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ABSTRACT

Developing and implementing appropriats strategies can help
organizations to become more independent, improve their level of flexibility,
and increase their chances for survival in today's economy. The purpose of
this study was to examine the strategic initiatives employed by leaders in a
sample of provincial sport organizations (PSOs), and to compare these
strategies to those identified by Thibault, Slack, and Hinings (1993). To do
this the study outlines four cases that were written on the basis of data
gathered from two sources; semi-structured interviews, and resource material
(e.g., membership handbooks). Although Thibault et al.'s (1993) framework is
limited in its ability to analyze the contents of strategic initiatives, the evidence
from this study suggests that there are PSOs that have similar characteristics
to Thibault et al.'s strategic types. There is also evidence to suggest that
many PSO leaders formulate strategy informally because their resources are
limited. Finally, the study's findings suggest that leaders do not exclusively

follow one type of strategy.
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Chapter One: INTRODUCTION

Nationa! sport organizations (NSOs) in Canada have changed
dramatically over the last fifteen years. In 1983 an agency of the federal
government, Sport Canada, initiated and financially supported a directive
called the *Best Ever '88" Winter Olympic Program. With the government
contributing over $25 million to this initiative, the Best Ever or Quadrennial
Planning Program (QPP), as it became known, was designed to increase the
number of medals won at the 1988 Winter Olympics in Calgary. The amount
of financial support received by each of the ten winter Olympic NSOs was
based upon the submission of a four-year strategic plan. For each NSO, the
plan had to include an analysis of their position in 1983, a list of short and
long term objectives, and the méans by which to reach their technical and
administrative goals (Macintosh and Whitson, 1990). Shortly after the start of
the QPP, Sport Canada increased its funding by over $37 miilion to involve
the NSOs participating at the 1988 Su.»mer Olympic in Seoul in the Program.

With the QPP providing the NSOs with additional funds, many of the
senior managers in these organizations concurred with Sport Canada officials
that it was a worthwhile program. It has further been demonstrated that many
NSOs improved their mode of operation as»a result of the QPP (Slack and
Hinings, 1987). As a consequence of these positive outcomes, funding for a
second quadrennial (1988-92) was renewed on the premise that the NSO.s
would improve the content of their original 1983-88 plans and focus on
domestic sport. The reascn for this additional focus was that the 1983-88
emphasis on high performance sport was publicly criticized following the Ben
Johnson steroid scandal. Consequentiy, to ailow for a broader focus than just

high performance sport, the second quadrennial plans were also to include
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details of the NSOs' "domestic sport programs”. These are the initiatives
designed to develop and deliver sporting opportunities throughout the country.
Domestic sport is defined as all levels of participation below the high
performance level. This encompasses a very broad range of activities from
friendly competition for recreational purposes to the development of future
national team members (Task Force Report, 1988).

The success of these domestic programs is largeiy based on the
collaboration between the NSOs and other sport organizations such as the
ones at the provincial and local levels. The primary goal of provincial sport
organizations (PSOs) is to offer programs to athletes who are at the
developmental level, consequently a partnership was intended to develop
between the NSOs and PSOs because the latter were directly supporting the
former's domestic programs. From the NSOs' point oi view, this working
relationship was important because the NSOs' domestic programs along with
many of the PSOs' programs would help to deveiop young elite athletes who
could pciantially become international competitors for the nationai programs
(Task Force Report, 1288). From the PSOs' point of view, the partnership
helped the provinces in a number of developmental areas such as coaching,
officiating, and athlete training. Thus, as a result of the QPP's strategy
formulation and implementation process, the NSOs took steps to create an
active partnership with the PSOs in order to deliver the domestic sport
programs, and to uitimately improve the high perfcrmance programs.

Prior to the changes in the second quadrennial, many of the NSOs'
leaders did not consider the provincial organizations to be vitai partners.
According to Thibault, Slack, and Hinings (1993), no set pian or strategy to

develop domastic sport was ever formally undiertaken.



introduction (3)

Domestic sport was essentially left to emerge. Emergent

strategies limited NSOs in the extent to which they could be

proactive about their domestic sport intentions. Furthermore,

since domestic sport was the "unofficial® responsibility of

provincial, and local agencies (e.g., provincial governments,

PSOs, municipal governments, clubs), it was not perceived as

an area of high priority for the federal government (Thibault et

al., 1993, p. 6).
This perspective changed as people became a‘ware of the importarnice ot
having a holistic sport delivery system involving both elite and 'grassroot'
participants. Although domestic and high performance programs have similar
goals, they differ with regard to athlstes (e.g., skill, age), »=ducational
programs (e.g., coaches, official), and support agencies (e.g., local clubs,
sponsors). Many of these domestic programs are also used by PSOs as they
work towards the goal of developing the sport withiri the province. In addition
to implementing many of the NSO programs (or a modified version of them),
the PSOs also serve as a liaison between their members and their

corresponding NSO.

STRATEGY FORMULATION WITHIN PSOs:

As PSO leaders continue to support these types of pregrams and
services that develop the sport and serve their members, they also work
towards ensuring the longevity of their sport within the province. Many of the
PSO ieaders believe that to successfully ensure the future of amateur sports
they need to follow their NSO counterparts and analyze their environment to

develop strategies. The reference to environment within an organizational
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context alludes to all elemerts outside the boundaries of an organization
including the economy, market, resources (e.g., physical, financial, and
human), govemment, competitors, shareholders, and socio-cultural factors
(Robbins, 1990). A strategy can be thought of as a comprehensive and
integrated plan, with relatively long-term implications, designed to achieve the
basic objectives of the organization. It incorporates the strengths and
weaknesses of the organization, and takes into account environmental
realities and trends. Strategy can also include decisions to compete in specific
product-market segments: decisions to diversify, to expand, to reduce, or
even close down specific operations or sub-units. In other words, strategies
refer to both means and ends, uriike goals that refer only to ends (Robbins,
1990).

Strategy research within amateur sport organizations has been sparse
with the exception of the studies by Thibault and her colleagues (1993, 1994).
This lack of research on strategy is not exclusive to sport organizations; other
types of volunteer based organizations have been similarly neglected.
However, there has been a large amount of research in the profit sector which
has tried to determine how managers identify their organizations'
environmental factors and in turn, to align these factors to their operational
needs. Researchers, such as Miles and Snow (1978), Mintzberg (1987), and
Bryson (1988) have suggested that profit and nonprofit managers develop
and implement strategies to meet the organizational needs, environmental
challenges, and to increase the chances for organizational survival and/or
success. Regardiless of the type of sector (profit or nonprofit), all managers
need to be able to complete the iask of gathering and analyzing pertinent

information (e.g., organizational and contextual issues) before developing a
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strategy. Accomplishing this task allows managers to increase the likelihood
that their strategies will match their organization's needs.

Developing organizational strategies that are aligneg =1 the
environment will also help managers with anticipating changes in tiie
environment, maximizing scarce resources, and increasing the effectiveness,
efficiency and autonomy of their organization. Nonprofit organizations employ
strategies for similar reasons as they attempt to provide services to society
that are not typically provided by the government and/or the private sector
(Sport Ontario, 1992; Retson, 1994). Whether the nonprofit sector can ease
the burden of the public and private sectors is not the issue, the critical point
is that there are a number of people who rely on the services that are offered.
Therefore, nonprofit organizations should employ strategy to continue to offer
such programs.

Although nonprofit organizations offer valuable programs and
services, some researchers have indicated that many of these organizations
do not reach their full potential because their managers lack experience in
developing and implementing strategies (Wortman, 1979; Unterman and
Davis, 1982; and Bryson, 1988). Even though the leaders of these primarily
volunteer-based organizations may formulate and implement strategies at
some level, MacMillan (1983) argued that they do not proactively develop
them on a regular basis. He concluded that if there ever "was a desperate
need for attention to be given to pragmatic, competitive, strategy formulation,
it is in the area of not-for-profit organization" (p. 62). In one study Higgins and
Vincze (1986) suggested that the reason many organizations do not reach
their full potential because marny of the leaders lack the necessary training

‘and/or experience in managemsnt. However, their underlying assumption has
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been recently challenged by nonprofit organizations such as PSOs that are
hiring managers who have experience within the profit sector and/or
specialized degrees in the management of nonprofit organizations (e.g., sport
administration). Although a majority of the strategy literature has focused
upon the for-profit sector, several authors have stressed the importance of
nonprofit organizations (e.g., PSOs) developing strategies to address the
challenges within their sector such as fund raising, increasing membership,
and volunteer recruitment and training (Unterman and Davis, 1984; Powell,
1987; and Butler and Wilson, 1990).

As the strategy field continues to develop for the nonprofit sector,
researchers must provide managers with something more than a prescriptive
strategic approach. Many of these “how to" approaches, from the general
frameworks of Waldo (1986) and Wolf (1990) to the more detailed models of
Bryson (1988), are usually designed as a step-by-step process which
includes: developing a mission statement, designing goals and <Hjectives,
scanning the internal and external environments, developing and
implementing the strategy, and finally evaluating the effectiveness of the
strategy. Once the leaders of nonprofit organizations understand the various
components of the strategy formulation process, they will be in a better
position to formulate strategies that align their organization with its
environment. As Thibault, Slack, and Hinings (1993, p. 40) note,

Given the importance of strategy as one of the central
concepts in organizational theory and the demonstrated impact

of strategy on organizational structure and processes, the lack

of research on this aspect of the operation of [amateur sport]

organization is a void that needs to be filled.
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This study will help to fill that gap by following Thibault et al.'s (1993)

suggestion that the nonprofit sector does not have to *re-invent the wheel". In
other words, the nonprofit sector can adapt theories and experiences from the
profit sector and apply them to their own (see also Mittenthal and Mahoney,
1977; Hatten 1982; MacMillan, 1983).

Consequently, the purpose of this study is to examine the strategic
initiatives employed by leaders in a sample of PSOs, and compare them to
the different types of strategies identified by Thibault et al. (1993). Through a
combination of the relevant literature and practical examples, four case
studies will present the reader with a detailed picture of the strategic initiatives
used by PSOs. To conclude, developing and implementing strategies can
help organizations to increase their level of flexibility, become more
independent, and increase their chances of survival in today's uncertain
economy. To understand how strategy can benefit the nonprofit sector,
specifically amateur sport organizations, more research is needed to
investigate the nature of the initiatives currently employed.

The reminder of the thesis is divided into the following chapters.
Chapter two describes the theoretical framework for the study. Chapter three
contains the methodology used to collect the data. Chapter four presents four
case studies that detail the strategic initiatives of the PSOs. Chapter five .
discusses and compares these cases to each other and to Thibault et al.'s
(1993) typology, and finally, Chapter six ties together the study's overall
findings. This chapter aliso outlines future directions for research pertaining to
provincial sport organizations and ¢:& manner in which they formulate and

implement their strategies.
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Chapter Two: THEORETICAL FRAMEWORK

The last chapter introduced the argument that organizations in the

nonprofit sector, such as those involved in the delivery of sport, can benefit by
adapting strategic principles and practices from the profit sector. Specifically,
the chapter provided arguments about the need to conduct more strategy
based research within the amateur sport sector. This chapter will briefly
outline the theoretical framework developed by Thibault, Slack, and Hinings'
-(1993, 1994), and why it was used in this study to investigate the strategic
initiatives of PSO managers. The chapter begins by introducinig the reader to
the notion that strategists must be flexible to address the compiexities
surrounding their organizations.
' Researchers, such as Mintzberg and Quinn (1991), have established
that there is no 'one carrect way' to develop strategy. With all of the
contradictions and uncertainty surrounding organizations, they suggest that in
formulating and implementing strategy
... the real danger lies in using pat solutions to a nuanced

reality, not in opening perspectives up to different

interpretations. The effective strategist is one who can live with

contradictions, learn to appreciate their causes and effects, and

reconcile them sufficiently for effective action (Mintzberg and

Quinn, 1991, p. xi-xii).
To minimize the contradictions and uncertainties Mintzberg and Quinn allude
to, managers must ensure that the strategies that they develop are closely
matched with the external and internal environments of the organization. The
vast majority of the strategic management literature suggests that in order for

a strategy to be aligned with the external and intemal environnients of an
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organization, managers must understand the organization's context (Datft,
1992).

Researchers, such as Greenberg (1982), MacMillan (1983), Powell
and Friedkin (1987), Unterman and Davis (1984), and Stone (1989), suggest
that the contextual analyses and strategies of nonprofit organizations have
been impaired by short-term visions (e.g., survival) and the difficulties in
acquiring resources (e.g., funding). For this very reason, MacMillan (1983)
designed a framework that assists managers in scanning the contextual
factors that are necessary to develop long term strategies while allowing the
organizations to remain competitive for resources. As it becomes more
difficult to acquire financial resources, it will become critical for nonprofit
leaders, such as the ones working in amateur sport organizations (e.g.,
PSOs), to initiate the development of a long term strategic plan that is aligned
with the organizations' external and internal environments.

To investigate the strategic initiatives employed by PSO leaders, the
current study adapted Thibault et al.’s (1993) framework. This framework was
designed after Thibault and her colleagues surmised that the amateur sport
organizations' operating context differed significantly from the organizations
used in previous studies (Miles and Snow, 1978; Montanari and Bracker,
1986; and Butler and Wilson, 1990). Thibauit et al.'s (1993) framework was
based on the work of MacMillan (1983) who provided three assumptions of
the nonprofit sector: the need for nonprofit organizations to compete for
limited resources, the need to avoid duplication of services offered by other
organizations, and the need for organizational leaders to decide the size of
the market and/or client-base to serve and the quality of the programs that

their organization will offer. Although the justification of Thibault et al.'s (1993)
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framework will be expanded upon later in this chapter, the important point
here is that their framework served as the basis for the current study to

investigate the strategic initiatives employed by PSO leaders.

DIMENSIONS AND IMPERATIVES OF THIBAULT ET AL.'s FRAMEWORK:

With the above assumptions serving as a foundation, Thibault et al.
(1993) chose two of MacMillan's (1983) three dimensions as a means to
evaluate the context of nonprafit organizations. The two dimensions (program
attractiveness and competitive position) were juxtaposed on a matrix to
produce four strategic types: enhancers, innovators, refiners, and explorers.
Program attractiveness is the organization's, "capability to provide services
and programs to its members whiie accessing the necessary resources to
maintain the provision of these programs and services” (Thibault et al., 1993,
p. 32). Competitive position is the "potential of an organization to attract and
retain members” {p. 35) in relation to other organizations. MacMillan's (1983)
third dimension, ‘alternative coverage' {if other organizations could provide the
same or similar programs) was no? used by Thibault et al. (1993) because it
was deemed not relevant for NSOs. For example, the swimming association
would not take over the water polo association's programs if it ceased its
operations. This particular dimension was also assigned a ‘low' value for
PSOs because they would unlikely add a new sport to their services because
another organization ceased to exist.

According to Thibault et al. (1993), the two dimansicns serve as a way
to group several of the important imperatives in formulating &trategy in ordsr
to uncover the types of strategies employed by amateur sport organizations.

These imperatives are the essential elements or characteristics of an
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organization that managers need to analyze before developing a sirategy. As
Thibault et ai. (1993, p. 32) note,
Collectively, the dimensions and their strategic

imperatives provide information about the context in which

nonprofit organizations operate. It is important that this context

be identified in order for administrators to develop appropriate

strategies for their organizations.
The following two sections describe the dimensions and the corresponding
imperatives that make-up Thibault et al.'s (1993) framework. A description is

also provided regarding why and how these imperatives were alterec to fit the
PSO sector.

(1) Program Attractiveness:

As defined earlier, program attractiveness helps to determine a PSOs'
ability to provide programs and services to their members while accessing the
necessary resources. Even though the current study is investigating the
strategic initiatives within the PSO sector, the four imperatives (fundability,
client base size, volunteer appeal, and support group appeal) representing
this dimension closely resemble the ones used by Thibault et al. (1993). The
following sections define and present a rationale for the relevance of each
imperative within Thibault et al.'s (1993) framework, and how and why they
were modified to fit the PSO sector.

(a) Eundabllity:
Fundability refers to an organization's ability to obtain financial

resources (usually from external sources) for their operational needs
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(MacMillan, 1983; Montanari and Bracker, 1986; Butler and Wilson, 1990).
Thibault et al. (1993) defined fundability by using the Sport Canada ranking
which is given each NSO regarding their domestic programs. PSOs also
receive a majority of their funding from a government agency. For example,
the PSOs involved in the current study receive their funding from the Alberta
Sports Council (hereafter referred to as the Council). As part of their mission
to enhance sport for all Albertans, the Council has distributed in excess of $87
million of lottery proceeds to PSOs over the last ten years. This level of
financial support has served as a relatively stable source of funds for the
PSOs. The "element of stability in the source of funding is also important
because it allows administrators within the organizations to plan the future of
their ... sport programs® (Thibault et al., 1993, p.33). However, with the current
provincial government's policy changes, the funding stability from the Council
is now in question. In an effort to become financially self-sufficient, many
PSOs are seeking additional dollars from external and internal areas such as
sponsorships, fund raising activities, profit generation, and membership fees.

Therefore, all funding sources were considered important for this factor.

(b) Client Base Size:

According to Thibault et al. (1993), the client base size refers to the
number of members within the organization. For many NSOs and PSOs
increasing their membership is not only "a way to access more resources, it is
also a way for organizations to legitimize [themselves]" (Thibault et al., 1993,
p.34). For example, each member of the association represents additional
income through affiliation and program fees. The larger the membership base,

the more bargaining power an organization has to legitimize itself in the eyes
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of its members, and its external funding sources such as sponsors. In addition
to the size of the membership base, many PSOs have different classifications
of members encompassing diversified needs such as recreational versus high
performance members, and members in one region of the province versus
another. Since many PSO leaders develop strategies to increase their entire

membership base, this study incorporated the total membership as an

imperative.

(c) Yolunteer Appeal:

Although Thibault et al. (1993) used the number of coaches within
NSOs to measure their volunteer appeal (the number of human resources
organizations can attract), PSOs also accept heip from other groups of
volunteers (e.g., parents, officials, and competition staff). As with any
organization relying on volunteers, they face issues of recruiting, training,
recognition, motivation, ... etc. For example, since Alberta's volunteers donate
roughly four million hours of volunteer time per week to various activities
(Thomas, 1983), volunteer groups are considered an important factor to the
operations of any PSO. Thomas' (1993, p. 9) study indicated that,

Alberta has the highest volunteer participation rate in

Canada - an extraordinary 40 percent of Albertans, compared to

the national average of 27 percent. A prime example of Alberta's

giving spirit occurred at the 1622 Alberta Winter Games in Fort

McMurray where an army of volunteers, up to 4500 by some

counts, mobilized to ensure the GGames were a resounding

success. In fact, many worked through the night putting snow in

place so outdoor events could proceed....
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.Even before the PSOs were in a position to hire professional staff to handle
the day-to-day operations, the leaders were faced with the difficult task of
attracting volunteers to their organization. Since there are virtually countless
number of nonprofit organizatior:s people can offer their services to, PSO
leaders are always searching for creative ways to attract and train an
important and essential workforce into their organization. Therefors, the
volunteer appeal factor within the current study aiso took into account the
different types of issues facing volunteers including recruitment, training and

recognition.

(d) Support Group Appeal:

The final imperative that makes up the program attractiveness
dimension is support group appeal. It refers to “the extent to which the [sport
and the programs are} visible to, and appeal to, groups capable of providing
substantial current or future support" (MacMillan, 1983, p.66). Thibault et al.
(1993) considered the media as an important factor for increasing the NSOs'
visibility, popularity, and customer awareness. Many NSO managers hoped to
translate this exposure into more opportunities such as sponsorship,
membership drive, ... etc. However, at the PSO level, scanning all media
forms will reveal that the coverage of provincially based sporting events are
poorly represented. This may be due to: the sport's popularity, PSOs - media
communication lines, the type of event, the media not considering the event
as news worthy, ... etc. Hence, this imperative was adjusted to consider other
organized support groups along with the media that increased the visibility of
PSOs (e.g., schools, and ccmmunity groups). With the help of such external

groups working to entice individuals to join a team, club, or the PSO, the
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increased exposure may make the sport to more appealing to a greater

number of people which may help the sport in the long run.

(2) Competitive Position:

With the eronomic realities of the 1990's, this dimension is based on
the assumption that people are trying to maximize their buying power of
consumer goods. With this understanding, managers are trying to ensure that
their costs do not act as "entry" barriers (Porter, 1980). For example, the two
major costs for a person to join a particular sports organization are the
membership fees and the equipment needed to participate in the sport
(Thibault et al., 1993). If these costs are too high, it will restrict the number of
people who would be willing to participate in the sport. Therefore the costs act
as a constraint when the PSO leaders are trying to attract people into the
organization. As the second dimension within Thibault et al.'s (1993)
framework, competitive position deals with how the PSOs attract and retain

members through the use of two factors: affiliation fees and equipment costs.

(a) Affiliation Fee:
The affiliation fee is the cost for joining an organization for one year.
According to Thibault et al. (1993, p.36),
Here we included such expenditures as memberships in
a particular club in order for athletes to have access to training
facilities, coaching, and competitions. These costs wouid be
calculated yearly for the éverage introductory-igvel participant.
This fee also provides the membership with benefits such as newsletters,

insurance, competitions, resources to technical knowledge, ... etc. The fee
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structure and membership banefits vary among the PSOs and can create an
advantage for one PSC over another (Porter, 1980; Robbins, 1990). For
example, many PSOs have a basic membership fee for those who have an
interest in the sport but do not participate in any of the programs, and specific
membership fees for those in different age or skill groups. With a fee structure
cataring to the different needs of the membership, PSOs are trying to
distribute the program costs among the members who are participating within
the programs.

However, Thibault et al.'s (1993) definition of this imperative, an
average fee for an introductory-level member, does not take into
consideration the benefits of a multiple fee structure that can attract more
people into the organization. Although Thibault et al.'s definition of affiliation
fees addresses how the organizatioi. tries to attract new members, their
definition ignores how the organization retains their members from year to
year. Therefore this imperative also took into account the different types of
memberships available ranging from skill level to age, competitor to official,

elite to general membership.

(b) Equipment Costs:

Although high equipment costs can be a deterrent for participants,
these costs do vary among the PSOs. Even though Porter (1280) and
Robbins (1990) primarily focused on the profit sector, their “strategic
competitive advantage* principle can be applied to the variations in equipment
costs. In other words, the differences in these costs can create a strategic
competitive advantage for one PSO over another. For example, the

equipment costs for soccer and hockey can differ by hundreds of dollars
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which allows soccer to increase their membership as parents look for a
sporting activity matching their financial situation.

Another cost that is incurred are travel costs (e.g., gas, hotel, food,
and participation fees) for athletes, parents, and coaches. These costs also
vary among sports, for example, it costs less to use a city facility (e.g., a
soccer field) versus the facilities in Banff National Park (e.g., groomed cross
country skiing trails). The cost for gas and the opportunity costs for driving
time are more in favor for the city facilities than the ones outside of town. With
people becoming more conscious about their spending habits, equipment and

travel costs were considered as a strategic imperative for PSOs.

The final point about the competitive position dimension is that Thibauit
et al. (1994) argued that it is the total cost that will determine whether or not a
person becomes involved in a sport. They claimed that equipment and
affiliation costs must be considered together because, when considered
separately, they do not accurately represent the financial entry barrier of an
association.

This is a more accurate measure of the financial

investment involved wnen taking up a sport and, as such, better

represents what Porter (1980) termed an entry barrier. Such

barriers can influence the strategic plans of an [organization] in

that [the costs] act as a limiting factor in maintaining or

increasing membership (Thibault et al., 1994, p.223).
This argument is based on the assumption that the total cost wili be a factor
for new members. However, for members who already have the necessary

equipment, the affiliation fee and the travel costs become the primary factors
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when they consider renewing their membership. Therefore, for the purpose of
analysis, *his study considered all the costs (equipment, travel, and affiliation)
separately, and then in relation to the different types of members (e.g., new
members versus ectablished members).

it is also important to keep in mind that aithough all the imperatives are
necessary elements for the PSOs, many of the leaders have leamed to
manage without some of them. For example, media coverage helps to
promote the sport, however the coverage of provincial amateur sports is
generally nonexistent. While PSO leaders work to obtain more coverage, they
promote the sport to the best of their ability without the support of the media.
Therefore it can be argued that the nature of the strategy can be affected by
the presence or the absence of any of the imperatives.

As mentioned earlier, all the imperatives such as costs help to evaluate
the organizational context, and depending on the results of that analysis, the
organization will resemble one of Thibault et al.'s (1993) strategic types:
enhancers, innovators, refiners, and explorers. The following section

introduces the characteristics of each category.

STRATEGIC TYPES:

There are many typologies within the strategy literature such as those
developed by Miles and Snow (1978) and Porter (1985) for profit
organizations, and Butler and Wilson's (1990) version for charities. Thibault et
al.'s (1993) typology provided very little detail about how NSO managers
formulated and implemented strategies. Rather their intent was to provide a
framework to analyze the context of amateur sports organizations. They
claimed that,
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The framework presented ... serves as a starting point for

managers in the identification of imperatives that they must

consider when determining organizational situations and

developing strategies. Once the situation is identified,

organizational members can proceed to iormulate the strategy

that best fits this situation (Thibault et al., 1993, p. 41).
Other researchers (e.g., Miles and Snow, 1978; Bryson, 1988) also claimed
that after the analysis of the strategic imperatives is completed, managers can
enhance their organization by creating strategies that best fit the analysis, in
that the nature of the imperatives influence the strategic types. Within Thibault
‘et al.'s (1993) framework, they have identified four strategic types (enhancers,
innovators, refiners, and explorers) with each one having a particular
structure, market, and technology which should be consistent with the
environmental demands of amateur sport organizations such as FSOs.
Appendix One illustrates the four organizational types, and Appendix Two
provides a summary of the characteristics of each type. Before describing
each strategic type and the reasoning behind why this framework was used
for the PSO sector, it is important to pay heed to Thibault et al.'s (1993) word
of caution. That warning was, as with any typology, the description was of
ideal types. It would be unrealistic to try to find the exact match for the
strategic types. The key is to approximate where the organizations, in this

case PSOs, are positioned.

(a) Enhancers:
Enhancer organizations have high results in program attractiveness

and competitive position. Organizations within this type have a complex
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structure to match their large membership base. Although each PSO receives
a certain funding percentage from an external funding agency (e.g., the
Council), organizations in this quadrant have a lower dependency compared
to the other PSOs ir the other quadrants. The organizations are also
characterized as mature in age. For example, soccer would be considered a
mature sport as opposed to a sport like synchronized swimming because of
the number of years soccer has been organized within the province. The
enhancer's 'optimizing' strategy is focused on strengthening the organization's
existing strong programs and trying to develop new ones with the support ofa
strong membership network. The risk in starting new programs will be minimal
because of the strength and diversity of their existing programming base. In
other words, they do not have to rely on any one program. The organizations
also have a relatively high level of standardization and low entry barriers for
new members. Most organizations strive to move into this quadrant because
the strategy will,
allow administrators to coordinate and deal effectively

with the membership. Decisions about strategic initiatives will

come in part from the enhancers' central offices, however, given

the already established network of programs [and members]

and the low risk attached to programs, individual initiatives at

the local level are alsc likely to be encouraged. Therefore, the

process of strategy development will flow from decisions made

at both the upper and lower levels of the organization (Thibault

et al., 1993, p.37).
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(b) Innovators:

Organizations within this category have low results in program
attractiveness and a strong compaetitive position. The organizations will also
have: a simple structure, a medium level of dependence on external funding,
and the age of the organization will be characteristically young. Managers
implement ‘creative’ strategies in an attempt to work towards a higher level of
program attractiveness by developing new programs and attracting new
members. Since innovators do not have an established base of programs like
the enhancers, they will have to develop their own set of new programs. The
chances to innovate are encouraging because the PSOs in this quadrant
have a strong competitive position {e.g., low affiliation fees or equipment
costs in a sport like water polo at the national level). The organizations have a
limited number of members and programs, low levels of specialization and

formalization, and centralized decision making controls (Thibault et al., 1993).

(c) Refiners:

Organizations classified as refiners have high program attractivenass
scores and low competitive position scores. Normally associated with older
organizations, these strategic types have a complex structure and low
dependency levels on external funding (e.g., at the national level a sport like
hockey would fit into this category). They follow a ‘fine-tuning' strategy
because of the high financial commitment to participate in the organization.
According to Thibault et al. (1993) refiners can be expected to show the
smallest amount of change in their strategy, in that, managers will continue to
make minor modifications to their established programs with the available

resources. For example, hockey clubs try to subsidize the high cost of
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equipment to reduce the entry barriers. Refiners will also have high levels of
specialization and formalization while having centralized and decentralized
decision making. "Given that there is a small but developed network of ...
programs and the fact that a number of these high cost sports have a certain
profile and attractiveness to corporate sponsors, refiners are unlikely to rely
heavily on government as their only source of funding® (Thibault et al., 1993,
p- 38).

(d) Explorers:

Explorer organizations have low scores within both the program
‘attractiveness and the competitive position dimensions. The organizations
within this quadrant are characteristically young, have a simple structure, and
are highly dependent on external funding. Since becth dimensions have low
ratings, PSO leaders usually explore many different avenues (a 'trial and
error' strategy) in an attempt to increase either or both dimensions. Once they
find a successful program, they will pursue and exploit the possibilities to the
fullest to attract more members, reduce the entry costs, and eventually
increase the organization's financial resources. The organizations will also
have centralized decision making, and low levels of specialization and
formulation (Thibault et al., 1993). Relative to the other quadrants, explorers

have the most amount of work ahead of them.

The basis of this thesis is to investigate how PSO leaders perceive
their organizational context and examine the strategic initiatives they
employed based on these perceptions. Miles and Snow (1978) and Child

{%972) argued that the effectiveness of the organization's adaptation to
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environmental demands is dependent on the dominant coalition's perception
and their decisions to cope with relevant conrditions. This can also be applied
to the amateur sport sector such that the perceptions, conclusions, and
decisions of various PSO leaders will differ when addressing the same
organizational issue. Therefore more research is need to investigate the
nature of these perceptions (e.g., what do they think is the organization's
strengths and weaknesses, what factors do they consider influencing the
organization, ... etc.). Thibault et al.'s (1993) framework serves as a starting
point to identify the imperatives that must be considered when determining
the organizational situation and developing strategies. Once the context is
identified and analyzed, this framework helps leaders to identify strategic
types that best fit their PSO's needs. Thibault ot al.'s (1993) framework is also
valuable because it gives a method of organizing the data (e.g., the
imperatives) while allowing for the complexities within 2ach organization
and/or sector. This ability to handle the complexities ¢f each case is important
because researchers need "to know much more about the characteristics of
each of the organization types before [they] would be able to claim that the
typology was a valid and useful framework" (Miles and Snow, 1978, p.192).
This ability to yobe deeper into each case also applies to Thibault et al.’s
(1993) framework, and is consistent with their recommendation to use a
qualitative approach to describe the organization types more completely. As
mentioned at the beginning of this section, Thibault et al.’s (1993) framework
focused primarily on the imperatives and it did not look at the content of the

strategies. The aim of this study is to fill that void.
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CONCLUSION:

To conclude, the intent of Thibault et al.'s (1993) typology was to
provide a framework to analyze the context of amateur sports organizations.
After the analysis of the strategic imperatives is completed, Thibauit et al.
(1993) suggested that managers can enhance their organization by
developing and implementing a strategy that matches the organizational
category. The four organizational categories (enhancers, innovators, refiners,
and explorers) have certain organizational characteristics such as structure
and market that need to be understood to uncover the types of strategies that
could be employed by PSOs. The underlying theme of this typology is that
managers need to L nderstand the contextual factors (the seven imperatives
mentioned in this chapter) before developing and implementing a strategy.
Therefore, the PSO leaders involved in this study were asked to describe the
organizational and environmental contexts and to provide in-depth information
about the content of their strategies. The nature of the data collection and

other methodological procedures are described in the next chapter.
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Chapter Three: METHODOLOGY

Chapter Two concluded by arguing for more strategy based research
in order to produce a more complete understanding of strategy in voluntary
sport organizations (Miles and Snow, 1978; Thibault et al., 1993). To carry out
such a task an appropriate methodology had to be selected. The first section
of this chapter outlines this study's methodological basis regarding to its
paradigm (interpretive); approach (qualitative); method (multiple case study);
and data collection techniques (interviews and resource material). The
second section of the chapter presents the procedure by which participating
organizations were selected. The third sention explains the data collection

techniques, and the final section discusses how the data were analyzed.

(1) METHODOLOGICAL FOUNDATION:

Bodgan and Taylor (1975) suggested that the interpretive and positivist
paradigms use different research methods to examine different types of
issues. They also suggested that it is the researcher's role to discover and
understand the issues by looking at how people define them (cf. Miles and
Snow, 1978). The current study investigates the content of the strategic
initiatives employed by PSO leaders. This study employed an interpretive
paradigm with hopes of enhancing our understanding of the strategies
employed in the PSO sector, and to broaden the scope of a large body of
primarily positivistic strategy research.

According to Henderson (1991, p.28), "the research approach should
fit the characteristics of the phenomena under study and the assumptions of

the paradigm frrm which one is operating.” The assumptions of an
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interpretive paradigm led to the implementation of a qualitative approach to

detail the strategic process of PSOs.
The quantitative approach employs "hard" data with a

focus on statistical procedures, while the qualitative approach

focuses on "soft" (rich and deep) explanations of symbolic

meaning. Ultimately the results of using the ... qualitative

approach are dependent on intuition as well as the meaning of

reality from a number of perspectives.... In qualitative

approaches the focus is on explaining, developing patterns, and

developing grounded theory by using depth of analysis and

detail (Henderson, 1991, p.27).
By incorporating a qualitative approach in the current study, the investigation
of the strategic initiatives of PSOs is no longer limited to the sort of data
amenable to statistical procedi:res. Although Bryman (1989) has indicated
that a majority of organizationz! rssearch is quantitative in nature, a qualitative
approach can provide insight into the subjective experiences and behaviors of
the professional and volunteer leaders in PSOs.

Since a qualitative approach provides a continuum of available
methods and techniques,

Denzin (1978) suggested that methods ought to be

judged in terms of their contributions to the solution of

theoretical and substantive problems of the discipline rather

than in terms of abstract elegance. The methods selected will

depend not only on the paradigm, the general approach, the

questions asked, but also upon pragmatic issues such as the

resources available, the time, limits to one's own abilities, the
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focus and priority of the research, and whether breadth or depth

is desired (Henderson, 1991, p.29).

For examp!s, a qualitative study using case studies should be written to
capture the richness of the data (e.g., interview-based data) in order to
translate for a broader audience the meaning that interview subjects ascribe
to their actions {Miles and Snow, 1978; Fontana and Frey, 1994; Stake,
1994). Case studies can also serve as a good communication instrument to
convey the details of the organizations, thus allowing academicians and
students to peer inside the world of PSOs. In other words, case studies help
readers to understand the contents of the strategies developed within the
PSO sector (e.g., sometimes systematic, sometimes haphazard or ‘trial and
error').

Furthermore, Bryman (1989) argued that case studies are populér with
practicing managers. He claimed that case studies may be more attractive
because the managers' closeness to detail and familiarity with "organizations
can be more meaningful to them than the preoccupation with often abstract
variables that characterizes much quantitative research” (p. 178). This is an
important point to consider for the current study because readers interested in
sport organizations will be able to compare their own situation to the
comments and concerns of other PSO leaders (e.g., issues regarding funding,
volunteers, and membership). Case studies can also be used to achieve
insights into areas not examined by previous research, or areas that are not
well documented such as strategy formulation. With only a few studies
involving PSOs (Slack, 1983; Wood, 1988), case studies will further the

understanding of the strategic initiatives employed by PSOs.
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Although case studies have been subject to criticisms (e.g., they can
not represent a wider population, they lack rigor, and they take too long to
complete), these criticisms have been answered at some length by case
study proponents such as Mitchell (1983) and Stake (1994). Concerns about
generalizability can also be minimized by the use of a multiple case study
method (Bryman, 1989). A multipie case study method was implemented in
the current research to present the details of the organizations, and the
meaningful comments and conclusions of why PSO leaders utilize strategies
to tackle organizational issues.

Thus the methods of casework actually used are to learn

enough about the case to encapsulate complex meanings into a

finite report but to describe the case in sufficient descriptive

narrative so that readers can vicariously experience these

happenings, and draw their own conclusions (Stake, 1994, p.

243).

In essence, case studies can be used both as a product of and a process for
leamning. Following this line of reasoning, the case studies are selected and
presented in the belief that readers familiar with PSOs will be able to
recognize and relate to comments and concems reported about topics such
as funding, membership, volunteers, and promotion. The next section outlines
how the four PSOs were selected followed by the presentation of the data
collection techniques employed to gather the leaderships' perceptions and the

issues facing their organization.
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(2) SELECTION PROCEDURE FOR THE PSOs:

On the basis of a modified version of Thibault et al.'s (1993)
framework, four cases were chosen to poriray the PSOs' context and the
resultant differences in their strategic initiatives. The following criteria were
used to select the PSOs. First, the PSO must have a corresponding NSO that
was used in Thibault et al.'s (1993) study. Since domestic sport programs are
delivered through a NSC-PSO partnership, the results of Thibault et al.’s
(1993) NSO study served as a good starting point in determining the strategic
type of each PSO. Second, in order to collect data, the researcher must have
access to two sources of data (documents and interviewees). Both data
sources were easily obtained with the approval from the Executive Director
and President of each PSO. Dirring the course of the study, it was possible
that there would be some PSOs and/or PSO members reluctant to participate
in the study. Although the study did follow the protocol procedures for
confidentiality and ethics, if any participation and/or cooperation problems
arose, another organization fulfilling the criteria would have been substituted.
Fortunately, this circumstance did not arise. Since there were a number of
PSOs that qualified for participation in the study according to the first two
criteria, the four PSOs selected represent the first organizations that the

researcher appreached.

(3) DATA COLLECTION:

The primary source of data collection was semi-structured interviews,
and a secondary source was documentary resource material (e.g., by-laws,
membership handbooks) obtained from the PSOs. Resource materials were a

useful means for the interviewer to become familiar with each PSO and to
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develop the interview questions. The questions were designed to allow the
interviewees an opportunity to express their opinions about certain topics, and
at the same time, give the interviewer the freedom to pursue any interesting
comments that emerged. As stated earlier, the four cases were written from

the data gathered from both sources.

(a) Besource Material:

Since the PSO leaders were given full assurances for the
confidentiality of the information, the foliowing documents were examined:
minutes of the Annual General Meetings (AGM) and board of director
meetings, constitution and bylaws, program descriptions, newsletters, and
Alberta Sport Council Grant applications. Appendix Three lists the information
that was taken from the documents. After reviewing the resource material, a
basic understanding of the PSOs and their organizational environment was
gained. This background information helped with the initial formulation of the
case siudies and to substantiate or qualify comments gained from the

interviews.

(b) Interview Protocol:

After familiarizing myself with each organization and with their
documents, a majority of the data were collected through the use of individual,
face-to-face, semi-structured interviews (see Appendix Four for the interview
protocol). A total of five interviews per PSO were conducted with staff and
board members, who had formal authority to make decisions within their
organization. Across the four PSOs, a total of twenty interviews were deemed

an appropriate number for hearing different points of view (e.g., professional
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and volunteers, men and women) without becoming unwieldy. Of all the

interviews conducted, seven were with professional staff members and
thirteen were with volunteer board members. Fourteen interviewees were
males and six were female. Although the interviewee selection criteria will be
described below, one person was interviewed twice (the first and last
interview) because the organization had a limited number of possible
interviewees.

Before the interviews took place, initial meetings with the Executive
Directors were used to evaluate potential interviewees (staff and board
members). With an understanding that the researcher was looking for
proponents and opponents of their strategic process, the Executive Director
used the following criteria to recommend potential interviewees. First, to
ensure that each interviewee had a good understanding of the PSO's
organizational and environmental factors, he/she must have been involved
with the PSO for at least one year. Second, sach person must be contributing
to their organization's strategic planning process. Finally, the interviewees
must be easily accessible.

With regard to accessibility, PSO staff members are characteristically
located in one central area of the province. The locaticn of the Percy Page
Centre in Edmonton, which contains over 60 PSO offices, served as an
excellent interview venue for three of the PSOs. Since the office of the fourth
APSO was located in Calgary, travel was necessary to interview its staff
members. Travel was also necessary to interview certain board members who
characteristically live in different regions of the province. Seven of the twenty
interviewees lived in Calgary, ten in Edmonton, one in Lethbridge, one in

Medicine Hat, and one in Grande Prairie.
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All the interviews were scheduled via telephone. After introducing
myself, the potential interviewees were told the purpose of the study, the
nature of the interview, and how and why they were selected for the interview.
Although there was no monetary compensation for their involvement in the
study, the leaders who requested a copy of the completed study were
assured that a copy would be sent. After assuring anonymity for the
organization and for themselves, all the potential interviewees agreed to
participate in the study. After discussing the possibility of recording the
session, a convenient time and place for the interview was scheduled.

To ensure privacy, the interviews were conducted in a closed room.
Prior to starting the interview, the interviewee was reminded of the purpose of
the study, the general topics that would be covered during the session, and
was asked to confirm their approval to record the interview. A guarantee was
reiterated that the recordings would remain in the researcher's care after the
study's completion. This promise was also extended to field notes and data
collection records by coding the identity of each contributor. Although the
results for the study may be published, the data will be in an aggregate form
so that individual identities of the interviewees and their organization will
remain concealed. After assuring that all of their questions were answered,
the interviewee and a witness signed a consent form to participate in the
study (see Appendix Five for a copy of the form). Rapport was built with the
interviewee to increase their level of comfort, and to help gain their trust and
confidence in the study (Berg, 1989; Henderson, 1991; Fontana and Frey,
1994).
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(c) Interviews:

The length of the interview depended upon the quality of the data
provided and whether any clarification and/or expansion was needed. Each
interview averaged approximately one hour in length. As stated earlier, the
interviews were guided with semi-structured questions (Berg, 1989). This
meant that certain topics were discussed while maintaining enough flexibility
to pursue other interesting topics that arose. As with any interesting
conversation, there were many times where it could have lasted for hours,
however, time constraints required the discussion to be brought back to the
topics at hand: something that Berg (1988) approves of doing. Each interview
provided many answers and produced plenty of new questions for the next
one.

The initial interview questions were based on the work of Thibault et al.
(1993). The questions were developed to understand the nature of each
PSOs' contextual factors and the leaders' strategic initiatives. The initial
interviews included the following types of questions: "What are the strengths
and weaknesses of the organization?”, *"What are the major issues facing the
PSO?", "Who made the decisicns?*, "How were they made?", "Where would
you like to see the organization five years into the future?"® Appendix Six
contains a list of these initial questions. The order and types of questions
(essential, throw-away, and probing) were designed to build a comfortable
atmosphere for the interviewees (Berg, 1989) and asked in a respectful
manner (Fontana and Frey, 1994). However, for any general or ambiguous
answers, follow-up questions were asked to clarify and/or expand such

comments.
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The questions in the latter interviews were specifically designed to
probe deeper into the issues that had surfaced in earlier interviews. For
example, when asked about sponsorship, one of the interviewees mentioned
a "cross-marketing" sponsorship contract without knowing the exact details.
He suggested that | direct more detailed questions, regarding the contract
terms, towards the Executive Director. Hence, the general sponsorship
question was changed to a cross-marketing question for the next interview.
Although this was a new que:tion, the Executive Director was also asked
additional follow-up questions to elicit more information about the contract
terms he initially gave. As forecast in Ct .pter Two, the initiai questicns
evolved as the interviews were completed to help develop a more complete
description of organizations and their strategies (Miles and Snow, 1978;
Thibault et al., 1993).

Although the interview questions and answers were recorded, notes
were sparingly taken throughout the interview. While trying not to distract the
interviewees, the notes served as reminders for interesting ideas and/or for
clarification during the interview (Fontana and Frey, 1994). After the interview
was completed, the tapes were transcribed. The transcription process helped
to confirm previously attained data, determine if another interview was
necessary with that particular individual, and improve the nature of future
interviews. As each interview was conducted and transcribed, a journal was
kept to record impressions, observations, and ideas from the interviews. "One
might keep track of puzziements and thoughts, probe questions that were
useful, anc evaluative comments about the interviews that may be useful
later" (Henderson, 1991, p.81). The journal also helped to improve the nature

of the questions for the next interview.
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(4) DATA ANALYSIS:

Henderson (1991) proposes that it is acceptable for researchers to go
back to the conceptual framework and rewrite it as data are collected. This
was not necessary for the current study because, as described in Chapter
Two, changes were made to Thibautt et al.’s (1993; imperatives so that they
more closely fit the conditions of the PSO sector. In order to arrange the large
amount of data into a controllable format for the discussion chapter, certain
imperatives (e.g., funding) also required an alteration, namely the creation of
secondary categories (e.g., sponsorship, user fees).

To make sense of a large volume of interview data, Henderson (1991)
also proposed that data analysis could begin early in the data collection
process, in that collecting, coding, and interpreting data could occur
simultaneously. As stated earlier, the interview questions were altered to
probe further into issues of the strategic initiatives, and as the interviews were
transcribed, drafts of the cases were written as a way to organize the
information. Before the first draft of each case was written, each transcribed
manuscript was reviewed to find comments relating to certain topic areas. For
example, when an interviewee made comments about the PSO's sponsorship
policy, notes were taken about the contents of statement. The notes identified
who made the statement, on what page the comments are located within the
transcript manuscript, and the nature of the commerts. After half of the
interviews were completed for a PSO, the first draft of each case was written
'using the analysis of the available data. The notes were used as an index to
the original transcription thus ensuring the text was accurately quoted.

Once the interviews and the analysis process were completed for each

PSO, the comments were compared for patterns or commonaities, and then
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added to the case description. As stated earlier, this process did cause

problems for some sections (such as funding) because the amount of
information was still too large to notice any patterns. In this case, the section
was broken down into sub-sections until the data were in controllable
amounts (e.g., the Council, sponsorship, and surplus funds are some of the
subsections of funding). If there was more than one dominant point of view
regarding a certain portion of the PSO's strategic initiative (e.g., the view
*running the organization like a business" that was presented in Case C),
those comments were added to the case. Although the final version of the
cases contain general information about the PSO, its strategies, and any
differing views regarding these strategies, the case descriptions hopefully
included enough information to allow the readers to draw their own
conclusions about the organizations and their strategies. The discussion
chapter offers the author's analysis of the PSOs, and the contents of their
strategies.

Finally, Henderson (1991, p.143) also suggested that "while the exact
area that you wish to explore may aireadv be delineated in your guiding
hypotheses, additional content areas are likely to emerge during
interpretation.® For the current study, the important point was to keep an open
mind during the > . .1 analysis process and not eliminate any emerging

conisnt possibilities t0o scon.

(5) CONCLUSION:
This chapter addressed a numbar of methodological issues regarding
the current study. The first section of this chapter outlined the study’s

methodological foundations. Since the study was successful in enhancing our
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understanding of the strategic initiatives employed in the PSO sector, the

interpretive paradigm served as a useful basis for the study. The study also
used a qualitative approach with multiple case study, and gathered data by
interviewing PSO leaders and reviewing the organizations' resource materials.
This chapter also detailed the selection procedure for the PSOs, the data
collection techniques, and how the data was analyzed. The next chapter
presents the four case studies to introduce the readers to the context and the

strategic initiatives of each PSO.
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Chapter 4: PSO CASES

The primary focus of this chapter is to describe the strategies
formulated and implemented by the PSO leaders involved in this study.
Although the identities of the interviewees and their organizations are to
remain anonymous, the cases still provide an opportunity to *look inside the
world" of each organization. The following section briefly summarizes the
general characteristics of the sports represented by the sample of PSOs
studied. This summary is followed by a detailed account of each of the four

cases.

(1) GENERAL CHARACTERISTICS OF THE SPORTS:

Many representatives within the four PSOs considered their sport to be
a 'life time activity'. In other words, they believe that people of all ages can
participate in the sport. The four sports are also recognized as Olympic
events; the first one (represented by Case A) is involved in the Winter
Olympics, and the last three (represented by Cases B, C, and D) are inv‘blved
in the Summer Olympics. Case A represents an outdoor winter sport, Case B
represents an outdoor summer sport, and Cases C and D represent s;jbrts
that are played outdoors in the summer and indoors in the winter. Of the four
PSOs, Case D represents the only sport that is involved in the junior énd

'
i

senior high school competitive schedule.

(2) CASE A:
This particular PSO represents a Winter Olympic sport and has as its
mission: "to deliver for Canada superior programs and events that develop

individual potential and winning teams.” To carry out this mission, the PSO's
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office is located in Calgary. Although most PSO offices are based in

Edmonton, the office for this organization is located in this Southem Alberta
city because of its close proximity to the sport's training and racing facilities.
The office building was originally used for the 1988 Winter Olympics, and has
since been renovated to fit the association's operating needs. In comparison
to other PSOs, this organization is mature in age; is less dependent on
government-provided financial support; and exhibits high levels of
speciaiization and formalization. The organizational design resembles what
the sport literature would classify as a professional bureaucratic structure
(Kikulis, Slack, Hinings, and Zimmerman 1989). This means that the
professional expertise (i.e., the technical knowledge of the sport) is
acknowledged to rest with the Technical Director and his coaching staff.
Although the technical expertise is concentrated with this group of
professionals, the organization is fortunate to have other sources of technical
support available (e.g., board members). Many of these board members are
involved in the sport through their children's participation in the elite programs,
as racing event volunteers, and/or as former elite competitors. As a former
National Team coach, the President also provides considerable technical
support to the organization.

The Technical Director's staff includes a head coach and an assistant
coach while the Executive Director's administrative staff is comprised of two
office administrators (one responsible for communication and the other for
finance). Of these six staff members, four are male and two are female. All
the staff members are led by the Executive Director, who is in turn directed by
the board of directors. According to the Executive Director, his title changed to
‘President’ during the 1993/94 season,
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We experimented with the title ‘General Manager', and

recently changed it to President to try to reflect a change we are

trying to do with the board, i.e., make the board more policy and

procedure oriented and my position very "hands on" ....

The structure of the board also changed to allow for changes in the staff titles.
As the board attempted to decentralize the operational needs of the PSO, the
title for the leader of the board was changed to ‘chairman’. The eleven
volunteer positions on the current board are: chairman, past-chairman, vice-
chairman program, chairman-leadership, director at large, chairman-north
zone, chairman-south zone, chairman-medical, chairman-marketing,
chairman-membership, and [affiliated organization] director.

The professional and volunteer leaders work to develop the sport
throughout the province. Many of these leaders indicated that the local clubs
throughout the province attempt to fulfill their membership's day-to-day needs
while the PSO "...attempts to provide the entire family with a positive sporting
experience” through its programming. These programs include: entry level
clinics and leagues, a corporate sponsored skill awards program, competitive
racing programs, provincial teams, hosting major competitions (e.g., World
Cup races), and enhancing the sport through: the training of volunteers,
officials, and coaches. To participate in any of these programs, a person must
become a member of the PSO by registering with a local club or contacting
the PSO office directly. The members receive the following benefits:
supporting programs that develop individual potential; participation in a
discipline within the sport, technical development and officic.is' programs,
national and/or international ranking with the appropriate license, liability

insurance (2nd and 3rd party); access to regional seminars and clinics,
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weekly information packages, association window decal, and a magazine-

type newsletter delivered to members' homes. The members are also eligible
to win the following prizes: two tickets to anywhere in Canada where the
airline sponsor flies or to Frankfurt (Germany), and an opportunity to win free
gasoline from a sponsoring oil company. Aithough the PSO provides many
types of programs and benefits, the number of members over the past few
years has been fairly constant (averaging 5,000). Before describing the
strategic initiatives pursued by the PSO's leaders to strengthen their
membership base programming and finarcial stability, the essential
contextual factors (such as membership needs and costs) that influenced the
leaders will be introduced.

Many of the leaders who were interviewed agreed that Alberta is one of
the best provinces to participate in this sport because of the close proximity of
the mountains. As a result of this easy access, the leaders felt that there are
many more Albertans participating in the sport than there ara members of the
PSO, and that it has been difficult attracting new members to the
organization. The following statement from a board member is indicative of
the views held by other leaders in the organization regarding membership.

Each year we try different value packages, [and] general
memberships but | think ... that we are a pretty internally

focused organization. That has its good sides and bad sides.

We produce excellent athietes. We produce ... excellent people

out of our program. Those things only happen by being very,

very focused. And when you are intemally focused like that, itis

tough to go out and say to all of those people "hey, why don't
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you come on in here and have a look at what we are doing and

become a member.”

He also mentioned that the corresponding NSO is also internally focused on
racing and has a similar membership problem. Even with high media
exposure across the country, resulting from the internationai success of the
national team, the NSO has not been able to increase its membership. The
board member claimed that they hoped that the exposure will increase the
popularity of the sport, draw new competitors to the sport and remind people
who enjoy the sport on a recreational level to participate more often.
Nevertheless, with the PSO's internal focus on racing, it was difficult to
understand why the leaders believed that the public would want to join the
association as general members beyond learning the sport's basic skills
and/or competing in racing events. In actuality, people who are only interested
in learning the basic skills of the sport, can purchase lessons at a local club,
which reduces the PSO's power to attract new members even further.

The initial membership fee is relatively low compared to other sports. A
basic membership is $16.05 per general member (parents, coaches, officials,
and any other supporter) and $25.00 per competitor. However, the
competitors' annual membership fee increases when one of the following

'‘program’ fees is added to their ‘basic membership’ cost:

Table 1: Membership Categories and Fee Structure for PSO A

Membership Eee
Entry level league $7
Nationally carded athletes $50
International carded athletes $160
Masters' athletes $11

Although the membership fees are relatively flexible in meeting the different

needs of competitors through these four programs, many of the interviewees
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stated that they have to monitor the costs for the participants at the
‘grassroots' level. According to the President,
| think trying to control the cost at the grassroots level is

really important. 1 have a fear that without watching it, our sport

could get to a position where it prices itself out [as a popular

past time and]... that you have to be a doctor or lawyer to have

your Kids into [the sport]. | am very cognizant of that - to make

sure that we don't do that. Actually, when you compare us to a

lot of other sports, at the entry level, we are holding our own.

Other sports are trying to raise their prices faster than we are.
Shortly after this comment, he stated that the participants' total affiliation fee
could become quite high when the PSO's membership fees are added to the
local club's registration fee. By his own account,

... it is important that we work closely with the clubs and

everyone is aware of it. It is easy for us because we are a

relatively small portion of the total cost, to think "well, we can

raise it $5 or $10 because it is small” but | think that it is

important that we outweigh that kind of thinking.... Two years

ago [an entry level program] doubled because of some financial

struggles the association was in. Now we have held it constant

for two years and hopefully, at least another year so that the

costs don't increase.
The above view indicates that the leaders are trying to =aintain a low
membership fee to attract more participants into their programs. However, the
one cost that management does not have any control over is th& competition

expenses such as travel and equipment.
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Although the current general membership fee is relatively inexpensive
compared to other PS0Os, the competition cost for the recreational participant
is expensive. When gsked about these high costs, a board member gave the
following response.

No doubt about [the expensive nature of the sport] and to

say otherwise would be to avoid the obvious. When you put all

of the things together that you need to have to [participate], it is

expensive. You need transportation to get to [the facilities]. You

need money to be able to buy [a pass to use the facilities]. You

need money to be able to buy the equipment.

For the elite athletes, these expenses increase significantly (e.g., specialized
equipment, additional coaching and training, national and international trips
for competitions ...etc.). Although the PSO offers some financial assistance, it
is limited to those competitors who achieve a high performance standard. All
other competitors pay the entire amount themselves (between $4,000 and
$10,000 per year). Although the leaders are trying to reduce some of these
costs through their symbiotic relationship with facility operators, they
expressed concerns that the combination of competition costs and affiliation
fees may hinder people from participating in the sport.

Along with the expensive nature of the sport, another reason cited as
problematic in attracting new members was the difficulty in accommodating
the needs of aspiring athletes in various regions of the province. In other
words, members living near training and racing facilities (Calgary, Banff, and
Canmore) have different needs than constituents who live further away
(Medicine Hat, Grande Prairie, Fort McMurray, and Edmonton). For example,

competitors require good training facilities to excel in the sport, and it
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becomes difficult for those who live further away to train at the higher levels
necessary to remain competitive. Aithough the PSO leaders stated that the
facility issue is on-going, they must alsc tackle another membership issue,
namely, balancing the needs between the elite athletes and the recreational
members. According to one board member, the PSO provides entry level
programs for mass participants.
... as we educate the parents and athletes through the

process, during the metamorphosis from entry level to elite level

programs, we'll have a body of people within the organization

who'll tend to be more to the general panticipation side rather

than the elite athlete side. At the senior executive level of the

organization, there is a very firm fix on the notion of producing

elite athletes, and we make no apologies for it. ... When we look

at the individuals who we produce, these are fine, fine people let

alone athletes and so we make no apologies for that. It is

interesting that the same people, who tend to decry the elite

athlete program, are just as proud when one of them goes out

and wins an international event or an Olympic medal.
A closer inspection of the entry level programs indicates that they are
designed for children (potential elite athletes) and not for adults. Every
individual interviewed felt that the organization does have a balance between
the elite and entry level programs, however, as eviderit in the following
discussion, a strategy was developed to increase the rate of young entry level
and/or recreational athletes moving into the elite programs.

The board and staff members tried to balance the needs of the aspiring

elite athlete and the recreational athlete through ability-level racing. The
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abitity- ievel program was design<id to give athletes an opportunity to achieve
success and recognition within their own age and ability group. This program,
which is unique to Alberta and is closely monitored by other Canadian
provinces, has the following objectives: to provide excellent programs and
events for Alpertans; to provide competitions based on the ability-level of the
participants; and to encourage and provide opportunities for the members to
develop individual potential. To illustrate the quality and success of the ability-
level racing program, many of the leaders provided examples of international
achievements by former national team members who instruct, and/or have
participated in the PSO's program during their youth.

To achieve these objectives, the original two age categories, Juvenile-
aged athletes (11-14 years old) and Junior-aged athletes (15-18 years old),
were modified to contain three to four ability levels (depending on the number
of peopie in the category). All the competitors within the ability-level prograrn
receive a national competitor's card once they turn eleven years old which
functions as a 'license' to race. The license number, along with the athletes’
profile, is entered into a national database which is updated, according to a
national point system for each participant. The accumulation of points in turn
determines each individual's national ranking and helps to determine their
ability level and qualifications for future races.

A staff member described the development of the ability-level program
as a modification of an existing ‘age-level' program. A successful European
head coach, who sat on the board prior to the program change and is
currently the Technical Director, noticed that the current system was not

working and presented an idea to change it. His idea was to,
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change it to (instead of age based racing, instead of

financially based racing, participatory versus elite). ... something
called ability-level racing.... We identified, about 4-5 years ago,
that we are getting more and more kids moving into, what we
call, a participatory stream and not staying in the elite stream.
There are a lot of talented kids that would be in the elite stream
but they go into the participatory strearn (parental pressure, peer
group pressure, cheaper), and we are losing all kinds of good
pecple to it. The other side of it was the people that were
running the participatory stream, the volunteers, ... were weak
technically in terms of running races. ... So we are getting all
these masses of people shifting to a really weak participatory
program (losing athletes, losing volunteers, losing care and
concern for the whole program).

As their competitive participant numbers were decreasing, the elite coaches

questioned,

*What is going on here?", "Where are we going to get
some talent from?", and "Alberta is going to get wiped out if we
don't start mixing participatory stream kids into the elite stream.”
That was what the problem was, in that we were running out of
good athletes and we decided (we determined) that the barriers
were how the program was set up. It was too easy to go into the
participatory [side] versus the elite [side]. Besides [the
participatory side] is cheaper.

The adjustments to the program’s philosephy from age-level racing to ability-

level racing occurred gradually over a three to four year period. By adjusting
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an older program, the leaders were able to increase the number of racers in
the elite programs. F:*wever, the changes to the program were sufficient for a
staff member to claim that “... all of a sudden - we are shoving change down
their throats".

The above reference to ‘change' provides another example of the
PSO's strategic initiative. When asked to expand upon his comment, the staff
member described a problem that resulted from changing to the ability-level
racing philosophy.

| thought the concept was way ahead of any other racing
program in Canada. ... So we divided up our program ... [but]

this was a big battle at our AGM [Annual General Meeting]. [The

European coach] and several board members said that "we

have to make this change for the good of the province", and a

lot of people saying "Change? What for? We don't need change;

my kid is having fun. | like this participatory program.” So there

was quite a battle, ... [the European coach] said, “Look, if we

don't do this, I'm walking [quitting]. | am done.” Couple of the

board members said the same thing, and it passed.

The problem was that the change created friction and animosity between the
PSO office and their members (e.g., parent and elite club coaches who did
not want or understand the changes). After the program change, the coaches
became responsible for ‘athlete management' - deciding when racers train
and compete, and evaluating the ability level of athletes. Prior to the change,
any adjustments to an athlete's racing status were decided by a staff member,

whose position was phased out shortly after the change was implemented.
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According to many of the technical staff members, shifting the

‘responsibility to the coaches served as a step to elevate the coaching

profession within the province. Whereas, the coaches in many other sports
operate in a volunteer capacity, the coaches (e.g., club head coaches) in this
sport are paid professionals whose salaries range from $30,000 to $40,000
per year. Although the actual number of highly paid coaches in Alberta is low,
a majority of them work at local clubs resulting in several strata of coaches.
The larger clubs subsidize their staff with professional development
opportunities through the National Coaching Certification Fiogram (NCCP)
and upgrading courses. The smaller clubs however, facing financial
restrictions for coaching development, rely on the coaches' initiatives to enroll
in the NCCP and upgrading courses offered by the PSO.

Prior to the changes in the ability-level program, the PSO invited the
head coaches from clubs around the province to participate in seminars
designed to improve their technical knowledge (e.g., teaching skills, error
detection and correction, ...etc.). The seminars were desighed in such a way
that the coaches went back to their clubs and distributed the information to
their staff. According to many of the executives who were interviewed, similar
seminars were used to introduce coaches to the ability-level philosophy, to
train coaches about athiete management, and to eventually remove or lesscn
the friction caused by the program changes.

Historically, PSO leaders used seminars as an educationai tool to train
club executives and volunteers. Management attributes this early emphasis
on leadership development as a major reason for the PSO's growth over the

last decade. As one board member expressed,
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... very few people in our organization embraced the
status quo.... | think it's important to realize that you could look
back eight years ago and you could pick out, at most, a half
dozen leaders in the sport in the entire province. Now when you
look at the leaders in the province, the clubs are much stronger
and most clubs have a group of leaders. We have people
involved at all levels of the sport and they are extremely
competent people. The board continues to attract stronger and
stronger folks.... So you could take one or two key people out of
the sport today and not have an impact on the sport. You take
one or two key people out of the sport seven to eight years ago,
it would be disastrous.

When asked if these leaders emerged or were purposely developed, he
continued by stating that the strategy,

... was very deliberate! You know, in the same way we as
a board would agonize over key staff decisions and who we're
going to hire, we very deliberately set out from year to year to
accomplish certain types of goals ar.: 1:» improve our
organization in a number of areas so when we look back over
one year to the next we would be able to see very definite
measurable improvements in certain areas.... It was very
deliberate.

In essence, to educate the coaches about the program changes, such as
athiete management, the organization revamped an existing leadership

development strategy. Many of the board members claimed that refining this
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strategy improved the organization's leadership, and continues to do so (e.g.,
volunteer training).

From the testimonials of many of the PSO's leaders, their strong
network of volunteers was established over time and with the help of a well-
documented spoit history. All volunteers, who work at the racing events,
receive training thréugh officiating and upgrading ceurses (during the season
and on-site participation). A majority of the volunteer base gained their initial
strength and maturity through parental involvement in the entry levei
programs, and many of them were fortunate to gain additional experience at
the 1988 Winter Olyrnpics in Calgary. The organization is now, in fact,
recruiting and/or accepting second and third generation volunteers from their
original volunteer base. Many of the new volunteers are individuals who
graduated from the PSO's programs and are returning with their children.

These volunteers provide valuable assistance to the PSO's programs,
such as helping with many of the racing components, from athlete safety to
prize giving. For example, volunteers assist in the preparation of the race
course (e.g., placement of sophisticated timing devices). The sport also has a
very precise set of rules and guidelines for competition. The volunteers must
have a good understanding of these rules and regulations in order for the
events to run smoothly. According to the PSO leaders, the volunteers working
at races are, gesiarally speaking, well trained and comprehend the procedures
and rules of the entire competition. Hotwever, based on the following
comments from the president, the same is not true for other volunteers.

in terms of our board, we do a board orientation each
* year because of new members coming in. That would probably

be the extent of our volunteer training.... | think there is still room
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to improve our orientation and education of our volunteers.

Again, that is one of those nice to do things. | haven't had time

to think about it.

Nevertheless, the PSO employed a strategy that was used in the past to train
leaders within the sport (e.g., club executives and coacnes), and refined it to
train racing event volunteers. This exampie also illustrates that training priority
was given to the event volunteers over others because they reduce the cost
of the association's most important programs.

The final example of the PSO's strategic initiatives demonstrates how
the leaders moved the organization towards self-sufficiency. Even with the
use of volunteers to reduce program costs, the leaders recognized and
planned creative measures to change the financial ‘picture’ of the
organization. Currently they are funded by two external sources: the
Canadian Olympic Development Association (CODA) and the Alberta Sport
Council. Other funding sources used to support their programs include
sponsorship, user fees, casinos and fund raising activities such as hosting
World Cup racing events. Generally speaking, these activities are extremely
important in reducing the costs of the program; helping the organization to
become as self-sufficient as possible; providing athletes with an elite level
competition in Alberta (e.g., national and international rac}ing in Alberta); and
increasing the profile of the sport. |

As a result of their proactive funding strategies, a(l of the leaders
interviewed believe that the organization could essentia Iy be self-sufficient
today. If the current funding reduction trend continues, the PSO leaders felt
that, after some program adjustments, the organization |could continue to

operate. For example, they suggested that they would ¢ontinue to focus on
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the elite development programs and the ability-level racing program, however,

they would also restructure or eliminate the Council's required programs (e.g.,
sport outreach clinics that are difficult to operate and not financially viable).
TI'/(é PSO's executives would also focus on p'ursuing additional corporate
séonsorship contracts to replace any lost external funding. However, as the
f’! llowing board member's comments indicate, the organization does not
/;an ask for money.
We also understand that it is a two-way street. We

/ understand that there has to be sorhething in it for the sponsor.

{  Yuu have to sit with these corporations, find out what their

| corporate philosophy is, where they want to go with their

advertising and their promotions.

For "example the PSO has used innovative strategies to obtain sponsorship
deals from a chocolate bar company and an oii company. The following 'cross
marketmg example mvolves a deal where the two sponsors were able to get
what they needed from the sport, and the P£7.; was able to get what it needed
from the two sponsors.

This particular deal developed because one of their members knew a
representative of a company that produced food products. This company was
not interested in sponsoring the sport directly but in obtaining shelf space
within a grocery store chain for its products. The PSO leaders knew ofa
grocery store franchise that wanted to be involved in their high profile sport
but did not want to contribute any financial resources. Thus, the President
negotiated shelf space from the grocery store chain in exchange for a high
profile and primary sponsorship deal for a series of events. The PSO received

‘g®ods-in-kind' from both companies, money from the food company, and a
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title sponsor for the program from the grocery store chain. When the food
company decided not to renew the contract after four years, the President
offered a similar deal to another interested party. A new four year contract
was signed worth approximately $35,000 per year. Many of the decision
makers made it clear that they no longer believe in the "days of just asking
companies for money".

Another example of the PSO's creative funding strategy was provided
by their volunteer group, who established a separate Foundation for the
association and raised funds through events such as auctions and celebrity
racing events. It is noteworthy that in all of the conversations with staff and
board members, the Foundation's funds were discussed as being off-limits
until the amount was high enough to eam a 'substantial' interest amount. The
following statement from a board member indicates the function and status of
the Foundation:

| have kept that out of the conversation up to this point
because to this point, there has been a lot of money raised into

the Foundation but none of that has yet flowed into our

organization. [There] was a threshold amount that the

Foundaiion needed to reach before it could begin to flow any

funding to [the association]. | have always tried to keep that off

the table because if we sit and wait for that funding to arrive, in

the mean time we won't be managing ourselves fiscally well. So

if we do that now, when that money does arrive we will be better

off. We will have more money to enhance our programs.

The restraint that the PSO's leaders have shown regarding the Foundation's

funds is viewed by many within the PSO as one of the major strengths of the
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organization's leadership. For example, according to another board member,

the PSO "was one of the first organized sports in Alberta to take the business
of running the sport off the kitchen table and organize it professionally and
manage it professionally”. This commitment to ‘professionalization’ is still
evident as the leadership continues to use creative strategies (e.g.,
sponsorships and the Foundation) to move the organization towards self-
sufficiency.

In fact, all three examples presented in this case (ability-level racing,
leadership development, financial seif-sufficiency) illustrate how the PSO's
leaders have employed strategic initiatives to ensure that the association
continues to succeed and grow in the province. According to a board
member, the success of the organization will also depend on their future
initiatives.

We have done some mission [statement] work, and that

is always painful for organizations to do. Since | have been

involved in the board, we have gone through that process in &

major way three times. We're getting closer to a mission or a

definition of what the purpose of our organization is. We are not

there yet though. | really think it is going to take us another year

... part of the problem there is that it is not just Alberta. [The

other PSOs across] the entire country [have] to be in "sync" and

... We can't operate as a complete island on our own. | reall;s feel

that we are about a year away that, but we are working [towards

it].

To continue to be leaders in the sport, many of the interviewees listed a

number of items (in addition to its mission development) that must be
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atter.zed to in the future: increasing their membership base, improving the
entry and elite programs, continuing to develop leaders (e.g., coaches and
volunteers), and continuing the process towards self-sufficiency. To conclude
this case, the PSO leaders refined older strategies for the ability-level and
leadership development programs and created new strategies to move

towards financial self-sufficiency.
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CASE B:

The PSO in Case B represents a sport which is usually associated with
a summer time activity for people of all ages. Whereas the PSO leaders in the
previous case were refining and/or creating strategies to address
programming and funding needs, the leaders in Case B have been exploring
a variety of strategies to improve their organization in a number of areas. This
case will highlight the strategic initiatives that the leaders have employed to
increase their membership, volunteer, and funding base. Before describing
these initiatives, the case begins by introducing the reader to the nature of
this organization.

Although the sport has been around since the early 1900's, the PSO
was only recently established in 1973 as an incorporated organization. As a
characteristically young organization, it is highly depedent on external
funding sources; has moderate levels of centralization and formalization; and
has high levels of specialization because of the sport's multi-disciplinary
nature. In other words, the organization's structural design resembles what
Kikulis et al. (1989) call an administrative structure. The PSO's mission is "to
act as the organizing body that prornotes all aspects of the sport in the
province of Alberta." All the programs and services that are offered by the
organization revolve around the education, promotion, and development of

the sport through the following objectives.

(1) To develop a strong financial base.

(2) To develop a strong volunteer base.

(3) To increase membership.

(4) To improve communication between the [PSO] and its
membership.

{5) To have an effective administration.

(6) To protect and advocate the rights of [participants of the sport].

(7) To develop a strong racing program.

(8) Tc develop a strong coaching program.
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(9) To implement a [sport] Education Program.
(10) To develop a strong grassroots program.

According to the manager of the PSO, the objectives are intentionally vague
so that the organization can support all aspects of the sport. The professional
staff members, who work at the PSO's office (located at the Percy Page
Centre - an office complex in Edmonton housing over 60 PSO headquarters),
are responsible for fulfilling the objectives to the best of their ability.

To complete the PSO's day-to-day tasks associated with the
objectives, the organization has a professional staff consisting of a Program
Director and a Provincial Team Coach. The Program Director, who really
functions as an Executive Director, has been with the organization for nearly
three years and has a Physical Education degree (specializing in Sport
Administration) from the University of Alberta. The Provincial Team Coach,
who holds a Masters degree in Economics, has seventeen years of racing
and coaching experience with the Canadian National Team and club teams in
Quebec and Europa. Along with these two full-time employees, there is a third
staff member who is hired for the summer months only. The Program Director
employs an Administrative Assistant (a positie= »ecupied by a university
student) on a contract basis during the montiis of May to August. Although the
day-to-day decisions are made by the staff, major decisions are made by the
Program Director and the volunteer board.

The PSO's board structure is comprised of a total of fifteen positions
including a President, five Vice Presidents, eight Zone Representatives, and a
Chief Commissaire (head of officials). Since it is a multi-discipline sport, the
five Vice President positions are responsible for chairing a technical

committee for their particular discipline (three competitive, one recreational,
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and one addressing the needs of women in the sport). The Zone

Representatives (representing the same zones that are defined by the Alberta
Sport Council) are responsible for collecting and conveying their constituents'
ideas and concerns to the board. Even though the total board consists of
fifteen positions, two of the zone positions were vacant at the time of the
interviews, leaving the Board's total population at thirteen. Of those thirteen
members, 77% (ten) are maie. The only female board members are a Zone
Representative and a Vice President who specifically looks after the needs of
women within the sport. Although her Vice President position is usually not
found in other sports, it is a common position within the national and
provincial structure of this sport.

The PSO's volunteer and professional leaders have produced a
diverse programming schedule that allows their members to participate in any
of the following four technical disciplines. As a Summer Olympic sport, there
are two traditional events: road and track (hereafter known as the two
traditional disciplines). A third discipline (hereaiter known as the off-road
discipline) has recently been added to the 1996 Summer Olympic Games in
Atlanta. The PSO's fourth discipline is recreationally oriented for those who
participate in it as a leisurely activity. The office staff distributes their time
according to the size and needs of the membership within each of the four
disciplines.

With the addition of the off-road membership fees, the total revenue
generated from the membership is now divided among the three competitive
disciplines for their programming needs rather than between the traditional
two disciplines. With the funds divided among the competitive disciplines of

the sport, the PSO offers many more competitive programs (e.g.,
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developmental clinics for coaches and officials, racing events) in comparison
to recreational programs (e.g., entry level clinics). Meanwhile, the recreational
discipline has the smallest membership base leaving the disciplina with a
minimal share of the programming funds. The Program Director stated that
the discipline's limited number of members makes it difficult for the
Recreational Committee to produce poiicy and programs on the basis of such
minimal fee generation.

It is still out of the goodness of our hearts that we spend

time on their issues because they don't bring a lot of

membership. They don't have any grants (though they do

tederally). There are Fitness Canada grants and there are those

Canadian Sport Council grants that kind of govern each area.

They get a lot of money at the national level. A lot more than

one would expect.

Although the staff members try to assist the Recreational Committee, a
majority of the PSO's programming is geared towards the members in the
other three disciplines.

To participate in any of the programs across disciplines, a person
must become a member of the PSO by contacting the office directly or by
registering with a iocal club. According to the Program Director, a majority of
the members join the PSO through their club affiliation. The number of clubs
in Alberta has been fairly consistent over the years (approximately 53). The
Pregram Director stated that it is difficult to break down the demographics of
each club because they offer a variety of discipline combinations. Of the 53

clubs, there are 24 in Calgary, 15 in Edmonton, 2 in Lethbridge, 2 in High
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_River, and 2 in Red Deer. The remaining 8 clubs are spread throughout the
province.

Although the PSO does not require their members to be club members,
new competitive athletes are evaluated by a club official to verify if, in fact,
they have the necessary racing skills to participate safely in a race. According
to one staff member, |

There have been [people] who say, "No, | can go on my

own". The only problem is once you put them in a field of 10, 20,

30, 40, or 50, they may not be as safe as they think because

they don't have experience [participating] in a group. That is one

thing we look at al! the time, is that, a club would say that they

are OK. But | would say that 95% of the people in our

organization belong to a club.

Along with having their skill leve! evaluated, the PSO office staff also
encourage people who are new to the sport to race with others (e.g., with a
club) before they acquire a competitive racing license. Since the PSO does
not have a refund policy, management felt that it would be in everyone's best
interest if first-time participants experienced a racing environment before
joining the PSO. This policy gives potential members a chance to decide if
they want to obtain a competitive license or remain a recreational participant.
Since the organization is concerned about its ability to serve and expand its
membership (an issue to be discussed later in the case), the leaders hope
that by providing potentially new members an opportunity to leam about
racing with local clubs, the PSO will benefit in the long run.

Assuming that the new participants or clubs want to join the PSO, they

have to purchase a membership. The membership fee structure is based on
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the discipline and the age of the athlete. For example, there is a low ‘basic’

membership fee for coaches, officials, and other advocates of the sport. Local

clubs can also save their members money because clubs can register their
_members with the PSO at a lower fee. All of the available types of

memberships, along with their affiliation fees, are listed below.
Table 2: Membership Cateqgories and Fee Structure for PSO B

g For coaches, managers commissaire, mechanics
$1 O Insurance fee for unaffiliated, licensed &
unlicensed members
$30 License fee for unaffiliated, licensed members only

Off Road $15 Beginners (bormn before 1977)
Discipline $40 Veteran (born before 1951)
$40  Senior (1961-1976)
$25  Junior (1977-1980)
$25 Cadet (1981-1985)

Tiaditional $55 Veteran (born before 1961)
Discipline $55 Senior (1961-1976)

$25  Junior (1977-1979)

$18  Cadet (1980-1981)

Clubs $70 Unsponsored clubs (pius $10 per member)
$140 Sponsored clubs (plus $10 per member)

In addition to these fees, if a person wishes to purchase a license for the off-
road and traditional disciplines, their total membership fee is discounted. This
policy was implemented to encourage racers to compete in ihe other
disciplines thereby increasing the number of participants per race. However,
since the policy was implemented there has been only a slight improvement in
the number of dual memberships. The 1993 membership base consisted of
740 members and of those, 570 also had racing licenses issued. Oi those 570
racing licenses, 54 were dual licenses which drops the total number of racers
to 516. Many of the PSO leaders felt that this flexible fee structure would

attract more members to the organization in the long run, however, the short
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term resuiis were not promising. This is discussed in detail further on in the
case.

When cemparing the PSO's membership tracking system to other
PSOs, the Program Director claimed that their system is relatively new.
Although #1e sport has been around since the 1900's, the earliest records of
competitive and/or recreational members date back only as far as 1980.
However, as th& Program Director noted, complete records have only been
kept in the !ast few years.

Things really got going when there was an office

established and that was at the old Percy Page Centre in St.

Albert, and that was about 1986-87 (in that time frame). They

had an Executive Directdr start them. Actually, they started with

a Program Technical Director, and she was around for about a

year before [my predecessor]. [The predecessor] was kind of

the big force as far as progressing.... Before that [the records

were] really very simple and everything was done by hand at

that point, and there was no [membership] database. | think the

database came in about 1988.

Tne computerized database system contains membership information such
as background data {e.g., address and birthday) and what type of license was
purchased. Other than for statistical data, the database serves to verify
(before the competition begins) that everyone has a license to race, coach, or
officiate.

Along with participating in programs such as racing events, the PSO's

membership fee provides the following benefits to its membe- .: a newsletter,
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insurance, and a handbook. However, the ‘basic' members are excluded from

the competitive programs. As a staff member expiains,
[Basic members] are treated as a licensed member with

one exception: they can not participate in the competitive

events. The members in this category are, however, entitled to

any technical information from the office, such as technical

manuals. They are also allowed to vote at the Annual General

Meeting. This means that the basic members have access to

more information and expertise than an average person who

might not know about what is going on in the sport.

Everyone receives a newsletter which is published six times a year and
contains articles and results relating to the sport across Alberta and Canada.
Along with the newsletter, members are automatically included under a
ccmprehensive insurance policy (e.g., accident and iiability) for those who are
in 'good standing' with the association (e.g., fully paid membership). The
insurance also covers traveling to and from events, and the events
themseives that are sponsored by the association or an affiliated club. The
basic features of the insurance policy (accident and liability) are listed in the
membership handbook.

Every year the PSO publishes a handbook in cooperation with event
organizers, the Board, local clubs, the Committees (such as the Women's
Committee), and the Zone Representatives. The handbook contains pertinent
information for all of the members such as a listing of the staff and the Board
of Directors, club information including a listing of all clubs by zones,
information about the insurance policy, office staff's job descriptions, technical

information, a glossary of racing terms, and a racing calendar. From the
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PSO's point of view, the handbook serves as a communication tool to
advertise the PSO's programs to their members. The handbook also serves
as a source of sponsorship dollars for the PSO as local businesses (such as
equipment shops and manufacturers) purchase advertisement space within
the publication.

Although recreational members receive many of these benefits
(including the PSO's advocacy work), there are only a limited number of
programs designed specifically for the members in this discipline. According
to one board member, there are mixed feelings about the PSO's role within
the recreational side of the sport.

Certainly there are a tremendous amount of people who

[participate in the sport] and are not involved in the association

and never will be. We claim that we are representing them to

some extent by advocacy and rules. But I'm not sure that it is

ever going to be recognized by [them] or even those in the retail

side of it. It has been suggested that we are taking on or

attempting to take on much more than we should be. It has been

a suggestion, but only at the discussion point at the national

level, that [the] Recreational and Transportation [discipline]

should fund their own things. Let the [PS0s] concentrate on

what some people think is their mandate (which is racing).

That's it and drop the rest. There is & fairly strong lobby within

the national level for the Recreational and Transportation

[discipline] so it stays. I'm just not sure at the provincial level [if it

should stay].
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Of the PSO leaders interviewed, half of them preferrec{! to focus on racing and
the other half on the recreational side. Nevertheless, t’ e recreational
discipline continues to be a small portion of the PSO's operations.

Although the recreational and competitive affili’ation feas are similar,
the equipment costs differ significantly. Without the pi‘roper equipment, a
person can not participate in this sport. Even at the rbcreational level
participants can pay between $200 and $1000 for th!"e proper equipment and
accessories. However, for the competitive athletes, tghe basic comgonents
range from $2,000 to $5,000 each, and then it can rénge from $1,500 to 3,000
if purchasing the latest aerodynamically sound parts. Besides the eguipment,
the athletes have other related expenditures such as specialized clothing,
club fees, competition fee, and travel expenses.

Many of the PSO leaders agreed that the expensive nature of the sport
is one of the reasons why the organization has witnessed a declining
membership. The PSO leaders also listed other reasons for this decline
including a limited volunteer workforce, limited operating funds, the difficulty in
acquiring the skills necessary to race, and the public's lack of knowledge
about the PSO and the sport in general (e.g., safety concems for children in
the traditional disciplines). In order for the organization to survive and
succeed in the future, many of the PSO's leaders have to focus their attention
on three major areas: increasing the membership base, recruiting volunteers,
and finding other sources of funding. The leaders have tried various strategies
to address these areas of concern, and thus far have had littie success. The
reminder of this case will highlight the strategic initiatives that PSO leaders
have employed to increase their membership and other strategic issues such

as volunteers and funding.
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Over the last couple of years the membearship in the traditicnal
disciplines has been decreasing by 10-20% every year. Membership records
also indicate that different disciplines attract different age groups. For
example, the demographics of the 1993 membership consisted of 75% adult
membership (between the ages of 18 and 34), with the majority in the
traditional disciplines. The membership base over the age of 35 has also
been decreasing. The remaining 25% of the membership were teenagers who
were predominantly in the off-road discipline (a strong junior category
between ages 15 to 18 years old). The PSO decision makers felt that the
difference in the participation rates between the traditional and off-road
disciplines was largely due to the appeal of the off-road discipline to the
younger generations. Therefore, the leaders generally agreed that the
membership has witnessed an increase in the off-road discipline, a decrease
in the traditional disciplines, and a consistently low number of female
members.

When asked how they plan to increase their membership in all
disciplines (especially the traditional disciplines), one of the leaders
suggested that all of the PSOs have their,

own little strategies on how to get membership, but we do

not actively seek membership. | have no idea why! It didn't occur

to me until probably last year. We never actively seek it. We

depend on the clubs to do that selling job for themselves. We

depend on people seeing us but we pick remote roads because

it is better to have no vehicles and it is easier and safer. Yet all

of a sudden, you have taken away all of your viewing public

because you have gone as far away as you can. It is not in the
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gymnasium and it is not in the swimming pool. It is not the same

as another sport where you just go indoors and watch it.

Although many of the leaders expressed their frustration with the declining
membership base in the traditional discipline, only one of the interviewees
mentioned a membership drive or campaign as a possible solution to reverse
declining participation rates. Although a campaign has not been initiated, PSO
leaders are trying to create new ways to attract more members, especially
more female members into the organization.

The sport is historically known to be dominated by males, and the 1993
membership demographics support this trend as the number of females within
the sport has remained consistently low (e.g., twenty female athletes in the
elite programs). Many of the leaders stated that they hoped that the number
of females would increase as the sport became more popular as a result of
the recent success of the Women's National Team at international
competitions. To compliment both of these factors the PSO's Women's
Committee has been proactive in trying to premote all levels of the sport to
interested females. Although the volunteer nature of this committee will be
described later in the case, a majority of the initial work was spearheaded by
the Chairperson of the Women's Committee (who is also the Vice President of
women's involvement in the sport) and the Program Director. According to the
Chairperson one of the reasons why they were successful in starting new
programs (e.g., camps to introduce female participants to the sport) was the
board's supportive position about addressing issues of equality.

Within my position, [the] number one [issue] with me was
to increase the number of women that were involved because |

felt that the atmosphere with the current board was [one of
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equality].... They were proactive in setting up ways to make it

easier for women to become involved. They always made sure

... that there would be a women's event as well. Which could be

a problem because of the low numbers. So they have been very

supportive in that regard. There was a harassment policy ...

which we just passed. We just copied that from another sporting

association and kind of changed a few words here and there. So

that atmosphere was already there. It was good to work with all

of the board members and they were very supportive.

Therefore, | felt that my role was to increase the numbers to

help support their initiatives as well so that we could say "hey,

we got this number and the opportunities are there. We got a

category system to make it easier for those that are new to the

sport to come in".
Even though some of these brograms have experienced a low participation
rate in the beginning, the PSO leaders are hoping that the number of female
participants will increase as they continue to offer females more programs.

One of the new programs with surprising success has been a weekend
camp where females are introduced to the sport. With thousands of women
involved in the sport recreationally, the committee was trying to break the _
perception that the sport's competitive side was ‘hard, gritty, and not
feminine'. The Women's Committee set out to develop an environment where
women of all ages felt comfortable to ask questions like "I don't know anything
about my [equipment]? What do | do if | have a flat tire?". The point of the
camp was to learn about the sport in a relaxing and non-threatening

environment for recreational and competitive athletes in the traditional and off-
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road disciplines. The Committee hired knowledgeable female and male
instructors such as National Team coaches and athletes to provide the
participants with a broad range of experiences during the camp. With the
participants using their own equipment, they participated in practical and
classroom sessions such as skill improvement, equipment maintenance,
nutrition, self-esteem, and sport medicine.

All the participants at the first camp in Calgary enjoyed the program.
The following year the Committee had advertised the camps through ‘word-of
mouth' and distributed pamphlets and posters to equipment stores,
community centers, and to other PSOs. Although the 1993 participation
figures were minimal, the camp in 1994 drew 32 participants including several
from outside of the province. The 1993 figures were disappointing, and when
asked why the registration rate was low, the Chairperson of the Women's
Committee answered as such,

I haven't quite put my figuré on that. 1 think one of the

reasons was an overall apathy, and it wasn't just [sport] related.

The weather was bad throughout the summer, the economy was

also bad. | mean it can be a very expensive sport. It doesn't

have to be, and that was [difficuit] to dispel that notion because

the [specialty equipment] store and the media, and the pressure

to have the best equipment.
Regardless of the initial number of participants, the camp's goal - to educate
the participants in such a way that the instructors were friendly and
encouraging - was achieved.

Although the initial camp helped to increase the number of females

participating in the sport and broaden their knowledge of the sport, the camp
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was also a financial success. Since the Women's Committee has a small
operating budget, the camp had to be self-funded. As the VP noted,
| pretty much operate on a break-even basis. | have a

very small budget that | do work with. We do get some funding

through Sport Canada. There are grants available to help out

people that come. | mean those that come to the camp, stay

overnight and apply for a grant. The mandate for that grant has

been broadened because before, it was geared yor young

athletes. Women don't start [in the sport] until later. So we have

worked very hard to broaden that mandate - now it is for any of

the ladies that come. It doesn't matter how old they are, they

can apply for the grant that is available. They basically get,

depending on the number that apply, the last few years | would

say that they have had 80% of their fees back.
She also mentioned that the self-funding aspect cf this program has helped
the Committee to offer similar camps in other parts of the province. When she
was asked about the growth of the camp, she explained that the initial camp
was an experiment and its early success has led to other improvements over
the years to create a better product for the participants. While this PSO's
leader continues to create and/or improve programs (e.g., the camps) that
increase the participation rates of women within their sport, other leaders are
also trying to increase the number of young members in the traditional
disciplines. '

According to many of the board and staff members, it is difficult to draw
young members to the traditional disciplines because the off-road discipline is

new, exciting, and less expensive. The new discipline also offers more
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freedom from rules compared to the very structured and tightly governed
traditional discip!ines. Many of the PSO leaders felt that the lack of new
competitors in the traditional disciplines will reduce the future aduit
membership rates as the current adult members retire from the sport. In other -
words, the number of younger athletes in the traditional disciplines will not be
enough to replace the current number of adult members. In addition, the
traditional disciplines face other problems that the off-road discipline does not
have to deal with such as training difficulties before school summer holidays,
transportation to training sites, and unreliable weather. While the sport's
competitive side faces recruitment problems, the PSO's recreational side is
also facing problems in attracting the younger members.

To promote the recreational side of the sport, the PSO leaders are
faced with a lack of qualified instructors for programs like the Sport Outreach
Program; a program sponsored by the Council to promote the sport to regions
within the province that may not have access to technical expertise. Althiough
the organization offers a NCCP Level One Technical course once a year to
train potential instructors and coaches, course enroliment remains low (an
average of six candidates per year). The enroliment has remained low even
though the course has been advertised throughout the province (e.g., posters
in equipment or specialty stores, announcements in its newsletter and in the
Alberta Sport Council newsletter). The Program Director indicated that the low
enroliment rate could be caused by a variety of circumstances, including a
lack of interest in the spert, active athletes not having time to coach, a lack of
courses in the sport offered at universities, and peopie generally perceiving

the sport as a recreational activity only.
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In addition to the difficulties in finding qualified course instructors, there
are other areas of concerns when trying to offer a program such as the Sport
Outreach program to children. One is finding a school that has teachers who
are interested in the sport and the PSO's prograrn. Another is bging able to
supply students with the proper equipment. A third concern involves the
difficulty of supervising a large class of students on public streets. As ncted by
a staff person,

Asking 30 kids to come to school and being supervised

by a teacher on open trails is pretty unreasonable to [ask for or]

do. Especially someone who is not experienced in leading

groups. What are you really teaching them is how to ride; you

are not teaching them how to race. Whereas in a club situation,

you can be one-on-one with a coach or other club members,

and you can race with someone your own age. Unfortunately,

there is a big gap between those two things. The club format

works very well and the school format, we can't decide what we

want to do.

The efforts of a local Edmonton committee has offered a possible solution to
these problems. The committee is working with a local hospital and the city
police to develop a one-day session for school teachers where they learn the
fundamental skills of the sport. Eventually the PSO leaders would like to see
the program available for all Edmonton schools, and then to other parts of the
province. As of yet, the PSO leaders do not have a program where they can
introduce school children to the sport. Along with trying to attract all types of

members to the PSO with the initiatives mentioned thus far, many of the
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leaders stated that many of these programs remain as ‘'ideas’ because they
‘lack two critical resources - volunteers and funding.

For a small organization such as this one, there is a need for
volunteers to help with projects such as race management and the Sport
Outreach Program. According to the Program Director, another project that
volunteers could begin is to develop technical manuals for the clubs.

The process is a long time away for us, if that is the way

we can go and the pecple are still interested between now and

the date we can institute it. Volunteers are like that; some stay

for a long time and some are gone after a touple of years. ... |

think our basic problam is that we don’t have enough volunteers

to implement the kinds of programs that really are necessary.

The leaders also find it difficult to attract volunteers into their committees. The
following statement from the Chairperson of the Women's Committee
indicates that the other committees within the PSO need a stronger volunteer
base to offer their programs.

| initially started out having a committee and asking a

couple of other ladies to work with me. One in Calgary and

another one in Edmonton. We sort of sat down and had a

strategic planning session, and the enthusiasm was there at the

start. | think it just takes a driving force to keep it going. | haven't

found a whole lot of people willing to step in and give me a hand

in that respect. It is kind of an apathy so basically | have been

doing most of it on my own. The office is really good and

supportive. Once | decide what | want to do, let's say put on a

camp, then 1 just at that point go out seek the help and just ask
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person to person if you could do this for me. But | basically had

to be the guiding force behind it all, and then draw on people as
need be. It is there, but you have to dig for it.
Although the current group of volunteers provide valuable assistance to the
PSO, the organization continues to try to recruit new volunteers through
personal contact and ‘word-of-mouth’ with limited success.
Along with recruiting volunteers, the Program Director would like to see
the PSO develop a volunteer recognition program.
| am desperate to get a volunteer recognition program on
the road. Volunteers that are working for the association, know
that they are appreciated by, not only myself as a staff person,
but by the othier volunteers and all of the membership. They
shculd go away from this association saying "wow, | really
enjoyed my years with the [PSO]. I'm glad | did it." If they could
honestly and truthfully say to a new person, "you should really
volunteer because it is excellent. It is very rewarding.” You
certainly don't want them walking away from the association
going "I couldn't handle it any more. Oh, my God, they drove me
nuts. | was driven. | didn't enjoy it. They expected too much from
me or expected too little of me. No communication.” | want
volunteers to be happy. | have seen enough unhappy volunteers
who would never go back to the asscciation because they had a
bad experience. That is the last thing we want because the
more volunteers we lose, the more work we can't get done.
She also claimed that while the leaders are trying to draw new volunteers into

the organization, they also lack other resources that limit the development of
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new programs. For example, the leaders face a declining base of operating
funds.

As with many PSOs, this particular organization relies heavily on the
Council for funding. Although approximately 51% of their funding comes from
the Council, they would like reduce this dependency. The remaining 49% of
their funds consist of membership fees and casino revenues, however, the
leaders have stated that they have had a difficult time raising additional funds.
With the PSO sector expecting the Council to reduce the amount of funding
given to PSOs, the following comments from a staff person indicate the
importance of their efforts to generate new revenue opportunities.

We have had several fund raising efforts that have been

less than successful. One was art cards and they were exciting

for the times but to sell them all was impossible because people

lost interest very quickly. We have looked at Entertainment

Books, we have looked at all of the other little things. As an

association, we found it hasn't been as successful as maybe it

could be in a club level activity. But there aren't a lot of other

fund raising activities for us (that we have found successful |

should say). But we will try just about anything.

With & budget of roughly $150.000 the PSO leaders continue to search for
stable ways to increase their operating funds. When asked to give another
example of a fund raiser, many of the leaders mentioned an ill-fated trade
show.

A couple of years ago a trade show, featuring the latest equipment

manufactures and their products, was scheduled for the Edmonton area.
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However, it was cancsled a couple of weeks prior to its opening because of a
lack of interest. As one board member noted,
We were going to have a strictly [equipment] trade show

and hoping to involve distributors, manufacturers, as weli as

service organizations, clubs, the city and the province. The city

and the province came through pretty quickly. The Alberta Motor

Association was ready to kick in some money for a booth. But

the local shops don't have the kind of money that it takes to

sponsor that. We thought the distributors of products would pay

for the shops to staff the tables and displays of products. But it

didr't happen. So that was a big blow.
Even though the PSO feaders have tried creative ways to raise fui«ds such as
the trade show, they have done so with limited success. They have also used
a similar ‘trial and error’ strategy (with minimal success) to attract sponsors to
the PSO.

One of the board members portrayed a gloomy picture for the sport as
PSOs and the NSO continue to seek out sponscrship deals. He claimed that
sponsorship within the sport has been declining and that,

... the 'Holy Grail' of sports is corporate sponsors.

Corporate sponsorship in [the sport], despite all massive efforts

in the last three years, has gone down. Even at the national

level. Canadian Tire use to inject almost $2 million annually into

the sport in the way of a competitive series coast to coast. But

that has been gone now for a year, and nobody stepped forward

to take its place. Even the national team sponsorship, which is

strictly product, has fallen from $50,000 to under $20,000 this
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year. The numbers are pathetically small. Locaily, we have

made all kinds of efforts. Depending on how you define

sponsorship, we have a total advertising revenue of $2,000 and

that is nothing like what we really need (we need $50,000) to

hire a coach and pay for the programs that are missing.

This board member also suggested that if this trend does not change and the
PSO continues to have a difficult time drawing new sources of funding into the
organization, the sport "within the province will face desperate times®.

When asked about the financial stability of the PSO, one of the leaders
mentioned that some of their prior financial difficulties resulted in the
accumulation of a $30,000 debt in the mid to late 1980's. By practicing fiscal
restraint, the debt was finally paid off in 1992. In that year they made their first
profit (roughly $500), and in 1993 the PSO,

eamed a substantial profit (just over $25,000). That was

due to some miscalculations in membership revenue. We had a

surge of membership. Membership feas had just went up and

ciub fees had taken a big jump (insurance fee). ... We put

$15,000 away and we invested it.

The PSO has put the excess funds into a guaranteed investment certification
(GIC) for the future. This future includes an expected announcement from the
Council that the next funding period will result in an estimated 5-10%
reduction to the PSO's budget. For example, budget reductions in the past
have resulted in the resignation of their full-time Head Coach. During the
course of this study the Provincial Coach accepted a coaching position in
another country as the funding for his position was reducad to a part-time

position. Although the coach was one of the best in the country and will be
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hard to replace, many of the PSO leaders stated that they will have to try to

train their young athietes without a full-time coach. As a board member
claimed,
We have a lot of coaches who want to project coach (go

for different weeks across the summer), and that is what we will

be looking at. It means generally spending less than a full time

salary. So that might help us to resolve our problem. We can put

more [money] to the project itself and less into the coaching

side, yet still have the same benefits. And not have anybody

disappointed. it is one of these problems with no easy solutions.
This coaching example illustrates the importance of the GIC because the
‘future may bring additional funding cuts to the PSO's budget.

Accozing to the Program Director, an important feature of the GIC is
that it is relatively liquid. Many of the leaders felt that they may need 'easy
access' to the funds in case an issue reaches a critical level (e.g., finding a
coach to teach elite athletes). Although the GIC serves as a safety measure,
many of the leaders have mixed feelings @bout the future. They are asking
themselves guestions such as *If we lose all of our funding at one time, how
are we going to hiandle it? Can we still maintain an office?” To prepare for the
future, they feel that it is important to iind out the answers tc such questions.
As one of the leaders cautiously noted about their financial situations,

Well, | guess we have next year taken care of [in terms of
funds]. The year after that is up in the air because % don't

know how big the cuts will be. We will have to keep cutting back.

Eventuaily we will reach a point where we have to decide

whether or not to close the office. That would be a big blow, but
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right now we have a full time staff and there is always someone

there answering the phones and handling the book work. The

book work is enormous. If we lose that, then we would be really

hurting because you lose the association, you lose the image of

the sport, and the base of activities. Grassroots [participation]

for fun will never go away. It is still-a great way for kids to get

around the city. Adults who like that ind of exercise aren't going

to quit just because the competitive side of the sport is in

trouble.
Many of the leaders confirmed that the PSO would not be able of operate as a
volunteer organization because of the amount of work involved. Although the
organization has $15,00C in a GIC account, it may not be enough to tackie the
membership, weireeer ang funding issues.

When ori# :# the: kexders was asked to summarize the PSO, she
zaeponded in the iGiiawing manner.

| think we are highly under organized. | think that is where

we have to find out where we have been and where we are

going. We have to sit down and we have to do it as a group. We

have to stop pretending that someone else is going to do it for

us. They will eventually move on and someone else will take

«w=z, and fill that gap for us. | think that most associations are

already doing it and a lot of them have this ‘“ea that they want

to do it but they don't actually do it.
When asked how they can become more organized, she noted that she

wanted to take all the file boxes in their storage area and sort through them.
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She felt that the PSO can then use the information from the past as a tool to
make future decisions. As she noted,
I want to find statistics for people so that we can prove

that our membership is growing or shrinking. We want to know

where we are going with this. | want to knoew what project they

have already done so we don't try them again and we can stop

wasting our time in this vicious circle. | went downstairs and

read minutes of meetings that we have discussed since | have

been here again. And it is going around in a circle. New people

on the board with old ideas. All of them, going arcund and

around. | thought, you know, if we ever are going to figure out

where we are going, we have to know where we have been and

know what not to do and what to do. ... There are some pretty

big goals in there for us and | just think that we have to organize

ourseivas so that we know what we are doing. | feel like that we

are in §#is little circle, going round and round sometimes, when |

think of the issues.
The abovg comment highlights some of the frustration and uncertainty about
improving the direction of the 0. It also seems tc indicate that some of the
leaders are starting to ask some of the initial questions of a strategic process,
and yet there has been no mention of any such activity beginning.

To conclude this case, the PSO is led by a small group of professional
and volunteer staff members wht use a limited budget to operate e
organization. Although the PSO's total budget is primarily comprised of funds
from the Council, the organization also generates funds from membership

fees and fund raising. Many of the leaders' strategic initiatives are based on a
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‘trial and error' approach; trying new ideas until one is successful (e.g., the
membership and volunteer recruitment ideas). When one of them does
become successful (e.g., a camp to introduce females to the sport), the
leaders continue to make adjustments to the program in an attempt to

improve its success rate.
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CASE C:

The PSO in Case C represents a sport popular as an outdoor,
recreational, summer-time activity for people of all ages. According to the
PSO leaders, they are trying to improve their current operations by adding
new programs in the hopes of attracting more recreational and competitive
athietes. Many of the new programs that are offered are ones that have been
created by other organizations. Before describing the strategic initiatives that
have been employed by the PSO leaders, the reader is prese»sd with an
overview of the organization, and this is followed by an explanation of how the
corresponding NSO was involved in the development of the PSO's strategic
plan.

This PSO represents a sport where athletes compete against on2
another (or with a partner against another pair of opponents) in a tournament
format. Although there is a large recreational sector within the sport. top
athietes can also compete for prize money at professional tournaments
around the worid. According to the leaders, the sport's competitive side grew
substantially in the 1980's, and with its recent addition to the Summer
Olympics Games, they are looking forward to another decade of growth. In
hopes of continuing the sport's popularity throughout the 1990's, the PSO
leaders have developed new goals and objectives to achieve their new
mission. The mission is "to promote, develop, and encourage excellence in
the sport by providing systematic opportunities for participation in cooperation

with its affiliates.” The five new goals and objectives are:

Goal #1: To increase participation levels in all markets. The objective
is to select and encourage the implementation of suitable
entry level programs.
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Goal #2: To provide a competitive structure for all interested players.
The objective is to design and implement a provincial
tournament schedule.

Goal #3: To prsduce players capable of achieving national team
status. The objective is to ensure the proper implementation
of "System '96" in cooperation with the NSO.

Goal #4: To ensure effective and ongoing communications among all

stakeholders. The objective is to design and initiate an
overall communications strategy.

Goal #5: To ensure that financial and human resources are in place to
support the mission of the organization. The objective is to
maximize existing resources, increase discretionary income,
recruit new personnel who will contribute to the success of
the organization.

Many of the leaders elt that their new strategic plan will help develop athletes
(adults and youths), expand a competitive structure, improve their
communication network, and maximize their resources (financial and
personnel) to ensure that the PSO can achieve its mission.

Although the PSO's mission has recently been redefined, the
organizational structure continues to resemble what Kikulis et al. (1989) called
a nascent professional bureaucratic structure. Currently the organization,
which was incorporated in 1974, is moderately dependent on the funds
provided by the Council, has low levels of specialization, and has a
centralized decision making structure. Like many of their colleagues in the
PSO sector, the professional and volunteer staff members at this organization
are responsible for ensuring that the PSO's goals and objactives are achieved
through their day-to-day tasks at their headquarters located at the Percy Page
Centre. Although the office staff consists of a full-time Executive Director and
a part-time Administrative Assistant, the organization's board of directors

recently posted an opening for a full-time Technical Director. The current all-
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female staff runs an efficient office, yet by their own admissions, their

technical knowledge of the sport is minimal. Therefore, the staff felt that a
Technical Director would add a significant dimension to the PSO's operations.
In terms of the volunteer staff, the PSO has a board of directors consisting of
eight positions. These include a President, two Vice Presidents, a Secretary,
a Treasuret, & Technical Chair (Tournaments), a Technical Chair (Junior
Development), and a Past President. All the board positions are occupied by
males except for one Vice President position. Unlike other PSOs, the two Vice
President positions within this PSO are not associated with any technical or
administrative responsibilities. Although this lack of responsibility within these
positions has caused some concerns for the PSO (to be discussed later in the
case), the organization has consistently been able to offer its membership a
stable and diverse set of programs.

With an operating budget of roughly $300,000 the PSO leaders offer
their members a host of programs to develop coaches, officials, and athletes.
The programs include scheduling tournaments for all age groups throughout
the province, sendir_ - . s to national championships and multi-sport
competitions (e.g., Canada Games), and introducing students to the sport
through camps and clinics (e.g., Sport Outreach clinics). To participate in any
of the programs or sanctioned tournaments, a person must join the PSO by
paying a minimal membership fee. The annual membership fee is $10 and
includes such benefits as a quarterly newsletter and insurance coverage at all
the PSO events. Although the low membership fee was designed to increase
the number of new membars joining the organization, many of the leaders felt

that the fee was too low. They also claimed that if they increase the affiliation
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fee, they couid use the additional revenue i offer new programs and services
as well as to improve the existing ones.

Before describing the leaders' strategic initiatives to address issues
such as finding new sources of revenue, the following details how the NSO
was involved in the development of the PSO’s new mission, goals and
objectives. Whereas the strategic initiatives of the PSO in Case B were
created by the leaders within the organization, the PSO leaders in Case C
were helped by an executive (the Director of Planning) from their governing
NSO to create the aforementioned goals. Their strategic plan was based con
the guidelines that were set out in a NSO document called "Towards 2000"; a
document that serves as the NSO's quadrennial plan. The NSO executive
was involved in the strategy formulation process to ensure that the PSO's
plans were compatible with their plan because they felt that the national plan
could not be successful without the support of the PSOs. As a result, the
Director of Planning spent two years visiting each PSO ir: the nation and
assisted leaders with their planning process. Many of the PSO leaders within
Alberta stated that they were enthused and excited about the straiegic
planning process, and the future direction of the sport within their province
and in Canada.

The process stanted at the end of 1992 when the Director of Planning
came to Edmonton and conducted his first planning session with the PSO
leaders. Between the NSO representative's first visit in 1992 and the one
early in 1994, many of the PSO leaders stated that they struggled to develop
clear views as to where they wanted to go. According to the Executive

Director,
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When he first came out, we looked at our mission

statement ... we tried to break it down to goals and objectives

that we wanted to accomplish. And then, when he came out

earlier this year, we sat down and finalized where we wanted to

go, and just recently in one of our Board meetings, we actually

went through the whole process again. We went through that

document by goal and by objective, and discussed the numbers

we wanted to achieve and changed ther:

After re-evaluating and formulating a new mis:=iu, the PSO leaders circulated
a draft of the end product to local clubs, othar provincial 2ssociations across
the country, and the NSO. The leaders wzare hoping to receive suggestions
and comments before completing the final draft, and at the time of the
interviews, the responses were beginning to arrive at the office. According to
the leaders, the feedback is important because all of the sport's enthusiasts at
all levels (locally, provincially, and nationally) have to commit and work
towards similar goals to improve the sport.

While the PSO ieaders worked through their strategic process, they
tried to deveiop goals to address the issues that are or will be facing the sport
and the organization. For example, the aforementioned goais #1 and #2
address the sport's participation concerns. As noted by a board member,

one of the biggest problems which, [the sport] as a whole

is facing [is] growth. The 70's was some of the highest times of

growth for [the sport] when we had people like [names of former

international stars in the sport] playing and when [the sport] in

North America was booming. What has happened is that there

has been a decline in the number of people [participating in the
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sport]. But by the same token, what has happened is those
same people who were of the boom in the 70's are now 40-45
years old. So ... although there is still a large number of juniors
participating at the highest level, we also have a very high group
of over 35's to over 65°'s who are participating very actively.
What has happened is that it is the in-between [grcup] that we
have lost.
He continued to state that the focus of the PSO is the growth of the game,
and what is needed is for the leaders to understand the marketing procedures
that are required to maintain the age group between 20 and 35. He claimed
that,
What has happened obviously, as demographics have
changed, those that are 35 now are going to be 45 in 10 years,
but do we have enough to replace them? So there is a gradual
coilapse in the number of people participating in the sport. |
think that is a major challenge for [the PSO] and for [the sport] in
general. The personalities who have made [the sport] in the 70's
are no longer with us. There is a very good article in 'Sports
lllustrated' at the beginning of the year which deals exactly with
this. Although it is some what biased to the point that it is saying
[that the sport] is dying, | don't believe that. | believe that [it] is
just in a sort of lethargic stage. One which needs new innovative
ideas and creating ideas to bring it back.
The leaders have incorporated new programming ideas in an attempt to

attract more people into the sport and eventually into the organization. The
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following three programs are examples of ideas that were borrowed from the
NSO and from other PSOs to tackle their membership concerns.

To increase their participation rates, the PSO added the NSO's
'‘Crunchie Kids Award Program' to their list of cfferings. This program was
created such that instead of just teaching children the basic skills, the
program introduces children to other issues within the sport, such as
coaching, rules, officiating, and nutrition. The program involves children
participating in six different levels, and after completing each one, they earn a
stamp for their program 'passport’' and an award. Although the program was
developed by the NSO, the leaders of the PSO adopted the program with the
hopes of increasing the number of children throughout the province who
participate in the sport.

The second example of the PSO leaders borrowing ideas from the
NSO deals with technical manuals. The manuals contain ideas and strategies
that local club leaders could use to attract new people into their organization.
Many of the programs are geared towards seasonal clubs, schools, and
recreation departments that have qualified instructors to deliver the programs.
Another example of adapting a program from another organization is one that
could improve the recreational participation rates within Alberta's rural
communities. The board is looking into a parent-child program that was
developed in Nova Scotia where a parent and a child participate in ten
lessons over a span of ten weeks. After each lesson the parent and the child
practice on their own, and then return to demonstrate their skills. Since this
sport is a 'life time' activity and can involve the entire family, the board is

considering adopting this program as a way to draw parents and their children

into the organization.
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These examples show that the PSO leaders tend to borrow ideas from

other organizations to attract new people into the sport and eventually into
their organization. According to one staff member, she enjoys attending
[NSO] meetings - the AGM and the semi annual meetings

- to meet with my counter-parts across the other provinces to

see what they are doing - to find out what programs are working

for them. That is where | find that what [programs] could work

for us in our province and try to implement them here. We do a

lot of sharing of information back and forth.

With limited resources (e.g., financial and staff time), the PSO relies primarily
on trading ideas with the NSO and other PSOs to improve the types of
programs offered to its members.

However some leaders within this PSO believe that the organization
should develop more programs on their own. For example, accordingto a
senior board member, one of the biggest concemns in the PSO and the sport
in general is "the lack of growth and development of the sport®. When asked
to expand upon his comment, he claimed that along with a declining
membership base, many of the people within the sport have failed to develop
the tremendous business opportunities available in the sport. To support his
claim, he provided the following evidenece.

Calgary has the highest number of indoor facilities per

capita anywhere in Canada, and yet the business of [the sport]

and making it pay, just isn't approached in a business type

manner at all. We can't get people to commit to a system and

I'm talking now about things that are freely offered by [the NSO]
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in terms of coaching accreditation. The level of cooperation is

extremely low.

Many of the elita coaches have not cooperated with the PSO in becoming
fully certified with the National Coaching Certification Program (NCCP).
According tc many of the staff and board members, for many years the NSO
and PSOs were focusing heavily on the development of elite coaches and
athletes. Recent meetings at the national and provincial levels have resulted
in the expansion of their operations to rez/eational and entry levels. In other
words, many of the leaders felt that they needed to develop a larger
grassroots base to maintain the sport's elite base and the sport's profile in the
community. Therefore, the PSO leaders decided to offer more programs for
those members who wish to simply participate in the sport. The goal was to
increase their effort to meet the needs of the recreational and grassroots
athlete, with the hope that some of those people will want to become elite
coaches and/or athietes.

At the same time, many of the PSO leaders did not want to become "all
things to all people™. They wanted to offer more programs to children and the
recreational players while continuing to develop high performance athletes.
Many of the leaders stated that the important point to remember was that
recreational and competitive members have different priorities, and that they
have to look after the needs of both groups. In other words,

we still have our high perfcrmance programs to deal with,
and those are not going to go away, but what we are saying is
that we are not putting any more money into them. We are going

to be refocusing our time and energies at the lower end of the
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grassroots. [We] are just fine-tuning with the high performance

programs.

The leaders are currently attempting to balance the needs of the recreational
and elite athletes. One of the ways that they develop competitive athletes is
through the coordination of sanctioned tournaments. Although the
tournaments are competitive, a staff member claimed that it is not exclusively
'high performance' or ‘elitism'. For example, many of the local athletes who
compete have no intentions of becoming a national team member (they
simply want to compete with others in the province). The PSO staft provides a
competition schedule of sanctioned tournaments for three membership
categories and three performance levels: ‘junior’, 'adult’, and 'senior' ranked
as'A', 'B', and 'C', with A players being the best.

Local club leaders who host sanctioned tournaments submit their
tournament schedule to the office staff who, in turn, produce ttie year's
schedule of tournaments throughout the province for all three age and ranking
categories. Over the last two years the staff members have been encouraging
local clubs to hold more tournaments at all age levels. In the past B and C
ranked players had to compete in tournaments for A ranked players. Since
the tournaments are based on age and skill level, the B and C players wanted
their own tournaments. The clubs have responded to the PSO's request for
more B and C level tournaments in such a positive manner that the PSO has
scheduled up to three or four tournaments throughout the province on the
same weekend. The PSO leaders stated that they are encouraged that the
clubs are offering more B and C level events, however, the increase in the
number of tournaments has made the competitive scheduling process even

more complicated.
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For example, a majority of the junior tournaments are in May and June
while the adult tournaments are held from June to August. Recently the
season has been lengthened to September and Octuber because clubs are
scheduling more outdoor tournaments despite the weather. Although
November and December were known as 'down time' for tournaments, indoor
clubs have started 0 offer more tournaments during this time. After a break in
January, the junior and adult tournaments start up again in February and
March, followed by Junior Nationals in April. The PSO leaders are hoping to
improve this complicated tournament schedule by improving their
communication with the club leaders.

The PSO leaders claimed that the most effective way to communicate
to people is by simply talking to them. For example, to improve the
organization's programs, PSO leaders have been encouraging members to
make suggestions (such as the recommendation from the B and C carded
players to increase the number of tournaments for their skill level). Whether it
is via telephone, at club board meetings or tournaments, the staff and/or
board members are communicating about their programs.

[We are] always talking to parents of juniors because

there are so many rumors out there about programs.... We try to

set the record straight because (it is improved but) we still have

a bad image out there [focusing on elitism], that we don't do

anything other than just send kids to nationals. That is not true

anymore. So we try to get that message out as much as

possible.

The staff also uses their newsletter and mail-outs te notify members of up-

coming events. Both communications sources contain information about the
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association, clubs, officials, and coaches. The statf also encourages the ciub
.leaders to send information to the office regarding club events. One of the
staff members stated that any additional information could easily be added to
their newsletter or the mail-outs, therefore making it an easy way for local
clubs to inform members of upcoming events. One drawback in this
communication process is the need for resources such as money, staff, and
time to comiplete the production and distribution of the newsletter and the
mail-outs.

Since the resources are limited, the staff and board members are
attempting to maximize their resources to operate the programs as efficiently
as possible. In terms of funding, the Alberta Sport Council provides 30% of
the PSO's operating budget and the remaining 70% is generated through fund
raising, sponsorship, membership fees, program revenues, and NSO grants.
Although the PSO leaders believe that the organization is financially sound,
they also feel that they need to focus on generating additional funds to
prepare for future funding reductions from the Council. For exampl2, one of
the ways they have tried to solve their staffing concerns was applying for
government employment programs such as Student Temporary Employment
Program (STEP).

We have ... reapplied for STEP grants and [other] grants

in the past, but we have also found that what they were doing

for us wasn't paying off. Therefore, we haven't hired anyone.

There are a couple programs even to hire on a 6 month term

(through Employment and Immigration). So we have tried the

different programs that are out there: practicum students,

grants, subsidies, hire-a-student programs. But it is hard
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because they are here for a short time. Unless they have a very

specific task to carry out, it doesn't work for us.

Staffing is not the only reason for trying to increase their funds. Many of the
PSO leaders believe that they have to set funds aside to improve the guality
and number of programs available for their members, and for the possibility of
more funding reductions in the future. Although the leaders agree that the
organization has to generate more financial resources, they also believe that
it is easier to improve their programs by increasing the number of people in
their volunteer support group.

For example, in an attempt to increase the sport's exposure in the
media, the board appointed two volunteers /one in Edmonton and one in
Calgary) responsible for producing and distributing media releases throughout
the province as a means of informing the general public about the sport.
However, the two members are falling short of fulfilling their duties. Though
media coverage of the sport's local events do not reach the levels of sports
such as hockey, football, and baseball, the sport does receive coverage for
professional or international events. This is especially true when Canadian
athletes perform well at the larger tournaments. Although there are some very
active and hard working volunteer board members, one of the areas they
want to improve is the role of the board in promoting provincial level
competitions and athletes through media releases.

Properly defining and clarifying responsibilities has not been a top
priority for the members of the board because, as described earlier, so much
of their time has been devoted to the elite program and the strategic planning

process. Many of the changes that were made, such as board job
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descriptions, have been small piecemealea adjustments. One top official
suggested that,

... we have board members who all they do is come to
board meetings and it is not their fault. It is the way that we are
setup that we don't have things for them to do. At the same time,
we try to get our zone people involved ... and some of them [do]
it and some [do not). So that just tells me that these guys just
like to come to board meetings and not do anything in between.
So we want to weed those people out because they are not
effective. We don't need them. We don't want them. They cost
us money. So we want to make the board a more active working
board between board meetings.

For example, many of the fe&dsss want to establish clear lines of authority
and responsibilities for the two Vice President positions. As @evtioned earlier,
these positions do not have any direct responsibilities for the PSQ's
operations. As one board member described,

Vice President is probably the easiest [positions to have].
You are a part of the executive so you are in on the decisions
that are made but your responsibilities, haven't been in the past,
very well defined. | think one of the real weakness in our
organization is that we have Vice Presidents that sit in that
position and, because it is not very well defined, what they have
to do is not very much. But they like the title because it sounds
pretty good to be Vice President yet they don't have the

responsibilities that the President has.
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Although we do have our new strategic planning model
(the Vice Presidents are no specifically mentioned), we also
have a committee working on our bylaws. [They are] updating
the bylaws that have been piecemealed together over the years.
We change things but the whole thing doesn't really work. When
they do the bylaws, they wili also define the job descriptions of
each of the people on the Executive. So that [Vice Presidents'
role] will be changed. | think it is time right now. It's timely
because there is a new President and we can work together on
this.
By the time the interviews were completed, the changes to the bylaws and the
board had not yet been finalized.

A senior board member presented another issue regarding staff
authority and volunteer recruitment. He claimed that,

Filling up the board with volunteers is a difficult task.
Keeping our board full of interested people and keeping them
interested is a big job. We have pecple coming and going, and
we talk about things like "well, should the board have a business
orientation or a [sport] orientation?" | think the straight answer to
that is "hey, if they are prepared to volunteer, then we will find a
way to utilize them.”

Now organizing that force of volunteerism is a problem. |
certainly feel that it requires a strong direction as a President
and the Executive Director. The Executive Director is an
awkward [position] because she or he essentially reports to the

President, and yet at the same time possibly has an agenda or a
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perception of things that are significantly different than the

President's. It has to be remembered that the President comes

and goes, and is a volunteer as well. | have thought about giving

the Executive Director a stronger role in the board than an

advisor to the President.

He also stated that a similar authority issue has surfaced at the NSO level.
The NSO's board changed the Executive Director title to President ard Chief
Operating Officer of the association. The board recognized that what they
needed was an employed 'mover and shaker' as opposed to a volunteer, who
was trying to accomplish the same thing but on a part time basis. Tha senior
board member also admitted that this may be a difficult option to implement at
.the PSO level because of a limited budget. Nevertheless, he stated that this
issue needs to be addressed soon so that the board can continue to
accomplish their task; promoting and developing the sport in the province.

To conclude, although the PSO leaders felt that the organizatic: was
financially stable and has been fairly effective in its current operations, they
also felt that the organization needs further development. They have taken
steps to solve some cf the concerns mentioned in this case, such as
developing a stronger membership base, increasing funding sources for the
future, and formalizing board responsibitities. Many of the steps to solve these
issues were initiatives that the PSO leaders have borrowed from other

organizations.
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CASE D:

In the previous case the PSO leaders developed a strategic plan with
the help of a NSO representative. In Case D, interest in developing a strategic
plan directly resulted from having recruited a board member with prior
experiences in the strategic planning process. Since the organization
represents a sport that continues to grow at all levels (competitive and
recreational), the PSO leadars felt that they could support their sport's
popularity by planning and developing new programs for their members.
Before describing how the new board member has helped the PSO's leaders
to develop a new strategic pian, the reader is presented with an overview of
the organization.

The PSO was established in 1957 to help prormote a team sport that is
primarily played indoors. Aithough the indoor version of the sport has been
associated with the Summer Olympic Games since 1964, an outdoor version
of the sport has been added to the 1996 Olympic Games in Atlanta because
of its worldwide popularity. The reason both versions of the game continue to
grow is its appeal to people of all ages and skill levels. Many of the leaders
predicted that the sport will continue to grow because students at the
slementary, junior and senior high school levels are introduced to the sport
during their physical education classes. In other words, the leaders believe
that the sport will continue to grow as students who participate on school
teams, improve iheir skill level, and have opportunities to play for provincial
and post secondary teams and ultimately the national team. Currently there
are also a number of elite Canadian athletes who play for professional indoor
teams in Europe and at international outdoor tournaments. For the

participants who do not reach the higher levels of the game, they can play in
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recreatichal leagues with others who enjoy the sport. For example, the PSO's

Executive Director estimated that there are roughly 300,000 people
participating in the sport throughout the province.

Aithough the Executive Director admitted that not all of these people
are members of the PSO, he added that they are working to increass their
membership. A majority of their work is completed in their Edmonton oftices.
however during the course of the interviews, many of the leaders mentionad
that they are discussing the possibility of having a second office in Calgary.
They felt that another office would make their services more accessible to
their members in southern Alberta, and allow the staff to work with the Men's
National Team which is based in Calgary. As tha i2aders continue to weigh
the advantages and disadvantages of expanding to a second location, cive of
the critical factors influencing their decision is how the new office will affect
their ability to maintain a stable financial environment, as well as maintaining
the quality of their programs. The board of directors have employed a
specialized staff for a number of years to establish a professional-like
organization. Much of the past success of the organization has been
attributed to the work of these employeas (a iarge staff relative to other
PSOs). This staff is comprised of: an Executive Director, a Program Director,
a Technical Coordinator, and an Office Manager. The Office Manager is the
longest serving staff member in the PSO's history, and has witnessed many
staff changes over the years. For example, after the 1989 Canada Games,
the number of office positions increased from four to six and after the 1583
Games the positions were decreased back to four. According to the Executive

Director, the down-sizing of the staff,
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was based on a little bit of ‘oreshadowing. We didn‘t

know how big fthe sport] was going to get, but we just [had to

adjust], to the point where we have learned how to do it much

better - the use of volunteers and things like that. In today’s

economy, you [have] to make sure that those fixed costs, like

staff, are as low as possible.
The Executive Director also stated that, although the organization has been
under-staffed, the employees have been able to 'pick up the load' and
improve the PSO's programs with the support of their volunteers and their
board.

As mentioned earlier, many of the leaders attributed the success of the
PSO and its programs to the people (e.g.. staff and volunteers) involved in the
organization. To maintain the PSO's reputation as a progressive organization,
the staff and board members are trying to establish a stronger network of
volunteers. Although the volunteers who are currently involved are very
effective, the organization needs a larger base of workers to draw upon - the
leaders do not want to ‘burn out' the existing core of volunteers. When asked
about volunteers, one staff member claimed that, "you see it in different
associations like the Kinsmen and hockey moms. They have done an
excellent job in getting people involved. | think that is certainly a weakness
[within this PSO]." He also stated that they have tried different ways to get
people involved such as "selling people on the benefits of volunteering.” This
recruitment process also includes inquiring about their areas of interest and
the number of times they would like to volunteer (once, certain events, for a
long period of time, ...etc.). By finding out the answers to such issues, they

hope to meet the needs of the volunteers and the organization.
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Another area where volunteers help the PSO staff deliver quality

programming is the board of directors. Essentially, the volunteer boarg grants
their approval on many decisions that have, more often than not, been wvade
by the staff prior to reaching the board. This working relationship resembles
what Kikulis et al. (1989) called a professional bureaucratic structure.
However, the structure of the board changed significantly after the: staft
changes in 1993. Since the PSO's operations are primarily handled by the
staff, many of the board members within the old structure did not feel
‘ownership’ or ‘responsibility' for the programs. As one staff members claimed,
I don't think [the responsibility] was laid out in the past, as

clearly as it could be. It was a bit of a gray area, and they really

didn't know [their roles] as board members. They are supposed

to be the directors but 1 think that they need some direction as

well from, obviously, the membership that they are representing

and the paid stafi.
Many of the old board postitions were occupied by school teachers who
brought invaluable technical knowledge and resources to the organization
(e.g., reduced rental rates for gymnasiums), however, they could not
contribute to the administration side of the organization - something the
leaders felt that they needed. For example, when the staff faced problems
with such things as marketing, sponsorship and accounting, the board
members were not in a position to be very helpful because they were
inexperienced in these areas. Therefore, the PSO leaders felt that changing
the board structure and recruiting new board members would help to improve
the organization's operations, and align the organization with the changes that

have been occurring in the sport.
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During 1993 a board member, who at that time was known as the Vice
President of Administration, proposed to change the structure of the PSO's
board. This proposal was based on the structure of a muiti-discipline NSO,
and after some revisions to the original proposal, it was implemented. The
new structure consisted of two levels: an Executive Council and a General
Council. The Executive Council consists of six positions: a President, Past
President and four Vice Presidents (Finance and Administration, Player
Development, Leadership, and Outdoor and Recreational). Along with the
Executive Council, the board agreed to create a General Council that consists
of elected representatives from different sectors within the sport (e.g.,
coaching, clubs, post secondary, indoor and outdoor). The function uf the
General Council is to provide a medium to hear the concemns of as many
different membership groups as possible, and to find appropriate ways to
address their needs. One of the Executive Council members explained the
purpose of the General Council as such,

It is also my responsibility to bring my ideas or bring
information that | want to be discussed at the General Council
because the General Council has the power to motion and to
make decisions on important maiters of the Association. At the
Executive level we discuss things and we make
recommendations but we can not make motions and vote on
them.

The intent of the General Council is to allow more members to become
involved in the organization, and to provide an avenue for the members to
voice their concerns. At the time of writing, nominations for General Council

representatives were being recruited. As these changes to the board's
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structure near completion, the leaders are hoping to meet the needs of all the
sport's stakeholders while addressing the issues facing the organization (e.g.,
volunteers, funding).

The changes to the board and staff positions also helped the PSO to
‘catch up' with the growth and technical improvements in the spo: - For
example, a new board position (VP of Outdoor and Recreational) was added
to focus on the growth of the outdoor and recreational sides of the sport. With
the other changes over the last ten years (e.g., new rules, and increases in
the size, strength, speed, athletic ability of the athletes), the game has
become an exciting sport for television which the leaders hope will attract new
members and sponsorship opportunities to the organization. Many of the PSO
leaders have also stated that the increases in the sport's popularity through
media coverage and the lower participation costs have helped to stabilize all
the PSO's programs. The leaders voiced a great deal of pride regarding the
fact that in the last five years they have not had to cancel any of their existing
programs. This was due to improvements made to existing programs as well
as the introduction of others.

The PSO's staff operates the following types of programs from funds
received and/or generated from the Councit, membership fees, and fund
raising: player development camps, provincial teams, coaching and officiating
courses, youth and adult tournaments, and provincial championships for club
teams. To address the competitive needs for the province's younger
generation, there are two indoor tiers (simply known as tier one and tier two).
Tier one was designed for club teams starting 4fier the completion of the high
school season {the end of November). Ciub teams compete from January to

May, however, some of the smaller centers can not participate in this tier
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because of cost, time conflict with school schedules, caliber of competition,
...etc. Therefore, to accommodate another group of sport enthusiasts, tier two
was designed to start later in the year {March), have a lower fee, and reduce
the traveling and operating costs by tier two clubs hosting the tournaments.
Although both tiers help to develop athletes at the grassroots level, many of
the tier one clubs offer athletes an opportunity to play for elite-level teams.

The best athletes from both tiers are recruited to attend a tryout camp
for the provincial teams. These programs are offered in the summer time and
the teams compete against other provincial teams for the Western Canadian
and/or National Championships. The provincial team program consists of two
‘midget’ teams (aged 14 to 15) and one ‘juvenile’ team (aged 16-17) per
gender for a total of six teams. The goal of this program is to build competitive
teams each summer and for the Canada Games (every four years), and to
develop athletes so that they can play for post-secondary teams and
eventually the national teams. There are no outdoor provincial teams,
however, the PSO leaders are presently developing an outdoor program for
younger players.

Adult members are offered a wide selection of indoor, outdoor,
recreational, and elite programs. Since recreational players participate in
commercial leagues throughout the province, the PSO is free to concentrate
on the needs of the more competitive participants. Competitive adults, who
are usually ex-post-secondary players, are involved with indoor club teams
that compete for the provincial and national championships. However, the
adult programs do not include an indoor summer elite program such as those
available for the younger athletes. Whereas most of the indoor recreational

leagues are privately operated, the PSO operates a majority of the outdoor
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recreational and elite programs. Since the PSO has been developing their

outdoor programs for a number of years, the organization is recognized
around the country as a leader within the sport. As mentioned before, the next
stage in the development of the outdoor game is channeling some of their
expertise towards developing an outdoor program for the younger generations
who currently participate with the adults.

Along with the adult and youth tournaments, the PSO is also irvolved
in coaching development (NCCP courses, clinics and symposia), officiating
development, summer camps for athletes, entry-level programs, and general
promotion and development of the sport. For example, there is a fund raising
program for clubs where 70% of the earnings are given back to the clubs.
This return rate is significantly higher than many other PSOs' fund raising
programs. In addition to the higher rate of return, prizes are offered to fund
raisers who collect the most funds individually and as a team, therefore
pushing the club's rate of return closer to 85%. This fund raising program
helps the athletes to earn money for their club expenses, helps the PSO to
raise additional funds for their programs, and helps to promote the sport
throughcut the province.

For people to participate in any of the technical or fund raising
programs mentioned thus far, they must become a member of the PSO.
There are many types of membership to choose from (e.g., player, coach,
official). Regardless of the type of membership they purchase, they receive
the following benefits: an opportunity to participate in the provincial
championship, eligibility for the Canadian championships, a quarterly
newsletter, accident insurance coverage for members while participating at a

sanctioned PSO event, reduced rates for PSO officials, reduced rates for
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~ specific PSO summer events, reduced prices from PSO sponsors, and free
access to resource material and expertise. The following membership fee

schedule lists the costs according to age and competition level.

Table 3: Membership Categories and Fee Structure for PSO D

Individuals Fee  Teams Fee
General $20 Bantam $55 + $15/ player
Coaches association $20 Midget - Tier One $55 + $20/ player
Outdoor association  $20 - Tier Two $100 + $0/player
Juvenile - Tier One $55 + $20/ player
- Tier Two $100 + $0/ player
Junior $55 + $20/ player
Senior B $55 + $15/ player
Senior A $55 + $20/ player
Senior AA $55 +$25/ player
Institutional $55 + $25/ player
Recreational $35 + $0/ player
Competitive Coed  $35 + $0/ player
Masters $35 + $0/ player

A majority of the members register with the PSO indirectly through their club
membership fee. For example, an athlete pays a club membership fee to play
on a club team. Club officialz then register all of their tearns (e.g., coaches,
managers, and athletes) with the PSO to ensure that they will be eligible to
compete in the provincial championships. When the clubs register with the
PSO, a small portion of the athletes' club fees contribute to the PSO's
membership fees. Although a majority of the. PSO's programs are
implemented with the membership fees collected from the clubs, a portion of
this fee is also used to register all of their members with the NSO. This allows
Alberta athletes and officials to qualify for national events. Therefore, although
the athletes only pay a club fee, a portion of this fee indirectly contributes to
registering them with the PSO and the NSO.

A majority of the teams within the province belong to local clubs. With
the exception of Quebec and possibly Ontario, Alberta has one of the {aigest

organized club systems in Canada. There are over twenty clubs from places
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as remote as Peace River and Slave Lake to as far south as Lethbridge and
the Crowsnest Pass. On averaée, the province's largest clubs have ten teams
per club and the smaller ones have two teams per club. According to a staft
member, the club system is fairly strong and continues to grow throughout the
province.
| don't think there is a need for more clubs. A lot of the

smaller centers have really taken advantage of tier two. Smaller

centers basically have teams, and if they have one boy's team

and one girl's team (if you consider that a club), then | think

there is more of a need for a club. We're seeing an equal

amount of tier two teams as we get in tier one. So the rural club

system, after school [teams], is really growing. ... Sure,

whenever we hear of someone interested in starting a new club,

bang, we ship them out all of the information, help them facilitate:

it, get it going, but | don't think that there is a probiem right now

with [the number of clubs].
Since the leaders would like the smaller clubs to have more teams, the staff
helps the leaders of the younger clubs to develop their program. For example,
the staff members provide ways to improve the clubs' operations such as fund
raising, and coaching development. They also distribute information for
international trips and exchanges. The PSO leaders stated that their goal is to
improve the partnership between the PSO and the clubs to improve the
envircnment and programs for the sport and its enthusiasts throughout the

province.
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_ Since the sport is also known as a 'life time' activity, the primary goal of
the PSO is the promote and develcp the sport to as many groups within the
province as possible. A staff member described their mission as such.
The really big picture of [the PSO] is just to, | wouldn't say

to promote the sport because that is easy to do, it is getting

people playing the sport. That is a by-product of promotion,

hopefuliy. But having the sport grow and at the same time,

making sure it is done properly so that the people who do play

the sport can enjoy it. Making it a great sport and get people

playing. It is fairly, 1 guess, a young sport and a sport that hasn't

reached its potential. So our role is taking it to its potential.
To reach this potential the PSO leaders are assessing their current
operations. Before 1988 the PSO had seasonal 'slow times' in the summer,
and now the staff is busy for the entire year. With the addition of the outdoor
game, the summer programs have become just as popular, if not more than
the indoor winter programs. A staff member explained the increase in the
popularity of the indoor and outdoor game from a promotional perspective.

It is the same game, and yet, it is different. The exposure,

the TV, and the hype is one of those promotions that gets the

[sport] into the language more often. The more times [the sport

is discussed), where ever it is, the better.
One of the reasons why the sport's popularity has grown was the success of
the USA Olympic men's and women's programs. Their success has resulted
in more television exposure for the sport, and increased the participation rates
throughout the country. The increase is not isolated to the United States;

many of the PSO leaders across Canada have also witnessed an increase in



As the sport's popularity continues to grow, many of the leaders
essed a need to control the quality of the media coverage. In terms of the
loor game, one board members talked about image as,

Paople are asking questions, they are kind of wondering
if this is a sport. Even TSN [The Sport Network] compared it to
ballet, and stupid things like that. So we have to do a lot of work
for the imag= of the sport. Image is how you are going to

present the sport and how you are going to make it a sport in

people's mind. Can you make it a sport through [values] such as

fitness and health?

It is not a problem but it is a fact that we will often get
sponsorship from alcohol companies .... You have to be aware

of the influence of our sponsors on the image that is created for

the sport. And also, | think that is related to the behavior of the

athletes. The image it creates at the recreational level should be

somewhat different than the image - | don't know if it should be
different but we have to think about it - the image at the pro

level.
remarks regarding the media, athletes, and sponsorship show that he has

icerns about the image of the sport, and that they have to attempt to
itrol how the sport is portrayed to the public (such as the quality and types
he companies/products sponsoring the events).

As mentioned earlier, the staff and the other board members have

rted to develop a strategic plan with the help from the new board member
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(VP of Outdoor and Recreation) to address issues such as media promotions.

He expressed his views about the strategic planning process in the following

way.

The key concept here is that strategic plan, the way | see
it, is you don't let anybody just write it down. It is an involvement
type of process where you need to gather information from a
whols bunch of people to set the direction. With a nonp-ofit
organization it is important to have the support from members
and from the board and from the peopie. Make sure that they
are involved so, by involving them, you will help them to
understand what is going on. With an understanding, people are
in a better position to make good decisions for the association.
We have z'ready had a megting where we basically

raviewed the mission of the association, and what are the
values, and some cf the goals of the association. In the sense of
more general goals that related to, lets say the growth of
membership and finance.... So there was this meeting [to] brain
storm to gather that information. | have met with the employees
and came up with a summary of that information, the mission,
the vision, and the goals, and values that | think that are very
important. Then we are getting into more strategic analysis,
where we can look at the different areas of the [PSO), like ... the
internal factors and the external factors, and identifying
strengths (so basically evaluating the PSO).

For the next phase of the process, this board member is going to lead a

discussion to identify the critical issues facing the PSO. He noted,
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The whole process is based a lot on the critical issues.
Identifying needs and gathering facts and data about them.
Identifying root causes, why is it happening, and developing a
whole burich of ideas on key actions that we can take. We're in
the analysis process - strategic analysis. We are going to have a
meeting for the General Council in a few weeks, so everybody
will be asked to bring out all of the issues that they have in mind.
We will recruit that information and we will spend some time
discussing what should be the future direction for the
association. Where should it go?

In the rnean time, we will have the employees gathering
facts and data about the different programs. Like how many
people are playing, how much money we are making from
different things. The key thing in this is that we ask the general
membership their feelings of issues and the direction. At the
same time, we don't want to do it on perception. You don't want

to plan based on perception, we want to plan based on facts.

Throughout his discussion about the strategic planning process, he

emphasized the importance of making the entire procedure as simple as

possible.

This newest board memuer's philosophy about strategic formulation,

and what he hopes to convey to the other leaders, is that it cloes not have to

be a complicated process.

[My] idea was that the strategic plan, and | think it was
really well received with them, has to be very simple. You don't

want a big document. When you look at other strategic plans,
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you spend a lot of time writing these big documents but as soon

as it is too big, it is hard to follow. It has to be very simple. [For

example] it has to be on one page. It is basically 4 pages (a 11"

by 17"). So that you can have just a title page and you have

mission, vision, values. And then you have the strategic areas:

some goals and some of the actions. Basically, you have your

direction. From there you can develop, with more details, a

business plan or a yearly plan.
In his discussion about the length of a plan, he mentioned that three years
shouid be sufficient for a nonprofit organization because it aligns with the
environment of:

decreased funding, high turnover for employees and

things like that. So you don't want to plan for too long. Keep it

short, simple, give direction. Learn the process while you are

doing it so that you will be better at it. Maybe later on they will

want a longer plan. There is always a learning phase. It doesn't

have to be perfect the first time you are doing it. We are all

going to learn and it is going to be good to a certain level, but it

could be better.
Although the VP of Outdoor and Recreation wants to help the board formulate
a sirategic plan, he is suggesting that it is important that the board members
learn the nature of the process so that they can develop plans in the future
(and not rely on a single individual to guide them through it).

For example, the leaders want to develop a plan to make the
organization financially seif-sufficient. Many of the PSO's leaders envisioned

that the PSO could achieve this goal if it operates in a 'business-like' manner
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(e.g., cost control as the Council funds decrease; and matching their services
to the needs of their members). They also agree that the entire leadership
group has to continue to work together to develop more innovative ideas.

What we do is each person brings diffarent ideas and
different concepts with them to the association, and how you
melt those together is what is going to make the organization
achieve what it is. | think we had a great staff and board
relationship in our association. ... If, for example, | came and
said "l think we should do this and the association will benefit"
we would talk it over and if we do think it is going to be a benefit
to the association and to those individuals in the different
constituents in the organization, then we will do it.

! think one of the things that is most important for any
organization is that the people do bring that kind of attitude with
them to an association. Be a self starter and push them away
from a stationary position - in the beginning and the end. That is
not where we are at. We are in a moving climate, and my
opinion of the association is that it is going places, and it wil
only go as far as the people want to take it.

The staff also felt that to generate new operating funds for the organization,
they have to attract sponsors.

As with most PSO leaders, they believe that sponsorship is an
important way to becoming more financially stabie, therefore the entire staff
continues to work to solicit new sponsors into the organization. The leaders
try to cater to the sponsor's promotional needs by finding out what their needs

are before submitting a sponsorship proposal. Although the PSO is seeking
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additional sponsors for the organization, its single largest external funding
source remains the Alberta Sport Council (currently at 35% of the PSO's
budget). When asked if the organization can support itself if Council funds
were substantially reduced, the Executive Director claimed,
I think we can eventually become self supportive. Not to

say that it is going to happen real quick but that is something we

should be designing our programs to be. ... A lot of them are

already. There are a few that aren't, but we are getting better.

We are developing a bit of a surplus in preparation for the cuts

that are coming. | am adamant about there [being] cuts.

Whether they are a 100% type cut or a percentage cut.
Presently the PSO has a few programs (such as the provincial team program)
that rely heavily on the Council's funding. Other events, such as the
tournaments and the outdoor season, are all self-funded and the staff
believes that if they continue to base their programs on the same philosophy
as they do with sponsorship, people (especially the youth and the recreational
side) will be willing tc participate in their programs.

To summarize, the PSO leaders' views on growth are summarized in
the following statement made by the Executive Director.

| don't want to see a huge jump because | think that is

tough to handle. That is where you can run into problems of

running or doing people a disservice. If you can keep growing,

like we are, at a pretty decent pace and getting people involved

in [the sport], that is a big plus. So, just about every facet [of the

organization), people that are invoived and programs that are

invoived, take a couple of steps up. Nothing huge.
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With all of the changes in the sport, the organization, and its people, the PSO

leaders are hoping that they can continue to be creative and innovative in
their efforts to develop and promote the sport. They also believed that their

involvement in the strategic process to develop a plan wiil help to build a

stronger organization for the future.
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Chapter 5: DISCUSSION

Chapter Four introduced the reader to the four PSOs participating in
this study and outlined the leaders’ strategic initiatives within each
organization. As the cases illustrated, the leaders of each PSO have diverse
opinions regarding how to deal with the issues facing their particular sport.
This chapter will present an analysis of how contextual factors helped to
influence the strategic initiatives that were outlined in Chapter Four, and how
they compare to the strategic types identifieg by Thibault et al. (1993). The
chapter begins by reviewing Thibault et al.'s (1993) framework so that the
reader can assess for themselves how the exampiles fit into this framework.
The second section will provide the reader with a discussion that focuses on
the contextual factors such as funding, membership, and volunteers and
promotion. This discussion also examines the types of strategies that the
PSO leaders have developed after interpreting their contextual environments.
The chapter will conclude with the author's interpretation of how the four
PSOs fit into Thibauilt et al.'s (1993) framework and summarize how the PSO

leaders view strategy.

(1) THIBAULT ET AL.'S FRAMEWORX:

Thibauit et al. (1993) placed two dimensions (program attractiveness
and competitive position) on a matrix to produce four strategic types:
enhancers, innovators, refiners, and explorers. Appendix Two provides a
summary of the characteristics of each strategic type. According to Thibault et
.al. (1993), the two dimensions serve as a way to group several of the
important imperatives in formulating strategy in order to uncover the types of

strategies employed by amateur sport organizations. They assert that the
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dimensions and their strategic imperatives help to provide information about
the context in which nonprofit organizations operate. It is importait that this
context be identified in order for administrators to develop appropriate

strategies for their organizations.

(2) CONTEXTUAL FACTORS:

Throughout the discussion it will be shown that the three contextual
factors (funding, membership, and volunteers and promotion) are those that
primarily influence strategic issues. For example, some PSOs (e.g., Cases A
and D) are striving to become financially stable and independent from the
Alberta Sports Council as they try to increase their membership. However,
there are some PSOs (e.g., Case B) that are simply striving to survive
financially while trying to stop their membership base from shrinking. Many of
the leaders believe that the contextual analysis and hance their strategies do
overlap with each other. For example, the types of strategies that PSO
leaders develop to manage their external and intemal financial resources will
influence how they tackle their membership and volunteer concemns. This wiil

become more apparent when this chapter is drawn to a close.

(a) Funding Issues:

One of the distinguishing characteristics c¢ profit and nonprofit
organizations is their source of operating funds. In profit organizations, funds
are raised by shareholder investments and/or the sale ot profit inducing gcods
or services. "This is not true typically of ... nonprofits and therefore, [they]
must seek financial resources elsewhere” (Higgins and Vincze, 1986, p.270).

Authors, such as Tuckman (1993}, encourage nonprofit organizations to have
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diverse sources of funding to minimize the eifects of a changing environment.

As stated earlier, over the last ten years the Alberta Sport Council has been
the primary external funding source for the PSO sector. However, with the
Council's reduction in funding during the late 1980's and early 1990's, many
PSO leaders have looked to diversify their funding base (such as
sponsorship, user fees, cost control, and surplus funds). In anticipation of
another drastic funding reduction by the Council, many leaders are attempting
to make their organizations more self-sufficient through such fund raising
altematives.

Since 1984, the Council has been an important financial partner for the
PSO sector in developing three major technical areas: athletes (e.g., Sport
Outreach, Talent Identification), leadership (e.g., coaching and officials’
courses), and other technical areas (e.g., grants to host national and
international events). As long as the PSO met the Council's funding
requirements, PSO leaders could use the funds to offer a wide selection of
programs to their membership. Although the Council provided the PSOs with
funding to develop their organizations, the Council also expected PSO
leaders to take the initiative to generate revenues through various fund raising
activities.

Although PSO leaders are trying to generate funds from other means
(e.g., sponsorship and fund raisers), many of them considered the Council to '
be an important factor in the early development of their sport. For example,
the Executive Director of Case D supported the Council's funding policy as
the monies they received gave them

... a solid backbone to work from and develop our own

prigrams. The Council keeps us on the right track doing what is
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best for Albertans. Without a direct link to [these] dollars, | could

see a much more capitalistic approach in programs offered

[referring to a user feel.

Since the PSO in Case D received funding from the Council early in its
'developing years', the organization has established its technical programs to
a point where leaders can now focus on trying to develop new programs while
strengthening the existing ones - an initiative similar to the fine tuning strategy
described by Thibault et al. (1993).

The Executive Director of Case D also claimed that without the early
funding contributions from the Council, many of the technical programs such
as the provincial teams would not have been possible. This would have
affected the opportunities for Afbertans to participate in the sport and be
chosen to the National Team (in 1992 one third of the national team was from
Alberta). Therefore, the leaders in Case D have been developing Council-
sponsored programs as well as creating programs reliant upon alternate
funding sources (sponsorship) to reduce their funding dependency from the
Council.

Although many of the technical programs sponsored by the Council
have been beneficial in the establishment of their orgznizations, the leaders of
Cases A, C and D ('aimed that their organization coui- still operate if there
wera additional funding reductions by the Council. For example, as illustrated
in the last chapter, while the leaders in Case D were creating new funding
sources, Case A leaders have been fine-tuning their sponsorship, fund raising
(e.g., wine gala), cost control (e.g., restricted meal allowance), and surplus
funding strategies (e.g., the Foundation) to reduce their dependency on

Council funding. The leaders of Case C predicted that their organization could
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survive by focusing solely on providing a competitive schedule and dropping
many of the other programs. The reason for keeping the competitive side is
linked to the fact that many parents of elite athletes are heavily involved in the
organization, that the competitive side has been a historical part of the PSO,
and that a majority of the members ari competitive athletes. The PSO leaders
in Case C continue to alter programs, that were developed by other
organizations, to minimize their moderate dependence on external funding.
According to Thibault et al.'s (1993) framework, the strategic type that
resembles Case C's level of funding dependency would be an innovator type.
However, many of Case C's programming ideas are the creative results of
people outside the PSO rather than inside the organization. Therefore, many
of the programs that are modified to work within this PSO are used on a trail
basis until it is deemed by the leaders to be successful. This type of strategy
is a mixture of Thibault et al.'s (1893) innovator and explorer strategic types.

Although the PSOs were able to build a strong supportive network in
the Council's early funding periods, there has been one major drawback over
the years of this external funding source, namely, many organizations have
become dependent on the Council's funds. A conversation with a board
member from Case D expressed the dependency succinctly:

"What are the consequences of your incompetence if you

get funded every year?" | don't know if it is a government's

responsibility to provide the support for the association. | think it

is the members' responsibility. If | want [an] association, it is my

responsibility. It is not the govemment's. It is my role to make

sure that the employees are well trained. It is my role to help

[the staff] to give us the services | want. Not the government's
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role for God's sake. | mean, it just doesn't make sense to me.

That is a really good way to go into debt.
Aithough the views of this board member are valid, self-sufficiency plans have
not been a top priority for many of the PSOs. Recent speculations of further
funding cuts have led PSO leaders to start planning for the future (e.g.,
discussions with other leaders and with Council consultants) to increase the
amount of their resources (e.g., alternate funding sources, volunteers). As
external funding becomes limited, PSOs will be facing what Greenberg (1982)
called a 'competition for scarce resources'. One of the ways PSOs compete
against each other is by submitting developmental plans to the Council each
year as a part of their funding requests. Even though these plans may not be
'their intended course of action, an interview with a Case D beard member
revealed that the PSOs are required to design and submit plans to develop
their sport. He noted that, you may have somebody who develops a really
good plan for the Council's sport consultants, however,

the same plan is used every year (with a few changes in

the dates ...) and the people just accept it. Once in a while the

sport consultant changes, {but] basically the same Iplans] are

used. | wculdn't be surprised if some of the projects that are

presented ave ten years old! | have seen it in other nonprofit

organizations. | know how they are presented to the

government. | mean the system sucks that way.
If the plans were written to satisfy what the Council wants to hear, then they
may not be reflective of the organization’s goals. The dependency on this

external funding source may cause the eventual demise of the organization if
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strategies for alternative funding source are not developed and, more
importantly, funds are not obtained.

An example of this funding dependency is illustrated in Case B. The
leaders have been experimenting with many fund raising ideas and hoping to
find one that is successful. The table below illustrates that Case B has the
highest percentage of Council funds (of their total budget) compared to the

other three organizations participating in this study.

Table 4: Percentage of Total Budget that is Received from the Council

PSO | Percentage of Total | Total Budget
Budget from the Council
A 2% $724,000
B 51% $120,000_
—C 30% $300,000 _
D 31% $650,000

Case B leaders stated that although their funding continues to decline, the
small PSO continues to fight for its surviva! as the leaders use, what Thibault
et al. (1993) labeled, a trial and error approach to limit their dependency.
However, the leaders continue to struggle to generate enough additional
dollars to replace the previous budget cuts (e.g., their attempts to host an
equipment trade show), and therefore, they claimed that the organization
would not survive another reduction in Council funding.

As suggested above, funding concerns influence the programming
decisions made by PSO leaders, and funding will remain an important factor
as strong indications surface that the Council is planning on reducing its
funding levels again. All four PSOs are attempting to find alternate external

financiai resources to minimize their dependency on the Council through
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sponsorship, user fees, cost control, and surplus fund strategies. Before

outlining how the leaders initiate such funding strategies to reduce their
dependency on the Council, the following illustrates how many of the leaders
are constrained by time in all of their strategic efforts.

Hamel and Prahalad (1993) have argued that competitive
organizations find less resource-intensive ways to achieve their goals (i.e., the
strategic allocation of resources compliments an organization's strategic
leverage and/or competitiveness). They suggest that managers can increase
the effectiveness of their resources by: concentrating resources around
strategic goals (e.g., increasing funding), accumulating resources more
efficiently (e.g., recruiting volunteers that could eventually become board
members), complementing one kind of resource with another (e.g., using
sponsorship dollars and volunteers to minimize the costs for a program that is
not funded by the Council), conserving resources whenever possible (e.g.,
using volunteers instead of paid staff), and recovering resources as quickly as
possible (e.g., recruiting sponsors for next year by inviting them to observe
this year's events). The survival end/or competitiveness of an organization is
achieved through creative management of the organization’s resources such
as maximizing staff 'time' as an important resource to develop strategies.

Hamel and Prahalad's (1993) notion that organizations should find less
‘resource-intensive ways to achieve their goals can be applied to PSOs. For
example, one of the most common claims by all the staff and board members
interviewed was the lack of resources within the organization to address
strategic issues such as increasing their financial resources. The professional
and volunteer employees felt that ‘time’ was a critical resource needed to

develop projects and the day-to-day tasks of the PSO. The allocation of time
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is particularly crucial for smaller or younger PSOs (e.g., Cases B and C) that

have limited human and financial resources, and are attempting to develop

programs along with managing the daily operations of their organizations. For

instance, when a Case B staff member was asked if she had enough time to

complete projects, her response was as follows:

You know, | don't because the everyday work in the office
takes up a lot of time. | mean a lady phoned in today. She is
from Ottawa and she is coming out to do a show and she
wanted to video tape 8-14 years old [athletes] in Calgary next
week. *Who do | recommend?” OK, for me, the nice thing about
the database that | am working with is [that it is] friendly, so |
can literally input those things and just pull out those items. And
there were four kids in Calgary that are within that age group.
That was nice and | faxed it to her, but that was five to ten
minutes of my time. Then the next phone call comes in, and “|
want to go touring.”, "OK, I'll send you a package.” Sol
gathered the information and all that stuff ends up teking up
more time than you ever want to admit. Then more budgeting is
next, and | had an agenda to do. When you are the only person

in the office, no one else ... is going to do it for you.

The data suggest that time is also scarce within larger PSOs. For example,

the President of Case A provided the following comment regarding the lack ot

time.

| find it a constant frustration that | know what |1 should be
doing [regarding sponsorship] because of my background - |

was selling a consultant service (a very intensive product). It
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was a large financial commitment, so | know the process [in

approaching people with a product]. 1t is a little frustrating

because we are a volunteer based organization with a relatively

small staff to free-up the time to do it right. | find that when | do

get [a sponsorship proposal] off, | made one or two contacts

[with sponsors], but not be able to do the follow up.

This example indicates that limited time may cause many strategies to be
reactive rather than proactive. Time, as a limited resource for strategy
formulation, is a concern for professional staff members in the other PSOs as
well.

The staff members of Cases C and D were also asked about their time
devoted to developmental projects. A majority of them stated that they have
many ideas they wish to investigate and implement, however, they do not
have enough resources to operationalize them. For instance, with the time
constraints on the leaders in Case C, they appropriately borrowed
programming ideas from other organizations rather than developing their own.
One particular employee of Case C claimed that she allots roughly one month
per year to new projects.

...not a straight month, but time wise, | probably put that

many hours in. First getting my idea on paper, then discussing it

with various people. Then [l take] it to a committee to see if they

are interested, and then just keep working away at it until it is up

and running.

Although she felt that the above process was time consuming, she did not
believe that the approval process was very restrictive. What she found

frustrating was
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... the time from when you get the idea - when you are
really keen - to having it dragged around by different
committees, by different board people. Then having it come
together, or if it is going to come at all depending on where we
are at the association at the time. There are a couple of projects
that, you know, | still have sitting in a file folder that haven't gone
anywhere.
I think that for some of the cases, 1 think that | am further
ahead than the board members are because | deal everyday in
[the sport] and where it is going. | have these ideas and | just
don't think that they are ready for them yet because the same
thing happened with the school program. | had done all this
research years ago, so when it came that (boom), we are going
to do it, | had all this work done for them. They couldn't believe
[it]. You know, that is a cycle that you go through. But | don't
think it is restrictive. | think | have a lot of opportunities. | think |
have the confidence of my board and that they trust me. If | say
that this program is going to go and | make my presentation to
them, then if there are no holes in it, they are more than likely
going to buy into it.
Although decision making in Case C is basically centralized, smaller PSO's
with committees can help stretch resources for new projects.
Case D provides an example of the difficulties of obtaining resources
for developmental projects within a larger PSO. The following quote is an
example of how a staff member from this PSO used existing programs to

expand other ones.
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The world of amateur sport is a very busy world, as most
people can attest to, and there isn't very much time at all. There
are long hours with very little pay. The gratitude is the fact that
you love the sport you work in and you see the smiles on the
faces when you see the event done. | would have to say that if
that is your attitude in terms of taking risks - you want to go cut
and go forth and try new things, ... which is an attitude that |
have in general. | mean | make time for it in terms of I'll
incorporate it into my programs. | don't [have a lot of time] really
and I'll be honest, 1 don't have the time to sit down and actually
create new programs. If it is going to stem from something that
is already existing ....

When asked for an example of a program that was developed in such a
manner, he described how they developed their outdoor leagues last year.

We said "OK, outdoor leagues. There are a lot of people
that play indoor leagues and it is more recreational, so why not
outdoor leagues? And we can get a big sponsor. OK. How are
we going to implement these? We'll do it this way and offer all of
these different areas and will have them play once a week or
three times. We will have a big wind-up part and maybe a
tournament in-between."”

He went on to describe that the idea was such a success that they decided to
expand upon the outdoor leagues. He thought that it would be a good idea to,
go to Red Deer, Grande Prairie, as well as expanding in
Edmonton and Calgary because this is going to service our

sponsor. And it is going to get the name out of {the PSO] plus
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the sponsor to all these people. So lets do it that way. Let's not

stop there - for the next year - let's ‘farm- out’ [the league

concept] to the small communities. Like a cookbook of an idea.

"Here, are you interested in getting involved in running a league

in your community? We will supply you with this, this and this.

You do all of the rest.”

That is how an idea snowballs. Like | said, it happens like

that [he snaps his figures], and we had to act on it right away.

Otherwise it is going to get lost in so many things that we run.

We run an event every sir.gle weekend, we can't sit down and

plan the activities. A lo: of our brain-storming happens after the

event t0o. "What can we do better? Lets do something different

next time". [This happens] when we are driving from site to site.
The above example would be classified as an ‘optimizing' strategic type within
Thibault et al.'s (1993) framework, in that, organizational leaders, who are
creative and find ‘pockets of time' for developmental work (e.g., brain-
storming after the event), seem to offer more services to their members.
Moreover, these examples help us to understand that developing and
implementing new projects is a creative process, and leaders should not limit
themselves and the organization by following one particular method over
another. A lack of time is not only a problem for the professional staff
members, it is a concern for board members as well.

Since the involvement of the board members within PSOs is voluntary
and considering that many board members have careers, families, and other
equally demanding commitments, time becomes a premium for them as well.

For example, a board member from Case B admitted that "we are just
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basically a volunteer organization. We don't necessarily have the time for

[some projects].” Another example was provided by two Case A board
members who needed to take a week's holiday from their paid professions to
help the PSO host a major international event. Therefore, with time being a
valuable resource, how does this affect the strategic process? The answer is
that all types of resources (e.g., time, financial, human, ...etc.) limits the
leaders' ability to formulate strategy.

For example, the small office staff in Case B has a limited amount of
technical knowledge - especially since the Head Coach resigned. According
to the Program Director,

1 can't worry so much about the technical side. | have to

rely on whoever is the next coach. He has to worry about the

direciion of the team and so does the racing board. | used to

think that was such a big part of the my job that | had to worry

about that. You know what, if | had to worry about that, I'd never

do any [of my administrative work].

The organization is currently looking at ways to fill this technical void in a cost
efficient manner, such as hiring coaches during the summer to oversee
certain competitions. Using Prahalad and Hamel's (1990) notion of core
competence, the Program Director's strengths lie in handling the
administrative duties of the PSO, and not in the technical characteristics of
the sport. Therefore, her time is maximized within the managerial domain of
the organization, leaving other people within the PSO to be responsible for
handling the technical side of the sport, creating new programming ideas, and
pursuing alternate funding sources. According to the strategy literature, many

resources can be stretched and maximized, therefore acting as a strength
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rather than a weakness. Since it is ultimately the leaders who will decide how
the resources (e.g., the division of staff time) are used, it is up to them to
prioritize their use of the available resources.

Another example of how lack of time limits the leaders' ability to
formutate strategy involves fund raising. According to Unterman and Davis
(1984) and Drucker (1990) fund raising is a board and staff function. Although
the board may not be involved in the day-to-day operations of obtaining funds,
they can contribute to an important aspect of the PSOs' public relaiions
through the education of their organization's members. According to
Unterman and Davis (1984, p. 77-78),

Effective fund raising can be achieved only when the

institution has a recognized and publicly known image in the

community. If donors in your community si2!e they have never

heard of your organization, the likelihood ot securing a gift is

remote. The first stage in any effective fund raising campaign is

a public relations effort in the community to make the

organization and its mission known.

Along with educating the public, the board can also assist with fund raising
activities such as a fund raiser recognition event. This could be something
that is often overlooked or forgotten, and yet fund raiser recognition can be
something as simply as a telephone call or a letter of thanks to donors ané
sponsors. Though some typas of nonprofit organizations, such as the
performing arts, leave fund raising to the board of directors (Adizes, 1972),
the amateur sports sector tries to use a cooperative effort between the staff

and board members to fund raise.
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To conclude, many professional volunteer and staff members are
limited by the amount of resources (e.g., financial and time) there are to
formulate strategies. In the following section, the nature of the funding

strategies (e.g., sponsorship, user fees, cost control, and surplus funds)

initiated by PSO leaders are addressed.

Funding Strategies:

One of the most widely used strategic initiatives to increase the level of
funding for PSOs is sponsorship. The role of sponsorship varies within the
Canadian amateur sports community. For example, the governing NSO of
Case C has recently employed ten people to solicit sponsorship for the
organization. On the other hand, recall that a Case B board mamber called
sponsorship the 'Holy Grail' of amateur sports and virtually impossible to
obtain. Although sponsorship deals can improve the financial position of
PSOs, many organizations are struggling to attract large sponsors to their
organizations. The following addresses how reductions in Council funding
have influenced the PSOs' sponsorship strategies.

Of the cases within this study, Cases A and D have been very
proactive in obtaining sponsorship contracts while Cases B and C have had
very limited success. A major factor in the success of Cases A and D lies in
how they view sponsors. In the last five years the leaders in both of these
PSOs considered sponsorship as a way to increase their operating funds from
an external source to coinbat decreases in the Council's funding levels. In
other words, the leaders in Cases A and D service their existing and new
sponsors as a constituency within their membership. As described in Chapter

Four, for example, Case A used an aggressive approach to pursue corporate
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sponsorship by changing the names of a program to match the needs of the
sponsor and developing a cross marketing contract. This type of strategy
would fit under Thibault et al.'s (1993) refiner category. For the leaders in
Case D the only way they felt that they could offer the new outdoor programs
was through sponsorship, therefore they approached business leaders that
were marketing products that would suit the outdoor game (bottled water,
clothing, alcohol).

Members of Cases A and D also stated that sponsorship deals take
time to establish (e.g., knowing wno to talk to, serving their needs, showing
the value of their assistance, ...etc.). Drucker's (1990, p. 85) discussion about
cultivating a donation also applies to sponsors when he claimed that leaders
have to recognize

... that your true potential for growth and development is

the donor, {and that] is someone you want to cultivate and bring

along in your program. Not simply someone to collect this year's

contribution from.

For example, an employee of Case A claimed that sponsorship is about how
you approach a sponsor, timing, and innova. .e ideas.
it is the same approach to sponsor. *"What can we do for
you?", insteac' of - ‘g to them and saying "how about giving us
seme money? Hers is an idea that might help drive your sales

and here is how we will measure it." First you have to get the

right guy. That took quite awhile and you have to bz pretty

persistent. "Look, | have some ideas where we may be able to

help you®. Try to find out what their needs are, what are they

looking for. The guy was pretty up front. He gave me three
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things [that they needed from the PSQ]. | said to myself “"How

can | do this?", and | worked on it. | came back and said "How

about this? | think it will work".

The above comments indicate some of the information that leaders have to
include in a sponsorship proposal. The proposal package of Cases A and D
strategically included examples of media coverage for past events, and
membership and audience demographics for the events. in addition to
submitting a proposal, the leaders aiso try to invite representatives, from
potential sponsoring organizations, to witness events for themselves. The
rationale was that when the representatives observed the events, they would
have a better understanding of how their organization's own needs could be
attained while supporting the PSO. Therefore, the leaders of Cases A and D
provided as much information as they believed potential sponsors needed to
become a supporter of their PSO.

Greenberg's (1982) arguments regarding the competition of scarce
resources could also be applied here. For example, although the PSOs are
not in direct competition with each other for their membership base, they are
indirectly competing to gain major sponsorship (e.g., just within this study, two
of the PSOs - Cases C and D - have one common sponsor). Sponsors are
looking for organizations that can offer what they desire: sales, high profile,
and to some extent, goodwill. Therefore, tor-profit companies usually
distribute their funds to the few PSOs that can match their corporate needs
rather than supporting a large number of PSOs.

To a large extent, Cases B and C can not meet the needs of a
potential sponsor because, to survive, the leaders spend a majority amount of

their time trying to controi their expenses. Case A and D leaders differ, in that,
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they solicit sponsors while controlling the PSOs' expenditures. Although it is
important for the leaders of Case B and C to control how they spend their
existing funds, very little of their time or energy is focused upon attracting
sponsors. For example, the Executive Director in Case C was hired primarily
to raise funds for the organization. Although the first two years were
successful (e.g., she increased the budget from $150,000 to $300,000), she
has since focused her attention towards strategic planning and has not
attracted new sponsors. In regards to Case B, other than small sponsors who
advertise in the membership handbook, the leaders have had difficulties
raising sponsorship dollars for a number of reasons. First, the organization
has a small number of the staff members who are busy working on the day-to-
day tasks, and therefore do not have the time to recruit sponsors. Second, a
majority of sponsors are looking to gain high profile and/or sales from a large
membership base and/or a large number of spectators at the events. Thibault
et al. (1993) would label Cases B and C as having a low program
attractiveness rating. In Case B, the organization has a small members#ip
base, and the events are in remote areas where the general public are not
likely to travel to watch the event.

Case B leaders considered hiring a professional fund raiser to allow
other employees more time to concentrate on their office duties, however, the
idea was quickly dismissed. After investigating the results achieved by other
nonprofit organizations that had hired a professional fund raiser, the board felt
that people were not likely to donate money if they knew that a portion of their
donation paid a person's salary and did not directly benefit the organization.
They also rejected a campaign of telephone soliciting because, as they

described it, the campaign has a tacky' and 'unprofessional' image attached
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to it. In the mean time, they are still looking for someone with fund raising

expertise who could advise them. One of the places Case B leaders are
looking for an advisor is intemnally (e.g., local clubs) because some of the
larger clubs have been very successful in obtaining large sponsorship
contracts. As described by the President of this PSO,
The clubs seem to be more successful [in recruiting

sponsors] than the provincial association. One or two club

people in the Calgary area are successful and | have actually

started a process of trying to get [their] expertise away from the

club level. They seem to be able to raise funds for this one race

they put on. | don't know how it's done but the race comes out

with $15,000 to $20,000 of prize money every year. If we could

get our hands on [that amount] as a province, .... | think what

they got last year from the casino equaled about $12,000 and

they use it to put on this race. There is one other organization

that gets away with a very nice amount and { am not sure how

they fund raise but they have a casino as a club which make

about $65,000.
Therefore, the leaders in Case B hope to transfer some of the sponsorship
knowledge from the clubs into the PSO to learn more about the sponsorship
process. This is another example of how the Case B leaders are willing to try
all avenues to raise funds for the PSO - a strategy that Thibault et al. (1993)
would call ‘'trial and error'.

One of the difficulties in obtaining sponsorship contracts for all four
PSOs is the lack of contacts with the business community. Nonprofit leaders

stressed that it is important to have “connections in the corporate world" to
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make that initial contact within the potential sponsor, otherwise, it is very
difficult to establish a relationship with a sponsor. As mentioned eartier, this
can be a problem because the staff and board members are limited by time to
make the necessary contacts. For example, Cases Aand C have well-
rounded board members (e.g., technical and business knowledge), and the
board members of Case B and D basically provide technicai knowledge.
Although the latter two boards are active in the technical side of the sport,
they have not been able to provide any business contacts for the Executive
Directors. To compensate for this lack of contact, staff members have
obtained all of their sponsorship deals through the cultivation process
mentioned earlier, or when a member approaches the staff with a contact
name. Case D leaders have approached this contact problem from another
direction, in that they have joined the Chamber of Commerce to meet
potential sponsors at the Chamber's networking activities.

The lzck of opportunities for networking is also a problem for Case B.
This is compounded by the fact that the leaders do not feel as though they
fully understand the nature of the sponsorship recruiting process. Although
there has been a concentrated effort to raise funds by other means, after the
President researched how to obtain sponsorship deals, he decided to find a
volunteer to help them in their pursuits. As he noted, .

My initial thought was it was just a case of asking people

and getting something or not getting something. | realized after

exploring it to some extent and over a period of time that it takes

a fair bit of talent. | began to recognize that | just don't have that

talent. So, it is a case of finding somebody who can either
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advise and direct us on how to do it, or actually do it for us

which would be more successful.
One of the problems which | think is within our

organization is that it is an organization which does not appear

to attract people with wealth, or people from the business sector

who would naturally have contacts which we could use to help

us raise money. | think that [the sport] is still a very low key sport

not only in Canada but (as far as the media is concerned) it's a

low key sport as far as participants are concerned. We don't

bring a lot of wealth to it. We put it to the equipment. The

pleasure of [the sport] is in fact the training and the racing (in

most cases). We also have the other side who don't race at all,

and they are using [the equipment] for commuting. That also

infers a certain income level as well. So there isn't a lot of

money within the sport. There are not a lot of people who have

high incomes, or in fact, ... contacts [with people who have high

incomes] within our sport or our organization.
Although this board member's comments are similar to the concerns of many
other PSOs, many leaders continue to learn and work at obtaining sponsors.

All of the PSO leaders who were interviewed stressed the importance
of sponsorship dollars to help their financial position, however, they stressed
that it is not the only way to raise funds. One Case D leader claimed that the
organization has to focus on two sponsorship ideas, in that,

{ think trying to develop a corporate image and
sponsorship relationships are long term. | don't think any

organization will be able to run exclusively on sponsorship
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dollars, but if you can take a fair chunk of your budget away

from this exclusively written sponsorship dollars, then that is

great. It is going to help, and knowing that the dollars are going

to be there from year to year, versus from a big hit or a big miss

type of relationship, | think it is important. Then you know year to

year you are going to have 'x' amount of sponsorship dollars.
When asked to define how their sponsorship strategy ties into developing
their corporate image, he claimed that,

*How do you reach your customers® is basically my focus
here. That is a very important issue because information will be
related to image. Basically that is: how do you communicate,
how you influence people's perceptions? People's perceptions
are how they talk about the sport. | see that as a very important
thing. Also it is related to how companies like to sponsor a sport.
Image is how you are going to present the sport and how you
are going to make it a sport in people's mind. How are you going
to make it a sport [and promote] fitness, health, the values
through the sport? It is not a problem but it is a fact that we will
often get sponsorship from alcohol companies ... etc. We do
have Evian and that is a different look. You have to be aware of
the influence of our sponsors on the image that it creates for the
sport.

He continued to stress that corporate image is tied to their membership and
the image of the sponsor. He noted that the behavior of their athletes at

sponsored events is also related to image.
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| found that it is our role to create the next generation that

will go, not in line, but share the value that we have as an

association to advance tha sport. | think that is very important. It

is the image that Evian promotes compared to Jose Cuervo

because they are quite different. We have no control over that

because we need the funding. We need the money to develop

the sport so you got an image there with Cuervo [signs] all

around the courts. Maybe there is the look of a little bit of fun,

but there is always talk that this sport is associated to alcohol.

But again, it is the same thing with pro sports - like the Blue

Jays are owned by Labatts [at the time], but does that make

them a bunch of drunks? - .... So we have to think about the

image here. Evian, yes, you are going to drink water and you

are always going to drink Evian between the rallies and in the

time-outs. You are not going to drink Cuervo. You just have to

somewhat have a plan of attack on how you are going to

manage these different things because they have an influence

on the image that we have to control.

To summarize, many of the PSO leaders felt that this idea of financial
stability is achieved through cultivating a relationship with the sponsors who
will influence the PSOs' corporate image. The problem for many of the
leaders lies in contacting, informing, and persuading companies to support
their sport. The PSO leaders who are successful in pursuing sponsorship
deals are the ones who treat potential sponsors as business associates
(cultivating a relationship with them) to improve their funding base. However,

not all PSOs are successful in obtaining sponsorship deals (e.g., Case B),
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therefore, PSO leaders have to also find diversified ways to generate funds
for the organizations, such as 'user-fees', ‘cost controls', and 'slush funds'.

Many PSO leaders have incorporated ‘user fees' to help finance their
programs. Although this strat@gic approach helps to cover the programs'
expenses, the leaders do not wish to set a fee that will discourage people
from participating in their organization and their programs. In the past, all four
PSOs have had programs that have lost money, resulting in a financial
burden for the organizations. Although the PSOs have since paid their debts,
their financial recovery has been slow. The following discussion will examine
how user-fee strategies were developed to help ensure that the programs do
not lose money.

PSO leaders claimed that the more expensive the sport becomes, the
fewer the opportunities available for people to become involved in their
organization. Cost is also considered a limiting factor for the growth of their
sport, their membership, and for sponsorship. For example, a for-profit
business will not want to sponsor a PSO program if only 50 people attend the
event. Cases B and C provided examples from their NSO office regarding this
very problem. The lack of public profile of their sponsored events was a
determining factor for the sponsors not renewing their contracts. The more
people involved in the sport, the greater the chance of meeting the sponsors'
needs: profile and sales. The higher the profile and sales, the more sponsors
and participants want to become involved. As the leaders try to develop their
programs this on-going cycle is created. For instance, a lower user-fee will
attract the necessary membership. With more people participating in the
program, the opwrating costs will be covered, and a larger participation base

will eventually help to attract sponsors into the organization.
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Case D leaders also believe that user-fees will impact the organization
'in another way. Many of the Council's technical programs are popular in
schools and communities because they provide an opportunity not otherwise
possible for the province's youth. Although the Council provides funding to
subsidize specific programs such as the Sport Outreach Program, it is not
-enough to pay for all of the staff and travel expenses (e.g., transportation,
gas, meals, and hotels). As a result of the Council's funding reductions, the
leaders of Case D began charging a user-fee for some of their programs.
We have started to charge a fee of $50. It is still very
cheap, but it has people thinking about having to pay for the
service, so when the funding does drop out, we still have an
opportunity to run the program. It is not such a hard hit to the
people to take part in the program to be charged a $100. Well
they could say, "Well, it is $50 more” versus "Well, it was free
last year."
PSOs, such as Case D, are preparing for external funding cuts by
implementing user-fees to subsidize their programs. Thibault et al. (1993)
would label Case D's user-fee strategy as an ‘optimizing' strategy because the
reputation of the PSQO's other programs will minimize the risk involved with
charging a fee. As the leaders continue to experiment to find the appropriate
fee that their members are willing to pay, they hope that the fee will also cover
the program's operating costs.
Many PSO leaders alsc claimed that they do not believe that an
organization can be successful if they implement a ‘break-even’ strategy for

all the programs. In the following quote, a Case D employee considers a
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break-even spgroach as a passive stratzgy for an organization to use if they
hope to prosper.
... if you are just going to break-even, | think that you stay

in the same level [of services and programs] and you are not

going to [grow] because it is just a perpetual motion kind of

thing. | mean you are just going to stay the same and [not] go

anywhere. Not to say that money takes you places but it does. If

I make say $50 instead of breaking even, then the next

tournament | can invest that $50 into getting a trophy or maybe

getting a better facility that is going to cost $50 more. Or maybe

getting more officials, or something like that. To me that is a

progressive attitude and that is what the associations and

businesses and everybody have to take.
Many leaders made similar comments, especially for their programs that are
not funded by the Council. They believe that the programs have to support
themselves if they are going to be offered. Therefore, user-fees are another
way to generate funds internally as long as the leaders do not disturb the
delicate balance of providing an attractive program and charging a fee to
recuperate their operating costs.

Before examining 'cost control’ as another approach to increasing _
financial resources, the following discussion looks at profit generation. One of
the areas that the PSO leaders have started to focus their attention on is
generating profits through business ventures. Although the very term
‘nonprofit' could have much to do with the historical absence of
entrepreneurship in the nonprofit sector (Selby, 1978), Drucker (1 990)

provided numerous examples of nonprofit organizations that participate in

el
¢
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projects to raise funds (e.g., the Girl Scouts selling cookies). Yet within the

PSO sector, leaders have had limited experiences impiementing such
ventures (e.g., business opportunities within Case C). As one Case C board
member claimed,

| had someone say to me about a year and a half ago
when we were making some tough decisions at a board
meeting, “the trouble with you is [that] you want this association
to run like a business" and | said "you're right | do because that
is the only way that it is going to succeed.” Maybe one of the
biggest problems with [this sport] is that there doesn't seem to
be a lot of business principles that lie in what is trying to be
accomplished. Consequently, too much never gets done. | think
that is very common in volunteer-based organizations.

In my view, the major issue ... is the development and
growth of the sport. | guess the way we get there is
controversial. What | disiike is the tremendous [waste of]
opportunities to develop the sport and in reality for [sport]
operators to develop their business. But there is no interest. |
think that each one of these [club] operators consider their
business as their business onto themselves. | sense that there
is much more interest in deing things their own way than they
are [in] being productive or organized. ... | think there is potential
for some business operators to be in business [within this sporij.
Maybe one of the biggest mistakes is that the people are [sport]

people first and business people second.
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If the rumors that the Council will be reducing their funding levels significantly
are true, the idea of profit geraration can be an attractive funding alternative
(assuming that the PSOs can limit some of the problems associated with
profit generation for nonprofit organizations such as maintaining their
nonprofit status and not excluding people from their PSO because they can
not pay for the program and/or service).

With operating funds as limited as they are, all four PSOs have been
trying to maximize their current funding ievel by implementing ‘cost control'
measures to lower their program expenses (e.g., using volunteers to run
some of the programs, and using product-in-kind from sponsors). As an
internal means of increasing funds, McLaughlin (1991) suggested that leaders
could ask others how they reduce costs, how they review and track their own
spending patterns, and implement an employee suggestion program.
Tuckman (1993) considers it important to implement cost controls and have a
good accounting system so nonprofit organizations can increase their
chances of obtaining external funding. However, reducing costs can also
result in disadvantages. One such concern is maintaining a high quality of
products and/or services while controlling their costs. The following are
examples of PSO strategies leading to cost savings.

Case A has passed a rule that the cost of meals incurred during
meetings can not be submitted to the PSO. This was deemed as an
unnecessary expense to the organization because people would be eating
then regardless of the meeting. The committees within Case B submit a
budget, and if approved, the PSO holds the committees responsible for any
projects that are over budget. Since the leaders in Case D felt that it was

more important to use the funds within the programs and not for
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administrating them, they have been trying to reduce their operatii.g costs.

For example, they save paper costs by having a fax machine intemal to the
computer from which only necessary faxes are printed. To lower the unit price
for such things as printing and uniforms, the staff members try to order items
in large quantity. Case D leaders have also been trying to negotiate with their
officials' association to reduce the cost of officials for their tournaments. With
official costs surpassing facility costs for many competitions, the financial
stability of running tournaments is in question, and currently the high costs are
passed onto their members.

When asked about their cost control measures, the leaders from Case
C talked about their accounting system. They have a very elaborate system
that tracks every doliar the organization spends. According to one of the
board members,

We tum out financial records ... and the packages that we

get sent are incredible. Probably a better accounting package

than a lot of the major oil companies turn out, but at the same

time, to what end? Everybody wants to know, | suppose, where

every last dollar went. Well, it is reported in a fashion that is}

probably way too expensive and time consuming. | think some

practicalities have to be acknowledged here, and those are

some of the things that we are trying to do. When we first went

on a computer system in the mid 80's, | think one of the

members of the association said "Well, I'll set you up with all the

computerization that you need”. But it was all very distinctly

programmed and not user friendly in any way what so ever.
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The board member went on to state that many things in the organization are
so ingrained, that making changes is not easy. What PSO leaders really have
to do is answer questions regarding how much cost control do they have,
where they can reduce costs, and what types of accounting information is
really necessary. Once cost cutting decisions are made, the amount of saved
funds can be used to contribute to a ‘surplus furd' as they prepare their
organization in becoming financially self-sufficient.

When considering the difficulties in obtaining external funding, building
a 'siush fund' is the easiest internal method of raising capital for the future of
the organization. In Wolf's (1994) discussion on the criteria for a successful
strategic plan, he suggested the use of common sense - a point that is
somatimes forgotten. Although putting funds aside for the future may be
S#feult for smaller organizations that are struggling to survive, Tuckman
(1993) suggested that saving money for the future will also help in securing
funds from external sources. Sponsors are more willing to work with a
nonprofit organization that is established and financially stable, and if they do
sign a multi-year deal, they want to be confident that the organization will be
able to fulfill the contract.

Since all the organizations in this study have finisied paying past
debts, they have been slowly placing a certain portion of funds aside each
year for a 'surplus or slush fund’. According to Tuckman (1993, p. 230),

At a minimum, all nonprofits have a potential ability to

gain access to capital through their ability to budget a positive

surplus and to accumulate funds through time. Such surpluses

provide both an internal source of funds and evidence of

financial strength and fiscal soundness that increase the chance
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of obtaining external funding. It is not easy for some nonprofits

to embrace the idea that they should hold some of their scarce

funds in reserve rather than spending them to meet immediate

programmatic needs. Nonetheless, the accumulation of equity

through prudeant financial management should be a goal for any

organization that wishes to retain the confidence of those it

serves.

Although funding decisions can be difficult, this type oi internal fund raising is
one of the more controllable and simplest methods of increasing funds. The
difficulty is in deciding which programs will sacrifice a portion of their funds for
the surplus account. All the PSOs in this study have started this practice of
building a surplus account. As mentioned in Chapter Four, Case A has been
the most innovative in this regard and therefore has the largest surplus fund,
followed by Cases D, C, and B. This ranking is based on the number of years
of placing funds aside and the size of trust fund.

Although Case A operates their slush fund similar to the other three
organizations, they have also taken the initiative to develop a separate
Foundation for the sole purpose of raising funds for the PSO. The Foundation
is basically operated by the same group of PSO volunteers, however as
fmentioned in Chapter Four, the money has not been transferred to the PSO's
bank accounts. Of the other three PSOs, Case D is the only one financially
stable enough to begir # foundation. The following quote from a Case D
employee addressed the issue of setting funds aside and the plausibility of
their own foundation.

' | think we have a surplus of $25,000 which means in an

organization of this size, | don't think that is a healthy surplus.
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You still run into cash flow problems with that much surplus
[because] you dip into the red into certain accounts during the
year. But now that we have a decent [amount], and hopefully
with a surplus above $50,000 we can start [opening] term
deposits. Guaranteed things that we can start putting away, and
... lock it away and try to develop some sort of fund for the future
- that I'm sure is not too far away. | know that the Sport Council
has a foundation where they will match the amount of money
you put in. So once we get to a point where we have a healthy
enough surplus to last us through the highs and lows of fiscal

year, that would be ideal.

Although they are planning to build a foundation, the leaders within Case D

are concemed about how the Council would react to such plans. The

Executive Director is asking questions such as "How are they going to

appreciate that type of strategy?”, and "Are they going to cut our budget

because we haven't spent all of this money, or that we have a surplus?”.

‘The PSOs that will survive in the future will be the ones planning today

to become self-sufficient through external (e.g., Council and sponsorship) and

internal (e.g., user fees, cost control, and surplus funds) sources. Whereas

this section focused upon funding and its influence on the PSOs' strategic

initiatives, the next section will present another contextual factor,

membership, and its infiuence upon strategy formulation.

(b) Membership Issues:

Members have been and continue to be a critical component of all

PSOs. For many of these organizations to continue to operate in the future,
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professional and volunteer leaders have to work to enhance their programs to

attract new members into their sport and the organization. The purpose of this
section is to present the reader with a comparison of the PSOs' membership
strategies developed to increase their membership base as they try to meet
their members' needs and try to ensure that the costs (e.g., affiliation fees and
equipment) associated with the sport are minimized.

All the PSO leaders interviewed stated that they wanted to increase the
number of registered members withir their organization. As the cases within
Chapter Four described, the demographics (e.g., age of the members, type
and cost of programs) and the membership types (e.g., elite versus
recreationa’ athlete, coach, official) continue to change the nature of the
membership base of each organization. For many PSOs the nature of the
membership is altered when you consider that a member can register for one
or more categories (e.g., Case B members could register as a coach, official,
and under three competitive disciplines as an athlete). :he following table

summarizes the membership figures for each PSO, and describes the stability

of their membership base.

Table 5: Membership Size and Trends Per PSO

PSO | Membership Size] Trend
A 5,000 consistent
B 570 varying |
C 1,000 varying |
D 4,000 increasing |

As mentioned earlier, the membership base of a PSO has to grow, or else as
current members retire from the sport, the leaders will face a declining

number of participants in their sport. For example, the leaders in Cases B and
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C have been working to attract new members into their organizations to 're-
populate' certain membership categories.

According to a Case C board member, over the years the 'middle age'
membership category has declined. Although the sport experienced
tremendous growth in the 1970's,

... the association faces one of the biggest problems

which, [the sport] as a whole, is facing - namely growth. What

has happened is that there has been a decline in the number of

people [participating] in general. But by the same token, what

has héppened is those same people who made the boom in the

70's are now 40-45 years old. What we have seen is [that] there

is still a very, very large group of people in that age group which

now forms part of the competitive sport. [There] is still a large

number of juniors participating at the highest [ability] level - we

also have a very high group of over 35's to over 65's who are

participating very actively. What has happened is that it is the

'in-between' [group] that we have lost. So there is a gradual

collapse in the number of people participating in the sport. |

think that is a major challenge for [the PSQ] and for [the sport] in

general.

The PSO leaders have been working to meet the challenge of increasing the
number of people between the ages of 20 to 35 through the programs that
were described in Case C. The leaders have observed that the number of
recreational athletes in the province has been increasing. Therefore, the
leaders have concluded that they are meeting the challenge and that “the

game's popularity has not suffered®. However, they also concur that the
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.organization has not been as successful in recruiting recreational athletes into

the PSO's programs. The leaders felt that if they can recruit these athletes
into their programs, the organization will benefit in both the short term and the
long term. The short term advantages include the number of recreational
players joining the PSO, and the long term advantages will be realized when
the children of these recreational players join the organization in the future. As
mentioned in Chapter Four, Case C leaders are currently investigating and
experimenting with innovative programs from other provinces to attract new
members, such as Nova Scotia's Parent-Child program.

PSO leaders are looking for a competitive edge by offering programs
that will attract new members and develop the sport while keeping it
accessible to the general public. Greenberg's (1982) argument that a
competition can develop among nonprofit organizations can be applied tc
PSOs. For example, the above comments by a Case C board member
implied that they are trying to develop new and creative ways to draw
recreational people into their association while maintaining their current elite
membership. According to Thibault et al.'s (1993} framework, CaseC
resembles an organization with a strong linkage to the competitive members
and a weak linkage to the recreational members. Another example of the
competitive nature of the PSOs was provided by the leaders in Case D. They
developed two programs (tiers one and two) to service members who had
time conflicts with school athletics but were still interested in joining the
association. Since the 1993 tier two membership figures equaled the number
of tier one participants, Case D leaders felt that they were successful in
serving the needs of members in tier two who may have otherwise been

excluded. In this instance, the established membaership base could fit into
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Thibault et al.'s (1993) framework because the leaders are searching for ways

‘to include different groups, such as the tier two athletes, into their
membership. Although Case D is not in direct competition with other
organizations (e.g., schools, community groups, other PSOs), there is an
interal competition within the PSO as leaders try to increase their
membership base by designing programs that meet the needs of both high
performance and recreational athletes. However, as discussed next itis
difficult to assess these needs because the membership consists of many

different groups who have a variety of different needs.

Membership Strategies:

Nonprofit organizations usually do not have the luxury of dealing with
one dominant constituency (Drucker, 1990). Within the PSO sector, some
leaders try to increase their membership base by offering different types of
programs to meet the needs of different members (e.g., gender, age,
recreational, high performance). The following examples illustrate the different
types of issues that PSO leaders face when trying to serve multiple groups
within their membership, and the strategies they employ to address these
issues. As stated earlier, many PSO leaders realize that there are more
people participating in the sport than there are members within *heir
organization. The leaders of Case A felt that it is important to try to find out
who these other participants are, what their needs are, and how the PSO can
fulfill those needs. One Case A leader suggested that,

Clearly our sport has quite a large profile as reflected in
the press [coverage] we get and our overall profile in the

sporting community and Canadian life in general. So there are
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people out there that are interested and, | mean when a
Canadian wins a World Cup, it is front page news in
[newspapers such as the] Calgary Herald and {the] Edmonton
Jourmnal. How much penetration we can make [in that audience},
I don't know. We are trying to develop a package that makes it
attractive for those folks who want to become a member of our
organization. But clearly the more members we can show, the
better it is for government. The better it is to attract sponsors
into our organization. At the same time, in some of our
[facilities], we also have a problem in handling the growth. We
have some of our smaller [facilities with] entry-level programs
that are 'maxed-out' and [they] feel that they can't take any more
people into the program. Well, that is clearly an issue because
you are turning away potential members or people who want to
be members of your association. If they could walk across the
street, that is not an issue. But if the next [facility] is 30 miles,

then maybe it is an issue. So we have to address that.

Along with considering the needs of all members (e.g., elite versus

recreational athletes), the above statément illustrates how many of the

contextual factors influence each other. In this instance, membership issues

are inter-related with Council funding requirements, sponsorship possibilities,

and growth of the number of participants compared to the availability of local

facilities.

Drucker (1990) argued that nonprofit leaders have to make decisions

based on information - though unfortunately this is not always the case. PSO

leaders expressed a similar concem about gathering and using information
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when trying to meet their members' needs. For example, a Case D leader,
who is guiding their strategic process, stated that it is critical that the leaders
try to evaluate their organization based on information. He wants to balance
how they make decisions, in that, they have been rélying on intuition and now
wants to add statistical data into their decision making process. PSO leaders
can collect information in many ways: informal conversations with members,
statistics, provincial and national surveys, and other external sources.
Although the accumulation methods vary, the leaders need *0 base their
decisions on statistical information and intuition.

Authors such as Drucker (1990) and Mintzberg (1994) argue for the
value of intuition within the decision making process. As discussed earlier,
time is a scarcity in smaller organizations and decisions are based on intuition
because accumulating information can be a time consuming process. For
example, Stone (1989) stated that there is evidence that nonprofit
organizations, that do not use a planning process, are the ones that are
relatively young and with smaller budgets compared to older ones with larger
budgets. This is consistent with the findings within this study, for example,
Case B is a young organization with a small budget compared to the other
cases. With limited resources (e.g., financial, time, h::#7:20), the organizational
leaders in Case B are making decisions based more «n intuition that .
information. Therefore, when PSO leaders establish how factual and intuitive
information is collected (e.g., as part of the daily operations or only when it is
needed), some of the problems such as in Case B "going around in circles”
-and Case C "patchworking® solutions, will be reduced.

Before assessing the needs of the members through statistical and

intuitive information, PSO leaders have to have a clear understanding of who
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these members are. For example, a Case C board member stated that they

have nearly completed their discussions as to what constitutes a member with
their provincial counterparts and the NSO office. Once the definition is agreed
upon, they believe that they will be able to proceed in the assessment of
potential members' needs, whether it is elite or recreational participants,
young or adult members, ... etc. Within Case A, the leaders have been
focused on the elite members for a number of years and therefore they have
been assessing the potential of facilities around the province as training sites
for elite athletes. Although a majority of the cities in the province have
recreational facilities, good training facilities are not easily accessible to all the
elite athletes in the province. Only those athletes living close to Alberta’s
mountainous areas have the advantage of excellent training facilities. Training
is a concern for those people living further away from the mountains, and
PSO leaders have been looking into ways to help them with their training
needs. Since there has only been two new mountain-based clubs established
over the past ten years, the number of opportunities for elite athletes to train
at world class facilities are still minimal. Most of the newer city facilities that
have been built throughout the province are recreational in nature. Currently,
the elite athletes who live further away from the mountain training facilities are
simply trying to use the city facilities and/or travel to the mountains whan they
can afford to do so. However, many recreational athletes face a problem
because many of the city facilities are *filled to capacity'. Therefore, with the
Case A leaders clearly defining who their membership group is, they feel that
they will be in a better position to address the training needs of their

membership.
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Whereas the Case A leaders are trying to meet the needs of a defined

group of members, Case B leaders are working to improve the safety
conditions for their younger athletes. Safety is an issue within the off-road
discipline as the speed of the racers and the rough terrain of the race course
can become dangerous when the safety rules are not observed. Although the
off-road discipline can appear hazardous, it is the traditional discipline that is
known to be more dangerous. Within the sport it has a reputation for danger
because the traditional competitions take place on traffic roads with a larger
group, while the off-road competitions are on trails that are closed to
motorized vehicles. Very seldom are the roads closed for a traditional racing
event; a factor that causes many parents to reconsider placing their child into
the PSO's programs. Therefore, Case B staff members are trying to address
the needs of their membership by working with hospital groups and
government agencies to increase public awareness of defensive driving as
well as working to ensure that their members are qualified to complete (e.q.,
have the necessary skills to participate within a group).

Another way that Case B leaders have tried to serve the needs of their
membership is by developing an ability-level program similar to the one used
in Case A. This racing programi allows competitors, regardless of age, to
participate within their ability. Before ability-level racing events were offered,
athletes who did not have a high skill or fitness levels were not able to
compete with the top athletes throughout the race. The slower racers
eventually became discouraged and stopped competing. One board member
described the skill and physical abilities that are necessary to be a

competitive athlete in the following manner. Athletes train for fifteen to twenty
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hours a week, and when they reduce their training to ten hours a week, their

fitness level suffers significantly. He claimed that,

This may not seem like much. Ten hours should still be
competitive in many sports, but if you lose, even five percent of
your fitness, you can no longer be involved in the pack that
comprises the action of the race. If you are out of that pack,
there is nothing else ... now you are fighting the wind all by
yourself in the hot sun in Lethbridge (for example), so you won't
finish. You won't finish just five percent behind the winner, you'll
finish twenty percent behind the winner because you are no
longer tehind the pack. You no longer have the benefit of the
reduced wind resistance. ... It is very unforgiving. Small
decreases in fitness result in huge decreases in performance.

For people who never make it in the highest category of racing,
it could be a very disappointing and discouraging sport. You are
never involved in any of the fun. There doesn't seem to be this
component in [the sport] of personai achievement that there is in
triathlons [because] previous performances don't matter
because it depends on conditions and the tactics of the races.
To keep people invoived in the sport, the board decided to introduce ability-
level racing so that members, regardless of their age, could compete with
athletes of a similar skill level. Although this program has only been in
existence for one year, Case B leaders hope that the members will enjoy the

competitive aspects of the events enough to stay in the organization fora
longer period of time.
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Addressing the needs of competitive and recreational athletes through

programs such as abili'y-level racing in Case A anc B is a critical issue for
many PSOs. It is critical because all types of athletes have a certain level of
dependency, in that, competitive athletes are highly dependent on PSOs. This
dependency is based on the athletes following the PSO's guidelines to win the
provincial championship which will allow them to gain access to compete at
the national championships. Recreational athletes, however, are not
dependent on F&:.:. »acause they do not need the services of these
organizations tc p.iiicipate in the sport in a leisurely manner. If PSO !eaders
continue to focus upon the competitive sector of the organizations, then their
membership base will slowly decline because the organizations' financial
resources limit the number of elite athletes involved in their programs.
Therefore, if the PSOs wish to increase their membership base, they need to
pay closer attention to the needs of a vast recreational market.

Although PSO leaders are trying to address the members' needs within
their elite and recreational groups, they are also trying to act as a liaison
between the membership and the NSO. This relationship with the NSOs has
caused difficulties in the past. Many of the statements from the PSO leaders
confirm Macintosh and Whitson's (1990) conciusion regarding the conflict that
results when PSOs try to meet the needs of region and produce selite athletes.
PSOs are continually balancing the production of potential elite athletes for
their corresponding NSO, as well as the development of the sport in their
province. Of the four PSOs involved in this study, Case C leaders have been
actively working with their NSO to address some of these membership
concerns. For example, a board member summarized their NSO-PSO

directive as such.
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... &z of the things that [the NSO had] focused on for a

long time - and indeed to a lesser degree [the PSO] - is teking a
very small group of elite athletes and trying to push them
through to national or international prominence. Now those were
pretty lofty goals, and of course, everybody who played the
game thinks that winning is the only answer. But 1 think that the
conclusion that we have come to now - both on a provincial and
a national level - is that we should be more broadly based in our
intent. Whzat about the senior player? What about the B players?
What about the family players? What about all these people that
are part of the sport and interested in the sport and enjoy the
sport - perhaps love the sport - but don't have a goal of being a
competitor at those elite levels?

When asked to expand on this membership issue, the board member

pondered on the point for awhile and noted,

When you look at it at the junior perspective, which is

what [the PSO] has focused on for a long time, yougot a
collection of twenty boys and twenty girls, and perhaps even
less than that, who are having a pretty high level of success at
the national level - and some internationally - out of Alberta.
That gives us great pride, and yet at the same time, | think that
everybody else who owns a [PSO] card is saying "Hey, what
about me? Where do | fit in?" For the most part, | think the

answer that we have given them is "you don't but thanks for

your support™.
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When asked if they can successfully change their elitist focus, he responded
by stating that many of the PSO's leaders are determined to see it chanyed
because it was wrong to be so heavily focused on one group and to ignore
the others. He continued to explain that,
To me we have also discovered something else, and that

is that if we back off on the financial support and just totally

orient towards the juniors, nothing really happens. The parents

just pick [the costs] up which they have always been prepared to

do anyway. So that is a feature in itself. There is also a

perception that {the sport] is an elitist sport. I think that

perception still exists. To some degree, | think that it is more

than a perception. 1 think that it has legitimate side to it ....
The focus on elite athletes was also avident in the other three PSOs, resulting
in the recreational athletes questioning why they need to join a PSO. As PSO
leaders assess and recognize the needs and concerns of all of their
members, the leaders can work to balance the needs of their NSO (e.g.,
producing potential elite athletes) with the needs of the PSOs’ mass
participants by offering programs and incentives that attract people of all
(non)competitive levels into the PSOs. Along with offering programs for all
types of members, PSO leaders are also investigating how the cost .
associated with joining an organization influences the membership base. The
following discussion provides a description of how the costs (affiliating and
competition) are linked with membership, and the strategic initiatives
employed by the PSO leaders to address the issues associated with these

costs.
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Although the PSOs offer similar benefits (e.g., newsletters, technical

expertise, insurance, and competitions), what sets them apart from each other
is the nature of the sport (e.g., team, individual, ...etc.) and the types of
programs offered to members. Many of the PSO leaders believe that cost is
another factor that can influence a person's decision regarding whether to join
an organization. It is the affiliation fee that PSO leaders have the greatest
amount of control over compared to the competitive costs (e.g., equipment
and travel). Before the leaders can consider adjusting their membership fees
as a way of attracting members to increase the organization's financial
resources, they need to consider other factors such as club, equipment and
travel costs. These costs have to be considered because other than the type
of sport and its benefits, a person's decision to join the organization is also
influenced by the total cost for participating in the sport.

The PSO leaders are also concemed about the operating costs of their
programs, in that, they have to ensure that the programs are operating at a
level where the organizations can recover the associated costs. Trying to
increase the PSOs' financial resources through membership fees may not be
realistic because the affiliation fee may discourage people from joining the
organization if the participation cost becomes too high. All the PSO leaders
claimed that they have to monitor factors, such as the local club fee structure,
before changing their membership fee schedule. If they do not take all the
costs associated with the sport into consideration, then participants will be
paying higher fees at all levels of the sport. If care is not taken to monitor all
the costs involved in participating in the sport, researchers such as Portar

(1980), would be correct in labeling these costs as an entry barrier for new

members of an organization.
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The following table provides an average affiliation fee for a competitor

and general member within each of the four PSOs.

Table 6: Average Affiliation Fee for Competitors and General Members

PSO | Affiliation Fee
{Competitor) (General)
A $25 $16
B $33 $30
C $10 $10
D $22 — $20

As stated in the last chapter, all four PSOs have different membership
packages to fit the needs of many different membership groups. The average
membership fee for Case A was based on four age- and skill- groups (ranging
from $7 to $160). The fee for Case B was averaged from nine different
membership packages available (five age categories in the traditional
discipline and four categories in the off-road discipline), and Case D's
averaged membership fee was based on a total of thirteen competitive
categories available to members. Finally, the fee for Case C was the only one
not based on an average. Many Case C leaders stated that the fee was set at
one low amount to attract new members, however, the number of new
members has not increased according to their predictions. Therefore, Case C
leaders are evaluating the idea of increasing the fee to its original price of
twenty dollars to increase the amount of funds available to meet their
programming expenses. Although the affiliation fees constitute a small
-percentage of the total participation cost, the competition expenses (e.g.,
equipment and travel) are the largest financial burden for the competitors.

As mentioned in Chapter Two, the competitive costs are broken down

into two categories: equipment and travel. Unlike the affiliation fees, the
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equipment costs and travel amenities are subject to market forces thus

leaving the PSO leaders with no control over the setting, «f these costs. Ttie
type and cost of equipment that members need to participate in the sport
could result in an entry barrier for people who want to become involved in the
sport and organization. This cost will also vary with the type of athlete (e.g.,
elite versus recreational) as the specialized equipment becomes expensive
when athletes move to higher levels of competition. Within this study, Cases
A and B received the highest ranking in terms of equipment cost. These costs
for Cases C and D are considerably lower and as such these organizations
exhibit what Thibault et al. (1993) term as having a strong competitive
position, while Cases A and B have a weak competitive position.

Case D has an advantage over other PSOs in that they are meeting
the needs of many parents who are concerned with providing their children
with a learning environment with the least amount of initial costs. In their
efforts to ease the financial burden for the equipment costs in Cases A and B,
the leaders are encouraging entry-level members to consider two ways of
reducing their initial expense. First, the PSO leaders are encouraging new
members to purchase equipment after asking experts (e.g., PSO staff or
members, veteran PSO members, ...etc.) for advice regarding the latest
equipment. Second, the leaders are encouraging new members to initiaily
purchase 'used' or ‘second-hand' equipment thereby restricting their costs.
Case C leaders offered a third way to reduce the initial equipment costs. They
are considering the idea of collecting old equipment from members and clubs
and then donating theri to new members and schools. Although their oid
equipment may need a few minor repairs, they are still salvageable and can

benefit other members. Case C leaders also believe that the PSO can use the
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old equipment as a fund raiser for the organization. To maintain their
competitive positioning, Case C leaders are developing innovative strategies
to address their concerns about equipment costs that persist as an entry
barrier.

Although new equipment can be expensive, the costs can be
minimized with any one of the three suggestions listed above. Many of the
leaders felt that reducing the equipment costs is important because the travel
costs associated with competitive sports are also very expensive. The costs
associated with traveling to a competition account for the largest expense for
members. The following comments from the President of Case A illustrate the
concerns that the leaders have regarding the travel expenses incurred by
their members.

... parents saying “gosh, | know my kids, if they do really

well at these races, they will be in-line to go to this next race But

this next race is [across the country] and it's going to cost us

$1,000 but we won't have the $1,000 so-herelam -asa

parent hoping my child does well but then [wondering] how am |

going to get the $1,0007" That is a problem ... keeping cost

under control and attracting [members] into our sport. But it is

perceived to be a bigger problem in [our sport] than in other

sports so ... we have to deal with the reality of the ... actual

costs, and how we can control them. That is an on-going battle.
it is important to remember that the travel costs will vary according to the
athlete (elite or recreational), the number of competitions per year, the
distance of the competition location, where the sport is a team one or an

individual one, and the age of the competitor. For example, to attend a two-
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day competition 200 kilometers away, a person needs to pay an entry fee,

transportation, lodging, and food. The travel costs can become very
expensive when there are five to ten competitions in a season, and/or the
athlete is under the driving age. In other words, travel costs will increase
when an adult accompanies an athlete to all the events. in addition, when
considering the opportunity costs for adults taking time off from work to travel
with their children to competitions, the travel costs increase substantially.

There are also opportunity costs for young elite athletes. The
opportunity costs for elite athletes can become very high as time is taken
away from their education, friends, and family. Historically, the education of
the athletes in Case A was ignored, and now it is a vital part of the athletes'
development in the elite programs. A board member described the integration
of education within their sport as,

... you have to deal with education in our sport because

of the travel. We have an academy in the province now [where]

tuition including race fees, school and so on, is $24,000 a year!

Obviously that is only for the very affluent. We have a sport

school now, that CODA has started, in Calgary that is a very

good initiative for the start and much more affordable because

clearly education and athletics are a very large concern. Ten

years ago we used to ignore it but then it used to become such

a stress factor for the athletes. | mean their friends would be

going to university and they were still in grade nine, that it would

affect their athletic careers, so we backed off on that and sort of

brought them up side by side. But it is a very large concern in

how you deal with [that type of] cost.
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The partnership with certain schools within the province is an important step
towards their strategy to develop & well-rounded elite athlete. Education for
high performance provincial athletes is important because, according to
Macintosh and Whitson (1990), Canadian educational institutions are used
primarily for educational and recreational goals, and not for developing high
performance athletes. Nevertheless, there are very high tangible (e.g.,
equipment and/er travel) and intangible (e.g., education) costs for the
members of the PSOs.

The purpose of this section was to present a comparison of the PSOs'
membership strategies that were developed to increase their membership
base by assessing and meeting the needs of their members, maintaining a
low membership fee, and finding ways to minimize the affiliation and
competitive costs. The next section will compare the volunteer and

promotional strategies of the four PSOs.

(c) Volunteer and Promotional Issues:

Nonprofit organizations such as PSOs can riot survive without
volunteers, therefore the organizational leaders have been trying to find ways
to attract volunteers into their organization. Since people can choose from a
wide selection of nonprofit organizations, the leaders are competing for
volunteers who can donate their time and services to help (Rauner, 1984;
Hay, 1990). With a constraining economic environment in Alberta, and indeed
.across the country, many people are looking for additional dollars (e.g., part-
time employment) or working longer hours to increase their chances for
financial stability. Therefore, along with a high demand for volunteers from a

large number of nonprofit organizations, leaders are faced with the fact that
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many Albertans may want to spend more of their limited free time with their

families or in part-time jobs rather than donating it to nonprofit organizations.
Although volunteers have different reasons for becoming involved such
as power, prestige, family involvement and interest, the reason nonprofit
organizations need volunteers is that they can offer different types of
resources to the organizations, such as human, financial, and technical
(Perrow, 1970; Mason, 1984). Volunteers can also provide leadership (e.q.,
as board members) and recruit other volunteers (Drucker, 1990). With
volunteers contributing different types of skills, the organizaticnal leaders will
be able to assign volunteers into different areas of the operation (e.g., in the
PSO sector volunteers can become officials, coaches, and board members).
Although Thibault et al. (1993) stressed the importance of coaches as a vital
part of the NSOs' volunteer support network, parents and board members are
equally important at the provincial level. Along with volunteers, promotions
provide another way to increase the support and the visibility of a nonprofit
organization. However, amateur sports (e.g., NSOs and PSOs) have had a
difficult time generating promotional support and interest from media
representatives. As described in Chapter Four, Case A is the only
organization to achieve ample media coverage. Although the media coverage
(e.g., print, television, and radio) of their international events is quite extensive
and world renowned, this type of coverage is not the norm for most PSOs.
This section will describe the volunteer and promotional issues facing PSO

leaders, and how these contextual factors influence their strategic initiatives.
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Volunteer and Promotional Strategies:

As stated earlier, there are many reasons for a person to volunteer
their time (Rauner, 1984; Hay, 1990). When asked about their largest
volunteer group, PSO leaders from Cases A and C stated that they rely
heavily on parents for many of their developmental programs. The volunteers
in Cases A and C help with tasks such as board and committee functions,
event management, and officiating. Case B and D leaders, on the other hand,
would like to try to involve other groups of volunteers into their programs (e.g.,
retirees and youth groups) because a majority of the parent volunteers are
supporting their child’s club programs.

Much of the discussion from the board members who were interviewed
suggested that they were not properly trained when they first sat on the board
and hence problems arose for them when they were assigned projects. Only
after completing the project did they begin to understand the organization's
mission, goals, programs, procedures, ...etc. For example, the PSO leaders in
Case D have not trained a board member in three to five years because of the
low turnover rate on the board, and therefore training became a problem
when the organization changed its board structure. After joining the board, a
new member had this to say regarding his training:

The board needs orientation. | know because when | got

there six months ago, it was fuzzy. Very fuzzy and still today, I'm

still asking for a summary of the programs. | want to know what

we are doing. | haven't seen a thing! | am meeting some of my

needs by doing the strategic plan and then I'll give more

direction on "well, we need an orientation when we come here.

We need to know what this mission is all about. We nged to
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know our values. Need to know about our programs, so | can

talk about it and 1 can sell our association and represent it well

too." Right now I'm not in that position (maybe a little bit

because | am friend with the [Executive Director] so | am finding

out what is going on and | have a general interest). | am lucky

this way but | don't think it is the same for all of the other

executive members.

A training program will help those who are new to the crganization understand
the rationale of the organization's policies and procedures.

PSO leaders have claimed that they would like to improve the training
environment for their volunteers (e.g., board members and parents). They felt
that after a training program the volunteers could perform their assigned
responsibilities and understand the organization's mandate. For example,
whether it is setting policy, fund raising, hands-on operations, obtaining
resources, or other tasks, board members need to be informed and given
direction to properly fulfill their task. if this does not take place, it could lead to
the types of conflicts that are found at the NSO level as described by
Macintosh and Whitson (1990) and Slack, Berrett and Mistry (1994). The
previous chapter presented some of these concerns that have already taken
place within the boards of the PSOs involved in this study: recruiting problems
for Cases A and B, training problems in Case D, and a lack of production from
certain board members in Case C. As a resuit of prior difficulties with their
volunteers, Case A is the only one out of the four PSOs to have developed
manuals for each board position and each event management position.

One sector of volunteers that receives a formalized training program is

coaching. Leaders in Cases A and D offer many more coaching development
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programs in comparison with the other two PSOs, however, all the PSO
leaders stated that they would Iike to improve the level of coaching in their
sport. The following comments are from a Case A leader comparing coaching
in his sport to other sports.
[Swimming has] a lot more science supporting their sport
than we currently have. They have a better system for
developing their athletes and their coaches. There are obviously
some coaches in the country who would disagree with that.
[Although] we have been successful internationally in our sport, |
don't think we have anything like the excellent prcgram that
hockey has had in place for the last half a dozen years or so
now. We don't have the same background of scientific
information that coaches can draw on. "What are the fitness
requirements for a 14 year old athlete, or your average 14 year
old athlete (15, 16, 17, 18 and so on)? How do you train them?
What level do you bring their fitness level to, to improve? What
do their pulses have to be, for how long a time? What sort of
strength ratio do we need between upper and lower? How do
you make a faster turn?* We don't have anybody working on [a
sport science such as sport psychology] in our sport like you see
in swimming. Swimming is a great example because ... | mean it
just seems to be in the universities and the universities around
the world working on building that body of knowledge. We don't
have that in our sport.
A maijority of the interviewees stated that they believe coaching is still one

arsa that they hope te improve on through a better understanding of science,



Discussion (172)

management, and leadership. As the field of coaching improves, the PSOs

will be able to offer more training courses, such as the NCCP seminars, that
will help to develop their coaches' expertise. For now, to supplement their
training, all four PSOs have a policy of encouraging national team athletes
and coaches from Alberta to work with the up-and-coming elite athletes and
coaches.

Training programs are not limited to volunteers. The salaries in the
PSO sector are not comparable to the private sector therefore high turnovet is
common in many PSO offices. To attract employees to their organization, the
PSO leaders interviewed claimed that they would like to offer more
development opportunities (e.g., management training) to their staff members.
However, Case D leaders were the only ones to mention that they do offer
professional development opportunities for their employees. As noted by a
board member, they hope that when they create these types of opportunities
for their employees, it will generate a willingness among the employees to
improve their professional skills.

A lot of the 'people skills' are very, vary important in the

[PSO). They have to be able to relate and be able to sell the

association by who they are (and a lot of these technical skills

could be taught). We have to put more thought into training,

computer skills and things like that. Again, | would like to have

more employess that have this 'will' to learn on their own, a will

to learn at work because the challenge with small organizations

is - | don't think a lot of the [formal] courses will give them what

they need to iearn on the job. They need more support and

more [of a] ‘coaching style' at the managerial level because the
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situation is so different. | mean we are very small office but we

are faced with finance and marketing [situations]. | mean you

[have] all the major departments of a large corporation in a small

little office and you [have] a product to sell.
A Case D staff member also discussed the importance of staff training within
the organization, especially in relation to technology.

I think, one of the biggest things that will help [serve our

members) will be better use of technology. This is sort of a

general item that would really have an outstanding eftect on

training our people on computers. Having better computers,

having better use of a database, better use of fax modems,

interet or whatever. | think that is a big [point] because

technology is totaily related to communication and being able to

promote our sport to the people that are playing.
This PSO's strategic initiatives suppoit employee training for skills such as
sport related techniques, computers, sponsorship, accounting, ... etc. The
goal for this type of strategic initiative was to increase the productivity of the
office staff. Many of the PSO leaders believe that after employees and
volunteers (e.g., parents and coaches) attend an orientation and training
session, they will be abie in a better position to fulfill their tasks and .
understand how it fits within the organizaticn's mission and its programs. =

With a good orientation program and clearly defined roles, all
volunteers can help move the organization further towards fulfilling its
mission. However, all the interviewees claimed that recruiting and maintaining
a volunteer base is also a critical strategic issue for their PSO. When

considering the size of their volunteer base, Case A has the strongest one. To
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boost Case D's volunteer base, a staff member has been trying to ‘market’

volunteerism within his association.
You really have to sell the benefits [of volunteerism). You

can't sell a product, [but you can] sell benefits of the product.

“Hey, come get involved for this toumament this weekend. You

get to be out in the sun all weekend. You get to have free water

from the sponsor. You get to have a free t-shirt. You get to see

the greatest [competition] around. You get to meset all these

people, come ou't and volunteer just one weekend or a couple of

hours of your time."

As described in Chapter Four, Case D leaders have tried to improve their
ability to meet their volunteers' needs through some creative strategies.
Authors, such as Rauner (1984) and Drucker (1990) also encourage using
creative types of recruitment techniques. According to many of the PSO
leaders, if potential volunteers are presented with the advantages of being
involved while their needs are taken into consideration (e.g., time
commitment), then the organization will increase its chances of attracting
volunteers into their support network.

Many of the PSO Ileaders mentioned a point that was similar to the one
argued by Rauner (1984), namely, when volunteers are thought of as another
constituent of the organization, who have needs that have to be satisfied, then
the volunteers' needs have to be addressed during the recruitment process.
For example, a Case D staff member asks questions to assess the needs of
the volunteers. Although the questions could be asked through a formal

questionnaire, he uses informal conversation to find out what the needs are of
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potential volunteers. The following is a list of some of the questions that he

uses during his assessment process:

e What areas interest you to volunteer?

e Which specific activities would you like to do?

« Would you like to volunteer once, on a long term basis, or just at
certain events?

« If you have volunteered before, what types of activities have you
done? What did you enjoy doing the most?

With a little research, a position can hopefully be tailor-made (based on the
number of positions available) for each volunteer so they can enjoy the task
or the time they commit to the PSO. As mentii:ned earlier, once volunteers
have signed up to help with the PSO's programs, the leaders have to
implement an education and training program for the volunteers. Voluriteer
training is important because people who commit to organizations have
certain expectations, for example,
*Because | am a volunteer and doing something gratis for

others, | am doing something good in itself, and anything I do in

this role must be good®. Frequently this reasoning leads to the

assumption that, as a donor of services, I have the right and

even the obligation to determine the nature of those services. If |

am to determine the nature of the services, then how does my

determination become integrated with that of others like me in

the organization? More important, how do | determine whether

the services | design are needed or are the best. To whom am |

accountable? (Selby, 1978, p.95)
Without a training program, such assumptions can lead to organizational

conflict as reported by Slack et al. (1994).
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Although board members may come in with certain assumptions and
ideas for the future of the organization, difficulties can also arise when they
solely focus on a single issue. For example, a majority of the board members
in Cases A and C are parents, who have children in the elite programs. With
the leaders within the sport focused on elitism, it is not surprising that the
board members' decisions are heavily influenced on high performance goals.
As mentioned in Case A, working towards becoming the best racing program
in the country should not be thought of as 'bad thing’, however there is a
definite need to have a balanced focus for the members who are in the sport
for recreational reasons. To increase the PSO's membership, the leaders
need to focus on finding ways to draw volunteers into the recreational side of
the sport (e.g., parents involved in the entry level programs). Macintosh and
Whitson (1990, p.121) argued that “thinking differently requires some
exposure to altern:#tve discourses, which allow us the possibility of making
new connections and envisioning different roles for ourselvis®. Therefore, the
PSO leaders need to be exposed to different points of views from all of the
various aspects of the sport: technical, managserial, clite, recreational,
covaches, athletes, officials, gender, disabilities, gthics, provincial, national,
...etc.

PSO leaders car expose themselves to people who have different
types of skills and backqgrounds by recruiting volunteers who have different
types of strengths. For example, from a business perspective management
has to base their decisions from determining their core compstence (Prahalad
and Hamel, 1990), and if the expertise is not within the organizai.on's domain,

then they can leamn from external sources (Unterman and Davis, 1984;
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Prahalad and Hamel, 1990). An amployee of Case C suggested that the PSO
Executive Directors are required to bring multiple skills to the organization.
...some of the offices have Executive Directors or

Program Directors [that] literally [have] taken over budgeting,

newspaper, accounting, marketing, advertising, coordination of

board activities, programs, services, coaching, [so that]

everything is in their hands. They are just over worked and

under paid and burning out fast.
A skill that is iacking in many of the PSOs is developing a strategic plan, and
to help them in this area, PSO leaders have been looking to volunteers to
lead fhem through a planning process. Case A had their Executive Director
and a board member work together to guide the other leaders through their
strategic exercises, anc Case 77 - cruited a new board member onto the
board to guide the ¢iwr ‘endery through the planning process. Case C went
through its own straiegic racsss with the assistance from an external

suwieer (@ NSO representative). The initiatives from Case B were also

:5°ihe registration fees of the membership within each discipline (e.g.,

recreational, traditional, and off-road).

Tuckman (1993) provides a similar argument, in that the nature of the
board should consist of different constituents to become exposed to
alternative iGeas and needs. He suggested that people with business
experience should be recruited to nonprofit boards to balance the range of
expertise and knowledge of their boards. Throughout the interviews, PSO
leaders have indicated that they are operating more 'like a business' as a

result of their attempts to recruit people who have corporate experience onto
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their board. However, leaders need to keep in mind that many business-

oriented volunteers bring assumptions to the nonprofit boards that are not
necessarily true within a nonprofit environment (Bennett and Dil.orenzo,
1989). According to Mason (1984), the staff and board members need to
remember that the organization may need 'better management skills', not
‘business-like' management. Since the goals of a nonprofit and a profit
organization differ, not all profit-type decisions will be applicable to nonprofit
organizations. Hence, it is important to stress balance and flexibility by using
management 'principles' and not its ‘practices’.

Drucker (1990) offered an example of the *;enefits of using
management 'principles’ and not its 'practices’. Many profit organizations
abancion a project or service if it is not effective, however the effectiveness
within nonprofit organizations is less clear and many people rely on the
programs that are offered. Therefore it is harder to simply abandon a
program. The point is not to follow the management practice of abandoning a
program if it is not effective or meeting a goal, but instead to use the
management pririciple of defining the measures of effectiveness that will help
to determine the type of programs offered. For the PSO leaders examples
such as these stress that new ideas are available by keeping an ‘open mind’
when looking or listening for solui::«ss for difficult problems. Throughout this
study, it became evident that the PSOs that were beginning to or were
already drawing upon expertise from as many sources as possible to improve
the nature of their organization.

Drucker (1990) also claimed that to develop innovative ideas or
strategies, managers should leam from other successful organizations. This

can be accomplished by asking colleagues from other organizations, and
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reading reports that examine what makes organizations successful, such as

Peters and Waterman's (1982) study on profit organizations and Knauft,
Berger, and Gray's (1991) study on nonprofit organizations. Drucker (1990,
p.66) also claimed that a practically infallible strategy is to "refocus and
change the organization wkan you are successtul®. This is an important point
when considering Miller's (1990) study where he examined the failure of
successful profit arganizations that over-emphasized the strategies that made
them successful. Therefore, to improve the organization, decision makers can
learn to develop strategies from many internal and/or external (e.g., for-profit
organizations) sources.

Drucker (1990) is also a proponent of searching for ideas beyond the
walls of the organization. The PSO leaders who were interviewed indicated
that they used national meetings to exchange ideas and learn from their
counterparts. For example, leaders in Cases A and D made the claim that
they are viewed as *progressive, creative, innovative and as leaders within
the sport." A Case D beard member mentioned that helping other
orgerizations and themselves is important, in that,

if we are more wealthy because we are doing things

better than the others, then we should share and help them

grow as well. It will also make them more independent. Sharing

out knowledge with them is being responsible and it will come

back to us. If more people believe in us, then they will support

us. If people support you, then you become leaders. If we could

be a leader to all the associations, that is what we should be

trying to do. Only if we are doing things right, and if we do things

right, well, then we will get more coverage. Our image will be
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even better. People wi!i talk about us in a good way. That is

what we want.

This seems to suggest that there is a certain amount of conformity among the
organizations as they search internally and/or externally for innovative ways
to improve their organization.

The reasons varied why the PSO decision makers were adamant
about incorporating internal and external expertise within their strategic
process. These reasons included: to increase their growth (Case A and D),
meeting Council funding requirements (all Cases) or national directior: ‘Case
C). and their perception of what other PSOs do may be better (all Cases
trying to incorporate corporate board members). Meyer and Rowan (1977)
argued that an organization will conform to other organizations within the
same sector to increase their chances to succeed and to survive. DiMaggio
and Powell's (1983) article on institutional isomorphism developed three
reasons for organizational conformity: coercive (e.g., the Council), mimetic
(e.g., Case C working with their NSO, Cases A and D using ideas from other
successful profit organizations) and normative (e.g., all four PSOs searched
for ways to legitimize their organization). In Stone's (1989) discussion about
planning, she also suggested that any combination of DiMaggio and Powell's
(1983) three isomorphic pressures can influence nonprofit leaders' behavior
for reasons of legitimacy and not for managerial effectiveness.

Regardless of the reason for conformity, trading ideas and programs
among PSOs has caused some conformity. Even though there is some
evidence of conformity at the PSO level, the leaders do not seem aware that
they are embracing such a concept. Mintzberg (1994) would support such a

statement. He stated that creative strategies can emerge (without the
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intention or awareness of the managers) or be deliberately found within the
organization or in competing organizations. Nevertheless, as members of the
corporate world are recruited onto PSO boards, the assumptions that they
bring with them may not help the organization in the long run. In order for their
expertise to help the PSO, a volunteer training program is needed so that they
can understand the nature of the organization.

Many of the PSO leaders suggested that after volunteers are recruited
and trained, their efforts have to be recognized by the organization and its
membership. Whether it is a board member who develops a new strategy for
entry-level athietes, or a parent who helps with officiating, an aspect of
volunteering that seems to receive the least amount of attention is a volunteer
'recognition program. The following comments from a Case B staff member
illustrate that a volunteer recognition program is a useful strategy to maintain
their volunteer base.

I still think we have a lot of work to do in volunteer

recognition and parental involvement. But we forget that the

parent is also a client as is the athlete. Since we are deemed

limited funds and we have so many things going on, our

emphasis [has been towards] the athlete and ignoring the
parent. | think we definitely could improve our volunteer
recognition. | don't mean by having a banquet or anything like
that. But | have a pretty definite view on volunteer management

that you involve them. You tell them what it is you want them to

do, why is it they are going to do it. You expect them to do it

extremely well (if they don't, you fire them). And the reward is in

doing the job well rather than just showing up, standing around,



Discussion (182)
not being directed, not feeling like you are being involved and

going "Jesus, why am | here?".
Volunteer training and recognition also applies to any nonprofit organization
involving volunteers, such as NSOs, so they "involve good people, and to run
the sport [or any cause] in such a way that good people want to stay involved"
(Macintosh and Whitson, 1990, p.35). Volunteerism, as a strategic issue, can
be summarized by Drucker's {(1990) argument for treating volunteers as
members of the organizations. This means that PSOs’ recruiting strategies
have to address their needs, education, direction, and motivation before,
during and after the recruiting process. To facilitate the recruitment process,
the popularity and promotion of the sport will help attract volunteers into the
PSOs.

When a person reads a newspaper or watcnes television in Canada,
he will find an abundance of media coverage for the professional sports (e.g.,
hockey, football, baseball). The media industry reports on what people enjoy,
and/or what the media terms 'news worthy'. Sports that are not established
within Canada's culture (e.g., table tennis) receive minimal coverage at best.
As described in Chapter F* .. ‘2aders of the four PSOs have attempted to
use different strategies to in.uii. ine media of activities and competitions that
have or will be occurring across the province. The leaders provide media
representatives with background information, results, and stories of human
accompiishiment, only to gain minimal results.

The international coverage for Case A has been strong, however, by
their own admission, the coverage of their provincial programs and athletes
has been weak. Case C would be ranked second in terms of international

coverage, especially with Canadian players achieving stronger resuits. This
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leaves Cases B and D a distant third. All the leaders interviewed felt that their
media coverage has been lacking because of the amateur nature of the sport.
" They also felt that when they provided media representatives with information
about their sporting events, the information is not reported and, if it is, only the
results distributed because of the low demand or popularity for amateur sport

information.

One of the strategies PSO leaders have used to correct this problem
with limited success has been to involve their members in creating a demand
for information about their sport. For example, leaders in Cases Aand D
encourage their members, including parents and the local clubs, to write
letters to the media to include more information about their sport. The goal for
this type of strategy is to demonstrate a need for the media to cover provincial
sporting events. The leaders believe that the media industry caters to the
demand of the public, therefore it is the responsibility of the public to create
and demonstrate the demand. Another way of obtaining more media
coverage is via education.

One of the reasons for the popularity of a sport is a person's familiarity
with the activity. When people are exposed to and realize the skill, tactics, and
the unique features of the sport, they can gain an appreciation for it. Cases A
and D have invited media personaliiies to a ‘'media day' where members of
the media participate in the sport aiong with some of the province's elite
athletes. With the right timing, this type of promotion allows an opportunity {0
educate the media about the sport and its athletes. For example, there could
be a media soccer match before a major competition. In terms of timing,
although the media could be outdoors and playing soccer with the spoit's elite

athletes, its success will be limited if the Stanley Cup Finals were aired that
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day. Though a 'media day competition' may not be an event needed avery
year, it provides an avenue to educate and contact the media for the future.

The above example leads to the next issue about dealing with the
media. Many of the leaders suggested that the media industry is attracted to
two types of events: traditional and spectacular events. An organization can
take advantage of the history and tradition of the event or the spont. For
example, for the past 100 years football fans know that the Gray Cup has
been played in the fall. People enjoy being associated w::*™ tradition and
therefore an event like the Grey Cup can attract the 4. Media
representatives also like to cover the spectacular gvenrts. For example, before
the 1993 World Cup, there was an exhibition socce: game between Canada
and Brazil in Edmonton. The excitement and merita coverage for that one day
event was phenomenal. An opportunity of an event of that magnitude is not
available for every sport, however, PSO leaders can apply the essence of the
idea to their sport.

Building a relationship with the media can amount to a lot of work with
only minimal gains. However, PSOs have to educate media representatives
about the sport and encourage the media to cover their sporting events. This
type of involvement wili mean that the PSOs' decision makers will have to
remind their members to contact the media when they have an event. All
sports are unique and have great examples of human accomplishments that
can be used to promote themselves, however a sport can not promote itseif if
PSO leaders do not make the information available to media representatives

who distribute it to the putklic.
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(3) STRATEGIC TYPES:

Thus far the discussion has focused upon how the contextual factors
(funding, membership, and volunteers and promotion) influence the PSO
leaders' strategic initiatives. Although many of these were detailed, the
discussion did not fully compare the initiatives to Thibault et al.'s {1993)
strategic framework because it is limited in its ability to examine the content of
the strategic initiatives. However, the purpose of this section is to provide
some conclusions for the study. The two tables in Appendix Seven compare
the characteristics of each PSO as they relate to the strategic types. The

information in both of the tables raise a number of interesting points regarding

strategy.
(a) Strategic Types of the Four PSOs:

As the tables in Appendix Seven indicate, there is some evidence
within this study to suggest that PSOs that have similar characteristics to
Thibault et al.'s (1993) strategic types. For example, Case A resemblés a
refiner strategic type, Case B is similar to an explorer strategic type, Case C
contains characteristics of an innovator strategic type, and Case Dis
compatible with an enhancer strategic type. The data from the interviews also
suggest that the PSO leaders employ different types of strategies to address
different organizational issues. For example, Case D used creative
sponsorship strategies, and used a fine tuning strategy for their fuiid raising
program. Therefore, not only can a PSO resemble a strategic type, but PSO
leaders also employ different wypes of strategies to address different strategic

issues. This point is expanded upon in the next section.
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(b) Overlapping Strategic Types:

As with most typology, the description of Thibault et al.'s (1993)
strategic types are ideals, and it is difficult to find exact examples. Although
each one of the four PSOs has a particular strategic focus (e.g., fine tuning,
creativity, ... etc.), all four PSOs exhibited characteristics of other types of
strategies. For example, the ability-level and leadership strategies in Case A
were primarily older strategies that were refined while creative sponsorship
strategies were designed to become financially self-sufficient. However, the
ability-level and leadership strategies contained optimizing characteristics and
the sponsorship strategy resembled characteristics of the refining and
optimizing strategies. The other three PSOs also exhibited overlaps in their
strategic focus, thereby demonstrating that organizations within this study do
design and implement more than one type of strategy. The overlapping
strategic types are visible for all classifications of strategic issues. For
example, the leaders in Case D used an optimizing strategy for their club fund
raising program and creative sponsorship strategies to meet the same goal -

increase their financial resources.

(c)_Simplicity:

As argued earlier, the use of management theories within the nonprofit
sector, such as amateur sports, has been limited. Authors, such as
Greenberg (1982) and Drucker (1990), have stressed that much of the for-
profit strategic literature can be applied to this sector. They also argued that
leaders of nonprofit organizations should introduce and implement a simple
strategic process. For instance, many of the examples provided in this study

illustrate how strategies are developed informally. The essence of making the
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process simple has an underlying notion of common sense. Wolf (1994)
talked about the importance of people within the strategy process that also
requires a combination of good information gathering, discussion, and
common sense. Similar comments were made by a Case D board member
who was recruited to help the other leaders through the development of their
strategic plan. He argued that the development of a strategic plan should be a
simple one, and should be based on both information and intuition.

His idea that the strategic plan should be very simple (as presented in
Chapter Four) suggests a couple of interesting ideas. First, strategic
development should be simplified to help the stakeholders comprehend the
nature of the process. Especiaily for organizations going through the process
for the first time, a simplistic plan will heip leaders understand and increase
the chances that they will commit to it. Many of the PSO leaders felt that the
more complex the process and the larger the final document (if it is
formalized), the less likely it will be understood. Second, the duration of the
plan should be relative to the PSO's surroundings (e.g., high staff turnover,
funding). This also ties in the earlier discussion of scarce resources. The
leaders should ensure that the process of the strategic exercise does not
cverwhelm the commitment of resources, such as time and funding. In order
to maximize resources, it may be possible that leaders can develop ideas
within an informal setting (e.g., discussion at lunch). The final point taken from
the comments made by a Case D board member is that the process is a
learning experience for a majority of those involved. Since the duration of the
plan (e.g., three years) is relatively short, there is room to learn how to
improve it or make adjustments to it. Therefore, if PSOs employ a simplified

process, it will provide: a necessary and manageable direction, a realistic
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match with the environment, and allow people to learn and be better prepared
for future changes and improvements within the process. To compensate for
the wide range of experiences of staff and board members and limited
resources within PSOs, this level of understanding can be gained by
maintaining a strategic process suited to the context of the PSO (=.g., simply
versus complex strategic pian).

This argument of inviting different points of view into the contextual
analysis ties into the arguments of Brysor: (1988), Drucker (1990), and
ilintzberg and Quinn (1991) wiio claim that there is no ‘one correct way' to
develop strategy, and an effective strategist is also one who is not confused
by the terms “strategic planning” and "strategic thinking®. In other words,
'strategic planning is about breaking a goal into steps, formalizing those steps,
and predicting the consequences. This process is referred to as analysis. On
the other hand, strategic thinking {i.e., synthesis) is about intuition and
creativity as part of an integrated perspective. in the following passage
Mintzberg (1994, p. 107) addressed the current state of strategy as it relates
to strategic thinking and planning.

While certainly not dead, strategic planning has long

since fallen from its pedestal. But even now, few people fully

understand the reason: strategic planning is not strategic

thinking. Indeed, strategic planning often spoils strategic

thinking, causing managers to confuse real vision with the

manipulation of numbers. And this confusion lies at the heart of

the issue: the most successful stretegies are visions, not plans

[italics in original text].
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Mintzberg's comments are important to PSO leaders because they do not

want to trap or limit themselves by not envisaging what the future holds for

their organizaticn.

(d) Revisiting the Mission:

For organizations to remain competitive or to simply survive, there
needs to be a direct relationship between the organizations' mission and their
core strengths. Prahalad and Hamel's (1990) discussion of an organization's
competitiveness, based on its core competence and core products, can aiso
be applied to PSOs. This competence will act as a developmental tool for new
programs and aid in an organization's survival. Before this can happen, the
organization's leaders need to compare their mission statement and their
current operations to ensure that there is a strong link between the two. For
example, Case D recognized that there was a strong network for recreational
indoor leagues within the province's major centers. With the organization's
strengths within the outdoor sector, management initiated recreational
leagues across the province as a way to develop this new sector of the sport.
This initiative included building new outdoor facilities, hosting national outdoor
events, and eventually developing elite programs and drawing international
events to the province. The leaders within Case D have received praise and
publicity in articles by leading sport publications that described their efforts as
being creative and progressive. Without recognizing and developing one of its
core competence (developing the outdoor sector), the PSO may not be at the
level of success it is experiencing now.

The notion of core competence also challenges the norms and

traditional functions of an organization: ®...long-term competitiveness depends
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on managers' willingness to challenge continually their managerial frames”
(Hamel and Prahalad, 1993, p.76). This idea of challenging traditions can be
applied to re-evaluating the mission (are the PSO's operations aligned within
its mission?). Although the mission alone wili not restrict an organization from
moving away from its initial intent (a strategy needs an evaluation process to
monitor such movement), reviewing the mission will ensure compatibility with
its operations. For example, Cases A and C review their mission and their
operations once every three years. Yet, within the three year period Case C
uses a piece-meal or a patchwork method to amend its by-laws, guidelines,
and operations as situations arise.

Drucker's (1990) idea about defining controversial topics can be
incorporated within the mission review. Many times these 'hot' topics or
seritical’ issues (e.g., elite versus mass participation) are not addressed when
trying to redefine the mission. He argued that it is the board members'
responsibility to introduce and discuss these topics within their meetings.
However, it has been shown in this study that many of the leaders discuss
these issues in informal settings as well. Since the sport and its PSO can
change over time, so can the direction of the organization (intentionally or
unintentionally). It is because of these very changes that the mission and its
benchmarks (e.g., strategies and its evaluations) need to be reviewed and
appropriately adjusted. For example, the leaders in Case B can avoid future
problems (e.g., discussing issues that have been dealt with in the past -
*going around in circles”) by reviewing its direction. Researchers such as
Bryson (1988) and Laycock (1993, p.171) argued that altering a mission is not

an easy task
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... groups can become bogged down in defining what isa
direction, a goal, a strategy, and an objective. These are not
clear lines, and, in general, groups develop a feel for the
distinctions only after having wrestled with them for a while.
By simply revisiting the mission, organizational leaders can learn from the

past to assist their future operations.
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Chapter 6: CONCLUSION

Through a combination of the relevant literature and practical
examples, the purpose of this study was to examine the strategic initiatives
employed by leaders within a sample of PSOs. These initiatives were then
compare to the strategic types identified by Thibault et al. (1993). Four case
studies were presented to detail the types of strategies used by PSOs, and
how they were influenced by three critical contextual factors: funding,
membership, and volunteers and promotion. PSO leaders believe that these
factors are important to the survival of their organization. Although the leaders
are limited by resources (e.g., funding and time), many of them try to
incorporate strategies in a number of ways. For example, in an attempt to use
'business-like' principles to address these issues, PSOs have tried to recruit
corporate leaders who can help them through a formal strategic process.
Other PSO leaders have used informal means to generate strategic initiatives
(e.g., discussions during lunch). Although the leaders use formal or informal
settings (or a combination of the two) to develop their initiatives, all of them
stressed that the strategies have to be simple to maximize their resources.
Finally, many of the examples described within this study illustrated that the
leaders tried to understand the strategic issues by sharing ideas with other
leaders within their sport. This notion of sharing information should also
extend to leaders within other sports, nonprofit organizations, and private
corporations.

Although Thibault et al.'s (1993) framework is limited in its ability to
analyze the contents of the strategic initiatives, there is evidence in this study
to suggest that there are PSOs that have similar characteristics to Thibault et

al.'s strategic types. There is also evidence to suggest that PSO leaders do
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not exclusively follow one type of strategy. For example, Case A resembiles a

refiner strategic type, as the leaders incorporated fine tuning and creative
strategies. Case B is similar to an explorer type, as the leaders' employed trial
and error, and fine tuning strategies. Case C contains characteristics of an
innovator type, as the leaders introduced new programs that were created by
other organizations. Case D is compatible with an enhancer type, as the
leaders used fine tuning and creative strategies. Although these similarities do
not fully match the ideals established by Thibault et al. (1993), the nature of
the PSOs and their overall strategic initiatives resemble their respective
strategic type. Finally, as stated earlier, some leaders vary the type of
strategy used in accordance with a particular situation. For example, Case D
used creative strategies for attaining sponsorship deals, and a fine tuning
strategy for their fund raising program. Therefore, not only can a PSO
resemble a stratagic typs, Tt their leaders can also employ different types of
strategies to address differant strategic issu™s.

The goal for this study was to increase the amount of research
addressing provincial sport organizations and to broaden the understanding
into the strategic nature within the PSO sector. With a better understanding of
how strategic issues are addressed, it is the author's hope that PSO leaders
can use the information within this study to increase their organizations' levels
of flexibility, independence, and development. To develop this study further,
longitudinal research would be helpful to observe how changes within an
organization's contextual factoers influence the types of strategies the leaders
develop over a long period of time. Since there is very little research
conducted at the PSO level, researchers should further the development of a

body of literature for this group of organizations.



Bibliography (1 94)

BIBLIOGRAPHY

Adizes, |. (1972). Board of directors in the performing arts: A managerial
analysis. California Management Review, 15(2), 109-116.

Bennett, J. T., and DiLorenzo, T. J. (1 989). Unfair competition: The profits of
nponprofits. Lanham, MD: Hamilton Press.

Berg, B. L. (1989). Qualitative research methods for the social science.
Boston, MA: Allyn and Bacon.

Bogdan, R., and Taylor, S. J. (1975). Introduction to qualitative research
‘ _g-_,g_p_rﬁngmg_g_ruggi_QQLanrgggh to the social science. New
York, NY: John Wiley and Sons.

Bryman, A. (1989). Research methods and organization studies. London,
UK: Unwin Hyman Ltd.

Bryson, J. M. (1990). Formulating strategies to manage the issues. InD. L.
Gies, J. S. Ott, and J. M. Shafritz (Eds.). The nonprofit organization:
Essential readings (pp. 166-176). Pacific Grove, CA: Brooks-Cole.

Bryson, J. M. (1988). Strategic planning for public and nonprofit
raanizations:

: ui strengthening and sustaining organizational
achievement. San Francisco, CA: Jossey-Bass.

Butler, R. J., and Wilson, D. C. (1990). Managing voluntary and non-profit
organizations. London: Routledge.

Child, J. (1872). Organizational structure, environment, and performance:
The role of strategic choice. Sociology, 6(1), 1-22.

Datft, R. L. (1992). Qrganization theory and design. New York, NY.: West
Publishing Co.
Denzin, N. K. (1978). The research act. New York, NY: McGraw Hill Book Co.

DiMaggio, P., and Powell, W. W. (1 983). The iron cage revisited: Institutional
isomqrphism and collective rationality in organizational fields.

'QIQQELI_B_QM; ﬁ: 147’1 60-

Drucker, P. F. (1989). What business can learn from nonprofits. Harvard
Business Review. 67(4), 88-93.

Drucker, P. F. (1990). Managing the non-profit organizations: Practices and
principles. New York, NY: Harper Collins.




Bibliography (195)

Fontana, A., and Frey, J. H. (1994). Interviewing: The art of science. In N. K.
Denzin and Y. S. Lincoln Handbook of qualitative research (pp. 361-
376). Thousand Oaks, CA: Sage Fublications.

Greenberg, E. (1982). Competing for scarce resources. Journal of Business
Strategy. 2(3), 81-87.

Hamel, G., and Prahalad, C. K. (1993). Strategy as stretch and leverage.
Harvard Business Review, March-April, 75-91.

Hatten, M. L. (1982). Strategic management in not-for-profit organizations.
Strateqic Management Journal, 3, 89-104.

Hay, R. D. (1990). Strategic mar: ragement in non-profit organizations: An
administrator's handbook. Westport, CO: Quorum Books.

Henderson, K. A. (1991).Dimensions of choice: i

recreation. parks, and leisure research. State College, PA: Venture
Publishing.

Higgins, J. M., and Vincze, J. W. (1986). Strategic management and
organizational policy. Chicago, IL: Dryden Press.

Kikulis, L., Stack, T., Hinings, C. R., and Zimmerman, A. (1989). A structural
taxonomy of amateur sport organizations. Journal of Spont
Management, 3, 129-150.

Knauft, E. B., Berger, R. A,, and Gray, S. T. (1991). Profiles on excellence;

Achieving success in the nonprofit sector. San Francisco, CA: Jossey-
Bass.

Laycock, D. K. (1993). Strategic planning and management by objectives. In

T. D. Connors (Ed.). Th nprofi a .
policies and procedures (pp. 161-191) New York, NY: John Wiley &
Sons.

Macintosh, D., & Whitson, D. (1990). The Game Planners: Transforming
Canada's Sport System. Montreal, PQ: McGill-Queen's University
Press.

MacMillar, 1. C. (1983). Competitive strategies for not-for-profit agencies.
Advarices in Strategic Management. 1, 61-82.

Mason, D. E. (1984). Voluntary nonprofit enterprise management. New York,
NY: Plenum Press.



Bibliography (196)

McLaughlin, T. A. (1991). The entrepreneuriai nonprofit executive. Rockville,
MD: Fund Raising Institute.

Meyer, J. W., and Rowan, B. (1977). Institutional organizations: Formal
structure as myth and ceremony. American Journal of Sociology.
83(2), 340-363.

Miles. R. E., and Snow, C. C. (1978). Qrganizational strategy, structure, and
process. New York, NY: McGraw-Hiill.

Miller, D. (1990). The lcarus paradox. New York, NY: Harper Business.

Mintzberg, H. (1994). The fall and rise of strategic planning. Harvard
Business Review, January-February, 107-114.

Mintzberg, H. (1987). Crafting strategy. Harvard Business Review, 65, 66-75.
Mintzberg, H., and Quinn, J. B. (1991). The strategy process: Zoncepis,

contexts. cases (2nd ed.). Englewood Cliffs, New Jersey: Prentice-
Hall.

Mitchell, J. C. (1983). Case and situation analysis. Administrative Science
Quarterly. 30(2), 160-197.

Mittenthal, R. A., and Mahoney, B. W. (1977). Getting management help to
the nonprofit secter. Harvard Business Review, 55(5), 95-103.

Montanraii, J. R., and Bracker, J. S. (1986). The strategic management
process at the public planning unit level. Strategic Management
Journal, 7, 251-265.

Newman, W. H., and Wallender 11, H. W. (1978). Managing not-for-profit
enterprises. Academy Manggement Review, 3(1), 24-31.

Perrow, C. (1970). Members as resources in voluntary organizations. In W.
R. Rosengren and M. Lefton (Eds.) (pp. 93-116) Organizations and

clients: Essays in the sociology of service. Columbus, OH: Charles E.
Maerrill.

Peters, T. J., & Waterman Jr., R. H. (1982). In search of excellence: Lessons
from America's best-run companies. New York, NY: Harper & Row.

Porter, M. E. (1985). Competitive advantage: Creating and sustaining
suparior parformance. New York: Free Press.

Porter, M. E. (1980). itiv r jes: Techniques for analyzin
industries and competitors. Mew York: Free Press.



Biblioyraphy (197)

Powell, W. W. (Ed.) (1987). The nonprofit sector: A research handout. New
Haven, CT: Yale University Press.

Powell, W. W., and Friedkin, R. (1987). Organizational change in nonprofit
organizations. In W. W. Powell (Ed.), Th ofi :

handout. (pp. 180-192). New Haven, CT: Yale University Press.

Prahalad, C. K., and Hamel, G. (1990). The core competence of the
corporation. Harvard Business Review, 68(3), 79-91.

Rauner, J. (1984). Focusing the board on the needs of volunteers. In I.
Unterman, and R. H. Cavis. Strategic management for not-for-profit
organizations: From Survivai to Success (pp. 111-132). New York,
NY: Praeger Publishers.

Retson, D. (1994, January 8). Survival strategy. The Edmonton Journal. p.
A10.
Robbins, S. P. (1990). Qrganization theory: Str

applications. Englewocd Cliffs, New Jersey: Prentice-Hall.

Selby, C. C. (1978). Better performance from ‘nonprofits’. Harvard Business
Review. 56(5), 92-98.

Slack, T. (1983). An organizational case analysis of a voluntary spont
organization. Unpublished Doctoral Thesis, the University of Alberta.

Slack, T., Berrett, T., and Mistry, K. (1994). Rational planning systems as a
source of organizational conflict. Internati iew
Sociology of Sport. 29(3), 317-328.

Slack, T., and Hinings, C. R. (1987). Planning and organizational change: A
conceptual framework for the analysis of amateur sport organizations.
Canadian Journai of Sport Sciences, 12, 185-193.

Stake, R. E. (1994). Case studies. in N. K. Denzin and Y. S. Lincoln
Handbook of qualitative research (pp. 236-247). Thousand Oaks, CA:
Sage Publications.

Sport Ontario. (1992). For the jove of sport. Willowdale, ON: Sport Ontario.

Stone, M. M. (1989). Planning as strategy in nonprofit organizations: An
exploratory study. Nonprofit and Voluntary Sector Quarterly. 18(4),
293-315.



Bibliography (198)
Task Force Report (1988). T¢ward 2000: Building Canada's sport system.

The repornt of the task force on national sport policy. Ottawa, ON:
Government of Canada, Fitness and Amateur Sport.

Thibault, L., Slack, T., and Hinings, C. R. (1 994). Strategic planning for
nonprofit sport organizations: Empirical verification of a framework.
Joumnal of Sport Management, 8(3), 218-233.

Thibault, L., Slack, T., and Hinings, C. R. (1993). A framework for the
analysis of strategy in nonprofit sport organizations. Journal of Sport

Management, 7(1), 25-43.
Thomas, A. (1993). Good sports. Venture: Alberta's Opportunity Magazine,
7(1), 6-9.

Tuckman, H. P. (1993). How and why nonprofit organization obtain capital.
In D.C. Hammack and D. R. Young (Eds.). Nonprofit organizations in
a market economy (pp. 203-232). San Francisco, CA: Jossey-Bass.

Unterman, I., and Davis, R. H. (1984). Strategic management for not-for-profit
nizations: Fr ival > . New York, NY: Praeger
Publishers.

Unterman, l., and Davis, R. H. (1982). From the boardroom: The strategy gap
in not-for-profits. Harvard Business Review. May-June, 30-36, 40.

Waldo, C. N. (1986). A working guide for directors of not-for-profit
organization. Westport, Connecticut: Greenwood Press.

Wolf, J. (1290). Managing change in nonprofit organizations. In D. L. Gies, J.
S. Ott, and J. M. Shafritz (Eds.). The nonprofit organization: Essential
readings (pp. 241-257). Pacific Grove, CA: Brooks-Cole.

Wolf, T. (1994). The nonprofit organization: An operating manual.
Englewood Cliffs, NJ: Prentice-Hall.

Wood, D. (1988). Resource dependence in amateur sport organizations: A
i ic F ion. Unpublished Masters
Thesis, the University of Alberta.

Wortman, M. S. Jr. (1979). Strategic management: Not-for-profit
organizations. In D. E. Schendei‘ gmd C. W. Hofer. Strategic

li n nning (pp. 353-
373). Boston, MA: Little Brown and Company.



Appendix (199)

[~ Appendix One |

Thibauilt's et al. (1993) Strategic Tvpes Framew=

(high)

Program
Attractiveness

(low)

Refiners Enhancers
Explorers Innovators
(weak) (strong)

Competitive Position




Appendix (200)

Characteristics of NSOs by Strategic Type

Characteristics Strategies:

| Enhancers innovators Refiners Explorers
Program Attractiveness high low high low
Competitive Position strong strong weak weak
Strateqgy Focus optimizing creativity fine tuning | trial & error
Structure complex simple complex simple
Accessibility _high medium-low high low
Government low medium low high
dependence
| Age of NSO mature young mature young
Stakeholders linkages establish weak establish weak
Domestic sport extensive minimal extensive minimal
programs

Specialization high low high low
Formalization high low high low
Decision Making (de)centralize centralize (de)centralize centralize




Appendix (201)

information Collected Per Document

(1) Minutes of the AGM, Executive and Board of Director meetings.

- are the decisions matching the mission and objective?
- any patterns in their decisions?

- # of organizational, program changes

- financial stability

- funding sources

- program costs

(2) Constitution and/or By-laws.

- are the rules matching the mission and objective?
- are they in-line with their NSO?

(3) Listing of the programs offered by each PSO.
- do the programs matching the mission and objective?

(4) Newsletters.

- missions and objectives
- what do they communicate to the members?

(5) Alberta Sport Council Grant Application.
- the amount of funding received

- the percentage of external funding
- budgets
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Study Protocol

Prior to the interviews, consents must be received from the Executive
Director/President of the PSO and from prospective interview subjects.

Contact each of the 4 PSOs for background information on the organization. The
information required includes:

(a) Staff and Board Structure
(b) PSO's mission, objectives, programs
(c) Copies of newsletters

The selection process of each interviewee will based on the information collected
during the initial meeting with a staff member. Criteria for selecting interviewees:

(a) Each person must be a member of the PSO. The person must be with the
organization long enough (1-2 years), that the person has a good
understanding of the PSO's envircnment, and current issues.

(b) Each person must have some history of input into their organization's
strategic process.

Once the interviewees are selected, then they have to be contacted. The interviews will
be scheduled via personal contact or by telephone. At that time the investigator will
introduce himself and describe:

(a) The purpose of the study,

(b) How and why the investigator chose you for the interview,
(c) The nature of the interview.

(d) Plan a convenient time and/or place for the interview.

(e) Ask your permission to record the session.

(f) Assure you of anonymity in the study and the recording.

On the day of and just prior to starting the interview/, the investigator will:

(a) Remind the interviewee the purpose of the study and the general topics that
will be covered during the session.

(b) Confirm their consent to the recording of the session.

(c) Answer any questions that they may have.

(d) Obtain their signature on the consent form after they read it.

All interviewees will be assigned a personal code to be used for identification purposes.
1 will assign it prior to the interview taking place. The code will be based on three pieces
of information: PSO's name, if the interviewee is staff of board member, and a number
(e.g. V-S-2 would be volleyball, staff, interview #2).

All interviews will be conducted in a separate room, thus ensuring privacy. For the staff
members working in the Percy Page Centre, the investigator will book a room for the
interviews. For board members, the investigator will try to conduct the interview in their
home, or some other venue convenient to the interviewee.

Each interview will be approximately one hour in length.
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(9) Regardless of the interview being 1aped, the inteiviewer may be taking notes durir: - -1e
interview.

(10) The interviewer will keep a joumal of each interview to record his impressions,
observations, and ideas.

(11) The interviews that are recorded will be transcribed and will be used to guide future
interviews, analysis, an/or write-up. For confidentiality and anonymity reasons, the

interviewer will transcribe the tapes. The personal numerical code will be used for
identification.

(12) When the case study is written, the names of the interviewees will not appear in the
thesis and any resulting publications.
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Title:

Investigator:

Purpose:

Risks:

Confidential:

Time:

inquiries:

Withdrawai:

Consent:

Interviewee

Appendix Five

Consent Form

An Analysis of the Strategic Initiatives Employed by Provincial Sport
Organizations.

Mr. Kiran Mistry 437-0031 (before July 30th, 1994) or 285-0003 (after
August 1st, 1994) and Dr. David Whitson (492-2004) at the Department of
Physical Education and Sport Studies,

University of Alberta, Edmonton, Alberta T6G 2H9.

The purpose of this study is to examine the types of strategies used by
Provincial Sport Organizations (PSOs). Data will be collected through
interviews with key personnel in the PSO and a review of documents. The
data will be used to construct a case study for each organization.

The individuals interviewed for this study will not be subjected to any ricks
as a result of their participation.

" The investigator promises confidentiality and anonymity to the interviewees

taking part in this study. Field notes, data collection records, and tapes will
be kept private. Summaries of notes and records will be coded to avoid
identification of individual contributors. Although the resuits for the study
may be published, the data from the study will be in aggregate forms so the
identities of the interviewee and their o:ganization will not be identifiable.

The interview will last approximately 1 hour, and there is no monetary
compensation for involvement in the study.

The investigator will answer any inquires concerning the interview
procedures to ensure that the individuals involved fully understand their
participation in the study.

The interviewee must give their consent voluntarily without any coercion.
They may refuse to participate in any part of this study and may withdraw at
any time without prejudicz to their relationship with the University of Aiberta.

The interviewee has consented to participate in the study and their signature
below indicates that they have read the information provided above. Each
interviewee will receive a copy of this consent form for their records.

Witness investigator

(Printed Name)

(Printed Name) (Printed Name)

(Signature)

(Signature) (Signaturs)

(Date)

{Date) (Date)



Appendix (205)

initial Interview Questions
Personal information:

(1) Confirm their name and title.
(2) How long you have been associated with the organization?
(3) Can you give a brief description of current involvement with the association?

(4) Have you held any other positions within the association? [Expand if they say yes
(title, role, length of term).]

Background of the Association:

(1) Describe the history of the association [age]?

(2) How does a person become a member of your association? What does that
entitle them?

(3) What are the characteristics/demographics of your membership/volunteers
(number, gender, age)?
(4) Can you describe the sources and percentages of your PSO's funding?

(5) Describe some of the new projects that the association is undertaking [strategy
focus]?

Costs of the Sport:

(1) What are the affiliation costs of an average member? Does it differ according to
the type of member? If so, how does it differ?

(2) How do you view the affiliation costs effecting membership [restrictive or
encouraging or retain]?

(3) What are the equipment costs of an average member? Does it differ according to
the type of member? If so, how does it differ?

(4) How do you view the equipment cosis effecting membership {restrictive or
encouraging or retain}?

(5) Are there any changes to the membership fees in the near future? Why?
Strategy:

(a) Objectives:

(1) What are the objectives of the association? [or see documents first, then ask
particular questions about them]

(2) Who formulates the objectives? What was the process?

(3) When was the last time the organization's mission/objectives were changed?
Why did it change?

(4) How are the association's objectives achievable?

(5) Who is responsible for implementation? How widely is responsibility shared?

(6) How do you evaluate the organization's effectiveness of meeting the objectives?

(b) Decision Makers:

(1) Who makes the mejor decisions about strategy formulation and implementation
in your organization?
(2) What is the role of the board and staff members?
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(3) What is the process (who thinks of it, decides, implements} of deciding upon a
new program? [use this one if they are not very responsive]

(4) Does the organization seek advice from people outside the membership for the
development of your association? Who are these people and what do they
suggest? [Alberta Sport Council, NSO, consultants]

(5) Do the members have an avenue to voice their concerns/comments? What
happens to the feedback you receive (are they considered)?

(6) What role does the government have on programs you choose to operate?

(c) Internal Analysis:

(1) Wheat do you think are the strengths of this organization? ... the weaknesses?
(internal analysis)

(2) What portion of your time is allotted for developmental projects and
administrative tasks?

(d) External Factors:

(1) What do you think is a threat to the organization? [extemal analysis]
(2) Are there any indicators/factors you monitor that may influence the organization
[any external factors to consider, trends/threats in society]?

(e) Forecasting:

(1) Where do you see the organization in the future (5 years, 10 years)?

(2) What has to happen for the organization to reach this future?

3) }Nhat gre some of the major issues/challenges facing this organization in the
uture

(4) 1f you could change anything in the organization todzy, what would it be? Why?

Thank you for your time and assistance in this study.
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Characteristics of PSOs by Strategic Type

Characteristics PSO
L A B C D
Program Attractiveness high low low high
Competitive Position weak weak strong strong
Strategy Focus fine tuning trial & error creativity optimizing
Structure complex simple simple complex
Funding Dependence low high medium-low low
Age of PSO mature young young mature
Stakeholders linkages establish weak weak establish
Specialization high low low high
Formalization high _ low low high
Decision Making (de)centralize centralize centralize (de)centralize
Strategic Type Refiners Explorers innovators Enhancers
Imperative Ranking For Each PSO
— A B C D
Program Attractiveness high low low high
Funding 1 4 3 2
Membership 1 4 3 2
Volunteers 1 4 3 2
Support 1 4 2 2
‘ 'ComEtitive Position weak weak strong | strong
Affiliation Fee (cosvoption) 2 4 2 1
Competition Cost 4 3 2 1
Strateg' ic Types refiners explorers | innovators | enhancers




