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T‘he'purpose ot thlS studyfwas to exammethe operatrons of a volunte,

drrected amateur Sport orgamzatlon\t”n terms of a theoretacal framework based

N

DN i
o200 ‘}'The prermse that condmons wrthrn 'the orgamzatlonal envuronment as'

on a contemporary orgamzatlonal model known as resource dependence S __
theory~ A case sfbdy approach was apphed usmg the Alberta Gymnastlcs
Federatron (A G F ) as the focus :r he organrzatfon was analyzed wnth respect to

three central constructs of resource dependence theory, namely TR
t %

The premlse that coahtrons of mterest groups mﬂuence the orgamzatron s
ei':tswn makrng processes an’d that they denve therr mfluence from the
abfhty fo cope wuth envrronmental condltrons that are percelved as bemg

|mportant bYthe org‘anrzatnon e 7_ 3 O '." o

: ,lnterpreted by organlz.atronal r{'meers are key determmants of the B

[ .vA\'_
e - .

actlvrtfes of.an‘orgamzatron S s ? v
DN 2 - - ‘ o .“‘ .. S

*
’,
-

3 The prermse that orgamzatlons not on1y respond to condmons wuthln therr
1
envrronrpent but also endeavor to-alter or control those condttrons
Data were obtaméd from two sources A total-of twenty three focused

-

mtervrews’ tvere conducted Eughteen of the subjects were elther current or past ,‘-

members of the gfganlzatron and had been mvolved in tts cen‘tral operations

Frve of the sub;ects were representatlves of other agencues wnth whlé'h the foeal

orgamzatton mtaracted The data obtarned from the mtervnews were < r.' U

@ .
Al

supplemented by data aoqmred tthUQh a revuew of organrzatlonal records and

e dv



\ -4‘.
denve;}ﬁe

} ‘;‘jbr.«

he & i'vrrenment anéetb% hattJre of .specrfrc mter—organrzatronalrelatronshrps AS
’&&g\}@ BN U—:ff ’&" ;

G?&l gétftegres rndudated that the strategres‘

. < 171
employed as well?s % »;ﬁ”ut M rhployed were conststent wrth what
gsource dependen“eth ;wouldpredrct e ’-' v e ‘_ E

Lk *«}7 ,%tudy rndrcate that the resource Gependence model rs

sy ' ‘. ‘.P” . , . ‘ ‘
a usefd} 4 , \? @rt xarﬁrfﬁ’h@the operatlo“ns of amateur sport
e LT

organrzatléns In that respect the author proposed that future research be

R %@ ‘- undertaken to more ngorousiy test specrfnc theoretrcal constructs wrthrrt’the'*,
O a :

RS resource dependence model and to @teblrsh its generalizabrlity wrthm the :
. >
. - ' v .
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CHAPTER \ONE
STATEMENT OF THE PROBLEM

C o .7.;. » \

 A/INTRODUCTION - n>

lt is w;dely acknowledged that voluntary sport orgamzatlons play a vutal
; , ,”role in the: dehvery of amateur sport in Canada Government documents such

_as the Campagnola Whnte Paper on Amateur Sport (1979) and the AIberta

Provmcnal Sport Pohcy (1983 botl( rdentlfy voluntary groups as the dnvmg force 4'

" behrnd génadran amateur Sport Several researchers (Bratton 1971 Gruneau
. and Hollands, 1979; and Slack 1981, 1983) have also alluded to the
.'unportance of these organlzatlons In fact voluntary organuZatlons are such a "";' :

B _'pervasrve aspect of the amateur sport scene in Canada that the Qellvery of sport

:.programs by any other means |s almost mconcervaﬂe

o
<

' Every.level of }the delivery system'operates ‘under the auspices’ of .

, teer organlzatlons From the local communlty league through 10 the |

k atxonal and even the Jnternatuonal level sport programs are developed and

‘ orgamzed by volunteer grpups Groups at the commumty or. grass roots Ievel -
' are often qurte mformal perhaps consrstmg of a few mterested parents of young
partncnpants However beyond that level the organlzatlons that govem sport at b
R _. the mumclbal provmcnal and nat:onal levels tend to be constltuted and o

a9,

' ‘operated in a progresstvelyftnore formal manner

Thrs has not Ways been the case In the not too drstant past vurtually all
) , amateur sport was organlzed around "kltchen tables throu out the natlon "
o ' Report of anadian; 1969) Suchlsno




A, longer the srtuatlon The admlnlstratton and delrvery ot amateur sport in S
, "Canada and more specmcally in the Province of Alberta has m recent years ‘
.-,.been expertencmg a raprd evolutlon Many specrf” c factors haveQeen ldentlfted’“ E
: as havmg cOntrlbuted to thls development but for the most part they all relate to '} -
four general trends mcreased lelsure ttme tncreased dlsposable rncome a
' .hetghtened awareness of the beneftts of physrcal fltness and an lncreasrngly '
| drverse number of opportunmes for partrcrpatron |n sport (Alb_e_na S,QQ_[[ | =
Qm[qp_me_mﬂo_lm 1983) Concomttant wrth these trends we have wrtnessed .
?‘the emergence of recreatton ortented professuons and a helghtened £
':mvolvement in recreatlon and sport on the part of government agencnes The -
e result is that dun the past two decades the entlre character of amateur sport .
- hr:ts changed Pghcrpatton i$ on the mcrease both in terms of numbers a‘ﬁ the__'_"‘ '

| amount of tlme tndrvrduals spend on an actrvrty Partlcrpants are more

knowledgeable and have hlgher expectatrons for the quallty of therr expenence .

Professronals in the freld are damandmg more and better support for therr

actlvmes

ln an effort to cope With these trends amateur sport organtzatrons have
g o
"generally become mcreastngly ratronal m terms of both therr structure and

- func,tlon (Slack 1983) The mcreasrng use. dprofessronal staff, for example

'“_has led to- the tmplementatron of clearly specrﬂed and detarled methods and
procedures Also elaborate dlfferentlatron of tasks can often be observed For*‘ '
| . mstance educatron commrttees are establlshed to deal wrth the trarntng of -

; coaches and offrcrals whrle fund ralsmg commrttees attempt to cope W|th the
problems encountered asa consequence of scarce financial resources and
membershtp oommrttees work to tncrease partrcrpatlon at all levels The

f localtzatton of decrsron makrng authonty (centralrzatton) mto the hands of

. v L. !



ity

- ‘ .executtve members or dlrectors |s another consequence of the changlng nature L

- of amateur sport organrzatlons

g

Thts process of rattonalrzatron is often atded and abetted by government

agencres and the pnvate sector who have begun to acknowledge the benettts B

'-that physmal actlwty ofters |n terms of the general health and well bemg ot the

_' publlc ‘not to mentron the pohttcal protrle and publrc awareness that can be ‘

‘ achreved through sport ln an ettort to meet therr own objectrves government

: ;agencues and corporate sponsors have cocpted sport and recreatton

: orgamzatrons Such co optatron usually takes the form ot tmancral contnbutlons "
which are contrngent on,the organrzatton meetlng certam cnterta In the ca e t

'-'bpubhc sector contnbuttons the cntena usually entatls the ;mplementation ol

»‘ and/or adherence to des@nated 'legltrmate practlces For example merely to
- }establlsh rts elrgnblhty for govemment fundrng an AIberta sport assocuatton must
h .meetthe followrng oﬂtena B o ’
‘i’. ' Incorporatron under the Socrettes Act or under a Specaal Act of
. Legislature. _ '

i, | Inclusron of a stated objea in |ts constrtutton such as

"To foster the growth and development ot (the sport) throubhout the
Provmce of Alberta ' R |
| it ‘t -A mrnlmum o 00 |nd|wdual members ot 5 member clubs wuth a
| " mrnumum total of 100 members R |
v Demonstratton through its cogstrtutron that |t has a mmlmum ot 3reg|ons
“or zZones and tftat there is provusron for representatlon trom each t?egton |
| or zo'ne on'the Board of Directors. '4', R

- v_. The actual provrsron of servnces m a mtnrmu‘of three reglons or zones

PSP ) PR o : - .

Toom



The commumoatron a,t\east three tlmes annually, W|th its: membershlp on
e rtems of mformatron whrch are specuﬁc ‘lQ its’ actrvrtres

;\The generatron ot srgmfrcant' tunds through its own eff'orts o
(Source Alberta Act' of Leglslature #AR 235 75 as’ revrsed in: 1986)

I . \ LT
. R ‘_ e
N

: If rndeed a sport assocratlon meets these ehglbrhty cntena and ;
subsequently applles for fi nancral assrstance the level of fundrng provrded (lf
' any) erI be determrned through an even more elaborate set of cntena S
When pnvate sector orgamzatlons are rnvolved the extent of the -

) “: demands placed on the sport assocratron erl vary wrth the magnltude of the
contnbdtron However the expectatlons of a company are seldom any Iess
exactrng than those of government agencres They too are concerned<wrth the

) qlegrtlmate expendrture of therr money and moreover they want to ensurea o

E posmve%ublrc perceptlon ot the relatlonshlp be'tween the sport and thelr

o assured of Iow cost access to the srte

corporate |mage Dependlng upon the IeveI of therr mvolvement a corporate

sponsor can often demand a great deal in terms of how the sport organrzatmn |
handles its aflarrs An example of such mflur?e occured wrthm the Canadtan _ »

N Interumversrty Athletlc Umon (C. 1. A u. ) in 198 an¢1982‘ Dunng that penod

' ‘the C lA u. was negotratlng with a natronal televr%fon broadcaster to televrse B

therr natronal hockey flnals The broadcastmg company would agree to provrde

: 'coverage only if two condmons were met Flrst the C.L A U was requrred to B

., reduce ,the final trom a 'best of three games series to a smgle game played on

a Sunday afternoon Second the C 1A.U. was requrred to establlsh athree -~ \

" year commrtment f0a specnt" ic srte for the fi nal so that the broadcaster w_as

) [ [
o 14 "
.
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e outwergh negatlve %onsrderatnons

; _"-:The only sngmflcant drfference between the pubttc and pnvatezsoe{tanos is that ?’

- to each of therr partlcular sports By recognrzrng a smgle organlzattqn forany

. glven sport governments sel ,ctlvely ascribe to that orgamzatlon a slgmfrcant

: _'as partucapatlon mcreases as more agencies become mvolved and as more L

- ~,‘_‘_ . . . -

After a great deal of dehberatlon the C L A U agreed to thecondtttons B
even though they wene gonng to compromlse other aspects of thetr operatrons

The benefuts of potenhal sponsorshlps and a helghtened proflle were geen to

7\\\‘ '.'\ T,

ln order to secure contﬂbuttons from elther the pubhc or pnvate sectors

'sport asspclatlons must conform to the expectat|ons of the agency in questlon }

!

‘the pnvate sector contnbutrons usualty rnvolve negottatton of the condtttons -
whrle the publlc sector generally has an establrshed set ef non- negotlable

Ceiteria - LT ey

v T < / .... o o Lo . &«
A related factor wh|ch contnbutes to the demands |mposed upon sport

: asshcnattons is the mon0poly posmon that sport assoclatlons hold wlth respect

. amount of authonty and Iegutl acy Natlonal 'sp frt governmg bodfes also

- recogntze only a stngle asso 'ratron per provmce for any gtven sport and as e o

‘such contnbute to thn' ,

'_often vnewed by the ge_

' expected to ery out therr actlvmes ina manner slmrfan to the way |n whtch

What is tmporta t to recogmze is that the demands and expectattons that B

" anse from the genera publlc the parttcfpant groups the fundtng agencies and o

1 the prtvate sector ar setdom unreasonabte quever it can not be demed that |

/.



e . resources are requrred the level of complexnty wrth the admmrstratlen ot

amateur sport rncreases L lt is thls mcreasmg complextty that is Changrng the

\ | manner rn whtch amateur sport is- bemg dellvered m Canada The tmage of ,-' ]

amateur sport bemg Organlzed by volu?teers stttlng around krtchen tables is '_

o swnftly bemg eclrpsed by a professmnaltzed approach to the d lrvery of

- programs and serv:cges/ tn many mstances sport bodtes are becommg full

N ﬂedged socral serv eagencres and thelr success rf not thetr survrval has

vanous partners ln amateur spoﬂ rt is necessary to develop a better

become contmgent /Jpon thelr abtllty to lmplement corporate practlces ln thelr
operatrons As such the operatlonal component of amateur sport organlzattons
has become a dommant tactor for their executrve members Volunteers can no -
longer concern themselves only wrth actrvlty onented functrqns such as \/

schedulmg, coachmg and effucuatlng They must also cope W|th flnanclal -~

| accountablllty, Iegal problems p{lbltc relatlons and other managenal ISSUGS -

d rnherent in any busrness operatlon T o e

a
lt is. the author's mterest m the evolvmg role of sport orgamzatuons that

has Ied to thts study The changlng nature of these organlzatlons 1s

i
' accompamed by numerous drfflcultles Cntlcusm and anger are often dlrected

toward the mdtvuduals _groups and agencres that are rnvolved The volunteer o
dlrectors become trustrated wrth what'they percerve as government red tape M |
government agencues expenence dlfflculttes in scrutrmzmg thelexpendtture of ',, .

money that they have provuded to the orgamzatlons and; partncnpants complaln;. ;

o that too much money IS belng spent on admmlstratron It we are to conle to

terms wnth these types of problems and foster etfectuve cooperatron 3nong the

-

understandlng of how amateur sport orgamzatlons operate wrthln thrs

mcreasmgly ratlonal envuronment .



¢

What rs apparent |s that the evolvmg character of amateur sport

'~

aésocratlons is forcmg them to deal wrth managenal lssueathat are common to -

most orgamzatlons ‘In fact closer scrutlny of the changes taking. place reveals o

that frorh an analytrcal perspectlve sport assocratlons can no longer be

conS|dered as s(nple voluntary orgamzatlons Rather they are rnvolved in a. .\ ;

(_\/vanety of complex |nteract|ve relatlonshlps govemments provrde fundmg tn

,human resources rn exchange for opportu

.' return 'for serwces offered to the publlc members provrde both fmancral and

o make contnbutuoas |n order to create exposure for themselves or therr product

- -and salanes are pald to: prolessuonals in return for the expemse reqmred to ‘_j |

operate and admmlster thelr ;iograms lndeed amateur sport orgamzatlons

have grown far beyond betng lsolated groups that extst only for the mtrlnsnc B |

beneflts gplned bythelr members B f{

. . - k : . v . . ’ ‘_ ' . '
In recognlz.lng that sport assocratlons are engaged m a vanety ot

|“. mterorganlzatronal relatronshlps tt becomes evrdent that the field of

L 4

o exchange relatuonshlps has some obvnous appeal in this respect One theory in"

’ '.organrzatlonal actlvrty

orgamzatronal theory wull be useful in developmg a better understandmg of

sport organlzatlons Whrle thg study of orgamzatlons has over the years.

' created a wealth of ldeas and mformatlon the research that has focused on

‘ partlcular that is. mtumvely relevant is known as resource dependence The
" orgamzatlonal model deprcted by resource dependence holds as its basuc

| premlse the notlon that exchange relatlonshlps are the pnmary determinants ol ‘_

. "_,‘ . T . S g : s
."' - o . - . g ) - N



| " The proponents of resource dependence suggest that three pnmary
) factors contnbute to the |mportance of exchange relatronshrps Frrst that the ,
"attltudes and rnterests of people (coalrtlons) wrthm an orgamzatlon affect both

its mternal and external actlvrtres Second that lt IS not actually the

<

& orgamzatrons envrronment but rather the perceptrons of envrronmental

o ' f the same perspectrve that we vrew,other socral mstututlons we can develop a ,

condmons that determrne R*ctrvrtles Thll’d that orgamzatronal actlvmes are |
| further affected by the na'Rrre of each of thelr exchange relatronshlps (r e.,
i balanced Vs asymmetncal) T S U =
If amateur sport organlzatlons are- as dependent upon resources: trom
'o }ter agencres as they appear to be then it seems approp ate to examme them '
in terms of the constructs provnded by resource dependence theory In applilng
. l..resoug dependence to the operatron of sport assocratrons |t should be R 'ﬁ
E possrble to ldentlfy phenomena that are common to: other organrzatrons The ‘

result should be a better underetandmg of howsport assocratlons functlon

'B:THE PROBLEM

' The theme of thls paper arose rnrtlally from the dlspensatron ofthe notion -
'that sport assocratlons are merely isolated, self-servrng groups and that they

are, ;n some. way, dlfferent than other somal orgamzatlons By recogmzlng the

‘mcreasmg complexnty of volunteer sport assocnatlons and@ vrewmg them from

N 2

B meanmgful body of research that wall help us to better understand the structure

- and functron ofthese organlzatrons e '"f ‘1 e

-~ v
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" The pnmary objectrve of thrs study was to provrde support for the premrse o

that the functrons and actrvmes of volunteer amateur sport organlzatlons are

drrectly affected by the constramts rnherent in: exchange relatronshrps For thel}'

purpose of thrs study the focus was on the exchange of re*Sources between

: orgamzatlons in partlcular the concept of resource dependence provrded the

-2, in what respect is the enacted' or percerved envrronment a

key theoretlcaLconstrtlcts The followmg questrons were addressed

1. How, does the concept of "coalitions of mterest QFOUPS 9"9'3'”

v actlvrtres and behavror within the amateur sport organrzatron

settrng'7

L ,determrnrng tactor in the organrzatronal actrvrtres of amateur sport

LS

3 4;assoc1atrons'7

3.'4 What affect if any, does asymmetrical '"@fdepende“ce “a"e on l f? |

. sport assocratrons More specmcally it was antrcrpated that some ..

these organrzatrons functron Whrle the lntent of the study is to examine the -

the orgamzatronal actrvrtres of amateur sport assocratlons'7 - o B J

. . . _ . G

| In addressrng these three questrons the author expected to Ly g :
establrsh the extent to which’ the resource. dependence model of.. ~§

orgamzatlonal theory could be used to expTarn the actlvrtles of_'amaj

of. resource dependence would have greater relevance than others

‘intent was to determme whrch components of the theory were most

applrcable Furthermore the author wrll endeavor to. explarn why some

' elements of the theory have more value than others o T

Iti is antrcrpated that the applrca\on of orgamzatronal theory to thd

analysrs ofan amateur sport assocratron will provrde greater rnsrght rnto how '

1



o value of a specrf c theory |t rs hoped that it wrll as conseque&e provrde

' support for the contrnued use of. organrzatronal theory in the research of

' amateur sport organrzatrons

' C. JUSTIFICATION FOR THE STUDY
Bk TR S SR A | |
' It would be drfﬁcult to drspute the fact that amatuer sport organrzatrons

- are the dnvrng force behmd the delrvery of amateur sport in Canada However
rn recent years these organrzatrons have undergone a drstrnct change m therr :
_L_method of operatlon Wher’e they were once consrdered volunteer - ;';
' organlzatrons in whrch the members. pertormed vrrtually all qf the duties, -

amateur sport assocratro'ns have evolved into volunteer-drrected' orgaruzatlons
in WhICh volunteer members merely direct the work of paid employees This -
emergmg status as servrce dellvery or§an|zatrons preeents some very dlfflCU|'[
. operatronal problems In order to cope with those problems rt |s essentral that a
: | new perceptron of the nature and character of these organrzatronsl be
developed L T . -'-":f‘ )
ln addressrng the changrng nature of amateur sport organrzatrons the

| '_author examrned research from four specrfrc areas~ (1) voluntary- organrzatrons
(2) amatuer sport organliatronsy(S) socroldgy of sport; and (4) organrzatronal
theory (specrf ically the area of exchange relatronshrps) Several conclusrons
~-can be drawn from this revrew pe<§ps the: most consprcuous of whrch is the

- dogmattc nature of research on volunteers and- amateur sport orgamzatrons

- Several authors have alluded to. the fact that the m jorrty of these studres have

3 been very nmlted in therrscope (Ross 1978 Beamrsh 1983 and Glack 1983)

Q. -



ey . . . e

: One of the essentral cntncrsms has been that the studres have tended to be very

}descnptlve and are often pnme examples of abstracted emplncrsm (Beamrsh

- 1983) A senous Irmrtatron of much of the research m these two areas is the

' Iack of any substantrve theory Researchers have repeatedly tarled to erther ’

develop new theory orto mcorporate theory drawn from other areas As a | K

¢

o consequence both fields of study have been left wantrng in terms ofa’

theoretrcal base The descnptlve studles h%ve not bee# movrng the research B

area fonrvard Several authtj)rs have rndrcateg,that if progress rs to be made,

_there isa. need to draw from other academrc drscrplrnes m order to establrsh a

theoretlcal base Jack Ross (1978) m hls exammatlon of research on voluntary

*

organlzatlons statedthat o T L

- By ignoring the contnbutlons of anthropolog.sts phllosophers

. political scieritists, etonomists, and religious scholars we have lost.
~* touch with the contextual issues which ruight-have helped to
~ control bias and particularism: The matter has been made worse -
~ within sociology by treating. voluntary assocratrons asa separate FT
.. topic or simply-as a dependent variable in community participation -~
: studies, while not placing the topic in' the context of general N
orgamzatronal research (p 20) : - : \

Indeed itis essentlal that we borrow rnterpret apply and evaluate a vanety of ‘

'theoretlcal constructs that have been developed |n other areas of | mqurry

‘ organkatrons

o Volunteer orgamzatrons and more specmcally ?mateur spart orgamzatrons can

not be treated as: rsolated entltles which possess an entirely: unrque set of

charactenstlcs R ther we must analyze them in. terms of the charactenstlcs
. .

they exhrbrt cha ctenstrcs whrch may well be common to vanous types of

) P

» » , o . :

. . o . ) o s e
. . . . -

{ere have been a few authors who havl recognuzed the need for a

; theoretical approach to the’ /study of amateur sp rnt and have lncorporated social

'and orgamzatronal theory mto therr work Research on the socrology ot sport

x . . . [



has been most effectlve in thls respect AuthOrssuch as Beamrsh (1983) Krdd |
(1980) and Hollands and Gruneau '(1’:379) have each exammed amateur sport '
Jin relatlon to establrshed soc:al theory. They, and others lrke therg have -
endeavorep to do more than srmply descnbe the vanous phenomena They

~' have utilized’ social theory to begln to explarn those phenqgnena For example
Beamrsh (1 983) exammed organrzatlonal q;laractensttcs of. amateur sport

12

tlons tn terms of research from areas such as femrnlsm (i e gender o

.mequallty) and power (| e., the dlstnbutlon thereof) In doing so these authors

- [_,have utllrzed knowledge génerated in other tlelds to. broaden the scope of

understandmg in therr own j' L . ,' o 5 \

s " o -

Not _many authors hoWever have taken a Similar approach to the s?udy

| ,of sport assocrat' ions as orgamzattons Slack (1983) is one of the very f few who'
have actually succeeded m the appllcatlon of such theory One of the areas of B
mqurry from whtch Stack borrowed was that' of organtzatronal theory and in AR

‘

terms of analyzmg amateur sport aésocratlons that body of research appears to

- ha\?e a great deat of relevance In hts study Slack exammed the acqursrtlon and -

. drstnbutton Qf power ‘within amateur sport assocratlons Whrle thls represented
; only a pdtﬁen ot the study it helped to estabhsh that the appllcatto,n of " _ -
“ ordﬁntzatrdual theory‘to amateur sport is essentral to the advancement of &
: resealgl%@tl%ﬂeld TH‘e creation of a sound theorettcal base is the lmttal step
in the long process of establlshmg a rellable body of knowledge and the fleld of
' organtzatlonaLtheory is npe wrth mformatton to draw upon.”
Two thmgs will be achteved in developrng a theoretrcal foundatton Frrst
it will help to encourage people 1o shed some obsolete conceptlons of amateur

_sport organlzatlons and begrn to Iook at them as the complex and dynamlc /\



'entrtues that they are ThIS is not only lmportant to aca mlc research but also to K
the practmoners in the f eld Most people who are lntlmately mvolved inthe

: 'sport delrvery system are aware of the drfﬁcultres that the changlng role of

N

| “"“-amateur sport is créatmg but. they are unable to understand the factors that '
. precrpltate the problems They do not recogmze some of the. rmplrcatlons of the

‘ changes and perhaps most lmportantly the lack of understandrng resultsrn notv o

knowmq:

esf to solve the problems Second the development o%

3 ;-' theoretrcal base wrll provnde a dlrectlon and perhaps some rmpetus for fu{ure |
V_research Thrs is of lmportance in an academrc sense since: progess can  °
e eldom b ade wrthout a foundatlon in theory. Itis ehs\sentral that a broad _f- | o
-  theory base be establlshed MIS possible to begrn more. rigorous analysus. |

of | osetheones '~ S . e

°
Lt
: *

As Cook and Campbell (1979) have sugglested the research process rs |
best described in terms of an rnverted parabola (U) Beglnmng at the top left Z o

" arm with the develop,ment of very general theones the. ;esearch process ther(

' moves doanard wnth progressrvely more specmc and exactrng studres untrl
enough evadence has been establlshed to substantiate vanous constructs ot the

: theory At tlgat porntthe process then moves up the nght arm applymg the -
theory t9 an mcreasmgly broad range of condrtlons |n an effort to establrsh the

. -generahzabrlrty and robt)stness ot the theory Usmg thrs analogy the study of
" amatuer sport orgamzatrons is just begmmng the Journey down the left snde of |
the parabola and many studres wrll be requrred before we can conﬂdently stake
_any clarms of truly understandmg these organrzatrons This is r{ot to suggest 7

‘ that thls s‘trudy does not hold value inits own nght only that there |s a great deal
B 'of work that can and hopefully, will be done . |



R of each theoretlcal construqt'és an analytlcal tool and thereby determme the o

By analyzung an amateur sport orgamzatron the author's pnmary concern

8 to provrde explanatlons for: vanous organuzatlonal actlvmes and behavrors In ‘; f

.dorng so however rt is expected that the. author wrll be- able to assess‘the valug

Tay

| usefulness ofthe total theory in the amateursport settmg o A |

.. N

" D. LIMITATIONS AND DELIMITATIONS

‘- V A
s . _ L

Thrs study was lumlted by *veral factors mcludmg fmanCI constrarnts

E ‘._fthe absence of vanous docUments the method employed |n collectrng pnmary

o data and the penod of trme over WhICh the study was conducted The author’s o

'V,‘llmlted frnancral resources presented the most senous Ilmrtatlon for thrs study rn =

B '1 that the research was restncted to the Provmce of Alberta Even though it would

_' “ have been desrrable to have mtervnewed subjects from orgamzatmns m other

. provrnces and at the Natronal Sport Admmrstratlon Centre lt was slmply not

'pOSSlble to do sO due to the costs mherent in such travel

° PO S . o

The author's mabul‘rty to secure some documents was also problematfc

‘As |s often the caSe wrth volunteer orgamzatrons many of the documents that »

-

<. one mlght expect p flnd were elfher never retamed or have been’ mrsplaced ;}

: -;.‘,Only srnce the organlzatlon establlshed an. offlce and hlred some staff about six .

years ago have the records been retamed relrably Consequently this study s

» rnvestlgatron has been lrmlted to those relattvely recent issues for Wthh the

author could obtarn valld and relrable background rnformatlon from the R
;avaul‘able documents EEEE ERIEIREEEE

i 8,

s 3
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The pnmary data for thls study was acqunred through an mtervrew L

'process and as such there are certam weaknessesqhat must be

‘ o acknowledged These concems are addressed in Chapter Three - ) )

| Methodotogy However it should be menttoned here that the author was
| initially concemed wnh the fact that h|s personal mvolvement W|th the }
, orgamzatton bemg studled could prove tobe a hmttatlon |f the mtervrew

, subjects were not open and honest in thetr responses to questrons lt can' be;t :

L stated wnth conftdence that thls was not the case in fact W|thout exceptlon the

mtervuew subjects were more frank in theur dtscussmn than the author had ever S
'5 . expenenced them to be in any other crrcumstance For example when

s dtscussmg the |ssue of coalltlons the mtervuew subjects were surpnsmgly
andld |n therr remarks about the' behavuor of other mdnvuduals Statements and- s

. -observatlons were made that had never been ralsed dunng A.G. F meetmg‘s or-

mformal dlscussmns

s

The f naI hmttatlon was the tlme frame m Wthh thls study was conducted .

'A',Most studtes of this 1Ik are performed over a penod of severat months .

~. Unfortunately, due’ to a number of personal consrderatlons the work on this” |

- study was mterrupted fer two farrly Iengthy penods The result belng that the |
o -"study has actually extended overa. tWo apd a half«year penod Th|s has created =

some dlfftcuftles in that the area bf study has advanced in some respects and

'there is a nsk that some of the research upon thCh thrs study is based could be‘
S -consrdered somewhat dated The redeemmg aspect of thts hmttatlon is that the ,ﬂ
author has endeavored to rework the affected secttons m order to bnng the A S

”“study into Ilne wrth current research Aocordlngly, thls may actually prove to be o

[

. 'more ofabeneflt than ahmltatron e e e ‘

-



E A number of cont” mng factors have been |mposed on thls study fora

_,vanety of reasons The most significant. dellmltatlon was the use of only one
.f_'{.lfocal orgamzatlon The justlftcatlon in'this restnctron hes m the bellef that B

v'exammatron of more than one focal orgamzatlon could result in such a

profusron of data that eftectnve analysns would requrre a S|gn|f|cantly more -

. 2 P
ter commltmerTF 6f flme than was avallable to

. ,extensfvestudy and a miche g'. '

. the: author There is no questlo ¥ that th nclusnon of more sample

o’

: organlzatlons would provrde both a v 9 r nchness and more reltablltty

| Nevertheless the author rs confrdent that the use of one, orgamzatlon |s %
) . . 3 .
suffuclent to meet the objectrves of the study -

Another delrmrtmg factor was the methed of selectmg lnterwew subjects o

| -‘from the varlous agencies w:th WhICh the focal orgamzatlon mteracted It was \
-.decnded that only those agency representatrVes that actually mteracted dlrectly
wrth the focal o} ganlzatlon would be mcluded in the mtervuews Although itis . |

‘,'qwte llkely, in ,Zertam lnstances that addltlonal mformatuon mlght be obtamed | '

,'.from persons of hrgher authonty wrthm the agencues @ls the actual

representatlves that play the key role in estabhshmg or malntammg the ,

- mterorgamzatlonal relatlonshtp Thfs posmon is- consustent wnth resource

dependence theory in that lt is not the actual mtentrons or attltudes but the 3

perceptlon thereof that is at lssue In other words the members of the focal o

f _‘-‘orgamzatlon wrll mterpret an agency s expectatlons based on the ;

: 'representatrve S deplctnon regardless of how accurate that deplctlon actually lS
~ Finally, the auithor acknowledges that established deadiines.for |
completion of this pro;ect precluded the collection of all the avaulaﬁle data smce ,

- ‘deadlines were not extended merely to facllltate the lnclusron of one or two SRR



o _extra mtervrews if |nd|wduals were not avarlable wuthm the specrt” ed ttme frame

they were s ply not mtervuewed Th|s rs not seen as belng overiy problematic L

: “since a total of twenty-three mtensrve mtervrews were conducted ofa possrble

| -'twenty seven (85%)

E.

Orgamzatronal Enwronment

_’In orgamzatnonaj terms the envrronment'ﬂrvrded lnto the general

DEFINITIONS * * . .

envrronrrent and the specmc envrronment Thetgeneral envrronm nt

consusts of the broad somal factors such as the legal system the polm ¢

o cllmate and the current economlc condmons The specmc envrronment is

' compnsed of those entmes wrth whnch the orgamzatlon dnrectly mteracts , N

| :‘such as compames government,
-__"_1980 Daft 1983). ‘For the. pu'

Focal &gamzat/on

currently consndered to be central members

'es and parent orgamzattons (Mrles

se of thrs study the term envrronment' reters

to the organlzatron s specrflc envxronment

The focal orgamzatlon will consust only ef mdlwduals who have been or are

v

| CentralMember T P ORI v

\ Any mdlvrdual who Gas been actlvely mvolved in the operattons of the focal

ergamzatran erther as a dr,rectog, an admmistrator a program%er or aé%
pr e (i.0.-te Ior exbeutuve durector) *‘“_;_»--'??1 L



- Asymmetncal Interdependence

i Membershlp

Refers to those i dwnduals who are generally regarded as partrcrpents m the S

tocal orgamzatro 's prograrrp but are not actrvely mvolved in |ts operatlons C

‘»;/ R

-lr The : membgrshr is regarded)as the cllent group of the focal orgamzatron

AR T

S

ASS"C’g'edAgency St T R S

An? organlzatron group or mdnvrdual wnth whom the focal organlzatuon o
. mteracts elther formally or mformally (Note In, the context of thrs study

assocrated' does not necessanly infere formal aftlhatron)

: Coalitions

)Two or more. mdlvnduals wrthm an orgamZatlon who share common

perceptlons of orgamzatlonal objectlves and/or who share common mterests B

in specrtlc aspects of the orgamzatlon s actrvmes

o

The perceptron of the envrronmental condrtlons held by members of the '
organlzatton The enacted envrronment may or may not be an accurate L

rgpresentatnon of the actuat condrtlons

e .

. The degree td whrch one orgamzatlon is ‘more dependent upon another '

organlzatton tor the resource ﬂow between them

M o s , - .
. - . N N

.Bargammg Position

Ansmg from asymmetncal mterdepeadence an orgamzatton s 'bargammg

posmon isits strength relatlve to another orgamzatron in terms’ of the ‘

EnactedEnwronment ol e i S
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‘ CHAPTER TWO
THEOHETICAL FRAMEWORK

_-A.VOLUNTARY AMATEUR SPORT ORGANIZATIONS ﬁ S

T,

_ Consrdenng that volunteensm is commonly acknowledged as bemg an
mtegral component of Canadlan and Amencan socuety there exnsts a markedly
o thln body of research on voluntary organlzatlons when compared to other
socuologlcal phenomena Whlle there hasbeen a great deal of work done on
volunteers a‘nd volunteensm ‘with respect to. socro polltlcal and socno economlc
|ssues very llttle attentlon has belm dlrected toward the operatronal elemé’nts of -
voluntary or non proflt organlzatlons Thls relatlve paucnty of research is even .

‘ more pronounced in. the specnflc area of amateur sport orgamzatlons In fact |f
@search on volunteensm ln general |s consndered thln then one must refer to :'
research on volunteer amateur sport organlzatlons as,-at best, meager Whlle
there has been some work done on typologlcal assessments of amateur spon
assocratlons (Jacoby, 1965 Bratton 1970) they are reratlvely llmnted in, thelr -
'scope. Ftesearch on cross-cultural partlcupatlon rates in sport assomatlons |s | ’

.Nually sparse Slack {1 983 8) mdncates that the only comparatlve data ‘
i :avallable on the extent of voluntary activnty m sport comes from the 1981 o

F"‘StatlStICS Canada Survey Most research to date has confmed lts focus to the
‘buographlc and demographlc charactenstrcs of central members (eg Melsel and

"Lemlex 1972 Slack 1979 Theberge 1980). '



Although these studles have ylelded some rnterestlng tnformatlon many
of them represent pnme examples of what Mrlls (1959) refered to as abstracted
| emplncrsm ie., . o S

g (They) fall to address the tntersectlon ot personal blography

“with the history of social structure; they are easilyunby - -
: technicians; they are perfect projects for those who have been - -
© . .subsumed by the bureaucratic ethos and the. llberal prac‘acaltty that
-~ Mills, (1959) descnbed (Beamrsh 1983 5 .

4 The ma]or tactor that has grven nse to the abstracted empuncusm is that
. the authors of these studles have been ’trapped as: hdaﬁve researchers of ]:éﬁ‘ .
volunteensm in general by the assumptton that vpltxrtteensm in some way e
N makes voluntary organlzatlons unlque Itis the romantlc notlons about

. parttcrpatory democracy (p 20) that have precluded the examlnatron of /
voluntary organlzatlons wnthln the context of general orgamzatlonal research

o (Ross 1978) Thrs has Ied researchers to |gnore some partrcularly relevant 'gﬁ "

B ~bod|es of socuologlcal research

Several sport soc:ologxsts have endeavored to bndge the gap betweeg

T 4'_the descnptrve and the ’planatory through therr analysls of btographlc and

B idemographlc data. Authors mcludmg Beamlsh (1978) and Ho‘tlands and e

Gruneau (1979) have uttlrzed clétssrc socral theory to evaluate and mterpret

N

: ‘thelr flndlngs A srgnmcant degree ot attentlon has been attorded m these

- studies, to the relattonshlp between socro eoonomlc status (SES) and

»

- 5 partlcnpatron rates (Beamtsh 1983) and sonte valuable results have been

’ produced whrch wherl analyzed suggests that amateur sport orgamzatrons do

', ';not necessanly exhrbrt all of the posrttve charactenstlcs otten assumed to be

o 3 mherent in volunteer organlzatrons For example Beamnsh (1983) indlcetes

‘vthat' regardless of whlch .SES lndlcator or oomblnation of tndtcators are utlltzed

Y
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. _the results show that executlve members of amateur sport assoﬁétlods are \* :

predommately of upper SES a result that is supported by severalet’ner studres

".' under represented ln amateur sport assocratrons partlcularly m the executlve
) capacmes (Slack 1979 Hollands and Gruneau, 1979 Theberge 1980)
‘general the results of these studids infer that volunteer amateur sport | .
" ~organlzatrons rerntorce rather tharr transcend social stratlfrcatlon that they I|m|t ‘ :

.

B rather than offer access to sport for all'
‘ o
Another area where authors have made valuable use of establlshed
socnal theory mvolves the relatlonshrp between sport and the state Bruce thd 1
k (1979) and chhard Gruneau (197§§ both drew‘extenswely from other socual
research Kldd for example dlscussed Sport in terms of rts potentlal for -
' symbollc representatlon -of the natlon communrty (p 5) and how the - |
"*commercnahzatlon of sport has unwuttmgly contnbuted to the dlsrntegratlon of

’

Canadlan culture ;

| Recently Slack (1 983) has ventured tnto the realm of why sport

. orgamzatlons operate the way they do Q‘vaddressed the process of “ |

| bureaucrattzatnon the mtemal rnequmes and the acquisition of power ina 'case |
. tstudy of a specmc orgamzatlon His is analysns utlllzed concepts drawn from both

] “ classucal socral theory and contemporary organlzatlonal analysrs and wds

‘ 'vpredrcated on hus observatron that



: -Only by adoptmg those types ot theorettcal bases tor our work and
- building 'on. what has been done in such fieids as. ‘organizational .
- sociology, socrology of oocupattons industrial sociology and sp-
- .- on, will we move from the static descriptive type of studies thatwe . -
. have seen in the’ past to studies that explain the role of voluntary
" spast orgamzatrons m a more socually meanlngful manner B
: (19831516) : o

‘ .reoevaluatron of tormer trends m research on volunteer amateur sport

o orgamzatlons ThlS new dlrectnon would have researchers look at amateur

sport orgamzattonsas entltles Wthh possess charactensttcs ot thelr own qu1te |

) "f-lndependent of but oftert ansung from the charactenstlcs ot th'err lndrvudual / ~

@erﬁbers In movmg beyond the exammatlon of personal trarts of ,
orgamzatlonal members it becomes possrble to address the mteractlve N

struétures and processess that Ilnk the mdlvrduals ina functronal manner

o, e .“t . . : ,ﬂ’

4

It is. only threugh that type of- approach that thls t” eld of study wrll move i

'_ _away from the merely descrtptlve and become mcreasrngly exple(nat’ory There

aye two basic methods that can be employed in thrs respect One method is to

: f"‘_create and test entlrely new theones to explaln the oomplexltles of amateur "#

: _-fsoclologlsts, o

.,port orgamzatlons The other approach rs to. borrow tﬁeones that haye been

v developed by organlzatlonal researchers and apply the concepts to the specntlc

i .settmg ot amateur sport organlzatuons lt is the latter method that thls study has o
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- ,-;B;-m.gm;.g S ‘Ah"‘,thANIZATIONAL-s‘DETEMINANT‘ -
The pervasweness of orgamzations |n our socrety has precvprtated a vast |
_amount of academlc mqu:ry rnto how they operate and how people functlon
wuth1n them The wnde vanety of organrzatrons arfd thelr multlfaceted nature has ,‘
| glven nse to a tremendously diverse. body of research Orgam@nonal irze |
' organlzatlonal goals stage of development product recrplents structural
: .conflgurauon and decrsrbn makrng processes are but a few of the o
e .orgamzatnonal elements that have provrded a focus for researchers (Mrles
- 1980) Whrle there ls a broad range of toplc areas wnthm the study ot
A’ : vorganrzatrons there isa central theme that is. mherent |n most contemporary

. : ‘ research that of the open system model of organlzatlons
The open system model presents organrzatlons as dynamlc unuts that
- “ possess vanable and permeable boundanes and that are actlvely engaged in - |
. 'adapttve and mteractrve processes (Emery and Tnst 1971 Katz and’ Kahn ' _
@ - 1971 Chtld 1972 Jurkovntch 1974 Welck 1979) Further the open system Lo
conceptuallzatlon suggests that an orgamzatron s environment possesses .
o ’, several variable components |t may be srmple or complex statrc or dynamtc '
and lt may be compnsed of any combmatlon of drstmct or mtercon’r?“ected |
'elements The im /pltcatron of the open system perspectlve is that the
,envnronment presents the orgamzatuon wuth varymg degrees of uncertamty and
o that the effectlveness of management strategres is dependent upon the abrlrty to .
.understand and apprecuate environmental condrtrons (Mrles 1980) Most. - -_‘ ‘
- ,-,. recently, open system theonsts have been lookmg at orgamzatlons as bemg |
o capable of not only respondmg and adaptmg to envuronmental condntlons but -

."’«- o ." -
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: "envrronmental condlttons 3 .

PR

.

: ‘also of betng able to mteract proacttvely thereby altenng, or even oontrolltng. |

\Many theonsts (Jacobs 1974 W;yte 1974 Aldnch 1976 Pfeffer and

- Salancrk 1978) have suggested that the envrronment is more than ]USt an

. mtluencral factor they emphasrze that rt |s a key determinant of organrzattonal

actrvrtres From thrs premrse a number otauthors have rnrttated work at the

theoretrcal level and have cumulattvely developed a corrlbrehensrve setof .

hypotheses relatmg to the effect of thefenvrronment'bn organtzattonnal actrvrtles |

" Thete |s dnfhculty however in analyzmg the: |mpact of emﬁtonmental factors on _

\ orgamzatronal functronj ina controlled settmg in that the envrronment tends to

be etqen more complex than the organlzatron ttselt Numerous authors have

o expended a great deal of ettoft in' an attempt to come to terms wrth thrs o | cj»_ :

'*complexrty One obvrous drtt" culty Ites<n the rdentrflcatton ot what constttutes

L the envrronment However general ponsensus has been estabhshed in. several

~

""’respects To begm wrth two levels otenvrronment have been |dentrhed T )

general envrronment mcludes the broad spectrum ot soctetal factors such as

pOll'tlcal legal eoonomtc demographrc, technologrcal cultural and ecologtcal

T condtttonS' This portron of the envrronment obvrously influences an

s

organrzatton but such mfluence is generally very subtle and mdlrect The @ .

| specrftc envrronment' on the other hand has a very dtrect and tmmedtate impact

. “} P
~ upon organrzatlon acttvrtles The speclttc envrronment mcludes retattonshtps ot

- with supplters buyers parentorgantzattons competitors government |

regulatory agencres and the ltke

v ;. , ‘ .
Howevew knowmg what the envrronment consrsts ot ts not enough to tully

: nderstand the potenttal tmpact rt may have on the orgamzation His also



necessary to understand the nature of the envrronment To achreve msrght mto S
. the nature W envnronment several authors have rdentrfled a vanety of B \_.:‘

envrronmental elements One bf the more useful frameworks for helprng to .

[N

L

5 vrsuallze the nature of envrronments was presented by Robert Duncan (1972)

‘ Duncan superrmposed the dlmensrons of envrronmental complexnty and TR
' 'envrronmental change to indicate’ the level ot envrronmental uncertamty that N

'wrll exrst An envrronment that is both S|mple and staBIe wrll present a Iow level
"of uncertamty whlle an envrronment that is-both. complex and unstable will

o present a very: hrgh level of uncertamty Other authors have provuded more ' '
, elaborate conceptuallzatlons of these envrronmental condrtrons but the basrc
. : " “premrse seldom vanes greatly from Dunca't s model (Chlld 1972 Jurkovrch

: 1974 Darran MIIGS and Snow 1978)

3
¢ 4 v

Havmg arnved at a degree%onsensus with respect to the" envrronment
some researchers have proceeded tﬁnvestrgate the impact of envrronmental

ffactors on organlzatlons The WOrK i in th|s area can be divided inte two general

’ areas ) Contmgency Models and, n) Process Models it must be .
acknowledged that this separatlon is somewhat arbrtrary and that the areas are
. certamly not mutually exclusive.. There is, in fact a great deal of commonalrty

between them and they should be seen as complrmentary perspectrves The | S,
dlstlnctlon between the areas lles pnmanly in the dlfference in thelr mtent The
contmgency approach suggests that appropﬁate environment- structure _

q A fhatches can be determlned |f not lmplemente%through careful analysus Z( the

envrronment and the ooncomltant 'decision makmg state’ of the organlzatlon
| Process models on the other hand,: are concerned with how and why an

N
orgamzatlon goes about makmg adjustments to its envrronment
g - _ .



| Process models suggest that the orgamzatron can, and often does have L

the abahty tp shape rt§ envrronment to. some extent; that managenal decrsrons ; _} |
' are not restncted to mternal structures and functrons but can mclude hrghly 'é .' |
:proactrve rnteraotlons Wlth the envrronment One such model was developed by
_v"John Child (1972) He proposed that orgamzatron stracture and functron anses

| from the specmc actrons and pohcnes of orgamzatlon decrsron malqars Chlld

’ suggested that a pohtlcal process is at work in the sense that orgé(zrzatron

respegt to therr organuzatlonal domam ThIS model |s ahgned cld’sely to thé~ |
| strategrc contrngency theory presented by Hrckson Hmmgs Lee Schneck and
. ; Pennmgs (1971). Although the strateglc contmgency model was developed m
' an effort to explaem’_mtra orgamzatron power it- mherently acknowledges the '

srgnlf;cance of the orgamzatlon s envrronment

Of all the open system models and theones the one. that places the ’
greatest srgmfrcance on the orgamzatronal envrronment is commonly referred to
. as Reswrce Dependence Several authors rncludmg Emerson 1962; Blau

N 1964 Yuchtman and Seashore 1967 and Pfeffer and Salanolk 1978 have '

' extended the concept of envrronmental rnfluence to that of envlronmental

- f”-,iv;,control That is, they suggest that envrronmental condmons actually dictate the

o ~act|vrt|es of an orgamzatlon m many crrcumstances Thrs vrew places a great

A deal of rmportance on the- envnronment asa determ:nant of orguatronal

_'aCthItIGS Th_”fesource dependence perspectlve asserts that organizatuons are,'_ -
. compnsed of coalmons of mterest groups whrch endeavor to impart their belrefsv- ;'j K
| - and pnontres upon the organrzatlon as a whole lt is through ooalmons that
- organizatronal perceptrons of e,nwronmental condltlono are’ establlshed

: Further. those coalrtrons that are vrewed as bemg most able to cope wjth crttlcal,;,- S



envnronmental condrtrons wm gamer the greatest control of organlzatIOnaI o

actlwtres It |s |n th|s respect that the env;ronment |s regarded asa major :

o _determlnant ot organtzatuonal behavnor

"t

~ C. RESOURCE DEPENDENCE

-

To suggest that the resource dependence model is a clearly artlculated

) and well detmed theory would be to overstate the case It is more. appropnate to o

' Iook at resource dependence as a conceptual tool wtych can be apphed to a ’

}'vanety of orgamzatlonal issues. In thls sense it is more a. perspectwe than a-

Y

= .theory As mentioned prevnously resource dependence isa cntlcal element of

ER Salanmk (1978) when they stated that the "key to organlzat JTIe l' :

the strateglc contmgency model of intra- orgamzatnonal power (Emerson 1962; - '
Blau, 1964 Htckson et. al 1971) Yuchtman and Seashore (1 967) however “
" lwere among the ttrst to fully acknowledge the potentlal mfluence that an-
: "'envuronment can exert Thelr mterest was prompted by a desure to estabhsh an-
‘lmproved conceptual tramework for the descnptnon and assessment of - < |
' ',",orgamzatlonal effectwenesS" (1967 891) In their endeavors to define - i"u

e organuzatlonal etfectlveness the.y arnved at what has become the centgalftheme

: PE .
} of the resource dependence mod\“l Thelr conclusron was that an ?*’"f o
b orgamzatlons suocess is a tunctlon of its ‘barganmng pOSmon relatuv{;o ltns

‘ ’enwrohment ThIS sentlment was echoed se\ieral years later by Pjti;etfer and




organrzatlon and that survwal is contmgent on the organlzatlons abmty to ,‘ SRS

- maintain its row of resources o | '

} Ina case analysrs of a specmc socral servrce organlzatron Aldnch (1976) _’ o

.' utlhzed several resource onented concepts to explaln organlzatlonal actrvmes |
‘, He rdentrfres uncertamty as the key drmensnon of resource dependence in that
_organtzatlons attempt to mmrmlze uncertamty by routrmzmg and standardrznng

' _therr operatfons whlch glves fise to dlfferentlatlon and specuahzatnon wnthln the |

S organrzatronal popula)on (p 421) Thrs Aldnch asserts Ilmlts the possrblhty of
' ‘any sungle orgamzatlon achlevmg self—sufflmency Int.er-orgamzattonal o o
' coordmatron is the factorthat Aldnch focuses on |n hrs effort to quantlfy the , .'

' j'mteractlve character of hfs chosen organrzattonal set in order to accomphsh

" thlS task he reduces the concept of coordlnatron to. four damensmns '

g formalrzatlon mtensuty recuprocnty and standardlzatlon UnfortUnately, h|s o

: analysrs Iacks clanty |n that intra- and mter—organuzatfonal phenomena are not o
’adequately drstmgurshed Thrs can be attnbuted to a great degree to the lack of

a well defmed theoretical framework R |

Benson (1978) approached the |ssue of Envrronmental mfluences from
._the perspectlve that mter-orgamzatuonal networks are polmcal economles He '

-_ suggested that two related but partrally autonomous analytlcal Ievels exrst (p
72) One Ievel mvolves the patterns of mteractron related to the performance of |

:core functlons (| e the achfevement of orgamzatlonal objectives) However a

' - _ deeper level of analysrs is focused on the process(es) of resource acqulsmon. :

The fundamental argument asserted by Benson |s that "mteractlons at the

‘servuce delfvery Ievel are ultfmately dependent on resource acqursftlon (p 72)



That |s that the fulf Ilment ot orgamzatmnal objectwes are contmgent on the f f

abthty of the orgamzatlon to obtain necessary resources from it's envrronment

In an eftort to estabhsh a/ sound theoretlcal base for {he empmcal
'analysrs of organliatlonal enwronments Aldnch Benson and other wrrters have
|dent|t|ed several specific. constructs which are based on the mteractlons -
L between a focal orgamzatton and entities wrthm its envuronment lee o
Yuchtman and Seashore and Pfeffer and Salanmk th7centra| premlse of thelr s
approach is that survnval is the pnmary ObjeCthG of any organrzatron and that atl
orgamzatlonal acttvmes and behavnors can be attnbuted to the need for :
X acqumng scarce. resources which are_ essentral fot7 survnval Thrs | ,
conceptuahzatron mcludes mtangtble factors such as authonty and socral
R Iegutlmacy as resources whtch must be acqutred or mamtalned by most
' ,:‘organtzatrons Because thts .approach |s’based on the lnteractrons between
- orgamzatlons the theory also asserts that the actual enwronment does not |
B ‘determme orgamzatronat behavior but rather that it is how members of an B
'"organlzatlon perceive the envrronment that is |mportant ‘Since it is- percepttons
that are actually acted upon (whether they are aocurate or not) it is the enacted M
\ enwronment that be.com,es the determml_ngtactor» (Pteffer and Salancnk, 1 978)._- E -
- Pfefter and Salancnk's (1978) elaboratlon of resource dependency is, -
: perhaps the. most wetl developed and clearly defmed conceptuahzatlon to date
»They have complled and rntegrated he many related concepts thereby
B provrdmg a concrete theoretlcal paradlgm from whtch empmcal mvestngatlon is
', ;'possnble They . have artrculated several basnc pnncuples whrch provrde a :
Vcontext for analyzmg and understandtng lnter-organtzatlon actlvmes Usmg

. Ptefter and Satancrk as a base and mcorporatmg concepts that pervade the

30
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wntmgs of other researchers a set ot constructs can be |dent|f|ed that,;te | t f"-i :
the ce’ntral themes of resource dependence o . ‘ o
Coalitlons _ _ R P o
. The tlrst underlymg premrse of the resource dependence model i the ;. : _'
perceptlon of orgamzatrons as coalmons of mterest groups Orgamzatrons are o
| commonly seen to be made up of mdrvrduals who are stnvmg to achteve an
agreed upon obJectlve(s) However expenence has mevrtably demonstrated to
- most people that such rs not necessanly the case In vrrtually any organrzatron tt
rs possnble to |dentrfy;groups Or rndrvnduals who s bellefs about the e

. !

orgamzatlon s tunctlon are at odds wrth each other As Ptetfer and Salanctk

¥
i

by

mdrcate P T L S _,_I AR

~Some orgamzattonal theonsts have the rdea that everyone who e
_’ participates-in an organization must agree to cooperate in. the S
- pursuit of the-same.goals. * This is clearly not the case.

S Orgamzatuonal participants may come into the coalmon when v

- there is some advantage to be gained and leave when there. i$ no ', . -' 7, B
- longer any. perceived advantage. The gains and costs. are: detlned B
~in terms of the individual partrcrpants or groups; not in terms R S
- ‘agreed upon by al| or promulgated by the orgamzattonls R .iis:;;';tf? P
management (19 26) o LR * L

R Even it strong consensus extsts wnth respect to an orgamzatron s goals there »

7

wrll be a vanety ot opmrons as to the best means by whtch to achreve those '.;j e

;

: goals If matters are compltcated by a Iack of goal consensus then the

o differences. and potentral conflrets mcrease dramatlcally To make matters

‘worse there are usually a number of selt-mterests that corhe tnto play The
fallout is that groups (or coalltrons) wrthtn an erganlzatron regularty confmnt

and compete w:th each other tor the orgamzatron s tlnite resouroes in an effort’ v

v“lﬂ

o ghteve the outcomes they percelye as bemg desrrable for the %rgamzatron» o

Y . > - A ..“J
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lnterpretl@gﬂhe Envlronment

Coalmons are |mportant to the resource dependence modelun the sense

3 'that groups wrthln an organlzatlon 1nevntably mle”rpret e’veets:and |ssues from

thelr partlcular perspectlve Thrs has sngnrfrcant rmpltcatlons for the .

' _orgamzatfon s responsrveness to envnronmental factors The resource -

' dependence model places great emphasrs on how the env:ronment is- enacted'

e (mterprefed) El’ements and condlttons wrthrn an o-rganrzatlon s enwronment

: mconsequemlal factors wrll Iead to organrzatlonal drffrcultres There are two -

- will have varymg degrees and types of rmpact upon the organrzatron s
'operatlons The lnherent dlfftculty for members of the’ orgamzatlon is to B
'accurately select those envuronmental charactenstlcs that wnll |mpact upon them .

'}and 16 determlne the extent and nature of the |mpact Fallure to correctly predrct

or. attend to the cntlcal envaronmental factors or com/ersely to attend to

B sources of fallure in thrs respect The first lles in the fact that the desrres or
_needs of certam coalrtlons may not be compatlble wrth the overall welfare -of the
' organlzatron The second is that-the avallable mformatron wrth respect to the

i envrronment may be erthermaccurate or mcomplete R r'_

Y
By way of example Peters and Waterman (1982 /) thelr book In Search

‘ R
of Excellence frequently refer to the fallure of many companres to recogmze the o

' .lmportance of customer servrce They refer on. several oocasrons to the Fnto- o

| Lay cqmpanys nearly fanatrcal' commrtment to frequent and courteous

e‘ 'customer servrce The result belng that Fnto Lay consrstently\amtamed a .-

Iarge lead in mal'ket share that other compames could not seemto erode

" regardless of th’e amount or type of promotlon they engaged in. Proponents of

>

I -"'resource dependﬁnce would concur wrth Peters and Waterman s statement that

2 U
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- | ,the other compames were not paymg enough attentlon to the factors that

L mattered?-‘oMore lmportantly, however the resource dependence model would

suggest that the'success that Fnto-Lay expenenced was due to the perceptlon
‘ : ‘that everyone:ln the“company possessed? wrth respect to thetr serwce | . |
orlentatlon Everyone from the upper management through to the lndtvrdual
; ‘erers recogmzed the value of the serv:ce component Consequently, seldom

woutd anyone consrder dorng anythmg that mlght compromlse that serwce

a

‘ Peters and Waterman also gave examples of compaltues that had
o j‘endeavored to mstrtute a servuce onented attltude Faliu,re arose mewtably, o
from- a Iack of consensus among vanous umts wrthln the organlzatrons No -
- matter how much the management emphasxzed the servrce component other |
| areas wrthln the orgamzatron malntamed dlfferent ldeas in partlcular the. |
k ','marketmg groups and the research and development groups tended to hold
"dlfferent oprmons These examples serve to |llustrate the |mportance of
B : mterpretrng the envrronment tis not the envrronment ltself that the ' )
| 'orgamzatron responds to. hather it |s the perceptlon the organizattonal K’ | o
- members have of the envrronment re the enactedmnwronment that |s acted |
' upon Obvrouslilf the anacted envuronment dtﬂers greatly from realrty the |
|

organlzatlon wil

-

ave drftlculty |n suocesstully anagmg envrronmental
condltrons T L JRTN N | o
| 3 Managtng The Envlronment _ , ,
| A frnal premrse upon whrch the resource dependence model tS based e
mvolves the type of relatronshlps that extst between the organlzatron and other ‘. : £

, entttres rn lt's envrrgnment. The |ssue ot oonoem |s that of dependence and

o . what cor)stltutes dependenoe Aooordmg to many authors wntmg from a variety R

AN



of perspectlvef (Duncan 19>72 Whtte 1974 Aldnch 1976 Benson 1978) |
dependence anses from asymmetncal patterns of exchange Asymmetncal '. -
mterdependence occurs when one of the exchange partners |s more dependent ‘

upon the: relatlonshrp than is the other The degree of dependence for a grven o

L orgamzatron isa functlon of both the relative magnrtude of the exchange and

the cntrcahty of the resource belng acqurred The lmphcatlon IS that when a

o specrflc resource is essentual to an organlzatlon rt IS lmperatlve that. the

| organnzatlon mamtams the avarlablhty of that resource lf rts avallablhty |s

percetved to be in jeopardy the orgamzatuon must take correctlve action.

Y
1

When faced wrth problematnc envrron;nental condmons the forganrzatton
|s forced to respond Chnld (1973) refers to thls process as strateglc chorce A B
survey of authors mcludmg Thompson Aldnch Benson Yuchtman and o
Seashore and Pfeffer and Salancnk md:cates a strong consensus wnth respect )

to how an orgamzatlon copes wnth ltgenvrronment Coping strategles can be

‘ categonzed into, two general types passrve and‘acttve Passuve strate’ lGS

: mc'ude those actlvrt\es where the organlzatlon accepts the envrronmental .'

condmons as they are. and mvokes |ntra orgamzatronal adjustments to deal wnth”’
them These adaptlve responses mclude outnght comphance to demands the v‘
establnshment of 'buffenng controls and the duversmcatron Qf the o;géamzatlonal .:T |
domatn i |s the active coplng strategles however that most charactenze the ‘
resource dependence perspectrve The tdea that organlzattons actually
endeavor to shape therr envrronment is what sets: resource dependence apart
from other open system approaches Aocondmg to resource depgndence there o

are se\/eral acttve strategnes that are employed by orgamzatuon%t order to o

t:reate a more desrrable envrronment



| Manlpz{latlon- T ) e

Absorptlon

@A major strategy in response to problems assocrated wrth

- mterdependence is to absorb the problematrc agency |n the pnvate sector thrs

| I; rs generally seen m the form of mergers or takeovers and contrary to commo\n

opmron mergers tend to occur|n°order to manage mterdependence notfor o

purposes of orgamzatronal growth (Ptefter and Salancrk 1978) In the pubhc or

T nori profrt sectors absorptron usually takes the form of amalgamatlons and

requrres erther the mutual consent ot the organlzatrons or rts |mposrt|on by a

superordlnate authonty

Coo'ptatlon e _ | |
_ When total absorptlon of a pomon- of the envrronment is not feasrble the
organrzatron rs forced to modlfy relatlonshlps in order to mfluence | , .
envrronmental factors lnterlocklng drrectorates jomt ventures normatrve ‘
constramts on members actrvmes and formdtron of ccllectrve structures are, | _
examples of cooptatron Examples of cooptatlon are abundent |n the non- profrt
sector Arts groups are partrcularly adept at targetlng corporatrons as sponsors
“and proceedmg to entrce senror offlcrals from the corporatron onto therr own

Baard of Dlrectors i . ""_," L

When problematlc rnterdependence arises from sltuatrons whrch are

beyond the means of the orgamzatlon to cope wrth drrectly, the organlzatlon wrll

often appeal to Iarger socral powers for support Two pnmary methods may be
employed to thrs end Frrst attempts can be made to have Iaws and regulatlons

aVrered to surt the orgamzatron s needs Lobbymg elected off ctals is the most

cornmon example of mampulatton Seoond eftorts to. achleve soclal le&gmacy
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may be embarked upon A good example of an attempt to estabhsh socral
legntrmacy is provrded by the aocountrng professron In recent years two new..
accountlng assocratlons have been createf and are challenglng the. Instltute of
Chartered Accountants for the nght to perform certain functrons A major part of
therr campargn has mvolved hrgh profrle advertlsmg almed at creatrng a posmve ;-

publrc |mage % I -

Executlve Succes9lon S,

. R ~ :

- Elrmmatron anc? subsequent replacement of key members enables S
, 0 L
organrzatlons to become allgned wrth therr envrronment The selectlon of new -
e executrves will reflect which portrons of the envrronment are percerved to be
" 7 ,most rmportant to the\survwal of the organrzatron If an orgamzahon flnds that 1ts '
key members are noti abﬂ$ adequately cope wrth cntlcal elements of: the B |
envrronment it wrll be forced to replace*those rndrvrduals with people who

' possess the necessary skrlls o T o -
. ‘ ) . v 4 N \ - 4 » . N : . . ‘ ) - L » }

-2
! i

S

Structural Modlflcat N N R - .

o ‘, ~ Mrhe hnal actlve///eysponse that an organlzatlon may undertake isto ; g

e redefrne its operatronal framework Thrs process generally mvolves sfructural . g
adjustments that enable the orgamzatlon to more effectnvely attend to |mportant
envrronmental condmons A good example is provrded by the computer |
revolut|6ﬁ and the |mpact it has had on po@t-eecondary mstrtutrons In the past .

. research and educatron wrth respect to computers was shared between severaf -
organrzatronal umts (l e engmeenng departmems mathematlcs departments L
and busrness depapments) Wlth the explosron of mformatron in that freld most :
unrversmes colleges and techmcal mstltutes have esta%llshed smglq

»
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departments (,e Q- computtng scuence) to deal wuth the subject area ina more B

"l effectlve and comprehensrve manner

‘An analysns‘of these ftve coplng strategres reveals that they each
a ‘represent dttferent levels of sophtstlcatton wnth respect to an orgamzatlon s

"ablluty to deal wrth envrronmental oondmons Absorptlon is clearly the most

o o ‘sophtstlcated and aggressrve strateg& and is employed by orgamzattons Wthh

,due to thetr authonty and resources are able to exert a great degree of control
- ‘over the envnronment Cooptatlon is’ somewhat less sophistrcated but strll A
g."requures the orgamzatlon to have Slgmflcant mfluence over the envrronment ’
,'When an orgamzatron possessas little, lf any, mfluence the best lt can hope to S
_ achreve |s a. manlpulatron of envrronmental oondrtrons.. 1f an orgamzatlon lacks |
o suffrcrent authonty and/or resources to- utulrze absorptlon cooptatlon or .
'mampulatlon |t may endeavor to redefme its operattonal domam Thts can be -
B :achleved through erther regtéiment or realrgnment of key organrzatronal ;a‘ |

"members or through the restructunng of the operatlonal components

: ﬂs}_
| ln revnew the resource dependence model is based on thelnotlon that an
| ; orgamzatnons extemal envrronment |s the pnmary determtnant of its actuvntles
T’he envrronment provndes aII of the resources whether they be human
fmancnal matenal or mformatlonal that an orgamzatlon reqtures for survrval o
,The emgronment also consumes the products of the orgamzattons effort not to / .
~ment|on the by-products and waste matenals that may. result from the -
| . fproductton of the pnmary output The orgamzatron can find itself ln a vulnerable
. posmon lf it becomes OVerly dependent upon other orgamzatuons for resources
that are essentral to |ts survrval Mor90ver any unoertalnty wrth respect to

. lnterdependent relationshlps wrll increase that vulnerabilty. = . '“;



The actual envrronment however is not m rtself the only source of ,
' "drffrculty The resource dependence model emphasnzes the rmportance of the

enacted' envnronment and the premrse that decrsrons and actlons are based on

- ,people s perceptlons of envrronmental corrdmons Wthh are not necessanly

Aaccurate Consequently, orgamzatrons are faced wrth a hydratrc problem Frrst
':they must make every effort to en5ure that they have mterpreted the ' : ‘@
envnronmentas accurately as possrble Second they must be able to select l } |
- and lmplement approprrate COpmg strategles The potentlal exusts for an ',

: forganlzatron to err on aeither or both levels

L

D SUMMARY e

It has been shown that the research 0n voluntary orgamzatlons and sport A

L orgamzatlons in partlcular has been less than extensrve and that what has been |
| vdone has oft‘en been very descnptlve but not overly explanatory ln contrast the

.body of research on organlzattons is almost overwhelmlng in its- scope and f

‘b2

rmagmtude ‘, . e

- It Ts hoped that this study will provnde a degree of understandmg of |
‘amateur sport groups by applylng some of the concepts developed in "
orgamzatron theory Wrthm the vast realm of orgamzatlon theory a spec:ﬂc ,
.model resource dependence has been |dentrf ed and descnbed Th{c—eht‘r-al

premlse of the resOurce dependence model is that survrval is the dommant |

' organlzatlonal conslderatron Three baslc premlses have been establrshed that
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' quI facnlltate the evaluatron of ergamzatnons from the resource dependence ”
perspectrve _ | .
T T ‘
’ Orgamzat\ons 55 coahtrons St ey :
Envrronments as; enacted and -

3. Asymmetncal mter—dependence as the determnnant oof coping strategres
Resource dependence suggests that an orgamzatnon éan uljertake a vanety of '
. strategies to cope wrth lts envrronment ln orderto be" eftectwe an orgamzatlon

B
must be able to manage |ts envrronmental relatlon‘ips in such a way as to

ensure aconsrstent and adequate flow ot resources R -
o,
% L
L a2y ’ ,-}.
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| CHAPTER THREE
' METHODOLOGY

K. SELECTION OF THE FOCAL ORGANIZATION
The initial conceptuallzatlon of this study arose from the author‘s .

B involvement with, ‘and mterest in, the functronmg (provmcral level amateur

sport organlzatlons This- mterest together wrth an exposure to the fleld of

. orgamzatron theory. ultrmately resulted in the tormulatron of a study that would
combrne thetwo areas. As. such itis acknowledged that the type of - | '
orgamzatron to be examlned had been presupposed and no senous | - ' o |
consuderatlon has ever been glven to utllrzmg anythmg other than a provmcual “

r . level assocratlon Iti lS lmportant to note, however that cntena for selectmg the .
type of orgamzatlon lncluded the followmg and none of them precluded the use ._
of a provrnCIal associatipn: | ' | |

~° i thatitbe a volunteer-dlrected organlzatlon _ |
ii. ‘that the sport organlzatlon be establlshed at the provmcual natlonal and
" international Ievels and.. f LRI " | o
i, "that the sport organrzatron hold and/or be mcluded in majar competmons :
‘such as World. Champlonshlps thth”an American. Games andthe

)
Olymptcs '

; ‘wlrherefore the author makes no apology for havmg predetermmed the type of
| orgamzatlon to be exammed In taet the use of a provrncual assocratlon offers

e many logistical advantages and, in addltlon mamtalns an element ot

<
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o consrstency with other related studres (Slack 1983 and Cunnmgham 1986 in

parttcular) C

) o

The selectlon of the orgamzatton to be exammed mvolved ﬂ’rst the-

3 L
establlshment of cntena an: whtdh the selectron wouId be- based Two general

Q
areas were |dentrf|ed in thts respect. The frrst and foremost area of concem was

. that of orgamzattonal charactenstics It was essentral for the purposes of thls

"study, that the orgamzatron chosen possessed several features lncluded in

these were magnttude complexrty and htstory Smce many ot the i |ssues m |

lquestron are a functlon of the snze of an organrzation it was necessary that the

’sample unit chosen bé of suffrcrent magmtude to ensure that the phenomena

RE

) were actually present or |f they were rot present to ensure that thetr absence

- was not attnbutable tg a Iack et snze ln assessmg magnrtude it was tmportant to,

membershrp In thrs respect a mlnrmum of 50 teams or. clubs wrth a total of ab .
| least 5000 pamcrpants Was requnred Furtper there must be member teams or
~ Clubs i |n a mmlmum of 15 munlcrpahtles wuthm the Provmce Fmalty, the '

-. organrzatron chosen would be requnred to have Wmum annual budget of a - |

quarter ofamtllron dollars. T

As lnterdependence is often assoctated wuth complgx envrronments and )

the concomltant structures the orgamzatrdn studled also had to possess a htgh k

.. degree of complexrty Compfextty can be asseSsed by examtntngcselectea .
E certain aspects of the orgamzatton such as the dlversity of the programs ottered L,




‘gender drvrsxons the number of events on,drscrpllnes etc ) and the varrety of

) "non actrwty onented servrces provrded by or undertaken by the organrzatlon j .'

!

. g( 1e fund rarsrng polrttcat-lobbymg. etc) It was decuded that the orgamzatron i

- "selected shoulﬁ prowde progfams for both sexes and at least two each of age '

Tl group dlwsrons and events or drscrplrnes To examrne the drmensuon of

- ._complexrty assocnated wnth non central functrons it was consrdered lmportant -

B that the orgamzatron studled be engaged in a mlnrmum of three non- acttvrty e

.centered functlons k'-‘r"_ '

The t" nal characterrstrc that was consrdered in the selectlon process was

o the hlstory of the organrzatron Many of the concepts presented in resource

" dependence theory are evolutronary |n nature and may not be evrdent in an
‘»' organrzatlon that has eX|sted for only a short trme Therefore to be of value to o
‘ :‘thlS study, the organlzatlon chosen had to have a h|story that spanned a. o *0 :
mmrmum of 10 years and preferably 15 or more years ‘ B |
Concerns wnh respect to executmg the study comprrse the second area
: .of consrderatlon Most lmportant m thls respect was the ISSUQ of accessabrlrty
. Perhaps the most crucnal element in conductrng thrs study was the opportumty

. for the researcher to fully examme and therefore to be in a posmon to dlsclose N

B the operatronal actlwtres of the organtzatron Farlure to do so would serlously

| : restnct the value of the study lt was essentlal that key mdnvuduals be avallable _

3 for. mtervuews and that records and documents had been retamed and could be :

: vexammed A related factor was. that of famrllarlty with the organrzatlon on the
.p’art of the researcher Although not essentlal it was consndered to be '

o advantageous lf the author had a prevuousﬁmowledge of the organrzatron , . o —_—



oAy
I and/or the sport ltself Such a famrllanty could assnst in the tormulatron of St

= mtervuew questlons and rn the analysrs of the data o
‘ A fmal consrderatlon mvolved the Iogtstrcs of carrytng out the study The ,.'“f'
- concern in thrs respect was the author's proxtmlty to the core ot the o

i organlzatron An lnherent charactenstrc ot any provmcral sport assocratlon is

-+ that ltS key mdrvrduals are usually dtspersed throughout the provmce Olten

| however there are several key people located in one cuty, partrcularly if the
"orgamzatron has a central ofttce If an organlzatlon was selected for the i S o4
research whrch had the advantage of proxrmtty the’ tlme and cost.mvolved m |

¥ ,‘ collecttng data could be kept to a mmlmum

E v gte : , _
Havrng estabhshed the cntena several prqvmcral sport assocuattons |n

, Alberta were assessed for thetr surtabrlrty Based on thls analysrs seven b & o

assocratlons were consrdered acceptable Three of the seven however had

o been utlllzed |n at least one prevrous study As such these three were S

ehmmated on the grOunds that the key mdeuals mtght not respond tavourably
| fgto another demand on thelr personal time wh)ch |n turn could negattvely aftect
_the abrltty of the researcher to collect data Of thé four remamrng assocrations -

‘the Alberta Soccer Assocratton (A S A. ) was mtttally judged to be the most N

’ "desrrable However pnor to embarkmg upon the data collectton the author was

o oftered and aocepted employment wrth the Alberta Gymnastrcs Federatton

(A G. F ). After havmg spent a year wrth the A G FF. (dunng whtch ttme thls pro]ect

: _"_was on hold) it became apparent that the author‘s mttmate lnvolvement wrth the , : f’

ES A G F. qffered some stgmt“cant advantages in terms ot data collectlon

Followmg some delrberatlon lt wae decaded that the A G F should be utlltzed

o
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o

; f’ ook .' ,'.'- /fq. X ; i '
C .smce rt met allot the cntena would pro‘wde excellent access to mtervrew .l'

o , subjects and documents and would be Ioglstrcally advantageous for the author

L e
W

The A G F is one ot the largest sPOrt assocratrons m the provmce wrth

‘approx1mately 20 000 partlcrpants m mere than 130 clubs A drverse number

; 'and range of programs are provrded by the: Federat;on mcludrng, among others

o . leadershrp courses fund rarsmg projects achrevement awards and

| 'competltrons The A G F s annual budget has been growrng raprdly and

- B. DATA GATHERING TECHNIQUES .- -

A "'currently exceeds a half a mrllron dollers ln terms of complexrty the A G F is

9

compnsed of three drstmct and semr-autonomous drscrplmes the women s

. --program the men s program and the acro sport program Each ot these groups '

is: drvrded rnto several sklll and/or age categones for. the purposes of

icompetrtron Fmally, the Federatron has a relatlvely Iong hrstory It was

ongmally rncorporated tn 1971 with less tban ten member clubs Smce that o

e trme rt has expenenced consrstent growth ERE '”ﬂ;?

-1‘_;.'

As rndrcated in Chapter One the mgenti ot thls study was to determme the

!
,',u'l-

- &4
o .-exm whioh resourca dependence thﬁ@ry was relevant to and helped to

.-_.'.eftﬁ'ar he functron and operatron gﬁamateur sport orgamzatrons The Object ,.

‘e

";;'fwas not tb quarttrty‘ the frequency, mtensnty or magmtude of occurrences or, the

eftects of theoretlcal constructs but only to determme the value of those

constructs as mterpretlve tools tor the analysrs of an amateur sport orgamzatron

,)7

The qualrtatrve nature ot thls study was somethrng of a departure Km the 4

domlnant approach faken to the study of volunteer sport grodps in that it was
L gl “a .
R Y”Oda,-fb'?fv s o . . ' »
.‘ {). ?;;,0' ' S | ‘ . . ' /’ﬂlg D': o L ')l,\“ﬂj"‘v
b : - 3 7 o ? i



_,. ) \\' . ‘ :': , ,‘.' :7
d and embodled an attempt to examme observable

: .’f_t’heo‘rétvi,callv :

LS AT

g s of that theory
& ;

.. -_5_.'-‘-.

L

- \ : Havmg detenmned that the purpose of ‘lhIS study was to develop a
theorettcat foundatlon |t was neoessarg to establtsh the t;est means by whlch to°
'”'attam it. There are three general methodologtcal approaches to socral .‘ )
‘ ,research the expenment the survey and the case study The expenment and s ‘
' the survey are both desrgned to provtde dependable quanttﬁable results that »‘_ A
 can be used 1o advance or drsprove a partrcular’ hypothesus(es) The case -

study, by contrast provrdes a wrde spectrum of data ;hat enables the researcher £

‘.\*u—,:.
i

o _'}'to understand the essence of the subject bemg examuned ’The>case study
'-provrdes depth of understandmg and tremendous detarl Unfortunately, the .. :
- ‘case study approach sacnfrces the dependabrlrty and generalrzabullw that are ;v o
o the respectlve strengths of the expenment and survey methods Never—the less."»'- )

'the case study approach was consrdered to be the most appropnate tor a study e

that is rntended to estabhsh atheoretrcal foundatlon SN SR

A .
B P
PR A

' The selectlon ot the case study rapproach rs supported by the work of

Brrnberg and McGrath (1982) In“an effort to come to, terms wrth vanous SR
- " concepts of valrdrty |n research Bnnberg and MCGrath mdrcate that there are sl

"three approaches to research and that all three apgroaches have the same o
three: components a substantrve domam a theoretlcal domaln -and a FERE
T »methodologtcal domain. The ‘drstmctron between fhe three approaches lres ln
T the way in whrch the three domams are comblned In thls respect the Bnnberg :
McGrath model helps to explarrt the three classtcal approaches to soclal | )
research ln partrcular the case study rs explamed by the Brlnberg and McGrathv" /
model as the combmatton of the theoretlcal domam and tbe substantlve domaln.’

- "‘ '_“ e S '., . : . R . .




AL L

s the perceptlons of mdrvrduals that are of mterest in studles of thls nature,

: both aspects in order to reduce the |mpact of |lmlt6d Iongltudmal data Smce it B

ws

Wthh establlshqs a structure mto whtch the methodologtcal domam must

. ' ';subsequently be mcorporated That is precrsely the path that thus study hab

LA

o :;‘7; "
RN s m aII research there has been a degree of compromlse that anses

' -from the selectlon of a parttcular methodology The case study approach
'sacnftces both the assurance of sugnmcantly accurate results that expenmental

: desngns p(owde and the representatlveness that is establtshed by survey

"fdesug‘ns However the case study prowdes a depth of understandlng and S

degree substance that can not be achleved by any other means.

et

‘ ‘ o - ' - R B :‘J K »\
The case study approach to socuologlcal research mvolves elther current C

" or. hrstorlcal perspectlves or both ln th|s mstance |t was necessary to consrder~

_' XS pnmary sources of data tended to be used exclusrvely The only type of

. ~ secondary source mformatlon thCh was uttllzed in the study were the results of

prevnbus studles lnvolvmg the same orgamzatlons Smce no such study has

| ever used the Alberta Gymnasttcs Federatron as a subject no secondary

- °sources were consndered for data collectuon An argument could be made that

any documentatlon should be consrdered a secondary source smce wntten

Lo work mevntably involves mterpretatldﬂ of actual events In the context of thts
study, however the percepttons themselves are of as much mterest as the |
| ,'_'actual)events Therefore the documentatnon were consndered a pnmary source
In this lnght the documents provnded the rnajonty of the htstoncal data and

~ contributed to an mterpretatnon of the data obtamed in th}e_mterwews. with -~
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: "i,-' respect to current |ssues The u%'erviews provnded the most substantlal portlon__}’ .
. of current data but they augmented sdme of * hrstoncal data as well
B ;& o A focused mtervrew format was utlllzed as. |t appeared to be the most
o appropnate ngen the ob]ectrves of thls study As mdrcated by Slack (1 983) |
 there are several advantagei in {smg the tocused tntervrew format for a study o B
; such as thrs The subjects are a known quantlty and as such are Irkely to
accurately represent the sample group whrch is. ot mterest to the researcher o
. «the data obtamed |s generally extensuve smce there are no restnctions or |
Irmrtatuons as to what is. drscussed and ambrgurty wuth respect to elther the ,' e
‘ questrons or- responses can be avorded becaﬁse of the dlrect mteractlon i o
R between mtervrewer and mtervrewee (Babbre, 1979) The use of the focused _ »'
‘_mtervnew techmque requrred that specmc toplcs be |dent|f|ed and rncorporated ‘ .", :
) mto thqfdrmat of the mtervaew by mapplng the toprcs onto the theoretlcal '

: 8 - :
. zo' a-
\constructs under exammatron For ex o te, with regard to the concept that

orgamzatlon%attempt to alter thelr envrronment rt was essentlal to mmate .
duscussron ona specrt’ c topic such as the Alberta Gymnastrcs Federatror'rL 's. )
o .fefforts to lobby the provrnc1a| government wrth respect to lottery drsbursements.’f} -
1The followrng proces? was |mplemented |n order to develop a valld mtervrew ._ |
B format R R R R T e R N 'ﬁ
1 | general headmg? were establlshed based on the theoretrcal conStructs
T2 : .__'A G. F documents were examlned to develop baekgreund knowledge, ‘
‘;} 3 :'questrons were wn&en under each headrr\g that addressed speciﬂc |
8 rssues _ : ‘
4 _a prlot set of mtervrews was conducted and

’5_." the mtervrew tormat and ques)ions were revised aooordmgly




’ N ’b“ ; :
i e

For a complete hst of the rntervtew questlonsgrefpr 1S Ap&en@f‘x 'A' and"
Appendrx lt is lmportant to note that the. questlons were desrgned to -
: ‘_ stlmulate drscussmn and that the lntent was not to restnct the lntervrews to the -
| . specmc questlons noted but to generate thoughts and |mpressrons that wi ld
help the author to develop aclear prcture of the rntervrewees attrtudes tov}ards

b

and perceptrons of the Alberta Gymnasttcs Federatlon - @ T

. I

In formulatlng the rnterwew questlonsfor A. G. F members four general
™~ .
categones were establlshed ‘The first categorY addressed blographlcal

" f mformatlon whrch was requrred to determlne the extent to which each SUbject 3 7

R had been mvolved wrth A G.F. actlvmes In thls sense the 'brographrcal' data :—".. -

was restncted to detarls of mdrvrduals partrcnpatron m the A G F. Standard
brographlcal mformatlon such as age\ gender and socro economlc status were
: not deemed to be partrcularly relevant to thrs study and therefore were not-

Y

lncluded m the |nterwew format

The second category of questlons addressed the concept of coalmons
wrthln the orgamzatlon ‘The’ concept of coahtrons is one of the fundamental
premlses of resource dependence theory Ev:dence of the exlstence of o o
coalmons and their rmpact upon the A. G. F was consrdered to be crucral to a full )
exammatlon of the theory It was also essentlal that ewdence be sought Wthh

' mlght mdlcate a link between ‘envrronmental condrtlons and the abllrty of ' , ;
| ,_‘. specmc coalmons to cope wrth them Lack of such evrdence would bnng lnto .
) questron the relevance of resource dependence in the amateur sport settrng
An effort was made to aoqurre mformatlon on four specrfrc tssues wrth respep(to .
coalitions: - | ‘ | | |

What coalmons exrst wrthm the A G F. and Wthh lf any, are dommant" |



42 .,'}'What are the envrronmentat factors if any, that provrdg fhs dofhmant o
N ‘coalltlons wrth therr control’? ,.- " ,l o ,' " R |
3 What demands do specmc coahtrons rmpose or attempt to p’os:a; g‘?orf'. o

”:':’fheAGF" Tt T e e
- 4. }‘To WhICh coalmon(s) rf any does each mtervrew sublect belong’i ‘ ‘ L .\

Each mtervrew sublect was presented wrth a descrlptron °t coalmons and ,
o m some cases where the subject d|d not seem to understand 'lhs dascnptron, | |
' the researcher also provrded examples of coalttrons tront othar s of |
-'vorgamzatlonal settrngs The author would not proceed wrth‘trle questtons in thrs o
s -sectron unless he was confrdent that the subject understood tne ooncept of
. ] 'jc‘balrtrons ' o e : o '
The thrrd category of questlons dealt wrth the mterpretgﬂoh of thg

fenvrronment Two pnmary |ssues were of concern each of wt‘"Ch contamed

s

How d|d the orgamzatlon come to know ltS envrronmenf" e N
e What rmpact d|d the coalmons have on the proceg$ Ot mterpretatton? o
- From what sources did mdlwduals acqurre mformgﬂon about thi

envf,fonment’7 o T ; N @

o~ et '

o 2 What was the enacted envrronment and how accurately’ Wes 1t percelved
| relatlve to actual condmons’? S o 3. MR L

- What was the envrronment percerved to be compnsecl of” K

* A What was the nature ot each relatronshlp wrthm tha Gnacled ke
| , \/ Ne

,_.!\ L .

o envrronment”

,-:?_’



SR RO o &

T o alrttons contnbute slg”'flcamly to thfés;abhshm?}nt of the enacteﬁ» ;- w i

L envrronment If tn'S\hOlds trUe, it should be possuble to rdentsfy ImkageS* ° . *d

| envnronment" ‘Two approaches were taken in developmg questtons for thls

jtsectuon e £ S

Tkl

The fi rst |ssue was |mf>°rtaﬂis|n 31@3 fesou\)e de o eﬁij

. /
. between the coautlons aﬂd fhe A G F' 's enacted envnronment The second
a tssue was of mterest beﬁause rggoUrce dependence theory pL;ents the ]
| 'enacted envrronment a5 the dete}’mmaﬂt of orgamzatlonal actlwty that is, |t . 3

S represents th lirjk o tn%anaganal stfategles employed by the orgamzayon :

i

The frnal category aqdressed the AG. F s efforts to ’?nanage its

-

. | | L .
"1, Some examples of rnaJOr actlpns taken by the A. G. F in the recent

‘ -past were ,dentmed and the SubjBCts were asked for thelr mterpretatron ‘:‘
of what prgclpnated th9 acuon and why the partrcular actlon was
chosen For exarﬂplg, the |mplementat|on of the A.GF. s zone st , oture
- was presented aS a speema action that was t;ken a few years ago The~ _.
’ .‘subjects rnOSt fWhom were an0|V9d in that deas:on were asked why.
_ the move was made Ths intent was to determlne what factors : "

precrpltated thy ao't'en and Whether or not the A. G F. members

_ i / .'lnterpretatnons of the oonq,nons were correct.

N 2__ ,,_' A selectlon of hypOtheucQI 5|tu3t|ons were presented and the mtervuew -

o subjects were eskeq how they thOtht the AG. F. would respond to .
| those situations, Th()ugh hypothetlcat’ the sntuatrons were ‘all very
’ potentlal such s the poss,blllty of liability i lnsurance becommg

} : unavarlable Thg lntgnt hgre was to determlne what types of coplng

: . . .
Lz N e . . . i . - :.’ ] . T
‘ . - . ] . . e ) .
. . ] .
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., ATy ’two genera| categones The frrst category agarrw@ devoted to blographtc

o strategres mlght be consrdered by the central members when faced wrth
. S - RIS :
‘ cnttcal |ss0es IR DRI ‘

Te,~ T S TS
N g J i - . .

U~

e In orderto assess the a%uracy of the subjects perceptrons it. was also
.

- necessary to establtsh as clearly as posslble a true representatron ot the

_ '~env:ronment To achleve this the author rntervrewed five representatrves from

v organtzatlons that compnse part of the A. G F. s envnronment The fntervuew

questrons deveJoped for the representatuves of. other agencnes were dwrded mto

_' vmformatton specific. to the representatwes mvolvement wuth the AtG.E The -

- : second category was desrgned to prowde mformatron wnth respect to the true

_‘ -nature of the relatlonshrp between the A.G. F and the agency in questton A
major tactor in that relattonshrp was the representatlves perceptron of the

}relatlonshrp The mformatlon acqurred through these mterwews together wuth

" the review of orgamzatlonal documents provrded the author with substanttal ] ,

mformatron regardrng the actual env:ronmental condmons
L Y it o
Pnlot rntervnews for the central members were conducted usmg three
mdlvrduals who although quute mvolved wrth the AG F dld not meet the

mlnlmum cntena for subject setectron establlshed for the study It was felt that »

<o '<\these tndrvrduals possesed sufftctent background to provnde adequate feedback

| requtred In addrtlon there were several advantages to usmg sub]ects who

for the author tq deterrmne whether o{ not any revrslons of the mstrument were )

;fwere membersof th,e tocal organi2at|on Ftrst the ptlot' sublects were not

. .aware that they were not actually part of the study As such rt was fett that they

L '_approached the mtervrew more seriously than mtght have been the oese it they

had: known the srtuatlon to be othemse Another factor was that the subject



: matter °f many of the questlons was organlzatlonally specmc Thus@he

S responses provrded by the: pilot group"‘were more mdlcatlve of what could be

expected fromﬂthe actual sublects than responses from members of another o
orgamzatron would have been Also the use of a pllot group consustlng,pf
~AG. F members provrded the author wrth some addltlonal insight mto rmportant

issues prior to.the commencement o( the actual lntervrews E

| OThe process of gathenng data. necessrtated a s:gnrflcant amount of
cooperatron on tha part of the focal organrzatton in that members were asked to l
' spend tlme m mtervrews to assrst inthe: ébcumulatlon ot documents and to
- permit extensrve scrutlny of their organrzatlon s operation. - Data collectrort\ltself

entalled the follbwmg steps
Step '1_‘ 3 ‘. An examlnatlon of the documents obtarned trom the focal
o  organizétion. Lo | | R
-‘.S.tepfz : Thecgnducting 'of.'int'en‘/iews, with key indivlduals of th‘e‘- focal .'

4 .organlzatton _ , REEE
Step 3 . The conductmg of mtervrews with key mduvrduals of’ agencres
; | 'A w:th Wthh the focal orgamzatlon interacts. ¢ ;

Step 4 : A«abulatlon and analys:s of the mtervrew data - ~
Step' 5.‘: ) combmmg of the data from the documents tor support and

‘clanfrcatton wnth the data obtamed from the rntervrews

= ."'w—?‘: S .
: _H“ ; , A

, , ¥
It should be noted that the lntervrew questlons for Step 3 were desrgrted”i

for flexubrllty so that each mtervrew would correspond to the degree and type of' s

) mteractlon that oocurred between the Alberta Gymnastrcs Federatton and

\

specmc agencres That is, the mtervrews forthe related agenbles were tarlored -

>
h
1
i



o cly

,‘Parks Department

. ‘-7 . ,‘tf N ;_, C . Lo "_' @ " w T '-' - R rr.'

sgmeWhat to ehcrt information as to the type of relationship that exrsted between

Ry
? 9.

. rganrzations For example the A G F s relationship wrth a member :

j qurte different from its relationship with.the Alberta Recreatron and

- C.~~SELECTION OF I‘NTERVIE_W SUBJECTS . .
1‘.'The'Focal Organizatlo‘n- o o ';' .s =

The definltion of the focal orgamzation empl/oyed m this study was the

- _pnmary delimitmg factor in the seiection of intervrew SUb]GCtS ( see def mtions m

: _Chapter One) By consrdeﬂng that the organrzations consisted only of

' 'functronal members the number of potential subjects was greatiy restncted fhe
. v ‘ ;‘ ( !
mtent was to obt&n perrnlssron Jo mtervrew individuals who are or were =5

S Federatron over a protracted penod of time and whose &gqgeptlons fwere a ¥

‘t
consequence of persongi expenence wrth the Qrggnization The follownng were

'used |n determmir;g the desrrabiiity of potemiat mtervuew subjects

¥
LU N o S e
. o . Rt . . /4 TN ETEN

1. the number of years of functionali'nvoivemen't- with the Alberta‘ -~

......

the number of years as an executwe member (a minimum oi one year
| was desrrable) | :
A questron oould be raised wrth respect to the suff ciency of the mmimum

4

penods utrlized here However these reiativeiy short periods arajustlﬁed on



B S _',54-
‘_\' two fronts. Fnrst itis |mportant to relterate that oneg the central premrses bemg
»'exammed is based upon the percepttons of organlzatronal members As such
the length of tlme that a member has b‘e’en mvolved is analytrcally trrelevant if

| -someone is mvolved &“ determlmng the actions and actlvrtles of the o

o orgamzatton theur perceptions. are a major factor regardleSs of how or over what

penod they have been formulated In |mplement|ng the mmlmum tlme frames

E : the.author has sumply endeavored to preclude the possnblhty of mtervrewung

others :

mdnvrduals whose Qn_ly source of mformatlon was the oplnlon or perceptnons of
| .Q

A - . L7

B The second and rat tnt is that the author‘s expenence '

: mdtcates that people seldom begmm 'n:t,ake acttve contnbutlons to a board or A |

N : commlttee until therr"second orthrrd year. of mvolvement Casual observatlon B

| suggests that panlcutargMng their first year of mvolvement people tend to

o sutuatron to dlfferent people and thenr comments are no longer consudered

- foltow the general cons%%sus?o he group ahd seldom even vmce their own

'opmlons In that respé&t*fl?‘ymgnembers of a board or commlttee ‘are unllkely

to mfluence the group. slgmflcantly EE t--e.% :
TR ! : ' IR
q . 4 o .. - : :L

| Although these cntena provrded a gurde ast to who were and who Mre .'
" not dbsarable subjects the author was requured to use some’ dlscretlon in |
‘decrdmg who the actual sample group mcluded Specuficdﬂgg\the author
eliminated two potenttal subjects who met the pntena bat whose personal
hlstones ratsed questlons about the rehabmty ‘gf thetrgresponses fﬁ‘ beth case§
the mdrvrduals had reputatlons for saylng whatever they thmk wiII beneflt them

the most They had, on several oocasuons gwen confhctmg aocounts .of a

¥

. ':‘ _trustworthy by people within the A, G F. The author d|d nd? want the research to



o be compromtsed by such behavror and consequently dld not rntervuew these

subjects A total of erghteen members of the A. G F were mtervnewed whlch
| mcluded | - ' R
N the current Presid_ent E
- a former Pre'side'nt'
- the current Vrce Presrdent

- - seven members of current and past Boards owaectors who were also
: coaches . ,f - o -

‘- six members of current and past Boards of Dlrectors who were also judges

- two members of current and past Boardg of Drrectors who were also club -

' admrnlstrators

2 Other Agencles

Havmg mtervrewed the members of the focal organrzatlon rt‘was

| relatrvely easy to determme which representatrves from the varlous assocuated .~

organuzatnons were most appropnate to mtervrew Those representatuves who -

had: drrect lnteractlon wrth the Alberta Gymnastlcs Federatlon were of pnnmpal
interest. Although their posmon within their own orqamzatron was of some ;
-srgnmcance the most rmportant element was thelr perceptlon reoardlng the
v-relatlonshlp between thelr orgamzation and the Alberta Gymnastlcs Federatlon

A representatrve s approach to the Alberta Gymnastlcs Federatlon was =

g

' dependent upon therr perceptlon of therr own organlzatlon s intentlens In turn =

the Alberta Gymnast;cs Federatron s approach to the relatlonshup was

——

Y
&

" predrcated upon their expenence wrth the representatlve rather than the actual .

-_ mtentuons of the other agency Specut"cally, the- enacted enwronment' was the
subject of mterest Fot thrs reason no eﬁort was made to mterview addmonal

mdrvrduals m an assoclated orgamzatlon on the basls of the critenon that they






L T e
; were ‘a hlgher authontu lf an mdmdual had not geen dlrectly rnvolved wrth the |
"fAlberta Gymnastlcs Federatlon on behalf of thelr organtzatton they were not . N
: consrdered as a subject wnthln thrs study A total ot flve mdtvrduals representmg | s
'assocrated agencres were mtervnewed Two representatlves from the Alberta -

.‘Recreatron and Parks Department wereﬁntervrewed B" h mdrvrduals had at

: dttferent ttmes been assrgned as the A G F. s pnmary ' v | .

Department One mdrvudual from the Albert;a Sport Councnl was mtervrewed }
.‘Thrs person had been the A G F.'s prrmary contact at the Sport Councnl since |ts {’ .
_'mceptlon Two representattves ot member clubs were also mtervsewed one of -
-whorn lS a long standmg presudent of one ot the Iarger clubs The other isa |

program drrector at a dlfferent club

D.. ' DATA ANALYSIS - -

.

,\/'/.

-
-

A process of latent content analysns was used for the rnterpretatlon of
data The use of latent content analysrs as qpposed to mantfest content
analysns enabled the- researcher to extract the full meanlng or mtent of a
passage or phrase rather than to. attempt to quantrfy specmc pre determmed
words or statements (Slack 1983) Havmg accumutated all the data it was -
%xtenswely evaluated in order to extract relevant tnformatron and record it |
accordmg to the theoretrcal construct to whtch lt applted | |

Thls evaluation lncluded the careful revrew of the mterv:ew tapes and
notes taken dunng mtervnews the tabulatlon of answers gtven to specmc D

questlons and the companson of rntervrew data to mformatton cont\ned m )

vanous A GF documents The revrew of the mtervuew tapes and notes enabled



the author to assess the responses |n comprehenswe manner thereby _
provrdmg a hrgh Ievel of understandmg The tabulatton of speerflc answers
allowed for the development of graphs and tables that helped to reveal theg
pervasnveness of certarn perceptlons The revuew of documents assrsted the .
author m establrshrng the @ual envrronmental condmons and in substantlatlng

or dlsprovrng comments made by mtervrew sub]ects ‘T hls process wa,s arded i_:
by the structure of the mtervrew whrch for the most part ensured that quesnons

were grouped accordmg to the three general constructs in questlon Thus a tlle

was de\}eloped for each construct Wthh ultrmately contamed all of the data that -
was pertment to the specn‘rc construct The author was then able to ‘NI’ItG the %‘ -
results of each aspect of the study wrthout the tear of overlooljng a signmcant |

prece of evudence S

_E. ACQUISITION .OF D'ocuM'ENTs s

/

) ) Approval from the executlve of the Alberta Gymnastrcs Federatron to C -
' utllrze therr orgamzatlon as the tocus of thlal S ,‘.ehsured that there would be .
" no dn‘flcultnes regardmg the perusal of recordsor documents The Alberta :
Gymnastncs Federatlon executlve was gaven the assurance that specmc detarls
would be treated contrdentrally and that names ot rndrvrduals would be kept e
anonyn?s it was assumed that any exrstrng Alberta Gymnastrcs Federation ke

.docum nts have been made avar|able upon request
v | .ﬂc .

The documents that provrded the most useful mformatlon mcluded e
1;.‘,. Mmutes ot Annual General Meetug( Executlve Meetlngs and Board R



: _._of Dlrectors h@ J(ngs of the A G F. datmg from 1980 through to o il

present }
o

' The Constrtutlon and By-Laws of the Alberta Gymnasﬂcs Federatlon

Wntten correspondence among executwe members and/or employees; L

t.ertten correspondence between executnve members or employees

- and representatwes of other organlzatlons

: Internal Albena Gymnastlcs Federatlonsreports and

‘The. annual Alberta. Gymnastrcs Federatlon ﬂnancral statements
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CHAPTER r-'ogp
nesuus AND mscussnoN .
‘AJINTRODUCTION . &

The resultsof thls study have been presented and drscussed ln four ';f'_ o
sectrons The flrst sectlon addresses the rssue of coalltlons wrthln the " .' )
: orgamzatron thelr prevalence and thelr |mpact upon the decusnons and actlons

f wrthm the orgamzatlon The second sectlon deals wnh the cortcept of . o 7_:'3}.?

v

envrronmental mterpretatron how th orgamzatlonal members came to know~ Do)
g R

therr envrronment and whether or not thelr mterpretatlons were accprate In the'* “' 7

thrrd SQCtIOﬂ the. strategres employed as well as those’ strategles fhat wer&not ?v
employed by the organlzatlon to manage its. envnronment are dtsouseed' The

tmal sectlon wnl examme the i ndmgs as they relate to the lt%ages be’tween the

three central constructs e AL ,
'B.COALITIONS OF INTEREST® /- : . . » o i 0o
- : o = I e " .‘ .“ ‘ o I ,‘v.f,". RAES "

. One of the central themes of resource dependence theory . P

mdlwduals wnhm organlzatlons tend to form alllances wnth oth r$ ) Kold *

on functlonal characterlstlcs ot the orgamzatlon Research and development %

umts of corporatlons are trequently csted as pnme examples of coalltions

(Slmpson and Gully, 1962,‘Pfeffer and Salancik 1978 Mlles 1980 Daft 1983) |
These umts are lsolated from other organlzatlonal units beeause of thelr dlstlnct " '
role They are not directly mvolved in the: in‘put-output process ot an .fj' f



. | R o | | .60
" 'organlzatton and th|s feature sets them apagrom the more pragmatlc unlts

. .Because of thelr unrque onente}tton they are often torced into a competmve '

o struggte for orgamzatlonal resources Accordmg to. resource dependence .

itheory a coalmon s access to resour_ v

1

, Wlth |mportant envnronmental condg{‘ o 18,5

‘ mﬂuence the orgamzatlon s mterpretatron'of those condmons so as to establrsh y

"1

,greater dontrol

The portlon of each mterv:‘ewia\tdealt with the concept of coalltrons was -
i _Lmtended fo provrde mformatron regardmg the exrstence of coahtlons and the S
'_ relatrve mﬂuence that specmc coahtuons mlght hold w|th|n the A. G F. Contrary to |

" jthe ratronal model of orgamzatlons the resource dependence perspectlve

.suggests that not aII people wuthm an- orgamzatie ,are necessanly workmg a

: toward the same goals and objectlves :tathej?-f ps'and lndrvrduals tend to ."'
" have mterests that may be mconsrstent net only- Wit e/ach other but wrth the

978)' The tmportant |mphcat|on

N ,organlzatlon as a whole (Pfeffer and Salandt

‘ is that those” coalmons wnthm an orgamzatron that possess the ablhty to: cope

| with, essentlal and/or uncertam envuronmental condttrons wull garner the " _
'greatest control over orgamzatlonal actlvmes The lmportance of a coalltlon can,

. be enhanced when it rs able to mfluence thed,enacted envmonment a feature o
_ whnch wrll be addressed in the: sectron on. mterpretatlon or envrronmental }t ’

St

‘ condltlons . - &

1. Idenmylng The Coalltlons ”
- Havmg provided a bnef explanatlon of what coalmons are and how they. o
'functlon the author asked each subject several questrons regardmg coahtions :

VWIthln the A. G F. The subjects were ﬁrst asked to ldentlfv anv specific arotins



B S
:";.they telt mrght flt the descnptuon ot coalmons When a subject |dentlﬁed any
' fsuch group they were then asked to mdrcate what rnterests or aty des were

_ _'charactenstrc of the group and whether or not the group lmposed any specmc

» demands onthe A, G F, The final fewq’esﬂons attempted to draw out the o

'_? -subjects perceptron of the nature of the coalltron (r e., how domtnant was |t? L
had it a generally posrtlve or negatlve mtluence on the A G F. and why") The g
_responses provrded by 3‘r?rgtervrew subjects were combmed wrth mformatron C

,drawn from other sources such as meetlng mlnutes reports and fmancral data

| Three percelved coalrtrons were rdentmed qu. te clearly through the }

,mtervrew process the elite coaches the women s 1udges and the office: statf o
Two other groups the 'Calgar@lubs and the Technlcal Commlttees were less

: frequently ldentrfred (refer to. Frgure 1) It should be noted that three of the |

) subjects were unable to identrty any coalltrons Thrs rarses the questlon as to

whether Yhey honestly belleved that there were no coalrtlons or rf perhaps they
'vdld not understand the concept It the latter is correct |n all three cases then the o
: sample group for thrs questron should actuatly be reduced from 18 to 15 as i

3 rndrcated by the dotted line-on Flgure 1. Followrng the mtervrews the autho i

| exammed a vanety of documents inan effort to venfy the fmdrngs from th’_,_ S
'- lntervrews The results of thls analysrs would suggest that there were only three
'ldentrfrabte and ongomg coalitrons wathm the A G. F that possess S|gnmcant

lnfluence wrthrn the orgamzatron Of the three the most dommant appears to

' vlhave been the coaches of hlgh performance athletes
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} Of the frfteen subjects that ldentrfred coalrtuons eleven mdlcated that the
eltte coaches were such a group and seven of the subjects stated that they were
the most dommant groupm the A. G. F ln many respects |t was dlfflcult to | :
concerve of these lndrvrduals as a coalmon in that they were overtly in _
competrtlon wrth one another albelt through therr athletes Moreover the a
competrtrve relatlonsliup was often eﬁressed m hrghly antagomstrc behavror .
Nevertheless these coaches were pnmanly concerned wrth the attendance and
r‘performance of therr athletes at major competrtlons such as Westem Canadran .
%nd Natéonal Champnonshrps As such they had on many oocasrons exerted
great pressure as a group on the varlous elected Technrcal Commlttees to '
make décusrons that were ln therr own or therr athletes best rnterests ,‘ L
é/loreover there have been mstances rn whrch the coaches have(Jctually
" curcumvented the Techmoal Commrttees to achreve therr desrred O‘b]eCthGS For
example m%t 985 the Board of Drrectorsﬁrn response to demands trom seVeral
clubs drrected the wemen's program to hold open tnals for selectron to major
competmons and to requrre that all athletes attend the tnals ln order to be |
selected" Upon heanng of thrs decrsron s@veral of the ellte coaches met wrth
; ,'_the Women s Technrcal Commjttge and vorced theur disapproval Some of the

' .coaches contacted members of the Beard d rectly ?expresgtthelr concern The ,

result was that the decusuon wasvreversed at th equent Board meetmg,

| ,»‘:mukch to the dlsmay ot the clubs that had mrtrated the move Whlle the specmcs
of eacll of the groups arguments are tootlengthy to detall here the author "

.-',;

, i'belrevés that both srdes of the rssue were equally valrd However it was the

i .\ ‘_-
e

'-..wrShes of the coaches that prevalled
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In another mstance the Board‘ decided that rndrvrdualsactmg as team / .
B managers for major competltrons Should be chosen fram,.smaller clubs whrch

had athletes approachmg the provrncrally competmve level The ratronale was

. St v " .;l' .
- o . s

- twofold -j_ - B S j PO s
| : '1) To provrde those coaches wrth valua,ble expenence that would help them
: |mprove therr programs thereby broadenrng the competrtrve base throughout -

the provrnce and 2) to ensure that managers acted as managers and nqt as - '_
‘coaches The elrte croaches however sawﬁhat this would reduce therr
0 portunltres for travellmg with teams JPrevrously team managers were

| jally selected from among tho(se coaches who had athletes on the team L

'cons -‘uentl they applted rather coercrve tactrcs to the Technrcal Commrttees "
" to obtarn the 'nﬂanagenal posrtrons By the trme the Board met agam lt was atteri'.;' _
the fact and there was nothrng that could be done the Board memb rswere - .
clearly dlspleased wlth the Techntcal Commrttees but the coaches iad o n@ “
successfully crrcumvented the- constrtutronally establrshed decrsaon makmg .
process. ;o I |
| lt is not the rntent here to pass 1udgement onﬁthe actlons of the coaches | E,‘b /

" In most cases they sumply had the besﬁnterests of therr athletes at heart _
| ‘However |t is qurte apparent that no other group wrthm the A G F. has the same
.abrlrty to rntluence actrons and decrsrons that aftect the Federatlon as a. whole
| Ih that sense the htgh pertormance coaches represent an almost archetyprcal
‘ ..coalltlon They are a group of otherwrse unrelated members of an organrzatron

‘ whose mterests whlle not in conflrct w:th the organrzatron are not necessanly

RS ; <
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- 'the predomlnant concern of the organlzatl 9 . whole Yet they are extre'mely

v

A second group that appeared to fi t wnthm the concept of coalltlons was a

Sl

- group of several of the judges in the women 's program Ten of the subjects
- mterwewed felt that there were a number of womens judges who tended to + .
- |solate themselves as a unlt It IS |mportant to emphasrze that these mdnwduals
weré only a sub-set of the enttre women s judgmg corps but that they. o

| , constltuted a coalltlon that has had a very deflntte |mpact upon the A G.F. lt

) became apparent .from the mtervuews that thls mfluence was«qutte negatlve m
v'_'that the: attrtudes and rnterests of thls group were often in confhct wuth not only

‘.f the A. G F s mterests but also wrth the mterests of thetr judgmg colleagues A

. frequent comment ansrng from the rntervnews was that these judges have w

mtsplaced pnontres ‘that "they. are not concerned with what they can offer to :

gymnastlcs but only what gymnaqtcs (| e the A. G.F. ) should do for them

Nonetheless they have been very successful in |mposmg thelr demands
upon the Federatron Mmutes of a 1984 Board meetrng reveal that in one '

.' mstance they threatened to qutt judging if they did.not recetve a slgmtlcant |
,,tncrease ln the 'honouranum they were pafd The A G F Board of Dtrectors met
B thelr demands out ot fear that the group would convmce other Judges to joln
- ,them ina mass resugnatlon Further they have convmced the A G F to pay g
| , many of the expenses lncurred in thelr tralmng as well as other items such as .
: fmeal allowances Whrle under most condmons these rtems were Iegttlmate a
“ v”jrevfew of expense clafms submrtted by these rnduvnduals over the course of

_several years. |nd1cated that they frequently tned to clanm for unsubstantiated



: at competmons where food was provrded for the Judges by the host club. This
" behavror was frustratrng to the A. G F. Drrectors and staff but rt appeare”d to be
: partlcularly annoyrng to the ether women s judges Three of the mtervrew S
- subjects were judges in the women s program and each of them rdentrfred thls
 coalition as- one whrch has had a partlcularly negatlve mfluence on the A. G F.

. iR
asawhole '

- The third coalrtlon that was ldentlfred was the admrnrstratlve component

of the A.G. e the offrce staff). The mtervrew data provrded a moderately o

n that the pard staff had a srgnlfrcant mfluence upon the actrvrtles
'|s perceptlon was supported by substantral evrdence from other
sovurces Wha perhaps most rnterestrng rs that the mfluence was seen as

. ,qmte negatrve untit recently wh'en both the Ievel of expertrse and the number of o
staff members was rncreased Comments from the mtervrew subjects reflected . -
. that the oﬁrFe staff of earller years was quite meffectlve for three reasons. There

_was msuffrcrent staff they were not adequately skilled and they were mvolved |n

a _other capacmes with the A GF. (ie., as 1udges or coaches) whrch led to vanous

difficulties, partrcularly wrth respect to conflict of mterest srtuatrons Thrs posrtron- ‘

was supported by a review of documents such as plannrng reports grant
'submrssuons and fmancral reports Grant submlssrons in partrcular were ,‘
enllghtenrng More often than not they were completed rmproperly and |

' rnaocurately and seldom reflected the true actrvmes of the A. G F The fmancnal

| records were equally madequate and beared no relatron to the actual

operations of the Federatlon How budgets and frnancral statements were

actually created remains unclear A good example arises from e AG. F 's

annual purchase of leotards and smglets for the athletes chosen to T



" .'-$1000 00 annually and aocordmg to people who have been assocrated wrth

' the A.G. F tor mary years, had always been pard for by the Federatlon

. ,However no where in past budgets or fi nancral statements was there ‘any. -

| -’mdrcatron of thrs expense. The lnettectrveness of the early offrce staff is turther

Q ‘& supported by comments from representattves of the tundmg agencres that were
,rntervrewed The representatlves mducated that lttwas partrcularty drffrcult to ‘

:obtam any mformatron from the A. G F offiee and when they dld get any they

- were otten very skeptrcal of its valrdrty R L

What-was |mportant about the apparent dlsarray was that |t enabled the |
'-.staff members to control the input and output of both mtormatron and resources -
= ,'Evrdence of such behavior i is provided' by grant submrssuons that were prepared |
o dunng that penod Many of those submlssrons over emphasrzed the jj , _- ,
|mportance of rtems that were of interest to the staft m thelr non-employee roles |
‘Further support is provrded by examrmng the number of Board and Commlttee

' meetmgs that took place during those years It becomes quute evrdent that the :

complarnts about de*crsrons berng made by staff rather than th.e elected offrcnals

: .were well tounded Records indrcate that dunng 1984 only two meetmgs of . |
: A G F. Drrectors were held and that both were ful Board meetmgs There |s no |
: record of Executtve or other commrttee meetrngs dunng that penod leen the

2 nature of the A G. F s actrvmes itis hrghly unllkely that those two meetlngs alone
could have provrded suffrcrent? pportumty for the Drrectors to tultlll therr directrve
: functrons adequately Whlle the mmutes do reveal that the Board drscussed |
‘.and made deasrons regardmg several |ssues there are many other issues for
) whrch there was no record of dtscussron For example*dtrrtng’netthemeeting

" was there any drscussron reqard inga maror fund raisina oroaram that tha
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: that penod mdlcate that thls prolect took place yet there is no mdlcatlon that the .
| "Board dtscussed it-in any respect other than ln the funancual statements after the
fact” P |
In 1 985/86 the Board of Dlrectors moved to address the staftlng problem
by replacmg the exlstlng staff wrth two professronal employees (an Executlve ) .
Director and a Techmcal Coordmator) and two part time administrative ”

- assrstants Since then there has been a dlstl 'f

hift in the perceptlon ot the |
staff's lnfluence to bemg very posmve in nature ' Aents from the mtervrew |
- subjects and the agency representatlves both mdlcate that the off:ce now
" f.operates in a much more efﬂcrent Ieglttmate and pro-active manner This shlft
is of great relevance ina later section whrch addresses envrronmental ‘
,} management The |mportant pomt however is that the offuce staft contlnues to
flnfluence the A.G. F. Dlrectors In fact that is: therrfunctlon in many respects As
~ professionals the Executlve Dlrector and Technlcal Coordlnator are expected to
advise-the Board on operatnOnaI lssues As such the staff members can L |
‘.dellberately or unwittingly btas any presentatlon of the 'facts aocordmg to their

vown mterests or perceptlons _ B 3

. e

o .
" The other two groups that recelved moderate support from mtervrew

, subjects as belng coalitions were dlscounted followmg exammatlon of. records
and documents There was no evudence in any records to. |nd|cate that the |
Calgary clubs. have worked or banded together to mfluence the A.G.F. in any

:way. By contrast however there are numerous examples of the Calgary clubs

. worklng in opposutlon to each other As such the suggestlon that clubs in =

N almany ranracannt A Aamllbiac; Ja cacad BIoL . _aatt . i s



(1980 and 1987 mdrcate that Calgary clugs have hrstoncally, made up at least |
.-vtwenty percent and as much as thrrty-two percent of the total A G F _
membershrp Therefore any blas toward the Calgary regron can reasonably be

attnbuted to the extensrve actrvrty therem

er of the mtervrew subjects |dent|fred the Techmcal Commrttees as’

coalltrons and based on some of therr comme . appeared’that t_hey

- were correct (particmlarly wrth respect to the W", y i o fcal Cor'nmi&t'te,e),
_' }Those mtervrew SUbjBC‘lS thaf |dentrf|ed the o‘;; _ . |ttees as coalmons
focused their attentron on the Women s Commrtte' but generally felt that the
~other w commrttees were very similar in nature Each subject referred to the ’v .
, extraordrnanly Iong penod (12 to 15 years each) that two of the members had '

| _'served on the Women S commrttee They felt that these mduvnduals had '

B .domlnated the commlttee and used thelr posmon to lmpose thelr own ldeas on
'”meAGF . . '
. While records and drscussrons wrth the mdrvrduals in questlon bear out '
that they were on the Commlttee for that long |t does not appear that they could
o be consndered a coalition. There i rs h tle evrdence that they ever even agreed
- with each other on. key |ssues Mlnutes of Board meetmgs |n partrcular reflect
that they were often at odds wnth each other rather than presentmg the unrted
front that would be emected from a coalition. ' The other two techmcal
commrttees were dlscounted as coalitrons for the slmple reason that the
_members of the commrttees changed far too frequently for @ny collectrve

m

‘ -.behavror to be substantrated



: _operatmg wuthm |ts organtztat:on' the hrgh performance coaches a group of

R women s judges and the ofhce staft- Evrdence exrsts that all three coalltlons f.

) "successfutly mfluenced the deorslons and actlvrtles ot the A G F ln addutlon as Y

N

: S
;resource depende"ce predlcts the coalttlons were functlonaily based and

_ reflected the need of each of the sub umts 1o have's access to A G F resources

: 'The hlgh pertormance coaches prdvrde an exeellent example of a coalltlon that

! ‘congeals only in spec1al crrcumstahces and .é otherw&se unobservaole (Pfeffer

‘and Salancrk 1978 25 27) ’ o ﬁ S e '.
_2 The External Sources of COntrol Vo T R ,

In terms of the resource dependence model the param0unt |ssue wrth

_=regard to coalltlonsls that thel’r mfluence on orﬁzeﬂonal actlvrtles is. denved

Sl

; from ﬁrelr ablllty to cope wnth crrtlcal enwronmental condmons Therefore ln - 1 ;

/

‘order to fully support the conceptof coalrtlons it |s necessary to determrne lf |n

'_fact the mfluence that the three coalltlons possessed arose from thelr ablllty to8

. o
: -manage parheular envuronmental elements. Intervuew SUbjBCtS were asked lf

&.’_'--

."they couldspecrfy the reason(s) that the coalmons they had"ldentlfled were able

‘.to mﬂuence the A G Fo i gt T RN e Sl T "’

f-',‘t o ‘A"‘¢ "u . M -
. i "e».'_

%' | Wlth resp’e;ct to the-ellte coaches the responses mdrcated that it was the

"‘cqachemmse that prowded them wrth thelr mfluence These elrte coaches .

r.

; were vrewed as bemg essentlal to the development ot the athletes who would

_compete at the natlonal and perhaps, the mternatlonal levels Consequdntly, e

.they were expected to know (and generally they - dld know) what would be best.' .

“for the development of athletes Smce one of the A G. F s outputs perhaps the.' -

_'most vrsrble one was the development of elrte athletes rt-ltollows that those _‘

oL PN s K Y
o P . v, » B
v B



A T
_jj:'-'f'lndwndua.s who were responsrble for that output would enjoy a srgmflcant l o
: :amouqqt of control oyer the Federatron s actlvmes and resources The A G: F s
competmve onentatnon was bome out by as1mple revnew of t" nancral statements
v"fv-whrch revealed that between 1981 and 1988 funds expended on provlncnal ellte |
athletes ranged from a low of 62% to a hlgh of 81 % ot total program expenses -
.'::'The competttlve athletes were unquestnonably avery hlgh pnonty it seéms |
:‘mewtable that the cgaches of hlgh performance athletes would be glven a great

",qdeal of latltude wrthrn the Federatlon and that attentton would be accorded therr

e

"'»opmlons requests or even demands.. TR

Several df’ the*thtervlew subjects also expressed the perceptlon that the

successful performanoe of the athletes was essentral to the Governments :
.f’_vcontmued fundrng of the A G. F The bellef that Government fundmgwould be ‘_
' dnscontmued lf the A. G F drd not produce top calbre athletes suggested an '

‘ 'mterestlng extenslon to the ellte coaches abllrty to manage the en\nronment

e
Yoy

"‘Not only were they percelved to produce the athletes buttrf domg so were seen

“ '_to be ensUnng the fnancral well-bemg of tHe Federatlon

T 5 . R PR
o LT . . . ] - L . " )

L A fnal factor that could have ccrttnbubd to the elute coachés tpnﬂuence

4_'.wasthe fact that they‘lrequently represented the A G F on natton%l,-commlttees

" 4

,';Consequently, they were able to lnfluence decrsnons and obtam mformatron that-__‘j"-‘-‘-f-'
. was often vutal to othersm the Provmce Just how sngniﬂcant thts factor actually
'was could not be determmed The oomments trom only a tew mterview subjects:
| 'prowded the only ewdence that the coaches denved some lnfluence trom those
: fmvolvements Nothmg m the revnew of documents’provrded substantlatlon tor'- e

Tf'thls clalm Nevertheless mformatron |s oonsider.“

be a Valuable resource; by
'many authors (Katz and Kahn 1971 Whtte.'t ch.'1976; Pfeffer ani 2




" Salancrk 1978) and |t seems Irkely that in the case of the ellte coaches |t had an’

‘- lmpact to someﬂegree

l B

e As Pfetfer and Salancrk (1978) mdlcate the aoqutsmon and control of
" tnformatton provndes the holder of that mformatlon w:th two |mportant elements
First, an rmpressron of authonty is created that enables the mdrvrdual to r
) mfluence the opmrons of others SeCond an mdrvudual tl?t‘possesses
, exclusrve mfonnatlon is- able to selectrvely release tt That 18, they may éhose
‘what portlon ol the mtormatlon if any, are to be offered to others as*well as
: ‘chosrng who it wrll be made avallable to ln th|s respect the ellte coaches were
able to use. therr posntrons on C G F commtttees to enhance thelr mfluence |
‘wrthm theAG F [ " SRR R L o

S

i The mﬂuence that the sub-group o women S judgb\posses;d wquld

" also appear to arise trom the development ot elrte athletes but lt oocurred m a -

‘ mewhat dthrent manner lt appeared that the judges mtluence arose oa\{

such paradoxrcal sutuatlons that at trmes the concept of the enacted Sl

: ‘envrronment seems to glve way to outnght lmagmatron i , \

: , | ; . ' :,_ ‘_ o ‘k ‘ "’; . ‘
The ftrst paradox arose out of the method rn whtch éthletes aré" selected

to provmcial teams Whrle rt would seem Iogrcal when seleptmg athletes ‘to use _

'_‘a vanety of cntena seeh~as-pedom'lances at trammg camps— prevrous meets and

'tnals together wnth evaluatlons of physrcal health and,mentat preparedness .

: this was not the eése lt appeared trom thts study that the only determmmg ;_} L

| tactors ever used ‘m the women s program for team selectuon were the ressults of i -

"tnal competttions As such the selectron of teams has been Ieft m,the hands of

| the judges The paradox was that the coaches who vrewed themselves as thé ‘

el X S
g . PR T D A
- oL o - to



P experts eagerly deferred the ultlmate evaﬁuatlon of therr athletes to the judges
'v'_'_They readlly acknowledged that they do so to avond the cntlc;sm ot parents o
whose youngster's tall to make the team They clalmed that the ob;ectmty ot the
] 1udges ensured lmpartlal declsrons but paradoxncarly, they condemned the |
judges for tavonng athletes from thelr own club Coaches wull complaln bltterly

. f_i_about thelr athletes tallmg to make a team due to 1udges blases but are | _' Sl
;unwnlmg to take Mmore control ot the selectron process They would rather have |

'_"the wrong athletes chosen objectlvely than tace the potentral cntrcusm ansmg

_ . B 1 ' DR :
: ,thelr mfluence more by de ‘ recogmzed element ot atuthonty or

expertlse ThIS is not to sugg‘ o { udges are not quate skllled in thelr
i &apacuty as judges only that the process allows very Jlttle room tor subjectlve »
'f.:;analyas of the athletes capabrlltnes. ln tact when |t ts reducedto the lowest < .
""common denommator the envuronmentalo!:qndltlon that the ]udges are able to

B manage |s the wrath ot dlsgruntled parents Coaches who have to deal wuth

. parents on a d“anly basus candldly admlt that they are not \mllmg as one coach

' mdlcated "tb put my neck and perhaps my ]Ob on the lme just to select a team

_ S The .sebo,nd paradox was that 1udges were seen to tnfluence an athletes' ]
| resutts, : A comrnent that the author heard on Several oocastons was that -we ve 7 -'

.vgot to make suré that our judges are on-slde they‘ve got to be part ot the .
,‘:'"Alberta team" n other worgs the expectatlon extsts that.{udge tlactually

- 'tavor certatn athletes Such a premlse undermmes the ooncept ot lmparttalrty e

’i'-;and suggests that the 1udges garner some of their lntluence through

fi:‘tmpropnetaﬂ( means ' '_Whetner or not thls as the casei 'hey are seen to m' I
‘nmportant contnbutlon toward the success of Alberta athletes-
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| The thrrd group, the A G F s oft" ce staff appeared to be an tnfluentlal
:coalmon wrthm the Federatron Even m the past when the offrce staff appears -
to have been held m fnrtual oontempt by almost e\lery': ey member ef the . '-""F 5

"”Federatlon the staff members had a sugmflcant lmpact up n. decrsrons and

_.'acttvmes The off ice staff have always been vrewed as the mdrvuduals who

- .managed the vrtal relatronshnps wuth fundlng agencres and who responded to

._~ | the dally demands of the Federatlon s chents (clubs coaches and Judges) ‘
However just what enwronmental condltlons were belng managed by the staff t

"'of earlter years is dtfflcult to determbne smce none of the mtert?few subjects

o seemed to vrew them as betng pamcularly knowledgeable*or effew’ [

'.comment that arose fg,equently was that the volunteers snmply di dnt :’h'ave the

R

' "‘;trme to commtt to the preparatron of subntrssrons but that tt was essentlal fo -

k“‘_ AR

*meet the. fundmg agencres deadltnes Jn that respect the offrce staff was e
.perhaps rslmply managmg the temporal constramts lmposed by those agencres

It was qurte evudent howeve;, that recent changes m the staff srtuatten have ; ‘
- xbee’n very posltrve The apparent reason for thrs was that the members s
'percelved that the effrce was pertormmg more functrons m a more effectwe _
.v__»imanner than mthe vpaﬂs.t thlCh by all mdlcatrons was qurte accurate Extensrve B
g ,planmng 'and budgetrrg processes,were,jnstjtuted that.mvolve"srgnlfrcant mput .

; from the volunteer drreetors Procedural and ‘pollc;y,!ssues were repdrted upon ‘- t"
by the staff wrth deolsuons bemg made by the ghrectors on a»ttmely basrs
: Infctmatlon recerved by the,offlce was qqrdkly bemg dlssermnated to the

‘ relevant indtwduals. Commumcatlon thh member clubs occurred frequentty

\ nchform“atron provlded by the A”G F was aocumte and current

lt |s qulte &Moue though that the more functlons the staff performed the
more\mfluence they had;on the orgamzatton as a whole As the scope and

R



: »magnitude of those dutles increased the volunteer offrcers became more and

more removed and less famllrar wrth the clarly functlons and thereby more

.’v "

over the vast majonty of the erganrzatloh's actlvrtles lf they so de L "_‘and lt a -
relatrve .weak Board of Drrectors was elected at some pomt m the future '—..:f . S

o

| What is |mportant to recogmze is that |n terﬁ ef resource dependence
the lmprovemehts in the ‘A G F snnternal operatrons were precrpltatetSby

e)tternalyf ors The legrtrmate planmng and budgetmg processes were bemg
demanded -px&fund ng a@@%es and better pohcres prooédures and _ '_ R
P oommuﬁnl"g:ons wefe berng demanded by the general membershlp " “
Consequently, the lnfluence enjoyed by the otf ce staﬂ arose f , 'm thelr abllrty to R

oope wrth extern I condmons

g "".."_.'. -
R e

Indeed as the A G F contrnues to grow thernﬂuenoe ofthe otfice RRET
personnel wrll mcrease as Well If the lmportance of proclucmg competmve PAE

athletes remams hrgh or even lncreases so too w:ll the abillty ot elute ooaches

and 1udges to aﬁect A G F actrvmes As Jaoobs (1974 ‘ oufllned

powe; wrthln organlzatrons is based on role incumbents

_ abrlrty to- control dependencies.which the.organization l‘mds most

~- “problematie.; For éxample; ,Perrow found that if a hospital -~ T
experienoed its: greatest difficulty. acquiring capital, its board of R,
" directors would dominaté:” f, ‘on the otheér hiand, the'ma or problem ; S

was teohnologrcal professrons specrellzing ln know! ) would




e control the orgamzatron and fmally, rfthe organlzatto Aad S

difficulty’ coordmatmg its various complex parts adms rstrators
. would monopollze power (p 49) Ce :

- ', 'ln summary, |t has been suggested that three *t:oalmons were operatmg

'.-wrthln the A G F that were able to mfluence decrsrons regardmg the allocatton N
C of resources and the actrvrtres of. the orgamzatron There was also evrdence ‘

.wnhm the A G F to suggest that the mfluence of the coalttrons arose from therr S
'v:.g:abrltty to cope W|th specrﬂc envrronmental condrtrons The coaches and judges

.: ]through the development of elrte athletes and the offlce staff through therr

I mtlmate knowledge of the A G F ‘s actlvrtles and thetr ablltty to satrsfy the cntena
and demands tmposed upon the A. G F*-by other organrzatrovns and the". o

membershrp The questron that needs to be addressed now rs whether or. not

'.those envrronmental condrtlons really were key rssues for the A G F Was the

j"enacted envrronment an accurate representatlon of the actual envmonment"

. P - YT o "‘.- oo
B lNTERPHETA'noNOFENVIRONMENTAL convmorts

BN
A 23 e . \,J ,,.:

\ One of the fundamental pnncrples of the resource dependeftce model rs .
._” that decrsrons and actionstaken by an organuZatlon are precrpttated by the E % ,
-. -_ enected enwronment whtch may or may not be an aocurate r‘frectton of the real :
} enwronment The lnherent dangér for an organrzatron ltes in the fact that the o
.; maccurate mterpretatron of envrronmental condrttons tnay jeopardrze the abmty :
lw.‘-_to rmplement effectlve strategte forcopung wrth the envtrcnmert’t As Ranson et L
:_ i.al (1980) have mdrcated thrs presents a drtﬁcult paradox for orgamzatrons rn R E ’
ithat they are externally controlled but the extemal condltlons are mternally
_generated (enactQEd) S “.‘ S : 'ﬁ_ __fj 7 '
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les parad'qx grves nse te two pnmary ISSUGS that must be consrdered s

when anaty;mg a specmc organlzatron trom a resource dependence
:-{ persdectrve Flrst tt IS lmportant to! esfabhsh what charactenstrcs and s
- "comﬁQnents the members of the orgamzatnon pe"rcelve the envnronment to
| consrst of. and whether or not there JS a consensus among the members wuth |

A‘ respectto the components ot the en ‘ronment Second and of equal

rmportance 1s to determme what tha members percewe the nature of each

envrronmental relatlonshup to be Of course the underlymg concern is just how

: accurate the enacted envrronment actually |s i Ce ’-_;,s' S

| 1 The Actual Envlronment L n R T '.,- g Z'_
| ln orderte arnve at any: valrd conclusrons lt was mecessary to determrne

. as accurately as possrble what the A G F.'s anwronmental con‘dmons actually

: were thereby provndmg cntena wrth whlch to compare fhe responses of the e

mtervlew subfects it was; the researc" er‘s famrllanty wnh the A G F that Iead :o

) :~the ldentrtrcatron of the numerous oth 18 orgamzatlons and agencres wnth whrch

the AGF- mteracted and further t th " assessment of the nature ahd

conseduently, the essentrallty of edch elattonshrp Thls assessment of the 5

envuronment pro&ded a basls for evaluatrng the percepttons of the },_ - | |

' ‘jintervrewees There remalns the*posslblllty that the researcher's own enacted

envrronment mlght not be entrrely accurate and the data must be mterpreted g

‘, with thrs Ilmrtatton in mmd The: assessment has been based upon a cumulative

analysrs ot the mtervrewees respon\ses combined wtth the exarnlnation of .

: ‘documents and fmancral data, and the author's mtu'nate knowledoe of the

O :I" Federatron s actlvrties At the trme ot wntmg the researcher had spent more
than a year ln the employ ot t“he A G F durlng whrch tlme he had been involved




accurate than that provrded through a srngle mdtvrdual member’s perceptlons." -ffjr‘

r

safe to assume that even it thls assessment lS not entlrely accurate rt |s more

The Alberta Gymnastlcs Federatron had a drverse and complex set o 3
lnter-organrzatronal relatronshrps The Federatlon had regular deallngs lmt ’
approxrmately twenty organrzatrons and penodrc dealmgs with another ten o';'
frfteen ln addrtlon there were more than one hundred and thrrty clubs that
compnsedthe membershrp of the A. G F; T vheﬁ,brganfiatrons wrth Wthh the

A G. F dealt regularly mcluded the gever nt fundmg agenctes (Alberta 8
Recreatron and Parks and The Alberta Sport Councrl) the Canadran : o _

Gymnastlcs Federatron other provmcral gymnastrcs federatrons and several

" companres with whrch the A. G F does busrne,ss The more sporadrc

relatronshrps mcluded among others, umversr)res and colleges vanous s

munlcrpalrtles and other government agencles such as Consumer and “';' W L

54-.

Corperate Aﬁarrs the Alberta Gamrng Commrésron and the Albe:ta Department

of Educatlon ‘T he types of rela’tlonshlps vaned dramatrcally and vrrtually every

Ievel ot mterdependence was represented ln an effort to come to terms wrth the _ -
nature of each relatlonshlp, each was assessed based on the frequency,

cntrcalrty and the magmtude of the rnteractlons from the A G. F s perspectrve

The results mdtcated ro Table 1 were obtarned by revrewmg the followlng, -
. LR _,»{ ., G ; IR .
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| v‘Freque'ncy | ; |
o - The number ot mteractlons dunng a one year penod rncludmg
| Ietters phone calls reports and meetrngs
u »Crlticalrty B | \ |
B Whether or not a relatlonshlp rnvolved an exchange of resources
T if so were the resources acqurred by the A G F. avallable from other -
; sources (| e., substltutabrlrty) ) |
il Magmtude ] _ e o
- If mdeed resources were exchanged how Iarge a portron of A. G F
- total resource base dld nt account for For example in the case of

' tmancual contnbutlons how blg a percentage of A. G F.'s- budget dld

¢

L lt compnse S

It should be noted that the author drd not evaluate thls data in terms of absolt;te

ol values but rather assessed |t in a comparatlve manner
LN R . . !

"." ; -
',.,A' A

o s _ Qe CL .o

The organlzatlons upon thCh the A. G F Was asymmetncally dependent
mcluded the Atberta Sport Councrl (ASC) and the Alberta Gammg Commussuon ‘
Both organlzatlons represented srgnmcant souces of tundlng for the Federa%n

3"
In return for thelr support the A/G F otfered very Irttle to etther ot these ‘

PRy rgam;atlons other than the opportunlty to fulfrll each ot thelr mandates Thus :
- ;*"“\;the AG ék was quite drstmctly dependent upon the Alberta Sport Councul and m |
Lo an md‘rect sentSe, was dependent upon the Alberta Gammg Commnssnon
- g ' ’Although the AS(T woutd suggest that they also prowde other non-tuscal
| resources the clarm does not hold up under scrutrny For example the ASC
| malntams that lt prowdes markettt'ng support for ama’teur sport But, in realrty

the ASC markets only the ASC and even then the ﬁnancral return has yet D '



| 31

o cover the costsof n??« 'Marketmg Dtvnsmn The Alberta Gamlng Commtsswn

‘ Q’human resource‘s to th‘e C G. F

:on the other hand drd not. acutally provrde the A G. F wuth fundtng Rather ‘it o

o ;”‘_provnded the A GF. with approval to carry out fund ralsrng acttvme htch are
| '. based upon gamblrng orga In thrs respect the Alberta Garmp? '
”Commnss:on provrded what";?éch (1976) referred to as mstttuttonahzed

: legmmacy

. s . , . : :
The only orgamzatron that appeard to be asymmetncally depquem 3 -
,upon the A G F. (and other Provmcral Gymnastrcs Federat;ons%‘was the - "' ’-'
_ uanadran Gymnastlcs Federatton (C G. F. ). The A. GF ptov»ded money and -
jln exchange the C G F. oftere@*a vanety ot ,
programs and servrces ln reahty vurtually all of those programs and servuces o
could be prov:ded by other agencles or by the A G F ttself “The one benetnt that
'the C G E. offered the A G F. was the essenttal element of Iegltt’m‘acy BecéUT“ “5
the C. G F. recogmzed only one gymnastlcs orgamzatlon in each provmce;r the
- A G F. automatncally assumed a position of authonty and control The legmmacy |
that the'C. G F. ascnbed to the A. G.F. dtffers from that which the Gammg SR
‘ Commussnon prowdes m that it |s functlonally spectfic That~|s the C G F.
' ?,recogmzed theA G F as the sole agency tor the provnsron of gymnastlcs ‘
" programs and semces in Alberta whrle the Gammg Commnssnon provided
| fliapproval to any orgamzatton that operated on a nOn-proﬁt bas:s The tegittmacy ?

obtamed from the C. G. Ft was central to the A G F s Iong term stabilnty Were the

- CG. F. to recogmzé other orgamzatlons wtthin the provmce the A G F s control

would have been severely eroded and would have ulttmately brought about the )

i demnseoftheAGF T co R T T



of, R

o orderto aocess or reallze the fund K

'cgames'd'l"cﬁﬁnce) a“’ﬁa‘" the"é G F. (for the absolute authonty lt provuded wnth

82

| Legmmacy is regarded as a resource wnthln the resource dependence )

-model i in that lt lS a conferred status and ts therefore controlled by those

outsnde the organlzatlon Its |mportance ts tgtnbuted to the fact that:

orgamzatlons are. only compongnts of a larger social system
and depend upon that system's, support for their continued =
. ‘existence, organlzatlenal goals and activities must be legitimate or
- of worth to that larger soc:al system (Pfeffer and Salancnk 1978
- 193). R SN

. " Indeed the A. G F. requrred th 0 SU q ort of both the uammg Commlssuon (m

casmos&, raffles and other controlled

.respect to gymna?t‘vcs wnhln the Provmce)

: ‘* The Alberta Flecreatlon and Parks Department also provuded legltlmatlon
- tothe’ A.G. F and the consequences ot losmg the Department's support though ',

remote would have been severely detrlmental to the A.G. F To begm thh

prevallmg colndlttons provtded what Benson (1978) descnbed as

. lnterdrgamzatlonal equnllbnum" WhICh arises from domam and |deolog|cal

consensus posmve evaluatlons and work coordmatlon between organlzatlons.' .

o ‘A Ioss of support from elther the C.G. F or the Department would have reflected -

a negatlve shltt in one or more of those COﬂdlthnS and m |tself would have

- created turmoll forthe A G F Moreover the control atforded to the A.G.F. by the =
i Department and the C G. F provnded thaA G.F. with its strong bargammg
' _posmon relatlve to other agencues Removal of that legttlmacy would have

"weaked the A.GF. s bargammg posmon and would thereby have subjected |t to

more turbulent envnronmental condttlons Other orgamzatlons mlght have

_ begun to challenge the A.G.F.'s authonty member clubs may have éhoosen to —_—

o dtsassocnate themselves and the publlc may- have become less supportlve in

-~



mvolvement but the value was very llmlted relatlve to the A G F 's commltrﬁenf ‘

| Commentlng on the most recent C‘an

addltlon Alberta Recreatlon and Parks also provrded the A G F wnh a
substantlal fmancral contnbutlon whrch the Federatlon would have been hard
put to replace |f |tv@tobe wuthdrawn Lo f . R ‘ '_
. ‘* .
On the surtace then the AG. F appeared to be hrghly dependent upon
‘ the Department However there wa5§V|dence to suggest that the relétlonshlp

was actually qurte balanced When one oonsnders that there were _" L AR

- é@ appro ..,_0 000‘ part:crpants mvolved |n programs through AG F afflhated

_'_'nctal Governments trade agreements wrth Japan and

¢ Department was able to uttltze an establlshed network of ‘

»knowledgeable rndrvnduals thereby mlmmlzrng therr own oosts for those

projects Needless to say, the A G F. accrued some beneft from such .

Slmnlarly. the A G.F, selected and tralned athletes to represent the Prbvmce at

events such as the Canada and Westem Canada Games Agaln the A G F

Sy

denved a measure of benef t but overil the vanous Games were more of a
hmdranqe than they were ot value They did not comcrde wrth regular tralmng

schedules and they generally represented a relattvely low Ievel of competitlon

. Games one of the AG F. 's promlnent
coaches stated candldly that "The (Ganad :) Games are a total waste of le
AG F. s(expletlve deleted)tume e .7 | j\f; . .( '



/ _' . The AG. ‘

the Department to fulfrll its mandate of. provrdmg recreatnonal opportunrtres tor

then provrded a valuable delrvery mechanrsm whlch enabled

" the people of Alberta .n addmon thebepartment often rmposed polrtically o
,;_, 5 motw'ated p’rolects upor. the A G F whrch the Federatron was able to. carry out |

3 “ on behalf of th‘alDepartment In thrs respect the Alberta Flecreatron and Parks :
i e
Department received tremendous benef t rn return for thérr mvestment s

The remamder of the A G F s orgamzatronal relatlonshrps appeared to

be falrly symmetncal (balanced) mterdependencres The relatlonshrp b

. ‘,'uy' |

""_-' ,_.:»the A. G F and |ts member plubs whrle lt vaned frqm club to club Was ge
f;qurte balanced The A G F provrded a vanety of benefrts to the clubs mcludlng

"i:",leadershrp development competrtrve opportunrtres achlevement award : '

-..f"'programs fund rarsrng opportunmes Irabllrty rnsurance and many others ln o
. .: 'return the clubs contnbutea‘ money, human resources and the use ot faClllﬂBS
] "fol' A G F events Perhaps the most |mportant element m the relatlonshrp
i between the A; G F and the clubs was that of servrce dehvery The'A. G.F! s
- 'f'pnmary tunctlen was to provrde |ts member clubs wrth a vanety of operatlonal
o ';_"land technrcal servrces The clubs were unquestlonably the A G F s chent
| The many other orgamzatrons wrth whrch the A G F mteraoted tended to. - : :_
-'.rnvo‘lve penphera}?actwrtres for both orgamzatrcnst For example the Federatron."“'f-r
: dealt regularly wrth some munlqrpalrtles rn arranging for coachrng cbnics. . Whrle '
S »; such actrvmes were desrrable tor both organlzatrons, nerther the A G F nor the a

%mcrpahty were dependent on that mteraction As such each Sltuatron was

generally balanced m terms of the mterdependenoe SN YR




a dependent posrtlon m two cnrcumstances (Alberta;Sport Councxl and Alberta

- Gat«mng Comm:ssron) a\’d a. benefactor posmo,n in the other (CG F ) The other

- ,'"“two relattonshtps (Alberta Recreatlon and E’arks and the A G F‘ member clubs)

. were essentlally symmetncal The many other relatlonshlps tended to be

L _'penpheral to the functuon and survnval of both the A G F and the other

oo

D

The foregomg descnptlon of the env:ronmental condltlons that actually

: '*confrgnt( the A G.F. represents the authors best effort to assess the

ey envnronment uullzrng several soUrces of mfornotatlon However what was

S lmportant toﬂhe A. G Fr s operatlons was the enacted envrronm nt that arose

B from the composute perceptlons of the Federatlon s central members lt is

B '-'enwronment lt is worthyto note that if Table 1 were to be re-

T

-_ _”lmportant tb remember that perceptlons vary between mdlvn 'uals dependlng

o

?,,,upon thelr personal experiences values and lnterests Furt' _rmore the

- _enacted envlronments of. each coalltlon mfluenced the A G F’ 's'e enacted :

reated for each of_ o
T ’a Lo
the coalltlons enacted envrronments the resultnlg tableﬁ wou d Ilkely vary ln

'several respects from Tablet ltself | S |
‘2 The Enaoted Envlronment

3

As suggested earller there are two levels lnvolved in the lnterpretatlon of"

‘enwrenmentaleenditlons the composrtlon of- the envnronment and the nature of' o

each relatlonshlp wrthm the envrronment To determlne the enacted

enwronment (| e what the enwronment was percelved to consnst of) the

S
. “'S‘y{-.‘:,-



.' i ..fmtervrew subjects were asked questrohs relatmg to three specrtrc areas (1 ) the

o : ::'__‘"_ederatron s mandate goals and objectrves (2) the Federatron S cluent group. : .'.'

. ?,'..;"‘"‘ ;-envrronmental condrtrons mdrcated that only about one-half of the Fedd

S f-‘central members had accurate pe ,-

o }.and (3) the other orgamzatronsﬂor agencles Wi h whrch the A G: F mteracted |
'-".f"ﬁ_'f';Comparlng the- responses of mtervrew subj .ct to the author's evaluatl? «.'f o

ion's "

'ptrons of what the envrronment actually . 5

e consrsted of The only area m whrch he subjects dlsplayed an aocurate

: -F,_‘;-liiperceptron was wrth respect to the mandate goals and Ob]GCthBS Jhe : o

‘-f,iresponses to those questlons were consrstently that the mandate was to o

."

' f:':;? - prornote,the development of, the Sport at all levels The goals and ob;ectlves ' ?5" "V

o ‘mcluded almost unanlmously, the fostenng ot° mass partrcrpatron and the

s trammg "f competrtrve athletes Those statements were very much in Ime wrth -

'oee and objectrves of the Federatton as stated m lts Constttutlon

R e ' R IR : i

- o

/The responses fo the other two areas in questron were far trom bemg .

- 'accurate There was clearly a prevarlmg perceptton that the A G F s prrmary

R ,clrent group conslsted of the mdrvrdual partrcrpant’ whlch was not the cas'e

i sendmg provmcral teams to oompetmons and otfermg Ieadershlp clmlcs dld the,

| _ The A G F drd rtot provrde sertnces to the 20 000 gymnasts, ooaches and//

L judges throughout the provmce Only m a tew sgecral crrcumstances such as

:*_A G F. deal drrectly wrtr'r mdrvrduals ‘For the most part the A G F s cllents were' “ -

' rts member clubs lt was the clubs who m turn provrded ser\vrfes to the ﬁ 4 S
: ‘lndrvrduals Ye} even those mtervuew subjects who reoognrzed th@lubs as
| ré recrprents of AG: F servrces vrewed them merely as secondary cllents Thls

presented a dual pnoblem tor the Federatron Frrstl since the central members SR

' did not acknowledge the clrent relatlonshtp wlth the clubs they we;re unllkely to
'.;‘:";._‘be dedw:atmg sufﬂcuent resources to mamtain a posltive relatlonship Second e



e = : . - . 'v

B the belnel that the pnmary clrent group consrsted of the mdtvrdual partncnpants

| could potentlally have led to total drsfunctronallsm it would not be possrble tor a

.provmc:al sport orgamzatlon to drrectly serve thousands of mdrvnduals who

v e ‘1.

- _ _were wrdely drspersed throughout the provmce and who possessed a dlverse

W

14

) :dlsastrous e o o e

'

LRI S - el . [ S

- number of i]mque needs Any deducated effort to do so would have proven .', :'3*. \

: FESEE
o S S P : . -, . (4 LT . PO EO

':'-_'lnvolved had come to the A G F. tthUQh clubs whose clrent groups were the ‘

. 'mdnvlduat gymnasts ln fact many ot the central members were erther coaches

- not accurate it wa,s perhaps ’the Ieast problematlc of two altematrves lf the

= coalltlons ot hlgh pert’ormance coaches and/or the womens judges vrere to

_. -have resulted in a ‘shift m the A*G F.! s emphasrs Those two poalrtlons

T Consequently they had dlffrculty in adjustrng therr focus to the: broader

[4

. ‘, affected not only by the values and rnterests of the organlzatronal members but

‘also’ by thelr prewous personal expenences REETE P

,-_. \. _ : J

N ! .

N v

Thrs perceptual problem lrl(ely arose from the fact: that most of the people | i

' provnncral pegspectlve As Benson6(1978) suggests\he enacted envlronment lS -

have had greater mtluence rt is qurte hkely thelr attltudes and perceptlons would

partrcularly the coaches clearly viewed the ellte athlete as the Federatron‘s SR

. ipnmary focus Thls is. npt to say that the hlgh performance coaches dld not

: ,competmve programs In

recognlze’the rmportance of 't'he broad base of recreatlonal gymnasts

However the |mportance they placed m recceatlonal programs rested not in |

thelr mtnnsrc vatue but m%e revehue that they generated thCh supported the .

is respect |t was reasonable to presume that .

“club executbles or parents who actually dealt wuth the athletes or a dally basrs, N

e

L4

Whlle the prevalllng perceptlon regardmg the A G F s cllent group- was '_‘"'



'-fjudges wculd have resulted m a reductlon rn servrces 'to recreatlonal clubs

';.reflected |n the distnbfmon of resourees ;

: recervrng a smaller proportron

i~ i ; b
. Although such a Shlft would not be e;rpressed ove'rtly lgwould undoubte\dly be_ e

rth recreatronal clubs and programs c

_...-'Q'(” 2

R . \ .

Conversely, a greater lnfluent:e on the part of the A G F s ofﬁce statf

e ,:5.._“'

s *would llkely have resulted m a reductron ct the resources provrded to the R

Lo competlttve programs ln tact an e)(ample ot thls took place recently whenthe o
o .

L
' 'two professronal staff members con\nnced the Board ot Dlrectors to have

Es _competrtuve athletes pay for the‘iroth meal experrses on tnps to Western . ;

-l ,iCanadlan and Natlonal Champlonshlps Thls was a srgnmcant departure from
| »pl'BVlbL@ ypars wher\all expenSes were p.ald by the A G F. The résult was a
savnng of almost $6 000. As the A G F was |n a défi cnt budget srtuatlon at that

. ponnt tt can not be suggested that the money was then avatlable for any other

spe sific program But |t is 9lgnlﬁeant that the competmve prcgram was targeted

More perceptual dlftrculttes were evrdewed by the lrtabihty of mgst of the
g subjects to rdentlfy other brgamzatlons wnh whloh the A G F mteractelﬁ

asked to dO 50, Only four of the sublects were able to rdentrty ﬁve o/ ore
g orgamzatrons (teier to Flgure 2) Only half ot the: subjects ide tledCall three
organlzatrons that the A, @ F. dealt Wrth most trequently (the Ami»\
Council the c arf‘ aﬂd"Alerta Recreanon and Parks) lf n_othlng else those .

. , tor the cutback rather thamany of the A G F. s recreatlonal components

. "w. D R e L

R R SRR

When -

berta Sport

o '_'three agencreswere the most prominent that the A G F mteracted \mth yet halt.'-, i
o of the subjects were unable toldenttfy them ",,‘jf,_:' s e Sl
o Lo ; . AR 3

<
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lu In agphﬂosophtcal sense as one pemn put |t "the

'Lt.-'.'l‘»&#.w’ %
IR iy 35S e &
U dhedbr _f'glub agé’(HSAG F But‘mafuncttonal respect that wasnot the case
'tr ‘X%; “v;las dlstunct from |ts clubs j-"'ff;- B A R
ia 1 'I but one of'the subjects faﬂed to |dent|ty the Alberta Gammg
"‘5dmﬁ”

’i',} Jrﬁg&ib W
8!
_central members seldom it ever, actually dealt wuth.the Commnssion

snbn asan mteractmg agency Thls was Ilkely due to the fact that the\

RN
-

, . Commumcgtlon between the Federatnon ar\d the Comm:ssuon was almost
S exclusively handle&byt o |

» —

) offlce staff so the members were hkely to be

, ‘t\nteractton m _;i—' R NPT

=:4_




can hkely be attnbuted to two factors Frrst the C G. F was seen as bemg the
parent“ orgamzatron and the actrons of the C G F had-a direct. rmpact upoh
both the technrca[ and adrmmstratrve components of the sport Second the . |

C G F was hnghly vrsnble m that |ts Iogo was on manuals booklets achrevement

badges and a host of other,;,tems that were .seen darly by mdrvnduals 5nvolved in.

ymnast:cs it R Sy Y T

Overall however the central members rnterpretaron of the A G F s

AP
A
N

that most s,ubjects could not ldentlty more than tour organrzatrons mdrcated that ‘. *
,d

A0

R they are not famrltar wrth many of the actrvrtres wrth whlch the A G F was. o

;f,'envrronment it there ts a s:gnrfrcantly maccurate enacted envuronment Thls ,

,was m fact oonﬂrmq’d rn the subsequent sectron deahng wnth coplng strategres -

As waslhe case with the mterpretatlons of the A G, F s cllent group, the NE

—ie -,‘ _‘ v

‘ "T:=’v>"'_;ti_-percept|ons held by the mdmdual coahtrons as to which orgamzatnons were

contiguous to the A G F vaned from both the cornposrte perceptrons of theq\

| *’)

,'*-ff’central members and the actual condltrons Agarn the hlgh pertormance - I
. coaches provnded the most graphrc |Ilustrat|ons of the drscrepancres betweer» Q@
'enacted envlronments LT e e e



‘ s‘ R 92

. The focus of the coaches mterest was, qulte naturally. on the techmcal s

i aspects of the sport Smeethefr mterpretatron of what constltutes the A GF's
envrronment was predrcated-onthei‘r own expenences they(ended tot')e,most |
“famrllar wrth those orgamzatrons that are techmcally onented As such they v
L ’.’wewed the C. G F.-and gymnastlcs assocuatlons in other provmces és bemg \f‘ tal :

- fothe A G F s operatlons Whlle thrs perceptron was accurate ln reference to A%

| ‘the hlgh performance element of the A G F 's progra}ns, it was not accurate
B ,relatlve to the balance of the Federatton 'S actlvmes ’ S f; R Dot
1t |s also rmportant to note that percept*o_ns are affected by mdlwduals_ o

. expenences outsrde the orgamzatron (Pfeffer and Salanmk f978);~ A good

| : example arose from the coaches work at thetr own clubs One of the pnmary i "
- ?-.dutles of the coachefe wlthm%l-arr clubs mvolved the procurement of gymnastlce
- " »eqmpment In that tiespect the coaches mteracted regdlarly wuth equlpment %
| '.manufacturers ThlS lrttaractlon at the club levet was frequently eipressed as g

- cohstltutnng a relatlonshlp between the A G F and the manuf’acturer' However

“ the A.G. F ltself dld not purchase equupment ancl the Federation s effort? to
’ establlsh other types of. relatlonsmps such ad sponsorshrps and advertlsmg

‘-contracts were not suocessful The manufacturers clearly o"d not vrew the

CAG. F as a cllent and therefore focused theur attentlon on tha clubs

B }Nevertheless the hlgh performance coaches frequently mdlcated a nee' ,,'tor thef‘”...-f‘
A G F to foster posmve relatlonshlps wuth manufactufers Thlsneed however , "'~'l
L ;dnd not arise from the A. G. F. itself but rather fromtlfe clttbs i

Thls agam ralses the lssue of what deﬁnes the A G F and where the
organrzatlonal boundanes were establlshed ln a functional sense the )
) mteractlon wrth equlpment manufacturers occurred outslde.the A.G‘F »-The club i

S .



. coaches however mdrcated that a formallzed relatldhshtp between the A G F :
- 3 ¢and a manufacturer could leadto beneflts at the club level Unfortunately, the j,

mahufaoturers dld notpercelve there to be any advantage for them to enter lnto }

—

lserceptualfdtfferences such as thrs were evrdent in several o\her o
‘?_"_;mstances Tables 2 3 and 4 are replrcatlons of Table 1 wrth specrt” c reference ;
: :fto each of the A G F S coalltrons Companng the tables reveals the perceptual
""""‘.drfferences that exrst between the coahtrons and helps to |llustrate the areas that
ma( have grven nse to opposmg attltudes lt can be seen that the hlgh .

‘ L f.performance COaches and the womens ]udges held reasonably srmllar S X ’
L _'mterpretatrons but that they were both qurte dlfferent from those of the offrce -
y *-.,.staﬁ £ Sl - IR ’_ »f, S

-

\__- LS R T e . P 4 -
e . N : g [ . . . . . :

| For example both the coaches and the ]udges perceptrc‘ts of the
o ’{G F s lnteractron wrth the Alberta Gammg Commnssron would suggested that
_'the Federatron had very Ilttle rnvolvement wuth that agency Conversely, the o

"j{offrce staff's perceptron mdrcated a very hrgh degree of mte ‘ctron The N

:-';_:ii.':'rmportant rmplrcatrort of thls observatton is. erther that one of th ' mterpretatrons S

. fwas totally maccurate or. both perceptro\ts wete partlally maocurate Srmnlarly, .
. "-"““f:-‘_‘"fthe coaches”and judges perceptrons of the relatronshlp wrth the Alberta |

-

\ ”RBCIGatIOFI and Parks Department dlffered from that held by t@/ ofﬂce staff

Agam the concern must be ratsed as to the orgamzatron s effectrveness when

e .
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R rmportant elements of |ts central membershlp hold maccurate perceptlons of

envrronmental condltlons SRR L . Coer S \. T

—

The second Ievel of envrronment%l mterpretatlon the perceptlon of the

: _V;n‘ature of each relatlonshlp appeared o be somewhat more accurate although

L it was certalnly far from bemg a true plcture Each mtervuew s@Ject was asked ﬂ .

questlons dewsed to address thelr perceptlons of the A G.F! s envuronmental

S ‘-; condltlons (i e the essentlallty and uncertamty lnherent in the envrronment)

L - "Among other questlops they were asked what they thought was exchanged

: 'between the A G F. and each of the other organlzatlons thCh organlzatlon
’they belreved benelltted the most in each relatlonshlp, whether or not a g

,'-'_‘S|gnlf|cant change was hkely to occur |n arq of the! relatlonshlps and how tMy

: ‘Z_.thought the A: G F would be affected by any sugmflcant change m each

- _.relatlonshlp ln terms of the cntlcallty ot eaclﬂlatlonshrp., most subjects’

o “acknowledged the lmportancé of Alberta Recreatron and Parks the Sport

i 3 Councal and the Canadlan Gymnastn&{ederatlon lnterestmgly, several of

»' 'those mduvrduals who had falled earller to dlstrngursh between Recreatlon and
s

Parks and the Sport Councrl seemed to reallze that there was at least some

' idlfference betWeen them as far as the acqursmon of fundmg was concerned

,,.) .

Also on the posmve srde there was an accurate awareness of the fmanc“al

e "'; 'contnbutrons provrded by.both th Sport Councul and Recreatron and Parks f»’_ e

Further very few subjects -could plnpomt tanglble beneflts that the A. G F

S __ ‘that ldentmed the C. G F mnttally) stated emphatlcally that the A. G F recelved no

}I'eCBlVBd from the. Canadlan Gymnastlcs Federatlon whlle several { 11 of the 16

_ beneflt from the C G F On the negatlve sude only four of the mtervnewees :
il’recognrzed the credlblllty and authonty that those three aggncnes ascnbe to the

: _7' A G F. srmply through thelr exclusrve recognltron of the Federatron |



._Resreatr_

When asked what the A G F provrded to orgamzattons such as '_ R
‘ f .'.and Parks and the Alberta Spott thncrl m' return tor therr

: ‘ff-."«"contnbutlo’ns the frrst response was often a rather bewrldered " ne’ver really

- thought of rt that way. but now that yeu mentron |t " lt was qurte obvious that

the one. area where the central members appeared to have an aocurate

EE most of the sublects had never really consrdered that the A, G F. actually e L 7_
: -prOVl ded those agenCIes wrth some benettt Havmg been prompted in that '
5 »wrespect the SUb]eCtS rnevrtably mdrcated that the A G F. represented a servrce }‘
dehvery system that could not be provrded by those agencres through any thef "
,feasrble means In fact when a subsequent questlon was. posed wrth respect to-

o ‘_whrch agency beneflts the most in each brlateral relatronshrp there was a very

e , strong consensus amor}g the subjects Twelve of the fourteen subjects that

P

‘mrtrally |dentmed Alberta Ftecreatron and Parks agreed that the Department was" -
“ '_' gettlng far more than rts moneys worth from the A. G F The tong term members =
| rn partlcular were able to cite numerous examples of prolects and programs |

" berng |mposed upon the A G F such as a‘frtness program that oompnsed part ot' -
._}the Provrnces 75th anmversary cﬂebratlons partlcrpatren in. a vanety of S

- j"Games events and several sport/culture/trade exchanges lndeed thrs was

mterpretatlon -Perhaps the personal contnbuttons that several of the central
. ‘members made, gave thom some msrght mto the value of the work that the S
'-'AG F. performed on beha’f of the Department " R e 3

2

ymually all the subjects mdrcated that the A G F was deﬁnrtely

L benefrttlng the most rn its relatronshrp wrth the Alberta Sport Counctl There was e

. clear recogmtron of tlte ﬂnanctal oontnbution that the: SPOft COU"? made and 7

B .'people were well awa?’e that the Ioss of that revenue would have h d a



-

o goperatlon ln fact there was a genume concern expressed that the Sport

- o

R

sngnlflcant |mpact upon tﬁeTederatron If anythmg, the subjects responses

lndlcated that they placed a httle 100 much |mportance on the Alberta Sport

Couhcll asa fundmg source They farled to realrze that the Alberta Sport |
g Councrlscontnbutlon was onented to the ennchment of | programs That is, |t |

does not fund the basuc operatnonal components to any great degree and ‘
| therefore the removal of the Alberta Sport Com’tcu support would not have a

‘ substantlally affected the A. G F. s pnmary actlvmes

e

The nature of the relatlonshnp between the A G F and the AlbertéSport
Councrl offered an excellent |Ilu=.trat|on of the. drfferent perspectlves from whrch |
coalmons view the same envrronmental component and thereby formulate
dufferent perceptrons The AG. F s offlce staff recogmzed the fact(,that the loss of

the Sport Councrl's fundmg would not senously affect the A G. F. 's pnmary ‘

Couyncil's fundlng often hampered the prowsron of the basrc servmes and i
programs Whlle the Sport Councrl provnded money for the actual programs

there was’ no provnsron for the admlmstratrve support of the programs

C#

_ Consequently, every new program for whlch money was acquured resulted ino

addmonal workload for ex1st|ng staff lncreased work on ennchment programs

: resulted in less tlme bemg avallable to perform the functlons assocrated wath the

pnmary operatlons o
ln response to thls{illemna the staff had taken two specmc types o(f‘
' ~act|on Flrst they had endeavored to create an awareness of the s:tuatlon o
wrthrn the A G. F that the avarlabrlnty of money should not be the only cntena for
operatmg a program In this sense they were clearly attemptlng to mold the
A G.F.'s enacted envrronment Second they had lobbred the Alberta Sport |



o A._-Councul to change rts polrcy regardrng the provrsron of funds tor admlnlstratlve

4

_— : ) : l‘ ; : . :
v 1n contrast to the-staff the hrgh perforrnance coaches and the judges

o

"vrewed the Sport Councrl grant programs as the means by whrch to: achieve L |

L many of thelr objectrves They were well aware that there were often thousands

' “f‘of dollars avarlable pamcularly forprograms in the hrgh performance area

g N Srnce they were. not rnvolved m the dally operatlon ot the A. G F oftlce they saw
o no barners to applyrng for the money and lmplementmg nevv“programs
The conﬂlctmg perceptrons wrth respect to the Sport Councnl's fundrng
resulted rn a degree of polanzatron among the A G F S central members One

' hne of reasonrng tended to support the acqursmon ot grant money regardless ot

o the |mpr catlons that were mvolved that rt was lrresponsrble to Iet fundrng

| opportumtres go unsolrcnted Conversely\ there Was a pragmatrc understandrng

;conduct the programs wrthout sacnﬂcrng other A G F commrtments When

' specmc sltuattons arose the A G.F. staft and the hrgh pertormance coaches

“~

| trequently vred tor the support of the central members each attemptrng to o

B ‘v achneve what they percelved as bemg the best for the AG. F

4

thh respect to the level of uncertamty that exnsted ln each relatlonshnp |
. »'the subjects agaln appeared to. have an aocurate perceptlon ln tact not one '

,'subject mdrcated that any of the rmportant mterorgamzatlonal relatlonshlps

sl 'could be considered unstable and only two subjects

k j | ?:'relatlonshlps were anythmg Iess than co-operatrve R T

e : 1hat money shgould be’ applred for only if the programs were consrstent wrth the . .

L : A G F. s establlshed pnonttes and i there were sutf crent human resources to e .

:j[fgested that any of the - f f



 with regard to Alberta Ftecreatton and Parks in partlcular The members : (/« |

R

In generat’ then the central membprs appeared to possess a reasonably

accurate>percept|on of the nature of the mterorgamzatlpnal relatlonshlps What

: was evrdent though was the unnecessarrly subservnent attrtude that prevarled

: '.seemed to be unaware that they enjoyed a relatrvely strong bargatmng posmon "

relatlve to the Department and they need not- have felt tha* they must fulflll every

" request or demand that emanated from the Department, The perceptlon

seemed to be that the Federatlon was S|mply betng glven fmancnal support and

was provudlng nothmg m return As such the A. G F. may not in the past, have

| taken advantage of the somewhat stronger posmon that it enJoyed in terms of

deallng wrth Alberta Recreatlon and Parks

N L 3
: »

In summanzmg th|s sectlon it appeared‘that a fairly- even spllt exnsted

' between mdtvnduals that possessed moderately accuréte perceptlons of the

A.G. F S envnronmental condmons and those who had senously drstorted

perceptlons A rev:ew of the mtervnew data clearly mdlcatgd th'at the majonty of
»

faccurate responses were consrstently provnded by the same sub- set of mtervuew
: subjects and that the remamlng subjects seldom provuded accurate responses

- What is lnterestmg isto relate the ernacted envaronment back to the coalmons

that were tdentlfled Evudence has been provnded that supports the notion ot

, -coalmons as an lmportant fact:r m the formulatron of the orgamzatton s enacted

o r‘enwronment and that lndrvudual coalmo)ns often struggle to establlsh a dommant

* position for thelr perspectlve wnthm the qgamzatlon The |mpact of the coaches

':ol hlgh performance athletes was ewdenced by the overemphaS|s thatthas

placed Qn meeting the demands of Alberta Recreatton and Parks and the

Alberta Sport douncnl A frequent oomment from the central members was that .

‘-

N



- had been qurte successful in affectlng the enacted enwronment The '

“

'-"f-ofthlschapter /)

| _fundlng us". ~ln fact there had never been any lndlcatlon from eltherthe

envnronment M m fact thls was the case it should be posslble to iddrmfy

_, speclf c managenal strategres and lmked them to. the perceptlons of

D, MANA_G.lNG(- THE ENVIRONMENT . . -

__ r B 192

P "the AG F had better start producmg athletes or the 'Govemment' wull qurt

LI

: Department or the Sport Councnl tt-at fundmg was in any way contmgent on the

B pdeUC‘thﬂ of athletes Nelther d|d the intervrews that were conducted wuth

representatlves of those agencres reveal any requrrement that tundlng mrght ,'e N

S

'. _tled to athlete performance It appeared then that the e@te coaches and Judg s R

o lmphcatlon accordmg to resource depe,ndence theory 1s that the Federatuon s
effectwiness in managmg the envrronment would be hampered by those |
_' people who had formulated maocurate perceptlons of the envnronment. The

: coplng strategles employed by the A. G F. should ave reflected the epaggted

e

......

./'

The fmal nncsple of the resource dependence model o be addressed ln AR
thls study wast_ at of envrronmenta/ management As mdlcated ln Chapter

organ zatnon S dependence upon other orgamzatlons for essentlal

res urces oft n necessrtates thq lmplementatlon o‘f copmg strategles The more

B cntlcal and/o ‘ the greater the, magmtude of the mteradhpn the more asymmetrcal g ?.

becomes and the more lmportant I‘l is for a dependent

- organlzatto 1o lmplement strategles which wull provléle a measure ol control

k4

- over thelr wn exlstence thereby reducmg the Ievel of uncertalnty There are

. )_



R N

; t -)
‘ chosen A subsequent set ot questtons presented hypothetrcal sutua‘tlons that

L ftwo general categones of copmg strategles One category mcludes those
strategres (such as absorptron cooptatlon and mahrpulatron) whleh endeavor‘to
| L -mﬂuence the envnronmental condltlons external to the organlzatron The other .

'_ f‘strategles mclude mternal adaptatlons such as executlve successmn structural
'changes and compllance e A‘~‘ ' _— :‘. et ; ‘
In an effort 10. address these managenal strategles.the rntervrew subjects
: were presented wrth sever{ problematlc srtuatlon that the A. G F had

encountere in the past Tlre subjects were then asked to explam what was
done to ;dcilve the problem and why the partlcular course of actlon was
could tentlally anse ln the future Tﬁe sub;ects were asked what type of . -

action the AG F. would be llkely to take in such srtuatrons IR
* - . ¢ S e \,_)

."A T
-

, The responses pr‘ovrded by tl'te subjects t|ogether‘ wrth lnforrﬁatton drawn |
from A G F. regords yvas used to determrne how the Federatron managed’
vanous envrronmental condltrons "An attempt was made to ldenttfy examples ot
| »- _ each of the four strategy cgtegones and explaln why, in terms of resource

t .

dependence specmc strategles were employed
L O B

1 Absorptlon L e i ,

. The use. of absorptton to control envnronmental condltlons |s the most .

o overt and aggressuve managenal strategy and is generally employed only when

an orgamzatlon possesses substantral authonty and fnancral resources '

(Benson 1978; Plefferand Salancik, 1978) ‘While th tj A.G. #‘en;oyed a hlgh

s Ievel of autl'lonty wrthln uts specrflc sport its authonty did not extend beyond very

-

, - 38 B
e dlstmct boundanes Further the A. G. F ~had very lrmlted fmancral resources It
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i_; was not expected,t.therefore that there would be much evrdence of absorptlon o

- ‘ strategles bemg |mplemented by the A, G F and ‘hat any SuCh efforts would be

| restncted to. srtuatlons wrthln the sport ltselt e S S
These assumptlons proved to bé‘true There was ne evrdence to suggest
. 'that the A. G F had ever actually employed absorptlon strategres However

‘there was evrdence of dlscussmns havmg taken place wrth regard o
N

T - rmplementmg absorptlon techmques but that a lack of resources had prevented

L any éuch actron That is, the elected Dlrectors had |n the past beheved that

they possessed adequate authonty to engage in absc:rptwn strategles but had

e ‘.j' falled to do so because of frnan0|al constramts The best example perhaps, 5 '

. was wrth respect to the mcorporatlon _gf Rhythmrc Gymnastlcs mto the A G. F In-.

- _,Alberta there exusted an assocratlon for Rhythmlc Gymnastlcs that was totally

.'autonomous from the A G.F. The reasons for thls separatron were dtversa, o '- -

o convoluted ang mvkoed several hlstoncal |ssues at both the natlonal and

- provrncral Ievel Mmutes of vanous A G F meetmgs overihe course ot severa1
" '. years mdlcated that there had been an mterest in drawrnﬁthe Rhythmlc ;
. Gymnastlcs Assocratlon (R G A. ) under the A G F umbrella The AGF. would

: have benefi ted in several respects by such a move but whlle people contmued
| 1o express a desnre and. wrllmgness to undertake an actlon to amalgamate the

-‘ ; | R G. A. mto the AG. F no actlon was ever actually taken t appeared that the ‘
) ', '- .lack of |nmat|ve vvas resource related The absorptlon of the R. G A would have
been a drtt‘cult and tlme consumlng process and the Federation had not untll

" ,' relatrvely, recently, possessed the resources to hlre protesslonal employees that

o could 'undertake sueh tasks lt appeared qunte llkely that thls lssue would be ‘
dealt wrth more aggressrvely in the future R

o



s the solutlons that was dlscussed was the |mplementatron of a self-msurance

72 COoptatlon S
2 ;

-,possnble orgamzattons frequently attempt to enhance thelr mfluence throug

. Dlscussnon/had also taken place on the current lssue of lnablllty ' '.
| msurance The potentlal cnsrs that the A. G F taced w;th respect to Iarge

mcreases of lnsurance premlums'had sparked extensnve dehberatlons One of

. plan Thls concept was ultlmately rejected on the grounds that the Dlrectors d|d

not belleve it was w:thm the scope of the Federatlon s mandate to engage in * =

such an undertakmg and they also recogmzed that the A.G. F lacked the

N 'v flnanCIal means to protect ltself adequately Thus the ratlonale for not pursumg

- th|s app*ch ) fact supports the premrse that authonty and adequate

resources areprerequnsnes for the use bf absorptlon strateg:es

When complete control of tmportant envrronmental ccndmons is not '

B cooptatlon As mentloned |n Chapter Two there are several forms of cooptlve

- ;,strategles mcludmg, among others mterlockmg dlrectorates jomt ventures and

B ‘normatlve constramts on members A number of mt‘tances can be ldentmed

where cooptrVe apprpacheswere engaged in by(the A.G.F.

There were some very obvrous examples of the A G.F. establlshmg

S Amterlockmg dlrectorates For example the A. G F 's presndent had, for several

- _years been the Vice- Presndent o"g C. G F ThlS ensured that the A GF. had a

'durect lmk to the Executlve Com

their acttons and decusaons on behalf of the A G F MoreoVer the same

o lndnvudual was tor several years the pregtdent of. one of the A G.F.'s member

" 'clubs Consequently, that club eruoye ’ ';

) same type of influence within the

B o L A PR Coes
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foe ee at the C G.F. and could the[eby mfluénce )

!
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" o The same was true for events such as Canada

' '.‘"members A good example has been atluded to'e

| competmons

- seen as rmposntlons upon the A G F they wef AT cogmzed as pnme "

+ I I

A G F that the AG. F had wrthm the C G. F In fact that pamcular srtuatlon

L afforded the club ltself a reasonable amount of lnfluence at the C G F Ievel

'vl

P
.

-

- There was also evndence of normatwe consatpmts belng lmposed upon

for in this. study The A.G. F

‘had always made.astrong etfort to send thelr judges to major natnonal

competltlons and endeavored to mstrll in themsa sense ot provmcral

responsublhty The assumptron whrch precnpltated thns actlon was that Alberta

. ., | 1udges would. treat Alberta athletes more favorably than would judges from -
| other provmces The comment was often heard that it was |mportant to mclude -
- “the judges as part of the team The coahtlon of women s 1udges had: utrhzed thrs
attitude to- further thelr posmon wuthln the Federatlon By enhanclng thelr, .

';rmportance vns a vis the success ot hlgh pertormance athletes they were able to

- mcrease the proportton of resources that the A.G: F allocated to judg;ng m the

o . women s program In partlcular the AG.F. rarsed the pay for. the judges and
o,

e
. to ma]or

commrtted substantlally more- money:tb sendtng developmg jUd

-

opportumtles for the AGF. to mteract drrectly Wi
v esterr{’ Canada and Albena

\. o
K Games Other examples ot jomt ventures mc}uded the AG. F s ettorts to secure T
e _:natronal and regnonal training centres w:thin the Provnnce The A 6 F s

o \ _' mvolvement in those pro;ects arose entrrely trom the interests of the high
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' -‘performance coaches The Nattonal Tumblmg Tramrng Centre was already |

. ..'located in Calgary and an attempt was. made toe aoqurre a Men s Regtonal

R -Centre as well. By havmg these centres in Alberta the A. G F was able to garn

access to some fmancnal resources through thg'€.G.F. BUt most |mportant to

) the coaches was the fact that the AG. F was able to use the facnlttues to retain its

N - top athletes and to entlce athletes away from other provrncés

3. Mantpulatlon T ;5"‘ |
o There are two pnmary types of manrpulattve strategres efforts to change :

o laws or regulattons and efforts' to. achteve socual Iegltrmacy Thrs appeared to
be the one area where the A G F. was vord of examples There was no ’ o
f evrdence uncovered of the A G.F. attemptmg to tnfluence Iegrslators in order to :

alter envuronmental cOndutrons In one mstance the A.G.F. was asked to Jom

. _-'other provmcral sport assocuatrons in a lobbymg effort but essenttally |gnored

-the request Whether the fatlure to thrcrpate was a dellberate decnsrcm or not
= was drftlc'ult to determtne but |t w0uld appear that the Federatron did not place
| ~much' value on thls type of actlvrty This observatlon would support Aldnch C
'vh(1976) contentlon that mamrpulatron is not appllcable in the socual servrce
" settmg He mdlcates that these types of strategres afe generally assocuated wuth
' the acqunsmon ot authonty and that social servlce agencues achreve therr
' authonty "by vurtue of IegtsTatlve mandates and bureaucratlc dlrecttves from
tsuper-ordunate authonty (1 976‘446) As 3uch there is not a percelved need for
R }organlzations mthe socaal serwce sector to employ these types of strategles |

. -
NG .

4. ’Executffre Successlon

There v\ge some very de‘tmte examples of executtve suocesslon wuthtn

’ the A G. F The most obvnous use of executwe successron mvolved the recent



B ’bolstenng of theofr ce statt Unttl 1985 the A G. F ofﬁce had been staffed solely |
' "by clencal personnel Dunng the frnal few years of that sutuatlon (1 981 - 1985)
‘ the AGF had grown substa%tlally in every respect The membershlp had "> - -3
-*mcreased from twenty erght clubs to nlnety four clubs wrth total partrcrpa;tts |
mcreasrng from 3 800 to over 10, 000 The Federatlon s budget had lncreased
- proportlonally from abqut $125, 000 to sllghtly over $300 000. In addltlon there-
._ had been several developments ln‘terms of the fundmg agenmes mvolved in".
, g amateur sport and a concomltant change in funding cntena and systems of

!

' aocountablllty The offrce staft drd not have the tramlng or expenenoe to deal .
wrth all of these changes and. the work w%r too ‘onerous' for volunteers to . ‘j?;'

perfrom In o/der fo cope with the mcreasrng demand,s the Board of Dlrectors
decrded to hire a completely new staff that would have the expertrse to deal wrth

"~ the Federatron s expansron

ltis. rnterestmg to note that the procpss of selectmg the new staff rnvolvod

2 some rntense‘mteractron wnthrn the Federatlon The coalitlon of hrgh _. |
'performance coaches together wrth some other techmcally oriented mdtvuduals : :
'applled tremendous pressure to hire people who possessed strong knowledge

' ‘and expenence |n gymnastrcs Mrnutes ot several meetmgs reflected that the |

Board of Dlrectors struggled wrth thetssue for several months before decrdrng |

| , jthat a technlcal background whlle desrrable would not be a: major cntena in

: selectmg staff Whrle the coaches)coalutuon was not suocessful in thls lnstance o
. the fact th t they were able 1o protract the duscussaon on the |ssue provrded an

- mdrc tlon of the mfluence they held wrthm the A G. F s .

A second less apparent example of executlve suocesslon was the

. electlon of otfrcers partrcularly to the posmons of Presrdent and Women s



chnical Chalrperson These two posutlons were. undenlably the-most
?luencral posmens on the Board of DlrectorSrand while the electlons for the
remaining Board posmons were vrrtually tgnored those )wa\posmons were -
L generally hotly contested The mdrvrduals who are elected are seen as bemg 3
| the most capable of dealing wuth what the majonty of the membershlp beheved
to be the most senous ISSUGS The democratleeystem seemed to be effective' m -
| the case of the Presrdent whrch was probably because most peopl\e"have an |
: accurate perceptlon of what roles and responsrbtlltles a Presudent must fulﬂll
The Presrdents over the past several years had been promlnent and very
capable busmessmen That however was far from the case for the Women s.
| 3} Techmcal Charrperson Dunng the past few years the i issues wrthln the
women's: program had often drvrded the membershlp and resulted in people
) | with opposmg attttudes runmng for electlon Unfortunately, the general
e membershrp did not have an accurate perceptton of what condmons the elected
S mdtvrdual would have to attend to ‘and’ as suoh the quallty of the 'decrsnons was
consrdered suspect in several mstances -
A good |I|0strat|on arose from an electlon that took place m-it 985 The T
two mdlvrduals who stood for electton represented a clear contrast One was
N \ 'frpm a %e crty club wrth,a sound techmcal background in gymnastrcs The

ait-‘other was from a small rural club and lndlcated that the tor.ms of the women s "

:“:; .\commlttee needed to shift away’ from the elite athlete and concentrate moré on_ |

< -

ot

‘*«, : .>the smaller!clubs Thrs met wrth the approval of the smaﬁler clubs who held fhe

5%8;‘ majonty of votes. Unfonunately, when that mdrvrdual assumed offrce his lack of
| _»_A_technlcal expertlse became problematlc in the decrsronlmakmg process This .

, srtuatlon prompted a strong backlash. from the high performance coaches who .~ "

had supported the other candldate Dunng tne subsequent year they took every

r



. y
" that the Commtttee made or were percetved to have made Thetr approach v

o opportumty tb dtscredlt the elected mdtvndual and drew attentlon to any error

—

- produced substanttal confltct wnthm the Federation but ultlmately resulted in a

constttuttonal change that prevented the: sj}uatlon from occurnng in the future,.,

5. Structural Change ,

B o
a There was some evndence to- suggest that the A G F. had altered tts
' structure on at least two occasions. rn one mstance several years ago the
R Federatlon created a zone structure wnthln the Provrnce that provnded each‘
y geographlc reglon wnth re&resentatlon on the Boar&’ of Directors. When |
| questtoned about the rattonale tor thls move only eleven of the elghteen B
: subjects mdlcated that they had bGen mvolved in that decrsaon However ten of -
: ,the sleven tndlcated that the structure was adopted ln order to estabhsh better |
| communl/tl\on\wnhln the Provmce Only one person mdtcated that in reahty,
» the A G. F. had ‘simply been respondtng to a requurement of the Alberta ', | .
| Recreatton and Parks Department That one SUbjGCt dtdgquallfy hls stateme J, A -
‘ however by stattng that the Board had already been consndermg a change of o

. that type and that the Department n‘terely provuded some addlttonal tmpetus it

‘ } "appeared then that the lmplementptton of the zone structure represented a

: v'combmatton of both structural change and compllance The A G.F. knew in ‘ ('\
."advance that lmproved communlcatton would be desrrable bu)\lt\w-as the _ | ‘
demand from the Department that actually precnputated the actton . J ;' A g (
| ‘ '\.' Another example ot structural change occurred more recently ln early
1986 the A G F. tormally establlshed an-Executlve Contmtttee whlch was
'nntended to enable the Federatton to deal more eftectively wuth all aspects ot

l thetr operatlons The addttton of professnonal employees to cope vv)‘lh the



_‘,,',enwronmental condmons Evej)t the electlon of an mdwrdual who’ was |ll- .

Ty

. determmmg the strategies to _

'\ .

| mcreasmgly c&qplex"and de~mandlng envrronmem forced the Dtrectors m turn
- to devrse a more. streamlrned and efflcrent decnsron maklng process The |
. employees could not carry out therr functlons eftectrvely wnthout regular B
' dtrectlon-from the elected offlcnals Therefore the Beard of Dlrecfors '

- ._empowered a small group of executlve members te meet and make decrsuons

A ~on thelr behalf R R :
' ln summary then there were a vanety of exanples of the A G F . '\’ 3

N rmplementmg strategres to cope wrth factors wuthrn |ts enacted envrronment

R The use of mterlockmg dlrectorates to mfluence the actrvmes of the C G F thc- L |

| |mposrtron of normatlve constralnts on judges and the jomt ventures wnth the !

B . Provmmal Govemment all support the Tesource dependence model So too
N ~does the A G F‘ llmrted use of. executlve suoe&sron The hmng of S

professaonal staff was drrectly related to rncreasmgly complex and demandmg

1

- »equped to carry out the dutres of a technlcal chalrperson clearly supports the o ]
| |mportant role that the enacted envtronment plays The majonty of clubs held o
SR ~an maccurate perceptlon of the role of the commlttee chalrperson and . { o

- _}; consequently elected a person who s Skl"S dld not match the jOb There were

also several examples that |ll | strated the role t'l'rat coalrttons often play i

employed

el

The fac@ that no exampl s of absorptron were actually ldentmed actually

supports the resource depende e model as well The A G F dld not posses.. :
' indB ranﬁmg authonty and had Ilmlted resources Therefore any sngmflcant
R evrdence of absorptnon strategles would have ['feeh contrary to resou%ce

s ‘j ' f."dependence The A G F s rejectuon of absorptlon as an appropnate strategy lor

RS ,‘ . -f:: N



L ‘ 'f coptng wrth the msurance sntuatlcn m tact gave credence to the resource

' : 1 :_1 2

-~

V, dependence perspectlve It was rejected for precusely the reasons that would

S be, predlcted lack of authorty and rescurges.

) ". A

The mabtlity to |dentrfy any examples of ma?pulatton was the one area

BRER ‘that falled to provllde support tor resourc>e dependence in the amateur sp_ort s | -f-f'

S settmg However thls should not be construed as a contradlctron of the theory

between the constructs However the examinatlon of each construct in

o Rather |t would appear that thls parttcular type of copmg strategy IS srmply not

- relevant fo socral servnce agencres

. '.'-E THE LINKAGES BETWEEN COALITIONS THE ENA_CTED
.' ENVIRONMENT AND MANAGERIAL STRATEGIES |

The prevrous three sectrons have exammed the central constructs ot
. resource dependence theory as they.pertam to the Alberta Gymnastrcs

- "’*Federatron In domg so an effort has been made to tllustrate the connectrons

- |so|atton precludes the thorough assessment ot the |nter~connectedness B

- relattve to each coalrtlon One ot the most |mportant elements of the resource

L dependence model |s that the oonstructs are inter-related and |t ls essenttal that

: .‘.'f'tl'le connectrons between them be addressed To that end thts sectlon wnll

1 The ngh Performence COeches

) revrew the ﬁndmgs as they relate to each of the A G F s domrnant coalmons

The resource depenaence model suggests that dttferent groups withln an -

P '_1 f;orgamzatton hold dtfferent bellets values and interests and wrll endeavor to

C



B mfluence orgamzatlonal actrvmes by affectmg the orgamzatlon S enacted | |
n ‘. envnronmeht, In thrs study the A G E. s. hlgh performance coaches prowded the

| 'best example of that process To begtn wuth the hlgh performance coach@s had
- »avery*drstrnct—mterest wnthlrt the A.G. F.. Their personal success was tled dlrectly
-"to the‘ performance ot thelr comnetmve athletes partlcularly at major ot
- competmons such as Westem Canadlan and Natlonal Champronshlps

; AT

Thelr success as coaghes was dependent toa great degree upon - ?

' 3 resources tha were pot, tlally avallable from or through the A G F.

"ConseQUently, tn ord affto maxrmlze thelr access to resources the coaches '

| ;atte'mpte'd'-to i'nf'lue__" o A. G. F.s enacted envnronment They d|d so by |
4' : elevatlng the lmportance of competmve success For example the coaches :
fbstered the notlon that contlnued government fundmg was contmgent upon the |
. AG. F producmg success‘ful athletes In domg so the coaches accompllshed
| two. thmgs Frrst they helghtened the A G F $ sensmvuty toward the lmportance
";g‘_;fot government fundmg and second they rncreased thelr mﬂuence w:thtn the :
B _.'A G.F. by suggestmg that they possessed the abrhty to ensure contmued O
o government support Slmllarly the coaches emphasus on competttlve athletes ' )
o was $een.in the A.G. F s relatlonshrp wrth the C. G.F. The |mportance placed on -
.' comZetmve success lnherently mcreased theheed to ensure that the A. G F.
o obtalned valuable mformatlon trom the C. Gg and that demsrons and acttons of
| the CGF. were |n hne wrth the best mterests of the A,G F The C G F therefore
: became another rmportant envnronmental tactor for the A G.F. to attend to a- |

o ,'v-factor that the coaches were seen as being r most able to deal wuth EIE R

The mfluence of the hlgh pertormance coaches and thelr emphasus on

‘ competmve athletes was in tum translated into the management strategles that
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R the A G F. employed Perhaps the- best example was provnded by the E ;."-"'.’i-:

- fcooptatlon that the A G. F attempted to establtsh wnth the C G F.. Ongomg efforts |
;-lwere made by the A G: F to place people partucularly hrgh performance '

)K\

,' coaches on C G. F commlttees These delrberatemoves to establlsh so—called

s ‘.:":mterlocklng~dtrectorates provrded the AG. F wntb the meansﬁby whlch to xert

- _Sb‘r’ne control over what was percetved to be an lmportant component ) |ts ‘

Sumllarly, the jomt ventures that the A G.F. engaged in wuth government

R _ agencnes were clear attempts to manage the envnronment The A. G F s

S partrcnpatlon in Canada Games and Western Canada Games however offered

o 'van example of the umnten consequences that maccurate petceptlons of
| ':'envuronmental condlttons m?use The coaches ln usung the potentlal ot o

' enhance the AG F s ERT:

I fundmg cutbacks to strength heir position, se

z percelved |mportan/ ] of the govemment agencues Co equently. when asked

by the govemment to partlcipate m the Games the A G.K

readlly and w1lllngly
agreed Whlle there were many beneflts to partucnpatuon m'the Games there

T was a dlstlnctly negattve aspect for the hlgh performance coaches in that the

- Games mewtably mterrupted the tralmng cycles of the provmces top athletes

| and could thereby have hampered thelr pertormance at important meets such o
o as natlonal champlonshtps In fact lf the ellte coaches had thelr way, the A G F

" ;ﬁ would not send rts best athletes toa the éames events In that respect the /

coaches efforts to mfluence the A. G Fls perceptlon of 9"""'0"'“9”‘3' c

o resulted in some Iess than desrrable clrcumstances for the ooaches and th",'r

e

o "_'athletes R D ST I e B R P SE

!



115

. 2. Judges ln the Womens Program

- " In themselves the small group of women S ]udges d|d not provrde any

| fsr@yﬁcant support for the resource dependence model as a whole Wh|le the

o judges clearly obtamed thelr mfluence from thelr contnbutlon to the tralnmg and

B selectlon of competmve athletes there were few examples to suggest that the/

| _' .actually attempted to affect the AzG F s enacted envrronment In turn there was

L _ ‘ no evidence’ of the ]udges mfluencmg the Federatron s managenal strategles

‘other tha@‘the A. G F. soutnght compllance wrth thelr demands The .
explanatlon for thls lack of evrdance probably I|es m the fact that those partrcular
'judges were not concerned wrth the goals objectlves and operatlons of the '

"' AG. F Thelr only mterest was in the personalbeneflt they could denve from the
h Federatlon Furthermore the Judges in questron represented only a.small -
| "portlon of the judgmg ranks and: therr mfluence was Irkely llmlted by the fact that

Sy
the balance of. the wg\men s judges dld not share therr values ‘

3. The AGF Employees | IR
The connectlons between coalltlons the enacted envrronment and the
o managenal strategres was much more in evrdence m the case of the A.G. F s |
»'employees The employees clearly obtamed thelr mfluence from thelr mtlmuate
) lnvolvement wuth A G F operatlons and therr ablhty to manage the temporal
‘ 'constramts |mposed upon the A.G F from various sources The staff utlhzed that
’ vmfluence in its efforts to affect the enacted envnrorlutent A good example was
' .'_’provrded by the general perceptlon that the A. G F s cllent group was compnsed
"_'-of the thousands of gymnasts throughout the provmce Both th\'former and the o
,present staff members had endeavored to focus the A. G F. s attentron on |ts S
’ _»'member clubs as opposed to the mdlvudual gymnasts In domg so they had L

.
o
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- Lonscrously been attemptmg to Leformulate the A G. F’'s en

R ,i-'bnng lt |n Ime wrth thelr perceptlons of the A G F s mandate
Srmllarlx the’ off“ ce staff placed srgmf" cant emphasrs on adhenng to
. regulatrons and performmg organlzatrpnal dutles on a trmely basrs Whlle the
"volunteer drrectors acknowledged the lmportance of -rneetmg deadlrnes and | ‘
| requrreruents they seldom had the trme or made the effort to do so unless - ! ’ ,
; r"enc,:ouraged and/or assrsted by a staff member It was precrsely that ey
- "relatronsmp whrch Ied the A G. F to engage m,a prooess of executlve RN
.' 'i;'suocessro‘n The A G. F dlrectors in recogan” ng the" need to manage the o
3 tert,tporal constrarnts also recogmzed that thé former staff was madequate m
: terms of both srze aﬂd skrll Ievelto fulfrll the A. G. F s commltments In. order to

o rectrfy the sltuatron they replaced the former staff wrth an expanded and more

strrlled staff As Pfeffer and Salancrk (1978) lndrcate. the selectlon of .7 L

,,\v

E admlmstrators is dlrectly related to the organlzatron‘s envrronmenfal context
i’ "Those in. power should tend to select rndlwduals who arp capable of copmg
N wrth the cntlcal prol.‘tlems facnng the orgamzatlon (Pfelfer and Salancrk 1978

T ’*

T
SadmaTT

Lo
~

R In summary, the A. GAF provrded ewdence for the lnter-connectedness of
:the three central oonstructs of fesource dependence theory Two of the three
' ', ooalmons served to |llustrate the attempts tooaftect the A G F s enacted

" -envnronment and the managerialstrategles do reflect the jos ant peroeptlons

: fbf envuronmental condltlons :
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KR The data collected was mtended to provrde rnsrght |nto the functrons and
'_ _' actrvmes of the AG. F wrth respect to the three central constructs of resource | : ,:
- vdependence theory in general 1t 'would appear that there was suffrcrent -

3 : evrdence to support all three constructs and the lmkagesy between them Three

' icoalrtrons were ldentrfled and therr mfluence on organrzatronal actlvmes wa\

" -related to their abrllty to cope wnth enwronmental con |t|ons Further the.

N coalltlons wer&all structurally based as is the norm accordmg to ré‘Source -

E dependence In addmon |t has been establrshed that the coalltlons had an - |
B reffectlve lmpact on the mterpretatlon of envrronmental condltlons by the A G.F. s !

central members The enacted envrronment clearly reflected the’ onentatrons of

| .'.:the domlnant coalrtlons It was also shown that the A. G F. has reacted to the

' bnacted envrrdnment in |ts lmplementatron of copmg strategles Whrle the ‘
| enacted envrro'nment was ln some respects accurate rt was very rnaccfurate in-
' others The A G F consequently provnded examples of sutuatlons where

. attendmg to the wrong condmons led to the rmplementatlon of mappropnate -
"lcopmg strategres K - _ﬁ ERE N

- ¢

| The fmdmgs falled to support only one specmc aspect of resource L
B depegdence The use of mampulatron to effect changes in. legrslatron or somal
legmmatron dld not appear to have relevance to: the AGHF. and this- may well |

: hold tme for the amateur sport settrng rn general ThIS is certamly not an

' mdlcatlon that mampulatlon is not a valld component of resource dependence
only that lts applicatlon is hkely restncted to pnvate sector and socual actrvrst

‘, orgamzatrons

T



By aH rndicatlons the resource dependence perspectnve of

S _orgamzatlonal behavror provnded a useful method to explam the actrvmas and
X _actrons of the A‘1berta Gymnastrcs Federatlon The fmdmgs are hrghly ,

“’ . consrstent wrth what would be predicted by the crpnstructs or the theory The
| _results mdncated qurte clearly that the A G F s operatnons were m many

' respects generated by the external envrronment
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i ;‘}#nderst' nd the work?h&'

of volunteer drrected amafeur sport prga.nlzatro "l‘ author' 1nter'est irand l,

'» expenence wrth thls type of orgamzatron led lnltrally to the lnturtlve assessment

,‘ ’that to'alate very little work has been done whrch addresses thelr mternal T
' functlonmg A subsequent revrew of relevant Ilterature 'prowded support for that
v_perceptron The. majonty of prevrous work has tended toward the descnptrve |

. and has falled to elther build upon or contnbute to any theoretrcal framework o

- -_Consequently, a serious vord exists |n the area of study The lack of attentlon

' afforded to the operatronal aspect of amateur sport organlzattons rs Ilkely

T . attnbutable to the relatrvely recent emergence of ratlonallsm wrthln them ln the o

past thefr voluntary nature was of lnterest pnmanly to socnologrsts who were

: -mterested in who jomed and why they jomed More recently, socrologrsts have ,
'begun to examme amateur sport wnthm broader socral contexts utilizing theory o
N from other fields. A slmllar approach is needed wrth respect to the operatronal
B aspect of amateur sport orgarr zatlons Faced wrth mcreasmgly complex |
._'responsrbrlmes and functrons sport organlzatrons are assumlng dlstrnct

) ccrporate traits and charactenstlcs A need now exrsts to lnvestlgate the

operatronal nature. of these orgamzatrons in order to develop an understandmg

"‘ of how they functron and wlqy/;

e
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- The ﬁrst step in thlS process is to establlsh a theoretlcal basrs from Wthh :
' to bunld In that respect attentron has been turned to the fi eld of organizatronal -
-«theory The applrcation of contemporary orgamzatnonal theory to the study of
: .,-‘amateur sport orgamzatlons rs seen as an opportunlty to utilize exustlng :
| 'knowledge in’ developrng the necessary theoretrcal foundatton WA specmc ‘
¥ B conceptual model known as resource dependence was selected on the baS|s of
o lts apparent relevance to thlS type ot orgamzatlon Based Upon the wntlngs of
several researchers the author |dentmed a set of oonstructs whrch could be -
‘examrned through the observatlon ofa vanety of manrfest behavrors and ,
" @ " 'actlvrtles Three pnmary constructs were |dent|f|ed 1) coalltlons 2) }he enacted
_env:ronment and 3) strategles for managmg the envrronment A case study

' ,approach was then embarked upon inan effort to establrsh the exent of

‘eXplan_ate_ry value pvrowded ,by: thetheory a_nd tts centra,l_;constr,uc_ts.- B }\

y -— ..‘_’. . .

RS . - }\ A smgle amateur sport assocratron was exammed ina very&ta\ustwe =
o ; manner, Key rndrvrduals wuthrn the orgamzatlon were extensrvely mterwewed S
and numerous documents were aocessed mcludgng meetmg mmutes frnanclal
records correspondence -membershrp reoords and varibus reports The ' ,
lnformatlon denved from all sources was then assessed utrltzing latent coﬁ'tent : "
| ‘?.‘ f.analysrs in an effort to rdentlfy evrdence of the three qonstructs The purpose of o
o ';ffthe study was to determme thew of resource dependence theory as an
.analyttcal*tool for the exammatnon of amateur sport organ%tlons | _: *
| 1 .;"fhe; -Th:eoretlcelv _Fr‘emework‘r - - ‘ e B
P .‘ ,’ :f’r'hezopenﬁs'ys’temfoonc':eptjof,'or‘_g"ahtz'atio-ns ;is t , v_‘ndamerrtal premrse e
i upon whrch the resource dependence modeHs b _ ~ fie. lmportanoe of an

LS B B



resource dependence m that the need to aoqurre and mamtam resources lS

o ', ' vnewed as the pnmary determmant of orgamzatlonal actlvrty The mternal 5 B

.dlstnbutlon ot resources |s seen as belng dependent upon the abrllty of

coalmons wuthm‘the orgamzatlon to control uncerta}@ty and to garner support for

"'thelr posmon by mfluencmg the. mgamzatlons enacted envuronment T he ’, 'j' o

*enacted enwronment reflects the cumulatlve mterpretatlons of envrronmental

;condmons by members of the organlzatlon 1ti |s the enacted envaronment

S regardless of lts accuracy, that determmes the managenal strategles that are

E employed by the orgamzatlon The strateglwmployed by the organlzatron wrll
‘depend upon the percelved nature of the rnterdependence and the o |
" ;,orgamzatron s 'bargammg posmon relatlve to other orgamzatlons As such the
- enwronment aftects the orgamzagn s actnvrtles in two respects Flrst the Ievel
of uncertamty wuthln the envrronment mtluences the effectlveness of the cgv
organlzatlon s 1nterpret|ve processes Second the level of asymmetry |n
mterorganlzatlonal relatlonshlps dlctates coplng strategues that may be -
'empl”oyed in orderto malntam respurce flow. - LN

LA

'._,2.-,"Methbdolo'gy R S

A review of organlzatlonal llterature relatlng to exchange and resource o
" reIatlonshlps enabled the author to ldentlty three general themes or constructs
: that charactenze the resource dependence perspectrve A battery of mterv:ew L
'questlons was then develeped that. addressed the vanous elements of each -

| construct The interviews were desrgned to en’c%urage progressuon m
| dlscusswn as follows S | ‘ |
1 Goalmons R .
- Are there examples of coalmons wnthm the orgamzatlon bemg

studned" .

-

R
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s If so from what source(s) do they denve therr mtluence" . |
Interpretatron of Envrronmental Condltrbns : _ »
- Whﬁt do members percerve the envrronment to be compnsed o&
- What do the members percelve the organlzatlon s 'bargalnlng
. posrtron to be relatrve to other orgamzatrons? S et
3 Managenal Strategres RN e Rl '» e
- What rrypact does thg enacted envrronment have upon the choﬁe ot
strategres'? e S R
- What |mpact does the 'bargammg posmon have on t‘te chorce of

strategres" e ._ _
: _ A v . . 2( . -
A specrflc provrncnal amateur sport was-seleQed and several of |ts key members

were chosen for the rntervuew process A tobused interview format enabled the ;
author to draw comprehensrve rnformatron from each of t'he subje%t's The data e. -
from. the mtervrews was.then combmed wrth that acquured from orgamzatlonal B
documents Together the two sources of data afforded the author a depth of _
understandmg tl'gt could not have been achre;ed through other means Whrle |
the results were not dbalt wrth ina quahtatlve mannerthey were carefully S
scrutrmzed to establlsh common or pervaswe attltudes and perceptrons R ‘
3. Flndlngs e , ' R : , _
e The results ot thls study, in generat provrde substantlal support tor the

resource dependence model as an mterpretlve and explanato%mstrument in
S VA
: partncular the followrng are the most srgmtncant assessmentS' o
g

1 There were three drstlnct coalrtlons wrthln the A G. F that had an F .;:v '

observable |mpact upon the actrvltues of the orgamzatlon

..,



S 2. jThe coahtrons denved at least some ot therr mfluence from themabrlnty to f‘ |
~ control |mportant envrronmental oondttions | _ ' | _'
3. _The coalttlons used therr mtluence to gam acceis to orgfamzattonal ‘
S resources -

:a, ',,The enacted envrronment ot the A G F.'s central members drd not -
| accurately reflect the actual envifonment; ~ e "‘ o
| »_~'5.1 Each COalmon possessed a dlstlnct enacted envuronment
. 6. | That managenal strategles were dlrectly related to the enacted
- }envrronment of the coalmonyhat was able to,garner the greatest

ln‘luence with respect to the issue‘in questlon R

'B.  CONCLUSIONS

-

B ‘The results and dISCUSSIOn of this study have focused on observed

| phenomena wrthm the Alberta Gymnastrcs Federatlon The exammatlon of data

" has provided. ms.tght into manrfestattons or |ack thereof of the constructs of

resource dependﬁge theory and in domg o) has generated support tor the

N theory asan analytlcal tool Whlle the case study approach is not a research
method that ensures the generallzablltty of results the ﬁndlngs of this study do ‘
, allow for some speculatron as to thelr usetulness in understandmg otl"lberD

e

amateur Sport organlzatlons

1. Coalitions
It would appear that the éSncept of coalmons bears relevance to amateur_ '
sport orgamzatrons As theteleory predrcts they tend to be structurally based

o | and they derive their lnfluence trom an abullty to COPG W'th rmportant

Cow . R
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) envrronmental condrtrons Thrs |s an rmportant phenomenon for people and |
agencres workrng wrthrn the amateur Sport deluvery system to be aware of .
Recognrtron of the role that coalrtrons play may aSSlst the vanous actors to better

\.' “; ! copsequences of their actions. | |

. o predlct the outcome of actrons they take and better avord the unrntended

~

\ The Alberta. Sport Councrl s apparent emphasrs on: hrgh performance - -

athlete development provrdes a good rllustratlon A sport organrzatron that o
' percerves a major fundrng agency to be strongly encouraglng the development -
ot elite athletes will very Irkely, in turn place suééf?tftcant emphasrs on it DR ‘ .' | ‘
themselves A result of that onentatron will be th.ne elite coaches wnll be @ '

- . \
R provaded wrth a Iarge measure of rnfluence wrth respect to organrzatronal

functrons and will often: be grven the ultrmate say on rssues that affect the s 4

athletes With increased resolirces provrded for athlete development the’ Sport

_ Court'cell)Sand the Provrncral Government) antrcrpate a sugmfrcant rmprovement in.

. Alberta s overall results at events such as Canada Games Unfortun&ly, hrgh

. performance coaches tend not to place great value on Canada Games; they are
more concerned wrth therr own natubnal and regronal champlonshlps Even
though the elected dnrectors of the sport organrzatron may want to send the best
possrble athletes to Games events the coaches may not betteve itisin. the best
rnterest of the athletes overall development Consequently, the coaches (whq

'have apqurred therr rnfluence from the Sport Councrl’s emphasis) chbosb to - 's._
keep the Provrnces best athletes at home m order that they maintarn thelr e

| , trarnrng schedules for the really |mportant meets S |

The Sport Councnl needs to recogmze that by emphasrzmg the htgh

performance athtetes they provrde the coaches wrth stgnlficant rnfluence but



o | :that the coaches may n& have the same competmve pnontles as_the Sport

i jCouncrt or t'he Provmcral Government Furthermore the Sport Councﬂ's attem'pt -

- :to |mpress the |mportance ot the Canada Games upon the sport orgamzatton s

E drrectors wnll have Itttle effect lf the coaches have become estabrshed asa .

. powerful coalmon thanks to the Sport Councn rtselt

' The |mpI|catron rs that ali partres mvolved must be cognrzant of how o
g Idecasrons are arnved at that actrons taken by the organlzatron wrll be - -_ |
‘ : determmed more by the mfluen&e enjoyed by vanous coalltlons than the formal
. jv..'authonty structure | o | R
: '2 The Enacted Environment o Lol _ i
.v The concept of the enacted envrronment is perhaps the most |mportant
.,'._rssue tor the actors m the sport dehvery system to be aware of Those agencnes

 that. have a ve,sted mterest IllthG actrvrtres and success of amateur sport

o V”-fi'-"’organrzatron must acknowledge the impact that uncertamty and complexrty

e have upon the organuzatlon s ablllty to mterpret the env:ronmental condrttons

. Government fundung agencres in partucutar must recogmze that drfﬁcumes in -

- "rnterpretmg the envrronment may well lead to. the |mplementat|on of '_ '

o 'rnapproprlate and/or undeswable managenal strategtes

| ":..;.'_orgamzatron They must recogmze that fo

ey

In ordec to reduce the mcndence ot unsatlsfactory dectsrons and

‘ unmtended consequences the fundmg agencnes mtfst"endeavor to mmumlze

o 'g uncertamty and complextty They must establlsh arg clﬁrly artlculate therrq

Ievel of commrtment and thetr expectatrons wnh reSpect to each ”ndsvndual
pohcres and gundelrnes applled

L .Vto all sports are. msufrcuent to ensure that eachgport org_am‘zatl.o,n will a_ccurately -



' jmterpret the agencres desrres Itts essentral that lundmg agencres make every
e | 5, e‘fort to reduce the opportunrty for mrsmterpretatlon Lo ' '

lt should be noted that the Alberta Ftecreatlon and Parks Depdrtment has j"'

o _ 'taken some steps in that drrectlon through the creatton of a polrcy on amateur

o sport Unfortunately. there are two llmrtatrons to the pohcy Frrst the pollcy is .

very general and lacks the specnftclty requured to ensure clanty and consrstency

o :of rnterpretatton Second |t farls to acknowledge the polrtlcal realmes

,,-‘ ‘ assocrated ‘with publlc sector lnstltutlons that the desure ol polntucuans to be re-' :
) g elected often precludes the rmplementatlon of sound polrcues S

. The members of sport organrzatrons themselves must also be aware that

= the enacted envrronment presents a problem if It |s msufﬂcuently accurate ln _

1

that sense |t |s mcumbent upon the central members to move beyond passrve
) &

S mterpretlve p;ocesses and begln to engage m actlve assessment actlvmes

- - .' They must solrcut mformatlon from other agencaes and promote extensuve

; 'dralogue wuth those that are lmportant to therr mamtenance They can not rely

o ""upon the Ilmuted tnformatlon routrnely provrded by other agenc:es as the only

- basus upon Wthh to formulate therr perceptlons Amateur sporl orgamzatlons |
8 need to take a more proactrve approach m determlnmg the nature of therr |
envuronments and rnterorgangatronal relatronshlps S E R S

B g

Most lmportantly, perhaps people wnthm the amateur sport communrty
o must acknowledge the rmportance of ooalltrons as ma}or determmants ot

' ',-‘organlzatronal actlvrty They must accept that the declslon makmg process ls

. *not necessanly ratronal that drfferent groups wrll,possess drtferent but perhaps.;.{_

| . equally legltrmate perceptlons of enwronmental condltions and the destred



) "hiorganrzatronal outcomes Further that the perceptlons ot the domlnant | |
"_coalrtrons wnll have the greatest rmpact upon the actlvrtles that the organuzatlon £
' -‘}".engages in. . _ N ST . -

3 Managerlal Strategles } . L
Frve types, ot strategles for dealrng wrth envrronmental condrtlons were
: i.exammed of whrch four appear to be relevant to the amateur sport settmgh T he
- : absence of any evudeuce of the frfth strategy (manlpulatlon) is llkely a result of
“not needmg to uttlrze that type of strategy rather than bemg unable to. The
’;‘ : rmpllcatron here rs that strategres to alter the envrronmental condmons ar‘e an o
- optron for amateur sport assocratrons Sport groups do not need to- rely
- 'e‘kclusrvely upon methods sdch as adaptatron and avordance to- mamtaln thelr
i_ 8 d absorptron and cooptatron Of course the prerequusrte for the successful -' b ., -
. |mplementat|on of such strategles lres in the members aocurate assessment of
thetr bargammg posrtlon relatrve to other orgamiatnons | |
Thrs holds some |mportant rmpltcatrons for other partners in the sport
"_5',del|very system as well For example lf sport assocratlons begm to take a more
vacttve approach to controllrng envrronmental condltrons they are Irkely to realize -
' that thelr bargarnmg posrtlon vrs a vrs sdme government agencres IS much |
- stronger than they thought A consequence may well be that sport asSocratrone
| g become more demandmg ot those agencres and/or they may be less receptlve
g : | to the demands |mposed by the agency In that event the fundmg agencres may

" need to reassess thetr posmon relatlve to those sport orgamzatrons

",‘;':')\
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ln that respect the fundmg agencres must r&cognlze that a glven sport

ofgamzatron does not possess a smgle set of goals and objectwes Regardless

L2

of what may be formalty descnbed in a constltutlon or snmllar documents there
w wrll always exlst a number of tactlons or coalltlond‘that hold drftenng oplnlons
. :regardrng orgamzatlonal outcomes or at the very Ieast the means by whlch to

. achleve them As such the strategres employed by an organrzatlon wrll reflect

. 'j _ the perceptlons of that coalmon(s) whrch rs most mfluentlal m a grven

A ]

e crrcumstance For example rt an expectatlon of a tundmg agency is contrary to 2

IR the attltudes or. pnontles of the dommant ooalltlon(S) there iS great potentlal f°’

3 the orgamzatron to engage m avordance or mampulatlve strategles
Ta Conversely, rf the fundrng agency s _gxpectatrons oonform to the desrres ot the

a domrnant ooalmon(s) it would be: reasonable to antrcnpate the |mplementat|on of

e compllant strategles

.C. RECOMMENDATIONS -

lnherent in the theoretlcal and qualrtatuve approach ot thls stgdy are two..' '-

L E unavoldable weaknesses in the results the lack of depend?bilrty and a low S -

".'-Ievel 3f generallzabrlrty What thns study has done i$ to indidate" thatthe S
resource dependenoe model ls worth pursuing as an'analy:tlcal tool It lS .' |
R evrdent however that turther research is necessary to provrde ‘more j‘: : e
Adependable and generalrzable data RS SR “

TR . . A ° sel LT Lo . - . . e
: g N ST - . '_..l Coaws C e St
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One drrectlon that would be. destrable for tuture research would be the Y

L ngorous exammatlon ot speclﬁc oonStructs For exantple the ooncept of the

- -,enacted envrronment oould be addressed lna more exactlng manner. The J -

Ca .. 'y
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: :i.quantrtatrve analysrs ot both actual and enacted envrronmental condltrons s’ —
' 'posslble and would allow for a dependable assessment of the dlscrepancy N ‘

'betwe.en ~them Slmrlarly, there would be value m examlmng the enacted

o _' -envrronments of specuf c coalrtlons and analyzrng them ln a comparatrve S

‘

ar?nanner Whlle thrs study recogmzed the rmportance of drffenng perceptrons o
o trom coalmorts it did not thorougitly assess each coalrtron mdrvrdually Such an . '
- exammatlon could m |tself be vgry enlrghtenmg = ' |

rr . ) ’ &

A seoond approach may be to utrlrze a drfterent methodolongal process
in order to establrsh generaltzabllity A survey approach would enable a .
,researcher to assess one (or more) ot the theorettcal constructs utrlrzmg a. -
| -.}number of dlfferent organlzatlons For example the prevalence and rmpact of AR
' 'coalltlons could be exammed across several sport assocratrons The results |
would help to establlsh whether or not coalrtlons.are mdeed structure based
'and trom where thelr mﬂuence is derlved | | ‘
_ | A thrrd possrbthty for research would be to examlne the types of
‘managenal strategres employed by a vanety of sport organlzatlons @n .
' -extensiVe study could provnde valuable msrght wrth respect to two areas Flrst |t ' _
could mdlcate whether or not the resource dependence perspectrve is correct in
"emphasrzmg the external envrronment as a determmant of orgamzatlonal
: actrvrtes Second rt could mdrcate patterns of strategy rmplementatlon relatlve B
to other organrzatlonal characterlstlcs such as srze dlfferentlatton and \numbers .

mtstaff R Ca 'r,“:'j [ »‘.'_ o

4 o . et g,‘,,_ N
5 Beyond those general recommendatlons there are some specnﬁc tssues '
S “ .
_ g that haveansen from thns study The questlons ansrng from these i lssues may in’
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themselvesprovrde a focus for future study At the very least they should be -

recogmzed and addressed by researc‘hers pursumg thrs area of study ' .f_' o

. . B . - -. o -~

r Con The mest pressrng lssue that has been rdentmed is the need for amore -

‘ 2 exhaustrve analysrs of the dlfferences between pnvate or. publlc sector _ L

_ "research m the area of resource dependence has addressed the former and
there are some drstmct drfferences betvveen the functronal processes of those
orgamzatrons and thosetn the non—proﬁt/volunteer sector For example -
decrsron makrng wrthm volunteer groups generally follows a democratrc

B '»process whlle |n pnvate or publlc sector orgamzatlons decrsrons follow a

hlerarchrcal authcntanan process ‘ThIS drfference may have srgnlfrcant

lmpllcatrons wuth respect to the |mpo__,v__‘; _nce and roles of coalitrons wrthln < |
- volunteer—drrected organrzatrons Perhaps coalmons are less Ilkely 1o be~ ',: e
. - establrshed |f members belleve they can mfluence decrslons through the -
democratrc process perhaps the frequent turnover of declsron makers vra the
electron process and the resultmg discontmurty of values and bellefs inhlblts B
coalltlon burldlng The way in Wthh dlssentlon is treated IS also dlfferent wrthrn_"
a democratlc organrzatlon than rt lS m a srtuathn of hlerarchrcal authonty ln a |
democratlc envu(onment people tend to be more wrllrng to vdrce thelr(oprnlon
Thrs too may reduce the propenslty to establrsh coalmons Slnce coalmo ;
a fundamental aspect of the resource dependence model these are important

questr ns for future studles fo address

o oo .

A second lssue tltft rs worthy of further examrnatlon rs related to the

PR

defrnmons of volunteer and non-pmﬁt orgamzatrons lt became apparent dunng
the course of thls study that the lssue of volunteens,m ln particular needs 10 be



e g 131
" reassessed as rt pertarns to amateur sport organrzatlons The A G F s elected
boards and commrttees are compnsed to a great degree by fulI time pard '
o ‘employees of A G F member clubs (i.e., coaches and clUb admmrslSa\ors)
| i 'Judges and course conductors aré pard for therr servrces on an hou ly basrs, s

| "even tbough these payments are refered to as honouranums The ma}onty of

| " -the functlons belng performed by the A G. F are camed out exclusnvely by the

pald offlce staff It seems loglcal to- conclude then that whrle the A G. F lS

o certamly a non- prof t orgamzatlon the volunteer component lS very Ilmrted ThlS

' would suggest that future research should de emphasrze the perceptlon of sport

- _assocratlons as volunteer organrzatlons

The thrrd recommendatlon anses from the orgamzatronal form' of oy

- P ‘ P

L volunteer and non proflt orgamzatlons ThlS study acknowledged the need to

_, _estabhsh rdentlflable organrzatronal boundanes for the purpose of conductmg

'the study Itis drffrcult however to mamtarn these boundanes when the _' '

-

' | members lnvolvements frequently span those boundanes Thrs study used the

; ' notlon of the clrent group to determlne the focal orgamzatlons boundanes\but

. future researchers may wrsh to consrder a less ngrd defmmon

. A final 1mportant |ssue anses from the apphcatron of the theory rtself

. Reference has been made on several occaslons to the cooptrve strategres s -
“entered mto by the A G F lt became apparent however that the concept of
cooptatlon requrres some elaboratlon and’clanfrcatlon Jartrcular a

S drstrnctron should be drawn between cooptrve strategres mrtrated by the focal

o ) organrzatnon and those that are mrtlated by an extemal organnzatlon A problem

S exrsts m that whlle cooptrve strategtes mrtrated by the foéal organrzatron are .

oo ‘-clearly pro actlve those mmated externally ;eg&to exhrbtt elements ot



o 'comphance T his is an |mponant consnderatlon when exammmg the level of

‘ .’_.‘asymmetncal mter—dependence between orgamzatlons and i |s necessary for

. more defmmve appltcatlons of resource dependence theory : R

N

& c]
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- " APPENDIXA ' -
I . BIOGRAPHICAL

- : 1. How niany years.have you been in\)pl’vec_j with gy51h'astics asasport < .

or .r‘ecre'atibnal_:acti,Vity? L | | |
‘2. How-many years have you been involved with the A®.F.2 o

3. How many years have you been involved with the ‘actual function
. and-operation of the A.G.F. and in what capacities? - =~ .. -

4. How intimate is your knowledge and understa‘n_ding of A.G.F. activities _
"~ and operations? (very, somewhat, moderate, scale of 1 - 10). - ' '

Il COALITIONS - Abﬁéféﬂ'a”aﬁén of this concept was provided prior to
~ -asking the questions. T N 2 S

1. Are youaware of any groups (either formal or inforgal) within the A.G.F.
. that have specific interests? If so, can you identify them and indicate -

what their specific interests or views are?

2. For each of the interest groiips identified can you indicate the types of
- demands that they each impose upon the A.G.F.? (i.e., do they place
- demands on resources or do they try to impart an ‘ideology' on the - .

- '3, Can you identify one or two of these interest grqups'as being more o

_ dominant than the others? If so, why? .

4. Do'you feel that you belo_rig to any of the interest groups you have N
- identified? If not, do you feel that your beliefs are at least closely
{  aligned with one of the groups? B S

L 5.. Do y'ou‘ personally feel that any of the groﬁps‘emrt p‘arjicularly positiv‘e o
~ influences? .. - N R

6 Qo ydu pe'réonal-ly fefglvt.hat/a‘ﬁ'y’ of the groups exert partiéhlarly néga‘t,iv -
- influences? = - \ e e O

¢



L L 1188
Coom INTERPRETATION or= ENVIRONMENTAL couomons ;

<~ -

I What do you see as the A G.F's mandate"

2, ', : What do you thlnk am the A G F s pnmary goals and ob;ectrves asan”
g --orgamzatron‘7

3 What do you thrnk the AG. F.s pnmary goals should ba? ,
4 ;‘,Who do: you see ‘as the AG. F s chent grou% S

g,f.'.s. What other orgamzatrons or agencues doeS’the A G F. mteract or work
SR - w1th'7 RS : :
Each of questlons 6: 13 wrll be asked wrth respect to the agencies w:th
which A.G.F. interacts. (i.e., Alberta Recreation and Parks; Alberta Sport
: Cou.ncr/ Canad/an Gymnastlcs Federation; mdlvrdual clubs etc)

i

- 6. How essentlal is rt to the A'G.F: that the relationship with _

‘ be mamtamed’? Why? L
7 ‘What does. T R provide to the -
AGE2 T
DB What does the AG. F provnde to the SR SRR ’7
: 9 ‘Whlch organlzatlon do you thrr‘k benehts most from the relatlonshrp,
'the,J\GF or__~ _ - ? Why”

) ',thlnk that the current relatlonshlp lS llkely to contmue for the short ,

LN .tWhat about the long term? . - - . @

i uld the A. G F respond |f the resources provrded by o
A ' were to be wrthd“rawm

. v

12. .Havey you personally had any mteractlon wlth representa s trom ,
R ' ? If so, that typ of mteractron o
and with who? If not how have you Iearned about the nature of the e
A.G.F.'s relatlonshrp with — ?

183, " How. would you cate Py, the nature ot the relatuonshlp (cooperatlve
. mutually tolerant, a _lc)" .

Cer,

o



3 A couple of years ago when the Alberta Sport Councrl came |nto

MANAGING ENVIRONMENTAL CONDITIONS

QUGStIOﬂS 1 4 deal (mth specn‘ic aot/ons that have been taken by the

 A.G.F. inttmw past. The mterwewee w:II be asked for thelr mtelpretatlon S

C ofwhytheactlonwastaken o R S

A few’ ‘gears ago the A. G F. lmplemented a zone concept |n |ts
organ atlonal structure Why do you thmk thts was done’?

: '_ 2; , The A. G F recently htred two professronal staff members Why do B

"you. thmk thls was done"

* being it provided all three A.G.F. disciplines with a. ‘substantial

~;amount of "enrichment’ fundmg “However, last’ year and again this’ .

.year the:Sport Council refused to continue much of the fundingto
. the Acro-Sport discipline. The A.G.F. wrote letters and made Special . -

L requests to the Sport Council, but to no avail.”Why did the A. G. F L
not take any more drastlc actuon in thns respect'? L

Appmxnmately three years ago the Provmcual Government was L
. evaluating the policy:regarding the. dtsposal of Iottery dollars. -

--A need for lobbying the government on this issue was publicized .
by Sport Alberta at that time. What action lf any, drd the A G F. take

un that regard and why" RRIT . L

5 How would the A. G F. respond If the Alberta Ftecreataon and Parks
‘ grant ‘became’ contingent: upon performance of Alberta athletes at.
the natlonal Ievel” ' , . PR

6. What would the AG F do. tf |Iablllty msurande was to become

unavatlable or prohlbltwely expensrve”

7. How would the A, G F respond |f a Iarge proportton of the’ recreatlon

clubs that are currently affll_[ated wnth the A G. F dropped thelr
membershlps'? U (S .

R R

ol

32,
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. APPENDIXB . -

BlOGRAPHICAL

How Iong have you been (or were you) wath L '7 o
: v : IR (the agency or orgamzatlon)

2. How Iong have you been (or were you) the llason person for the A. G F 5
o on behalf of _ ?, L

3 How many other SP°” °f9an|zat|ons did you deal wlth directly dunng
‘. the penod that you were the A G F s Irason? e .

4 On average how much tlme per month do you (or dld you) spend on
busmess that was related to the A. G.F.? - T

What does your role asa representatrve to the A. G F. entaul and are S
you happy wrth the role” . RN A . P

N NATURE or= RELATIONSHIP WITH AG.F

) 1 S How famlllar are (or were) you v&th the actwmes and'operatlons of
o meAGF : R . R L
i 2. What type of relatronshlp do (dld) you personally h ve wrth the
T representatrves of the A.G.F.? :For-example, do (di )you srmply ,
- convey information and policies from your organization tothe : R
- A:G.F., or do {(did) you, perhaps endeavor to provide Ieadershlp :
1o the‘A‘G,F inits: operatrons" T \_ BN
“3 Would you say that your relatronshlp w:th the A G F lS (was) RN

-tqtheAGF'7 e T T

- 5 What does the A.G.F. Provrdeto %3“??'
itanything? o R R R Al

R How lmportant are the resources provrded@b RSN
R __,, e ' to the vrabllrty of the A G. F " S




,. R 7 How stable |s the felatlonshlp between the A.G. F and
Tt e n over the short term" The Iong term'?

Y

PR 2




