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Abstract
Organizational Strategy Formation in the Canadian Wheelchair Sports Association (1967-
1997): A Comparison to Leavy and Wilson (1994)

The purpose of this study was to determine if the model of strategy formation
proposed by Leavy and Wilson (1994), appropriately reflected the strategy formation
processes that occurred in the Canadian Wheelchair Sports Association over a thirty-year
period (1967-1997). By addressing this question a number of benefits were addressed
including direct returns for the practicing sport manager and the academic in sport
management and adapted physical activity.

The methodology included twenty interviews with Presidents and Executive
Directors who served CWSA from 1967 until 1997, archival analysis of meeting minutes
and other pertinent documents. The underlying theoretical foundations for this study
included Leavy and Wilson's (1994) model of strategy formation, Mintzberg's (1983)
model of organizational strategy, Pettigrew's (1987) approach to examining the situational
context and Kouzes and Posner’s (1994) definition of leadership.

Data analysis involved an open and axial coding process. Major findings included
the recognition that CWSA's organizational strategy formation was influenced directly by
leadership and the situational context and indirectly by the organizational history. The
five contextual factors that influenced CWSA''s strategy formation process were the
federal government, able-bodied sport, disability sport, the economy and societal attitudes
towards persons with a disability. It was further recognized that leadership and context

influenced each other both directly and indirectly and that organizational history directly
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affected the situational context and leadership, which was revealed by point-in-time
outcomes and organizational career. Finally, the results from this study led to the
development of an adapted model of strategy formation.

As a result of the major findings and creation of this adapted model of strategy
formation, it was concluded that the model proposed by Leavy and Wilson (1994) did
appropriately represent the strategy formation processes that occurred in the Canadian

Wheelchair Sports Association over a thirty-year period (1967-1997).
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CHAPTER I: INTRODUCTION

The Canadian Wheelchair Sports Association (CWSA) was created in 1967 with
the mandate to provide sport and recreation opportunities for athletes who used
wheelchairs. Since its inception, the organization has engaged in three dominant
strategies: inclusion into the able-bodied sport system, maintaining a strong sense of
governance as a national association, and fiscal responsibility through fundraising. Often,
these strategies were associated with and influenced by leaders, the situational context,
and the organization's history. Leavy and Wilson (1994) also identified these three factors
in their study on four Irish organizations, which they incorporated into a model of strategy
formation. How these three factors influenced the strategy formation of the Canadian
Wheelchair Sports Association (CWSA) and whether the model proposed by Leavy and
Wilson (1994) was consistent in the amateur sport environment was the focus for this
study.

a) Need and Purpose

Enabling a leader to understand how organizational strategies are formed is
needed for a number of reasons; many of which are based on the assumption that a better
understanding leads to better strategies. With better strategies, it was surmised that
amateur sport, the non-profit sector and disability sport organizations would be able to
more efficiently and effectively provide the benefits attributed to their services.

Importance of Sport and Recreation

Sport, recreation and physical activity provide a number of benefits at the

physical, spiritual, social, emotional or psychological levels (Balmer & Clarke, 1997;
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Canadian Parks and Recreation Association, 1997; Coderre, 1999; Godbey, Graefe &
James, 1992; Koop, 1999; Lincoln & Mills, 1998; Sport Ontario, 1992). Beyond these
human indicators are a number of economic benefits.

Dennis Mills, Member of Parliament for Danforth-Greenwood, and Chairperson
of the House of Commons Sub-Committee on the Study of Sport in Canada, presented his
findings on the value of sport and recreation to the 1999 Canadian Olympic Congress.
Mills suggested statistics, from the Canadian Olympic Association's Parliamentary
Outreach Program Information Kit on Economic Activity revealed that sport in Canada
represented a total of $7.7 billion in annual expenditures. Mills also suggested that
children in Canada were 40% less active than their parents at the same age; and that $776
million could be saved each year in health care costs for heart disease alone, if all
Canadians became more active (McClellan, 1999). Alan Rock, the Federal Minister
responsible for Health Canada in 1999, further reiterated the importance of physical
activity, sport and recreation in terms of financial costs to the federal health care system.
In March 1999, Rock spoke to the House of Commons and suggested that “the connection
between physical activity and health was both direct and dramatic. If, over the next five
years, Canadians could reduce their levels of inactivity by 10%, Health Canada would
save approximately $10 billion" (Cleary, 1999). Finally, Denis Coderre, in his first speech
as the Secretary of State for Amateur Sport, commented on the financial benefits of sport,
with particular emphasis on the intangible paybacks: connecting Canadians with each

other, developing youth leadership and celebrating diversity (Coderre, 1999).
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Importance of the Non-profit Sector

A similar argument regarding the benefits of sport can be made about the non-
profit sector. Canada’s voluntary sector has been described as playing "a crucial and
complex role in our society, making Canada a more humane, caring and prosperous
nation” (Hatton, Potter, Good, Patten, Floyd & McCloskey, 1999, p. 9). Prime Minister
Jean Chretien, at the International Association for Volunteer Effort Symposium,
meanwhile suggested that volunteers were one of the strongest fibers of our national
fabric (Hatton et al., 1999).

From a financial perspective, it was also deemed important to have a better
understanding of the non-profit sector as it has been described as a significant contributor
to the Canadian economy. Nonprofit organizations employ 9% of working Canadians
with revenues of $90 billion and assets of $109 billion (Hatton et al., 1999). Canada’s
voluntary sector also comprises 175,000 non-profit organizations with approximately 7.5
million Canadians dedicating more than one billion volunteer hours; the equivalent of
almost 580,000 full time jobs (Hatton et al., 1999).

Importance of Disability Sport Organizations

Finally, it was recognized that the services provided by disability sport
organizations afforded a number of important benefits (e.g. Hale, Barr, Buckman,
Goodman, Jimenez, Naylor, & Seddon, 1979; Heydon, 198S; Sherrill & Williams, 1996;
Steadward, 1996; Steadward & Peterson, 1997). Evidence suggests that persons with a
disability are often socially isolated, with excessively high unemployment rates, few
leisure activities, and a lack of meaning in their lives (Lyons, 1993). Sport addresses these

in a variety of ways.
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Persons with spinal cord injuries can also gain specific benefits from participation
in sport and recreation activities. Physiological benefits include improved
cardiopulmonary functioning, increased muscular strength, greater mobility, and an
overall improvement of health (Foreman, Cull & Kirby, 1997). Enhanced psychological
well-being (Jacobs, Roswal, Hovart & Corman, 1990) results from an increased social
support network, a decrease in isolation (Sherrill, 1986), a decrease in social
stigmatization, and the development of self-efficacy and confidence (Hedrick, 1985).
Participation in sport and recreation alleviates these issues by acting as a rehabilitative
tool, a mechanism for promoting inclusion into mainstream society, a means for
maintaining independence and as a vehicle for self-actualization (Heydon, 1985; Lyons,
1993). Sport and recreation thus provides persons with a disability and specifically those
with a spinal cord injury, with a rebirth of hope (Harris, 1974).

The benefits associated with physical activity for persons with a disability have
also been appreciated anecdotally. The researcher’s father with Multiple Sclerosis (MS)
showed first hand, the importance of exercise in maintaining a basic level of functional
ability, which then enabled a greater quality of life. The author also worked professionally
and as a volunteer with persons with a disability in a variety of settings, including those
as a counselor, attendant, coach, official and administrator. In particular, the author
worked with the Ontario Wheelchair Sports Association as Executive Director and with
the Canadian Wheelchair Sports Association as Program Manager.

The economic and personal benefits of physical activity, sport, recreation, and
volunteerism point towards the need for a greater understanding of amateur sport and

recreation organizations, and particularly those that offer services for persons with a
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disability. Beyond these generic practical requests are theoretical needs within the study
of sport management and adapted physical activity.

Benefits to the Study of Sport Management and Adapted Physical Activity

After an in-depth review of the literature, there did not appear to be any studies
that addressed how organizational strategies were formed in disability sport
organizations. Management research, as a whole, has been ignored in the disability sport
/ adapted physical activity realm and instead, the vast majority of studies focus on
education, medical, and or sport-performance related issues (Broadhead & Burton, 1996;
Sherrill & O'Connor, 1999). This absence of research pertaining to management seems
somewhat self-defeating as medical theory and sport technical understanding can only be
effectively utilized if an organization is able to provide programs and strategies for their
implementation.

Sport management and non-profit management, meanwhile, while having
considerably more research pertaining to organizational strategy, tend to borrow many
theories and concepts from the broader study of business and management. Whether the
transferability between these realms is appropriate has been questioned (Bryson, 1988;
Butler & Wilson, 1990; Higgins & Vincze, 1989).

Business studies traditionally claim to confer knowledge for all kinds of

organizations. Many sport organizations can gain a lot by becoming more business

like. But the problem is that this presumably general knowledge has been gained
mainly through the study of special and very important cases: the market

?g'sg;fnion, large scale mass-goods producing for profit organizations (Horch,

It was further suggested that the knowledge and associated theories generated from the

business literature could not be generalized to other realms until they were applied in that
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setting (McFarlan, 1999). Nanus and Dobbs (1999) reiterated this concern by focusing
specifically on the transference of leadership theories.

Every year scores of new books on leadership cram the shelves of bookstores and

libraries. All but a few are written for leaders in business or government.

Although nonprofit organizations share some characteristics with their corporate

or government brethren, they are in many ways quite different and present their

own distinctive leadership challenges (Nanus & Dobbs, 1999, p. 11).

Thus, while general principles might be applicable, the understanding of specific nuances
in non-profit management remains an important consideration (Young, Hollister &
Hodgkinson, 1994).

A large number of sport management studies had also failed to use any type of
theoretical framework and this oversight resulted in a plethora of studies that provided
useful descriptions, but did little to enhance the overall understanding of sport
organizations (Slack, 1997). Finally, the need for sport management to develop its
theoretical foundation in all academic areas was clarified at the 1998 North American
Society for Sport Management (NASSM) conference in Buffalo, New York. During a
presentation by Dr. Michael Kanters and Dr Danny Rosenberg, entitled Where do we
Belong: Finding a Home for Sport Management, it was suggested that sport management.
as an academic field of study, should move away from the traditional alliances with
physical education, kinesiology and sport studies and forge stronger alliances with
schools of business, management and commerce (Kanters & Rosenberg, 1998). At the
end of the discussion, Dr. Trevor Slack suggested that the field of sport management was

far from being a solid cognate field and until further research was published to develop its

core, it was best situated within the confines of its historical partners. A better
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understanding of organizational strategy formation and how it applied to an amateur sport
organization would thus continue to develop this necessary academic nucleus.

Benefits to the Practicing Sport Manager

Beyond the theoretical rationale and practical benefits associated with a better
understanding of sport, non-profit management, and disability sport, it was the
researcher’s desire to contribute information and understanding to the practicing sport
manager and leader. Within the business literature, Christensen (1997) noted that several
companies including General Motors, Sears, and Xerox rose to success because of
outstanding strategies, yet when the conditions changed, they found it extraordinarily
difficult to adjust directions. This seemed to occur because strategic thinking was not a
core managerial skill exhibited by their leaders. To address these concerns, Christensen
(1997) suggested the use of a three-stage process to enable leaders to develop strategy
formation skills. The first stage was identifying the driving forces within the company’s
competitive environment. Rouse (1999) reaffirmed the importance of this step by
recognizing that strategic thinkers and planners needed to spend more time analyzing a
situation, instead of jumping to ready solutions. Christensen's (1997) second stage was
formulating organizational strategies that addressed the driving forces identified in step
one. This included brainstorming, followed by the creation of a strategy matrix, and the
mapping of functional strategies. The third and final stage was creating a plan to
implement the strategy. Therefore, an important contribution that this study could make
was to provide sport managers and leaders with a model for strategy formation that could
act as the foundation from which the brainstorming, strategic matrix and functional

strategies would emerge.
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b) Framework

To achieve the goals set for this study, it was determined that a broad theoretical
framework was required. During the researcher’s graduate experience, the approach
assessing organizational strategy that emerged was a model designed by Brian Leavy and
David Wilson (1994).

Leavy and Wilson (1994) examined the strategy formation processes of four Irish
companies through an historical and contextual perspective and their research led to the
development of four detailed organizational histories. This was followed by an
examination of their strategy formation processes and from this data set and its
subsequent analysis three dominant factors were identified that consistently influenced all
four of the organization’s strategy formation processes: leadership, situational context,
and organizational history.

Once the theoretical framework was selected, it was important to identify one
organization to act as a case study. It was the researcher’s belief that an intense case-study
of one association would be more revealing than an attempt to sample a larger number of
organizations in a more superficial manner. This decision is further explained in chapter
[II. Ultimately, the Canadian Wheelchair Sports Association (CWSA) was selected to act

as the case study organization.
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Situational
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. Strategy .
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TIME >

Figure 1: A framework of strategy formation (Leavy and Wilson, 1994)

Several requirements were considered before choosing CWSA. The first was the
organization's history allowed for a longitudinal assessment. Formed in 1967, CWSA had
an easily identifiable history. As this study was concemned with leadership, situational
context, the organization's history, and their influences upon organizational strategy
formation, it was also desirable to have an easily identifiable and accessible group of
leaders who could be interviewed. Since 1967, there were twenty-one different people
who were Presidents or Executive Directors / Director Generals of the association, all of
whom were still alive when the study began. Consideration was also given to the potential
accessibility of information. Since the general methodology ultimately chosen for this
study would rely on interviewing and archival analysis, it was important that both the
interviewees (primary data) and documents (secondary data) be easily accessible. Ideally,
the availability of information would enable the researcher to repeatedly return to data

sources. The researcher’s former role as a CWSA employee and an ongoing volunteer
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enabled a relatively easy introduction to interviewees and access to association
documents. CWSA was also chosen to expand the domain of research within the field of
sport management and adapted physical activity. The sport industry included disability
si)ort organizations, yet they were rarely studied from a management perspective.
¢) Research Question

This study was based on the curiosity of how organizational strategies were
formed. A model developed by Leavy and Wilson (1994) enabled a similar exploration to
take place in four Irish businesses. It was surmised that a replication of Leavy and
Wilson's (1994) study, and an assessment of whether their model was suitable to explain
the organizational strategy formation processes in a Canadian amateur sport organization
were appropriate. Subsequent to this decision, the following research question was
offered: Did Leavy and Wilson's (1994) model of strategy formation reflect the strategy

formation processes that occurred in CWSA over a thirty-year period?

10
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CHAPTER II: REVIEW OF LITERATURE

To accomplish the primary goal of this study, it was important to assess the
literature and understand current perspectives and paradigms as it pertained to
organizational strategy. Using the model proposed by Leavy and Wilson (1994), the
literature related to strategy formation was divided into four sections: organizational
strategy, situational context, leadership, and organizational history.

a)  Organizational Strategy

The word strategy has been around for a long time. Managers now use it both

freely and fondly. It is also considered to be the high point of managerial activity.

For their part, academics have studied strategy extensively for about two decades

now, while business schools usually have as their final capstone a course in

strategic management. The word strategy is so influential. But what does it really

mean? (Mintzberg, Ahlstrand & Lampel, 1998, p.9).

Peter Drucker (1999) suggested that strategy could be defined as that which
converts each organization's theory of business into performance. The purpose of strategy
then is "to enable the organization to achieve its desired results in an unpredictable
environment” (Drucker, 1999, p. 43). This definition, however, is just one of many. and
presently, there does not appear to be one widely accepted standard definition, paradigm
or unifying theory of organizational strategy (Leavy, 1996b ; Prahalad & Hamel, 1990:
Thain, 1990; Whittington, 1993). The inability to formulate one definition has likely been
the result of varying research approaches (Papadakis, Lioukas & Chambers, 1998:
Pettigrew, 1990: Schneider & DeMeyer, 1991).

Several authors have tried to simplify the multitude of theories by categorizing

them into a few discrete groups. Mintzberg (1994b) suggested that strategy could be seen
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in one of two ways: a plan and direction, or a pattern that was consistent in behaviour
over time. Mintzberg, Ahistrand and Lampel (1998) also attempted to categorize strategy
using ten different schools of thought: design, planning, positioning, entrepreneurial,
cognitive, learning, power, cultural, environment, and configuration. Stone, Bigelow and
Crittenden (1999) organized a review of organizational strategy in non-profit associations
into three categories: strategy formulation, content, and implementation. Whittington
(1993), meanwhile, suggested that there were four generic approaches to understanding
organizational strategy: classical, evolutionary, processural, and systematic. The four
approaches presented by Whittington (1993) differed along two dimensions, the outcomes
of strategy and the processes by which they were made.

Within all of these various categorizations there appeared to be one consistent
continuum. At one end was the responsibility of strategy being predominantly with a
person or persons (voluntaristic) while at the other end was the responsibility being
primarily within the environment (deterministic).

The Voluntaristic Approach

The term strategy is rooted in the Greek word *“stategos.” evolving from a
combination of “statos,” or army and “ego,” or leader (O’Toole, 1985). The origin of
strategy, therefore, is based in military tradition. Only recently has it become more
common in business terminology (Knights & Morgan, 1992). The military tradition led to
the development of the classical approach (Whittington, 1993) and in it. the architect or
general became a favourite metaphor.

The classical approach to understanding organizational strategy identified two

main steps within the strategy process; the first was a purposeful formulation of a plan,
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while the second was its implementation at a mainly administrative and leadership level
(Andrews, 1980). The classical view thus focused on the power of a leader or manager,
instead of the chaotic forces of nature (Ginsberg, 1988; McGahan & Porter, 1997; Virany,
Tushman & Romanelli, 1992; Whittington, 1993; Yukl, 1989).

During the 1950s, interest in the classical approach was reflected by the use of the
term strategic planning. The popularity of this phrase emerged as corporations and
businesses moved away from family ownership and paid, non-family administrators were
suddenly required to justify and legitimize their actions to shareholders; the idea of
strategic planning sufficed (Knights & Morgan, 1992). Strategic change then became
popular in the 1970s because of the rapid environmental turbulence as described by Alvin
Toffler's Future Shock (Mintzberg, 1993). During this time, it was perceived that the
organization’s only mechanism for survival was the ability of top management to quickly
implement appropriate and timely strategies to adapt to these chaotic forces and thus steer
the organization away from danger (Pettigrew, 1987a).

The classical approach suggested that strategy would be presided over by a
rational leader. This view portrayed “the leader as a heroic, yet slightly isolated figure of
the general. Presiding at the top of a rigid hierarchy, it had been the general who would
ultimately make the decisions™ (Whittington, 1993, p. 15).

Critics of the classical approach were many.

Evolutionists wamed that to invest heavily in any single strategic plan such as the

classicalists was to court disaster. They cautioned, instead, that organizations

should keep their strategic options open. The processuralists also challenged the

detached approach of the classicists, as they saw strategy emerging directly from
an organization’s intimate involvement with everyday operations.

13
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Finally, systemic approaches argued that classic strategies were sociologically

inefficient and were heavily influenced by particular social contexts (Whittington,

1993, p. 17).

Mintzberg (1994b) also criticized the classical approach because of what he perceived as
an inherent fallacy in trying to predict the future.

In the 1970s, the study of organizational strategy began to use a more combined
approach to understand organizational strategy. Child (1972) suggested that the
environment could constrain a manager’s decision-making ability, but ultimately, it was
the manager who determined the organization’s structure. Cyert and March (1963), and
Hambrick and Mason (1984) presented empirical support for this strategic choice
perspective and suggested that the executive’s external ties served as a conduit for
information that shaped managerial views of the environment. This relationship
contributed to the set of alternatives from which strategic choices could be made.

Using this combined perspective, Oliver (1991) presented five strategic choices
that could be made in response to pressures from the external environment. These
included acquiescence, compromise, avoidance, defiance or manipulation. Oliver (1991)
argued that organizations were not merely passive receptors to external conditions. but
were able to negotiate their own pace in response to the environment. From this
combined approach, the pendulum of understanding organizational strategy shifted
towards the deterministic end of the continuum.

The Deterministic Approach

The deterministic perspective focused on influences from the environment. This
approach was a response against the voluntaristic perspective, which was viewed by

some, as grossly over-exaggerating the importance of leadership.
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The deterministic perspective was reflected by Whittington's (1993) evolutionary
and processural approaches. Researchers adopted these approaches in the late 1970s and
1980s, in part, because of political and economic fluctuations, which forced management
to focus on positions of sustainability and competitive advantage. As a resuit, the
principal objective of strategy analysis was to understand the external environment and
this deterministic approach was exemplified by Porter’s (1980, 1985) examination of
industry structure and competitive position (Amis, Pant & Slack, 1997).

Rather than relying on managers, evolutionary theorists believed in a biological
principle of natural selection. The most appropriate strategies within a given market,
therefore, would emerge to allow the better performers to survive and flourish. “Markets
not managers, thus choose the prevailing strategies within a particular environment”
(Whittington, 1993, p. 18).

The processural approach shared the evolutionary theorist’s pessimism regarding
rational strategy making, but viewed the environment as being too convoluted to allow
the development of perfect strategies. With this understanding, Cyert and March (1963)
coined the phrase “bounded rationality” to describe how managers dealt with the
pervading environmental chaos. This meant that leaders, unable to consider more than a
handful of factors at one time, were reluctant to embark on unlimited searches for
relevant information (Whittington, 1993). Leaders were thus seen as being biased in their
interpretation of data and were therefore “prone to accept the first satisfactory option that
presented itself, rather than insisting on the best” (Whittington, 1993, p. 23).

Other evolutionary theorists focused on how leaders responded to poor

organizational performance (Cyert & March, 1963; Keisler & Sproull, 1982), seen as the
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signal that an existing manner of operating was inappropriate. Managers, therefore,
needed to change in order for the organization to survive (Tushman & Romanelli, 1985).
Past behaviours and precedents constrained and determined the actions that the leader
could take, and thus, they were constrained by the organizational history and the
situational context (Boeker, 1997).

Similar to the voluntaristic perspective, the deterministic approaches were
paralleled by a rising interest in organizational change (Goodstein & Burke, 1991;
Hinings & Greenwood, 1988; Pettigrew, 1987b). Pettigrew (1990) suggested that the term
strategic change was more appropriate than strategic choice, as change moved strategy
formation beyond specific moments to consider the entire process over an extended
period of time. Change thus conveyed the sense that strategy formation involved more
than the analytical procedures of decision making (Whittington, 1993).

Within the deterministic approach were two theoretical approaches to studying
organizational strategy: resource dependency and population ecology. Resource
dependency theorists suggested that leaders of a non-profit organization would try to
reduce uncertainty associated with the acquisition of various resources (Slack & Hinings,
1992). Population ecology theorists, meanwhile, focused on the survival patterns of entire
populations of similar organizations versus the actions of an individual association or
particular leader. In either case, the situation and not the leader / manager, determined the
strategies of an organization. Both theoretical approaches suggested that shifts in the
environment occurred so quickly, that neither leader nor manager could react
appropriately or on a consistent basis (Keat & Ambercrombie, 1990). It was suggested

instead, that disruptive events, also referred to as shocks (Fligstien, 1991), jolts (Meyer,
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1982) or discontinuities (Lorange, Scott, Morton & Ghosal, 1986) were the primary
movers of organizational strategies (Hoffman, 1999).

A Combined Approach

A combined approach using both voluntaristic and deterministic paradigms
recognized that leadership and strategy had a number of contextual interrelationships.
Known as the systemic approach, this suggested that the disagreements between the
classical and processuralist perspectives were actually a question of degree rather then
dichotomy (Leavy, 1996b). Mintzberg (1978), and Mintzberg and Waters (1982)
identified a systemic process, which they referred to as strategy formation. Mintzberg and
Waters (1982) defined this as “a pattern in a stream of decisions™ and using this
definition, suggested that there were three general types of strategies: deliberate,
unrealized, and emergent. Deliberate strategies were intended and realized, unrealized

strategies were intended but never materialized and emergent strategies were not intended

but occurred.
Intended Deliberate Strategies Realized
Unrealized Strategies Emergent Strategies

Figure 2: Types of organizational strategy (Mintzberg & Waters, 1982)
Mintzberg (1994b) argued that the differentiation of these three types of strategies

was necessary because few strategies, if any, could ever be purely deliberate. Mintzberg
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(1994b) further clarified this point by alluding to a Fortune magazine article, which
polled a number of business consultants and suggested that only 10% of organizational
strategies were ever successfully implemented. Tom Peters and Robert Waterman,
authors of In Search of Excellence, (1982) suggested that this relatively small percentage
(10%) was, even at such a low level, still wildly inflated.

The need to recognize these various types of strategies within a greater
understanding of the strategy process was further clarified by Greenwood and Hinings
(1988), who noted that some aborted strategies might actually be politically motivated.
This premise agreed with Meyer and Rowan’s (1991) proposition that for political
reasons, organizations might adapt certain strategies, even though they were operating
with an alternative set of values and principles. Subsequently, when this symbolic
disguise became unnecessary, the strategies were abandoned.

These perspectives on organizational strategy redirected the focus of strategy
research away from the two-part process of strategy formulation and implementation
towards a more processural approach identified earlier by Mintzberg (1994b).
Researchers, subsequently found themselves studying a process that inherently involved
“the dynamic interaction of leaders, organizational histories and situational contexts”
(Leavy, 1996a, p.441). It was this understanding that led to what was defined as the
systemic approach, which viewed the organization as operating within an open system
(Katz & Kahn, 1978; Thompson, 1967). This recognized that the decision-makers were
not simply detached calculating individuals but instead were “people, deeply rooted

within densely woven social systems” (Whittington, 1993, p. 28).
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To help others understand this concept, Mintzberg (1994a) used the metaphor of a
potter at his/her wheel. The potter would begin their work with some general idea of what
they wanted to create. The detail, or even the possibilities for a different design, emerged
as the work progressed. For businesses facing turbulent environments, the craftsman’s
approach was more appropriate than the traditional, rationale planner models. The
analogy of the potter also recognized that individual leaders were embedded within the
social context that surrounded them while allowing some semblance of power for change.

Leavy and Wilson used this systemic approach’s (1994) in their model of strategy
formation that focused on the interaction of three variables: leadership, the organization’s
history and situational context. Leavy and Wilson (1994) suggested that these three
influencing factors had a significant effect upon the organizational strategies, which then
resulted in point-in-time outcomes. The cumulative nature of these point-in-time
outcomes resulted in what they termed as organizational career, which continued to have

a significant impact on future strategies through a feedback loop.

Main Elements The Process Point in Time QOutcome Cumulative
Situational Context

Organizational Leader > Organizationa Strategic Organizational
I Su'a(cgy - Commitment Career
Patterning
Organizational History

<

Figure 3: Model of strategy formation (Leavy & Wilson, 1994)
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Many others also advocated a combined approach to studying organizational strategy
including Child (1972), House and Mitchell (1974), Miles and Snow (1978), Porter
(1980), and Schneider and DeMeyer (1991).

Pettigrew's (1992) view of strategy, however, contributed the most to Leavy and
Wilson's (1994) understanding by suggesting that strategy could not be seen as a rational
analytical process of analyzing environments. Referring to the work by Bowler (1970),
Mintzberg (1978) and Burgelman (1983), Pettigrew (1992) noted that the transformation
of a firm was an interactive, muiti-level process. The outcomes of the strategy process
emerged, therefore, not as a product of rational debate, but by the interest and
commitments of individuals and groups and changes within the environment.

The interplay of history, leadership and context was also recognized by
Christensen (1997) who suggested that managers faced two particularly vexing challenges
in developing and implementing competitive strategies. The first challenge was ensuring
that the strategies were not reflections of the leader’s bias. The second challenge was to
ensure that the organizational strategy took into account the external environment, which
in Christensen’s (1997) opinion, rarely occurred.

Within the realm of sport management, Kikulis, Slack and Hinings, (1995a).
promoted a combined approach to understanding organizational strategy. These authors
suggested that previous research using institutional theory to assess the impact of the
federal government on the strategies of national sport organizations (NSO) provided only
a partial picture. What was presented, instead, was an overly deterministic view of NSO’s

absorbing the ideas that were promoted within their institutional environments.
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The realm of non-profit management research also reflected the various
approaches to studying strategy formation as identified in the business and sport
management literature. Stone, Bieglow and Crittenden (1999) presented a synthesis and
analysis of research pertaining to "strategic management and non-profit organizations
based on a review of over 65 empirically based journal articles, published from 1977 to
1999” (p.1). One conclusion from this study was the common recognition of external
antecedent conditions or changes that affected organizational determinants of strategy
formation. One of the primary antecedent conditions was policy shifts in the environment
(e.g. Bartunek, 1984; Vogel & Patterson, 1986; Wemet & Austin, 1991). Stone, Bieglow
and Crittenden (1999) also noted that several researchers in nonprofit management and
organizational strategy focused on leader behaviours, including both paid staff and
volunteers, as the primary antecedents (e.g. Harlan & Saidel, 1994; Nutt, 1986, 1987,
1989). Finally, research pertaining to non-profit management reflected many of the
criticisms and concerns expressed in the business literature of there being an incoherent
understanding regarding the interactions and relationships among components of the
strategy process (Stone, Bieglow & Crittenden, 1999).

Within these various systemic approaches was a common understanding of the
historic muliti-level interplay between the leader and the environment in shaping
organizational strategies. It was important to reaffirm, however, that despite these
similarities and substantial body of literature, the cumulative knowledge of strategy
formation using this approach appeared to be relatively limited with little consistency in

its conceptualization or measurement (Boyd & Reuning-Elliot, 1998).
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b) Leadership

McNulty and Pettigrew (1999) suggested that to understand strategy, we need to
know more about the strategists, in this case referred to as a leader. Leadership has been
studied in numerous subject areas including management, psychology, sociology,
eccnomics and political science and in many of these contexts, it is viewed as the panacea
for success (Bryman, 1986a; Kelly, 1988). Among them, however, are few definitions or
theories that are “intellectually compelling and emotionally satisfying” (Meindl, Ehrlich
& Dukerich, 1985, p.81).

Machiavelli (1985), for instance, suggested that leaders were power wielders who
employed cunning and subterfuge to achieve their own ends. Drucker (1989) defined
leaders as being able to carry out the functions of management, planning, organizing,
directing and measuring. Hersey and Blanchard (1977) saw leaders as those who could
choose the appropriate leadership style to best fit the situation. Lee Iacocca, the former
Chief Executive Officer for Chrysler, limited his view of leaders as those who focussed
on the three P’s: people, productivity and profits. Blanchard and Johnson (1982)
suggested that leaders were able to do many things in just one minute, while Peters and
Waterman (1982) noted that leaders were able to do one hundred little things well.
Rosabeth Moss Kanter (1983) defined leaders as change masters, while Bennis and Nanus
(1985) presented them as those having the ability to translate a vision into action. Burns
(1978) suggested that leadership was “a social relationship between two or more people
in which the leader influenced the social knowledge, goal acceptance and actions of the
follower” (p.425). While all of these definitions were compelling in their own right, they

failed to receive universal acceptance.
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McCall and Lombardo (1978) reflected on this myriad of definitions of leadership
and suggested that “the number of non-integrated models, theories, prescriptions and
conceptual schemes in the leadership literature were mind-boggling, with much of it
being fragmentary, trivial, unrealistic, and dull” (p. 23). Stogdill (1974) noted that the
endless accumulation of empirical data on the study of leadership had not produced one
integrated theory, while Bennis and Nanus (1985) lamented that “never had so many
laboured so long to say so little” (p. 4).

The inability to produce one harmonious approach to leadership may have
resulted from a number of issues. The first was that leadership research was without
instruments of demonstrated validity and reliability (Luthans & Lockwood, 1984). A
second reason was that most studies on leadership tended to consider the same collection
of studies repeatedly and "thus, the same misconceptions were perpetuated year after
year” (Bass, 1990, p.888). When research failed to support previous hypotheses, it may
have been that the research instrument was perceived as inadequate or that the sample
was poorly selected (Bass, 1985). Finally, Yukl (1993) suggested that researchers defined
leadership according to their own individual research paradigms within a variety of
theoretical and academic perspectives.

A further contribution to the leadership definition dilemma was the continual
attempts of theorists to conform to overriding scientific agendas. The aim of science
typically focused on prediction, and thus results would be faulted when they failed to
improve on the control of extraneous variables.

A fourth difficulty was the lack of communication amongst researchers.

Traditionally, research that pertained to leadership was conducted in isolation and without

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



taking into account investigations into managerial behaviour (Scott, 1999). Studies
addressing managerial competencies focused largely on what managers did, whereas
leadership research was more concerned with identifying what forms of leadership
behaviour were associated with outcomes.

A fifth and final reason why leadership research may not have been able to
provide one universally accepted definition was the perception of cultural bias. Although
leadership has been studied from a variety of paradigms, the majority were conducted in
North America by North American, Caucasian males (Alvesson, 1996). In France, for
instance, there is no comparative word for leadership and it is simply referred to as “le
leadership” (The Economist, 1995).

The search for a better understanding of leadership was also reflected in the sport
management literature. Paton (1987) concluded that leadership was the most frequently
studied topic in the Journal of Sport Management. These studies, with only a few
exceptions (e.g. Chelladurai & Saleh, 1980; Weese 1995b), were criticized as being
overly “descriptive and atheoretical, rarely employing any meaningful or substantive way,
the leadership literature that existed in the broader field of management” (Slack. 1997,
p-289). A second concern about leadership research in sport management was that the
majority of studies were doctoral dissertations or master’s theses, few of which were ever
published (Slack, 1997). The last concern was that the majority of these studies used
coaches instead of organizational managers as their sample and it was questioned whether
generalizations could be made between these professions (Slack, 1997).

Similar concerns of leadership research were expressed within the non-profit

literature. Cressy and Golden (1986) noted that little has been written about the role of
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leadership within the voluntary literature, as researchers tended to focus more on broader
managerial issues. In addition, when leadership was mentioned, it was discussed within
the context of effective management techniques. Exceptions to this generalization
included Nanus and Dobbs (1999) and Jinkins and Bradshaw-Jinkins (1999). A second
issue that curtailed a better understanding of leadership within the non-profit realm was
an over focus on prescribing how administrators should formulate strategy (e.g. Barry,
1986; Bryson, 1988, 1990; Nutt, 1984; Wolf, 1990) Butler and Wilson (1990) noted,
however, that this overly voluntaristic perspective ignored the impact of the surrounding
environmental context and therefore presented an unrealistic and inappropriate
description of the organization's leadership.

While one universally accepted definition was not available, it was necessary for
the purposes of this study to choose one to facilitate an assessment regarding its influence
on strategy formation. Therefore, it was determined that a brief historical review of
leadership theory would enhance the understanding of the topic and possibly reveal a
suitable approach for this study's research question.

A History of Leadership Theory

Reviews of leadership research often follow a chronological format (e.g. Field &
House, 1996) dating back several centuries. These reviews also suggest that modern
research began in earnest in the 1900s with the first era known as the trait approach.

Trait Theory

In some of the earliest leadership studies, attempts were made to identify a finite

set of personal characteristics that would distinguish a successful leader from an

unsuccessful one (Bass, 1990). Between 1904 and 1948, a total of 124 studies of
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leadership traits were reported and reviewed by Stogdill (1974) with the conclusion that a
number of traits could predict a successful leader based on their intelligence, physical
stature and personality (Daft & Steers, 1986). Following the 1974 review Stogdill
"suggested that this work and similar reviews by others had placed too much emphasis on
situational factors and downplayed the universal traits that certain leaders seemed to
possess” (Slack, 1997, p. 289).

Research efforts which replicated the work by Stogdill (1974) did not yield
consistent results and subsequently, it was determined that the trait approach had little
utility for the practicing manager. The modern corporation, instead, demanded that
researchers concentrate on how to improve the basic leadership competencies, rather than
understanding the distinguishing attributes of the outstanding few (Leavy, 1996b).
Eventually, the trait approach fell into disfavour and researchers were encouraged to
focus on what the leader actually did (Chelladurai, 1985). Thus, the emphasis shifted
from attributes to behaviours.

Behaviour Theory

Following the trait era, the focus for leadership research turned to understanding
how a leader contributed to group performance. A major problem that evolved within this
perspective was identifying the behaviours that were both relevant and meaningful ( Yukl,
1989). In an attempt to address these concerns, two separate groups of researchers, one
from Ohio State University and the other from the University of Michigan conducted
similar studies on leadership behaviours (Halpin & Werner, 1957; Hempill & Coons,
1957). The results from the Ohio State studies suggested that leadership could be

understood along two axes; one defined as consideration and the other as initiating
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structure. The Michigan studies, meanwhile, labeled their two axes as employee and
production orientations.

A criticism of these behavioural approaches was that two or three dimensions
could not adequately describe the complexity of every leader. A second was that these
studies confounded the style of decision-making with the substance of the decision itself.
A third criticism was that these studies did not assess the specific dimensions of
leadership behaviour appropriate to specific contexts (Bass, 1990; Yukl, 1989). It
appeared, instead, that some leadership behaviours were effective in some situations, but
ineffective in others (Chelladurai, 1985). The subsequent recognition that neither trait nor
behavioural- approaches were superior led, in part, to the development of the
situational/contingency approach (Leavy, 1996b).

Situational/Contingency Theory

Following the behavioural era, research pertaining to leadership suggested that
how one reacted or adapted to the situation was the greatest determinant to a leader’s
success. Bass (1985) recognized that the complexities of organizational life required
senior executives to vary their performances and display different behaviours at different
times. This era of leadership research addressed how the situation affected leadership
behaviour and acknowledged the importance of factors beyond the control of leaders and
subordinates. This recognized that effective leadership was dependent upon a number of
factors.

Fiedler (1964) proposed that there was an optimal fit between the leader’s
personality traits and the situation. As a consequence, there was a new emphasis on both

traits and situational variables as predictors of leadership. Situational favourableness was
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then sub-divided into three elements: leader-member relations, task structure, and the
leader’s power position.

In contrast to Fiedler’s (1964) model, the path-goal theory developed by House
(1971) focused on leaders and their personal attributes. This approach showed the leader
acting as a catalyst for followers to successfully complete their journeys, thus making the
path towards the goal easier to attain. House (1971) suggested that the style selected by
the leader would be based on situations that could include subordinate characteristics and
environmental demands placed on the subordinates. Hersey and Blanchard (1977)
developed a third situation-based model, where a leader’s use of behaviour or task-related
styles would depend on the maturity of subordinates.

The situational approach, while theoretically appealing, was not universally
accepted by managers as being very practical. It was noted, instead, that an in-depth
analysis of each situation required more time than practicing leaders and managers could
afford, and in reality, they were more concerned about "putting out fires.” Thus, the
leader did not have an opportunity to appropriately scan the environment or situation. The
repeated failure of theorists to appropriately describe leadership may have been what led
to what was described by Field and House (1996) as the anti-leadership era.

The anti-leadership era evolved from the dissatisfaction of practitioners with
previous leadership research. Leadership became perceived, instead, as a repository for
unknown variances within an organization (Fiedler, 1964). Meindl, Ehrlich, and Dukerich
(1985) coined the phrase, the romance of leadership, and suggested that people used

leadership to provide answers to confusing questions or to give meaning to ambiguous
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events (Field & House, 1996). The anti-leadership era also emerged alongside the
recognition that changing economic cycles influenced the allure of leadership more than
anything inherently theoretical. This understanding suggested that an interest in
leadership increased as the economy fluctuated. Thus, it was questioned whether the
concept of leadership was a field worthy for academic study or simply an attempt to
rationalize the fear of the unknown (Czarniawska-Joerges & Wolff, 1991; Whittington,
1993).
Transformational / Transactional / Charismatic Theories

Following the anti-leadership era, a renewed interest in leadership occurred when
researchers began to address the differences between the manager and leader (e.g. Peters
& Waterman, 1982; Zaleznik, 1977). Previous studies on leadership debated the theories
of supervision, which dealt mainly with style, rather than substance. A realization seemed
to occur, however, whereby researchers focused on the behaviours and traits of leaders
versus the tasks of managers. Leaders were seen as those who established direction,
aligned people, motivated and inspired others versus the actions of managers who
planned, budgeted, organized, staffed, controlled and problem-solved (Kotter, 1990).
Bennis (1984) summarized this paradox by noting that “managers did things right. while
leaders did the right thing.” With this differentiation grew the theories of transactional.
transformational, and charismatic leadership.

Transactional approaches (e.g. Burns, 1978) dominated leadership research that
immediately followed the disenchantment with the situational and anti-leadership eras
(Hater & Bass, 1988). Transactional leadership viewed followers as bargaining agents

where power regulated an exchange process with awards being issued and received
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(Deluga, 1990). This process was rooted in a direct exchange relationship between the
leader and follower, and therefore, was relatively independent of history and context
(Burns, 1978). Transactional leaders were motivated by means of concrete economic or
psychological exchanges (Doherty & Danylchuk, 1996).

Transformational leadership operated out of a deeply held personal value system
that could not be negotiated or exchanged (London & Boucher, 2000). These leaders
elevated the desires of followers for achievement and also promoted the development of
the group (Bass & Avolio, 1990). Where transactional leaders induced, transformational
leaders tended to inspire (Leavy, 1996b).

The interest shown in transformational leadership, according to Inglis (1997), was
the main reason why leadership studies in general dominated the sport management
literature. This interest was also a reflection of an era with turbulent social and economic
changes and it seemed that during these times, there was a parallel revival of academic
interest in the subject of leadership. A 'number of researchers (e.g. Bennis & Nanus, 1985;
Boeker, 1997a; Tichy & Devanna, 1986; Tichy & Ulrich, 1984; Ulrich, 1987; Weese,
1996) concluded that the type of leader needed during these times of dramatic change was
very different from the one required during periods of incremental change. The theories
of transformational and charismatic leadership addressed this need by focusing on the
process of influencing major change, building commitment, and empowering
subordinates.

Charismatic leadership was viewed to be important when organizations were in
transition and where traditional values and beliefs were being challenged (Conger, 1989;

Conger & Kanunga, 1987, 1991; Tichy & Devanna, 1986; Ulrich, 1987). Bryman (1992),
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suggested that charismatic leaders had three notable characteristics: they were regarded as
exceptional, had a vision or mission that elicited follow-ship, and enjoyed great personal
loyalty and high levels of commitment from their followers (Howell & Avolio, 1995).
Both transformational and charismatic approaches thus considered the leader’s traits by
recognizing, power, behaviour, and situational variables.

Similar to the previous attempts to explain leadership, criticisms to these
approaches were forthcoming. Pettigrew (1992) questioned the views of transformational
leadership in effecting major strategic change, and suggested instead, that leaders should
only be seen as one element, although a central ingredient, within a complex political
web. Pettigrew (1987b) argued that a reason for the general acceptance of the
transformational approach was that in times of uncertainty, it was comforting to think that
individuals in leadership positions could make a difference (Pettigrew, 1987b). Gemmill
and Oakley (1992) suggested that charismatic leadership could actually have a negative
influence on an organization viewing it as “‘an alienating social myth that would de-skill
followers, both intellectually and emotionally, through the fostering of unhealthy
dependency and uncritical devotion™ (Leavy, 1996b, p. 82). Heifetz and Laurie (1997)
further suggested that “the prevailing notion of leaders having a vision and aligning
people with that vision was bankrupt™ (pg. 134). Transformational and charismatic
theories, when transformed to styles of leadership were thus seen as being reduced to “a
combination of grand knowing and salesmanship” (Heifetz & Laurie, 1997, p. 134).

While recognizing and appreciating these criticisms, it appeared, nonetheless, that
the transformational and charismatic approaches successfully addressed a number of

historical issues that plagued the development of leadership research. The greatest of
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these was that the visible signs of leadership were experienced in its practice (DePree,
1989).

Choice of Perspective

It is unlikely that the transformational and charismatic approaches will be the last
theoretical attempts at understanding leadership. Instead, they probably are small steps
along a very long path of understanding. The study of leadership has evolved through
several phases, beginning with the trait approach of the 1940s and continuing with the
behavioural and situational / contingency labels of the 1950s and 1970s. Leadership
research then appeared to stop momentarily during the anti-leadership era, only to
explode in popularity during the 1980s and 1990s with the identification of transactional,
transformational and charismatic approaches.

Choosing one approach from these different eras and definitions is difficult, as
each was studied from a variety of perspectives and paradigms and was accompanied by
an equal variety of criticisms. Nevertheless, while there was not one "best” theory, within
each were a number of consistencies: The most common consistencies were the
recognition that leadership dealt with people. influence, and goals (e.g. Bass, 1990: Daft
& Steers, 1986; DePree, 1989; Soucie, 1994; Yukl, 1989).

Mitchelson (1994) suggested that even beyond these three consistencies was one
over-riding conclusion found within the majority of research definitions. This one
element was that leaders positively used power or influence on others. This realization
implied that relationships between people were not passive. Thus, for leadership to truly

occur, the influence must be positive and have an impact on change. Thus, for the
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purposes of this study, leadership was defined as “positively influencing improvement
and useful change at the organizational level.”

The understanding that leadership referred to positive influence was mirrored by
Kouzes and Posner (1994) in their text The Leadership Challenge. Their model of
leadership resulted from an examination of everyday actions and behaviours of exemplary
leaders at a variety of levels and settings in their best leadership episodes. By doing so,
Kouzes and Posner (1994) were able to focus on the key behaviours and actions of high
performing teams and self directed work groups within specific contextual and historic
paradigms. This separation allowed them to differentiate between leadership,
management, leaders being born, and leaders being developed. According to their
research, when leaders were at their personal best, they engaged in five key practices:
challenging the process, inspiring a shared vision, enabling others to act, modeling the
way, and encouraging the heart.

The Kouzes and Posner (1994) model was also perceived as appropriate for this
research study as it showed remarkable statistical reliability and validity when assessing
leadership within different types of organizations and disciplines (Posner & Kouzes,
1997). While specific correlation to strategy formation remained unproven, direct
relevance to job satisfaction, organizational commitment and productivity were revealed
by McNeese-Smith, (1991) and Taylor (1996). Nanus and Dobbs (1999) also supported
Kouzes and Posner's (1994) model as a result of its relevance to the non-profit
environment. Nanus and Dobbs (1999) reviewed a number of studies that examined non-
profit leadership effectiveness and the model that they suggested as being particularly

helpful when assessing leaders in nonprofit organizations was Kouzes and Posner’s
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(1994). Finally, Kouzes and Posner’s (1994) model was selected because of its potential
to enable CWSA leaders an opportunity reflect on past practices and make more informed
decisions for the future.

If the organizatidn could determine the general patterns of behaviours, which

leaders exhibited when successfully implementing organizational strategies and

more generally, the overall successful performance of their organizations, it would

[likely] enable the leaders to reflect upon, learn from, and incorporate these

general patterns of behaviour into their on-going leadership practices (Mitchelson,

1994, p.15).
¢) Situational Context

The implication of accepting Kouzes and Posner’s (1994) approach to assessing
leadership meant that it would occur during the interaction of members and organizations
within the environmental context. As was noted earlier in this chapter, it was also
identified that context played a significant role in several theories of organizational
strategy, most notably that proposed by Leavy and Wilson (1994).

An interest in the relationship between situational context and organizational
strategy began in the 1970s, when researchers questioned whether organizations were as
self-directed as leadership theorists wanted to believe (Leavy, 1996b). While leadership
was traditionally the factor most often associated with influencing an organization’s
strategy, other researchers (e.g. Burns & Stalker, 1961; Gellat, 1992; MacMillan, 1983;
Montanari & Bracker, 1986; Perrow, 1982; Pettigrew, 1987b; Thompson, 1967)
recognized the impact of the situational context.

The term situational context was deliberately chosen because it suggested more

immediacy than the broader concept of the environment (Leavy, 1989). It was defined by

Duncan (1972) as the relevant physical and social factors outside the boundary of an
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organization that were taken into consideration during an organization’s decision-making
process. In one sense, everything outside the organization being studied was part of this
context but such a broad definition had little practical or theoretical use. In response to
this concem, researchers narrowed their focus by sub-dividing the environment into two
main types: general and task (Leifer & Huber, 1977).

The first or closest layer of the environment to the organization was labeled task
and this sector was seen as having a direct impact on organizational strategy. The second,
or outer layer, was labeled general, and this referred to the sectors that affected the
organization indirectly (Daft, 1992; Elenkov, 1997). In contrast to the general
environmental factors, task specific factors were more evident to management because
they contained those constituents that could more obviously impact the success of the
organization.

Bryman (1986b) divided the external environment into three main general factors:
trends, clients, and competitors / collaborators. Trends were then subdivided into four
categories or task environment sectors: politics, economics, society and technology.
Porter (1980) focused on the task environment by suggesting that the most important
elements affecting organizational strategy were the relative power of customers and
suppliers, the threat of substitute products and new entrants, and the amount of activity
among the players in the industry. Berrett and Slack (1999) reflected upon Porter’s (1980)
five-force model of industry analysis and suggested that it could highlight the actions of
existing competitors to reveal what types of generic strategies should be considered.

Using Porter’s (1980) model, Berrett and Slack (1999) proposed that in order to

comprehend the rationale for strategic initiatives, it was necessary to assess their impact
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on rival actions. Conversely, the operations of competitors impacted the determination of
strategic choices a firm could make in order for them to maintain a sustainable
competitive position (Berrett & Slack, 1999). Based on the work by Miller and Friesen
(1983), Berrett and Slack (1999) further suggested that the task environment should
include environmental dynamism, hostility, and homogeneity. Thibault, Slack and
Hinings (1994) pursued a different approach to addressing the task environment by
identifying several factors that influenced the strategies formed by Canadian non-profit
sport organizations. From the perspective of a non-profit organization, Nanus and Dobbs
(1999) identified eight factors outside of the organization's control: demographic changes,
technological developments, economic forces, social values, political change,
philanthropic sectors, the private sector, and community developments.

To help identify how the situational context influenced organizational strategy. a
number of theories were considered. Those most pertinent to this study included resource-
dependency, contingency, institutional, population ecology, and chaos theories.

Contingency Theory

Contingency theory suggests that organizational strategy is matched to
imperatives or contextual demands. This was illustrated in sport organizations by Slack
(1997) who noted that changes in organizational structure would result from contextual
demands such as size and technology. Thibault, Slack and Hinings (1993) also utilized a
contingency approach in their study assessing a number of Canadian national sport
organizations (NSO). They concluded that each NSO did not have one ideal strategy that
would be appropriate for every situation. Thus, the contingency approach helped to

explain the diverse influences on strategy by recognizing and advocating a goodness of fit
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between the environment and strategies undertaken by the organization (Thibault, Slack
& Hinings, 1993).
Resource-Dependency Theory

A second approach to understanding the influence of context on organizational
strategy was resource-dependency theory. Resource dependency theorists (e.g. Pfeffer &
Salancik, 1978) recognized that most organizations confronted numerous and frequently
incompatible demands from a variety of extemal factors. It was argued, therefore, that the
power and further control of context on organizational strategy was contingent upon the
organization’s perception of its dependence on those elements (Armstrong-Doherty,
1996; Pfeffer & Salancik, 1978). Within this exchange were four factors identified as
being critical in determining the level of dependence: importance of the resource, extent
to which the organization required it for continual operation and survival, discretion over
the resource allocation and use, and number of alternative sources (Inglis, 1997). The
criticism of this theory was that researchers could over-estimate the importance that the
context played and leaders could therefore be unfairly viewed as reactive to external
factors.

Chaos Theory

The third theoretical approach to studying the impact of the situational context on
organizational strategy was chaos theory. Originating from the physical sciences, chaos
theory represented the study of non-linear dynamic systems (Wheatley, 1995). Articulated
in Greek mythology, chaos meant the unorganized state or void from which all things
arose. Chaos also referred to a “disorderly, unpredictable happenings, that gave an

observer no sense of regularity” (Skarda & Freeman, 1987, p.173). As a result of these
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definitions, the term chaos appeared to have “a cataclysmic ring to it, [where] labeling a
field in chaos was an admission to defeat from the outset” (Devaney & Keen, 1988, p.17).

The application of chaos theory to strategy formation emerged when researchers
recognized that a chaotic environment might be unavoidable with managers adapting to it
and in some cases actually thriving within it (Brown & Eisenhardt, 1998; Conner, 1998;
Haeckel, 1999; Peters, 1987). One analogy used by Wheatley (1995) that clarified the
chaotic relationship between strategy formation and the external environment was a
mountain stream. The stream had an impressive ability to adapt, to shift its configuration
and to let the power balance create new strategies. Strategies emerged, therefore, but
often as temporary solutions that facilitated, rather than interfered with the stream’s
continuous flow. "Streams have more than one response to rocks; otherwise there would
be no Grand Canyons - or else Grand Canyons everywhere. The Colorado River realized
that there were ways to get ahead other than by staying broad and expansive” (Wheatley,
1995, p.74). Similarly, organizational strategies were seen to adapt to environmental
changes all the while making their way forward. It was the variety in contextual factors
that then explained the variety of organizational strategies.

A second analogy from chaos theory that revealed the relationship between the
environment and organizational strategy was that of football game.

Even with the largest imaginable digital computer, [it] could not predict

the outcome with certainty. The players themselves provided the fastest

analogue computation of the evolution of the dynamical system. Because

of the complexity and unpredictability of chaos, direct numerical

simulations of football games and turbulent flows were likely to remain

impractical with even the largest supercomputers. However, we could

nevertheless compute reliable odds or probabilities for the outcomes of
these processes (Jensen, 1987, p.179).
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Chaos theory also allowed researchers to better understand limitations or the
inability of managers and leaders to account for every possible variable (e.g. Gleick,
1987, Stuna, 1991). Creating perfect order was construed as practically impossible
(Gleitman, 1986) and thus, chaos theory was used to map out a region between order and
disorder that was rich in meaningful detail (Stuna, 1991). Based on this recognition, it
was possible “to reconcile the complexity of a physical world displaying haphazard and
capricious behaviour with the order and simplicity of underlying laws of nature” (Davies,
1990, p.51). Therefore, it appeared that chaos theory could help researchers better
understand strategic management by addressing the dynamic and chaotic nature of the
environment, and its impact on the organization (Leavy, 1995). A criticism of chaos
theory, however, was that it might encourage researchers to over-extend cause-effect
relationships and ignore more direct influences from various stakeholders and leaders.

Population Ecology Theory

The fourth theoretical approach that addressed the impact of the environment on
organizational strategy was population ecology theory. Population ecology theorists (e.g.
Aldrich, 1979; Hannan & Freeman, 1977) saw the individual firm as facing strong
constraints with its ability to adapt to environmental change. Population ecology theory
suggested that most firms would try to adapt to environmental constraints and that some
would do so successfully. Hannan and Freeman (1977) and Aldrich (1979) articulated this
point by suggesting that there was a process of natural selection, whereby the
environment determined who would survive, with top managers simply being passive
agents with minimal impact on corporate development. This view was consistent with

economic theories in which decision-outputs, rather then internal decisions were
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perceived as being relevant for the explanation of a firm’s behaviour in a competitive
environment. One criticism of this approach was that it tended to focus on a singularly
important environmental characteristic.

Institutional Theory

The fifth approach used to explain the impact of context on organizational
strategy was institutional theory. This perspective drew attention to cultural pressures
versus market forces and resource scarcity, and how myths, meanings and values, rather
than efficiency, autonomy and exchange drove and determined organizational behaviour
(Oliver, 1991). Institutional theory suggested that the self-serving advantages of
compliance with institutional norms included increased prestige, stability, legitimacy,
social support, internal and external commitment, access to resources, acceptance in
professions, and invulnerability to questioning (DiMaggio & Powell, 1983; Meyer &
Rowan, 1991). Social influences encouraging conformity tended to be strongest when
individuals or organizations were facing uncertainty.

Hoffman (1999) reflecting on the work by Scott (1995), and Hoffman and
Ventresca (1999) suggested that institutions involved three pillars: regulative, normative
and cognitive. He believed that "a firm's actions were seen not as a choice among an
unlimited array of possibilities determined by purely internal arrangements, but rather as a
choice among a narrowly defined set of options” (Hoffman, 1999, p. 351). The
environment they operated within created these options through a variety of pressures.

Lawrence (1999) suggested that institutional theory could be divided into both
new and old approaches. The old insitutionalism emphasized issues of conflicting

interests and values, while the new approach was associated with a focus on routines,
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scripts, and schemas oriented towards habit and pressures for conformity. The new
approach helped explain the impact of contextual factors on strategy by showing how
organizations were predicated to conform to institutionalized beliefs or practices. This
influence occurred when the beliefs or practices of organizations were so externally
validated and accepted by the organization that they became invisible to the leaders which
they influenced (DiMaggio & Powell, 1983).

The new institutional approach was utilized by a number of researchers (e.g.
Deephouse, 1996; Henderson & Mitchell, 1997) who suggested that a firm’s strategy
could be best understood according to its adherence or deviance from the central
tendencies of its general industry; otherwise known as strategic conformity (Finkelstien &
Hambrick, 1990). Berrett and Slack (1999) suggested that this influence would be
particularly strong when there were few competitors and where barriers to becoming an
organization within the particular sector were relatively high.

Practical applications of institutional theory illustrated how the exercise of
strategic choice could be preempted when organizations were unconscious of, or took for
granted, the institutional processes to which they adhered (Oliver, 1991). This assumption
was based on the work of Meyer and Rowan (1977), Meyer and Scott (1983) and
DiMaggio and Powell (1983) which suggested that “organizations experienced pressures
to conform to expectations of how certain types of organizations should be designed and
that these expectations would vary across the boundaries of institutional fields™
(Greenwood & Hinings, 1988, p.309). Therefore, it was suggested that organizations had

a tendency to move towards structural inertia. This resulted in a continuation of an
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existing design archetype, and as such, the maintenance of the status quo (Hinings &
Greenwood, 1988; Tushman & Romanelli, 1985).

A second practical application of institutional theory was the recognition of
organizations converging with their environment and conforming to prescribed structures
and practices that legitimized their existence and ensured access to valued resources.
Exerted by regulatory agencies such as the state, professional, and other interest groups,
these institutional pressures came to define the appropriate and necessary ways of doing
things (DiMaggio & Powell, 1983; Meyer & Rowan, 1991; Scott, 1987; Zucker, 1987a;
1987b).

A third practical application of institutional theory was its ability to address how
organizations followed particular archetypes (Greenwood & Hinings. 1993). The number
and forms of archetypes within an organization could only be ascertained by
understanding how leaders interpreted their situation, and to the historical context of
ideas and legitimization processes operating around them (Zucker, 1987b). After
establishing the archetypes of an organization and mapping these strategic tracks, the
researcher could assess why the organization followed those tracks by looking at the
pattern of decisions (Greenwood & Hinings, 1988). Based on this understanding,
Greenwood and Hinings (1988) suggested that contingencies, power dependencies. and
interpretive schemes affected the archetype of the organization and the subsequent
strategic tracks.

While studying Canadian amateur sport, Kikulis, Slack and Hinings (1995b)
utilized an institutional approach to examine the influence of contextual factors. They

examined the different strategic responses to institutional pressures by looking
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specifically at the direction and extent of changes in different structural elements. They
suggested that much of the scholarly debate on the Canadian amateur sport delivery
system focussed on the responses of national sport organizations to deferred government
policy initiatives and financial contributions (e.g. Harvey & Proulx, 1988; Kidd, 1988;
Kikulis, Slack & Hinings, 1992, Macintosh, Bedecki, & Franks, 1987, Macintosh &
Whitson, 1994; Slack & Hinings, 1992; Thibault, Slack & Hinings, 1991, 1993). The
conclusions from Kikulis, Slack and Hinings (1995b) suggested that NSOs complied with
the parameters and pressures set forth by Sport Canada, being presented as passive
receptacles. Berrett and Slack (1999) also examined the institutional pressures on twenty-
eight Canadian companies who sponsored amateur sport organizations. They suggested
that sponsorship activities of rival companies were influential in a company’s sponsorship
choices and they noted that pressures were particularly evident from companies within the
same geographic area through social networks and the occupational training of the
decision-makers.

Critcisms of institutional theory inciuded its "broad disagreement over the
theoretical definition and empirical measurement of core concepts such as organizational
fields and institutions” (Hoffman, 1999, p. 364). A second criticism was "its failure to
adequately address the issue of change” (Hoffman, 1999, p. 364).

Choice of Perspective

Each theoretical approach to understanding the influence of the situational context
had inherent strengths and weaknesses. It was suggested, however, that the traditional use
of social exchange and power dependency models provided only a partial view of the

interrelationships between the situational context and the organization’s strategy
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formation (Leavy, 1989). The reason for this partial view was a narrow perception of
influence. Institutional theory, meanwhile, was considered as being overly deterministic
(Meyer & Rowan, 1991) and therefore was seen as limited in its application to
understanding strategy formation. The implication of this deterministic perspective was
that an organization’s strategy could be viewed as being based more on the accepted
norms of the dominant sector that surrounded them, than on the actions of a leader.
Studies using institutional theory thus tended to focus on an "organizations’ strategic
responses to institutional pressures, rather than the manner in which they bring about
those pressures” (Lawrence, 1999, p. 162). These concerns appeared to be addressed,
however, by the recognition of normative pressures that were exerted primarily from
professionals within the dominant collection of agencies. The primary strength of
institutional theory, meanwhile, was that it allowed the researcher to recognize and
understand contextual influences, while at the same time address the intrinsic influences
from the context upon the leader (Leavy, 1989). It was because of these benefits that
institutional theory was chosen to examine the influence of the situational context on
organizational strategy formation.
d) Organizational History

A factor that has been presented as necessary, in order to understand
organizational strategy, is an historical perspective. In the novel, Affliction, the author
recognized the irrelevance of fact without understanding the history that led to its

occurrence.
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Facts do not make history; facts do not even make events. Without meaning

attached and without understanding of causes and connections a fact is an isolate

particle of experience, is reflected light without a source, planet with no sun, star
without constellation, constellation beyond galaxy, galaxy without universe — fact

is nothing (Banks, 1989, p.339).

Leavy and Wilson (1994) recognized this interplay and included organizational
history as one of their three fundamental influencing factors on organizational strategy
formation. While complementary to the situational context and in many cases being seen
as creating the situational context, history was still identified as a separate item requiring
individual attention. It was the recognition of the important interplay of organizational
history and strategy, which promoted the utilization of what was referred to as the
contextual or deterministic approach.

One of the unique features of the contextual or deterministic approach advocated
by Pettigrew (1987a) was the treatment of context itself. This contextual perspective
recognized patterns of history, its sequence and consequence, and the effects on social
processes such as leadership and strategy formation. Beyond the studies reviewed earlier,
only a few others allowed the strategy process to reveal itself in any kind of substantially
temporal or contextual manner (Pettigrew, 1992). Studies of strategy formation. instead,
seemed to preoccupy themselves with the intricacies of narrow change rather than a more
holistic and dynamic analysis. To correct this perceived error, Pettigrew (1987a)
suggested that researchers adopt a longitudinal perspective and allow history to reveal its
untidiness.

In other studies, the longitudinal approach was used to assess the environment’s

impact on organizational performance. It was determined that the process of scanning and

interpreting environmental changes was clearly pertinent to an organization’s success
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(Elenkov, 1997). Other researchers emphasized the role of history when describing an
organization’s scope for future change (e.g. Greiner, 1972; Kimberly, 1979). Greiner
(1972) argued that a firm’s future could be less determined by outside forces than it was
by the organizational history (p. 38). In Kimberly’s (1979) life-cycle perspective, the
determining effects of the organization’s early history were perceived in terms of human
development. The overall implication was that “early patterns of organizing could limit
the range of strategic actions that firms were considering” (Leavy, 1996b, p. 87). All of
these approaches reflected the understanding that an organization did not remain inert and
that a true understanding of strategy required a longitudinal perspective.

Several theoretical approaches were used to help understand the role of history in
shaping organizational strategy. These included population ecology, contingency, and
institutional approaches. Institutional theory, reviewed earlier in this chapter, highlighted
the importance of history in shaping rules and routines (Ocasio, 1999) and for that reason
it appeared to be the most appropriate approach.

Institutional theory recognized that pressures on organizational strategies, over a
prolonged period of time, could be best understood by focussing on three mechanisms:
coercive, mimetic, and normative (DiMaggio & Powell, 1983). Coercive pressures were
defined as those resulting from historically formal and informal pressures exerted by one
organization on another as a condition for its support or approval. Mimetic pressures were
imitative in nature and prevalent among organizations facing uncertainty. Professionals.
whose authority rested primarily on their claims to specialized knowledge and skills.

carried out normative pressures. These three pressures would become more firmly
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entrenched within the organization as they were reaffirmed throughout the organization’s
history, eventually becoming accepted as the accepted or preferred approach.

Using an institutional and historical perspective would also enable a better
understanding of a leader’s influence on strategy formation. Scott and Powell (1991)
suggested that institutional constraints left room for the autonomous play of personal
interests, and thus, individual choice and preferences from a leader could be properly
understood within the contextual framework of those which had created them (Friedland
& Alford, 1991; Jepperson & Meyer, 1991). This would then enable an examination of
the “juxtaposition of the analytical and the political, the role of exceptional people and
the extreme circumstances, the enabling and constraining forces of the environment and
explore some of the conditions in which mixtures of these occur” (p.650). Leavy and
Wilson (1994) took this suggestion one step further by recognizing that organizational
history could help create the organizational context. This perspective, for the purposes of
understanding strategy formation, deflected attention away from a pre-occupation on
personal attributes and individual personae, to focus instead, on the processes by which
strategy was formed and organizational destines shaped.

Leavy (1989) noted, after a comprehensive review of the leadership literature, that
less than 3% pertained to the specific relationship between leadership, the organization
and the environment. Within this small 3%, Leavy (1989) suggested that there were no
studies that examined the relationship from a longitudinal perspective. It was proposed,
therefore, that longitudinal studies, which explicitly focused on the nature of the
organization and how it interacted with the environment over time, would be fruitful in

both theory and practice.
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The historical view proposed by Pettigrew (1987a) and Leavy and Wilson (1994)
promoted the need for a multi-level perspective, where context or leadership were not
viewed as a background to the complete understanding of the organization. Instead, the
organization was recognized as an entity that developed over time and subsequently, the
theories used to assess them made allowances for historical influences (Kimberly &
Bouchikhi, 1995). Thus, for the purposes of this study, organizational history was defined

as the origins and evolutions of institutionalized norms, events and traditions.
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CHAPTER III: METHODOLOGY

The study of organizational strategy borrows much of its theoretical foundations
from the older, more established disciplines of economics, psychology and political
science. These multiple influences were evident through the variety of theories and
models presented in chapter II. For the purposes of this study, Leavy and Wilson’s (1994)
model of strategy formation was selected to provide a framework from which the
remainder of this study would be based.

Leavy and Wilson (1994) argued that the three factors of leadership,
organizational history, and situational context were the predominant factors that
influenced strategy formation. It was determined that evaluating the appropriateness of
Leavy and Wilson’s (1994) model in a sport management environment was appropriate
and that a focus on one organization would provide a greater depth and quality of analysis
for a more effective assessment (Berg & Kenwyn, 1988; Eisenhardt, 1989).

a) Research Question

With respect to the purposes of the study outlined in chapter I, and the literature
review outlined in chapter II, the following research question was proposed: Did Leavy
and Wilson's (1994) model of strategy formation reflect the strategy formation processes
that occurred in CWSA over a thirty-year period?

b) Framework
After deciding upon the basic research question and securing an organization as a

case study, the first major step was to conduct the exhaustive review of literature. This
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process allowed the researcher to appreciate the theoretical inconsistencies and
commonalties within the literature and thus develop further intellectual curiosity.

After reviewing the literature, three primary approaches to studying organizational
strategy were chosen. The first was contextual, advocated by Pettigrew (1987a), which
recognized strategy formation as an ongoing process that could not be detached from the
environmental context. Pettigrew’s (1987a) recommendations included the need to study
strategy across a number of levels, to look at the past, present and future, to address the
importance of context, and to search for holistic rather than linear explanations.

The second theoretical foundation for this study was Mintzberg and Water's
(1982) view of strategy formation. Organizational strategy had been described as two
separate pmce;ses of formulation and implementation until Mintzberg and Waters (1982)
recognized that not all intended strategies were realized, and not all realized strategies
were intended. Subsequently, they proposed that a better understanding of the strategy
process would result if the entire strategy continuum was assessed, which they labeled as
“strategy formation™ (see figure 2).

Leavy and Wilson (1994) provided the third and final theoretical foundation for
this study by proposing the need for a longitudinal perspective and recognizing the
influence of leadership, context, and history. A longitudinal approach was preferred
because the three factors of leadership, context, and strategy were neither unidirectional,
nor linear. Instead, these factors were involved in a series of complicated
interrelationships, which occurred at both the macro and micro levels of analysis. Thus, to
provide maximum understanding, a historical narrative was necessary. Other researchers

also recommended a longitudinal approach, particularly those trying to better understand
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leadership. It seemed that many previous studies on leadership focused on the leaderin a
vacuum, and this resulted in a preoccupation with personal attributes and personalities
(Czarniakska - Joerges & Wolff, 1991).

As noted earlier, Leavy and Wilson’s (1994) model was used as the template from
which the organizational strategies employed by the Canadian Wheelchair Sports
Association (CWSA) would be assessed. It was hoped that using their model, and
comparing it to a different environment, would enable the development of a cumulative
understanding of organizational strategy formation, and more specifically, how it applied
to an amateur sport organization. This rationale was important as lack of replication was
viewed as a significant problem within organizational strategy research (Godbey, 1989).
c) Selection of Methodology

Understanding the interrelationships between leadership, context, and history
demanded the examination of a series of complex interdependencies. According to
several authors (e.g. Bass, 1985; Bennis & Nanus, 1985; Maxwell, 1992; Miles &
Huberman, 1984a; 1984b; Mintzberg, 1979; Olafson, 1990; Podsakoff, 1994; Podsakoff
& Dalton, 1987; Simpson & Eaves, 1985), an appropriate methodology to choose under
these circumstances was an intensive, multi-level, case-study analysis.

The use and appropriateness of qualitative methodologies has been reviewed
pertaining specificaily to adapted physical activity, sport management and business.
Maguire (1996) noted after completing a review of Adapted Physical Activity Quarterly
(APAQ), that less than 10% of the research publications utilized the qualitative approach.
Since 1996, however, it seemed that the qualitative approach was becoming more

popular. What may have encouraged its use was a community-wide challenge of the
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assumptions inherent within quantitative methodologies. The entire July edition of
Adapted Physical Activity Quarterly was devoted to the subject of challenging research
assumptions, and particularly those found within the scientific method (e.g. Slife, 1998;
Strean, 1998; Wheeler, 1998). While these criticisms did not focus on a qualitative versus
quantitative debate, they did signal a significant move towards accepting less traditional
research methods.

Many of the APAQ researchers who criticized the scientific method reflected the
sentiments of Neil Anderson who condemned the dominant research paradigms found
within organizational behaviour.

We continue to routinely investigate old chestnut phenomena using conventional

methods and designs and at times I feel actively dissuaded from pursuing

innovative agendas or from trailing untested methods and approaches. Instead, the
paradigm, if allowed to become excessively conformist, stifles radical innovation
and channels us to remain on familiar ground by consciously continuing to not so

boldly go where many have been before (Anderson, 1998, p. 323).

Olafson (1990), Paton (1987), Inglis (1992), and Slack (1996), looking
specifically at sport management research also suggested that previous studies relied too
heavily on the quantitative paradigm. Within sport management, the appreciation for the
qualitative approach seemed to grow, however, as researchers began to recognize that
studying organizations demanded they *“‘could no longer study simple unidirectional
problems or anticipate linear relationships and that they could no longer just draw
conclusions for the sake of having one™ (Olafson, 1990, p. 105).

One specific qualitative approach that Slack (1996) promoted was biographical.

This approach tried to understand how an organization’s past, shaped its present, and

subsequently constrained or enabled its future. This understanding would emerge as the
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biographer placed the subject “in a historical context and traced how the subject both
shaped and was shaped by external and internal events and forces” (Kimberly &
Bouchikhi, 1995, p.10).

Beyond Anderson's (1998) comments were many other demands for change to
research methodologies in business management studies (e.g. Bennis & Nanus, 1985;
Mintzberg, 1979; Rutherford, 1990; Searle, 1989). Bennis and Nanus (1985)
recommended qualitative approaches because of several assumptions within the more
common quantitative approaches.

Logical positivism, which borrowed from the physical sciences, or more

accurately from the popular myth of the physical sciences, had as an assumption

that basic reality consisted of an absolute and stable number of entities that were
accessible to direct objective observations which then provided a bedrock of facts
or data on which true theories can be cautiously but solidly buiit (Bennis &

Nanus, 1985, p.76).

Business management research specific to leadership was also criticized for its
traditional quantitative paradigms. It was suggested that the majority of studies looking at
leadership employed an almost “endless variety of theories predominantly based on
surveys and questionnaires with tenuous validity” (Hunt, Hosking, Chester & Steward,
1984, p.142). It was suggested that a leader who completed a paper and pencil attitude
scale test, personality measure, or questionnaire, ended up yielding a number that was
inappropriately treated as an objective fact, just as one’s blood group or height.

This slight of hand, of converting subjective information into supposedly golden

objective data, was conducted behind a smokescreen of test mystique and

statistical manipulation. The dubious assumption was that if the conditions of
their generation and the suppression of the variety in them by statistical technique
can force such subjective data, to display some of the properties associated with

supposedly objective data. The implicit logic was weak in the extreme (Burgoyne
& Hodgson, 1984, p.166).
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Researchers looking at leadership thus appeared to be in grave danger of transforming its
study into one of "self report questionnaire behaviour, if indeed the transformation had
not already occurred” (Campbell, 1977, p.29).

Perhaps the researcher most respoasible for this state of pessimism was Mintzberg
(1972) who suggested that quantitative studies were overly susceptible to high degrees of
selective recall and halo bias on the part of the raters. Significant correlation which was
reported using questionnaire type studies was a concern as there was no way of
determining the direction of cause and effect. Researchers assumed, however, that
causality went from the behaviour to the outcome, but this traditional approach favoured
the interpretation that leaders caused others to be more motivated and productive. Equally
plausible assumptions included the leader being more influenced by their subordinates or
that perceptions of outcomes, such as their own performance or the group’s level of
success, influenced subordinate perceptions (Luthans & Lockwood, 1984).

The use of qualitative measurements could overcome many of these concerns and
would “catapult scientists into a new perspective in reality from which they could gain
stunning views of how order, chaos, change, and wholeness were woven together™
(Briggs & Peat, 1989, p.83). With the hopes of building upon this realization, Leavy and
Wilson (1994) recommended that researchers use detailed case studies to show how
contextual features shape a leader’s actions. In addition to bringing social, political, and
economic factors into the study of leadership, Leavy and Wilson (1994) argued that
longitudinal case studies could address the true nature of leadership as to whether it was
substantive or symbolic. Longitudinal research studies would also help show how strategy

formulation was shaped by the autonomous choices made by individual leaders, while in
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other instances, it was a product of opportunities and threats within an organization’s
situational context. “Such studies would help demonstrate how leaders responded to
contextual pressures, and as such, why sometimes they were effective and at other times
they failed™ (Slack, 1997, p.303). While not moving away from the traditional scientific
method, this approach did veer from the more narrowly focused quantitative paradigm.

While numerous criticisms were presented regarding the quantitative approach, it
seemed surprising that it was still the preferred choice for many researchers in sport
management and adapted physical activity. Some researchers even seemed to become
more narrowly focused in an attempt to mimic the quantitative rigour found in the
physical sciences and thus apparently bring more credibility to their professional field of
study.

The continued use of quantitative methods might have also resulted, not so much
from the perceived strength of the traditional methods, but from authors being
discouraged by the criticism of the untrustworthiness found in qualitative studies. These
criticisms were perceived to be unfair, however, as the intent of qualitative research and
methods, were not to generalize findings, but were instead to form a unique interpretation
of events and to describe, explain, and discover the inner workings of a specific sector
within the larger society.

Regardless of these basic differences, qualitative researchers still tried to placate
those differences from the more traditional positivistic paradigms that their research was
trustworthy. In one such attempt, Guba (1981) used quantitative terminology such as
validity and reliability within four categories to reveal the value and strength of

qualitative methods: credibility, transferability, dependability, and comparability.
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The term credibility referred to the researcher’s ability to confirm internal validity,
which typically was accomplished by the author stating research parameters. These
included a detailed description of the setting, chosen population, theoretical foundation,
researcher’s biases, effects on the study, and level of competence. Triangulation was the
second means for achieving credibility and it referred to the use of multiple methods such
as interviews, archival analysis, and observation. Triangulation as a research method was
based on a nautical metaphor of finding an unknown location by knowing the location of
three other points.

The second item addressed by Guba (1981) was transferability. This element was
somewhat irrelevant within a qualitative study, as one of its basic premises was the
recognition that the subject area was so complex and forever changing, that true
understanding could only be achieved during observation. A Greek philosophy noted that
“‘we cannot step twice into the same river, for other waters are continually flowing™ and
thus each situation being assessed within an organization was contingent upon several
time-referent and constantly changing variables. The need for transferability was
addressed by Yin (1989; 1993) who suggested that a single case- study such as Whyte's
(1991) classic street comer society, could uncover patterns that would resurface in other
sites at different points of time. Generalizability, therefore, might not have been the
impossibility that others once thought. Frisby, Crawford, and Dorer, (1997), and Denzin
and Lincoln (1994), meanwhile, questioned whether it was even desirable to search for
generalizations within qualitative case studies. These authors argued that the qualitative
researcher should instead focus on carefully documenting the context, and then letting the

reader decide the degree to which he/she felt patterns were transferable to other settings.
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The third concept reviewed by Guba (1981) to ensure trustworthiness was
dependability. This concept referred directly to the study’s reliability, which was
encouraged by producing a concise and detailed research audit that accounted for changes
within the researcher and within the environment. Ultimately, a guarantee for
reproducibility was virtually impossible, as unlike the study of a physical phenomenon, it
was very difficult to set up an experiment, or other design, to re-create all of the original
conditions and control extraneous variables.

Guba’s (1981) fourth item was comparability, which referred to the researcher’s
neutrality and objectivity. Complete objectivity, however, was difficult to achieve, as
research as a whole was rarely value-free. Recognizing this concern, Guba (1981)
suggested that the researcher should try to pursue fairness, which could be achieved
through the pursuit of value-free writing and the maintenance of a detailed audit-trail.

After taking Guba’s (1981) recommendations into consideration, the researcher’s
own biases, and the strengths and weaknesses associated with qualitative methods, it was
decided that a qualitative, longitudinal, case-study approach would be both appropriate
and desirable. The approach in this study would include a unique case orientation, which
assumed that each point in time was unique, and contextually sensitive. This level of
sensitivity was achieved through the recognition that CWSA operated within social and
historical contexts.

Contributing to the case-study approach were two types of data collection: in-
depth personal interviews and archival analysis. Interviews as primary sources were
chosen to capitalize on the people who were perceived as being able to construct accurate

explanations of past events (Chalip, 1997). Interviews were more desirable than written

57

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



surveys as they uncovered a richer understanding of events by allowing the researcher to
acquire information pertaining to the reactions and responses towards past events (Van
Maanen, 1988). Interviews allowed the researcher to acknowledge non-verbal behaviour
or attempts to skirt certain topics, which could then alert the researcher that further
inquiry was desired. Following this logic it was then desirable to conduct personal
interviews versus those conducted over the telephone (Pitter, 1987). The interview
process also addressed several concemns associated with traditional paternalistic and
institutional approaches to studying disability-related issues. This study focused on
primary interview sources, many of whom were persons with a disability, and this
enabled rather than oppressed their voices and concerns (Bredberg, 1999; Moore, Beaziey
& Maelzer, 1998).

The second data-collection technique for this study was archival analysis. Its
greatest advantage was affordability and unobtrusiveness. Organizational documents were
also useful in the sense that they provided an official record which became particularly
important when examining events from the 1950s and 1960s. A major disadvantage of
archival analysis was the reliance on what was available from the interviewees or office
files. This was a concern as voluntary organizations such as CWSA were typically not
known for their consistent record keeping (Slack, 1983).

After deciding that a case-study approach would be used, the next step was to
design a detailed step by step blueprint for action. A seven-step process was developed
which began with a pre-test to create the first interview instrument (step one). This pre-
test was required for the intense search of historical information (step two). The data

collected from these interviews and archival searches was then used to write the
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organization’s detailed history (step three). Periods of different strategies were then
inferred from this written history and after a clear chronology of strategies was completed
(step four), the researcher began to prepare for the second round of interviews (step five).
The second round of interviews (step six) tried to discover how leadership, history and
context influenced CWSA'’s strategies with the final step being the analysis of this data
and placing it into a series of meaningful categories (step seven). This methodology was

based on Mintzberg and Waters (1982) with several small adaptations.

Step 1:
Pre-Test A

v

Step 2:
Collection of
Historical

v

Step 3:
Writing the
Organizational

v

Step 4:
Inferring Strategic
Patterns and
Periods

y

Step 5:
Pre-Test B

v _

Step 6:
Investigation of
Strategies

v

Step 7: Thematic
Analysis

Figure 4: Overview of methodology
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d) Procedures

Step 1: Pre Test “A”

The first step in this study’s methodology was developing an interview schedule
which could be used during step two’s semi-structured interviews. Potential questions
were identified through discussions with faculty members in the Faculty of Physical
Education and Recreation at the University of Alberta and Executive Directors from two
Edmonton-based, wheelchair sport associations. These organizations included the Alberta
Section - Canadian Wheelchair Sports Association (in 1998 the organization's name was
changed to Wheelchair Sport Alberta) and the Alberta Northern Light Wheelchair
Basketball Society. The two Executive Directors were selected because of their
geographical convenience, accessibility, and professional relationship to the researcher.

During these preliminary interviews, each question posed to the local expert led to
a series of other questions, which ultimately created topical categories (Strauss & Corbin,
1990). Quality questions required reflection and feedback from others and therefore
ample time was given “to explore phrasing and choice of words that achieved clarity,
precision and brevity” (Krueger, 1988, p. 59). This entire process occurred over a three-
week period and included several follow-up meetings and phone calls.

After the preliminary interview schedule was developed, the same facuity
members and Executive Directors were asked to comment on the appropriateness of the
final interview schedule. Specifically, they were asked to comment on the time that it
took to complete the interview, its ease of understanding, tactfulness, and need for visual

aides.
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A concern expressed by the executive directors was that the time required for the
completion of the interview was too long and as a result, answers to questions posed
during the later stages of the interview might be answered hastily. The interview-schedule
was subsequently edited to not extend beyond ninety minutes. The final suggestion from
the pretest interviewees was to sequence non-confrontational and straightforward
questions first. The rationale for this change was to have respondents provide descriptive
responses as soon as possible. Once non-directed testimony was forthcoming, it was
assumed that it would be easier to sustain (McCracken, 1988; Patton, 1990).

Based on the recommendations of the pretest participants, advisors, and other
related factors, the interview schedule was appropriately modified. The final
questionnaire schedule (see appendix A) consisted of biographical queries followed by a
series of questions and readily available prompts. Interviewees were also asked to sign a
consent form (see appendix C).

Step 2: Collection of Historical/Archival Data

The second step for this research study was locating, contacting, and interviewing
CWSA's Executive Directors and Presidents. The biographies of these individuals are
located in appendix D. Letters and telephone calls were used to verify their interest in
participating. Executive Directors also referred to those with the title of Director General.
Focus on the top management team was suggested to provide a better understanding of
the organization's actions (e.g. Bennis & Nanus, 1985; Child, 1972; Cyert & March.
1963; Hambrick & Mason, 1984; Katzenbach, 1997; Kotter, 1991; McCall & Lombardo,

1978; Wright & Ferris, 1997). Finally, Presidents and Executive Directors were selected
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for practical reasons related to time, manageability of data, and the perceived ability to
provide important information that would be immediately relevant to the study.

One-on-one, personal interviews were conducted in Toronto, St. Catharines,
Barrie, Montreal, Ottawa, Winnipeg, Vancouver, and Edmonton. Telephone interviews
and e-mail correspondence, while not the preferred method of data collection, were used
when distance and timing created difficulties for personal meetings. Eighty-seven percent
(87%) of the subjects, who were interviewed in person or by telephone, agreed to have
their interviews taped. Written summaries were constructed immediately after the
conclusion of the interviews that were not taped (see table 1).

In the introductory letter and telephone conversation to each interviewee, the
researcher requested permission to borrow any relevant CWSA documents. The
researcher was particularly interested in acquiring any official association minutes,
agendas, memos, correspondence, and policy documents, as well as the more widely
circulated materials such as newspaper articles and speeches. In the case of association
documents, some eras were naturally more complete than others.

Sixty-two percent (62%) of the interviewees provided personal documents
including a hand-written speech delivered by Dr. Robert Jackson at CWSA'’s inaugural
meeting in 1967. The researcher also visited the CWSA'’s head office in Ottawa (1600
James Naismith Drive, Gloucester, Ontario) for three days to examine association
meeting minutes and files. The researcher was allowed to borrow all CWSA's original
meeting minutes and other memorandum, dating back to 1975, for further analysis. This

information was invaluable as it corroborated, augmented, or questioned evidence
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collected from the interviews (Yin, 1989). When differences arose between personal
accounts and written documentation, the later was perceived as being more accurate.

Once the collection of information was finalized, the interview began with a
review of the study’s purpose. All respondents were asked if they would allow their
interviews to be taped. Only two disagreed. Most interviews included a few moments of
introductions that were not recorded. Eventually, the respondent would be asked if the
tape player could be turned on and the official interview began.

During the first round of interviews, the respondents were told that no direct
quotes would be used in the final paper. It became apparent after the second round of
interviews, however, that direct quotes were needed to establish the credibility of
observations made in the discussion. For this reason, a letter (see appendix F) was sent to
each interviewee following the second interview requesting permission to use direct
quotes without their names being identified. Interviewees were told that the quotes would
be acknowledged by generic terms such as "one interviewee suggested.” A copy of every
quote that would be used in the paper and was attributed to their interview was also
included in this letter with the option give to the interviewee to have the quote deleted or
edited. In a few cases, interviewees requested slight edits to their quotes although the
meaning or intent was not changed. In one interview, three quotes were deleted entirely
from the transcript. In another unique case, the interviewee had passed away during the
interim between the interviews and the request for use of direct quotes. A letter was thus

sent to the interviewee's surviving wife who then granted the requested permission.

Step 3: Writing the Organizational History

63

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



One of the central themes to this study was that the relationship between
leadership and strategy could only be fully understood within a particular context. The
environmental / situational context, however, could only be properly addressed after an
examination of the evoiving organization within its own historical roots. Examining
strategy formation from a contextual perspective, thus required a descriptive longitudinal
approach (e.g. Patton, 1990; Pettigrew, 1985a; Silverman, 1970). The purpose of the third
step, therefore, was to develop a chronology of decisions and actions that shaped
CWSA's history. This process led to the identification of related trends and events that
occurred over the organization’s 30-year history.

The interview process was ultimately based on addressing five generic questions:
how the organization had developed, what occurred during their tenure, how the
organization changed, what were the challenges and issues that the organization faced
over a 30-year period, and how the organization responded to them. The identification of
historically significant events, based on these five questions, involved an immersion into
the data.

The final analysis and writing process utilized a three-stage approach outlined by
Strauss and Corbin (1990). The first stage involved an immersion into the data that
included a detailed analysis of each interview transcript. This process required the
researcher to review an entire paragraph, section of the interview transcript, or
accumnulated historical notes in order to identify a major thrust or intent (e.g. Slack.
1983). After the interviews were transcribed, the researcher broadened the scope of
inquiry and compared categories or themes as they emerged. The purpose of this second

stage was to reduce the total content of the recorded communication into a finite set of
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categories. The third stage was a systematic analysis of core categories, which were cross-
referenced and then grouped into a few manageable themes. This last step was taken in
order to address a specific set of items and keep the organizational history to a
manageable length.

Resulting from various interviews, archival documents, and coding procedures
was a comprehensive written history of CWSA, divided into yearly summaries (see
appendix G). For the purposes of brevity some years were grouped together including the
origins of wheelchair sport in Canada prior to 1967, and CWSA's history during its first
ten years. Once the first draft of the organization's history was complete, the sections that
applied to the various Presidents and Executive Directors, in addition to the interview
transcripts, were sent to each interviewee. A self-addressed stamped envelope was
included in this package with a cover letter requesting them to return the draft histories
with corrections or additional feedback. Eighty-one percent (81%) of the interviewees
returned the written histories suggesting only minor revisions. One specific respondent
who volunteered their services then reviewed the final draft of the written history for
factual content. Only slight modifications were made as a result of this review.

Step 4: Inferring Strategy Patterns and Periods

The fourth step in this study was to identify generic organizational strategies that
occurred throughout CWSA'’s 30-year history. This process focused on categorizing the
vast myriad of data collected during step two. Addressing the organization’s history and
tabulating significant activities on a yearly basis allowed identification of dominant
strategies. These strategies were inferred by focusing on three categories; those that were

intended and realized (deliberate), intended but not realized (unrealized), and realized but
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not intended (emergent) (Mintzberg & Waters, 1982) (see figure 2). Each year or section
of years, presented in appendix G were then reviewed with a tabulation of strategies
identified in chapter IV. Once this evaluative process was complete, the various strategies
were further categorized and tabulated and from this list, the most dominant were selected
as cases for further analysis.

Step 5: Pretest “B™

After the organizational history was complete and the dominant organizational
strategies identified, the next step was to prepare for a second round of interviews (see
appendix B). These were conducted in the same cities listed in step 2. Pretest B followed
the same guidelines as pretest A with only a few exceptions. The main difference between
the two questionnaires was that the second one collected data for the purposes of
assessing the influences on strategy formation, versus the first, which was designed to
elicit information to help create the organizational history.

The second round of interviews began with a discussion on strategy formation and
the general conceptual framework of the research study. Subsequent questions within this
larger process were formulated using one similar to that employed during the creation of
pretest A. This process included two brainstorming sessions with Edmonton-based.
disability sport Executive Directors (ED) and various meetings with supervisory
committee members at the University of Alberta. The same two EDs that participated in
step one were involved in the creation of the second interview schedule, reviewed it once

it was completed with no significant change recommended.
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Step 6: An Intense Investigation of Each Strategy Period

After the periods of strategy formation were determined, the next logical step was
to identify the key factors that influenced them. Before beginning this process, it was
noted that organizations such as CWSA were open systems and in constant interaction
with the environment. This chaotic interaction suggested the need for an adaptable
methodology (Schien, 1985) and thus the procedures in step six involved semi-structured
personal interviews and a return to archival analysis.

In step six, the researcher used the questionnaire developed in step five and the
general protocol of step two. Eighty percent (80%) of the total interviews occurred in the
homes or offices of the interviewee. The remaining twenty percent (20%) were completed
over the phone when the costs of personal interviews were too expensive. In addition to
uncovering the key influencing factors for CWSA's organizational strategies, the second
round of interviews included a small number of questions based on the previously written
histories to clarify any missing or confusing data.

In total, 18 former Presidents and Executive Directors, who represented 90% of
the existing list, were interviewed during steps two and six (see table 1). Only Dr. M.L.
(Maury) Van Vliet, who was CWSA's President from 1971 to 1973, and Dr. Doug

Anderson, who was the President from 1997-1999, were not interviewed.
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Table 1: Interviews

CWSA ExecDir Date Location Int] Int2 Feedback
Bev Hallman 1967-69 Toronto * * *
Al Simpson 1969-72 Winnipeg * * #
Gerald Way 1972-74 Edmonton  * - *
Gary McPherson 1974-78 Edmonton * * #
John Smyth 1978-81 St. Catharines * * *
Dean Mellway 1981-90 Ottawa * * #
Karen O’Neill 1990-94 Ottawa * * *
Janet Gates 1994 -95 Toronto * * *
Kathy Newman 1995 Vancouver * - *
Claire Gillespie 1995-96 Ottawa * *
Colin Timm A 1996 Ottawa * #
Sandy Johnson 1997 Ottawa * - -
Cathy Cadieux 1997 Ottawa * - -
CWSA Presidents
Dr. Robert Jackson  1967-1973  Dallas * * *
Dr. Maury Van Vliet 1973-1975  Victoria - - -
Roger Mondor 1975-1981  Montreal * * *
Sharon Cook 1981-1985  Fonthill * * *
Gary McPherson 1985-1993  Edmonton  * * #
Laurel Crosby 1994-1997  Vancouver * * *
Dr. Doug Anderson  1997-1999  Edmonton - - -
Legend

* = completed

# = sent with no response

- = not attempted

AR = Mr. Timm was never officially named Executive Director

Il = Interview 1

R = Interview 2

The time it took to complete the interviews ranged from 25 minutes to a

maximum of 90 minutes. All but six of the interviews were recorded and transcribed
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verbatim, resulting in five to ten pages of typed text per interview. In many cases, the
entire interview was not taped, as the recording was purposefully turned on after initial
discussions began. In other cases, the tape-recorder was turned off as requested by the
interviewee or offered by the researcher.

Five interviews were partially spoiled as the recording equipment failed.
Responses to several questions were also partly lost or inaudible, although this loss of
data was addressed immediately following the interview with written field notes.
Information was also recorded after follow up phone-calls or informal discussions at
conferences and meetings, although these were not presented as direct quotes.

The interviews when they worked best were focused conversations about the
individual’s recollections of the strategy formation process. Sometimes, the interviewee's
own role in the strategy formation process was the focus for discussion while in other
instances, especially when an individual was involved with a strategy that failed, the
focus was on political process. Always, the researcher sought to confirm particular
accounts of events with other participants and to achieve a variety of perspectives.

The second primary source of information was archival documentation.
Documents included newspaper articles, meeting minutes, published newsletters and
other internal memorandum collected in steps two and six. The data, which was collected
through interviews and archival research, complemented each other by acting as a
constant check and balance, as well as providing leads for further inquiry.

The process of collecting archival materials continued until it reached a point
where no new insights were revealed as recommended by Fox-Wolfgramm, Boal and

Hunt (1998). Ideally, the formal analysis in step seven began when “the data collection
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process reached a certain saturation level where the marginal utility of additional
information was declining relative to the marginal cost of obtaining it” (Leavy, 1996a,
p-436).

Step 7: Thematic Analysis

The search for order in step six utilized a number of skills that involved the
creative leap of generalizing beyond the data (Mintzberg, 1979) which involved a process
of “organizing the raw data into a case and historical narrative™ (Patton, 1990, p. 481).
Once all of the data was accumulated in steps two and six, a brief case record for each of
the dominant strategies was developed. The purpose of developing these case-records was
to edit all of the accumulated information, eliminate any redundancies and organize the
data into a comprehensible and chronological format.

The type of analysis described in step seven was perceived as the most demanding
and least examined aspect of the qualitative research process (Fox-Wolfgramm, Boal &
Hunt, 1998; Miles, 1979; Piore, 1979). For the sake of simplicity, and continuity, it was
determined that Strauss and Corbin’s (1990) three-stage process, identified in step three
of this chapter, would be used. By following these three steps, the researcher was able to
identify “recurring themes, around which the intellectual curiosity would begin to
converge in an attempt to make some holistic order out of the apparent chaotic disorder”
(Strauss & Corbin, 1990, p.69). |

Resulting from this last step was a description of three organizational strategies.
Each case record was chosen because of its relative importance and prolonged
involvement throughout the organization’s history. Listing every strategy, including those

that were deliberate, emergent and unrealized, partitioning them into categories, and then
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comparing the absolute number of each over the organization’s 30-year history
determined which three would be studied.

The second and third analytical steps were identifying the influencing factors of
the situational context upon the three dominant strategies. Trying to decipher the
correlation between leadership, situational context, and strategy formation was difficult,
as there was an infinite number of independent variables. With the hopes of somehow
simplifying this process, the guidelines specified by Singleton, Straits, Straits, and
McAllister (1988) were adopted. These authors suggested that there were two main kinds
of evidence to establish causality: association and direction of influence (Singleton, et. al,
1988). The first criterion for association was that a change in one caused a change in the
other. Singleton et al.’s (1988) second criterion for association revolved around the
concept of direction of influence where for association to be defined, a cause needed to
proceed the effect or at least the direction of influence.

The association of leadership to organizational strategy was accomplished by
assessing each strategy and inferring leadership behaviours as identified by Kouzes and
Posner (1994) that influenced the strategy formation process. The association of
situational context and organizational strategy was then accomplished using a similar
process of listing the strategies and inferring the associated general and task
environmental factors. In both cases, the inferences of these factors were based on the
written histories presented in appendix G and the criteria for association as described by

Singleton et al. (1988).
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¢) Limitations and Delimitation

Patton (1990) suggested that interview-based, case-studies had a number of
limitations, including the reactions of participants to the evaluator and the predisposition's
and biases of the evaluator. This chapter concludes with a recognition of these limitations
as well as the delimitations imposed by the researcher upon the methodology and analysis
of data.

Participant Reactions

The first set of limitations reflected a2 number of concems pertaining to the
reaction of participants being studied. Primarily, this limitation recognized that content
validity from the interviews was difficult to assess. Data obtained from interviews was
influenced by reactive measurement error as the respondent’s knowledge that he/she was
part of a research process caused him/her to answer questions according to a role that
he/she deemed appropriate. The most common techniques used to overcome this problem
was guaranteeing anonymity and putting the respondent at ease. This study utilized a
small number of persons and thus complete anonymity was difficult to achieve. What was
decided, however, was to give interviewees the final decision if quotes could be used.

Who was interviewed was another source of bias. By interviewing only Presidents
and Executive Directors, the researcher purposefully eliminated a number of other
perspectives. This limited selection did not attempt to minimize the contributions made
by other volunteers and employees, but was instead designed to narrow the scope of

inquiry and make the interview process more manageable, both from a time and financial
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perspective. The decision to concentrate on assessing only top management was also
based on research pertaining to strategic change, which suggested that the decision to
initiate change was the responsibility of the top manager (e.g. Brass, 1984; Child, 1972;
French, 1956; Finklestein, 1992; Hambrick, 1994; Mabrick & Mason, 1984).

However, the tendency to overestimate the influence of top executives was also
recognized. Mintzberg (1978) suggested that whatever the intent of top management, a
firm’s actual strategy may have been an emergent process from a combination of accident
and the entrenched slow-changing routines of the organization’s middle structure. It was
easy, according to Mintzberg (1978) to exaggerate the significance of top management
and ignore the less advertised influence of middle management, historical inertia, or other
external situational factors.

Another major limitation to participant reactions was the time constraints and
effort required by the interviewees. The respondents in this study led busy lives, and even
the most willing had a limited amount of time for interviews. Thus, the researcher
incurred the expense and time to travel to the interviewee’s home, or place of work while
also being aware of using the minimum amount of time necessary for the interview to
take place.

The fourth limitation pertaining to the participants’ reactions was based on the
researcher’s position as a former CWSA employee and as a graduate student studying
adapted physical activity at the Rick Hansen Centre, University of Alberta. The realm of
disability sport in Canada is relatively small, and thus the researcher already knew the
vast majority of potential interviewees through a variety of social and professional

relationships. McCracken (1988) suggested that a researcher in this position needed to
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strike a balance between formality and informality. Formality achieved by the appropriate
attire, demeanor and speech, cast the investigator into the role of scientist or someone
asking very personal questions out of professional curiosity. A high level of formality was
hoped to reassure the respondent that the investigator could be trusted. Some interviewees
may have still been hesitant to speak freely, however, because the interview was being
taped or other undisclosed reasons. This was exemplified by the comments of one
interviewee "...because it's being taped, I'll leave it at that." After the offer to turn the
tape recorder off was made, the interviewee still seemed hesitant to comment on
particular issues. A certain balance of informality was also useful as it reassured the
respondent that the investigator was not a distant outsider who was unacquainted with, or
indifferent, to the realm of wheelchair sport or their contributions to its growth
(McCracken, 1988).

The fifth limitation to this study was the participants’ limited memories. This was
a particular concern for those whose tenures occurred in the late 1960s or early 1970s
when written records were less concise and harder to access. Boer (1994) clarified the
concerns associated with this limitation by noting that there were two specific kinds of
memory limitations within a qualitative case-study. The first was when respondents were
unable to recall information based on how long ago the event occurred, how significant
the event had been when it occurred, or how relevant the event had been to the
respondent’s current life. The second set of difficulties was the result of memory
distortion, as different respondents may not have had uniform or objective recall of the
same events. Respondents’ memories may have been distorted, either in the process of

organizing one’s past and making it consistent, or in an unconscious effort to maintain a
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positive self-image. Misinterpretations were therefore expected, especially as the more
removed the information and events were from the primary source (Van Dalen, 1979).
The issue of trusting others to describe historical events was also described in the non-
fictional novel The Lion Next Door. Author Merilyn Simonds noted that memory was
specific to perspective and that no two perspectives were ever exactly the same. She
further suggested that there could never be a definitive version of the past as “all life,
once lived, was fiction” (Simonds, 1999, p.iv).

Evaluator Bias

A second primary limitation to this study was based on the predisposition and bias
of the researcher. The researcher’s former position as an employee and current status as a
volunteer provided an abundance of opportunities for prejudiced perspectives. The risk,
therefore, was that more might be learned about the investigator than about the complex
scene being investigated.

Delimitations within this study included the researcher’s decision to utilize Leavy
and Wilson's (1994) theoretical framework as the template for assessing strategy
formation. What may have happened was a complete oversight of other variables that
influenced strategy formation.

Research Bias

A third limiting factor was an inability to extrapolate generalizations from
associated fields of study. There was a large amount of literature on the topic of
organizational strategy, but as Thibault, Slack and Hinings (1993) suggested, the vast
majority of it focused on organizations whose primary goal was to make a profit (e.g.

Ansoff, 1965; Chandler, 1962; Miles & Snow, 1978; Porter, 1980, 1985). It also
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appeared that the majority of articles referring to strategy or leadership were based on
American organizations (Alvesson, 1996; Whittington, 1993). The American business
culture, while similar to Canada’s, may have enough differences to warrant comparisons
as inappropriate. Leavy and Wilson's (1994) model was also based on four Irish
organizations and thus comparisons of Irish leaders and Ireland's situational context to
Canada’s or to the American dominated literature may have also been limited.

Leavy (1989) further suggested that the majority of leadership research was a-
contextual with a focus on male, American, upper or middle management. Gender
specific assumptions of many previous leadership concepts also limited the use of
existing theories (Whittington, 1993) as women, relative to men, were rarely cited as
exemplars of leadership (Czamiaska-Joerges & Wolff, 1991). “Indeed the whole rhetoric
of leadership had been highly sexualized” (Whittington, 1993, p. 49). This bias may have
been particularly limiting for this study, as women comprised a large percentage of
CWSA Presidents and Executive Directors. Leavy and Wilson (1994) although it was not
identified appeared to focus primarily on male leaders within the four Irish organizational
case-studies, while Kouzes and Posner’s (1994) definition of leadership, was created
based on the responses of 4,612 respondents, with only 22% of these being female

(Posner & Kouzes, 1988).
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CHAPTER IV: RESULTS

Wheelchair sport had its genesis at the Stoke Mandeville rehabilitation hospital in
England following World War Two. Rehabilitation hospitals in Canada soon followed
England's lead and began to offer sport and recreation as part of their rehabilitation
programs. Small wheelchair sport clubs were then created which began to play wheelchair
basketball against each other at informal tournaments. These clubs multiplied and began
to correspond with each other and discuss the need to form a national organization. The
Canadian Wheelchair Sports Association (CWSA) was officially formalized in 1967 in
conjunction with the Pan American Games in Winnipeg and the Centennial Games in
Montreal. A number of advocates for wheelchair sport had lobbied the Pan American
Games Organizing Committee to include a wheelchair event at the games and after being
denied, they organized their own separate games. Later that year, a second set of Games
was held in Montreal to commemorate Canada's centennial birthday. It was here that the
CWSA was officially incorporated with Dr. Robert Jackson named as the first President.

CWSA grew slowly during the late 1960s and early 1970s with limited financial
support although they were still able to send teams to numerous international
competitions including the Paralympic Games in Tel Aviv, Israel, and Heidelberg.
German. In 1976, Toronto hosted the TORONTOLYMPIAD, which was the equivalent
of the Olympic Games for persons with physical disability. In 1978 CWSA became a
resident within the national sport and recreation administration centre in Ottawa.

In the late 1970s and early 1980s CWSA helped a number of autonomous

wheelchair sport specific sections (e.g. wheelchair basketball) develop and pursue
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inclusion into the able-bodied sport system. In 1984 Rick Hansen competed in the first
demonstration wheelchair event at the Olympic Games and later that year began his three-
year odyssey of wheeling around the world. Prior to his departure, Hansen was honoured
as co-recipient for the Lou Marsh Award as Canada’s top male athlete along with Wayne
GretzKy from the Edmonton Oilers.

In 1988 Ben Johnson would test positive for a banned substance at the Seoul
Olympic Games and the resulting government inquires and task forces would have a
dramatic impact on CWSA. The able-bodied sport system as a result of these inquires
was actively encouraged to become more equitable in their service delivery and in the
1990s, CWSA capitalized on this organizational culture and more aggressively mandated
inclusion into the able-bodied sport system. In the late 1990s, the federal government
implemented what they called fast tracked inclusion, and by 2000, only one wheelchair
sport remained under CWSA's jurisdiction. CWSA thus changed its role from one of
program delivery to advocacy, communication and facilitation.

The complete history of CWSA can be found in appendix G. A dateline is
presented in this chapter (table 2) to assist with the identification of events, Executive
Directors and Presidents and includes many items listed in [an Gregson’s chronology of
events located at: http://amputee-online.com/sporthist/chronology.htmi. The remainder of
this chapter is then divided into two main parts: the first outlines the three dominant
strategies that occurred throughout CWSA's history, while the second identifies the
leadership, contextual and historical factors that influenced the three organizational

strategies identified in table 3.
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Table 2: CWSA historical timeline
Year _Event President ____Exec.Director.

1945  War veterans remmn home from Worid War II None None

1946  1*informal wheelchair sport competition at Deer
Lodge Military Hospital in Wianipeg. Events included
archery, milk boutle pitching, basketball throw, ring toss,
croquet, and golf putting

1948  First Stoke Mandeville Games in Aylesbury, England

1952 Wheeichair basketball team started in Vancouver by
Stan Stronge — known as Dueck Powergliders

1953  Wheeichair baskethall team started in Moatreal by Bill
Hepburn - known as Wheeichair Wonders
Wheeichair Wonders attend Stoke Mandeville Games
marking Canada’s start in international competition

1960 1" Summer Paralympic Games held in Rome
- no Canadian team

1961  1* Commonweaith Games for the Physically Disabled
held in Perth, Australia — no Canadian team

1962 1 inter-provincial wheeichair basketball game held in

Saskatoon

1963 2™ Summer Paralympic Games held in Tokyo - Dr.
Jackson meets Dr. Guitmann and promises (0
bring a Canadian team (o0 the next Peralympic Games # #

1966 2™ Commonweaith Games foc the Physically Disabled
in Kingston, Jamsica - Canada sends one athlete
1967 1" Pan American Wheelchair Games held in Winnipeg Robert Jackson Bev Hallam
Moauwesl hosts Centennial Wheelchair Games

Formation of CWSA with Dr. Jacksou as 1* President
1968  1* Canadian National Wheeichair Games beld in

Edmonton
3" Summer Paralympic Games in Tel Aviv ~ Canada
sends 22 athletes v
1969 2™ Canadian National Wheeichair Games held in Al Simpson
Hamilton

2 Pan American Wheelchair Games held in
Buenos Aries, Argentina - Canada sends 17 athletes

1970  Regional Wheeichair Games heid in Penticton, B.C.
and Halifax, Nova Scotia

1971 3" Canadian National Wheeichair Games held in
Montreal

1972 4" Summer Parslympic Games heid in Heildelburg, Gerry Way
Germany L

4* Canadian National Wheeichair Games held in

Calgary
1973 $™ Canadian National Wheeichair Games held in M.Van Vliet
Vancouver
4"® Pan American Wheelchair Games heid in Lima. v
Peru L

1974 6" Canadian National Wheeichair Games held in Gary McPherson
Winnipeg.

1975  1*Canadian Games for the Physically Disabled Roger Mondor
heid in Cambridge, Ontario ‘
$* Summer Paralympic Games heid in Toronto
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Year _Event

1977
1978
1979

1980

1981
1981

1982
1984

1984

1985
1986
1987

1988
1989
1990
199¢
1992
1994
1995
1996
1997

1998
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Formation of Canadian Amputee Spotts Association,
Canadian Blind Sports Association, Canadian
Association of Disabled Skiers and Canadian
Federation of Sport Organizations for the Disabled
2* Canadian Games for the Physically Disabled
held in Edmonton

3® Canadian Games for the Physically Disabled
beid in St, John's
Wheeichair basketball holds its own national
competition

Terry Fox begins his Marathon of Hope

6* Summer Paralympic Games heid in Arhem,

beld in Scarborough, Ontario

$* Pan American Wheelchair Games held in

Halifax (amputee athletes allowed to compete)

International Year of Disabled Persons

$* Canadian Games for the Physically Disabled

heid in Sudbury

7* Summer Paralympic Games held in

NewYotkCity(mpmbhnd.cae&nlpthy)
and Stoke Mandeville (Wheelchair)

Separate national championships held for

each disability sport organization

Rick Hansen begins his Man in Motion Tour

6* Canadian Games for the Physically Disabled

heid in Sault Ste. Marie, Ontario

Separate national championships held for each

Disability sport organizations

?Cmdun&mfordn?hywnybmhled

beld in Brantford, Ontario

8* Summer Paralympic Games held in Seoul,

Korea

Scparate national championships held for cach
Disability Pl

1* Canadian Forresters Games held in Richmond. BC
First Access Awareness Week (May 29-June 4)

mum:hmmhcldfwuch

f&nﬁm?«m&mbﬂtnsmdmd.
Ontario

9* Summer Paralympic Games held in Barcelons.
Spain
Independence *92 held in Vancouver, BC

10* Summer Paralympic Games heid in Atlanta
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—Eresident Exsc.Director.
v
John Smyth
\ '
Sharon Coock  Dean Mellway
Gary McPherson
v
Karen O°Neill

Laural Crosby  Janet Gates

Kathy Newman
Claire Gillespie
Colin Timm
Anderson Johnson/Cadieux
Cathy Cadivex
Do'nkoyer v



a) Organizational Strategies
The first two steps of the methodology resulted in the creation of CWSA's written
history from 1967 until 1997. From this history, the researcher identified the

organization's emergent, unrealized and deliberate strategies (Mintzberg & Waters, 1982).

Table 3: CWSA's unrealized, deliberate and emergent strategies: 1967-1997

 Year | Unrealized Strategy | DelibersteStrategy | EmergentStrategy |
967 Structure Formalization
968 Creation of National Team
968 Development of Board
Swucture
1968 Development of Team
_ Structure
1968 Team Preparation for
_ Paralympic Games _
1968 Fundraising for Paralympic
Games
1969 Host National Games in
Hamilton
1969 Fundnising for Pan
— American Games
1969 Team Preparations for Pan
American Games
1971 Host Navonal Games in
Montreal
19712 Host National Games in
 Calgary
1972 Fundraising for Paralympic
Games
1972 Team Preparations for
ic Games
1973 Host National Games in
Vancouver
19713 Team Preparations for Pan
American Games
1974 Host Nationat Games in
Winni
1974 Align CWSA with COA
1974 Pursue access to National Sport
Centre
1974 Volunieer Recruitment }
1977 Pursue autonomy from
CFSOD
1978 Achieve residency in National
Sport Centre
81
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Year Unresiized Strategy Deliberate Strategy | EmergentStrategy |
1978 Fundraising / Sport Fund for
the Physically Disabled _
1578 Fundraising / Ada MacKenzic
1978 Wheeler's Choice newsletter
1978 Improve sport technical |
1979
1979 Pursue inclusion into sble
bodied izati
1979 Promote grass roots
development of wheeichair
1980 Separation from CFSOD
1980 Funding from sport and not
_ recreation / fitness
1980 Fundraising
1980 Section
1980 Elimination of recreation
981 Cooperation with CFSOD
981 . Organizational Structural
Chan
1981 Section
198 Coaching Development |
198 Junior Sport Development
1982 Inciusion into able bodied sport
982 New Wheeier's Choice
982 Provincial Development —
982 Research Committee
Development |
1982 Section t
1982 Junioe S t
1982 Fundraisin
1982 Preparations for Pan American
Games
1983 Provincial planning
1983 Fundraisin
| 1983 ic Games ion
| 1983 Sport Section Development
| 1983 Junior Spost Development
1983 Research Committee
Devefopment
1984 Fundraisin
984 ic Games ion
1984 Junior Sport Development
1984 Section ment
1984 Communication
1985 Rick Hansen's World Tour |
1985 | Fundraising
| 1985 Fundraisi
| 1985 _Sport Section Development
| 1985 Junior Sport Development
| 1985 Classification
(1985 Provisional Development
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[Year T Unreaiized Strategy | Deliberate Strategy Emergent Strategy
986 isi T
g% Fundruising Rick Hansen's World Tour
986 Communicstion
% Rick Hansen's Worid Tour
1987 gl Pevel
1987 Fundraising
987 Marketing

y Inclusion
] International developmenit

| 1987 Volunteer development
] o
58T S| S ment
987 Junior S t s
088 Peralympic Games preparation

158 = Manin Motion Foundation |
1088 Fundraising
1988 Inclusion
988 Section
1988 Volunteer
088 Communication

(1989 e e
989 Communication

1989 Provincial Development

198 Inclusion
1989 _Sport Section Deveiopment

1989 Man in Motion Foundation
1989 Fundruising

1989 Junior Sports ___

1990 Fundraising
1990 Office re-organization

1990 Inclusion
1990 Stategic Planning
1990 Volunteer Recruitment
1990 Sport Section Development
1991 Strategic Planning
1991 Fundraising
) Paralympic Games preparation
1992 Strategic Planning

(1992 Spont Section Development
1992 Inclusion

1992 Fundraisin;

992 Paralympic Games preparation
1993 Strategic Plaaning

93 Orpanizational Re-structuring
1993 Inclusion
1993 | Sport Section Development
1993 Communication
1993 S S ‘
1993 Man in Motion Foundation
1993 Fundraising
1993 Si Section ment
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From the 137 strategies identified over CWSA's 30-year history, three dominant
categories emerged. Governance was the first which included strategies pertaining to
strategic planning, organizational restructuring, volunteer recruitment, communications,
provincial association relations, international affairs, and sport section development.
C_}ovemance thus represented 56 of the 137 strategies. Fundraising was the second most
prominent group with 53 total strategies. Included within this general heading were the
negotiations with the Man in Motion Legacy Foundation, government core-funding,
telemarketing, sponsorship, marketing and foundation relations. Inclusion, which was the

third dominant group represented 20 strategies and focused primarily on negotiations with
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the able-bodied sport system. Two other strategic areas that were not included in the
review of dominant strategies were hosting games, team preparations, and technical
development. Hosting games and team preparations represented 17 total strategies while
sport technical development included 14 total strategies. Based on these scores, the need
for adequate information, and simplicity, it was determined that the top three strategies,
inclusion, fundraising and governance would be identified as CWSA's dominant
strategies.

The decision to focus on inclusion and not the hosting of major games was also
based on access to information. The hosting of national games was a dominant strategy
during the early stages of CWSA's development but written information during this era
was sparse. This strategy was not pursued after 1976 because the national games were
changed to a multi-disability format. Inclusion, meanwhile, was similar to the hosting of
major games in that it was not dominant throughout the 30 years studied but the
difference was that its dominance was-in the 1980s and 1990s, when access to
information was far superior. It could also be argued that inclusion was still a dominant
strategy in the 1960s and 1970s even through it was not identified in the few written
documents that were available.

Inclusion

One of the main strategies of CWSA over its thirty-year history was the inclusion
of wheelchair athletes into the able-bodied sport system. What the term inclusion meant
to CWSA was equal treatment and equitable opportunities and responsibilities for
wheelchair athletes when compared to the able-bodied majority. One respondent noted

that inclusion was always the organization’s over-riding goal.
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I can tell you without a doubt that since the beginning of time, we have been
pushing for inclusion. It was always the overriding factor. We always knew that
we had to do some developmental work in the provinces in order to get there but
that was always the goal. Create as normal a competitive activity as we could and
align ourselves with the able-bodied sports groups and that, from square one, was
the goal.

Inclusion as an organizational strategy may have emerged from the larger
disability rights and independent living movements. This movement advocated for the
civil rights and self-determination of persons with a disability since the 1970s (Blackford,
Fougeyrollas & Mahon, 1999). One respondent who lobbied for the 1967 Pan American
wheelchair games reflected on the attitudes that prevailed at that time.

The long-term agenda was to provide personal growth, physical fitness, and
acceptance into your family, society, and your communities, and so this was part
of a whole movement. When I used to pick up some wheelchair athletes to train
for our team I used to pick them up in shacks. I mean they were literally living in
lean-tos. They were without jobs, transportation, and acceptance without family
love and care. And so it became so clear to me that there was an opportunity to
move forward in the social political societal agenda. What you had in common is
everyone committed to the fact that persons with a disability were not recognized
by society. Wheelchair athletes were not recognized in official sport
organizations.

Thirty years later, this vision of sport and recreation acting as a mechanism to
bring persons with a disability into the mainstream of society was still prevalent. One
respondent compared the era of CWSA's birth and its purpose for providing competitive
opportunities to the late 1990s.

What is the purpose? To retain the spirit of human accomplishment or to focus on
a few accomplished athletes? I think that we're going through a revolution where
people with a disability are pushed back away out of the mainstream. As
transportation standards are only voluntary and not enforceable. VIA rail has just
introduced a new coach with an upper birth, brand new, and now other policies
are being ignored because we can't afford them. So I think that the disabled people
will be given less and less supports to live. There will be backlash and there will
be anger and there will again be a need to have sports, arts, etc. to show that
people with a disability are worthy.
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Whenever you have a part of society that is either a racial issue or an economic
burden of some sort you're going to have these schisms.

The belief that amateur sport could provide the vehicle to support and enhance the
integration of persons with a disability into all facets of society was not new. Sir Ludwig
Guttmann following World War Two introduced sport into his rehabilitation programs at
the Stoke Mandeville Hospital in England. Guttmann incorporated this novel approach
because he believed it would accelerate the war veteran’s re-integration back into society.
In 1967, it was this same goal of social equality that encouraged Al Simpson to demand
opportunity for persons with a disability to participate in the Winnipeg Pan American
Games.

The.strategy of inclusion, while underlying many of CWSA's strategies, was not
referred to in association minutes and written documents during CWSA's earliest years.
From 1967 until 1978, it appeared that CWSA focused more on organizational
development and this may have been the result of the federal government's desire to
maintain separation between the two sporting realms.

In 1978, the Canadian federal government demonstrated this preference when they
failed to include wheelchair demonstration events or organize separate wheelchair games
in conjunction with the Edmonton Commonwealth Games, even though a similar set of
games were held during the two previous international Commonwealth competitions. The
Canadian government was instead more supportive of the multi-disability format as
evidenced by the creation of the Canadian Federation of Sport for the Disabled

Organizations (CFSOD) in 1976.
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It was at this time, however, that inclusive strategies became prominent within
CWSA. Some viewed the government-mandated, multi-disability format as focusing too
much on the disability and not enough on the sport. This may have limited the chances for
inclusion of wheelchair athletes into the able-bodied sport system. One respondent was
very much against the idea of partnering with the other disability sport groups, as he saw
CWSA'’s “raison d’etre” as a continual push towards inclusion within the able-bodied
sport system. This respondent also suggested that CWSA didn't really "push the inclusion
envelope,” although in his/her opinion the association was "handcuffed” by the
government's position.

Well I think that we didn't do enough work in getting closer to the able-bodied. So

by this we became weak. So the government in order to get rid of the problem said

lets put them together so this way it would be easier to control. If something failed
maybe it was because we were naive. The thing is that we didn't have much meat
and so we were concentrating on trying to develop, and don't forget when we say

provinces there was British Columbia, Alberta, Ontario, Québec, Manitoba for a

while, that were strong. After that; not much.

The United Nations declared 1981 as the international year of the disabled and
one respondent suggested that Canadian government bureaucrats suddenly became eager
to recognize the abilities of persons with a disability. Nevertheless, while programs were
implemented the government bureaucrats still viewed wheelchair sport as a recreational
activity and as a tool for rehabilitation and not something to be included with the elite of
Canadian able-bodied sport. Fundraising responsibilities which when coupled with the
government’s preference for segregation, thus nullified the focus on inclusion during this
time.

By 1985, the federal government became more accepting of inclusion, viewing it

as a significant step towards equal human rights. The CWSA President’s leadership,
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coupled with the talents provided by the Executive Director, and the new government
philosophy, allowed CWSA to more aggressively pursue the vision of full inclusion into
the able-bodied sport system. From 1984 until 1992, inclusive strategies were tempered,
however, because of the CWSA's desire to increase its influence in international issues
and stabilize finances.

One of the most significant inclusive opportunities in the early 1980s occurred at
the 1984 Summer Olympic Games in Los Angeles. Three wheelchair athletes from
Canada were asked to compete in a demonstration track event: Rick Hansen from British
Columbia, Mel Fitzgerald from Newfoundland and Andre Viger from Québec. While the
1984 Olympic Games demonstration event was viewed as a tremendous success, the
question as to whether inclusion fulfilled its mandate was still debatable.

When I left 'm not sure that we were much further ahead than we were in 1975.

I'm not sure that the acceptance of a parallel sporting system for the disabled had

really caught on. And that's where we were trying to go. We wanted parity with

our able-bodied counterparts and that had always been the theory. It didn't happen.

They gave us lip service.

Between 1984 and 1986, several other inclusive opportunities were pursued, each
one having limited success. In 1987, the public's perception of wheelchair sport would
change when Rick Hansen began his Man in Motion world tour. Hansen's odyssey
increased CWSA's marketability and encouraged the able-bodied sport groups to view
wheelchair sport in a more lucrative light.

In 1988, CWSA’s vision for inclusion was assisted, ironically, by the unfortunate
actions of Ben Johnson, who tested positive for performance enhancing drugs at the Seoul

Summer Olympic Games. The Canadian government, subsequent to Johnson's

embarrassment, conducted or supported a number of task forces and reviews of the
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Canadian sport system. Two key studies included the Dubin Report and Toward 2000. A
conclusion from both was the need for Canadian sport to become more inclusive of
minority groups including athletes with a disability. One respondent suggested that able-
bodied sport organizations were eager to placate an angry federal government in order to
secure continued funding, and so they approached CWSA looking for inclusive
opportunities. Other sport related partnerships with CWSA also emerged as a result of
this situation including the Canadian Sport Medicine Council and the National Coaching
Certification Program (NCCP).

CWSA attempted to capitalize on this favourable environment by hosting its first
inclusion symposium. This meeting held in Ottawa resulted in the development of several
concrete goals and objectives, which would eventually form the backbone of CWSA's
strategic plan in the early 1990s. CWSA then published and circulated a number of
position- papers generically titled Sport Equity: Opportunities for All. In 1992, the staff of
CWSA and its provincial partners followed up on the success of these goals through a
planning session which focused primarily on inclusion. Resulting from these meetings
was a ten-phase process with a five-year timeline.

During the 1990s, wheelchair sports enjoyed a great deal of success with inclusion
at international events. The Goodwill Games in Seattle, Washington, Commonwealth
Games in Auckland, New Zealand, and Jeux de Francophonie in Paris, France all
incorporated wheelchair events into their programs. In 1994, the Victoria Commonwealth
Games in British Columbia became a landmark event, as it was the first major
international sporting event to provide full medal status inclusion to athletes with a

disability. This new form of inclusion meant that wheelchair athletes received the same
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medals, housing, uniforms, and responsibilities as their able-bodied teammates. Full
medal status inclusion was also provided at the 1994 Canada Summer Games in
Kamloops, British Columbia and the 1994 Canada Winter Games in Grande Prairie,
Alberta (Legg & Steadward, 1997).

While inclusion was being actively pursued at the national level, CWSA's
international governing body, the International Stoke Mandeville Wheelchair Sports
Federation (ISMWSF), hindered it. One respondent noted their concern with this
relationship.

At the international level, they didn't want to become part of the Olympics, they

wanted to stay separate and that's where our athletes, particularly our track athletes

were having so much difficulty. Because they go to the ISMWSF championships
and clean up and say look, we don't need to go there; that's just a developmental
program and the ISMWSF is turning around and saying no it isn't, it's elite. The
athlete replies that it isn't elite and that they want to go to the world
championships.

As the concept of inclusion continued to mature, it became a contentious issue for
CWSA on two fronts. The first was based on the concept of reverse integration, where
persons who were able-bodied were encouraged and allowed to participate in wheelchair
basketball. Several athletes with a disability, while supportive of inclusion into the able-
bodied sport system, were concerned that actually competing head to head with able-
bodied athletes would be detrimental to the entire wheelchair sport movement. Others
saw this process as a natural evolution of the sport and 2 mechanism for encouraging
people to see the wheelchair as a sport implement and not as an assistive device.
Eventually Canada would become the only country in the world to allow able-bodied

persons to compete against those with a disability in official competitions (Legg &

Steadward, 1997).
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The second issue that pertained to inclusion was the acceptance of athletes with an
intellectual disability into the Paralympic movement. Many athletes using a wheelchair
felt that association with athletes who had an intellectual disability would encourage the
public to group them together as one homogenous group. Another opinion came from the
able-bodied administrators, who welcomed the request for inclusion from persons with an
intellectual disability into the Paralympic program. To them, it seemed hypocritical to
pursue inclusion of wheelchair athletes into the able-bodied sport world and reject the
other. This issue nearly resulted in a boycott of wheelchair athletes from attending the
1992 Summer Paralympic Games in Barcelona (Legg & Steadward, 1997).

In 1992, with the hope of encouraging and facilitating the process of inclusion
into the able-bodied sport system, CWSA created and implemented the sport
development inventory (SDI). This inventory, completed by each of their sport sections
was used for funding purposes and to identify what smaller sports still required
development before they could formally pursue inclusion into the able-bodied sport
system.

With this inventory in place, some sports began to sign memorandums of
understanding (MOU) with able-bodied sport organizations detailing the inclusion
process. These MOUs detailed the transference of administrative responsibilities from
CWSA to the able-bodied sport organization for athletes with a disability. Swimming was
the first sport to officially sign one of these MOUs between Swim / Natation Canada and
CWSA. A number of smaller wheelchair sports also signed MOUs with the appropriate
able-bodied sport organization including archery, shooting and racquetball. In 1997,

wheelchair track and field (athletics) signed their MOU with the Canadian Track and
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Field Association (now Athletics Canada). The MOU with wheelchair tennis, meanwhile,
was not signed until 1999. By the end of 1999, all sports with the exception of wheelchair
rugby were included within the able-bodied sport system.

This process of having MOUs signed was a difficult process as continued
government cutbacks, announced after the Core Sport Report (Best, 1994) meant that
able-bodied sport organizations were often short staffed and inwardly focused on their
own survival. To many in the able-bodied sport system wheelchair sport had few if any
immediate or obvious financial rewards. One of the respondents for this study noted:

Working with able-bodied sport organizations was difficult. The first part of

planning was too nice, and then trying to get the memorandums of understanding

was harder. Actually trying to put actions down on paper was tough; if the money
wasn't there from the government then it wouldn't even get on the agenda.

A second factor that hindered the inclusion of athletes with a disability into the
able-bodied sport system during the 1990s was poor communication between national and
provincial associations. Typically, the national governing bodies agreed on policies and
guidelines, but the provincial affiliates were not well informed of these negotiations. As a
result, they were uncommitted and unprepared to administer the inclusive programs and
services at the local level once the MOUs were signed.

Inclusion based strategies were dramatically altered in 1996 when Sport Canada
implemented what they termed fast tracked inclusion. The federal government decided
that all funding for disability sport organizations would cease, and that it would only fund
one national sport system. This announcement, while representing one of CWSA’s long

standing goals, met with considerable resistance by CWSA board members, other leaders

within disability sport, and able-bodied sport organizations. What seemed to concern
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CWSA was the possibility that the able-bodied sport system would not fulfill their
responsibilities to provide a full range of services for athletes with a disability, nor would
they have the expertise to do so. A coalition of disability sport leaders proposed several
alternatives, including the creation of a disability sport secretariat, all of which were
denied.

In response to the government-imposed mandate and financial realities associated
with it, CWSA, in 1997, downsized its staff to one person and its board to three members.
With the majority of CWSA sports included into the able-bodied system, an interviewee
summarized CWSA's new role as advocate and watchdog:

I think that there's always going to be a place for CWSA for the advocacy role and

for representation internationally and things like that but we want to integrate into

the able-bodied sport system and that's always been the goal for us.
CWSA thus began a new strategic era to insure the continuation of services and programs
for their athletes included into the able-bodied sport structure.

Governance

The second dominant strategy that emerged from CWSA's written history was
governance. The term governance represents the development and growth of ten different
sports and also included strategic planning, organizational restructuring, volunteer
recruitment, communications, provincial association relations, and international affairs.
One respondent suggested that this role began because the Canadian Paraplegic
Association (CPA) was unable to allocate the necessary time and resources needed to
develop a high performance sport system. A small group of volunteers thus created their

own organization, which was incorporated in 1967 under the title CWSA. At it’s first

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



annual general meeting in Montreal, a respondent reflected on the influence of Dr.
Guttmann and the CPA on CWSA's genesis:

I was a student that summer working (for CPA) on the annual public relations

thing. The board had approved my decision to pursue a set of wheelchair games in

conjunction with the Pan American Games. But they weren't about to get into
wheelchair sports. They knew about Guttmann as he had come over a few times
promoting the cause, but the guys in CPA were too busy trying to raise money to
build hospitals.

The CPA, nevertheless, played a significant role in CWSA's development as they
provided many of the volunteers, who were persons with a disability who gathered to help
create the association in 1967 in Winnipeg and Montreal. One interviewee noted that "if
CPA had some names to suggest they did so, but CPA recognized the need to have a
separate organization. As time went on the athletes took more control.” Human rights
dominated the early agendas of CWSA with issues pertaining to accessibility and
tolerance.

In the early 1970s, the governance policies of CWSA moved away from a social
directive to elite sport. In 1978, the as;ociaﬁon shifted from what was referred to as the
kitchen table into the boardroom (Kikulis, Slack, & Hinings, 1992) and this occurred as
CWSA hired their first full-time staff person and took up residence in the National Sport
and Recreation Centre in Ottawa. This was not a welcome change by all of CWSA's
founders who fought against the idea of professional staff and elite sport. In the opinion
of one respondent, this change "took away from the personal growth opportunities of
those who couldn't be athietes.”

During the 1960s and 1970s, the board dealt with a number of governance issues,

which seemed to become more complicated as the organization grew. Some of the earliest
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examples of these included athlete selection for the 1970 Tel Aviv Summer Paralympic
Games and the method for selecting CWSA board members. One interviewee recalled
that the first debate centered upon representation on the board.

What if you were to elect the national board by representation through

population? It was agreed to allow two for every province because we knew that

Ontario could dominate the whole thing being such a large province.

Other disagreements regarding governance resulted from staunch philosophical
differences. During CWSA''s formative years, two philosophies, which were somewhat
complementary but also in direct competition, heavily influenced the association. Many
CWSA volunteers looked upon wheelchair sport as a means to integrate persons with a
disability into society and this meant that there was a requirement for equity and a focus
on recreational sport and mass participation. Another group within the association wanted
CWSA to move more towards an elite sport focus as these supporters understood the
benefit of recreation but felt that CWSA's role needed to be more singular. One
interviewee reflected this sentiment as it pertained to the continuation of recreation
programs.

We wanted to bury it. That was one of my priorities, to once and for all bury that

recreation stuff. That’s great at the local level and that's a super way to get people

started and then involved initially but it's not a national sport. I don’t care how
you frame it, phrase it, use it, organize it, it's not a national sport. And that’s what
we had to confine ourselves to. How could we possibly convince the world. the

Canadian public, that we were athletes when we were still playing checkers and

chess.

CWSA would ultimately choose an elite sport focus and allocate the responsibility of

mass participation, recreation, and junior development to the provincial organizations and

clubs.
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Governance strategies changed for CWSA in 1976 when Toronto hosted the
Paralympic Games. This was the first time that the Paralympic Games included athletes
other than those with spinal cord injuries. These new athletes included those with visual
impairments and other mobility related disabilities such as amputations. One respondent
reflected on this change and how it would influence CWSA:

Unfortunately, we were forced to accept the amputee and the blind into what was

called the TORONTOYMPIAD. So the whole thing totally changed because then

some of the big brains in the Canadian government and even those in wheelchair
sports stopped us from growing up in order for the other two to catch up.
This new group of athletes ushered in an unforeseen movement towards the delivery of
sport programs for athletes with a disability by promoting a multi-disability format and
segregation‘ from the able-bodied sport system.

Disagreements between the TORONTOYMPIAD Organizing Committee and the
federal government resulted in a large sum of money, originally committed to the games
by the federal government, being re-directed to create an umbrella organization for
Canadian disability sport known as the Canadian Federation of Sport Organizations for
the Disabled (CFSOD). The disagreement resulting in the loss of funding was based on
the Toronto organizing committee’s decision to allow the South Africa Paralympic team
to participate in the games. The Toronto organizing committee felt that the South African
team was racially mixed and therefore did not deserve to be banned by the anti-apartheid
policies. The federal government, meanwhile, had to follow its written policies. which did
not allow them to support Canadian participation against any South African sporting
body. The public’s outrage at this decision eventually forced the government to re-allocate

the funds.
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Following the Toronto games and as a direct result of their athletes’ participation,
a number of disability sport groups were officially formed; the Canadian Amputee Sports
Association (CASA) and the Canadian Blind Sports Association (CBSA). Several years
later, the Canadian Cerebral Palsy Sport and Recreation Association (CCPSRA) was also
created. The establishment of these groups meant that CWSA was no longer the only
national physical disability sport organization in Canada and they had to suddenly
compete for what they felt was their fair "piece of the government funding pie."

After CFSOD's creation, one interviewee expressed concern on how this might
effect the inclusion of wheelchair athletes into the able-bodied sport system.

Sport Canada had a mandate to force us (all disability sport organizations) to

become one body. It was not official at first but then it became the CSOD. I said

never, never, never, never! My battle was to be closer to the able-bodied sports.

So my thinking was that if we ever joined with the other disabled sport

organizations then I would be doing a disservice (to the wheelchair athletes)

making it even tougher. Able-bodied sport was scared away (from inclusion)
because of so many sports groups and numerous classifications.

After the creation of these other disability sport organizations, CWSA became a
resident sport within the National Sport and Recreation Administrative Centre in Ottawa.
They meant that CWSA had some of the same privileges and responsibilities as their
able-bodied sport partners. Residency was also achieved in one interviewee's perspective
because of support from the first Federal Minister of Sport, Iona Campagnolo.

With residency and government support, CWSA became more focused with its
governance responsibilities. This included a new priority on sport specific development
and inclusion into the able-bodied sport system. Recreation was completely dropped from

CWSA's agenda, as was junior sport development several years later. To assist in the

governance of sport section development, the board created an athletic advisory board.
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CWSA also actively encouraged athletes to commit to one sport. One respondent noted
that these processes were positive for CWSA as "sport specific committees and decision-
making, especially on sport technical matters within each sport as opposed to decisions
being made on behalf of each sport by the provincial branch was a welcomed change.”
Four-year quadrennial plans were also encouraged within the sections and eventually,
many became self-sufficient hosting their own strategic planning sessions and national
competitions.

After Campagnolo’s departure, CWSA's ability to govern their sports and the
inclusion process was hindered by inconsistent federal government support. Federal
Ministers were rotated on an almost annual basis and new Ministers brought new ideas
and new visions. CWSA constantly had to re-position itself, depending upon the funding
requirements of the federal ministry and this “merry-go-round” continued until 1984,
when Otto Jelinek was named as the Minister of Sport, a position he would hold for six
years.

As CWSA grew, its board and executive attempted to monitor its relationship
with its provincial partners. Board members were encouraged to travel to the various
provinces and attend board meetings or events with the hopes of increasing their
understanding of provincial member needs. CWSA's annual general meeting (AGM) was
also located wherever board members felt it would be most beneficial and in association
with the AGM they hosted provincial planning and development workshops.

In the late 1980s, Rick Hansen initiated his Man in Motion world tour, an event,
which ultimately raised millions of dollars for spinal-cord research, wheelchair sport, and

disability awareness. Hansen agreed to allocate a certain percentage of the Foundation as
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income to CWSA and its provincial parters. The subsequent allocation of these funds
allowed many provincial offices to hire their first Executive Director. These funds also
allowed CWSA to expand their own staff, with Reg McClellan being hired to oversee the
development of wheelchair basketball and Charles Drouin as technical director for the
other wheelchair sports. This expansion of professional staff was coupled with an
increase in organizational governance.

In the early 1990s, CWSA's governance strategy was changed with the hiring of
Karen O'Neill. O'Neill’s primary responsibility as the newly named Director General was
to help create a comprehensive strategic plan. The realities that O'Neill acknowledged
within this plan included a changing international environment and a continued move
towards sport specific development.

In the 1990s, sport-specific development continued to have a dramatic influence
on CWSA’s ability to govern. Sports such as athletics and basketball benefited from
professional staffs who were emotionally and officially attached to each sport. Members
of the board also appeared to have favourite sports that brought into question their
objectiveness when it came to generic CWSA issues.

In 1992, O'Neill finally completed CWSA's strategic plan. The process in
developing this proposal incorporated various meetings, surveys, and focus groups from
numerous stakeholders. Once completed, the staff and executive members were anxious
to begin writing the action plan. With the hopes of facilitating this step, CWSA brought
together a number of delegates and hosted a session called Destination 2000. The
resulting strategic plan revealed five priority areas including sport development, human

resource development, communication, revenue generation, and administration. By 1993,
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however, there was such a massive turnover in professional staff and changes to the
external environment that it was virtually impossible to implement the stratagem. A
subsequent meeting was held with the hope of refocusing the membership on a more
realistic mission, vision, and values.

As CWSA was about to begin its action plan, Karen O’Neill, the Director General
resigned and Gary McPherson, the President since 1984, retired. These changes signaled
the beginning of a rapid succession of professional staff turnovers. In one fourteen month
period, there were ten different professional staff members who filled five positions and
this turnover included three different Executive Directors. This massive and rapid change
significantly hindered CWSA’s ability to govern, especially as it pertained to its
provincial affiliates. This began what seemed to be in one respondent’s view a continual
refocus on the organization's strategic direction without any significant actions taking
place:

I would say that one of our problems was the inability to make decisions. We

seemed to run into so many roadblocks with regards to issues that should have

been relatively straightforward. We shouldn't necessarily have the best answer but
it was critical that a decision be made. If there’s one thing that I've learned it's that
it doesn't necessarily have to be the right decision at that particular time but it's
maybe more important to act and then continue to evolve and be prepared to

change your direction to the compass but the action is very critical. At that time I

think that was one of the problems with governance.

The governance of the specific sport sections was also affected by this rapid staff
changeover and once again, the stronger more established sports continued to grow. while
the smaller ones searched for guidance. The larger sports, because they already had an

intact infrastructure and dedicated staff and volunteers, were able to progress while the

smaller sports wrestled with relatively smaller issues such as volunteer recruitment.
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On November 14™ 1996, the governance of sport sections was dramatically
changed when wheelchair basketball created its own distinct association. The Canadian
Wheelchair Basketball Association (CWBA) formally separated from CWSA and this
action provided the precedent for others to follow. What made this separation difficult
was that the federal government refused to recognize the distinction. Thus, the
government continued to fund CWBA under the auspices of CWSA. Ultimately the split
between CWBA and CWSA was formalized and the two associations tried to interact
independently, while respecting the need for mutual support.

In 1996, the federal government decided to implement what they called fast
tracked inclusion which also significantly influenced CWSA's ability to govern. The
govemnment's decision to formalize fast tracked inclusion was based on results from a
detailed evaluation of the sport community, which suggested to the government that the
current sport system was not serving the needs of athletes with a disability. In the estimate
of the government, it was necessary to move athletes with a disability into the able-bodied
system. In one respondent’s view, this decision hindered CWSA's ability to govern its
provincial affiliates and sports, as significant decision-making abilities were lost.

Remember that at the provincial level they were still working with all of the

sports. Even swimming, as an example, although it had moved from Swim

Canada. At the same time when all that's going on, Sport Canada put out this

infamous document to decide who's in and who's out of the forest. As a result of

that, racquetball got dinged heavily and shooting lost a lot of its funding and
archery sort of maintained. Having said all this it was just as though you were
getting going and then all of a sudden another hiccup. And so the result of that is
that you're trying to maintain a national office and maintain a national program
and at the same time you're trying to create better relations with the provinces.

Soon after the announcement of fast tracked inclusion, CWSA's Director General

resigned and a volunteer board member responsible for human resources agreed to
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provide guidance to the remaining staff regarding to the day-to-day operations. The three
remaining staff members were then told that their contracts would not be guaranteed
beyond May 1* 1997. Eventually, Eagle Enterprises, comprising of Sandy Johnson and
Cathy Cadieux, undertook the general management of the association while the former
staff moved to other avocations.

In May 1997, Colin Timm, CWSA's sport technical director, accepted a position
with Athletics Canada to oversee their new program for athletes with a disability. To
CWSA this move represented both a loss of manpower and revenue as Sport Canada
forced CWSA to forward $100,000 of its funding to Athletics Canada to cover costs
associated with the transference of programs and services. This shortfall of funding was
the third major financial setback to be absorbed by CWSA that year as the Man in Motion
Foundation (MIMF) grants and telemarketing revenues also had been significantly
reduced.

Changes to government funding policies also influenced CWSA's ability to
govern. In 1997 the federal government decided to transfer funding away from
administration to the athlete. This change undermined CWSA'’s ability to govern the
various sports that remained under its responsibility as funding for professional staff was
limited and volunteers were preoccupied with fundraising efforts in order to maintain an
office presence.

CWSA's executive and provincial representatives met in Vancouver that spring
for their annual general meeting in order to make some crucial decisions regarding the
future of the organization. This meeting was sponsored by the Rick Hansen Institute,

which was also hosting its 10™ year anniversary celebrations of Hansen’s Man in Motion
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world tour. At this meeting, it was suggested that while the financial situation was grim,
there was still a need to maintain an office presence. With that decision, CWSA elected to
retain one staff member. A few months later the President resigned and the board was
reduced to three members.

In 1997, members of the CWSA executive and board circulated the paper A New
Role for CWSA which identified four key priority areas: advocacy, international
representation, promoting developmental opportunities, sport administration and
governance. The lone sport, which CWSA remained responsible for was wheelchair

rugby with discussions with the Rugby Union of Canada continuing.
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Fundraising

The third and final dominant strategy that emerged from CWSA's history was
fundraising. For the purposes of this paper, fundraising included activities pertaining to
negotiations with the Man in Motion Foundation, government core-funding,
telemarketing, sponsorship, marketing, and foundations.

CWSA, in many respects, had its genesis linked to fundraising as the creation of
wheelchair sport clubs was a marketing and fundraising ploy by the Canadian Paraplegic
Association (CPA) to improve its public image. The CPA recognized the value of linking
the emotion and popularity of sport to the values and objectives of rehabilitating persons
with spinal cord injuries. A respondent suggested that eventually, the CPA came to
understand that they were neither qualified, nor had the resources to adequately support
these sporting initiatives and thus they suggested that others take control of this
responsibility and form a separate association. Ultimately this decision resulted in the
official creation of CWSA.

During the association’s first few years, the focus for fundraising was to cover
travel expenses for national teams attending Paralympic Games and other international
competitions. In 1968 the Paralympic games were held in Israel, while in 1972 the games
were hosted in Germany. In 1972, CWSA's national team was sponsored, in part, by a
fundraising campaign founded upon a rumour. Apparently, someone suggested that the
Heidelberg Brewery in Canada would, in recognition of the games being held in their
namesake, (Heidelberg, Germany) reimburse the Canadian Paralympic team for every
Heidelberg beer cap collected. This rumour started a grass-roots campaign that resulted in

the collection of thousands of beer caps. Eventually the brewery was approached and
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according to one interviewee, although they never made the original offer, they decided to
honour the request and sponsor the team.

In 1973, CWSA's fundraising program was dramatically altered as Eugene
Riemer, a wheelchair track athlete, was named Canada’s outstanding athlete. The second
major event to influence CWSA's fundraising strategies was the 1976 Paralympic Games
in Toronto (TORONTOLYMPIAD). Both of these events were influential in allowing
CWSA to focus more on the marketing of wheelchair sport as a sport and not as a
recreational or rehabilitation focused activity. One respondent reflected on the public’s
changing perception:

We were sort of second sisters receiving very patronizing and condescending lip

service. I don't believe that there was acceptance of the fact that these athletes

were in fact athletes and we had to train as hard as any a-b athlete had to train and

I don't think that much of that changed until 76 after the Toronto Paralympics. I

think that the attitude and acceptance changed although I'm not sure much else

changed after that.

CWSA was able to capitalize on the increased exposure resulting from Reimer's
award and the 1976 Games, partially because of its new residency within the National
Sport and Recreation Administration Centre in Ottawa. One interviewee suggested that
there seemed to be an endless pool of funds that suddenly became available because of
the new national status.

Money was almost unlimited. We came up with a program and the money would

just come. And we did. We came up with all kinds of programs. Sometimes they

were almost abuses, irrelevant but we get money for them. Lets have a meeting.

I'll get the money for it.

Throughout the 1970s, government funding for CWSA and amateur sport in
general slowly increased. In 1976, because of a disagreement with the

TORONTOLYMPIAD Organizing Committee, the Canadian federal government re-
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allocated a $450,000 grant to the creation of a multi-disability umbrella sport
organization. Ironically, the withdrawal of funds for the games by the federal government
resulted in a large marketing bonanza for athletes with a disability. This occurred as the
negative publicity alerted the public to wheelchair sport and encouraged the government
to more actively promote wheelchair athletes as part of their national program.

One respondent reflected on the media outcry that resulted from this change.

The public was now alerted by a political cartoon showing the Health Canada

minister at that time pushing a black athlete off a cliff in a wheelchair, really

political, it really hit the fan. The opening ceremonies were supposed to be a real
dud according to the newspapers but about 20,000 people showed up and the
roads into the stadium were just jammed, lineups of cars about 2 or 3 miles in all
direction. People just were intrigued by the ideas. The funds came with big
crowds at the games. The Sun newspaper with George Gross said it was like sport
not like something else on the back of the social pages.

The government wanted to address the negative publicity associated with their
decision to withdrawal funding and decided to re-allocate the funds to the creation of a
new umbrella organization for all disability sports. This organization, eventually named
the Canadian Federation of Sport Organizations for the Disabled (CFSOD), became the
conduit for future funding allocations for disability sport organizations from the federal
government.

CWSA would fight this decision as they saw the merger with other disability sport
groups as a step backwards, specifically in regards to their ability to market a public
image of elite athletes. One respondent suggested that CWSA felt that they were beyond

some of the other disability sport groups with regards to scope of service and maturity of

development:
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We got elitist because we wanted to get credible. We had our focus on the
basketball game and the track. Oh wow the 10,000 metre, the biggee, the crowd
pleaser and nobody wanted to watch the..... Don't let those C.P.'s anywhere near
here.

CFSOD also became a fundraising competitor of CWSA. Under the direction of
Dr. Robert Steadward, CFSOD's President, they initiated a significant fundraising
campaign sponsored by the Royal Bank of Canada. The Sport Fund for the Physically
Disabled would ultimately create its own separate governance mechanisms and become
the primary funder for Canadian Paralympic teams in the 1980s.

Fundraising ventures specific only to CWSA were held on a much smaller scale
than those pursued by CFSOD, and they tended to be based on the initiatives of a few key
individuals. Gary McPherson, for instance, obtained a number of special edition Briklin
automobiles from a defunct auto manufacturer in New Brunswick, which he raffled off at
various fundraising events across the country. This was one of the few projects that were
very successful as CWSA met, time and time again, with unsuccessful fundraising
initiatives.

In the late 1970s and throughout the 1980s and 1990s, CWSA tried to address
fundraising failures by improving their communications and promotions. One of the
major initiatives associated with this strategy was the development of Wheelers’ Choice
Magazine. The creation of this magazine was based mainly on the interest of one
respondent’s previous publishing experience.

I think that Wheelers’ Choice was a biggee, that was mine. We're trying to get

attention. That was, I was against 2a CWSA newsletter. I had produced a magazine

for my previous employer. That was our opportunity to fundraise. I always had a
copy of the magazine, pictures, calendar of events. I used to send it everywhere.
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Take it to your dentist’s office, stick it on the table. At the sports centre we had the
facilities to do a magazine and to do it in a professional way because it cost next
to nothing and I knew the guy in the productions graphics office. Suddenly we had
this professional look even though we were pretty much rank amateurs. Molson’s
gave us some money, all kinds of money just by giving them a magazine and
putting on our bib and tucker and talking without slobbering.

In the early1980s, CWSA's marketing and fundraising initiatives benefited from
the United Nation's declaration of 1981 as the International Year of Disabled Persons
(IYDP). This announcement was then followed by Terry Fox’s attempt to complete his
Marathon of Hope across Canada. Although Terry Fox’s run was in support of Cancer
research, it nonetheless, focused a great deal of attention on the abilities of persons with a
disability. One respondent suggested that "economically it was a period of growth that
seemed to build to a high point in corporate funding of sport to a depression as the decade
ended.”

In 1982, CWSA recognized that it still needed to improve its financial situation.
Government funding was beginning a long slow decline after a peak in the late 1970s.
CWSA, was then forced to initiate its own fundraising programs. One interviewee
reflected on the various attempts to rectify this situation:

We tried everything, we even hired a fundraising company to help us do it. It

didn't work. We were running into more and more financial problems as we went

along, but it was between that time when the whole economy was starting to slow
down and that was a really desperate time for the association because we didn't

have sufficient funds through the government funding process. We were having a

heck of a time raising any money. We got $1,000 once and thought we'd died and

gone to heaven. So things were rough.

In 1983, an ad-hoc fundraising committee was created to address the

organization's financial concerns. This committee quickly recognized that they could not

fulfill the mandate given to them and as a result, they decided to hire a professional
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fundraising consultant. Thus the Martin Group became the first of a long list of
professional fundraising groups hired to assist CWSA. The Martin Group proposed a
campaign that would raise over one million dollars but unfortunately, they were
unsuccessful and after 1% years, and a deficit of approximately $60,000, their contract
was terminated. After this experience, CWSA briefly returned to a volunteer-driven
fundraising model by focusing on the pursuit of small sponsorship opportunities.

One of the difficulties encountered with the hiring of professional fundraising
consultants was the association's inability to wait for the benefits of the initiatives to
emerge. One interviewee suggested that CWSA could not wait for the process to take its
natural course: "fund-raising takes a long time to develop, you need three to five years to
put in place a really strong program but we always needed results right now."

After the Martin Group was released from its contractual obligations, sponsorship
opportunities were significantly hampered by the loss in person-power and environmental
factors. The first external factor was the relocation of the 1984 Paralympic Games from
[linois to England. The 1984 Games were scheduled for the United States in conjunction
with the Olympic Games in Los Angeles. The wheelchair events would be held in
Champaign-Urbana at the University of Illinois, while the other disability groups would
compete in New York City. It was speculated by one interviewee that organizers at the
University of Illinois must have had a number of major sponsors relinquish their support
at the last minute. Whatever the reason, the University was unable to host the games and
as a last resort, the international sport governing body for wheelchair sport decided that
the games should be moved to Stoke Mandeville. The games thus continued, but

unfortunately, CWSA lost an opportunity to capitalize on the close proximity and
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marketing potential they would have enjoyed had the games been held in Lllinois, not to
mention the additional costs imposed upon CWSA because of increased travel expenses
to England.

The second major stumbling block for CWSA was the public's confusion between
Special Olympics, the Canadian Paraplegic Association, the Canadian Federation of Sport
Organizations for the Disabled, the Sport Fund for the Physically Disabled, and CWSA.
Many of these organizations had significant investments in their own marketing and
public relations programs and thus trying to differentiate CWSA from them was difficult.

In 1987, fundraising and marketing for CWSA would change as Rick Hansen one
of CWSA's premier wheelchair track athletes began his odyssey of wheeling around the
world. One respondent reflected on the impact that Hansen had upon CWSA's fundraising
and marketing initiatives. "I can remember talking to others and saying that we needed a
national fundraiser to get this thing going. We need something high profile - well then
Rick came along with his tour, perfect.”

In 1985, CWSA moved its fundraising strategy into telemarketing by starting a
long-standing relationship with Great West Entertainment (GWE). GWE was a third-
party telemarketing company and would become one of CWSA's three core funding
partners. The first initiative that GWE pursued on CWSA’s behalf was a national wheel-
a-thon. It was proposed that every provincial wheelchair sport association would host a
local wheel-a-thon organized from the national office with the telemarketing component
conducted by GWE. The provincial associations, however, were reluctant to share
revenue that would be generated and thus the program was never seriously pursued. This

one episode represented a much larger issue within CWSA as without a home base from
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which to fundraise, it was continually perceived as competition to its provincial affiliates.
One respondent recognized these difficulties in working with the provincial wheelchair
sport associations and in response to a question pertaining to CWSA's fundraising
programs addressed the lack of cooperation with the Provincial wheelchair sport
associations:

No, the provinces, there was going to be too much work so they didn’t want to do

that, or the feeling was that if we do that then the money should be kept within the

province. So if we keep it in the province then we can do more of the other stuff,
which was all well and good but it still didn’t get the athlete half way and around
the world and back to all the activities that we wanted to send them to.
Another interviewee also reflected on the relationship between CWSA and the provincial
partners noting the personal experiences he/she had in trying to secure sponsors.

If there’s money to be made, they're (the provinces) not going to share it. If

Manitoba Wheelchair Sport has a thing going with a sponsor and you even talk to

them. The guy from Manitoba almost punched me when he found out that I spoke

to his sponsor.
Competition within the telemarketing industry also increased, particularly with other
disability sport organizations at the local, provincial, and national levels.

With the hopes of somehow solving these various issues, the board tried in 1987
to create a fundraising committee. This new group was short lived and the committee’s
leadership never materialized. New opportunities for sponsorship, however, seemed to
emerge almost daily. This occurred as Rick Hansen made his way back to Canada from
the world tour and companies such as Quickie Wheelchairs and Nabob Coffee wanted to
capitalize on his popularity. Once Hansen arrived, the profile of wheelchair sports

boomed and donations for the Man in Motion Foundation (MIMF) reached a climax as he

traveled through Alberta and British Columbia. After his two-year odyssey the MIMF had
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raised over twenty million dollars to be used for research, awareness, and wheelchair
sports. What seemed ironic, however, was that some western provinces felt that Rick
Hansen’s tour hindered their own abilities to fundraise because the public assumed that
they were one in the same.

While the support CWSA received from MIMF was appreciated, CWSA also
recognized that the money was not guaranteed. Instead, the money was to be used as
leverage to help them become more financially self-sufficient. Thus, CWSA with the help
of its partners began to explore various fundraising ventures. One was a telemarketing
campaign run in conjunction with the Metro Toronto Wheelchair Challenge (MTWC), a
unique track event created by the Ontario Wheelchair Sports Association (OWSA) that
combined international caliber athletes with introductory events for newcomers. A second
marketing agreement was signed between CWSA and Abilities Magazine to promote the
association through articles on various athletes.

One unfortunate financial decision by CWSA in 1989 was a loan to the
International Stoke Mandeville Games Wheelchair Sport Federation (ISMWSF) of
$90,000. This loan was required to maintain ISMWSF’s financial stability but was never
repaid.

In 1990, CWSA hired Karen O’Neill as its new Director General and she
immediately sought out a consultant who was willing to help her with the marketing and
fundraising strategies. Unfortunately, the person she hired, Barry Butler, recognized after
several months in the position that his strengths did not include fundraising and he
subsequently resigned. Two other fundraising consultants, George Springate and Denise

Ashby, were then hired but also quickly resigned because of frustration or lack of success.
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Ultimately, it was decided to forgo a marketing / fundraising consultant and instead
Maureen Orchard, a volunteer member of CWSA''s executive committee, was named as
the newly created Vice-President, marketing and communications.

In 1991, the MIMF renewed its agreement to financially support CWSA for three
more years. The MIMF board made it clear, however, that this relationship would not be
along-tern commitment. A significant addition to CWSA'’s financial partnerships in 1991
was the Ada MacKenize Memorial Foundation. Ada MacKenzie was one of Canada’s
premier female golfers and the foundation’s committee members decided that monies
raised from her memorial golf tournament should go towards assisting wheelchair athletes
pursuing post-secondary education. Shortly after the AMMEF's announcement, a number
of other companies also began to show an interest in becoming short-term sponsors,
motivated, in part, by the excitement generated around the 1992 Summer Paralympic
Games in Barcelona. The other major marketing event that occurred in 1992 was the
hosting of CWSA's 25" anniversary gala. This event, while costing CWSA a significant
amount of money, contributed to the association's morale by recognizing and paying
tribute to its founders and great athletes.

In 1993, CWSA was suddenly faced with the realization that its deficit had grown
to a high of $145,000. In addition, the board recognized that its three major funding
partners, the federal government, the Man in Motion Foundation and Great West
Entertainment were all indicating a decrease of future funding. The Man in Motion
Foundation hinted that it would soon begin to only accept project-based funding and the

federal government, through their Sport Funding Accountability Framework (SFAF),
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indicated that it was moving towards a more inclusive mind-set with money being given
directly to the able-bodied sport system.

In 1994, the number one priority for CWSA was financial solvency. Massive
changes within the staff and board made this goal difficult, however, and the deficit
spiraled upwards. What made this situation even more difficult was the decision to
market the organization and its athletes, by focusing solely on sport excellence.
According to one interviewee, while this change was desirable philosophically, it was not
successful financially. Even in CWSA's early forays into telemarketing and fundraising
this dilemma was posed. One interviewee reflected on his/her attitudes towards the cause-
focused marketing: "I could never handle this poor crip syndrome mentality that's still out
there. It's still there unfortunately.” One interviewee commented on the difficulty in trying
to remain financially viable while also reflecting appropriate organizational values.

It was economic, funding was going down, telemarketing funding was going

down, Ada Mac was talking about changing their focus to a more hands on and so

it meant no administration money. The government was cutting and it was getting
pretty grim as far as supporting the operation and given that and the economic
reality. Nobody had the moral high ground. Nobody said all right, despite all these
economic realities we are going to go the high road and stick with the plan and
also in terms of energy at the staff level since so much energy was tied up in just
trying to sort out all the weird government relations and staff departures there was
so much time spent on the emotion side of it. Just trying to deal with all the crap
then the fundraising and some of the important stuff couldn't get done.

In 1995, the board of directors once again recognized the need to focus on
marketing and fundraising by creating an advisory committee. Tom Prowzowski was
asked to chair the committee with members representing large corporations in Toronto.

The committee made several recommendations, including the hiring of an independent

marketing consultant. The remaining members of CWSA's board decided, however, that
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the costs for such a venture were too high. The advisory committee became frustrated by
the lack of board support, and quickly dissolved. The responsibility for marketing was
then returned to the staff. One interviewee, reflecting on this change suggested that this
might not have been as effective as hoped. "I think that the board realized that fundraising
was not my bailiwick, nor should it have been. And that might have been a flaw in the
hiring process, they really were looking for someone with marketing experience.”

The funding situation for CWSA did not improve after the marketing committee
was disbanded. Increased competition from the nation-wide WhyNot Marathon raising
funds for the Canadian Paralympic team travelling to the 1996 Summer Paralympic
Games in Atlanta, and Rick Hansen's Man in Motion’s Tenth Anniversary gala cut
significantly into CWSA’s fundraising capabilities. Fundraising through telemarketing
also continued to return smaller profits, and the federal government continually hinted
that an end to their funding was near. One respondent summarized the funding situation
as follows:

We were at a turning point as far as the funding scene. Up until then they had

enjoyed some very healthy funding from MIMF and from the government. and

then from the feel good fundraising. The support for athletes with a disability
charity stuff and we had to keep that. You're not going to throw away good money
but it was very uncomfortable fundraising. The ethics behind telemarketing was
uncomfortable. I never felt comfortable with it, on one hand we talk about values
and ethics and we can sit on our white horse here for athletes with a disability and

on the flip side involving ourselves with this sort of thing. So we were in a

transition point between the charity aspect of the funding moving into the

legitimate sport funding.

Another interviewee suggested that the decline in fundraising was the result of poor

sponsor relations by CWSA.
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GWE was just like everything else that is happening today, telemarketing, people
just don't like it anymore, people feel hoodwinked, they're just not sure where
their money is being spent. I don't think that CWSA did a good enough job when
somebody donated by getting a letter out.

In 1996, CWSA's concluded that it could no longer afford a full complement of
professional staff. Fast tracked inclusion was moving forward and government funds
were being diverted away from CWSA to able-bodied sport organizations. There was also
the possibility that the funds raised by one telemarketing campaign, in conjunction with
the Metro Toronto Wheelchair Challenge, would be completely transferred to Athletics
Canada (AC) as it assumed the administrative responsibilities for wheelchair track and
field events. Attempts were made to pursue other avenues for fundraising and awareness,
and this included a partnership with Michael Landsberg from The Sports Network (TSN).
Unfortunately, none of these attempts resulted in any significant increase in revenue. At
the same time, many of CWSA's smaller sponsors were reluctant to support
administration. One interviewee summarized these various changes to CWSA's funding
sources.

We started to see changes as some of our smaller sponsors were re-evaluating

their support. They wanted more direct feel. How am I touching the athletes and

the challenge of course was, well it was the same with the government. They
wanted their money to go directly to the athletes and so did the Man in Motion

Foundation. None valued the administration side. That meant no administration,

structure and with that really your relevance to them diminished.

As CWSA began to prepare for a new role with only one staff person and a board
of three members, it reflected on its marketing strategies and the possibility that there

might be a need for further flexibility. One respondent reflected on how fundraising for

athletes with a disability changed and how it might look in the future.
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You cannot apply traditional marketing initiatives because it is difficult to balance
the business of being a cause-related agency versus a sport. In my mind we’'re
neither here nor there. We're not sick and dying and therefore the cancer society
methods are not going to cut it. The athletes do not want us to spread the poor me
message. Neither are we huge sport in the sense of being able to offer television
coverage to the corporate sector. I would say the 70s and prior to that the focus
was rehabilitation, you get them out of the rehabilitation centres and get them
involved in sport. Then in the 1980s we said holy smokes, we’re sport, we're
athletes, and you better believe it. I say in the 90s let us stand up and be proud to
say that we’re both: we are rehabilitation, lets face it we are after people that are
newly injured the opportunity to get involved get them active and feel value in
their life, gain a sense of self esteem, to move on with their career and family. But
guess what, we can also offer athletes like the Jeff Adams of the world an
opportunity to become a high performance athlete. And I respect both approaches
in the 90s, which I wouldn’t say was the case in the past.

In the late 1990s, CWSA would return to its roots with marketing and fundraising
programs being volunteer-driven and with a focus on both the athlete and the dreams for a
person with a disability.

b) Leadership

After identifying the dominant strategies throughout CWSA's history, the next
step was to ascertain if and when leadership had an influence on them. Kouzes and
Posner (1994) who suggested that when people were at their personal best, they engaged
in five key practices proposed the description of leadership used in this study. The five
leadership practices included: challenging the process, inspiring a shared vision. enabling
others to act, modeling the way and encouraging the heart. Thus, in order to be considered
leaders, it was determined that Executive Directors and Presidents must demonstrate at
least one of these five leadership qualities.

By viewing CWSA's strategy formation over a thirty-year period, it became clear

that different situations presented different leadership challenges and opportunities. This

realization did not imply, however, that leadership was totally determined by historical
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task, for the data clearly showed that this was not always the case. Instead, leadership and
its influences on organizational strategy could only be truly understood when studied
within the appropriate context. Thus, by examining the leader’s actions within the
contextual and historical paradigms of their era, the researcher would be better able to
understand the reality of the leader’s influence on strategy formation. The following table
identifies the various strategies presented in table 3 with the corresponding President or
Executive Director that influenced the strategy and the specific leadership quality

demonstrated by each leader individually or as a team.
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Table 4: Leader quality and President / Executive Director responsibilities for CWSA

strategies
Year Strategy President or Executive | Leadership Quality
- Director
1967 Structure Formalization Jackson, Hallam, cv
Simpson e
| 1968 Creation of National Team Jackson V.E
968 Deve! of Board Structure | Simpson CV
968 Development of Team Structure Simpson cv
1968 Team Preparation for Paralympic Simpson v
Games — —
1968 Fundraising for ic Games Jackson EV
969 Host National Games in Hamilton Hallam, Jackson E.M
969 Fundraising foc Pan American Games | Jackson EV
969 Team preparations for Pan Ametican | Hallam, Jackson. v
Games Si —
197 Host national games in Montreal Mondor EM
1972 Host national games in Calgary | Simpson EM
| 1972 Fundraising for Paralympic Games Jackson. Simpson E
1912 ‘Team Preparations for Paralympic Jacksom, Simpson v
Games
1973 Host National Games in Vancouver Way. Van Viiet E
1973 Team Preparations for Pan American | Way, Van Viiet v
Games
974 Host National Games in Winni McPherson. Van Viiet | E
974 Align CWSA with COA McPherson C
974 Pursue access to the National Spost McPherson CM
Centre
1974 Volunicer Recruitment Moadoe H.E
1975-76 | Toronto Pasalympiad Jackson. Mondor. M.CV
- McPherson
1977 Pursue from CFSOD Mondor C
1978 Achieve residency in National Sport Moador, McPherson M.C
Centre
1978 Fundraising / Briklins M.C
1978 Fundraising / Sport Fund for the Smyth, Mondor C.E
ically Disabled
1978 Fundnising / Ada MacKenzie Smyth. McPherson H
1978 Wheeier's Choice Newsletter Smyth N
1978 technical Mondor E
1979 __ | Organizatiooal Development _____ | Smyth. Moador v
1979 Pursue inclusion into able-bodied sport | Smyth. Mellway, v.C
otganizations Mondor
1979 Promote grass roots development of Smyth, Mondor E
wheeichair sports
1980 Separation from CFSOD Mondor v
1980 Fundraising Mondor. Smyth E
1980 Sport section Mondor. Smyth E
1980 Elimination of recreation Mondor v
1981 | Cooperation with CFSOD Cook, Mellway M.V
1981 Organizational structural changes Cook. Mellway V.C
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Year Strategy President or Executive | Leadership Quality
Director _
98 Coaching development Cook. Mellway V.M
98 Junior Mellway V.M
1982 Inclusion into the able bodied sport Mellway c
1982 New Wheeler's Choice Magazine _ Mellway. Cook v
1982 | Provincial development Cook_ E
1982 Research committee deveiopment Mellwa y_
982 | Spon section deveiopment Meilway E
982 Junior sport development Mellway V.E_
982 Fundraising Mellwa MC
1982 Preparations for Pan American Games | Mellway v _
1983 Provincial Planning Mellway. Cook EMV
98: Fundraising Cook, Mellway _ M
983 Paralympic Games preparation | Mellway y __
98: Sport Section Mellway EV_
983 1 Junior Sport Development Mell £EY
1983 Research Commiuee Development Meilway EV
984 Fyndraising _ Cook, Mellway MC
984 | Paralympic Games preparation Mellway Y _
984 __ | lunior Sport Development Mell V.E
984 | Volunteer Development _ Mellway EY
984 Sport Section Development Mellway EV
984 Communications | Cook. Mellway E
98S Rick Hansen's World Tour Mellway v
985 Fundraising Cook. Meliway M.C
| 1985 | Fundraising Cook. Meliway _ M.C_
1985 | Sport Section Development Mellway EV_
985 | Junioe Sport Development_ Mellway EV
1985 Classification Meliway M__
1985 Provincial Deveiopment Cook. Mell EV
1985 Communication Cook. Mellway E
| 1985 | Fundraising _Cook. Mellway _ M
1986 Fundraisi McPherson. Mellway M
1986 Rick Hansen's Worid Tour Meilway H
1986 Communication Mellway E_
1986 Spost Section Mellway EV
1987 Rick Hansen's World Tour Mell H
1987 Provincial Development McPherson. Mellway 1 E V.
1987 Fundraising McPherson. Mell M
1987 Marketing McPherson. Mell HV
1987 Inclusion McPherson. Mellwa HV
1987 International Development | McPherson. Mellway | M. V
1987 Volunteer Development | McPherson Mellway | E V
1987 Loag-term Planning McPherson. Mell M.V
1987 Sport Section Development | McPherson. Mellway 1E.V
1987 Junior Mellway EV
1988 Man in Motion Foundation McPherson, Mellway | V.
1988 Fundnaising McPherson. Mellway | E M
1988 Inclusion McPherson. Mellway | H.C
1988 S Mellway EV
1988 Communication Mell EV
1989 | Straiegic Planning McPherson. Meliway | M.E
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Yeur Stategy President or Executive | Leadership Quality
Director
989 Provincial Development_ McPherson EV_
989 Inclusion McPherson. Mellwa | H.C
989 Sport Speci ment Mellway. McPherson EV
989 Man in Motion Foundation | Meliway. McPherson 1V
1989 Fondraisin Mellway. McPherson EM
1989 Tunior S Meliway EV
990 Fundraisin O'Neill. McPherson E_
%90 Office e-ervciring Ol A
990 Tochusion O'Neill. McPherson H.C
1990 | Sumegic planning__ ONeill <
1990 Volunteer recruitment McPherson E
990 Srort develotment O'Neill. McPherson E.V
991 Strateyic plannin, ONeill c
991 | Paralympic Games preparation | ONeill b
[1992 1 Stregic lasming_ e 1 C
997 1S O'Neill. McPherson EV
992 Inciusion O'Neill. McPherson CH
992 wn‘ O/Neill. McPherson EM
992 __| Paralympic Games preparation_ ONeill 4
23| Orpanizatiomai re-soncuriog T ONeill. McPherson ] C.V
593 Tochusion O'Neill. McPherson H.C
> Soort devel O'Neill. McPherson EV
997 Communication O'Neill EV
99 Govemnment relations O'Neill v
993 Man in Motion Foundation O'Neill. McPherson v
993 Fundraising O'Neill. McPherson E
593 Tociusion O'Neill, McPherson H.C
994 Communication Gates. EV
994 | Inclusion Gates. BC
994 “Sport Development Gates. Crosby EV
994 | Fundraising Gates. M
954 Government Relations | Gates. Crosby EV
994 | Provincial Development Gates. Crosby EV
995 Communication Gaies. Crosby EH
995 Organizational re-swructuring Gates. Crosby c
995 Partnerships Newmann. Crosby E
995 Marketin Gases. Crosb HV
1995 Fundraising Newmann. Crosby M
1995 S, Gaies. Crosby EV
1996 Inclusion Gillespie. Crosby c
1996 Fundraisin ie, Crosby M.V
1996 Marketing Gillespie. Crosby HV
1996 izational re-sgucturing | Gillespie, Crosby L
1997 Organizational re-structuring Johnson, Cadieux. C
Crosby
1997 m‘ Johnson. Cadicux, E
Crosby
1997 Inchusion Johnson, Cadivex, o4
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Legend

M = Model the Way

V = Inspire a Shared Vision
C = Challenge the Process
H = Encourage the Heart

E = Enable others to Act

(Kouses & Posner, 1994)

In total, the researcher identified 230 leadership qualities within the 137 strategies.
The leadership qualities were determined by the researcher from the written history
presented in appendix G. Each behaviour qualified if it met the criteria for causality
developed by Singleton et. al (1988): association and / or direction of influence. Of the
five leadership qualities, modeling the way was identified 31 times, inspiring a shared
vision 72, challenging the process 35, encouraging the heart 20, and enabling others to act
72 umes.

Challenging the Process

Challenging the process according to Kouzes and Posner (1994) entailed the
willingness to take risks and explore new alternatives. This characteristic was defined as
experimenting, learning from mistakes, and supporting others in their efforts.

Based on the historical data of CWSA'’s strategy formation, it appeared that
several, although not all, of CWSA's Executive Directors or Presidents challenged the
process. For those few who didn't, the reason may have been the brevity and variety that
characterized their tenures. Some leaders had little time to challenge traditions, as
something new always seemed to happen every five minutes. This reflected Mintzberg's

(1990) chaotic view of management and as a result, there was little time to dedicate to
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creative thought. Reasons why top leaders may have adopted this extraordinary pace and
workload was the open-ended nature of their job. The top leader, whether it was the
Executive Director or the President ultimately was responsible for the success of the
organization and there were few tangible indicators of when a task was complete. Thus,
the fast pace and continuous communication among stakeholders drew the leader into
diverse activities that may have limited their overall effectiveness. Thus, with government
funding decreasing and professional assistance depleting, CWSA's leaders were subjected
to a greater number of demands often related to fundraising.

While many CWSA leaders were unable to challenge the process, there
nonetheless, remained a few who were able to see beyond the daily administrative work
demands. Many of these leaders were able to look at how things were done in the past,
and search for better solutions.

During these few CWSA''s leaders had a direct impact on organizational strategies.
The fundraising strategies of CWSA, for instance, were strongly driven by various leaders
with some challenging the traditional methods of soliciting funds that used sympathy to
highlight athletic excellence. This change was made with the knowledge that vital
funding might decrease in the short term. The strategy of inclusion was also founded on
the behaviour of challenging the process as the spirit of defying the status quo was
suggested by one of the respondents as being what encouraged the creation of CWSA in
1967.

It was that turndown, that energy, that anger, that said heck. We learned from our

one athlete that we’d sent to the Commonwealth Games in Jamaica in the Spring

of 66 that there was such a thing as a parallel set of games called the Paraplegic
games, called the Commonwealth Paraplegic Games.
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And we knew of Stoke Mandeville trying to have parallel games with the
Olympics in both Tokyo and Rome and the one at Tel Aviv coming up. So the
concept of North America and Canada who were in a dismal state of affairs as far
as rehab and wheelchair acceptance. Why not develop at least parallel games in
conjunction with the Pan Am Games and build up the self-esteem, the public
acceptance, and credibility of people with a disability. So it became my energy.
We must get recognition. So in September of 1967 at the Intemnational Hotel near
the airport, the Pan Am Games society gathered and we surrounded that
committee for an entire day and demanded with the help of our Canadian officials
that they recognize the Pan Am wheelchair games be at least a parallel associate
games. We knew that we couldn’t break into the regular games because of what
we discovered were Olympic policies. The Pan Am society is really a division of
the Olympics. So wheelchair sports was seen as a challenge and a need. So I got
the invitation from Tony Mann who was the Executive Director of the Manitoba
CPA to put together a committee to look at some form of having a wheelchair
basketball exhibition games and then when that was turned down, it was that
rejection and energy that got my dandruff up and said we could do something. So
we began to write letters to talk to our counterparts in New York, a Dr. John
Golding out of Jamaica, and a small group out of Trinidad and Tobago who had
been at the Stoke games, and Hector Rameriz and Dr. Lococo out of Argentina.

Another example where a leader was able to challenge the process was in regard
to volunteer recruitment. One respondent suggested that the typical volunteer came from
a helping profession and was interested in volunteering to help persons with a disability.
What CWSA leaders tried to challenge as reflected by another respondent was the ability
to turn away volunteers that weren't in line with their vision of being an elite sport
organization.

In the 80s the volunteers were typically women from the rehabilitation community

who were care-giving and nurturing types. People were saying how could these

people coach athletes. This approach didn't work for us. If someone comes into
our office now and says that they want to help out wheelchair athletes we say are
you a coach, are you certified? And they say well no, and we say, then we can’t
use you. We might be able to use you at a special event to help cart the oranges to
the bench but we're not in the business of attracting caregivers or nurturing types

of people anymore. We need sport experienced people. And that’s a total shift
from the 80s.
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It was evident that a few CWSA leaders challenged the process, but an accurate
qualitative determination of how frequently this behaviour was exhibited was difficult, as
many leaders were required to walk a fine-line between challenging the process and being
steadfast in behaviours. The interaction between the environment, the organization’s
history, and the leader was in fact what this study was trying to determine and is dealt
within the following chapter. The ability of the leader to balance the demands of the
contextual situation and their personal values was important as like a bridge, if
completely rigid, the leader would collapse under any external pressure but if swung too
freely, no one would be able to walk across it (Gregersen, Morrison & Black, 1998).

Inspiring a Shared Vision

Kouzes and Posner’s (1994) research suggested that successful leaders inspired a
shared vision by developing a common understanding of what the organization as a team
was trying to accomplish and realizing how their efforts could be aligned within the larger
organizational goals. Often, in order to accomplish a goal, it appeared to Kouzes and
Posner (1994) that leaders used a set of values to guide their actions and within these
values were three behaviours: the creation of strong support network, the ability to
communicate effectively, and the desire to be an active listener. It appeared that CWSA
leaders demonstrated all three of these behaviours.

The importance of having a strong support network can be clarified by using the
analogy of a tree. It seemed that the taller and more expansive a leader’s dream, the
deeper the foundation root needed to grow. Al Simpson, Bev Hallam, and Robert Jackson
were able to inspire athletes and volunteers during CWSA's earliest days to persevere

through rough financial difficulties to ensure that a Canadian team competed at
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Paralympic competitions in Israel (1968) and Germany (1972). In the cases where leaders
were unable to inspire a shared vision, it was often because they were unwilling or unable
to nurture the required foundation.

The inability to create a strong foundation was also evident when particular
strategies failed. CWSA was founded upon a number of values and principles, one of
which was that all persons with a disability could benefit from participation in
recreational activities. As the organization grew, this value seemed to erode and the focus
moved towards elite sport. One interviewee condemned this approach by noting the loss
in volunteer person power and shared vision.

Those who had extensive disabilities such as cerebral palsy would form

recreational activities which many of the athletes would never accept and

unfortunately some people referred to this as the tidily wink group. And that was
very cruel and cutting because it meant that their contributions were not
recognized as valuable.

One interviewee also recognized the need for a strong support network to inspire a
shared vision between the national office and the various stakeholders.

He/She would go around and make friends with everybody. Everybody on my

floor knew him/her. Nobody would fool around with wheelchair sports between

me and him/her. They were, prior to that, almost a total mystery. At the Sport

Awards the first year it was actually a wheelchair athlete that won athlete of the

year. That had never happened before.

One of the respondents reflected upon the abilities of a senior staff person to
network and acquire consensus from the various partners as an essential task, particularly
because CWSA was characterized with so much staff and volunteer turnover.

You end up spending so much time just going over things, giving historical

perspectives and getting up on par with everybody else. But I don’t think it's the

change. [ think that it's the personalities that make a really big difference. He/She

had that kind of personality, always chatting on the phone, with people, always
keeping in touch.
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Another interviewee reflected on the support to join other disability sport
organizations after the formation of CFSOD, which was in direct opposition to a previous

refusal to collaborate.

It wasn’t so much an advantage for us. I was trying to get everybody to go that
route, you know, I wanted to get rid of that whole recreational thing and if we
could focus everybody’s energy into becoming athletes and not tidily wink players
then that was the way we needed to go so you joined forces. You had more
strength. You had more opportunity to get that stuff out into the public. You can’t
do that alone. You can’t take one disabled sport group and put them in opposition
to the other three. That’s really not a smart move politically nor is it a smart move
philosophically.

Shared decision-making between staff, volunteers and other stakeholders was
difficult as the CWSA was perceived as an autonomous national office, located in Ottawa
with a few elected volunteers and little concern about the welfare of their provincial
affiliates. This was particularly true regarding the strategy of inclusion. CWSA was also
accused of not informing their provincial counterparts of the impact the various inclusion-
based memorandums of understanding (MOU) would have and as a result, it became very
confusing to the local coach, administrator, and athlete to determine whom to contact for
information and who was responsible for service delivery. Thus, CWSA was not seen as
representing the provincial wheelchair sport organizations and the result was
jurisdictional infighting.

One significant struggle that highlighted the absence of inspiring a shared vision
was between wheelchair basketball and CWSA's board of directors. The decision of

wheelchair basketball to form their own autonomous association clearly reflected the

inability of CWSA leaders to inspire a shared vision as one interviewee reflected on the
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loss of wheelchair basketball by noting that the association as a whole was weaker once it
was divided.

Well from my perspective that was the group that was trying to manipulate the
whole operation, basketball. Instead of working with us they wanted to do it all by
themselves. There aren’t enough of us and there wasn’t enough money and there
wasn’t enough publicity, not publicity, public awareness to be able to separate off.

Meanwhile, another respondent felt that separation and sport section autonomy
was the vision he/she tried to inspire and thus it did reflect well on the association’s
leadership.

A strong National Games isn’t a bad thing and if that’s where our athletes want to
be then that’s where we want them to be. But if we make a serious commitment to
giving them decision-making power then you have got to go with their decision
and that’s where the sense of individual national championships started from.

A third interviewee, reflecting on the decision by wheelchair basketball to separate from
CWSA, suggested that this decision had a significant influence on CWSA's ability to
fundraise.

Our problem was that our properties were disappearing, basketball was going out
the door so why spend a lot of time trying to fend for basketball and get
corporations tied in with them if they’re just going to walk and probably just take
them.

The same respondent further commented on this separation and the effect it would have
on the organization.

I'think that there was strength in numbers, especially athletics and basketball. the
two biggest sports together, to capitalize on each other’s profile, to continue the
joint advocacy if you want. I understand very much where they were coming from
but I think that it was driven very much by a couple of players. 'm not sure that it
was in the best interests of wheelchair sports and I'm not sure that it changed
basketball’s scene that much. I think that they could have achieved the same
within the structure of wheelchair sports if it was an environment they could have
been happy with.

129

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



The second important element to inspiring a shared vision was being able to
clearly articulate it. One of CWSA's greatest strengths was the ability to transform the
complex vision of inclusion into meaningful and easily understood documents. Some
CWSA leaders were also perceived as being very strong communicators with their
constituents. CWSA, in fact, was seen as a model organization for their ability to plan and
include stakeholders during the planning process. Ironically, this skill was detrimental to
CWSA because the organization was often asked to provide leadership for the entire
disability sport movement, both nationally and internationally. Thus, while the various
CWSA leaders were honoured with these requests, their ability to govern was
compromised due to overwhelming time commitments and travel costs.

Govemnance was also a strategy influenced by the ability to inspire a shared vision.
One respondent made it a priority to improve communication between the national office
and the provinces, thus allowing CWSA to have a stronger governance role. "That was
one of the things that [ really wanted to do. If you're going to have a national organization
you need good input from right across the country so we did that.” At the same time.
CWSA's partners were critical because of what they perceived as poor communication.
One interviewee recognized, however, that this was a common problem among most
national sport organizations.

For as long as I have been a member of CWSA, that has always been a complaint:

poor communication. Fifteen years ago they were saying there’s a lack of

communication between the national and provincial offices. Having provincial
members at the table makes no difference.
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Another respondent also reflected on this perspective and role within CWSA and other
organizations as it pertained to communication between the national and provincial
offices.

[ was trying to communicate with the provincial associations because I knew that
prior to me going there, there was a huge sense of the provincial organization
being disconnected from the national body. The provinces weren’t consulted,
weren’t viewed as a valuable resource for the national body and the
communication just stopped. [ wanted to make sure that didn’t happen when I got
there. I took the time to communicate with the provincial organizations letting
them know that we valued their input.

The last skill to inspire a shared vision was the desire to actively listen. This had
clear implications within CWSA's marketing strategies as the call for changes to the
fundraising campaigns came directly from the athletes. These suggestions were not
always adhered to, particularly when CWSA was having financial difficulties

Within all of these behaviours was one constant goal, enabling persons with a
disability to have a higher quality of life. One interviewee reflected this by identifying the
transference of skills and self esteem attained on the track into the work world.

If you can move any person who is marginalized from being seen as a dependent
as a burden into a role of an organizer or a politician or a planner or a contributor
to society in some way, then everyone gains: personal self-esteem, the social
acceptance of society. The integration opportunities, remember that were talking
about the days when there were segregated workshops, segregated schools. a
really disenfranchised citizenry, so it began to be seen as a way to move people
with a disability into society. Well the wheelchair sports association, actually then
became two associations; the association of athletes and the association of
organizers. And the organizers, often their disabilities didn’t allow them to be the
powerful athletes in the Ben Hur model with chariots but instead they could be
coaches, supporters, fundraisers, marketers, etc.. Athletes moved from sport into
jobs in organizations, Executive Director’s in CPA offices, etc. And so now the
leadership in many disability organizations today came out of wheelchair sports
and to me that was the value.
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Enabling Others to Act

The third primary behaviour identified by Kouzes and Posner (1994) was the
leader’s ability to enable others to act. This behaviour recognized that the leader assumed
an active role in setting goals and planning projects, establishing cooperative objectives,
sharing information and keeping one another informed, and demonstrating mutual respect
for one another’s ideas and competencies (Kouzes & Posner, 1993). This behaviour
reflected the sense that leadership had a set of relationships that needed to be built and
continually solidified, not necessarily with the goal of being a leader, but of simply
enriching other people’s lives (Kouzes & Posner, 1991). Enabling others to act thus
facilitated the creation of an outstanding group through three mechanisms: involving
others, trusting others and effectively processing information (Kouzes & Posner, 1994).

Involving others addressed the need for leaders not to organize people but to align
them (Kotter, 1991). In the more than 500 cases that Kouzes and Posner (1987) studied,
they "... did not encounter a single example of extraordinary achievement that was
accomplished without the active effort and support of many people” (p. 133). The ability
to enable others to act by involving others was evidenced through CWSA's move toward
a more elite focus. One respondent reflected on this process by noting the contributions
made by others and the beginning of what was a focus on elite wheelchair sport.

The Rick’s (Hansen) and Mel’s (Fitzgerald) were just becoming big, Bob

(Steadward) had really heavy-duty stuff going on U of A. Times really started

falling. People started doing bio-mechanical things so it developed technically,

physically, became more of a sport. The other thing that I saw change when I

came in everybody did everything. There was no specialization and still even

today I think that disabled sports is struggling with that bend. People started to

specialize but at that time a few others and I tried to persuade a few people to

make a commitment and until people committed to a sport, the level of
competency would not rise.
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I started to see that happening when I left and we could start to develop a
championships where you had a viable class of people doing this, that and that, as
opposed to they all came and did whatever.

Another respondent, while reflecting upon the inability to inspire a shared vision
amongst CWSA's volunteers, recognized that CWSA didn't do enough to enable the
voices of retired athletes.

We did not spend enough time on recruitment and training of volunteers. And the

other thing that we did not do is bring athletes into this organization. We give

them everything, but there's no obligatory pay back at the end of their career.
Another interviewee also reflected on this inability to involve athletes after their
retirement and in particular recognized the important and unique contributions made by
Rick Hansen.

Without Rick, would the wheelies organization still be a viable organization? Or

would they have continued for over 30 years. [ don’t know, and some people say I

rest my case. He gave something back. How many of your elite athletes give

something back. I can think of one. His name is Rick. I mean in the sport
environment, well [ can think of a couple, Alex Baumann. I mean elite athletes
who really give something back who will spend the whole day at a swim meet
talking to the client or wheelie athlete and will come back on the Sunday. Boy is
he unique. How many athletes ever give it back? Focus on the athlete they get
their moment of glory, and then they’re gone and they’re like screw you.

A possible explanation of this occurrence was the fact that CWSA'’s leaders did
not have the luxury of dealing with one dominant constituency. A unique feature of the
non-profit organization, however, was that they had more than one stakeholder to satisfy.
Thus, the leader was simultaneously pulled in a number of directions. In a publicly listed
company, the shareholder is the ultimate constituent. CWSA, meanwhile, had a
multiplicity of constituents. Those who were unable to positively influence strategy

formation were accused of being poor communicators and this seemed particularly

evident within the inclusion-based strategies.
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Governance strategies were also influenced by the leader’s inability to enable
others to act because of a lack of trust. In some cases, it was suggested that leaders were
not willing to share information or allow others to make mistakes. The leader had his/her
own vision but tmfortunétely enough time was not available to see them through. Some
CWSA leaders were therefore criticized that they did not include enough people in
establishing the organization's strategies and one of the respondents reflected on the
leadership style exemplified by his/her predecessor. "A lot of the decisions were being
made unilaterally and the board weren't really happy with some of the commitments that
had been made.”

Modeling the Way

Modeling the way was the fourth element described by Kouzes and Posner (1994)
and it referred to the process of translating shared values into actions and deeds.
Modeling the way meant being accountable by practicing what was espoused, influencing
by example, and breaking projects down into achievable steps (Kouzes & Posner, 1993).

CWSA leaders appeared to be strong advocates for modeling the way and this
character appeared to be a direct result of a strong set of core values. For the vast majority
of CWSA's leaders, it appeared that values were an intrinsic part of their life and
behaviour. One overriding example of this was the continuous balance by leaders in
trying to promote elite sport versus the sympathetic fundraising undertones of helping the
less fortunate.

Leaders, who modeled the way by influencing through example and practicing
what was espoused, had a remarkable impact on many of CWSA'’s strategies. The effects

of modeling the way, however, were not immediately evident and thus, a cause and effect
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relationship was difficult to identify. Leaders in the 1990s often reflected upon the
influences of Robert Jackson, Al Simpson, and Gary McPherson and thus it seemed that
the character, work habits and integrity of the previous leaders had an indelible personal
impact on strategies beyond those that occurred during their tenure.

Many CWSA leaders are revered as pioneers within the disability sport
movement. Al Simpson, who passed away in 1999, was eulogized in a number of national
magazines and on the front page of the Globe and Mail as one the finest advocates for
persons with a disability in Canada. Robert Jackson is still referred to as the father of
disability sports in Canada and Karen O’Neill was selected as Chef de Mission for the
Canadian Paralympic team that attended the 1996 Atlanta Summer Paralympic Games.
Dean Mellway, at the age of 40 years, competed in the 1998 Nagano Winter Paralympic
Games and was the captain of his sledge-hockey team, which won the Silver medal.
Laurel Crosby, after her tenure as CWSA President, went on to become the President of
the Canadian Paralympic Committee (CPC) and remains on their board. Gary McPherson,
meanwhile, solidified himself as one of the preeminent authorities on disability issues in
Canada and currently works at the University of Alberta as a special advisor to the Dean
of the Faculty of Physical Education and Recreation Studies and the Faculty of Business.

In some cases, however, these reputations and influences may have made it
difficult for their successors to follow. One respondent reflecting on his/her time with
CWSA suggested that it was difficult following in the footsteps of another who was

perceived by many to be an extremely strong leader.

135

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



He/She had the respect and the authority in that jurisdiction, the area of athletes
with a disability to garner that respect. Basically he/she could be respected as a
leader from the outside and from the inside and even though he/she ran into some
problems he/she was able then to be visionary, to create it, drive it and force it and
that’s exactly what he/she did. You can talk all you want about consensus but
somebody drove it and he/she did and when he/she left that driver left and either
you need to hire somebody else with just as strong a vision in it or at that point
you need to have a board that has already embraced it and has become the
evangelical leaders to say we believe. Then they need to indoctrinate all the other
people that come on board. He/She was a phenomenal person to follow and one of
my regrets was that we didn’t have a longer time of overlap in terms of mentoring.
In times like that you still need someone who remembers the vision and why
something was decided on that path and to lose a key builder, if you want, I think
certainly hurt.

Another interviewee also ruminated on the leadership provided by a previous
leader, particularly as it applied to modeling the way.
...unless you’re prepared to think about the organization 24 hours a day. I
remember hearing that he/she would have preferred to have a bed in the office.
You know that’s pretty passionate. Until you understand the organization and the
culture around it, you can’t market it.
Two other respondents also iterated similar comments about a President who in their
opinion modeled the way through their actions.
She/He had the early drive and desire to take this thing to the next plateau and I
think that she/he did. And I think that of all the Presidents, her/he made the
greatest difference. CWSA is what it was and is because of her/him.
Nobody worked any harder than she/he did, but she/he was a very abrasive
individual. You either loved her/him or hated her/him. She/He was always for the
athlete more than the volunteer or the administrator, and a lot of people didn't like
that because a lot of people were there for themselves and the athletes were a part
of it but weren’t in it for other reasons. But she/he was very clear on that issue and
that always didn’t go over that well.
At the same time there were a number of leaders, although not necessarily those

who were Presidents or Executive Directors, that didn't model the way through practicing

what was espoused or influencing by example. One interviewee noted that many board
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members were there for their own benefit and were rarely willing to put in the work
needed to help the organization move forward.

There may have been a lot of people in there who were there for the wrong
reasons. They were always there and they were always willing but they didn’t
contribute. They created more difficulty than they solved and yet they were
supposed to be the people that we were looking to and it didn’t happen. We had to
get past the paid vacation syndrome and there were a number of people that were
involved in exactly that and I didn’t have any room for that. We were trying to
create something. We were trying to provide an athletic experience for all of these
people and you can’t do that when you’re carrying a lot of dead weight.

Many of CWSA's leaders modeled the way specifically for governance strategies
by following a self-fulfilling prophecy mandate. If they treated their athletes as elite
performers then that's what they hoped they would become. At the Stoke Mandeville
Games, one interviewee had to take specific actions to deal with an unprofessional athlete
because of inappropriate conduct.

We had a curfew. One athlete didn’t make curfew. He came in two or three hours

late. He’d been drinking. They weren’t supposed to. He was in line for medals,

there was no doubt about it. We made arrangements for a plane the next moming
and he went home, never came back and he was a really good athlete, never came
back. But the precedent was being set that this was a sport organization. We had
to stop pussy footing around. If you’re going to be sport and if we’re going to be
athletes then be that way. Able-bodied never put up with that nonsense, why
should we? You're either going to be sport or you're not. So the focus was very

much that and I think that’s when we started to convince the athletes and in fact a

lot of things that we do and the way we treated them. We stopped this moddy

coddling, mothering, poor thing, kind of nonsense. You’'re an athlete, you act like
an athlete. These are the rules, you can’t do it, then you go home.

The third element within modeling the way was breaking the project down into
manageable parts. This process was particularly evident when CWSA’s Jeaders tried to
implement inclusive strategies. The detailed memorandums of understanding (MOU)

allowed able-bodied sport organizations to include athletes with a disability into their

programs with a clear explanation of their roles and responsibilities. It was imperative
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that the able-bodied sport organization, in order to commit, be given these detailed
processes by which the evolution could follow. Otherwise, the suggestion of taking over
responsibility for providing services for athletes with a disability would have seemed
overwhelming.

Encouraging the Heart

The final practice identified by Kouzes and Posner (1994) was encouraging the
heart and this was characterized by the leader’s ability to promote an emotional
connection to the team and celebrate the achievement of milestones (Kouzes & Posner,
1993). Emotional connection was an area of concern for CWSA’s leaders, particularly as
it applied to the strategies of inclusion and marketing. Celebrating milestones by spending
time recognizing accomplishments allowed CWSA leaders an opportunity to celebrate
what was personally and organizationally important. Kouzes and Posner (1999) suggested
that when it came to motivating people to higher standards of performance, nothing, not
even money, worked as powerfully as the recognition of individual effort and
achievement. In their estimation, however, this skill was the hardest for leaders to perfect.

The final practice identified by Kouzes and Posner (1994) was also the most
difficult to assess. There was no doubt that the ability to encourage the hearts of others
was important and impacted strategy formation, but it was also extremely difficult to
assess based on the available data. Nevertheless, the impact of encouraging the heart
could be inferred, especially within the inclusion-based strategies because it had so many
inherent emotional ties.

The process of trying to become part of the mainstream society, fighting against

age-old stereotypes and stigmas, and the demand for legitimacy in the public’s eye were
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goals and strategies that encapsulated basic human feelings. One interviewee recognized
the ability to encourage the hearts of others, particularly those in government, by
recognizing CWSA as a viable national sport organization.

We were non-resident, from 72/73. We got some funding from Sport Canada. You

could use some of the services in the centre but you had to do the work outside in

your own office. You still got grants to send your teams to certain places but you
just didn’t get the same kind of consideration if you weren’t a priority sport. As
we started to build wheelchair sport in terms of quality and visibility in Ottawa

and there’s no question that I was a much more visible presence. Not saying that I

was any more effective I was just more visible. I wouldn’t accept no for an

answer.

Another respondent also noted that encouraging the heart was inherent within
many CWSA leaders, as there was no other explanation for why they worked so hard in
such trying circumstances.

She/He and [ have sort of talked about this issue because the two of us have been

around wheelchair sports forever and we said to ourselves why do we do this,

what motivates us to carry on. It's hard on both of us, because we’re always
having financial problems. People are always asking how it is going and I say
pretty good, but you know, always these financial challenges and you feel like
you’re spinning your wheels. But I will say that you have to have a passion for the
organizations, to have a willingness to stick to it and have a willingness to learn
about it.

Thus, while difficult to identify, it was suggested that this behaviour might have been

inherent in anyone who sought office or the job.

¢) Situational Context

The final portion of the chapter identified CWSA's situational context. The
process of identifying the external environment, also referred to as the situational context,
was viewed as a combination of political, economic, social, and cultural features. As

noted in the review of literature, Slack (1983) suggested that the environment could be

considered anything outside of the organization. But since it was too difficult to focus on
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all of these factors, such a broad examination had little practical use. What seemed
appropriate instead was to focus on only a few of the pertinent factors, while still trying to
maintain a holistic perspective. Leifer and Huber (1977) advocated an even more focused
approach where they divided the environment into two categories: general and task. The
differentiation between these two is reviewed in chapter II. The following chart lists the
various strategies identified in table 3, and recognizes the contextual factors that

influenced them as identified by the researcher.
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Table 5: General and task environmental factors influencing CWSA's organizational

strategies
[ Year Stra General Eaviroament m-__v__m_
1967 Structure Formalization Social attitudes Federal goverament,
Able bodied sport,
_ _ Disabili
1968 Creation of National Team Economy Disability sport, Able
bodied
968 of Team Structure NA Disabilitysport |
_ Dissbilitysport |
1968 Fundraising for Paralympic Games Economy Able bodied sport,
Disabili
1969 Host National Games in Hamilion "Economy Able-bodied sport
| 1969 Fundraising for Pan American Games | Economy Federal government
| 1969 Pan American Games Preparations NA NA
971 Host national in Montreai Social attitudes | Disabilitysport |
| 1972 ) Host national games in Calgary | Social atides | Disability sport _____ |
| 1972 Fundraising for Peralympics Economy Federal government
1972 ic Games i NA Able-bodied
1973 Host National Games in Vancouver Social atitudes | Disabilitysport |
1973 Pan American Games i NA Able-bodied sport
1974 Host National Games in Winnipeg Social amitudes Disability sport ‘
1974 CWSA / COA Inciusion Economy, socieml Able-bodied sport
attitudes
1974 Pursue access to the National Sport Societal attitudes Able bodied sport,
Centre _ Federal government
974 Volunteer Recruitment _ ‘
| 1975-76 | Toronto Paralympiad Social attitudes Federal government
977 Pursue from CFSOD Social attitudes Disability sport
1978 Achieve residency in National Sport Social attitudes Able bodied spost.
Centre _ Federal t
978 Fundraising / Briklins NA
978 Fundraising / Sport Fund foe the Economy, Societal NA
ically Disabled Atitudes
1978 Fundraising / Ada MacKenzie Economy, Societal NA
S Attitudes
1978 Wheeler's Choice Newsietter NA Abie-bodied sport |
1978 Sport Technical NA Abie-bodied sport |
1979 Organizational Development Economy Able-bodied sport,
federal government ‘
1979 Pursue inclusion into able-bodied sport | Social attitudes Federal government
1979 Promote grass roots development of NA Able-bodied sport,
wheeichair sports Federal government |
1980 ion from CFSQD Social attitudes Disability sport
1980 isi Economy Federal Govemment ‘
1980 Spost section NA Able-bodied sport ‘
980 Elimination of recreation Social attitudes Able-bodied sport
1981 jon with CFSOD Economy Federal government |
1981 Orpanizasional strucwral changes NA Federal government
1981 1 Sport section development NA Abie-bodied sport |
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Year Gnutlinﬁnmt Task Environment
1981 Coaching development Social attitudes Federal goverament,
Able-bodied sport ‘
1982 Inclusion into the abie bodied spost Social attitudes Federal goverament,
L Able-bodied
982 New Wheeler's Choice Magazine Social attitudes [ Able-bodied sport |
| 1982 Provincial development | Economy NA
1982 Sport section NA Able-bodied sport
1982 | Jusioe sport development NA Able-bodied sport _
1982 | Fundraising Economy | Fedeal govemnment |
1983 Provincial Planning NA Able-bodied
1983 Fundraisin Economy Federal government
1983 | Paralympic Games preparation NA Dissbility sport____
1983 | Sport Section Development NA Able-bodied sport ____ |
1983 | Junior Sport Development NA Able-bodied sport |
| 1983 Research Committee Development | NA Able-bodied ‘
984 Fundraisi Economy | Federal govenment |
984 Paralympic Games NA Disabilitysport
984 Junior NA Able-bodiedsport
984 Voluntcer Development 1 Economy NA_
984 Sport Section NA Able-bodied sport |
1984 Communications NA _ Able-bodied sport____|
1988 Rick Hansen's Worid Tour Social attitudes NA
| 1985 isi Economy Fedeni
1985 Fundraising Economy Federal government |
1985 Sport Section NA Able-bodied sport |
1985 Junior Sport Development NA Able-bodied sport.
1985 Classification NA Disability S
1983 Provincial NA Able-bodied sport
1985 Communication NA Able-bodied
1985 Fundnaising _Federal governnment |
1986 Fundraisi Federal government
986 Rick Hansen's World Tour Social attitudes NA
1986 Communication NA Able-bodied
1986 Sport Section NA Able-bodied
1987 Rick Hansen's World Tour Social atitudes NA
1987 | Provincial Development NA Able-bodied sport |
1987 isi Economy Federal government
1987 Marketin Federal government |
1987 Inclusion Social attitudes Federal government,
Abie-bodied sport
1987 International NA Disabilityspoet |
987 Volunteer Development Able-bodied sport
987 Long-term Planning NA Federal government
1987 Section Devel NA Abic-bodied spot |
1988 Paralvmpic Games NA Disability Sport
1988 Fundraising Economy Federal government.
Able bodied sport '
1988 Inclusion Social Antitudes Federal government,
Able-bodied sport
1988 Sport Section NA Able-bodiedsport
1988 | Communications NA Abie-bodiedsport !
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Year ) Strategy General Environment | Task Environment
1989 Communications NA Able-bodied
1989 Provincial Development NA Able-bodied sport
1989 Inclusion Social attitudes Federal government,
Abie bodied '
| 1989 | Sport Specific Development NA Able-bodied sport
1989 Man in Motioa Foundation Social attitudes, NA
— economy
1989 Fundraising Federal government,
_ Able-bodied
1990 Fundraising Economy Federal government,
— Able-bodied
1990 Office re-structuring NA Federal government,
Abie-bodied
1990 Inclusion Social attitudes Federal government,
Able-bodied
1990 Strutegic planning NA Federal government,
Able-bodied
990 Volunteer recruitment Economy NA
990 | Sport development _ NA Able-bodied
% c planos NA Federal
991 | Fundraising Federal
2 Panalympic Games preparation NA Disability Sport |
592 | Strasegic planning NA Federal government __|
992 S NA Abie-bodied sport
1992 Inclusion Socictal attitudes Federal government,
Able-bodied sport
992 Fundraising Econo Fedenal t
1992 1 Paralympic Games preparation NA ity S| ‘
199: Struegic planning NA Federal ‘
99: Inclusion Societal aitudes Federal govemment___|
993 Sport devel NA____ T Ablebodiedspot
993 Communication NA Abie-bodied
993 Government reistions Federal
993 Man in Motion Foundation Economy NA
1993 Fundraising Econo Federal government__ |
1993 S NA Able-bodied
1993 Inclusion Sacietal attitudes Able-bodied sport,
Federal
1994 Communication NA Able-bodied
1994 Inciusion Societal attitudes Able-bodied sport,
Federal government |
1994 NA Able-bodied ‘
1994 | Foniniing Feten poveramest
1994 Gaovernment Relations NA Federal government |
1994 Provincial NA Able-bodied sport
1995 Communication NA Able-bodied
1998 izstional te-srructrrin NA Federal government |
1995 Parnerships Economy_ NA
1995 Marketing Economy, Societat NA
attitudes
1995 Fundraisi Federal government ___|
1995 NA Able-bodied sport
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Year S General Environment | Task Environment
o0  Strategy NA
996 re-structurin;  Economy_ Federal
997 fe-structuring _Economy _ Federal
997 Fundraisin _Economy Federal
997 Inclusion Societal antitudes Ai’Fnriel'nl govemment,

The researcher addressed how context influenced the strategies identified in table
3 by reviewing the historical documents presented in appendix G, the interview
transcripts and archival notes. Within the task environment, two factors immediately
emerged as dominant: the economy and social attitudes towards persons with a disability.
Within the 137 strategies, the economy was identified 46 times, while societal attitudes
towards persons with a disability were noted 35 times. Forty-four percent (44%) (61/137)
of strategies, however did not have a task factor associated with it, likely a result of the

difficult nature in ascribing causality based on Singleton et al.'s (1988) criteria.

General
Environmental

Factors

Task
Environmental
Factors

Able-Bodied
Sport

Fi S: CWSA'’s General and Task Environment
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The task environment revealed three dominant influencing factors: the able-
bodied sport system, the federal government, and disability sport. Able-bodied sport was
inferred as having an influence on CWSA's organizational strategy formation 61 times,
while the federal government was 58 and disability sport 15. There were 16 strategies of
the 137 (11 %) where no task environmental factors were inferred to have a direct
influence on CWSA's organizational strategy formation.

Task: Federal Government

In Canada, the structure and organization of amateur sports is referred to as a sport
delivery system, which implies the involvement of numerous organizations working
independently yet in concert towards one common goal (Thibault & Harvey, 1997).
Macintosh and Whitson (1994) argued that the creation of this system "was the result of a
conjecture of the interests of three key modernizing groups: the sport community itself,
the government and the physical education profession” (p.335). In this study, two of the
three factors were also identified as having a dominating influence.

The impact of the federal government emerged as one of the two primary
influencing task- factors on CWSA's organizational strategies. To completely understand
the influence of the federal government, it was necessary to review the overall partnership
between it and the national amateur-sport delivery system as a whole.

Successive governments viewed success in international sport competitions as a
way of promoting nationalism and not incidentally, encouraging people to identify these
successes with their government (Keyes, 1989). The Canadian government’s role in sport
could be traced back to the mid-1950s when the Members of Parliament expressed

concern over the pitiable showing of Canadian athletes in international competitions,
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specifically the 1954 World Hockey Championships and the 1956 Winter Olympics
where Canada was defeated in men's hockey by the Soviet Union. These unfortunate
results were then followed by a disappointing performance by the entire Canadian
Summer Olympic team at the 1960 Olympic Games in Rome, Italy. At the same time,
Canada’s apparent poor level of fitness was also creating headlines with the record of
debate in the House of Commons between 1956 and 1961 demonstrating a growing
concem for the low fitness levels (Keyes, 1989; Kidd, 1991; Lincoln & Mills, 1998; Rea,
DesRuisseaux & Greene, 1969, Westland, 1979).

As a result of these influencing factors, Parliament was encouraged to examine the
role of the state in promoting sport and recreation (Allard & Bornemann, 1999). This
evaluation led to the creation of the Fitness and Amateur Sport Act in 1961, which was
enacted to encourage, promote, and develop fitness and amateur sport in Canada. This
allowed the government of Canada to facilitate cost-sharing arrangements with the
provinces and provide funding to volunteer-based national sport organizations (Westland.
1979).

During the national election campaign of 1968, the Canadian unity debate was
gaining profile and Prime Minister Pierre Trudeau reflected on how sports could promote
national harmony. Trudeau established a Federal Task Force on the issue that set a course
for the government’s emerging role in sport policy. One of the results of this task force
was the creation of several arms-length sport agencies housed at a National Sport and
Recreation Administration Centre in Ottawa (Lincoln & Mills, 1998; Westland, 1979).

While many amateur sport organizations were able to capitalize on the political

changes in the late 1960s, wheelchair sport had difficulty developing a governance
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strategy because of various factors. The first, during the late 1960s and early 1970s, was
the strong division within their own community regarding differing philosophical
principles. One side viewed disability sport as a medium for achieving equality,
accessibility, and tolerance, which were not limited to those who participated on the
playing field. One respondent argued that "if you could move any person who was
marginalized from being seen as a dependent or as a burden into a role of an organizer,
politician, planner or contributor then everyone stood to gain.” Therefore, to some, the
key result for participation in wheelchair sport was developing personal self-esteem,
improving social acceptance into society, and increasing opportunities for integration.
One interviewee argued that this role was particularly important, during the early stages
of CWSA’s development, as "segregated workshops and schools, and a disenfranchised
citizenry were common." Meanwhile, a second group of CWSA leaders deemed
wheelchair sport as a venue to showcase athletic excellence. The differences between
these two groups would ultimately have a significant influence on CWSA'’s marketing
strategies, although this would not become evident until the 1990s.

The second primary reason why wheelchair sport was not able to capitalize on the
early growth of amateur sport and develop a stronger governance strategy was society’s
perception that wheelchair sport was still a form of rehabilitation. “Western culture had
historically associated disability with weakness, incompetence, and dependence, whereas
sport had grown to encompass characteristics similar to that of the business world:
aggressiveness, fitness, self-discipline, competitiveness, and the domination of the
opponent” (Steadward, 1996, p. 26). To many, the images of sport and that of a person

with a disability were not compatible.
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Finally, CWSA was stunted in their early growth because of an immature
infrastructure. The association was created in 1967 and during the association’s first
several years the federal government did not grant any administrative funding. In
addition, there were a number of other issues that demanded attention by advocates for
persons with a disability. Accessible transportation was not common and many persons
with a disability were focused on issues such as employment equity and accessible
housing.

Between 1971-1978, grants to national sport organizations grew from $6 to $39
million per year (Lincoln & Mills, 1998). The stimulus for this growth was a resuit of
Canada’s role in bosting the 1976 Summer Olympic Games, in Montreal, and the 1978
Commonwealth Games in Edmonton (Lincoln & Mills, 1998). Recognition of the
important role sport could play also resulted from the 1972 Summit hockey series
between Canada and the Soviet Union that arguably captured the attention of Canadians
more than any other event. Finally, the creation of national sport organizations was
pursued with the goal of promoting national unity in response to a perceived crisis of
federal legitimacy, resulting from the growth of the Parti Quebecois, growing
independence of western Canada, and demands for seif government by
aboriginal/indigenous persons (Westland, 1979).

In the 1960s and early 1970s, there was some evidence that the Canadian
government’s commitment to international sport success was producing regular and
systematic conflicts with other government mandates (Macintosh & Whitson, 1990). One
of these was a commitment to equity for persons with a disability. It appeared, however,

that these goals were subordinated to what was seen as the real job of NSOs, constructing

148

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



programs that would produce medal winners at international able-bodied sport
competitions. These coercive pressures influenced officials within various NSOs and
Sport Canada. Thus, during CWSA's earlier years, equity for persons with a disability
may have been petceived as less important to the able-bodied national sport organizations
than medals at major international competitions.

This perception would change on December 9, 1975, when the General Assembly
of the United Nations adopted Resolution 3447, as part of the Declaration of the Rights of
Disabled Persons. Persons with a disability were officially recognized as having “the
same fundamental rights as their fellow citizens of the same age and this implied first and
foremost the right to enjoy a decent life, as normal and full as possible™ (DePauw &
Gavron, 1995, p.103). This declaration encouraged the Canadian federal government to
rethink their attitudes towards wheelchair sport and in 1978, CWSA was admitted as a
resident at the National Sport and Recreation Centre in Ottawa. This change signified the
formal beginning of institutional pressures exerted from the federal government upon
CWSA'’s organizational strategies because of their close proximity and direct funding.

In 1978, CWSA received its funding from the recreation side of the Fitness and
Amateur Sport government ministry. This was a problem for many within CWSA
because they wanted to be recognized as a sport association and move away from the
stigma associated with recreation and rehabilitation. One respondent noted this sentiment:
"within a few short years, the association had gone from nothing, to non-resident to
resident but we always had a fitness consultant and not a sports consultant.” Residency
status, therefore, did not necessarily coincide with being recognized as a national sport

organization by the government. "To the federal government, wheelchair sport was a
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recreational activity. To them it was more prestigious to deal with able-bodied sports then
sports for the disabled” reported one interviewee.

Another interviewee mirrored this perception by remembering a government
consultant attending the national wheelchair games in Vancouver and making disparaging
remarks about the poor quality exemplified by the athletes.

She/He was your basic macho type and she/he used to laugh at the whole thing.

She/He thought it was a bit of joke. She/He was just too macho to admit that these

guys are athletes. We had a bit of a problem with that. They were both you know,

big macho jock types. Somebody overheard them making a really disparaging
remark at the games. There was an incident where she/he said in the lobby lets go
and look at some real sport, there’s a women’s field hockey championships going

On across campus.

While this patronizing attitude persisted and annoyed many wheelchair athletes
and volunteers, it may have actually worked to their benefit. One respondent suggested
that some CWSA volunteers even encouraged a focus on the poor disability profile when
it best suited them.

Poor crip; guys played that and played that well, they always did. I used to smile

myself; we don’t want any special favours, we’re a bona fide association. And we

should get special dispensation because we don’t meet all of the criteria? For
example, all provinces needed to be participating but the smaller more obscure
groups like athletes with disability all used the “we are small and narrow and
therefore we need special dispensation” because after all we're different but we
need extra airfares, etc. Most people saw us as the old special interest group. Even

if you were really good, if you got in everybody thought that you were just a

token.

Another significant activity that exemplified the government's influence on
CWSA organizational strategies was the 1976 TORONTOYMPIAD. The government

funding originally set aside for the games was used instead to create an umbrella

organization to oversee all disability sport organizations in Canada. As noted in other
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sections of this study, the development of this organization (CFSOD) had a significant
influence on CWSA's marketing, governance, and inclusion based strategies.

One interviewee reflected on the activities that took place prior to and during the
TORONTOLYMPIAD.

In 1972 we said it was our turn so we put in a big bid to host the games in 1976 to
England. Then I really started to worry about how we were going to raise the
funds and we had a very modest budget of two million dollars: a quarter of it was
supposed to come from Ontario, 1/4 from the feds and 1/4 we would raise through
ticket sales, and 1/4 from the different countries and athletes. And our Canadian
government got into this bind where they could not accept South African athletes
into our country. We argued that this group was the only one that had broken
apartheid and so they finally said that they needed proof and it was arranged that
the Canadian consulate in Cape Town would visit the games in South Africa when
the team was being chosen. At the last minute they backed down and said the
Canadian embassy is not to verify games, it’s got more important things to do. So
they never saw it with their own eyes. The Canadian government had already
given us $50,000 and they demanded it back. This was about a month before the
games had started and the Ontario government said hey we’re going to back out
too if the feds aren’t going to give you any money we’re not going to either. We
said to the Ontario people you don’t need a foreign policy, you’re just a province.
Help us out. And we said to the feds to hell with you and it hit the newspapers big.

The federal government eventually relented and, as noted earlier, directed the
money towards the creation of another disability sport organization, CFSOD. What this
was supposed to mean was more effective management and leadership for all of disability
sport. One respondent perceived the creation of CFSOD, however, as a misuse of funds.

In retrospect the 500 grand was probably not used very prudently for the

development of sport. The coordinating committee was a federal initiative that

tried to force disability sport together, which is something others resisted. Blind
and amputee sport wanted to run before they could walk and wheelchair sports
always felt like they were being held back.

Another respondent suggested that the decision to create CFSOD, while having

many negative connotations, forced CWSA to begin their own formal strategic planning

process. When asked to reflect on the strategies employed during her/his tenure, the
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response was that there were very few strategies prior to the creation of CFSOD because
of the nature of the organization.
In my time we were trying to promote only wheelchair sports, not sport for the
disabled. It was the only thing we believed in. There was no big strategy. We
never spent five minutes on the phone talking about what we could do. It was
more combined, like a couple of friends getting together trying to achieve
something. But in 1976, after the creation of the Committee of Sport Disabled, it
became a matter of having to pull strings, politics, talking to this one, talking to
that one. So I really found that annoying and boring. I was there to be involved
with sports. I was not involved in sport for the disabled. I was involved in sport.
While some saw the changes resulting from the 1976 games and invitation to
become residents within the National Sport and Recreation Centre as negative, they were
undeniably significant to CWSA’s history. Prior to 1976, CWSA focused mainly on
survival and as a result, the organizational leadership placed little importance on strategic
planning. Because of the organization's voluntary nature, the association’s leadership was
left with little time for matters pertaining to long-term strategies and consequently their
plans were often short-term and reactive. With the invitation to become a resident in the
National Sport and Recreation Centre and money being allocated through CFSOD,
CWSA was able to access funding for a full-time Executive Director which then helped
them design and implement a strategic plan and become a legitimate national sport
organization.
CWSA’s move to Ottawa and their subsequent close proximity to government
funding meant an increase in prestige and financial solvency. It also contributed to a

gradual but steady loss of autonomy. The loss of autonomy coincided with the evolution

of CWSA'’s organizational structure, which evolved from a simple one and voluntary

152

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



governance model towards a more professional and bureaucratic form as described by
Kikulis, Slack, and Hinings, (1992) and Macintosh, Bedecki, and Franks (1987).

CWSA then became sensitive to threats of funding withdrawal that was a
trademark of the federal government’s relationship with most NSOs. The financial
dependency of CWSA on Sport Canada, influenced CWSA to imitate other organizations
that seemed to have a successful relationship with the government. These mimetic
pressures were revealed by CWSA adopting similar strategies that they perceived would
guarantee or at least improve their chances for continued funding. These included
developing quadrennial plans, enhancing relationships with other government priority
groups and hiring specific staff positions.

Trying to appease the government was difficult, however, because of the “merry-
go-round” of federal ministers responsible for sport during the 1980s. One interviewee
remembered this time as "a period of turmoil. We went through so many ministers I can't
even count.”

CWSA strategies were also strongly influenced by the federal government in
1981, as it was declared the International Year of Disabled Persons. In preparation for
this, Parliament established a Special Committee on the Disabled and the Handicapped,
chaired by David Smith. In February 1981, the committee presented the Obstacles Report
with 130 recommendations pertaining to the inclusion of persons with a disability. In
1985, the report on the Parliamentary Committee on Equality Rights, chaired by Patrick
Boyer, was also issued which contained two chapters pertaining to persons with a

disability. In response to these two reports, the Minister responsible for the Status of the
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Disabled Persons in December 1985, committed $16 million over five years to assist
persons with a disability being included into Canadian society (Young, 1992).

From 1984 to 1988, the autonomy of CWSA from the federal government
appeared to lessen gradlially. One of the major initiatives instituted by the federal
government that contributed to this decline was the Best Ever program, which supported
organizations participating in the Olympic Games. Although CWSA did not qualify for
this specific program, the mimetic pressures and implications were felt indirectly. In order
to qualify for the Best Ever funding, NSOs were required to complete quadrennial
program plans (QPP). The development of QPPs was facilitated through planning
meetings in 1983 and 1984, which helped NSOs develop goals and objectives for their
elite sport programs. Sport Canada evaluated these plans and allotted funds to each NSO
to aid with their implementation. As a result of this program, the federal government no
longer reacted to the requests made by NSOs for funding, but rather wielded substantial
leverage by influencing their strategic goals, structure and management systems.
Eventually, the federal government determined that all NSOs, regardless of whether they
were applying for funds from the Best Ever program, should complete a QPP. The
process of completing QPPs required the attention of full-time staff and thus this change
gave professional staff the opportunity to be more involved with important decisions
which traditionally had been the domain of the volunteer. This change represented
t