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. To speak of a cenam go?emmem establishment institution-as the system
is 10 speak correctly They are sustained’ by st:uctural relationships even when -

they have lost all: other meamng ‘and purpose. People arrive al a factory and perform .
a totally meaningless task from eight to fn(e without queston because the structuge

demands it and no one is" willing \to take: on the formldable task of changmg the
structure just because it is meamngless '

. But 10 tear down a factory or to revoll agamst a governmem bccausc it
is a system is to attaqk effects’ rather than causes and asv long as the auack i$ upon’

effects'only, no change is possible. . - . ,
The true system, the real system -is our present construcuon of systemic

.thought itself, rationality itself, if a factory is. torn down and the rationality which

produced it is left standmg then that rationality will simply produce another factory.

If a revolution destroys'a systemno government but the systemic patterns. of thought -

themselves.in the succeeding govemmcnt -There's so much talk about the system. And
solittle understanding. S . Wt

| ROBERTM.PIRSIG. = = ,

N
. ' . . . oy

* that produoed that''governmént are left. intact, then ‘those patterns will. repeat

e
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< The purpose of thts study Was to mvestrgate the expenence of membershtp wrthm an

amateur sport orgamzatron In thts lnvestrgaggn three sub problem areas were addressed

These sub- problem areas were as follows Co R

‘,/ o .3‘

To mvesttgate the ef l‘ects of the destgn and executron of tasks wrthm a sport orgamzatron

’,\ n ’

‘ on the tndtvldual s experience ol’ bemg mvolved wrth sport v T

v
l LY

2. 'To mvesttgate the ef fects of systems of hlerarchy and control wrthln a sport orgamzatron

on the rndrvrdual s expenence of bemg mvolved wnth sport . r \
3. _‘ To mvesugate the exposure 10 yalues and rdeas that takes place wrthm a sport .

 organization.’ Vo o ‘ ~V
The data used in thts study wereq;:oduced through mtervrews thh 15 members of an.

1 N

amateur sport orgamzatton Addrtional mformauon was gathered by examtmng orgamzatronal

documents and by observmg members of the orgamzatron durmg thetr mvolvemem m its

4’ .
A Voo

4 actxvrttes A conceptual f ramework based on the bterature was used to analyze the: content of

t f
3 ' . ) - " s ' ot
\ ' ' ! X Lo !

thedata ‘ O S S .

The f mdtngs of thts study rndrcated that wlthrn thrs organrzatron an assumptron that

" the membershtp of the orgamzatton was comrmtted to the pursurt of hxgh cahbre S

performance. mfluenoed the destgn and execuuon of tasks A great emphasrs was plawd on

tasks that were dtrectly rélated to the tran-ung and competmve actrvmes of the athlete )

‘ 0

members Tht;l desrgn and exeeutton of the tasks of tralhmg and compettng were also f olmd to

’ Ry . ;.

exhrbrt a degree of speerahiatron routmxzauon and cl05e supervrsion charactenstxc of‘ work

i [ ,,‘ . o 14 . :
. W . \ K} ~ ) “

organlmtrons‘

A il

eentralwed thh regard to vmterpersonal relatronshrps. ooaches exerted a large degree of

orgamzation rtsell‘ one mdtvldual in partieular Was able to exert a large span of control over

the mlee and resourm wnhin ‘the ofgamutltm. _Tlps mdrvidual s,control was trawd to hrs
abrhty to aoeess resources that were essential to the operatlon of the orgamz.anon' T

"

There was no formal Or extensrve merarchyr wrthtn the orga.mzatron and control Was .' ‘

,, B

B control over 'tfhe design and executron of the athletes tratmng programs At the level of the '

i

3



! Values and ndeas concemmg the program f ocus of the orgamzation and assoctatcd
_norms, had an unpact on the orgamzauon s slr{xcturmg OVet ume To be specxf ic. the p
orgamzauon was transformmg f rom one in whnch ns tradmonal dcvclopmemal values wcre i
1 vy ' ,‘ .
bemg pushed asnde by values whlch f0cused on hxgh' perfotmance spon The membcrshxp oP ,
the orgamzauon had not bcen able to resolve lhe problems assocnagcd wuh Ahese qgn‘pctmg b
i values — o A Lo ‘ L N Co vt . ,
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. Chapter I
. . Mre
Setting the.Stage: Isolating the Issues and Developing a Mode of Inquiry for a Sociological

Study of Voluntary Sport Organizations R

o

A. Introduction

If panici‘pallon in qurtli's to be as selfaliberating as many physical educators, myself
* . included, believe it can be, participants must be able not only to dctermine their own
level of involvement, but also to share in the process by which the very meaning of
sport is elaborated (Kidd, 1981:239). . .

.The practice of sporliﬁg’ activilics.lch'hes individuals jn maﬁ)' ways throughout their
daily lives. For many individuals sporting experiences begin during éhgldhood. Gafnes are
-passed down by genc;a(ions of children playihg in suburban and city streets, open t,' ields and .
parks. As they progress through school, children are eprs&i to more formal and rigid ways
of playing, in the form of sport, in their ph]sical educalidn g:lasses and th}ough iriter- and
i’ntra—scholasticlathlel‘ic programs. Simultaqgou;ly, both adults a‘ﬁd children alike are
bombarded by images of sport transmitted i)y the media. They are encouraged to join with
j lhousa;xds of others in the viewing of sport spectacles; "eilher indirectly through television ‘or
directly by occupying a seat amongst thousands‘of spectators in the stadiums whe‘re these
.events tak“e place. Sport's significance to s/Qcial, life does not rest in the mere fact that it has
become a predominant focus of both ~publi and pcrs‘o;nal energy and attention but, ratt;er in
the fact that sport is a meaningful feature of cultural activity and as such is invoived in the

production and reproduction of society. , , ]

4
¢

"1 As ‘a matter. of clarification it is perhaps hecessary o make some remarks
concerning the definition of sport. As Gruneau (1983: 159) observes in a footnote
with regard to this matter,” there is considerable debate surrounding the definition of
sport and the degree of overlap between play, games, and sport. Like Gruneau I
believe that, arguing over this matter misses an important point. "Play, game§ and
sport are not abstract 'things' to be concretely defingd; rather they are complex
processes and relationships that can never be adequately encapsulated into rigid -
definitional schemes or formulas". Thus, throughout my discussion sport, in keeping
with the context being examined here, should be intqrpreted in its broadest sense.
As such play and games, although they are not synonomous with sport can be seen
as elemcn‘ts of sport. ‘ - - '

G

|



Svp‘on historians have clearly illustrated that modern sport in the western world
developed f rom casual spontaneous and loosely organized contests” which were gradually
lransformed into formal games with widely accepted wrrrle‘rlhrules regularly scheduled games
and regula&ory orgamzauons (Kidd 1979: 26). In on effort to probe the causes underlying
. the development of sport and the .lsignif icance of this development to the whole of socicty a

grou;: of sociologis(s (Beamish_ Gruneau, Helmes,"and Kidd to name a few) have argued
quite correctly that spofts have not "emesged " naturally out of social mtcracuons but arcin
fact "activities thal people produce in different forms out of the stuff ol" everyday
expcrrence (Gruneau 1983: 55). Thrs "stuf” out of which sporl and orher cultural activities |
are produced is shaped by lhe meanings, and ordering of the world lhat arises out of
productive activity. Consequemly, sports and other cultural activitics such as dance, sculbtiné.
tc., embody within lhem'meav‘nlngs and reflections of t'h?o'rderlng. of the world that arise out
#_of the social labour process’. R ” v |
In Canadian Sociel.y‘ sporting acrivi.ries have evolved throu'gh the collecriveef fort of ~
the numerous individuals who make up our nalional‘_ provihcial.land nlunicipal sport
orgamzauons In many ways these orgamzauons play an acuye role in overseeing the
developmem of spoﬂ° However since the meaning of sport anses out of conditions drreclly
encoumered,‘ giveno and transmitted through the pasr production and/or reproducuon of ‘
society, the individuals who comprise sport organizations do r)ol make or determine Sportirrg
| praEtices in a way that is completel); at their discreliorr. Sport scholars who support a
matenahst view of socrety (cf. Beamrsh (1981 (a) & (b), 1983) Gruneau (1983), and Kidd
‘ (1979)) have shown that f actors ‘'such as the relauonshrp between classes, economrc
N development and polmcal rdeology have all shaped the developmenl of sport and sport -
orgamzauons in Capada. Gruneau ‘1983) has exammed these factors in terms of whether or
»

not: they enable or constram human agents, 10 "structure” sports in certain ways and to

contour the 1ange of meanings agsocrated with sport His work clanf ies how the "limits"

! What I am sketchmg out here very bneﬂy can be. referred to as a matenahst

pOSmon “The ideas which 1 am trying to put forward are contained in discussions
in the work of Kidd (1979) Beamrsh (1981(a) & (b) 1982 1985) and Gruneau

(1983)

Lo

. ‘ : ' " »



(what is not possible) and "possibilities” (what is possible) confronting people involved with

sport are linked to broader social issues; such as class differences, gender; race cthnicity and

v

’uncqual access {0 social resources, Gruneau concluded

. f\ : :
that the dominant moment in Canadian sport is composed primarily of a rather '
- limited set 'of class practices and beliefs, . . , it appears to have been various

fragments of the Canadian bourgoisie that have cither created or controlled the
structurmg of sport and have contoured its "ofT; icial' meanjngs (19832 144).

This concluslon suggests that the great majortty of Canadians have not been able to share in
the 'proa:ss through which the very meaning of spart is elaborated and yet at the same time

these pcoplc retain thetr attraction to sport by virtue of a belief in sporl 's capact'\y to deliver

!
a metamorphoric sense of freedom and mastery over themselves and over nature.

Thus, if one accepts Gruneau's argument, sport appears to be in‘a paradoxical
_position in Canadian life *. People seck out a sense of personal f reedom and mastery through
sport while allowing themselves to be bound t)y stfﬂctures which they had no active part in
develop\ing; structures whi‘cn may infact embody meanings that directly contradict the airhs
they wish to realize through sport.«This seeming contradiction raises an important question
] ) .
fonceming the future deyelopment of sport. Since most people who enjoy sport Iook toitasa

- means through whtch to experience a sense of f reedom and personal mastery over one 's self

.

'and over nature we must - -ask ourselves if trends in the deveIOpment of sport and the
organizations that deliver rt are mcreasmg or decreasmg the possrbrlrtres for‘people to tealize
the f undamgrtal freedom they associate with sport o

Gruneau touches on this questron in a. broad sense He asks:if people must always
_voluntanly undertake or rmplement the structural condrtrons whrch reproduce caprtaltst and
patnarchtal relations which constrain human possrbrlrues in very srgmf m-nt ways. Respondmg -
to this in terms of the relatronshrp between sport and~somal structure Gruneau (1983 152) .
| suggests that sport always possesses the thréat of breaking.away from social reproduction and
- being transformed because "human destres for f un and fan{asy are a shaky foundatton for

}

hegemony Thrs conclusron ls very reassurmg to those of us who value sport as a.

For a more' complete drscuss:on of the notion of sport as a paradox see Gruneau ’
(1983) Chapter 2 "Problems of Agency and Freedom in Play Games and Sport



self -liberaiing activity. However, as Gruneali himseif notes, oppositional ways of playing and
striicluring sports have not had m’uch lransf nrmalive'consetiuence. They have lost in ihéir
s:ruggles to become entrenched in the dominani moment of sport. This failure, writes
Gruneau is due to the fact lhal reforms in sport have not been tied to i)roadcr visions and

theories about the oplimal exprcssnon of equiiy and freedom in socnciy al large, Sociologisis N

\

could contribute to this struggle by helping to clarify the reiauonships between sports, human
freedom, and c_onsirair'il. . TS | ‘\ )

+ " In as much as I share ihe view of sport put forward by materialist scnolars in the field
of the sociology of sport I maintain that thote is a need 10 clarify, at the Jével ‘or‘sporr
organizdtions themselves, the relationships between sports, human frecdom, and constraint,

There is a need to understand the processes that shanc the structure of sport and sport

organizations and in turn a need to illustrate the way in which these structures ha\(c effected
‘certain limits and possibilities for people who pariicipate in sport,

In this introductory chapier 1 Will proceed to illustraie the imersection between the

-~

meanings assoc1ated with sport, socnal structure, some of the systems characlensuc of spori ,

\

organizations in North A rica, and the limits and possibiliues faced by sport partiCipams.
‘That discussion will be f ollowcd by a bnef overview and critique of inquiries into voluntary
spon organizati'ons. 1 will ihen suggest that there is a need f of a specific type of approach
when 'undenaking an investigation of the type 1 am proposing and the elements of this

approach will be put f orward Thcse elemems will be used to form the: baSlS of the cemral

‘problem wuh which lhlS study is concemed

¢

B Social Organimtion and Sport Experignces
Socmlogical ques{ions are motivated by an interest in looking beyond thc commonly
accepted, or officially defined, descriptions and explanations of hyman action. .

. Socjology also includes the basic recognition that personal troublés indmduals
experience in specific milieux, are o {en caused by social structiiral changes '
(Gruneau, l976(a)”'IU emphaSis in original) ' ,

It was C anht Mills (1980) who originally wrote thal thc ability io distinguish

between the persomzl troubles of miheux and the public issues of social structurc is an

\
- N 3



Al

cssenttal tool of the socrological imagination. Mnlls stressed the relevance and 1mportance.ol‘
personal biography to understandmg the. relevanoe of ‘social mqurry The nature and focus of
thls particular mqutry supports Mtlls insight in as much as my personal mterest in sport
organizations has emerged out of the personal troubles expenenoed by myself and other sport
participants who are members of the wide varlety of agenctes that preslde.over amateur sport

. i . . N
) * , ' il i
. : . B .

in Canada

Havmg been mvolved with sport for almos1 twenty years 1 have observed a number of o
changes in the meanings and definitions assoctated wrth sport and t?xe orgamzauonal bodres ‘
whxch msmuuonahz.e sporting practrces Usmg Mills' mstght as a. pomt of departure I shall ‘
argue that understandmg sports and sport orgamzatlons in terms of therr put;hc and pnvate
meamngs is essenual to comprehendmg the processes that shape the desrgn of sport and sporl

organizations. (oo oo

‘Linking the personal to the publtc |mpl|es a bastc recognmon -of the dtalecttc and |
| recurstve relationship between the subjectrve expenence of mdmdual human agents and the
objects (in this context the socral relatronshtps that encompass ‘sport) of human praxts One
method of grasping the mterconnectedness of these elements mvolves constdermg the hrstory
and changmg nature of a- person 's ordenng of the meamngs assnctated wrth sport in
conjuncuon wrth the objecuve socral relations that mfluenoe that meanmg and the persona}
| 'troubles that are- felt or expressed as a r&sult af the embodrment of’ a partrcular meanmg in a
- specific social system or mstuut:on The autobtgraplucal aecounts of two well known sports
‘f rgures ean be used to’ throw some hght upon this tnterconnectedness‘ | '

Dryden S (1984) descnpuon of his early expenences thh hockey expresses the
meamng whlch was charactensuc of an aspect of Canadran cultural lrfe whrch for a penod of
hrstory was shared by. every young boy growmg up m Canada A dlstanee of ten years and
"perhaps sxx to ten mrles se,parated my own childhood expenenees from those of Dryden 5.

) Desplte thrs drstmcnon his descriptnons of the atmosphere surroundmg his personal

* The examples .used here are taken from male experrences and may for thrs and

. other reasong be. biased. 'l‘lus does not however, reduce their’ explanatory -value as .

'examples although it does. lrmit the sorts of gereralizanons that can be made about
shared meanmgs of sport.‘ . ¥ .

3
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o f success at sport provrded a mear;s by Whrch I could be socrally "acoepted by rny/peer group

a7

Descnbmg the expenences of playing hockey in Canada as a youngster Dryden wrote

o ' . : .
™~ ’ .o ' N

v"l

expenences in sport ellCltS very vmd memones of my own, and perhaps eaptures the feelmgs TR

charaetenstrc of the majonty of boys who grew up wnh sport ‘The slang terms used, o -
\ . &9, . B \

' descnbe vanous behavaors the equxpment and even the games ‘which were mvented to - A
£ L' , .
hetghten the challenge and excrtement of sport rel'lect those of my own expenences N

We played ball hockey mostly with'a tennis ball its bounce deadened by |
~ the cold. A few 'times, we got out the garden hose and flodded the backyard to use
skatés and. pucks but the big end was slightly lower than the little end, and the water '
pooled and froze unevenly. Mare |mportantly we found the more literal we tried to
make ouf gamés, the less hfehke they became. We could move across the asphalt ‘ ‘
. quickly and with great agility in rubber "billy’ boots; we could shoot a tennis ball R
.‘high and: hard. But with skates on,. with a puck we were )ust klds So v we played

... only ball hotkey (1984: 55). " L R

‘‘‘‘‘

From hlS account of his boyhood expenences it seems that Dryden $ attracpon and

»*‘; fascination wrth hockey and other sports dld not go beyond a desrre to expenence /and fi eel a.

K

l certam sense of self - mastery and power; howeVer for mysell‘ and others lxvmg ln a somewhat

! - 5

> dif ferent socral ttme -frame, a tithe-frame- where great attentton was placed en rt in

general the attracuon went beyond this * From my own persbnal pomt ol‘ vrﬁw as a youth
\ {

For other mdmduals growmg up- then 1L may have meant other thtngs The -pomt l am maklng
here is that the mmal attracuon to spol-t may m fact be the sense of f rwd’o"f and power that* e

eome ‘into play

!

: n )rovtdes in an mdmdual or private sense However ‘as soetal relattonsht

¢ . —

augmented A comment f Tom f ormer professronal basketbal%ayer Bt’ll /, ussell s ‘,

basketball to prol‘ essronal basketball Russell wrote. !" 2

{
[r
e Vo fl0
T f
i
i

T remember that the ganw lost some of 1ts ‘maglal qualttl once 'I?t'hou'ght‘

\’N s

TTam suggestmg that hnstoneally the meamngs assoetated' thh sport ahd the .
ob;ecuvec of mdmduals involved: *thh sport have changed: +result of a .number ‘of "
-_factors® mcludmg ‘the increased - exposute . to sport via teleyl n, whrch has taken
plaea over -the: past {three decades; : the¢ - increase in the number. oj opportunities o
. associgted with. sport,” in terms of the  expansion of professiofal’ leagiies which : has .
‘résulted.. in _incréased employinent opportuniues in sport; xand thf Canadian- state's L
K active intervention®-into sport and propagauon ol' the r?m— sport ls an’ 1mportant
eans of cultural expressron. ST Ty

S
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o sentmsly about playtng (or a hving This first happened in 1955 in my juntor year,
" . aftet USF won the NCAA national championship. As'a result I played with the idea
of turning professional, and things began to-change, Whenever 1 walked on, the court -
" I-began to calculate how this parttgtlar game might affect my future. Thoughts of
v Amoney and prestige. crept into my head..Over the years the professional game would -
So o turn mto a business. When you play ‘for money you're concerned with using the old

5

-gkills' 'you.can count on, instead f the:new. ones that might light ort your shoulder ' , L

_ that night. You concentrate on the hard, proven ‘coinage that you'vé minted in the ;
L. pastand begin to ease the sense of discovery and, fum that first attracted you to the ,
o game (1979: 87) o /, R P T e

— : Both Dryden and Ru7éll through thetr descnpttons of growmg up wnth sport L ‘

emphasize that thetr imttal a tracuon to sport was eltctted by sport s magtcal" Quahty

the amateur level he growmg populanty of Sport wrth the state and the mcreasmg amoupt of

B . o ‘\
o ‘resources that ha/e been put, mto it have had snmtlar consequences At the level of broad

he)

socral reIattonsh" peqple have beconte more aWare of a numt)er of socxal possrbthttes that

Wt

level mclude e posstbthty of extensrve travel 'commercnal endorsements,\aocess to htgher "",

',: 0 v

P . B . ' K . . \

edueattc'm' i ; vuenti_a’/_l cdtita't':t's mbusmess and polittcspresttge tmd stattis.' ,‘ . ‘ .

v

have beEn"ihe smgly assoctated wtih sport The chanee ot‘ becommg a professronal athlete s .'



‘wrote e : o B LR

By the trme a student reaches hrgh school sport is no 1onger regarded in terms of the
joy of playing for itself ; it becomes.a means to' gain admirtance 10’ college or in many c
cases a steppmgstone towards professmnal leagues. Working clas.r students, . -

particularly Blacks, regard. sport as a chance fo. transcend their class-and . |’
' race-determined occupational éxpectations. For them sports becomes. | " serious business"
that may spell the di jfe(ence between having to work ing, /actory orano ffice a ﬁer
‘ \ graduatton Jrom.high school or a professron It does'not 'matter that only a, mmonty
Co * of the youths who try.out for school teams achieve.théir ‘aspirations; what counts is
A  the motivation that. bnngs them to competmon in\ the frrst place (1974 68,69
N C emphasrs added) R ,

r “"

il

Thus even for those tndrvrduals who may not asprre to become prot‘essxonal athletes there aré

) o \ .

. other soeral asptrattons thar strmulate one's, attrac«tion to sport In terms of thc f eehnés and “ J
i b ' 4 ’ \ '
perceptrons of Sport 1 held as'a hrgh school student Aronowrtz s statement is indrcative of my
A . . R h( o N o . ) ;
-—vrewpomt at the very trme it Was wmten \

‘ Smce the time Aronowrtz made hrs observatrons sport and socrety have contmued to :" - !
transf orm For the many people who regarded sport as therr Chance to transcend therr socral

PP class there has been grave drsappomtment Many obscured lrmrtatmns have revealed how

e ] \,

extremely ﬂeetmg the actual reahzatron of tﬁ’e possrbrhtres assocrated wrth sport can be‘ The
. mcreased popularity of sport has opened up a number of possrbrhtres and opportumtres for, r'f;:_r-‘.

. '. thqse partrcipatmg m sport at a hrgh level erther as professronals through the benent of a, v

- { VY o Ly '\ IEEN
hrgher than average mcome or as amateurs through state grants m ard athletrc scholarships
o 1, ‘,.‘ \ [ \ 'y ;

L .‘j opportumtes to endorse consumer goods m anhaﬂgethT some materral gain etc However as

IR

C N f- " has been pornted out by Bearmsh (1983) Gruneau (1976 (b)) and Hollands and Gruneau g -

.‘ . ‘-,4'.

L "'.'5 (1979) *t‘eatures such as socroecononuc class status. and rgender ean severely hmder dne 5

o : have argued that the socra%\ strata that have made up the pr&'/rneral and natron&executrves of

\tn 'n

ltl’., ‘.t‘

amateur sport have had the,po 'er 'ito Structure Sport m‘a' 'way of therrown chooswg and to L )

" 4.1,.
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R Hamg rllustrated the mterconneetedness between meantngs and the ob]ects created by -
R . 5 : ~ I

human actron l would ltke to explore -this mterconnectedness f urther in terms of. the recurswe L
2 e

d|al£ttc between agents and structures The relatronshrp betWeen this recurslve dralectrc and

human freedom in its broadest sénse raises an number of 1mportant 1ssues for l\rvestlgatron SR
@ '\‘ v \ [ e e '
o+ Todo this I.must turn the dtscussron of the meamngs assocrated wrth Sport to an rmportant

o feature ol‘ sport as'a cultural pnocess Thrs feature rs "that sport as a cultural_acttvrty has two o .

bR} [ 1 »!, N

', moments toit; The first is,the concrete labour of- the athlete per ¢ se and the second isthe ., 0

\ " srelation of that concrete acttvnty to the context in whtch it occurs” (Beamtsh 1982 172) Thts ‘ ‘ o

1§ not ta say that theSe moments are dtsunct f om .each other Treaung them as drstmct serves , " . ‘

e only to l'actlttate the clanf 1.catton of the recursr"(eldtalecttc between agents and structures and
B llstrclatlonshlp to human freedom A" "I IR RN R e
‘\ o : oo “l'he f;rst moment that of concrete ac*tmty. is prtvate lt encompasses that Sense of ; ::f“ | i )
: .' : self Lmastery and power that has been contmually assocrated wrth play and sport ln thrs sense. '.I'f !
3 :" ‘ sport can be. seen as bemg f ree in as. much as labour or acnvrty whtch allows human agents\a' - ;
eapacrty for change and self‘vchange id free (Gould 1981: 116) Thus were n possrble to L
regard sport -tn purely a pr;va‘tev sense one woulcl expect the meanmg of sport to be such that 4' ] ” :
K SPOH is percetved as an opportumty to expenence self mastery and power The tmages b ‘ o r
‘ generated by Dryden s and R‘IiSsell s aecounts of thetr sport expertences as youn'gsters capture

[

ﬂ!F nature of thts mom’ent l)ryden spealt's of the prrvate both wtth regards to playmg by

v

htmself and with othexs ﬂ lus expenences in solxtude Dryden wrote' ; ‘,‘_ j',.‘ y ', 'f' '

T But the backyard meant tirhe alone lt Was usually after dtnner when' the brg guys” ‘, e
‘o ‘.“ . ¢ had homework.to do ang 1 would turn-on the flood lights at €ither end ofthe house ~-;" " i 1.
-7 o and.on the porch -and play. It was'a private. gamé. [ would stand alone in the, middle Vg i
<. of'thie yard, 4 stick-in my. hands ‘a tennis ball in front of me, silent'still then: ..~ """ . iy
AR ~~suddenly dash aheadfuriously, dodging mvisxble obstacles for a shot.on riet: Tt wasv v T
S Maple Leaf Gardens filled to wildly cheering eapaeity. a tie game, seconds remmmng '

o s Iwas Frank ‘Mahovlich, or- -Gordie Howe, 1 was anyone 1 wanted to be and the xmee R T
in my head was that of Leafs broadcaster FosferHewrtt- Y there 's'ten; seeonds | r;." N

' blue line. Six— he vnnds ap, he shoots he sooresl ", .% I'screamed a ‘screaih insnde
"+ 'my-head, and’ ebllected my ball to do it all agam-—- lnany tunee for many min'ntes OO
.. wasthe hero of my own games“ (1984 56) D T e

-
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mterthed wrth socxal relatnons the. socaal‘actors in sports and games are bearers of other
oo soctal relauons and tdeas outsnde ol‘ Sport (Beamtsh 1982: 174). Thesg |deas and relauons are
1 o
hrought to bear on sports and create whatlwe can refer to as somally constructed meamngs of -

4
Nt

oooN

Sport These meamngs provxde the mltlattve whnch motivates human agents to create

o mstttuttonal soctal systems such as sport orgamzattons that make the reallzatton of these oo

Lot . L K UT) 3 ¥ .

Lo meamngs and the-£uture development of new meamngs possrble, However wnthtn the
muluphctty of somally cortstrug&d meamngs that exrst contradtctlons and p ,mdoxes emerge

<4

o Prwately people seek out a sense of f reedom self mastery spontenetty, and power through -

| sport Publlcly through the socxaT relauonshlps that are’ produced 0 make qurt posstble
S o “Sport is del' med or structured through numerous rules and regulauons and orgammtxons whtch

wt ! ‘

" are f or some people opposruonal to the, sense of f reedom self - mastery and spontenelty whlch

. Na Jr ' : )
RN B - t

co they pursued through Sport

i P Russell 'S comments about the diff erences between the Sport expenences he had as

s

,l» ,‘ youngster and those of chrldren growmg up wrth sport m todays soctety descrtbes thls second

S tmoment and its. lmpact on the f irst. Russell observed
S e ‘The trend in modern sports is toWards more orgamzatton and meamng v
.. ., especially for those people who don't play- themselves . | remember going out to
I 3 a little. league game in 1964, when my seven yéar old son was thinking about playmg
- I was horrified by what I'saw. . . . The Kids were pawns. . . . The players .
. themselves had little chance to be klds they were so organrzed ‘pressurized and
; ‘ reglmented by non' players that their. tmagtnaho _were stunted. They coulldn't =~ - .
e expenment and mnovate goof off and try new tngs, or develop a sense ol‘ Comoay
B themselves as craftsmen . \
L .. Part.of: my, aversion to orgamzauon comnes from’ my own chtldhood
S e expertenoe “When F grew up there’weren 't many basketball teams.or.coaches around *
Cot s almost everythmg about’ 'sport was unorgamzed ‘There was’a lot of play.in the strict.
-sense of. the word: We tried-on our own 10 find. what was fun and what worked: My
Lo S ownr basketball conf’ idence’ came to.me- long before I received- -any serious. coachmg
e : and rt paid of "later 'when I took the game. up as.a. professf' n. The accomplishments 1
: “am’ most proud of ‘are the/innovations I helped initroduce i the way the game-is - . ., .
¥ played Leih Idon't tlunk I would have come up with such innovations lf I'd grown B
up playtng the way the little league baseball ts today (1979 112-TI3) e

There IS a complemy that emerges f rom the mtersecuon of the publxc and the prlvate Thls
complexlty produees a multtpltctty of meamngs that can be assocxated wrth sport Aronowrtz s
comments refleet one set of soctal meanrngs charactenstm ol-' sport wrthln eapttahst socxal

relauons today. and eer‘tamly others extst Russell s.observauons represent an cxample of how

[ "! S v \ ST L. e . ,-/ e . L. . v
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- :socral meamngs may hmtt the reahzauon of prtvate ones The fact that there is a mulupherty

. of s?aal meamngs whrch emerge,,f Tom soctal mteractton and the course of human hrstory

\\

"raises questrons whrch concem how drf ferrng meamngs promote vanous sorts ol‘ structures

. and the amount of frwdom that is l'acrlttated by a gtven structure

\

An example of the tmpact of meamng on structure and structure on freedom can be

.o

3

club where a major conflict emerged Thts conffhct grew out of a drsagreement over. the ‘

" manner in whrch its resourees should be managed and dlstrtbuted Tlus confltct é/as f ueled by

o dtf f erenges m the meanmgs assocrated wrth sport held by club members A(ld th}[r fi eehngs 8 (

about the way ln whrch the club should have been orgamzed to rnstrll these meanmgs Two.

‘postuons were estabhshed On one srde stood those mdmduals who were dedtcated to N

o exeellenoe in htgh performance sport These mdrvrduals felt yery strongly that the club s,

,resources should be used solely f or. purposee immedtately relevant to producrng world

champtons On the other srde were mdtvrduals who whtle they agreed that excellence was’ a

o worthwhile goal recogmzed that not everyone in the club asptred to become or were even -

‘ capable of becomtng world champrons They beheved that smoe these mdmduals had

contrtbuted juSt as much to the club rn terrns of resouroes they were ermtled to an equal

‘,share It was thetr optmon that the club should provrde its rnembers wrth equal acoess to fts g

. resourees and provide and fund opportumttes for members to meet in an tnformal sbctal

e‘,.

C setung to ertchange stories about thetr expenences in sport eyen though tlus type of actmty

'was not relat

oenhancmg athleuc performanee Do i "‘
The lndrvrduals who pushed for an eq table drstnbutton of club resouroes were :

o whtch embodted the meamng of sport they wrshed to promote Those who struggled for an

B organrzatron that emphasraed a self lrberatrng form of track and fteld were overcome by those

o o 'who pushed for a track and f reld orgamzatton wrth an excluswe focus on the ehte Those

ER mdrvrduals who dxd not favor an ehte focus found it lmpOSSIble o engage m the types of =

o actmues they beheved were worthwhrle and should be assocrated wrth sport In order to. brmg

',/’

‘-overruled They reeponded by wrthdrawmg from the club and formmg a new orgamzauon f__ . L

: taken f rom a brref anecdote of my personal mvolvement with sport 1 was mvolved ina sports

v
p——
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aboht the type of orgamzatron they envtstoned they chose to accept thetr def eat and leave the’.

."cl,ub and form therr own orgamzatxon S S ":
r ' ) ‘ * (r'

The srgntftcance of those events to sport in general are admtttedly minor Yet they

f urther 1llustrate the mterSectton between human f reedom meanmg and the chorces 'i R

" individuals make wrth regard to the structurtng of socral mteractxon They tndtcate that there

I ! “

is a relattonshlp between how sports are orgamzed and the meamngs agents brmg to the

i

‘ sportmg mrlreu as well as the fact that ltmtts and pressures mottvate humargchotces .
!

’}Orgamzatlonal theortsts (cf thtngs and Greenwood 1985 Mrles and Snow 1978* Mrller and

Frtesen 1980 (a) & (b), and—Mmtzberg 1979 ) have illustrated that the charactertsttcs of the
\ .,

‘ structural arrangements of orgamzatrons of ten reflect the meamngs held by ,organtzatronal
’ members These Structural charactettsttcs also llmtt and/or promote the exrstence of certam

A types of acttvmes~ and behaviors engaged in by orgamzatronal members Social- theonsts such ,

. as thdens (1973 1979) Lukes (1977) and Srlverman (1974) maintain that change or the -

E development of soctal orgamzatrons is best understood as a- consequence of a dtalecttc and o

LI

* recursive relattonshrp between agency (m terms of values or meamngs agents attach toa

4, o

Ispectf ic practrce and reflect upon) and structure (m terms of the ltmrts and possrbtlmes that s

:'are avatlable to agents) Gruneau (1983) whtle elaborattng upon the soctal theortes developed
| by Lukes and thdens makes lt clear that rf one. wrshes to underStand the development of
sport and socrety one nwds to dtscover the processes that underly the strttcturlng of the

Cc sporttng mrlteu and the sorts of ltmrts that this structunng bnngs to bear on tndtvrduals

' ".mvolved w1th sport Furthermore tn as much as sport ts part of a larger soctal structure it lS
‘ "lalso tmportant to understand the ways in whrch sgort has developed as'a consequence of the
B ltmtts and possxbrhtres brought to bear on it by larger soctal structures Whtch encompass tt

| Gnmeau (1983 141) wntes that—All of us may seek out practrcal mastery. f un

:.I 4 excrtement or fantasy ln~ play and 1t rs tmportant to elucrdate the fortnal properttes of the

‘ ’13 pracuees that enable us to carry out thrs search m 8 free and Cfm“'e way Recogmzmg thts

L . S . ‘ .o
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fact has ‘lead Gruneau and others ltke rnyself 16 ask a number of questtons that nwd to be :

f extenstvely researched and debated by socrolegtsts workmg towards developtng a crtttcal theory

Lo . I
oo e S
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, of_sport ‘I’hese uestlons conoem to use the words of Gruneau
Co whcther the structures that ‘are supposedly created to accompllsh this search [f or
o practml mastery, etc,] do.not in some way alter our 'goal$-and carry with them a
' ) ; number of consequences for frwdom viewed in the broadest terms. In a sociéty of -
. unequally’ shared resources and of noteable conflicts of interest, is it not plausable
. that the opening up of options for ‘some people through a particular type of
: structurmg actually rmplies or symbolizes the limiting ‘of options for others? Can we -
say 1o use a more ¢oncrete’ example ‘that opportunmes to create rules, to define the,
déminant meanings of sports and to compete and succeed within different definitions '
ve been universally accessible? Can we assert that sports, structured- in different
; have never embodred or offered representatrons of "allocative and regulative
of socreues in a way that can be implicated in the dommatron of certain groups
", in these0r, in other socreties" (1983 141) o . -
’I‘hese points suggest tnat t ere 1s a need to: dtscover how within sport orgamzatrons

certam meamngs gam acc::ptanoe to the exclusnon oMem and the ways in }vhrch these o

meamngs once embodred m these socral structures make oertam types of practwes posstble and
‘ R
. others dlfftcult if nof unpossrble Focusmg on ,these areas mvolves lmkrng the—mteractron of '

\.t

" the meamngs values and beltefs held by human agents with soctal transformauon and the |

! transformation of sport organu.auons themselves Understandmg sport m‘thrs way would as o
Gruneau (1983) suggests provrde answers to questrons about the nature of f rwdom created o
by the structures of sport orgamzatlons and the soctal srgmf rcance of the "f reedoms that are’ r
.b " found The—aehrevement of such an understandmg of sport wrll most oertamly entarl a lengthy
penod of extensrve data collectxon and analysxs wlﬁ/ch must focus on a number of complex o ‘,
elements that mfluenoe the development of socral mstory The purpose of the myestxgauon B , o

Y ~ that has been undertalten here rs to contnbute to the contmumg development of an_ o
.‘ - _."'understandmg of sport and soc1ety Thxs may be aocomphshed by dlscovenng what meanmgs
L . ‘:dommate and have been embodred m the desrgn of a specrfrc sport orgamzatxon and the K .

| : tmpact m terms of the hmtts and possrblhtree.,that’ thrs desngn has had on mdrvxduals that [ }‘: }.;

E "'_jpartrcnpatemthrs orgamzanon ‘ S ‘:. el ;f "'ﬂ‘-’_‘i' N




major research done previo'us tohis thesis toolr up the tagk of explaining or examining the

Y
relatronshrp between the structure’ of sport, organrzatrons and the’ expenence of sport. Slack

notes that major research studles in thts field have focuwd on ‘three areas: r) typologres u)
rates of partrcrpatton and iii) the socral charactersttcs of volunteers (Slack 1983 6- 12)7
W1thrn these three areas most Of the research that has focused on voluhtary sport *
orgamzattons has been conoemed 'with mvestrgating the social. charactensttcs ‘of the
admrmstrators of this group. Slack pomted out that rarely has any’ theoretrca; explanatton
been of’ fered for the results that were found" (1983 12) | | |
ln addrtron (¢ Slack the only exceptrqns 10 thrs lack of theoretical work ‘are 1o be

found in the research of Beamrsh (1978 1983) and Hollands and Gruneau (1979) ln therr

- studres these authors have attempted to supplement data on the socral charactersmcs of

1

o

volunteer amateur sport admrnrstrators wrth a theorettcal explanatron of why Ye trends that
they drscovered persrsted These explahatrons however tend t6 f ocus on very broad. macro

‘ socral theones that lrnlr mequaltttes m the class structure of soctety at large to th soctal

characteristics of the executrves of voluntary sport assoctatrons These researc s do not
explrcrtly of f el' any explanatron of the rmplrcatrons that the socral cl'taracte ‘strcs of these
executrves may have on the lumts and possrbrhues provrded by sport orgamzauons |
However Beamrsh in some of his more recent work m thts area, has begun to raise a
' “ number of questtons whrch focus on rdenuf ymg some of the rmplrcatxons that the socral
charact sucs of sport executrves may' have on the experrence of‘-bemg mvolved in sport._'l‘his'.
,be:omes ev:dent fromgthae' fact that in the concludmg comments regardtng his 1978 | |
' 'tnvesttgatron tnto the socroeconomtc and dem’ograpluc charactensucs of the nauonal executrves R
of. select/ed amateur sports in Canada Beamrsh (1978 18) wrote "There is a danger of a |
"' ngowmg separatrort between poltcy makers of amateur sport and the men women and cluldren L

0"
L

’ The studres ctted by Slack» are in the area of typology Babchuk and Booth v
~ (1969), Booth, Babchuck and:Knox (1968), and Gordon .and - Babchuk: (1959), -and’
. .Warriner -and . Prather (1965%;  in " the - area of rates of parucrpation Curtis (1971),

o "3,'Hausknecht (1962) and Hyman: and ‘Wright (1971); and in ‘the area of social = .
: . ':eharactenstm “of 'volunteers; -Beamish -(1978), Bratton (1970), Hollands and Qruneau :

| (1979) MerseL and Lemieu (1972) ‘Slack (1981) and Tlreberge (1980)

A
,‘y-.l :
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who both partncnpale m and, through this parucxpauon subsidize sporting activities”, Five
years fater Bcamlsh (1983) claborated on th&)se <g‘tbncludmg remarks through three case studies,
He linked a growmg separauon berween the pollcy ?nakers of amateur sport and those who

parllclpalc ln and subsndlze sport to the personal troubles expenenced by groups who have

" been unable to sharc in the making ol‘ sport policy, He accomplrshed this task by applying a

'(hcory of power developed by Lukes (1976) to three brief case studies and supplemented this

lheory Cvuh olher relevant material. l,eris analysis Beamish drew atlenuon to three examples

. of l‘{m\( (he power held by national and provincial sport executives is being used 10 pursue a

u
u —

pa‘ﬂ&@ular meamng of amateur sporl. In case studies one and two he examined power formal

erepresentauon of womien on the executives of voluntary sport organizations and the limits

"

by lhe present structure of these orgamzauons He also raised several points of

'ycqgcem for women in sport Thcse concerns addressed such isssues as: how successful are

}» tructural" are women who want sport reform deliberately staying out of the mainstream
k ‘& n
ch'giinels of changc because therr prevrous expenences and the expenenge of their colleagues

sug@ﬂfﬁat is Lhe wrsest course of action?, are the objecuvcs of women in sport best pursued
through centralized power structures"

In ease studythree Beamrsh drew attenuon to sports assocrauons and athletes nghts

‘ln parucular he noted that’ mcreasmg efforts to produce w1nners have multed in an- expans:on

of the effopts of sports professumals (i.e. coaches, executive and technical drrectors) to

‘extend their control over athlete s lives by rssmr;g a plethora of dxrecuv&s rules and comracts

o Absent from all these regulauons which conf ront amateur athlercs observed Beamish, is any

recogruuon of hasxc human nghts Furthermore there are no avenues for these athletes 1o -

have some mput mdmdually or collecuvely, mto the content:of these regulauons to wlnch

I N 4
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thcy are req\nred to subnm The conscquences of these condmons lS expressed by the gany

instances in which athletes have suffered as a result of infri /lgmems upon their human rights

(cf. Kidd and Eberts 1982) The ma)or dlfflculty faced l{y athletes and their. advocales who

’

wish to change these clrcumstances is structural in as much as:

Nowhere, it seems, within the existing power structure of Canadian amateur Sport js
there a group that will press for these rights, Nowhere within that structure are there
presently the resources for. athletes — or their advocates — which are comparable to |,
those held by the nationhl sperts’ assocfations, that can be mobilized to improve the a *
workmg conditions' of our amateur athletes (Beamish 1983: 30). -

Bearmsh s theoretical analys:s of the socnocconomlc and demograpmc data on

provmcnal and national sporting executives llluslrales how the meanmgs and deflmuons of

-

sport held by these individuals, and currently embodied in the Canadian sporl structure, can

’

be linked to the personal troubles experienced by the many other individuals involved with

' Spori This emphasizes the need for research that f ocuses on qnestione concerning the meaning

) "ﬁ ’; ;r
of sport and its relationship to the st ctural constraints whrch impinge upon the individuals’
eap -

.

that compnse these organizations.

The only' cornpleted suldy tbal has in any way’ auempled to examine tllese sorrS'bf W
issues in a manner that is sensitive to theoretical considerations is that of Slack (Il’983)_ Slack
examined a voluntary sport oréanization in a }nanner that grcs beyond the atheoretical

2

'mqulres conducted prev:ously and yet was at the same trme sensitive to some of the class and |
gender inequalities that exist in these orgamu‘mons His study emphas:zed the 1mportance of a
sound theoreucal base to the study of sport orgamzauons It also lllustra{es thal the uullzatlon
of some of t.he work completed by researchers in the sub~drsc1plme of the socaology ol‘
‘organizations and orgamzauonal analysns can be useful thh regard to Quesuons relalmg to
_ voluntary sport orgamzatons In pamcular Slack xdennf ied the )vork of Kanter Downs, ";l'he
Aston Group ", Pfeffer, and Aldrich as being useful for differerit areas of concem . |
Slack focused on a number of sub- problems related to understandmg the ptocess of
_bureaucratization- and its conséquenoes why class and gendér meqnalmes exist in voluntary

sport orgamzauons the power structure wnhm these orgamzauons and the relauonshxp

‘between these orgamzauons and their envxronments ln hlS ana?ysxs ol‘ theSe sub problems

-;‘:u .
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Slack drew attentton to th’e{r‘mts and’ possrbtliues that mdwrduals f aced in each area examtned
.
and offered a brief explanatron of how these factors af fected some members of the

. "orgamzatlon . S Vo

This parttcular ptece of research can be regarded as a good standard base f rom which
others tnterested in studytng sport orgamzattons can draw numerous msights Its value lies in
’ its. attempt to dedl wrth a number of issues relaied to how sport orgamzattons have developed.
‘ln' addition, and perhaps of greate_r importance, it identifies the usef ulness of many of the \
elenrents absent in previous research These elements must be c0nsidered in a‘ny study of
orgamLattons that auempts 10 clanf) ‘the relationship between the troubles f aced by
mdtvtduals and broader social issues. * . N‘ | ' ‘ D
Stack's _analysls is very broad and while it does bring'out‘the relationship between the
public and the private it does this in a subtle}fashion which neglects the significance of the
rolfe of the changing ‘meanings of SpOl'l to the development of sport organizations The most
obv;ous reason lS the fact that he was matnly concemed with provtdmg an overview of the r—
htstory and development of the orgamzatton he studted Thts reason by itself is" well justifi ted %« ’
Hmyever even ltmrted to thls parttcular focus, had Slack adopted a different approach, he
would have been less ltkely to have overlooked the tmportance of meanings to the limits and

possxbtlrttes that confronted volunteer admtmstrators in the orgamzauon. This can be

)

| tllustrated through a crmque of. how Slaok developed his thesxs o o

o Slack develops his concerns about sport orgamzattons and the f ramework for his study .
through lrterature drawn from the sub dtsctpltnes of soctology of sport and orgamzanonal

_theory. 'I'here is, however an tmportant dtscrepancy in the character of the work produced by

- the mdmduals from whom he drew ln 1denufytng his topics of coneem Slack pnmanly

fi ocused on the work of Wmers like Bearmsh Gruneau Ingham and thd In parucular Slack

showed some coneern about the underrepresentatton of athletes rom "underclass"

b
[

baekgrounds' He wrote: Coe L

.if Canada as a nation is to realize its maximum potenual in the area of amateur

%

'Thts .concerm is based on the ftndtngs of a, study eonducted_th Gruneau See
Gruneau 1976(b). . :
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sport, then it is necessary to provlde the broadest range ol" opportunitiesf or
rndrvrduals of both gender and all socral classes [sic]) (1983 25) .

Later when developmg a f ramework through a revrew of the hterature he focused prrmanly on .
worlr in the area of orgamaauonal theory. In hrs d}scussron he exammed the work of Albrow, *
Babchuk and Booth,’ Chapm Downs Hall, Mmtzberg Pl‘ effer., and Weber There ts an
important sense in whrch the work done by the authors Slack cited wrth regard to the
socrology of sport and those which he cued with regard to orgamz.al.ion theory dlf fers, ,
: Essentrally the work of. Beamrsh Gruneau Ingham and Kidd. which was largely crtedrby
Slack rs informed by a critical approach to socrology Much of this work is specrf ically armcd
at- maintaining a certain classrcal onentatron exemplified in the work of Marx and Weber rh
their studres of social relatronshrps In drrect contrast, Slack, when drawmg from the hterature |

A

on orgamzatrons -consulted authors who, wrth the exceptron of Albrow Kanter, and Weber

do not adopt a crrucal approach srmilar to that of the authors mentioned above. There is a

[ (O

major problem with this discrepancy. It would seem more,than reasonable to expect Slack -

when addressrng problems and issues revealed by a ‘critical approach to the study of sport 0
have drawn from a srmrlarly mf ormed pcrspectrve with respect to the s‘tudy of orgamzauons
However, as shown here, Slack farls 1o do thrs The writings ol‘ cnﬁ“cal orgamzatronal theorists

" such as Clegg and Dunkerley (1984) and Salaman (1979) can be used to demonstrate how thrs -
voversrght is largely responsrble for Slack's l‘arlurc to consrder ip more detarl the role of v.

i . '

‘ meanmg in. the development of the orgamzatron that he studred

\ Wrrtmg f rom a cnucal perspecuve Salaman (1979) presented a number ol‘ persuasrve
arguments that rllustrate how and why- the approach adopted by conventronal orgamzauonal
analysts and thebrrsts farls to account for the sorts of rnterests on whrch critical socrology has -
always focused He argued that a genume socrologrcal approach 10 orgamzatrons has l‘ ound

' ' lrttle appeal w:thm established orgamzatron theory Frrst of all Salaman suggested :
| conventional orgamzatronal theory tends to neglect conflrct and exaggerate the degree of
coneensus within organrzatrons Secondly. he wrote that it also demonstrates too great a

: preoccupation wrth managerral problems and rssues Conventronal orgamzation theory has

. rarelyrf ever 'admitted the srgnrfreanee o_f the fact that managersand lower fevel .

P
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L researchcrs in this area recogmze the tmportance ol‘ theory and the value of rnput from the _{ ,_'.:, -

. [ . . i . “
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. . L.

o orgamzational members are of ten in dtsagreement with regards to; the meamng of work and. -

thctr feclmgs régardmg the. way in Whlch their work should be deStgned and the way in whrch
the orgamzatton for whlch they work should be structured Thtrdly he stated that
' conventtonal orgamzatnonal theory ts preoccupted wrth organtzauons themselves The socnety

wtthtn whtch these orgamsattons occur and its relations wrth these orgamsatrons has been very

. B
' O . LTI
Lo \

lntlestudted[src] ‘:.‘. . ‘ . “‘, ‘ “ A

All three of the above crlttcrsms of convenuonal orgamzauonal theory are relevanr to -
Slack's thests ln keepmg with convqnuonal organtzauonal theory he hmtted his analysis to

those, volunteers 'who hcld admtmstrauve or managenal posruons m }he o nization neglectmg
|
the majority ot‘ volunteers who engage in the many other tasks mvolved in operaung a

‘ voluntary sport’ orgamzauon In s0 dmng he was unable to consrder the role of the .

membershtp at large m the development of the orgamzatton netther in terms ol' its resrstancc

BT parttcular developments or in terms. of its pressure for certain developments Slack s vgork

howev,er Ifolds up a little- better although margmally against Salaman s remaming cnucrsm
He dtd although superftctally. touch on the relatronshtp of the orgamzauon with tts

envlronment He noted that a number of general envrronmental mﬂuenoes af fected the

development of the orgamzatron he studted He also suggested that anhia“l::s of ‘ i

interorgamzattonal relations would contrlbute to an understanding of th ré 6r, voluntary
sport orgamzatrous LN " B
. r " . f ? [ . v

'L"\

Them:guments presented here make it reasonable to conclude that because Slack rehed ' ‘

heav:ly on convenuonal orgamzatronal theory he was unable to examtne the way m wlnch the

meanmgs held by the agents mvolved wrth sport were related t0 the hmrts and possrblhtres

that have come to conf ront the members of the organizatton he studred Despxte thrs

t

| shorteonung Slack s work has made a sxgmftcant contnbution tof uture studres in as much as

. it pomts out that our understandmg of voluntary sport organtzattons wrll rmprove only 1f

o relevant sub dtsctplines wtthm Schology Furthermore whtle omersl'such as- Beamrsh (1978

R » N N . . —-
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;general and best rllustrates the lrmrtauons of the work ich has thus far f o'cused on spo_rt

. . orga‘rluauons All the studres drscussed above have aid‘ f rculty connectmg human actron wrth
Ty l
L ‘struc’tural condmons Thrs however is not surprrsm I or as Grddens (1973 1979) and Lukes

'

(1977) and many others make clear the problem ol/lconnectmg human ‘acuon \vrth structural

' \ condrtlons is the most srgmf rcant problem ln socral theory In my oprmon u has not been dealt
- u C C A
wrth m any ol‘ the theones (drscussed here) that have gurded the research on sport

Y N
'

orgamzauons per se ln chapter two I shall argue that the problem of derlvmg a means by

ot

AT whrch we can adequately treat the structure agency relauorlshrp |s a cructal one. If socral

[ 4

. ' ‘, theory rs 10 go beyond rts present llmltatrons such a means ‘must gulde the desrgn of soeral

research However, bef ore dlscussmg this’ rssue in detall I would like to dtrect some attention

‘

1o the llterature whrch has dealt wrth the study of Orgamzauons and at the same tlme e
recogmzes the 1mporranee of the relauonshrp of strucrure and agency to soctal understandmg
Thrs wrll enable the reader to have a clearer understandmg of the orgms of the central f ocus '

\

of thrs study L : I S

- . '1.
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D Voluntary Sport Organlzatrons Elements of a Crltlcal Approach | o '
"The arguments put f orWard ur the abo*Ve overview. emphaslze that a cnucal approach
:to the study of spbrt orgamzatmns needs to be consrstent wlth regard to the work rt draws :
"“"v‘ upon to develop a t‘rame\vork for the socrolgical study of voluntary sport orgamzauons The t‘
| : | ;above cntiqué of Slack 's approach emphasrzed that the theoreueal btases inherent in the '
orgamzat,ronal" theones he drew upon tb develop hxs f ramework hmlted the explanatory )
| power of hrs aualysrs In addrtron the prevrous d'seussron also tndreates a need l'or studres
X f that direczly focus on the impact of soclal structures aud prooess on the mdrvidual ln

' o : response to these observatrons I wrll outhne a. soclological approach to orgamzauons thAt is

e
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conststent wtth the approach of crtttcal soctologrsts who have wntten about sport ina broad

sense and at the same' ttme contatns a large degree of explanatory power with: regard to the

L mtersectton between structure and agency RN S o e .
n ‘»’
ot

The work of Salaman (1979) provrdes a comprehenstve synthesis of the work of a ‘

\
il

number of cnttcal orgamzatronal theortsts mcludmg Benson 1977, Clegg and Dunkerley. ,
i ""‘
1977; Crozter 1964 and Gouldner 1954; to narhe a few lt does thts m a manner that clearly

outltnes the c0mmon elements of the type of approaches undertaken by _these researchers An =
attempt by this author 10 rmprove upon Salaman 's sythesrs would not lrkely yreld any more _ ;}‘ g

i

t o ~
I v [
.

N

JnStghts than those he provrde Consequently. l have chosen o summame his drscussron as a
L W

G

b means of outhmng the starting pomt and general approach of tlus study

L In !{ork Orgamsauon Resrstance and Contro Salaman (1979) presents a view pomt f. x

that 1s quite crtttcal of the approach taken by the majortty of those mdtvnduals who havé

t

o ' studred organizattons He argued that very few accounts of orgamzatton have taken the o
. ; : 'problem of understandtng the relatronshrp between organtzatron and socrety very senously |
i o .A . l
Sl Those accounts whrch have done $0 have tended to ‘contain the attrtbutes of- cornmon sense lay

- theortzmg Thts sort of theommg resultsin a conceptton that the 1mportanoe ol‘ orgamzattons

"n ' \‘v
! [

is restncted to "the‘ 'obvrous f uncttonal contribuuon they make to the socral system of whtch
A

) 4(:.

they are a part Such a coneeptton of organ.bmon leads researchers to 1gnore the relatlonshtp

' .

' nlt. vy '.l "' o
. R , "

[ - f :

between orgamzauons and patterns of dominatron withtn thetr host socrety . »
Salaman ltke many crttieal sport soctologrsts (BeamtSh runeau Helmes a,nd thd)

arguec for the relevance of the tnsrghts of Marx and Webet ‘Weber, he mamtatns m 0

R ) explaunng broad orgamlratlonal patterns in terms of soctal valuesrand pnontres rather than L

v tn the skeutral rhetonc of the orgamsatrons themselves made a majbr eontnbutton to a ’

genuine sociology of orgamsauons (1979 13) Marx ts credtted by Salaman. wnh snpplytng

1

of the relattonship between eapttahsm and the design of work L .
‘ S .both Marx andWeber in thetr soctology ot‘ orgamsations tsolated and emphaswed
IR those key elements in the structure of large sale oOrganisations which were.of most, -
S gmftcance to their theoretical interest in the processes of control and legrnmatron
, :' wrthm orgamsattons and the relattonshtp betweenlorgamsattonal structure and
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AEIREII .-;'processess and sOc1etal values and intereSts Both tressed that organisattonal IR
- ;{‘ structiire -.."; can only be seen in terms of gcnera processes initiated by, and-in the i

TR "mterest of., those who ran or dominated the organ sation. ‘Both saw the purposes of . o
' B orgamsatzons and the structures of work and control to which they gave rise, as, . .\

o 4,‘ /' o “reﬂectmg mmore. general prooesses Cultures interests, and prlortties (1979 23)

?l R g Sailaman presented a somologxcal approach o' orgamzauons that is sensmve to the
( work of Mant and Weber and is a new radlcal approach to the study of orgamzattons The " "; -
Wv . approach has three major elements Fnrstly l[ recogmz.es the pohtxcs of orgamzatnonal L
. .; structure Secondly 1t coﬁsnders orgamzauons and the soctal context Thrrdly, it conStders X )
o d . 'l:‘orgamzattons and 1deology ‘Al] three of thesc elemems have been the sub]eCt of the majomy

) \ ny N
A B of work that exammed the development ol‘ sport in Canada HoweVer Salaman alSO focuses

' on the expenence of organxzattonal membershrp, an area whtch has been 1gnor‘ed by SChOlal‘S

who have studted the development of Canadnan spor't orgamzatlons ' o Cl , o d

. vt !
'

e ll lus analysts ol' the expenence of orgamzattonal membershtp Salaman dtrected hls
o ‘ ! K ' ( ) '
Dyt | -attention towards three matn dxmensrons, "the orgamsat;on of work the expertence of

' ‘ ol r. —

S Iuerarchy and control and the exposure to values and tdeas that exrst withm the T "

5
\ ey

S R ‘orgamsatlon Lmkmg an analysns of the dtmenslons of orgamzauonal expenence to the three

. y ;_~,v’.‘

l{j . elernents of the sodologtcal approach (the polmcs of orgamzattorrtstructure orgamzattons and
o ‘ "y N "nn ‘ _"‘.

soctal context and organrzattons and tdeology) to studymg orgamzatlons Salaman put

o forWard a senes of argumeﬁ whxch demonstrated that technologtcal andvorgamzatnonal work :
L et ] s : § R .\ N\ ' .
patterns take on the shape, values and assumpuons oentral to the class structure and ‘

\;., : eOnsohdate that structure by sustatntng and promoung the mterests bf the upper stratat i
m\ . w‘., £
AR

~f eature —the dnvnston between desxgn and executron Hc exammed the dWision between desngn"?

\“;\. o .‘ Y " o ':. o . .

and executfon m rclatton to the dxstmcuon betweenr those who desrgn work and control

.I

;»'(1978) ‘Cantelon ,(_1982) “and- Gruneau (1979). b) sport and soctal context see
.Beamlsh (1978 <981(a) 1981(b) 1982) and Kldd (1979) c) sport and tdeology see



andconflicts L - 5’5 T '-“.‘,,' S

[

'

' to the determmates of such orgamzauonal structures Salaman concluded that *to. a

! studying sportuare _the orgamzatron of sport or work wrthrn sport orgamzanonS' the

., !
A \ [

. N R ,
L 4 J -_ P e

. what other socrologrsts 'ih spectahst tradmons would descnbe as class dtstmctton thh regard

'

consrderable degree technologres and orgaprsauon structures are chosen for what are .

regarded as their control f uncttons and benef rts and for therr role m advancmg class mterests )

¢ \f
ta .
, M ¢

..v N . TN
.

ln regard to how proceSses of control wrthm orgamzattons are exerctsed rn vanous

r

‘ways Salaman observed that "Mechamsms of control\ytd forms of control vary consrderably r

'

ln line with the dlsuncuon between hrgh ahd low dtscreuon worlr For example he notes F.""

\.‘ .
' &

.that professtonal workers are of ten controlled through the mampulauon of carecr chances and -

use of stattstrcal records of perf ormance whereas shop l'loor employees are controlled by .

i .
C Y \

'» means of hnghly standardrzed and f ormalrzed work routmes combmed wrth mecham;atron and

automatron . O A N

r
A \

¢

T

e Fmally, Salaman concluded his worlr by disgtﬁsmg the values and 1deas whrch occur

wrthm orgamzattons He suggested that values and tdéas are rmportant determmants ol‘ the ',

'
*

T
-

nature of and occurrence of confhct w:thm orgamzatrons Salaman pard parucular attenuon to

'. ( ’ .

the legmmattng functtons of the values and behel‘s that are promoted in orgamzatrons He

n

Coboay

P

A _'y. ol

lndmted that organtratronal structure 1s based on tdeologrcal assumptrons and preferences that e

are commumcated to organizauonal employees ln thrs regard he wrote that the very .. j ‘

ratlonaltty Of QrganrzauOn 1s 1tself hrghly vulnerable to charges of maskrng. and advancing,

.,,‘1. !

"

secttonal xn erests m the name of neutrahty. screnee and teehnology X ‘ L o

~

drrectly addresses

,d structures tnteract L

. l’

the problem of understandmg the process through whrch mdxvrduals

' and\become subject to or embodred wrth a degree of power and control Hrs genera.l

3 approach to thrs toprc tsolated & number of elements some of whrch have never been apphed

.('

The elements used by Salaman whrch have reeerved lrttle 1f any attentron f rom scholars

TN
"l

‘ to the context of sport and may m fact prove useful to the study'of the development of sport i




C orgaruzattons the types of meanmg these organtzattons grve to sport or the Way in whrch

4

values that exrst wrthm sport orgamzatrons The fact that Salaman in combmmg these R

- . » ‘
elements of structure and subjecttve expenence and agency. was able to put f orward an '

B mdepth analysrs of work orgamzauons suggests that a srmrlar approach would be usel" ul to the

. ' o - = S ' . EEERTER Y
' e L . R . N (PR R

; ’ study of sport Such an approach to the study of sport has to thrs author 8 lmowledge ot : |

oy
been undertaken The explanatory power of Salaman 'S wm Org_amsattons Resrstance and

l

Control mdtcates to those tnterested in ‘the. study ot‘ sport orgamzatrons and the development

l

',‘of sport tlat we should begm to’ fochs more attentton on the elements of the expertence

»

wrthm sport orgamzattons Our understandmg of these expenences should m tum be lmked to

3 - [

‘ ‘the structure -of, these organrzattons and socrety as a means of developmg a better

‘understandtng of them o et N ,.'\_ o

PN 5 . [ L : .
,; i » S ) A Yiy . o o . i EEN . s
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E Central Focus of the homNtudy '.,:;“ S Lo

[ -, .
e D o 'r. L B \

. ln the precedtng sections of thrs chapter l have revealed that the meamng of sport
held by tndrvrduals wrtht.n Sport orgamzattons mﬂuencps the hmrts and possrbtlmes that |
conf rOnt tndrvtduals who wrsh to partrctpate in sport Prevrous studres of volunteer sport

orgamzattons have not attcmpted to)examme* the nature or role of the meamngs ‘as reflected

-
’

Al
l

'of factors such as therr dralecttcal and recursrve relattonship to the structure of spOrt

i v
]

| .mdtvrduals expenence sport and actrvrtres related to 1ts practroe l have argued that a crrtrcal

. '\ .approach to the study of orgamzatrons promtses 0 reveal more about these relatronshrps than

any other type of approach As noted above rpost cntrcal work es?sport has emphaslzed the LT

.

' of any consrderatton of~the eXpertence of membershrp w:ihtn sport orgamzations Reeognizmg

i the 1mportance of both areas to the understandmg of sport orgamzatrons and t}re lack of data

N2

. concernmg the experience of membershrp 1 propose to undertake an mvest1gat10n lnto the

f orgamzatronef sport whrch grves pre eminance to the subJecuve expenence‘of bemg mvolved

i ','-“ . "'.
e

“ \tn the expenences of those who partrcrpate m the development of sport orgamzattons in terrns

extra orgamzauonal contextual structural and rdeologtcal elements of sport to the exclusron 9
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Consequemly, lhe pnmary emphasrs or mam problem wnh whrch thrs research is to be
concemed is dn lnqulry lnto lhe experlence 0 f being lnvolved wah sport that considers xhis

experlence ln terms of soclal context and the structure o f a sport and sport organlzauon A

‘ number of points and arguments presentod in the prevrous secuon can be used to develop a'

v

A
hst of sub- problems that wrll promote a comprehensrve and suocmct mqmry The

—

sub problems wrth whrch 1h1s mvesugatron is to be. concemed are as }/ llows . ‘f
1. To mvesugate Lhe cffects of the design and execuuon of tasks thhm a sport

' [
v '

orgamzauon .on the mdmdual s experrence of bemg mvovled with sport . e
2. To lnvesugale thc ef f ects of the systcms of merarchy and control wnhm a spon
orgamzauon on the mdmdual $ expenenoe of bemg mvolved wrth sport

3.. To mvesugate the exposure 10 values and 1deas that. takes place wrthm a spon

1\ . o " K '. . \

Comganmization.. - . ool
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L S ~+u ' Chapter If

~ Central Issues in the Sociological Study of Soclal Orgahlwtlon'
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B . . .
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' AL Introductron - ‘ - ) ;
ln the prevrous chapter I noted the contrtbutton Salaman has made to- the study of

- organtzattons He drew attenttorl to the nwd to examme orgamumons tn a manner that x p" .

1 s I

' consrders the relatton between orgamzatrons per se, and the people who comprtse them ln view:

bt

of the lack of work whtch has attempted to examme the nature of membershtp- wrthtn a sport
' orgamzauon i argued that there isa need to understand the expertence of being mvolved with
a Sport orgamzatton Such an tnvesttgatton requrres an approach whtch draws some of its

msrght f rom work whtch goes beyond the sub dtscrplme of the s0ctology of sport lt is

"necessary to conStder relevam work f r0m the broad drscrplme of soctology ttself and related

¢
'

b- drsctplmes such as the soctology of orgamzattons As rWell the approach must be

)

‘ b | l' P
Y, sensrttve to the relauons\fup between personal troubles and social structure Salaman s work
o .ts an example of how the' consrderauon of V\(Otk done in the broad dtscrplme of soctology can ,

be useq to f urther the understandrng of orgamzattons In this chapter r would ltke to f urther .

. ot
'l$4 1 .o ]

* explore the relevance of work dOne tn the broad dtscrphne of socrology as rt relates to the

a0 . r,'

o studv of spor& orgamzattons I, wrll do thts by consrdermg some recent work that. has addressed

»the eentral issues wlhch conf ront researchers tnterested m the study of orgamzauons and

. N

: soctety in, general and relatmg thts work back to the tdeas presented by Salaman

\
e .

Grddens (1979) theory of. structurauon provrdes an eécmng means of conf ronttng the .

’ major tssues that face socral theory Thrs theory emerged out of thdens concem wrth the

YA . I

' relauonslup between socral structure and human agency lt has been recogmzed by a number

~ of scholars as an mrportant and valuable perspeCttve for understandtng socral ltf e ln addmon
N : 'as will be shown later rt has been consulted by a number of researchers mteresred in the |
. j"study of sport and the study of orgamzations Giddens theory of structuraudn is a complex e

N

e -?5_‘?ifand detatled attempt to develop a f ramework f or. understandmg soctal orgamzatron m a

o .-'f

’ ?t”.'v.manner that resolves the debate coneernmg the prrmacy of structure versus agency in ‘hc' )




develOpment of sodal~organlzaﬁons In this chapter I will put f orward a synoptic account of

hls f ramework and dtscuss how tt has been used by orgamzatton theonsts and how it can be

1

used to- gutde the study of sport orgamz.attons

Bef ore promdrng wrth thts drscusston 1t is 1mportant to note that Grddens own

A .
not mtimately familiar wrth the multttude of drscourses on social theory whrch Giddens .

o

' attempts to bndge Famtlammg the reader with the content of these discourses goes beyond .
‘ ‘ the scope and ltrnitattons ot‘ thts study Yet some famtlrarrty wrth thetr nature enables one’ to .
| more eastly grasp Grddens work . Understandmg Grddens work lS f urther comphcated by the : '

' abstractness of hlS coneepts and hrs reconeeptuahzauon of commonly used termmology In -

. 'explicauon of hrs theory.is extremely abstract At times it ls dtf f] tcult to folld%v if the reader is

order to overcome the diff rculty posed by these charactenstrcs the exphcatton of the theory .

4

i of structurauon presented here is dmded mto tWo parts "The, f irst part rs compnsed of a

strarght paraphrasmg of the central components of the theory of structurauon ‘as presented by

"y

' thdens The second poruon tnes to grve a concrete f orm to some of the concepts presented
" in the latter part of the paraphrasal by means of a cnttque of some of the work whrch has ‘

‘attempted to apply Grddens ideas to the study ot‘ orgamzauons The 1deas generated from the

. —-

rlr

| crmque lead dtrectly mto an unvethng of the appheabthty of thdens 1deas to the study of

_‘ B The Structtu‘ation of Social Systems

the expenence of orgamzattonal membershrp within a sport orgamzauon

“'QI o
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The theory of structurauon represents Grddens attempt to overcome the duahsm that ‘,

. provnde a method through whrch we develop explanattons of change and connnurty in the

o _prooess of socral hlstory. The key terms upon whrch the theory of structurauon rs fi ormulated

‘:‘”;“-;}‘_“ include agency, structure system and structuratton ttself Also tmportant to Grddens

o arguments is the ontologreal vrew that human agents and the relatwely endurmg SOCla.l

. ;"-v" mstrtutions through whteh and wrthm whrch they hve are a product of constttutrve acuon In

tlus seetton I shall descnbe the keys terms wrthm thdens framework The most 1mportant e

. has hlndered most efforts to unders d h man hfe In parttcular hlS framework attempts to B

v. '27 | ‘v |

Paeacd



1 will conclude with an explanatron of Grddens notion of Structuratron

~rof agency 1) that to be a human agent rs to have the power to make a drff erence in the

' world and 2) that all human agents are knawledgeable T

] . N Y
' 4

. ‘feature of his work is the reconceptualrzatron of a number of terms he feels have been

f requently mtsused by socral theonsts thdens marntams the vrew that the problems Whlch
\

¢onfront the agency structure .debate can be traced to- errors in the conceptuahzatron of

N
'

agency and structure I wrll begm this presentatron by exammmg the notions of agency and

1

structure (whrch wrll include the conceg of system) Followrng the drscussron OF those terms

o : - C I S o

Conceptuahzmg Agency and Actron ‘ ‘ R . ‘ v

thdens suggested ‘that the f ll'Sl requrrement of connectmg a notion of human action

v

Q "
. wrth structural explanauon lS a theory of the human agent or of the subject ln def ining

<

A

agencyhewrote R PR o

We may dcfme . actton as involving a stream of actual or contemplated causal

interventions oF corporeal beings in the on-going process of events in the world.

The concept of agency as I advocate it here, involving 'interventiof” in a potenttally

malleable object-world; relates directly to the more generalwed notron of Praxis. ., .

it is'a necessary feature of action that, at any- point in time the agent ‘could have

acted otherwise': either positively in terms of attempted intervention in the process
. of events m the world or negatpslely in terms of f o,rebearance (1979: 56).

+

ey . §1gure 2 1 poTlIays what Giddens ref ers 10 as a strattfrcatton model of acuon a.

) model whose 1mphcatrons cannot be properly worked out separately from the drscussron of the .

propetttes of structure ’l'he model is based on the two mam premrses of Grddens concepuon

\

[

‘ fThe knowledgeabthty of agents as descnbed by Grddens 1s of two sorts —dtscurswe ‘ )

I

'; : knowledge and practrcal knowledge Grddens used language theory to 1llustrate the nature of ;
‘these two types of knowledge He explamed that all of us use language even though few of us‘ '
can spell out all: the rules of grammar The abtltty to explam the rules of grammar represents n

‘drscursrve knowledge but in speakrng we draw upon ‘an unconscrous knowledge of the rules ol‘ .

language and by that means draw upon. our practtcal knowledge 0 oo — -

. .
. — N o
v

: T3 Thrs descnptton of the eonoepts of dtscursive and pracueal knowledge “has been E
" taken from. Beamish (1986). Beamtsh based “his -description on material. drawn from . -
E Grddens "Actron Strueture Power." ;m Profrles and. Cntigues in Socral and’ Poltucal'v

r




Unacknowledged condmons Reflexive monitoring of~> | Unintended consequences
of action .action | of action,
AT »I Rationalization of action |
~ . ] “Motivation of action |

" M e e e —_——2 .
* ;" FIGURE 1: Statification model of action.
SN (Adapted from Giddens 1979: 56).

&
‘ s:,;
® The. riature of these sorts of knowledge in human acuon is captured by the central
-
po!“uon of the model; The outer portions focus on the mtersecnon between the

i

A
.
'

'é‘, knowlcdgeabllty of human agents and thelr power to make a difference in the world. ance

‘ powcr as shall be made clear later, rclates to both structure and agency a discussion of the

P

stra(lf ication modcl of action, which pnmanly focuses on agenCy or subjectivity begs that we "

Y

&

begm by focusing on the knowledgeability of human agcnts

As will be shown below the concepts of discursive and practical k-nowlcdge underly the

‘ rcflexlvc momtonng of action and the ranonahzauon of action, each of which in turn operate :

&sq'{l ‘ b

against the background of the motivation of acuon Giddens defined the reﬂexlve momtonng

- of action as the intentional or purposnve character of human behavxour whnch emphasizes ..

;n
mtcnuonahly as a process. This process mcludes the monitoring of the setting of interacuon

& and not just the behavior of actom taken separately The dxstincuve f eature of the reﬂexwe
‘'monitoring of acuon is the accoumabxhty of human action. Accountabllny as it was used by

Glddens (1979: 57) means "that the accounts that actors are able to of’ f er of their conduct

9

draw upon the same stocks of knowledge as are drawn- upon in the very producuon and - '#

reproducuon of their action”. The gwmg of accounts draws from the dxscursxve knowledge '

’ and wpabllnies of actors This, however, do\es not exhaust the connecuons betwecn stocks, of L

knowledge and acuons thle actors are almost always able to give an accoum of their actions

0% ‘ !“ \ !

%* ' ‘ i : '(.‘.

‘v"(cont’d) eory, Bexkley Umversny of Cahforma Pmss 1982, pp. 30-32; "Agency,
. Instituion, and’ Time Space’ Analysis,” in Advances in’ Social ' Theory and N

Methodology: Toward -and Integration of macro-’ and micro- soclolgges Karin -
Knorr-Centina “and Aaron -Cicousel . (eds.), _}hBoston . Routledge Kegan Paul, 1981, PP
162-164 ; and 'Heurmenunos and Socxal eory,", Proflles op cit.. pp. 9- 10 T
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— i.e.,they draw on discursive knowled'geh—- they are (.less frequently able to provide
'exhau;tlve explanations of 'lheif conduct; lhere is a vaslA amount of their action (h‘ey-cannol(
explam even Lhough they will pcrf orm in a pamcular way ina ngen situation, The coneepl of
‘. the rauonallzauon of acuon fxlls this gap and introduces the nonon of pracncal knowledgc
'ﬂ]e rauonallzanon of action is the background against which lhe reflexive monitoring

of conduct takw place It is déﬁned by Glddens as the "capabilities ol“ agents to explain why
!

they act as they do by glvlng reasons for their conduct”; The rauonalnauon of action is a

4

L
norinal charactensuc of lhe behavior of competent socxal agems and lS the ma{n basis upon

wmch their c0mpelence is ad]udged by others Reasons do not ]usl mclude the citing of or
! -

lhe appeal to, norms for they emerge from pracncal knowledge Wthh is not known to auors o

in an exphcn codlf ied form Theé glvmg of ‘Teasons is closely assomated with acuon and is '

\

extensxvely caugm up in and expresslve of the demand and conflicts emalled wnhm socnal ‘
encounlers Pracucal knowledge prov1des the base fiom whlch -actors draw to deal wnth the
demands and conflicts entalled "1 socxal encounters. ”nns type of knowledge is to a large
exlem mouvauonal as it emerges f rom the mouvanonal componenls of action wmch are

def med as Lhe organlzauon of an actor s wants. The .components of the motjvation of action

'straddle ‘conscious and unconscious aspecls of cognmon ‘and emotlon Gxddens fiotes that lhe\

¢ ‘

whole weight oﬁ*psychoanalyue theory suggests monvatlon has an mterﬁal hlerarchy of its
own consequemly he feels that a’ concepuon of the unconscnous is essenual to socnal theory
Glddens emphasnzed the crucialness ol" a theory of mouvatnon staung that it supphes ‘

the conceptual lmks between the rauonahmnon of acnon and the f ramework of convenuon as

.\ X -

‘ embodled in msmuuons that is, a theory of motivation is 1mportant to understandmg how '

E 'conunuxty of form is: acmeved in the day-to- day conducl of socnal acuvny A theory of N

;mouvauon he added must also relate to the unacknowledged condmons of acuon m respcct
/ 4

nconscxous mouves 'operaung outsxde the self understandmg of the agem The .

. h
S ‘

T3 Glddens warns that in conceptuahnng the unconscxous 'we  must guard agamst a’
reductive theory” of institutions which fails to aflow sufficient play to autonomous
social forces. One: fnust also - avoid a reductive .theory of consciousness: which in
emphasmng ‘the role of unconsc:ousness is able to grasp the reflexive features of
'acnon as’ a pale cast of the “uriconscious processes that really determine thcm

2 -



. oy ) N . RN s :
uncomcjousmeeds_to be connected to the other side of the diagram the unintended
consequenccs of action, as it compnses only one set of the unacknowledged conditions of '

aclton The unintcnded consequences of action are of central importance to soctal theory in 50 .

far as they are systemattcally incorporated within the reproductron of mstttutrons

Thts completes a summary of Giddens' conceptton of action and agency. As stated at _,

the outset of this summary the full tmpltcatrons of this model cannot be properly worked out
separately f Tom a discussion of the prot{erttes of structures As wtll become evident f rom the
.next section, thdens conceptuahzes the terms structure and syStem in a Way that tllustrates

" the recursrve dialectic- between action and structure. Through this conceptualtzauon of these
|
other terms it is possrble to see how structnres are involved in the strauf tcatron model of

action, and how thc strauf 1catron model of actton is mvolved in the constttutton of structures.

“
CA

'

' Conceptualizing Structore and System . ' ' L

* The ma jor problem that has faced social theortsts in thetr attemnpts to conceptualtze

’

structure has concemed def mlng the term structure in a way that recogntzes the pressures

——e

that soctaltrelattonshtps exert on ‘human agents to act in a certain way without movtng the

source of the causation of human action from the agents themselves. Mﬁt conc'eptionsof
structure tn ~ﬂcttal theory stress the limitations that structures plaee on human actton to such

an extent that structure becomes equated with, and very ofien def tned in terms of, constraint.

thdens maintained that it is this sort of treatment of the term Structure that has led to the

' determtmsm that/rs characteristic of contemporary soctal theory "To overcome thxs problem :

o thdens msrsted that-it is necessary 0 reconceptuahze a number of coneepts that~are key'to

 social theory He emphasrwd tha.t the concepts structure, sysrem and structuration

appropnately conoeptuahzed are all neeessary 10 socral theory

h .The concept of structure Giddens developed depends upon makmg a dtstmcuon

N

between stmcture and system and understanding each of these coneepts d’tff erently from thetr
charactensttc usage wtthm structurahsm and functwnahsm He argued that the. way in wluch

these concepts have heen used thhtn structurahsm and functionalism i 1s very much at the root

v
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T

of the problems that plague social lheofy Giddens wrote,
\ ,
} While both terms [structure and system] appear m the respecuve ltteratures of
* structuralism and functionalism the dtstmcuon between them is an unstable one, so
i that one tends to collapse into the other. ... The subsequent {or recent) htslory of |
"', structuralism suggests one or the other of the terms [stucture and system] is
redundant, since their usage overlaps so much: system often appears as a defining
characteristic ‘of structure. In functionalism there seems at first glance to be a basis
for distinguishing between structure and stem, f ollowmg the structure/f ungtion
. . contrast. Structure could be taken to refer to 'patterns’ of social relationships,
system to the actual 'functioning''of such relauonslnps This is indeed a' distinction
that is often made in functionalist writings. But it is not one which is sustained,
resting as it does on a supposed parallel with a differentiation between anatomy and
physiology in the study of the organism. The ‘structure' of the organism exists
‘independently’ of its functioning in a certain specific sense: the parts of the body
can be studied when the organism dies, that is when it has stopped °f unctioning'. But
such is not the case with sacial systems, which céase 1o be when they cease to
function: 'patterns’ of social relationships exist only in so far as the latter are
organized as systems reproduced -over the course of time. Hence in functionalism
also, the notions of struct‘ure and system tend to dissolve into.one another (1979
61-62). - RN -

Giddens went on to say the f ollowing about his conceptlon of structure:

. As I shall emplay it, structure ref ers to structural property', or more exactly to
structuring property provtdmg the ‘binding ' of time and space in socialgystems. 1
argue that these propetties can be understood .as rules and resources, recursively. -
rmpltcated in the reproduction of social systems Structures exist paradimatrcally -as
an absent set of differences, temporally ‘present’ only in their instantiation, in the
constituting moments of social systems. To regard structure as involving a virtual"
order of differences, as I have already indicated, does not necessitate accepting:
Levis-Strauss's views that structures are simple models posited by the observer.
Rather.\ it implies recognizing the existence of : a) knowledge —as memory traces—

. of- "how| things are to be done' (said, wntten) on the part of social actors; b)social
" practices, organized through thie recursive mobilization of that knowledge; c)
mpabthtres that the productron of those practices presupposes (1979 64).

A

Wrth tlle above pOmt in mmd Grddens mdlcated that structural analysis' in the

soctal serences mvolves examlmng the structuratlon of socral systems He. def med ‘social

\

. system asa structural totahty Nottng that structures do not exrst in txme space exeept in

" the mofments of the constitution of social systems he wrote that we canuanalyze how 'deeply

1,

layered' structures\are in the patterns they recursrvely orgamze and how wrde spread they are

across a range of mteracuons Instrtutrons ‘he explams .are examples of the most deeply

layered practrces constttuttve ol' social pracuces in the above senses thure 2.2 prov:des an

1llustrauon of the concepts of structure, system and structurauon An examinatton of °

: Gnddens conceptualmtxon of these terms and their mterconnectedness will: move us a step

closer to the heart of. hrs framework an mdepth consrderation of his theory of structurauon

Y
¥

R
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2
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Rules and-resources, organized as

properties of social systems. Structure

only exists as ‘structural properties’.

STRUCTURE

SQSTEM , - Reproduwd relations between actors of
‘ - Collectivities, organized as regular social
practices

. STRUCTURATION ‘ . Conditions that govern the continuity or
\ . S transformation of structures and"

‘ ‘ o consequently the" reproductron of socral
systems.

-

FIGURE ‘2: Defmttton of Structure System and Structuratton
(Adapted from Giddens 1979 66) R

' | Begmnmg with social systems whrch do exist’ m nme space, we can see that thdens
conceptuahzes them as involving regulamed relatnons of mterdependence between mdlvnduals |
that can be analyzed as recurrent social pracltces For Grddens systems have structures or

more accurately structural properues they are not structures in themselves Structures are
by necessrty ‘properties of systems and-are characterlzed by the absence ofa subject Fmally
to study the structurauon of a socnal system is to study the ways m whrch that systém, via the -
appltcatton of generatrve rules and resources, in the context of umntended outcomes is
‘produwd and reprodueed in tnteractron Emphasmng the 1mportance of rules and recouroes as
struc.tural properties of socral systems led thdens to stress the eentrahty of power to socral 0‘
theory In doing so he treated Tesources as the bases or vehxcles of power which compnse
’ structures of dommauon drawn upon by partres to mteractron and produwd through the |
. duallty of srrucmre ) . |
- The duality of structure is the central ooncept to the theory of structuratron It “.
: .combmes all the coueepts assocrated wrth structure and agency drsCussed thus far in‘a manner |
that avoids the determrmsm that has charactenz.ed contemporary socrology It is through the S -

coneept of the duahty of. structure that thdens eseapes equatmg structure wrth constraun

- ~

. Lo . P . C. ) . .
. : . T
. . PR :
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: _,theory of structuratron and his notron oT the duahty of structure wmch is eentral to hts

~ the two Thts conceptton of structure marntatns that the same structural charactensucs‘ :

. participate in the subject, or actor, as partrerpate\tn ‘the iject. or society. Hence, thdens Lo

- like any other, occurs in trme (1979 70).

NI

[ (RS

- | and rs eonsequently able to keep the theory of structuratton f Tee of determinstm How

\

'thdens was able to achteve thts wrll become evident in the next secuon whrch examines thc

’

‘ theory l shall point out that it ts through the concept of the duahty of structure that thdens B

- ot

links the knowledgeabthty of agents to the structural properttes of socral systems, whrch he

\vl"t

' states are both the outcomes and the medrum of- the actions that create soctal systems

"y ' , ¢ ) .. - .
' o : T N
[ v 4 K R K ' Coe B
The Theory of Structuratton e : L - T | A
- The concept of structuratron mvolves that of the duallty of szructure whtch relates 10
~the ﬁmdamemally recursive character of social life and expresses the muwual
- dependence of structure and agericy. 'By the duality of structure I mean that the _
structural properttes of social systems are both: the medium and outcome of the ‘

- .pracuees that constrtute those systems (thdens 1979 69) A

The f irst mam pornt made by Glddens concermng the ﬁormulauon of structuration is

~ that the xdennf lcauon of structure wrth cons%amt is rejected He regarded structures as both

-enabhng and constrammg mamtammg that one of the taslts of socral theory is to study the

‘,crrcumstanees in the orgamumon of soctal systems that govern the mterconnecuons between

r" .

1 v A r"- .

asserted.that: e TR " R
- Stricture forms personalrty and soctety srmultaneously —but in: nether case .
“exhaustively: because of the significance of the unintended consegtences of acuon

- . and because of the unacknowledged consequences of action,.Ernest Bloch says, Homb

semper tiro: man is always a beginner. We may agree, in the sense that. every prooess
~ ~of action is a- producuon of something new, a fresh act; but at the 'same time all .. S
- action exists in a continuity with the past which suipplies the means.of it§ 'initiatto '
Structure ihus is not to be conceptualtzed as a barrier 1o actioit but.as; € »entt‘ally o
involved in its production: even in the most radrcal processes of ‘social change which

¢




v i‘rof whtch he or she is a member Fustly. he restated that knowledge has to be understood m

‘ o T S . .
PR . . L " . e C
: ! . . e v . Lo : “‘,'

knowledge ts not lncidental to the operatron of socféty but necessanly rnvolved in 1t (Grddens

1979: 71) Glddens made a number of . quahftcatrons of what is. rmplted by the: proposmon T . . ‘

' that every human agent has a wrde ranging yet lnttmate and subtle knoWledge of the socrety ' , o

‘terms oP practtcal ahd drscursrve consctousness Secondly beeause every mdmdual actor 1s oo

" ,only one among many in socrety. e, have 10 recognize that what an- actor knows asa.-

competent — but histortcally and spatially’ located — member of socretyv shades off i

cOntéxts. that stretch beyond his or her day to»day acuvrty Frnally. he notes that the e 5

parameters of practrcal and drscursrve conscrousness are bounded in specrf 1cable ways that

connect wrth the srtuated' character of the actors actrvrues but are. not reducrble to 1t These

are recogmzed in the unconscrous condtttons of actron and the umntended consequeﬁ‘ces of RUE
‘L, . CoUN SR '

action o ' 5 R S RS R

ol “ o N ‘ . B (.'i‘ ., . ot - e 'r

These points thén, summanze the majdr features of the theory of structuratron as

concerved by thdens The mtegrauon of the coneepts dtscussed thus, far f orm the core of

W

: thdens theory of structuratton The duahty of structure 1s the oentral concept to thﬁens

. thesis. This coneept captures the recurstve character of the relatronshrp between agents and R

qote

jstructure recognizmg that the strucutural prdpertres Whlch constrtute the socral systems

RIS LR

» ‘produced by human agents are mvolved m the productron of future social systems that

produce and reproduee structural propemes It also recogn,rzes that structures frgure' mto the e

personalmes whreh contam ‘the meanmgs human agents grve 10 thmgs Two rrnportant

¥ i .:
Yo

premrses whrch emerge f rom thls theory and whrch are relevant to thrs study are:, that human 2

. 'agents are always in vanous ways knowledgeable about the structural propertres of soctal e L

' systems and that struetures are- both enablmg and constrarmng Wrth these key pomts
estabhshed jt ts now possmle to tum thrs drscussron of Grddens framework to rts rmphcations
ST ' ..4/. A ._ . "-_i 1,~ .‘

"1

‘in the understandrng of orgamzatrons as socral systems T e




L C Structuration and the Study of Organizntion e B ) o .
: . . , o ‘ o .-“\‘ v . ) Lo

o So far thrs drscussron has demonstrated that’ the theory ol‘ structurauon provrdes a o~

Ay
Y y-\\ S

f ramework whrch recognizes the unity of subjectrvtty and acuon and +hat the structural
) "‘ . 8 { s .
[ "| v
propertles of: socral systems — whrch of ten anse f rom the umntended consequences of action
o, o [ BN =
—_ have a dtrectfmpact on thts umty Howeyer as rt stands at thls pornt the f ramework is 0

! o ! X

largely abstract and nwds to be understood more conCretely in terms of rrts appllcabtlrty to

&’ the Study of organtzauons lf ll. 1s to be of any use as 2 heunstrc devrce ln this sectton by
R focustng on the way m whlch the theory of structuratton has been been applred to the study

‘v . ' . v N s e

ol' o‘rgamzatrons a more concrete understandmg of ttis theory wrll be developed li U '.

’ ‘.‘,l . [hd

i _fn . o Whrle there has been almost no eff ort o apply Gxddens framework to the study ol‘

‘ sport orgamzauons scholars in the area of orgamzatronal analysrs (cf Barley 1986 RanSon
Hmmngs and Greenwood 1980 erey 1983 and erlmott 1981) have attempted to capture g

o |ts msrghts m thetr work One of the first and best known of these attempts was that of

Ranson Hinmgs and Greenwood (1980) Unfortunately as erlmott (1981) argued therr

yein i !

e endeavor was not partrcularly successf ul bccause they were mconsrstent in therr usage of
Grddens theory and rgnored a number of 1ts key components ) A f‘_""" e

4. - N,

‘ Ranson. Hrhmgs and Greenwood (1980) tumed thetr attentlon o the work of B j’f -

. . ’. Grddens m response to the observauon that orgamzanonal theonsts have clung too ttghtly to
| the tradruonally held concepts of structure as either prescnbed frameworlr or structure as

patterned regulanties and process of interactxon In thetr f ramework these reseaschers

Y

r

attempted to bndge the gap between th‘ése concepttons of structure whrch as dlscussed abovet ,

constiluttve (r.e mvolved in producmg acuon) and constuuted (r,e produwd hy actron)

Such a vrew of orgammtmnal structure they argued qurte oorrectly, was more usel'ul than

etther of the tradruonally "held conceptrons of organrzauonal structure whrch , ommate :

orgamzatrow theory Their method of mcorporatmg thrs vrew ol' structure tnto thetr

L

s framework did not mvolve a reeonceptualrzau‘on of the term structure and its usage but

N . .

e . e T, i i Lo © Y. . o .
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tnstead mvolved the rntroductron of a number of new concepts which were designed to bndge‘ |

o Yy

the gap They mamtamed that through thetr conccptuahzatton of the terms provmees of S,

l

meamng . dependenctes of power and contextual constramt they were able 0 provide a

framework that could account for the structurmg of orgamzattonal structures i PR
3 " v » R i Yo . 1
Through the conceptualtzatton of the term provmces of meanlngs Ranson Hmmgs ‘

and Greenwood (1980 5) focused on understandmg the structunng of lnteractrve pattems

(mteractron structure) wrtlun orgamzauons Througl} )therr conceptualtzatron of dependencles

v PR a?

of power they captured the notton that structurmg lS typrcnlly the prtvrlege of some

LI —_

orgamzauonal actors ln thrs regard they argued in favor of an analyttcal f ocus on the

1 : i

- . \ N

relattons of power wmch enable orgamzatronal members 10 constijtute and recreate S

orgamzational structures accordmg to t?hetr provmces of meamng The concept of contextual

constraints was put fi orward m recogmton of the rdea that the relatlonshtp of structural

‘ charactertsucs found in orgamz.ations anses because of the pressure that contmgem or o
' e o i

l ' . ot - ot

srtuattonal crrcumStances brrng to bear on. o,rgamzattonal actors ’

\ .
=

.“\ \
' .

! A‘ close exammatron of the Ranson Hrmngs. and GreenwOod ( 1980) framework ", - ]

reveals. as thlmott ( 1981) noted that tt is problemauc and mconsrstent m tts usage of

. [ V.

Grddens notron of structure as bemg constrtutwe of (the medrum) and consututed by (the | IR

o b
IR ‘g . N
CLERE BN v . . /

outcome) soctal mteractron erlmott observed L S ARSI

e"" ¢

B (519 not dtfftcult 10 see’ how provmces of meamngs are constrtutrve of complex medra Lo

7+, of control. Nor i§ it difficult to appreciate how thes¢ provinces of meaning "‘: )

o themselves reflect .dependencies of power. However it'is extremely difficult to grasp ‘ e
how, in this context, any.reference to-contextual contraints is relevant for analyzing = . .2
. how structures—*- media of control—are actually constituted and eonstrtutwe. For,if -

L 1:, ‘ I it is accepted that the structuring or social reproducuon of structures rs directly. and .

L :~ N tnextricably tied to, the constitutmg of intéraction, then the focus for study must. be _— L
.. .1 upon how. structufes’ are practrcally constituted in and Constitutive of, interaction. - . . o
/"~ From this perspective, mention-0f contextual constraints is. redundant save'insofar as

they, for example constrtute an element of the actor 5 provinces of meamng (1981. -

conceptualrzauons of structure as prescnbed framework and structure as patterned regularmes

B and process of mteractron“ 'I'lus opposes the essenttal,eomponent of the theory of

P,

structuratron wluch 1s tts reeoneeptualrzatton of the whole nouon of structure As shown




v

Y m
. .

structure and system whrch tend to drssolve mto -one ’another They do not make a clear

o earller, Grddens argued that thrs was essenual in order to overcome the ltmttauons and the

determmrsm that 1s charactensttc of contemporary social theory The most problemauc

mantf estation of those ltmttauons and the assocrated determtmsm bemg the equatron of

A}

_. structure wrth constramt The Ranson Hmmgs and Greenwood (1980) f ramework farls to

S

provrde an adequate means of understandmg the structuratron of orgamzatrons becatrse m

.

attemptmg to retam both of the tradmonal conceptrons of structure it relies on equatmg

[

‘

. strupture \vrth constramt and does not conceive of structure as enablmg or as pamctpatmg in

’
ll‘ l‘ ' .

the subject or actorr .

" ’T here 1s no reasonl to assume‘ as\ Ranson, Hmmgs and Greenwood dld that ‘
contextual contramt must form ‘an mtegral part of a model desrgned to reveal how. |

' orgamzattonal structures are def med and medtated by % process of. structurmg If one ts

gomg to consrstently adopt Grddens theory of structuration, one must avord conceptuahzmg

n [

" .structure as somethmg that is separated from, and condrtmned by constramt m the external

envrronment One’ must also, and Ranson Hmmgs and Greenwood (1980) bt arled fo do thrs

'

mamtam a drstmctton between structure and system m the manner that‘{}tddens oo

[ ’ ' ! !

advocated 'I'he way m whrch Ranson. mengs and Greenwood conceptuahzed these terms Jed

to the same conf usron that thdehs argued lS charactrstrc of the tradmonal concepuons of

I~

dtstmcuon between orgamzatlons as systems and the structural propertres of orgamzattons ina ‘'’

[E AN

way that is consrstent wrth the theory ol‘ structuratlon 'l‘hey mamtamed that as socral systems
‘ change over ttme thetr structural properttes wrll change in some sort of correspondmg marmer

‘> The theory of structuratron does not accept such a detertmmsttc V1ew Funhermore it rel‘ utes

) e P

any notron that struciures exlst m nme spaee Instead the theory ol‘ Astructuratton focuses on

<, "

'. structure as the rules and resources peopleuse in mteractron declarmg that structures have no

| reahty independent of the socral practrees they constttute These pomts taken together help to

emphasrze the rmportanee of thlmott s (1981) comment that .

N va our coneem is to account for the actual structurmg of orgamzauonal structures,
" then the focus-of our analysrs must be upon ‘how' this §tructuting is practically --*
accomphshed Of course, in doing $o, it'is 1mportant not to loose sight of Ranson,

e Hmmngs. andGreenwood s aucwl point that orsamzavonal structuring "does ot

~
R

N

T

'

\




L e

\
)

i,

[

) 'j structure m the mnstttutton of tnteractxon They can be tnvesugated by means of an

o ‘ ’Rectprocrty .of practices’ has to be understood as involving regulansed relauons of

4L

exist in a vacuum” ( 1980: 9) But at the same trmex it fs equally 1mportant not to

. separate organrzauonafstructunng from the social totahty that it serves to '

.ereconstitute. From this standpoint, there js neither room nor sense in introducing the

. concept of  contextual constraints. For the structuring of structures can be studied

+ ‘only through the analysis of interaction, and thts concept cannot be grasped by :
correlating modes of structurmg wrth forms of constraxnt (1981 471) .

v \

In, contr’ast to Ranson Hmmgs and Greenwood Rtley (1983) and erlmott (1981)

v“‘ e b

provrde a more adequate applrcauon of the theory of structuratton to the analysns of

. orgamaatlons The appllcatton of this theor}' to the analysrs of orgamzatrons advocated by
RlleST (1983) and W1llmott (1981) focus on Grddens method for 1dent1f ymg the condmons e )

that gutde the conunurty —or change — of structures and thus,!,he reproductton of soctet) T

They are caref ul to emphaste the dxstxnctron between socnal systems and structure which ..

,' .

Ranson Hm&gs, and Greenwood (1980) faxl to do ‘i ; . ‘..' ‘ ,‘ R ’ :‘ ' , -

thlmott (1981) and Rﬂey (1983) point out that thdens 1solated two means of

analyung the structures produwd through mteracuon thf ugh the modalmes of structurauon

; presented m Flgure 2 3 These modalities represent the central dimensions of the duahty of

N "

insututlonal an“ﬁlysrs of structural dlmehstons or an analysns of strategtc conduct through the

dtmensmns of mteracuon These two modes of analysxs recogmze the dlf ferent levels of -

'

mteractxon that take place in, day to day life and the way they reproduce socral systems and

thell‘ structural propemes They emerge f rom a dxsunctton Gxddens makes between soclal

lnlegraxlon and sysxem lntegratton Whlch he presented asa. means of recogmztng the contrasts-,‘

in egrauon. wrote Grddens

. , l‘ ‘_'

between vanous levels of mteractxon The nouon of

. involved in any mode-of system reproduction Ina _ ttgn can be’ deftned therefore
. -as regularised. ties; mterchanges or reciprocity. bétween agtors or collectives.

autonomy and dependenee between the parues coneerned (1979 70) e

¢ " »

i{'_' 3
?u g

HiSK utxonai analysrs and the analysxs of strategtc conduct draw thetr
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\Dlmensions of ’St"ruc:'tu're"‘; . (Modality) .\ ' 'Dlm’enslo'us' of ,lnteplctdn |
r e . N . L : :
"l Signification - .3 Interpretive 'scheme L 'C‘ommuniéati,onv
o ‘ . [ . o i . ) . . . ' . ) N
: Dorn'inatio'nj'_ ‘ - . Facility“ IR Power | ‘ "
'I:egitimation s | S | Norm ‘. L , Morahty/Sancuon a |

T . '’ FIGURE 3:-The duality of structure in interaction
R (Adapted - from Giddens 1979: 82) ‘

" represent the central .dimension of the duali_ty 'of‘ “'structurev in interactlon. The n)oddlities of |
strucutration are drawn‘u'pon l)y actors in the production;‘of .inte'racti()n but at the same tirne :
' are the medta of reproductton of the structural c0mponents of systems of mteractton In the
r .
analysts of strategxc conduct modalmes are treated as stock of knowledge and resources %
" employed by actors in the constttutton of interaction as sktlled knowledgeable accompltshment

L wrthrn botmded condmons of the rauonahzauon of actton ln institutional analysis the l,‘ .

modahttes represent tules and resources consrderedas institutional features of systems of )

0 ¥ "q‘ . ' o . o ! .
—_— ‘socraltnteractron I l A ”

Thrs formulauon is supposed ‘10 €xpress the level of ,modahty as provtdmg the .
) coupling elements whereby the bracketmg of strategrc conduct or mstttuttonal analysis is

-“melted away in favor of recogmuon of their tnterrelatton thure 23 represents thdens

e portrayal of the dunensnons that are combmed 1n dtf l‘ enng ways in soctal pracuces thdens "l L

BT, -emphasued that all socral practtces mvolve commumcauon power and sanctton whxch are

Te . P

f-‘sttuated wrthm mtersectmg sets of rules and resources that ulttmately express features of the

© 7 totality. Riley (1983) and thlmott (1981) have noted um employing the Grddens S ':- | - :f ‘_' e

e j'framework means that orgamzauonal "realtty can be understood in terms of mterlockmg

Y modahues compnsmg mterpreuve s5C emes facrlmes and norms "

T}f“ln actuahty erey put’ this iti terms of srgmftcauon,, domination and legttunanon in
L <her mstrtutlonal aIlalYSlS of pohtml culture N R \
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. The methods of strategtc conduct or tnstrtuttonal analysns provtde two 1nterrelated
ways of studymg these duahttes 'In the f trst ease their relation as a feature of a system of
isoc1al mteracuon 1s bracketed and they are studted as: stocks of knowledge and resouroes from
. whlch actors draw upon.in thetr socral relauons In the second mstance the actor ’s methods
p of mobilmn‘g.these stocks and resouroes are bracketed and the focus 1s on modalities as

‘ features of social systems The s:gmfxcanoe of the level of modallty, as thlmott ( 1981 472)

| put it, "is that it, provxdes a means of arttculatmg the connectton between the levels of

‘ ‘ e ‘ . C

- acuon and system :

Tlus means goes far beyond by that provrded the structurauon of orgamzattons thesxs

} .
¢ . ’ . ’ '

o

put f orward by Ranson Hmntngs and Greenwood As thlmott noted* ’ '." R . ‘ R
, From this standpomt the vrew of structure as framework is transcended in favor of ‘ EERE
' “structure as a. property of soctal systems that are reproduced through social, ‘
‘ interaction. Stmtlarly, the conventtonal conception of structure as tnteracuon is S
transcended in favor of. recogmzr’ng how lnteractton lS accomphshed by drawing upon EEIRER N I
~the structural properties, of social systems . " SR
A .Thus, Giddens' framework. provxdes a real alternative 1o perpetuatmg the " .
dualism between ‘structure as framework' and 'structure as interaction” that lies at | .
the heart of contemporary orgamzatton theory Moreover, in domg so, it providesa ' . '
schema for a fuller appreciation of the sense of Salaman's (1981:229- -230) recent - - .
.contention .that "without the clear recogmuon that thé design'of work, the ‘ o e
distribution of work re ¢S {and] the process of organizational control and = . T
legitimation . reflect the ¢Jass relations of the wider society, our understandmg of L
orgamzauonal pr sses: and s\ruétures can at best be parual at worst hopelessly L e
unreal. "[snc] (1981 ey ‘ R R . PR S

\f . ' Lo

It 1s to thls greater apprecrat}on bf Salaman 3 work as provrded through thdens
. theory of structurauon that I shall novkturn Thts wﬂl take the dtscussron back to the j' -
| sub«problem areas outhned m chapter 1 ahd reveal an mterconnecuon between the ‘ ,' ' S

sub- problem areas of thrs study and the theory of structurauon. It wxll also _clanfy the nature
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| each hasanumberofdtsttnct features. . e Lo

of 'execution of tasks Within a sport organization on the individual's'experience of bein'g "
mvolved wrth sport; 2) To mvesttgate the effects of the establtshed systems of hterarchy and

control wrthtn a Sport organtzatton on the individual's expenence of bemg mvolved wrth

X sport' 3) To inve‘stigate the exposure to values and ideas that takes place within a sport -

)

orgamzattonr I thts sectton I shall explore some of the lmkages between the work ol‘ Salaman

'

and the theory of structuratton in a manner whrdh reveals how they may be used as a means -
, of protherstandmg of the expertence of membershtp within a sport orgamzation

- As stated above erlmott (1981) suggested that thdens theory of sttucturatton

’
A "

provrdes a means through Whtch orie, ,can gam a greater apprectatton of Salaman s research on,

o Lt I

‘ orgamzattons Thts is beeause there are a number of parallels that can drawn between thetrn

'

work For, tnstance Salaman s, deltneation of the study of organlzattonal structure and the

Study of orgamzatattonal membershtp resembles thdens methodologteal dtstinctron between
mStttuttonal analysrs and the analysrs of strategtc conduct In hrs analysrs of both these .

\ \ : ’
dtmensrons Salaman concentrated on meanmg values rdeas power control tdeology and

legltimatron The way in whtch he Went about thts enabled him to provtde a cornprehenstve

\

o understandmg of work organtzattons and at times it seen’xs to capture a sense- of the sort of

5 understandtng of social systems that thdens argued can be gamed through the modaltttes of

A e )

‘ p structuratton Grddens def med the modalttLes of. stmcturatton as provrdtng the couplmg

' TN

elements whereby the brackettng of strategtc conduct or mstttuttonal analysrs is dtsolved in*

n ' \

favor of an acknowledgement of thetr mterrelatton Salaman s analysrs expltcttly concentrated

"

% on the mterrelauonshtp between the structure of orgamzattons and the mteractton that takes '

! A

place wrthtn them However Salaman did not conceptualtze the dtmensrons of h1s analysrs m

’ ‘\‘;-..

a manncr thats dtrectly resembles thdens modalttres of structuratton Consequently, although

¢
‘.\t.v\‘

e there ase some parallels between thdens theory of structuratton and Salaman s apprnach

4

[ v A"
¢ a

Both the Stmllanttes and dtff erenees between these two approaches are relevant to th,ts

Jah
Sy

study The dtfferenees between the two approaches provrde a focus for a enttque that can be
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"between theﬁwo approaches can be zed to outlme the \sub- problems areas of the study in a

" between ther(’ approachcs which is of parncular relevance { thrs study concerns the

conceptualrzatron of the unintended consequences v . ctiont and the unacknowleged condruons

of acuon Salaman' s‘r approach to the srud) of organrzauon stafids in direct opposition to thesc '
notions whrch Giddens hag shown are important to understanding human action. Salaman’s
lack of sensitivity to the 1mportance of these notions is expressed by his constant. remteratron o ‘
of the fact that orgamumons must always be regarded as insiruments of control through
\\hlch one group of individuals seeks to dommate another ithin Salaman's framework thiere
is no room for the idea that the domrnatron within an organization may be umntentronal orh‘
-the result of the unacknowledged condxtrons of acuon Salaman's failure to include, and even
_ 1o discuss this element .in my opinion, makes lu@‘approd!:h rnlJFnor to that of Giddens.
4 Futhermore as will become apparent below the theory of struLturatton provides a clearer
conceptualtmtron of the mterconnectron between structure and interaction than the oneh that
.can only be gained by drawing implicitly l‘rorn Salaman's analy is; that is Salaman never
- olearly puts forward a conceptual f ramework per se. |

ln splte of these criticisms, Salaman s deSk is unportant to thrs study because he

: exammed orgamzauons in 2 'manner that was sensrtwe to the personal troubles exepenenced by

fi'

"‘organizatronal members. and the relatronslup between these troubles and the structure of the . .
Org_anizations to whrch they belonged. lt is for this reason -that sub-problem areas of this
| Study were drawn from lus approach. At the same, in consideration“of what has been said

[

. coxmrningv the value of Giddens' theory of structuration the investigation of the o

! - sub- problem areas ol’ this study Wrn also attempt to capture the spirit of his appreach. Thrs .

can be achreved by relatmg the theory of structuration to the eentral focus and sib- problern

a . - ~
. . Q .
-
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areas of this study, - g l\g.\ '

N Vo

Within the domain of the structuratron thesis the ahalysis of orgamzauonal expenence"

i
|

may be mterpreted as an attempt to study the mode in which social actors draw upon
structural elements in their socral relationships within social systems. Ordinarily, this demands
| an analysis at the level of strategic conduct. A thorough analysis of “this sort would requ'lre
the implementation of phenomenological and/or ethnomethodological techniques, Howevér' it
alo possible to apprdach the study of organizational experience by focusing on the modalmcs

of structuration. In fact, there are a number of respects in whrch Salaman s approach to the
«*

sub-problem areas he defincd for 'lhc study of organizational cxperienoe can be related to the
modalues of structuration put f otward by Giddens,
lnvestrgatmg the effects of the desrgn and methods of exectutton of tasks within sport

orgamzauons on the experience of being involved with sport addresses the modahty of
A

interpretive schemes. The accounts given by actors concerning the design and methods of ‘
execution of tasks within a.sport organization will reflect the "standardized elements of stocks.
of knowledge, applied hy actors in the production of interaction”. Ir. cther words, the

o, ' N rs
Viscursive and/or rteflexive accounts actors give concerning how or'why they do the things

they do in a particualar way can provide insight into the background assumptions, meanings:
and sense making, that mf orms thetr understandmg of what they do

Investrgatmg the ef fects of estabhshed systems of hlerafmy and control conf orms to

analysrs at the’ level of facility. Systems of hrerachy and control mamf est tnc natterns of

R

power and dommatton that exrst wrthm an orgamzatron Wrthm the structurauon L"ICSIS power
' rs seen as transﬁ:rmauve cap' cmy and as such refers to agents capablltties of reachmg un

oﬁ&;ome AS erlmott (1981) nbted systems of dommauon ex.able interactants to affe ect each#v

.other’ s conduct through the applicatron of facrhtres namelv tales and resources ln thrs regar‘a e

the accounts actors gwe conoermng ‘the mtent of their movlvemem and the subsequent

»

outcomes whrch have emerged — umntehded intended and unantrcrpated-—- will provrde an )

;‘ unpressur of the power relauonshtps that exist within the orgamzation and its impact on the . .

s

expenence of membershrp wrtlnn orgamzatrons ' ) ?'_ LT

v, » . -
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. Finally, investigating the exposure to values and ideas that takes place within an

organization can provide‘an understanding of the ‘modality of norms. This is the most

complex clement of the theory of structuration and the analysrs of organnattonal expenence

as it tends to overlap into the notion of mterprettve schemes Giddens wrote:
F) i
. the dtstmctron between the two js analyt;cal not a substanuve oné: the - ,
convenuons whereby the communication of meaning in interaction is achieved have
normative aspects, as do all structural elements of interactédn (1979: 85). ‘

" For the'most part‘ norms can be understood as vpositivel'y san'ctioned' é)(pected behaviour‘ (i.e.

the achxevement ethic, contractual obhgauons or in sport "the pursurt of. exoellence ). The

closc relauonshrp between interpretive schemes and norms makes it difficult to uncover norms '

"

drrectly For nonns masmuch as they are of ten embodred in routmtzed behavrour are
- invisible to actors themselves Glddens explamed that: ' o

m routmrzed social circumstances; actors are rarely able nor do they feel the , L
need in response to the inquires they make of one another in the course of social
activity, tto supply reasons f or behavror that conforms to convention (1979 219).

|

'

Consequently a perceptron “of the norms that exrst wrthm an orgamzauon can only be gamed

‘by |denuf ymg those ideas, values and behaviors, as arcueulated by actors which are taken
® .
for granted. This can done by analysmg the .accounts actors grve of thetr behaylour wrth v

. regard to their abrhty 10 explam their, behavrour and in regard to ‘the explanattons they grve

f or not engagmg in altemattve behavrors charactenstrc of other mdmduals in other groups

| lnvesugatrng the oentral problem of thts studyv in the manner outlmed above should:
" not only provrde an understandmg of the expenence of bemg mvolved W1th a sport
organization but also provrde the growmg number of researchers mterested in applymg '
Giddens theory of structuratton 10 the study of orgamzauons wlth some empmcal-ewdence
and insights upon whrch to develop more cornprehensrve studles of orgamzauons fri Tom this
theoretmal standpornt Tlns completes the dtscussron of the conceptual 1deas that have been '
used to guide this ‘study To conclude thrs chapter on eentral 1ssues in the study of sport o

orgalzahons I shall consider the sub problems areas as outhned above in ;erms of the

msrghts supphed by previous work on sport that are relevant to the desngn of thrs study

b " e R . - .
T / ) ' C e e ! ' ‘
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task of examining the experreQe of mem ' l‘Shlp wrthtn these orgamzattons there is some
research which tmpltcrtly touches on.the di enstons of thts expertence Thts section will touch
'. upon thts research as+a means of gaming a dtmentary understandmg of the nature of
organizational experience within sport‘ organiz ttons andgtdehtrf ying’ the gaps Whlch this study
‘attemptedtofill - ‘ - - A |

The first dtmenSton of orgamzattonal ex rience is the design and rnethods of

execuuon of tasks within sport orgamzuons Much ol‘ the lltcraturc on the desrgn of sport

- '

organizations suggests that there has been a growrr\g bureaucratizatton of these orgamzauons
| The extent of the bureaucrauzatton of these organiz ations has been llmtled 10 a dtvrston ol‘
labour which results in the functtons of of fices betng specrf ied along wrth a umf ied control
system in terms of a set of rules and regulattons (Slack. (1983) and Cunnmgham (1986)) .
The consequences of this movement towards greater diff erenttatton of tasks have been
| regarded as both posrtive and negative. Slack (1983) suggested that a posrttve consequence of
this occurance has been a greater range of chorce of roles within the orgamzatton. At the same-;
. timé however Slack (1983) also noted the move towards bureaucratization served to
perpetuate the extsttng class dormnatton .that is characteristic of the broader capttahst society | "
‘rn whtch_the organization he studied operates Furthermore as demonstrated by Campbell

’. , (1984) Cunmngham (1986) and Slack (1983), the increased specraltzatton standardtzatton
and formahzatton wrthm sport orgamzatmns has lead to centrahzauon of dectsron makmg .
~‘whrch put consrderable power tnto the hands of small number of indrvrduals B

| Mtssmg from tlus research has been any rndtcatton of the day-to- day operatton of

these systems and the way-in whtch they are expet;tenwd and rnterpreted by the mdtvrduals ‘
~who are mvolved in thexr rmplementatton Consequently. one of the conoerns of thls study :

4

was to obtam an mdtcatton of how and why a parucular system of relatronshtps is mamtamed

thhm a sports orgamzauon.from the point of vxew of ”the actors themselves For examplc. ‘

“ .actors would be asked why they did what they did the way they did and how they f elt about

™~
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' what they were doing.

© With regard to the dtmensnon of hlerarchy and-control within these organizations,

”research has mdlcated that the mcreased bureacrattzauon of voluntary sport has increased the

number of rules to whtch the members of these orgamzauons are subject The work whtch has
focused on athletes nghts in Canada dtrectly examined the 1mpact of heirarchy and control
upon the expertenoe of bemg an athlete Kidd and Eberts (1982 12 13) noted whtle sport

&~
govemmg bodies have an understandable conoem that athletes deport themselves m a

' responsrble sportsmanltke f ashron somettmes ‘the rules govermng athletes behavrors of f thé

field (however well- mtcnttoned) prohtbtt orfdtsrupt activities in whtch the athlete engages for
the very purpose of. competmg at his or her best A growmg concem wlth the expenenee of “‘; |
hterarcy and control as. u relates to the athlete has also been noted by Beamrsh (1983) to |
which 1 have already refered in chapter one. The 1mportant observatnon noted thefe was

'Beamtsh s statefnent that mcreasmg ef forts to produce winners have led to an expansron of

¥

" the ef f orts of sports professronals to extend their control over athletes s lives by 1ssumg a

: plethora of dtrectlves rules and contracts. Athletes while they do make up the ma_tonty of

the membershtp of these orgaruzatrons " do not comprise their entmty Other roles exrst wrthtn
these orgammtrons and are also subject to hierarchy and control Futhermore the research

that has focused on athletes's rights has focused Specrl'tcally on the concerns of athletes who :

" are of mternattonal caltber These athletes represent a small percentage of all the athletes who v

A

'parttcrpate m sport tn Canada Thetr concems rnay mfact be qutte dif’ ferent f rom those

athletes that parucrpate in sport at a much lower lever Hence with regard to the expenence

\

of hterarchy and control ina voluntary sport orgamzatron thts study concerned xtself wrth
examtmng this experlenee thh as. broad as scope was possrble 1 :
Fmally. the thnd dunensron to be consrdered is the exposure to values and rdeas that

takes plaee wrthrn sport orgamzauons ’l'here has been httle research .on thts dtmensron per se..

L 'Nonetheless lmpllctt in the literature on sport lS an tndreatron that a number values are often
e assoctated thh sport and that a nuntber of values assocrated wrth other areas. related to sport

L have had an impaot on sport orgamzations thh regard to the former some mdrvrduals

¢
. . . . ‘ .
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ability to enhance self -development: andargue .

e, of eveMvery nationality, whetheri’.'.\

rich or poor (Kidd (1981)) These individua'ls fear that an mcreasmg focus on ‘hrgh

define the ir_nportance of spoft in terms of i

for the right'tosport for everyone, of ev_ery

perf ormance " sport, whtch legitimates sport partrctpatron solely on the basis ol' one' s abiltty L
{0 win medals at mternatronal sportmg conteSts has served 16 make sport mcreasmgly ‘ Vo

rnacesmble to the majonty of Canadlans Important in this’ respect are the constant ref erencesf\

" "
’ 3

+in the hterature concemmg govemment involvement in SpOl‘l A number of researchers (e
Beamrsh 1982 Broom and Baka 1978; Hallet 1981 Helmes 1977 1978 and Krdd 1981 1982)
have mdtcated that governments havc mcreasmgl) encouraged voluntar) sport organtzattons (VS

o . *
i

make the development of elite athletes therr number one prtorrty

\ T Values concernrng areas not drrectly related to spOrt per s¢ have also had an impact on-’
spart orgamzatrons Prtter Slack and Cunmngham (1985) reported that mdlvrduals involved
with voluntary sport orgamzatrons indicated that there has been a shrf t in the values held
concerning a number of areas assoctated wrth ‘sport. These value areas concern the f ollowmg
1) the role of government in the development sport, 2) the staf f requrrements of volunteer :
orgamz.atrons and 3)The applrcauon of screntrf ic prtnctples to all aspects of amateur sport
The research whrch has revealed the many values that have been important to the
development of sport organrzatrons has satd lrttle about the dynamrcs of mteractron wrthm
orgamzanons that led an organtzatton to support a partrcular value onentatton towards sport
and other areas assocra.ted with 1ts practtce One of the aims of this study was through
examing the exposure to values and rdeas that takes place wrthm a sport organrzatron to
) understand the crrcumstanees underlyrng the orgamzatron s posmon on the above issues.

4
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In thrs chapter a drscussron of the eentral 1ssues m the study of social organmtron
. was put forward through a consrderatron of thden s theory of structuranon, The theory of
g structuratron was shown to provrde a comprehenswe means ol‘ understandrng the relattonshtp

between structure and agency tn the development of orgamzatrons and soctety ‘l'he relevance ' ! '



: of the theory of structuration to the study ol‘ sport orgamzatrons was explored through a

1}

. crtuque of prevrous _ef forts to iatilize thts theory to study of orgamzatnons The' cmrque ‘

o emphasrzed that Gldden s conceptualtzauon of the modahttes of structuratron was the key

component of his theory thden s conceptuahzatton of these modahttes was then used to | - -

illustrate the explanatory power and ltmrtatlons of Salaman S, work on: orgamzauons whtch ‘

\

was tmttally used to develop the sub- problem areas of this study It was suggested that the '

modalmes of structuranon put forward by Grddens could be studted by means of the

v

' dlmenstons of orgamzattonal experrence developed by Salaman to provtde an understadmg of
the experience of membershtp within a voluntary sport orgamzauon The modalrty of ’
mterprettve schemes would be explored through an exammauon of the organzrtton and desrgn i

| '. of tasks wrthtn the sport orgamzauon “Theé modality of f: actlrty would bemvesugated by
focustng on the expenence of hierarchy anq control that takes place within a sport ‘
orgamzatton The modaltty of norms would be examxned through the mvestrgauon of the

exposure to values and 1deas that takes place wnthm a sport orgamzatron

Yo (

The chapter concluded with'a brtef overview of the hterature on sport orgamzatrons

relevant to the sub problem areas of the study Through thrs overview a number of ‘conoerns
‘ specrf ic to each problem area were 1dentrl' 1ed for further tnvesugatron thh respect to
| mvesugattng the desngn and execution of tasks within the orgamzauort I suggested a need to
understand thls in ferms of the day- to day acuvmes of the orgamzauon It was suggested that
the mvestigatton of the é\xpertenoe of hrerarchy and control in the: organzlatton encompass as
broad as scope as‘is possible And ftnally. 1§ suggested that an rnvestrgatrén of the exposure to
values and tdeas that takes place wlthtn the orgamzauon bé used to gam msrght into the

ctrcumstanees underlyxng the.orgamzatron S posrtton on a’number of value ‘areas relevant to

the orgamzauon of sport PR




' 'strategtc conduct Constderatton was also ngen to the ongomg debat whtch have f ocused on -
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The l'ocus of thts study was 1o 1nvesugate the expenence of membershrp in an amatem

sport organizatton In consndermg the sort of research methods and prowdures that would be

,most f rurtf ul to such an analysls rt was tmportant that those utthzed in this study be..

: analysrs used in thts study namely the theory of structurauon was its f ocus on the

\

compattble w1th ‘the T ramework of analysrs The dtsunctwe feature of- the f ramework of

y !

" tnteractron between structure and agency through msutuuonal analysrs and the analysns of

" methodology wrthm the drscrplme of sport socrology (cf Beamrsh l981(a) & (b) Gruneau

1978, 1983; Hall 198S5; 'Helmes 1981 Ingham 1979 and Whttson 197& 1986) Of the vartous )

‘ approaches that have been discussed through these ongomg debates quahtanve approaches

. These approaches tend to be more sensmve to an mvesngauon mto the expenenee of

;extent be used to overcome the ltnutatlons of the other Orgamzattonal documents provide

‘and assocrated methods appeared to be the most compattble with the focus of thts study

orgamzauon masmuch as they plaee a larger emphasrs on the understandmg of hved human

v i . ' [ \ I
t

,expenences (Gruneau (f978)) lg‘.‘ﬁ e VI~ L

’

The qualttmve methods and data gathenng techmques whtch were used in thrs study

/

B . were chosen for thetr compatlbthty wrth the central focus of the study and the guxdmg

- ‘f rame‘ork Three data-gathering technxques were selecteti These were the focused tntervrew

i 'and*comphmentary supply of mfornmron Furthermore. each techmque could 10 a eertarn

\‘

‘ mformatton that 1s essenual to understandmg the tnstttuuonal aSpects of the theory of

B document analysts and dxrect observatxon of the orgamzatton s acuvmes As w:ll be made oL

; "-,5 clear m the followmg sectron. 1t was felt that these techmques charactensttcally provnde a LCh

e
.

structurauon whtle m-depth mtemews and dtrect observation of the actors provxde data that-f vl

e _are relevant to the sttategnc conduct of socral actors. A more complete understandmg of the



§ Selection o( the Sport Organization :

features of these data gathermg techmques is' the focus of a later section. Pnor o consrdenng

'\

~these techmques m detarl a descnptron of the orgamzatron and respondents used m ‘this study

o . ' ! ' . B ' . )

is appropriate. S o e .

:

B. Selection of the Organizatlon andﬁ,.Respondents of the Study

[

f- One of. the largest and oldest track and field clubs in the Cll)l of. Edmonton was

3 chosen as the f ocus of thrs study Several f actors were consrdere in choosmg this * A

,..orgamzatron Flrst of all because this study was concemed wrth the lrmrts and possrbtlltres

one conf ronts in the practroe of sport it was, felt that the orgamzatton studred should be one

whtch had in place easrly 1denttf 1able rules and procedures governmg 1ts own operatrons and

»the rrghts anq oblrgatmns of 1ts membershrp Secondly rts regulauons should have e{f eeted a

‘,relativel) large number of mdtvrduals who voluntartly chose to belong to it. Fmally. some

consrderatron was gtven to the. aceessrbrhty of the orgamzatron Stnce the general methodology

of thrs proposed study rehed heavrly upon mtervtcwmg and some document analysrs it was

" rmportant that both mdmduals and documents be aceessrble to the researcher Ideally. the "

1
]

avarlabrhty needed to be such that 1t enabled the researcher to retum to data sources

,repcatedly Thls was necessary in order to mamtam a mrnlmum standard of reltabrltty

",

Wlth these l‘aetors in mtnd a number of sport orgamzauons were unmedxaﬁy

elimmated Oonsrderattons of accessrbthty ehmmated regulatory sport orgamzattons that were

h .mternatrqnal and nauonal m scope These orgamzauons are hrghly maccessnble smce thexr

. members and off rces are Spread out across large geographrcal drstanees, or a great dnstanee

.A

o :‘away from the: locatton of the. researcher Quesuonnarres are often used to overcome thls



’dtstance and orgamzauon that was more accessrble was chosen

The West Ctty Track and l‘leld Club” (WCI'FC) was selected because it best met the

" requtrements of the study The sMall size of the orgamzatton (approx 80 members) made lt |

easrly accessible and manageable for the purposes of this study Furthermore ‘the researcher |

had some expenenoe with the organrzatton as well as track and f teld -in general Thts provtded

" a lmowledge base that contrtbuted to many aspects of the study, such as “the developmkent of

'documents C e

' the interview schedule selectmg approprtate mtervrewees and gammg access 10 orgamzattonal_

.Selectidnoflnterviewees‘v o o ', .

~

were tnvolved

, Practtcal reasons related to time and manageabtltty of the data made it necessary to

I

"identtf Y those tndtvnduals that ‘would be able to provrde inf ormatton that was 1mmed|ately

in this regard T e , e

Ftrstly, this study vias primarily aimed at ob%arntng mformatton regardmg the .

expenences of orgamzattonal membershtp of a broad range of 1nd1v1duals ln thts regard it

was 1mportant that the respondents selected for the mtemews represent the variety of roles

and posmons wtthtn the organtzatton It was tmportant as’ outltned in chaptet one, that thts

.study. unltke prevnous studies 1nvolv1ng sport orgamzattons have a focus that tncluded ,

respondents who were not drrectly mvolved in dectsron makxng as well those tndmduals who

a ooy N

Secondly. in order to allow as complete an analysrs of the Sub-problem arca of e o

' \s‘hrerarchy and control wrthtn the orgamzatton as possrble preference in: selectton was gtven to

}\

- relevant to thé proposed study. Several characteristics of the proposed'.study were”tmportant a

2N

AN

' mdmduals who had mamtatned a long ttme mvolvement - greater than two years — wrth the .

.....
<«
st Lo

‘ N . oo [ M o . k N c la
v

“ At the request of the orgaruzatton ] Board of Dlrectors pseudonyms wete uwd to- .
e ,.preserve the anonymtty of the club and the mdwrduals who were the focus of thts
study AT ‘ Lt St ,

o

. '_'I"the tmpact of dtfferent forms of control on thetr ablltty to realtze thetr purpose or purposes in. .
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» jommg the orgamzation

£

7 supervrsron of any one of the f our coaches The rmmmum age for partrcrpatron in the study - o
iwas 16 because tt was unltkely that athletes younger than thrs age would have been mvolved\

‘ with the assocratton f or a length of trme that was necessary for them to contrtbute usef ul data

C. Dita Gathering Tecliniques Used in this Study

53 .

o

- :
"In keepmg wrth the above consrderauons 15 club members were mtervreWed Thls _ .
S%

- sample of rndrvrduals was comprised of three (two male and one femaleTof the four coaches

in the WCTFC that met the req_trement of longevrty of membershrp in the orgamzatron It :

‘was not possrble to mtemew all the coaches because. one coach was outsrde of the country

- during the course of tlus study and unavarlable In addmon to *the coaches one admtmstrator

1

(f emale) and eleven athletes (fi lve females and six males) were also rntervrewed The sample

!

of athletes mcluded no less than two and no more than four mdrvrduals who trained under the

\ /\/

e

'tothestudy o N

lntervgws were conducted ina varrety of locattons, These locatrons were: thé home of

ey

» the researcher ﬁi‘off)ce at the Umversrty of. Alberta and the homes of two of the

?

. respondents The mtervrews lasted anywhere l‘ rom a mrmmum of forty f ive mrnutes toa

" .
maxrmum of two hours All mtervrews were recorded and transcnbed verbaum It should be

N

- noted that the mtervrew of one athlete was parttally sporled due to an undetermmed fatlure of -

the recordmg equrpment that Was used. Responses to two ot‘ the threc quesuon areas weze lost

»

, " ot rnaudible Thrs loss of. data was not felt to be srgmfrcant IR

. v.' i
Y

IS

The ln-depth lnterview R | | o
» ’I'hls study was coneerned wrth mvesttgatmg the expenenee of membershfp wrthm a o
sport orgamzatron wrth an emphasxs on the meamngs of sport Several attnbutes of the |
m-depth tntervrew suggested that rt was the most appropnate data gathermg techmque for
thrs study m vrew of rts atm to achreve a nch understandmg of the expenenoe of

orgamzauonal membershlp . i ' _‘__ L B i S . S

‘e
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.quLestxons that can be asked and consequentl) do not limit the type of dasa obtamed

A mtervtew E ‘, S e

v e . , ' Lo s - . ' . ' ' . '
' - e . ! N o " o ' . ' .
\ . N . . B R .
. * . . . .
Co. . . } | R . . .

Several advantages assoctated wrth the in- depth rntervrew are noted in the ltterature on

‘ SOClal research techmques One major advantage of thrs techmque rs that 1t allows the

”researcher to 'dtg deeper and obtarn a ncher understandmg than other survey methods
"(Moser and Kalton 1972 299Q) It is a. research techmque that allows the mvestrgator to

acqurre rnformatron about reacttons and responses to past events o ’

N

In- depth mtervrews also tend to yreld more data than other survey research techmques

mcreased amount of data accumulatton In depth mtervrews do not restrrct the type of

T
\ v

Furthermore in- depth mtervrews ‘can facrlttate better responses 1o questrons Smce there are
i '

few restrtctlons on what can be asked or how a questton is asked the mtervrewer is, able to -

explore as much as possrble wrthm the toprcs to be covered Thts ensures that there wrll be a
‘mtmmal number of "don t knows "no answers or mtsmterpreted questtons" ln addrtlon
mcreased data accumulatton is acrlttated by the fact that the in- depth mtervrew may be

consrderably longer than other survey research mstruments such as the telephone interview, or

O‘ . the questronnarre Indrvrduals are, much more hkely i) cornplete;a nlnety mtnute mtervrew |

‘. than they are to. complete a, telephone survey or questtonnatre requlr;ng the same, length of

time for completron The fact that the explanatory and exploratory nature of thts study

\ requrred as much tnformatron concermng the expenenee of bemg mvolved wrth the

‘ orgamzatron as it was possrble to obtam gave further support to the use of the m depth

: ' 2 S ' 1
o . . bl -

sl -

- Ftnally, the in- depth mtervrew allows the researcher to make observattons about the '

"

, : ; jrespondents For example non verbal reSponses (1 e nervousness hesrtancy or addmg

| emphasrs) or attempts by the respondent to skrrt partrcular topiés’ yielded mf ormatton that
- supplemented verbal responses For example dunng the mtervrews wluch took place in- thts

o study, a'number of repondents ratsed thetr voxces and banged therr ftsts agatnst a desk when

1' Nl

- m conJunctron wrth other relevant tnformatton that was f elt to yteld unportant supplemental

.

-

‘ such as questtonnalres and telephone mtervrews A number of factors conlribute to the “ | L

‘ ‘replymg to some of the questtons A note was made of these rgsponses and they were analysed



“';problem T R R

L tnf ormation. 'In addttton the oocurenoes of these behavrors were noted in the analysis vxl\ten it
‘ i 4 . , K
| was approprtate ie., in the ‘case of quotattons taken from the intervrew data IR

' L Coa

There are two major types of dtsadvantages assocnated thh in- depth tntethews The ‘

.f trst drsadVantage relates to valtdtty It ts somettmes dtff tcult to check the data obtatned from

[

‘mtethews for valrdtty because they may not be vertftable A respondent s subjectrvny may

| tnﬂuence the response gtven to the questtons put forward by the tntervrewer Cole descrtbes

this problem as follows K ." o T
] The subject may’ gtvel the intérviewer answers that he or she belteves the interviewer™
~wants to hear, or the subject's perception of "reality” may be severely distorted, or

there may be Stgmftcant descrepancies between the attitudes of the subject and the

,subject 8 behavrour (1980 101) n .

:‘However as Cole also pomted out later these problems can be overcome by tntervrewmg as

many dtfferent subJects famtltar thh the t0ptc as possible maktng eertam to ask each one a

I3

set of simtlar tf not tdenttcal questtons whenever possrble Thts was done dunng the course

s, 4

K 'of thts study Any responses that could not be Venfted by. means: of another’s responses

”

o ‘through oggantzattonal documents or the researcher s observattons of thetr acttvtty were .

" noted and dtsqualtf ied.f1 tom the data analysts ‘ g ,
. b T . s [ o

Ve — v,

o "‘ The second major problem thh the in- depth tntervtew ts reacttve meagirement error.

\

A respondent s knowledge that' he or she ts part of a research process may cas that '
‘ tndmdual to respond aecordmg to a role deemed by htm or her to be approprtate . The most

'common techntquec used to overcome thts problem are guaranteetng anonymtty and putttng

L the respondent at ease Both these techmques were employwd to mmtmwe thts source of

’ 'error Unfortunately. netther of these methods have been shown to completely ehrmnate thts

L- [

. o . e oo ' S - . o ‘ L *,

. "‘»lCollectlon of Organizattonal Documents TR :

‘. ) - . . b tl

Organtzatmnal documents were alsoused as a data source tn thts study (a ltst of these |

K ?‘ 'documeuts appears later) These documents were pnmartly used to provrde mformatton

S ;v‘related to the structural charactensucs of the orgamzatton The tnformatton ohtamed from -

L 'these documents was analyzed in’ conjuncuon thh the data obtained from the mtervrews as a

@
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i;.\. S means of examtmng the relatronshtp between the formal rules and regulauons (’)l‘ the

ay " . B Lt
S :

organtzatton and the exPenenee of bemg mvolved wrth tt o f“} At “ <
A "\' -;“,\."

One of the greatest advantages of orgamzatronal documents is that /they are - :

. ! |.(« R .

, » tnexpensfve wrth respect to both ttme and money As a result research usmg thts type ol" data

L . ’

source can be undertaken on a relattvely small budget Thts mtmmtzed the nwd for concern

)
t '’ ll\‘l

regardmg the ef fects that unforseen fmanctal constramts may have brOught to bear on m'.s
research The collectton of documents also has the advantage of being a very unobtruswe
research techmque 'l‘he researcher seldom if. ever has an ef fect on the ttems Qr study. Thls ;

e o ' v
- dtrectly COntrasts the m depth mtervlew rn whtch reacuve measuremeht is htgh due to the L
W | 'effects of the presence of the researcher ) ‘:. oL . T |

' . '
! e C ! .

L

The major dtsadvantage assoctated with this sort or data source ts the fact that it rs
) ) o ' i

dependent on: avarlabtlrty and that the mf ormatton avarlable 1s lrmtted to that whtch exists m a.

i

E recorded form. Thus when selectmg the orgamzauon that was 1) p;gvrde the data for thts '

\

study the reseacher had to be certam that the Orgamzatlon whrch was fﬁﬁ;’lly selegted was -

wtlhng to allow lnm access to the documents deemed neeessary to the study Another O ’ :

Y T . A

drsadvantage of orgamzattonal documents ts that they may contam a large amount of L
D R
" mformatron that 1s not suited, or is irrelevant fo the needs of the researcher Sortmg thr0t1gh

large amounts of rnf ormatron reqmres a greaLdeal of trme Fmally, orgﬁmzauonal and other _

“

L documents masmuch as they are secondary sources of data can present problems assocrated,

thh reltabtlrty and vahdtty These problems were OVercome in the same manner as they were

C , ' L

dealt wrth m regard to in depth mtervrews Datat contamed tn documents can.be venfted by
R cross referencmg mth mformanon obtamed from mtervrews other documents and m some

cases observattons. S "., s '; e IR SR

Observation R ,' o o N SO S SRUEPERY
A component of f 1e1d research was mcluded m thts study..'l'hts eons:sted of the
techmque of dtrect observatton In thrs regard observatmn mvolved purposel‘ul and selef:t;ve K

o watclung and listemng ’I'he researcher § mvolvement in track and fteld placed htm m contact Lo




o ' (). " s

with many of the WCT FC members on a daily, basrs The researcher took advamage of this

sntuauon and on several occasioxrls observed the behavxor of the WCTFC members with which’
he came in contact, makmg notes of observauons that seemed relevant to this study

Observatton was used in a limited capacity in thrs study Durmg the course of. the study lhe

reseacher was able to observe the interaction between club members that tooli place during,
thenr lrammg sessions and during a meeting of the Club's Board of Directors. ln addition, the

researcher was able, on a number of occasions, to observe one particular individual as he

n . by ¢

executed a number of administrative tasks which were relevant to the activities of the

!

WCTFC:

2

Some, but not all, of the individuals that were observed during the course of ‘ this
study were aware that the organization was the focus of a study, Bowever, it was very '
unlikely that they were ever aware that the observation“sof their a.c;t.ivity would belpart of this
stud);. Frequent contact with the members of the club was a regular and routirie pa‘rt of the
res;a;qher's daily life, consequently, these individuals had little reason.to ‘suspeel their ",‘. iy
interaction was being closely scrutinized and recorded for research ourposes. |

Information arising f’ rom observatiorTs was collected in the form of field notes. These
field notes were arrelyzed in conjunction with other data collected during Lhe'study. These
-notes provided the researcher with an addrtional means of checking the validity and reliability

A}

of responses obtained during the interviews.

‘D. Topus Addr&ed in the Interviews
The themes that were cow;red 'm the f ocu@ interviews were pnmanl)" concerned with
the sub-problem areas of the study: the and design of execuuon of tasks within' the
organization, the experience of hierarchy and control, and the e;(posure to values and ideas
tha} took place val’ithm the oréeMmﬁou. An open-ended type of interview ‘scﬁedule; was used.

Below is an outline of the questions that we¢ to guide the interviews.

" 1. Design and Method of Execution of Taske®® L e

a. How did you first become involved in track and field?

“

S . |

- ‘ . i - ~
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2.

‘3.\,

~d. Describé how your track and field involvement is organized? ~*  «

o b, _‘Whar do you hope' 1o accomplish or gay

v . ‘
] PR C '

b. Ho\lv and .whj did you become a member of the organization?

c.. What is it that you-do in your organization? -

nl . ’ \ "
- In detail, des’cribe the different ways you participate. '

A

-, "How is your trammg orgamzed"

“-~  Why have you, mamlained a Iong term co Ailme’nl 10 track and field?

t

K Whal. rf any, are‘your responsnbrhncs to this organization?
Hlerarchy and Control
a. Who makes decrsrons concc’mmg drff erent aspccls of your partrcrpauon"

via your association wrth mrs organimuon”

1

c, What softs of resources'do vou feel ar¢ necessary f or you to achieve the above goals?

~~  Ate these resources made readily/available to you. through the organization?
~ How afe you able to access the/resources made available mrbugh the

organizaton? .

-01 negauvely?'-

e.” Are their any regulatrons
. would you go about tryr g to change them?

f. Which groups or mdrvr uals do you feel have the most power lo'make decisions |
‘regardmg the rules w ch af feot you with regard to: |

- 1 .€. team selectx n, f undmg program avarlablhty. access to other resources"

g. Who (fo you feel should have the power to do the thmgs lrsted above?

Values and Ideas

‘a. What is the\ resp nsibility of the organization? ' s .



.€... What gre the major issues facing the organization"m ‘ C

E. Organlzatlonal and Other Relevant Documents

- Descnbe the program focus of the orgamzatron” : . o

4+ WHat do you thmk about the value of paymg coaches and admlmstrators for the
work they do on behall‘ of the orgamzauon" '

. Tell me about the role of govemment in your sport and in your orgamzatton

. How do you feel about the usage of scten 1c trarmng apparatus (i.e.

" tréadmills, eletromc muscle stimulators, P% ologtcal tests) in your sport?

d, What was your most tmportant reason for decrdmg to Jom thrs club as opposed to

1
£,

3

' another srmllar orgamzatron m the crty”

1 p v
’ 0 . ! ————

VoA ! o o ‘l

Asa means of. collaboraung the responses obtained f Tom the mtervrews a number of

documents were obtamed ‘and examined with regard to this study.

"
2.

F. Analysis and Treatment of the Data

~
\ [

The c':onstitution(s) and-by-laws of the organizatlon.. l -
The current poltcy manual of the orgamzatton

Mmutes of the meetings of the Board of Drrectors held between November 1985 and

!

November 1986

N

’I’he mmutes of the Annual General Meetmgs held in. 1984, 1985 and 1986.

.

l"r ‘
4 | ‘

I

The data obtatned through the techmques outhned above were analysed usmg a latent )

coment analysrs process (cf. Burton and Dale 1984) The data collected were coded mto

categones and sub mtegones The main oodrng eategones were provxded by the sub- problem

.,

 areas of the study Sub -categories were developed in accordance with the toptc areas and

patterns that emerged durmg and af ter data collectron Informatron pertammg to each of the ‘

‘ sub problem areas was. extracted from the aggmgate data obtamed from the r@wews and

placed in a file set aside for each sub- problem area and mdexed aeeordmg to the

sub- categones which were 1denttﬁed As each sectton of the results of the study was comptled

-

- »



.
‘
[

these files were consulted and evaluated in conjunction with refevant field notes,

organizational documents, and the theoretical f rainework of ‘the: étudy to form the basis of .the
. -~ [ ‘ ' '

' observations and conclusions of .this study.



Chapter IV ‘
The Experiepce of Organlzational Membershrp in the West City Track and Fleld Club

—~.~

A lntroduction B '-'. . ‘ - o

.In this chapter 1 will explore the nature of the expenenoe of membership wnthm the
West City Track and Freld Club (WCI'FC) The findings of the research wrll be dtscussed
under headmgs which corresponon the three-sub- problem areas of ‘the study and the L
\ modalmes of structuration put forward by thdens ‘theory of structuratmn
L The de.rzgn‘ and melhods of executlon of tasks in the WCZ' FC - under this headmg the
| focus was on the accounts which actors gave concermng what they do as members q the '
orgamzation This type of data made rt possible to gam some insight into the modahty of
‘ mterpretrve schemes descnbed by Giddens (1979 1986) by 1denuf ymg the background
yassumpttons me4nings and sense makmg that mforms the understandmg that mdwiduals

‘have of their acm(mes. Salaman (1979). for example, examined yvork organnzauonSrrn a ’(‘ )
similar manner and was able to discover rria'ny 'assumptions-in modern work design that ‘

" influenced the structurmg of various tasks in these orgammuons Sumlarl;' ’the aim of
thrs study was to dxscover the assumpttons and behefs that underhe the deSngn and o
'executionofthetasksmtheWCTFC B _ o L
) 2 Hlerarchy and control in the WCTFC- the focus here. concerned 1dent|fyrng pattems of .
. | power and dommatwn that exrst m the WCI'FC Tlus conforms to the analysrs of the - ‘,
: 1' "modahty of facrhty whtch medxates the patterns of power and dommatmn whrch ﬂlustrate
the extent of merarchy and control ’I‘hrs analysrs focuses oh the abthty of the members
‘of the WCI'FC to reach the desrred outcomes whrch enther in; whole or in part motivated g
them to become members of the orgamzatron Here the coneern is, not ‘only wrth how\ -
" access to rulefand resources, as structures constrau;(efforts t6 reach eertam outcomes -
| ,,but also wrth how they enable mdivrduals to reahze eertam objectwes. ‘ o L -'-' '
3. ‘The éxposure to values and ldeas ln the WC‘TFC in tlns secuon further comments wﬂl be
| made aboult\ the structures that exrst in the WCI'FC and the expenenee of bemg a member 1.
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. of this organization. Attention‘ will be given to the impact of the normative behavior -

associated with competing values and beliefs on the structuring of the organization. This

takes into account the thrrd modahty of structurauon put f orward by Giddens, tha

of this presentauon will reveal some of the f orces which have shaped the types of

.

and regulanzed practroes whrch make up the structure of the. orgamzatton and which are
. relevant to its f uture structurmg

Prior to begtmng an mdepth dxscussron and analysra of the results of thls study it 1s

' s’ \

1mportant 10 comment on some of the drstmgulshmg characterrsttcs of the. WCTFC. It is

essenttal that the reader be made aware of these charactertstrcs in order to understand the
"content of the analysrs that wrll be presented and the context in wh‘ch the analysis tool( place
' Grddens (1979,\1984) has emphaslzed the 1mportance of trme and space to the study of

socrety as these elements have much bearmg on the structurmg of social systems I shall not

: haVe much to say in thts regard beyond 1dent|f ying the time and geographrc locatron of the

C organrzauon whrch was studred This is not to suggest thesé are trlvral concerns Nothing

o

could be further f rom the truth. Nontheless time and space analysrs goes beyond the scope of

»

thrs study They are noted so that’ f uture rnvesrtgators wrll have an explicit, albert general
' mdrcauon of the’ charactensucs of the orgamzauon and when and wherelthe events descnbed
g .m thrs study took place S | |
B West City Track and Field Club, 1986 | \ o ' )

| The WCI'FC is one of many track and fteld clubs located in thﬁ city. of Edmonton |

Alberta Fxrst formed in the early 1970 s the WCTFC has slowly grown to a membershrp ol’
| -appronmately 100 mdrvrduals who have jomed pnmanly because they are athletes. coaches or
parents of athletes ln the late 1970 s the. club became formally mcorporated asa non profrt |
' »orgamzatron’ with the Alberta Department of Consumer and Corporate Affairs The by laws
) :

o -of the WCl'FC hst the followmg as 1tsobJects Ce B K\

1.".‘ To encourage partrcrpatton in traclr and freld events by xts rnembers

1
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2. To strive towards recogntzed standards in track and fteld and to promote good o
| ‘. E sportsmanshtp among competttors as well as strtvmg to achieve a hrgh calibre pf
| . performance ‘ o
30 To provide f or the recreatton of the members and to promote and afford opportuniues

\

for friendly and s3cial acttvrttes . S

i ) ! ,!

" The af fairs of the club are managed by a ten person Board of Dtrectors compnsed of ,
o a Prestdent Vrce Presrdent Secretary. Treasurer Technical Dtrector Past Presrdent and f())l/
members at large The members at large are made up of one parent and three athlete
' representattves The club’s consututtons and by laws stated that "Membershrp in the WCT FC
is open to any person who has reached the age of 12 years and as otherwrse is acceptable to
' the Techmcal ‘Director**",' In addmon, it was noted that. pnor to acceptance into the,v'club on ,
| a pgnnanen't basrs athletes must demonstrate, over a reasonable period ‘of time, their o
willingness to train‘and. work out for anacceptable time each week" (WCTFC By-Laws: 2)\ ”
, C The Deslgn and Methods of Execution of Tasks wrthin the WCI‘FC .
To begin the analysrs of the expenenoe of membershlp wrthtn the WCI' FC I wrll focus |
on the ftrst sub problem of the study the destgn and methods of execution of tasks wrthrn
.. the WCI'FC In chapter 2 it was suggested that mvestrgating this sub problern area would
| 'prov1de rnsight tnto the modalrty of mtérpretrve schemes descrrbed by Giddens (1979) as the
background assumpuons meamngs. and sense makrng that tnforms an artor s understandtng
of what he or she does wrthm a parttcular envrronment Salaman has pomted out that one can
, - *begtn to drscover mformatton about the power and dommauon that exrsts wrthrn an f
" ‘_‘,vorganizauon through th;s sort of analysrs He noted, that B RN .
’lt is in the desrgn of work wrthm orgamsatrons that the real goals of those who own
‘or dominate the orgamsatlon are apparent ‘These may of course contradict official,
. public organisattonal statements, And it'is very usual for the purposes and priorities
~which are apparent in the design of work.— the meaning of organisational structure o

o . =10 be defined -by senior’ organlsational members. or to be defmed as. gotng beyond o o
lor being mdtfferent to. goals and mterests (1979 86) L L

" ;'_ w0 No where was any tndtcauon grven conoermng the cntena that govemed what- Co
. was, acceptable to the techmcal dtrector IR S SRR N

,.

”,, .



S Consequently. the analysns that w,xll take place m thts sectton w1ll not focus very specrf |c o B

‘certam tasks Were undertaken and performed m a parttcular manner

.smaller component of the club s, operanons and consequently, recetved less attentton l‘ rom the

Ioperanons unexplored However there was a conslderable amount of overlap m roles

- sub p;oblem area under three sub headmgs The sub headtngs correspond to the thgee maln

[

' .detatls of the actmttes undertaken by each group ol‘ mdtvlduals Rather ll wrll be more -

0 . A

’ c0ncemed with- the 1mpressrons .and the reasons grven by these mdlvrduals concernmg why

. y —
o

A

o ' | A general tmpressron of the tasks executed on a day to day basrs in the WCI' FC was ‘j

gatned through observatmn of the club s datly acttvtty, mtervtews wrth club members and

document analysrs Not surpnsmgly the executton of tasks in lhe WCT FC centered around

~ y

the datly tratnmg programs of 1ts athlete members Thts was wnthout a doubt the key\ f ocus ol‘ | "

v

the acuvmes ol the club and is reﬂected by the l" act that athletes ‘make up the overwhelmmg o

maJortty of its membershtp ’l'hev club ] mtended l“ocus on the athlete ts also reﬂected ln |ts : ‘
stated objecttve of encouragmg 1ts members to parttcrpate m track and l" teld and to stnve
I3

: towards achtevtng lugh cahbre perf ormance Since thts was the case the tasks mvolved in

t

.'bemg an athlete or bemg a coach became the_key fi ocus of thrs study Also 1mportant to the

1
l . " !
L& .
.

organtzatton 's operatton were a number of tasks that oentered around admtmstrattom

A " fa

Admuustratton although tmportant tQ the f ucnttonmg of the orgamzatton comprtsed a much‘

jmernbers At ftrst glance it. may appear that in focusmg the tnvestlganon prtmanly\ on athletes

" \

‘ and coaches tlus could very well leave the admtmstrattve aspects of the orgamzattbn s i

-

thh these pomts tn mmd I wrll proceed wrth the fmdmgs whtch relate to thrs ‘

..j"\ : g



- ;"'I‘rarmng and Compettng s S

b . . L
) R g

kecpmg, decrston makmg polrcy formulatron etc

L

» ‘As the mam purpose of the mvestlgatton mto thts sub- problem area was to gam an

.| a

understanding of the basrc assumptrons meanmgs. and sense makmg that rnforms each group

' of actors understandlng of what they do the analyses that follow touch on two areas. Frrst

r

. the actmtres ln Whlch the actors are involved wrll be drscussed Second l wrll also consrder ther ”

factors that had an 1mpact on how these acttvmes were desrgned and executed o "“ o

. ‘\:’,‘v ' ’. ..'.s

_ "The Design and Execution of the Task of Betng an’ Athlete in the WCI‘FC _ “
' ; \ " The task of betng an athlete in the WCT FC mvolved f our actrvrues whrch can be
7 "- considered under two headmgs These acttvmes were, l) tr'ammg and competmgY and 2)

tassrsttng in the f und ratsmg acttvrtles and (rf desrred) assrsttng in the admrmstrauon of club

- Below 1 wrll consrder factors perttnent to the desrgn and executton of each actrvrty ln each

’

‘ ; ,‘ case 1 wrll begm wrth a descrrptton of how. the task was destgned and executed In conjunctron

| lwtth thts 1 wrll also exatntne the basrc asumptrons meanmgs, and sénse- maktng that tnforms

' :w'hat these actors drd The reasons rndtvrduals gtve for dorng what they do of’ ten reveals the
: y e

-‘sense maktng and trneamng upon whlch the desrgn and executron of the task is based An
,understandrng of these factors prov,tdes for a rrcher understandrng of the expenence of bemg

r;tnvolved in a sport orgamzatxon than the ‘mere: descrrptrdn of behavror

o

.
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The overwhelrning majorrty of an athlete s mvolvernent in the WCI'FC centered

"around the trarmhg and condmonmg undertaken to rmprove athletiri,yrfonnance ’l‘hus when 2

<

rasked to descnbe what they do on a day to day basrs the athletes in the WCI‘FC referred [}

“" o8 .1'"thetr tralmng regrme ’I'he trammg an athlete did on any gtven mght depended largely upon K

ot the coach he or she trarned under and the eVent m Whlch he or she asprred to excel There

o ’were four coaches m the WCI‘FC and the content of trarmng sessrons vaned aecordmg to the

n coach wrth whrch an athlete worked The four dtfferent areas the coach& dealt wrth were

: mrddle and long drstenee runmng, sprrnttng. thr wmg, and multtple events v '_ - " ; : :

/




e‘ under three drfferent coaches dunng her mvolvement wrth the WCI'FC
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The basrc srmrlanues and dtf ferences in the day to- day trammg and condmontng ol‘

the athletes are best expressed by thetr own descnpttons of what they dld Teddy, a member

, of the drstance group descnbed hts day to- day mvolvement as f ollows

Well as you know we go out every day at5o clock "This is the' format just before
' iindoor .season. We generally ‘start training about late August or eafly September after
~ about a month break or however long depending on how long éur outdoor season
was. We start at about that time and a group of us, probably around an average of
about 10 a day, it is usually different people. I'm out there everyday. SEE
We meet at 5,0'¢lock (and) we go and do our workouf, We'll have a .
warm-up first, stretch .and we'll go for a joggenéidlly. Then we'll do our worltout
It's durmg the warm-up that we can talk and socialw.e and everythmg but when we
are just doing our workout it's gencrally pretty serious and we just try to get it done.
Afterwards, dependmg on everybody 's ipdividual schedule we might sit around and-
talk for.15 minutes to a half hour while we warm-down'or just take-off. We. talk ‘
about school trammg the future meets or whatever comes up. . \,
Not all the athletes in the middle drstance group fi ollowed the above regrme Teddy 5 comment '
+ E\ L)
" about drf f erent people attendmg group workouts mdtcates that lndrvrduals of ten attended

group tratmng sessrons on a drop in basts Middle drstance runmng is regarded as a stmple |
skill whtch requrres a mtmmal amount of supervrsron Consequently mrddle drstance runners
'often chose to, train enttrely by themselves without supervrslon Some athletes coached by the

rmddle drstance coach opted for thts altemauve approach and shted away from the group

| settmg These athletes are the "dlf ferent people that Teddy mentroned somettmes showed up

\

at tratmng sessrons .
In the other groups, trammg on one's own seemed to be less acoeptable if it could be
avorded More emphasrs was put on meetmg at a regular ttme each day and not begmmng a

worltout untrl everyOne in the trarmng group. who was expected had shown up Whtle the -

| actual detatl of what was done by any group varted the pattem of what was done was .

generally the same The coaches met ‘with therr athletes at a specxfrc ttme and plaee each day .
Before and after the tramtng sessron there was a fatr amount of socral acuvrty whtch oeased
durmg the eentral .or mam poruon of the sessron 'I'he vanety of approaches that the coaches

brought to the actual tralmng sesSrons was descnbed by Qwen, a spnnter who had tratned I

Well 1 had three different eoaches and cach one has been completely e
drffcrent than the other [Sic]. Like ‘day.and:night. I started with a distance coach, so :
we did more dtstanee runmng than anythrng That was wrth Mr Andrews He was

e e L
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‘ -really good. I was a spnnter then but we’ dld mQre dtstante stuf f Then Tamara came
T along and she was kind of adedle drstanee person trying to fit sprinters' workouts
in on the side. You know shie'd come up with a work. out a sprtnter one; and we'd
try it one "day Elliot " my last coach-was complete sprint.- ‘
\ Tamara was more person. oriented,. if that makes sense Wxth Elliot it was,
"Here is the workout, go do.it". He didn't gear it towards the individual.. "Leslie is
doing six repetitions of 800 meters, so you do the same,” is what he'd tell you. -~ /'
Tamara might tell you to do the same thing, but tell you to stop if ‘after the first.3 - '
you're dead. As. vhth Elliot you had to do all six, and you. don 't stop unless you've
. ‘done them. - - B
e Generally workouts are; the same. You go to the track, you warm -up, do
stndes _then you do the work out, . | . , S

{ Generally, the descnpuons grven by Teddy and Gwen 1llustrate what you could

herve if’ you arnved at eltlxér of the track sntes where the WCTFC members tramed on any
: “* grven mght between 5 00and 7 :00° P m You would have seen the WCTFC athletes scattered

"around the track area m thetr tralnmg groups wrth thetr coaches V‘\;‘ : o “ . ‘ ' C?

The reasons that athlete s gave fo,t: takmg part m these types of -activities. revealed a’

‘ number of aspects of th? expertence of betng an athlete That rs they revealed some of the

‘motlves that drove them to partrctpate in track and T 1eld and some of the constraints that
‘ had an’ tmpact on thetr abthty to mamtam contmued mvolvement in the sport. Athletes were

o asked 0 descnbe why they were, mvolved in the executtoh of the pnmary task assoctated w1th <
" ‘7 being an athlete — 'that ol‘ trammg and competmg They were also asked to descrrbe what

R | they hoped to accomphsh and why they had mamtarned thelr mvolvement oVer a long pertod

' A >

foftrme L | L L | .
Responses given. by athletes to the questton regardlng how and why they had chosen o
C) to take on thrs actmty tn the ftrst place shared some common elements Responses to the |
| “ __latter.questron about why they had mamtamed thetr mvolvement vaned almost in a dtrect '
| 'relatxonshxp wrth the amount of the ttme the athlete had been mvolved tn track and freld ‘
| f:i 5 “ thh regard to-patteras of tmttal tnvolvement most athletes recetved thetr frrst exposure to‘
"track and fteld durmg hrgh sehool If ftrst exposure had not occured m hrgh school rt occured
: o due to the mfluenee of another famtly member s mterest m track and f teld Trevo. one the
spnnters lntervrewed reealled the cucumstanees leadmg up~torhi5 mvolvement as follows =
Baslcally. l got tnvolved m track and fteld back m grade 8 in Jumor htgh That was .

‘the first time I went out.for the school track team.:We used to have County i
Champronslups out Sherwood Park and I went out for the /school track team there
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& ] That was my l'lrst year lt wasn t anythrng senous lt was just sort of a sport to do.

- L wifTast so I thought "Well go do’a sport,” so I tried track. I enjoyed it my first

L t. “ . Then the second yedr I won the County Champronshrps out there. That sort of _

sted- my. confrdeuoe and ‘got me more interested in it, seeing I was doing well in-
hrgh school I drd a bunch of different. sports, it 'wasn't just track and field. Frack -
. . and field was just one of the sports I did. I played basketball, a little bit of rugby.1
. Tan track and I'sort of got involved with the WCTFC in grade 11 or grade 12. 1,
started getting a little more serious with my track. I won provtnctals in grade 11 and ‘
in grade 12 I finished second. 1 was a little more serious then. I was playing soccer
too, in a league. But when 1 came to umversny l sort of cut out eveiything else and

\

concentrated on just track b . .

The above quotatton is charactensuc of most accounts of mdmduals Who linked théir

1nvolvement to thetr school expertences In'a couplg.’/pf mstances athlelcs ref. erred 1o therr
f amrly s mfluence tntherr myolvement One example of this, although a httle eX[‘reme -

perhaps was an ‘athlete who spoke of- track and field as berng in hel' blood
‘T got rnvolved because our. l‘amrly has always been a track family. Mostly distance .
runners though Way back in the early 70's I remember going to the field house ¢ y
Thursday night. They had meets, when 1 was about ten years old. And they'd say
okay today you're going to run half a lap. They wouldn't tell you if it was a 100 -
meters or 200 meters, it was just half a lap, a whole lap, from this line to that line.
Every Thursday .night we went. I used to watch them hand out WCT FC tops and
want one, but they never gave me one. Thén in htgh school I started domg well in . .
track in grade 10. It was probably my sister who told me that I should traln with a
club. Naturally. it had to be WCTFC It S m my blood
ti

The athletes that were intefviewed in' tlus study ranged in age from 18 to 25 years of

age. Most had been mvolved in track, and field wrth the’ WCI'FC for anywhere from 3 to 5

~ years whereas thelr involvement in track and field rn general had, in a number of cases, been

' T therr enJoyment of the sport "and a desrre to 1mprove therr perforrnance ln almost all

!

‘ ‘over ten years Those athletcs who had been mvolved in track: and field for the least number

of years ie.. Iess than frye years attnbuted thetr dedlcatron 1o trammg and competing o

s mstances athletes sald they selected track and f xeld over other Sports because it was the sport

there 0 I thought of pursumg thrs avenue

. ‘rn whrch they had the mpst potenual to excel A few other athretes added anOther reason

related to the structure of track and freld as the followmg quotauon mdrcates

‘1 found I had my best potenttal in track and field. I was good at soccer But, you ‘» o

“ 'know, I think a Tot had to do with the individual aspect of track and field. I enjoyed :
" i_ii"basketball and L. enjoyed playing soccer. I.wasn't great at basketball..1. was real good

at soccer. Yet; I felt:that track was more, like you make the decisions on how far |
_ you can really 20 vnthout relying on other players and other teammates to sort of .

A

" dchieve-the- goal. It’s you' and your coach and it's up to: you whether you want to put

. yourself into this. I think that had a lot to’ do wrth it. Plus the potenual was

\ :

1
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The above comment gives f urther support to some of the. arguments présented in the

A\
first chapter of thrs thesrs There it was suggested' that two sorts of meamngs mottvate "
mdrvrduals to act. These meanmgs were etther ol‘ a pnvate or pubhc naturt.,.’l‘he pnvate e
‘ Imeamng of concrete acttvrty, such as sport eneompasses a scnse of self -mastery and' power ,
n s

tnasmuch as Sport can be regarded as an acttvrty whlch allows human agents a capactty for

d

change and sell‘ change The above statement mdtcates that thts sort of meanrng was an

1

- tmportant motlvator as far as, becomtng mvolved m the activity of bemg an athlete in the

[

WCI'FC was coneemed Also tmportant were soctal consrderauons related to an objecttve goal | , |
embedded ln socral relauons that goal bemg the producuon of 1mproved track and freld b

. v,'perf ormance: That the desrgn and executron of tasks m the WCTFC was mfluenoed by thrs
'pnnctple is clearly tllustrated by the club s&]ecttve to strive towmds recogmzed standards

However the athletes comments indicate that thetr af fmrty towards or acceptanoe of this

pnnetple extsted before thetr entry mto the club | N ; , ) | “ b
Whtle the sense of mastery and assocrated desrre tc: perf orm were enOugh to motrvate . o

the relatrvely young and the newcormers to the sport these consrderatrons especrally the latter ’/'ﬁ‘

'had less rmpact on older athletes For the older athletes who had spent close te 10 years m o

" the sport conttnued mvolvement for, the sole purpose of 1mproved performance was dlf f 1cu]t
l

T rattonahze Three of the athletes intervrewed had been mvolved for close to 10 years All .

. three .were re- assessing therr commrtment to trainirig and cornpetmg as wéll as the other tasks’ N - ,' |
they performed as athletes Each tndrvrdual was at a dtf f erent stage in the process of

: ‘reassessment One ha decrded to end hrs tnvolvement completely He had gotten ttred of

o ."track" His tnterest i d
v :‘ athlete ] commttment to school was makmg rt 1mpossrble for her o tram on a regular basrs

o Thrs combmed wrth some problems wrth a recurnng tn}ury ahd her coneems about .'
* f/admuustrattve shortcommgs m the WCTFC placed her in a posmon where she was not .

" eertam 1f she wanted to%ont.tnue track and f ield even it bemme possrble in the near future

Ty

o
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some reservauons concernmg the value of belongmg to the club and conunumg on m track ‘

. 1
)

and f xeld m general Thls is how she descnbed her changmg feelmgs o ' ‘;\
Inmally l had dreams l wanted to be on- the national team.’F mean when I was a. ’
~.. kid, like ] think in secondary school -even high school, 1'd watch these megts on T V.
' and I'd ste all these athletes with "Canada” written on their backs. 1'd think, "Oh,
-, wouldn’t that be great,” That's what I thought, even if it was only one tour or, "
5 somethrng, L thought that would be the ultrmate That was an ultimate goal to
‘ represent your country.' ,
o ‘Now 1 have a much. more, relaxed attrtude I am going to' train because I |
u'enjoy it, I believe in the training I am doing and whatever becomes of it. I don't
~ want (o get too wrapped up with it. I don't want to get too wrapped up wrth certain
" .. meets, is this d selection meet-and is this? If 1 am having a shitty race, I am havmg a .
‘ shitty race. If. Idon't, I don't. If I have a good one well great. Obviously 1 want 100.
o You know ‘my:last season or two hasn't been that great.1 haven't been very' pleased
withit, I'd like to, 1'mean 1 still have certain goals'1 would like 10 accomplish. 1
think it would be a great accomplishment to have myself break 2 minutes in the 800
- . meters. If that. means I make a team on top of that, great, If I.don't that's okay too |
because I know there' s a lat of political stuff that gOES on 100, and 1 wish not to get
‘ involved with any of it. It's bécome more for myself Yeah I still have’ certarn litte
" .. goals because I am not satisfied. . : .

: Y | All of the_ commiénts ‘of the athletes mdlcated that the destgn and execuuon of the
" tasks they cpnf ronted‘embodled very strong assumpuons about thetr mtenuons lt l”as
assumed that thetr prtmary mterests could be met through producrng high level performances
in, ngrdly defmed competrtlve srtuatlons Whrtson (1984 69) has argued that within sport, as
in broader soctety, productrvtty has become ani end in 1tself Consequently men and women
‘are routinely evaluated in. terms of what and,how ‘much they produce. The consequence of
thls has been a rauonahzatton of sport analogous to the ratronaltzatron that occured in the .
work place As a means of achrevmg high standards of perf ormance mdmduals have had to
| : bec0me mcreasmgly dtsctphned and standardtzed in thetr approach to tramlng and

. competruon The desngn and execuuon of trammg in the WCI'FC reflected the type of ,

,producuvrty based ratronahty Whttson (1984) and a number of organrzauonal theonsts (cf

- Clegg and Dunkerley (1984) and Salaman (1979)) have suggested has led to a large degree of
. routlmzatton and spec1ahz.auon that exrsts m work orgamz.auons
| In the WCl'FC tratmng and compeung was desrgned é: # manner that enabled
a coaches to control and supervrse it very closely ’I'hts ensured thge trarnmg was executed

properly. i e m the manner mtended by each coach and in a manner consrstent wrth the goal

R "-of 1mprovmg athleuc perf ormance Trarmng was also routtmaed to a degree Athletes reported :

. & . S - \ . . ey T
' ‘ . BN . :

v
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that the design of the training that took place on any given day depended me time of

A

year or season. The f. all season was comprised of base trainihg which athletes cited as being

very demandmg but necessary. In winter the focus was on indoor compeuuons In the spring

“

actmly was aimed at lhe restorauon of the fall fitness levels, Finally, m the Summer came
the main competition focus, lndmdual sessions were also routine They consxsted of

"warm-up'f activity, the "main parl", and warm-down. The actual details of what was dgne
[
during caeh phase of these sessnons did vary to a degreé This variation -usually reflected l\

" time of year and "phase” of training. Specialization was also a characteristic of lhe task of

! « trainimg. Athletes t’ramed in groups based upon specialized categories of middle 1o long
o \‘l \
distance running, sprints, throws, and jumps. .

‘ Admmlstrauon and Fundrarsmg

\..

BeyOnd training and compeung the majonly of athletes perf ormed few Other tasks as

members of the WCTFC on a day-to-day basis. The remainder of their ingolvement donsisted
o ; ‘ ! . L N .
of at\tending the club’s Annual General Meeting, monthly Board meetings (if they were an

‘./athlete ren(esenmtive), and workiné at the bingos which: were organized by the club executive

“- to raise the nnds needed to subsidize the costs of being involved in track and field. Most
» ‘ 4

" athletes 1 spoke with found the n%nual General Meetings and the Board meenngs they
attended bonng Even those athietes who were active on the Board had few posmve thmgs to

v say about the vaiueof the meenngs they anended When asked to describe her role as athlete

FRat

TN representative in terms of her conmbunon at Board meetings Gwen responded

¥

“ \Y

,‘..' o To tell you the truth they don t 4sk you about anything. We'd just go to the S
U meetings and sit. I think back and they may as well not even have athlete reps ;.-
B because they don't use them how they should be used : .
'I'he task of bemg an athlete member -at- large requn'ed the mcubents to attcnd
monthly Board meeungs As. mgmbers at large, atl;letes were expected to contnbute to the
b . discussions and decismn makmg that took place at thése meetings. h addmon they were also ~ \
‘ expected to mfarmf the other athletes in the club of the events that 163k place at these's v

4' meeungs through (vord of mouth ‘Inasmuch as athdetes reportec;that they, rarely 1f ever,

s"



- actually f ulfilled these expeclalions the position of athlete member at large was a non-task

_ position. On athlet(;of fered an explanauon for this. He felt that most people believed tha\ if

:ﬂ

athletes’ were'gwen some langxble admmlstrauve tasks to perf orm they would have lmlc ume

10 devote (o them because of the large amoum of time they have to devote 10 lraimng and ®

other aclmrcs 'that took place outside of the club, No one offered any evidence 1o supporl -
this assumgl jon. Some athletcs did have some interest in the club admxmstrauon but did not
feel encour: ged to get involved.

! Alhletss were also required to contribute to the club’s fund raisiné activities, The
money: req;uir:ed 10 operate lﬁe WCl' FC was raised through holding bingos. It was every ~
a’lhlc‘te's responsibility te wérk at least five bingos each year or face a; f inaﬁcial penalty. The
whole aspect of bingos raised many feelings durping the inler?iews and even during some of the

. training sessions which were observed. The controversy surrounding this related in part te the
per§onal feelings that the ; 1hleles had about doing them and in,part to the club’s ai}ure to
enf’ erce the rules obligating everyone to take part. Since the latter issue is more of a concern
that fits under the sub-problem area of hierarchy and control I shall leave any further
discussion of this for later consideration. At thig time, ﬁowcv_cr, if is appropriate to discuss
the general feelings that athletes had about i)arﬁcipating in the f uhd raising bingos.

Athletes indicated that having to work at bingos was, by far, the worst part of being a
member of the WCT FC At best, athletcs: tolerated thém because they belfeved bingos were
the most efficient, easiest to administer, and most effective way of raising the mongy needed
in order for the club to function. Even so, everyone dreaded them as is illustrated by the
-éc’mmenis below: = 8

I hate bingos with a passion! 1 drmd them, bﬁt I know I musf do them, and we make
money (laughter). It's our main source of income for the club. You have to do
thém. I have to work a bingo tomorrow, the thought of going and sitting ih this
bingo hall from 11:30 to 4:30 does not thrill me atall. There's my day,.there's half
my weekend right there. . . . I console myself, I say that I know that many peopk
from other sport orgamzauons* they do the same thing. They have to go work

_ bingos, I have to go work bingos. The club makes a lot of money. We all benefit
from it in the end Ah, you the make the most out of it when you get there.

Another athiete eommented "I hate them bemuse you are subjected to smoke for 4. hov‘ and

are pracncally forced to work them.” One mdnvndual who offered some personal feelmg about
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" the 'whole idea of bingos‘note'd "1 mean bingos, period are stupid. The way it works these

dayé is . rt s the only way an institution' like a. traog club can make money. | think bingos
are an explqitation of the poor (laughs) " |

By taking on the task of working ata bingo, athletes contributed to the financial
resources of the club. These resources were used to reduce the fi mancral costs of competmon
Despite their dlstaste for workmg at bingos, athletes preferred them to the altematxve types of
f undr,aising activities they felt were available to them. Bingos required little organization and
yia‘ded a large amount of revenue in proportion to that effort. Organization and " M_},/"
adminstrétion were not strengths as far ae WCI'FC was concerned, consedhently bingos™~ |
suited most athletes as a srmple means of getting the money they needed for competitions.
Furthermore, assumptrons that athletes had no interest, time, or abllmes to devote to

admrmstratxon promoted a sense of apathy towards administrative activities among athletes.

s

The Design and Execution of the Task of Being a Coach in “{CI:FC
Like the athlete, the majority of a coach's time was spent on training programs. '
r However, coaching relates not 'only to the execution of the training Pprogram but also to its

development. Consequently. bemg a coach is qurte a different experlence than that of betng

an athlete. In’ addmon to the time spent at the track coaches spent a consrderable amiount of

-
~

~ time’ prepinng workouts and planmng the long term programs for- athletes In order to get a
.sense of the how what, and why of thetr activities 1 asked the coaches 10 describe what therr
role mvolv(ed on a day-to-day basxs Coachee were also asked to grve some reasons as to why

| they were mvolved in coachmg and descrrbe how they became mvolved and what they hoped

SN
/
/

to accomphsh
As noted above by the athletes ‘each coach had his or her own approach to trammg

prograrns and desrgmng workouts Although the WCTFC did have some guidelines coneernmg
-the responsibrlmes of coaches these gurdelmes did not eoneem "how trammg pro%rams were
desrgned or.made available to the athletes Coaches had oonsrderable eontrol over the desxgn

and execntxon of their tasks. These tasks focused on developing and supervrsmg the training

-
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programs of the athletes, on a day-to-day.basis. A number of factors influence each coach's

ability to deliver ‘the sort of training program they were able to make available to their
. ' C < ' t . , : '
athletes. The WCTFC coaches were all volunteers. As volunteers these individuals needed to

balance their coaching commitments-against other committments in their lives such as

‘ b
7%

full-time jobs and families. The impact that maintaining af ull;tirne job and raising a family

had on the way in which coaches organized their tasks.is 'significant'as is indicated by their

i

descriptions of What they did. Also significant to the design of their tasks was the number of

athletes with which they were required\to deal. Having to deal with a large number of athletes

at vanous levels of athletrc developmem also posed problems for coaches. The impact of all ‘

these factors'on the desngn and execution of the tasks they perf ormed as coaches is illustrated

by their descriptions of what they did.

F spoke with one coach who found it particularly frustrating when having to deal with

" this balance of work, family, and coaching. In part his frustration can be explained through
\ [ . .

his expectations regarding how coaching should be rewarded. Previous to being with the

WCTFC Murray had been coa"ehing in another country and was paid to coach full-time. In

Canada however, the opportumty to coach track and {reld as a vocation was not readily

avadable This is Because m Canada ‘track and field coaclung has essenually been regarded as’

an activity which can be left in the hands of volunteers With dif ferent ideas about the value .

and unportance of quality track and f 1eld coachmg, Murray had several concerns about the -
\

constramts with whrch he had to deal when designing his coachtng actlvittes He was workmg
\ .

full time to support, hm{self his’wife, and his son. As a coach he hoped to develop some
‘ athletes mto competxtors of mternattonal cahbre He knew from hxs prevnous expenence that

asa volunteer coach he waS*competmg agamst indmduals in other countries who were:

Temployed as he hrmself oiice was to coach full -time. He also saw himself up agamst hmited

access to necessary tratmng eqmpment and facilities. Murray descnbed his concerns as
- follows: .

I ve been eoachrng all my life and I am going through some ldnd of fmstratnon To
-make my living I haveto do a really different type of work. Through doing the

coaching stuff with really talented athletes in Canada 1 am not really able'to. obtain '
~any sausfactory money Even rl' ¥ would bea rmlhonarre I would- coach only for. my
- ) \ . S0

-
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own satisfaction but I also need a little’ money ' And the money I am gettmg from my _
work is not enough for me still, so I expect to get some money for coaching to It's a
tough situation.
: 1 never, even in Lutonia, were I was WOrkmg ona full time basis ‘asa ooach
I never though about this profession as a money maker or making a living from this
" profession. . . , I have lots of personal feelings that I want this profession because I
like this proi‘ ession It doesn't matter what money I ai getting for this professron 1
~will work this way only betause this-is-the best way for me. In Canada I'seeI. . . I-" |
am trying to think. I have a hard time at home tob because my wife knows that I am
working 8 hours a day and I get money: for 8 hours with no money for the coaching
and I am spending lots: oftime. I mean it's no money and I could earn that money
getting some part-time job and giving up-coaching.. - This kind of talk occurs
frequently at home. It's not possible to get good money for this coaching so why
don’t you 80, to part- time job for $7. 00 per hour and give up coachmg

Economrc and family Constraints raise quéstions concemmg the acceSsrbrhty of the
task of coachmg torworkrng class mdrviduals These type of people have famrly responsibilities
. that make ll very difficult, if not 1mpossrble f or. them to become involved in such activities

when’ they requtre a large ongomg commrtment For them econorhic and f amily constderatrons

. present a. barrter to their tnvolvement wrth sport. They also have rmpact on the quairtykof the .

coaching that they can make avallable to the athletes. Coaches stressed the rmportanoe of -
personal contact and commumcatron to successful coachrng Full-time jobs and farmly
responsibrlittes limited the amount of centact coaches could have with their athletes. The

coaches beiteveq that daily-contact with their athlet_es and supervision of their trarmng
programs was essential fgr them to be successful. However, their life situations made this

impossible for mém The comments from another coach demonstrate the impact of these
N \ .t

‘ constraints as well as the conoem or percerved 1mportance of personal contact and

. commumcauon to suocessful coachmg Here is what Srd had to say aboﬁt his day to- day

mvolvement

. The preparation that I do for S:y athletes is a lot drfferent from the 1dea1
situation, but in my environment it's the only acoeptable approach, the only feasible
approach at this time unless I.change my lifestyle in such a manner that would allow

. me come ‘out to practices seven days a week without interruption. It's-quite possible -
‘that could change in the future, but right now I have limited myself to not coaching

~ athletes that are in‘junior high school or less. I won't accept athletes that-are that -

" age. At one time I did, and it was just a complete embarassment because these people
needed a lot of attention, and I can't give the@inx Consequently, I left some of

/these younger athletes, with perhaps not the best feelings about track and field. . . . o
That's why I've restricted myself to senior athletes. Actually I prefer to'coach age = - -
« class athletes, if the opportunity presented itself where I could give them the . e
- atténtion they need. The : reason Tor.that is that these you‘r:gr athletes see more
improvement they see more excxtement and you can mo therr love of the sport a
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lot better than you can rf they Ie older With the athletes themselves l spend as much
time as possible with them on the track because my time is spread into a number of
areas, and I don't spend as much time with them as I used to, or as 1 would like to. 1"
‘used to conduct two major interviews ‘with' my . athleteSra year lasting. thirty minutes
and I used to also maintain fivé minute, interviews tn’a’setting away from the track.
This is what I've been doing for the last two or threé years, but now things have,
made it impossible or close to rmpossrble It just got to the point where this year I-
could only selectively interview people for thifty minutes, and* only those people that
in my mind had not the talent but the desirg to go a long way. _ | ‘
o That s probably the most valuable tool that T have asa coach.

'Sid's descrrptxon of hts mvolvement indicated a very personal commtttment to hrs
athletes There was an emphasrs on regular and detarled communication. Thrs was the means.
through whrch he ascertained whether or not he was contrrbutmg to the expectattons that the
athletes had concemmg their involvement with hrm The same holds true for the other coaches
I spoke with-All of them described that personal contact commumcatton and exchangmg
 ideas about the trarmng situations were rmportant parts of what they did as coaches Wrth
another coach Tamara, her desrre to understand and meet the needs and expectattons of her
. athletes seemed to outwerght any other consrderatrons related to- coachmg From her -
perspecttve every quesuon 1 asked her about her coachlhg necessrtated a response whtch drew
upon her relatroushtp with one athlete or another or an athlete's specral néeds. For her as |

wrth Sid rt was tmpo?tant that every ‘athlete receive a certam amount of attentron however, it '
5t

% Jficult to dehver this attention. . . o o \
! Thrs strong emphasrs on personal contact between athletes and coaches led-to a htgh

. degree of bondrng betWeen them This bondmg would seem to explain the tendancy of athletes : :

to attribute the majorrty of thetr successes to thetr coach. Ltttle recogmtton was grven to any ;

efforts that rnay have in fact been more attnbutable to the club and the collective eft‘ ort of its* -

o membershrp | i o |

| ' 'I'he coaches were also asked to drscuss how they had bec:me rnvolved in coachmg and

j some of the thihgs they hoped to achreve as coaches as means of comparmg therr vrew ol} L _' :

| sport with that of the athletes All the eoaches mvolved wrth the: WCI'FC had been traclr hnd

‘ ‘Yfreld athletes- earlrer on m therr ltves and 1t seemed that r;oachmg was a means through whrch : 1:

'they felt they could~contmue therr mvol\'ement wrth a sport they enjoyed All referred to the

K ‘ Joy of watchmg the athletes rmprove over trme just as Srd drd m his eommenti‘above Onc



m
coach remarked that the person who enters the field after havrng beenan athlete tends to
. thmk in terms of the athlete frrst He remarked, "If you came into coachmg by -using. a:book
. then you more or less take a textbook approach to coachtng, and you‘ll be more msensrtrve to
the needs of your athletes. mquently you don t put your athletes fi trst There appears to‘ -

A
be SOme truth to thrs statement as the coaches in the WCTFC all went rnto coaclung It ollowrng

. careers as athletes and all desrgned their coachrng in a way that relred heavily upon rnput

s 'l‘ rom the athletes in therr trammg groups Havrng been athletes at one time would mean that

i
these coaches would be more likely to share many commor/r values wrth therr athletes. A
common point of view, ‘the frequent contact between athletes and coachs, strong -
mterpersonal relauonshrps and posmve evaluatron are. factors which contnbute to enthusiastic

co: operatron (Daf t 1983 427 429) These l‘actors were characterlstrc of the coaeh athlete ‘ 3

. ', relationship and in part explam the cohesrveness that existed between athletes and their .

; ‘tendancy to favor some athletes over others ln most eases they tended to grve more trm\e. 3

| 'coaches As noted above athletes attrrbuted a great deal of their suecess to. thetr coaches At
the same time, however where this type of cohesron exrsts ‘between small groups wrthm a
Iarger orgamzatronal settmg. feehngs of alienation whrch promote coufhct when groups
_ mteract can emerge As will become evident, cohesweness between the drfferent training | o
‘ groups m the WCT FC was’ lackmg Whrle mamrf est: confhct was not a charactenstrc of the.
"WCTFC, neutral cooperatron and latent conflrct characterrzed by grumbhng and uneasiness
were, of ten encountered For example there were feehngs among some groups that other
" groups were bemg favored wrth regard to travel opportunrtres and access to rnformatron about, ‘
“_competrtrons R L _— g ' |
| , Coaches also seemed to have the desrre 10 see then athletes someday perform at an
" international level At the same nme they were also qurck to pomt out that not all athletes L |

'. - aspl red to achiﬂ’e that level of: performanee antl they were eareful to meet the athlete s

artrculated needs before thetr own Even m sayrng tlus. coaches mdreated that they had a

o both overtly or covertly. to those atl;letes they felt demonstrated the most commrtment to the e

o ltrarmng program This eommrtrnent was’ evrdenwd by not mrssrng any of the traimng sessrons -
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and performtng at a high level Thrs perhaps represented a problem for the athlete who is

| unable to malre regularly scheduled vrsrts to the track for. any number of reasons such as thet

" need to work part trme or o be at home when training takes place Such an athlete would

‘\
. recerve less than the coach s f ull. attentron with regard to the development of his or her’

trarmng program Oonsequently, an automatrc process of selectrng those who had a chance of '

bemg sucessful athletes was-in operatron Athletes who were students rn hrgh school or

umversrty were in the best posrtron to meet these sorts of demands Athletes who were

'worlrmg full ttme had a lot of dtfftculty Only athletes who had reached a l'atrly hrgh level of

i

_athletic perf ormance. (top 10 in Canada) had survrved the transttton f rom student athletc to

workmg athlete after more than a year Hall (1986) and Macmtosh and Beamrsh'(1986) have.’ . o

noted that the number of mtemattonal calrbre athletes wrth one o1 more post secondary school

‘ degrees is substantrally hrgher than that of the populatron at large It would sgem reasonable ‘

' to conclude that the way in whrch coaches execute their coachmg tasks contrrbutes to the

reproductron of thrs drscrepancy Thrs factor may also contnbute to the reproduction of sport

" f 4

as an upper mrddle class and htgh socroeconomrc status activity masmuch as.the possessron of "

| .post secondary educatron is also lrnked to socral class

[

umntenttonal and seen as bemg unavordable

‘ always gets ignored. You don't mean to have favorite ‘people but yo always do, no
 matter how you try and get away from it and you don't like to do that, I thought -
- last year I was doing quite-well with Robert because he was so much’ hrgher up than.
the rest of the kids. I was' trymg vefy hard not to show favoritism and it's not really
. favoritism; sometimes you're just spendmg a bit more time because he has'to do '
" ‘moré and he has to work at a different level. And some of the kids say it's always -°
" Robert this and Robert that and I said, the first thing that I-talked about is, " That

o I've been coaching over 15 ‘years. I've found wrth large grougs some one\

e JObS for us, don't complain about:that. You votéd him in, I didn't."
. . Then. they say. "Well how come he gets to go to- thrs meet?2" S
. -~ And I'said, "Because he's rinning so much faster than any.of the rest of you
for this meet coming up,. why run by himself. He' has got togotoa meet that is

good for him. He has; gota chance to make the natwnal 1unror team thrs summer We W 'f"

EA havetogethrmreadyforthat mlh e R T e e
o "Well, okay.”

e -"And besides I don t know why you re conrplarmng because you re hardly

S .j_ever outUand you don't get: t0-go. anywhere if you 're not out.”

A

.’.*'»"-f T Y

o

‘ ‘ .
The followrng excerpt from an interview with Tamara mdrcates thrs phenornenon is N

- you people voted him in as atlilete repres¢ntative so he's always domg all these extra .

So she says "Yeah I guess you 're rrght and srnee then she hasn 't sard . »' _: :



SR broader socx;ty and have become’ﬁn t mstrtutrons in the rmtratroh of many young

"I said to her, "If you want to go'places come out and frain don't complain to
me about Robert this and Robert that when he's out everyday working his butt off
and you come here and complain because you are.in a bad mood." . - ‘

© . You really have to watch that so What I started to do halfway through the a
season, when Robert did need that extra. talking to) I would phone him. I'd just tell
~* him there is something about the ptactice I have to tell you and then call him later.
- 1'd say, "Yop need the extra- help but I. don t want the others to get Jealous "I trred
‘gtohandlethatthatway S . Co, .
~ One thing that becomes clear from the way coaches execute therr tasks is that two
thmgs are |mportant to the qualrty and quantrty ot' coachmg attention an athlete will recelve
f rom hrs or her coach These factors are hrs or her abrhty to regularly attend practtce and
‘the ability to perform at a hrgh level. Once again the srgmf ncant impact of the? performance
princnple and the drsciphne accountabthty and comrmtment assocrated with it,. on the :
| experience of bemg xnvolved with the WCI'FC is evrdent The performance pnncrple stands in
drrect opposmon to the. sense of f reedom many indrvrduals mdrcated as the sport s major -
attractron However the ability of an: mdwrdual to expenence this sense of f reedom and
. -mastery through part:crpatron in track and freld depended upon their wrllmgness to measure
: .the sucoess of therr sport expenence in terms of performance |
. - This emphasrs on the productton of performance can be traced to the tmpact of
o -broader socrety on sport Bearmsh (1982) Ingham and Hardy (1984) Whrtson (1984) ‘and |
. others have referred to the rmpact that domrnant socral relatronshrps have had on the '\ | |
structurmg of sport and the way m which sport in turn contnbutes to the refproductron and

e aoceptance of theee relattonshrps Whrtson in partrcular. has noted that sportmg actrvrtres

- have through therr structurmg, rncorporated the emphasrs on production charactenstrc of .

r".‘

15B mto habxts of productwrty and drscrplme (1984 77) The fact that coaches grve more

e '-..v; considerauon to performanee and dedmtxon rllustrates that the productlon m‘l’ef‘m"e has o

- become srgnifrcant to the structunng of the actrvmes tn the WCI'FC
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tasks that are neoessary to the operatron and dehvery of e programs ol‘ fered by the

80

.WCI'FC Specrfrcally taskszsuch as commumcatton bookkeeprng fundrarsmg, recrultment

" budgetmg, control and record keepmg all fall under thrs category&il'hese tasks f ell gto tha

hands of t@ Board members the Se’emry the Treasurer and the Techmcal Dtrectbr Two

. ‘of these rndtvrduals were mtervrewed As suggested at the outset of thrs chapter whrle there

. .- was some specrahzauon of tasks "some tasks overlaql Oonsequently it was drf f 1cult to

. align specrfrc mdrvrduals wrth specrfrc admrmstratrve sks N 1" . ‘

The Board of Drrectors as the decrsron makmg body of the WCTFC, took care of
\ ' " S '

‘most of the srgmf icant tasks whrch were bookkeepmg, f undrarsmg. record keeptng and

communication. Wrth regard to the general operatron ol' the club record keepmg was

| 'pnmarrly the responsrbrhty of the Secretary The Treasurer was responstble\for f mancral

o matters mcludmg ‘bookkeeping and fundratsmg The Techmcal Dtrector was responsrble for .

commumcatmg mformatron to the club membershrp co- ordmatrng the ef forts of the coaches

and taktng care of the needs of athletes Specrf tcally. the latter task rnvolved entermg them m‘

3y

" competmons and arrangmg f on t;ransportatron to and from these compeuuons These areas

represented ‘the maJor admrmstrauve concems of the WCI'FC Other tasks that. emerged f rom

trme to trme were assrgned to other members of the. Board It ‘may be added that
i

‘commumcatton was also the responsrbrhty of the athlete members at’ large who sat on the

Board These rndtvrduals were expected to provrde mput conoermng matters that drrectly '

4

af fected athlete members and to represent thetr pomt of vrew ln addrtron they were expected

, L to take mformatton regardrng decrsrons ma’de by the board that had dtrect tmplrcatlons l' or _

<

" ‘_the athlete members back to therr trarmng groups 'L f Lo SR

T care 67' these nwds 'asthe'y presented themselves. The Treasurer and the Techmcal Drrector

Unhke the larger organlzauons vgtch are more commonly the subject of research, thcf‘f ‘
WCI'FC had no felt need or coneem wrth developmg a sophrstrcated adrrunrstrattve system to

: _ deal wrth these nwds It exrsted wrth an orgamc admrmstratrve system that functtoned to talte -l

- f-f‘were the only two mdrvrduals mtervrewed that executed any srgmfrcant admrmstratrve tasks
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. mvolvement . ‘l o e | . A ; I
\ The WCI'FC treasurer was the only m‘dmdual who was mvolved m the club solely in
g an admmlstrattve capactty with no. other hnks to the club such as bemg. a parent of an acttve
. athlete an athlete ora coach Thxs mdtvrdual had been mvolved wrth the club longer than
. any other member of the Board coach or atlltlete wrth whom I had spoken Her long tlme
‘mvolvement wrth the WCTFC put her m a posmon of much respect and influence. ere many
' ‘mdxvrduals who have become mvolved in the admxmstratlon of sport orgamzattons Cmdy

‘Jackson got mvolved because her chrldren were mvolved in the club'® and she loved the sport'.‘

. ln our dtscussron she descnbed her mvolvement whnch began when her son jomed as f ollows:

IR
.

L . ,Robert So you have been mvolved for quite a long time. -

Clndy ch ten years. One of the thtngs that I likeis workmg wnth chrldren or
~ teenagers. I do like chrldren and to me it's a-great satisfaction to do somethmg for
'~ someone who really appreciates it. I think a young child or a young adult ‘they 're not
capable of going out and raising funds and doing the rest of those sorts.of things; *
therefore, I basically established the fundraising for the club as far as bingos, etc.
and a lot-of the policy they hate as well. I think I'm a pretty fatr person I ve been
involved wrth figure skatmg for many years as well. _ . . ‘

... Robert: So ln terms of the club and what it's about what are some of the tlungs as
‘ an admtmstrator that you 've. been trying to accomplrsh and estabhsh" :

. Cmdy. we' ve been trymg to estabhsh a good set of books a good set of rules for .o
the club where they' Te standard for everyone rather than making a new rule for. each
“individual. Te, mie it's like your family inside your home. You have t6 makeé a club .
“' that way in order for it to survive and be successful. In(anythmg that youdo I tlunk .

'you Have to be something that’s tied in as a group, that you don't think of yourself"
" a8 an rndmdual because 1 thmk it'sa famrly affarr so you 're treatrng eve‘ryone
. ,equal . , o
\Robert Descnbe for me a httle brt of what you: do on arrongomg basts IR
- padmrmstratrvely, some of the tasks Ll o LT ey

o Cmdy Admhustrattvely I do all the books for the. programs 1 look after all the s

" "money. affairs.. Any monies expended have to come through me. I either pass it or I ll

. say:-no for. fundmg for this, that, orl the other "Each. year I estabhsli a Budggt for the R
" following year, It sqmtemyolvmg m terms of hours S R SO

L ‘Robert Doyou worlr on fundrarsing" Sl ‘. A, .", e T A .
RN ,Cmdy Fundrarsmg,,js the bingo. Up untrl two years ago 1 basimlly looked after al

. the fundraising; I looked after the memberships coming in'as well as the books; Lalso ;f" s
’dtd the membershlp list.. I‘snll do the _membershxp hst I do all'the. bookkeepmg. and

S (9T Howd that key figure in the sdminiguration G the Comaian -
Amateur’ SwimmingAssociation,‘Alberta Secuon. besan their mVOl"emem because °f‘ AR
)heir children s;involvemenh_in swtmmmg, \ , . . S




T handle all the bingo funds as well, but this year we have someone else in charge of

' bingos, and Sid partially took that over last year because it was feally too much. It

was fine when the club was small and I was writing fifty to one hundred cheques a ' L
season, "but now I probably do a thousand or more entnes It' s quite tnvolved l ; B
“enjoy bookkeepmg that's probably another Teason. ‘ ' ‘

"

; Cmdy also menttoned he adxmratton of the athletes She felt good to be a part of their .

accomphshments lt was because of her eff orts that these athletes were able to attend nauonal

-

" and world class meets. She wanted to see them recerve what was needed for them to achteve

\

tverybest SENCENTPRPEE N e I o o

o ;4 : The Techmcal Dtrector was another indtvtdual who executed a number of

n -

admtmstrattve tasks that were sngmf icant to the coordmatton of the WCTFC I:veryone

. tncludmg-the Technical Drrector hggtself . mdtcated that his posmon was the key admtntstrative
' --position in the club HoWever‘ not everyone offered the Same explanation of ‘why. the'
Techmgl Dxrector was a key posruon It was apparent that the desngn of the posmon gave the

\ mcumbent access. to mformatron and authomy that enhanced his power and 1nfluence in the

) . J‘f. k* —_—

’ , orgamz.atnon. Ishall have more to say about this in the followmg section on hierarchy and

contrblAtt@s time let us considet what the Technical Direaor had to say about the tasks

- - for which, he was responsrble | B o ._" o v
R&ert Maybe you could tell me a little bit about your Techmcal Dtrector role in the
WCI'FC N S ‘
i o Srd Runmng the club I thmk that in any orgamzatton alot of people say that of
pa ”, 3 "the President. But in associations, the President, if_he’s'a good President, he does the ~ .
‘: -,\;;ﬁ;g,-‘:u et _’ least work. 1 think that it's been demonstrated clearly, it's béen demonstrated in ‘the e
B t,1 past 10 a Jarge. degree with our own provmcral association that the Technical Director »"‘.‘:“’
LD ) v " "

s the ‘person. who is- -Tunning the association. Thé Technical Direcior'is the one whois " -
Q ‘conttnually answenng questtons about the orgamzagon and about what can or cannot”
o be dosa. and what' thmgs are available to the organization and so.forth. I think to a

. [ own* degree that s what the Techmcal Dtrector does wrthtn the WCI'] FCy*

ST gobert What are, some of the sort of spectflc dutxes of the Technical Dxrector what N

the Techmeal Drrector smandate" Ve L

L

" Sld My prune areas of coneetn are Wlth respect to the club budgetmg and
arrangmg of travel , Yo . FEa RS

R Robert So you 're. conoerned wrth how much rs going to b‘e spent when you travel to SR
" i“*ﬁxfferent nteets" N S | , Sy

o RS Sid.' You see,’ what happens mth our clu that most of the eoaches are "lumps it N

B _thatarea mtheareaof ‘commerce. of -administfation, and so cosequently I 'say levs

, ,._mu meeting together/ and one ‘coach :’oft‘ on s S
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a trip somewhere anothef coach doesn’ 1 come, so now I'm down to three coaches
and they say why don't you do it the same way you've done it in the .past.’ *Just
. present us with the budget and we'll o { it and then everythrng will be fine.'Then
. everything gets thrown back 16 me, and I'm in the position that I make the budget
for. the club, and then they sit there and ‘they go. weéll that’s fine. So this year rather
than*doing that, I said listen I'll do that for indoor because they're only gomg to’ go M
to K. of C., that's the only out-of.-town meet they're going to travel to, and so I'll -
do that for indoors But for outdoofs, how about you, between now and then,
discussing with your athletes that meets they want to go to and take if from there,
" and then we can put down a budget together My needs and my athletes are gorng to
be totally different from yours, and then we cdn take all these things and string ‘them
‘ .together and make a comprehensive’ budget If we can't do it, we can " do 1t If we
can do it, we can dd’it. : , ‘

’
‘,‘——-n,_‘

Sld s*comments illustrate the low pnorrty given td performmg admtmstrattve tasks by
K

hrs fi ellow coaches even those f or whrch they were responsrble Al the same time they mdrcate :
the necessrty ol‘ them to the. membershrp 'I'he low pnonty of admmrstratton in the mrnds of
mcoaches has had some tnfluence on the structure of the orgamza'éoh lt has allowed power to
accrue to the one coach who has taken the trme to become mvolved wrth thrs task However
coaches values and behef s rnay not be the only factor relevant to the apathy of the coaches

' when it.came to admtmstratron In the above exarmnauon of coach's feelmgs about their
work it became clear that coaches fel\ that the amount of ume\they had avarlable 1o perform
their coachmg tasks was very tnadequate Wrth less than an adequate amount of ‘thme to

‘ devote to coaching, they most ltkely had even less ttme to devote to secondary tasks such as i
admmtstrauve duues These dutres were only 1ndrrectly related to improvmg the performance
'of their athletes Sld s tnvolvement as an admrrustrator contradrcts this argument to some

e 'ex'tenlt However iﬁone takes into account that Srd did recerve a consrderable amount more ._'A |
remuneratton for hrs eoachtng through hts posrtton as head coach wrth another orgamzatron

b

' lus actions are less of a contradrctwn Hts dutres as a pard coach overlapped enough wrth hrs

‘, & coachmg and admrmstratrve role wrth the WCI'FC to make rt possrble for hrrn to take on the

o : extra admrnistrauve tasks' As a pard coach he had aeeess to support staff he could use o ..
e 'laprng paper work- Thts gave hrm an advantage over tﬁé other
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above revealed a number of problems and conﬂtcts that. emerged beeause of thrs Daft (1983)

has pomted out that research on orgammtlons has suggested that poor def’ inmon of tasks can

lead to ambtgunty w%xch in turn tends to promote a high degree of confhct Thls charactensue
of WCI' FC had several imphcauons Some athletes and coaches I spoke thh had coneems
- i i 1

. about the laclr of commumcauon in the club..They also noted that the managemem of the -

club rested in the hands of J4wo individuals who performed most of ‘the administrative tasks,

these people were the ’I‘echmcal Drrector and the Treasurer Aside f rom these two mdxvrduals a

few tf any, others seemed to be mtnmately mvolved in the management and admlmstrauon of

1 Ne
. , ~

club af f airs. On occasion, an athlete or two would get mvolved in Qrganizing a soc1a1 event.. '

l‘fowever such events were insignif icam as far as the WCFFC J4AS concerned. © |,

i

k]

Mmtzberg s (1979) descnpuon of the charactenstlcs of small orgamzattons reﬂects »
) v o

- what was dxscovered to CXIS[ m the WCFFC Mmtzberg noted that small orgamzauons tend to

[
have a simple structure whtch avords usmg_the f ormal devtces of structures and mlmmtz,es lts '
> .y
dependence on specialists. The ﬂow of work in these orgamzatons tends to be ﬂemble with .

an

~

]ObS in the operatmg core bemg relatrvely unspecrahzed and mterchangeable The desngn and
execution of the task (rf bemg an adnumStrator in the WC I FC corresponded to Mmtzberg s .

f mdxngs in other areas. ln speakmg about the snmple struct‘ure Mmtzberg also noted«that m

these orgamzauons because tasks are. not hnghly specrahzed ar formahzed power tends tcr | L

i accrue mto the hands of a smgle or very small number of i{tdmduals Thls Was true m the . : “@" o

\case of the TechmcaI\Dnrector ln the latter part of the followmg sectnon I wm dlSCUSS thxs ‘

: phenomenon in more detall | S o e s :

. . B oo » . Lo e
N . . . - .
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j” - The analysrs that was undertaken in thxs secuon revealed a number of features about

3

- the des:gn and execuuon of tasks m the WCI'FC It was dlscovered that the key assumpuon

o f'underlymg the desngn and executxon of tasks was a behef that the rﬂembershnp of the club was . 5, e
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_ training and competing. The design of,training tasks parallelied some of the features of the

work place, where researchers have noted a production and performance imperative, The

A

design of the task of training exhibited a degree of specialization, Toutinization, and close

sypervision,
‘Coaches had a large degree of control over the design and execution of the training
programs of the athlete members of the WCTFC. Unlike the athletes, coaches enjoyed a large

amount of discretion over how they designed and executed their tasks, The way in which they

. went about coaching was consistent with the production of performance ethic. They

routinized, specialized, and closely supervised the tasks pcif ormed by the athletes. However,
in attempting to execute their tasks in line with this ethic they were limited by a number of

constraints, Their ability to closely supervise the*athletes was impaired by other commitments '

“which limited the amgun‘l‘fof time they could be in direct contact with each athlete. The

quality and quantity of attention a coach was prepared to commit to the task of working with
an athlete was largely dependent upon the athlete’s ability to perform at a high Jevel and

;o ’
demonstrate a commitment through regular attendance at training {5cssions.‘_

The strong emphasis on producing high level athletic performance impinged upon the

administrative tasks that were &rﬁormed in the WCTFC. Most athletes and coaches were

discouraged from taking on administrative tasks because these tasks %ook away {rom ghc time '
they could spend dn improving athletic performance. Many felt they had barely enough time
as it was to work 6n the development of. athletic vperf o'r’ma.noe. Few individuals were available
to execute aflministrative tasks. Consequently, admiﬂistrative tasks which wére felt.to be

sigxiif icant fell into the hands of three individuals. The WCTEC-‘administrators had a large
amount of” discretibn over the désign and ~execution of ‘their tasks. As was the case with other
tasigs. the design of administrative tasks reflected biases \towar'ds thé production of fxigh level

athletic peformance. This was indicated by the amount of attention that was given to tasks

- specifically \\related to performance. The attention given to that area was comparatively liargc
» t

compared to other administrative concerns such as communication within the organization, -

the recruitment of pev) members, and ‘planhing. In otlier organizations these often stand out

'S
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as administrative priorities, they were not of much concern to the WCTFC.

D. Hierarchy and Control in West Clty Track and Field Club
) Set against th“e background of Giddéns' theoﬁ’y of Slructuration, the investigation of: '
the eff egts of hierarchy and control in th: Wfl’FG was undcnaken through an annlysis of the . '
patterns of pp'h?e'r and domination. that existed in the club. In chapter two it was noted that

v )
- systems of hierarchy and control manifest the patterns of power and domination that exist in

\

anorganimtion. The concept of hierarchy that waé used in ‘this sludy was relatively straight
f or:/ard. In keeping with Salaman's (1979) usage of lhel term, hierarchy ref ers to levels or
rankings that exist in an org#nization and as such, hierarchy, s associated wrﬂr a differential
distribution of organizational power. Control, as it is used {in this analysis comes directly
from Giddens' usage of the term: by ‘control’ I mean the capabrhty that some actors,’
groups or types of actors have of influencing the circumstances of actions of others (1986
,263)". The concepts of hierarchy and control are underpinned by the.notions of powér and
domination which mediate the modality of facility described by Giddens. The theory of
strucluration maintains that power.is the means of getting things done. As such, power is
related to'hierarchy and cohuol but is not synonomous with either. Hierarchy i.s r;leyanx to
the actual distribution of power in an organization and control to the power indivi}gnals have
over conditions of action i’ One may possess power without haxﬁng control .‘ One cannot have
control without po§s&s$ing power. These characteristics of hierarchy and‘control suggest that
these concepts are best undersrood throngh an examination of power. |

The concept of power is a controversial one and has been the subject of much debate -
within sociology (cf . Clegg and Dunkerly, 1984; éiddens, 1979, 1986; and Lukes, 1976). .
Theref ore, it is important, before entering a discussion of hierarch‘;' and control which f ocuAses\~
on power to clarify how power was ooneeptuahzed in this research In keepmg with Glddens
theory of structuration, whrt:h has gurded the approach taken to each sub- problern area of .
this study power is regarded as referrmg to transformatwe capacrty Glddens referred to

power as follows:
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-

. : . ?

power 1s implied in the vdry notion of action ] shall hence forward employ .the
term 'power’ as a sub-categor) of 'ttansformative capacity to refer interaction
where transformative eapacrty harnessed to actors. attempts to get others to comply
with their wants. Power in this relational sense, concerns the capability ‘of actors to-
secure outcomes where the realization of these outcomes depcnds upon the agency of —

others. The use of power in interaction thus can be understood in terms of the v

facilities that participants brrng to and mobilise as elements of the production of that
interaction, thereby influencing its course. Social systems ate constituted as
regularised practices: power within social systems can thus be treated as lnvolvlng
reproduced relations of autonomy and dependence in soclal interactign. Po
retattons theréfore are always two-way, even T the power of one actor or ny in a

+ social relationship is minimal compared to another. Power relations are relations of

autonomy and dependence, but even the most autonomous agent is in sorfie’degree

dependent, and the most dependent actor or ppny in a relationship retains some N
autonomy (1979 93) ‘

The two-way character of power relationships described by Giddens operates in conjunction

] with ﬁié' “dialectic of control'. Giddens coined the term ‘dialectic of control’ asa means of

indicating that ‘inasmuch as power is a ‘two~ way relau’onshlp comrol must be discussed with

regard to how the :gss powerful (1 .., the athletes in thls study) manage resources in such a
!

ovef the‘zﬂ’rore powerful (i.e., the coaches and administrators in this

way as to exerl congyg
study). %ﬁ

The anaﬂl%;&‘ of hierarchy and control through an examination of power was

)

‘ undertaken as a means of understanding the structural properties of the WCTFC and their

impact on the expenence of being a member of it. Gnddeps mamtamed that "rules and

resources organized as properties of social systems ' represent the structure of social systems

-~

o : _ -
such as organizations. If one wishes to understand ;the structuring of social interaction then,
N i L

J

one. must'examine .the rules and resources that actors$ dra'w upon in their interaction. The way
in which actors or collectives draw upon these resources in their ef forts to bnng out a

pamcular occurence (i.e. exert power) or reach an.intended outcome, will reveal a greal deal

-

about the structure (as rules and res,ouroes)_.of social sysrems.

s

- With these points in mind, the analysis of hierar&iy and control rhrougn an

examinanon of power was undertaken as a means of revealing the structure of the

relauonshrps that exxsted in the WCI'FC Thrs analysrs began by focusmg on the ability of

3

coaches and athletes to gain the desired outcomes they felt should be f orthcommg from therr ‘

xnvolvement with the club. Athletes and coaches were asked to talk about the things they
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wished' to awomphsh via theu ftssocxauon with the WCTFC., They were also asked to speak '’

about how successful they had been in obtaining what they felt the club should be provndmg

/ \!

---for them. The discuss:on with ooaches and athletes ind:cated an agreement with the theory of

.

structurauon that power nwded to be analyzed at the levcls of socral and system
1ntegration“ These two levels of analysis were described briefly in chapter two, Analysns of
power at the level of socnal integrauon deals with relauonshlps between 1}devnduals that occur
in day-to-day interaction and through immediate contact (Giddens, \I979 1986). A
considerable amount of “the day-to-day relatloushxps and social mteractnon \\gthm the WCTFC
took place within the four training groups led by each of the club's coaches. Consequentlyfg\
some dlscusston of the e power relauonshtps that ex:sted between athletcs and coaches and 1ts
1mpact on the structuring of the orgamzauon was seen to be appropnate” The analysis of
power at the level of system mtegratron considers power relationships between groups or
collectives outside of day-to-day interz;e{ljbn and immediate contact. While coaches and ")‘_

athletes experience most of their club involvement in small groups that meet on a daily basis;‘

they aré also involved in other relationships that do not take-place on a daily basis. &t was the

coordination of the activiu’es which rec}uired a collective effort of the various groups that
existed in the WCTFC that was set out for analysis under the heading of system integrat"ion'.

This is the more' common focus of research on orgamzauons where much attention is given to
N

the way in which organizauonal tasks are coordmated to meet the ends upon which its

existence is based In the WCTFC, coordmauon was most relevant to the accumulauon of
LS

money which was used to offset the costs of compeuuon incurred by its members. Under the

heading of 'system integratioh' I wi_ll discuss the power individuals had over the coordinatign

W Giddens did not link the notlon of power as transformattve—capaenty to' the .

-notions’ of social - and system integration directly. Integration -itself refers to-the
"regularized ties, interchanges or' reciprocity between actors or collectives” (1979: 70).
Power ‘rclations . underlie the notion of mtegrauon inasmuch as they are relations of -

autonomy or dependence which are expressed in and through the regulanzed ‘ties or

* reciprocity that exists between” actors or collectives. - L

1 Within the framework of the theory of structuration, the structunng of the
‘organization as it is mentioned here makes no . distinction between thé organization
and the activities' that take place in it. The 'duality of structure' is such that -
organizational - structure ‘per se cannot be . separated from the structunng of activmes
that take plaee vnthm the organimtlon or social system.

©

”~
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of both the accumulation and drstnbuuon of funds. I wrll also give some attention to the -

S

amount of control mdrvrduals had over the drstrlbuuon and accumulatlon of f unds That'is to

[

say, I will analyze the capability of some actors to set out the condmons_ which would govern

'

these activities. Voo Y L SR

-

Through the insight gamed f rom these levels of analysrs it was possrble to drscover the ,

structural propertR:s of rhe WCTFC. In each analysts an emphasrs was placed on tdentrfymg - :

the key resources that were exchanged through mter%on and the rules that govemed ‘these

exchanges. These rules and resources represent.the structure of the WCT FC. Willmott (1981)
' X . » . .‘\ ¢
noted that, control exists where interactants l\l'aile the ability 10 affect each other's conduct

\
through the appltcauOn of rules and resources Power stands out as an mdrcatron of control

inasmuch as’it refers to the capabilities of mdrvrduals to reach defrmte outcomes. Hence each

& -

analysxs begms with a consideration of the definite outcomes the members of the WCI‘ FC

~ sought to achieve. The rules and resources that they drew upon as means of reachmg these

outcomes is drscussed. Attention is given to the capability of some members to inﬂuence or
v o L e g ‘ .
apply these rules and resources, and in so doing reach a definite outcome.
Social lntegration- Coach-Athlete lnterdependence Sl L
As indicated in the previous sectlon athletes and coaches alike f ocused the: "
overwhelmtngrmajonty of their actrvmes ‘on training and competing These activities

compnsed the maJor focus of the members of the WCTFC Trarmrlg was armed at tmprovrhg’

‘athletic perl' ormance. Competmon was the pnmary means of measurrng athlgtrc perf ormance.

. Thrs bemg the case, decisions regardrng the desrgn of the trarmng programs were of kcy

rmportance to WCI'FC athletes and coaches “The-training program was comprised of the sum '

S §

atotal of each mdrvrdual traming sessron lt was. regarded, by, most athletes mtervrewed as the

key resource necessary for them to achreve therr goal of i tmprovmg therr athletrc performance
v

‘ performance Consequently, in almost all easee athletes emphasrzed .the importance of

coachmg In many cases athletes added that a certain tYpe of cdaching was important rather .

& . o o ) k4 ‘,," "\
P : . h R S

‘A good training regime was regarded as berng ‘essential to the implovcment of. athlettc R



. than just plain coaching. Here are some examples of what was said by some of the athletes

Trevor: Good coaching is def tmtely somethmg you nwd Actually you need not just .
a lot of technical trdining but a lot of ‘moral support. When I say moral I mean a'lot
of encouragerhent and motivation. A lot of that comes on your own but, the
" interaction within the group and with your coach can provide that. I think that has a
. btg effect on your desire. I think that in our group that is one of the very‘ strong
points of its umty , _ o

Beth: Yeah, coaching is important. If Elliot wasn't my ch I don' t know if I
would have done it. Because there's nobody who could"have understood. I don't
© think there was anybody who could have understood my situation well enough You
- know except for somebody whoactually. watched me go through'it. I mean that
" person would have to be very flexible to give me- workouts to do at rmdmght and
theh be there to push me through 1t L
Geof f: Coachmg is def rmtely a factor l‘ or sure. Ltke 1 sard bef ore, Srd s. program is
_really . . . .it seems to be working for me and I-think its going to continue tQ, ‘work. I
Fdess you have to have a coach that works for you mdrvrdually Certain typesiof.
coaches wouldn't work in my case. I don't think I could train under an an authoritarian
type coach. . . . At the level that I am at now 1'd'tend to say coaching. But if I ever-
~'got to, say, a world class level I'd have to’ say that {there is'a long pause). 1
wouldn't really want to give up coachmg I've got a good coach, it would be 'tough to
~rmlrove 1'd have to say coachmg is most important to me I guess.

\

The above quotations make rt very clcar that coachrng was certainly the key need felt
by the athletes and the relattonshrp between a coach and athlete was also a key one. Athletes,™

through their assocration with their coaches, expected to raise the level of therr athletic

\

performanee Srmrlary cpaches through the efforts of the athletes endeavored to produce

: high level athletrc perforrnanee. As mdicated above, the analysis of hierarchy and control

are draWn upon asa means of reachmg a defuute -outcome. C N

through an examiination oi’ power begms with the’ consrderatton of the ‘Tules and re?durces that

A

| - -

The mterviews rndreated that coaches and athletes wereboth mterested in seeing the

iﬁhlete rmprove hrs@r her level oi’ performanee When mtervrewed ﬁoaches stated that they _

'could not expect therr athletes to trnprOVe unless the athletes were wrllmg to partrcrpate in the

o traimng programs they developed Coaches pereerved therr abrlity to provrde a proper program :

8 t i‘actor m therr own suems and ulumatei/ the suoeess of the athlete Gammg‘»

.access to the resouroe of knowledge that could be used to acﬁreve thrs regnrred that the coach

i consult the athletes for theig feelmgs about what they were domg The more mput an athlete .

' . contributed to the development of the trammg program the greater the amount of coﬁtrol he .
" or she had over the_design of the tasks that\were executed by hrm or her The ooaches in the



f WCI’FC drd spend a falr amount of trme gathenng mput f rom the athletes as a means of
leammg o1 garmng knowledge about what would continue to motrvate therr athletes to train
r Srd s oornments concemmg hbw he desrgned his program mentroned in the previous section

‘on task desrgn, mdrmted thrs fact clearly The responses of other coaches supported thls »

" . ‘ A
conclusron » Coe 5

' In the coach~athlete relauonshrp 'the key resources possessed by coaches whlchg

-l

athletes compéted toobtam, were the coach's knowle,dgeabrllty and the d_eslreof the coach- to

apply that khowledge in favor of th'e'athlete“s interest. Coaches had a limited amount of time
10 spend coaching. This time had to be divided up among a nurnber 'a‘thletes'. Athletes

- competed for this time. . L

v

The key resources possessed by athletes were their willingness to associate themselves

l

wrth a partrcular coach and therr willingness and abhlrty to devote time to the traimng regime
set out: by that coach The abrlrty to perf orm at a hrgh level whrch earned the coach

recogmtron status other opportunmes and permttted the coach to believe that he or she was y

successf ul was another resource that ath athletes possessed In addmon the athlete s knowledge

LN

about their preferred approach to trammg mrght also be rdentrf ied as a resource posses:;ed by

'

\

the athlete. = N T . ' 5‘3

The exchange of these resources between athletes and coaches was one of the principle
means through whrch athletes and coaches achreved therr desired outcomes According to the i
‘ ‘ theory of structurauon in order to understand power relauonshrps between athletes and
| coaches we must understand the’ rules that govern- the exchange of these resdqrees whrch are d
crucral to the wants of athletes and coaches The rules which governed the coach athlete :

K ' relatronshrps in the WCI'FC were mformal An indrcauon of the dynamrcs of these rules and

\

c —

‘ therr relationslnp to hrerarchy and control was evrdenced by comments that came out in the

'
Y . ’

! "mtervrews These comments wrll be consrdered below s - - R o
h The drscussrons that took plaee durmg the mtervrews mdrcated that-coaches were
selectrve in approachmg athletes for mput and also selectrve wrth regard to. how much mput

'they would mcorporate mto therr trauung programs 'l'here was however only orie. coach who

. -,

[



freely admitted to being. selecttve and offered a rattonale for domg $0. The knowledge that ' \

other coaches wcre also selecttvc emerged f rom 1nconsistenc1es m the interviews with the
 athiletes and coaches For example, two athletes who tramed under 1he gurdance of the same '

coach gave completely different respénses when asked abo the amount of mput they had - 4 ‘-

mto the deSIgn of their traimng programs One athlete state that the athletes were - -

encouraged to give suggestrons to’ their coach. 'l'he coach s call for mput took place on a

- "informal basis" whlch this athlete'I'élt lndrmted "he is” trymg to find out what they (other

\

. athletes) really want to get out of the program The comments of another athlete concemmg“
this coach were qurte different. Th;s athlete indicated that the coach did not call upon her f or .
mput She meﬁttoned that on occasron she had taken the mmatrve and off ered ‘some o ‘
suggesttons but they were never acted upon This athlete’ mdrcated that this parucular coach |
- liked to come up with hxs own workouts'* ,“‘ " o v

- Asa second tllustratron of this dtscrepancy. the dif ferences between the comments’ of
a coach and one of his athletes can be consrdered I asked thrs coach/rf he ever approached his
athletes for mput into the desrgn of workouts and if he had a, set me of year when he did |

this. He responded~ "Yeah we had that time before unlversrty called one athlete assde and o' .

then together with all the athletes i drscussed the program } e same quesuon was put to

one of hrs athletec who was very famrhar with- the others in/thé group She rephed "No you
¢

‘ get the feeling he has it in hrs own mmd , I don’ t Tec llect any other athletes talkmg

B , p N
about it (meeting wrth the coach to drscuss and plan th' tratmng) .t Mrchelle has 'been :
tramlng for four years and Mrchelle sard he doesn t d ) that, you*have to do lt for yourself

you take the mitiative e

.

- | .informal rules had an unpact on thé’amount of control an athlete could expect to have over

"'\ " ".amount of attentlon an athlete could expect to reeerve from any coach was related to the R

his or her training program and hrs or her relatfonshrp wrth the coach In the WCI'FC the .

e amount of ttme the athlete was able\to devote to trammg and the level at whrch the athlete , o -

> § . . . \ . . e :“ © ..'4 . -. . B . ! . .
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.was capable ot‘ performmg Coaches exchanged therr wrllmgness to share therr expertlsc and o

‘kn()wledge about trammg programs Mth athletes who had. the most to offer i m terms of the * - i

2

' time they were able o spend trarmng and in terms of the level of therr perf ormance ‘&h h

¥y

level performers not only recetved more attention f rom therr coaches but were also conSulted a

,.about the design of their. programs more of ten than low level perf ormers The most

; exaggerated indication of thrs fact came from an athlete who indicated that she was expeﬂed

to"do S0 .- through her s

W

to execute the same trarmng program of an athlete who competed at a,much hrgher level than
' herself . Even when she indicated that she found it physically impossibl

corrtmual farlure 10 complete training ses@ns because of her total exhaustton her coach

—_—t
K}

PPN

rnsrsted she adhere to' that partrcular trammg regime. To a lesser extent coa%hes tended o
Ty iR . A

seek mput from athletes who’ had demonstrated commrtment ovet a long,perrod of trme and

L

through thrs 1nvolvem\ent gamed some. knowledge about training prrncrples and thetr

application. Such knowledge it may be argued, detragts from the lmttal resource ‘bases of the

coach, a and increases the scépe of resources the athlete can- draw dpon asa means of realizing

the goal of tncreased pert'ormance .

—_—— [

Oontrol in the coach athlete relattonshrp was mediated by a. commonly undersﬁ)d set -

P

a

of rnformal Tules. The mformal rules whtch medrated the relatron between athletes and thetr

coaches were based on a number of thrngs, the character of whrch support thdens (1979)

‘clarm that all relattonshrps of power and hence control are two- way The pOWEr of athletes -

o

‘and coaches to reach thetr shared mterest in rmprovmg athletrc perf ormance made some of the ' 3

'resources possessed by each desrreable 1o the other The knowledge that coaches had about
trarmng prmcrples and what nwded to be done in order to rmptove athletic performance L
- placed the coacfm a powerful posrtron in relatl“on to the athlete Most athletes entered mto a
: ’relationshrp wrth a coach as a means of obtainrng access to. the knowledge that would convey

N

them the power to rmprove the level of therr athleuc performanoe Most coaches k

. ﬂ

mdrcated a desrre to one day develop a world class competmor Therr power to do this was ‘
partly dependent upon the athlete s erhngness to execute the tasks set out by the coach ‘For

the most part coaches had the upper hand in thrs relationshrp The knowledge they possessed



e

‘ [y
- . - ; ‘
was/ more scarce: than the athletes ] o vhshed to excel at sport. ln the face of few . L

L raltemauves athletes may have been ore mclmed fo grve control to the coach The athletes’
: “/perceptlort or beltef that they drd not have this type of knowledge led them to become T

,’ | dependent on therr coach However mdmduals wrth the physrcal abrltty and other ,.

~

charactenstrcs nwded to become world class competttors were also scartx" Coaches

: endeavored 10 do whatever was necessary to keep those individuals involved Thts was most

easlly accompltshed i the coach was able to drscover the athletes trammg pref erences and

mcorporate therh into the destgn of the trammg program

The analysrs of power in thFcoach -athlete relauonshrp Suggests with regard o

hrerarchy that coaches had a htgher rank than athletes‘ ‘however, this ranking was informal.

.

“In addrtton rt also demqnstrates that although control was a two way relatronshrp’ between

‘the athletes and co&hes the latter tended to ha,ve more contrdl They Were through therr

.

'specrahzed knowledge able to control the trammg acttvmes athletes undertoolt Some athletes

were able to retam thetr control of the acttvrttes 1f they were able to perform ata htgh level

ﬁ!elattve to other members of the tramtng group Coaéhes encouraged these 1nd1v1duals to F '

N\

become mvolved in~the design of their agtivities as means of keepmg them mvolved

-

N From thrs drscussron of hrerarchy and control itis ev1dent that the productton of

performance was stgmftcant 10 the coach athlete relattonshtp Prevrously rt was pomted out
_that thi&prmciple is charactertstlc of socrety at large and 1s reproduced within the WCTFC as |
well as other sport orgamzatrons Whrtson ( 1984) has dtscussed the 1mportance of this,

, prmcrple to power relatronshrps in a recent dtscussmn omsport and hegemony In that
dtscussron he noted that a growmg professionahsatron of atutudes towards sport has qaused
“people to place a. hrgher and htgher pnonty on results and plaee less srgmfrcance on.

tnte’rpersonal or expressrve experrences The power relattonships that were dtscovered to extst

: ',between athletes and coaches wrthm the WCI'FC eonfrrm some of Whrtson s statements about -

s the mcreasmg srgmfteance of the performance prmcxple Whrtson noted that the acceptance of

D As noted ‘in. chaper one, . physrcal abtltty is only one of ‘many’ factors that

C tnﬂuence the level of sport performanee -an- mdrvrdual nught achreve\ Race class
g and gender are also sxgmftcant Lo S ‘
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this principle serves to promote the hegemony of the domlnant order in western capitalist -

society . Thus the WCI'FC masmuch as coach athlete %uonshrps were structured accordmg

~he performance prmcrple ‘also promoted thts hegemony The emphasts on perf ormance that N
exrsted wrthln the WCI'FC did not emerge in and of ltself in tsolauon th’rough the
relattonshtps that developed from wrthin lt appears more ltkely as Whttson (1984)
demonstrated m a broader sense to be an outcome df the more general phenomenon of the

orgamzatron and subsequent transf ormation of ml‘ormal tradtttons tnto f ormal and offi lcral
b ) ‘ -

. structures whrch regulate comgtmon

—_ X

.||l‘. 1 . . . R\ ‘ ‘ ' : C . L“.
System Integratton Coordlnation and lnterdepe dence o B
‘
) Grddens used t.he term system mtegratton to ref er to the rectproctty between actors’

Y

and collectrves across extended trme space out- srde conditions of co- presence (1986 77)

. Thrs dtscussron wrll focus on such relatronshrps as they relat /to hterarchy and control,

through an analysrs of power in the WCTFC. thhm the \}ICT FC there- were a number of

. relattonshtps which dld not take place 'on a day to day ba’srs and did not always mvolve f ace

to f ace mteractton or what thdens termed\s being ?o presence These acttvrtres had a broad -

scope and requtred a large amount of coordmauon undrarsmg is an example-ef-sueh an.

actrvrty Thrs acttvrty does not. necessartly requtre hat mdrvrduals in an orgamzauon meet face

to face wrth one another However rt does req ire some coordm f ef l‘ ort such as
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‘ through the coach athlete relattonshtp as they reqtured a cooperative effort and were often

the rauonale cited by coaches and athletes for Jommg the club 1n the ftrst place In

- v ' ~..

uncovenng and analysmg the rules and resources that weredrawn upon as a means of

collectrvely reachmg these outcomes it wtll be possrble to comment on the hierarchy and

d

control as 1t relates to the WCI'FC as an integrated socral system

N\ ~

In exammmg hlerarchy and control in the WCI'FC as an mtegrated soctal system or
orgamzatmn it wrll be neccesary to consrder the drfferenttatrop and ooordmatton of the :
activities that are undertaken by its membershtp In the sectton on tasks rt was mdtcated that

"there was httle vertlcal drff erenuatton in the WCTFC It was honzontally dif f erenttated mto
'three areas of athlete coach and admtntstrator The tasbs of athletes and coaches ‘were
| T urther dif! ferentrated accordtng to the track and field events in which each coach*specrahzed

The activities that tsok plaoe in each traimng group did not compnse the totahty of activities

'orgamzed wtthin the WCI'FC Other acttvtttes prunanly f undrarsmg also took place The .+

‘ ‘ executton of these acttvrttes reqmred the coordt,rlauon of these vanous groups For example
some had to schedule fundratsmg actrvmes and keep a recordof who was actively |
partlcrpatmg in them and ensure that club membes were avatlable to exucute the tasks

'requrred by these actlvrues " 4 ) ' .

1 will dlscuss hrerarchy and control at the level of system mtegrauon by consrdermg

. the dtf ferenttatron and the coordmatton of acttvrtres wrthtn the WCI'FC as they relate to the

A capabrltty of certain actors o groups to mfluence the condtttons faced by others S'he

'capability' _that‘- those mdrvr » 1S or groups had to mfluence the condtttons faced by others can
) be tnterpereted as an expression of then' power Thrs bemg the case thxs analysrs of hterarchy
.and control must also crfnsxdered the desrred (;;tcomes sought by the people in the WC'I'FC
_ 'that were relevant to the d:ffermtiatron and coordmatmn that extsted in the club
.} Consequently. as was the case m the dlscussion 6f coach-athlete relatronshxps. I will begm thxs
a fﬁjanalysrs w1th a descnptton of tlfewants and needs clted by the membershrp of WCI'FC that

-‘"‘were pertment to the’drfferenti tion and coordmatron of the WCI'FC I wrll then procwd to

. dtscuss the nature of the dtfferenttatton and coordtnatton that exxsted m the WCTFC and how i -

. = ‘,f.'v:' e

) .
oy
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these proeesses facrlttated the fulfillment of those wants Through thrs dtscussron n wrll be
' "'possnble’to point out the charactensucs of the hterarchy and control whrch exrsted in the \

WCTFC at the level of system integratron

e
[

: a
»

e B ' “..m N
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Athletes and coaches mentloned ac\:a{w te\com ition as a, nwd or resource that ‘was

1mportant to the achtevement of thelr goals Ih this regard, most athletes ctted f mancial

~ i J.

‘support for travel to compeuuons as thetr pnmary expectation in terms of the responsnbtlrty Vi

of the club. By far more ume was spent talkmg about issues related to. thts toplc than any

‘othcr t}tat was drscusseg Most of the coordmated and f ormally regulated actlvr(té that took

place in the club related dtrectly to{hrs need The acuvrues undertaken by the membershtp of
the club collectrvely, f ocused on very few tasks that were not dtrectly related to f undmg

athletes to compeutrons and orgamzmg the&sources necessary for thorr attendance The. club

—— .

had ltttle concern wrth recrurtmg new members orga;yzmg its own competmons (apart f rom
.ﬂ{ ) ]
onezcompetmon edch year) or promotmgathe .sport of track and field. e

Y

‘With sudh a small focus it was not surprrsmg to dlSCOVCl‘ that wrthm the WCTFC

Co

- there was httle drf f erentratron and few formal rules. These charactensucs of the. WCI'FC

embody what Mtntzberg referred to asa stmple structure‘ _

: . The simple structure is charactenzed above all by what is not— elaborated
: Typrmlly. it has little or no technostructure few support staf fers ‘a loose. divisfon of
“labor, minimal differéntiation among' its sub-units, and a small managenal hierarchy.
- Little of its behavior is formalized, and it makes minimal use of plannmg trainmg,
. and the lrason devrces Itis, above all, organic (1979 306) e

Notwithstandmg the problerns with tradruonal orgamzatibnal theory s conceptton of

“ structure" Mmtzberg s (1979) descnptrotr of the relauonshrps that are charactensuc of what

to speak of a formal hrerarchy exrsung wrthin the WCI'FC The formal lme of authortty

'consrsted of a dectsron makmg Bcard of Dlreetors at the top Wthh consulted wrth a group of ‘_

-~ i
P ' DORC I3

19 The coneepuon of structure held by tradmonal orgamzauon theortsts is not
.. entirely . consrstent wrth the concepuon of structure ‘used in the theofy of
~ - structuration. ;As wa ml‘gted in. chapter two, - these - theorists do not . ‘make a
. _dxsuncuon between
" dissolve into on_ another. Tfaditional organization theory does not . ‘conceive of ..
' structure as rules and resources orgamzed as properues of socral systems

ure. ‘and - system and 'consequently _these concepts tend to

B

Lo K L S
, (. r. ' !

o S '\'?

‘ he referred to asa sunple stmcture were evrdent in the structure of the WCI'FC lt is drf f 1cult R
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coachés who were suﬁpmg to rcprescht the interests of the athletes. The athletes in turn had .
the least influence ont the decision making process. H:)wever; since active athlétes made up
approximatcly one-third of the Boa{d of Direcﬁors, they did, as an interest group, have the”
greatest potential to influence the affairs of the §lgb. This &ing the case, one might argué
that athletes did in ‘f act have access to control, ‘I,’he\\e‘xtent to which athletes actually 'utilized
lhis_collectivc ma}drity was mhim:l. Athletes had Ht:tle interest, limé, or desire, to invql;'e
themselves in the éoprdinati(:n'of the club and left thi% task up to other board members,
Mintzﬁerg (1979) néted that within smaller«organizations there is litile if any vertical
diff crcnuauon beyond one or iwo lcvcls He also put forward a number of other obscrvauons
about the way in which coordmauon is handled in these small orgamzations that in part
reflects the very conditions of coordination which existed in the WCTFC. Mintzberg wrote:
— Coordination in the simple structure is effected by direct supervision,

Specifically, power over all important decisions tends to be in the hands of the chief

executive officer. Thus the strategic apex emerges as the key part of the structure;

indeed, the strycture very often consists of little more than a ane-man strategic apex

and an organié operatmg core. The chief executive tends to have a very wide span of

comrol in fact it is not uncommon for everyone else to rcpon to him (1979: 306).
The WCTFC did not have a chlef executive officer per se. There was however, one individual
that everyone identif’ ied as bemg a key person :n the organization. That person was thF
Teéhnical Director. ;\s was indicated by his own descri;;tion of his tasks,vthe Technical |
Director was responsible for budgeting and tra§el. This responsibility gave him a degree of
pdwer‘anci influence over the distribution of the club's resources. However, his influence
appeared to go beyond this. He, as oné athlete put it, "carries a lot of weight”. It also
a"ppcared. from his own statements and the statements of .oth;:rs. that he was more inclined to
| get involved with the administrative acu'\f_iu'es that were ;;lated to coordination in the club to a
gréater extent than most other individuals. As a result ;)f this involvement he was perceived to
have a great deal of influéncc over the Board of Direct.ors; "

Mintzberg (1979) made one other observation concerning these types of drganizations

'that is pemnent to this discuss:on He sugg&sted that whcre power tends to accrue into the

R
hands of a single person .and at the same time there is a tendancy within the orgamzauon to -

neglect/-,()r avoid the formulation and implementation of formal rules, that person will in
fems . . )

A

g
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effect design a simple structure. Formal ruics which governed the coordination of activities
and distribulioh of resources within the wcr FC were minimal. The formal rules that were in
place (sée Appendix A) consisted of proccdurés and regulations that were most relevant to
ensuring that club activities were co—o’rdinated and that members were aware of their
obligations. There were no formally laid out rules govemirig the distribulibn of the club’'s
resources. The informal rules that did gc;vem this were discovered through the conversations
with club'membcrs. These coﬁVersations indic;led"lhai the Technical Director himself
determined many of the rules \;lhich governed the distribution of the club's resources. This
confirms Minzbcrg's obserfation that where power l;nds to accrue in the hands of a ;inglc
person, that person Yvill in effect design a Simple structure for the organization. The way in
which this actually occured Qvill be clarified below. |
Within Giddcns', theory of structuration ’siructure' refers to the rules and resources

that are drawn upon by actors in the process of interaction. Control refers to the capability
some actors have of influencing the circ‘umstan‘ces of action of ‘others.-Consequgmly, when
referring to control over strvuclurev. one refers to the capabi_lity of an actor td"iqﬂuence the
circt;mstances relevant to the rules an.d resources actors can draw upon.in order to achieve_ a
desired outcome. The Techni.cal Director had this capability. He himself established the
conditions that needéd to be met in order for the other members of ;the WCTFC to have
access to funding for competitions. These rules were not formalized but everyone interviewed
was awafe "of them and of the Technical Director's power. The knowled‘ge that everyone
within the WCTFC had a;bout the power of the Technical Director was evident from their
belief that he and his athletes were able o access the most scarce resource (f unQipg to
competitions that requn'ed air travel) -considerably more often than any other other
individuals. The followmg commeiit fromtan interview indicated this' feehng

You only get to go [to a particular out of province meet], and this-is totally my

opinion if you're in Sid's group. . . Granted there are a lot more highér performers

in that group so it may have been better for them to go. Fine take them let them go

there if it's a good meet byt let us [banging her fist on the desk loudly] have a
chance. Let us go some where else!

» —_—

.
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An indication of how the Teclrnical' Director had designed the strncrure of the
orgammuon and the power he had to do sO'is comamed in his own commems about the rules
which governed the allocation of travel f unds. It is also lmportam to note that he himself was
aware of the control he possessed. as was indicated by his own admlsswn that the rules that
he went by reflected his own personal philosphy and rnight change if someday he was no
longer the Technical Direetor The vcommen.ts below follow the remarks made by the Technical
) Director in' lhe section”of 1ask\desrgn that indicated, how decisions regarding travel were made §
There he noted that the coaches were reluctant to participate in planning and as a result had

1o suf fer the consequences. As our conversation continued, the f ollowmg comments were
- l .

made:
Sid: The planning meeting, the coaches didn't take it very seriously. So consequently, .
they come down the next day and say well why are your athletes going here or there.
I'd say, well look, first yov don't shoulder your responsibility of putting the budget
together, and I don't have any problems with that. And-then I show you the budget. |
And then you say why 'are my people going all over the place? Because it's my .
* budget,-I'm not thinking about your fourteen year old girl, or your fifteen year old
- boy, or what have you. I asked you to help me, so although I don't think there are
bad feelings, when the budget comes from one source naturally he's not going to be
able to think about the needs of all the coaches. Consequently if the coaches don’t
get involved with the running of the organization, then it presents a problem to this
office and that's directly the case with someone like Murray. He doesn't get involved
with the planning and the orgamzanon of the WCTFC and consequently, hjs athletes
are so left out they don’t know what's happening with the club. It's largely because
- their coach is not keeping himself informed with the club. It's not like we have a
million meetings every year. We have about eight meeungs a year as an executive,
and they usually last for a couple of hours. '

Robert:- What I seem to ‘hear is that the philosophy-tends to be, no one is going to

run the show for you, you have to stand up and shout to be counted, otherwrse

you 're going to get left in the backwash of whatever is left,

N

Sid: That's not neeessanly true You have to present yourself or your posmon in

_areas to be heard. . . :
: )

Roben You have to speak up no one is going t0-come to yon and seek you No one
in the club is going to seek out a coach to find out what that coach needs. They're
going to send a message, come and see you. If the coach doesn't bother to come and

———  seeyou, men nothmg is gomg to happen beyond that.

Sid: That may be nght at this time but. only because that reflects my philosophy. If I .
arrange to have a meeung with you once, I arrange for mput for your whatever o
. wants and you don't show up, I don't go and say I'm going to make an appointment
with %1 1 already made my appointment with you, now you have to make one wrth .
» me, . .
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Sid's comments tllustrate a number of points relevant to the dtscussron of hierarchy
and control in an organization like the WCTFC where there is little spectahution few

formalized rules, and‘ individuals do not wtsh‘ to bother themselves wrth administrative detnils.
Sid recogniied that although coaches or their athletes must take'the initiative in order to

* obtain any benef its from the club. this was not umversally hgreed upon as being the
appropnate means of obtaining benefits. There were {\o written or formal guidelines that had

: been umversally accepted by the membership that Sid had to follow in perf ormmg his duties
as Technical Director or when decrdmg how the club resources would be managed, Hc was,
free 10 establish his own rules based on hlS own personal values and beliefs. He was given tha
formal authority to make decisions concerning the travel budéet and how it would be ‘
‘administered each year. The other members had no other“option but to follow thel rules as hel
set them out, according to his personal values and béliefs, or suffer the consequences of
ignoring them. Henoe.‘as Mintzberg (1979) suggested, a: single individual was able to control

~ the structuring of this organization.

Other studies ‘of power and control in amateur sport organizations (cf. Stack. 1983
and l;itter, 1984) have glso indicated that within these organizations there is a tendancy for
power to become centralized in the hands of a small number of individuals. A number of
reasons have been oﬂe\‘e‘t{as a means of explatmng this phenomena Slack (1983) explamed
the centrahzatron of power in the orgamzatron he studied in terms of access 1O resources;
‘non-substitutability of activities; an_;he"centrahty of activity. These sources of power where ‘
drscussed \' Hrckson et. al. (1971) in their strategic contmgencres theory of power and .
deserve some consideration here Slack ;eferred to such explanatrons of the orgins of power as
‘being structural" and more surtable to studies of a socrological nature than those of a
behavioural sort (1983: 266). However. Giddens has argued that . h

there is no such entityas a drstrnctr\ve type of 'structural explanatron in the social

sciences; all explanation will involve at least unplrcrt reference both to: the purposive,.

reasoning behavior of agents and to its intefsection with constraining and enablmg

features of the social and matenal context of that behavror (1986: 179). :
Consequently, in- attemptmg to explarn the oentrahzatmn of power m the WCI'FC we must —

consider both the struetural base of that power as descnbed in such work as the Strategic

Ca

P



Cbntingency theory as well as others which relate to the role of action. |

ln consndering an explanauon that draws from the strategrc contmgency theory, it was
evident that the Techmcal Director's power could be explamed by two of the three structural‘ '
| bases Slack (1983) cited as contributing'_to the aquisition ‘of power in the organization he
studied. The two‘ features that contributed to the power of the 'l“echnieal l)irector were access

———

to resources and the centrallty of his actrvrty to the club. The third base, non- subs:tutabrllty.

.

it wrll be argued, was less significant if it was sngmf icant at all.

In cons:derrng access to\r‘esources it is 1mportant to, note that the Technical l)‘irector, :
apart from his activities‘ a's a volunteer coach and tnember of the WCT FC Board of Directors,
was employed on a part-time basis'as head track and field coach at the local university. This

"unique position gave him access‘to a number of significant resources that were not
imm“ed—iat‘ely‘ available to other lndividuals in the club. The most important of, these being -
access to information. Kanter (1977) outlmed the tmportance of access to tnformatron as a
source of power. Sid’ s job as head coach at the umversrty put him in a posrtton where }te was

) constantly, as requlrement of thrs job up to date W1th developments in the track and field |
commumty In addmon the overlap between his positions as pard coach apd volunteer coach

,meant that on an ongorng basrs there was a srgmf icant overlap in the actrvmes he performed
Executlng a task as head coach often meant bemgable 10 execute the same task as the |

' WCl‘FC coach and Techmcal Dtrector On many oceasnons he shared or combmed the -
‘resources of the nmversxty and the WCl'FC Thxs enabled hrm to mcrease the abrhty of both

' k‘orgamzations to meet the desired needs of their athletes 'I'he sxgmfrcance of the degree of’
overlap between Sxd 5 two posmons was evrdeneed by the many instances when athletes .
confused the umversrty ] contnbutron to thetr athletrc endeavors wrth thosm WCTFC. .

Little nwds to be said about the oentrahty of the TechniealB—uTe.c_tor 's actrvmes 10 the

“club. Absolutely everyone in the WCI'FC had to deal with. htm Inasmuch as centrahty is

‘ defined as:"the degree to which the activmes of a sub- umt (or mdmdual) are mterlmked to

the system (chkson et al 1971) the eentrahty of the Techmcal Du'ector s activities.was self

evident, * . Co e T
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The relevance of non-substitutability to the explanatipn' of power is questionable not
only with regard to this study but also in itself. None of the data gathered in this study .
suggested that the power of the Technical Director was based, to any degree, ugon a belief or

even the crrcumstance that he was 1rreplaceable ‘Previous to Sld other mdmduals had acted

bs Technical Drrector Lookmg into the future there was no mdrcatron that everyone expected

e

'Sid to be Techmcal ’Dlrector indefi mrtely, including Sid htmself If power is to be def ined as

the capability of actors to get thmgs done, the relevance of the notron ‘of substltutabtltty asa

“base for power hds to be questroned Furthermore the idea t;hat non-substitutability conf ers

power stands in drrect opposmon to the maJor premrse of the theory of structuration which

states that in any glvcn srtuatxon an individual or collechve could have acted otherwrse >

(Gnddens 1979 56) The 1dea of non- substltutabrhty suggests that under certam conditions

1

actors have no altemauves The theory of structurauon suggests that is not the case.
The idea that in any given situation agents always have the opuon to act otherwrse -~ .

does not mean that in acting they do not fi eel certain pressures to choose certaln alternatives

L
Y]

over others ‘Rather than speak of these pressures in terms of a condmon such as

substitutab\hty which in most mstances is overly reductrve one needs to take a broader

Y}
approach that- mcludes the role of agenCy It is an effort to explam f urther the amount of

control that the Techmcal Dlrector had over the structurmg of. 'Lhe WCTFC that brmgs meto .-

. a onsrderatron of this pomt So far I have suggested that the power of the Techrucal Drrector

" over the coordrnauon and allocatron of resources in the WC‘I% can be explamed in part

Tw

through h1s access to certam resources-and-the: oentrahty of the actwmes he undertook ‘ o
LY

Inasmuch as power isa two-way relauonslup as des‘crrbed above we must consrder the power

' that -other indjviduals in WCI'FC have at therr drsposal and the rnevrtable cortdmons whnoh

) ‘make them ‘less powerful (or cause them to choose not to act) o ) ' o P )

Yo

Through such a discussron one is able to address the quesuon concermng the

. " mevrtabahty that may seem to underhe the relattons of hrerarchy and control in the WCTFC.I ‘

'Grddens (1986) made some mterestmg rema:rks concermng thxs aspect bf socral cxplanauon : E

Yo Why is rt that some socral foroes have an apparently mcvrtable look to s )
them" Iti 1s because in such mstanees there are few opuons open to, the actors in

- «
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question, given they behave rationally — ratronally in thrs mse,meamng effectively :
aligning motives with the end-result of whatever conduct is involved. That is to say,

- the actors have 'good. reasons for what they do, reasons which"the structural

- sociologist is likely. to assume implicitly rather than exphcrtly attributing to those ‘
actors. Since. such good reasons involve choice from very limited feasible alternatives, . *
‘their conduct . may appear to be driven by some 1mplacable for¢e similar to physical .
- force. There are many 'social forces that actors in a meaningful sense of that phrase,’

-are unable to resist'. That is to say, they cannot do. anythmg about them. But

‘cannot' here means that they are unable to do. anythmg other thanto conform to
~ whatever the trends in question are, given the mouves or goals which underhe their
' acuon (1986 178) ‘ ) .

ln part the power and control that the’ Techmeal Dtrector possessed was gi\len to him
A-by the other members of the club as a c0nsequenqe of their reluctance to become mvolved in
. decxsron making and takrng on some of the tasks mvolved Wwith coordmatmg the acuvmes of
the club Another consequence of his action, or lack of acuon on the part of the other
members in the club also resulted in what people per;cetved as an imkquitable distnbution of
.the club S resources in favor of those athletes who were coached by the Techmcal Director
Nothwrthstandmg these complamts the intervtewees were erther satrsrfred wrth the

i
‘ arrangement or, if théy were not satisf 1ed they wer@ not prepared to make the effort to

‘ change things. These acttons can, in part .be traced to many of the pressures noted above
'whichvhad an Iimpact on the structurmg of coach-athlete relahonships. These pressures
' "clo'ncemed f amily comrnitments ‘ school and work Most coaches and athlete: admittéd having
' *‘a shortage of ume to devote to their primary goal of i unprovmg athletrc performance It would
" seem plausxble to suggest that faced wrth pressures that detracted from therr abihty to meet
‘ - their primary objecuves these mdtvrduals would be reluctant to give up even more time to -
'become involved vvrth tasks wluch they regarded as being of seeondary importanee One ‘
, 'bathlete expressed this very poxnt durmg one ot’ the mtervrews when he stated — S
| . 'l'he thmg is, athletes are. generally very busy people and they don t really have a lot ,, ) -“
- of time to do some of the things that ar¢ required to be:done by the executive of a- -
_track club., We could try to have athletes and coaches in-everyone of the executive °

positions, but it is. , . like I say they are generally very busy people and they: don t
“really have the tune to spare ‘ _ ,

_ A further explanatmn of the relationshrp of these consrderatrons to power in the
‘ "‘;_, '_WCI'FC is in order however such a task goes beyond the hmrtauons of this study The data |
7 gathered’ for thls study served only to mdteate the sngmfieanee of tlns factor. As thls factor

4
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- relates to aspects of socral life- extemal to the activities that took place withm the WGl' FC, it

N

was not mvestrgated extensrvely One other aspect of power and control in the WCI‘ FC needs

10 be discussed before concludmg the drscussron ol‘ this sub- problem area, namely. the
legmmacy of certain practrces formal and mformal }rules ‘/ T o
[ . N » ' . f
Y Grddens (1986: 176) has noted that power relatrons are most of ten embedded in f

S
rnodes of conduct whrch are taken for granted by, those who follow them most especially i in / '

~ routinized behavror whrch is only dif usely motrvated" These taken for granted modes qf

conduct can be studred to gam some msrght rnto a srgmf rcant mode of orgamzatronal control

Thrs mode of control is that of rdeology and legmmauon Salaman (1979), has a/gued that .

legmmatron is a srgml‘ icant means of control in professional orgamzations where there isa

v
-

resrstance to formal rules Whrle it may be drf frcult to argue that the WCI'FC is a

prof essional orgamz.atron it is not drl‘ fi 1cult to drscover a number of parallels between the way

N
. &

it operates and these types of agencres
ln exammmg the rmportance of legmmatron to professional orgamzatrons Salaman

(1979') focused on some of the. rewards that are characterrsttc of professlonal posrtrons In .

partrcular he 'oted the instrinsic satrsfactron challenge and creatlvity of their jobs These
\rewards parallel those sought by coaches and athletes. In- orgamzatrons where these sort “of

charactenstrcs exist, coordmatron often depends heavrly on legrtrmatron and rndoctrrnauon

L

(cf Mrntzberg. 1979 and Salaman 1979) Salaman suggested rndrvrduals in these type ,bf

" organlzatrons are to some extent controlled by therr commrtment to orgamzatronal

R .
P

/ : e ,
phrlosophles These mdrvrduals are lrkely ‘. o C e o \[‘

.to be. S0 commltted to phrlosophres which emphasrse the rmportance and value of
a partrcular activity, condrtron ‘practice or ob]ectrve that to some eonsrderable extent -
they re late their.own work behaviour. . ... The common feature of such =~ -«
‘ tional members is their: eonvrctron of the impertarice and indeed — indeed,
. — of their organisational-activity, and 'of their personal responsrbrlrty to -
. performtheir part in thé achievemient of ‘the desired goal with competénce and
diligence. . .: of course it is true'that professionals and. ‘bureaucrats may- differ in
. the focus' of therr commitments. /. . .Nevertheless, these groups are similar in that to
.. a striking extent control is exercnsed through both comrmtment and penonal :
momtormg (Salaman 1979 115-l16)

In the WCI'FC there were few formal rules in place that regulated the oblrgatrons of

x.,

- 1ts members. And even where there were formal rules it plaee lrttle trme or effort was spent



enl‘ orci g them The most srgntfrcant formal, oblrgatron athletes had, relevant to the
. ‘v o
coordlhatron of the “club’ s actlvttres requrred them to work at i ;ve bmgos per year on behalf

of the club These bmgos were the club s pnmary souroe of tncome ‘The money ralsed f rom |

"
€

these was used to cover the costs of sendmg athletes and coaches to competmons As noted in

the sectron on task executron athletes hated bmgo s wrth a passton Beyond this hatred there

- ‘e

\ ‘ was also an evrdent concern that the dtstrrbutton of the f unds they were helpmg to raise was

‘ less than equrtable Even 50, most athletes mamtamed therr obhgatron to parucrpate An f ive

'

, bmgos even though rt was well known that no one had ever been pumshed for farlmg to
-comply wrth thrs obhgatron How then does one explam this commrtment o an activity about
which people-were apprehensrve" I . | | | |
- ln thrs respect we must’ also consrder the mformal rules upon whrch the drstrrbuuon , -
of the scarce resource of fundrng was based ’I'he performance pnncrple underlay the ' |

distnbuuon of thrs resouroe That is to say, rt was accepted by the. majonty of the club

_ membershrp that m order to reeerve fundmg to meets that requrr.ed air travel athletes and
thetr coaches had to aftain a eertam level of performanoe The actual obJecttve deftmtron of
« what. thts level ol‘ performance was; never became exphcrtly clear through the mtervrews or - O

club’ documents Everyone (tncludmg low performers) agreed, however that level of

~

rf ormance was an tmportant crrtenon Consrder the comments made by an athlete who was
- asked how she would go about gettmg fundrng to travel to a popular compeu:on in Vancover

— 1 know how good Iam. I realtze that there are people better than me. ] r don t
- want to'go places. Here-in Edmonton theré is usually errough competrtron f or me. So
‘there is no reason for me to go elsewhere. .
© o “I'mthappy wrth bemg here. . . the tnps are. always fun but the money could
,beusedbetter -
v Wellthe mone‘y shouldn 't be allocated equally. Everyone gets a hundred o
- bucks. The junior athletes should only get to go some places, that's true. I remenger
: - when I first joined in:1981, the big trip for Ccross-country. was to go to Vancover
. Every year they would send a CToss-country: ‘team. there, and that was great. . It L.
C. would be mee to go down east sometimes but then agam rtdepends what level you .
"are at , . ‘

Th

The relatronshrp between the controls that governed resource accumulatron and
drstributron in the WCI'FC is. unportant masmuch as it reveals the 1mpact of eommrtment and

legtumatlon. It seems farr to suggest that toa large degree the wrllmgness of athletes to ‘



S -

<
partrcrpate in these bmgos rested m part m therr ‘belief that it was the most ef fectlve and

o effi 1crent/ way of acqumng the money needed by the club Everyone suggested that other
. & »
altematrves took more effort and in most cases yrelded less money in proporuon to the and

trme ef fort needed to perform them. As f ar as the tolerance for the mequrtable dtstnbutlonm‘

S

- funds gOeS, this can be explamed in terms of thc shared behef that other altemattves took

L .
. more effort and in most cases yﬁded less money in proportton to the and time’ and eff ort

'

needed to perform them As far as the; tolerance for the unequal drstrtbutton of f unds goes

thrs can be explamed by the shared belief i in the sanctrty of the performance prmcnple The |

Eaay o

perf ormarice prmcrple was not only one of the underlyrng mouvauons of mvolvement for all "
athletes and: coaches‘ it was also srgmf rcant to the distribution of all the resources in the club
High level performers requlred more resources and deserved them irregardless of therr
contnbutron to the accumulanon of these resources Few people mtervrewed ever ratsed a

) concern that resource allocatron should, to some degree be based on each individual's °

-

' contnbutton to resource accumulatron o ‘ ', ‘ . . 1
| These observatlons snggest in agreement with Salaman (1979) and others thatx
"‘control in orgamzatrons is also based in part on normatrve consrderatronS‘ thhm the WCl' FC
these normative consrderatrons were based on a shared acceptance of the performance - ,
prtncrple and behef that the WCI'FC provrded a legttlmate means of reachmg goals assocrated
" with tlus prrncrple ie. rmproved athleuc performance "
Summary | |
'I'he analysrs of hreTarchy and control m the WCTFC was used as a means of
' ,understandmg the way in whtch the socral relauonshrps that exrsted ln the club mfluenced an

mdrvrdual S abtlrty to reach a desrred outcome through thetr membershrp Thrs aSpect was B

| ', analysed at two dlfferent levels of power relauonshrps those that toolr place between

: mdmduals and those that took place between collectrves that exrsted m the orgamzauon The 3
' ‘coach athlete relatronslup was the key relauonshrp at the level of socral 1ntegratron Good

. 'coachmg was desired by most athletes and coaches sought an opportumty to see athletes

.
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improve their level of performanee‘ {This relatlonshlp was f ound to be reciprocal inasmu‘ch as

coaches and athletes possessed the resources requlred by each other to ‘meet therr goals The

(31

exchange ol‘ these resources was ﬂle pnncple means through whrch coaches and athletes

-

- achieved therr desrred outcomes. The amount of control an athlete had over this exchange

"depended on hts or her abtltty to perf orm, at A hrgh level and hts or her regular attendance aw !

‘ trammg sessro'ns Some athletes had more control over thetr actmtres as athletes These same,

‘ athletes also recetved more attentton from coaches consequently, had more access to the

resource of coachtng than athletes who perf ormed at a low level Thrs f mdmg rarses a

&

questron which asks‘ to what extent do coaches and top level athletes dommate the WCTFC" .

'If coaches only seek out mput from ,top level athletes when deergmng*’trarnmg programs what

"'were once the charactertsttcs ol’ satrsf yrng sportmg expenences style and. vrrtuosrty,

sort of athletrc expenences awatmower Tevel performers" Whttson (1984) noted that the

growmg emphasts on performance has for many supplanted the less tangible cntena Whlch

' spontamety, ‘a good game What sort of tensions enter into the sport experrence for the =

athlete who was drawn to spo use of these less tanglble experlences ’_d are soon f. aced L a

by pressure to get serrous and form or, reure and. stop wastmg the time of the coach" Can

'competmve sport be satrsf ymg wrthout a constant measunng of performance" .

: Meu\b::s of the WCI'FC acted collecttvely to. obtaut the resources needed to of fset

sbme of the costs of competmg Whtle each athlete had an equal obhgatron to contrrbute to

the club s fundrarsmg actrvmes the distnbuttoh f those funds was. less than equal The

o coordmatron of the actrvmes related to the drstrtbutton of the funds was prrmanly the

responslbthty of one mdrvrdual the Techmcal Duector Wrth few formahzed mles to gurde

' hrm the Techmcal Drrector Was able to structure the orgamzatron m 2 manner that was . S

consrstent wrth hts own personal values and behefs Thrs fmdmg rs consrstent wrth other R

;fstudtes of power m amateur sport orgamzatrons (Slack 1983 and Prtter 1984) that have

. demonstrated that in such orgiﬁiﬁﬁons pgwer appears to be eentraltzed in the hands of a

";small number of rndmduals Wrthm the WCI'FC thrs centrahzatron was explamed by The o

abthty of the Techmcal Dtrector to aeeess resourees essenttal to the operatron of the club and' ,
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3 the centrality of his acttvitles to its operatton Also rmportant to the Techmcal Dtrector s

PR

' control of the acttvmes in the club was the wxllmgness of the club's membershtp to bestow

O ,power and 1nfluence upon htm Frnally tt was also noted that the legmmacy of the -

perf ormance prmcrple was a srgntf lcant factor ‘related to the membershtp s tolerance of an

O

. unequal dtstnbutton of f unds Many members mcludmg low level performers beheved that
- htgh level performers should have more aCcess to the club s Tesources. Once again, an -
‘ 1mportant consnderatton that emerges f rom the power relattons that govefﬁed the coordmatton‘

_ of activity in the WCT FC ratses a questton about domtnauon Athletes were requtred to

[N

'engage inf undratsmg acuvtttes toa degree that went far beyond the resources: they could
expect to have access 10 or recetve back The club kept accumulattng a portton of funds ratsed iy
asa safety net for ratny days making it very lrkely that many athletes wquld not receive

o benef its from the club m proportron to thetr efforts’ on the club’s behalf Io an extent

athletes were dommated by the club S admtnstrator S commttment to. the msututtonaltzatron of

the WCTFC The htgh degree of mformahty in the WCl‘ FC makes it drff icult to of fer any

comments on thrs pomt : "i, P

As has been dtscovered in other orgamzattons control in"the WCT FC was based on

normauve consrderatxons related toa shared behef in the perf ormance prmctple It was also

' drscovered that those w1th the abtltty to perform at a htgh level. athlettcally were able to -
' 'dommate lower 1evel performers ll‘ 1t can be shown that htgh level perf ormers in the WCTFC - .
' 'came from hrgher socroeconomrc baclsgrounds it could be argued that patterns of dommatton

: ‘-that £xist in soctety at large also exrsted m the WCTFC Gruneau s 1976(bg) study of the.

backgrounds of Canada Games athletes suggests that one would expect to drscover such a .

t
’

relatronshtp

E. Values and Ideas in the WCTFC. -

*

The last sub probIem of this study was concemed wnth the exposure to values and

: " 1deas that took place wrthm the WCI'FC In- chapter two n was suggested that mvestigatmg

. - _.the exposure to values and tdeas that takes’ place wrthtn an orgamzatton would provrde an

09
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' understandmg of the modallty of norms Norms were def med as posmvely sancttoned

Cunnmgham 1985) a prelxmmary list of three value areas that had been discovered to be

‘ expected behavtour An atte‘mpt was made to unearth these norms. through an analysrs of the ‘

’ A

taken f or- granted sanctihned behaviours that were assotrated with spectf ic: values and ideas:
Glddens (1986: 30) suggested that normatrve components of tnteractron center on the rrghts
and obltgattons expected of those parttc?atng in a range of tnteractton contexts”. To a
large extent these: aspects of normatrve behaviour ‘were dtscussed above through referenees to
the prmcrples of performance and commttment that underptnned the desrgn nd executxon of
tasks and hterarchy and control in the WCTFC Both of those drscussrons l}

- WCT FC membershtp supported the tdea that 1mproved athlettc perf ormance was and should .

~ be the objectrve of evcry inember of the club Thrs idea was never challenged In addruon

> mdmduals valued proper coaching a regular trammg regime, and dedr@a»t‘ ion as the most

¢

eff ecttve means of tmprovmg one 's performance I would suggest that enough has been sard
about norms m thts regard The analyses put forward in the two prevrous sections rllustrate
some of the normattve behavtour consrstent wrth values that reflect a beltef in the productron
of tmproved athletrc perf ormance. Further drscuss Sn of norms related to these predommant

1deaswoulddrawfewnewmsrghts B i e

The analysrs of values and rdeas that was' undertaken in’ tlus study f ocused on-

tnvestrgatmg the normatrve behavrour assocrated wrth a number of va.lues and tdeas that
J exrsted in the orgamzanon Drawrng from the research that has exammed the 1mpact of values

' and rdeas on the structure of sport orgamratrons (Cunningham 1986 and Pitter, Slack and

’ srgmftcant to the development of provmcral and natronal level amateur sport orgamzattons |

-‘ 'was formulated The ltst of value areas mcluded the role of government orgamzattonal staff

| of tratmng actmttes The results of‘this study tndrcated that none of these areas had reoerved
f "a lot of attentton wrthm the orgamzatron lndmduals had grven some thought to
B organlzational staff requrrements and the usagehf sctenttfrc trammg pnnctples and

: apparatus No one had grven any thought at all to the role of govemment in sport As each

dtcated the . E

ot

. requtrements and the. usage of screnttftc pnncrples and apparatus in the desrgn and execut:ron , SR



' was placed on the 1ssues that were outlmed in the ongmal mtervtew schedule The

- set out in the ongmal desrgn of thts study o ' .

'1“",‘ "_' | ". “ . . ‘ _“ ! 111

' ‘interview took place, it became increasingly evident that’values and ideas associated wlth'other
‘ aspects of sport and sport admmtstratton were more stgmf icant 10 thts orgamzatlon than those

' whlch were drawn f rom, the hterature Taking thts mto consnderattpn an increasing amount of

attention was focused on values and ldeas about issues that emerged m the mtervtews and less

xS

consequence of thrs actlon -led to a sntuauon where the data gathered were not rlch enough lo,

allow for a detalled analysns of the exchange of ldeas that took place in the WCT FC per se, as

was the ongmal intent of thls mvestrgauon It was, however posstble to provide a general

1

descnpuon of the values and ideas that member of the WCT FC held about the value areas

-
v

Consrderatton of the values and 1deas that emerged {rom the mtervxews mdlcated that

‘a Shlf t in the values and ideas that were predommant in the WCT FC was occuring. The data

: 1nd1cated that the tension between competmg values and ldeas and assoclated norms had been

" tntended focus of thts study, what was discovered m thts regard ts nonetheless tmportant It

contnbuted to the study by addmg a dimension of temporahty to the consrderauon of the

expenence of mernbershtp wrthm the orgamzatton Grddens (1979 1986) heavrly emphasrzed

.the 1mmnce of temporaltty to socral mqutry Includmg fi mdtngs although unanucrpated

that related to thrs aspect of socral hfe was felt 'to be essent:al The dxscussron that follows

' wﬂl therel‘ore be drvrded lnto two parts The f 1rst secuon wrll l‘ocus on the values and ideas

. that were the’ mmal focus of thrs mvestrganon The explanatory power of thts dlscussxon w:ll

'Govemment Staff and Sctence

4 "
be ltmlted The second sectron wxll focus on the relatronshlp of . values and ldeas to the

u ’ A

' ,dynamcs of the orgamzatton and 1ts structuratlon over txme

e “ . o K . ..‘ ' N

S ' ' ' o0 o

._' . i -

The focus on values and 1deas that was proposed fi or thts mvesttgatton drew ,us utsrght g

: from recent research coftducted by Cunmngham (1986) and Pttter Slack and Cunmngham

(1985) These researchers reported that mdtvnduals mvolved wrth voluntary sport

. influencing the structuratron of the - orgamzatton over a penod of time. Whlle thls was not an

r

Lol



ergamzatlons mdicated that there had been a shift in a number of value areas associated with

sport These'areas concemed the degree and kind of government mvolvemem in sport, the
staf f requirements of amatcur sport orgamzauons and the appllcauon of scientific prmctples
to amateur st;oh Arguments conoermng the role of values and ideas in the structuring of
orgamzauorts put f\orward by.Greenwood and Hinings (1986), Cunningham h986) and Pitter

'

et. al. (1985) suggested that changes in the structure of provincial level amateur sport

organtmhons were: perhaps tied to a ﬂﬂ\t in the predominant value orientations they held

A \

‘towaﬁds these three areas.- As wxll be made cnear below the f mdmgs of this study indicated

.

¢ values and |deas WCTFC mcmbers had about these arcas where not sngmf icant to the
Moy
%ﬁnng of this orgamzatnon

Flrstly in_considering values about the role of govemment involvement in sport, the

i -

3 j %a md:catcd that few of the mlervnewees were aware of the degree or kind of involvement

[

Takmg mto consnderatlon that the. WCTFC had very few contacts wrth govemment
‘ age\f&:es thls f mdmg is not surpnsmg The majority of government programs that deal wrth
spon%&“admlfnstered through sport orgamzanons that operate at the same level of
junsdtctiop as the government admmistermg the f unds It was perhaps somewhat mistaken to
:.‘ extrapolate from research, whnctt has focused on sport organizations that deal directly thh the
government to an orgammuon that does fot. ' .-
The responses to questions deulmg with the second area of concern that of staff
reqmrements were more mterestmg and mvolved than thdse given about. .government. The
| ;lnterature whxch has f 0cused on the charactensttcs of thevolunteer worker (Beamish, 1978,
1985 Hollands and Gruneau 1979‘ and Slack 1983) has suggested there has been a growing

dcsu'e to recruit vpeople_wrth _optsideprofessxonal or techmeal-qlmhftoattons into amateur sport

L
oo
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organizations and establish full-time pard posmons to deal with many orgamzatronal tasks
Interviewees were asked to.discuss their feelings about the val/ ue of employmg salaned
mdrvrduals to take on admrmstratrve or coaching posmonh with the WCT FC. While many

respondents admrtted they had not given much thought to the idea of paying individuals for

thetr e(‘forts on the club s behalf, the overwhelming majority felt thal the club could bcneflt

- f rom hrrmg a f ull- trme person to take care of admrmstranve duties, There was a smaller o

concensus in favor of paid coaching staff. The majority of athletes were quick to emphasize

the value of the coach to their aspirations and agreed that coaches should receive more

. monetary compensation beyond the $125 per month honorarium they were recei\dng at that

lime. A small minority, felt that coaches didn't want to be paid for what they did The

~_responses of the athletes did not support the f;:elmgs of the coaches interviewed, Coaches were

+

split. lt was clear one coach wished t(\,ggméday acqurre a full-time paid posmon asa coach,

‘The other coaches were somewhat ambn&lent The comments of one of these coaches :

expressed the mixed feclings on this issue:

The honorarium I get from our club is basically, gas money, for driving to and from
the track. It doesn t in any way reflect the amount of time and effort that I've put

" into the progmm As Frank Dick (a noted coach from Britain) said, the guy on one
side of me gardens, he makes fantastic roses. The guy-on the otherside of me has got
a swimming pool, and he swims all day long. I coach track. No one is telling me 1
have to coach track: I'm just saying I ammakrng the decision to coach track because
that's what Iiltke to do. I don't like to raise roses. I don't like to swim, I like to
coach track. What I do with my time from five until seven o'clock is my time. If 1
wanted to raise roses or garden that's what I would go:

Robert: It's not just from five to seven. i

'

You're right from the coaching aspect. From the total aspect of coaching you're

tight, but.not from the athlete contact aspect It's about thirty hours (per week). |

would like to see coaches m our club earn in the neighbourhood of $500 00 a month

for coaching.

The reason athletes gave to support the value of hmng coaches and admrmstrators on

a full or part ume basis drew from a belxef that as paid employees they would be more
responsrble and accountable to the WCTFC. They also believed that salaried mdrvrduals would'
be able to accomplish more through the greater amount of time they would be able to devote
to their tasks. One athlete explamed"hrs feelings thrs way:

) 1 would have to say . . . that there "has to be . . . tRey have to have prof essronal

-
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staff to better the club. People who obviously know what they are dorng as far as
coaching goes and as far as the Board and, therefore they are going to have to pay

those people. .
I agree they should be pard more. . . . it is somethmg that is time consuming.

Howéver much people want to say you do n out of fun, it's still somethmg you are
committed to. . . . You hiave to show up at the track at such and such a time. There
are certain commltments you have to make; commitiments to certain athletes. I think

. therefore, obviously the club should make more provisions to pay the coaches quite a
bit more, not just a little bit more.

.

The above observations indicate that for tlre most part most irrdividuals in the
WCTFC believed that the organization could ‘Benel' it from obtaining some paid staff. This
finding tends to su‘pport the findings of others researchers (cf. Kidd, 1979; and Slack, 1983)‘
who have suggested that nowadays'volurneer sport organizations f eelfgneed to hire staff to
execute rrra‘ny of the tasks carried out bv these organizations. While the members of WCTFC

indicated that they were all in favor of paying coaches and administrators, it should also be

noted that no action had been taken or even considered in this regard. This value was posted

in this organization but had not .yet become operative. Consequently, obtaining paid personnel

was not yet a pnonty,

The last issue of concern was that of the impact of values and 1deas related to the

usage of screnuf ic prmcrples on the structuring of the WCTFC- Most coaches and athletes.

‘ mdrcated that the. design of the training’ programs was based on screnul' ic prmcrples developed

in the dlscxplmes of biomechanics, physiology. and exercise physrology In the study, questmns

concerning the rmpact of science f0cused on how mdrvrduals felt about the use of scientifi ic

training aparatuses such as treadrmlls. muscle stimulators, heart rate momtors, etc. in their

" training regime. ' ‘

- Few athletes had given much thought to the value of integrating such devices into
their training regimes. The responses indicated a degree of indecision 'eoncerning them. The
majority. of athletes ref erre‘d tq these devices as 'gimrrricks” vvhiclr even if they were of some

_. value in most cases could not do anything for them that they were not able to do for
therrrselves just as eff ecuvely and effrclently Athletes also mdicated that theee gxmxmcks
© were more valuable to the very best in the world than they were t0 lo_wer level performers like

" themselves. o B o f

L
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The Tesponses of coaches to this quesu'on were similar to those of the athletes |
- Coaches were not entirely certain about the value of such tratmng apparatuses One coach was
actively attemptmg to acquire a device that could analyze the lactate levels of hls athletes He
. had the support of the WCTFC inasmuch as the Board agreed 10 help pay for someof the
. cost of this device if the provincial govemment was also prepared to cont'ribute Nonethess,
this coach ltke everyone else was somewhat scepttcal about theé value of this when comparcd

to srmpler methods he had'heen using. He had the f ollowmg to say:
1 consider some kind of heart rate monitor to be essentnal.- I consider lactate analysis
to be essential . . . after today's (training) session it would have been my idea to.
take lactates three minutes after the session and . . . if they hadn't gone up to in
excess of 12 or 15 millimoles of lactate per millilitre of blood then I would have
known that the work out didn't achieve its effect. I could have . . . sent them out
again foranother repetmon or as many repetitions as I need to achreve the training
effect ffom the work out. . . I can only predict or guess that I achieved what 1
wanted at today's session . . . for some of the athletes, like Lisa [the fastest runner

. oln this coach’s group] I don t think 1 got the training effect thdt 1 wanted. It was

pretty obvious in our dlscussmn[between this coach and his athletes] that maybe 1
didn't need the equipment to tell me, but, it would have been nice to know how close
I came to achieving what I wanted to achieve. . . .'for the better athletes 1 consider it
to be essential. But for the bulk of them not really . It’s not essential but it is
somethlng that could go a long way in helpmg them- to develop what's needed to be
the best in the world. ,

s

Withinthe WCTFC there was tendency to favor the usage of two‘devices to facilitate
the training programs.. These devices were hean rate monitors and laetate analyzers. Action
had been taken to secure one of these deyices. The ‘aetion 'had been unsuccessful. No one

"beheved that these devnces were crucral resources Consequently. at this’ point in time values
* and ideas that favored the usage of screntlf ic trammg apparatuses did not have a significant’
1mpact on the structurmg of the WCI'FC - |

Values ‘and tdeas concermng govemment ‘staff requu'ements and science. dld not, as

' other reasearch has mdrcated seem 10 have a srgmf xcant effect on the structurauon of the
orgamzatron These areas were not of much concern to rndmduals in the organrzauon The N '

research whnch has supported the 1mpact of these areas on sport orgamzatlons has been

pnmanly ooncemed wrth provincial and nauonal sport govemmg bodres wluch have

' conside ably more contact ‘with government agencxes than smaller organﬂatrons like the

CI‘FC The srgmflcanee of the rmpact of new 1deas conoermng staff reqmretﬁents and the



‘ had mtroduced new values ideas and associated norms mto the orgamzatron The new values

- 16
. . r T . . ‘
usage of scientific trarmng prmcrples and apparatuses has been trawd by Krdd ( 1981) and

others to mruatrves rmplemented by federal and provmctal govemments In consrdenng ther,

' fact that WCTFC has no drrect rnteractron wrth either level of govemment it is not surprrsrng

04
'

" 1o discover that the impact these mitiatrves have not become srgrnl‘ rcant at their level.

. :
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Values and Ideas: Tensions and Change in the WCTFC

The comments presentéd so far represent only a small part of the data related to the ‘
analysrs of values and ideas in the WCTFC lntervrewees were also a\ked}: discuss what they

personally f elt were the key 1ssues in the club and 10 give therr oprmons about these issues,

problems and possrble solutrons From these drscussrons it became evrdent that the ,

organtzatton s membershrp had been changrng over the past three years and that these changes

and rdeas created a number of tensions concerning the .hature and purpose of the orgamzauon

N

and how it should be structured o . ,
Competmg values and 1deas about the appropriate program focus of the WCI'FC

appeared to have an lmpact on its structurmg Tl.us Was true especrally with regard toa

,number of rule changes that were put mto plaoe Just as thrs study was’ bemg completed. When

one examrnes the\hlstory of the WCI'FC it becomes apparent that the values and rdeas and

) norrnative behavrour had been undergorng a transformatron Comniitment dedrcatron

-competrtion and performanee are, words which descrrbe the dommant values and rdeas that

t‘ "underlied norrnatrve behavrour within the WCI'FC The prevrous drscussrons mdrcate the

;1 manner in which these f our cancepts emerged uine and time: agarn in the drscussron

concerning activrues that took plaee in"the club They emerged clearly with regards to the

. attitudes of mdrvrduals towards therr mvolvement in the sport 'I'hey also f igured rnto

- —

‘rndrvrdual descnpuons of how thrngs should be organized in the club The mtervrews mdrcated
: that thrs approach to track and freld represented a new onentatron as far as the focus of the
,WCI’FC was concerned, Thrs new onentatron was brought to the club through a large rnflux

' of new members In order to understand the unpact of these new values and rdeas one rnust

-

.

N
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f irst become familiar wtth some of the orgamzatton S hrstory

When referrmg back to the history of the club a number of mdrvtduals noted that the

WCTFC was orginally establtshed as a f amtly club. Entire famtlles were encouraged to become

| 'members The idea that the club should promote and embody th7 same sort of unity that
exrsted in famrly life was promoted Few of the people interviewed had experience with the
early days of the ¢club. However it was apparent that a few key decision makers on the Board
of Drrectors did have some ties to the idea that the WCI‘FC was a family club Some of the

_ people tntervrewed ref erred to the desire of some Board Members to maintain’ the f amily club

image. Only one person. | spoke wrth actually expressed a desrre and was srmultaneously

makrng an ef fc ort, to prescrve these values and ideas in the club in our discussron Cmdy

A

~ . noted- how dtf f tcult it was these days to maintain and promote these values and ideas because

of the club's.size. l-lere are some excerpts f rom. out conversatron on this topic:

¥ We ve ‘just had a Tecent drscussron on that (maintaining the family club
cohesiveness). We''re really looking int¢ that right now, how wercan resolve it.. The -
‘Teason bemg that when you have five coaches that's bound to happen, espectally ‘
training in two different facilities right now. That separates your groups somewhat.
Therefore, we're working on’that nght now. We want to resolve it. We can still’
- make it be what.it was, but it's going to take a little bit of groundwork now 1o
" realize how aré we going to do it. Are we gorng to throw in-an extra social function
“this year? I suggested that even all the five coaches get together and fake all these
- five groups out to.a pizza place, so that these athletes don't feel the distance and feel .
, separated from- one another. It has always been our policy to hold it as a family -
-group, and when you get as big as we are:right now, that is a littlemore diff 1cult
but we're going to work at it. It's going to be harder. . .. .
. We want to remain as a family club. We have to revrew caref’ ully ‘
what we can do so that we don't see a $eparation so we remain one whold.rather than
+ five different groups. . . .'1 t_hink 'that if Lyou‘ look at it in a posit.i,ve wayyou w‘lll .
have it happen. .. . j BT ‘

A

Wlule Crndy seemed to key on size as a ma]or f actor contnbutrng to the -diff’ rculty of

i 'promotmg and mamtalmng a "f amtly outlook wrthrn the club others noted that an rncrease

. \

" in the averageage of club members was perhaps more of a contnbuttng factor to the dcmrse.\ :

‘.of the old values and rdeas that were predominant wrthm the club Newer members ref erred to :
the early WCI'FC as a krd s club or developmental club wrth a ltn'uted focus on elrte athletes B
_or hrgh performanee Srd took the blame for screwrng thmgs up He had thts to say about
the changing nature of the values held by the club s members* L co

To gtve you a lrttle blt more pream’ble about the WCI'FC tt was started in 1972 or A '
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A ‘73 It was’ prﬁrily a developmental club and had remamed that way for a long
- petiod of time..I'm the one that screwed up the club because up "until the point when
1 joined the club they only had about two senior athletes . When I joined the
club, they had a membershlp of- about forty. . (1s) only the fourth year
. that I've been involved; the orgamzanon has more than doubled in that period of
time. They're still experiencing a lot of gr0w1ng pams beeause they have a lot of
small club philosophies and ideas. :

‘They didn't have the structure because they only had one coach or two
¢oaches, and' they.always had a head coach. They changed their philosophy . . .they
didn't want a head coach. They didn't have any structure; With one coach . .. you =~

.. dbn't need coach's: ‘guidelines .because that coach presumably knows how, to conduct
them' (a trip with athlejes). So you go from no coach's guidelines to ‘thirteen coach's -
"', guidelines to twenty-two and probably evéntually to.. + AS coaches jack the system
. around more, if we spend as much time trying to look l’or loopholes to just doing a
e good job, we wouldn't need any gutdehnes at all, but’ people don't have the same
.sénse of responsibility. . . . going from one to five coaches in a penod of two years
has had a tremendous 1mpact on the organization.

It'sa more rounded club It's a club with all the event groups and all the age
classes. . _ . : : .

. 1 . o : ) P . L
The excerpts from our‘discussion not only indicate the changes that have takén place
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* within the club's membership, but also very recent changes that have involved the structure of

the organization : These Clranges as Sid ‘di‘scussed: them, can be traced to two elements. ‘.The |
f lrst is the influx of a large number of athletes and coaches. The second element has to do
' wrth the values and ideas held by these new coaches and athletes The second element 1s
; perhaps the largest source of change and some tension that was found to exrst wrthm the
' WCI'FC The charactenstrcs of tlus new wave of members were qutte dxl‘ferent to that of the
... old. These new ‘athletes and coaches did not have the famrly oi‘xentauon ol‘ the younger
‘ athletes. because they were older Many of them had left home and establrshed their

- 1n¢pendence f rom their parents Stmrlarly, the majonty of the new coaches are qurte young

and l.f they drd not have any chrldren at. all they had very young chrldren who were only in

o their mfancy The characterrstrcs of these mdrvrduals one could argue dtrectly opposed the

L ."efforts of; those thhm the club to mamtam a famrly fo OCUS ',l'he Sem“ athletes and the young

o coaches demonstrated through therr actrons a desrre to not be part of that phrlosophy

i : -Cmdy s comrnents aboVe mdxeated thts. g

- As a means ol‘ &crlxtatmg the development of the "famrly club atmosphere the
| 3' 'WCI'FC had in: plaoe smce 1ts formatJon a mle that sttpulates that upon jommg, both parents

" .of each athlete automatrcally beoome members w:th full votmg pnvrleges and the rlght to @_'f S

R Vo _
: LN -{ .

Ty
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compete for positrons on the club s Board of Drrectorsj The pohcy seemed to encourage o '
o parents to ‘become mvolved in the activities of the club as a means of supportmg thetr .
children's mvolverqent in track and freld However ‘as Crndy hersel,f pomted out, there was an

» mcreasmg problem in gettmg the parents mvolved especrally the parents of the older athletcs

L -who were in' therr late teens to.mid- twentres She believed that to overcome thts diff’ rculty she a

- . would have to do some hard work. Ctndy had. this to. say

R
i

. I think we have to réstructure, and- reorganize 'and re*educate parents. But in
order to be able to do this you must get them.out to these general mectings. But
what parents are domg" I think-it's too easy-for everyone. There i is decline in the
economy right now. Maybé that will awaken a lot of people. 1 often think it takes a
~ recession to do this. To show them that hr e is not just a bowl of cherries. It rs not:

"just to .80 out there and socialize. : : . Lo

Wpether or not Cmdy wrll be able to re- educate the parents of the club members -
remains to be seen. ‘Her statement however captures the sense of many of the questlons that
are rarsed or. emerge from this dtscussron on values and tdeas Research on organtzatrons

(Hmmgs. and Greenwood 1986 Mtller and Fnesen 1980(a)&(b) Mrles and Snow 1978) has ‘

B mdtcated that the characterrstrcs of the rules and regulauons or structural arrangements rf

you prefer of ten reflect the meanmgs, values and rdeas held by orgamzauonal members The

truth of these fi mdmgs is furrkr supported by what has been drscovered in this study lntially

'the fonnders of the WCI'FC embodted wrthm the orgamzatton 1deas whrch reflected ideas of

f armly umty and the unportance of: athletrc mvolvement to a chrld 8 development These very

o notmns seemed to motrvate thetr rnterest m formmg WCI'FC m the frrst place More recently, " o

) .other mdrvrduals have come to the club mouvated by dlfferent values whxch stress the |

unpt)rtance of competitron commrtment and performance m track and freld and de emphasrze o

'the value of partrcrpatmg for partrcrpatron s sake

il As the data collectronior thts study was neanng completron the Board of Drrectors i -

’

‘ ‘of the WCI'FC took acuon to change the fortnal rules whrch governed accumulatron and

/

‘dtstnbuuon of resources As noted above a new rule conoermng thrs waem place. That rule f -
AR '.‘h.requu'ed everyone o, work at frve bmgos or. pay a ftne The rule was chansed “The rauonale

o , for the change seemed to be based on a number’of considerahons perttnent to tlus drscussron

il A\
Ftrstly, thh the dechne of the f amrly rmage of the club (ame an increase in the number of



".athletes that were mtssmg btngos Thrs had not been a problem in the past as ‘most parents "
shared a taken for grant assumption that it Was thetr obhgauon to frll in for therr chrldren at
! 'bingos ll‘ thelr chrldren could not attend The attendanoe of parents at brngos in the presence

“and The absenoe of theu' chrldren was normatrve and nwded httle regulauon Parents of the *

"~

‘ “ ‘older athletes that now compnsed the majorrty of the %b were not wrllmg to be replaOements

for therr chrldren at brngos ln addmon to. this, Board mbers were also concerned that

‘f‘ undrng for competrtron should be drstrrbuted in proportron to an athlete s contnhntron to S
i undrarsmg, or resource accumulatron The new- rule for bmgos was descnbed by one

mtervreWee as f ollows
4 ! o
‘ We've changed that, tlus year so that you have to establrsh these travel credits. You

work a bingo, you'get a $50. .00 travel credit What does the travel credit do? It

o entitles you to travel expenses: to and from the meet. If you don't have enought -
travel credits built up to 80 to a competition, then You have to pay. the' difference
between the travel expenses and the travel credit. hen you do build your travel

. credrts back up. you get your money back. - . o

" Robert But you can t earry them over"

Srd You can't earry them over but you can make a toral of5850 00 . so if you
* want to travel more you just do more bingos. So. now there is a totally drf ferent
attitude in the club. . . . Thé athlete comes up to me and says I 'want to go'to.
" Victoria for.the world Jumor cross-country trials. Se-I say you have worked one -
" ~Bingo the next bingo will give you $100 credit but if you bring- your dad out you get
* a hundred and frfty the airfare is going to cost $1 maybe we.can'get you down -
- there for $150 you've got it' made. And so now th d is all excrted about workrng
- thie bmgo and getting his dad out , o co o

. A.;_

. Whrle thrs analysrs of values and 1deas must come to an end the exchange of values

and 1deas in the WCTFC wrll conunue to have an unpact on 1ts future ctunng ﬁe data
S gathered in thrs study mdrcated that two competmg sets of values and tdeas about the purpose
_ ‘_vof the“WCTFC and track and freld mvolvement had been srgmftcant to the club s ,‘" e "—' - }

- development A new vrew of track and l‘reld and of the WCI'FC 'S role in track and freld had o

. ;come to dommate the socral relanonshrps that exrsted m the WCI'FC It appeared that thrs :

”'f"_'i._"_ivrew was not conslstent wrth the values upon whxch the foundmg ofsthe orgamzanon was o L R

N based A few indrvrduals were attemptrng to preserve these values and the assocxated

bR normanve behavlours New values and rdeas drd noth

. lpport the old normauve orde’r ot'

) v':'_‘rf‘_',,famrly cohesron that helped te-ensure eertain obhgauons to the WCI'FC such as frlhng m at S
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. bingo for. your child were not only l%lt but were also met. ‘As a reSult of these changes and

, tensrons new rules and resources were becommg srgmf icant to the socral relauonshtps wrthln |
the WCI'FC as the expenenoe of orgamzauonal membershrp in the assocrauon took on new ‘
_ charactertstrcs.. ‘ e ‘ ‘ : ' ' ) B
Sur'nmary '
The sngmfrcance of a number of values. and 1deas to the structurmg of the- WCI' FC

< .
was mvesttgated It was drscovered that values about govemment mvolvement in sport the ‘

L 'usage of paid staff ‘and the usage of sctenuf ic apparatus were not substanttal lt was

"drscovered ‘that values about the program f ocus of the WCTFC dld have an tmpact on the o
: structure ol‘ the orgamzatlon In. pamcular compeung vajues about a "famlly and

developmental ortentatlon towards sport and a high- perf ormance onentatton were stgmf rcant

—_—

The decline of the unrty and mtegrauon ass0ctated -with the f anuly f ocus appeared to be
k hnked toa raptd increase in'the club s size and the ml’lux of mdmduals wrth a strong

' orientation towards hrgh perf ormance thd (1979) made some comments about the resources

1

' neoessary for hrgh peformanee sport which xndlcate some pressures that may be sngmf tcant to ‘
-‘explarmng the shrf t in the structure of the WCI’FC He wrote: | |

A The resources necessary for hrgh performance sport ‘are much greater today
" Facilities have become more. specialized and expensive; the: trammg required makes it
- all but meosstble for athletes and. coaches to.study on a full-time basis . . .". These -,
changes. have taken place within the context of the elaboration of the capltahst R
- market and the résulting specialization and division of labour. As more goods and

~ services enter jinto commaodity. production, for example people rely less upon family,

- friends and: neighbours ‘and the sense of commumty which engourages people to act .
as volunteers'is d1§sapated At the same time specrahzauon increases demands on
- coaches and officials, Ini almost every sport, they are now secking honoria or salaries

© for-what they formaly contnbuted with question. These factors:have: made it difficuht
for individuals and local mstrtuttons t?‘;o provxde the necessary inf rastructure and

‘ resources (ded 1979 51) SR EPREE R

.The descnptlon grven by Krdd captures much of the dynamtcs of the WCTFC It s ‘, .

R mem’oershtp was begmmng to consrder the value of salaned employees 10 rts opération and :t, S

o was also expenencmg a declme in. the w”tlhngness of f amrlres to hecome mvolved m thc ::;

C

N "" actmtres nwded to sustam the club sexrstenee Quesuons regardmg the compatabxhty ol‘ a

hxgh performanoe and developmental focus tn one smgle orgamzauon was also bemg



,'1: 'quesuoned Many mdnvxduals behevcgi there was not room for both and that the
g dcvelopmemal focus belonged somewhere else o .
. . . “. "‘ ‘ t ‘ " ., | ) ! . Ll



- by the members of the orgamzatton

" Chapter V o | —

; Concluding Remarks

A. Introductron o | o ‘ | ‘ o o R r"':
The purpose of thts study was to examine the experrence ’of bemg tnvolved wrth a
sport organtzatron The orgamzatron whrch was selected for this study was the -West Crty ‘
Track and Freld Club located in the city of Edmonton Three sub- problem areas were
rdentrf ted as the specrf ic focus f or thts mqurry These sub problems were |
| 1 To mvesugate the eff ects of the desrgn and execution of tasks’ wrthm the orgamzahon on
the expenence of being mvolved with sport o - 7

2. To rnvestrgate the effects of hterarchy and c0ntrol w1thm the ‘organization on the

D)
’

* experience of bging tnvolved with sport. .
3. To in‘v.estigate the exposure to values and ideas that takes\place within the’ organization.

The data f or thrs study were collected usmg three research techmques Frrst 15

- f ocused mtervrews were conducted with present members of the orgamzatton All of the

. interviews were recorded and transcnbed verbattm Seeond organtzatronal documents were

collected asa means of obtarnmg addmonal mformatron about the orgamzatron Thttd

" f urther tnformatron was obtamed through dtrect observauon of vanous actrvmes undertaken

P/ '

A conceptual f ramework was used to rnterpret the f mdmgs of thrs study Thts

E framework was provrded by a.synthesrs of hterature from socral and orgamzauonal theory

- The theory of structuratron developed by Grddens (1979 1986) served as the pnmary

- reference pomt whtch mformed the analysis of the three sub problem areas In drawmg from o
O ‘Grddens theory of structuranon 1t was felt that the expenence of orgamzatronal membershtp B
- and associated sub problem areas could be understood set agalnst the modalttres of |

B structuratton tnterpreuve schemes facrltty, and norms Each sub problem area was seen to

’relate to a smgle correspondmg level of modahty and was analyzed aecordtng to the,modalrty ‘

" it most closely represented Interpreuve schemes Were analyzed through an examiatton ot‘ the

b

: . . , ._'\_ . ’,' . . ' e o t e l
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L - between power and dommauon ’l‘hrs analys1s was used asa

- design and .execution of task's‘in the organization. Facility ‘was linked' to the analysis or
hterarchy and control Norms were’ dlscussed in cﬁnjuctlon wrth the exposure to values and
|deas that took place m the WCI‘FC

/

! B Summary

"Blus fi 1rst sub- problem wrth Whlch this study was, conce&ed was the mvesttgauon of
. the ef f ects of the destgn and executlon of tasks wrthm a. sport orgamzatron on tndmduals
. ‘ -experlence of bem& mvolved wrth sport Thls sub problem was seen to address the modahty of -
interpreuve schemes ‘outlined by. Grddens The analysrs of the desrgn and execuuon of tasks
. was armed at provrdmg some msnght mto the background assumptrons meanmgs and sense
makmg, that mformed the WCI'FC members understandmg of what they drd |

The f‘indtngs of thrs analysrs mdtcated that the tasks whrch were undertaken fell lnto .
three areas those undertaken by athletes those undertaken by coaches and those undertaken
' by admrmstrators The key assumptron that was seen to underly the desngn and execution of
.tasks m the WCI’FC ‘was a behef that the membershrp of the club was committed to the
productton of lugh calrbre performance Thrs was mdrcated by the great emphasrs that was

v plawd on tasks that were: dtrectly related to the trammg and competrtxe activities of the .

: ,'athlete members The destgn and executron of the task of trammg and competmg were found

C to exhtbit a degree of specralrzatron routtmzatron and close supervrsron charactenstrc of work

orgamzattons

Investtgatrng the ef fects of estabhshed systems of herrarchy and control on

organrzatronal membershrp was the second sub problem area of concern to thrs study ThlS o

sub problem was seen 6 address the modalrty of facrlrty w%clh GJddens argued medrated .

eans of understandmg‘the way

‘A

C o whrch socral relan?rps that existed.in the WCTEC mfluenoed an mdlvrdual s abrlrty to
\ "reach desu'ed outcom ough hrs or her membershrp Two levels of analysrs were ‘" -
"j"‘fundertaken in the examinatton of tlus sub problem area The fust level bemg that of SOClal

mtegrauon explored the relatronshlp between coaches and athletes The second level bexn_g

. ,;-.4,:
K -
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" that of system mtegratron exammed relatronshtps between groups in the orgamzauon

i

., The luerarchy and control m the relauonsmps between athletes and coaches tended o
favor coaches Coaches, because of thelr percetved knowledgeabrhty about what is needed to

tmprove athleuc perfo anee exerted a large amount ol‘ control over the type of trarmng

~)

| acttvttres athletes\would have ‘to undertake Nonetheless some athletes were able 1o exert a .

L

degree of contro}rover the desrgn of therr programs These mdrvtduals were charactenstrcally,
/ ‘ ,
the top level perf ormers in each trammg group Coathes tended 10 seek out input regardmg

‘the desrgn of trammg acuvrtxes from these athletes The coaches would then in turn

1’

mcorporate some of this lmowledge into the desrgn of the athlete s trammg program Lowcr :

A
a

~ level perf ormers were rarely, if ever, approached by coaches for mput
At the level of system mtegratlon it was drscOvered that it was not possrble 1o clearly
1dentrfy a ffmnal hrerarchy ‘of suthonty in 'the WCTFC The analysrs demonstrated that b
wrthm the WCl' FC power, was- eentrahzed into the hands of a smgle mdmdual who occupted
the pqsruon of Techmcal Drrector on the Boardjof Drrectors of the WCl‘ FC Thrs indjvidual

[

had a great deal of control over the structure of the orgamzatlon Thrs capabtlrty was traced

\

to the lack of formal rules and regulatrons that bound the members of the WCTFC Also

'

srgmf icant in tlns regard was the Techmcal Dtrector s abtlrty to access resources that were |
essenual to the operauon of the club Furthermore the' membershrp of the orgamzauon
demonstrated a wrlhngness to bestow power and mfluence on thrs mdmdual ;The. drscussron
of hrerarchy and control also revealed that some of the resources of the WCl'FC were o
drstrlbuted unequally Thrs fmdmg was explamed as an mdrcatron of the legmmacy of |

perf ormance level as’a crrtena for resource allocation

The fmal sub problem area that was analyzed in thrs study dealt wrth the exposure to

B values and rdeas that took place in the orgamzauon Thrs sub- problem area was seen to ,

address the understandmg of the modahty of norms outlmed by thdens Norms were def med

‘ as posm\rely sanctroned or expected behavror The exposure to values and u.eas was analyzcd

NG
m terms of the unpact that the normatrve behavror assoctated with parucular values andqdeas

had on the structure of the orgamzauon The desrgn of the study ealled for an analysts of

A, . . " . °
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values and ideas and assocrated norms that f ocused on the values and ideas concerning three
areas: the role of government m Sport the staff requlremems of the orgamzatmn and the
usage of scientific princlples and training apparatses in lhe desrgn and execution of training
programs It was dlscovered that values and 1deas about, these areas and any assocraled norms,
had little impact on ‘the structure of the WCTFC. Values and ideas that did have an impact
_on the orgdhrzauon were concemed mostly with what the program f ocus of the organization
shoulc{\bo Wrthln the WCT FC, individuals who attempled to promote values and ideas, and

®
normalive behavnor that were aimed at sustammg a family and developmental orientation

rl
lethln the club, stoo&‘ agamsl individuals who pushed a high performance orientation in the

<

N ’f' club.
"’Some Concluding Remarks '
..‘t = AT *This investigation into the e'xperierice of membership in a sport organization began
A with a discourse which f ocused on the fundamental freedom that people gssociate with sport,

&t examined some of the limits and bossil)ilities that confront individuals who seek to
expen'ence a sense of mastery and power through their sport experiences. This discourse
addressed a number of questions, the most important ones were those raised by Gruneau

(1983). Gruneau asked if people must always voluntarily undertake or implement structural

.1 - conditions which.reprodlrce capialist relations and which constrain human possibilities in very ;
signif’ icarn walys. This study was developed as a response to Gruneau's question. It was
oonduc_lé‘d‘ with the intent of revealing some of the influences that shape sport organizations
and illustrating the way these structures have effected certain limits and possibilities for |
. people 'who'panicipat_e‘ in sport. A synthesis of the work of Ciddens'(l979 and 1986) and
Salamarl (1979) provided the framework and the sub-problems that were investigated in this
su{gx The work of Grddgns seemed especially relevant to this mvesugatron 'I'hrough the
‘ thcory of structurauon Giddens seta Ollt means of understandmg social relatronslups which
2

‘ was f elt to overcome many of the problems with tradmonal concepuons of structure and

_ agency. Whrch was also useful as an analytic tool To conclude.] wxll Teview the findings of

‘\ .
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Q. T h
+this investigation in light of somé of the ‘questions that -wcre raised at the very outset.

" To bcgm let me reconsider the questions raised by Gruneau (1983) refcrrcd to at the
conclusion of the mltial mtroduchon to lhlS mvcsugation Firstly, Gruneau askcd ll‘ the
slru)ctures that are created to accomplish the search for mastery and power lhrough sport do
in some ‘way alter our goals and carry with them a number of consequences for f récdom.
viewed in the broadest terms? The dliscussion of the design and execution of the task of being
an athlete raised poin{s that are relevant to thi§ question. It was noted there that the
résponsés of athicxes and coaches indicated that some of their attraction to sport could be
linked to a desirg 10 experience sport as a ﬁcans of expcrienciné a sépsé of Self mastery and

, \power over one's self. However, it was found that the structure of the W’CTFC impinged on
the athlete's freedom to seek out this experience in a rﬁar}ner of their own choosing. Training
sessions were structured of acilitate the ’prOdUElion of high lcvél bcrformanc:: and as such

athletes were pressured to strive to meet certain standards of athletic performance. Many

athletes, when speaking about the rationale that led them to f ocus on!tra_ck and field instead
of another sport, indica{cd that their own potémial to rea'ch‘ ailign“ level of perf ormance and .
be able to feel directly responsible for that perf ormance, were ~lhei m:imary.consideralions.
However, in the cases of many athletes who had been involved, wi h this'sport for a long time
and had not b;en able to attain a high lgyel of performance \(i.e., bec;r'ne national team
members), a tension seekxed‘ to exist. They-expresséd some discomfort with the constraints
and pre§sures'they confronted when executing ti'a‘inin:g prdgrarfxs .rthat were 'designed purely to

I
increase performance. Specxf ically, they. were- uncomfortable wnth the faét that they were

pressured to measure thenr SUCcess and subseci;xe;n sa‘msfacnon 11'1 terms purely relaled to
performance, placmg httle or no significance on the quallty of /the expressiveness of their
penence In this regard Whitson (1984: 70) has also noted /a variety of quantitative
measures of productmty have supplanted for many. less tanglble cména which’ were once thé
characteristics of satxsfymg spomng expenenm style and vmuosnty, spontanexty. 'a good

game'. . . in this atmosphere the expenenual dxmensnons of Sport are eroded or lost

entirely." These observations mdxcate that structures which havg\% been dev_clopqd ‘to make it
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possible to realize the sense of 'mastery and power described-by Gruneau, do to some extent
‘ alter goals ‘

' The second qucsuon raised by Gruncau s work descnbed at the outset of this ' |
mvesugatton asked 1f we' can say that opportumties to create rules to def ine dommant
meanings of sport, and to compete and sucmd wrthm different defrmtrons have been
universally acccssrble" Within the WCI’FC thrs did not appcar to be the case. Power over the :

f ormulatton of rules and the allocatlon of resources-was the pnvllege of a single mdtvtdual _—
~'who appeared to favor one definition of sport (sport for the productton of performance)

_ However some quahf 1catrons must accompany this conclusron These;quahf 1cauons raise

' f urther questtons. The WCTFC had rules in place that enabled mdrvtdual.s to play a role in

‘ the orgammtxon that would allow them to formulate the defmmons of sport that would be
accessrble to the organization’s membershrp That is to say, the rules permrtted all members to
compete for the positions which enabled one to encourage altematrve defi tmuons of sport
However, few people took advantage of this. The findings of this Study suggest the decrsron

. of the majority not to get involved in 'cncouraging and promotin alternatives, relates 1o "
activities that take place outsrde of the club ag to other consider ttons Why did the athlete
members of the WCTFC choose not to assert themselves tp any degree nor create ‘

» opportumttes wtthrn the WCTFC for mdrvrduals- to pursue altemauve deftntuons of sport?

The answer to this question is not clear from the obServatio'ns of this study‘l In part. e

answer may be related to the fact that the members of the'-WCTFC do not see the possrbrhty
for alternatrve defrmuons to coexist in the club. Many mdmduals reported that it was
impossible for recreatronal and high performance sport to exist in the same single sport
orgamzauon ’ !

Thlrdly. by referrence to Gruneau it-was asked Jif sports structured in different
ways.‘have ever embodred representations of. the allocanve and regulatrve rules imphcated in
‘the domrnatton of certaifi groups in this socrety" The fmdmgs of thrs Study indicated that hrgh ,
level performers tended to have more control over alloeatrve and regulatrve rules in the

WCTEC. The extent to whieh this domrnatron has been rmpheated in the domination of
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oertain' groups in the larger <soelety depends'on whether or not it can be demonstrated that K

these high level performers as a group within the WCTFC can be linked to those that
dominate society at large. The data collected for this study did not provide any conclusive ‘

information that /Qbuld be used to make inferences about the extent to which individuals from
, ' @

. & higher soMoeconomic status and indivlduals of the male gende‘r tended to dominate the

ac'tivities 'within‘ the cluk as class theorists and fi eminists argue they do in society. at large.

However, the observations made in this study mdtcated that access 10 resources that cxisted

‘outsrde the WCTFC were important (o success msrde the WCTFC. One such resource secmed

i

@be access 10 umversrty educauon Gruneau (1976) noted that educauon crystalized

dif’ ferences tn the socroeconomtc characteristics of the parttcrpants in thé Canada Summer ',

‘Games Inasmuch as the parttcrpants in the Canada G mes, who are by defi mmon hrgh Ievel

peformcrs share a htgh level of educatton with their ounterparts m the WCTFC, it is

: reasonable to anttctpate that the socioeconomic charactenstrcs of the htgh peﬂ'ormers in the

" those that exlst outsrde The extent of male dommauon per se was not considered in thts

study The most powerf ul fi 1gure in the orgamzauon was male, however this fact by ttself
' AT

WCT FC would be srrrular to those of Canada Games athletes Thus the evtdence obtamed in

L

this study mdtrectly suggests that the patterns of dommatron that exist in the WCTEC reﬂect . '

!

‘ wrthout any knowledge of the way in whtch males and females exerctsed power and control

‘ \
. the members of the WCI'FC Certamly. as an orgammtion the WCI'FC made it possrble for

' \
over each other per se, does not support or deny the existence: of male dommatron

Fmally. l\would hke to turn to thequestron of the limits and possrbthtres that f aced

some athletes to achteve htgh levels of athleue performance and to travel and compete in

various locations. In domg s0, sport was deftned ina way that lrrrrlted the qualtty of. sport

|

expenenee This made

it drff icult f or some mdtviduals to enjoy sport pamcrpauon il‘ tht%y did

' not express or share th - same commrtment to the productron of hrgh level performance.

Furthermore many tndl rduals who did asptre to achreve hrgh level performanoe faced a

4

double edged sword On one srde was the cutting edge of socral constramts wluch hm:ted the

amount of ttme that could be spent in a group tratmng situation. On the other srde was the

l . . v -

X
v
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sharply cuttmg beliefs that a group trammg srtuatton was 1mportant to performance and that

perf ormance should be the basrs of resouroe allocauon In the WCI'FC failure to participate
in that situation and failure to perform at hrgh levels meant that'an athlete, as a member of

the-WCTFC, would recer‘ve ltttle if any, mstructron through coachmg that mtght contnbute

‘ 0 the quahty of his or her sportmg expenence

D. Postscript Comments about this Research !

ln this thesrs I have presented an mvesugatron of the expenenoe of membershtp in an

‘amateur sport orgamz.auon This project and its desrgn were monvated largely by the critical
- approach to the study of social orgamzatron put f orward by Grddens (l979 1986) In

"attemptmg to utilize the msnghts of fered by thrs author some of the short comtngs whrch .

underlie the approach emerged

The most rmportant diff: rculty wrth the theory of structrauon is its complexrty An

_attempt was made to summarize this theory and to use some of rts basrc 1deas in the analysis
| of the sub- problem areas whrch were the focus of thls study. However the complexrty of
; ,_Grdden s theonzmg made it very drfficult to operatronahze and empirically test. That is to

- say. itis unpossrble usmg the results of this study. to comment on the vahdrty of the theo \

of structurauon Nonetheless; the theory of structratron did provrde a basrs for the

_methodology of this study that made it possible tq unearth some msrghts mto the expenence

of membershrp ina sport or; tron such as the dxalectlc of contr&)m the athlete coach
relatronshxps in the WCI'FC and the tensron between the developmental and hrgh

perf ormance emphasrs that mdmduals were trymg to embody in the orgamzation It also,

through its conceptuahzauon of a. number of terms mcludmg structure system power and

control redueed some of the confusron that often hmders social analysrs In chapter two I

Lo argued strongly agamst the tradmonal usage of these terms Yet later in the study I did call '

h . s L. .

, upon some of the tradiuonal hterature on orgarzatrons to support and explain some of the

d
B3

R observatmns made m thrs study It was not the mtent of my crmque of tradmonal B -,jf o

-

orgamzatton theory to suggest that rt had not made any useful contnbution to the '

130




‘ understandtng of orgamzauon The pomt I was trymg to stress was that its f ocus’ is ltmttmg
For example in the dtscussnon on power the work of Henry Mmtzberg was used to explatn .

'some of the f tndtngs of this study at the level of system mtegratton However Mmtzberg did

" not have much to say about relattonslnps at the level ol‘ soctal mtegratton and the

tnterdependence between mdmduals Or groups wtthm an orgamzatton It was through the

;"theory of structuratton that the’ trnportance of this level of analysts became’ evident.

The theory of structurauon has little to say about the social relauonshtps that existin .

sdcral orgamzauons per se. It is not a theory through which one can predict: or forcast the
outcomc of a specrftc set of socral relauonshrps' Nerther is ita theory from whtch' one may

_ develop typologtes or any sort of def mmve taxonomy of socral systems or soctal development
It does however, l&ave much to say concernmg what the tmportant features of socral
.relattonshtps are and how these features mn be utilized to uncover and explain the ,

| relattonshtps that do exist in a socral system As Grdden s himself admtts the development ol‘ |

~this approach to. social analysts is far f rom complete The ‘most srgnif icant gap is a clear |
means ‘of applymg it empmcally ’I‘hts study Tepresents one attempt at filling that gap More !
research of tlns nature must be undertaken tn this regard to expand the possrbtlmes of

understandmg social organtzatron and to reduce the hmttattons of the theory ol' structuratton

t
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West"Cily Track-and Field Club Policies

COACHES
. 1. All.coaches have equal status - i.e, no Head Coach
2. Co,athes are fesponsible for ordermg uniforms for athletes through the’ Umf orm and
. Eq‘uipmenl Co-ordinator.

3. ‘thches are respgnsible for submitting entries for meets to the meet chamnan and

for providing duplicate entry forms to the Technical Director two weeks in advange
. of meet date.

4. Two weeks before a meet coaches, must advise the Techmcal Dlrector of

transportation, lodging and entry fee requ:remems For out -of - provmce meets a
. minimum of four weeks is- required.

5. The Technical Director and the coaches must meet monthly to maintain an open line
of communication. Coaches must obtain approval for athlete participation in
out-of -town meets a minimum of one month in advance from the executive.

6. Standards must be met.before athletes will be considered for travel to
out-of - province meets. Performance standards will be set by the respective coaches.
Attendance standards are as follows: Athletes must attend Tuesday's work out (or.

_ other day designated by the coach) as this is preceded by an informational meeting
o - attended by coaches and/or the Technical Director. In addition, coaches may demand
' other nights for mandatory attendance, as long as this is at least two additional
" nights of training under the supefvision of the coaches. -
-+ 7. Coathes must assume full responsnblllty for late entries, both financial and with
" regard to entry registration ..
8. Coaches &5 responsible for collecting and turﬂmg in membershlp and membership
fees to the-treasurer as soon as possible (Sic).
9. Coaches are responsible-for submitting all bills and recexpts for expenses mcurred at
meets to the Technical Director immediately following the meet.
10. Coaches must submit in writing a proposed budget for the upcoming season by\
. October 15 of each year.
11. Coaches shall be responsible for the maintenance of all equipment owned by the club.
" All coaches and athletes shall have-access to all equipment.
12. Coaches and/or chaperones shall assume responsibxhty for the conduct of athletes
whnle at training sessions afid competmons - .

ATHLETES o '
4 1. Athletes and famxly members must pammpate in desxgnated f undraxsmg activities and
" " all meets.that generate revenue. Those who do not provide assistance at bingos will
have the alternative of paying a yearly surcharge of $375 per athlete. '
+ All athletes. must try to maintiain a high level of training and achievement.
All athletes are,expected to conduct themselves in a Sportsmanhke manner (Sic).
 Athletes are ®quired-to post a $25 performance bond and sign a waiver
‘ael‘:nowledging their responsibility to offset financial cost incurred by the Club when
* an athlete scratches from a meet that he/she is registered for, for other than certified
- medical reasons (sic). '
Additional costs incurred by an athlete during and out-of -town meet (e g. telephone
"calls) will not be paid fon by the club. —
An athlete's participation in a single meet will be hmited to | ma&umum of four
: events excludmg telays . . .
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GENERAL - ‘
The parents are expected. to support the activities and goals of the Club and the
parucxpauon of all athletes, i.e. at social functions, meets, club, and other
fund-raising activities,

The club will recognize all athletes who have achnevcd a hlgh level of acmcvcmcm for
cach age class of the year.

. - The opportunity to appeal to the Executnvc Committee will be provnded to all

-members who so request it,



