what Weber terms a legal-rational
bureaUCracy. Manifestations of this tendency are clearly
found in such areas’as the increased number of certification
programs and qualificatioh requirements for those who hold

office in voluntary organizations. In addition, there is an.
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increasing tendency to appoint paid professional staff "to
run” the voluntary organizations and an increasing
formaltzation‘ef the processes withjn the voluntary
orgaﬁization . Despite the fact thet manifestations of
bureaucracy are reedily apparent in volunteer sport
organtzat1ons noretudy has yet attempted to determine why
th1s trend is occurring, how the trend is manifest in
different sport governing bodies, and}what the consequences

of this type bf organizational structure are for amateur

sport. ‘

One of the reasons for this trend, as purported by
those who are supportive. of bureaucrattzation,‘is that. the
rationatiiation of amateur sport provides for a more
meritocratic environment since the officials of the
oréanization should be selected on the basts of professional
qualtfications'and not on the basis of ascribed
~ characteristics. Udy(1962) suggested that bureaucratic
rationalit§ is achieved when ascriptive charécteristics of
indtyidqals, such as the social characteristics of family
?ackgbognd, race and sex, no longer are important,in )
'selection and promotion in organizations. Another virtue of
bureaucratization is that through a clear delineation of the
function of officials and a huerarchy of offtces therelts a

reduction of dependency on the arbttrary whims of those in

¢
\

power . However, as Kanter noteS'
e .
as one. source of depemdency on people is reduced,
- others spring up. People become dependent on those
- who can help: them make their:way through the. system
or who prov1de the means to’bypass the rules that
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are behavjourallytbﬁnstraining or inappropriately
applied. They become dependent on those with
discretion over necessary resources, and to the
extent that-the .system cannot be perfectly.
rationalized with pockets of uncertainty remaining
those who control important contingencies retain a
strong base for personal power(1977:171).

Essehtial?y this may be taken to mean that those individuals

and organizational sub-units thch are able to influence

decision making in- the orgadngiion are those which will
wield pbweq within the organizat{on;

‘AHicksonfgl al.(1871) suggggk the chafacteristics that

givé a sub-unit power are its ability to cope with
uncertainty, its "substitufébi]ity" and its centrality.

These characferistics may also be attributed to individuals

whoiare abie to wield powér.,Uncerfainfy itself does not
gfve an orgahizational_sqb-unit’br an individual powér.‘lf
is the sub-unit's or individual’s ability to cope With that
Uncertéihty that.éives it power. For example, if a Qoluntary
.organization is in need of financial help to run futgée
programs, a sub-unit such as the finance committee or a
particular individual may be the one which brevents
financial uncertaintylby raising funds. The ability of this
sub-unit or individual to cope with or preVeﬁt-the imminent
uncertainty has the effect of Conferring:poWer through: the
dependénéips it creates. Dnejof the possible reasons wh%ch
can be suggested for the increasing bureadcraiizatidn‘in
sport organizations may be that the formalized strdcture of
¢ : ﬁ

a bureaucracy helps to prevent some of the uncertainties

often prevalent in less well defined Voluntary.0rganizatién'

Q
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Structures. ?

As well as the sub-unit's ability to cope with
uncertainty, another fgétor thgt éan/influence the power
her‘by a sub-unif or an individual is "éubstitutabf]ity".
Dubin(1963:21) suggested that "fo; any given level of
functional 1mportance in an organization, the power residing
in a funct1onary is inversely proport1ona] to the number of
other functionaries in tH% organization capable of
performind the function." For example, in a'voluntary sport
organization coaches who are thought to be able to'deyelop ‘
top IeQel athletes.will hold a great deal more pOWér;if they
cannot easily be replaced by another coach. |

A fingl factor givgﬁ‘by Hickson t 1.01971:221) that

_may;qffeg,j;ﬂe power held by‘an organjzationa} suh-unit_or
e Lot s centra1it9” "the activities of a
;1v1dual) are central 1f they are connected with
;ct1v1t1es in the organlzatIOn and "if they are
;1n the sense that the1r‘cessat1on‘would qyick]y}

bntially impede the primary workflow of the

:ﬁoh" In a voluntary spdrt‘organization a sub-unit
‘;]d fit the above requirements;would‘be the central
i ifiﬂeli the ‘executive directar and his/her sécretary);
: 'Ei;d} @ommun1cat1on filters in and out of this office,
and 1n‘v1ew of the fact that 1t is -conce ned- W1th many
~different aspects of the organ1z;tlon s erat1on it can be
cons1dered central to the functwon1ng of the organ1zat1on

As a result of the central pos1t1on wh1ch is held such a.

’ wiii : " e N - . . .
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sub-unit could wield consfderable power within the
organ%zation. .

" Other characteristics related to the aequisitioniof
power in an organization are presented by Pfeffer |
(1977%293-297). Like Hﬁckson et al.t1971), Pfeffer sees the
abi]ity to cope with uncertainty as a method of attaining.
power. Pfeffer also suggests that those sub-unite and
individuals which are able to acquire the resouhces
considered to be necessary to the operation of an
organization are the ones which acquire power. Sub-units and
individua{s can further gain power through building up
al]iances with internal and’externa1 groups that may affect
the organization. Those individuale and snb—units who are
able to gain power are aware of its value and realize_ that
one of its sources iS‘fron’social connections. Since many of
these social Connections are with other members of the
organization and other sub-units with whom favours are
exchangediit~becpme§ important that power is only given to
those who "fit in", i.e., those who are socially a]ikel‘This
socialwhomogeneity has frequently been found,fn bhsiness
~executives, and studies tend to suggest,that it may also be.
prevaiant in vOantany spor}_organazations. Bratton (1970f,
. Beamish (1978), Theberge'(1980) and Slack (1981) have found
1@ severa] d1fferentgsamp1es that those 1nd1v1duals who
comprISe volunteer sport organlzat1on execut1ves are mainly

recruited from the mlddle and upper m1dd1e classes and are

”predom1nant1y male
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‘This social homogeneity is usually the result of either
one or both of the processes which may be termed “selective
recruitment” and "selective expulsion“.ﬁln these processes,
‘members are either setected for 1nvotvement or.excluded~from
involvement because they possess certain socia]t ;
characteristics. If the individuals within an Organtzation
er‘an organizat+®na1.sub-unit possess different social |
characteristics, then many feel this can resutt in internal
conf]ict for the organization or sub-unit. As a result of
this possibi]ity those within the organization or sub-unit
'usually‘geek out new members whose social characteristics
are similar to their own. Although this type of activity is
not formalized by the po1icy and procedures of the
organization, it does occur. It woqu appear that this is
"the case in volunteer amateur sport organizations, and as
such it can be considered detrimental. to the progress‘of_
amateur sport. As Beamish(1978§19) notes "“if amateur sport

" is to be reflexive and meet the wants of the total Canadian
population, then the formal institutionalization and |
centra11zat1on of 1ts contro] w1th1n a narrow stratum of the
Canad1an m1dd1e class does not seem to be a viable means of
advanc1ng 1ts growth and deve lopment " . .

Since class and gender 1nequal1t1es exist in the power_

structure of amateur sport it is feas1b1e to suggest that

oppontun1}1es forﬂparg1c1pat1on 1n amateur sport‘are

similarty.centrolled; Fcr example, Gruneau(1976:115), in a

. study of:the'social origins of Canada Winter Games athletés
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found that the lower claéses were very much
underrepresented. Using the Blishen Index he found that 37%
of athletes’ fathers were classified in the upper three
Catggories. This "contrasts starkly with the 17% of the male
labour force who ostensibly engaged in such activities”.
Gruneau further exemplified the underrepresentation of
athlefes from uhderclass backgrounds when he noted that only
29% of the athletes’ fathers came from the two lowest-
Blishen categories when 63% of the Canadian male labour
force could be similarly classified. As a physical educator
and specifically one who 1is interesiéd in organizational and
soéiological aspects of sport it is my contention that
figures such as those presenfed by Gruneau are a cause for
concern.

For, if Cénada, as a nation, is to realize ils maximum
potential in the area of amateur sport, then it is neceséary
to provide the broadest range of opportunities for
individuals of both gender and a1} social classes. To
achieve this objective it will be necessary to Qey%]op
within amateur spo#t‘a more equitable distribut%bﬁfé} power .
In order to-institute this change it will be necessary to
ga{n an understanding as to why class and gender
inequalities exist in positions of leadership in amateur
sport and how those individuals who possess power in amateur
g%ort.organizations are able to gain such sgaius.

The! concept of power, it has been suggésted by (Hall,

1977:181), is a pattern of distribution. As noteg, in
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volunteer sport organizat-ions much of this power is
distributed to individuals in the middle and upper middle
socioeconomic classes and to ipdividuals of the male gender.
Another concern about the distribution of power in volunteer
sport organizations is that it is centralized into certain
geographic areas. Beamish(1g78:13\, in a study of national
level volunteer sport executives, found that just under 80%
came from the major urban centers in Canada while only 48.3%
of the entire population resided in such centers. In a
similar study carried out in Alberta, Slack{1981:9) found
that 83% oF\volunteer sport executives lived in the two
ma jor cilieé in the province, while only 50.4% of the
population resided 'in these cities. Dncg again. it would be
my suggestion that if amateur sport in Canada is to develop
to its fuilest potential, the power to make decisions
relevant to amateur sport cannot be centralized with a
minority of the population who live in the country’s large
metropolitan areas. Conséquent]y it becomes necessary in an
analysis of a voluntary sport organizétion to consider this
centralization of power, and to determine why it exists.
In-addition to considering the concepts that have been

previously mentioned, any sociological analysis 5f an
organization should take into account the organization’s
environment. As Hall explains, this concept:

...includes everything ’outside’ of a particular

organization. Climatic and geographic conditions,

other organizations, the state of the economy and

the stage of development of the nation - these are.

but a few of the environmental factors that all
organizations must face and contend with(1977:22).

/
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Since earlier in this chapter 1 argued for work on
voluntary organizations that situates its results in the
broader social and cultural context in which the
organization e&ists,,it would seem appropriate that this
study consider the environment of the voluntary sport
organization. The environment in which an organtzation
exists has always been an important consideration for RN
researchers who base their work on organizational theory.

Weber in his classic work The Protestant Ethic and the

Spirit of Cagﬁtalism. suggested that environmental
conditions were just as important prior to the Protestant
Reformation as they are today. In recent years investigators
have begun to give the organizational environment increased
attention when trying to understand what goes on in and
around organizations. Hall(1977:303) suggested that
environmental conditions may be divided into two categories.
The first he termed "general conditions”. These were
considered to be relevant concerns for all organizations.
The second set of conditions Hall termed:"specific
environmental influences oﬁ the organization”.

The term, "geheral conditions”, subsumes such areas as
technological, legal, political, economic, demographic,
-ecological, and cultural. All of these have pofentia]y
implications for voluntary sport groups and consequeﬁfly
could merit consideration in any organizational analysis of
these groups. For example, all voluntary sport groups may be

affected by the éurrent economic conditions: some may face

L]
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the problem by raising fees, others by cutting programs.
While both courses of action are obviously undesirable
because they may resfrict participation in sport, thé former
has ramifications for the continued sporting invélvement of
certain socioeconomic groups. In régard to the polifica]
conditions, a change in these may result in changes in the
structure and programs of voluntary sport organizations. Ffor
‘instance, we have often seen that political pressure for
Canada to do well in the international sports arena has led
to the prd%ulgation of federal government reports, e.g. The
Fitness and Amateur Sport Act and The Task Force Report on
Sport. These documents in turn have led to programs that
have greatly influenced the future directions taken by our
national sport organizations. In terms of ecological
conditions the changes that affect rivers,.lakes, forest,
trails, and the like have obvious impact on sports such as
canoeing and orienteering that depend on these areas.for
their existence. Also sport organizations may in turn have
effects on the ecological condit%ons of the environment in
which they exist. A current example of this is provided by
the ongoing debate between the Caigary Olympic Development
Association and various environmental groups over the
location of the 1988 Olympic ski eVentﬁ. It may be seen then
from these fewrbrief examples that the potential impact that
these “"general éonditjons" have on voiuntary sport
organizat%ons can be great. As a result of this it is

regrettable that research into this aépect of these
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organizations has beén neglected.

The specific environmental influences that affect an
organization are those "such as other organizations with
which it interacts‘or garticu1ar individuals who are crucial
to it" (Hall, 1977:303). The organizational and individual
interactions which occur with the focal organization
_comp;ise what is known as the orgahization set. The
complexity of this organization set will vary depending on
the focal organization. For voluntary sport groups, other
-organizations that may comprise the organization set may
include tbe different levels of govérnment, various
educational institutions, national and local sport groups
(if the focal group was a provincial sport governing body)
the Canadian Olympic Association, The Coaching Association
of Canada, and Sport Canada. AT of these organizations have
relationships with the focal organization, and it is these
'relationships that may be used to analyze the organization
set. Interorganizational relationships may occur for several
reasons. An organization may enter fnto an exchange .
relationship with another organizétion because each can gain
something by the exchange. The relationship between a
provincial department concerned ‘wi th sport and a provincial
sport governing body may be seen as this type of
relationsﬁip; The prOvihcial government'allocates funds - to
the sport Qoverning body and in exchange the spoFt governing -
bodies make available opéortunities for parficipation in its

particular sport for the citizens of the province.
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Another reason that one organization may enter into a
relatﬁoﬁship with anofher orgénization is that it is
"legally" required. For example, many local spor t groups, if
they wish to compete in provincial or natio§2j competition,
must register their athletes with that body . |

The type of relationships that one dkganization enter’s
into with another may also provide a means of analyzing the
“organization set. While mos}.relationships may be based on
the_cooperation which will‘enable grbups to attain their
goals, it is also poséible to have fnterorganjzational
relationships based on coﬁflict. Both conflict and
coordination can benefit the organization and both may exist
in the same relationship..As well as examining the |
coordination and/or conflict .in an orgﬁnization set, other
aspects of the existing relationship such as the
formalization of contact and the frequency of conféctwmay
' .also be used in the aralysis.

Although there is' a dearth of information.on
organizaiional envirOhhehfs, their importance for an
orgahization is obvious. Consequently ip.aﬁ'organizational
analysis of the voluntary sport organization.it'is importaht

to consider- the environmental infiuencés that affect the

organization.



F. Statement of the Problem

oas l have outline® in the introduction to this
dissertation,'voluntary spor t organiiations play an
important role in the Canadian sports scene. Despite'théir
importancezhfeWKhesearchers have studied these voluntary
sport‘drgéﬂ%zations. Those who have, have tended to focus on
the bidgréphic and demographic characteristics of the
individual members. Little worK has bee% qndertaken that has
attempfed to study the voluntary‘spd}t organization of Which
fhese peoplé are members. As a result of this dearth of‘

research the main probJém with which this dissertation is

concerned is to undertake an organizational case analysis of

a specific voluntary sport organization. Since few

investigators (if any) succeed in describing all relevant

aspects of an organization, specific problem areas as

outlined in the previous section will be the focus of this

“particular analysis. The sub-problems with which this

dissertation will be concerned are-as follows.

1. To investigate if and whyithe'buréaucratiza&ion of the
sélected’vo1unfeer sport érganization'is occﬁfring.

2. If bureaucratization‘is taking place, to‘investigaté
what manifestations of thig ‘bureaucratization"are L
apparent in the volunteer sport organization.

3. To investigate=what'possiblg conséquences may, occur as. a
resuit of this bureaucratization;

4. To investigate if and why class and gender inequalities

‘exist in the volunteer sport organization.
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5. To investigate how those individuals and/or
‘organizétional sub-units which hold power within the
voluntary sport organization gain their status.

6. To investigate if and why power in the voluntary sport
organization is centralizéd in certain geogbaphic‘areas.

7. To investigate the relationship of the volunteer sport
organization to its ehyironment and to determine Qhat
influence this environment'has on the volunteerisport

organization.

G. Rationale for the Study

It has previously been suggested that there is a
paﬁcity of research which deals with voluntary sport
organizatiohs.-This is a regrettable omission from the )
sociology of sport literéture:in light of the important bo]e‘
these organizations play in the delivery of sport to the
people of Canada. Voluntary sport organizations are evident
in every corner of our vast country and their role$ range
from facilitating the learning of basic skills by "pee wee"
hockey players to helping train the DTymbic medalist.
Research that has been undertaken in this area has mainly
been concerned with studying the characteristics. of '
}ndividué] voluﬁteérs. Very}féw investigators havé attempted
to understand the organizétions of which these volunteers
are a part. ﬁ | - .>

In addition the work that has been completed has for:

the most part been‘little mbre‘than a coiiecfion of isolated
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facts. Few at{empts have been made to situate findings in
terms of the structural arrangements of the socialfworld.
Also little of the work on votluntary ofgénizations has
utilized appropriate theoretical constrqcts'in order to
explain its findings.

It fs the purpose of this study to answer some of the:
- questions pertaining to voluntary spdrt organizations. The
study will attempt to relate.its findings to fhe broadenr
sdéial‘mirieutin which the Qrgénization exists and it will
also atwempt to provide theoretiéal explanations for its
findings. By the nature of "the state of the art" in
research into vqunfary sport groubs; the appfoach to this
research is an exploratory pne. The phenomena wh1ch have
been chosen for the research are ones wh1ch are cons1dered
al to the study of voluntary sport organizations. As.a
result ofthe number chosen, thetﬁgﬂh to which the resea?ch
_wil] probe any\gne phenomenon will present a limitation to
the study.'This-sh uld not be takeh to mean that there will
not be considerable 'nvestiga*ion into each phenomenon. |
Rather it 'should be takepn to %ean that as well as answering
a number of quest1ons this researth, as al}’good reseafch
shou]d, will lead to other questiong to be answered. In this
way the study will not be definitive\rather, it will help
fhe buijd{ng of Knowlédgg about volunta sport
ofganizatiohs by providing the an§wers to sgme questions
-vthqt‘are key for the futurevdevelopment of th areaj In

short I seenthis study as the beginning, not the Sf‘of an

£



academic journey.
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Chapter Il

Review of Literature

A. Introduction

The research probiem with which this study will be
eoncerheq is an organizational analysis of a selected
\Voluntary sport organizat?on. As noted in Chapter I “few
investigators (if any) succeed in describing all retevant
aseects‘of an organization”. Consequently spec1f1c
sub-problems will be the primary’ focus of this particular -
“analysis. To aid in researching these specific sub-problems,
a review of’literature related to the sub-problem topic
areas is presented. The literature which deals with
voluntary spd@t organ1zat1ons is scarce and to obtain a
sharper picture of these organ1zat1ons the review w111
include, where relevant, material on other tyﬁes of
voluntary organizations as well as material pertaining to
organizational theory.

It was felt that the information generated through the
review of literature would be relevant to this étudy»for
several reasons. First, it would provide th?kcontextual
background froﬁ which interview themes and questions could
be developed. Secondgy, it would highlight the fact that
research of the natare of this disse:?gTien has not
previously been'undertaken F1nal]y it would: prov1de
“material wh1ch wou]d be usefu] in the analysis of the data

which will be generated. A review of literature is thus

35 -
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presented on,the.sub-problem areas with which this

dissertatig bbncerned.

B.
The 01 i‘ 5 3 Character1st1cs of Bureaucracy { 
A:}v :the concept of bureaucracy had not been *
tabell; 'uch at the time, its roots in the western wor 1d
may be t ;d back to the early Middle Ages when royal |
;>oloyed retainers who were "charged with

househo 1d!
organizing ':d superintending supplies, finances. clothing,

horses, weg 'js, written communications and records,etc.”

{Bendix, 1968w208) The term bureaucracy is derived from the

French word

Yreau"_which means desk or office. The actual
term bureau:‘ b .came into Qogue during‘the French
Revolutlonfi ?tt was linked with the suffix s1gn1fy1ng
rule of government(Bend1x 1968:207). Since’ that time the
word has taken on a peJoratwve.meanjng'and has come to
signify'rigid adherence to rules, .excessive government
involuement, 1nuersonality, time wasting and "red tape”

Robert Merton discusses a number of these problems in his

article "Bureaucrgtic.structure and Personality“(1957)u

~ In sociology and organizational theory the word has,

"_however a more technical meaning In Targe part, " this has

Ibeen due to the wr1t1ngs on bureaucracy of the 19th Century

German soc1olog1st Max Weber. Weber's work has prov1ded us -

A]



conseduences of bureaucracy in such institutions as
industrial corporatioﬁs, political, religious, educational
and mi]itery organizations. It is with Weber’'s cencept of
the term buré?ucracy that thie’dissertation will primarily
be concerned.

Weber saw bureaucracy as an “ideal type", "ideal" | //////
:meaning "not perfect but pure” (Mintzberg.1979:84). Blau and
Meyer(1971:23~24}, in discussing ideal types,.noted that
“the mefhodqlogical concept does not represent an average of
all existing bureaucracies (or other social structures), but

a pure type, derived by abstracting the most characteristic
) A
bureaucratic aspects of all known organizations”". As such,

the pure form of bureauébacy can never be realized. Perrow
noted several reasons for ‘this:

...it tries to do what must be (hopefully) forever
impossible -- to eliminate all unwanted
extraorganizational influences upon the behavior of
members . Ideal]y members should act only in the
orgapization’s interests. The problem is that even
~if the interest of the organization is unambiguous,
men ' do not exist just for organizations. They
track all Kinds of mud from the rest of their lives
with them into the organization, and they have all
Kinds of interests that are 1ndeﬁendent of the
organization.
The ideal form also falls shOrt of realization
when rapid changes in some of the organizational
tasks are required. Bureaucracies are set up to deal
with stable, routine tasks, that is the basis of - .
organizational efficiency. Without stable tasks :
there cannot be a stable division of labour, a
prescribed acquisition of skills and experience,
formal planning and coo%d;nat1on and so on. But when
changes come along, organizations must alter the1r
'In this dissertation quotations are presented in the1r
original format. Throughout the text every attempt will be
made to use gender neutral terms, unless the term is used to
specifically note a.characteristic attributable to one
gender and not the other.
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programs; when such changes are freguent and rapid,
the form of organization becomes so.temporary that
the efficiencies of bureaucracy cannot be realized.

(The price of the output then goes up.)...Finally,

bureaucracy in its ideal form falls short of its
expectations because men are only indifferently
intelligent; prescient, all knowing and energet1c
A1l organizations must be designed for the "average"
person one is likely to find in each position, not
the superman(Italics in original.) (1979:4-5).

Although Weber’s "ideal type" bureaucracy cannot be
achieved this does not preempt its usefaé‘a meaningful
sociological concept. [t does, however, mean that in any

analysis utilizing the concept we must remember we will not
encounter the ideal typical state but merely‘approximatfong
of the characteristics of this state. In Weber’'s analysis
the concept of bureaucracy comes about as a result of the

" increasing rationalization of modern society.
Rat1onal1zat1on as seen by Weber, is that process by which
~ the mag1c and mystery of human 1ife disappears and is
replaced by scientific inquiry and objectivity. As

"Weber (1846:51) suggested "the extent and d1rectlon of
‘rationalization’ is ... measured negat1Ve]y in terms of- the
degree to which the magical e1emenﬁs of thought are o
displaced, or positively byJiﬁe extentuxo,ﬁhich ideas gai#

- . e : R > : et
in Systematic coherence and naturalistic cons;§tency"q,Weber
saw rationalization as one of the most importd%t'gi?cesses
in the social world. | )

The rationalization process, when it occurs. in
organizations and is backed up with 1egé1_sanctiqné,'giyes o
"‘rise to Weber's most celebrated Form of bureaucracy, the

legal-rational type. Researchers who have studied

A

: @
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bureaucracy have usually approached it trom one of two
directions.. There are those who have approached bureaucracy
as a total phenoménon»and th&se who have approached the
concept by separating it into i1ts component parts. When we
consider the research work of the latter we find that

authors have extracted varying numbers of characteristics

from Webei” s original Wirtschatt und Gesellschaft 'Economy

“and Sociely). One of the better Known and most parsimonious
‘explanations of those characteristics that comprise a

legal-rational bureaucracy is attributed to Martin Albrow

and is presented in his book Bureaucracy. The following are
the defihing characteristics of bureaucracy which he

presents:

1. The staff members are personally free, observing
only the impersonal duties of their offices.

2. There is a clear hierarchy of offices.

3 The functions of the offices are clearly
specified.

4. Officials are appointed on the basis of a
contract.

5. They are selected on the basis of a professional
qualification ideally substantiated by a diploma
gained through exam%%at1on

6. They have a money swkary and usually pension
rights. The salary f‘ *graded according to
position in the hier }chy The official can
always leave the post, and under certain
circumstances it may also be terminated.

7. The official’s post is his [her] sole or major
occupation.

8. There is a career structure and promotion is
possible either by seniority or merit and
according to the judgement of superiors.

9. The official may appropriate neither the post
nor the resources which go with it.

10. He [shel is subject to a unified control and
disciplinary system. (13970:44) :

Albrow(15870:45) suggests that as an organization

experiences growth of the ten characteristics which are
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listed above it becomes more bureaucratized. Weber felt that
this was an 1nevitable process with the increasing
rationalization of the social worid.

An organization which is highly bureaucratized would
exhibit a number of the criteria outlined to a high degree.
A non-bureaucratized organization would exhibit these to a
considerably lesser extent. The édvantage of treating the
phenomena of bureaucracy as a composite of a number of
characteristics is that it allows the researcher a more
specific focus. Research by Francis and Stone (1956°'.
Gouldner (1954), Hall (1963), and Udy (1959) are all
exampies of the utilitjgéf this method.

In this study one of the sub-problem areas concerns the
characteristics of Weber’'s ideal type bureaucracy which are
manifest 1n a Qoluntary sport organization. The approach
Saken will be as described above, one which treats
bureaucracy as a composite of a number of characteristics.
The characteristics that will be used are those presented by
Albrow. Each will be examined to determine if it is manifest
in the voluntary sport organization and to what extent.

The Bureaucratization of the Voluntary Sport Organization

In addition to investigating what characteristics of
Weber’' s concept of bureaucracy are present in the voluntary
sport organization and indicating how they are manifest in

this organization, one-ofvthe sub-problems of this study is

to investigate why the bureaucratization of this volunteer

¢
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sport organization has occurred (if, indeed, it has'. Downs
suggested that bureaus may be formed in four different ways:

First a bureau can be formed by what Max Webér
called the routinization of charisma. A group of men
brought together by their personal devotion to a
charismatic leader may transform itself into a
bureaucratic structure in order to perpetuate his
ideas. Second a bureau may be deliberately created
almost out of nothing by ene or more groups in
society in order to carry out a specific function
for which they perceive a need....Third a new bureau
can split off from an existing bureau....Fourth a
bureau may be created through "entrepreneurship” if
a group of men promoting a particular policy (such
as communism) gains enough support to establish and
operate a large nonmarket organization devoted to
that policy(1967:5).

[t is the first of these methods, the routinization of
charisma, that has the greatest relevance f#r explaining the
bureaucratization of voluntary sport organiiations. Char isma
is one of Weber’'s key sociological concepts. It refers to:

a certain quality of an individual personality by
virtue of which he is set apart from ordinary men
and treated as endowed with supernatural, superhuman
or at least specifically exceptional powers or
qualities. These are such as are not accessible to
the ordinary person, but are regarded as of divine
origin or as exemplary, and on the basis of them the
individual concerned is treated as a leader
(Weber , 1968:48) .

The validation of charisma is dependent on its beihg
recognized as legitimate by those who are subject to its
authority. Also under Weber’s conception of charismatic
authority:
there are no established administrative organs. In
their place are agents who have been provided with
charismatic authority by their chief or who possess

charisma of their own. There is no system of formal
ru]esl(Weber,1968:5]).

34



42

The characteristics which Weber has attributed to én
organization founded on charismatic authority are very
similar to those which Chapin and Tsouderos have attributed
to the initi?l growth patterns of voluntary organizations.
Chapin and Tsouderos proposed four stages of development for
voluntary organizations. The first of these is described in
the following terms:

There is at first an informal stage where the
membership group has all the primary group
characteristics. Other type-parts are not yet
explicitly recognized. There is a leader or leaders
who enjoy higher social prestige than their average
fellow members, and their authority is
personal-discretionary and only limited by the
response of the membership to their decisions. The
scope of authority is not delimited by rulesand
fluctuates greatly with the personality of the
leader. Office staff duties are discharged by the
leaders and other members who volunteer to help. The
association does not yet have election machinery to
select a leader(Italics in original.)(1955:344)"

a

As we can see there are certain similarities between
the characteristics Weber has attributed to the foundation
of an organization on charismatic authority and what Chapin
and Tsouderos saw as the initial stages of the development
of a voluntary organization.QBOth are initiated by a leader
or leaders who possess a certain qualfty. Weber termed this
charisma. Chapin and Tsouderos termed it social prestige. In
both cases the authoritylis granted to the leader or leaders
by the extent to which followers or the membership
acknowledge this quality. Similarly, the administrative
structure of the two situations is limited to the extent
that the leader or leaders discharge duties to others in the

organization. There are no officials as such and neither
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situation has a system of formal rules.
The quality which Weber refered to as charisma is, in

its extreme form, an unstable gquality. Weber noted:

Indeed in its pure form charismatic authority may be

said to exist only in the process of originating. It

cannot remain stable, but becomes either

traditionalized or rationalized, or a combination of

both(Weber, 1968:54) .
The traditionalization or rationalization which occurs to
charismatic authority usually does so with the disabpearéncé
of the charismatic leader and the problems of replacing
him/her. The replacement of their leader is important to the
members of the organization if they wish to ensure its
succession and thus gain the ideal and material interests
that accrue to them as members or followers. It is also
impor tant to the members that "if they'wish to enjoy a
secure social position in place of the kKind of discipleship
whichvis cut off from ordinary worlidly
connexions” (Weber,1968:54) that they put their own status on
a more stable base than it was under the original |
charismati8§leader. The replacement process may take one of

several forms which Weber outlined in detail in his book The

Theory of Social and Economic Organizations. The replacement

process constitutes the first phase of the routinization of
the charismatic authority. Along with this routinization
through the selection of a new leader goes the interest in
routinization on the pért of}théﬁadministraiive staff. Weber
noted that:

...t is only in the initial stages and so long as
the charismatic leader acts in a way which is
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completely outside everyday social organization,

that it is possible for his followers to live

communistically in a community of faith and

enthusiasm, on gifts "booty" or sporadic Y

acquisition. Only the members of the small group of

enthusiastic disciples and followers are prepared to

devote their lives purely idealistically to their

call. The great majority of disciples and followers

will in the long run "make their living" out of

their "calling"” in a material sense as well. Indeed

this must be the case if the movement is not to

disintegrate.

Hence the routinization of charisma also takes

the form of the appropriation of powers of control

and of economic advantages by the follower or

disciples and of the regulation of the recruitment

of these groups(1947:367).
™~  The administrative staff then desire, for thefr
stability, to create ahd occupy.positions for which there
are economic rewards givén. These pdsitions may take the
form of benefices, offices or fiefs. If the positions
created are-classified as offices the resulting organization
may be one of patrimonialism or bureaucracy. The former is
the more likely if the charismatic leader’'s successor is
selected in a traditional manner, while the latter is more
likely if the successor is selected by legal means.

The desire on the part of the followers or disciples to
move from the idealistic to the more materialistic reaim may
be seen to parallel the growth of the voluntary
organization. As the organization grows, the followers or
disciples of the original leader develop more materialist
desires. Although few (if any) will "make their living" from
their association with the organization some-may’gain both
materially and idealistically thrcugh the routinization

process.

&2
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As routinization increases and charisméiic authority 1s
transformed into a bureaucracy of the 1egél*raﬁionalvorder
an-orgahization takes on a more structured and complex role.
Chapin described this process in these terms:

A group of citizens meet informally to consider some
» problem or need. After a few conferences, a chairman
is selected. As the problem under discussion is
broken down into its elements, various committees
are appointed: executive, ways and means, publicity,
program, survey, etc. Soon the business of calling
conferences and notifying interested persons becomes
too arduous for volunteer private citizens and the
half-time service of an executive secretary is
provided. He soon finds it necessary to have a
clerk-stenographer. Shelsic] needs a typewriter,
chair, desk and filing cabinets. Supplies of
stationery, postage, telephone and other items of
equipment are purchased. As the work of the new
organization, branch, section (or whatever the name
of the new unit may bel grows in volume, it. 1
systematized by establishing membership requ1rements
and dues. A constitution and by-laws are adopted at
some stage of its development The organization may
be incorporated if it is an independent entity. and
not a department of some larger whole. A full line
of officers may be chosen: Chairman of the Board,
President, Vice-Presidents, Secretary, Treasurer,
etc. As the funds accumulate and a bank account is
established, the Treasurer is bonded and an annual
audit is required(1951:835).

Chapin and Tsouderos also suggested a similar process

agcurs in the development of a voluntary organization.
The cod1f1cat1on of the structure begins. Person and -
position are differentiated. Executive powers are
defined and a hierarchy of executive officers rather -
than a constellation of leaders, run the affairs of
the association. As a corollary, the differentiation
invented to facilitate the election of the
executives, that is, the power of an annual
membership meeting are defined....Standing
committees are organized which discharge special
functions under authority delegated to them by the
executive board. An executive committee discharges.
the functions of the executive board between -
sessions of the latter. This points to the fact that
the volume of executive and staff work is on ‘the
increase. The increase in the volume of activity
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would appear to be linked to an expansign of the
membership group. Finally, at this stage the
formulation of a separate staff group begins. In a
majority of cases, it has beginnings in one paid
staff employee working with the executive
officers...(1955:308).

As has been suggested the development of a
légalrrational bureaucracy by the routinization of charisma
can'be parallelled to the growth of a voluntary
organizafion. Both are 1nitiated»by a leader with some type
of. special quality. As both develop they reduire more
stability and as a result of th%s desife for étébiiity
certain mechanisms are structured in the organization. The
nature of these particular mechanisms is such that the
org;nization takes on the role of a legal-rational
bureéucracy.

This study will attempt to discover if the concept of
charismatic authority can be used to explain the founding of
a voluntary sport organization. Also it will examine the
_ensuing growth and bureaucratic development of the
organization. To help in this task the study will to a large
extent utilize the work on bureaucracy of AntHony Downs .
Downs’ work is one of the most comprehensive on this
subject. It examines in detail the initial devéldpﬁent and
life cycle of bureaus.'lt also looks at a number of
bureaucractes internal characteristics. for example,
communication, the nature of contro1. change{ official
‘behaviour and so on. In addition, Downs enriches his text by

generating a number of hypotheses regarding the development

and dynamics of bureaucracies, several of these hypothesés
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will be used as part of the framework for thi#s dissertation.
The decision to use Downs’ work as the main method of
explanation 1n this study ggould not be taken to indicate
that Weber’'s work on bureauéracy is foresaken. Downs, as all
writers on bureaucracy do, builds on the work of Weber. The
main reason for chosing Downs over Weber is that his work is
more recent, more comprehensive and more easily®

‘comprehensible.

The Consequences of the Bureaucratization of the Voluntary
Sport Organization

A third aspe%t of this dissertation that deals with
bureaucratization relates to the sub-problem of wﬁat are the
consequences of bureauératizatioé on voluntary sport
organizations. It is in this area and the area of
bureaucratization in professional sbbrtsthat those
researchers who describe themselves as sport sociologists
have completed the most work(cf. Page, 1973; Ingham, 1875,
1978; Scﬁlagenhauf and Timm, 1976; Frey, 1978; and Kidd,
1980). As a result of this fact, this particular part of the
review of literathe will focqs mainly on these writings. As/
pointed out earlier these writer% have genefal]y consideréd
bUreauCratjzation to have negative effects on sport
organizations. frey, in discussiné amateur'sport in the
U.S.A., suggested that a state of entropy existed, The cause
of this malaise he suggested stems from the increasing

bureaucratization of amateur sport. This bureaucratization
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is manifest in the faét that:
American amateur sport has evolved to form an
expansive interlocking network of organizations and
associations which depend on athletics for their
livelihood or 'survival. As a resull. an excessive
portion of a declining athletic resource base goes
to maintaining the network even i1f il means a
compromise of the original participatory
goals(Frey, 1978:361).

Further to this frey suggested that an increasing
emphasis on productive efficienéy and winning has reduced
local control of sporf and also reduced the public
legitimacy of amateur sport. He notes(1978:362) that
"voluntary, nonscholastic sports have chosen to abandon the

emphases on character development. partdéipation and

education in favour of productive efficiency”. In a similar

vein to this Schlagenhauf and Timm(1976:21) examining German

b

sport clubs found that there had been a move away "from
ideological values to more objectivized demands on the part
of the membership, to professionalization and purposeful
rationality in the organization”

Ingham(1975:353) broposed that bureaucracy in sport has
emerged for many of the same reasons that is has emerged in
other forms of social life. Reasons suggested by Ingham are
the development of_é money economy, the increased size of
the administrative units to be controlfed {although Ingham
does not acknowledge it 1s bossible for small orgénizations
to become bureaucratic) (cf. Hall,1963), occupational
specialization and the increasing emphasis on the profit
principle. Ingham’'s emphasis is primarily on professio‘na]f

sport and he Sy

ggests that the increasing rationalization of

§

0
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sport ”hés been greatly facilitated by commercializatio%fand
professionaT{Zation“. Citing Blau(1956:32) he suggests that
bureau;racy "creates social conditions which constrain eagh
member of the organization (and tHe organization per se| fo‘
act in a way that. whether they appear rational or otherwise
from his individual standpoint further the rational pursuit
: g
of ohganizationa] 6bjectives.” %

Ingham( 1975:35) cited examples from the world'of -
professional basebaf] and professional football toAshow that
the bureaucratic structure of both of these is ofj%he .
patrimonial as 6pposed to 'legalistic type. t.e., it is set
up to serve "the privileged minority which retains it". To
counteract these patrfmonial typevbureaucfacies which
' priharily Sefve the owners of professional teams, players
set up their own bureaucracies in the form of players
associations. "Sincde many of these player challenges are of
a legal nature., the growth of such associations may |
facilitate the transformation of pgtrimonial bureaucracy
into legalistic bureauﬁracy"(Ihgham“1975:355).

It may be suggested that a similar system exists in
amateurAspbrt in Canada. Government intervention in sport %é
through what may be called patrimonial bﬁreaucracies. In
order to deal with these type of structures,‘;pont
organizations themselves are required to take on a more

]egal-rat{ona}’bureaucratic nature as this enables them to

counter the patrimonial interéstAof government .
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Kidd has alluded to this state intervention in sport
- and suggested that such intervention poses a threat to the
deve lopment of genuinely democratic sport. He believes the
state by creating a téchnocratic bureaucracy "is
systematically eliminating subjectivity from sport”
(1980:244). Essentially this may be taken to mean that such
attributes as- the aesthetic value of sport are b;ing
sub jugated to the demands of winning. He also suggested
sport is oyer]y centralized and that financial and
structural péFFiEPS'eXiSt to participation. To counteract
these practices what is suggested‘is a constant reiteration
of the demandsnfor equal oppo}tunity in sport and the
establishment of coalitions with groups such as krade unions
and housing cooperatives wh%ch”are struggling for similar
goals. | |

Up until now we have only considered the works of those
researchers whp have seen predominantly negative
conpotatiohs to the bureaucratization of sport. Two authors .
who suggested both advantages and disadvantages to such a i
process are Page (1973) and Nixon(l??d): Page argued that
the,bureaucratic trdansition in sport may be seen in the move
from‘"plajér controlled games” to the "managemehf controlled
vbig_time". He wrote (1973:33)ithat bureaucratization can-
"decrease fhe degrée of autonomy for an athlete himself,
whose one time position as a more or less skilléd

i ndegenciliiii ficipant has been largely replaced by the

j athletic worker under the strict
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discipline of coaches, managers, and in the case of pro
sport the "front office”. On the other hand, Page(1973:34)
also noted that "the routines and rigidities of bureaucracy
do not eliminate., but frequently encourage, individual
inventiveness and spontaneity in athletic performance”

Nixon suggested that both functional and dysfunctional
consequences can be attributed to bureaucratization:

On the one hand, athletic programs and sport

franchises often improve their competitive and

financial records by shrewd. calculated coaching

changes, recruiting practices, draft choices, and

trades. Extensive scouting systems, computers,

movies, and sophisticated play books frequenttly a1d

coaches and athletes to prepare for future »

opponents. And the rigid enforcement of dlsc1pl1§;

often produces the Kind of physical conditioning

that makes the difference at the end of close

games (1974:109) . .

'He also stated that in a society that is highly =
industrialized and focuses on the profit principle it is not
surprising to see sport follow a similar pattern of
bureaucratization. This rationale is supported by Schon’s
suggestion that societies have what he terms core
institutions. These institutions develop core values or
"ideas in good currency” such as the one that feels
bureaucracy is'a desirable state and these spillover into
other areas of social life such as sport. -

v \

As has been shown, researchers in the sociology of
sport haVe commented on the effects of bureaucratization in
both amateur and professionalgsbort. For the most part these
commentaries have emphasized the negative aspects of

bureaucratization -- increased impersonality, excessive

q.
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commercialization. emphasis on organizafion aims at the
expense of individual freedoms and loss of the subjective.
va]ueé of sport. A few authors have, however, seen
bureaucratization as benefitting sport through such areas as
standardization and increased financial support. It is one
-of the objectives of thfs study to determine wﬁat have been
the corisequences of bureaucraiization in a voluhtary sport

organization.

C. Gender and Class Inequality

It‘is one of the central generé]izations in the
sociological study of voluntary organizations that they
serve a médiating function in the social structure.
'Voluntary,organizations are seen to mediate between the
state and the private individual (AIJcocK{ 1968). Several
researchers (cf. Rose, 1954; Babchuk and Edwards, 1965; and
Schindler-Rainman and Lippitt, 1975) have suggested tha£
this mediating role he]psato bring about democracy,
distfibute power, reduce alienation, and stpoht'"a whole
host of other processes indispensable for an egalitarian

society" (McPherson, 13981:705). Despite these and other

similar claims, empiricg] evidence suggests that voluntary
[ 23 '
organizations, like other spheres of social life, can be

bastions-of inequality. fwo\specifié areas of social
inequality with which this dissertation is concerned are:

those of gender and of class.



There are several'reasons why these two variables were
singled outl as opposed to the others that could have been
selected. fe.g. age and racel. Firsi. studies 1n the
‘sociology of sport. which have addressed these topics. have
increased dramatically during the last decade. In terms of
gender . there has been a signitficant increase 1n the
involvement of Canadian girls and women in all aspects of
sport. However. we still find a proportionéte]y higher
participation rate by men. While some differences in actual
participation in a sport may be due to size and strength
most are attributable to cultural factors. Certainly in the
administration of amateur sport physiological factors are
not relevant and ii becomes imperative to examine other
factors, such as structure, if we are to explain the
inequalities that currently exist.

As 1s the case with gender, studies in the sociology of
sport Which have a class analysis as their base have
increased over the period of the last decade. In part this
is. no doubt, due to a resurgence of intérest in the writirg
of Karl Marx and the use of Marxism as an analytical'tool.
This Marxist influence has been particularly preva]ént in
the Writings of several young Canadian‘scholars (e.g. A
Beamish, Gruneau, and Helms). These writers have seen fhe
class relations of Canaéian society as being a form of
domination that can be utilized to explain some. of the

problems encountered in studying Canadian sport.



The second reason for the choice of class and gender as
factors to examine 1n this study 1s that in the work
undertaken on voluntary organizations these two variables
have been ones which particularly stand out.. That i1s. great
inequalities have been fou%d in the number of women and
individuals from the lower classes who are involved 1n the
administration of amateur sport. Since thi§\?6 the case 11
is imperative that we look at why this 1s ocd‘kring. 1t for

no other reason than the fact that i1t is limiting this

country’s athletic potential. .

1%

My final reason for selecting both class and gender as
variables for study is probably the least theoretically
sound but certdinly the mos t practical: the areas interest
me. | would like to }ay claim to the fact that my work is
informed by both feminist and Marxist scholarship although I
make no claim to be highly—political]y involved in either of
these two causes. | am, however, concerned about Canadian
sport and equality of opportunity. for this reason a study
of why class and gender inequalities exist in voluntary
organizations will help satisfy a personal concern.

The majority of the studies that have been conducted on
voluntary organizations have attempted to determine what
type of people participate in these organizations. Several
studies have attemptéd to assess the differences in male and
female participation. Researchers such as Dotson (1951),
Scott (1957), Babchuk and Booth ¢ 1969). Bratton 19701 .

Slack (1979}, Hollands and Gruneau (1979) and Theberge
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“ 1980 all found that higher rates of participation are
shown by men. .

Komarovsky 119461, Stater 11960:. and Booth (1972) all
pointed out that gender differences in participation are
less pronounced at the upper socioeconomic levels, thug
suggesting that lower class women are less likely to be
involved 1n voluntary organizations. Siater suggested that,
in part. these findings may be due to the fact that women
are 1nfluenced by. patterns of expectation about their
behavior and that women from the lower socioeconomic groups
are more likely to conform to the traditional norms of a
wife. i.e.. staying home to look after the house.
Booth(13972) pointed out that although men belonged to more
organizations than women, at the upper socioeconomic levels,
women spent more time on organization activities than did
men. Babchuk, Marsey and Gordon (1960) found that in
instrumental organizations, i.e., those that "serve as
social influence organizations designed to maintain or
create some normative condition or change” {Gordon ana
Babchuk, 1959:25), men held a significantly greater number
of board memberships than did women. In expressive
organizations, i.e., those that "are formed to express or
satisfyuthe interests of their members" (Rose, 1954:52), they
found a greatér percentage of women although men still
predominated. Booth(1972) similarly found that men held more
leadership pogitions in instrumental organizations. However,
in expressivé groups women held a greater number of

/

!
| ' {

/



Jh
n

memberships and a greater number of the leadership
positions. McPherson and Smith-Lovint 1982:884) have
suggested that women join organizations that are orientated
toward domestic affairs Whjle men join organtzations that
have instrumental or gconomic goals. In general this 1s
probably true. but the situation is changing and more women
are becoming involved in voluntary organizations thatphaVe
concerns with things other than doméstic issues. Etvidence
for this may be found in the relatively recent formation of
such groups as the Canadian Research Institute for the
Advancement of wamen, The Canadian Association for the
Advancement of Women and Sport, and The Edmonton Women's
Network.

While most of these previously mentioned studies have
been carried out in the United States, Curtis(1871) did
indicafe 4hat there was similarity betweeﬁ>Canada and the
United States in the extent of organization memberships. In
a cross national study he found that males participated more
in voluntary organizations in Canada, the United States,
Germany!, Mexico, Italy and Great Britéin. Female
participation in Canada and the United States was.
nevertheless, considerably higher than in the other four
countries.

The studies that have considered gender differences in
voluntary sport organizations have all found greater levels
of participation among males than females. Bratton(1970) in

his study of volleyball and swimming executives received an



855 return rate and found that 4% of respondents n
volleyball and 78% in swimming were male. He noted little
difference in those figures for voluntary organizations at
the national. provincial or local! levels. Slack! 19791 found
twice as many male vbiﬁnteev?sport administrators than
females in 4lberta. Even when the greater number of
opportunities for male involvemenl were controlled for. the
percentage of males was still signifiéantly greater than
that of females. Hollands and Gruneau!( 1973 in a study of
national level spaort administrators from 1955 to 1975 found
that there was a disproportionate representation of men 1n
all three sample years: 1955. 1965, and«k975f There was’a
slight increase in the percentage of women from 1955, 8.6%
to 1675, 16.5%. The authors noted, héwever, that this

increase should be regarded with caution as in the 1975

\, .
samplé. a t;yrd of the female representation was produced by

‘a particularly high response rate from one women’'s sport

organization. Theberge(1980) found that in Ontario women
comprise only 19.5% of the executive of all sport
orgénizations that have both male and female participants.

It may be éeen, then, tHat there have been a number of
studies that have examined the biographic and demographic
éharacteristfcs of the'mempership of voluntary sport |
organizations. These studies have generally concluded that
in terms of the gehdér of the membership there exists a
number of inequalities. Little information has been

presented on why these inequalities exist in voluntary

~1
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organizations. However, if we consider the literature that
has been produced on gender inequality in organiﬁétions of a
profit oriented nature we find that there is considerable
material that may be relevant to voluntary organizations.

Although sex differences in organizations “"have been
recorded in the research literature since systematic
research in organizations began"” (Acker and Van Houten, 18974)
work in this area has traditionélly focused on the role of
males. It was males who held the top positions in
organizations and males who controlled the power.
Consequently, it was males who were .the primary focus of
research. It was also males who were dojng the research! The
traditional role of a woman was that which cenféred on being
a homemaker, wife and mother, and any involvement in paid
~employment was considered secondary to thése tasks. As well,
Qomen who did manage to gain a paid position in an
organization were seen as secondary workers in the
organization and consequently they were assigned'what were
considered‘ﬁbwer level tasks, e.g. secretarial work. As a
result of tﬁése types of attitudes any positions that women'
did fill 'in organizations were at the lower end of the
hierarchy. In recent years this trend has changed and some
women now occupy positions from which they were previoﬁsly
eXcluded, but we still see few women in the upper level
management positions {(cf. Kanter, 1977). Even in

organizatidns in which women have ‘traditionally been

accepted, e.g. social services and educational institutions,
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men still occupy a large number of key administrative jobs.
Women who do obtain high prestige positions may find that
the economic rewards they receive are less than those for
their male counterpartsicf. Williams et al.., 1974: and
Perrucci, 1970).

In early studiés on sex differentiation in
organizations, ineqgualities were-generally explained by
reference to differences in biological characteristics and
socialization patterns. Sherif noted that psychologists have
suggested that:

girl babies were more dependent, less active, more
attentive to social stimulation, less aggressive and
less persistent in trying to get around barriers
than little boy babies(1975:12).

In reaction to these accusations she countered that:
There is no evidence that little girls are more
"socially oriented” than boys or that girls are more
suggestible than boys. There is no clear evidence
that girls lack motivation to achieve or that boys
are more persistent than girls. It is not true that
girls are better at rote learning and repetitive
tasks, nor that boys are better at high level tasks
that require them to inhikit things they have
learned before or to analyze a probliem into its
component parts(1975:12).

In addition to suggestions that women do not gain upper
level management postions due to biological inadequacies
some. researchers have suggested thatrthe socialization of
women is such that they do not possess the qualities seen as
necessary to succeed in these types of jobs. For exahple.
Schein(1975:341-342) in a study of management .
characteristics found "a large and signjficant resemblance”

between the qualities attributed to managers and those



attributed tb males (r'=.54, p<.011. Desirable managerial
qualities such as leadership agility. competitiveness. self
confidence. aggressiveness and ambition were perceived as
characteristics "more commonly ascribed to men than to
women”

As well as not giving women credif for the abilities to
do certain tasKs. men as a result of the stereotyped image
they hold of women may exhibit a lack of trust 1in them. This
iack of trust stems basically from women’'s reproductive and
maternal roles. Kanter described some of the problems that
occurred at "Indsco” company -- the research site for her

book Men and Women of the.Corporation.

The question of marriage is experienced by some
women in professional, managerial, or sales ladders
at Indsco as full of contradictory injunctions.
Sometimes they got the message that being single was
an advantage, five women reported, sometimes that it
was just the opposite. Two single women, one of them
forty, in quite different functions, were told by
their managers that they could not be given
important jobs because they were likely to get
married and leave. One male manager said to'a female
subordinate that he would wait about five years
before promoting a competent woman to see if she
"falls into marriage". On the other hand, they were
also told in other circumstances that married women
cannot be given important jobs because ofgtheir
family responsibilities: their children, f‘they are
working mothers, their ‘unborn children and the
danger they will leave with pregnancy, if currently
childless. One woman asked her ‘manager for a
promotion to whlch he replied "You're probably going
to get pregnant."” So she pointed out to him that he
told her that e1ght years ago and she hadn’t. A
divorced woman similarly discussed promotion with
her manager and was asked "How long do you want the
job? Do you think you' 11 get marr1ed again?”. One
working mother who had heard that "married women are
absent more" had to prove that she had taken only
one day off in eleven years at Indsco.

A male manager in the distribution function who

- supervised many women confirmed the woman’'s reports.



He said that he never even considered asking a
married woman to do anything that involved travel
even if this was in the interests of her career
development, and therefore he could not see how he
could recommend a woman for promotion into
management ( 1977:67) .

The types of attitudes expressed in the preceding
quotation along with other stereotypical image?fof women
lead to the perpetuation of existing male dominance in
organizations. This domination is overtly manifest in the
fact that women may be denied oppor tunity to progress to
upper level, positions, they are unable to develop power and
at the managérial levels they are often likely to be the
only female employee.

As previously noted the fact that women are often
denied the opportunity to move up in an organization is a
result of the sterotyping of women’'s abilities. Women are
frequently seen as non-aggressive, less motivated, poor
leaders, non-objective and so on. As a result the sex Ryping
of occupations occurs. Certain occupations, particularly
those in higher levels of management, are labelled male jobs

AN
and consequently it is difficult for women to gain access to
them. Epstein stated that:
Those occupations defined as male provide a social
context uncomfortable for women. Those who seek
entry to them are regarded as deviants and are
'subjected to social sanctions. As a result few women
attempt to enter such fields and those who do are

often blocked from the opportunity
structure(1970:967).

Pl
In addition women are assigned to tasks that may be
classified as routine, non-challenging, requiring little or

nd“decisibn-making and not overly demanding. Men,.on the



other hand. are given jobs that reguire thought.
aggressiveness, interpersonal skills and good judgement. 4in
example of this occurring in voluntary sport organizations
is provided by Slacki1373:771 who found. in his study of
volunteer sport administrators, that the only position in
which there were more females than males was the
graditionally female position of secretary.

As a result Qf these types of task assignments. women
fail to gain the necessary on-the- job expefience.
Consequently, when they come to apply for promotions. even
fhough in all other facets they may be as eqgually qualified
as men, they do not have the necessary experience.

Kanter (1977:139) suggests that in order to cobe with-
this denial of opportunitly womeﬁ "respond with a number of
forms of disengagement, substitute social recognition and
conservative resistance”. Disengagement occurs whgn peop le
no longer care about their involvement in the organization
or are‘only interested in the monetary aspect of thei? job.
It may take the form of deﬁ?essed aspirations. low
commitment to the organizatién or withdrawal from
‘organizational reéponsibility. Substitute social recognition
is a phénomenon in which‘people who are low in opportunity
and cahnot achieve recognition. through their work turn their
efforts to gaining this recognition from other sources. for
example, they jqén forcesligth others in a similar position
-and criticize thdse farther up the hierarchy. They gain
recognition through having the bést gossip, bes? jokes, etc.

r&
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They turn their efforts for recognition to outside the
organization or to subordinates who do not Know their true
status within the organization. The final coping mechanism.
conservative resistance. comes about when people resist
innovations and changes that 'may come from the higher levels
of the organization. As can be seen. the result of these
types of actions. for women. 1s that they are seen to behave
in the stereotypical way expected of them. They become less
motivated. less committed. They are seen as not interested
and as being chronic complainers or trouble makers. As
Kanter explains:

Oppor tunity structures shape behaviours in such a

way that they confirm their own prophecies. Those

people set on high-mobility tracks tend to develop

attitudes and values that impel them further along

the track: work commitment, high aspirations and

upward orientations. ¥hose set on iow mobility

tracks tend to become .indifferent., to give up and

thus to prove that their inttial placement was

correct(1977:158).

In short. women because they are stereotypéd as not
possessing the types f skills necessary to fill top level
jobs in the organization are placed in low opportunity
positions. As a result of this placement they become
disinterested and lack motivation to progress so the
original stereotype is reinforced and the cycle continues. -

~Another limitation to female involvement. in the higher
levels of an organization, the structure of power , also has
its roots in the stereotype image- of women. For example,

women becausé théy are slotted into certain types of jobs

are often unable to engage in the types of .activities that



confer power. Kanter suggests that activities in order to
have power-giving status have to meet three criteria:

1) they are extraordinary. 2' they are visible ahd

3 they are relevant -- identified with the solution

to a pressing organizat1ona1 problem(1977:177).
As can be seen the t;pe of jobs assigned to women usually do
not meet even one of these criteria. Consequently they are
unable to gain power within the organjzation and as a result
have little influence on organizational dynamics.

Another way that power can be.gained} one which also
pcses problems. for women, is through the informal<socia]
network of the organization. The adage that "it is not what
you know but who you know" may readily be applied to gaining
access to top level management oositions. Informal training
for gaining a top level management position is just as
1mportant as forma] training. In many organizations people
are plcked to assume these top level pos1t1ons through
sponsorsh1p or what is known as the protege or mentor
system. The system 1s somewhat similar to an apprent1ceshtp

§§or who

teaches the skills of the trade. Through this system the

system where the young protege studies w1th1'“

young protege 1earns the correct way to do things, getS‘to
Know the ﬁg%ortant pedple who function in the organIzat1on S
inner power structure and learns to av01d_many of the
pitfalls that can beset h;m/her on his/her way to a
management position. The protege seeks oot a mentor, just as

mentors seek out young colleagues, with whom he/she can

“develop afﬁe1atjon$hip. Williams pointed out that:
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The inner circle must decide that a person is worth
coaching and then he [sic] must be exposed on a
day-to-day basis to the tasks and situations that
develop his abilities(1975:55). ”

Becker and Strauss!1956:257) supported this idea stating
that "until a newcomer has been accepted., he will not be
taught crucial trade secrets”.

The mentor or protege system poses certain prob]emséfof
women who wish tg advance in their career. First: women ﬁay
not be ableifo obtain a mentor as most potentiai mentors are
men and males may not choose to sponsor a women. A]soﬁ-womenlx
may often feel that they will not be as acceptable as a male '

to a sponsor and consequently will not push as hard to gain
sponsorship. . i
Through the protege/mentor system a potential maﬁagé}
can gain access to another very important power givingf
aspect of the inner sanctum of an-organization-the informal
social cliques. These informal social groups are often
equally as, if not more, imporfant than the formal structure
in deciding the correct:behavioﬁql norms of the
organization. The informal social groups exist over coffee,
at the club, at the bar, on the golfﬁgourse and_ét a variety
. »Of other sites..They defermine norms of behavior, dress and
) é

:{é;?bonduct. They shape attitudes to superiors, subordinates and
f?‘\\ >, /l ‘

: - |
e, . .
"+ clients and they often help determine who moves up and down

the organizational hierarchy. Asuzacharias pointed out:

2 | The emphasis throughout this undiagrammed system is
upon interpersonal relationships, orai v
communication, and the sharing of "soft” timely
information(1975:63).



Women, because of the way they are perceived by many men,
often experience difficu]ty in gaining access to the
informal networks of an organization more so than gaining
access to the formal networks. Epstein(1970:976) suggested
that as well as exclusion by the informal group women also
"practice self-exclusion and limit their professional
interactions”. The result of these patterns is that the
social structure of the group influences the behavior of the”
members of the group. As Albrecht stated:

In an organizational setting, the strugtural effects

of informal interaction patterns impose external
constraints on individual members. Because it is

taken for granted that men and women do not get

together for informal communication, this
orientation creates structural barriers to
professional women, prevent1ng them from
participating fu]ly in the dgganization. .In a sense,
these segregated informal interaction patterns
become the basis of institutionalized sexism.
Because of a social climate characteriZed by

" segregated interaction networks women are denied
access to the channels of communication that could
aid their mobility w1th1n that
organ1zat1on(1975 68) . %

Further to this premise Albrecht(1975 68), cﬁt1ng
Campbell and Alexander (1965), Suggé@ﬁed an 1ntermed1ate step
between thqégtructural effects of the organiﬂﬁtion and the
,. behavior of individual members of the organization. This
‘step, she suggested, is the influence of significant otHers.

If a person is not a member of an infofmal social clique,
then she/he may not gain access to important,signifﬁcant
others. As Albrecht. wrote members may be considered
significant if they can act as “situational definers"

-

... & person is\ considered absituationaT”definer to
the extent that e can provide relevant information



about the situation and how he should act. and also
to the extent that he can provide a moded of
behavior. Thus the more contact one has with this
information and model. the better equipped he will
be to perform within the organization(1875:681).

Significant others may also tultill a particularly
important role as a “"resource allocator”.
Certain members of an organization, because of their
position on the power hierarchy. are in control of
various resources that affect ego’'s mobility. for
example recruitment promotions. recommendations and
knowledge of the field can be considered as
resources. Those members who have the ability o
distribute these resources become significant to
other members. The more contact a member has with
these resource allocators. the better his chances of
receiving these resources. which will aid his
mobility(1975:68) .
As has been shown, access to the informal social cliques of
) 2
an organization can provide a person with contact to the
' . - A . ° . -
people who control the resources in an organization. Since
women are not usually able to gain access to-these social
cliques, they are not able to control resources;
consequently, this leads to constraints on their chance of
controlling power within the organization.

l -
In order to cope with thlis inability to gain power

Kagﬁer(1977:189'195) suggests that a number of tactics may
be}used. For example, people who feel a limited ability to
exercise power often control and c]Osely‘supervise those
over whom théy do have a modicum of authority. They may also
rely on strict édhérence to organization rules as a means of
gainihg/powern Finally thay often jealously guard their own

- small part of the organization. In this way they are able.to

preserve their "expert" status in’'this area. .
- ]
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when these types of tactics are used the people
employing them are often seen as bossy. rigid. over
protective. fickle and so on. if the people 1n guestion are
women these types of characteristics then serve to confirm
the stereotypical image that originally placed. them 1n jobs
without power and also prevented them from building the
alliances necessary to secure power.

A final limitation to the 1involvement of women 1n
higher level mamagement positions is what Kanter (1977:245:
terms “the proportional distribution of people of different
kKinds". i.e., the social composition of people in similar
areas of the organization. Since women are often 1n the
minority in the managerial level of organizations, they
often face special situations which put pressures on them.
As Kanter (1977:210) points out these pressures result from
"three perceptual tendencies: visibility, contrast and
assimilation”. Visibility occurs because as a minority women
tend to stand out. Contrast is the result of the .
exaggeration of differences between the dominant group (men)
and the minority (women). Finally, assimilation involves the
distortion of a minority group’s characteristics to fit a
stereotype. | , 3

The high visibility that a sma]l number of managerial
women in an organization are subject to tends to create what
Kanter(1977) terms "performance pressures". These pressures
come about from the fact that women as a mipority are a

constant source of attention and they are often burdened



with the responsibility of representing women as a whole not
Just themselves. In addition they may have to work harder to
have their acﬁievements noticed. a phenomenon frequently
referred to as the double standard of performance finaliy,
women have to beware of not making the dominant group men:
looR bad as this in turn may place more pressure on them.

o
ferences between men and women can

Contrast of the
ng of dominant culture boundaries”
1.e.. the ma)ority group 'males] tend to emphasize their
differences filrom the minority group 'femafes?_ This may be
done through okf colour jokes. stories ofxéporting
achievements and tales of sexual prowess. This type of
conversation is intended to highlight what men can do and
what women cannot . Heightening of cultural boundaries may
also occur through what Kanter(1977) terms "interruptions as
reminders of differences” . Essentially this may be taken to
mean that the dominant group may preface acts or
conversations with apologies or questions about their
appropriateness for the' minority group. An example of this
may be where.a group of men and one woman meet and oqe of
the males swears and then apologizes to the woman. The
outcome of this type of behaviour is to emphasize that women
are seen as different from men and don’t really belong in
the group.

A final method that males have of dealing with a female

in their group is through what Kanter(1977) terms

assimilation or "role encapsulation”. Here females in

fi
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management positions because‘of their numerical scarcity may
often be seen as filling the organizational roles that most
women have been ascribed. e.g. a woman manager may be seen
as a %ecretary_ Alternatively females may be seen as f:lling
other stereotypical roles such as a mother figure or a
seductress.

These three tendencies. visibility. contrast. and
assimilation. haQe the effect of reinforcing traditional
femalé stereotypes. for example. because women are visible
they qually have to work harder to have their
accoTplishments recognized, but when they do not perform up
to expectation this is quickly highlighted because it is
often what a male expects to happen. The factmthat the
contrast between males and females is emphasized in a
situation where there are few females may result in the
female withdrawing to the sidelines of the group, thus
confirming the stereotypical image that women afe shy and
retiring. Finally the assimilation of women into traditional
roles is often hard for them to fight and as
Kanter{1977:236) points out it is often easier tOféccept the
stereotyped role. Once again this has the effect of
confirming the original image.

In summaryf studies have shown that women are
underrepresented in administrative positions’in voluntary
sport organizatioﬁs, but few attempts have been made to
explain f%is situatidn.‘What is suggested is that we attempt

to utilize some of the work done in organizational theory to

13 -



explain the inequalities found in voluntary sport
organizations. One approach that may be Qsed for this task
is that taken by Kanter(1977). She essentially suggests that
three structural variables. the structure of cpportunity.
the structure.of power. amd the proport&énal dist}ibution of
women in the organization. limit women’s involvement. All
these variables have their roots in the stereotypical image
of women as being unfit gor management. However wQat these
structural constraints do is serve to reinforce preexisting
stereotypes and as such they place women in a cycle that 1is
difficult to break. |

As well as explaining the problems that women face in
rising to the upper levels of management, structural
constraints such as those previéusly highlighted may also be
used té explain whx others who possess a particular status,
such as age, race or class, may not rise through the
organization. Epstein(1970}966) suggested that "those
persons whose status-sets do not conform to the expected and
preferred configurations cause discordant impressions on

Jembers of the occupational network and the society at

i C e
lafge.
*

. ' o
Iﬁaierms of inequalities of class and the attempts that

have been made to study this phenomenon in sport and

voluntary organizations, we find that a Similar pattern of

P

¥ research emerges to that of studies on gender . Several

%% researchers have focused on the social class:origins of .
‘%4amateur athletes (Loy, 1969; Webb, 1969: Listhen, 1972; and

°

¥j

3 - ®
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Gruneau. ™M76) and have concluded that athietes generally
come from a more advantageous social position.
In studies that looked at the socioeconomic class of .

participants in voluntary organizations it has gene(allyr;
been concluded that the highér the individugl’s -
sdcioeconomic class the more likely it is that he/she will
belong to a voluntary 6rganization (cf. Lxelrod, 1956;
Scott, 1957: Hagedorn and lLabovitz. 1967: Booth., Babchuk and
Knox. 1968: Hyman and Wr{ght. 1971: and Defee, Schultz and
Pasework, 1974).

In studies which have beeQ§undertaKen‘on voluniary
sport organizations similar results.have been found.
Bratton(1970), in his study, fognd,62% pf'vglunteer
administrators in volleyba]ﬁ and 40% in swimming had

: complete$/a university 8égree These figures were
considerably h1gher than the national figure of 10% who
possessed s1m11ar educat1onal qual1f1cat(ons The.
d1fferences between the educational 1eve1§xpﬁ¢$p05e in
volleyball was accounted for by the fact that a large
portion of volleyball execut1ves was emp19yed in educational
institutidns where a degree is a mihimal requiéement.

<

\
Bratton noted that there was a slightly higher percentage oﬂj

degree holders at the h?gher levels of administration .¥§'WA

In terms of 1ncoﬂs\8rapton 1970) found that over Elrf

% executives of both sponf§ had incomes in excess of $10,000



73

when onlty 25% of the population were in this income bracket.
Again the 2ncome figures for those volunteers who worked at
the nationa] level were higher than for their provincial or
. local counterparté. Bratton felt that the fact that nationaléﬂ
level volunteers usua]iy paid some of the expenses incurred
through their position may discourage those from the lower
socioeconomic levels from becdming involved.

In terms of the execu£fve’s occupations, Bratton
indicated that 45% of volleyball members were employed in
positions in education as opposed to only 1Q%.of‘swimming

members. This again reflects the fact that volleyball is

prevalent in educational institutions. Using the National

LpE
"‘_-‘-’f %

LA )
Bratton found a substanfﬁgl proportion of his sample held

Opinion Research Council Scale for c1éssifying occupations,

high status occupations. .
Beamish{ 1978}, in his study of national level sport
administrators, discovered that, over two-thirds of his
sample were émployed in professional or technical p@sitibnél‘;_
Also 80% of his sample came from the top 20% of the
country’s income bracket and many (69.2%) held un{versity_:
degrees. This proliferation of upper socioeconomic class
individuals, Beamish(1978:130) suggeéted,'hay fndicate that
Canédian amateur sport is "becomingvmore bubeaucratized, .
requiring é selection pchess;based on white collar ski]d
différentihtibn and work'requirgmenté“u In an extension bf’

the Beamish study, Hollands and Grqﬁeéu(1979) examined the

socioeconomic and demographic characteristics of national



74

level volunteer sport executives in the years 1955, 1965,
ang 1875. They found that socioeconomic representation was
becoming leds equitable. For example the percentage of sport
executives who held a university degree had risen from 34.3%
in 1955 to 62.4% in 13975. for the population of Canada only
.'census figures could be used and these revealed that between
» —~
1960 and 1971 there was a slight thange in the number of
degree holders, the figures fising froﬁ 3.1% to 4.7%.
| Slack(1979) in his study found the‘education level of
volunteer sport admin%strators in Alberta to be cons;derably
higher than that of fhe population of the province.
-Forty-seven percent of sport administrators held a degree
whereas the corresponding figure for the population of the
province was 7.4%. Of the 43.7% in Slack’s study 18.2% had
‘also obtained a graduat? degree. Twenty-two percent of
Slack’s sample had been or were currently employed in the
fields of physica]»education or recreation. In ierms of
fheir_occupation the respondents in Slack's study were
classffied using the Blishen socioeconomic index. Nearly 60%
of the'sample'obtained a score ijnver 60 on the index
indicating that many of them héld high'stétu$joccupations.
The income of thé respondents Qas conSistenf with previous
findings Over 73% of volunteer Eport adm1n1strators
famllles earned over $22,000. per’ year//}hls compares to a
s1m1lar figure of 33% for fam1]1es 1n Alberta. ) o

In her Ontar1o study, Theberge(1980) used education ts

assess the social status of her respondents and she found

¢



more than half had completed a universitly degree. Male
executives, however, had higher educational levels than
women, evidenced by the 46.8% of male executives who had
post graduate studies while only 27.6% of females had
similar qualifications.

As can be seen. similar to studies on gender
inequality, the research that has focused on cilass
inequality has been mainly descriptive in nature and has not
attempted to address the problem of why these inequalities
exist. As suggested earlier many of the structural
constraints that limit female involvement may also limit
lower ¢lass involvement. Hollands and Gruneau have noled the
importance of considering structure as a factor in limiting
participation in voluntary groups. They state:

‘ < _
When researchers have identified varying rates of
athletic participation in different classes or
status groups in societies, they have tended to
theorize (sometimes unconsciously) about the degree
to which the rates of participation in question are
the result of differ®nt values and individual
choices, or whether they are the result of
institutionalized structural arrangements that limit
the opportunities of whole groups who share certain
social characteristics (e.g. similar occupational
status, gender, ethnicity, etg.)(1979:1r2).

In their study, oné oﬁéthe few, which attempts to
explain class ineqﬁa]ity in voluntary organizations by
reference to structural constraints, Hollands and Gruneau
offer several interesting points.

It was found that from the three sampTes.of volunteer

{
executives studied there was little democraﬂmgatioh of the

group in terms of occupation between the 1955 and the 1975

A i ‘
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samples. the 1375 group holding even more higher level
occupations than the 1955 group. Hollands and Gruneau
suggested that some beople may not see this as a problem and
would suggest that we be more concerned with the procedures
that allow individuals equal opportunity, 1.e., the
educational system. Supporter3d of this argument WQuld think_
that because of the equal access to the educational system
that is presently available, more people, regardless of’such

characteristics as class or gender. are able to develop
skills that are applicable to management positidns. This

wer ‘ , A
increased educational opportunity correlated with the
» .
increased specialization that has occurred in voluntary
. o] '
sport organizations should work towards the democratization

of amateur sport. As Hollands and Gruneau express it:

.as the demands of sport administration have
become more complex, the kind$ of skills and K
resources requ1red have supposedly been more

obJect1vely determined and less subJect to such
"non-rational” factors as the "old-boy" n%twork
long-time family involvement in sport, or?past
athletic performance(1979:29).

Despite the possible merit of this type of argumenf
Hollands and Gruneau do not see it as useful in explaﬁning
the situation of cla 5 yﬁe%yal1{y11n vo]untary sport

organizations. Rathe- theyr%rgueglthat. k !

o

Recru1tment on-a range “of more "objective” criteria
based on educational background or occupational
specialization may allow. “for {some status mobility
but likely works to reinforce existing’ class
differences in soclety(1979 26). o g %
The rationale they presented for this -reinforcement of

class differences is sound. They saw education not as a

4
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neutral process but as one which bears the marKs of

~

inequality. They pointed out that:

individuals who have managed to secure a high market
position have often been able to secure for their
children the kinds of resources that give them a
“head-start” in the educational system. That 1s. 1in
addition to straight forward economic advantages
often available to them. these children are
frequently the recipients of a certain measure of
"cultural capital” gs well. This cultural capital
tends to take the form of an acceptance of the
school system and its demands. a preliminary
understanding of the middle-class standards of
expression and behavior that define performance
within the school, and an understanding of the
desirability of "identifying” with the school and
community through voluntary participation in various
clubs and soci@ties(1979:28).

Although the arguments which Hollands and Gruneau put'
forward are souﬁd. their study offers little in the wa; of
practical suggestions to counter the economically
disadvéhtaged position in which certain individuals find
themselves. One solution wﬁich.may be‘but forward is an
increase in training programs for a]l.socioeconomic levels.
Although this may help make the process of qgceﬁéion to the .
upper levels of voluntary managemen more mer itocratic, it
still belies the problem of those who start from a more
advantageous position. |

Another process that Hollands and Gruneau suggested
he]bs perpetuate social class inequality is that of social g )
ciosure. Quoting from Parkin(1874:3) they see social c]oSure‘
as "the process Sy which social'collectivitiés séékrto
maximize rewarqs by restricting access tgrrewards and
opportunities to a limited circle of eWigibles“.

%
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Ls Hollands and Gruneau noted( 19731 an 1mportant

feature.of social closure is "credentialism”™ and this ic

tged to the educational svstem which can work againét the
underclass individuat. They note ihcreasﬁng evidence of
”credentialiem" in certain.aspects of amateur sport and
suggest some of “the hystique” of this may have "spilled
over " 1nto voluntary organizations.  Indeed suggestione have
been made for an accreditation system for volunteer sport
execut1ves (cf. National Sport and Recreation Centre 1963
Sﬁackrand}dohnston 19821 . As noted. this type of system
does benefit the middle and upper class 1nd;v1dual but 1f

proper ly adm1n1stered it can be of even greater beneflt in

enabling underclass individuals to gain access to management

r

positions.
Hollands and Gruneau also suggested two other ways in

which."the structure of capitalist class relations” limit |

membership in voluntary associations. These are; \

a) the existing authority structure within
capitalist enterprise that stems from the social
relations over the control over one’s labour...and
- b) the division of labour resulting from the’
technical relations of product1on(1979 30).

In regard to the farst factor, it is suggested that.

since the labour process exists as it does, i.e., with one

group of people giVihg'eoﬁmands and one receiving, .the

manual worker who is usually subject to receiving commands

[y

"often possesses (or is seen to possess) little skill in the

planning and execution of policy decisions made in his work
' e .

’ ﬁ%nvironment". Hollands  and Gruneau(1979:30) suggested that
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this carries over to othef aspetts of life .,and since
amateur sport now requires a high degree of planning and
policy making there is an underrepresentation of manua |
workers in positions of authority.

Hollands and Gruneau”s final factor concerning class
inequality is related to the manufacturing.divis{on of
labour . They see a-separatfon of conception and execution.

In regard to sport this may be taken to mean a separation of
those who make policy and thoée for whom the policies are
designed.fa situation that many wou id sué@est is currently.
becoming more pronounced in Canadian amateL;isport. )

In 5ummaxy. it may be stated that there have been *
several studies that have confirmed tHe existence of gehder
inequality in Canadian voluntaryISportForgénizations. Few of
these studies have attempted to explain why such éondftidns
exist. The literature on organizatiéns of@a more.profit —
oriented nature offers some ideas that may be applied to
vOluntary sport organizétions. | ' ' o A

In terms of class iq?qua]ity a simjlar situation o
exisfs. Studies of vOldntary sport organizations havé shown
the laék'of ]ower”cﬁass representation in‘the adhinistration
of amateur sport, yet little researchbhas-péen undertaken to "
explain th these class %;ffereqées exist. Many of the ' x
structural reasons attribUted-to causing genderAinéquality
may alsd apply to.c]aséi or other types of 1nequa11ty.!0he
study on voluntary éport organizatiéns that,did attempt t8
expla%@ some of the glass inequalities‘is by Hdl1ands and

~

¢
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Gruneau( 19791 . They suggest that' the unequal social
positions from which people originate. the phenomenon of
socig] ctoeure, the existiﬁg authority sjructure under
capitalﬁst enterprise and the manufacturing division of
labour a]] contrlbute toethtsephenomenon One of the
sub- problem areas of this study will be to try to bu1ld&cl>n
work already completed to determine if and why class and

gender 1nedualities exist in the selected voluntary sport

organization.

D. The Acquisition of Power
« The concept of power is one of the most widespread yet
mos t problematie in both thé sociological and organtzatiénat
theory literature. While seme researchers have suggested
that there is an ovéfabundance of writing on powet fClark,
j967?,lothers have ipdﬁcated that the JOncept “Has not
received much attention"w(Kdtter; 19771.‘Martin (1971:240)
suggested that ftheortzing about poWer!has ofteh been

/
confusing,. obscurantist and banal"” and he adds "It is not

surprising tHat March conc luded that ’on‘the whole pewer is
a disappointing Concept’" |
One of the ma jor problems surroundlng ;i’yﬁ
power is in 1ts def1n1t1on WP1tero such asf»f?rstedt
(1950 730) have attempted to distinguish it fpom concepts
such as prest1ge, 1nf1uence dom1nance and W1ghts Others
euchlas Styskal(1980:929) have used it synpnymous]y with |
Coneepts such as authority. Weben(t947:152),‘in The IDQQ&M
i

[
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. ~definition of poﬁer
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of Social and Economic Organizations, saw power as "the

probabklity that one actor wa}hin a social relationshib will’
be in a pbsitioh to carry, 861 his own will despite.
resistanpe. regardless of thewbasis on which this
probability rests". Weber saw authority as different from
power in that it did not 1mply force but was legally
sanctioned by rules and regulations-.. Kreatzert1955.375),
l1ike Weber, saw power as "in some way involving the p
imposition of one’'s will on others". Martin(1971:243) saw a.
number of weaknesses in th1s ‘approach as he sugge;}gp that

‘,5'\

the assumptlon that there is" éonfl1ct or antagonis

An the

re]at1onsh1p ‘ignores the possibil1ty that power relations
|

may be relations of mutual conven1ence.‘pqwen may he “a
' Q - - 2 @

resource facilitating the achievement of the goals of both A

and B". Martin also saw/as problematic, in the Weberian

the fact that "it transposes a property‘

of intesgctions. of interrelations, into a pr0perty of

actors”. That is to say that power in this fype of
definition is seen as being personalizeg.not a result of the
sociﬁﬁ relationships ggtween the actors. In‘'regard to this
Emerson foted that these social relatlonshlps |

commonly entail ties of mutual dependence be ween

part1es A depends upon B if he asplres to goals\or
gratifications whose achievement is facilitated b ¥
‘appropriate actions on B's part. By virtue of mu al
dependency, it is more or less imperative to each
party that he be able to comtrol or .influence the
other’s conduct. At the same’' time these ties of
mutual dependence imply that each.party is in a
position to some degree, to grant or deny,
~facilitate or hinder, the other’'s gratification.
Thus it would appear that the power to control or
influence the other resides in control over the
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things he values, wh1ch ‘may range all the way from
oil resources to ego support, depending on the
relation in question(1962:32).

Kanter(1977:166) in one of the most parsimonious
’ ' *
definitions also saw power as being the result of

interpersonal trans%ﬁgions. She 'suggested "power is the

‘ability to get things done, to mobilize resOurces to get

and use whatever it is that ‘a,person needs for the goals he

- or she is attempting to meet” ‘ ‘ /::?

Power, then, involves a dependency. It does not exist

on its own. It onﬁy~exjsts in a relationship between

individuals Br betweeh organizational sub-units. In
organizations’these relationships may be one of two fypeél
They may be either vertical or hor1zontal relationships.
Walmsley(1870: 53) noted that in bureaucrac1es power would ‘
tend to be hierarchic,” i.e., vert1cal. "each level weL]d :
have just ghat amdunt}neceesary‘tovcarry out ?ts

responsibilities; ascendant levels in the hierarchy_wou]d

~ have increééing‘power based on broader knowledge about the

organization and/or greater task expertise..." Although this

may be true in the ideal type bureausracy we know that this

state is never achieved. Different levels 'in. the

organization exhibit informal as well as forms]

relat1onsh1ps which are part1¥ylarly important in all

,organ1zat1ons espec1ally voluntary ones, for determining

how power is acqu1red

The hor1zontal relationships that occur in an

organ1zat10n are, at first glance. seemlngly 1rrelevant for

!
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the study of power. If 1nd1v1duals or sub units are on the
same h3r1zontal leVe] as each other then they are, gr1
facie, vested with the same amount of power. However, the -
. . ' \ '

specialization that occurs through division of labour in an

L3

'organi&agjon leads to the development of power
relationships. As Pfeffer oointedloutﬁ

This speC1al1zatlon which permits the. achievement
of various kinds of economics of expertise as well
as overcoming the limits of:bounded rationality 'and .-
limited information proce551ng Capacities
(Thompson, 1967) also leads inevitably to the
creation of poweK differences within the
'organ1zat1ont AS\'soon as various actors do different
parts of the who le task, the possibility arises that
the various f ions ‘and .activities may not be
equally criticat to task acoompllshment and :
organizdtional survival. Those units responsible for
accomplishing the -more important tasks and
activities come to have more influence in the
organization. Thus, the differentiation of actors by
the -amount of power each possesses is an almost ’
inevitable consequence of the division of labour in
- largé organ1zat1ons The amount of power each actor
possesses is derived, first, from the importance of
the activity performed It is in thig senfe that it
can '‘be said that power 1s structurally
determ1nedy1981 §g . .

. The classhc example which is frequently c1ted to
1llustrate this phenomenon ‘of power re]at1onsh1ps across the
horlzontal structure is taken from- M1chel Croz1er s work The

Bureaucratic Phenomenon(1967) Croznervs work took place in

a tobacco factory ‘where d1fferent deparfments existed along
- the hor1zontal structure. By far the most powerful of -these
deoartmengﬁ was the ma1ntenance men. As a. result of the
maintenance . men s ability to repair mach1nes.‘the product1on
workers and superv1sors who did not have this knowledge were

% at the1r mercy s1nce 1f the machlnes broke down the factory
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-was at a standstill.

<

~ The base from which.Crozi§r’s.maintenanoe men achieved
their power was their expertise to repair the'ﬁachines o
vSeveral authors have - suggested different bases for power
»Probab]y the best Known of these ’ is that put forward by
French and Raven(1968) who 1dent1f1ed five d1fferent types
’ of-power. These were rewardragwer, coercxve powerw expert
power, legitimate power and‘referent power..What_the‘ |

maintenance men in Crozierfs‘study established was expert

4 ey

pdwer Th1s IS the type of power that an 1nd1v1dUa] or
;sub unit ga1ned by hav1ng a spec1al Knowledge or. super1or
v‘skxlls in a part1cular area. Reward power 1s that power »‘
which accrues to an individual or sub ~unit that is able to
provide rewards. For egamp]e superiors are often,able-to y
reward subordinates with salary tnoreases?‘promotions or
| time' off. CoeroiVebpower~is the,oppostte of reward power and -
is°that'power obtained by}the'abi]ity to impose negatiVe..
sanotions on\an,individual or sub-unit. Legitimate powerf{s,
a Hme more coﬁpl'ex' a'nd'r“elies" 'o'n the fact that a per‘son
or sub un1t be11eVes they are leg1t1mate1y able to 1nfluence
'a\rec1p1ent and the rec1p1ent bel1eves he/she 1s obligated
~to comply The f1na1 power base..referent power, occurs when 'f
| a rec1p1ent 1dent1f1es w1th the person who holds the power
and tr1es fo act and be11eve !1Ke she/he does o
' Shetty\noted that all f1ve types of power base as

suggested by French and Raven are found in organ1zat1ons

and are not completely 1ndependent of one another

T



Possessron of one type of power ¢an affect the I,
extent and effectiveness of other types. The -~ = . . &
judicious-use of reward and toercive power can N :
increase the effgctiveness of legitimate power ® K
Inapproprtate use, however, will decrease leglttmate! Twe
pOWer:, ... Legittmate‘power, reward ‘power and | oy
: oercive=power are attached to formal p051t10ns and
- _hence;.they are organtzattonally derived. i
~'Consequent1y they are often referred to as p051tton e
- power . Expert and referent power. depend largely on
 traits and behavior of the person who occupies a
.position, so they are referred to as personal
‘.power(1978 177). ,W : SR

dohnson(1976 100). ustng an adaptat1on of the French 7@,3‘

1 and Raven class1f1catton suggested that men and women usQ;A &'.f

' fﬂthe power bases m dlfferent ways.. She ndenttﬁed ‘hree , b

: dlmen51ons of power style The f1rst of these Ws termed

‘~Ind1rect v Dtrect ‘Power.. Indtrect power oocurs when the a§
* . .

'5{re01p1ent of the power is not aware of 1t and 1s often

. termed mantpulatton dohnson suggested that women are more

.‘jlikely to use 1nd1rect power than are men. The second powpr :i
'”rstyle is Personal v Concrete Power Personal power is based |
on "11king or approval"'whereas concrete power is based on '-w'~a
g;concrete resources Since males control most of the condrete N
| 'resources 1n our soCtety they are more l1keﬂy to use this \
W'style As a reshlt of women s lack of access to concrete ;
,resources Johnson suggested they rely on power gained i s
,"thrOUQh helplessness as, opposed to power gatned through 'f;f f féfy
;;,competence her thtrd power style B | R t}h: :1.
;‘ Reward and coercton power bases dohnson hypothesizes,t;ggff_f
('iare more ltKely to be used directly and with concrete ;tj e
"tresources by males Females rely on personal and 1nd1rect
':reward and coercion Referent power although approprtate to o
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‘either sex is more likely to be used by women "as it is 1,"‘
fipensonal »rather 1nactive and - therefore conSistent with sex
‘role eXpectations for women Eibert ‘power is often e
associated With males since they have traditionally been i
seen'as haVing superior skills and knowledge it is usually
"'used directly and is. nét very personal"'ﬁfinally,‘legitimate

power since 1t relies on a: belief i the”authority of the l

: ”gpower'holder is more likely to be the Womain of malesg as
"‘lt 1s ‘they ‘who hold the maJority of the authority p051tions .
-7;in soc1ety dohnson however,.also suggested another form of

Allegitimacy which she terms legitimate helplessness She
._notes that ,._l:' f'f,ﬁﬁ, ‘li'1;47‘ir' - f{ﬁf’g

B helplessness highly stereotyped as a female form of
. .power was found by Gruder and Cook(i971) to be more.

- effective. for a woman than legitimacy of position.
. and more effective for a woman than a man. Thus -

: ,shelpless v position or. obligation legifimacy varies

. on the- competence dimension,. Helplessness may also ..

' -_be less direct and more personally based(1976 105)

| Kanter(1977 174) suggested that the French and Raven

o uclassification'"is most useful for understanding one -on- one

if}#exchanges or the exercise of influence 1n rather small sqale {

T'ﬂ;intenpersonal situations The politics of a large scale }*7v* e

‘f\fsystem are more complex and often do not seem reduc1ble to e

L
CAE

77ffsuch simple elements : She sees other faotors. such as 'rlfrff“"

”fgforma1 position, competence and the relative importance of

?f_jorganization

ffjifunctions as important bases for power in a more complex

Power, then is derived from a number of sources The
'."_‘-;-:__'question that is, specifically in'portant for this |
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dissertation is how 1nd1v1duals or sub units acquire power

N

Organizations of any type are political Politics
| involves the use of er; consequently. one source of s
| obtaining’power in aio:rganization is from the people of tHe i
iorganization If two sub Units w1th the same 30c1al -
'organization and same resources v1e for power then the |
,'larger number Will always control the smaller number
:_fConsequently, the 51ze of an organizatipnal sub unit can |
| ‘help it acqu1re power The only way a smaller organization,
(e.g. the police) can»control 2 larger group of people. 3

o

(e>g an Unruly mob) is if they haVe superior resources. >
(e g. guns.}tear gas etc l or if they have a superior 1
 social organization, (e g.: are trained in riot control)
:A_well as deriv1ng power from the size of-a sub unit, power -
can also accrue to sub units and ind1v1duals through their o
social relationships with other people in the organization.:’
&Kanter suggest!d that three types of people may affect the .
ftacquisition of power These are sponsors peers and "ﬁy
‘subordinates Sponsors, as has/been prev1ously argued can’
influence the mobility of a person bhrough an organizationt d:ﬁ».
?Z;Kanter(1977 181) also noted that ”there are three other |
.:iimportant functions that generate power for the people

- ;sponsored" First. she suggested that' sponsors can fight

.lfﬁfor their proteges to ensure that they obtain promotions to B

-;g;pqwerful pos1tions Secondly, sponsors canﬂoften make 1t

_p0351ble to bypass the hierarchy 1n an organization “to getgiv_h :

inside infonmation to short cichit cumberSQme procedures;”ff“

\
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/or tb}cut red'tape". Inithis way power is devéloped through
a retationship with someone~at a higher 1eve1. Finally,
"gponsors also provide an lmportant signal to other people'
a form of reflected power". The power of a person or .
_sub- unit lower down the .echeions comes not from: the1r
resources or\ab1l1t1es but from the fact that they are able
to ga1n from "the‘ credlt’ extended to them because there |
appears to be a more powerful set of resources. 1n Lhe |
dlstance | | . Q
. The second group of people that Kanter felt could
;.influence the acquts1t1on of power were peers Peers are
f.freqdently overlooﬁed 1n the process ‘of attatnwng power but
N\

ﬂacceptance by one s peers is seen ‘as a necessary step 1n

“‘vobtaintng the favours and recogn1ﬁ§on needed to ach1re

power It is 1mportant that alﬂ1ances be buglt up with peers
as not" only can it help an 1nd1v1dual advance it could |

fadvance the group as a whole slnce certatn cohorts somet1mes,‘

v

‘seem to produce all of the leaders in an | N L

organ1zatton (Kanter, 1977 185). Lo | }’
The th1rd group that Kanter suggestendan 1nf1uence

'»power acqu1sit10n are subordlnates As she roled _,\pb

.the accumulatton of power through ali nces was ﬂv‘
not always upward oriented. For one ‘thing, ‘
(g:fferentlal rates of hterarchtal progyess: could

, an ‘that juniors or peers one day codld become a
 persen’ss boss:the next. So it-would Be to a person’ s
. advantage to make alliances 'downwaypd in the‘ \ - |
~hierarchy with. people who looked
the way up(1977 185- 186) :

.1ke they may’ be onv:

It is. also advantageous for power alltances to b\ m:

WIth subord1nates as these are the people who enact the,‘
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directives of the power holder- "tack;of-compyiance by
subOrdinates}with the wishes of theipower holder.couldymake '
them t}he'power holders) H@ok powerl@ss' hnother advantage
of making alliances with subord1nates*fs that they are the
‘people who ultimately confer power on a person, 1,e., the
power holder’s ab111ty to get th1ngs done is dependent upon
subord1nates perform1ng requ1red act1v1t1es By 1ncrea51ng
the number of a1]1ances built up w1th subord1netes a person
therefore increases his/her chances ofkbeing‘powerfU1'

Vin addition to-ga1n1ng power through people power may
also be ga1ned by access to resources Resources in an
organ1zat1on may take many forms, for example money.
knowledge, soc1al t1es§ property, and competence Resources-

.are only 'useful as a source of pOWer when they are scarce
_For example, ln Canada the ab1lity to drive 1s not a‘yalued?
'resource capable of confer1ng power ignce many people/have
~“th1s ab111ty But, in some countr1es. this is not the case
- and the ab111ty to drive is a resource of cons1derable
value ‘Also for resources to be valuab]e they must be
cr1t1ca] to the 1nd1v1dual or sub un1t Resources wh1ch are ‘ff
scarce but not of cr1t1ca1 1mportance w1ll not be useful as 5
-a source for acquiring power '  ';?,,_ Vo -
Pfeffer suggested that h ‘ | -
organlzations, as open soc1al systems, require a
contInuing prov1sion of resources and a continuing .
cycle of transactions with the environment from ;,
which these resources are derived...Those sub-units®
or individuals within the organization that can .
provide -the most critical and difficult to obta1n

. resources come to have: power: in the
organ1zat1on(1981 101)

o .
: \ e ,(‘- o
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* . One of the most‘critical resources to anyrorgantzation.

voluntary or otherw1se, is money . Pfeffer(1981 191)

suggested two reasons for 1ts 1mportance F1rst money is
!\\eas1ly converted into many bf the other pr1zed resources and
| second’ "it can be stored?and is relat1ve\y d1v151b1e in
terms of its use”. i, ~ | o c

- Another particutarly‘important‘resource that has Been
highlighted by Pettigrew(1972)‘is intormation.b?ettigrew_"
suggested that 'gatekeepers". i;e.; those Who cdntrol”the
amount type and dtstr1but1on of 1nformat1on, are aple to

Y

,gatn power in the organlzat1on by their strateglcr9051tlon

and their access to 1nformat1on t

As noted earlier one 6? the factors whtch makes access

to a resource a-veh1cle for acqu1r1ng power 1s,the,extent to

'wh*ch‘ﬁt is crttical'to the\organization’s‘o‘

the extent to whxch the organ1zatlon depends on thzs
resource,vConsequently‘those acto ?4Who ca' coqyrol the
'fsupply of a reSOGrce on which‘an organtzat1on depends are

able to acqu1re power Pfeffer noted that:
.this power will acerue ‘regardliess of how small a
proport1on of the total resources .the given actor
-actually accounts for. Furthermore, with a = -
" relatively small amount df resource, if utilized in
~a sfrategically appropriate fashion resource .
' dependence can be created. This will provide the
' social ‘actor with discretionary control over the :
resource with tremendous power over the ,
" organization{1981: 106) ,

E Pfeffer suggested the federal government 1s part1cularly
adept at thts strategy. and although he was wr1t1ng in the
Untted States, hts comment 1s part1cu1arly appltcab%e to

L8
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both federal and. prov1nc1al governments in Canada and the1r

-

relat1dhsh1ps to- voluntary’ sport.organtzat1ons Ovét ‘the
:past twenty years go;;rnments have prOV1ded volunteer sport
korganlzatlons WlEP money When first g1ven this money it was
what may "be termed a d1§cretlona%y resource i.e.,,the" ,y»*
organ1zat1on C uld do what it wished with it. With tlme the

N organﬁzat1on in orpo(ates this d1scretton;ry resource 1nto 5/

its. ma\n budgetr Consequently, ‘the organ1zat1on comes to

depend on. 1t As. _he amount of money g1ven is 1ncreased so

: that the voluntary sport organ1zat1on becomes more dependent
on government a. s1tuatlon is created whereby government has
become a, power holder ﬂn relation to amateur sport |
s People and resources are two of the sources of |

o dependency which have been h1ghllghted as . capable of. betng

{1l12ed as power sources In the1r>strateglc contwngenc1es R

\ .

C‘theony of 1ntraorgan1zat1onal power H1ckson et al suggested

)that | - i
I AIntraorgan1zatxonal dependency can be assocxated
"/ with two contributing variables 1) the degree to
. which a sub-unit copes-with uncertainty for other
©sub-units and (2) the extent to which a sub-unit's
 coping activities are substitutable. But if coplng
- with uncertavnty and substitut b\l1ty~are to'be in-
some way related to power,: thegi is a necessary
- assumptron of -some degree. of task. 1nterconnect1on ,
- among'. sub-units. By definition organtzattons requ1re
Y a,minimum Tink. Therefore a third variable |
R 4central1ty. reférs to the varying d§gree above - such
' a _minimom with which the activities of a sub-unit -
. are lwnked with those»of other sub un1ts(1971 218)

_ Organ1zatlons of al_.aypes are constant]y cop1ng wwth
’ uncertalnt1es These uncerta1nt1es may be of the nature of .

| h, lack of Knowledge about the organizat1on s env1ronment or
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they may be 1nternal in nature. It‘is'important to reatize

that the . uncertatnty is not wheg al]ows the acqu1s1tton of

power but 1t is the abilityof. the sub un1t (or 1nH1vidual)

\

Ato cope with uncerta1nty'that deveIOps th1s power The work \t\y

 of H1cKson et al. on unoerta1nty stems from earlter works by :
_Cyert and March(f963) and }hompson(4957) They suggest that
organ1zat1ons are faced w1th uncertatnty. bUt because they |
are subJect to %%1ter1a of rattonaltty. they need certa1nty
Croz1er(1967 154) in hts study of the French tobacco
]scompany expla1ned the power of the maqntenance men by therr
-: control over the last source of uncerta1nty rema1n1ng ina .
‘pcompletely rout1n1zed organ1zat1ona1 system The source of
ﬁ{uncegta1nty was the’ breakdown of the machtnes and because |
ﬁ';thts cou1d be parttcularly d1srupt1ve in the factory. thef”
,Ima1ntenance men as a result of thetr ab111tyC§o fix the
’machtnes became parttcularly powerful |
The ab1l1ty to cope wtth uncertatnty does not, on‘%ts
_oWn grant power s1nce it must be 11nKed w1th act1v1t1es
that are central to the organtzat1on and non substltutable
{he strateg1c cont1ngenc1es theory of power suggested that
'»power w111 accrue to those sub uﬁdts thCh are-fapable of
~choglng wrth uncerta1nty but whlch are not ea511y replacable

'1n the functton they serve As Mechantc 1962 358) stated

.;5“other factors remain1ng constant, a person d\ff1cult td

s

‘{"replace wIIl have greateg power than a person eas11y 'df flsﬁfv“

“;

'f7rep1aceab1? In Cr021er s study not onty de the ”;.:l'
"ﬂmalntenance men have the ab111ty to cope W1th the

"n_.
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uncerna1nty of breakdowns but they also tralned the new :

2 . -

malntenance men "oh the job™. Instruct1ons were passed on.

<«

, verbal]y and no wr1tten documents were ava1lab1e -Thus, the

matnte'ance men were not eas11y replaceable By controlltng b

one. so rce of power, i.e. Know]edge abqut the. machtnes, the,

u b

matnt nance men weré able to acqu1re another source of power
non- bst1tutab1hty I |
PfeFfer(1981 114) suggested that vin'additionvto not -

wrifing down 1nformat1on another strategy used to retain

hpow r '1nvolves US}ng spectaltzed Ianguage and symbols that

ffma e the expert1se 1ook even more arcane and d1ff1cult to

_rehend Thls tactlc wou'ld be part1cular1y applicable tof,r

'sport and espec1al]y to coaches who 1n many sports develop a
: Jargon specific to their sport

Another strategy wh1ch Pfeffer(1981 114) suggestdﬂ may [ -

be used to retaln one s 1mage of 1rrep1acab111ty is “to°HF'~ a

ensure that sub un1ts or 1nd1v1duals with knowledge that ‘can-

.substttute are not brought into the organ1zat1on or even to

v."

 the organtzatlon s attent1on Thts tact1c may be seen to be»

,'r51m11ar to*Kanter 5(1977 179) suggestton that for

1nd1V1duaJsaor sub-unats to gawn power "they have to be

'to'attract the not1ce of other people Hence those_.hf
oo . retl

zy}fwho w1sh to galn power have to make thetr spe01a1 sk1lls

e

- ."'.:‘ ~

‘='ithe power holder

it*ﬁknown to others, whtle those who w1sh to reta1n power

‘ 'attempt to'keep anonymous thqse who have sk1lls s1m1lar to {ﬁi



As well as COpiﬁg with uncertainty and being
non-substitutable, individuals and sub-units that acquire

pbwer must be central toi

the functioning of the

organization. The greater the centrality of the individual
R \.

or sub-unit, the more its abilitx\to cope with uncertainty

and its non-substitutaaﬂﬂity will enable it to acquire

power. Hickson et al suggested that:
/ »

——;> the activities of a sub-unit are central if they are

-

connected with many other activifies in the
organization and...if they are essential in the
sense that their cessation would quickly and
substantially, impede tbé~primaﬁywworkflow of the
organization(1971:221). - '

fa

In summary, it can be seen that power is derived from a
number of sources. Also, the%& are several ways that an _
individual or organizational sub-unjt‘éan obtain power. One
of the sub-problems of this study will be to use the
litérature just presénted along with other data set§ to
determfne how individuals or organizatﬁonal sub-units Within
a‘seleéted‘yoluntary sport organization gain their.power.
\ _ .
' |
E. Centralization

One of‘the-major components of power is the capacity to
detérmi%e,brganizatibnal'outhmes, i.e., t6~makedecjsions |
(or not. to make decisiéné, as may be the situation) that
influence the orgahization.AIn the case of most voluntary

sport organﬂfatfdns the decision making body of the:

) ‘orgaﬁizgtiOH is the bog;d}of directors. For example, this is

the situation in the CASA(AS). Although decisions are

ratified by the A.G.M. they are done so en masse not as

t
9.
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individual decisions and as one board member pointed out
"1’ve never yet seen a case where one was turned back". The
- fact that the-board of directors of a voluntary sport
organization is able to make decisions is one major factor
that makes it a power ful body. Paraphrasing Hall, we see
several other factors also contribute to this acquisition of
power.
The board of directors may be able to develop a
monopoly on the Kinds ofiskills required for
leadership, such as verbal ability, persuasive
techniques and so on. They obtain political power
within the voluntary organization through patronage
and other favours. Given their position it is
relatively easy to groom their successors. Since the
nature of voluntary organizations involves a time.
cycle in regard to elections the board gan provide
the membership with continual reminders of what they
have achieved and what they are going to try to, -
achieve the next time. The skills developed in these
‘aspects of the voluntary organization’s operations
“are unlikely to be part of the rank and files
repertoire(1982:175).
In addition to the above the board of directors also have
the capacity to recreate structures, rules and budgetary
allocations which in turn can ensure that they are reelected
and that their power is reproduced.
“In voluntary sport organization’'s studies by both
’ A . .
Beamish(1978) and Slack(1979) have shown that the board
membérs, i.e., those individuals who are able to contrg]
power, are centered in the major urban centers. In his study
Beamish found that 78% of the executive members of nat1ona1
sport govern1ng bodies came primarily from the larger urban
centers in Canada whﬂe only shghtly lesss than half the

populatwon 11ved in these centers Beamish also noted that



96

43.8% of the executives came from Canada’'s five largest
urban centers. Slack(19738), in a study of voldﬁteer sport
executives in A[berta, found 83% 1ived fn fﬁgifwo ma jor
cities in the province. He noted that this_Waé.the case
despite the fact that the Sports and Fitness Section of the
prowincial government had actively encouraged
decentralization of brovincial spdr( governing bodies .
Athrough the use of zone representatives on the provincial
spoff governing body executiyel As a consequence of this
geographic éoncentration of board members we may therefore
suggest that 30wer in a voluntary sport organization, like
the CASA(AS), is geographically centralized. This
centralization makes it easier for members to communicate
with eqéh other and often with the méjor agencies with which
it interacts, it also makes control df thg organization
easier.

- In oréanizations which exhibit characteristics of an
ideal type bureaucracy, as it‘haé been proposed voluntafy
sport orga:izations do, it may be redundant to suggest fhat
they would be anythind but centralized. As Blau(1970:150)
Opo{nts dﬁq:*bureaucracies'arg often defined as organizations
in &hich authority is centralized jn_the hands of a top
executive by means of a hierahchial structure":
Bratton(197Q:11) has indicated fhat voluntary‘organizations
fulfill this criterion, i.e., they aré oligarchic in nature.
Weber (1946:197) noted that one of fhe chaFacterisiics of

bureaucracy is that there.is "a firmly ordered system of

-



g7

super-_and‘subordinatioh in which thére is a supervisioh of
the lower offices by the higher ones".

Inspite of fhe fact that some researchérs have written
that bureaucratization automatically leads to \\
centrélization, several other iﬁvestigators have iﬁtimated
the oppos1te efﬁFct M1ntzberg(1979 195) noted this idea
began with Pugh et al. (1963) who found no strong
relat1onsh1p between a’ unltary var1ab1e made up of a number
of Weber’'s d1mens1ons of bureaucracy and a variable they
labelled "concentration of authority"(centralization). In
studies ensuing from'Pugh/s data several conflicting
opinions were formed on the question of whether or not
bureaucracies are centralized. The problem was essentially
that the complexities of centralization did not allow it to
be combined into a single factor (Mintzberg, 1879:136).

Those who' have suppor ted the premise that bureaucracies
are centralized have done so because they see power as being
centralized %n a hieraréhy of authority. Those who have
argued thff bureaucracies are decentralized do so in part
because ;he allocation of rules allows subordinates some
discretion in their aétions, and in part becausé standards
of qdalification Fga a position.decreases risk for
management by enSuring reliability of performance. On the
cﬁntrary, Crozier(1967:189) suggested that'ruleg'weaken//
-members of the organ1zat1on and that they are "totally
depr1ved of 1n1t1at1ve and completeiy controlled by rules

1mposed. from the outside",i.e., from the central

’
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;administration.

It would appear, then,jthat there is no clear cut
indication of whether or not bureaucracies are centralized.
,If the rules of the bureaucracy are r1gtdly developed and
app]Ied by the upper level of management to the subord1nates
and if there is 11ttle(f1ex1b1l1ty for subord1nates. then
the organization is eentralized;'Bn the other hand if the
upper levels of management impose few ru1es;'pr particularly
rules that have a 1argeidegree of ftextbility, then the
subordlnates have some freedom in the 1¥terpretat1on of

these rules and the. organ1zat1on can be descr1bed as
i

—

decentrallzed |

Centrallzat1on may then be seen as a cont1nuum All
organ1zat1ons exhibit some degree of central1zat1on and some
:degree of decentral1zat10n. and several factors contr1bute
to the position on the continuum at which an organxzatron‘
13esl . ‘ o ‘ |

I't has been suggested by Gibson et al (19%3f136) that'
in general the larger an organ1zat1on is the more I1Ke]y 1t |
is to be decentral1zed because dec1s1on mak1ng has to be -
delegated. Blau and Schoenherr(1971 130) suggested that s1ze7'
" can be paradox1cal s1nce a large organlzat1on produces’
confl1ct1ng ‘pressures on. top. management, as it helghtens the
| 1mportance of manager1al dec151ons, wh1ch dtscourages

delegat1ng them, and s1multaneously expands the volume of

manager1al respons1b1l1t1es whlch exerts pressure to
N ‘ , o

0

'delegate some of them
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Power may ‘be more likely to be decentralized in a large
organizatlon where the personnel at the lower levels are .
requ1red to have standardized qualifications However , it
should: be noted that in these cases the. level of N | ‘
qualifications is often controlled by the central authority
Mansfield(1973) showed that with 1ncreas1ng size of an
organization there is ‘an 1ncreaSing number of rules which
vconsequently leads to decentralization but not to a loss of ‘
'control The number of levels of hierarchy in an L
‘organizatlon can also lead to decentralization ‘

Blauf1970 165). noted that "a multilevel hierarchy that
‘remoVes the t0p executive far from the lowest levels of ;

: employees, therefore creates pressures on hlm to dq}egate

“personnel respon51bilit1es to. middle managers in closer

'contact with the requ1rements of the pOSltlon to be filled“'lﬂ"

Blau also noted that Pugh et al. (1963) found a multilevel
-hierarchy to be negatively correlated w1th centralization
Techn logy is another factor which may add to the e

'question o decentralization WOrK that 1s simple and o
routine can easily'be delegated Therefore lt may be
suggested that 1n an organization w1th a few tasks which are !
vsimple decentralization W1ll occur In an organization w1th
many different tasks that requ1re multiple technologies the 3*ﬁhl
fcontrol w1ll be centralized . : 'p' |

| In regard to the question of whether or not an

“organization should be centralized or decentralized 1t 1s -

1mportant to note that there are both advantages and gflf'lf’

-_.1
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dlsadvantages to each state. Central1zatlon obviously allows
;for greater coord1nat1on since all’dec151ons go through- one

ncentral author1ty Also thls author1ty can maKe dec1swons

7‘quickly and should also be able to see th 1mpact of those
A 1dec1slons on the whole organ1zatlon somet ing that does not

;i-occur when an 1ndiv1dual department makes a\dec131on on its :'
iown ‘Under. decentral1zatwon there is room for individual

‘

conSerns to be taken 1nto account when dec1srons are made

' “However deC1§ﬁons may take longer and” somet1mes dec slons |

: taken xn one- part of the organ!zatlon can adversely affect
:otherKBEFTE"”ﬁne point wh1ch Kanter(1977 273) madé about
'decentral1zat1on whlch may have relevance for voluntary
Isport organ1zations 1s that decentraluzat1on creates morev

‘“leadershlp opportunities Th1s may bev1mp0rtant to

’ }fvolunteers 51nce it prov1des them w1th some degree of

| ’status. a factor wh1ch for many people. is a key motrvator‘“

. 1n volunteerlng

e T

In summary, the literature on whether d{ not 5’\“,

bureaucrac1es are or are not centralized 1s confl1ct1ng LR

TWhat is suggested is that all organ1zat1ons show some degree_fm'wy?

‘»f:of centralizatlon One of the sub problem areas of th1s ;:"
“5]]study is. to 1nvest1gate what factors 1n a voluntary sport ;h“‘
»dborgantzat1on contrlbute to thﬁs centrallaat1on '1’fg" L

N o
: P
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F. The Env1ronment of the Voluntary Sport . Organlzat1on
To date thls review has been concerned w1th areas that
- are 1ntr1ns1c to the voluntary 'sport organ12at1on --

bureaucrat1zat1on .class and gender 1nequal1ty. the

“t‘acqu1sttlon of power, and. central1zatton But‘the voluntary

\.
-sport organ1zat1on does not exist in 1solat1on it 15 a part

- of a larger soc:al structure which may be termed
| env1ronment In any ahalys1s of an organization the analyst

-~

would be am1ss 1f he or she did hot consider this

'",‘env1ronment in the 1nvest1gat1on.

Essentially, the environment of an organization may be

rﬁ anyth1ng outs1de the organ1zat1on,:1ts clwents. government
the economwc cl1mate, the pol1t1cal s1tuat1on. the weather ;
Slnc@ 1t is obv1ously 1mpossrble for an analyst to focus on B
_all these factors and not all are relevant what usually |
doccurs 1s that cer}a1n relevant aspects ef the ._.
‘organizatlonal environment are consxdered
| Hall(1977 303) suggested that the env1ronment ‘may be
_d1v1ded 1nto two categor1es -- general cond1t1ons that
© must ‘be of concern to. all ocganlzat1ons and SpélelC |
v*env1ronmental 1nfluences on the organ1zat1on L In the- ftrst_ﬁ_hd
ylkcategory are lwsted cond1t10ns relating to technoaogy, law}
: po,ltrcs econom1cs demograph1cs ecology and culture; Inr
| tthe second category Hall ;,ncludedI organlzat1ons and o

’f-htnd1v1duals w1th whlch the organtzat1on 1s in d1rect

,11nteract10n
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Y

The composite of the focal organﬁzation (i.e., that
specifically under study and those organiiations and
individuals, in the environment with which it has a direet
link) is calleggthe organ1zat1onal ‘set. The concept may be .
seen as somewhat s1m11ar to Merton s(1857:368) concept of
rolevset that_complement of role relationships which
persons‘have by virtue ‘{océupying a particular social

:979) .

status” (Aldrich, 197
_’Thetindividue1s J organizations that comprise an
erganiZationet set\areﬁdetermined by tdentifying their 1ink

j.td the fpcdl organtzetjbng Aldrﬁch»suggests'this may'be

achieved - by'

L

) Resource flows, whether 1nformat10n goods and
services, or other resources and- -contact between,
boundary- spann1ng roles .of the focal organ1zat1dh
and others(1979 280) L o
Reseurce flows may occur in a 51tuat1on in wh1ch the
focal organtzat1on depends on an 1nd1v1dual or organlzation ;
;or some resource it needs to effecttvely fu1f1ll its ro]e
.'Hall(1977 327) suggested tha erganlzatjons.in thlsipos1t10n
may énter. into-an ‘exchange relationship where"reseurces are’
traded, 1f the resource§ are of unequal value then one o
s¢.organ1zat10n may become dependent on another By prov1d1ng
'l_the needed resource‘the organ1zat10n or 1nd1v1dual
estaq&ishes a; Jtnk w1th ‘the focal organ1zat1on and hence
Q'becomes a part of the organ1zattonal set |
| Ind1v1duals or organ1zat1onal unats 1n boundary '
djspann1ng roles,_those wh1ch have dIPeCt 1nteract1on w1th ’

| 1-{other organlzat1ons may serve twd purposes They may

"l'-'
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process 1nformat1on from the env1ronment SO that it may be
‘encapsuiated and disseminated to the appropriate parts of
the organ1zat1on Alternately they have an external
representation function” that 1s they represent the foca]
organization to the environment and mediate or act as a
buffer.betWeen these two"In these two ways I%nkages are‘
'establ1shed w1th the focal organ1zat10n
There are several methods for analyz1ng
-1nterorganlzatlona1 relattonshlps in the organlzat1onal set.
Aldrich(1979: 278) suggests f0ur b1part1te components that he
terms formal1zat1on 1ntens1ty, rec1proc1ty and &
standard1zat1on o ‘
(197@ 273 -274) saw that formal1zat1on may exist in ¢

two dlmens1ons The first of these he refers to as |

“agreement forma11zatton'. Th1s.1s therextentfto ‘which a
'transaetﬁon'between two organizafﬁoms-is.given‘official‘
recognition'ahd’TegislatiVely or administratively' |
sanctwoned“; ‘The relat1onsh1p betwe;n a nat1onal sport
assoc1at10n and 1ts prov1nc1al counterpart may be one of

\ . B

agreed forma]tzat1on 51nce thts relat1oash1p 1; often

v

RIRIE YLK

d1mens1on of formalizatﬂon A}drlch refers tg as structura]
-'formatxzatlon "Th1s mode of formallzatlon can‘be 1dent1f1ed
v“as the extent to wh1ch an 1ntermed1ary organizat1on o
,coord1nates the relat1onsh1p between two or mqre

organ1zatwons
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»The second component of Aldrich’s interorganiaatjonal
_'analysts isvintensity..As is the case wtth formalization,
‘ two dimensions are presented. The first‘dimension of |
~ 1ntens1ty is "the magn1tude of the organlzat1on s resources
that are comm1tted to a relatlonshlp.. The. second d1mens1on
is the frequency of .the interaction in the relationship.
The third component; reciprocity, also has two
dimenstons Resource rec1proc1ty'"is the extent to wh1ch
resources in a transact1on flow to both parts equally , it
the resources are of the nature of services or fac1l1t1es
'~then measurement is much harder‘than if the resource can be '
a551gned a value such as money The: second d1mens1on of B
rec1proc1ty refers to "the extent to whlch “the terms of a
. transactron are mutUally agreed upon w1th equal

:fcontr1butlons from al organlzatnons 1nvolved"

L
[\

A]dr1ch’s f1na1 component of 1nterorgan1zat1ona1 B

analys1s ds termed stan_ard1zatwon Unit standardlzat1on
refers tor"the extent of similarity between.1nd1v1dual'un1ts
of the resources 1n a trans ct1on ' If Units are

| ,standard1zed 1t 1s Often eas1e ‘to deal w1th them

v

Unstandard1zed unrts may pose prob”ems for organ1zat1ona]

. procedure The second component procei ral standardlzat1on o

‘hrefers to “the &egiei of s1m1lar1ty over t'me in the

h procedures used for ransactions W1th another‘organlzat1on

: These four components of Aldr1ch’s 1nterorganxzatlonal
.‘_analys1s may be used to expla1n the relatlonshlps ‘that ex1sth

‘"between the organ1zat1dhs that comp1le the organ1zat1onal ;

Sy
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One of the sub-problef areas of this sjudy will be to
1dent1fy the organ1zat10ns that comprtse the orgahtzatton
. set for the voluntary sport group These relat1onsh1ps W111
be exam1ned in terms of Aldrlch’s four components | |
formal1zatton 1ntens1ty, reC1proc1ty and standardtzatton A
better understandtng of these re]attonsh1ps should he 1p:
increase knowledge of the fugcttontng about the vo]unteer o

sport organ1zat10n

. .
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\Chapter Il

" 'Methods and Procedures

A. The Selection of the Voluntary Sport Organization
S1nce the purpose of this research was. to undertake an

-organ1zat1onal analys1s of a- voluntary sport organ1zat1on

~ one of the Ttrst tasKs in the study was to selsft an

appropr1ate organ1zatlon Several factors were cons1dered in

'th1s process Frrst the organtzat1on had to be one wh1ch

exh1b1ted a fa1rly h1gh level of developmeht Slnce one

Al

bureaucrat1zat1on a new or relattvely undeveloped

aspect of the research study was concerhed w1th
organtzatlon would not offer the opportunttles to examine

the process of bureaucrat1zatlon ‘as’ would a more developed

¢

t organ1zat1on Second because one of the sub problem areas"l

to bé 1nvestlgated/related to gender 1nequal1ty,jth‘"

"‘organtzatlon had to be one that appeared oh the face of. 1t

‘ to allow equal adcess tB’both genders For example' box1ng,_>'

because it 1s pr1mar1ly a male sport, and synchron1zed

sw1mm1ng, because it 1s pr1mar1ly a female sport would npt
' )

vihave been suitable organ1zat1ons to study S1m1larly,.s1nce f.ff

- study‘was concerned the organ1zat1on had t be one Whlch

class 1nequal1ty was one of the sub proble;j w1th Whlch th1s

3.ostens1bly was open’ to all soc1al class levels 1 e ' yacht
'vv"‘racmg @r polo would not have been good chozces' -
F1nally, the level at wh1ch the organlzat1on operatedo
ti;e{;:1nternat1onal, natfbnal provanCIal or local had to

108

.
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be decided. The latter decision was the first and probably
the easiest one to make. International and national level
,voluntary sport organ1zat1ons were el1m1nated because it was
felt that interviewing appropriate personnel from’these
organizations would be extremelyproblemat1c. Of the |
remaining levels of organlzatlons,‘inter-proVincial,"?
provincial, fegional and local, the provincial level was .
seen asvthe mos t appropriate for several reasons. First,
provinCial level voluntary sport organizations‘aré large L
enough to have a relat1vely well developed organ1zat1onal
structure yet not SO large that data collect1on woqu prove
~a problem. Second, the membershtp of prov1nc1al level
organtzatlons showed some degree of stab1l1ty that may not
have been found at the lower levels Flnally, and probably
most 1mportant my . own 1nvolvement in sport as both an
executlve of a sport organ1zat1on and as a consultant for a‘
large number of prov1nc1al sport organ1zat1ons, prov1ded me
‘w1th a good Knowledge of the dynam1cs of this level of
‘,organlzatlon o [, - W

In addres51ng the quest1on of wh1ch voluntary sport

. organ1zat10n to choose at the prov1nc1al level several were""'

‘cons1dered Two seemed to fit the cr1ter1a prev1ously
'ment1oned These were The Alberta Badm1nton A55001at1on andd;
The Canad1an Amateur Sw1mm1ng ASSOClatlon, Albeﬁta Sectlon

{After cons1derat1on of both 1t was: dec1ded to select The
wﬁéCanad1an Amateur Sw1mm1ng Assoc1at1on, Alberta Sect1on A.

Ed

'j[CASA(AS)] There were several factors that led to thls L
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decision. First, the CASA(AS) has been egtablished longer
than the A]bérta Badminton Association. Secondly the
CASA(JS) is generally considered by individuais
knowledgeable about Sport, to be one of the best organized
sport groups in Alberta.ana possfbly Canada. Tﬁ?éfis
evidenced‘in several ways, for example the size of its

| budget, the scope and quality of programs it runs, and the
quality of athletes, coaches, officiéls and admfnistrators
who are members of the organization. The third reason for
its selection was tﬁat swimming was felt to be a more widely
practiced sport than badminton. Finafly it was a sport in
which both Canada and Alberta had athieved a fair amount of
success. It was decided, nevertheless, to utilize the

Alberta Badmintoﬁ”Association for the pilot study for this

research.

B. Research Methods and Data Gathering Techniques Used in

This Study

Once the selection of the voluntary sport organization

had been made an appropriate reggarch method had to be
selected. Of the three class!g£§530cia] research methods,
the case study, the survey and the expériment fhe first
ment ioned was obviously the most logical to use in this
dissertation.
/ The purpose of’thé case study is to observe a sample
group, (in this research the group being studied is the -

CASA(AS)), at one point in time and to describe the
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'situetion that exists. Case studies may be of two types
" historical or curEent.,Historical‘case studies are |
under taken employing secondary data, i.e., already existing
information. Current case studies are undertaken employing
primary data, but not of a survey Kind. In this case study,
because i{ examihed the development and present state of the
CASA(AS), both types of approach, historical and current,
were used. Twe data gathering techniques were used to
collect the information_requiredgfor the study. For the
historical aspect of the case study the technique used was
the acquisition of organizational documents. For the current
case study the focused or unstructured interview was used.
Since, f&r the most part: the research focused on the
current situation in the CASA(AS) the focused interview
comprised the main data gathering fechnique. The interview
is one of the most popular and productive tools in social
sciencew Madge supported this when he pointed out that

" What social scien@ists are interested in are people,

and if you want to find out something about a
person, surely the best way is to ask...(1965:162).

Of the several types of interviews one of the most useful -
forms is the focused interview. The focused interview

d1ffers in several ways from other types of intervTews.

These d1fferences made it the mos t appropr1ate type of .
interview for this study. First the people who are
_interviewed/"are Kpown to have been involved in a particular
situation”. In thie study the common situation was the

interviewee’s involvement in a voluntary sport.organization.
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Second, significant aspects of the situation had undergone

prior analysis by the researcher. Merton et gi. explained

the advantages of this:

Equipped in advance with an analysis of the
situation, the interviewer can readily distinguish
the objective facts of the case from the subjective
definitions of the situation. He is thus alerted to
-the patterns of selective response. Through his
familiarity with the objective situation the :
interviewer is better prepared to recognize symbolic
or functional silences, distortions, avoidances, or
blockings and is, consequently, better prepared to
explore their 1mpl1cat1ons The prior analysis thus
he Ips him detect and to explore private logics,
symbolism and spheres of tension. It helps him guage
the importance of what is not be1ng said, as well as
of what is being said, in successive stages of the
interview.

Iy Finally, prior content or situational analysis

facilitates the flow of concrete and detailed

reporting of responses. Summary generalizations by

the interviewee means that he is:.presenting not the

raw data for interpretation but the interpretation
 itself(1956:4).

The prior;analysis in this study waé facilitated by
severai factors. First,'the research work that 1 had
previously carried out in this ar;a. although descriptive,
had provided me.with a basic understanding of the
. sub-problem areas to be addréssed. Second, my prior
involvement as a past exegytive member of a voluntary éport
organization and as a consultant fbr a large number gf |
voluntary sport organizations had givén me insights into the
probfems of such groups. Third, my anolvement in teaching
and research on voluntary sport obganizations had enhanced
my knowledge of the nature of thgse organiiations.

Based on these areas of prior analysis an interview

'gUide'was prepared. The third criterion used by Merton et
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al. for‘differentiatihg the focused interview was related to
the fact that a guide which would lay out the major areas of
inquiry for the sfudy could be prepared. The interview guide
which waé used in this research will be outlined later in
the chapter. ) |

The fourth item identified Gy Merton et al.(1956:3)
relative.to the uniqueness of the focused interview was that
the interview "is focugéd on the subjective experiénées‘of
persons exposed to the pre-analyzed situation iﬁ an effort”
to ascertain their definition of the situation”. In this
study the people referred to are members of a voluntary
sport organization and the situation was thejr involvement

in that organization. ‘ “ -

r
B

As well as obtaining data from focused interviews with
individuals involved in the volunfary sport organization
this study alsb utilized organizational‘documents to obtain
data for the historical aspects of the cdse study.
Babbie(1979:234) pointed out that possiblé resources for
this type of data are bqoks, speeches, fetters,
constitutions and so on. The collection of documents ié a
particularly -suitable déta gathering technique in the study
-of organizations, especially those involved with government,
since.fherebis often a large amount of this type of

material. It allows researchers to determine who said what,

“ —~

to whom, when, sometimes why and with whatggonsequénces.glt
also enables a researcher to study‘the changes that have
occurred in~organizations by studying the records, such as

@
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minutes and‘reports. which are kept on these changes.

Oncé the data were obtained through these two data
gathering techniques they were subject to content analysis.
As Babbie(1979:234) notes, this type of analysis “may be
appTied to virtually any form of communication”. Stnce all
the data available in this-study were obtained‘through

either written or verbal communication, content analysis was

seen as a useful method of analysis. .

C. Advantages and Disadvantages of the Focused Interview
Technique as a Source‘of Data Collection for this Study
With any method of obtaining data there are always
certain advantages and d1sadvantages to its use It is
important to conswder both these factors and how they may
influence the part1cular research betng undertaKen

One of the ma1n advantages of the focused 1nterv1ew as
; research tool is that it al]ows the 1nvestlgator to obtaln
information about»reacttons and responses.to_var1ous past
events. If the researcher is not able to_be‘present‘at these
events this is often the only wav in whioh_théy’can,gain
information. Also by brobingmthe'situation surrounding the
events,,the interviewee's reaction to the}eventvand thetr‘
ensUingractions, an interviewer is able torgrasp something
. of'the'sooialnsigniftCance of-the'event.‘S{hcelthis study
considered the deve lopmenit and subsequent bureaucratiZatton"
of a voluntary sport organ1zat1on and because th1s requ1red

. .1nformat1on about events wh1ch occurred over the per1od of

. l
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the last fifty or siXty years, it was considered that the
focused interview was thevappropriate tool for the
attainment of this information. Also, the. focused interview
allows the researcher to‘obtain a wholly representative’
.selection of subjects. As a resu]t of the fact that
arranglng and conductlng focused 1nterv1ews involves
personal-1nteract1on résearchers are mqre llkely to get a
posltlve response to their’ requests for data than they wou]d
w1th an impersonal 1nstrument such as a quest1onna1re Stnce
’-"1t'was important in th1s study. to get a good _' |
representatlon from people who had been 1nvolved in the
organ1zatlon at d1fferent time pertods the 1nterv1ew was
seen as an appropriate tool. | )
Another advantage of the focused TntePVIQW as a
research tool 1s that it generally y1elds more data than
other survey research 1nstruments There are several factors
.wh1ch fac111tate th1s 1ncreased data accumulatlon F1rst
focused 1nterv1ews usuatly have a h1gher response rate than,‘
.iother survey research 1nstruments Babbve(1979 338) " po1nted
}Hout that a proper]y des1gned and executed 1nterv1ew survey
\ought to ach1eve a completlon rate of at- least 80 to 85
percent Second focused 1nterv1ews for the most part do
not restrlct the type‘of questtons that can be asked and N
J therefore the type of- data that are obtalned In add1t1on e
focused 1nterv1ews a)low people to respond better to the |
‘questzons posed and there 1s less llkelthood of "don t

knows" or no answers" Dne of the reasons for thls is that

<t e ‘ ;
| !
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. the intervtewer is present wtth-the‘respondent and they can
1nterpret and correct m1sznderstand1ngs about questions, and
.'also they can probe for more 1n depth answers The fanal |
factor wh1ch facilitates' the attainment of .a’ maxtmum amount

N
' of data in the, focused 1nterv1ew is the fact that this type

of interview may be cons1derably longer than other survey
'.»research 1nstruments for example the quest1onna1re or o
telephone survey While a respondent may be willing to be
1nvolved 4dn a 1 1/2 hour 1nterv1ew it is unltkely they wou]d
' complete a questtonnatre or be 1nvolved in a telephone
~survey of thts length.‘Gtven that it was deslrable_to\gain
ias much data on the sub-problem‘areas as possible the:; |
" interview once'again‘appeared to be an appropriate.tool.
‘The final advantage of'the.fOCUSed'interview technique
'15 the fact that it allows the researcher to make
observattons about'the 1nterv1ewees In this study many of
~ the interviews were‘condUCted in the respondent § home or
‘place of work whtch made it p0551ble to draw some :
-conclus1ons as to whtch soctoeconomlc class they belongedut -
tAlso 1n thts study soine of the quest1ons asked were

con51dered by some people to be "t0uchy". consequently,'

‘observatlon of the 1nterv1ewee(1 £ the person betng

- _1nterv1ewed) when these quest1ons were asked ytelded

51nformatton whtch supplemented the verbal response |

| ‘As’ Well .as the advantages that the focused 1nterv1ew

| s1tuat1on offers there are also a number of d1sadvantages
flthat need to be con51dered Ftrst there may.be a probleml.‘

LN A
. S .
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with the fact that it is sometimes difficult to check
interview data for validity because they may;not be

§ ver1f1able i.e., the information given by“the respondent
has to be taken at face value It was acknowledged that this
was a concern for this study but not one which was
insurmountable, since thevquest1ons asked to all respondents
‘were very simitar and repetition'would hetp-verifytthe_‘ T
tnformation obtained. Also, the content analysis of |
.orgadtéational documents was used asra method»of verifying ;
data Another problem w1th focused 1nterv1ews is that as
'well as y1eld1ng the requ1red data they can also generate a
certain amount ‘of what Burton(1976a) terms "dross”, i.e.,
Q"mategyal that is irrelevant to"the'researChhobjecttves"

_ AIthough th1s 1s a problem it can be . prevented by sk1llful
interview techanues, also if dross ‘1s generated 1t can be

el1m1nated through systemat1c content ana]ysws Focused

1nterv1ews can also be problematlc in that if data ‘are

. requ1red about past events, as was the case w1th this study,

people [ recollect1ons of these events may not be totally
rhaccurate ‘Problems of th1s nature can be overcome by
F“comparison and subsequent ver1f1cat1on of data from several
7£sources e, g other 1nterv1ewees and organizat1onal '
Alfdocuments e | ;

| A maJor problem w1th focused 1nterv1ews 1s that- the
,fresearcher may exper1ence react1ve measurement error.,
H’Burton(1976b) exp1a1ns th1s as’ "errors derlved from the

reactions of research subJects~and 1nvest1gators to each
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: other;. These errors may'take several forms some of which.
‘haye reTevance for this study. For’example, "the guinea pig
‘effectﬁ where subjects because they Know they are.being
‘1nterv1ewed feel they must make a good 1mpress1on and
consequently may not respond truthfu]ly Th1s type of - effect
can be part1a11y el1m1nated through guarantees of anonym1ty

but 1t is difficult to totally remove its 1nf1uence Another

)v\

-'1nterv1ewee generated type of reactxve measurement error
Bur toh terms ' subJect role select1on because:

an 1nd1v1dua1 is aware that he [she] is part of a
research .process, he [she] is forced '(consciously.or
subconsc1ously) to formulate. his [her] role...it has
been shown, for example, that interviewees will give
~the Kinds of replies that they think 1nterv1ewers
will expect of them(1976b)

Again th1s type of problem is difficult to overcome;
’«guarantees of anonym1ty and- putt1ng the 1nterv1ewee at ease
both help-reduce the effect bUt_It is doubtful that it can
}ever be totally e11m1nated

3 As well as the 1nterv1ewee causwng "%eactlve

: measurement'errors., the 1nterv1ewer,can also be responsible

for theSe- Particutarly with a teChniqUe‘such as the focused‘

interview the 1nvest1gator may 1f he/she is not careful
' hrough their dress ‘mode: of speech or manner1sms. 1nf1uence
the responses they obta1n As w1th other types of reactive

’measurement error th1s is d1ff1cu1t to totally e11m1nate and

. one of the best ways to reduce it is by an awareness on the _f

\

part of the 1nterv1ewer of 1ts ex1stence

Another problem of focused 1nterv1ews is, that they are

'-costly both 1n terms of time and money The actual t1me to

o
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‘conduct a11~fh¢ interviews in this étudy was jn fhe region
of 80 hours; however, the time to arrange the interviews,
traJeL to conduct them and organize matgrial was.
consjdérably more. - In terms of the economics Qf,the focused
interviews thié}too was a problem. The cost of travelling to
the intérvie,w sites, meals and accommodation were in the
’region of $600.00. The greatest cost was in terms of
transcribing\the interviews, thjs was approximate]y'z -
$1200.00.,A1though these factors of timé and_mohey were a
problém‘for thjs study(Ihey were not ones which could not bé
‘ overcone . | ‘

" A final way in which the focused interview can be -
pnobﬁematiq is that it is not as ahonyméus as other shrvey
research instruments. While this was seen as somewhat of a
concern for,thié\study all respondents were guaranteed
ahonymity and théy'were also informed ‘that they could refuse"
‘‘to answer any questions théy wished. No one r;fused to
anéwer{thequeStﬁons posed to thém.“

{ ATfHough it was ackhowledged that the'fécused ihterviéw
techn1que did yield some of the problems outl1ned above, its
'advantages over other methods for this type of study were
'many, Consequently the_1nterv1ew in its focused or »
unstructuréd form was the.main data gathering tool for this

1]

study.'
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D. Advantages and Disadvantages of the Collection of

Organizational Documents as a Data Source for This Study

As is the case(With the interview technique, there are °

both advantages and disadvantages associated withAthe
collection of organizational‘documents as a data source.
Probably their greatest advantage is that they are cheap +in
terms'of both economtcs and time. As long as the researcher
can gain‘access to the material to be studied the research
can be undertaken on a relatively small budget. Given that
the other data gatherigg tool, i.e., the focused interview,
had proven to be“a‘SOmewhat costly methodology, the
cheapness of acquiring organizational‘documents served to
enhance.its appropriateness for this'study. As wellras betng
cheap Babbie(1979:252) suggested that organizational |
'documents are also a safe form of data. ThlS may be taken to
mean that if a researcher finds it necessary to repeat part
of a study this is more feasible with organizational
documents than with some other’ research techn1ques

o Organ1zat1ona] documents are also part1cular1y useful
for historical case studies. in the sense that, prov1ded -some
sort of records were kept they allow the researcher to
s tudy any part1cular time per1od In light<of the fact that
th1s study required data from the 1920’ s and 1930’s and

since many of the key actors from th1s per1od were found to L

be deceased ex1st1ng organxzat1ona1 documents proved to be

, aiuseful datafgather1ng tool.
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tThe methodology‘also has the advantage of being one of
the most unobtrusive research techniques. Unlike the focused
interuiew where "reactive measurement error” is high in
" collecting organizationa] docupents the researcher seldom
has any effect’on'the‘itemslof study.

The disadvantages of the use of organizational
documents as a data source ma1n]y stem from the fact that
the1r use is dependent upon their avax]ab111ty and the fact
that the informatiéh available is limited to that which
exists in recorded form. This was somewhat of a problem in
vthis study given that voluntary organtzations are not -
usually'the-prolific record keepers that organizationS-of a

profit making nature:are.fWritten documents on the early

\\

'-‘days of the voluntary organization were scarce. Consequently
) jn sources of data on this time period were from the
:1v1duals who wer;'still ]1v1ng and who had been

h in the organization’s early days. ft should be
;; however , that the absence of'data on. the
;n1zatlon ‘S early days may also tell. a researcher S
f;th1ng about the 1mportance of record Keep1ng for the
;Q1na1 members B

j Another dlsadvantage of organ1zat1onal documents as a
?Jata source is that the lnvestlgator 1s faced w1th ‘a h1gh

“uate As a result of the fact that t e documents

| eusualty contain 1nformat1og that 1s nottne ded by the
‘vresearcher}’he/shejis often faced withha-l_rgeitime:

‘/commitment»to sont“thefrelevant'frOm‘thetjrreteVant;'
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A final disadvantage that may occur with organ1zat1onal
documents relates to the fact that as they are secondary
data there could be problems with rel1ab1l1ty and validity.
Since much of the data in th1s study were verified through
compar1son of different documents and through interview data
this was not seen as a'major problem. In spitekof.some of
their shortcomingssorganizational documents are a

particular]y‘useful source of informat ion about

organizations, esbecia]ly their past, as such it way felt

these type of data were appropriate for this study.

E. Pilot Study for the Collection of Intervtew Daté
A-preliminary~interview schedule was developed during
the months of October and November 1982. The topics covered
in the Interview Schedule related to'the'subjprob1em areas |
previously outlined in this study. Dufﬁng late NoVember‘and
eac]y December 1985'se9en memberS‘of the Alberta Badminton ¥\
Associdtion were tntervfewed using this schedule. Data
“obtained from the focused.interviews.were discussed with
members of the d1ssertat1on supervnsory committee and based
’on their recommendat1ons and other related factors 'tHe_
interview schedule ﬁaévmod1f1ed;to the form‘1n whych it

. .appears here.
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F. Topics Addressed Through the Interview
The themeszto be covered in the focused interview dealt
.primarily withrthe sub-problem areas of the study. These |
were concerned with: |
. the bureaucratizatton of the volunteer sport
organ1zat1on
2. the man1festatlons of bureaucrat12at1on that are
apparent 1n the volunteer sport organization;
?3. the consequences of bureaucrat1zat1on in the volunteer
>5port organlzat1on ‘ ;
4. the reasons for the existence of gender inequality in
thevvolunteer.Sport organization;
5. the reaSonS'forlthe existence of class‘inequality the in
volunteer sport. organ1zat1on
6.  the ways in which people and/or organlzatlonal sub- un1ts
K ~acquire power p051t1ons in the voluntary sport
organization' | L |
7. the. reasons for the'central1zat1on of power in certa1n
| geograph1c areas, and‘ |
8. .the other organ1zatlons w1th which the volunteer Sport ,
organization 1nteracts and how these influence the
volunteer sport organlzatlon

In add1t1on, 1nformat1on was: sol1c1ted which provided some ’

¥

L blograph1c and demograph1c data on the respondents.

The top1q areas are listed in the follow1ng chart and |

.'they.are broKen down 1nto the sub areas that were addressed
0

'dur1ng the course of the 1nter¥Jew 1t should be noted that i
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the essence of fhe focused interview lies in allowing the

respondents to pursue the topic areas at their own pace and

in their own’manner. It was not necessarily the researcher’s
intention to address the topic areas as they occurred in the
chart below. What this type of approach sacrifices in
precision it makes up for in the richness of detail that 1is
subsequent ly obtained. The following'QUestions were posed to
each of the people interviewed. As noted, no standard
ordering of the questions was used but every attempt was.
made to get an answer to each question.

1. Subject’s knowledge about the history and deve]opment of
the Canadian Amateur Swimming Association, Alberta
Section.

a. .Do you_Know~anythin§ about the hisiory of the -
CASA(AS) for example: how it was started, who were

the key figures in its format1on what was its

initial role?
b. Could you outline to me, dur1ng the course of your

. " involvement in the CASA(AS), how the organization
has developed and what changes have 'taken place in
it?

c. In your opinion what have been the major events in
the development of the CASA(AS)?

d.. What is your opinion of the changes that have taken
place in the CASA(AS). How have these changes
affected swimmers and the sport of swimming?

2. Subject’s know]edge about the man;fe§%1ons of
bureaucracy that currently exist in the CASA(AS).

a. Personally Free
1) During what time period do you conduct most of
the work you undertake for the CASA(AS)? '

- 2) In what place (home, office, Percy Page Centre,
etc.) do you conduct most of your CASA(AS)
business?

3) Does it cost you money out of your own pocket,
to be a member of the CASA(AS)?

4) In addition to your cqntact through swimming do
you socialize with other members of CASA(AS?7

5) In regard to the preceding four questions how
have these situations (i.e.,  the time period you
conduct your CASA AS) work, $the place you



conduct the work, your personal cost, and the
people you socialize with] changed during the
course of your involvement in the CASA(AS)?

Hierarchy of Offices

1) In what way does the president of the CASA(AS)

. convey his official requests (e.g. a new policy
regarding the eligibility of swimmers) to the
individual swim club members?

2) In what way would the president of the CASA(AS)
seek input into the making of such policy
decisions?

3) If a swim club member wished to appeal the
decision of a member or a committee of the
CASA{AS) what steps would he or she take?

Function of Offices

1) The CASA(AS) provides job descriptions for its
executive officers, Qhave you ever seen and read

_ these job descr1pt1ons7

2) Do you know what the official function of your

. positign is ?

3) Do you know what the official function of the
other executive officers is?

Appointed on a Contract
1) -As a member of the CASA(AS) have you, at any
- time, in relation to any role you have been
involved in, ever signed any type of contract?

2) Do the officers of the CASA(AS) have a set term
of office for which they are elected? Is this
adhered to?

3) Has the organization ever discussed the idea of
having a contract for its officers?

*

Professional Qual if icat ions

1) Could you briefly outline to me your current
employment position and a little of your
educational background?

2) Could you briefly outline to me your past and/or
present involvement in sport (both swimming and
other sports)?

3) What qualifications have you received in the
various aspects of swimming with which you are
involved ?

Money Salary .

1) Do you receive any salary or honorarium for the
role you play in the CASA(AS)? .

2) Do you receive any compensation for travel,

: meals, accommodations, etc.?

3) Do you know how much th1s is for each of the
different areas?
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Sole Occupat ion

1) How many hours a week do you feel you spend on
swimming”?

2) How many hours do you spend on your paid work?

Career Structures

1) Could you «outline to me in chronological order
what position you have held in swimming since
your first involvement in it?

2} Why do you think you have been able to move up
to the position you are now at?

Non- Appropr:atlon of Past

1) Is there any method in the CASA(AS) by Whlch an
executive member can nominate his/her successor?

2) How do people get into executive positions on
the CASA(AS)?

Disciplinary Control

1) How are officials of the CASA(AS) disciplined
should the need arise?

2) Does action of this type occur very often?

In regard to the last series of questions do you
feel that any of these things are changing in the
CASA(AS)?

Consequ%nces of Bureaucratization

What changes do you feel are going to occur in the

a.
CASA{AS) as a result of the direction in which the
organization is moving?

b. What do you feel about these changes that you
believe will occur, are they good or bad for the
CASA(AS)?

c. What effects will these changes have on the sport of
swimming and its participants?

Class Inequality . C o

a. What attributes does it take to be an executive
member of the CASA(AS)?

b. Which occupational background do you feel the
executive members of the CASA(AS) come from?

c. What type of background do the swimmers come from?

d. Are the members of the executive then representative
of the participants in swimming? -

e. Why do you think this discrepancy exists?

f. Do you see this as being beneficial to swimming?

g. Does the CASA(AS) have a responsibility to get a
broader. range of people involved in the R
administration of swimming?

h.

If so. how should it go about do1ng this?
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Gender Inequality

a.

Over the period of the past 20 years in CASA(AS)
there has been one woman president, more men than
women on the executive and a preliminary
investigation shows that in regard to husband and

~ wife teams in the organization the husband usually

stays involved longer. Why do you think thig is so?
Do you feel there is a role for women as officers of
the CASA({AS)? .

Is this role different from the role men piay?

What prevents women from becoming high level
officers or having long careers with the CASA(AS)?
Should the CASA(AS) do anything to increase the
involvement of women. in the organization?

What could it do? ) .
Has the organization ever talked about doing
anything 1like this? ‘
How does someone get to be an officer of the
CASA(AS)? ‘

1

Power Acquisition -

Y]

Qoo

In your opinion who are the most powerful people in
the CASA(AS)? (May define power.)

Why do you feel these people are powerful?

How do they get to be powerful?

Is their use of their power beneficial to the

‘ CASA(AS)?

Centralization

In which geographic areas of the province do4you

a.
feel swimming is thekmost power ful? } '

b. What do you feel is the reason for these areas being
powerful? _ .

c. Do you feel that this concentration of power is good
for swimming? ,

d. What, if any, efforts is the CASA(AS)- making to
promote its programs in the smaller urban and rural
areas ? .

Environment

a. In your role with the CASA(AS) what are the main
organizations or individuals with whom you deal?

b. What are the reasons for these associations?

c. How frequently do you meet these associations?
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G. Selection of the Interview Sample and Collection of
Interview Data

The sample to be used for the‘daia collection came from
executive mehﬂers and key personnel involved in the Canadian
Amateur Swimming'Aésociatfon, Aiberta Section. Essentially

the sample cbnsisted of two groups of people. The first was
"the historical group”. comprised of individuals who had
been involved in the orgahization in its formative years of
the late 1920's, early 1930's and through the period brior
to its incorporation in 1863. The seéond groupF termed “the
“modern group", consisted of key pedble'who had beeh involved
in the organization gince its formal incorpopaiion.

In regard to the former group the saﬁplé interviewed
was'comprised 6f nine people. The sampie was essentially "an
oppor tunity samble". i.e., duelto the fact that-many of'the
people whose names appeared on earlier récords were
deceased, living in distant pafts of the world, or were not
locatable, the péople”interviewed were all the onlyudnes
-available. Although this was somewhat of a problem fof
obtaining data about certain periods of the oﬁganization’s
development, no solution to the problem was available,

‘except for the fact that records did help fill some of the
voids that existed.

tThe modern group" were selectéd in a more systematic

manner; THe_sampling frame was developed using:the.list of -
aftendees/at every annual general meeting of thé |

organiZation since its incorporation in 1963. As a result of
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this process a list of abproximate]y 600 names wene
genefated. From the 600 rrames on the list it was felt that
it was essential to take only those peopﬁe who were the most
knowledgable and most involved in t e organ1zat1on A
'dec1s1on was made that those 1nd1v1duals who attended two or |
less annual general meetings'wou]d not have the 1ongev1ty of
involvement that would normal]y allow them to-become
thoroughly involved in the organmzat1on As a result the
Iist was redueed to 62‘peop1e. Again a deciejbn was made‘
that 62 peopTe were too many to {nterview‘thdroughly. To
further reduce the list several other factors were taken
into account F1rst the pos1t1on an 1nd1v1dual had held and‘
the length of time he or she had been in this pos1txon were b
considered. Second, the freguency -that an 3nd1v1dual S name
appeaned in minutes, reports etc. was taken into account.
Finally, 1nformal discussions were held w1th the |
organization’'s executive director: and one member who had
been heavily 1nvolved_1n the organ1zat1en since 1ts '
incorporation' Based dn'all df~these factors,'QS people were |
selected to be 1nterv1ewed These combIned w1th the nine
members, of "the h1stor1cal group gave a total sample of 34.
The sample conta1ned all the 11v1ng pres1dents since- the
‘1ncorporat1on of the CASA(AS), all the current board o
members, and seVeral 1nd1v1duals who had held key pos1t1ons
dur1ng the last twenty years.

The 1nterv1ew1ng process began on February 17th 1983.

Each person in the sample was phoned and anrangements,werefn
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made for the .interview. At the interview, the purpose of the
study:was explained and 511 respondents were assuréd. of the
conf1dent1a11ty of their conversat1on The schedule
prev1ously out]1ned was usedbto gu1de the focused 1nterv1ew
and dependtng on the respondent, -1.e.,‘whether they were a

. member of "the historical group orkfthe modern group”,
‘certain aspects of the schedule were stressed. All.
respondents were asked if they minded_the jnterviews being
taped and none obJected The:intervtews varied'in Iength

from 35 m1nutes to 2 1/4 hours and all 34 were completed by-

May 4th, 1983.

H. Co]]ect1on of 0rgan1zat1ona1 Documents

Much of the documentation utilized in this study was
‘obta1ned from the ExecuttCe 0ff1ce of The Canadian Amateur
Swimming Association, Alberta Sect1on.-Also, when
individua]Sdin thevsampleiuere interviewed’they_were asked .
“if they had any documents that woutd-bé useful t0'the study.

Several 1nterv1ewees provided materials and these combined

, w1th the organ1zat1on s records provided the total data

- source of documents The mater1als that were used in th1s

study were, as follows } e

1. All minutes and reports from the organ1zat1on s annual»
Ageneral meetlngs for the years 1934 to 1982 (the years
11956 1958 inclusive, 1960,_and 1963 1965 1nclus1ve were
'not ava1lable) .';'\ ; |

2."M1nutes of all Execut1ve Counc1l (later Board of
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'Directorsf'Meetings from 1967 to 1982 (the minutes'for
meet1ngs he 1d danuary 9th, 1871 and February 19th, 1982
were not ava11able)

3. ThevConstltutlon of the Canadian Amateur Swimming
Association; ‘A

4. The By-Laws of the Canadian Amateur Swimming
Associathn; Alberta Section;. ,

5. The'Standing‘Orders_of the Canadian Amateur Swimming
A55001at1on Alberta'Section

6. -The Alberta Coaches Counci l Handbook

7. M1scellaneous_reports organ1zat1ona] documents and

| oorrespondence:‘f' : o \> .

.8, Rule books, officials’ exams, score cards, etc.;

-9.. Miscellaneous press cuttings.

- 1. Treatment of the Data |

._anh'of'the 34ffooused“interyiews'were transcrﬁbed
yerbattm from the tapes, which resulted in apprOXimatety"
1, 200 pages of 8 1/2 x 11 1nch double spaced typed text. All
1nterv1ews were" photocop1ed and one copy was kept for
. reference The organ1zatlonal documents were sorted and‘

placed in chrono]og1ca1 order 1n b1nders

J. Content Analysis of the Data |
The data obtained from the'focused interview and from
v_the organ1zat1onal documents were analyzed us1ng content

-analys1s Babb1e(1979 240) suggests two forms of this

'
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process, manifest content analysis and latent content

analysis. Burton and Dale suggest the difference between the

two is that: Fag

L,’ .
the former approx1mates the type of analys1s applied
to standardized questionnaires, consisting of counts
of words, phrases and terms that have been judged as
central or critical to the issue at hand. It
reflects a QUest for numerical objectivity in the
-analysis, but. in so doing it negates to a
considerable extent the richness’®of detail that-is
obtained through the unstructured interview. Latent
content analysis, in contrast, requires the review

- of an entire paragraph or secticn of the transcript
in order to identify its major thrust or intent. It
is a means of discovering the subtleties and
under lying depth of meaning in any

communication(1984 forthcoming).

Manifest content analysis is concerned with specificity
of understanding and as such it g1ves high rel1ab111ty It
has d1sadvantages however in terms of va]1d1ty In contrast
latent content analy515 is concerned w1th depth of
tandinhg. It’“emphasxzes ‘the desire for va11d1ty and
the need assure that the parttcular measure that 1s
; ehployed refle S accurately the true meaning of the
phenomenon under s udy" (Burton and Dale, 1984’ forthcoming) .

 The nature of fis study\was to use Burton’ s(1981)

[

terms "exploratory and indicative rather than definitive and

"representative". That is tofsay 1 : purpose was to explore

‘how and why certa1n phenomenon occL red in a voluntary spor t
-organtzat1on rather than. spec1f1call defining these -
phenomenonvandjmeasurjng 1nc1dences-ofd eir occurrence.. As
an “exploratory and‘indicative"'study thts_

therefore placed greater emphas1s on a. depth
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analysis was latent analysis.
Through this process informatlon on each of the

~ sub-problem areas was extracted from the two data sets, the
focused interviewsAand the organizational documents. The
information was xeroxed and pasted onto blank sheets and
filed under the appropriate sub-problem areas. When both of
fthe twordata sets had been analyzed the subjproblem files
were examined indiyidually and a‘series of reference notes
and.an indeX was made for each. As each section of the '
| results of the study was being written the file-was reread.
add1t1onal notes were made and these comblned w1th “the

| prev1ously deve loped notes and 1nde£bs formed the bas1s for

the text.

K. Summary .

" In summary, "the study. used the case s tuidy method of
research and tuo data gathering technlqueleere employed A
the focused 1nterv1ew and the acqu151t1on of organ1zat1onal

documents .The rntervxew~schedule was developed around the

.. sub- problem areas of the study A pl]Ot study was conducted

T

to test the interview schedule. Thﬂrty four 1nterv1ews were
conducted with past and present CASA(AS) members A varwety
of organ1zat1onal documents were collected, these coyered
'the‘period 1934 tq}1983..All'interview:data and organization~
documents were analyzed for contentiand grouped accorddng to
their relevance to.the sub-problem;areasiflhis material was

y v » o
‘then used to develop the results section of ‘the study.



Chapter 1V

Results and Discussion

A. Introduction

The purpose of this chapter is to report the results of

the anatysis of data. More specifically the chapter will

present information on the seven sub-probliem areas that were

o

outlined in'Chapter I. HOwever, prior to the presentation of
resuttst a.brief description of the CASA(AS) as it presently
exists, will be given. Jt was felt that this approach would
help readers of this dlssertat1on to situate the ensu1ng
results in a more meaningful perspective.
The CAISA(AS) 1983 )

4&he Canadian Amateur Swimming Association, Alberta

Section is the provincial sport governing body rebponsible

- for competitive ewimming-in Alberta. The. organlzat1on is

divided into a Northern and Southern reg1on and has 32
y member clubs It is run by a board of ten d1rectors and
' employs two full tjme and ane part time staff. The staff

‘work out of an off1ce wh1ch is located in St Albert One- of

v,

the organlzatlon S funct1ons 1s to ‘eglster all compet1t1ve
sw1mmers Currently there are 1,661 year round swimmers who '

are members&Bf the organ1zat1on The organ1zat1on has an

‘ annual budget of $256, 900. 00

T

132
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B. The Bureaucratization of the Canadian Amateur Swimming

ciation, Alberta Section

jvo 1875 swtmming in Canada Was maihly of a

a1 nature. Lindsayl1969'187 and Cox| 19683324 ).
faw attentton to-the fact that compet1t1vearaces were
f'1nfrequent occurrence in this era. They did increase
;f’er in the pertod 1875 1900 but they were malnly held
foronto and Montreal{Jones, 1970: 328) The ftrst

11c1al' Canadtan Sw1mm1ng Champ10nsh1ps were hehq in

| - 1t was not until 11 years later on May ist, 1909\~
li'ithe Canadxan Amateur Sw1mm1ng Association (CASAl was

' formed in Montreal The purpose of the Assoc1at10n.was to
conﬁu;l amateur aquat1cs -- sw1mm1ng, d1v1ng and’ waterpolo
| :f?(dones'1970 332) Its f1rst champlonshtps were

} “tn Hamtlton Ontarto in 1909 | . |

In Alberta compet1t1ve sw1mm1ng ‘also started in 1909
when the Calgary 'Y" held the ftrst Alberta

Champtonshtplealqa;y Albertan, dune 25th 1909l. The'

Champ1onsh1ps,became.an annual affawr-unttl'the outbreaK of
World War 1 in 1914. They were not therdomain.of‘any ’
| prov1nc1;H assoc1at10n 51nce none ex1sted Rather the

respon51b1l1ty for their organ1zat1on was assumed by one of
the clubs that had been set up in Edmonton and Calgary The

prov1n01al champtonsh1ps were resumed after the war w1th

;thel:esponstb1l1ty for host1ng rema1n1ng w1th1n the club

PO
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‘ structure. The events held did not by any means reflect a
complete swimming program In the matn they were an
1nd1catton of the part1cu1ar areas of strength that a given

"~ club had Sw1mm1ng events were usua1ly accompanied by f“

“'c‘r‘“-

) plungtng events neat and fancy dives and a vartetyvof :

\\\500161 act1v1t1es Attenpts were made to alternate- '
prov1nc1al champ1onsh1ps between Edmonton and Catgary ;/////’\##
Calgary, however, had only one indoor and one outdoor pool

and this had the éffect of holding back the development of .

swimming in this city. An extract from The Albertan {March-
17th 1917) exempl1f1es th1s sttuat1on
_— ‘Each year the YMCA teaches hundreds of boys to
swim.
As those yOungsters learn they have no place, to
. practice. The "Y' pool-can accommodate only a
limited number. The Crystal pool is on}y open for a
few months and its ‘accommodation, too,-is limited.
hat is needed are basins in‘the.rﬁver -- at St.
George's Island, at Mewata Park on the Bow, and near
Elbow Park on the Elbow River. -
Edmonton, ‘in contrast had four poo]s by 1925
YM.C.A. indoor pool was opened 1n 1910(dones 1970: 333) and
outdoor pools were built at Queen E]1zabeth ParK(The South
_Slde), 1922; the West End,.1§g3. and Borden ParK(The East
End), 1925 As a result of th}s growth the meets that were.
held in Alberta were mainly held in Edmonton Unt1l 1927 28
there was no prov1n01a1 organ12at1on to govern the affatrs
of sw1mm1ng in the prov1nce or to run any of the proy1n01al

meets. : o

’ i}m



The Formation of the CASA(AS) :(1927-28)

In the 1atter part of the 1920's the Canadian Amateur
Sw1mm1ng Assoc1atton A]berta Sect1on was organ1zed No, ..
actual date of formation is available, although several of‘
the people interviewed agreed that-the date was probably
around 1927/1928. The Key figures in the tormation of the.z%
organ1zat1on appear to have been a famt]y one father and
his two sons. who instructed swamm1ng at Edmonton s three
pools. The Davidsons 2 had drjg1na1]y come from England in
1911. "Pop" Davidson, as the father was affectionately
known, had been a SWimming instructor there "Pop” started
| his career 1nstruct1ng in the Y.M.C.A.’s indoor pool and
when the souths1de pool opened in 1922 it was ‘he who was to
become its- f1rst ‘pool -superintendent. When the West End poo1
opened in 1923 "Pop“ moved over to it and his son Bill took
over at the southside. Similarly in 1925 when the East End
pool ‘opened "Pop” Dav1dson tooK over the main role there and
his other son, Sam, assumed his dutles at the West End Thé
interest that'the Davldsons showed-for sw1mm1ng was
highlighted by seyera]JinterieWees.“dack-bavidSon, Seh/s
~.son, said'ebout his father: Vv é | | |
| ali he was 1nterested'1n\was’théuk1ds sW1mm1ng
He went to the pool at 6:00 a.m. agd stayed until 10

as lon?las there was a Kid in.the water he’ d -

stay there {Interview, May 4th, 1983)

Tony Ross,'anOther former swimmer, in speak1ng of. the famlly

. o

noted:

2The names - used in th1s dlssertat1on to 1dent1fy the members :
of the organ1zat1on are f1ct1t1ous e .
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...they were all very caring people and they loved
to work with Kids and they got great programs going
for them (Interview, March 16th, 1983).

~As well as being "interested” and "caring’ people the
Davidéons were als; competitive and with the growth of their
programs they developed a desire to train faster swimmers.
In turn they encouraged these swimmers to compete in meets
against each gther. It was the general opinion of all those
people interviewed, from this era, that it was at one of‘
these meets that the CASA(AS) was formed. v
The coaches got together in the place where you got
a hot dog and 'a pop, there was a little room off
that and they held their first meeting there(Tony
Ross, Interview, March 16th,1983). -
-Nobody was completely sure of the purpose of the Y
organization and no records of the meeting cauld be
obtained, but it was generally agreed that the provincial
,association would serve to bring some order to the hOStingA
of provincial championships. Whereas in the_past clubs had
held what were termed provincial championships, the pool
super intendents, who also a@égd as coaches, only staged

events in which their swimméi;fwere sure of doing well. The
2o

Davidsons’ idea in helping to form a provincial organization

was that this body would oW allocate a number of provincial
chgmpionshipé to be hosted by‘eaéh club. In this way no
anecessary advantage Wouid be gained by a club sponsoring
championships: :‘ ggl

In addition to the Davidsons there were also ;everal

other key individuals who were invoﬁved with them in the

initial stages of the CASA(AS). The first of these was a man



named Wally Blackwell. Blackwell started his work in
swimming with Bill Davidson at the Southside pool. Like the
Davidsons, he had been raised in4England and emigrated to
Canada. He worked on the pools in summer and the rinks in
winter. He was seen as a caring but very dominant person who
was "strong on discipline”. Ron Vickers. a former swim&er
and coach, gave his opinion on B}ackwell and his type of
discipline:

He was just. He was, 1 guess, what the law talks |
about a wise and prudent father. He treated Kids |
like a lot of kids weren’t used to being treated,
with respect, by their parents, a lot of kids were
but a lot of Kids weren’t, but he was fun. Like for
instance, | remember Wally Blackwell up in the old
118th Street rink by the west end pool up there,
thirty below one night and the shack .after the game
and some guy said shit and he was out in the snow
and his stuff was with him. He had to get dressed in
thirty below, finish changing at thirty below and go
home. 1 can tell you it's a long time before anybody
-said shit in there again. There was a common ly

accepted standard of behavior which is gone... You
know those guys they coached, they looked after
Kids, they were just tremendous...(Interview, March
17th, 1983).

Another of the Davidsons’ followers was a man named
Dick Parker. Like the Davidsons and Blackwell, Parker was
also of British descent. He started working with Sam |
Davidson at the.west end pool. Parker was seen as being
somewhat of a loner. He was a bachelor and spent much of his
time on swimming.}The general consehsus was that Parker
along with Burt démes took on a lot of the administrative
tasks of the CASA(AS). James was primarily associated with
the southside club and Sandy McDonald, a former swimmer from
that club, suggested that he was the first president of the

L



CASAVAS).

I think Burt was the president. he liked that sort

of thing.. nobody else wanted to do it so he would

come along every year and we would elect him, nobody

else would run, he liked it thoughtInterview, March

30th, 1983,

It would seem then that the CASA(AS) was formed
sometime in the late 1920's. with the general consensus of
opinion from those people interviewed being that it was

« ‘ b
probably around 1927/28. The Key people in the association
were a family of a father and two sons who ran_Edmonton’s
three pools. These people also attracted the help of certain
other Key individuals who helped run the affairs of the
association.

In an attempt to examine the formation of the CASA({AS)
we may consider Downs’ (1967) work on bureaucracy and suggest
that the Davidsons may be what he has termed zealots. Downs
sees these type of people as often being responsible for the
formation of bureaucratic organizations. He points out that:

In a vast majority of cases, a bureau starts as the

'result of aggressive agitation and action by a smalil

group of zealots who have a specific idea they want

to put into practice on a large scale(1966:5).

L. -

{.In this case the bureau was to be the CASA(AS), the
zealots thaf Downs refers to were the Davidson family and «
their specific idea related to improving and controlling
competitive swimming in the province of Alberta.
Downs{1967:6) also notes that zealots qualify as charismatic
leaders. Charisma is one of the key concepts in the
sociology of Max Weber. It refers to "a certain quality of

K

an'individual’s‘personality’by virtue of which he/she is set
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apart from ordinary humans and treated as endowed-or gifted
with exceptional powers or qualities(Weber, h13968:48). This
type of relationship is often found to exist betweeh a
prophet and his/her disciples, for example, Joseph Smith and
the Mbrmons or between a leader, like Adolph Hitler and his
followers. In the case of the Davidsons, it may be something
of an overstatement to suggest that the quality they
possessed can be compared to the charisma of either Smith or
Hitler. However, if we consider that charisma is an ideal
type it seems reasonable to suggest that the Davidsons
showed characteristics of this special quality.
The charisma ascribed to a leader or leaders is
dependent, for its legitimation, on its recognition by those
who are subject to its authority. As Weber points. out:
This basis lies rather in the conception that it is
the duty of those who have been called to a
charismatic mission to recognize its quality and to
act accordingly. Psychologically this 'recognition’
is a matter of complete personal devotion to the
possessor of the quality, arising out of enthusiasm,
or of despair and hope(1947:359).
In the case of the Davidsons it is undoubtedly their
enthusiasm, as oppose&"io "despair and hope’ that pulléd
people to them. Tony Ross, a former §yimmer of Sam
Davidsons’ noted:
Sam was the sort of person who would have the sort
of enthusiasm, a personality that makes people work,
tAe two of them [Sam and Bill] were very much the
same(Interview, March 16th, 13983).

George Johnson, another swimmer, commented:
Bill Davidson had all the patience in the world but

he was an excitable, enthusiastic type...when you
did good, he felt good you know but he was always
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nice and a very good coach (Interview, March 22nd,

1983) .
The people that are pulled to.the charismatic leader or
leaders Downs has termed diéciples. In the case of the
Davidsons these "disciples” were people like Wally
Blackwell, Dick Parker and Burt damés. ft is ihportant to
note that it was these people who were the ones who were to
assume some of the Key adminisfrative roles in the CASA(AS)t
Downs(1967:109) has suggested that rarely are these kKey
positions, which form the bureaucracy, filled by zealots, in
as much as these people usually have a narrow interest in
their own particular cause and are not interested in ;
administrative matters. Rather, as was the case with the
CASA(AS), these roles are more frequently filled by
disciples. Jack Davidson discussing his father, Sam, notes
this lack of desire to become involved in administration:

I don't really think he Was involved in the

administration. His interests wouldn’'t lie on any

sort of lines like that. He just wanted to work with |

the Kids. To me he was just concerned with the
Kids(Interview, May 4th, 1983).

i

I%§nay be seen, then, that thé CASA(AS) was formed by a
group of péopie who possessed a certain quality. Downs
termed these type of people zealots, whereas Weber labelled
the quality charisma. The quality is legitimized by the fact
‘that the followers of these charismatic leaders recognize
this quality. The followers often fﬁT] administrative roles
in the organization as the zealots or charismatfc leaders do

not gravitate to these types of positidhs.
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In the oase of the CASA(AS) we can legitimately suggest‘
that to a large extent members of the swimming oommunity
recognized the existence of some spécial ouality in the
Davidsons and they wereldrawn to them by this quality. As
Sandy McDona 1d pointeo out .

 they really were leaders. They were so enthusiastic

- you felt you wanted to get involved with them and

help(Interview,March 30, 1983)

It must be reoognized however, that as well as being drawn
by the enthu51asm of the Dav1d$ons the early members of the
CASA(AS) were also drawn to the cause of promoting swimming.
As it is difficult to assess whether or not the ear ly
followers were drawn to doseph Sm1th’s charisma or to the
1deology of Mormonlsm so, too, 1t is dlffﬂcult to assess
whether . the qualities of-the Dév?dsons or the cause of
promoting swimming ettracted the early members of the
CASA(AS) . | | |

One other factor that we must consider tn terms of the
formation of the CASA(AS)is the'sooial environment in which
the organization emerged. Although there are probably
several faotors that had a bearing on the creation of this
organizetion_tWO seem;pahticularjy relevant. First is the
social composition of the poputation of the province and the,
second is changing technology. In terms ot the former
between 1911 and 1931 Alberta’s populat1on increased from
approx1mate1y 350, OOO to nearly 750 000. Many. of the people A

who came to the prov1nce had European part1oularly Br1tlsh

backgrouhds and undoubtedly these people brought ‘Wi th them

& -
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their passion for the sports of their hHomeland, primary
among these was swimming. It is notable that five of the éig
people previously mentioned as Key figures inhthe fofma}ion
of the CASA(AS) had British baékgrounds and some had been
involved in swimming in theirvhomeland. Although others
obviously played a role it would seem fair to sugggst that
these new immigranis were a key factor in the formation of
the‘association. _' |

The second point, cnanging technology, relates to the
building of swimming pools or baths as. they nere often known
then. While prior to the building of these facilities it
‘would seem fair to suggest that with Alberta’s many lakes
and rivers swimming was not unknown. The“poois did several
~things which would ultimately»lead to the formation of the
CASA(AS). First they provided}a central area for people to
meet and swim and talk about swimmingf Sécondly, they |
provided a safer and cleaner environment for swimming thus
encouraging more people (o get involved in the sport. Third,
"~ with the advent of swimming pools there was also a need to.
employ someone to look affer;these pools and it was logical
to ;mploy people like the Davidsons who had Some"degree of .
expehtise in the sport. wjth this éxpertise more people werek'
taught to swim and the technical aspects of swimming started
to improve. The final .aspect of the deveIOpmenthf swimminév
poolé‘thaf'probably contributed. to the fobmat{nn of the
CASA(AS) was the fact that these pools, at least the three
outdoor pools, were usually of a sténdard length. With this
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standardization it became easier fgripeé&fe from dffferent
pools to compare times and the'combétitive element of the
sport started to grow. As a result of- this growth each pool
started to'hold "provincial championghips" and, as
previoUsly noted, these championships were usually in events
in which the particular club was strong. The formation of

the CASA(AS) was in part to bring some control to the

hosting of these events.

The Early Years of ihe CASA(AS): The Routinization of
~ Charisma (1928-1939) ) )

In its formative yearsv(1928-33) the CASA(AS) operated
under what Weber termed charismatic domination, i.e., the
leadership the Davidsons acquired through this special
quality of theirs that enthused people about swimming.
Mouzelis(1969:10)hpoints out the operation and
administfatdbn of an organization under this type of regime
is very loosg and unstable. Weber(1947:363-364) notes fhat
. "the social relationships directfy'involved are strictly
péfsbnal". Since we are concerned with the subgequent
bureaucratization of the CASA(AS) it would appear \
beneficial, for comparison with later years; to examine how
some of the phenomena.outlined by Mouzelis and Weber-yere
“manifest in the ofganizafion. In regard to the /AK\
administrative functions of the organization we find.that as

-these become more bureaucratized we see certain

characteristics becoming-more pronounced. These
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“characteristics include. division of labour. the
- qualifications of officers, written ?Ules and regulations
and as Weber has notéd_the social relations of members of
}thé organizationl 7 | |

In ihe early days of the CASA(AS) the administrators of
the organizétion had little in the way of a division of
labour . Most of the executive members of the organization
.also worked as‘coaches‘and.instructors,‘%eet organizers,
tiﬁers. starters and lifeguards. In addition the |
professional2qualific5tions these peop§e possessed were few,
>Most,peoplé attained their positions ih thevorganization by
theif”enthusiasm, not usually thrOugh_aqy specialized A
training or experience. Even people like phe bavidsons who
did coach only did so for 4 or 5 mon ths og the year. The
rest of their time was spent. running hockey rinks. Rules and
regulations were also less prollfic’than'théy are now and
‘éven the swim meets run by-;he~ofganfzation were fairly

unstructured. There was very,rgggly any stroke designation

/‘//‘

in'races and the races themselves were very ihformai. Tony
Ross illustrated this wi{ﬁ/ggs‘recollections of the start of

one provincial race: .
.there was (S]C) so many damned false starts and ~
thlngs There was a fellow 1 finally won over and 1
can’' t remember where ‘he was from. He would false
start and I would false start and it just went on
“"and on and it just got to be ridiculous. There was
‘no limit to the number of false starts you could
have. I -recall we had six or seven of
them(Interview, March 16th, 1983).

At the 6rganizatiohal level there were few records kept

and decisions were made very informaily! The relationships
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} )
between the different members had not yet takenﬁen the
impersonality that characterizes a bureaucraéy. As Tony Ross
commented when asked about hbw‘thé nganfiation conduc ted
its éffairsibe stated:

We exchanged ideas, "well you do this and you do

that, okay I will run it this time". There was no .

written communication. It was all done by word of &.7

mouth and the records, etc. were communicated like

that. If there was an understanding it was settled

with a handshake not by a minute(Interview, March

16th, 1983).

It may be suggested, then, that the early years of the

CASA(AS) were very informa]; the leadership was charismatic
and the organizationa].dynamics were indicative of this type

of domination. Charisma is, however, a transitory, unstable

.Phenomenon and as we will see it ié'usually only present in

the process of originating. If ah organization is to survive
over a period of years chapfsmatic authority must become
traditionalized or ratibna}ized or some combination of both.

What happened in the early years of the CASA(AS) is
that the nature of the aufhority‘on which fhe organization
was founded, i.e., chariématic, would start to change. The
change occurs through, what Weber has termed, the-

routinization of charisma. This process often starts with

, the‘death or loss, via other means, of the charismatic

leader(s)_and the problems of reblacihg thﬁs-person. The-

replacement process -is important to the organization's

members as they usually build up a vested interest in the

-organization and should it fold this interest is lost. In

the case of the CASA(AS) the problem of succession was to

LGN
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hit the 6;$énization in the first few years of its

: existence. -Sam Davidson who, with his father and grother,
had been 1nstfumental in forming the CASA(AS{, received an
invitation to move to fFerguds, Ontario. Sam 'was éskeg bg‘the‘
Fergus Brothers Company of Fergus to set Uﬁ a swimming
program for the people empioYed by them. He took the
opportunity and in 1931 moved east. A}so in this time geriod
(1933) ”Pop"'Davidson was to die‘and~another of the Key
people in the'drganization. Waliy Blackweﬁl,fwas to change
jobs and conséquenfly leave swihming.

As noted, the question of,finding.somegpe iq replace °
the charismatic leédeh(s) is often problematic and it is
sometimes here that an organiiatiqn will_fold: In the case
of the CASA(AS) tﬁe situation Was‘notvas prec?rious'as‘if |
might have been. Several factors helped tO'presérvé the |
organization’s stability and énab]edvit to continue to
develop. First, in the short time of ifs existence the
4organf2ation had deve loped two functions which were of
importahce for its membepship..One of these was that it was’
able to sanction provfncial'champidnships. which were |
usually allocated to clubs who agreed;to stage the various -
events. Through this process the CASA(AS)Las_the-bfficial
body of the CASA/in Alberta develqbed a‘monopolistié‘control
dver swimming. No other organization could sanction these
chahbionships and if the clubs wanted to host them they had :
to become an affiliate of the;orgahﬁzation; Thié, in turn,‘

meant that the clubs had to pay a fee to the CASA(AS!. The

N
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second important role the pASA(AS) played Was the issuing of
amateur cards_to swimmers. These were necessary if avswimmer
wanted to'eompete in openrconpetition and they also seryed

' the’purpose of}generating funds for the organization.

Downs had suggested thatkfor an organization to survive
it must demonstrate that the servtces 1t'pnovjdes are
worthwhile to its membership and the greup in turn must
possess the necessary resources to Keep the organization
alive. Such support is particelarly important to a new
organization such as. the CASA(AS). It was partly .through
these two functions the sanctﬁoning of prbvincial |
champ1onsh1ps and the. 1ssu1ng of amateur cards, that the
organ1zat10n was able to prov1de a necessary serv1ce to 1ts”

1<membership and they in turn provwde the resources, support
‘and money, necessary to keep the organ1zatron alive.

In add1t1on to prov1d1ng these types of services, the-
organ1zat1on has to develop an adm1n1strat1ve structure.

. This structure in turn.develqped its own interests in
preserving the organizatioh. Blau explains: - . (ﬂ‘qh

/

The attainment of organtzattonal objectives
generates a strain toward finding new objectives. To

~ provide incentive for its members and to justify its
ex1s;?nqp, an organization has to adopt new goals as
its o'ld ones are realized(1965:243).

/

An\example of this occurring in a voluntary organization is

found in David Sills’ work on the National Foundation for'
/l

fnfanti]e Paralysis. With the development of the Salk

" vaccine the organvzat1on ach1eved its goal. However'.it did

| ”w_but turned its attent1on to a new. goal whrch
] : STE 2

L
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_ 1
concentrated its efforts on research into and the treatment
of birth defects. In the CASA(ASi once the organization was
able to achieve its goal of providing the .ongoing services
of saﬁcpioning championships and providing amateur cards, it
sought to etpand its domain. New challeﬁges were taken on
such as sen;ing representatives to Western Canadian and
Caﬁadian championships, mafntaining a directory of
provincial records and so on.

“A second factor that helped ensure-the contihuance of
the CASA(AS) was the fact that it had "no functional
rivals”. These are "other agenc{es whose social functions
are competifive with those of the bureau‘[oqganizatibn]
itself"(Downs,1967:10). As the offical body of the CASA in
Alberta it had monopolistic control over the running of
swimming in the province. Provided it successfully hénd]ed
the task it was:charged with and the sport of swimming
continued to‘maihtain its status in Caéadaj the CASA(AS) was
assufed‘of retaining its position. -

A final factor that may have also helped the CASA(AS)

to achieve stability is the fact that one of the charismatic

leaders, Sam Davidson, stayed involved for hany years after
the orgénizatiqn was formed. Also, a étrong\cadre of
"disciples” had assumed the admin{strafj¢é'function§ of the
CASA(AS) and this combined with the mohopoly'positjon-the

organization held allowed it to continue its existence.

We may see;‘thenj that in its early years the CASA(AS)

was able to perform certain functions that ensured the

&
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organization the support and economic resources'necesSary ,
for 1ts continued existence. Although its very early yearé
were characterized by charismatic author1ty and its ensuing
administrative structure. the organization would soon
rapidly start to take on some af the characteristics of a
traditional and a legal-rational bureaucracy. This trend is
somewhat anfithéticallto Downs’ point of view about
organizations formed through tﬁe~routinization of charisma.
He(1967:9) suggests‘that they "...do not generally
experience rapid growfh until after the attraction éf thé
charismatic leader has been transfofmed into organizational
"machinery“, Further to this: he points out that fn sbme
religious organ1zat1ons this may not be until long after the
original leader’s death. In the case of the CASA(AS) it
wou]d-appear that this process of the}rout1n1zat10n of
charisma started shortly after the first few years of the
organization’'s existence ahd prior to the replacement of the
charismatic leader. In part this is due to the %act that thé
quality possessedaby the'Dav{dsons was notvthe "idgal type"
charisma, i.e., the'f61lowers of these people were not
totally comnitted to theif‘personhl qualities but also to
the task of promoting swimming. As a regult of this type of
commitment, . on the part of»thé fo]]bwerg;‘the organizatioh
was more stable than one founded on true charisma and
ConseQUently-it did not Ebllow tradifiona] patterns. In part
- the ear]y rout1n1zat1on of char1sma was also due to the fact

that once the or1g1nal.char1smat1c;1eaders the Dav1dsons
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had aéitated to form the organization, they were then able
io implement their plans about the allocation of provincial
championships. With this mandate and fhe pawer tonissue
amateur cards the CASA(AS) had very quickly acquired a
monopoly on competitivé swimming in Alberta. As a result of
this the leaders and administrators of the CASA(AS) did not
have to be concerned about support for the organization or
threats to its existence from compeking groups. This
position then enabled these people to concentrate their
efforts on achieving other goals thereby stabilizing their
interest in the organization. One way of doing this was to
ensure that the CASA(AS) started to develop a more rational
approach to its organizational responsibilities. Examples of
this approach and how it developed may be found in the
organization’s documents from this\era. |

In the early 1930's the membelship of the CASA(AS) had
increased from the original nucleus of the three Edmonton
clubs to eight clubs: four from Edmonton; the three
originals, plus the Y.M.C.A. Dolphins; one from Sylvan Lake;
and three clubs from Calgary. Although size is not a
prerequisite for bureaucratization, Downs(1967:17) has
suggested that bureaus 1nherently seéek to expand. He offers
several reasons for this‘that ﬁay have relevance for the
CASA(AS). First, an organization that is growing rapidly has
the ability to attract‘capable personnel and also it is more
réadily able to retain its existing personnel. Obviously for

a young organization like the CASA(AS) this was a desirable
|



—
N

state of affairs. One of the problems that frequently besets
voluntary organizations of any type is the recruiting and
retaining of members. If the CASA{AS! could be seen,as a
‘dynamic growing organization problems of this nature would
be less likely to occur. 0
Downs’ second point is that the expansion of an

organization prpvides its leaders wiﬁp increased power and
prestige. Although this may not be re‘pvant to all the
executive of the CASA(AS). several interviewees pointed out
that the first president, Burt da@gs. liked the power that
his position gave him. As one noted:

Burt goi off on that type of thing [being

president]. He liked the power and being in charge.

Nobody elise really wanted the position(Sandy

’McDonald, Interview, March 30th, 1983).
Furtﬁer support for this étatement may be gained from the
‘fact that Mr. James held this position for twelve years -
until 1940. s

Downs’ (1967:17) final point of relevance fofythe °

CASA(AS) is that "increasing size of an organization may
also improve its performance ...and its Ehances for
survival". As we have pointed ouf, surviva)] was not a major
concern for‘the CASA(AS); nevertheless, inéreased size could
further entrench the monopolistic poéition it he]d.vAlso,
increased size would create a larger membership and this in
turn could help provide a better base for developing top
class swimmers. , " >

As well as size other factors provide evidence of the

increasing bureaucratization of the CASA(AS). For example,

<
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the number of rules and regulations, concerning the
organization, increased rapidly{from the early years. This
was evidenced by the fact that ;h 1834 a preliminary
constitution was drawn up to govern the running of the
organization._Already the group had an annual meeling, af
which correspondence and reports were read, applications for
records were received and motions were made and voted on.
Llso. after tﬁe early years of 1ls existence the
organization developed a functional division of labour. .
Whereas in the pést one person had undertaken many jobs, the
Minutes of the 1834 Annual General Meeting indicate that
people had begun to specialize and they were nowbdesignated
Judges and Referees, Starter, or Timekeepers.

As the CASA(AS) grew so did the nqu?r of organizations
which constitute what Hall has term;h\its organizational
set. In its early years of existence the provincial bodies
only contact with other groups was with the clubs in the
province and the CASA. By the mid-thirties.tﬁe‘organization
had increased its Eontacts to incluge the Cangdian Olympic
Association/andbthe governing bodié5<af swimming for the
three other western provinces. To be able to cope with these
increased demands the administrative structure of the
organization became more complex and more bureaucratic,

i.e., thére was an increasing number'of rules, a mor.e
definitive dfvision of labour and so on. Although this
situation ané the accompanying administrative changes did

show éome of| the complexities and charactertistics of
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bureaucracy. it was a long way from the network structure
that would eventually develop. Stinchcombe(13965: 1431 has
pointed out that one of the problems new organizations have
making contact.with other groups is that.these often involve
social relations among strangers. In these types of
situations one cannot rely on "the trust that is generated
by long years of association”. Indeed the CASA(AS)'s first
contact with the governing bodies of the three other western
provinces involved the setting up of a controlling body for
a western Canada 1 mile Championship. The handling of this
situation was.so precarious that the association submi t ted
deeds of trust outlining how they felt the event should be
run.

As well as the changes already mentioned minutes of thev
A.G.M."s from the mid and late 1930's also contain details
of chanées in rules and regulations which exemplify the
increasing bureaucratization of the organization. Fof
example, from 1935 to 1939 the numbér of categories for
provincial records increased from 25 to 43. In 1939 the
CASA(ASY) discussed the legality of “the Keiffer turn®, and
in that same year a nroposal was discussed that would allow -
male swimmers to wear trunks iny!

The nature of the CASA(AS) had then changed from its
first early Years. The organization was now becoming more
rationaliied and was beginning to exhibit bureaucratic
characteristics. It is imbortant to note, however, that even

with these changes the organization still operated, to a
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large extent, on a traditional bureaucratic basis. There
were only a few indications of the legal-rational
bureaucratic type structure into which it would later
develop. Perhaps the best indication of the informality of
the organization in developing good swimmers in the early
days 1s given by Rén Vickers, a former coach, who noted:
...back in the thirties the organization had some
pretty good swimmers but it was in the days when
internationally. or in the Olympics. a good club
swimmer could come along and if they had a lot of
talent and a little bit of training we could win
with them!{Interview, March 17th, 1883).
Evidence of the reality of such a statement may be found in
the fact that in the British Empire Games held in Sydney in
1938 Mary Gillespie (albeit a diveré--\diving‘%as part of
the CASA(AS) then) was able to win a bronze medal despite
the fact that Calgary only had "its Y.M.C.A. pool, one

private pool which is closed and a few muddy_yards of the

Elbow River”(Calgary Albertan, February 10th, 1938).

In summary. in its early years the CASA(AS) exemplif%ed
an organization founded on charismatic authority. Charisma
iss however, a transitory phenomenon and if this type of
organization is to survive the authority structure must |
become traditionaliied or rationalized. Usually this occurs
after the death or departure of the charismatic leader(s).
In the case of the CASA{AS) this was not so and both 
traditional and legal-rational bureaucratic characterigtics
started to emerge before this point in time. The émergence ]
of theséﬁcharaoteristics was attributed to the fact that the

CASA(AS) had a monopolistfc position in the prdvince and as
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a resﬁlt of this the efforts of fts leaders could bé
'directed towafds stabilizing their interest in the
organization rather than fighting to ensQEe its survival. As
the organization grew the bureaucratic characteristics it’
exhibitéd increased, however, the organization still

’

remained for the most part a relatively informal body.

The Years of Deciine(1940-1948)

From its inception in 1928 until 1939 the CASA(AS) had
experienced relatively good growth} This growth was
reflected in both the ﬁumber of affiliated swimmers and
clubs and in the development of the organization as an
effective body. From 1940 to 1954:the organization would no
longer experience the progress it had made in its earlier
years. In fact in the first half of this time span the
orgénization would experience a period‘of decline. There are
several factors that helped contribute to this decline but
undoubtedly the most 'significant was the outbreak of war in
1?%9; Not only did the war redirect people's efforts’to more
sé;ious matters than sport, it also depleted the CASA(AS)'s
prihary»resource; swimmers. So much was this resource
depleted that at the 1943 Annual General Meeting comment waé
.made that "all clubs reported a shortage of-senior.swimmers
due to military call up". By 1944 the_situatién had
intensified so much that the.fol1owing m&tfon was made “That

t

all senior men's swimming events in Alberta be called off

-

for the duration of the war...". Although the motion was
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defeated it does reflect the impact thé war had on the
6rganization's programs.

| In addition to the war there are several other factors
that may have hindered the growth and/or aided the decline
of the CASA(AS) in the first half of the 1940"'s. Downs has
pointed out that a growing organization may run into
problems:

...even though the bureau’s original social function

expanded greatly in relative importance, that
function must still compete allocationally with
others for social attention and resources.
Therefore, as the accelerating bureau grows larger,

it encounters more and more resistance to further

relative growth of this function...(1867:12).

As previousiy stated thg CASA(AS) held a monopolistic
position and as such had no functional rivals, i.e.,
agencies whose social functions were in cqmpetition with it.
The organization did, however, compete with othe} agencies,
particularly sporting ones for "social attentaon and
resources"” especially human resources. The 1920's and 1930's
had seen increased partfcipation in spohf (cf. Lapage, 1974)‘
and consequently swimming was‘combetihg with other sport
organizations Fo gain access to both attention aﬁd
resources. It would seem fair to suggest that this could
have influenced the organization’s relative decline.

As well as competing for social attention and resources
an organization can also "encounter the difficulty'bf
continuing "to produce impressive results.as it grows larger.

and more unwieldy" (Downs, 1967:12). If it is to continue to

grow the organization must periédically develop‘these.
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impressive results. In its early years the CASA(AS) had done
just this, in large part due to the effort of ‘one swimmer,
Susan McDougall. Miss McDougall broke several Dominion
records in the early thirties and in 1936 she compéted in
the Berlin Olympics. As well as Miss McDougall another
Alberta swimmer, George Johnson, did very well in the
Wrigley(Chewing Gum) sponsored Dominion mile and half-mile
championships. in addition to swimmers the CASA(AS) also had
several divers (d{vingfwas part of the CASA(AS) at this
time) who kept it in the limelight. Joy Schultz and Tom
Knight narrowly missed being selected to the 1928 Olympic
teém and, as previously pointed out. Mary Gilﬁespie won a
bronze medal in the 1938 British Empire Games. When asked if
the'CASA(AS) continued to enjoy this type of success after
1936 Dave Palmer, a former Edmonton coach, stated:

we didn't get anybody Pike that aga1n until the

Jones|[a well known swimming family] came along in

the 60’ s(Interview, February 18th, 1983).
Although it is beyond the scope of this -study to determine
whether or not the organization’s de;line caused the lack of
éood swimmers to create "impressive results" or whether the
]ack of impressive results help contregbte to the decl1ne,

what we can say is fhat the two phenomena appear to be

related.

A final factor that may have contributed to increasing

the rate of decl1ne in the CASA(AS) is membership apathy. If
" the organ1zatlon started to éXper1ence d1ff1culty attract1ng

people, as the previously mentioned mot1on to suspend Senior

Y

©
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Men’ s swimﬁing suggests, this effort could have snowbal led
to present membe}s and they may eventually have dropped out
of the.orgénizatgon. Downs{ 1967 : 131 haa referred to a
similar situation in éorporate type organizations. but the
phenomena may be even more prevalent in voluntafy
" organizations as indivfduals'do not usualiy have to be
involved in thi§'type of agency to earn a living.

| The décline that the CASA(AS) experienced in this tihe
period is manifest in several ways in the organization's
.1qocuments. First, the group’s budget declined almost every
f}ear from a high of $189.07 in 1339 to $67.20 in 1947 . Fewer
iféms appeéred on the budget and this may be taken to mean
less organizational activit?.’Second, there was an obvious
decline in the quality and contegt of the organization's
minutes. Whereés iﬁ the 1930's the minutes of the Ahnual
General Meeting héd also included annual reports, financial
reports, records Jlists and lists of affllwafEd clubs, the
minutes of the 1gh0’s were merely a brief descr1ptlon of the
A.G.M. and an equally brief financial “statement .

The third‘manifestation of S?gqni;atiAGal decline is
the fact that few new provincial reéégas were broken between
1941 and 1948. Wh11e this may have been .due to a. plateau1ng “
of the swimming times it is more ! 11kely a result of the
~decline in involvement  in sw1mmfng,

Two final indicafions of the decline come from the

minutes of the A.G.M."s. In 1944 "regret was expressed .that =~

the one remaining Calgary club had failed to affiliate [with
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the CASAIAS)] for 1944 [CASA(AS), A.G.M.. 1944). In 1948 a

motion was moved:
that in view of the fact that the Alberta Section 1is
entirely dependent on club affiliation fees and
amateur card fees and that this income is not
sufficient to provide the section with proper
representation and development, that the Section
decided that any club holding.a Provincial

Championship Gala .contribute 10 percent of the
profits to the provincial treasury{CASA{AS) A.G. M.,

19481 .
The motion passed unanimously. This was in sharp conﬁrast to
a motion .12 years prior when it was proposed and passed that
the annual fees be reduced from $10 to $7.50.

In summary the period 1940-1948 was a sad one for the
CASA(AS). Affected by the war and other factors thé

organization went into a period of ‘decline.

Regaining Lost Ground (1949 -54)

Althouéh the war ended in 1945 its effects oh the
CASA(AS) would be felt ‘for the next several years. It was
not~until 1999 that the orbanization started‘to regain some
. of the ground it had lost in the last decade. A large
influence in helping the organization to regain this loét
Qround.was the fact that foilowing the war many
"municipalifies had started to build swimming pools. These
'_Qwimming pools were, in_large part, the "brainchild" of the
many municipal recreatioﬁ bodies that were creatéd in this

era.

lﬁuing the war certain aspects of sport and hecreation,

~like the CASA(AS), had suffered bquﬂsg&people‘who4were
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normally involved in these activities were .now involved An
military duty. Some sports had, nevertheless, benefitted
from the war. For example, Eckert(1953:127-1301 highlights
the fact that both baseball and basketball, 1n Alberta,

benefitted from an influx of American servicemen. The war

x

also had the effect of drawing attention to the poor fitness
levels of Canadians as many of them were rejected from
military service on these grounds. As a direct result of the
poor level of fitness the federal government promulgated the.
National -Physical Fitness Act in 1944. This Act would
. eventually influence municipal involvement in sport and
recreation. As Baka points out:

This legislation, with its federal-provincial

agreements, influenced developments in most of the

provinces, Alberta included, although it operated

under some controversy. Finally, municipal

governments, encouraged to a degree by the two

senior levels of government, began to establish more

effective recreation programs in which sports .

activities were an integral component(1978:153).

In Alberta, Edmonton was the first city to move towards
more ejfective programs when, on the 27th November, 1944,
%

the passage of By-lLaw Number 1062 established 'the province’s
first municipally sponsored recreation
commission(Eckert,1953:132). The commission experienced some
preliminary jurisdictional problems but in September, 1947,
John' McLeod "was appointed chief supervisor to carry out the
recommended changes and soon was able to report substantial
improvements in the recreational progfam" (EcKert,1953:133),

After Edmonton several other cities and muhicipa]ities would

form recreation commissions. In 1947 Calgary established the
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Calgary Recreation Commission; Lethbridge was established in
1848. Red Deer. Medicine Hat and several other
municipalities followed shortly after. As a {esult of the
establishment of these recreation commissions many new
swimming pools were built and some of‘these would form clubs
and become members of the CASA(AS). Evidence of this
‘phenomenon is provided by the fact that from 19438 until 1953
representatives from clubs inr Medicine Hat. Banff., Sylvan
*iJLaKe. Lethbridge. Red Deer,'Camrosé. Brooks and Yegrevil}e
attended one or more of the CASA(AS) Annual Geﬁeral /

4

Meet ings. ' | ‘ ' .

As a consequence of the largexnumber of pools being
built within the province the CASA(AS) assumed a new role.
It started to make a conscious effort to recru1t clubs to
JOln. In 1953 "a suggest1ve(s1c) ma1]1ng l1st of possible
contact people who.may be interested in promoting swimming
in their.respective home towns” was drawn up. By 1954 the
sqggestfop was being made that zones be established'}o gréup
the various clubs énd potentfal clu%gggngghe province and to
hold championships. Twelve zones we;é-ou%lfned and
approximately fquh clubs oE potential clubs were éflocated
to each zone. o
£§§ The creation of zénes by the CASA(AS) wou 1d have had
the effect of 1ntroduc1ng another hierarchical level 1nto
the organ1zat1ona1 structure. Th]S hlerarchy of offices is
one of the characterwst1cs of bureaucracy as presented by

Weber and as thls increases so the organlzat1on becomes more

-



- bureaucratized. Several studies have examined the
hierarchicalilevels'of organizations and it is generally
accepted that these increase as size increases. Meyer and
Brown, in their study of financial agencies, postulated a
causal chain from the organizational environment to
formalization to vertical diffefentiatioh.\Such a procedure
may be useful in explaining the CASATAS:'s proposal
regarding zones. - |

As a result of changes in the political environmeﬁt in
thg municipélifies of Alberta, pressure was brought to bear
to form municipal recreation commissions. These commissions,
as part of their mandate, initiated the bui]ding of local
swimming pools. In many of these pools swimming clubs were
formed and they affiliated with the CASA{AS). As a result
the organizatiOn grew larger. Each of these clubs |
‘subseduently held meets for their own swimmers as well as
interclub meets (cf. CASA(AS) Minutes 1949-54) . These meets
include a variety of events and distances aﬁd in an attempt
to formalize them the CASA(AS) sent out a.1ist of events.
CASA(AS) correspondence from 1954 notes "the list is only
;suggéstive(sic) and is designed to standardize the events
~and distances Ehroughbut the province". in order to
encourégevcompliance with this standard 1ist.the CASA(AS)
established the zones as a controlling device and t;is had
the effect of introducing another level of vertic31  |
differentiation into thejdfganizational structure. What we

see, then, is that changes in the organizational
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environment, in this case the political situation, led .

»

eventually to the CASA({AS) having to standardize events and
distances of swim meets and this in turn brought about a
controlling body that 1ntroduced another'hierarchtcal level
to the organizational structure.

In addition to the increase in affiliated clubs one
other factor would appear to have helped the CASA(AS) in the
late.1940’s, early 1950's; this was the presehce of trained
physical educators in the organization. The first ”
undergraduate degree program in Physical Educationawas
started at the University of Toroglo in 1940 (Cosentino and
Howel1,1871:45). Over the period of the next ten years six
other universities, including the University of Alberta,
1nst1tuted similar prognams(Paton 1975). A natura] area of
1nvo]vement for graduates from these new programs was in '
amateur sport organizations, one of them being the CASA(AS).
Several of the physical educators who were-ihvoTVed with the
”CASA(AS)'were faculty &khbers in the University of Alberta’s
degree program and others taught in the prov1nce s school
system. These profess1onal§gwere able to help the CASA(AS)

& nly through their training in fﬁk technical aspects of

Aswimming and relatedAareas‘»i.et, physio]ogy; anatomy,
oidmechanics, etc. bul they were also able to help through
the contacts they had. These contacts were with other
phys1cal educators and sport m1nded peop | who could be
encouragedvto promote swimming and with pjgple in government

¢

~who could offer support for coaching clinics and other

o
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events. This was the first time in the histpry of the

' v
CASA(AS) that it had access to this amount of professional
assistance.

Ron Vickers, a former swim coach dnd faculty member at
the University of Alberta, contrasted the early 1950's with
his days as a swimmer in the 1330's:

The faculty here was developing as were other

faculties across the country were. so you began to

see people with specific training available. In my

day for instance, when | was a student 1in Edmontzn

High Schools 1 think there was only one man in t

c1ty who had any physical edlcation tra1n1ng pe
se(Interview, March 17th, 1983).

This specific training.as Vickers refers to it .may be
seen as yet another manifestation of Weber’'s characteristics

. &
of a legal-rational bureaucracy. It is difficult t% pinpoint

an exact time when a particul;; characteristic emerged in \
the organization, in fact, it is not so much an emergence
but an evolution. Nevertheless, as Wé have traced fhe
deve lopment of the organization we can?idéntify time periods
in which there appears to be a predilection for certain
bureaucratic characteristics.r

In-the 1930's we saw an increase in the rules and
regulations of the orgahization and we a[sb saw the start of
a functional division of labour. Thgoughlthe per iod 6f
decline in tﬁe11940's we saw few new bureaucratic
characteristics develop, but with the growth which occurred
in the 1950"s we started to see the beginnings of a
hierérchy of offices and the utilizafion of people with -

,professiona}.dualifications.
’ '
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In summary the pertod 1948 until 1955 was one in which
the CASA(AS) regained some of the ground it had lost in the
1940's. Two main factors helped regain this ground. First,
the creation of municipal recreation commissions prompted
the building of swimming pools. Subsequently swimming clubs
were formed and these agencies joined thei CASA(AS) thUs
boosting its numbers. Second. the organization gained the
help of several trained physical educators who utilized

»
- their expertise to help the organization grow.

Years of Rapid Growth and Development (1955 - 1963)

By 13855 the CASA(AS) was established as a viable
functioning organization. The next eight years were to set
it on iis way to becoming one of the most effective
voluntary sport organizations in Canada. Three factors
appear to have contributed to the rapid growth and
development that the organizatibn experienced. The first of
these Qas the introduction of age group swimming from the
United Stgtes, the second was the initial involvement and
subsequent conscious recruitmenﬁ of business oriented people
46nto the executive and the third was the building of indoor
swimming poolsl L . |

The first contributing factor, the concept of age group
swimming, crossed the border from the United States around
1954. Very simply, age group swimming was a means of
developing young swimmers by having them compete in age

category races. Previously the CASA(AS) had only two
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Categorieé for both men and women. Seniors had to be over
sixteen years of age and junior competitors had to be under
sixteen';ears. Although this type of categorization did not
exclude anyone from competing it was obviously very
difficult for 10 and 12 year olds to compete successfully in
the under 16 yeérs of age junior category. At the 1955
A.G.M. of the CASA(AS) Ken Craddock reported that:

o

The 1954 executive authorized the addition of
another category of competition to develop swinmmers.
This category was "Juvenile” and the age decided was
"fourteen years and under on the day of the event”.
The CASA also decided to urge all clubs conducting
Jlocal events to adopt standardjzed terminology for
the following age categories: Midgets -- Twelve
years and under on the day of the event, Bantams --
Ten years and under on the day of the event{CASA(AS!
Newsletter, May 9th, 1955, p.2).

The move was to have a profound effect on theifuture of
swimming and the CASA(AS). As previously pointed out by 1955
the organization had started to grow. The development of
municipal swimming pools helped increase the number of clubs
which were members of the organization. In turn, the advent
of age group swimming, chronologically the first of the
threg factors to influence swimming, he]bed incﬁease the
nﬁmber of members in thesqﬁgﬂubs. With this increase the
CASA(AS) had to start to provide more meets for people to
Qompete in. Jack Billingsley, a former president of the
CASA(AS), pointed out: |
. ...you've got to have the-competitors to attend the
= meets but then if you try to develop only

competitors they tend to say well there is no

meet...you' ve got to get the competitors first then
the meets(Interview, February 23rd, 1983).
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The ramifications of this increased number of meets
were several. More meets meant more timers, judges,
starters, etc. and this in turn meant more organization for
the CASA(AS). In the past the task of running a swim meet
was undertaken by the club coach ahd é few dedicated
individuals. The increasing number of meets brought about by
age group swimming demanded more human resources. The |
obvious place to turn for these resources was to the parents
of the swimmers. Jim Franchuk, a former competitor and
coach, recounted how parents were recruited into his club:

I remember when we started the southside parents
group. Bob Kromm [the coach] stepped out and said
"fine, you people are all going home and anybody
that doesn’t come over that hill with a parent in
tow for this particular meet, you're no longer
swimming for the southside swim club!" So every
single kid came down with one parent in tow under
the demand of the coach(Interview, March 10th,
1983) . _

The parents who were "recruited” into the organization
were for the most part largely ignorant of the technical
aspects of swimming and as a result had to receive some type
of training to undertake their various tasks. The
responsibility for this training fell upon the CASA(AS). In
1955 an initial venture into this area was manifest in the
.creation of a checklist of "Suggestions for the Improvement
of the Conduct of Swimming Meets". This type of
documentation was used to supplement the rules and
regulations in the CASA National Handbook. Undoubtedly this =

type of approach did help improve the quality of swiqueeté

but as former CASA(AS) President Jack Biliingsley points



out:
you could have two people reading the same thing and
one would assume it one way and one would assume
another.. .So we tried to standardize it., people.took
clinics and then we had tests for everyone of the
official positions. In fact we set up a complete

listing of what they had to do and how they were to-

do it{Interview, February 23rd, 1983). =

Standardized clinics and tests were introduced into the
association around 1959. The general opinion of the
interviewees was that they greatly helped improve the
running of swim meets. In fact so acceptedhwere these tests
that due to the efforts of Billingsley who would eventually
become CASA President the tests were‘implemented at a
national level.

As age group swimming brought about the demand for more
meets, coaches and parents began to look not only to
provincial competition but also to meets outside the O
province. In 1954 a small group of Alberta athletes from the
southside swim club travelled to Kelowna to the annual
Kelowna Regatta. In the beginning there were only 4 or 5
athletes who travelled by ear with a coach. It appeared to
other coaches that these athletes benefitted from their

éﬁfxperience and they concluded that the trip would be
¥ uworthwhile for more swimmers. As one coachy dJim Franchuk,
. hoted: )
We saw the benefit of taking entire clubs to ,

i .but it got beyond .a club coach being ablée to do

this sort of thing so we developed very strong
parent organizations within the clubs. Now as soon
as you've got the parent organizations involved then
some of those parents went on to: take positiont with

the Alberta Section and we went from the volunteer
coach also being the adm1n1stratpr to more
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professional‘people stepping in and taking over the
administration of the sport{interview, March 10th,
19831 .

It can be'seen, then, that the inceptioh;of age group

swimming created a demand' for more swim meets, .The role of

Y

organizing, administering these meets and tranéborting
swimmers to them fell upon the athletes’ barents. Some of
these parents became heavily involved in the organization.

As Jack Billingsley, a fermer Pnesideht of the CASA(AS) and
father of a competitive swimmer, noted:

| started going to their meetings so I could learn a
little more about it. I wanted to work on the
administration side not the coaching side...I grew
to love the sport_and there was lots of worK to do
that)hadn t been @bmpleted(lnterv1ew February 23rd,
1983 :

The‘larger'number of meets 1he CASA(AS) was becoming
involved in was to have several ramifications -for the .
(erganization. For example Downs(196i:18) has pointed out °

that "bureaus learn to perform given tasks better with

e

eXperience" When' the CASA(AS) slarted to run more swim
Jmeets the quality-.started to 1mp§bV$§7As Joe Mallini
(Interview, March 1st, 3983) pointed out"...you do anything
offen enough'aqd you/ve got to ge;'better at it and our
meets did". As the organization impﬁoves its'efficieney:at

. \ N
the tasks (running swim meets), it is also able:
to generate additional. productive capacity.. w1tho§é )
any added input of resources.- The added Capa01ty c
be utiljzed by producing more of the same
,?ervic s...or by devoting it to new functi

Downs, 1967 18) : .
D

In the &a\se o_;r“ the CASA[AS) the addition3

a i
e

Fity it

gained througr,ﬂts increased eff1c1ency at swim meets was
{ .

-

N
,K\ N e
. !
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directed to "more of the same services”, i.e., more swim
meefs. Also, new functions were assumed by the association.
These included the organization and hosting of c]iniés and
workshops, active Eepresentat}on on the national goverg#ing
bédy, redrafting of the constitution and many others.,

Another ramification of the increase in swim meets and
its subsequent conSeduences was the establishment of a more-
formalized rule system. Downs(1967:18) points out that as
bureaus become more established:

they tend to develop more formalized rule systemé
governing more and more of the possible situations
they are likely to encounter. The passage of time
exposes the bureau to a wide variety of situations,
and it learns how to deal with most of them more
effectively than it did 1n its youth The desire for
organ1zat1onal memory of this experience causes the
bureau’s offigials to develop more and more
elaborate rul@&

Man1festatlons of this more formallzed system of rules
in -the CASA(AS) is evidenced by time staridards for.
competitiors, an'increase in the number of stroke and turn

_ _ e . .
judges requiréd at each meet, limitations on the length of
o ? b <.
executive positions, revision of eligibility and forfeit

rules, etc. |

A further ramification of the development of the
CASA(AS) was a broadening. of the scope of its s%cﬁal
functions. When it started the CASA(AS)'s main function was’
.to allocate prov1nc1al champ10nsh1ps and distribute #mateur
_cacds As the organ12at1on grew the relative importance of

these social funct1ogs-decl1ned and new ones were taken on.

These included sending teams to national and interprovincial -
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meets, sanctioning domestic meets. distributing techn;cal
material, etc. Although the organizatiOn.still retained its
original functions the addition of others also helped to
'Stabjlize the organization since it now had a greater range -
of services to offer its clientele. |
Another ramification of more complex swimlmeets was
that the coaches couldino longer run these events on their
own, so what we Etarted tQ see was a division in the
technical and administrative fnnctions of the organization. .
To cope'with‘the administration of these meets the
CASA(AS)’s;administrative body became laréer'and it took on
new respSNSjbi]itteé. For example between 1955 and 1963 the
nuﬁber of executive members increased from four to ten. The
roles that some of‘these peOplelplayed were to chair the
various comm“tees that were established. For instance in
1955 a Records Committee was formed to handle the large

”

number of requests for records thatteame with age grou
swimming. Other committees that were formed included "a
newsletter committee” and "a.trophies, medals end ribbons
committee“; The number of CASAtAS) exeeutive'meetings
.inereesed end they were no}longer'held in eenjunction with e
swim meet, enother factor Wnich served to underscore the
division of technical and administretive roles. This
increesing formaliiation of the.CAéA(Ag)’was,_in‘large part
a consequence of the role that parents began to play in. the

organ1zat1on However, not every parent was equql]y as .

involved. As the organ1zat1on became,more formal there



occurred a definite division between its technical and
administrative functions. The type of people who gravitated
towards and who were suctessful in these administrative
functions were,in the main, business peopie. These were the
type of people who, because of their experience in the .
business world, were able to see organizational problems in
a rational manner and were able to respond to these problems
in a way that was beneficial to the organizafion. Evidence
of this type of approach is found in increased allocation of
resoonsibilities to committees and the increased
"credentialism’ associated with being an official at a
,ysnimming meef. With a more "business like" approachnto
running the organization, the CASA(AS) began {6 practice a
. form of social closure, i.e., "the proces§ by which sooial
8ollectjves'seek toima*fmize rewaros.by restrioting access
to rewards and opportunities to a limited»ojrcle of
eligibles(ParK{n,1974:3). While this mey have, at first,
been an unconscidiis ‘action it soon developed into a
\conscious attempt to recruit individuals with business and
profess1onal skills. John Hamilton at one time president of
thé CASA(AS), recounted how he went about doing this:
| ...ny direction®to each of the clubs was "I want you
"to havé a list of the people of management calibre,
that. is owner-operated businesses, manager of a
department or manager of somethlng, someone who is
in a p051t1on of responsibility for finance and
production..." (Interview, March 3rd, 1983).
When asked why he felt th1s type of recru1tment was

necessary Ham11ton po1nted out: - Qﬁ_:

You need someone who is going to take the léad and
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do things and step out and you can get a lot of
people to do things who are not of that calibre, but
they will do mundane things. the chores that you
‘require, keeping records, times, registration of
athletes, and this sort of thing. But to step out
and get things done on a scale where you want
thinking done, is it possible? What finances will it
take? Who are the people | put jnto place to make it
work? For that type of person you have to actually
go out and seek them like corporations do
{Interview, March 3rd, 1983).

While Hamilton’s rationale for this type of division of
labour has some merit in tefms of economic and’productivity
its social significance for thé administration,of amateur
sport is obvious. As Beamish has pointed out:

the Lives of the majority of Canadian -- an
overwhelming majority - involve non-creative and
non-administrative mediation in their workplace.
Only a very small segment of the population has
daily invglvement with the skills, knowledges and
powers that are required and utilized in
hierarchically controlled organ1zat1ons(1978 17-18).

Since the organization of the CASA(AS) was rapidly assUm1ngp
the characteristics of a hierarchﬁca1)y coninolled
organization it would seem feasible to suggest that
positions in its administrative structure were be1ng
restricted to a narrow stratum of people whowobta1ned thesg
prerequisite skills in’ their place of work. A more deta11ed
analysis of the cqhseg%ences of th1s type of adm1n1strat1ve

s
structure»a,

1’ée‘§n‘ese ed later 1n this chapter in the

t

section ewt1tled 5C1ass inequal1ty 1n tho Canad1an Amateur

n‘

.Sw1mm1ng Assoc1at1on A]berta Sect1on
ot oL

The final factor that was tov1nf]uence the development
of swimming in the period 195% to.1963rwas the rapid growth

of inddOr'swimming pools. In part this growth was due to



-~
P oy

technological advances which made the building of these type
of pools more feasrbfe and, in part, the involvement of the
provincial government in grant programs desibned to help
municipa]jtiee build ;acilitiesL In 1960-61 the Provincial
Department of Public Works instigated a series of grants to
municipalities for the building of swimming pools
(Baka,1978:173). .Two years later a program designed to
assist communities in building recreation facilities was
announced: °

The five year plan had $3,801,260 allocated to it

and was set up so that communities with over 100

populalion, except Edmonton and Calgary, were .
» eligib%e to receive, upon approved application, $10°

per capita for the construction of recreation

fac1]1t1es(8aka 1978:173-174) .

As a result of theee factors and striong lobbies by the
- CASA(AS) to mun1c1pa1 governments the number of indoor pools
increased rapidly. In the past there had been one or two
indoor pools in the.prov1nce.“These were usually the
property of the YMCA/YWCA’s and were little more than .
"overgrown bathtubs”. Consequentiy, &hey‘were unsuitable for
'-1arge compet1tlons and in addition they were heavily used by
the "Y's" for their own programs. The building of indoor
pools in Alberta moved swimming fron a 4/5 month a year
sport to a year'round’sport The first covered pool to be ° f
bu1]t in Alberta, with the except1on of the "Y's", das the
Vlctor1a Comp051te High School Pool which was opened 1n
1959, In the following years the CASA(AS), mainly through

its prestdent Jack Billingsley, 9obbied many mun1c1pa11t1es

to build enclosed pools or to cover exfst1ng outdoor pools.

&



He recounted how he did this:
[ travelled like mad every weekend. talking to
people. We were after indoor pools so we approached
the city people and tried to convince them we needed
an indoor pool to get our competitors up to the
standards we wanted them at...we said we need_an
indoor pool we can fill it for you [with swimmers]
and we did...we had to prove to the city how much
more use an indoor pool would get than an outdoor .
pool.. .we had to come up with numbers, competitors
that would use it and the money they could
generatelinterview, February 23rd, 1983).

Through the efforts of Billingsley and his colleagués
many municipalities built indoor pools or covered existing
pools so .much so that "by 1967 Alberta hadAmore indoor pools
per capita than anybody in North AmericalJoe Mallini,
Interview, March 1st, 1983).

The building of indoor pools added‘greatly to the
growth of swimming in Alberta. As noted it made the sport a
year round one so moré competitions could be held. It also
increased the quality of swimmers as they could train alv
year round. As well as the obvious benefits to swimming the
creation of indoor pools had other ramiffcations..More E
competitions could be held but these needed starters,
Vtimers, etc. and these positiOns had to be filled by .x
parents. A]so‘the clubs that had access fo“indooc pools'andv
could train year round were obviously going to produce
better swimmers than those cldps that could only:train 4 or
'5‘months{0f tHé‘year in anfputdoor'pool. As a coﬁsequénce of
this the CASA(AS) was faced with dividing competition

between these groups. Thes% clubs which only had ®utdoor.
~pools came to be known as summer clubs. and those which had

v

*
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indoor pools were termed winter clubs. While this type of
arrangement had some advanfages in ensuring equality of |
competition within these groups -1t also had several negative
consequences. for example, the muoicipalitjes which were
abtle to fioancially support 1% {ndoor pool became the onee
with tﬁé best swim teams. Since these municipalities were
usually the larger ones stmming became concentrated 1n the
larger urban areas. Rural swimmers who wished to attain a

higher level of performance were faced with either

travelling to a lacger urban center to train or relocating

%4

to one of the centers. Obviously this type of undertaking is

problematic for a large segment of the popu]atioh‘“
part1cularly those from the lower socwoeconom1c ]evels ang
consequently opportunities- to become a top level sw1mmer
were further restricted. -

In summary the period 1955 to 1963 was one of rapid
growth for the CASA(AS). Three factors were the primary -
,contributors to this growtﬁ: the introducfion into Canada of
age group;swimmiog; the initial involvement andszeeqUentm
conscioos recruitment of bUsiness'oriented pegople; and the‘ﬂ
deve lopment of iodoor sWimming pools. ‘As a Eesult of the-
1nfluence of these three factors the organ1zat1on was able
to increase its size, eff1c1ency and product1v1ty It,also
showed increaeing,evjdence of the-characteristics of a
1egallratiooal bureaucracy. Mahifestations_of this tendency
,}weae found in a more formalized system of rules, a greater
division of Jabour, and  an emphasis on‘}he imporkgoce.of

\

\

&



" obvious of these was 1imit1ng the availability of 4

Y

‘hotel room or some other su1table%

_ BN
professional qualifications. As with the development of

bureaucracy there were obvious benefits to the CASA(AS) when

A

it took this coorse. However, it should be noted that thece

: Y
were also negative consequences of this grend. The most.

adm1n1strat1ve pos1t1@ns in the organ1zatton to those_
individuals who were able to garn the prerequ1s$te skills
through their place of employment and the concentrating of

the major swim clubs 'into the larger urban areas.

-

.Incorporatlon to Profe331ona1 Staff(1963- 1973)

: From the mid 1950's the CASA(AS) had grown rap1d1y and
the ordantzation had become more formalized. One of the
consequences of thi's increased formali;ation wag a 1argeA*
increase in association expenses. Evidence of this_is
prov1ded in,the 1954 and 1963 organ1zat1ona] Budgets “In

a

1954 tota] expendltures were $247.91. %y 1963 these costs
|

had risen to $3, 854*62 Part of. the cost was a resu]t of the
fact that there was a 1arger number oF adm1n1strators
a55001ated w1th the organ1zat1on and the increase /' ]
act1v1t1es the CASA(AS) had.taken on requ1red‘th to meetl

/
more frequently These meettngs requ1red the h1r1ng of a

teams were being sent to Nat1onal Champ1onshnps and’ other

\

‘1arge.meets These teams requ1red coaches ahd chaperoqes and

their expenses had to be paid. CASA(A§)-was'now sending

- . 177
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delegates to national meetings and again this incurred
expenses. Finally, the increased size of the organizationi
meant some'increased revenue b%t it also meant increased
correspondence and administrative costs.

To meet the rising costs it faced the CASA(AS) had to.
Siﬁcrease the révenue-it_generateg. In 1963 the

3

organization’s main sources’of income. were from the sale of
. - ' . .

amateur cards, affiliatién feeS'and provincial

\ champibnships. The Prov1nc1al and Federal governments also
made small contr1but1ons to the é;gan1zat;on (CASA Financial
Statement, 1963). This mopey waS'%a1nly used for the—
sponsorship of coaching, oFficiati&g and-ﬁaﬁticipant
*clinics, an aspect of the CASA(AS) that had grown rap1d1y
since 1955. . '

eir revenue the CASA(AS) had to

In order to increase
raise funds. There were everai ways to do this but to .
become involved the or an1zat1on had to have some formal
legal status. In the past the organ1zat1on was merely a
collection of interested 1nd1v1duals A1though recogn1zed as
the official arm of the CASA in Alberta, the CASA(AS) had no
legal status bther than this: To be elig}bfg'to participate
in certain fund raising ventures the Organizafion Had to bé

' 1ncorporated under the provincial government Societies Ag}

At the CASA(AS) A G.M. on March 17th 7963 such- a mot1on was\“;

made and accepted. Along with the appl1cat1on for
incorporation a- copy of the constitution and by 1aws had to _

be sent. The organ1zat1on was - lega1ly 1ncorporated on the
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23rd December, 1963. Although there were several advanfages
to the CASA(AS) becoming ineorporated the main one was
| financial. Jack Billingsley emphasized‘this‘whethe noted:
.it was purely fipancial. We wanted to start into |
swim-a-thons and things 1ike that and we had to be

o incorporated to do t§§m (Interv1ew February 23rd
1983) .

In addition to legalizing certain ﬂUndnraising ventures
. the incorporation of the CASA(AS) may be seen as another
step in its bureézcrat1zat1on A]though the organ1zat10n had
previously operated under a set of rules and regulations
these gained their credibilfity from the acceptance they
received from the membership. Once incorponated.these rules
\ became the legal Qperating guidelines for the organization.
As such they werekaccepted by the provineial government .
Major changes in these rules had to be approved by a'
two-thirds majority of the membersh1p and by the Compan1es
| Branch of the prov1nc1al govérnmeqt
As well as making the rules.o% the organization legal,
incorporation also he]ped move the CKSA(AS) closer to
fulfilling one of the character1st1cs of a legal ratlonal
bureaucracy, i.e., "the staff members are personally free,
observing only the impersonal dut1es ‘of their offices"
{(Albrow, 1970:44). érior to,incorpésatibn members of an
organigatioh are liable to be sued for any debts "the
organization incurs. With incérpohation thgﬁliability of the
members -is limited to their inQolvement in the organization.
Two b}her ad#antages>of incorporation to the CASA(AS)

\ were that i) the}orbanization became perpetual its existence
‘\ . - ¢ '
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wis not dependent on the lifé-span of its members and i1i) it
allowed it to‘épply to gréntiég agencies as many of these ‘
require a group to.be‘incorparétea before they will allocate
funds. Tﬁis latter faétor would be particularly important to
the'CASA(ASV.in the cbming years. | :

Arbund«the time theVCASA(AS) was becoming incorporated

another important event in the development of the

-~

\

organization waé taking place.. This was the creation of én
Edmonton and Calgary:Swimming Association under the control
of the Alberta Section. Oriéinally confinea to the
province's two major cities these Ohéanizatidns were thé
forerunners of the phésenf day Northern and Southern .
Regionsg~£s was the case with the CASA(AS) no exact date for
the two‘Fegibns could be founé; although it was generally '
agreed that the Edmonton Association formed around 1963 and’
 the Calgary group a year or two later._ The ¢eason for the
formation Qﬂ/the two associations was éssentially a
/ . ,
coordinating function. As the CASA(AS) grew in size it
became harder fog it to coordihate the efforts of its member
Q}upsﬂ Jim Frénéhuk, t#% driving force behind the formation
- of the Edmonton Association and its first president, points
out the reasons ‘for the organiz%tion's formation:
We felt that there had to be a cdbrdinatihg body to
coordinate our local meets. We could also do some .-
joipgt planning about indoor training programs...the
- samé with travel we would organize for let's say the
. Kelowna Regatta, we [the Edmonton clubs] would go
" through the Edmonton Swimming Association’ and
organize as to where we were going to stay and we +
would travel together.: There were several things we
could do together. We could joint plan for the .
provincial championships either to host them or to

Neeo
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travel together"toothem;.ﬂevery poolvcouldn t get a

caordinating bedy " Interview, March 10th, 4883) .

v Whattwe may suggestvwas happening, then was that as
the CASA(AS) grew larger certatn of its OfflCla] soc1al '
functlons became less 1mportant For example, in its early
. days the organlzatlon had acted as a coordtnatlng body for
member clubs. as more clubs emerged and their social
‘_functtons 1ncreased ‘the CASA(AS) ‘was unable to ma1nta1n

‘th1s role. The problem was parttcularly prevalent in
Edmonton and Calgary where there were a large\number of
fclubs The dlscrepancy between what the CASA(AS) or1g1nally V\
,d1d and what it could now do, created what Downs(1967 191)
has termed a performance gap, i.e., the difference between
what the organ1zatlon is d01ng and what it ought to be
Id01ng Downs suggests four reasons tor\the creatlon of a
- performanCe gap.gtwo oF whlch have some relevance for th1s
study F1rst 1nternal turnover of personnel. a frequent
occurrence in a voluntary organizatIOn, can cause changes 1n
“the organlzatlon s behavwor Since ‘the people who control
power in the organlzatton would not'necessarlly have the°‘
same prlorlties as those who preceded'them a gap’can ex1st
in what some people feel ‘the organtzat1on ought to do and

~what it actually does Second Downs suggests internal

technlcal changzs whlch bring about new. ways of performung

taSKs, for exa le, running swim meets, can cause changes 1n‘_,

the organizatlon s behav1or, These changes for the CASA(AS)

may have been an 1ncreased empha515 on nat1onal ‘and
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| international‘level competition and‘consequently its

oordinating function for the clubs was a lower priority A

final factor which Downs does not’ acknowledge but wh:ch was}

/
important 1n the creation of a performance gap in the

CASA(AS) was the increa51ng size- of the organization As it

grew bigger its*soc1al functions grew e that tHey were more

‘all encompass:ng in scope However the average club SW1mmer L

or offic1al still saw the organization s role to assist
‘their development As a result of thls discrepancy the

afdrementioned performance gap arises - L 'XV U

s

-

v
DY

,,,,,

As well as suggesting causes of performance gaps Downs‘f«

also sug ests ways in which organazations can react to ;_YxQ&};

+ e
perﬁormanc gaps. Gne eXplanation which may have merit

e

'relative to the creation of the Edmonton and Calgary e ”

Swimming Assocqations is that' ) j,f‘r ’f; R

a

The bureau can redefine its socxal functions Y they
no longer include the particular actions the agents

in its power setting believe it should carry out.

This is usually accompanied by the formation of
.another bureau to discharge those actions(1967 193)

In the case of the CASA(AS) the social functions of .

AN
club coordination in the two large urban centers was

’ reallocated to another bureau or: more exactly a sub bureaU‘:*b

of the CASA(AS) The creation of the two city associationsft}x,

- also had the effect of creating another level in- the JQQ;-“
organiz tional hierarchy. a step which further exemplifiesy
1 1ts indZeasing bureaucratization SINLE T o Yy

Following incorporation and the formation of the

-

Edmonton and Calgary ASSOCIation the CkSA(AS) continued toflﬂﬂl

A;

.\[h
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) groW.fo 1966 twenty eight clubs were affiliated with .the .-

| organiiation President Ron Vickersb in hlS annual report' S
- \ .
,noted that:

;‘, The past year “has' been a rewarding one in terms of | -
" contfnued improvement in performang; of Alberta Y
S swimmers. :
o Among indicationsgwere the four Albertans
. -~ < chosen .to the Can-Am Dual meet: and the strong
. contingent of twenty- two; that represented the
. section at the Nationals. Provincial records .
~ continue to improve and at one stage this year : =
records ‘chairman, Helen dones, reported to me that =~ .4
Section swimmers hold a total of 47 Canadian -
records. Sandy Jones of Edmonton Southside became
the first Albertan.to qualify for a gold standard
-and’ was soon followed by Jack. dones. Denise Schmidt
;Robert Hastings and Ruth Wood. : ¥ .
. Robert Hastings of Lethbridge . represented
Canada. at’ the British Enflire and CommonwealtthTmesh
~in Jamaica, the first: time.in several decades that -
‘an Albertan has done so. His performance there
indicates that he will very likely be a regular on
Canadian teams for some time [CASA(AS) President’
: Report 19661 : : , R

With the growth of the CASA(AS) its administrative -tnii
";responsibilities had’ been gradually taken over by a strong
cadre of business and profeSSional people These people
) although very skilled in their executive functions often _;_‘
”*flacked technical expertise in swinnNng This*posed a problem
*for the organization As dack Billingsley points out
a,fThe adminwstratdrs were essentially picking the f[

. " athletes when the coaches should hav\ been
- J(Interview. February 23rd 1983)

l

"J.pMoreover administratOrs were being asked t° maKe d9545‘°"5 ‘7;

7 on technical matters in which they had little or no S

»nrlﬁexpertise what had happened with the grewth of the CASA(AS)

’f;dwas that the gap between the administrative and technical
functions of the organization initially started in 1955 had

; ";,‘l‘. B



. . . . . . '
. . , \ Al

| . L 184
. ¢ .t “ o .) .

widened. This meant that one of‘the social functions of the

organization coUldﬂnot'be handled by the people in power in

3

the CASAtAS) -When proffzs1onal and bu51ness or1ented
admtntstrators orwg1nall

started to assume control of the
»

'organlzat1on the problem was ‘not as great because there was -

. st111 close 11a1son between adm1n1strators and techn1ca1

| vpeodﬁe, and the social s1gn1f1cance of the technlcal aspects

'_j;new bureau

of the sport was not as great. But as the organ1zat1on grew
. A

the gap w1dened and the soctal s1gn1ficance of the techn1cal
aspects of the sport became greater t.e,, 1n the past the -
organ1zation had matnly been concenned wrth prov1nc1al |
compet1t1on now 1ts technical functwon was more nat1onal/
1nternat1onal 1n scope To counteract th1s w1den1ng gap the
CASA(AS) had to ftnd some way to hqndle the organizatlon s
,techn1cal functions Turnrng again to the worK of |
Downs(1967 221) he: suggests that two approaches may be taKen |
to this problem 1)‘the fuhct1ons may be aSSIQned to an
‘{ex1sting bureau or 11) a new bureau may. be created In the'7'
"‘fcase of the CASA(AS) the latter course was chosen and a new
i't\bureau or agatn perhaps more accurately a sub bureau of the' -
{hiCASA(AS) was formed “the A]berta Coaches Counc11 John .
htHamilton explained the ratwonale for the formation of th1s

‘G.

_ 1n amateur sport 1 thlnk you must clearly def1ne
j;.ithe zone or field of operation ‘of the parent: ..
,;;‘admlnistrator that. you introduce: into the sport
" -through getting their Kids involved. These people
~run the clubs, they become the: presidents; they :
.- -account for . -the dollars and cents, but I must say
-;;that ‘they are so. busy wlth that they don't have the
_ut1me to follow the state of the art Whereas a coach



o provinc1al team meets, eg Alta B.C.y Alta Montana,
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: _ A -
would understand: the technicalities'of the sport,
the new improvements, how to make your team go-
faster in the water, that is a coach’s
responsibility. I ‘think that because they had a
forum where they could exchange ideas and get to

- Kknow one another it was invaluable to Alberta to
have the Coaches Council as a technical advisory
gﬁoup (Intervxew March 3rd; 83). ‘

With the formatlon of the Alberta Coaches Council the
7

CASK(AS] was agaln exempk1fy1ng its move to a more f
bureaucrat1c structure. Man1festatlons of thts tendengy are
found 1n the fact that a declared d1v1s1on‘of the "*
adm1n1strat1ve ahd techn1cal functions* of ‘the organ1zatlon
‘more clearly def1ned the roles of ‘the offlcers of the
"'organ1zatlon Also this. d1v1sion served to underscore the

' mphasL§ on the profe551ohal quallf1cat1ons that\Were needed

L
to attatn one of the organlzatlon s executive posxt1ons

.Ql The CASA(AS) conttnued to grow throughout ,the late
| 1960’s and early 1970’ . Both the Edmonton and Calgary
Swimming Assocxat%ons expanded their programs and shortly
after their formation changed names to the Nor thern and
Southerngregjons¢of the Alberta Sectlon.-respect1vely an-
;“lhdicatton of their exdanded activities. The: Alberta Coaches t
'}Coun01l also grew and eXpanded lts act1v1ties in the
technlcal domam of the CASA(AS). Programs that reflected R

-..the grogth of the organtzatton ihcluded an 1ncrease 1n

t_fTr1 Pralrie Provinces, an lnereased number of Albertans
'.3represent1ng Canada at Olympic \Empire and Commonwealth
'--'Games and other Internat1onal Compet1tlon1 and‘a steady

-growth in the number and quallty of provincwal sw1m S

\ . .
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programs. ' ‘? DR &

| In the early 1970 s several changes were to take place
in sport in Canada that woulld ult1maﬂely affect the
CASA(AS) In 1968 Prime Minister Plerrzalrudeau announced

the creatlon of a task force to study sport. The Report of

: the Task Force on .Sport for Canadians. was publlshed in 1969

| and from it developed a number of "spinoff organ1zat1ons
One of these establlshed in 1970, was the National Sport
‘and Recreation Center at‘333 Rlver Road Ottawa The Center
was orlg1nally developed to prov1de off1ce space and ’
secretar1al help for the natwonal sport governrng bodies.

The success of th1s federal 1n1trat1ve caused several

£
Ty

prov1nc1al governments @o 1nst1tute 51m1lar.programs and in
Alberta 1n 1973 ‘the Percy Page Centre fOr Provlnc1al
Recreation Assoc1at1ons was’ opened in St Albert.: w
) 'Converted from a former. school buiidwng, thls centre :
5 was turned into a home for provincial sport and - ‘
recreation associations. Services made ava1lablé
included: office space for associations at a cost of
- $1.00/year, provision for meeting rooms and some-
technical assistancele, prlnt1ng . :
mserv1ces)(Baka 1978 207? _ | | %
]~ One of the flrst prov1nc1al sport organ1zatlons to take
advantage of the Percy Page Centre was the CASA(AS) which in.
August 1973 acqu1red office space in the bu1ld1ng and ,
employed dul1e Dawson as a part t1me executive dlrector The’
concept of an executlve dlrector was another offshoot of the'
Task Force Report on Sport whereby up to $12,000 was made |
- avaIlable to national sport govern1ng bodies to hlre such a

- person L1ke ‘the prOV1s1on of off1ce space th1s concept was
- ‘ e , , :
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also 1n1t1ated by some provvnc1al governments The Alberta

A~government was not one of these and Dawson s salaryfwas

evde%mtten by the CASA(AS). » | ' ‘<
awsap was selec%ed/for Khe JOb through her 1nvolvement ’
,Jn swimming, and although her job was 1n1t1ally only for a

a)

few hours a day, “to be an answer1ng service and answer -
" guestions via‘the telephone"” (dones, Interv1ew February

17th 1983), the time commitment. gradually lncreased As

Dawson explalned : ;f‘ B | S

I met John Ham1lton through my adult teach1ng at'€9
" Jasper Place:. He was also teaching an adult progrtam
there and when they decided to open up the place at
- the Percy Page Centre, John phoned me and Asked. me =~
if 1 would be interested .in working for the CASA({AS)-
as a paid employee but just on a very part-time
basis, probably a couple of hours a week which . .
really multiplied and multiplied and it came to be
‘two or three days a week and then it slowly
dggg}eped into a full week(Interview March 3rd
1

There’were'bbvious advantages‘té;zhe'drganiiation in

| htring bawsen the main one belng that she was ablé?to act

as a central elear1ng office for the organlzatwon and slncee

| all 1nformat1on went through her she greatly 1mproved |
‘communlcataon As. dohn Hamilten the pres1dent of the
SCASA(AS) at that tlme, anﬁ ‘the person who hlred Dawson

. exblalned - 7 | | .'_ |
‘because she was part t1me that lim1ted the number ofhﬁ

- things she could:do but she did . take.the minutes and
- produce .them:on time at our meetings. otherw1se it

- .was taken -home and done by a volunteer who may have o : o

had to do the laundry that day or may have had to go~
~ to work.that day ‘and couldn’t get the minutes out = -
- for.a week or whatever so. that speeded up the type L
of production. It became a.central mailing = " (.;j--
’h;off1ce.{ and it made. communicatlons better IR
(Interv1ew. March 3rd 1983) : ,

,
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“The concept of a pald person iavolved in a volunta@y

organlzat10n 1s somewhat ant1thet1cai to the concept of

volunteer1sm Notw1thstand1ng,'1t would appear that in the

11fe cycle of, any vo]é;tary group there is a po1nt at which _

4‘
)
the soc1a1 functwons of that group ang their adm1n1stratlon

'become SO complex that\they cannot be undertaken by
volunteer§ no matter how ded1cated or efficient they are.
_The establtéhment of an off1ce w1th pa1d ‘staff has the
effect of prov1d1ng some degree of stab1l1ty for the
.organ1zatwon It also fu]F1lls another of Albrow’ s criteria
for bureaucrat1zat1on in that the off1c1als of - the
organwzat1§kqfat least one in th1s case) have ‘a money
satary “*4/ : P '

IT regard to the payment of a saiary to profess1onal

"_'help thl; may also pose a problem for the organwzat1on as

- the must find the monetary resources to pay this- salary In

,fthe case of" the CASA(AS) a compar1son of 1973 and 1974
/ A
,budgets 1nd1cates these add1t1onal resources were obtained,

t

,1n part from an 1ncreasedﬁfund ralslng dr1ve, mainly

;through the Sw1mathon program and fromtglProv1nc1al Match1ng t
: /_/T_Grant of $3,000. 00. Bakal1968: 198) notes that ‘the grant;"was‘ '

baswcally used for d1fferent types of adm1n1strat1ve o

9‘

functlons related to the organ1zatlon
R k

ol w N

| Another event 1n add1t10n to ‘the hir1ng of
":"'profe$5‘ona‘ help for the organ'lzatlon wh'lCh tOOK place m
'.LFall 1973 was that two of the. assoc1at1on s member clubs

'ifannounced the h1r1ng of a fu]l t1me profess1onal coach The

188
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CASA(AS) Pres1dent s Report for 1974 noted: S“v
The fall season opened with the announcement of an
‘amalgamation of two Calgary tlubs, Acadia and
Barracuda, to form.a new club the Cascade Swim Club,
with the primary- purpose of being able to employ a
full-time professional coach. Among other things,

'this permitted the club to apply for a Swim Canada
grant: This bold step i jthe area of full-time
coaching and finance wéas’ applauded by many SW1mm1ng

'people throughout the province. It is encouraging tb
‘note that the dJasper Place Club have recognized the
advantages of ¢phis and have anhnounced -the hiring of
the former technical director of swimming for . BT
Scotland as their coach. We must not forget, ~ . L
however, the tremendous contribution made by our' -

. dedicated part-time coaches over the past years.

Many of .them continue to.give®unselfishly of their
‘time in order to keep Alberta near the top in
Canadian sw1mm1ng[CASA(AS) Pres1dent s Report: 1974]

Although these coaches were not directly the

responstbtllty of the CASA(AS) they-would have an effect on-

t

S

the organ1zatlon and on sw1mm1ng in the prov1nce Throug otif

/ its early ex1stence club coaches had been volud@eers.iﬁs:the

competitive element of the spoﬁt‘developed the: - l

. responstbility of the'coach beCame more . and'more'time=

consum1ng As Btll WrIth one of the first profe551onal

h

_coaches to enter the prov1nce po1nts out

w1th the 1mprovement of sw1mm1ng more- and more
o }hours were required in the trabﬁﬁng process and for
. the amateur coach, someone who makes hig living in a
regular-9 to 5 Job -there are only so mény: hours\1n
a:day and in a big club it becomes almost. impossible ,
~ for the purely amateur coach. to subvive .. o
”phys1cally(1nterv1ew March 1Bth, 1988) a3 P

' As the time element became greater some coaches( {
recelved parttal remuneratlon for thelr efforts Th:s}amount
'.fgradually 1ncneased over the years as d1d the amount of t1me {;n4
'3the coaches spent w1th the1r athletes Jlm Franchuk

recounted how hts honorar1um 1ncreased

P b4
| T .
. et P
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‘°. .
.The f1rst one 1 ‘received was just a small *
st1pend “one or two hundred dollars for the year,
but by the end of my coaching they were giving me a
thousand dollars a year which back in those days, I.
was only getting paid five thousand dotlars as a
Meacher, sp it was. a fairly measurable
amount(Interv1ew= March 10th, 1983). N

"

The evolutlon to profe551onal coaches was a natural one
that occurred as ‘the time demands of "the sport 1ncreased To
“many of the people interviewed in th1s study the advent of

the profess1onal coach was seen as the most - stgn1f1cant

t

development in sw1mm1ng and the CASA(AS) The. arguments in
favor of profess1onal coaches were;that they drew more
people'to the Sport (empirical‘evidence‘doesinot;really“*

support this statement CAsAlAsl ftgures‘show'that in

| . 1974- 75 1 610 sw1mmers were reg1stered W1th year round ;“;$“‘
‘_clubs, in 1981/82 the f1gure was. only 1594) They also ’ 3
encouraged more’ members of Alberta Sw1m Teams to go to maJor |
meets and they helped the CASA(AS) become better organlzed
Dnly one member of the 1982 CASA(AS) Board of D1rectors =
spoke out agatnst profess1onal coaches when he po1nted out |

I don t happen to- th1nk there is a- great advantage
to'it. I :think what ‘it had done in some areas, and
this .is str1ctly personal I think that it has _
Aprobably dohe more harm to the 'sport in some aspects
“in that it is more difficult to get- volunteers, to . -
come. out ¥ to work as on-deck officials or to raise,
“funds: mainly because they ‘have to put' in a fa1rly
substantial.amount of cash upfront now. Whereas _
~before you could join a club before for $50-$60,- do .

. some fund raising and go the whole year, half: the o
Lo gtraveﬂ was paid and the entry. fees ‘were paid by the , .
&% club. Now theré is a fairly substantial figure and I
" am.not sure what it is (we are not .directly’ 1nvdlved
o~ ~with a swimming club),  but there is a fairly .

-~ substantial amount  3- $400 00 or more, so more- people
" are inclined to say "hey I'am putting all this money
,1nto 1t 1 don t havevto be a volunteer I have .

./‘. . - N \‘\
3 '
8 .
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already paid my dues" so to speak. I think it has
made it more difficult to get volunteers to put in
the time that is necessary and if you are familar

wi th swimming you know the amount of volunteers
necessary just to run a swim meet is substantial. To
operate a major swim meets you are looking at 45-50
people on deck or directly involved for each session
of the meet. -If you are looking at a national meet
where you have 5 days, two sessions a day, you add
the numbers up its a logyof volunteer time(Stuart
Bauman, Interview, February 21st, 1983).

One significant aspec} of the advent:of professional coaches
that no interviewee mentioned in any depth was the fact that

w

theré was a tremendous increase in the cost of swimming.

) Today top coaches may earn”in acééss of $50,000 per year
plus expenses. The cost of this is borne by the parents of

,:>swiﬁmersu~These parents pay c}ub {ees of up té/g500~$600 per
year and then on top of that pay travel expenses,
accommodétion,'etc. for their swimmer. As a result of these
costé swjhming has become a sport which is predominantly the
domain of the\midd]e ané ubper classes. Th? consequences of
this will be dealt with in more Qeta;] later on in the
chapter in tHé section "Class Ineguality in the Canadian
-Am;feur Swimming As§ociation, Alberta Section”.

In summary, the period 1963 to 1973 saw several changes
in tﬁe CASA(RS). In 1963 the organization became |
incorpor;ted under the Societies Act of Alberta;‘The:maih.
reason for this being that once incorporated the group could
utilize previousJy unavailable methods of fund raising. With
thése increased‘QMnds‘the ogganization could plén‘to extend
its programsTto include biggen,énd beétter meets, an

increased number of provincial teams and so on.
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Also around this time two new sub-bureaus of the
CASA(AS) weré created, the E?monton Swimming Associatioﬁ and
the~Calgar& Swimming Association. Shortly after‘their
inception these two groups expanded and became the Northern
and Southern.ReQions of the CASA(AS). Their main purpose was
to coordinate clubs in their area, a function which became i
necessary because of the increased size of the provincial.
organization.

As the CASA(AS) grew, its administrative off{cers
became increasingly drawn from the ranks of business and
professional peopleﬂ These people, although stfong
administrators, had little technical expertise in sWimmiﬁg
and consequently another“sub—bureau of the CASA(AS) was ¢
formédﬁ tﬁe Alberta Coaches Council. The purposé of this
group was to act in a technical advisory capacity to tHe
executive committee. Threoughout the late 1960"s the CASA(AS)
continued to grow. In the early 1970 s the provincial
government provided of fice space for sport governing bodies
in the Percy Page Centre in St; Albert. One of the first
opganizatibns to take advantage of this was the CASA(AS)
when in August 1973 they hired Julie Dawson as their first
pa%d staff,persoh.v : ; | } o '

There were many adyantageé to’hiring Dawson; {heée were
mainly in the area of improvfng'communicatioﬁs. The.one big .
disadVantage was that the orgahization was faced with -

acquiring extra funds annuaily for-herAsa]ary. Another event
.

that_happenedfaround the time of Dawson's emplbyment.Was
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that two of the CASA(AS)'s member clubs announced the hiring
of full-time profeséional coaches. The hir{ng ogﬁé
préfessional coaches was to have'mahy effectg\éﬁjfhe
provincial érganizatiqns. On the positive side the main one
was to improve the quality of swimming‘i; the province,
while on the negative side lt was to greatly increase the '

.

expehse of being a competitive swimmer.

The Increasing Professionalization of the
CASA(AS) (1974-1983) N\

.. In tfe decade following 1973 the CASA(AS) continued to
work toward the development and improvement of swimming ip
the province;_However the growth that the organization
experienced appears to-be of.a‘nglitative not a |
quantitative ﬁature, i.e., there was not a lérge increase in
the size of thé organization. The CASA(AS) experienced this
type of grbwth because it has increasingly strived to place
the best administrative and technical pébple in its top
level positiois. As Downs(1967:14) points out, what usually
attracts these type of people‘(he\terms them climbers) to
become involved in an .organization is an increase i power
°and-prestige; U§ually-an.organizatibn can only‘confer this
power and prestige if it promote$ people, this occurring as
a resulp of rapid expansion whjch creates more
administrative positions. What happened in the case of the
CASA(AS) is that tasks that previously were paid only

nominal attention to (in the 1950's and 1960's) were now
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given increased power and prestige (e.g. Long Range Planning
_ Chairman, Swimathon Chairman). In part this may be a result
of the hiring of professional staff, i.e., the staff member
in an effort to assist the organization separates out tasks
that may have previously been linked together, e g. planning
and budget. The effJEt of th1s type of increased division of
labour is an increase in the number of ava1lab1e positions
in the organization”s administration and subsequently an
increase in the bureaucratization of the organization. All
thie change can occur without a comparative growth in size.
In addition the high turnover rate Which can take place in a
voluntary sport organiiation makes tt'po$sib1e fot new d
members to rise fairly quichly‘to positions of status and
prestige. This can occur'without forcing older more
" established members out of their position or rapid]yf
increasing the number of adm1n1strators |
. It would appear that through a combination of the two
methods. an 1ncreaeed number of status giving adm1n1strat1ve
pos1tlons and rapid turmover of personnel,-the CASA(AS) was
~able to\attract good administrators'and technical people
“without experiencing a rapid growth in size. It was
generally agreed by aTTjinterviewees that the main factor
11m1t1ng the quant1tat1ve expans1on of the CASA(AS) wae the
1ncreased cost attached to swimming.
Examples of the 1mproved quality programe the

organ1zat1on was able to*run throughout the 1970's were the

number of natlonal and 1nternat1ona1 meets that the sect1on7

-

*
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hostéd} the first Alberta Seminar on planning for the
organization;_the complete updating‘oﬁ theforganization’s
by-taws;'etc. A1l these weré achieved without a comparative
growth in the number of registerea swimmer; (as previously

noted 1610 reg1stered sw1mmers in 1974/1975 and 1584 in
1981/82). . . °

N

o

As well as the programs noted above, there‘were several
other events that occurred inrthe.decade_fol]owing;1973;
which have relevance for an‘analysjs of the CASA(AS). The
first of these was thé\hiring of Rene LaRou}»as7a ‘secretary
to help Julie Dawson, the part-time execgt1ve d1rector l
LaRoux was htred in 1977 on a part t1me basis. Dawson notes
-the reason for hiring add1t1onal profess1ona1 help

1 Just ‘couldn’'t handle it any longer I was work1ng
"onger and longer hours and I wasn’ t able to handle
.80 much worK (Interview, March 3rd,’ 1983).
The@h1r1ng of LaRoux did help to relleve some of Dawson’s
- load. It also meant that the office in the\Percy Page Centre
could handle more of the assoclatton s affatrs thCh were
now becoming 1ncreas1ngly complex as a consequence of
~ enlarged numbers of active commtttees On the negat1ve s1de ‘
the h1r1ng of another profess1onal 1ncreased the f1nanc1al
| comm1tments of the organizat1on | | ' |
The next major event to occur also 1nvo]ved the
. employment of a profess1onal In 1978 Bl]T ‘Wright, the sw1m
-coach at dasper Place Pool -entered the Un1ver51ty of

Alberta to enrol] in‘a Master s Degree Program Whlle at thev

un1vers1ty, erght would coach the swim team and also to
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‘supplement his~salary‘he:negotiated with the CASA(AS) to act
as their technical coordinatOr}‘The‘main aspects of Wright’s ,
responsxb1l1t1es when he‘undertook thls role\were to cha1rl
the Project ’81 committee. PrOJect ’81 had emanated from. the
“Alberta First Seminar”{a planning meeting for CASA(AS)
members) and was: .
- a developmental program directed at improving
participation at all levels of competitive swimming,
at disseminating technical 1nformat1on to coaches
and officjals, and at formulating in advarice a . .
meaningful competitive program to suit the current.
needs of the province(Wright Correspondence to :
_PrOJect 81 Commlttee Members November 14th 1978)
Wr1ght functloned in the capac1ty of Techn1cal
Coord1nator for twosyears wh1le cha1r1ng PrOJeotp¢81 and in

1980 he . was reappo1nted on a part t1me bas1s as Techn1cal

Coord1nator work1ng ta 1mplement some of the proposals- rf
PrOJect '81. Once aga1n the employment of a profess1onal 5 3\:
~allowed the CASA(AS) to undertake more and better pPOJeCtS,‘ ';‘
l'but agawn the ever present f1nanc1al commltments to . this L
positton ex1sted In. part the meetlng of these f1nano1al
comm1tments was helped by 1ncreased prov1nc1al government
a551stance to Sport govern1ng bodles Wh1ch was 1n1t1ated in. f_
.1977 | | : S . B _\ _ _
| At the t1me of Wr1ght’s appovntment dulle Dawson and
.Rene LaRoux were also worKIng for the CASA(AS), so f ,
" essentially the organizat1on employed 3 part tlme people o i
" 0r1ginally Dawson who had not actually sought the Job of 'tvf;ﬁf
executlve d1rector, had only 1ntended to stay fOr 2 or 3 S

}if,years In fact 1n the organization s m1nutes of thetr 1976 "*
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5~,A.G;M_.areference‘isnmade tothelpossﬁbility of obtaining a
- -grant termptoy an’Executive ﬁtrector\(Although periodic
ment1onﬁ1s made of “secur;jng monies for th1s post 1t was not
,unt1l November 1880 that Bob Burns was appotnted as the .
',organwzat1on s full- -time execut1ve diregtor. Rene LaRoux
\ conttnued as part time secretary unt il December 1980 when
_ Ltnda BecKer took her place BecKer rema1ned part t ime unt1l
. danuary 1983 when she assumed_a pos1t1on as a full- t1me
staff member Cur?EntEy then the CASA(Ag) has" 3 o
professwonal staff; namely a. fu11-t1me execut1ve d1rector, a;»
full t1me secretary and a part time techn1cal coordlnator
The 1mpact of h1r1ng profess1onals 1n voluntary sport
}organlzat1ons is dlff1cu1t to assess. Although no stud1es of
"~ any- type could be - found on th1s subJect the op1n10ns of the
“stast maJor1ty of’ CASA(AS) members 1nterv1ewed was that th1s
'was the most 1nfluent1a1 move the organtzat1on has ever
taken What the profe551onal was ab]e to do for the |
adm1n1strat1on of the organlzatlon was to prov1de a central

'p01nt for collect1ng and d1sseminat1ng 1nformatton As Bob

’Burns expla1ned when asked 1f he thought thls was ‘one of the S

”f}assets of an execut1ve d1rector e wfh ‘ f”gw

1 certa1n1y do,‘its part of the commun1cation th1ng
~« 1 guess.,.we are getting ‘more ‘and mone calls now "

because people Know we are there fu1l time 'and they:
.- have a terrible problem dealing with the: executive"

\ﬁc\durtng ‘the day because they all have other jobs and'

‘they are spmetimes-hard to get hold of ...with our .
set up. here they can call during the: day and even if
I .don’t have the answer [ have ‘the time to do the
phonrng and running :around and can get back to "
them(Interview March 24th 1983) i

In add1tion to prov1ding the central 1nformatton serv1ce,i¥'

B [
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the executive director has also beenyable to ‘increase the
efficiency of the volunteer executive Not only does the
execut1ve dtrectop rel1eve some of the. more routlne tasks
from the shoulders of ‘the executtve he ]S also able to make

1
sure that they are focu51ng the1r efforts on more relevant

\.
items. John Hamilton explatns A
I ma1ntaln getting a pPOfGSSlonal on staff, a'patd _
person,. _does not eliminate your workload, It
increases it. I find mdre reminders. from Bob now to
~say there.is a meeting coming upj, these are the
- items on the agenda, thinK. about them and read the
attached or something... and this is excellent !
‘because we as volunteers have an awful tendency --
we spend so much time on our daily work lives mak1ng
a l1V1ng .that sport Kind of takes a backseat
occaSJonally and somedays we forget about ‘
n;sfvt(Interv1ew. March 3rd, 1983). A
Certainly, as poxnted out earller 1t is hard to deny thatg
the qual¥ty of programs has 1mproved w1th the h1r1ng of
' these people. What has not - 1mproved dramat1cally, however,
is the number of year qund sw1mmers 1nvolved in the
organ1zatwon This in part may be due to the cost ,of joining
:.~a swim club whtch now in many clubs is several hundred
. dollars per. year It is interest1ng and 1mportant to note
o that over tHe pertod of the last two years the efforts of
both the Execut1ve and Technacal D1rector have 1n paqt
been direoted to developlng what has prev1ously been seen as
_th Tess attractrve" areas of swlmmtng (less attract1ve;‘
because they are not as vlswble) namely these are Qhe
summer clubs. i,' those clubs w1th only outdoor pools
rural clubs and Master s, Swimmtng (sw1mmers over 25)

terms of Master s and Summer Sw1mm1ng these have now both

i FREEN
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been fully inéorporated into the CASA(AS) and the Eaecutive
Directorhand his staff handle hoth registration and "year
‘round administrative support services to the executives and
affiliated clubs &f the organizations” (CASA(AS) Presidgpd’ s
Report 1982). To develop clubs in the rural areas the
sTechntcal Director has held numerous deveIOpmentat clinics

P [y

and through-his ‘efforts t /iorgantzatton has been involved
in provincidl government supported programs such as the 1980
Anniversary Talent IdentifiCation Program and the Sport
'Outreach program Both of these are designed to improve
sport in the prov1nce s smaller centers

It is 1nterest1ng to observe that the CASA(AS) has now

tadopted this- tact1c of attempting to-deveIOp the less

3

attracttve areas of sw1mm1ng Perhaps Scott’s(1967) analys1s
of agencwes for the b]lnd may be used to help explatn the

case of the CASA(AS) Perrow c1t1ng Scott’s work notes:
f
The vast’ maJor1ty of agencies for the bltnd are
oriented to providing servkge for the "attractive:
blind" -as.one might call them -- the children.and
‘young adults who might be employable. The, ch1ld taps
- the' sympathy of the generous public, and the young
~adult.promises an adequate return on investment for
those who respond to more calculated arguments.
Consequently, about 80 percent of the'blind -3 ‘the
old, those with other disabilities, and. those in
~ minority groups with high unemployment rates -- are
“more or less, neglected by the agenc1es(1970 128) .

~In the case pf the CASA(AS) we may ‘suggest that thGIP
_e;E;rts have been dtrected to the attracttve swimmer",
i.e. R the faster younger sw1mmer (most sw1mmers reach peak
| performance at between 15 and 20 years of age) . These are v

the peopls who can securé grants and who are’ the focus of -
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media attehtlon. As a result of this emphasis the
“unattractive swimmers”, sUmmer swimmers, master swimmers
and swimmers from rural areas. who ‘are not as fast .-have been
neglected As the organization has reached a plateau in
terms of attracting more attracttve sw1mmers it has had
to turn 1ts attentton ‘to the unattract1ve as they now offer
p0551ble resources in the form of membershtp fees or |
.previously unavailable_or harder to obtain grangg.‘lndeed an
example of this may be seen in the fact'that the\CASAiAS)
t"received a $40,000 grant from their efforts to promotg
':summer swimming‘clubs. ] ‘J&\\\\_

In summary the period from 1973 to the phesent was‘one"\\
of qualitativeﬁnot quantitativeigrowth},In bart this. - \\*\\
improvement in the\ ality of.programs was due to the
'1ncrease in profe581onal\staff from one part ttme person to
two full- and one part-time people. Tge lack of quantntat1ve ‘

‘grouth has been addressed over the past two or three years

as_efforts are made to promote some of:the""less attractive“

components of. the sport of swimming. - . ;.
e C IR : = ' : » | :0 Y
:vi. ‘ Co . P v -.'.;“C_ w,‘ '\\ -
iCﬂnclus1on | S e ‘af; ,5%2} ’

What th1s sectton has trted to- do is to trace the
development and subsequent bureaucrat1zat1on of the CASA(AS)
from 1ts 1nception in the 1920’s to the present day What |

| w1ll be presented as, the conclus1on to thls section 15 an
ua outl1ne of how the organlzat1on appears to have developed

}QtAlso a table show1ng the changes in. number of the members.»,

0 i 2
-

~
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the number of clubs, and budget size is 1ncluded to
1llustrate the growth of the organ1zat1on It is hoped that
the outline presented could, in the future, be used in
comparat1ve research on other voluntary sport groups and
eventually a developmental model for these types of
organ12at1ons could be establ1shed

g The format1on of the social collective Known as the .
Canadkan Amateur Sw1mm1ng A85001atlon Alberta Section was
1n1t1aﬁed by a group of sub- units (clubs) which came

togethen to further a common cause the ‘control and

" promotion of sw1mm1ng The leaders ofsthese sub-units

~exhibited character1st1cs of a soc1al qual1ty which Weber
| has termed fharlsma L ‘ : g _ R
Through this: qualaty the' leaders were able to draw to .
'the:r cause a cadre of followers In,order to fac1l1tate thei‘
_ achlevement of helr obJect1ves an 1n1t1al level of »\ |
organ1zat10n was evolved Th1s basxcally focused around the
actlvltles-of the char1smat1c leaders and thejr‘key
fol lowers. The relationship between the leaders and their
;folcherswaspersonal‘and.dldrnot:jnltiallv‘involvewany
'formalvrules and regulations-or anyfhierarchy of'authorlty'-h
The- early structure of the CASA(ASl may be descr1bed asr“
'an und1fferent1ated h1ghly partxcxpat1ve type of .
| arrangement There was no d1v151on of labouf. few records
‘.:.were kept meetlngs were held 1nformallyrand coord1nat1on of"
”;actwthles was at the personal level | o

In such a s1tuat1on,.the organlzat1on demands aﬁd
benef1ts are qu1te cons1stent w1th 1nd1v1dual needs
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and contributions. Decisions are made through
consensus. Control is carried out informally by the.
normal interaction patterns of a small group. The
organization in this state is highly. “sensitive to
individual néeds and abilities. Such an organization
s character1zed by low formal structure lWerthe1m
'1976 7).
As a result of the qnlque poswt1on the CASA(AS) and
most other voluntary sport organigations have, i.e:. a
| monopoly on the control of sport in its area, it did not
: have to compete with 51m1lar organlzattons for control of
q

resources. Neither did 1t exper1ence some of the problems of

'leadership,succe531on that can befall an organ1zat10n

" founded on charismatic authority. This unique position
allowed the Organization to‘duickly develop some deoree of
4a3tability and subsequently it began}to;grow.tAs lt‘grew the}
CAsAlAS)*started to deVelop'its flrst'bureaUCratic~
‘character1st1c in that a 51mple dtvts1on of labour was';
created. As further growth took place the char1smat1c
author1ty structure on whlch the organ1zat1on was founded
would start to become rout1n1zed Ev1dence of, this trend was -
'fpresent not only 1n the d1v1s1on of labour that occujped
'but in, the“creatlon of ba510»rules ahd regulat1ons to
~ control the,affa1r of the organ1zat1on, and in the 1ncreased_
‘number of organlzat1ons w1th whlch the CASA(A&) '
\»lnterrelated “ 't" *g," o
L1Ke any other organ1zat10n the CASA(AS) was 1nfluenced |

,by 1ts env1ronment and when war was declared the ensu1ng

. depletton of resources. iLe., sw1mmer9 caused the '

jorganlzat1on to decl1ne somewhat The decltne was ev1denced ‘
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'TaBle'l

R

Development of The Canadian Amateur Sw1mm1ng‘Assoc1atton
Alberta Section -

Year -~ # of Clubs # of Budget
- - Members
1935" 8 ° DNA* $205.93 o
1939 7  DNA © $189.07 |
1945 4 DNA% - $68.15
1949 9 DNA* $157.41
1958 . - DNA* - DNAX  $247.51
1963 M DNAx . $3854.62
Ciera 28 \ﬂ_‘1483f | $46,690.68 f

1983 2 861 . $256,900.00

* Data Not Available

by a. decrease in the adm1n1strat1ve actlv1ty of the .' |
organ1zat1on and by a reductlon 1n two of the organ1zat1on s .
: Key resources, money and sw1mmers' It was not untit three to
four years after the war that the CASA(AS) started to rega1n
some of the ground it had lost In large part the réga1n1ng o
’fof ground was due to the war. One of ‘the consequences of o

m1l1ta/y call up was to draw attent1on to the poor f1tness :

levels of Capadtans As a result of th1s finding, a;soo}etal;snl

’ l
'response thaﬁ;came about after the war was the f s

.establ1shment of mun1c1pal recreatlon comm1ss1ons Thesé'-

~

groups would as part of the1r mandate bd1ld many new

"sw1mm1ng pools At these pools clubs we#e formed and these :f
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- clubs became members-of the CASA(AS) . Another factor that
also helped the growth of the CASA(AS) around this t1me |
period was the involvement in the organ1zat1on of‘graduates
from recent]y:inittated uniyersity programs in‘physical
education. These graduates utittzedvtheir training to help
the development of the‘CASA(AS). As E;Fesult of'thése two
factors the organization not only regained ‘the ground it had -
lost but it also started to expand and offer an increased

0‘. number of activities. In order to control these activities a

{.

more formal structure of ru]es and regu]at1ons was employed.
The number of execut1ve officers of the‘organ1zat1on :
increased and their roles became more differentiated, i.e.,
there was an 1ncreased d1v1ston of labour.

In the years, from the mid--to 1ate 1950’3 the CASA(AS) -
Qasato experience an even more_rap]d growth than 1t did in
the‘ftrst‘half of the decade.;Three factors'were the.Key,
contributors to this growth. First the concept of age gnoub
sw1mm1ng 1ncreased the number oihmembers in the o
torganlzat1on,‘Second, the gevelobment of 1ndoor pools. meantg
more‘opportunity for compet1tton Finally, the comb1ned
effect of the first two factors created a demand for more R
't and better adm1nlstratdrs These people were drawn from the
ranks of the parents of age group sw1mmers and ofteh | .
- grav1tated to the pos1t1ons because they had been able to
develop s1m1lar sk1lls through the1r role 1n the workforce
'VHThe comb1ned effect. of these three factors. on the o »,v”

;_admtntstrat1ve structure was;thatrthere:was an—qncrease}inf'
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the number and complexity of rules }Q control and coordinate
the expanded brograms. Thehe was a greater division of
1abour'because of the increased number of organizational
tagks. Fanally, because the administration of the
organization became more'cdmplex, there was -an increased
emphasis on~administfatiye qualifications.

Two consequences of the increased size of the CASA(AS)
‘were a neegAto generate funds and a need for a more
‘differentiated organizational structuré. The first-need was
met through the 1ega1 incorporation of the‘organization..
This had thé effect of making the CASA(AS) eligible for
| government grénts and to run certain fuﬁd raisingAventurés.
It also, to a certain extent. had the effect of separating
the persoﬁa] resource; of the official from those of the
organization. The 'second need was méﬁ through the creation
bf a nuﬁber of sub-bureaus of the CASA(AS). These had the
effect of further increasing the division of labour by
tota]ly'separating’administrative’tasks from techniéal
'tasKs.AThéy also meant the creation of another hierarchical
level in the organizational strUc;aFg?

The CASA(AS) continued to‘growj;oilowing its
incprporation. Although the new sub-bureaus were able to
alleviate some of the iﬁcreased administrative load, by,theA
early 1970's the responéibiiities were such that they could
ot be solely handled by\volunteérs. To cope with this

situation the organization employed its first paid employee..

The hiring of this persoh saw an improvement in the quality
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of CASK(AS).programs but not a'coﬁcurrent‘rfse in .
-organizational membership. Cost was seen as one of the main
limiting ractors to increased membership. As the quality of
CASA(AS) crograms improved the time commitment of the paid
staff increased. EventualTy she was*giveﬁ‘secretarial

' assjstance and ultimately she resigned and was replaced by a
full-time executive director. As the administrative side of
the crganiZafﬁon was~1mprovin§'rapidly'throcgh the use of
paid staff, the technical component wag not making similar
gains. To remedy this sityation‘the organization hired a
part-time technical coordinator. All of these paid staff had
the efrect of placing a financial strain on the
organization FB meet these fihancial commitments the
CASA(AS) has recently started to channel some of 1ts
administrative efforts to prev1ously neglected areas of
swimming, ie., Master’'s swimming and the Summer Swim’

programs. f

C. The Man1festat1ons of Bureaucracy in the Canadian Amateur
Sw1mm1ng A33001at10n Alberta Sect1on
1ntroduct1on
. Researchers who study bureaucracy have extracted
varying numbers of charaCteristics;from Weber's original

Wirtschaft und Gesellschaft(Economy and Society). In this

study one of the better known and more parsimonious set of

characteristics is used, tﬁat presented by Martin Albrow in
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his book Buﬁeaucracy. Albrow presents ten characteristics

which he feels exist in a bureaucratic organization. The

growth of these ten features indicated an increased state of

bureaucratization.

Researchers in the sociology of sport and sport

hadministration have frequently'commented that voluntary

sport organizations are becoming more bureaucratized f(cf.

"Page, 1973;: McPherson, 1975: and Kidd, 1980). However none.

have attempted to identify those characteristics that

3

exemplify thilg increasing tendency. In this section each of

Albrow’'s ten .ﬂatures will be examjned‘ihdividual]y and the

éxtent to which each is manifest in the CASA{AS) will be

\

outlihed.

Manifestations of Bureaucracy in the Canadian Amateur

"Swimhing Association, Alberta Section

f»

.

The Staff Members ane\PensénalIy Free, Observing Only the
Impersonal Dufies of Their Office F

In Weber's ideal type of legal-rational bureaucracy

there is a sepafation of the offical duties of the

puﬁeaudrat‘and his/her private life.

In principle the Kontor(off1ce) is separated from

the household, business from private correspondence,
~and business assets from pr1vate

1ife(Weber, 1968:957) .
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In this study four‘questiéns were asked in an attempt
to determine if thg officers of a voluntary sport
organization are indeed “free” and if their o;fjcial
responsibilities afe separate-from=th¢ir private_lives; The
questions related to i) the time period in which the
officers conduct their work; ii) ﬁhe_place the volunteer
work was’undertaken; iii) the use of personal funds to carfy
“out volunteer work and iv) whether or\not the'volunteérs
socialized with other volunteers. A.further quest ion
attempted to detefmine if any of these situations had
changedlduring the course of the Vo?unteef’s,involvément
with CASA(AS) . 4, -

In regard to the time period in which the officials
carried out their volunteer activity,‘it was thchesized
that if a Set time period was u$ed this would constitute a
separation of officia] duties from the pefsonal |
responsibilities of the volunteer and thus the official
éoﬁld be Viewed as being "pequnallyufree".-Analysis of the
ffnterviéw data févea]ed that a1thou§h certain collective
tasks, e.g. swim meets and meetings were obviously held at a
- set tjme; nOtone‘ih.the organiiation had é éet time for
conducting the official tasks which individually tﬁey‘were‘ -
respohsib&e for. Aé Ddrothy}Hirsch,‘a current boara member
pointed out: o

—~

...you.get phone calls at any time of day. People
are inquiring about things or looking for -
information. They need assistance in spme

- way(Interview, February 24th, 1983).

o

@
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Several interviewees expressed similar sentiments, even
those ‘volunteers who were involved in paid employment
pointed out that they had no set time period, for example,
in the evenings, to do their volunteer work. Some of it
would be done utilizing the resource they had at their
office while other~aepects‘wopld be conducted in their
private residence. Even the executive director, Bob Burns,
pointed out that he did not stick to set office hours to
carry’ out his job.

1 would say my work is sp11t 50/50 between 8:00 a.m.

and 4:00 p.m., and evenings and weekends and that's
" probably because I choose to make it so. One could
function.here and provide a similar. level of
“services by just staying confined to. the office
hours. ‘What I do outside af office hours_is purely
because | seek it out as:I feel it is part of the
‘job and helps the organization(interview, March
~24th, 1983). : B
It may be concluded, then, that establishing e)time period
.for worklng on off1c1al tasks, would depend on the nature of
the task. If the task involves a number of volunteers and/or
othet members of the organ1zatlon, a common tlme must be set
or chaos wou 1d result For 1nde1du31Atasks,offlc1ale may be
‘ealled upon to undertake these at ahytime?and therefore they
cannot be considered personally free. |
The question of in what place the volunteers earﬁied
out their!wprg wasfasked in order to determine if, as Weber
suggested, thée Kontor (pffice)-is separated from. .the
_ household. If~official tasks fo%;the'Qoluntary_sporf -
organization were carried out in the organization’s office

then this would indicate some degree of the official being

.
|
i
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npersonally free": If .they weredmainty carried out-tn‘the
home the opposite would be true. As the time period forn
certain tasks was fixed so, too. the ]ocation.Of.some jobs
. was predetermined; for example, e*ecutivevmeetings and swim
meets. For tasks that did not regquire a specific locatton |
_the majority of officials reported they did them in-their
home. Some people mainly those in the upper 1evel |
adm1n1strat1ve p051t1ons, also made use of the1r workplace

It is interesting to note that although "the Kitchen
taote was still the predomtnant work place of ‘the volunteer:
officia] the advent. of the professional-administratorAhas'*
centraltzed some funct1ons into the organ1zat1on s offtce |
Board member, Hazel Chapman, commented on th1s change

I do most of my work right here on.the d1n1ng .roOm
or Kitchen table. I know that there is .an old say1ng
about sport progressing off the Kitchen table into
the office but I still feel an'awful lot of it is
done on the Kitchen table(Interv1ew. March 8th

1983).

Several respondents made similar comments and Helen dones

provﬁded an example of how the centralized off1ce had helpedv

her: ' '

I did most of my work on the kitchen table. In fdct

all the work in the 1960’ s was done in ‘someone’s

. 'home. ..l can remember duplicating exams. I had a
Gestetner downstairs -on: the work bench and 1'd have
to duplicate all the exams for the-whole province =~ -
and mail them out from the house here. Now if I need ~—
10 referee’'s exams to go to Lethbridge I phone Bob ;
Burns [the executive director], he keeps ‘a supply of

- the exams out there and he sh1ps them out -of the \

: off1ce(1nterv1ew. February 17th, 1983)

It appears. then that over the years changes have

occurred in the place in wh1ch a volunteer’s off1c1a] tasks"

T
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are carr1ed out. Or1g1na11y the exclus1ve doma1n of the
"Kitchen . table"‘some of these funct1ons have now been
-assumed by the organtzatton s off1ce In sp1te of these \_i
lchanges the vast\amount of volunteer act1v1ty is sttll ﬁoh
the Kttchen tabte and consequehtly we cannot suggest that
the‘office is separate frqm.the household. |
’ in the matter of personal ‘and bus1ness assets
| Weber(1968 957) suggests that in a 1ega1 -rational-
‘bureaucracy pUb]1c montes and equ1pment are d1vorced from
L‘ﬂthe pr1vate property of the off1c1a1 . In order to determine
- if th1s was the case- the questton was posed Does it cost
you money out of your dwn pocket to be a member of the
WCASA(AS)’“ the premtse betng that if. ite dtd cost a

vo]unteer money ‘to conduct the off1c1a1 tasks of the-

~organtzat1on then he/she coutd not be cons1dered "personalty"

H
I4

free" .
In nearly every case respondents suggested Wt cost them ?
;'money to perform the1r official’ tasks For example Hazel
,Chapman exp1a1ned ,'-’~,‘ B f. o
,It means wear and tear on’ your car and your gas of
course gas is going. up, ' long distance telephonée :
calls, your stationary and things 1ikeythat if’ you

~ have to send letters they: all cost you
g money(lnterv1ew. March 8th, 1983) .

° Wht]e there were mechantsms by whtch such eXpenses.

'ffcould be cla1med bacK most respondents 1ndtcated they
i:rarely d1d sO. They felt the cost was part of betng an y
- official a fact that further emphas1zes that volunteers‘

f;cannot be cons1dered personal]y free
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' The ftnal question on this partxcular characteristic
dealt w1th whether or not officials of the organtzatton
socta11zed with others in the organtzatjon, the hypothesis
being'that if‘organizational functions.were divorced:from
‘orivate iife then it wootd bé‘uhlikely to find offictals'

3
soc1altz1ng W1th each other out51de of sw1mm1ng related

H:act1vit1es Ana1y51s of the 1nterv1ew data provides
‘relativelyy1nconclus1ve ev1dence on th1s_po1nt..Several
respondentS‘indtcated that they had or.s{itt did socta]ize
‘w1th fellow offlc1a]s OtPers reported no SOC1a1 contact

In summary, what was be1ng con51dered in this
part1cular -sub- sect1on was whether or not officials of the
’ -voluntary port organtzat1on sattsfy Weber's bureaocrattc :
- charactertsttc of being personally'free, i.e., their
txofficia] functionS»For the organiiation can be separated
"fromﬁtheir private life.AWhatywe'conclude is that the
official functionsfot votunteers'cannot be dtvorced'from
the1r pr1vate lives and therefore they are not personally
free from,the1r role in the organtzatton

@

':Thepé_fs a Clear Hierarchy of Offices .

Mouzel1s(1969 40) has p01nted out that "h1erarchy in

general (1n the" sense of levels of author1ty) is to’ be found .

L in any admfntstratton whlch has a\certatn degree of

-..magnttude and complexity The CASA(AS) is. no exceptlon to B

} 'th1s rule as it functtons w1th1n a h1erarchy of authortty
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-(SeeVTable ?) and more importantly for our purpose it also -
has a hierarchy of authorityiwithin its structure (Seeflable
3. o | | |
) Se;eral researchers (Udy, 1959: HaT1, Haas and dohnsonl

1967 ‘and Meyer, 1968) have used d1ffer1ng measures relat1ng§
”‘to the number and depth of hlerarchlcal levels to assess the'
degree of bureaucrat1zat1on of an organ1zat1on
Nevertheless, as Mouzelts p01nts out, it is not the number
| of levels or s1ze of the span of control that maKes an
organ1zat1on bureaucrat1c, "the dec1s1ve cr1ter1on 1s,.-
- wheéther or inot ‘the author1ty relat1ons have a prec1se and
‘1mpersonal character, ‘as a result of the, elaborat1on of
rat1onal rules (1969 40) . '

In. the case of the- CASA(AS) there are;. 1ndeed a fairly
complex set of rules and regulatlons which outl1ne a chain
_ of command for d1fferent act1ons If the CASA(AS) was an
"1deal type" bureaucracy the hlgher level execut1ves would
exerc1se control over the lower Tevels through strlct and
1mpersonal use of these rules but this is not exactly the
;case Although rules and regulat1ons are. followed for many

of the act1v1t1es of the CASA(AS) for example, team

select1ons meet sanctlons d1sc1plln1ng sw1mmers etc. much

of the-work of the organ12at1dn‘1s carr1ed_out¢1n a more
personal manner | }, ﬁ - IR |
ﬁ_ Essent1ally thls may be taken to mean that although
"pfthere are accepted author1ty rélatlonsh1ps between superiors;‘

‘iand subordlnates in the organtzat1on much of what gets done



214
Table 2

The,organizational Hierarchy of Amateur Swimming

—

<

FINA
Federation de
natation amateur

R - AFC < ’
Aguatic Federation:

of Canada

|

CASA
Canadian Amateur
Swimming Association

CASA(AS)
Canadian Amateur
. Swimming
Association, Alberta
Section

Swimming Clubs
‘Within Alberta

is not so MUch'e prbduct of this authorityfbutzhore a

‘ product of social; obl1gat1ons which are created These '
‘soc1a1 ob]lgat1ons arise out of the fact that most members
have a vested 1nterest in the organ1zat1on, a chlld who
sw1ms. If superqors can show that the actions-of the

: orgenization are directly‘or tndirectly'henefieial to the
.member’ s interest in it theh the.impersenai euthority
relat1ons,4character1stﬂc of the tdeal type’bureaucracy:'do_
not have to be ca]led into. play Rather to ensure that the1r

‘ sa1mmer rece1ves the full benef1t of the act1on the

SUbord1nate voluntar1ly compl1es w1th the" requests If the
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. Table 3

Organizational Structure of The Canadian Amateur Sw1mm1ng
ASSOCI&t!Oh Alperta Sect1on

CASA-AS
Board of
Direetors

[ ' J Y LA U 1.
Alberta Northern Executive Southern Technical

Coaches  Region Director ‘Region ° Coordinator ,
Council ) Section :

Office
Coaches  Northern Southern

Clubs(17) Clubs(15)

‘Alberta

Summer

Swimming

Association

“Alberta S
Masters’ ‘ \
Swimming o ' ~

actions of the organization are such that subordinates do
not wish to comply with them the superiors always haye‘

recourse to the impersonal rules which can be.enforced.
. _

However as Blau end Meyer point out:

The mere knowledge that the rule exists and, '
possibly,. that it is enforced elsewhere, 1nstrlls a
sense of obligation to liberal superiors and induces
subordinates more readily to comply with their
requests(1971 64) .

In summary, the CASA(AS) does. exh1b1t a h1erarchy of .
author1ty Although th1s is followed for certawn act1ons of
the organ1zations for the most part orders are accepted .
: because subord1nates can d1rectly or. 1nd1rectly see the '

RS N f - ]

‘benef1t to the1r sw1mmer
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' The Functions of the Off ices are Clearly Specif ied

Gerth and Mills(i946:196) in their book From Max

Weber :Essays .in Socielggx‘suégest {hat in a bureaucratic
structure “the regular activiti€s required for the purposes
(of the organization) ere distributed in a’fixed way as
:official duties”. This type of division of labour "makes it
possible to employ only;speeializedvexperts in each
particulanvposition and to make eYery one of them
resbonsible for the effective performance of his
duties"(Blau and Meyéer, 1971:18).
In the case of the CASA(AS) the use of the terminology
specral1zed experts /may\be somewhat grand1ose

nevertheless, the organ1zat10n does try to place the best

ie best jobs. To #chieve this end officials are
‘ito specific pdstttons rather a Board of

555 elected and this Beardvthen etects‘their own
[fjand Cbmmittee chatrpeople.'Should the Board}of
pirdlEs not have the ability to under take a*particular
posi; : or should a more qual1f1ed person be available, who
4 fon,the.board the directors have the option to
t';bh-this berson to take the:pos1tlon The division of
"1s done by functton,-i.e.,,"majer act1v1t1es of the f

organ zatvbn are 1dent1f1ed and one of them [the Board of

d"Dlrectors] is. ass1gned to each- "unit of t e

organ1zat1on"(81au and;Meyer31971.125).
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When a person is assigned to be_in charge of ha
particular unit, e.g. programs, long range planning, the
functions of that office are specifically designated in the
CASA(AS) By-lLaws. For example the foflouing two “duties of
officers" are taken from the by-laws.

The Chalrman of Trophies and Awards shall

1. Undertake administrative duties necessary in
respect to Trophies and Awards within the
section.

2. Control the appl1cattons and 1ssu1ng of
National Time standard Awards at the Section.
level.

3. Secure awards including ribbons and medals for
Section sponsored meets.

4, Maintain a current list of Trophies- w1th the

’ criteria for the award of. each.

5. Make application for eligible nominees for
Alberta Provincial Awards.

6. " Present a report at the Annual Meettng of the

. Sect1on
The Chairman of Long Range Plannxng shall - .
1. Develop a program on a one, four and eight

year basis for the growth of the Section, in
close cooperation with the Board of D1rectors
and the Finance Committee.

2. Present an annual report at the Annual Meeting

. reviewing the year’s activities and
recommending proposals for consideration in
. projection for at least one year.
3. Be a member of. the Finance Committee.

As can be seen the job descriptions are wr1tten‘1n
fa1r1y broad terms Most off1c1als had seen and read the1r
'Job descr]pt1ons and as one po1nted out "I couldn t recite -
1t to you word for word but I have a general 1dea of what 1t

. v
| says(daSOn Kay, Interfview, March 21st, 1983) Others noted .

‘“\fthat it was only recent]y that they had acqu1red JOb

descr1pt1ons (1981) and prev1ously respons1b111t1es had been .

| passed on by word of mouth )
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From what has been presented in Section 1 of this
Chapter we know that a functional division of labour was ohe

of the first bureaucrat1c characteristics that the CASA(AS)
I

.

exh1b1ted. In terms of spec1f1ca11y outlining the funct1ons
of the off1cers hho look after these units what we find is

that this has, until very recent]y, been conveyed py word of
mouth. Only oyer the period of fhe last three years haveA_.

written job descriptiohs been available and even .these are

written in fairly broad terms. .
Off icials. are appointed on the basis of a contract

In the CASA(AS)Ino volunteer, past or present has had
any type of contract w1th the organlzat1on The off1cers do ’7
/ have a set period for their appo;ntment however, these
,exhibit some degree.of f1exibi]1ty and people‘are often
reappointed for'extra terms. The organization may be seen to
operate on Whathurkheim hae termed-"the non-contractual
bases of'contract". Perrow suggests that this may be taken
to mean thatg . |
- There must be many oommon norme, some give‘ahd\take,
and mutual expectations which cannot be codified. .
Behind these nébrms, however, is the threat of losing:
‘out if one does not play the game(1970:125). ;
Off1cers of the CASA(AS) are bound by these common
- norms and muLua] expectat1ons to perform the1r respect1ve
functlons to the besE}of the1r ab1l1ty John Ham11ton, a

’ former pre31dent of \the organ1zatlon po1nted out why

5 off1cers were not g1ven contracts:



you have to be dedicated to do something for the
sport. If you didn't show that type of desire they
wouldn' t ele¢t you. So its through your effort and
people watching what you are doing that you do the
job (Interview,March 3rd, 1983).

These unwritten expectations and the social
consequences of failing to meet peer expectations, not
written contracts, are the main control mechanisms for
ensuring the execution of volunteer work. In terms of the
paid staff only one, the executive director, has a written

conttract. The technical director and secretary are merely

appointed on the basis of a verbal agreement.

The Officials of the Organization are Selected on the Basis
of a Professional Qualification Ideally Substantiated by a

Diploma Gained Through Examination

As .the division of labour within the CASA(AS) became
more specia]ized& i.e., more committees started to appear to
handle the increased number/of tasks the organization faced,
so the emphasis on professional qualificagdoggmincreased4 In
its early days the execut%ve of the CASA(AS) w%s made up of
people like the Davidsons whose only qualifications were
some informal trainind in the technical aspects of swimming
and a tremendous enthusiasm for the sbort.

In the mia 1950’ s when age group swimming was
introduced into Carada the ensuing inctease in parental
'involvement brought with“it an increased emphasis on

professional qualifications. As previohsly 8ut11ned the

-



parents who came to &he organization had little technical
expertise in swimming, but a number did have business
backgrounds and became interested in the administration of
the organizatibn. As thesé professionally qualified pebple
took over the administrationiof the CASA(AS) the |
organization ran more liké a business and so prereqguisite
st]ls for involvement in the organization became some type
of business background. Those parents who did not gravitate
to the administrative component of the organizatioﬁ were
needed to help run swim meets: sincet they had no previous
experience they had to‘be trained in these skills. Out of
this training a certification program for each of the-

- components of officiating, timing, starting, stroke and turn /
judges, etc. developed. Completion of all these components
and‘the‘ngcessary practical experience enabled one to become
certified as a Master Official.

As the organization grew the quality of its
administration impzevéd, officials became better qualified
and it became more important to have the necessary
prerequisite skills if one wanted to obtain a higher level»
position. This situation, although beneficial in terms of |
the efficiency of the CASA{AS), had the effect of limiting
involvement in the administration of the organization to
thoée who were able to gain the prerequisite skills through
their work. In addition to the increased demand for
~professional qualifications for administrators, the period

from the late 1950's to the present day has also seen a
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demand for increased qualifications for coachés. Injtia]]y
coaches were people who gained their training on a-trial and
error basis. With an increase in the number and depth of
physical education programs in the country, and programs
like coaching certification, coaches now are highly trained
in both the technical aspécts of swimming. and in coaching
theory. This emphasis on "credentia]fsm” has also had=the
effect of limiting the number of people who could become
coaches.

In summary the necessity of professional qualifications
for involvement in the CASA(AS) has increased as the
organization has grown more complex. This phenomenon has had
the effect of incfeasing the efficiency of the organization

but it has also limited those who are able to become

involved.

The Officials have a Money Salary and Usually Pension
Rights. The Salary is Graded According to Position in the
Hierarchy. The Off icial can Always Leave the Post, and Under

Certain Circumstances it\May Also be Terminated \

None of the volunteers in the CASA(AS) receive any
financial remuneratioﬁ for their work with the,organization.
This is laid down fn the ofganizatiqn's constitution which
states: |
| Directors, as such, shall not receive any stéted

remuneration for their services but expenses shall

be allowed for their attendance at meetings of the
Board of Directors. Nothing herein contained shall
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be construed to preclude any Director from serving
the Association as an officer or in any other
capacity and receiving compensation therefore. The
Directors shall serve as such without remuneration
and no Director shall directly or indirectly receive
any profit from his position as such; provided that
a Director may be paid reasonable expenses incurred
by him in the performance of his duties.

As is indicated officers are allowed to receive
reimbursement for their expenses. It may be suggested that
this in itself shows some form of gradation as lower level
members are not eligible for this type of financial v
consideration. Most of those who were eligible did, however.
point out that they rarely claimed anything.

The executive director of the organization is the only
paid staff person who receives a salary and has pension
rights. The secretary is paid an hourly wage and the
technical director receives a consulting fee.

As indicated in the by-laws quoted below an officer can
leave his/her post and if the appropriate resolution is
passed the person’s tenure'may bE terminated.

An office of Director, Officefx or Committee ,
Chairman shall be automatically vacated: {a) If the
incumbent submits a resignation in writing; (b) If a
resolution is passed by a three-quarters majority of
Directors that an Officer, Director '‘or Committee

Chairman is considered to be in default of his/her
responsibilities(CASA, By-Laws, 1981). '

The Official’s Post is His [Her) Sole or Major Occupation

£l

‘In the CASA(AS) the only two officials that hold posts.

which are théir sole or major occupation are the paid staff
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positions of exeéUtive director and secretary. Several
officials did, however, indicate a time commitment to the
organization that-cPuld be considered full-time. Some also
indicated thét their volunteer involvement with the CASA(AS)
was so great a time commitment that it.was their sole
”vo]unteé} occupation", i.e., they were unable to take on
'other yo]unteer work. It is interesting to note that nearly
all of those who indicated a time commitment comparable to.a
fu]]-timé job were females and although it is beyond the
scope of this study to examﬁnelthis volunteer involvement or
unpaid labour, it is a factor thafishould be considered in
any studies that examine the relationship of sport and work
particularly studies‘that considef gender .

The volunteer time commitment to the organization
appears td have‘grawn over the‘years and cértainly the
advent of paid staff has taken place in the last decade.
Weber (1978:958) points out that‘only when the office is
fully developed does “"official activity demand the full
wofking capacity of the official”. Given this premise it may
not be presumptuous to suggést-that'if the CASA(AS) grows
further and official tasks develop and increase in -
compliexity that we will see'ah increase in the existing

full-time staff.

There is a Career Structure and Pnomotron IS Possible E rther'
by Seniority or Merit and Accordlng to the Judgement of
Superiors
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Weber (1878:963) suggests that in a bureaucratic |
organization the official "moves from lower lesslimpbrtant
and lower paid to the higher positiénéf.flgnoring fhei
concept of payment which has 1itt1e're]é&3ncefor a
~voluntary organization we can find such a career structure
in the CASA(AS). Rick Clay, one of the senior directors of
the orgahization, exeﬁp]jfied tHis process as he deséhibed
nis caréeré “ | ‘

It started off with my son swimming and 1 went.-to a
swim meet and thought they were the most boring
b]oody thing ' d ever seen. ‘Hundreds of kids
swimming back and forth in the pool you would sit
there for a day to watch your competitor swim maybe
twice, for a total of ten minutes at the outside,
and 1 could only stand that for a short period of -
time so I decided I might as well be sitting down on:
deck [by the poolside] as up in the stands, so I
took the first course which is your timers. Place
judge and marshall are after that and after you've.
.done that for a while that becomes dull so in my

- case | decided well the blue badge [a Master .
Officiall is the thing to do. I went and took all my
courses and got my blue badge and just after I had
completed that they asked me if I would be the Meet
Manager for the National Championships in Calgary,.
which was in 1975, So I thought why not, I was too
stupid to say no, so I did that and it JUSt
progressed from that. Then 'l became interested to
find out where all these decisions are coming from,

your executive decisions, so I went-to a few
directors’ meetings, basically as an observer. 1
went to see what the heck was gbing on and °

~eventually they said you know the election is com1ng
up, you have been at the last three or four :

meetings, how would you 1ike to be a member of the

board, put youtr name up for election. 1 said sure '
why not, I'm coming anyway I might as well have
voting gg?er ‘and th1ngs like that(Interv1ew Manch
7th, 19 :

Like Clay, neably everyone in the CASA(AS) began their

career because their children started to)sw%m competitively.

Since paréntal involvement is a virtual prerequisite to the
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child’'s involvementn mos t parents, like Clay, also took one
or more of the courges leading up to the Master Offtcial’s
badge. Many became involved in tne'clpb organization before .
mo&ing on to get involved'at regional or provincial levels.
Some stay involved at the club level whereas others are able
to r1se to ‘these higher levels "The conditions to'rise to™
the . h1gher pos1t1ons are not really "fixed" as Weber
suggests they shou]d be in a bureaucratic organization.
He;[the'off1c1a1] wantskthese cond1ttons\f1xed in
terms of senlortty or possibly according to grades
achieved in a developed system of expert
examinatjons(Weber, 1978:963). -
Certainly in the CASA(AS) there is‘a.developed system
_of exams that 1eads to “the b]ue badge" and seniority has
some relevance in atta1n1ng higher level positions. This
latter point is evidenced by the fact that all ‘senior -
| officials had spent time in the club ranks, some have also

\

worked at reg1onal level and a]l serve time in lower level

\prov1nc1al posts before rts1ng to the senior director’s -
pos1t1on Desp1te these apparent precond1txons it appears ,
that as Weber suggests - ,f
'the necess1ty of tak1ng general personal and -
intellectual qualifications into consideration,
irrespective of the often subaltern character of the
educational certificate, has led to a cond¥tion in
which the highest pol1t1ca1 offices...are .
principally filled w1thout reference to such
‘ cert1f1cates(1946 204) . . _
In the CASA(AS) these higher positv_ions are often filled in
thehmanner that:webertsuggests,.Althoughcthjs phenomenon .
exists in manygordﬁnizations,'it is feasible t& suggest that

in voluntary sport'organtzations the.consequences of this
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are that certa1n groups may be excluded from part1C1pat1on
Two of these groups. lower income 1nd1v1duals and females,
will be cons1dered_later 1n,th1s chapter.

In conclusion we may say that for-the-officials}of the
CASA(AS) there}is a career,structure. Progress. through this
structure is madeppossible in part by seniority and-jn part
according to the achiring of certificates. For the senior
level execufiVe positions, however, these qualifications'are
- often less 1mportant ‘than personal and 1nte11ectua1

'qualﬁflcat1ons

'The official May Approprlate Nelther thekPost Nor the
Resources Which Go With It -

Unlike the feudal type of administration which
proceededdit; a'legal-rational'bureaucracy makes no
. provisionS'for the‘bureaucrat to sell-or pass on his/her
‘.position orAifs resources In order to see 1f th1s held true"
for the CASA(AS) quest1ons were asKed to determ1ne if an -
';off1c1al could select h1s/her successor In theory such a
, move would ‘be 1mposs1ble as off1c1als are elected not
selected to their pos1t1ons Nevertheless. a cursory rev1ew H
of Annual General Meet ings reveals that rarely are off1cers
opposed for pos1t1ons. so in pract1ce such a process may
- occur. | | | " ?
| The general response for offlcers of the CASA(AS)

‘vpart1cularly the h1gher level ones was that they had been ‘
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‘approached “to fill someone’s shoes” and if they were to
leave_their post;they would do the same. Barb Keegan
fexp]alned
.it’'s nice to get somebody to follow in your
- footsteps. once you've done a job you like somebody
to carry it on. I don’t think there is an official
way to do it'but I certainly think that informally
you can(Interview, February 22nd, 1983).
4
This process appears to be well accepted by the
organ1zat1on so much so that several interviewees po1nted
out that Rick Clay is going to be the Pres1dent of the Board
af Phil Haggerty,.the current President, steps down.
n summary, then, it appears that in the CAsA(AS) the
official is still somewhat the owner of his/her post. LiKeba
trad1t1onal leader he/she can pass on this p081t1on onto

[

another member ‘of the organ1zat1on

~The operat1o of a bunfaucrat1c organ1zatlon 1s
governed by a cons) tent system of abstract rules...(and)
- consists of appl1cat1on oye rules 'to. part1cular |
s'cases (Weber 1947 330). Blau and ﬁeyer(1971:19)’sbogest that
1exp1101t rules and regulations de¥ine the:responstbility of
eachvmember of,the/organtzation and ‘e'reléttonships aoong
them" | | B | |
" In the CASA(AS) the f1rst character1s ic of bureéuCracy_:

" to appear in the organization was'that of a setof rules. As
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the organization has grown so, too. have the -number of these
rules 1ncreased and become more complex This is-evidenced
by the fact that now .the organization’'s const1tut1on and
by-laws are nearly 30 pages long and stand1ng orders are in
the region of 100 pages.'this does not include the rules
necessary to run‘a swim meet. These also are extensive and
' haQe grown jn number and oompleXity as_swinming has become
more_technical. A- |

In terms of a disctpltnary system such a mechanism does
exist in the CASA(AS) and‘is outlined in the constitution:

-Any member(sw1mm1ng club .or person) may cease to be
affiliated with the P.S. [Provincial Section] as a
result of: i) non-payment.of the specified annual

- affiliation fee or, ii) expulsion for cause,
provided that such action is approved by a
threé-quarter majority vote of the P. S [Provincial
.Section] concerned(1981) .

Y

Desp1te the existence of SUChﬁﬁ system most

interviewees pointed out that they ad never seen or heard

of it being used. Two reasons were presented as to why this
was not usually necessary. Stuart Bauman outlined the first
of these: |

- People who get elected to the Board of D1rectors
.have pretty well proven -themselves. prior . to the
nomination. They have been involved in the sport.
probably for a minimum of three years and have in
most cases gone through all of, or a great majority
of, the officiating needs, because they are the
prime requirement of the sport Thé{ have been
‘1nvolved in the running of swim meets ar fund
raising, and have always had fairly responsible
positions along the way. Most of them progress e

. through the club rankings first and .they go in--- '
not necessarily into a presidency -- but holding
'some type committee responsibility in the club
areas...so they have pretty well proven themselves
before they get to Provincial Level(Interv1ew
February 21st, 1983). .
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The second reason why the disciplinary systém is rarely
Used'is outlined by Neil Case:
- 1If somebody gets in there and they find they are not
interested and don’t want to be involved and don’t

go to meetings and so on then it's sort of the

normal selection process, the next A.G.M. they are

?gggacly not elected again(Interview, February 22nd,

- These two reasons then, prior record and
non-reelection, allow the organization to ensure that it
onl; gets ahd keeps committed people in its ranks. '
| In conclusion the CASA AS does have a system of formal
rules that the official is subJect to, vbut in the case of
disciplinary action_this is usually taken care of oytside
the bounds of the rules. .
Conclus‘i"t)ﬁ‘ |

What has been preeented in this sectica is an
examination of boﬁ Martin Albrow’'s ten characteristics of
bureaucracy are manifest in the CASA(AS). What is important
to note is that these”are the'characteristics of the ’ideal‘
type’ bqreaucracy and as Blau and Meyer(t971:24t note "sihce
perfect bureaucrattzatiOn is never tul]y.realized no.
| emp1r1cal organtzat1on corresponds exac.ﬂy to this
scientific construct ’

" In the” casé’cf the CASA(AS) we have seen that some
characterlst1cs are not presént in "any degree others. are
present to a greater or tesser extent. For example only in

the-case of the execut1ve dlrector do we find ev1dence for

appo1ntment on the bas1s of a contract and payment - of a

.
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money sajary.<1n'addition only he and his secretary have as

B pition their work with the CASA(AS).

6 may, nevertheless, have as the%r sole
Jation® their work with the CASA(AS).

;ﬁHe mbsf part are not persohally?free frome
Jf@ith_the organizétion. The appropriation of’

gs take placeAand because authority is -“passed on”
fd successors, thé_oréanfzation may be said, in
?éct, to show some evidence of a traditional rhther
;§a1~rationa1 bqreaucracy.‘ | / | |
E;meégence of bu%eaucfatic.CharacteEisticé in the
CASA(Af» :iarted'with the creatfon of a functidnal division
of ]ab6d5jip_whiCh the duties of officers were specified and
rules and}.ggulaﬁions gerrned thevinterreTatiohships of

. As the organization grew the division of

labour more complex’and the fuhctiohs of officers
were more clearly specifiéd énd_rUlés and regulations
increésed in:number. With increased size and‘COmplé*ity came
- an ehphasis on the ngcesﬁfty'of pnofessignal qualifié;tions
for the;Officérs of thé.organizaiion'and with this tﬁéreh
startedft§ deVe]op‘a'careeriétnuctufe‘for'obtainiﬁg‘fob_
leve]»pps%tioﬁs..Also as a result of increased size we‘hdyék
seen'thé’cféationFOf a more éomplex hierarchy 6f‘authority'i
-éhd a large number of rules téicontbol'théiactfonsof“the |
1membeﬁéhip. | | h:} -
. What we may suggest then is that there is a possible
.. .pattern 6$ bpreaucratizatidn for'véluntary”obgénizatiOné. In

)
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its initial stages of developmentvthe on]y bureaucratic
,character1st1cs that the voluntary organization exhibits are
}a division of labour wh1ch results in the funct1ons of the
off1cesqgejng specified and.a unified control system, i.e.f
a set ofw?ules and regulations At first both of these
characteristics are found only in a very rudtmentary fornat///’_f
as the organ1zat1on develops so too does the extent and |
comp]ex1ty of these character1st1cs With the contlnued
growth of thelorganization we start to see the importanCe'of
professional qualifications‘increase'and this in . turn
creates a career structure w1th1n the organ12at1on

As more and more people become 1nvolved in the
organ1zat1on new sub bureaus are formed and consequently a.
“hierarchy of authorlty develops Also Wi th the growth of the
e} gan1zat1on the time commltment of the volunteer 1ncreases
and the extent Of<thls becomes so<great that thls 1s the
onty ' volunteer occupat1on" he/she. can undertake

The introduction of. profess1ona1 staff to. help "run"*
~the voluntary organwzat1on br1ngs w1th it further
bureaucrat1c character1st1cs Thfs person is often app01nted
“on the bas1s of a contract has a money salary;and pension
rights, does this job, as h1s/her’sole occuéattOn, and is
“more personally free from the duties of his/her office than .

the average volunteer.

)
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D. Consequehces of the Bureaucratization of the Canadian
Amateur,Swimming Association,.Alberta Section
Over the period of the last 50-60 years the

organizational structure of tpe CASA(AS) has been
transformed from a loose amalgam of individuals“interested
in swimming to a corporate type of structure that exhibits *
several of the characteristics of a‘lega]-rationa]
bureaucracy. The historical emergepce of this bureadcratic
‘admtnistrative structure has brought with it a number of
social consequences which will be dealt with in this

section.

R
)
e

'Ingham(19755351-353) saw the bureaueratization_of,sport
organizations as .an inevitab]e consequence of the increasing
rationatizaticn of‘socialplife. From the Weberian point of
view Ingham{1975:351) argued the merits of bureaucracy when

" he suggested it displays a.semblance of indepehdence from
1deology, it is separate from class 1nterests and is the

site of freedom of choice. We ‘might also add to th]S Tist of

v

bureaucratic merits Weber's own-support1vevwords,Aasvhe

suggests: . . o
The fu]ly deve]oped”bureaucratTC apparatus compares
with other organizations exactly as does the machine -
"with the non-mechanical modes of production. ,
Precision; speed, unambiguity, knowledge of files,
continuity, discretion, unity, strict subgedination,
" reduction of friction and of material and®personal
costs -- these are raised to the opt1mum_point~in
the strictly bureaucratic administration(1978:973).

Ingham(1975 351)does, nevertheless, ncte thatvthe
compet ing Marx1st analys1s suggests that bureaucracy does
not act separately from class 1nterest as it depends for

A

e
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its existence, primarily on the ruling class, and 1t 1s seen
to serve already existing societal forms of domination. In
addition Ma;xist analygis sees bureaucracy as "one specific
instance in the general process of alienation...li.e.. it]
becomes an sutonomous and oppressive force which is felt by
the majority -of the people as a mysterious and distant
entity“—“as something whjch, although regulating fheir
lives. is beyond their control and comprehensio;: a sort of
divfnityuin the face of which one feels hélpless ahd
bewildered” (Mouzelis, 1969:9-10).

If we exaﬁine the case of the CASA(AS) we can see that
both viewpoints have meritl in explajn{ng the consequences of
its bureaucratization. Adopting the Weberian point of view
that sees bureaucracy as an efficient egalitarian type of
social organization we find support for this argument. One
of the consequences of the bureaucratjzation of the CASA(AS)
is that it has become an extremely efficient and effective N

organization. Indeed oneggf the reasons why the organization.

was selected for this stalx was because it was seen as one
) :
2k

of the best(if not the bé%ﬁ) run amateur sport groups in
Alberta and possibly in Canada. Evidence of the
organizational quality of the CASA(AS) may be found in the
number and scope of programs it runs, the financial and
human resourceé it has available, and its spccess'in
national and international competitioﬁ§=in_comparison to
other voluntary sport organizations. Albngside these the

CASA(AS) is in Weber’'s terms like the machine is to
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on-mechanical modes of production.

In terms of equality of opportunity and the freedom to
participate in the activities of the CASA(AS) it will be
argued later in this chapter that this is probliematic.
However, as Downs (1967:259) points outithe word "freedom".
in terms of freedom of choice, "has two‘very different
. meanings: power of choice. and absence of restraint”. Downs
agrees that bureaucratic organizations place far more
restraints on people than other previous types of \
organizations did, but he also notes that the average person
also enjoys a greater range of choice than in the past. If
éne wishesAto, one could argue that this is the case in the
CASA(AS). The restraints that bureaucratization has placed
on involvement in swimming are mainly economic. In contrast
bureaucratization has also been largely responsible for the
vast increase in the number of facilities in which people
can swim. At the time of the CASA(AS)'s inception only the
two large urban areas of the province had swimming pools.
Currently, in large part due to the efforts of the CASA(AS),
every municipality of any size has at least an outdoor pool.
It appears, then, that if we choose to adopt the point of
" view that sees one of the consequences of bureaucratization
as beiné equality and %reedom of choice, the CASA(AS) could
be used as an example. We may even argue that the factor
that created freedom of choice, the building of more poois,
is the same one'that_generated increased buréaucracy, i.e.

because more pools were built more competitive clubs formed

¢
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and the CASAIAS) in order to deal with these clubs had to
become more bureaucratic.

In the vast majority of cases the members of the
CASATAS) who were interviewed for this study adopted the
type of arguments presented above. While most realized that
the cost of becoming a top level swimmer could be extremely
problematic for children from lower income families. few saw
this as restricting access to swimming as they felt other
avenues for funding were available. As Hazel Chapman
explained:

we have a bursary type of fund set up within the

club and 1 know we have had children from one

particular case, the father was disabled through an

accident and they couldn’t afford anything so we

cover their fees and such, they did come up with

some travel funds but as far as their fees they were

paid and so they can still swim if they are truly

interested and are going to commit themselves to the

sport(Interview, March 8, 1983).
Indeed, although it was possible for swimmers to take
advantage of bursaries and other schemes, few interviewees
realized that the type of so]uti07§“Th§<R:z;i/g§ing were
ones that articulated with their hiddle s value system
and way of life and that they may not be acceptable to lower
income individuals. For example one scheme in effect in a.
number Of clubs allows people who cannot afford to pay their
fees to have them waived, by working extra bingos or similar
ventures. Those who can afford to pay can have their bingo
responsibilities waived by paying more money than is

required for fees. Aside from the obvious social stigma that

this type of system can bring about the social conseguences
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are obvious. Those who are required to put in the extra
bingo time are those least likely to have this discretionary
time available because of their role in the lébour forcei

In summary, the position adopted by the members of the
CASA{AS) %or the most part concurs with the Weberian idea
that bureaucracy is an efficient, non-discriminatory type of
social organization. In part these views are supported in
that in the case of the CASA(AS) bureaucratization has
increased the organization's efficiency. It can ;Iso bé'
argﬁed that it has made the organization more egalitarian by
providing a greater range of choice. In addition the
bureaucracy of the CASA(AS) has created mechan&sms for
making swimming more egalitarian. However, what supporters
of this approach often fail to consider are the social
consequences of such programs'andfbecause of this they are
rarely as effective as they could be.

If we turn our attention to an examination of the
bureaucratization of the CASA(AS) from a more Marxian boint'
of view we find problems with this type of social structure.
Marx's main critique of bd?éaucracy was that under |
capitalism it was essentially "an instrument by which the
dominant class exercises ils domination over the other
social classes" (Mouzelis, 1969:9). In part this domination
comes about from the authority structure and the division of
labour prevalent under capitalism which spills over into

other spheres of social life such as the administration of

amateur sport.
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In the case of the CASA(AS! this divjsion of labour and
~ the ensuing authority structure first began to emergé with
any degree of impact in the mid; toAlafe 1950"'s. As these
concepts and their develbpment are dealt with in more detail
later in the section on class inequality, it should suffice
here to say that the ensuing result was that upper level |
executive positions in the CASA(AS) became the exclusive
domain of management-type individuals who had gained
necessary prerequisite skills through their employment. As
such the bureaucratic structure of the CASA(AS) served to
enforce the existing class structure of capitalist society.

Another way in whichwthe bureaucratization of the
CASA(AS) has perpetuated cléss domination is through
bureaucracy’s emphasis on the attainment of a singlé goal.
In the case of the CASA(ASf this goal is to produce elite
swimmers. Since this process is expensive for the potential
elite swimmer it has the effect of restricting the
attainment of this goal to those from the upper cléss. go
the bureaucratic apparatus may be seen to serve to

@ \

perpetuate existing class domination.

v

In summary, what we have suggested is that if we view

\
N
\ -

bureaucracy from the Marxist perspective, i.e., bureaucracy \\
serves to perpetuate eXisting class dominétioh; we find in
the CASA(AS) support for this point of view. The factors
which may be seen to perpetuate this cl;ss domination are
the division of léboUEiahd authority struéture that exists

in a bureaucracy and the emphasis that this type of Socia]
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organization puts on goal attainment-

To conclude this section we may suggest that depending
on which theoretical perspective we take Qg can see
different consequences of buréaucratizqtipn. The main
functioﬁa] consequences are that‘this type of structure is
efficient and can lead to greater freedom of choice for fhe~-
individual. The main dysfunctional consequences are thati'
bureaucfacy serves to perpetuate the existing cléés
structure of society and as such it restricts the
involvement of certain groups of individuals. Also by'its
emphasis of elite performance’the CASA(AS) réftricts its

involvement, for the most part, to those who are interested

in competition as opposed to life long participation.

E. Gender Inequality in the Canadian Amateur Swirmiing

Association, Alberta Section. |

The fact that wohen are underrepresented in fhe

administration of amateur sport is well‘dOcuﬁented}(cf. Hall
and Richardson, 1982:63)..Studies by Bratton, 1970; Beamish,
1978; Hollands and Gruneau, 1979; Thebeﬁgé, 1980; and Slack,
1981 have all saab]ed differént groups - involved in executive
positions in voluntahy sport organizations ard al]{féund a
significantly lower percentage of women than men involved in
this type‘of‘activity. The data from these studies are

supported by a recent Federal Govérnheﬁt document .entitled

Women in Sport Leadership (1982). Information in this report

indicates that at the national level women comprised only

E-J
G
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-18% of the board members and 30% of the committee members of

~ sport governing'bodiéSa At the provincial levef'women were
similarly represented with 26% of all board member
positions, 31% of executive member pdSitions'and 32% of the
chairperson’s positions.

"In the case of the CASA{AS) data would appear to
indicate thaf women are similarly underrepresented; this is
evidenced by the following findings. |

e Since its inception in 1928 there have been 19
présidents of the CASA(AS), of these 19 oniy 2 have been
: .Women. One of these women héld the presidency during the
war years when very few men were available.

2. 0On only two occasions since its incorporation in 1963 -
have there been more women than'men on the executive
"council (later the Board of Directors) and in both cases
the figures showed'thé anber of females to be only one;
more than the numbér of males. For example in the last
four years since 1980 the figures are: 1980, 6 males, 2
females: 1981, 6 males, 4 females; 1982, 6 males, 4
femaJes;'1983} 5 males, 5 females.

3. A preliminary analysis of section records sﬁowed mos t-
women Stayed involvéd jh the_éfganization for é shor ter
period of time than their male counterpgrts. | |

When we‘cohsider the above facts in relation to the
number of participants in swimming, women's |
underrepresentation in administrative positions is further

emphasized. For example, in the current year we find that in
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winter clubs there are 830 registered ma&le swimmers and 831
females. In summer clubs there are 995 méles and 1,272
females. No figﬁres from previous years were available,.but
executive director Bob Burns pointed out that this year's
figures weré fairly representative. He noted:

There have generally been more girls than boys but
not a great deal more(lnterview, March 24th, 1983).

In spite of these facts, and others like them that
emanated fﬁom the previously mentioned Eesearch,,few; if
‘any, studies have attempted to show why these inequalitﬁes
. exist in voluntary §port organizétions. One approach to this
type of explanation is to examine some of the constraints to
women’'s involvement that have been identified by researchers
siudying‘corpor;te organizations and to see if these apply
to volunteer sport organizations. It is, .nevertheless, only
fair at this tfme to note that in the CASA(AS) no
interviewee, male or female, pointed to any conscious
discrimination against women. Rather, what will be
presented; are détails of the structural constraints that
opera}e within the orgaﬁgzation and prevent proportionate
female participation. | ‘

One of the most frequent}prbb]ems women face in
corporate orgahizations, and one of the ones most offen
mentioné? in this study, was the séXtyping‘of positions.
Essentially this may be taken to mean that éertain jobs
within the voluntary organization were considered male jobs‘
and others weré female jobs. As. Sue Mason, a mémber of the

!

-~ executive, explained:
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With men I think the kind of things tfley get .
involved in are more the administrative things and I
think women tend to get into the "detaily” things
like billeting. and on the phone, will you do this?
Will you take three-Kids this weekend? (Interview,
February 28th, 1883).

The type of positions filled by women were. as Mason
notes, ones concerned with activities like billeting.
KeepEng’records. being team manager, chagerqgingl fund
raising and secretarial tasks. tssentially tﬁése are the
type of positions, within the-organizatioﬁ, that carry
little power and-do not demand a high leve ¥ of leadership
skills. Men, on the other hand, usually held the key
leadership positions such as President, Vice-President or
Treasurer. Congequently it was men who held the power in the
prganizat{on. Women were assigned their tasks because'"they
were more thorough": and "good at detail”. The tasks were
often fied to women’s traditioﬁal role, i.e., they could be
~done from the home such as phoning, secretarial work, etc.
or they had direct involvement with children such as team
manager, chaperone, billet orgahizer. The number 6f women in
administrative positiéns increased at the lower
organizational.levelf‘i.e., theré were more women at club’
level tﬁan at reéional leyel and more at regional level th;ﬁ
at‘sectign level. For example: mosf'clubs Had a préportiona]
representation of women on their boafds; how;;er, most
~presidents were male. This phenomenoa mabie explained by

the fact that at the lower levels.there were more tasks that

were akin to women’'s traditional rale. For example,
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billeting although carried out at section level, is a more
fréquent occurrence at club level. Also, at this level there
is more personal contact with the children:
As well as 1imiting the type of positions women take in
the organization this sextyping into traditional type.tasKs'
: ' RN
also limits the amount of time women stay involved. Sue
Mason explained:
Women don’t last as long as men...l am not saying
~that they are not interested, 1t S Just that they
find other things to do when their Kids get out,
like 1 .did this for the:children but now it’s sort
of time foc me to move on...But if you look at the
Board of Directors you have a number of men who are
still involved although their children haven’'t been
involved for quite some time(Interview, February
28th 1983).
The fact that men stay involved longer than women is
not really surprising since they usually are given the most
interesting and challenging jobs. They were often ass1gned
these types of responsibilities because they had been able
to obtain helpful prerequisite_skills through their work in-
the labour force. Since these skills were often of the
business or accounting type men were naturally assumed to be
the people to fill positions in the CASA(AS) that required
these Kind of qualifications 
Although not directly concerning the administratioh‘of
the organizatiQn, an interesting point relating~to.theh‘
Sextyping of occupations in the CASA(AS) was raised by
several interviewees, both men and women. The point being

that there were very few, some said none, female starters of -

swim meets. Women did, howeveﬁ, hold the‘positions of
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timeréz marshalls, stroke and turn judges and referees (the
highest official at a meet!. The problem could not beg
~attributed to the fact that women did not get exposure to
~starting, as all people who wished to become a Master
Offiéial'had to undergo a course in this, and a number of
women were Master Officials.
Several expﬂanations were-offered fof the situation.
Stuart Bauman felt it was women’'s fear of guns!
o

it's the idea .of guns and this type\of thing it just
doesn’ t appeal to them (women) (Interview, February
21st, 1883). .

Neil Case felt that:
without electronic equipment where their voice has
to carry across the pool the average woman, her
voice just wouldn’t carry as well as males in
something like that(Interview, Februaty 22nd, 1983).

Although this is a feasible explanation the cause of
~women's lack of voice may be more socialty than biologically
derived; women are not encouraged to learn to use a loud
commanding voice like males are. Females may be more .likely

9
to assume positions like starters if they were encouraged to
do this; also this would help develop self-confidence, a
| necessany requirement for being a starter.

A more feasible interpretation was presented by Sarah
Cheam who explained the situation in terms of what is and is
not traditionally considered to be socially acceptable. She
suggested that:

the starter is the position of ultimate authobity,'
you control the race and yet funnily enough they
don’t object to women being referees and they are

the boss on deck. I guess the image is not one that
a man feels a woman should take and some women don’t
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feel they should!Interview, February 21st, 1883).

Another problem, simitar to sextyping of positions,
that women in the CASA{AS) face was assignment of tasks. In
regard to thievphenomenon Williams(1875:56) explains "the
implication is that the same administrative job would be
subtly defined differently for men than for‘women": She also
reports the findings of a study by Rosen and Jerdee( 1974
which studwed discrimination in assessment of app11cants for
routine versus demand1ng jobs:,

Their study showed that there is much more
discrimination against women when the job is seen as
demanding and challenging. This leads to the
hypothes1s that women are channeled toward the
routine, less challenging positions in an
organization...In the long run, this may deny them
the Kind of experience and training they need for
high-level positions which are almost. always
demand1ng In other words, they have not been-given

early "bocot camp"” trainirg. Therefore, they may
.either lack the self-confidence to take on tough
assignments, or they will not have had the chance to
prove themselves to their compatr1ots(W11]1ams
1975:56) .

In the CASA(AS), as pointed-out earlier, women
generally fill certa1n roles and it would not be unfawr to
suggest that these roles are as Williams puts it rout1ne
less challenging positions“. For the more demanding roles of

President ane>;?ce—President. people are expected to have
eXperfence These people are usually men and they'have
ga1ned their experience at the reglonal and club level It
should" be noted nevertheless, that\as we go down the levels
more- women do get these type of postt1ons but still not as.

nﬁidO. In other words, women do not get the chance

ind refine, at the loweralevels, the sK1lls that

|

|

%

\
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are necessary jbr higher level positions. Men often obtain
these'skills not only at club and regional levels but also
at their place of work. Sue Mason explained her feelings on

the situation:

1 guess maybe men have more opportunities especially
if they are successful businessmen they get used to
chairing meetings and having people stand to
attention and listen to them. They have the ability
to speak in public and I think maybe those are just
the skills that a lot of women don’'t get to develop
and it .frightens them a little. If they are involved
long enough they would develop that self-confidence
in themselves, .in those areas, or they would maybe
take something‘that would give them the skills, i
public speaking or whatever but [ think maybe those
are the areas where some women tend to be a little
laid back(Interview, February 28th, 1983).

Obviously women are able to move through tthM
organizatibn to a certain point by assuming the less
demanding tasks to which they are assigned. But whenvit
" comes to a choice between a mdan and a woman for a tbp level
position the man tends to win out because he has more
experience.}AlternatiQely what is eveh more likely to happen
fs that the woman does not seek the position becduse she‘
knows she does not have the necessary experience. This may
well be the situation in the CASA(AS) for although women
have oniy twice been President of the organization rarely
have they had théir names. put fobward for‘pqsijble election.

| In the case that a man does not have the experience for
the job it appeaﬁs he may still have-an”adVéntage over most
women as Barb Keegan explains: :.
a man already has credibility because he has a
profession, he’s such and, such with a company and

right away he has a certain credibility, he has to -
prove he is incompetent whereas women have to prove

q.

4
7
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they are competent(InteEview, Februéry 22nd, 1983).

| Although these factqrs were the two most freqﬁenf]y
mentioned (often not knowingly) constraints to women’s
involvement in the administration of the CASA(AS), there
, wefe also several other findings that emerged froh the
interviews. The'question of colfegiality is a problem that
women face in moving ué,within the organization and also in
re]atfng to members of other organizations. Inside the
organization, informal as well as formal, training is
required for top jobs. Like most corporate organizations the
CASA(AS) showeq evidence of the-existence of a
mentor/protege system. Under this System a neQ hember of the
organization, a protege, learns "the.sk{lls-of the trade”
under an _"olg pFo", a mentor, someone who has been in the
orgénization for a period of time. Evidence of this is found
in the fact that several interviewees noted that when they :
leave their position they would, or already had, sought
someone 6Ut to "fill their shoes"”. This phenomenon was most
pronounced in that several people already“knew'who thé‘next
President of tHe.organization will be even though the next
electidnsﬂare,nof untilﬂ19§4.

Sevéral scenarios thch may emerge if this -type of
sikuaiioﬁiexists“dan pqse\Spgcial prbb1ems for women. Fgri
.examplebmén'hold the mqjority of the higher level exechtive ;
posifiéns‘%nd when they come to seeklput‘proteges theyloften -
look for other men. Wi]]jams eXpléins'why thi$ happens:ahd )

some of the ensuing concerns for women:

N g . B i P
S
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Men may not as easily recognize potential in women
because it is of a different variety. or women may
not be as vocal in advertising their worth. Women
may wait to be sought out by mentors rather than
actively seeking them out. However. some women do
attach themselves to mentors. Then several other
kinds of difficulties may arise. For example. the
relationship may be more difficult to preserve as a
strictly platonic one (sexual attachments may get
involved). Even when the relationship is strictly
formal, there may be more of a tendency for role
task specializations to occur. modeled somewhat
after male-female relationships, i.e.. women may
choose to perform. or may accept more readily. the
supportive and maintenance function in the mentor
relationship.

In the CASA(AS) while there was evidence of a mentor
type of system being present in the organization it appeared
. that rarely (or never) did female proteges attach themselves
to men. This is not to say the problem is solely one for
women for rarely did men seek out a woman protege. The
system seemed to function with male mentors recruiting other
males to take their place. Evidence of William's latter
point, role task specialization, was found in among some of
the married couples who entered swimming through their
children. In several cases both male and female partners
contributed much time and effort to the organization.
Invariably, it was the male who assumed the upper level
executive position and the wife who played the supportive
secretarial role.

As well as operating internally in the form of the
mentor/protege system collegiality can also.be a factor,
which operates outside the organization, to restrict the

involvement of women or for that matter any other minority
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group. Higher level executive members of the CASA145) have,
as part of their job responsibilities. to meet with

Government officials. national executives and international
sport organization members. Since many @&f these people are

males (cf. Women in Sport Leadership. pp.4-5) women who did

gain high level positions in the CASA'LS' may experience

problems of establishing colliegial type relations. Kanter

pointed to similar problems in the corporat* organization

which she studied:

As a woman rose at Indsco she _was likely to find
fewer and fewer female peersiw ereas men found a
male peer group at every level of the system...a
woman manager who had been a nonexempt employee
commented that ’'the social part of a promotion is
difficult. New managers [executives] need to make
dates. to set meetings, to call people for lunch. It
is more difficult for a woman to do{1977:151-152).

Rick Clay suggested that women would also experience

“similar problems in the CASA(AS) if they rose to top level
»~

executive positions:

I think they [women] would lack confidence you Know

you are expected to go down and hassle with the

minister or you have to be involved with the

president of an oil company. I think it takes a

while to get comfortable in that

atmospherel(lnterview, March 7th, 1983).
In addition to the problems mentioned by Clay it is also
feasible to suggest that males who hold positions as
government ministers or oil company executives would not see
an organization that had a woman as one of its senior
officers as being as crediblé as they would an organization
with men in similar positions. A situation simi]é? to that

which exists with government officials, national and
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international sport organization members. etc. can also be
seen to exist within the organizatio@‘with coaches. There
are very few (if any! professional women swim coaches in

Canada. Although it was beyond the scope of this study to

determine why this situation exists it is intuitively

P

feasible to suggest that the same structural constraihfé
that prevent women becoming top level executives also
prevents them becoming top level coaches. What this ‘lack of
female coaches.does, however, is creale an additional
problem for females who wish to-become executive members.
Since the professional coach essentially works for the
executive board, this would mean that a male (coach) would
have to work for a female (executive) and as |
Kanter (1977:198-199) has noted men do not feel, comfortable
working for women; Because professional coaches only exist
in big clubs this situation may then create subtle pressures
to the effect that these clubs should only have male (or at:
least predominantly male) executive boards. Since hembership
on the executive of one of these big clubs is‘usUally a
stepping Stone to the provincial executives, women’s
pathways to these positions are blocked.

It appears, then, that the presence and influence of
colleagues are factors that can 1imit the proportion-of
women in topjlevel postions both within and outside the
organizatioﬁ, Internally women have difficulty obtaining
mentors to éelp eaée their way to the top..Externally a lack

of women in related organizations can make necessary
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collegial relationships socially difficult.

A final major factor that can limit the fnvolvement of
women in an organization like the CASA{AS) may be termed
access to resources. During the course pf the interviews for
this study it became very apparent that many of the past and
present senior executives of the CASA(AS) made great use of

the resources they had at their work place to do their

0

volunteer work. Craig Davis, a former senior member of'the
CASA(AS) and a top level executive with a large national
corporation, provides a graphic example of this when he was
asked about his use of work place resources:

My sectetary used to do all kinds of section
[CASA({AS)] work, send out letters, type everything
up and keep files and it was just a wonderful
resource there. As a matter of fact I can remember
one time, it was really quite funny, I sent a
letter, a business letter, to a fellow with my
company in the Head Office and she typed up at the
bottom where it would usually say Craig Davis,
Manager Regional Systems, she typed in Craig Davis,
President of Alberta Section CASA and I sent this
thing off to Toronto and never noticed it(lInterview,
March 26th, 1983).

s

Another current top level executive indicated that he
ffequently Qsed his office to phone the national
organigation in Ottawa and the provincial office in St.
A16ert, both long distance calls. Since these people use
these resources frequently they come to be a major
requirement for obtaining tHe job. As very few women hold
these types of top level corporate jobs they do not have
access to the resources that go with them, so consequently

they are at a disadvantage when it comes to obtaining top

level volunteer positions.
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In sum, it appears that the constraints women face in
progressing 1n corporéte organizations spill over to their
volunteer work. Lack of corporate experience means women are
assigned traditionally female not manager%a] type roles
which are‘usﬁa1ly non-ghallenging and demand they be
reactive rather than pro-active. It also means women are not
able to create networks within and between organizations.
both volunteer and corporaie. that would help them in their
roles. Finally it means women do not have access to work
place resources that can help them with successfully‘
undertaking their volunteer tasks. |
F. Class Inequality in the Canadian Amateur Swimming

Association , Alberta Section
In the studies that have been undertaken on Canadiaﬁ
_woluntary sport organizations (cf. Bratton, 1970:; Beamish,

Xy

" 1978: Hollands and Gruneau, 1979; Theberge, 1980 and Slack,
1981) it has been "unequivocally shown that (these)
associations reflect the normative order of authority, and
no matter what indicator or combination of soc ioeconomic
status (SES) indicators are used, there is a direct
relationship between SES and participation”(Beamish, 1983:4).
This directAEelationship that Beamish refers’to is éuchlfhat
the higher the SES of the person the more likely is his/her

participation, particularly at the executive level, in a

voluntary sport organization.
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The Canadian Amateur Swimming Association, Alberta

Section is no exception to this statement and'‘deveral

factors confirm the upper soc ioeconomic class status of

executive members.

1. All the current executive members, who were interviewed
for this study., indicate that they saw their colleagues

- coming predominantly (some said exclusively! from the
upper middle and upper socioeconomic classés.

2. In the process of collecting data for this study most
interviews were conducted in the executive’'s home or
place of work. The quality of these locations_ indicated

-a high socioeconomic status.

3. The occupations held by execuiive members’, e.g. oil
compan& executives, owner of one or moFe business
concerns, university professor, etc. also confirmed a
high socioeconomic status.

4. The fact that swimming is“an'expehsive sport and neérly
all members of the executive had children!involved
indﬁgafes a relatively secure financial position.

5. The fact that most executive members indicated they °
rarely claimed tbavel, meals or accommodation expenses
ffom the organization also suggests a higher level of
socioeconomic status. '
bespite‘the'insights gained from completed reséarch

only two previously mentioned studies by Béamish(1978) aﬁd

Hollands énd Gruneau(1979) have attempted to explain their

findings in a theoretically informed manner. The Hollands
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and Gruneau study is the most comprehensive and these
researchers suggest four causes for the unegual class
‘representafﬁon found in the executive of voluntary sport
organizations. These four causes are the advantageous social
’position that these executives start from, the practice of
social closure, the existing authority structure of our
capitalist society, énd the manufacturihg division of labour
which has become ‘increasingly prevalent in our society
(Beamish’ s study also deals with this latter point). What
this section will attempt to do is build on Hollands and
Gruneau’'s conclusions to determine if, in a study such as
this. their analysis is confirmed. In adﬁition data wi]l)
also be presented to demonstrate that the bureaucratic
structure the CASA(AS) is moving towards also serves to
maintain the advantaged position that certain'socioeconomic
groups find themselves in.

It is Hollands and Gruneau'$ contentiéﬁ that as amateur
sport has developed so too haveekhe problems of
administration become more combiex,.so much so that today
sport voluntgers need access to certain personal resources
and skills if they are going'tQ be successful in their |
roles. Since not all people hq;e equal access to thesé types
of resources those who do usuélly fulfill the top positions.
Oné'of’the ways in which peopie'gain access to these
required resources is if.theQ start from a socially
advantageous position, i.e,f their parents have access to

the resources that are able to give them a "headstart" in



our social system. These resources not only take the form of
4

economic advantages but as Hollands and Gruneau point out

children of middle and upper class parents:

.are frequently the recipients of a certain
measure of “"cultural capital” as well. This cultural
capital tends to take the form of an acceptance of
the school system and its demands,...and an
understanding of the desirability of "identifying”
with the school and community through voluntary
participation in various clubs and societies
(emphasis added) (1979:28).

This class reproduction through "transfer of capital or
property and access to cultural capital” means that those |
who start from a socially advantaged position probably have
available to them some Qf the resources necessary to
function 1in an executive position with a voluntary sport
organization. Also those type of people are the ones who
readlly volunteer when needed in the sport organization,
for, as Hollands and Gruneau p01nted out, they see‘the
social desirability of such voluntary participation.

In this study no assessmeht was made of the social
origins of the executive members of the CA%A(AS) so it is
not possible to previde strong evidence to support Gruneau
and Holland’'s idea. Notyvithstanding ethis tactors do
indicate that several exé&utive members may have come from
middle or upper class families. First, some_ef the executive
mehbefs indicate that they had eseumed their‘current
positions by taking over a family business. Second, the
maJor1ty of the execut1ve members had attained a un1vers1ty
education. When we cons1der that the -average age of the .

executive members was 45+ years and that.when they were of

4
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normal university age it was‘predominantly the middle- and
upper class families that were able to enroll their children
in university we can tentatively deduce that executive
members came from the higher socioeconomic levels.

'As stated above this evidence is by no means conclusive
but it does tend to support the idea of exgCutive members
coming from socially advantaged positions. What is suggested
is that further data on this topic would help support the
hypothesis.

The second cause that Hollands and Gruneau see., for the
class ineqdality in the executive of voluntary sport
organizations, is the practicelcf social closure:

Social closure is "the process by which social

collectivities seek to maximize rewards by

restricting access to rewards and Bpportunities to a

limited circle of eligibles”(Parkin, 1974:3). An

important feature of social closure in the

professions has been an increasing emphasis on

‘proper “credentials” for membership.... There is

some evidence of increasing "credentialism” irr the

selection of coaches, technical personnel and

consultants in Canadian sport circles, and it seems
reasonable to assume that some of the mystique of
professional credentials has “spilled over"” into the
voluntary sphere of sport administration as well

{Hollands and Gruneau, 1979:29'.

In the case of the CASA(AS) it would appear that
several forms of social closure do work to limit the
involvement of lower class individuals in the top executive
bositions.“Although not a conscious.attempt to discriminate
against underclass individuals, the actions of former
President, John Hamilton, did have this effect. As outlined
in the first section of this chapter, Hamilton actively

recrui ted "people of management calibre" and thus
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\effective]y}]imitéd the involvement of certainrsocial groups
in the CASA(AS). Further to this, once these "management
calibre people" are in the organization they tend to
practice a form of selective recruitment. Essentially this
may be taken to mean that as Kerr points out "incumbents in
the managerial hierérchy seek as new recruits those they can
rely upon and trust”(1960:147). These new recruits are
usﬁally people who possess the same social charécteristics
as the 1n¢umbeﬁt, since they are seen as fitting in better
and causing less internal organizational conflict. If the
incumbents are middie and upper class individuals then the
recruits tend to be from the same socioeconomic strata. As
well as social closure through the process of selective
recruitment the increasing bureaucratization of the CASA(AS)
has also brought about another form of the phenomenon. One
of the characteristics of bureaucracy is a clear
specification of the function of the offices of the
| oréanizatioq. With this comes the demand for specialfzed
skills to fill these offices. In the CASA(AS) these skills
are predominantly managerial type skills as Stuart Bauman
.points out: ‘

théy [the executive members] have to have

organizational abilities, they have to have the

ability to supervise and lead people any time yoy

get into an executive position you have to have

leadersh1p qualities{Interview, February 21, 1983).
Since only certa1n 1nd1€§duals possess these types of
sk1lls usually the people who can gain them through their

place of work, lnvolvement is"again resfiﬂctﬁd

&
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The final aspect of social closure deals with the
increasing emphasis in the CASA(TAS) on "credentialism”.
Since 1959 when Jack Biliingsley introduced into the
organization standard tests for officials there has been a
steady increase in the availability of such gualifications.
Since the nature of these qualifications 1s usually such
that they articulate with the Knowledges. training and
interests of the middle and upper classes il 1s usually
these people who do well in them and subsequently underclass
individuals are underrepresented in posts requiring these
qualifications.

The third factor that Hollands and Gruneau feel
contributes to class inequality in voluntary sport
organizations is the existing authority structure of our
capitalist society. They explain that:

.. .because manual or clerical workers occupy a
position in the labour process that is defined by
the socia’l relations of production they are not in a
position to control effectively the labour process
itself. By contrast as Giddens notes:"in so far as
administrativé workers participate in the framing or
merely the enforcement of authoritative commands
they tend to be separated from the manual workers
who are subject to their commands”. Thus, because
authority tends to flow unilaterally in business
relations, the manual workers possess (or is seen to
possess) little skill in the planning and execution
of policy decisions made in his work, environment

(1879:30} . '

Since skills of planning and polidy:execution are
becoming increasingly important in amateur sport it is
therefore not surprisihg to sée an underrepresentétion of

manual workers. In fact, as pointed out earlier, in the

CASA(AS) éxecutive members are actively recruited because
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they possess these necessary types of Ekills. As well as
bringing about an emphasis on skill differentiation the
existing authority structure of the workpiace undér
capitalism also means that those individuals who hold
administrative posikiohs have access to resources that
manual workers are demnied. Phil Haggerty explains:
thé§ [manua! type workers! have to be at work they
can’'t leave during the day whereas...the white
collar workers are more likely to be able to come
late, go early, leave in between and use their
telephone, use their secretary all'.those kinds of ',
things in support of whatever their amateur sport
~endeavor ‘is. Whereas the guy that works in/the
factory, the plant or the store. it is pretty
difficult because someone is always looking at him

to see whether he is on the job...(%nterview.
February 23, 1983).

As Haggerty points out, access‘to these resources and
the time flexibility of a white collar job allow people in
these type of positions to more effectively fill their role
with the voluntary sport organization. Since manual workers
cannot use similar resources and since the time limits of -
“the work place restrict their freedom, these people face
problems in assuming top']ével executive ﬁﬁ%igﬁons. In short
as Gruneau énd Hollands(1979:30);suggest the "carry over
effect” of authority relations from the work place to other
areas agpsdcial pafti?ipatién..;can be seen to exist in the
voluntary sport organ%zation. ‘ | : .

The fihaT limit t& underclass represenfation in
voluntary sport organizations, that Héllaﬁds and Gruneau

s

suggest} stems from the mahufacturing division of labéur SO

prevalent in our capitalist society. As Beamish points out
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Marx demonstrated in the first chapter of Capital
that, as pre-capitalist forms of preduction are
replaced by production based on capital, fundamental
changes occur within the labour process and in the
relationship between workers and owners of the means
of production{1978:161.

o

These changes are of the nature that tasks which, in

pre-capitalist society were unitary and required both hand

and head labour are under capitalism broken up, -i.e.. the

necessity 6f the production of surplus value f{profit)
demands a division. of 1abour.l1n the CASA(AS) the original
chariséétic type of structure was representative of |
organization in pre-capitalist society where the workersA
(organization members) were involved in all aspects of the
labour process (developing swimmers). As the CASA(AS) took
on a ﬁore bureaucratié structure the labour process of the
organization has started to be more akin to the labour
procéSs prevalent under bureaucracy’'s economic counterpart
-- capitalism. Essentially this may be taken to mean that
there has been an increased division of the essential
organizational tasks and cbnsequently a separation of hand

and head labour . ATthough this division of labour began a

-few years after the organization’s inception it did not

become targe enough to have an impact until the late 1950's
when the number and complexity of organizational tasks made
such a process~necessary. What happened .in the CASA(AS) was
that prior toythe divisjon<of labour'ohganizationvmembeés

had, for the most part, been involved in all phases of

swimming, e.g. planning meets, setting policy, timing,
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“judging, marshalling swimmers and so-on. With the increased
size '‘and complexity of the organization, thch started in
the late 1350's, these previousyy complex and 1nyolved'
procedures were eliminated and members were ﬁo longer
required to be ﬁﬁvolvedhin all phases but ihstead they
concentrated on one or two areas. A smaller, al]egedly more
skilled grodp, took on such tasks as planning and policy
making while a larger group took on- the more'"manual type of
work", e.é. timing, scoring, marshalling, étc. Iﬁ,addition
it was this smaller group of peopie atwthe top who make the
ruies for the larger group to functioh%éy; therefore, once
again the separation Qf hand and head labour is reinforced.
As Béamish notes: \ | |
The .one-time unity o% haééiandhead labour in the
productive process is separated so that planning is
under taken by a small group of workers in one place : :
while the manual production is done in another by a '
second larger group of workers{13878:16). :

The long term.conséqueﬁges'of the separation of kand
and head labour, or what Bra&erman(1974:5Q) has cal]edAthg\.
conception andveXecution of tgs@&,‘were on the posiiive side
cost redgction.énd efficiency. QH the negggive side the . '
human cdgéequences fﬁéuch a set of sOcia] rélationsvwére
~that opportunity té ecome involved¥5n.suéh'processes as thé-
administratibn‘of’théjCASA(AS) was Jimitedltq a'narrow‘.
section of‘the\society7 | o o

In summaﬁyé what wé can séy is ihat thé fé&r causes
that Hollands and'Gbunéau put forward to explain class

jneqq?lity in voluntary éport organizations. appear to be



supported by this study on the CASA(AS!. f]though littile
data were available on the social brigins of executive
members some evidence indicates several came_from socially
advantqged positions. In terms of the practice of socfal
closure several forms appear to be consciously or
subconsciously practiced. Finally, the authérity sIruqture .
and division of labour prevalent 1n our society and |
evidenced in the CASA(AS) means that top level executive
positions are only available to t??se who have atta{ﬁed the
necessary Qrerequisite skills. /

In addition to the four causes of class inequalitly
presented by Hollands and Gruneau, another factor that can
maintain and reinforce patterns of Jower class 1nvolvément
16 voluntary sport organizations is the bureaucratic nature
of‘those organizations.!When a bureaucracy like the CASA(AS)
has the responsibility to serve all socioeconomic groups, as
th%s organization does being the governing bgdy of swimming
in the province, it still tends to recruit its executive
from the bigger, richer clubL, which frequéently service the
middle and upper classes. Evidence of this is provided’by
the fact that eight of the ten current directors of the
CASA(AS) come from these type of cfubs.’Since these people
through their involvement in the executive, gain immediate
access to infofmation or programs, funding opportunities,
debelopmeni programs, aqd SO onlthey are able to more easily
convey. this to theiﬁ clubs who in turn benefit. Also these

 people are in a gogd position to lobby for the clubs when it



2]
o
[}

comes to hosting clinics. sfaging meetssor developing new
programs. all of which can help‘the club develop. By
contrast, smaller. less affluent. clubs attract less
affluent people who do not gain 1nfluence on the executive
and consequently the "culture of poverty” .is reproduced.

In addition to the recruitment of executives the nature
of the bureaucracy' s goals can also reinforce thg class
system. As a part of the CASA. one of the Alberta Section s
main goals }s to help "make Canada number ! in swimming in
the world by 1890". To achieve this goal the CASA!AS! has
focused much of its efforts on developing top level
swimmers. Since the cost of being a top level swimmer is
high these people come mainly from the middle and upper
" classes.

Since.they have the resources these individuals can
afford to pay the top level coaches, attend training camps
and travel to competitions, consequently they are more
attractive as "clients” than lower clasg individuals who
would require wore organizational subsidization. Also
because middle and upper class swimmers do better their
parents are encouraged to stay involved longer and
subsequent ly éssgme executive positions. By contrast if the
bureaucracy’s goal structure was such thatAit was equally
available to the Tower socioeconomic class then people from
this strata of society may be more encouraged to intensify

and lengthen their involvement in the organization.



A #inai aspect of the bureaucratic structure of the
CASACAS! that can limit the involvement oi the lower class
is that these people have difficulty understanding and
dealing with the normative order of such a system. for
¢xample, middle and upper class indsviduals because they
often work in the higher levels of a bureaucracy learn how
to use bureaucratic rules to their benefit and how to
manipulate the bureaucracy’'s political system so they can
achieve their goals, e.g. gaining an executive position in
the organizétion. Lower class individuals. on the other
hand, do not usually gain this type ofﬁexperience with the
operation of the upper levels of bureaucracy fro& their work
place. Consequently they are generally overwhelmed by the
dynamics of this type of structure, so if they do desire to
obtain an executive position they rarely have'the political
know how to function ih the organizational structure.

In conclusion, what the latter part of this section has
attempted to show is that the bureaucratic structure of the
CASA(AS) serves to maintain and reinfarce class iﬁequaiities
within the organization. Three exampies were preseqted to
illustrate this point. First, the recruitment of executive
members perpetuates existing inequalities. Second, the goal
structure of the organization favors the higher -
socioeconomic classes. Fin%iiy the rules and political
requirements that govern social mobility in the bureaucracy

are difficult for lower class individuals to handle.
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G. The Acquisition of Power in the Canadian Amateur Swimming
Association, Alberta Section |

The‘speciff% sub-probltem with which this section 1s
concerned is to identify how thoee 6eople or organizational
sub-units that are seen to be powerfu; within fhe CASLIAS:
acquire this status. Ohe of the problems associated with any
study of power is to arrive at a def1n1fion of the concept.
In the study of organizations. of any type. power is often
confused with the concept of authority. Authority is,
nevertheless, different from power in that is is legally
sqnctioned by rules and regulations as Bierstedt(1950:723"
points out "authority is institutionalized power”

In Qoluntary sport organizations the rules and
regulations o% the group pfovide higher leVei executive
members with Luthority, but this authority, because of the
nature of voantaPy.groupsf is sometimes difficult to

\
exercise. BieTstedt explains:
In rigidly organized groups this authority is
clearly specified and formally articulated by norms
(rules, statutes, laws) of the association. In less
rigidly onganized groups penumbral areas appear in
which authprity is less clearly specified and
"Sometimes authority clearly vested in
associational status may ot be exercised because it
~conflicts with a moral norm to which both members
and non-members of the association adhere in the
surrounding 'community(1950:734) .

In voluntar sport organizations it fs questionable as’
to whether or noSi author1ty is exercised because it
conflicts with mofal norms".. It is, however, feasible to
suggest that it is not exercised because individuals in a

voluntary organization participate of their own volition.
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Because of the voluntary nature of participation in the
organization:

.it sometimes comes to be a matter of unwise
policy for an official to exercise the authority
which is specifically vested in his position, and it
is in these cases that we can clearly see power
leaking into the joints of associational structure
and 1nvad1ng the formal organization (Bierstedt,

1970:7341 .

As Bierstedt also pointsiout this is not to say that
even rigidly organized groups are free from tnese power
invasions. The point being made here is that although the
concepts of authority and power are often used synonymously,
the freedom to choose to participate which is prevalent in a
voluntary sport organization means that often authority is
not exercised and the social relationships of the
organization are founded on power.

Although several definitions of power have been

formulated, given the above, the one that best fits the

study of voluntary organizationsfis one of the type proposed

by Kanter, 1977 and Salancik and Pfeffer, 1977. These

- researchers propose that power-should be defined in terms of

the potential to achieve goals In this study both Salancik

and Pfeffer’ s and Kanter's def1n1tlons of power could have

been used but since it was seen as. shght]y*more all

encompass1ng the Kanter def1n1t1on was selected. She defines

power as “the ab1l1ty to get things done, to mob1]1ze

:resources and to get and use whatever it is that a person

needs for the goals he or she is attempt1ng to meet" -

(Kanter, 1977:166).
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Studies on power in organizations has basica}jy been of
two types. Some researchers have chosen to examine. the

<

behavioral variables that inflyence power. while others have
examined the structural aspects of the organizétidg'ihat
enhance or resfrfct the acduisition,of'power. In this study,
because of its)gocioﬁogical nature, emphasis was placed on
structural sources of power .

In research that has examined thé structural
determinants‘of power several sources have been identified.
Four of the most frequently occurring are: access to
resources; the controT of %pcertainty: "non -
substitutability” of.activities; and centrality of activity.
In this study each of these potentialwsources ofwbéwer will
be examined to determine how applicable it is as a source of
powe(ﬁin the voluntary sport organization. The members of
the CASA(AS) who were interviewed wehg'asked to identify
thosg.individuals or Qﬁganizationél §gb:gqits~that they saw
as being powerful in the oréanizétidﬁ?ztﬁé%Kaﬁter
explanation of power was given. Interviewees were élso asked
how it was thét these peop&e or sub-un%ts came to be
power ful. ' \ . C

Althoﬁgh several individuals and groups were citedﬂvby

far the most frequently and émphatically mentioned were g

B]

threefindividualf: dohh Hamilton;‘Heleh'dones;\ahd Ph

Hagger fy; and Qhé\grganiiatfﬁngl sub-unit, the coa
is interesting ané\}mpgfiant)to note that in thé:cék:wof :

il

three individuals that each had begniphesident‘of the "
, I
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6rganiz§}ion. It is hard to determine whether or not they
gained the Presidency because they were powerfdl. or whether
they became powerful because they were president. In all
likelihood both factors had an interacting effect.
Notwithstanding this: those who were asked to distinguish
between personal and ﬁositional power suggested that it was
the person who was seén as_powerful. Another 1nteresting
point regarding thesesthree individuals is that althqygh
Hami 1ton and Haggerty were unequivocally described as‘
powerful, Jones, the 6nly female, wés often described using
1eupﬁemisqf for power such as "knows sport well”, "well
respected"'or "somewhat powerful"”. An extract from the

interview with Harry Ma@11n exemp]1f1es this:

- Interviewer: From yaur knowledge of the Alberta
Section could you pick out some people or groups you .’
would term powerful? Power meaning the ability to
get things done. .. :
Martin: Phil [Haggertyl], John Hamilton, I don’t Know
whether you would say Helen is powerful but she
‘certainly is well respected and well liked.
Interviewer: What makes Phil Haggerty and Joh
Hamilton powerful and Helen Jones well respec,}ed'2
why did you use a different term?

Martin: I don’t know really whether I can answer
that you have got me in a corner.

‘Interviewer: 1 am not trying to trap you.

Martin: No, you’'ve got me because’ you are quite
right. 1 guess I am a Chauvinist....She [Helen] has
all the same qualities as the others but she seems
to c?me across differently(Interview, February 22,
1983) .

While it is quite possible thaf as Martin admits he s
éomewhat cﬁéuvihistic in}hig attitude’he was no different
from several men and women in the organ1zat1on who saw the
acquisition of power as a male domain. This fact in 1tse1f

while it may not greatly help males acquire power, certa1n1y
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poses problems for women who aspire to power positions
within the organization. Because it is hard for many people
to associate power with females their attempts to secure
these types of positions may not be taken as seriously as
similar endeavors by males.

In the case of all three individuals the main reason
given for their power was acCess to resources. Pfeffer .
explains the importance of access to resources:

...organizations as open”soqial systems, require a
continuing provision of resources and a continuing
cycle of transactions with the environment from
which these resources are derived. Organizations
require personnel, money, social ‘legitimacy,
customers and a variety of technological and
material inputs in order to continue to function.
Some of these resources are relatively more critical
to the organization’s operation than are others and
some are relatively more difficult to obtain than
others. Those sub-units or individuals within the
organization tiat can provide the most difficult to
obtain resources come to have power in the
organization(1881:101).

The types of resources that Haggerty, Hamilton and
Jones were- seen tp possess were information, business
backgrouhds and political contacts. Although others were
mentioned these were the main three cited by interviewees.

" Mechanic, 1962; Pettigrew, 1972.and Kgnter;‘1977 have
all outlined the importance of access to information as a
source of powér. In this‘study'Hamilton, Haggerty and Jones
were all seen as being powerful; in part, because they had
- access to this type of besource. The.informatioh'that.these
" people had was acquired through successful long-time ,
involvement at the club, proviﬁcia];‘nafionaI-and,
international levels. This‘invoiyemeni ndt‘only'meant that

] ’ o 7
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these people acquired information on their way through the

ranks. but they also made numerous contacts that, if they
did not have the information, could provide them with it.
Another factor that helped these individuals gain
information about swimming was that they all had children,
Hamilton had five and Jones eight. who had been reasongbly
successful swimmers. Because their children had progressed
through the ranks from age group swimming (to Olympic
medalists in Jones case). these peopTe had been exposed to
many of the "ins and outs” of &swimming. Moreovef they had
been able to establish many contacts who werevcapab1e of
préC?ding information to them. e

With ready access to important information these people
were qnore able to assess alternatives when important
decisions wére to be made. They could a]sop through their
knowledge, help save the orgahization time, effért and money
in their ventures. Figally, because they often had
information about higher levels of organization, natidhél
and interﬁational bodies, this gaQe'these peopTe a type of
aSSOCfaied status. All these factors and brobably others |
whfch came about thrbugm acéess to information'had the
effect of confe}ning power-on the information-holder.

As well as access to information about swimming another
méans'by,which thésevpeopJe were abIé’to‘acquire their powerA
was*through their business\baqygrounds. Both Hamilton and

*Haggerty had successful-business‘experieﬁﬁbs. dbnes,

although notvhaving a similar background, was seen as

¥ o !
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possessing skills in this area. With the increasing
bureaucratization of the CASA(AS] it had become particularly
important for its upper level executives to have access to
this type of personal resource. As Sarah Cheam outlined when

describing why she felt Phil Haggerty was a powerful person

in the organization:’ R
It's just the mere fact that he 1s an executive.
He’'s not the kind to sit in the back of the roem and
say nothing. He's going to express his opinion, he’'s
going to express it strongly and have it well
researched....The fact that he’'s in a very
responsible pos1t1on in his employment, there is a
certain amount of self-confidence, self-assurance
that goe¥ with being in that type of. position....He
has the ability, to handle people. the ability to-
delegate work, the ability to assess suggestions,

" decide which ones have to be acted on and-those that
can be ignoréd, and there are a lot that can be
ignored. Being an executive he knows the difference
between the two, just because an idea happens to be
slightly outlandish, it shouldn’'t be overlooked. He
knows the difference. He has the confidence to make
that Kind of Judgement(lnterv1ew February 21,

1983) . B 4

As well as those executive qual1t1%5 outllned by Cheam :

other interviewees felt that people whdﬂhad bus1ness

backgrounds as a resource they could call on, wou1d_a]§o b?f{'

better because "they understood orgahizations" "they Knew .

how to ]ong range plqg anﬂ they understood government”

hles w(te s En as being beneficial to

® - b

functioning 1h the- CASA(AS) and consequent]y they became a

All these qua¥

power giving resource. = |
In addition to the qua11t1es that went along with a

' A
successful business background tn1s type of exper1ence§also

14

conferred power on an execut1ve in the fact that he/she

. (usually a he) could call on the resources they had 1n:their

L
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office to help them do their volunteer work. Details of this
type of resource utilization are mentioned earliér in this
chapter. It is intéresting to note. however., that few people
consciously reéognized,this. For exampie, when Helen Jones
described why she thought Rick Clay might be seen as a

power ful person in thg organization she noted:

I think he's good. He is a doer. 1 think he is a
very clear thinking guy. He has no public relations
skills but he's a tremendous worker with tremendous

~ administrative skills. He is a chartered accountant
who owns his own Mini-Computer. Company, he is the
treasurer for the Alberta Section he is doing a job
that most people would hire Thorne Ridell [an
accounting pompany] to do, but because of his
mifi- -computers he can zap out a monthly financial
statement, [it’'s] just great! His financial report

. tells us. where we are going and if we have done-a
job and so on. He. has kept Alberta Section on track
so well, he says you are over budget here and under N
budget here, here’s what you have to do. It's just
super that he's the treasurer(lnterv1ew February
17, 1983).

The final resource 1hét was sgén as conferring power
upon members of the CASA(AS) was political contacts. Since
many of the funds for the CASA(AS) come i;om“gbvernment
departments or related agencies, it was ?%portazu that the
organization have contacts in these bodies. Members who haa
these“contaéts cou]dvhelpvthe organization secure funds and
slpce mohey is a very important resource fhese‘people came
to gain power within the Qrganization..Sue Mason expléineq
this as she related_ﬁhy‘Phi] Haggerty~was powerfU]:

He Knows the right people to talk fo and if you waht
to talk to the government he is the man that. w11] do
it for you...he has been able to help with

app11cat10ns for funding, it always helps to know
the r1ght peop]e(lnterv1ew February 28y 1983).

’,
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As well as political contacts with government bodies,
these people. through their experience, were also able to
build up similar contacts with nationai and interhational
swimming organizations. These were advantageous in the fact
that they helped these.people to secure for the CASA(AS),
programs, top level coaches and competitions. Since all
these were desirable assets for the organization. those who
helped secure them acquired power

The fact that Ham1]ton, Haggerty and dones had access
to resources slso meant that they were the people within the
organization that could control uncerta1nty Hickson et
al.(1971:219) define uncerta1nty as "a lack of information

about future#events so that altermatives and outcomes are

unpredictable”. It is not the uncertainty itself that

‘confers.-power, but the ability to cope with these

uncertainties. In any organization these are environmen?ally

deriveo uncertainies. However, in a voluntary organization
the relatively unstable nature of the organization‘mékes the
ability .to cope with uncerta1nty even more 1mportant In the

CASA(AS), for example one of the main sources of operat1hg

_ funds is government. If these funds were terminated the

organization WOuld have Severe problems Because governmeht

requ1res detagged Sme1ss1ons about the organ1zat1on before

‘it grants monies those people who have the Know]edge to

y -

prepare these documents zre the ones who can secure funds .

and thus ensure a more certain future for the organization.

‘As a result of this,abi]ity to prevent unceﬁtainty these
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people are seen as powerful.

Yet another factor that conferred power on Hamilton,
Haggérty and Jones was the fact that their knowledges and
skills were not“easily substitufed for, i.e., these people
could not be easily replaced. As Mechanic(13862:358) points
. out "other factors remaining constant a person difficult to
replace will have greatef power than a persoﬁ easily
replaceable”. Hamilton, Haggehty and Jones held this
"nonjsubstitutable" pésitjbn because the type of resources
phey had acquired were~oheé that weréunot eas{ly available
and they were also ones that had taken ; number- of years'to
‘build up. &n addition, the resources theéqueople-hgd,“e.g. 3@%
Ty e

contacts and past experiences were not ones. like money,
4

that could be easily passed on t? diheré or easily
documented so that others could tearn from thém. One examblé‘c
of the non-substitutability of Hamilt%p, Héggerty and_dgnes
is that from 1972 until f984, a‘twel?e yeariperiod, these
will be the only people who will hold the Presiaenf’él‘
position. ' g ,' R C Ry
As well as Ihe%r~access to resources, the fact that | _
they could help COpe with uncertainfy;nd.were not eési}y’ ;
replaced , Hamilton, Haggerty and dones,alsp ga}ned some
© dégree of poweh becaug?ﬂthe activities.they engaged in weré
central to' the administration of the CASA(AS). Hickson et
gl;_(1971:221) havé suggested that "there is the idea that
the activitiés of the sub-unit (individual) are central if

”they\are connected with many other activities in the

\
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organization. .. secOhdly, the activities of a sub‘uhit
{individual) are central tf they- are essential in theﬁsehse
grmt theirﬂcessation wou1d~quick1y impfde the primary
worktlow of the organization”. 1t is hard to gquantitatively
assess the extent to which the activities of Hamilton,
Haggerty and Jones inter1inked wigh;other parts of the
organizatioh and affected the workflow of the group? It
'woutd'seem feasiole, Aevertheless, since they all at‘various
times throughout their career with the‘CASAtAS) had;he1d'
most of the major positions, including president and
cyrrently they were past president, president and

\chairperson of officials, to suggest that the tasks that

they performed fulfilled these criteria. i,‘ .

In addition to Hamilton Haggerty and dJones seVeral of

the 1nterv1ewees also pointed out an organ1zat1bn§1 sub unit

- ise
LS

'that they felt was powerful, the coa%hes. Hs1ng the four
criteria previously mentioned it is easy to see why this
. . Y |

group was selected. First, in terms of access to resources

the coaches are the people who control the organtzat1on s 7

primary resource, the sw1mmers Coaches contro] when -~
swimmers traln “where they compete what they

sometlmes those with whom they soc1a11

~

n e sw1mmer7 are . |

| Qbviausly so v1ta1 to the organ1zat1on ey/are, in

essence, 1ts product The .contro]l coaches héve over th1s

/

:product-makes'them Very powerfu] peop]e. As well as con&ro]

of the end product of the orgahizatioh’s endeavors the[ o
. v ) . . . . . * ) .. } . - N
-coaches also control, in large part, the means of Ny
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production. i.e., the t;aihing~of the swimmers. Since this
process is very specialized and reduires access to
information about stroke technique, int?rval‘tﬁaining,
tapering and so on the.coaches_who are knowledgeable in
these areas aré seen as powerful.

The role that coaches have in the CASA(AS), ize.,
developing Swimmerg, also‘means that it is thgy who control
the key element oonrganiza}ional uncertainty. Thig
uncertainty focuses on whethgr or not the organization wjl]

be able to produce good swimmers, and since it is coaches
who control this process fhéy are seen as being powerful. As
well as controlling/uncertainty coaches gain power rbm‘the;
fact that they cannot be. easily.replacéd; CASA(AS) member

clubs currently employ ree individuals who are-widely

considered to be theAhree best coaches in Canada. As a |
result\éf the expeftise fhey possess .these -people_are
somewhai unique, and it is this which makes them power ful .
One technique that Pfeffer(1981:114) has sugéestéd he 1ps

" people retain their irreplaceable status, may be applicable
to coaches, and "1nvolves using spec1al1zed language and =
,symbolg that make the expertise ook even more arcane and
d1ff1cu1t to comprehend While not unique to swrnﬁvng this
techn1que is con501ously or subconsciously employed)by sw1m
coaches. Terms like taper1qg, peak1ng. shaving down and
‘bilateral breathigg are used‘everyday and a1though they have
little relevance to the lay p?rson, to the coaches.and their

swimmers they have definite meanings. As Pfeffer(1981:114)
l .
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points out "jargon both facilitates communication within the-

field but also makes the knowledge being communicated appear

to be more substantial and more difficult than it really

is". If outsiders sdth as parents and CASA(AS)

administrators pébceﬁ@% the coach’'s knowlédge as being

difficult to acquire, then the coach acquires power.
The final factor that confers power on the coaches is
the fact that(the1r activities are central to the purpose of

the CASA(AS). In terms of the criteria presented by H1cKson
]
et al.(1971) &he training of swimmers is central because it

is connected to many of the other activities of the

organization. In fact every other activity the CASA(AS) is

involved in directly or indirectly relqtes to this‘funqtion.
Secondly, training elite competitigeAswimmers may bé
considered a central ‘function as its cessation "would
quickly and substantially ihpede t?e primary workflow of the
organization". Indeed if the training of swimﬁers»was
terminated there Qould be little heed for any of the other
organizational functions to continue. On the basis of these

criteria it would not be unfair to suggest that- the training

"of‘swimmers is the most impobtant and therefore most central

function of the CASA(AS). As </cpnsequence of the role,

coaches have in this training %hey become the recipients of

- power.

\

4

|

" In summary, three individuals and one organizational

sub- group were seen as being powerful in the CASA(AS). The

\ way in wh1ch power was acQu1reJ\was through the individuals’

/
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‘ahd sub-groups’ eccess to resources and coneequent]y their
ability to provide the organ1zat1on with some degree of
.certainty. Also, power was obta1hed because neither the
three individuals nor the coach1ng sub-grouprcould be easily
replaced and each participated in activities thét\were more

or less central to the\Qgrste of the organizationl

H. The Centralization of Power in the'Canédian Amateur
Swimming Association, Alberta Section - )
The cohcept Centrattzation refers to the way that power

is distributed in an.brganizetion. In voiuntary‘sport .
organ1zations both Beamish (1978), at the national leve1.
and Slack(1981) at’fhe»prov1nc1a] Tevel, have shown that
power tends to be concentrated in the major drbantareae. In
part th1s is due to the fact that the execut1ve members,
i,e., those 1nd1v1duals who control the dec1s1on mak1ng
hbocesses and #hus control a large port1on of the power in K
the oﬁgbnjzatihn. tend to be.concentrEted in these urban
areas. In the CASA(AS) we find a similar situation, the
hoard of directors are powerful because, in the main, they
control the decision-making process. Invturn, the vast - |
ma jority come from Edmonton and Calgary. the provwnce s two
‘largest urban areas. What this particular sec¢tion will do is
Aoffer some’ explanation, firstly, as to'why‘pewer in a |

voluntary organizatioh like the CASA(AS).ie cehtralized and

secOndly, why 1t is central1zed %n the two large urban areas

of the province. T
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One explanation'as to why power tn'a vo1untary'
organ1zatlon like the CASA(AS) is centrallzed may be taKen :
" from the work of Peter Blau(1970). Blau studied the degree
of centrallzat1on in: 53 employment secur1ty agenc1es The |
main finding emanatrog from his work was that
zdecentrallzat1on "will occur ‘in an organlzatlon ‘as the r1sk
h of subord1nates makKing 1ncorrect dec1s1ons 1s reduced
(Bates.1970,175). In any bureaucrat1c type of organ1zat1on
there is a desire for rationality. conseQUehtty’executives
.a:e only W1ll1ng to delegate dec1s1ons that Involve ]1tt1e
or no risk in terms of their outcome. A factor that can help
el1m1nate r1sk 1s if subord1nates have a h1gh degree of
professionalism. 1In the case of the CASA(AS), and most
voluntary sport organ1zat1ons, this is not the case. The‘-
people who occupy lower “level positions oftenvdemonstrate a .
ra?td turnover ; they,maywoften be seen as}laoking oommitment ‘
-to the Organiaation, and they are‘usuatiy the peop]e,With
.lithevIeast-organtZationaT{ekoerience. Asia result of{the“'
-oharaoteristics(both actualvand perceived) that these
people possess, deTegating decisions‘of:anysimportance tc;f
them is’ seen as risky and consequently execut1ves tend not
to delegate and so power remains central1zed

Another factor that can. help br1ng about the l!kelihood
of decenty al1zation is a large number of levels of '“,rt -
h1erarch1cal authorlty in an organ1zat1on The greater the
distance ‘an execut1ye 1s from the lower leyels of workers

the harder it is for hvm/her to acqu1re the necessary
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knowledge to make an 1ntelltgent dec1s1on about what is f ;

‘-happenlng at these levels As a result of thls 1nab111ty e

‘ pressure is therefore placed on the executlve to delegate -fg
some of hts/her responsxblltty to those 1ndtv1duals who are

in closer contact w1th these levels Pugh et al. (1968), W§Z

their paper on “Dtmen51ons of Organlzatwon Structure ,
‘support the idea that hlerarchy 1s neggtlvely correlated
with ' central1zat1on they found a zero- order correlatlon oﬁg
r= -.28f.between-the‘two factors. In the CASA(AS) there lege' &

hferarchY'Oflauthdfity,but,this,h1erarchy ha$'few v rttcal-

R e

levels , | -
Also,_as prev1ously potnted out, tasks are accompllshed
-not SO much by delegat1on of authorlty through thls |

xfhverarchy but rather by the creatton of social. obllgatlons

-f_,among the organizational actors As a result of the lack of

‘ =depth in the oﬁgantzat1on -] h1erarchy of authortty, and the S
fact that tasks are accompltshed mainly through the creatlon .
of. soc1al obltgat1ons, there is little reason for top _j':'.7‘
execut1ves to delegate power and consequently 1t rema1ns

. centralized , Vo SR R

_‘ A f1nal factor that has helped the CASA(AS) to retain a “
centrallzed power structure relates to’ the employment of

h\profess1onal staff help As an organizatton grows in stze.»g“

:_the :{eer number of decislons puts 1ncreased pressure on '

1?i exec ;yes to decentral1ze some of the1r power However. at

A the same ttme 1ncreased size means dEClSlons affect more iﬂh'lv.

»people and thelr 1mportance is helghtened,_so consequently

. : -;.
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_execut1ves want to control power There are essent1ally two -
ways that have relevence\for a woluntary organ1zat10n that ’h
can be. used to cope with this d1lemma ‘First, an ,
',organlzatlon can tncrease the number of rules'and ;" T"
regulatlons 1t has, soadelegatlng power 1s less risky To a{wf

.fcertarn extent thls has happened 1n\t::thSA(AS) but because

""of the nature of the 1nd1v1duals worki at the lower levelsa

e of a voluntary organlzatlon th1s type of solut1on is nd&
always effect1ve The second, and often mare effect1ve
7 solutlon to th1s problem of 1ncreased 51ze. is to h1re .
',7profess10nal staff Blauﬁ§970 165) has potnted/eut that "the
: larger the proportlonate 31ze of the adm1ntstrat1ve and 4
technloal staff in. an agency the less 1ncl1nZd 1s top
lmanagement to delegate responslb1l1t1es ‘to mlddle managers
_Essentlally the reason for thlS is that lf upper level s

_;executives feel pressure to delegate power they can relleve

some: of that pressure by appolntlng staff people to handle _;

"J;some of their load In this way they can delegate .

‘ii”fresponsiblltty, but because 1t is delegated horlzontally not

'vertically they stlll retain a centraltzed power structure

;"1In the CASA(AS) 1t is fea51ble to suggest that such a

ifs1tuation occurred The organtzatlon grew rapidly in SlZe

~from the late 1950's to about 1970, Shortly after ‘this'the 7.?

“ ‘,flPSt profe351onal staff person was hired by the

.f}organlzatlon to assume some of the dutles normally done by lﬁ

\

"jrfthe yolunteer execut1ve As the organ{zatlon has continued

'Qﬂto grow, not so munh quantitatiyely but certalnly

o O R R - ‘4’, N RERE E . et B



B qualitatively, the number of professional staff has
1ncreased At the present time the CASA(AS) employs 2

‘full time ,and part time: staf\\\§1nce two of these work
-and the other

full time out of the organization’sxefi“ e

does a large percentage of hiscwork through that office. the
'power structure of the organization has remained ﬁ

.
' centralized

In summary, to explain why a voluntary.org;nizat1on-
like the’ CASA(AS) shoWs a centralized power structure three
'»pOints have been offeredi First because of the high risk

1nvolved with delegatlng power to lower level members.» t‘
_would appear that executive officers tend to favour : |

| retain;ng power Second because the organization does not
have a deep hierarchy of authoﬁity, top-level executives can
r'more ea51ly stay 1n touch with what is happening at the
‘grass roots anq therefore there is little pressure to
decentralize Finally. although the organization has grown
in s1ze executives have been able to retain a centralized
~-.‘:,power structure through the hiring of professional staff
iiwhich have helped with the execution of executive functions
Having offered a rationale as: to why a voluntary o
,‘";organization like the CASA(AS) is centralized let us now “

| 3'turn our attention to. the question as to why 1t is |
.3hcentralized in the larger urban areas. fj‘;ﬁ;'x |

The main contributing factor to power, in the CASA(AS)
3fbeing centralized in the province s two large urban areas,_v

,;is POPulatton 51ze All other factors being equal a large |

.J ‘“_"_i . ‘;Y, R ;
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orgaanation will be more powerful than a small one.\The

executive members of the CASA(ASl come predomlnantlylfromn

-the bigger clubs and these clubs tend ‘to be found jin ‘the two'\

‘large urban areas of the prov1nce The resultant of these

two factors Jis that power 1n'the CASA(AS) is then

centraltzed 1n the two Jarge urban areas The questlons»that

need to be answered are ftrst_why are the largercLubstound

only in the larger urban areas and secondly why ‘are CASA(AS)

executiye members predominantly from these'clubs.ef
in regard to. the first question the answer again g

‘ relates to populat1on 51ze Approximately. half of Alberta s

::population is equally concentrated in the two large urban

v

‘areas. Thls means that clubs in these areas have greater

| resources to draw upon Wh1let1t is qu1te poss1ble that in

. 'these areas more clubs form and therefore the ratio of

people to clubs is less than it would be ln a smaller urbanv‘
‘area this, ls ;bt presently the case. At one tlme, pr1or to\
the early 1970’ t there was a number of small clubs in the |
large urban areas but as sw1mm1ng started to ‘become more o
= expen51ye ‘and ‘more competitlyé several of these small clubs’
realized the advantage of comb1n1ng to form one btg cluq |
The(rnsuing large club not oyly had a large populat1on base o
from which to obtatn its prtmary resource swrmmers but this
| 'also meant 1t could gatn access to. other resources As
_jDorothy lesch explalned when asKed why the two large urban'f‘
)tnareas were powerful .t~ T

o It's because that is where the numbers are and
therefore they get the swlmmers then they are able
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| “organtzatlon usually turns to when 1t needs execut1ve v

.more and-better sw1mmers and so they‘contlnue to'grow. In
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to get profe551onal coaches and they have got lots
of parents to be volunteers(lnteyv1ew February 24,
1983) A \ :

As Hirsch points out a large popudaiion(oase‘means more

swimmers and because there is a large number theSe people.

are able to~generate ‘adequate resources to obtain the

serv1ces.0f 3 profess1onal coach Also the large number of

, members can contribute to a strong pol1tlcal lobby for

1mproved fac1l1t1es, more volunteers for fund. ralslng, and
for runn1ng major swim meets. Th1s latter factor is
Lt . Y

important s1nce 1t ‘takes a Targe number of people to run a

top class swim meet only the b1gger clubs are capable of

%\-do1ng this. As a resdtt of: their ab1l1ty to put on big

meets, get better fac1{it1es and SO on. the big clubs get

]

contrast to the clubs from the large~urban areas it is hard

N . ) - i N . ‘ * .
{maybe impossible) for clubs.from smaller urban and fural

"areas to generate the populatiOn base needed to'obtain-

adequate resources to secure a profess1onal coach, a top

class fac1l1ty and to stage maJor meets Consequently thesg§ t

clubs do not grow to be as large as the. clubs in the blgger B

»urban areas R . L -r,j' v

t

As a result of the1r size and the ensu1ng quality of

,swimmers coaches offlcvals fac1l1tles and meets the'large‘ :
. urban clubs are the most SUccessful clubs Because of their

: success it is to these clubs that the provtncial | ~.¥fd"‘

~members So what we sep is a predom1nance of these people
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| o
from the large urban areas on the provincial executive. As
®ell as their . 1nvolvement in successful clubs other. factors

/\the it more likely that peopie frdm the larger urban areas

” wi]l be EXeDUt1V§ members?bf the CASA(AS) For eiample the .
majority of businesses are situated in the larger urban
areas. Since the CASA(AS) has emphasized that a strong
’nmnagement background is de51rabie for an executive poswtioni
it is more iikellsthat these people will be recrUited from . .
the ma jor urban areas Also the main agencies W1th€yhich 2
swimming organization has to communicate i.e., Sport \
Alberta, the Provincial Government, Universdties. and so on./
are usualiy found in»thq,la?ger urban areas. Conseouentlyuff
‘ the‘exécUtives'ofuthe organizations live inithese urban

;ﬂ aaeas %t is easier for them to work wvth these agencies o

In summary, the basic answer to our question as to why

the CASA(AS) 1s centralized in th 0 maJor'argas of the

province is size, specifically the‘51ze.of‘the population

base 'ihis ailows ciubs‘in these'areas to deVeJop?other‘ |

f. resources which Tead to a,successful club As a. result of

"this success executives‘from these areas are recruited onto

»‘the proanCial executive as! a partial consequence of which ;\

power becomes centralized 1n the larger urban areas

The Organizational Envircnment of the Canadian Amateur
| 2 Swimming Association Alberta Section o : ”
| The final section of this chapter Will examine he

organizational enytronment of the CASA(AS) HalI(1982 219)

Coo
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, suggests’that 1n recent years the organ1zattonal env‘ronment

vy

appears to have been red1scovered Whtle booKs ltke Lawrence

-

and Lorsch's(1967lg_gan1zatton and Environment; Pfeffer andv

Salanc1k’s(1978)The~Extehnal Contrpl of Or gantzat1ons and

Aldrtﬂ s 1979)__:ganlzations and Envwronments are evidence .
4

. of thl§ resurgence ofxlnterest it is fair to_say that the -

study oﬁ\the env1ronments of voluntary organ1zattons has‘

. been sadly neglected L1Ke other areas of the lxterature

wh1ch examtnes the soc1ology of organ1zatvons' th1s vo1d is

further emphaswzed when we con51der voluntary organ1zatlons

- that have as their purpose the development of amateur sport.

What thts section will attempt to do is.to show, albe1t ‘
brlefly. how the CASA(AS) has 1nteracted w1th 1ts "

' envﬁronment and how th1s has affected the organtzat1on

Slnce a total analysrs of any organlzat1onal env1ronment is
tremedy complex and requ1res exten51ve data on

prganAzattons andelnd1v1duals in the environment as well as

']the'organization under study, this research will, fo

1llustrat1ve purposes only present’ somelof the most

’ 51gn1f1cant organizatton/eny1ronmentﬂhnteractlons It is -

l

hoped that these w1ll serve to illustrate the ut1l1ty of

ssuch an\analys1s for future reseanchers sgudytng the social t

'_; development of yoluntaryesport organ1zatlons fr‘

Hall(1977 303) has suégested the env1ronmental
cond1tlons that affect the organ1zatwon can be dtyided up
into two categor1es,‘ general cond1t1ons and spec1f1c :
env1ronmental 1nfluences The first categq{y 1ncludes suchd'

e ’
Ty



1nfluences a:fboltt1cal cond1tmgns legal conditions, ~
technolog1cal conditions and.so on. In‘this study &é will
:exammne how these'cond1t1ons have 1nfluenced the CASA(&S)
Hall’'s second category, spec1f1c env1ronmental 1nfluences
‘1ncludes other organtzatton or 1nd1v:duals Wlth whlch the
focal organ1zatton in this case the CASA(A§ 1nteracts
Aldrtch(1979 27?? has suggested that these relat1onsh1ps can
rlbe analyzed u51ng four concepts, namely formal1zat1on,-7”
1ntens1ty, recaproc1ty and standard1zatton The second part
'of thts sectton will 1dent1fy the key organ1zatlons w1th
wh1ch the CASA(AS) interacts and using Aldr1ch’s four_

'f concepts some of the most relevant 1nteractlons/w1ll be

' expla1ned
“ General env1ronmental cond1tlons have 1qjluenced the
"deyelopment of the 'CASA(AS) throughout the. course of 1ts

-h1stony In fact it 1s in large part due to changtng

. demograph1c condlttons 1n Alberta and the technology of the

‘; t1me that the CASA(AS) was formed “In terms of demography

, »the populatton of, Alberta more than doubled durtng ‘the t1me.

o perlod 1911 to 1931 What was parﬁtcularly 1mportant from

h“‘the po1nt of view of the CASA(AS) is the socwal comp051t1on"

“tiof this populatton Many of the 1mm1grapts came from Brttaln
and some brought Wlth ‘them the1r loye for sports “one, of )

\

'whxch was swimm1ng As has been prev1ously deta1led 1t was L

Y

gftn large part due to the enthu51asm of one of these o

’;ftmm1grant fam1l1es from Brtta1n the Daytdsons, that th° |

'%Q4§A(A5waa§,fgrm¢d In add1t1on seyeral of the Key f1gureS: :

/};ivr : T.‘”r,
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o
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-

in the formation of the, organization were .new British
& N . .

. A\

1mm1grants

The technolog]cal cond1t1ons that 1nfluenced the

formatton of the CASA(AS) were spec1f1cally those that

Acontrlbuted to the bu1ld1ng of swvmmtng pqpls The 1ncrea$ed

mechantzat1on that was prevalent in the 1920’s and 1930’

meant 1t was easier to transport’ the type of matertals

necessary torbu1ld pools. In the past the onty places to |

swim had been open water’ areasr‘Not only‘did poo?g mgke

swimming safer but-they also‘proyided,a‘central point for

swimmers to meet and‘they also meanf“standardized distances.

£

- The latter point is part1cularly 1mportant for the

-compet1t1ye element of SW1mm1ng as 1t meant it was easier to~

P
early days of the CASA(AS) were ecolog1cal and poltt1cal
The ecology of Alberta, spec1f1cally its geograph1c

p051tton, influenced and still. cont1nues to 1nfluence the

,,ﬂ

«

,sport of sw1mm1ng In: the early days of the CASA(AS) there

,;were yery Pew (only two unttl “the ‘mid 1950’s) .indoor pools

)

°LConsequently“all SW1m meets were held outdoors and the |

"organtzat1on only funct1oned for about four months each

\'

' -year Presently the organ12at1on st1ll dlst1ngutshes between

S summer- clubs (those with only outdoor pools) and. wmnter

clubs (those w1th-1ndoor'pools) As a result of the obv1ous

”come from th1s type of s1tuatton Consequently,,th

organlzattpn s main efforts are d1rected to these clubs
. » > o

B

o adyantages of betng a W1nter club all the better SW1mmers f,-~
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Political conditions affect voluntary sport
organizations in many ways. In its forﬁative years the
politiéal demands of WorhdRWar Il depleted the CASA(AS)’S
ma jor resource, swimmers. Followihg the war political

_pressure on municipalities to devélop recreation commissions
resulted in an increase fh the numbér of swimming pools in
the province and g subsequent ingrease in the membership of
the CASA(AS)._

in the mid 1950's cultural influences from the United
States brought across the hofder the phenomenon of age group
swimming. As we have previously outlined this was to be

‘prdbably the most dominant influence on the development of
the CASA(AS). Also around this time the combined effect o{
technoiogy and politiéal pressure resulted in significant
changes for the CASA{AS): Technology was influential because
if‘was at a stage‘wheré good indoor swimming pools could be
built at reasonable cost (as previously mentioned existing
indoor pools were little ﬂore than oversized Bgth tubs),
Potitical preséqre céme from within the organization and was
exerted on\mun{éipal coungils to build swimming facilifies
that pou?d be used twelve:hoﬁths of the yeaﬁ‘rather than
four months, i.e., indoor pools. This instance provides us
with a good example of;how; as well as the environment
.influencing the organization; the organization can influence
its enviqpnment.' | <

Ovef the: past twenty years cbanges in political

conditions, specifically increasing government involvement

1
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in sport, have continued to affect the development of the
CASA(AS). Since the issuing of Bill C131, The Fitness and
Amateur Sport Act, both the federal and provincial
governments have become more heavily involved in sport. With
this gfeater iﬁvolvement has come an increased number of
funds for programs, subsidization of administrative help and
athlete assistance. Although this type of help has greatly’
assisted the CASA(AS) it has also created for them a
resource dependency, particularly with the provincial
government. The development of the CASA(AS) has qénsequent]y
been somewhat tied to-the program priorities of goverqment
agencies. ' ¥

In addition to the organization/environment %
relationships already mentioned there have been other
general conditions that have affected and continue to effect
‘the development of the CASA(AS). For example, the changing -
economic conditions of the environment onious]y affected
‘the organization. It would be interesting to sée if the
economic fortunes of Afberta have paralleled the growth and
wdevelopment'of the CASA(AS). Also, as the CASA(AS) has
become more tied to dependen¢yron provincia1 governmeht
fundé. there has been an increase in legal conditiong
affecting the organization.  These legal conditions,
specifically the requirement of a constitution énd by-laws,
" 'have affected the administrative structure of the CASA(AS).

This type of influence is in need of in{fStigation.
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In summary,.what this part of the Final section has
done is to outline some of the organ1zat1on@FnV1ronment
interrelations of the CASA(AS). It is apparent that several
environmental influences have considerably affected the
course of development of the CASA({AS). What is needed in
research into voluntary sport organizations'afe more N
detailed and in-depth studies using this type of analysis.

In addition'to "general conditions”, Hal11(1977:303)
also suggests that there are specific environmental
\Hfluences on the organ1zat1;ﬁ\\such as other organizations
with which it interacts". These organizations along with the
.focaf organization, the CASA(ASf. comprise what is Known as
the organizational set. One relatively simplistic wey_to
analyze an erganization’e environment is to examine the
relationships between the focal organizatipn and those
organizations within the organization set. This type of
3nalysis because it only considers dyadic'reiationehips is
not as useful or compreheﬁsive’as the network analysis -
approach used by Stern(1979) in his study of the N.C.A.A. It
does, ne;prthe]ess. offer a.etarting point frem which more
complex types of analysis can be undertaken. For the
pbrposes of this study the organization set of the CASA(AS)
is presented in Table 4. Several examples of
interorganizational relationships will be examined using the
four conbepts emﬁ]byed by Aldrich. Briefly explained these
are: :

1. Formalization,
a. Agreement formal1zat1on the extent - to
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- which a transaction between two
organizations is given official
recognition and legislatively or
administratively sanctioned.

b. Structural formalization: the extent to
which an intermediary organization
coordinates the relationship between two
or more organizations.

2. " Intensity

a. Amount of resources involved: the
mdgnitude of an organization’s resource
committeq to a transaction or relation.

b. Frequency of interaction: the amount of
contact between two organizations, in
either absolute or relative terms.

3. Reciprocity :

a. Resource reciprocity: the extent to which
resources in a transaction flow to both
parties equally or benefit one,
unilaterally. | :

b. Definitional reciprocity: the extent to
which the terms of a transaction are
mutually agreed upon.

4. Standardization A

a. Unit standardization: the extent of
similarity between indtvidual units of
the resources in a transaction.

b. Procedural standardization: the degree of

' similarity over time in the procedures
for transactions with another :
organization ranging from standardized to
case-by-case interaction(1879:278).

Some of the most important relationships the CASA(AS)
has are with the four other swimming related organizations
(ACC, NGFthern and Southern Regions, Swim Clubs and CASA) in
the organization set. If we examine these relationships we
find thaf there isf§‘o a certain extent, what Aldrich calls
agreement formalization. That is to say that the
relationship of the CASA(AS) to all four orgahizations Vé
. legislated, in general terms, in the by-laws of both the

-CASA(AS) and the orgénization concerned. One advént@ge of
this legislation is that it officially sanctions an

interdependency between the two organizations, a factor :

-+
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Table 4

Major Agencies in the Organizational Set of the CASA(AS)

“ATberta Coaches| [Northern and] . [Swimming Clubs|
Council (ACC) Southern .
Regions

ICASA}~7 { CASA(AS)

Provincial C v Multi -Sport
Government, Games (Alberta,
Depar tment of Western Canada.

 Recreation and | : etc.) .
Parks '

e

wﬁich‘heips provide them with some degree of'stability.’Tnia

‘jdea is_particularly relevant to a Qoluntary organizatinn as

éi its nature it igfbrone to a lack of stability. The areas
which the legislation covér; are usually thos;fof_most '
importance to the organizations and those which hava"thaa
potential to serioué]y affect the stability of:one or botn“'
of the organizations concerned. An example of the,formen is

~ the leéislation that determines the amount of répresentaticn
that one organization is allowed in the‘décisions of the
other. The latter is exemplified by the amount of -
doéumentation concerning suapensions, appeais;‘transfers}
and so on. In addition to a number ofﬁfqrmalfzed agreements.
in the areas mentioned aSBVeanuch of thenintebacfionxbetwéen.
the CASA(AS).and‘these‘other-four awimming bodies takes

S
\
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place on an exchange'basis[ According to Levine and
- White(1961) an eXChange is hany voluntary activity between
two‘organiiations'which has conseduences, actual'or' |
anticipated for the'realization of their respective{goalsvor
objectives“ An example of this type of. exchange is found 1n'
the hosting of 1nterprov1nc1a1 compet1twons The CASA(AS)
prov1des the opportun1ty for the meet the officiats. |
administration, etc. The club, in turn prov1des its best
sw1mmers for the prov1nc1al team The club benef1ts because
1ts swimmers are eXposed to top level compet1t1on the'
' prov1nc1al section beneths because it is able to field a
.strong team. A similar exchange often occurs betWeen the |
CASA{AS) and the CASA when select1ons for nat1ona1 teams are
made. The exchanges wh1ch are made are essent1ally a type of
barga1n between the two organ1zat1ons Each seeks to f’
‘maximize the power it galns from the exchange but it must do
this without damag1ng its re/atlonsh1p w1th the other
organization., | . '
In additton to}some degree of forma1izatﬁ0n the
pCASA(AS) relationsh1p to the other four SW1mm1ng
“organlzat1ons also shows some degree of what Aldr1ch terms M
procedural standardizat1on Hall(1982 259). suggests that
h1gh procedural standard1zatxon is exemp]1f1ed by s1m11ar
procedures being. used over 2 perlod of t1me Examples of
th1s type of 51tuat1on are frequently found when the “

CASA(AS), deals w1th other sw1m organ1zat1ons on toplcs 11Ke

swlmathops, records forms off1c1als test1ng and

i L . . - K N . : ) .> . S
?\ks o ’ ‘.
, | ‘
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certification, event lists, meét’rulesr and registration of
swimmers. Aldrich(1979:277) points out| that standardization
- of procedureseisvmore'1ike1y in larger organtzations. While
. ‘ |

it is not possible, given the scope of this study, to

~ compare the CASA(AS) to other voluntary. port-organizations.

1t is- ;nformat1ve to note that.as the organ1zat1on has grown "

$0 too has the extent of procedural standardlzat1on In
«

fact,, as the grgan1zatton started, to grow Pn the laqF 1950’
one of the ways 1ﬁbwh1ch this growth was dealt W1th was
through standardtzatlon of procedures Jack B1ll\pgsley
exp1a1ns how th1s was carr1ed out for the off1c1als ‘who run_
the meets . | _

what we d1d is we organlzed an off1c1als meetlng

.and we started:com1ng up with official cards with

their duties on...we tried to standardize them for

every one. of the off1c1als positions. In fact we

"set up a complete list of what they had to do’ and

.hog they were to do 1t(1ntery1ew, February 23,
-+ 1983 ' . . ,

~ One of thehmajor reaSQns for standardizingfof'
:.pnocedures is-that bebauSe the yotuntary sp&tt organizatton |
has to deal with parents who are relatwvely untra1ned in the*"
techn1ca1 sktlls of the yarious organrzat1onal tasks thereo’
is a degree of uncertainty 1n the organ1zation ”
) 0rgan1zattons attempt to cope w1th uncertalnty and one of
f the coping mechahlsms used by the CASA(AS) 1s through
procedural standard1zatton |
| In 1ts relat1onsh1p w1th the Alberta Goyernment |
| Department of Recreation and Parks ,the CASA(AS), as 1n 1ts o

relat1onsh1p w1th other sw1m groups exh1b1ts agreement

~
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»

formaliaation i.e., the relat1onsh1p is adm1n1strat1ve1y
sanctioned. . As wuth the swim groups one of the reasons for
this standardization is that 1t prov1des the CASA(AS) with
some degree of stability. In part this stab1l1ty is provided
by the fact that the. Provtnctal Government prov1des the
CASA(AS) with an annu;l grant thus ensuring a regular
source of fund1ng to the organ1zat1on In return for this'

- grant the CASA(AS) provides opporQun1t1es 1n/compet1t1ve ,
swimming for the c1tlzens of Alberta. On the surface this
type of relationship appears to FUlfill Aldrich's criteria
bfor resource reciprocity and the relat1onsh1p 1s one of
iexchange The publ1c purse provndes funds to the CASA(AS)

: who 1q%turn prov1des serv1ces to the public. A more cr1t1cal
vana]ys1s of‘thts~type-of dyad1c retat1onsh1puwould'suggest |
ithat. rathertthan‘an eXchange'type of‘re!ationship,'what is
be1ng bu11t is a powér dependency Essentially thlS may be

""taken to mean- that the government proy1des resources that

are v1tal to the CASA(AS) ‘but the reverse is not true, i,e.{
:wthe government would not suffer great pressure 1f e
opportunltles for compet1t1ye swnmm1ng were w1thdrawn 1n the
.'province Consequently, the government ho}ds a posﬂtton of
"power/over the yoluntary sport organxzatxons Some would. o
sugg7st that government is able to use thls power to |
asize the1r pr1or1t1es ?n Sport at the expenée of . those‘

| em92
'ﬂigof he yoluntary sport organ1zat1ons As well as agreement

o -3formal1zat1on and some degree of resource reC1pr001ty the |

CASA(AS) s relat1onship w1th Alberta Recreat1onfand Parks o

,‘/‘«
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shows theihigh degree of proceduralAstandardizatioh thet
typifies,interaction~with a gOvernmenf agéncy.

In addition to the p;eviously ment ioned eﬁimmihg
organ1zat1ons and the provincial government the CASA(AS)
also has per1od1c contact with several other organ1zat1ons

Included in th® group are: the.var1ous multi-sport

onganizations like thei lberta Games Council and The Western

‘Canada Games Foundatioh; Sport Canada; The Coaching
Association of Canada; various educetional institﬁtions and
‘ .differenf municipal'goverhments. Each of these relationships
could be analyzed»using»Aldrich’s four dimensions of

_ interorganizationafyreiat{ens These in turn can be used to
' expla1n some of\the dynam1cs of organ1zat1ons @

n summary what ‘the* latter part of this sectwon has
presented are some ‘details of the.maJor organ1zat1ons which
' comprxse the, CASA(AS) e oegahiZational set. Thesg
relationshlps were explained 51ng Aldrlch’s four dimensions
of 1nterorganwzat1onal relat1ons Th1s type of.analys1s
foere a start1ng point forkmere comp]ex;workfwhich can heip
us toffglfy UndeEStand-the nature ef~£he'yofuntgry}eport'

organization,
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Chapter vV

Summary, Conclusions and Recommendations

Introduction

The purpose of this study was to undertake an

,  organizational case analysis of a specific voluntary sport

organizatioo.eThe orgariization which was selected for the

research was The Canadian Amateur Swimming Association,

Alberta Section. Seven sub-problem areas were identified as

the specifictfoCus for ‘the study. These sub-pro@iﬁms were as

J

shown below

1.

To 1nvest1gate if and why the bureaucrat1zat1on of the ,

selected volunteer sport organization is occurring.

1f bureaucratization is taking place, to investigate

what‘manifestations of this byreaucrattzation are

< o

apparent in the volunteer .sport organ1zat1on
To 1nyestlgate what possible coﬁsequences may occur as a

result of th1s bureaucratlzat1on

¢

To invest1gate if and’ why class and gender 1nequa11t1es
: IR .*?.,a

EXISt in the volunteer ‘sport organizatton

.°‘To 1nvestIgate how those 1nd1y1duals Andlor ,¢~'
>‘organ1zat1onal'sub un1ts wh1ch hold power W1th1n ‘the -

. voluntary sport organtzat1on ga1n thelr snatus

To 1nvestlgate 1f and. why power in the voluntary sport '

organ1zatlon is. centraltzed in certa1n geograph1c areas

Qtho ,nvesttgatg:the,relat1onship of the yolunteeﬁ’SPOQt.:

- organization to its environment apd to determine what

297
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inf luence this environment has on the volunteer sport

organization. |

Data were obtained -using two research techniques.
First, 34 focused interviews were conducted with past and
.present members of the organization. All of the interviews
_ were tape‘recorded and transcribed verbatim. Secondj
‘organtzational documents were collected, whlch covered the'
pertod 1934 to 1983. Both data sets were . subJected to latent -
content analy51s “The material from the content analys1s
. combined with ex1st1ng~l1terature were used to generate the

$ .

results section of the study.

B Summary e ‘» L f
e The first sub-problem with which this study was
" concerned was to 1nvesttgate if and why the 5
| bureaucrattzat1on of the CASA(AS) was occurring. lnlorder(to
do this;a study of how the.organization has-deVeloped'was
undertaken: The'data that were'obtained were analyzed, in
large part using Anthony DoWns wr1t1ngs on bureaucracy

~ What this research has shown is. that the CASA(ASY has,

’ durtng the course of 1ts development moved from a loose
- amalgam of. 1nd1y1duals 1nterested ln promot1ng compet1t1ve
sw1mm1ng to an organ1zat1on that exhlbtts several of. the
character1st1cs of Max- Weber S 1deal t?pe_bureauoracy.,L1Ke
hmany other bureaucrac1es the CASA(AS) wastfounded'by a B

'5leader(s) who possessed approx1mat1ons of a certa1n qual1ty

that Weber termed charlsma Through a comb1nat1on of be1ng



- - 299
o S

attracted to this quality and to the cause of promoting
swimming the early leaders'were, in the late 1920's and
earl} 1930's: able to draw to themselves a stroﬁd‘cadre of
- supporters who formed the CASA(AS). In its early years the
CA§A(A$) orew rapidly. Unlike many other organizattons
?odhded on charismatic author%ty the CASA(AS) did not A
eXperience the problems of leadership succession which..
occurs with the loss of the char1smat1c leader (s ). bne of
the main reasons why it was suggested this problem did’ notc
i occur was that the organtzatton had a monopollst1c position
.-1n regard to swimming in the prov1nce. Also, the -
organization quickly estab]tshed two,tunctions, the’
a]locattng of provinciachhampionshipS'and‘the isSuihg of
amateur cards, that were very importaht to its*membership;'
Mainly as atresult of these two factors the CASA(AS) was

‘able to:deyelop stability early on in~its 1ife cyele and

.f .consequently its efforts ‘could be d1rected towards growth

- ‘4U1th this growth came ‘the need . for some type of rud1m%ﬁtary
organ1zattonal structure aThlS was achmeyed w1th the
tcreatlon_of an 1n1t1al-d1ylslon‘of labour_and the}'
promu1gattoh of a bastc set. of ruies ahd'regulationsr:the
f1rst two bureaucrat1c charaoterlst1cs to appear in the

a

‘organ1zatlon “?'1“Af" B ‘-"_e _ ;/" | |
. | lee any other organtzatlon the CASA(AS) was subJect to :
~the 1nfluence of 1ts env1ronment The $n1t;al rapld growth |
~7that the organ1zat1dn had exper1enced was halted by the .Q

;i,, outbreak of war . 1n 193? DurIng the war years the



.
oY

300

organization’s primary resource, male swimmers, was depleted

due to military call-up. This lack'of swimmers oausedfa
concurrent decline in organizational activity.

'»Itvwas not until three to four years after the war that
‘the CASA(AS)'started_to fegain some of the ground it lost
during it. Two factors were main}y responsible fo;sthis new
period of'growth{‘First, the creation of municipaT
'recreat1on commissions encouraged the deve lopment of
sw1mm1ng pools. At these pools sw1mm1ng clubs were formed

and many of these showed varying degrees of‘1nvolvement with

the CASA(AS).thus boostlng its. numbers .The second factor

was that the CASA(AS) benefwtted from the 1nvolvement in the‘

~organization of severa] tralned physxcal educators These

people had come from relatwvely recent]y developed degree

programs in phy51cal education The organ1zat1on benef1tted :

by their presenoe not on]y beoause of the1r expert1se but -
also because of cdntacts they had been able to develop in
the f1eld With the creat1on of more club members for the
CASA(AS) there emerged a form of some " sort of- h1erarohy of

author1ty Concomm1tantly, the 1nyolvement of tra1ned

- phys1ca1 educators lead to the beg1nn1ngs of a trend toward :

'*’ profess/onal qual1f1catlons for upper level echnlcal and

,"adm1n1strat1ve personnel Both of these factors, a h1erarchy
‘.*
of authorféy'and~professwonal qua11flcat1ons were 1n1t1a1

ey1dence of two bureaucrat1c oharacter1stlcs that would

S

dsye]OP»OverthevensUIng‘years;vferf

<@
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By the mid 1950’s the CASA(AS) was fairly well
established in its role of controlling and promo}ing"

-

competitive swimming in the province of Alberta. Over the
period of the next‘eight years three factors wouid influence
the organization and set tt on 1ts'way to becoming the
efficient and effective“organjzation that it was to become
by the 1980’s. The first of these factors was the concept of
. ‘age group swimmingr whereas previously‘swimming was‘main]Q
confined to peopte 14 years’of age end above. Age group
cTassjfications‘opened up the sport to'children of ,'
approximately seven yeers o% age and otder With the
addition of these children to the programs of ‘the CASA (AS),
1t exper1enced a rap1d growth ‘in membersh1p and consequent]y
there was a need for more swim meets. To run these meets |
'officials and edministrators were needed and the logical
place to turn for these people was to the parents of the
swimmers. Some became 1nyolved 1n the technlcal end. of the
sport while others became'concernéd with adm1nlstrat1on..The'
'nunber of administrators on the,CASA(ASJ'executivexrose from
4 in 1955 to=10 ﬁn'1963 Many of'the‘people brOught with

them the bus1ness 11Ke sKills that they had acqu1red through_
thEIP role in the -work force These people saw it as

o\(

des1rab1e to have peop]e wjth s1m1lar skills on the

' f{exeout1ve and consequently the organ1zat1on started to -

,act1ye1y recru1t people w1th these types of profe551ona1 B

A

_ qua]1f1cat10ns Th1s 1s the second factor that was to

k "greatly contr1bute to the CASA(AS) s rap1d growth in th1s
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era and it is also further evidéncé of the bureaucratization

of tHe organization.

Ihe final factor that was to contribute fo growth of
the CASA(AS} in this era was the building of indoor swimming
pools. This had the effect of transforming swimming from a
four month-per year to a-twelve month per year sport. This
coupied with the increased number of swimmers, which came
about from the age group classifications meant a greater
number of‘swim meets and consequently an increase in the
accompanying administrafive demands. As a result of these
there was an increase in the number of organizational rules
and regulations and a more definitive\division of labour,
both indicators ofszcreasing bureaucratization. The
advantages that came about as a résult of‘this trend were a
more effective and efficient organizat{on. The negative
consequences were that essentially positions on the
organization's executive became restricted to a small group
of people who possessed certain types of skills.

As a result of the rapid growth that the CASA(AS) had
experienced in the late 1950'5.&?&?&ar1y 1960’ s there had
been a considerable increase in 6fgénizational expenses. 10
meet these increased costs the CASA(AS) was faced with the
need to raise funds. To do this it Kad to bécomeblegally
incorporated and this todk place Dgcember 23rd, 1963. This
moVé, as weil as opening up new funding areas to the

organization and making it a legal entity, also moved it

closer to fulfilling another of the characteristics of a
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legal-rational bureaucracy. Prior té incorporatioq the
members of the orgahization could be personally sued for its
debts. However, with incorporation the liability of the
members was limiteé thus making them more "personally free".

Shorfly after the incorporation of the CASA(AS) another
event occurred in the development of the organization.‘This
was the creation of the Edmonton and Calgary Swimming
Associations, fhe forerunners of the present day Northern
and Sopthern Regions respectively, their main purpose was to
coordinate the clubs in their areas. This type of function
had become necessary as a result of the increased size of
the CASA(AS[i In terms of bureaucratization what the
formation of these two agencies did was to create another
level in the hierarchy of authority. 7

In addition to the creation of the two régional
associations of the CASA(AS) another sub-bureau was created
shortly af{Zr incorporation. The Alberta Coaches Council was
formed to act as a technical advisory body to the executive.
As the CASA(AS) had grown its adminisirative component had
‘been increasingly taken over by people with strong.
administrative backgrounds But littie technical experience.
The A.C.C. was formed to helé these people make decisions
bertéining to tﬁe technical aspects of the sport. What this
;ybe of division of labour does is further sbeCffy the
function of the offices of the organization, another

bureaucratic characteristic.
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In the early 1970's, partly due to the continued growth
of the CASA(AS) and partly due to similar successful
‘ventures at the national level, the CASA(AS) appointed its
- first part-time professional staff person. This event was
seen by many to be one of the most significant in the
develépment of the CASA(AS). It had the effect of vastly
improving the communication of the organization but it also
placed financial strains on their budget.

Following the appointment of the paid part-time staff
person the organization experienced qualitative but not much
quantitative growth.‘As‘this qualita£ive growth was takKing
place the organization replaced the part-time staff person
with a full-time one, hired secretarial help and also
emplbyed a part-time technical consﬁltant. What these moves
have meant ;n terms of bureaucratic characteristics was that
now the organization had people who held a contréct, had as
their sole occupation their work with the CASA(AS), and were
paid a money salary.

‘What the §tudy has done, then, is .to trace the
deve lopment of the CASA(AS) and show how it has become
bureaucratized. In the coursé of tracing this
bureaucratization certain bureaucratic characteristics were
identified.4The second sub-problem area of this Study.was to
specifical]y.identify these manifestafions of bureaucracy
which the organization exhibited. It waswshoWn that ,some
characteristics of bureaucracy had little ;elevance for any

one but the paid staff of the CASA(AS), for example,
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appointment on the basis of a contract, monied salary and so
on. Other characteristics have emerged and developed as the
organization haé grown. Based on the findings from the first
two sections of the study a pattern of bureaucratization for:
voluntary organizations was proposed.

In addition to investigating the process of
bureaugratization and tbe manifestations of bureaucracy in
the CASA(AS) another sub-problem area of this study was‘to .
examine the consequences of bureaucratization. Two |
perspectives, a Weberian one and a Marxist one, wére of fered
and depending on which perspective was considered, both
positive and négative consequences were attributed to -
bureaucracy. From the Weberian point of view bureaucracy :was
seen as an efficient non-discriminatory type of social
organization. From the Marxist perspective it was seen'to
perpetuate existing class domination. In the case of the
CASA(AS} both posifions have merit. The organization was
Selected: in large part, because of its efficiency and
certainly it would appear thaf}this has increased as the
organization has become more bu;eaucratized. What has also
happened Qith"this process, however, is that cerfain groups
have essentialiy been excluded from participation in the
upper administrative leve1§ of tHe or;anization. Two
specific groups with which this study was coﬁﬁfrned‘were
women and 16wér class:indiyiduals. ’

In terms of gender inequality several findings were

presented to show‘the‘existenca‘of this phenomenon.. It was
_ by . el
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also found }hat the_constraints wdTen faced in corporate
organizakions, and their subsequeht lack of experience in
these types of agencies, influenced their involvement jn the
voluntary sport organization. In the CASA(AS) women were
usually’'given the type of tasks that most cldsely
approximated the traditional roles ofbfemales.‘Men. on the
other hand, because of their corporate.éxperience'were
usually assumed to be the ones to undertake the higher level
manégerial tasks. Also, Women because they lacked corporate
experienée,'and cdnseqﬁently were a minority in management,
were unable to create the networks that are necessary to
?unction effectively in the upper levels of a voluntary
sport organizatioh. Finally, women bécause they did not
generéily fi11 upper-level manage&ent.jobs, in<tbeir paid.
work, were unable to gain access to the resource that came
with this tybe of work and it was shown that these could be
extremely»benefiqial to peopie worKking in a voluntary sport
organization.

| In terﬁévof class ineqUality findings.we;e again
presented gq_show the existence of thjs‘type of phenomenon.
These findings were explained in terms“bf tﬁe four causes’ of
inequality in sport prganizafions presented by Hollands and.
Grqneau(1979), Althoughvlittle data were available on the
first of thése, that executive members Usually Start from a
‘socia11y~ad§antageous position, some'eyidehce did‘seem io_"
indicaievthat this wasvthé éase. In terms of the sécond‘

cause, social closure, ‘it woﬁld appear that in the CASA(AS)
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several forms are covertly or'overtly practiced. Fihally,

- the authority structure»and division of labour in _the
CASA(AS) - were shown to limit.uppehﬁlevel posit?ens to those
who had acquired the necessary prerequisite skills in their-
place of work. o '

In addition to thoee four. causes, it wgs_aléo shown
that the bureaucratic'strpcture of the CASA{AS) served to ’
maintain and reinforce existing class ihequalities. Three
_‘examples of this were~given. First, the recruitrent of
e;ecutive members from the larger more successful clubs wae
- shown to pebpetuate existing~class inequalities. Second, the
goal structure of the ohganization was shown to faVogr the
upper classes. Finally, the complexity of the rules and
regulatlons of the organization made it difficult for
: members of the lower tlass to gain upper level management
‘pos1t1ons

The f1fth sub- problem Wlth whlch this study was |
concerned was to examine how 1nd1v1duals and sub- groups who
were seen as holdlng power 1n‘the organization gained such
status. Three individuals and one SUb-grdup, the cbaches :
were seen as be1hg powerful in the CASA(AS) The main source
of power was through access to resources; th1s in turn gave
these people the ab1l1ty to prov1de the organ1zat1on with
some degree of certainty. Power was also gained as a result
- of the fact that through their exper1ence or techn1cal

‘Knowledge these people could not be e351ly replaced and also |

they part1c1pated in and controlled act1v1t1es that were
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.. 6 .
central to the functioning of the organization.

In answer to the study’'s sixthlsub-problem, it-was
shown that power in terms of the ability to make decisions,
was centralized with the organlzatlon s execut1ve members
who lived in the prov1nce s two ma jor urban areas. It was
explained- that power was central1zed for three reasons
First, the h1gh level of risk assoc1ated with delegatlng
power to lower level members of the voluntary sport .
organization encouraged executive members to retain power.
Second, since the organlzation'did not have a deep
h1erarch1cal structure, upper. level executives could more
-eas1ly stay in touch Wlth what was go1ng on in the
organization and consequently‘there was llttle pressure on
them to decentralize. Finally, the employment of
professional staff to help"wtth'executiye functions had
meant the executive could retain power. | :

The main contributing'faCtor'to:power‘belng centralized
in the two large urban areas of the pronnce was size of
populatlon; This factor allowed clubs. in these areas to
develop resources that made them SUCCessful Since )

: prQV1nc1al execut1ves usually came from successful clubs and
51nce these were ma1nly found 1n the larger urban areas,’
power became concentrated in these areas

L The f1nal sub problem w1th wh1ch the study was

'concerned was to examxne the organlzatlonal env1ronment of

the CASA(AS) A complete study of the envwronment was beyond

. the scope of th1s research Consequently only specwflc

\ :

LN

t';
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examples were given in order to illustrate the utility of
this type of approach‘for studying Qoluntary sport
organizations. The approach taken to studying the
organizational environment was that used'by_Hall(1977) when ,'

he identified two areas of the environment, "general

conditions" and "specific environmental infleences”. This

‘research provided examples of how general environmental

: influéhces have affected the development of the CASA(AS). In

terms of the specific environmental'influences the

| organ1zat1on set of the CASA AS) was 1dent1f1ed Examples of

.Key relat1onsh1ps between the CASA(AS) and members of the
set welpe analyzed u51ng ATdr1ch’s (1979) four. concepts |
formal1zat1on, 1ntens1ty, rec1proc1ty, ‘and standard1zatlon.

In summary the study has under taken an organ1zatlonal

" case analysis of a voluntary sport organization. Seven

suprroblem areas have been addressed. Data have been

‘presented to»answer the questions posed in these areas. It. -

1s “hope that future research will bu1ld on these data as
only in th1s way we will develop a better understandlng of
the voluntary organ1zat1ons that are the backbone of |

‘Canada’ s sport de11very system S

C. Conclusions » o
As noted in the first chapter of this d1ssertatlon

there has been a paucity of. researoh whlch has dealt w1th

Hyoluntary.sport organ1zatlons . The work that had been

completed.injthis area was, for the most part. descr1ptive-»

o .

\
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and hsd,little or no theoretical base. Consequently, it was
hard to draw any "genera]izab]e" conclusions from‘it.

VWhat this study has done is to address several of the
~major problems confronting voluntary orgsnizattons.:Through
a case analysis, data.has been presehted to explain theseQF
‘problems. AlthoUgh the case analysis method only examines
one sample group at one point tn time, the theoretical base
on which this study is founded allows some conclusions to-oe
drawn which ooulo~be applied to other voluntary spoht
organiiatiohs: ) |

" The fifst-suh~problem~withfwhich this study was-
concerned was to investigate if and why the voluntary sport -
_organization. selected for the case analysis was becom1ng
vbureaucratlzed Bu11d1ng on the work of Max Weber it was
suggested that.Yoluntary.organ1zattons were founded by what
qé has termed charismatic leaders. It was therefore
suggestedtthat the process of bureaucrat1zat1on was
occurrlng through the rout1n1zat1on of char1sma The results
of the data analys1s indicated that we may conclude the
CASA(AS) was, in fact, founded by charismatic leaders, in
this case a fam1ly called the Dav1dsons We may'also suggest
that th1s may poss1bly be the way that most voluntary sport
| organ1zat1ons are formed. Those people who have an 1nterest
‘ in, promotlng a part1cular sport and'who also possess some
.‘semblance of th1s qualtty termed char1sma are able ‘to draw.

‘to them a sufflc1ent number . of d1sc1ples“ to form the b351s

of an organ1zatxon.

.



~ We may also conclude that once this rudimentary
orgenizatien is formed by the charismatic leaders, the
pracess bf routinization starts to take place. This process
was seen to occur somewhat sooner in a voluntary sport
organization than previous researchers had suggested it
occurred in bther types of'organizattons. Several reasons
were suggested for this situation, the main cohCIUSien being
that the phenbmenon came abodt as a reshlt of the
monopo]istic position the CASA(AS) held in the province in
'regard to control of its sport. If'other voluntar} sport
organ1zat1ons were able to obta1n a similar position it
-would seem feas1ble to conclude that they would follow a
similar pattern of development in their early stages. |
The second sub-problem with which this research was
concerned was to determine what manifestations of
‘ bureaucracy were preseht in the voluntary sbort
organization. Several different sets of bureaucratic
- manifeetations-havevbeen‘presented by VariOps researchers.

The dhe used in this study was that presented by Martin

Albrow in his book Bureauéragy. The conclusion that can be

drawn{fromﬂthe research detafts\that the voluntary sport

organ1zat1on does show some ev1dence of several of the

man1festat1ons of bureaucracy outl1ned by A]brow These are:
U a hjerarchy of offices; the specrf1cat1on of the functjons
gof thehOfficeS"an emphasts dn professionaTﬁqua]ificatidns;
. a career structure a d1sc1pl1nary system 1 e,,Aa set of

-"rules and regulattons appoxntment on the bas1s of a

—
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contract; a money saléfy; anq the official’s posf being
his/her sole occﬁpation. It should be noted however tﬁat in
the case of the last three manifestations these only became
reIevant in their literal sense when the organization
reached a stage in its development when it had to hire.-
professional staff. In addition to the above, a further
conclusion that can be dfawn frém this section and the first
section is that there is a pattern of bureaucratization for ‘
the voluntary sport organization. The work of Downs and
several other researchers was used to outline'fhis pattérn.
It was shown that in the initial stéges of development the
only bureaucratic manifestations exhibifed by the voluntéry
sport organization were a division of labour and a control
system whiéh'took‘the form of a set oi rules and '
reguiatjons. In the initial stages of the organization’s
deve lopment bofh of these manifestations were found'gnly‘in
a rudimentary form. As thé organization gréw so too did the
complexity of these manifestations. With the cdhtiqued
growth of the organization two othér manﬁfestations started
- to emerge. These were an empﬁasis on professional
qua]ifications ahd conéequénfiy*a career structure beéan»to‘
develop within thevofganizaiibn. | |
As the organiiation gfew largér and more pebple-becahe
inyolsedvnew sub-bureaus were formed and é hierarchy of
authobin deve loped. When professional staff were hired ihté
the organization thié brought‘with‘it further eyideﬁce of'

bureaucratization as some of thesé people had.a:contract. a

- Q
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money salary and their work with thg CASA(AS) was their
ma jor occupation.

Given the evidence from thfis study and the theoretical
constructs of Downs'and thes; other researchers it is
feasible to syggest that similar patterns may occur in othe(~
voluntary sport organizations.

The final sub-groblem that dealt with thé
bureaucratization of the voluntary sport organization was
specifically concerned with the coﬁseduenCes‘of
bureaucratizatioh. With respect to this sub-prpblem we may
conclude.that:depending on which theoretical per;pective is
adopteq; bureaucri}ization\can be seen as either a positi?e

or a negative occurrence. 1f we adopt the Weberian

tive of bureaucraiy we conclude that because it has

bd the efficiency of the CASA(AS) and made the
;:tion more‘egalitarian 5y providing a greater range
}{%ce,it'is'a positﬁve situation. However;'ifiwe adopt
jibmpeting Marxist perspective our coquusion onid<be |
;:bureaucracy is a negative phengmenon because it éenVes
errpetuate thé_eiisting class structube of society and,
' .1 ﬁsuch, it,restricté'the organizatiohal_inyo]yementfof. -
; 3tain’groups.vBoth of these berspectiveé}were supported to
fj'dggpée by‘the data presented in~the 'tUdy[ - : . e
“‘Tﬁejfdurthsub-prbblengarea'of the Study was concerhed ..
with the 9xﬁst§nce‘of‘plass.and,gender,ine Ualify'in the
voluntaby‘sport Organjzation.‘ln terms of'clhss ihéﬁua1jty
| ft was,fqund tha{;the vast’majdhity of exéputhe memberélf
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éaﬁe from the upper socioeconomic‘levels.
) Five conclusions were presented as to why this
phenomenon occurred. First, the executive members came from
socially advantaged backgroﬁndé. This was'seen to give them
a "headstart” in the quest for an executive positioﬁ. It
also imbued them.with an understanding of the social
desirability of voluntary"organiiation participationg
The second conclusion drawn as to why class ine a}ity'
existed'in the voluntary sport organization related to the
prgctice of social closure, i:é., th?t process by which fhe
organization restricted involvement in its executive to
certain types of people. Several‘ekamples of social closure
wére found. These included the conscious recruitment of |
'"management‘calibre" people onto the executive-'and the
| emphasis placed on "credentialism” for executive members.
The third conclusion drawn in regard to class |
inequality was the fact that thé existfng authbrity
structﬁre of capitalist society spilled over into theA
-'admihistration of the yoluntéry sbort ohganizﬁtién. Because
»‘planhing and policy exeCUtiQn have been increasingiy>
1mportant in amateur sport organizations we see, in
execut1ve pos1t1gns in these groups, an overrepresentatlon |
of people who ga1n s1m1lar skllls from the1r role in the
% Lworkplace,, |
In‘a Qimilar vetn to the'aboye}.the;fourfh_cbﬁclusibn
v'; drawn from this sectidn of the Sfudy;helaféd tQAtHe_faCt‘_’

that the manufabturihg division of-iabéubspreVElant'undér'k

/\1"
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sport organizations: That ts to say. the planning and
policy-making aSpects.of'the organiZation_are usua}ly
assumed by a shafl, allegedly more‘skiltfutl grouh’whi1e°the
manua type of work is done by a ]aréer, less skil]e? group.
The final conclusion drawn as to the reasone for c]ass
inequaliTy in the CASA(AS) is the fact that its bureaucratic

structure was shown to maﬁnta1n and reinforce class

‘1nequal1t1es. It may be suggested that since other studies

have shown”the existence of class inequality in voluntary
sport organizations that these findings ptay hold true for
organizations other than the CASA(AS). | B

In terms of gender inequality, several factors were
outlined that indicated the existence_of this phenomenon. It
/yas concluded that the constraints wohen face in securing

top level positions in'corporate,orgahizatidns spill over

into their volunteer work and similarly restrict their

" involvement . Evidence of this phenomenon was found in the

fact that women, because of their lack of cotporate

experience, were often assigned the lower level jobs in the

voluntary organization Their lack of corborate experfenbe

also meant that women were unable to create networks w1th1n
”the yotuntary sport organ1zat1on and w1th other related
organ1zat1ons' F1na1]y, 1t meant that women did. not have
acgess to the resource§ of the work place and these were

shown to be useful in successfulty undertakxng higher ]evel

volunteer tasks. As was the case with class 1nequa11ty,

A
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studies have often shown the existence of gender inequality
in various types of voluntary sport organizations. Rarely,
‘however. have these studies sought to-eXplain their findings
1q theoretically informed terms. It appears feasible to
eonclude that the results found here could also be used to
explain similar inequalities in other voluntary sport
organizations.

The fifth sub-problem with which this study was
concerned was to investigate how those individuals or
sub-units which were seen as holding power in the CASA({AS)
acquired such status; Threeﬁ{ndividuals and one sub-unit,
the coaches, were identified as being powerful. It was
concluded, from the analysfs of the data, that the main
source of power was access to resources: The resources were:
1nformat1on about their sport; business ability; and
political contacts. Through access to these resources both
individuals and sub-units were able to fulfill the three
criteria for power outlined by Hickson et al.{1971) in their
Strategic Contingencies Theory, i.e., the Jndividuals and
the sub-unit he]ped control uncerta1nty, tdﬁy were not
eas1ly replaceable, and their act1v1t1es were central to the
functioning of the organ1zat1on

The 51xth sub-problem of the study investigated why
power in the voluntary sport organization was centralized in
certain geographic areas. It was conc luded that the reasons
for a centralized power structure‘{n the veluntary sport

organization are threefold. First, becaule there is a high
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r}sk involved w{th delegating power to lower level members,
executives tend to favour keeping control of power
themselves. Second, as a result of the organization not
having a deep hierarc%y of authority the executive memberg
can stay in touch with the "grass roots” level and, |
consequently, there is litf]e reason to decentralize.
Finally, because the executive of the voluntary sport
organization~had hired pafd staff it could delegate
responsibilities to them yet still retain control of power .

In regard to the reasons why power was centralized in
the larger urban ageas it was conéluded that the main
contributing factor was the size of the population base in
these areas. This pophlation base allowed the clubs in the
area to deyelop the resources to make themselves successful.
"As a result of this success, provincial executive members
tended td’come from these clubs and therefore power became‘
centralized in these areas.

The finala§ﬁb-problem with which this study dealt was a
brief examination of the organizational environment. It was
shown that a number of general environmental'influences'havg
affeéted the development of the CASA(AS). It was also shown
that the organizational set of the CASA(AS) could be

-

analyzed using Aldrich’s four dimensions of
\a

LY

interorganizational relations and this approach was useful
in explaining some of the actions of the voluntary sport
organization. The main conclusion to be drawn from this

3

section was that the study of the environment of the
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voluntary sport organization is useful in terms of
explaining its development.

In summary, several conclusions can be drawn from this
study. Although it has only focused on one particular
voluntary sport organization the theoretical base on which
the resQlts of the study are founded allows us to éuggest
that in a number of instances the findings presenté& here

could be applied to other similar organizations.

D. Recommendations’

In light of the data that have been presented the
following recommendations are made for further study.
1. The procéss of the bureaucratization should be

investigated with other voluntary sport organizations to
determine if a paftern of bureaucratization can be
established for these types of agencies. .

2. The consequences of bureaucratizat;on should be more
fully investigated using different theoretical
perspectives. |

3. More studies should be undertaken to examine the causes
of the inequalities of-class and gender that exist .in

voluntary sport organizations.

-4, The study of power in voluntary sport orgaﬁizations
should be examined in more detail, “ n

5. Detailed studies should be made of the environment of
the voluntary sport organization. |

6. Research studies shoqld be undertaken that examine
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aspects of voluntary sport organizations, other than
those considered in this study. ,
Appropriate studies undertaken on non-vdluntary‘type

organizations should be replicated where applicable on

voluntéry sport organizations.
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