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ABSTRACT
" The purpose of this study was to underta'ke an exploratory and descriptive analysis of
' an.amateur sport organization; The o?éamzatron that was selected for this research was the
_ Alberta Section of the Canadlan Frgure Skatmg Assocrauon “Three research questions addressed
~in thrs ana]ysrs were as f ollows
or e
1. W}ral are the structural characteristics of the Alberta Section? |
2. What is the nature of the Alberta Section's environment? ) . ' S
3. Howare environmerrnal‘ factors rclated to structural cvharacteristi'cs of Jthe Alberta Section? \
- - The data were produced through iriterviews with 14 mdrvrduals who were, or had been. e
involved in the admmrstrauon of the Alberta Section. Additional inf ormauon was assembled/b'/

”ng records and pubhcauons of the Alberta Secuon and by observmg the organrmtroqas

|
¥

it funcnonned in the office and at executive and gencral meetmgs A conceptual framewgrk

based on }.the literature was used to analyze the content of the co_!lectedvdata.
The findings of this study have §hov?n that the Alberta Section divided its work into
highly ’specialized tasks which were coordinated and controlled through an elab'c")r,ate sy‘sterrr of
L rulés and procedures. The authority structure for decision making y\ras highly centralized and
} resided mainly m the national and international governing bodies for figure skating. ’
| Political and economic conditions in the organization's envrronment were shown lo

M

have influenced rts hrstorrcal developmem The major source of external influence, howcver
: ;
was shown to be the other organizations with ‘which the Alberta- Section 1nteracred. In'

particular,-the structure of the .Sec,tion's relationships with its parent brganiZation. and the
provmcral government were found to be Inghly formahzed and staréiardrzed and mvolved

. i
sizeable resourcc investments. . \

-
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1. NATURE AND SIGNIFICANCE OF THE STUDY g

A. Objective of the Study

Organizational theory provides certain usef ul guidelines for the analysis of amateur-

-sport organizations, However, very little is actually known about the day to day operations of

these organizations. This may be problematic in the application of theories, models and
methodologies that have been primarily derived from the study of work organizations.! Before :

the development of *hypotheses and the empirical testing of such hypotheses can occur, it is as.

’

Zeigler ( 1973) suggested important to build a descriptive base for understandmg orgamzatxonal
phenomena in a sport settmg

of further importance is the fact that amateur’ sport dcpends upon ‘the efforts of
| volunteers and while financial support from all levels of government has - increased
consxderably in recent years, it is a potenttally unstable and limited source of revenue. The
imgortance of effeetivc‘and efficient use of such lirrrited human and financial resourees cannot
be overemphasiz'ed.‘ Howet'cr. it has‘,' been noted by Luschen -(1981) that while "high

-performance and success is a consistent concern for sport itself " (p. 320), the performance or

effeetiVeness of spOrt organizations is rarely studied Hall (1982) stated that a basic'rcason for

studying organizations is "to understand how and ‘why orgamzatxons are effecuve or

ineffective” (p 267) Before thls can be measured it is necessary to see the orgamz.atton in 1ts' ,

context to understand the factors constrarnmg it and thus, its potenual eff ecnveness To date

this has not been done in the study of amateur sport organizations.

‘Research on business and xnstrtuttonal orgamzauons suggests that the mteractton

lbetween an orgamzatton and its external envxronment can effect the structure and behavror of

that organization. An- tmportant part of this external envrronment is other orgamzatxons Sport

in Canada is orgamzed as a system in whnch aumerous mdmduals groups, assocxauons and .

orgamzanons interrelate. The complexrty of the systcm and the potenual rmphcattons thrs has

v ’I'he term work organization' is used. here to dcnote an orgamzatton whose major
, acttvrty is related ‘to the "business ‘of makmg a hvmg" (Srlls 1968, p.. 363)

1 -



3
for the overall effectiveness of sport delivery needs to be c§amined. Therefore, as a preliminary

step, this study was designed to explore the concept of organizational environment as i‘t' r_elaies

to the structure of a specific amateur Sport organization.

<

B. Conceptunal Framework

During the past two decades, amateur sport in Canada has experienced “unpreccdéhled
growth and expansion. The organizafoxz of sport has developed from the eafly sixties, when "
only a few ﬁational sport associations existézl‘;'to an increasingly sophisticated system that today{
includes more than fifty national sport govemi‘ng‘ ‘bodies, ten times as many provincial
associations and countless local sport clubs.

The administration of thése organizations is, to a great extent, carned out by
individuals who volumanly commit themselves to providing sport opportunmes As in.any
organization, the basic task facing vo]umeer administrators is to achieve objectivcs through the
efficient utilization of rcsoﬁrces, Accomplishing this task is less straightf’ orwarq. For example,
organizau‘dhal goals and objectives may be poorly defined or unrealistic and thus difficult to
attain. Resources, especially economic ones, are often scarce. More important, howe\}er. is thé

) fact that organizations do not exist in a vacuum. Instead( an organizai@ exists within a larger
context and is influ:.ced .1d constrained by ‘its variables. Pfeffer and Salancik (1978)
proposed that:

To understand the .~havi>r of an organization, you must understand the context of

M

- that behavior. Organizations are inescapably bound up with the conditions of the

erivironment. Indeed, it has been said that all organizations engage in acnvmes which
have as their logical conclusion adjustment to the environment.

This perspective is particularly relcvant to understa.nding the administration of amateur
sport ox:gamzauons The context, or environment, of organized Sport has expanded significantly
since the early 1970 s. The extensxvc number of amateur spon orgamzanons in Canada may be
problematic to the structure and function of these organizations as they compete for limited

financial and human resources. From a cooperative perspective, the greater number of sport

~ groups may create problems//éfith respect tc_)' communication and information. flow. Other



orgamzauons dlrectly interacting with the focal organlzatlon comprxse what Hall (1982) termed
the "specifi ic environment” . Tecle (1979) suggested that orgamzed sport must consider several
inlerrelallonships in its soecif ic environment: "at the grass roots level the individual relates toa
team, or club, the team or club usuallyArelates to a Provincial association that relates to a
National Governing ‘Body that deals with the International Body. Some sports also have
regional andlleaéue representation” (p. 5). Along with the plethora of sport associations and '
agencies, a humber of "non-sport" organizations have become involved in sport delivery, rrlost
noteaoly the three levels of government (Broom'and Baka, 1978). Corporate sponsorship of
: sport orgamzatxons and events has also risen m recent years. Sponsorshlp by some 6ompames
parucularly in the alcohol and tobacco mdusmes have prompted .public debate on the ethics of
such f undmg sources. "

- The analysis of interorganizational relationships has predoxﬁinaml); focused on two
concepts: the exchange . perspchve and the dependency perspectlve (Schmxdt and Kochan
1977 p 220) An exchange type of relationship is based on percepnons of mutual gains and
'beneflts as a result of interaction, whereas dependency relanons are based on asymmetncal
gams and benefits favourmg the more powerful party (Schmidt and Kochan, 1977). Hall,
Clark, Gxordano, Johnson and Van Roekel (1977) suggcsted that the exchange approach
elnpllasizes voluntary bases of interaction, i.e., relationships that are entered into voluntaﬁly.
Two other bases of interaction they suggested are those governed by formal agreemem and
those which are legally mandated. Hall et al. (1977) found power to be operative in formalized
' relationships. Similarly, Aldrich (1976) found mandated interactions to be imbalanced
' benef itting one, organiultion more than the other. This seelns to"imply that_‘ mandated
interactions are more power dependent than an exchange type of relationship. Hall et al. (1977)
concluded that the exchanée theory was a useful basisof. analysis "when the basis of interac .on
» is voluntary. When the basis of interaction is a formal agreement or a legal mandate, exchange
theory is not as useful” (p. 470). However, as Schmldt and Kochan (1977) concluded

Instead of f ocusing on dlChO[O[DOUS models of interorganizational relations, it is more
frultful to dlstmguxsh between patterns of relanonshxps as determined by the relative .



strength of various dimensions of the relationship. (p. 231)}
- Marrett  (1971) _and Aldrich (1979) suggested four \ccntfal dimensions for analyzing
interorganizational rglationships: formalization, intensity, reciprocity and standardization.

r : ) :

Another !ﬂart of the environnle/m distinghished by Hall (1982) is the "general
environment". General environmental conditions are those thz;t have potential rclevanoé f gr the
focal orgz;nization and include: 1) technological conditions; 2) legal conditions; 3) po{itical
conditions; 4) ecpnomic cond’ii{ns; 5) demographic conditiorlxs; 6) ecological conditions; and 7)
cvp]turlal conditions (Hall, 1982, pp. 227-233). The general environment is important to amateur
‘sport organizations. For example, economic conditions may comstrain the amount of
competition' possible because of the high costs related to travel and to the hosting of
cdmpetiu'qns. Political issues have affected international sport competitions several times in
recent ycafs; the 1980 Moscow Qympim and the 19;54 Los Ax.lgeles‘ Olympics are two examples
of how ‘umesolved politicai differences between the .supcr-powers can result in boycotts of
major sporting events. Therefore, it is necessary tc examine the general external influences
which may affect a particular sport organizat%n. as well as examininé the specific
interrelationships in which that organization is involved.

Along with distinguishing constraints in the environment, it is necessary to cxamme
how these relate to the structure and behavior of an organjzation. Organizational structure
reflects patterns of relationships among positions in the organization. Miles (1980) defined
organizational structure as f ollowé : ‘

Those features of the organization that serve to. control or distinguish its
parts....Division and specialization refer to how the organization divides the work and

assigns resources among work units.. Coordmauon and control refer to how the
working parts are articulated to achxeve ‘both general and specific organizational goals.

(p. 18)

A scnes of studles by the Aston group (cf. Pugh, chkson Hinings and Turner, 1968)
identiﬂed 1ive primary dimensions of structure which can be ‘used to profile dxfferent
organizations: specxahzatxon formalmat:on standardization, ocntralxzauon and confxguranon

Thexr findings suggest that specxahzauon formalization and standardxzanon combine undcr one
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basic dimension, "structuring of activity." Tl;e second basic dimension, "concentration of
authority ", was composed of centralization and autonomy frem other organizations.
Research on structural variations suggests i-hat the desig.n of an organization dépéngis in
part upon the type of aciivity or léchnblogy ,involved‘(Bums and Stalker, 1961;'Woodw\a;d,
1965) and the:size of the organization (Pugh Q_AL, 1968): It has also been shown to ref'let\:‘t\
conditions in-an orgax;ization;s environmént. Pugh et al. (,1568) found that an organization's \\\,\
degendence on other 6rgénizations related positively to centralization and loss of autonomy. \\‘\
Frisby (1982) has suggested a 'similar phenomenon‘o'ccuring in Canadian amateur', sport, in |
particular, that the increased dependence' of sport on government funding has resulted in
| greater centralization of decision-making power and auth;)rily at the national level.
Thus, the design of a,n organization's structure mustltake into account both external
and internal pressures. The extent to which an organization successfully adapts to the pressures
or constraints placed on them could be a factor in the overall eff ec@ss of that organization.
- The impor‘tance of increased effectiveness in the administration of amateur sp;ort organizations
was highlighted by Campagnolo (1979) when she stated
i .
Sound administration is particularlly vital to our sports future for two reaséns; first,

‘; because it has been at times lacking in some sports in Canada, and second, because it
- ensures that limited funds can achieve effective results. (p. 2)

f
i

: \‘C/ The Uﬁit of Analysis | ,
The selection of an organization for this study was purposive and was based 0;1 criteria - //"
of feasibility and suitability. Schatzman anc¢ Strauss (1973) suggested that tl;e the feasibility of /
a potential site or subject be considered by comparing properties of the units size, population,’ |
complexity a‘md spatial scattér with resources of time, niobility, finances, skills and "_whateyér
,els;e it wogld také to do the job™ (p. 19). An organization from within the provfincé of Alberta
was considered 1o be most accessible. Given that the organization would be voluntary in nature,
the problem of spatial 'dispertion throughout the province was consideregl to be ielativﬁly

similar for all amateur sports, that is, the members would be dispersed but to a great extent



centred in major urban centres (Slack, 1981).

Some aspects of feasibility overlap with a second factor Schatz.rnan and Strauss (1973) -
outlined. and that was suitability to the research requirements. Three specific requirements" |
were _used as criteria for selectmg an orgamzatron It was considered 1mportant that the sport.
or;amzatlon be established wrthm the -province of Alberta It was expeeted that dge might
somehow relate to the degree of establishment and similarly, to size of the organization. Thus,
sport organizations that had a small membershxp or were less than ten years old, were not
consndered Secondly, a preference for a sport open to both male and female partxcrpants was
included as a criterion. Thirdly, it was considered f avorable if the researcher had at least a base
level of knowledge about the particular sport involved.

These criteria of s:ﬁtability were applied. to the provincial _\amarteur Sport governing
bodies with the assistance of Trevor Slack, an individua] who, was well ‘versed on the various
organizations,’ The organization selected was »the Alberta Section of the Canadian Figure
Skating Asaociation (CFSA). The Alberta Section represented over :1;70 clnbs andvhad been
formed in 1969. Wht'le a greateT number of females participate in the sport of fignre skating,
the activity is open equally tt) bdth genders as demonstrated by theequi\v\alence of competitive
classes. As wel}, the researcher was familiar with the technical termin\olog«y. and basic
organi_zational design of fignre skating through prior involvement in the sport. ’I'he \Alberta"
'Section of the CFSA met the requirements and was therefore selected as the focal organization\'\
,,f or this study

The Alberta Section- is an "organizational unit” of the national sports governing body
‘whose jurisdiction ineludes all clubs in the Province of Alberta and the Northwest‘Terxitoﬁes. )
that are registered wit;r the national body. These clubs are copsidered "members” of the Alberta
Section. l_iilthou;gh the rnaj_or function of the Alberta Section is.to serve the clubs and thcu'
skating members, the clubs are not directly"involved inm'é day to day operations of 'the Alberta.

.................. N

"2 Dr. Slack, a Sessional Instructor in the Department of Physrcal Education and :
Sport Studies at the University of Alberta at the time of the study, had acted as a
planning consultant for numerous sport orgamzatrons in Alberta. -
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Section. In this sense, the clubs are clients of the orgefhization. Therefore, for the purpose of
* distinguishing organizational boundaries, the focal ‘oréanizétion in this study was .. thei
administrative unit of the Alberta Section and included the members of the Executive
Committee and thg professional staff working in the Alberta Section office. The national body

and the clubs were considered part of the specific environment of the Alberta Section.

‘.D. The lieseargh Questions

f’I“he rescarch- qumtidﬁs _v&ere'_.fdnnmatec.i 50 as to be sufficiently broad to allow for the
development 6f a largely dqscriptive base, but at the same ﬁme, delineated to 4 particular and
potentially significant aspec@ of the organizra‘tio_nal life of an amaieur sport association. It was
'_n;t, .hoyyevqi, the purpose of the study to prove or disprovev existing mcoﬁ. Thus, a conceptual
‘«framework _t."ér the study was developed for the putpose of operationalizing the research
- que’s’iions and fo provide focus in the analysis of research findings.
The major sources underpinning the conceptual framework were the work of fhe\Aston
:j group or; ofganizational structure, the work of Hall.regarding genéral environmental conditions
and the work of Marrett and Aldrich on intérorganizational relationships. |

Thus, the purpose of this study was to,undénake an exploratory anci descriptive
analysis of the Alberta Section of the CFSA. Based on the issues discussed in —the previous
section, the questidhs addressed in this analysis were as follows: .
1. What are the structural characteristics of the Alberta Section?
2. Whatis the haturc of tthlbérta Section's "environment;?

3. How are environmental factors related. to structural characteristics of the Alberta Section?

E. Assumption
It was assumed that there is an intuitive boundary betwee{x the Alberta Section and its
external environment, and that this boundary is perceived by members and nonmembers. This

hssumption was based on the premise that "from the perspective of social process, institutions



and social movements have no absolute spatlal boundanes and nq absolute beginnings or ends.
Their parameters -and properues are conceptual dxscovenes ‘and t en, only for theoretical and

practical warking purposes, are they assigned _boundriri¢s_" (Schatzman and Strauss, 1973, p. 2).



II. REVIEW OF LITERATURE AND CONCEPTUAL FRAMEWORK

A. ﬂlntroduction

While there is an extensive literature dealing with public and profit organizations,
voluntary organizations and sport related organizations have been relatively neglected This
chapter summarizes the research of relevance to the present study and develops a conceptual
framework for collecting and analyzing research data. The 1mportance of this study lies in 1ts.

[ Y
essentially qualitative approach to understanding a particular aspect of organizational life that

has been suggested to be problematic for Canadidan amateur sport. The research is exploratory,

therefore, certain parameters have been outlined to permit in-depth study of the phenomena ’

chosen and to prevent superficial treatment of a broad range of variables.

>

)

Defining Sport Organizations | ' ' \

Bef ore examimng the literature on organizational theory, it is necessary to estabhsh the
) meamng of the term "organization" as uscd to describe the various volunteer associations
responsible for the delivery of amateur sport. {\ldrich (1979) defined. organizations as
"goal-directed, _'boun_dary-nraintaining. activity-systems;' (p. 4)These characteristics can be
applied to the variety of associations, feder'ations, councils, governing bodies and so forth,

organized to provide amateur sport opportunities.

" By "goal-‘directed", .Aldrieh (1979) was referring to the purposive nature of

organizations. That is, organizations exist for some. reason and much of the activity of the

organization is directed towards that common purpose. Aldrich (1979) noted that some

o'rganizations have "multiple or contradictory goals, hut a unity of purpose is still evident
"among vanous groups within the organization” (p. 4). Amateur sport groups have 1dent1f1able
goals many of which can be found 1n their constrtutions and by “laws. Two pervasive goal

themes in Canadian sport are the pursuit of excellence and participation of the masses.
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"The eﬁtablishmem of ah "organizatipn" implies. that a distinction has been made
between members and non-members--some ‘persons are admitted to participate -in the
organization, whereas others are excluded" (Aldrich, 1979, p. 4). Amateur sport as_slociations )
usually levy membership fees and issue cards to identify membership status. Be]onging to an
association is often a mandatory prerequisite for participation in sport contests oOr
competitions. (In this sense, the terfn "voluntary" may be questionned in reference to amate’u.r-
sport.) In some sport organizations, an individual who joins at the club level is automatically
accorded provingial and national membership status. An example “Qf " exclusion from“
membership would be those sport groupé that bar professional athletes from parti~cipation in
their orgahizaiion. ‘,

The :third characteristic used by- Aldri;:h (1979) to define orga;lizations was the concept
“of -activity Systemé: "orgénizations_possess ;1 techﬁongy for accomplishjng work, whether it's a
Leéhnology:f or processing Taw materials or people” (p. 5). The activities and technologies of
sport are reflected 'by the division of labour among coaches, officials, players .and
administrators. Typically, sport organizations are "people processing” and their major activities
rcvc.)l.v.é'around thé development of athletic skill through instruction and compctitibn.

. . .
' Much of the literature on amateur sport associations classifies them as "voluntary "
organizations. Voluntary organizatidns are distinguishable from work organizations in that
members are not "required to join in order to mal:cfo a living" (Smith and Freedman, 1972, p.
viii). There have been many attempts to develop a typology of voluntary organizations, one of i
the best known of which is Gordon and Babchuk's '(1959) three-proné&i‘typology which
utilizes the _organization's'_ function or purpose as the criterion for categorization. The three
categories are: a) instrumental, b) éxpressive, and c) instrumental-expressive (Gordod and
‘ Babcﬁuk.;1959, p. 22). Instrumental organizations include those that "serve as social influence
organizations designed to mainiain or create some normative condition or change” (p. 25).
- Expressive organizations "are formed to express orvsatisfy the inte;csts of their members” (p.

52). Organizations that manifest both’ instrumental a_nd.‘cxprcssive functions, fall under the
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.

third category. Bratton (1970), in a study of local, i)ro,vincial and national sport organ-imtions,
concluded that they should be categorized as instrumental-expressive.

From the standpoint of the executive member, participation in their particular sport is
valued because it is seen to contribute to different perceived needs of the individual
participants. This contribution, then, serves an integrative function for the society as a
whole by hopefully instilling certain value orientations in the young athletes that are
deemed to be important by the executive-members, and perhaps by many others in the
society. At the same time, the association provides a setting in which executive
members may engage in expressive activities, and in so doing, it serves an integrative
function for the personality system of the executive member. (p.168)

The research that has been conducted on amateur sbort_organimtions has been mainly
* descriptive, focusing on biographic and_' démographic charactcristics of the volu:neer
administrators (c.f., Bratton, 1970; Bea;nish. 1978; Sl;ck', 1981; Theberge, 1980). Luschen and
Sage (1981) noted that "a substantial part of research iq the sociology of sport deals with an
analysis of sport as a closed social system or as int\erpersonal behavior itself " (p. 13). Few
attempts hz‘ave been made to analyze the structure and processes of amateur sportl_organizations.
A recent excéption is Sla.ck's'(1983) dissertation, which pro;n'des several insight; into the

- functioning of a provincial sport association.

B. Organizational Structure
The first area addressed ifi this study, was the description of the organizational

structure of the Alberta Section. Child (1972) defined organizational structure as "the formal

allocation of work roles and the administrative mechanisms to control and integrate activities”

(p. 2). These two functions are generally referred to as diff erentiation and intcgrétion: how the

-

organization divides the work and how the working parts are coordinated and controlled (Miles,
1982)."

In dcscribing cor. moualities shared by sport and complex organizations, Yerles (1981)
. noted several manifestations of differentiation and integration: |
They namely share a division of tasks and roles, a structure of. authority defining
hierarchical lines and groups, a communication system delineating formal as well as
informal interrelationships, and a set of objective criteria for performance evaluation.

Sport organizations also share with complex organizations decision-making processes,
set [sic] of policies and problems in policy-implementation. They finally have to cope

%\
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with a major problem that any organization must face how to secure a mxmmum
predictability in the behavior of others. (pp. 4- 5)

To a great extent, the concepts and mdxccs developed- to examine organizational
structure have been influenced by Weber's (1947) essay on burcaucracy Many of the basic
- characteristics of orgamzatlons that Weber outlmed are mamfestatxons of varrous aspects of
. differentiation. The critical elements of the bureaucratlc form mclude:’l) specialization of
labour; 2) a defined hlerarchy of authonty and responsibility; 3) a formal set of rules and-
procedures; 4) 1mpersonal interactions between officials and subordmates and 5) selection and
promotion on the basxs of techmcal merit. These charactenstxcs would be exhxbxted to a hxgh
degree in a highly burcaucratrzed orgamzatton Although Weber viewed these charactcrtstlcs as
unitary, research indicates that there are different types of bureaucratic structures; that is,
organizations can be bureaucratic in different ways (Mintzberg, 1983)

.Several wnters have suggested that amateur sport orgamzatlons are becommg
increasingly bureaucratized in ‘their structure (Page 1973; Frcy. 1978; - Kidd, 1980) Page
(1973) argued that:

4

Sport clearly has not escaped the powerful thrust of bureaucracy to use the
sociological concept that refers to the formalized, hierarchical, rule laden, and \
efficiency seeking type of  organization the principle prototypes of which are big
government, modern business enterprise and military establishment. The social
revolution of sport, viewed in historical perspective, has been .in large part the
transition from recreauon of elites to its bureaucratization--or in sxmple terms, from
player- controlled "games” to the management controlled "big time”". (p. 32)
In his study of a provincial sport association, Slack (1283) found several manifestations of
" bureaucracy to exist to varying, degrees. Specifically, Slack (1983) found evidence of "a
‘hierarchy of offices; the specification of the functions of the offices; an emphasis on
professional qualifications; a career structure; a disciplinary system, i.e., a set of rules and,
~ Tegulations; appointment on the basis of a contract; a money salary; and the official's post
being his/her sole occupation™ (pp. 311-312). Although Slack was studying a voluntary
organization, the last three manifestations became relevant when professional staff were hired.
The mtroducnon of prof&ssronal administrators in amateur sport orgamzatrons is a relatrvcly

recent phenomenon, but one that is occurring with greater frequency.
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Dimensions of Organizational Structure

A serxes of studies by the Aston group (cl‘ Pugh et al 1968) suggested that ftve ,

primary dlmensrons may be used to profile orgamzatxonal structure. The flVC dimensions are
described as follows:
1) Specialization: the division of labour within the organiiation

- 3) Formalization: the extent to which rules, procedures, mstructrons and
communicatiéns are written down.

2) Standardization: the extent to which proceaures are governed by regulations'.' :

1

4) Centraltzatlon the locus of authority to make decrsxons affecting the orgamzatron

5) Configuration: the shape of the role structure
Based on .studres of work orgamzatrons operating in and around Birmingham England, the
Aston group found that the three dimensions of specialization, formalization- and
standardizatlon comvbined under one basic factor, "structuring of activlty.-" The second baeie
factor, "concentration of authority”, was composed’ of centrallzation and lack of autonomy._
(Configuration 'variabl_es'. were weighted on the third and fourth factors, 4nd were less -
important to the overall results.) The major conclusion drawn from the Aston studies wae'that‘
increased size of organizations was ‘correlated with increaeed "structuring of actitrlties" and
decreased "concentration of authoritiy."""Thus,' organizational growth ‘was accompanied by
increases in specialization, formalizatio‘n and standa‘rdization._ and eoneornitant Yowering of the .
locus of decision making authonty or decentralization.’ )

| Tracmg the development of the Alberta. Sectlon of the Canadran Amateur Swimming

rAssocratxon Slack (1983) noted the effects of mcreasmg size on the structure of that

orgamzauon

As it grew the CASA(AS) started to develop its first bureaucratrc charactenstxc in that

a simple division of labour was created. As further growth took place the charasmatic

authority structure on which the organization was founded would start to become

routinized. Evidence of this trend was present not only in the division of labour that

occurred, but in the creation of basic rules and regulations to control the affair [sic} of

the organization, and in the increasing number of organizations with which the
CASA(AS) interrelated. (p. 202) -
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Greenwood and Hinings (1976) distinguished vertical specialization as differentiation
on the basis of authority, while horizontal specialization refers to dif ferentiation on the basis of
. workflow. A ‘measure of horizontal specialization would be the number of different units within
a level of‘the organization. The number of different levels would reflect the extent to which the .
orgamzauon was verucally differentiated. The larger the number of horizontal and vertical
divisions, the greater the degree of structural complexity. | _

Slack (1983) found evidence ~ horizontal spe_cializatiou based on functional activitiesr
such as programrning and -p_la}tnin’g. As vyell, the organization was vertically specialized with the
Board of Directors at the lli'ghcst level of authority ,

Another aspect of specialization consndered by Hage (1965) WFS specialized tradinmg or
professionalization. He suggested that the greater the number of occlupauons and the longer
the period of training required, the more complex the orgamzauon (Hage, 1965, p. 294?. Slack
(1983) found that, "as the division ol‘ labour'lvgit,hln CASA(AS) became more specialized, ie.,
more committees ‘staned to appear to handle the incféased nuntber of / tasks the organization
faced, so the emphasis on professional qualifications iucreased“ (.p.‘;219). Business experienc;'r}.
became a orerequislte for invojvement in the aclministralive compouent of the org‘anization. :
wbile certification programs for officials and_coaches were ileveloped to meet detniulg_s for
increasecl standards in thescje two areas. An interesting consequence of the enhanced
specialization was noted by Slack (1983} who concludcy that: "this phextomen'on has had the
effect of increasing the efficiency of the orgamzanon but it has also lumted those who are able
" to become mvolved" (p. 221) This may be problematxc for an orgamzanon whnch depends on
| ‘volunteered participation f or so much of tts operation. |

The sec/o/ud and third dimensions iucluded in "structuring of act;vity " are formalization
. and standardization. Essentially these are coordination and control mechanisms. A;the number
of activities and tasks in an organization incteases. there is a gteater need foc integrative -
mechanisms. Thus, with ‘increased specialization it is cxpected that there will be increased
formalization and standardization. The initial step involved in measnjring these two dimensions

w}
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is identification of procedures’in an organization. A procedure is an event that occurs regularly
and is recognized or sanctioned by the organimtion (Pugh and Hickson, 1976). The degree to
' whrch a procedure is standardized is a f uncuon of the extent to whxch rule@' or def mruons cover

all circumstances and apply mvanabley (Pugh and Hickson, 1976). Four general types of -

- procedures are: decrsron-seekmg decrsron-makmg, mf ormation conveymg. and 1rnplementauon

procedures. There are three categones of formahzatlon role defi mmon mfor\mauon passmg/

P

and role perf ormance. Job descnpnons manuals of procedures and terms -of”- reference are all

examples of role defi mmon Memos and house Journals are examples of xnforrnauon passing. A

R

record of. Jole,pe‘rformanee kept by most sport orgamzamons is compemron results

/.l{ Slack (1933) descnbed the processes of. standardrzauon and formalfiauon in a

/

provmcral sport assocrauon as follows:

As the organization has grown so, too, have the number rules ingreased and
become more complex. This is evxdenced by ct that now the organization's
constitution and by-laws are nearly 30 ong and standing orders are in the region
of 100 pages. This does not includ¢ the rules necessary to run a swim meet. These also
are extensive and have grown m number and complexuy as swunmmg has becomc
more techmcal (pp 227-228) . .

The degree to whrch Tules are enforced should also be consxdered in the examination of

f orma]rzatron processes (Hage and Aiken, 1967).

f‘Concemration of authority” included- centralization and lack of autonomy. One

_ ’ ;o
.method for determining centrqli’zation is to ascertain "the last person whose assent must be -

/
obtamed before legmmate action is taken--even if others have subsequently to confirm the

decxsron (Pugh and Hickson, 1976, p. 51). A second aspect of centrahzanon is the degree of
autonomy as indicated by the number of decisions referred to other organizations such as the
 parent organx;aUOn. If most decisions are made by the upper eschelons or by the parent

2

organization, the organization is centralized .

The kind" of decision being made is an important distinction. Decisions re'garding |

scheduling of meetings are often more inocuous in terms of their overall impact on the

organization, than ones regarding financial matters. Hage and Aiken (1967) operationalized -

‘centralization as participation in decision-makin! about resource allocation and organizational

/
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policy. A second measure they used was the degree to which the position occupant tnakes
decisions regarding his or her own work. An 1mportant part of this study will be to tdenuf y the '
types of decisions that are made in the amateur sport orgamzatnon and secondly, to see how
B they arevmade or by whom they are-made. |

“Closely related to both the distribution of decision-making authority and specialization

is configuration. The span of control (horizontal di'fferentiation)_and the height_of “the

organizational hierarchy (vertical differentiation) are typical measures of configuration (Pugh c

and Hickson, 1976). A pxctora] image of an orgamzatlon s shape is often. depxcted by an-

orgamzattonal chart.

In summary, one question \yith which this study.was' concerned was to’ determine ‘the .
structural characteristics .of the Alberta Sec&on These charictenstlcs were exammed in. relatlon a
to the ldlmensmns suggested by the Aston group: specnahzauon formaltzauon standardxzauon -

centralization and configuration.

p -
C. Organizational Envi:)nments |

The second area mvestxgated in this vstudy was the nature of - a voluntary sport
orgamzanon 's envxronment Since the mid 1960’ s formal orgamzauons ‘asa study populat:on
have come to be recogmzed as open systems subject to the constraints and connngenctes of the
extemal environment. Thompson (1967) and Katz and Kahn (1966) argued for the open
systems approach to vxewxng organlzattons. The tradmonal closed system approach viewed
. organizations as autonomous -and unhindered by ‘occutances beyond their boundanes 'Ih

contrast, the open system strategy described by Thompson (1967) "shifts attcntion frotn goa1. '

achievement to sui’vival, and incorporates - uncertainty by recognizing orgamzanonal s

mterdependence with environment” (p. 13). Buckley (1967) underscored the unportance of the
environment: "that a system is open means, not simply, that it engages in mterchange W1th the

environment, but that the interchange is an essential factor unde?ly}ng_thc system's wabtlxty

(p.50). - | L -
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- The envrronment has been considered in relatron to managerial autonomy (Dill, 1958),

structunng of boundary spannmg umts (Thompson, 1967) organrz,atronal survival and

’ adaptatron (Emery and Trist, 1965 Terreberry 1968) and orgamzatxonal design (Burns and

Stalker 1961 Lawrence and Lorsch 1967; Duncan 1972 Negandhi and Reimann, 1973).

A Study of natnonal voluntary associations by Simpson and Gulley (1962) exammed the

N ways in whrch the envxronment and goals of an organization mf'luence its internal

charactenstrcs Increasmg complexity w'as hypothesized to be a consequence of the number of

’orgamzatnonal goals pursued and the number of d1f ferent constituent groups se. . Simpson

: and Gulley 5 (1962) defmmon of complexrty mcluded both internal (goals) and external

(constrtuents) eleme’nts to- descrrbe pressure Therr fi 1nd1ngs seemed to support thé proposition

- that orgamzauonal charactenstrcs relate to the goals and environmental pressures in which an

: orgamzatron operates In parttcular orgamzauons operatrng in complex srtuatrons , tended to be
- "relatrvely decentrahzed and placed _greater emphasis , on member. involvement and

g ' communication (Stmpson .and Gulley. 1962, p. 350). Simpson_and Gulley reasoned that these

mechanisms'enahled the leaders to know what the members were doing and wanted to do, and

"-vice versa.

- 'I‘hus the envrronmcnt is not only 1mportant .as a social context w1thm which

orgamzatrons exrst but as 2 determrnant of orgamzatronal structure and process. The

"elwl}ronment is lrmrtless and includes all phenomena that are external to an oowentially or

actually mfluence the populauon under study (Hawley, 1968 p. 330). As Thompson (1967 P.

/
27) suggested an everythmg else notion ‘of the environment is a resrdual one A major task

‘of orgamzatxonal environment theonsts has been to descnbe spegfrc characteristics of these

'phenomena and secondly to describe the potentral 1mpact of the environment on an

P —

‘ yescribin’gfthe environment, two dimensions that have appeared frequently are rate

of change and complexity. The central arguthent has been. that increasing rates of change and

, increasing' complexity. in an organization's environment; produce greater organizatio‘nal

-
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- uncertainty. Unce;Lainty'; refers to a lack of information about future evenfs and thus it has
consequences for organi;ational planning and decision-making (Miles, 1982, p. 15). A major
task facing all organizations is.considered to be the reduction or management of uncertainty
(Pfeffer and Salancik,v 1978). |

Child (1972, p. 3) suggested that tliree variables effecting the rate of change in an .
environment and the impact of that change on an organization are as follows: 1) frequency of
change; 2) degree of difr:erence involved at each change; and 3) the variability or pattern of |
change. Rate of change is of ten described using the terms stable and dynamic to reflect low and
high change conditions.

For profit organizations, 'operaiional measures of environmental stability might‘include .
shifts }nv consumer demands or tec ogical i‘nnovation, such as those recently experienced in
the micro-computef industry. Fo?::::rm\rygmugs shifts in membcrshif) opinion or ch:linging
- priorities of fundm&agencxes are examples of environmental change One method of measuring
unpred:ctable change in the environment would be a retrospectlve Cc;mpanson of "records of
long-range orga_nizational plans to what was realized” (Miles, 1982, p. 228).

The second, dimension used to describe the‘orgzinizational envifonment is complexity.
‘Cofnplexity is a function (;f : 1) the disparity among relevant environmental activities; and 2)
the number of these different activities (J urkbvich, 1974, p. 381). Complexity ranges from
sir;lple to’mx. cher terms used to describe this dimeﬁsion are homogeneit.y and“
heterogeneity (cf. .‘}‘I'hompsgn. 1")674; Duncan, 1972). .-

_An enviréinment that is cdr’npléx is characterized by a lafge number of different sectors

or features that are i_mportam for organizational survival (Miles, 1982). In the case c’

" voluntary organizations, this could be measured by the various categories of membership and

the extent to which different non-member sectors, for example government, were relevant to
the organization's operations. . , | |

" A third aspect of cdmplexity is variability, which Child (1972) posited wouid determine

the extent to which environmental cbmplexity leads to organizational uncertainty. Child (1972)
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descnbed the lmk between complexnty and uncertamty. stating that the greater the degree of
complexrty, "the more perf usion of relevant environmental mformatron is likely to be
experienced by orgamzanonal decision makers" (p. 3). /c

Thus, both fate of change and complexity are important dimensions for understanding

~ the environmental context within which an organization exists. Although it would be simpler to

discuss ‘an organiza_ti'onf's environment as uniform, that is, uniformly dynamic and complex,

every organization faces multiple environmental aspects with drsparate ranges (Mintzberg,

‘1983) For example the members of a provincial sport -association may demand srmllar Servrces_

each year, 1 semmg a fairly stable element of the environment. At the same time however
the provincial governno V;nay alter its funding requxrements year to year affecting the
orgamzauon s budgetary pians Therefore, an environment may be stable but complex or, one

)
part of an organization's environment may be,dynamrc whrle the rest is relatively stable.

_ Analysis of the Environment

-

Analysis of an organization's environmeni require that it be segmented into specific
content areas (Gillespie and Perry, 1975). Hall's (1982) distinction between specific and
general environmenr_s provides a useful model for identifying content areas. The specific’ ™
environmen_t refers to other organizations, individuals and groupe directly: interacting y{ith"lr.he‘
,focal organizations and having immediate relevance. The general egv{ironmem.is comprised of
seven conditions which have potential relevance for a focal organi;lation. These conditions or
coritent areas include: 1) technoiogY; 2) law; 3) politics; 4) economics; 5) demographics; 6)
ecology; and 7) culture, Hall's (1982) scheme can be applied to the analysis of yoluntary sport
organization 'e environments. For example, all voluntary sport groups have been affected by the
increased role of government in sport (Broom and Baka, 1978). A change in government could
drastrcally alter that rolep The current economic situation may be affectmg voluntary sport

group 's ability to garner financial and human resources. As Hall (1982) noted, "in periods of

economic distress, an organization is likely to cut back or eliminate those programs it feels are
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least important 10'its overall goals” (p. 230). The impact of technological developments in the
area of coaching may challenge a voluntary sport group's system of training and developing
athletes. How quickly coaching'innovations are adopted and implemented, could in turn affect
performances at the international level. A further erample of technological condition that

affected the development of amateur swirriming in Alberta was the building of standard length

(A

indoor swimming pools (Slack, 1983).
Thus, while other individuals, groups and organizations may comprise a significant

portion of the.environment as discussed below, broader forces, such as the political climate, the: K

~economy or the cultural mileu, must be included in.the analysis of an, organization's

“

environmient. In this study, the general environment of the AlberLa Section will be examined in
relation to Hall s seven condluons Further analysis will focus on the specrf ic environment, or
the mterorgamzauonal relauonshlps of the Alberta Secuon
Interorganizational Environments

Perrow ( 19”L contended that "to any organization, the most 1mportam segment of the

envxronment is other orgamzauons pamcularly ofganizations of competitors and customers”

-(p. 97). Since organ_nzauons cannot generate internally all ‘the resources and services they nwd.

.organizations irrreract with "ogher organizations (Aldrich. 1979). As well, interactions have been

. conceptualized as strategies that an organization uses to manage its environment, for example,

_cooptation, joint, ventures and:formal contracts. Thus, the nature and pattern of these

interactions is an important are_a‘of organizational research.

+

The three basicAforms of interor_ganizational relationships are the dyad, the set and the
network - (Hall, 1982). The dyadic relationship is the simplist form involving a single pair of

interacting organizations. The interorganizational set relationship includes all interactions of
. v
one particular organization (Evan, 1966). Essentially, the set is an aggregation of pair-wise or
3 -

dyadic relations. An interorganizational network is more extensive, includirg all organizations

and their linkages within a r)opulation of organization’sﬂ (‘Varr de Ven and Ferry, 1980).
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Since the unit of . analysis in this study was a siﬁgle orgahization, the form of
interorganizational relationships examined was the set. Aldrich (1979) suggested that members
comprising the organizational set can. be identified by ex;mining "(1) resource flows, whether
of information, goods, services, or other resources, and (2) cbntact between boundary roles of
the focal organization and others”™ (p. 280). Strictly speaking, organiiations doy‘ not interact

~with’othc:r organizations, individuals'-within them interact on behalf of the organization
’I‘herefore members of the Alberta Section interviewed for this study were asked to identify
| other mdxvxduals groups and organizations with whom they interacted as part of their role
posmon on the Executive Committee. ©

" The analysis of interorganizational relationships has predominantly focused on two

perspectives: exchange and power-dependency (Schmidt and Kochan, 1977). Both perspectives

concern processes whereby resdurces flow between organizations. However, the former conotes
a mutually contingent transaction involving equal value given for .value received (Emersoh,‘
1976). Aldrich (1979) noted that the term exchange describes processes of -"normal”
mterdepcndenmes between orgamzations Levine and White (1961) dlsungmshed cxchange
transactions as voluntary activity and not involving coercion or dorbmauon
An inbalanced trapsaction, favouring one party over others andvleading to dependence

of some organizations on others, is the result of differential control over.scarce resources
~ (Aldrich, 1979). A - condition of dépendence has potential impact on the “dependent
organization's functionning. The most oﬁvioué example of this is when an organization depends -
on others for its raw materials. An im'portant‘example of resource dependence was. provided by
Slack- (1983) .in a description of - the interaction between a sport organization and the
government:

" Over* the past twenty years changes in political'conditidns. specifically increasing

government involvement in sport, have continued to affect the development of the

CASA(AS). Since the issuing of Bill C131, The Fitness and Amateur Sport Act, both

the federal and provincial governments have become more heavily .involved in sport.

With this greater involvement has come an increased number of ‘funds for programs,

subsidization of administrative help and athlete assistance. Although this type of help

has greatly assisted the CASA(AS) it has also creatéd for them a resource dependency;
particularly with the provincial government. The development of the CASA(AS) has
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consequently been somewhat tied to the program priorities of government agencies.
(pp. 288-289) _ . o

Aldrich (1979) and Burt (1977) theorized that an organization's control over resources

'

is a basis of power in particular rélatior}ships. 'I"his notion in baﬁcd. on'Emerson's (1962) work,
which views power as residing implicitely in another's dependency. Aéain. S_}a'ck's_ (1983) case
study provides a useful illustration of power dependehcy cmelrgiﬁg f rom a resource dependencw
situation: n |

. The public purse provxdes the f unds to the CASA(AS) who in turn provides services to
the public. A more critical analysis of this type of dyadic rclauonshxp would suggest
that, rather than.an exchange type of relationship, what is being built is .a power
dependency. Essentially this may be taken to mean that the government prov:dcs
resources that are vital to:-the CASA(AS) but the reverse is not true, i.e., the
government would not suffer great pressure if opportunities for competitive swimming
were withdrawn in the province. Consequently, the government holds a position of
power over the voluntary-sport ¢rganizations. Some would suggest that government is
able to. use this power to cmphasxze their priorities in sport at the expense of those of
the voluntary sport orgamzauons (p. 295)

r There are scvera'l methods for analyzing interorganizational relationships in the
organization set. Four bipartite difnensions suggested by Marrett (1971) and Aldrich (1979) for
analyzmg the -structure of lmkages bctween organizations are formahzatxon intensity,
reciprocity and standardxzauon

Formahzauon refers to’ the extem to which the requlrements and charactensues of
sxtuatxons are explxcxt (Marrett 1971 p. 89). "Agreement formalization” indicates the extent
to which transactions are either legislatively. or administratively sanctioned by the parties
involved. "Structural formalization” is. the extent to which a coordinating mechanism, . an
intermediary, operates between two Or more organizations. Sport councils, such as the
International Olympic Committee, are one example of organizational mediators

The kind and amount of involvement demanded of mteracung orgamzauons reflects the
' intensity of -a relationship. The size of the Tesource investment is one mdxcator and the
frequency of interaction, or amount of contact between organizations, is a second _measure of

intensity. Aldrich (1979) posited that "formalization between agencies leads to more ff_equént o

interaction, and frequent interaction is likely to lead to further efforts toward formalizing -
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relations” (p. 275).

Reciprocity refers to the fldw. or direction of exchange between organizations and
reflects the degree to Wthh there is mutual exchange of elements, such as resources or
mformatron Another approach to recrprocrty is the extent to which the terms of the exchange
are mutually reached. A factor that affects recrprocrty, is the extent to'which one orgamzatlon
dominates the relationship (Aldrrch. 1979).

The four‘th dimension of interorganizational analysié is standardization. The extent'to
which units of exchange are clearly delineate'd is indicative .of "unit standardization”. Clear
delination of rules and prdcedures for exchange is indicative of "procedural standardization”.
Standardization diff' ers f rom formalization in that the existence of official agreement does not
necessitate explicilhess insofar as details ate concerned' (Marrctr, 1971). 'However, structural
f ormalization may necessiu;te standardization. ’

Marrett (1971) hy‘pothesized that certain dimeneions would be more influential in the
interaction process. In;particula.r, she proposed that the larger the size of the resource
investment, the greater the lihelihood of a highly formalized and standardized relationship. The
kind of investment and commitment required of this type of situation, led her to conclude that
it would oecur less often than reiations characterized by low formality, standardization gnd
intensity. In-a study of organizations concerned with-ﬁroblem youth, Hall et al. (1977) f ound.
the greatést proportion (74%) of interrelationships to have a voluntary, ad-hpc type, basis.
Legally mandated and forrha'l‘ized' relationships followed at 15% and 11% respectively. These
findings would seem 10 support Marrett's contention regarding normative interorganizational

. relationships. o . ' : C e

Using the four dimensions described above,.the t;'pical transactions and relations that
existed between members comprising the organizatiorral‘ set of the Alberta Section were
ex’arnined: Thus, the\nature of the Alberta Seetion ‘é en;vironment was invest_igated firstly by
examining general conditions impacting on the qrganization and secondly, by analyzing the

interorganizational relationships of that organization.
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D. Envir’pnment and the Organizaﬁonal Structure

The final questig;?’c.jealt with in this study was how environmental factors related to
st‘ructura.l characteristics of the volunteer sport organization. In prder‘to exgmine this link, tw;)
areas need to be considered: a) how does the environ‘mem become known to the orgapizg.{ion,
and b) how does the organ.ization cope with or manage that enviroiment. In part, the |
environment becomes known;ithrough the organization's choice of activity. Levine and White
(1961) introduced the concept of "domain choice” to describe the strategic‘ choiceyof an
organization fs environment. "An organization's domain consists of those activities it intends to
pursue” (Miles, 1982, p. 25). The domain also implies decisions regarding the location of the
h orga'nization and the type of clientele to be served. For example., the domain of an amateur
sport group rhight include a;livities relating to the training and development, performance and
competition, of amateur athletes, coaches, officials, administrators, and so for;h. involved in a
parj.icular éport_ discipline. In terms of location, a provincial level organ’izaﬁon would serve a
much narrower geographic domain than a natlonal or mternauonal sport group. By choosmg a
domain, an orgamzauon lxmlts its involvement to varying degrees

Starbuck (1976) contended that organizations choose amorig alternative environments
and thenﬁ select aspects with which it will deal. As well as processes of pe;ception. attention and
interpretation, thc; épa;tméﬁt or choice of environment is influenced by "organizationél
structures,  inf ormation systems, and the distribution of power and control within- the
"o_rganization" (Pféffcr and Saiancik. 1978, p. 260). Child (1972) has argued that perceptions
" and actions of those in power and con‘ti'ol positions strongly inﬁuence organizational responses
to the environment: "the critical link lies in the decision-maker's evaluation of the
organization's positiof in the environmental areas they regard as im;:;ortant. an_d'in the action
they may consé:quently take about its internal su'uctur'e" .(p. 10). Although an organization's
decxsmn makers play a crumal role orgamzanon s rarely choose thcu' domam or their
environment umlaterally (Thompson, 1967, p. 29). Thus, the issue of how the cnvxronmcnt

becomes known to the organization cannot, be answered simply. Consaderauon must be given to.
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perceptions émd interpretations of decision makers, as _\&ell as processés of pbwer and coﬁtrol.

Hall (1982) suggested that "organizational responses to environmental pressures are not

sutomatic nor necessarily rati\onal" (p. 221). Nevertheless, several strategies for coping with or.
rnanaging organization environments have been identified. The major purposes of su;h
strategies are to secure scarce resources and/or decrease environmt_:ntal uncertainties.

Altering internal structures to morp closely conform to environmental features and
dér'nands is one_mechanism proposed by the contingency model. Pérrow (1979) suggested that
organizarions attempt to cope with their gnviroumént by "setu'ngQup rules and positions which
can make rt possible to‘ deal wit.h-‘the environment on a routine, predictable basis” (p. 55).

A secpnd methbd_ discussedl 'préviously, is domain choice. Organizational growth is a
further option for deahng wrth scarcnty of resources and uncertainty. Growth may occur as a
result of expansion within the same domam or into new domains. Pfeffer (1972) suggested ‘that

"if a firm is too. dependcm upon a portion of the environment for absorbing its output, it may
diversify into other product or service areas, and rhercby hopémy reduce its dependence on
the portions of the envrronment wrth whxch it previously dealt” (p. 384). Volunteer
orgamzauons may choose to increase their membershlp by easing entry or participation
requirements. By u'ghtg:n'ing Tequirements, organizational growth can also be ach_icved. For
example, sport organizations often require athletes to be}ong to'a club or provincial _sssociation
in order to participate in competitions. ‘

. Expansion into new domla'ins was evidenced inA‘Sills' (1957) study of an American
voluntary organization. Si}ls (1957) predicted that rhe or’ganizatidn would turn to new(progranrs
once its original objectives had been accomplished, that is, once irs input (need) no longer
existed. Child and Kieser (1981) uuted that - "'diversif ication among nonbusiness
orgamzauons .provides a means of secunng additional support from the pubhc (p 33) For

example groups which benefrt only one province are less likely to receive fedcral support than

groups organized on a national level.
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Establishing mterorgamzatronal relauonshrps isaf urther process used to mfluence the
nature of the environment. Pfeffer and Salancik, (1982) suggested that "organizations attempt
to. establish linkages with elements,m their envu'onmem and use rhese linkages to access
resources, to stabilize outcomes, and to avert environmental control” 'Y(p. 144). ‘Along with the
types of relationships discussed previously, i.e."." f ormalized. another linkage that is particularly
relevam to non-profi it orgamzauons is cooptation. Perrow (1970) descnbed cooptation as a way
of mmrmrz.mg threats from the environment: . "the orgamzauon coopts or brings mto the
orgamzauon leaders from the environment who then will have some say in the orgamzauon s
policies” (p. 113). This method is often practised by voluntary and service type orgamzatrons
who appoint prominant citizens to their boards - (Perrow, 1979). Tho_mpson and McEwan .
(1958)' cautioned that strategies may themselves place limits on linilateral or arbirrary decisions
that an organization can make. In Selznick's (1949) case stqu of Lhe Tennessee Valley
Authorrty, a disadvantage of cooptation that surfaced was the alterarron of the orgamzauon 's
original obJecnves through the influence of the coopted members Of course, alteration or
redirection p_rovrded by new members from outside the orgamzatron. can have positive as well -
as negative affects on that _organémtion'. . . |

A further strategy suégested by Weick (.1976).involves.the "loose Acouplirx'g" of an
orgamzatron s structure so that it is more sensmve and adaptable to the envrronmem This
concept is based on the belief that if the parts of an organization are more mdependent they
will be able to know their own environment better and can adjust without affecting the whole | :
system. | ' |

TTfus, although organizations are influenced by their errvirorrmerit, tlrey can employf-
strategies for reducing uncertainty and managing environmental contirrge_rrcies. Starbuck (1976)_'
went as fz_ar as to srrggest that organizations "shape” their environments. Bealiry probably lies |
somewhere between the reactive perspective and the proactive perspective.

- The relationship between external forces and internal characteristics of ‘the volunteer

sport organization will be examined in this study through the jdentificafion of mechanisms

-
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employed to cope with or manage environmental contingencies. In order to do this it will be
~~necessary to develop an historical perspective. Therefore, the history of the organization under

study will be analyzed from the viewpoint of determining changes .in structural characteristics

[
i

and factors relating to those changes.



II1. METHODS AND PROCEDURES

A. Development of the Research Problem

The development of the research problem involved a series of interrelated and

overlapping processes. Beginning with a general interest in the administration of amateur sport,

the literature on organizational analysis was reviewed. This' preliminary phase narrowed the

focus of attention to the subject of organizational environments and their impact on the
_ . ]
function and behavior of amateur sport organizations.

A further consequence of the preliminary review, was the decision to undertake an

essentially qualitative research approach. This decision was based on two factors:
. Y .

-

1. There is a dearth of research ahd_information‘about the day to day operations of @amateur

sport organizations. Thus, collection of qualitative data is important and should include”

-

detailed descriptions of people, places and events, providing a depth of understanding.

2. There appears to be an increasing distrust and scepticism among drganizational -observers

on "the ability of conventional data collection techniques to produce data that do not
distort, do violence to, or otherwise falsely portray the phenomen‘on such methods .

reveal” (Van Maanen 1979, p. 522). Mmtzberg (1979) has contended that orgamzatmnal

behavior is best understood in context measunng in real organlzatxonal terms means

measuring thmgs that really happen in organizations, as they expenence them" (p. 586)
Otherwise, the researcher rxsks vnolatmg the organu.auon by forcmg it mto ,abstract

~ categories that have nothmg to do thh how it f uncnons (Mmtzberg. 1979 P. 586)

Research methodologxes which seek to descnbe and understand a phenomena’ in al] its- |

¥

complexity, as opposed to predef ining variables and their relauonshrps, are an 1mportant stage ’

e
in the development of theory. The concepts and methodologles used in the quahtatwe research

-approach? were thus well suited to the aims. of this study.

L N L

* The writer has chosen to. use the words "qualitative research™ as an umbrella
P

~ term. ‘Bogdan and Biklen (1982) s. gested using this term to refer to several - =,

. Tesearch strategies that share certain characteristics. Thus, qualitative research mcludes .

terms such as field work, naturalistic, descnpnve. ethnographic and case study

2




-; (l;aining-Entry o
| The next stage of the study was to gain entrar_rce into the organization.'Eésentially this
involved obtaining pennissron to do research 'on the‘Avlberlta‘ Section from- the individual or ’
_individuals responsible for matters. In order to dete‘rmi_n@ to approach the Alberta Section,
the researcher conferred with Sleck who,ha;i worked as a planrling consult,gllt for the Albertd
__Section a vfetn months previously. Schatzman and Strauss :(1973)_—su_ggest_ed that certain
information must be gathered m preparation f or _negot_iatr:ng entry. Soecif ically, theyn
recommended finding out who to approach in the organization and how to{p;ro}:h‘them. This
: im.plies, gaining information of the "rderttities —and power al-i'gnmeuts of the prrn'cipals at the
- site” (Schatz.rnan and Strauss, 1973, p. 19). In this study, Slack contacted the Executive
Director of the Alberta Section who suggested that a written request outlining the proposed -
study ‘should be eent to the Chainnan' of the Section. After the letter was sent, a follow-up
telephone call was made to determine the status of the request. The Executive Committee of the
Section had met ahd discussed the proposal: and permission was grahted Ty—rxically," the
| researcher will work through the hxerarchy of an organization to gain entry. however "once
authonzatnon 1s gained, the researcher symbolrcally drsengages htmself from the leadership in |
order to establish hlS mdependence (Schatzman and Strauss, 1973 p 20)

_ In order to identify. the unportant questrons and to become farmhar with the
organization, the researcher met with 'the Executrve Director on t-v{o initial occassrqns to drscuss

the general topic area of the 'stu_('iy and acquire written materials about the A_lberta_SeCtion (i.e.,

‘newsletters, minutes, reports, Rulebook, constitution and by-laws).

B. Research Methodology and Instrumentation

| With regard to the appropriate selection and application of methods, Schatzman and

° '

Strauss (1973) suggested that: .

A method of inquiry is adequate when its operations are logrcaHy consistent with the

questions betng asked; when it adapts to the special characteristics of the thing or

event being’ examined; and when its operations provide information, evidence, and
* even simply perspective-that bear upon the questrons posed. (p. 8) .

.
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In this study, the primary strategies used to collect the data fell into three major groupmgs
observation, document analysis and interviewing. Although three different methods were
.employed, boundaries between these methods were not distinct. As McCall and. Simrnons (1969) |
noted in a discussion of just one of these methods:

~

It is probably misleading to regard participant observation ‘as a single ‘method...[it]
involves some amount of genuine social interaction in the field with the subjects of the
study, some direct observation of relevant events, some formal and a great-deal of
informal interviewing, some systematic counting, some collection of documents and
artifacts, and open-endedness in the directions the study takes. (p. 1)

with Teséarch eni"ploying prirnari}y. quantitative techniques qualitative research is
. concernmhshmg the trustworthmess of the information gathered and the
‘ mterpretations that are drawn Guba and Lincoln (1981 p. 104) argued that the terms
credibility and auditability be substituted for the saentifcally onented e s validity and
reliability. One method of establishing credibility is tnangulation Triangulation is a strategy
whereby a combination of two or more methods are used to study the same phenomenon. Such
an approach was taken in this study, the three methods being observation “document ana1y51s
and interviewing. The basic assumption of triangulation- is that the weaknesses ‘of each single
method are counterbalanced by the strengths of 'another method (Jick, 1979, p. 604). That
different methods could lead to different results.'rna); not be negative. The researcher must
reconcile these differences and, in so doing, it may lead to a. better, explanation. 'i.e.. by
' uncovermg unexpected or unseen factors (J 1ck 1979) i
Auditabihty or replicability should be Judged by competent outsxders who rev:ew the'
data ‘collection- and analysxs procedures on the basis of documentauon developed dunng the
' prOJect (Guba and Lincoln, 1981, p. 186) The documentation for this study is the resultant
the51§ which wxll be judged by a panel of academicians. However ‘as noted by Sieber (1976), an
empha51s on reliabihty or auditability wﬂ] on]y undermme that unique function” (p 1) of
fieldwork. 'I’hat umque function is "to uncover a diversmrof -relevant Tesponses whether or not

they were anticipated by the mQuirer (Merton, Fiske and Kendall 1956 PP. 12 -13). Smularly,

the extent to which results are generalizable is limited sifice the purpose of qualitative research
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-is to gather in-depth understanding of a phcnomenon reflected in a relatively small group
setting and not to predict (Miller, 1982). Therefore, in this study, the findings were specific to

the Alberta Sec}ion and were,'not generalizable to other amateur sport organizations.

Observation
Katz {1953) suggested a major advantage of field research is "the opportunity for the
dlrect observatlon of m£craclwn .and social relationships” (p. 81) as opposed to drawing
’ mf erences fr\iﬁ“the subject's recall of events and processes. Oﬁservauon is also advantageous as
a means of checkmg for accuracy of data collected verbally, i.e., through interviews
(Richard yn—Débrenéend Klein, 1965). Observation is "purposeful and selective watching,
counting, hster;'xng t0, or even: smellmg of objects or phenomena as they take place”
(Richardson et al., 1965, p. 9).
Observation was used in this study; however, its role was limited. As an organization
\;\run mostly by volunteer admlmstrators the operations of the Albcrta Section are carried on
/throughout the province, wherever these members live. The Executive Committee meets four to
/ f1ve Umes a year and only under. special cucumstancgs would the majority of members be
physically located at one site, eg., the Annual General Meeting (AGM). Thus, to get at the ’
’ "dajly life” of the organization and the people belonging to that oréanié@on, was not possible
in “the traditional sense of extensive observation. Therefore, obéervétion was_used in tﬁe,
following situationsh: ‘1) duﬁﬁg -‘,the Tesearcher's visits to the Alberta Sectio}l office; 2) during
interviews with seiected Alberta Section members; 3) during a Alberta Section Executive
Committee meeting; and 4) during the Alberta Section 1983 AGM. 'I'he‘ latter two events
occurred in Red Deer, Alberta on April 30 and May 1, 1983. The researcher attended for the
duration of each meeﬁng. As well, there were several opportunities to mpct"informally with the
participants over ‘the course of the two days, i.e., during breaks, 6ver lunch, and at evening

"socials". Since all but one of the formal interviews were completed prior 1o the meetings, there

was an opportunity to informally interview some of these same individuals to elicit their



reactions and interpretations of events that occurred.

In every circumstance, the researcher's identity 'and general purpose was known. A
disadvantage of observation is that the observer's presence may influence, alter, or prevent
certain behavior from occurring. Over time this influence should diminish (Richardson et al.,
1965).

- g

Information agsmg from observations, was collected in the form of fleld notes.
Schwartz -and Jacobs (\1979) suggested that field notes be as literal as possible, avoiding
interpretations and theories. Notes were taken either during or directly following the
‘observatidn period depenziing upon which method was least obtrusive.

Document Analysis

Schatzman and Strauss (1973) described - the use of secondary sotirces or written
documents ets “equiualent to making critical, careful observations of the situations throughl
instruments devised by others” (p. 14). Written documents are often the oxtly s_ource of certain
kinds of information, such as statistical records, dates, nantes,l policies and rules, particularly
in the case of historical information. As well, documents are a means whereby the researcher
can become familiar with the unit of study, its language, and structure. Documents can also be
used to corroborate data collected by other means. However, documents are only as accurate as
their compilers and can be misleading (Ricltardson et al., 1965). Angell and Freedman (1953)
suggested that validity be established by kttowing the contcxt in which the document was
written, i.e., its purpose, was it meeting minutes or pro:notiona'l.material.

A number of official and unofficial documents were used in this study Some ylclded
data while others provided an orientation to the subject matter. The types of documents used
included the following:

CFSA;‘publi.cation;s
- Alberta Section public;'atibns

Alberta Section' minutes

\
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Alberta Section reports
Internal memos and communications
External communications/newsreleases
Aliberta Section records and files
CFSA and Alberta Section Constitution and By-Laws
CFSA Of ficial Rﬁlebook
Most of these ma.terials were located in rthe Pro_vincial Archives of Alberta. Other materials
located irl the Alberta Section office were supplied by the Executive Director upon request. As
well, a number of tﬁe h;dividuals interviewed provided written materia}s to the researcher.

Documents chronicling the history of the Alberta Section, since it was formed in.1969, were

collected.

Interviewing

T

The dominant method of data collection for this study was the interview. Kahn and _

Cannell (1957) defined the interview a$ a "specialized pattern of verbal interaction- -initiated
for a specif ic purpose, and focused on some specific content area, with consequent elimination

of extraneous material™ (p. 16).

Interviews vary in the degree to which they are structured. In an extremely structured.

interview, the content is rigidly controlled by the interviewer (Bogdan and Biklen, 1982). This
form assumes that the interviewer already knows what it is the interview is designed to uncover
(Sc'_hwartz and Jacobs, 1979). At the opposite extreme, the unstructured interview, the
respondent plays a major role in defining .ithe content area of the interview and hense the
direction the study will take. Bogdan and Biklen (1982) related the stages of research to changes
in the type of interview employed:
At the beginning of the project, for example, it might be important to use the more
free-flowing, exploratory interview because your purpose at that point is to get a
general understanding of a range of perspectives on a topic. After the investigatory
work has been done, you may want to structure interviews more in order to get
comparable data across a larger sample or to focus on pamcular topics that emerged
dunng the preliminary interviews. (p. 136)

J
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-1 this study, the initial exploratory stage included informal, unstructured rheetings with the
Executive Director. Following this, a structured interview schedule was designed. Although the

schedule was structured to focus on certain topics, the questions were open-ended.

C. Designing Ehe Interview Schedule

Hari Das (1983) aptly noted that "the results of interviews are as good as the questions
asked” (p. 309). Hov&ever, developing goo'd, open-ended, neutral and clear questions is
difficult. Guba and Lincoln (1981) c;utlined a number of considerations for framing and
contructing questions:

1. Is this question necessary? How will the response be used? Analyzed?

2. Does this question cover the topic? Are other additional questions necessary?

3. How will this question be interpreted? Does the interviewer need other facts concerning the
matter before the answer will make sense? Does the interviewer need or want knowledge of
the respondent's attidue (preferences, values, beliefs) on the matter: If so, ought one to
probe the content, intensity, stability, or depth of those attitudes, values, feelings? What
dimensions would be valuable to have?

4. Do the respondents have the information to answer the question? Has the interviewer
allowed for differences? How reliable would the interviewer expect the responses to be?

5. How valid overall does the interviewer expect the answer to be? Is the question leading? Is

- it framed in value-neutral terms? Is it part of a response set? Is the response likely to be

“.adequate? Will the respondent be willing to give the information? Under what

circumstances? What assumptions are iimplicit in the question? what is taken for granted
by the interviewer? What are possible frames of reference for the question? (p.177)

These’ consid‘era'tions were applied to qﬁestiqns included -in the interview sct;“ﬁ}xle.
Questions were dcvelopéd.oui ‘of the three sub-problem areas of the study as outlined in
‘Chapter 1. lIlems on orgaﬁiiational structure were devised from the basic constructs of the
Aéion instrument’.‘ Items on both the general and specific (interorganizational) environment
were devised from the wfitings of Hall (1982), Marrett (1971) and Aldrich (1979), and from
the instrument used by Hall et_al. (1977) to examine patterns of interorganizational
}e}atioﬁsﬁibé.

P_reliminary drafts of the quésu'onnaire were submitted Ato individual® - judges

knowledgeable in the areas of organizational theory, volunteer organizations and research
. ) -

‘ The original Aston instrument was kindly made ‘available to the researcher by a
member of that group, Professor C.R. Hinings, currently at the University of
Alberta.
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methodologies. Their input as to the clarity and appropriateness of each question was used to
revise the interview schedule into its final form.

The schedule was designed to permit a flexible but fluid format (Guba and Lincoln,

1981). Questions were ordered based on logical transitions from item to item rather than

exhausting all aspects of a sub-problem in sequence. Although some Questions were conducive

to yes/no types of response, all questions were essentially open-ended. Three particular

questions, 34, 36 and 42, were of a "forced choice” type and used a five-point Likert sca]e '

Two reasons for domg this were to give the respondems a reference point, and secondly, to
provide some quanufxable measure for comparxson across interviews for those pamcular

questions. However, this tactic was taken-with the belief that "respondents virtually always will

insist on explaining why they chose one alternative rather than another, or explain why they

cannot" (Schatzman and Strauss, 1973, p. 72).
The final edition of the interview schedule was as foliows:
. Executive Commlttee Intervnew Schedule

1. What is your position on the Executive Committee of the Alberta Section?

2. How long have you held this position? ‘

3. Could you explain how and why you became involved in the adrmmstrauon of figure

skating?'

4. Do you have any special qualifications or skills which assist you in fulfi 1lhng the posmon"
Does the Alberta Section provide any training opportunmes for committee members? (if
yes) Have you taken this _ ? (if yes) Did it help you in your position?

6. Have you held any other - positions on the Executive Committee of this or some other

Section of the CFSA? : .

7. Have you held any positions on the CFSA 's Board of Duectors"

8. Could you tell me when the office of __ was created?

9. Do you know the reason for this posmon being put into place?

10., Would you describe the activities or tasks you perform as __? ,

11. How were you made aware of these tasks, for example, is there a job description? *

12. Do you perform any tasks that are part of your overall Executive Committee
responsibilities, but which are not specifically related to your position as __?

13. Do any of your __ tasks overlap or combine with other individual's roles?

14, How many hours a week do you spend on Executive Commmee busmess" Does this vary
throughout the year?

15. How much of this time relates specifically to your position as __?

16. Are there any written documents to which you can’ refer about ‘your position and about
other aspects of the administration of skating?

17. Have you referred to them? (if no) Why not?
(if yes) What kinds of information do these documents give?

18. To what extent are the activities you undertake governed by rules and procedures?

19. How strictly are the rules and regulations of the Alberta Section enforwd" ]

W



20.
21.
22.

23.
24,
© 25,
26.
27.

28’
29.

Do oo o

36.
37.
38.
39.

.41,

42,
43.

45,

30..
31.
32.
33.
- 34,
35.

36

In your opinion, what is the purpose of the "Of f icial Rulebon'"’

How are new rules added and old ones changed or removed from the"Official Rulebook "7
Are there any special forms that you usé to carry out your role as _, for example, special
reporting forms or attendance sheets? (if yes) Who designed these for orms" ,

Do you report to anyone in the Section regarding your Executivé Committee
responsibilities? (if yes) How often do you report and what do you report?

Do you Teport to anyone in the CFSA? .

Does anyone in the Section report directly to you? (if yes) How many? . -

If the Section Chairman wanted to convey official information, for example, a new policy.
regarding testing, to the skaters, what process would_he follow?

If a skater wanted to appeal an Executive Committee decision, what steps would he or she
take?

What steps would a skater take in order to appeal 4 CFSA Board decision?

How many figure skating meetings do you attend each year? How are these divided
between Executive Committee meetings and other meetings, for example, AGM's?

Who decides the number of Executive Committee meetings and when these will be held?
Who sets the agenda for Executive Committee meetings?

Who prepares the budget or allocation of Section monies?

If there are unbudgeted or unallocated monies, who decides how these will be spent? -

Who determines what sumimer schools will be sanctioned?

How are decisions made regarding the hosting and sanctioning of competitions at

the club level o .

the interclub level

the zone or regional level

the sectional level

the divisional level

the national level .

the international level

What decisions do you make in regard to your position?

x

‘How do you know when to make a decision or when to refer to someone else?

Once a decision is made, how and to whom is that information conveyed?

Are some types of decisions written down more than others, for example, “those pertaining
to financial matters? '
I am interested in the amount of influence various member groups have in the development °
of rules, policies and procedures in the Alberta Section. On a five point scale where one

equals "little or no influence” and five equals "a great deal of influence”, could you place

each of the following.groups?
a. exécutive committee members
b. coaches.
. parents
d. figure skaters
e. club executive members
f. CFSA Board of Directors

What are the major organizations, groups or individuals within and outside of the

Executive Committee,. that you had contact with during the past year?

Could you explain the reasons why you contadted _? )

To what extent have the terms of the relauonslup‘between you and __ been explicitly
verbalized?

. To what extent have the terms of the relationship between you and __ been written down in

detail?
During the past 6 months how frequently have you communicated or been in contact with
_?
How are most of the contacts made, e.g., face to face, telephone written communication TN

“etc.? , (
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47. On a five point scale where one equals "not important” and five equals "very important”,
could you estimate the importance of these other organizations you identified, for the
Section to accomplish its goals and objectives?

48. In which geographic areas of the province is skating the strongest?

49. What is the reason for these areas being stronger?

50. Since your involvement in figure skating began, what outside factors or inf luences, such as
the economic or political climate, have affected figure skating?

51. In what ways has the Section office at the Percy Page Centre affected skating in this
province?

D. Selection of Sample and Administration of Inteview
Guba and Lincoln (1981) suggested that "f;spondents are usually selected because of
their special characteristics that is, they have special knowledge of, or familiarity with, the

situation, they have information (or are likely to have) to which others are not privy, they-have

special status.of some sort, or they are one of a kind" (p. 166). In this study, the majority of .

respondents were purposively selected from the 1982-83 Executive Committee membership.
Luschen (1981) suggested that interviewing executives of sport organizations is valid "because
the executives of an organization intimately involved in everyday procedures and often

displaying a high degree of identity, notably with volumafy organizations, will have valuable

insights” (p. 318). Of the 21' members of the i982-83 Executive Cémmittee, 12 were §c1ectcd to

be interviewed. The remairing two :rcsponden.t‘s included the Executive Director and an
individual who was no longer active on the Executive Committee, but who had beeh intimitely
involved in the Alberta Section duriné its formative years. The study was mainly concerned
with the present situation and although historical and developmental informa'tio.n‘ v;/as
considered relevant, it was not a’ signif icant enough focus to require interviewing several f ormer
members of the Executive Committee. \

A list of names, positioh titles, addresses and telephone numbers of the Executive
comrm'ttee. was obtained fro;n the Exécutive Director. The primary method for selecting
respondents was based on the breakdown of committee membership in the Alberta Mon
Constitution and By-Laws, Article V. According to that docuﬁxent. the Executive Committee is

divided into the following four groups:
- . _ .-

%
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1. Five elected executive ‘members (Chairman, .Past-Chairman, two Vice-Chairmen,
Secretary/Treasurer).
2. Eight zone and regional directors (Calgary, Edmonton, Central, Northeast, Northwest,
Southern, Peace River and N.W.T. Region).
3. Four committee chairmen (Judges, NST, Accounts, Skaters Development).
‘4, Four standing corﬁmittee representatives (Public Relations, Winter Games, Singles _
Serhinar, Precision Skating).
Four executive members (1.‘ above) were selected and three of ‘thc committee chairmen
(3. above). Two of the standing committee representatives (4. above), and three zone directors
(2. above) were selected. Accessibility and representativeness wer'e ihe major factors used to
choose within the four groupings described above. | -

Respondents were telephoned to request their participation M’ If the

rgspondem agreed to participate, a convenient time and place for the interview wac ~rranged.
Respondents were immediately sent a letter specifying the tim::, date and.location -t been
agrceq upon. Thi; letter also included pho'ne numbers at which the researcher could be reached —
to change the scheduleydb interview" if necessary. One to two days prior to each of the interviews,
respondents were tclep'honed to reconfirm. The first interview was held on March 29 and the
final one was completed on May 10, 1983. The interviews varied in length from half an hour to
three hours, with an average time of 1 1/4 hOUI‘%.

| As Bogdan and Biklen (1982) noted "a good part of the work [of an interview] involves |
building a relationship, getting to know each other, and putting the subject at ease” (p. 133).
The intérviewer should bcgin. by espab]ishing a favourable rapport and clarifying the purposes
and objectives of the interview at the outset (Merton et al., 1956).'Schatzxflan and Strauss
(1973) suggested that the researcher prepare a ';vrittcn statement briefly outlining the purpose
of the study, what the interview would involve and how the gathered ma.terial would be used. A

one page statement was used in this study. The introductory statement included a request to use

a taperecorder to record the interview. After having read the statement, the respondent was
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invited to ask questions for further clarifieation. Once it appeared that the respondent was
ready to begin the formal interview, the taperecorder was turried on and the interview began.
Bogdan and Biklen '(1982) recommendeéd a taperecorder be used "when a study involves
extensive interviewing or when interviewing is the major technique .in the study” (p. 93). In

this study, all formal interview were taperecorded with the permission of the respondents.

E. Treatment of the Interview Data
The interview transcripts were typed. According to Bogdan and Biklen (1982) a one ,
hour interview yields approximately forty double spaced typewritten pages. This Tepresents ten .

to twelve hours of transcribing per interview. In order to save time, and because much of the
) )

data becomes repetitive with each successive interview, Bogdan and Biklen (1982) suggested the
followxng procedure; *

Transcnbe some of the first interviews more or less completely (when we say
"completely " we mean it would be all right to leave out long discussions of recipes and
baseball), and then rflarrow what you transcribe in later interviews. As the study goes
_on, you should have a better 1dea about your focus and be more sensmvely selective in
what is typed. (p. 96)

Schatzman and Strauss (1973) also contended that as the researcher becomes more familiar

"with the general activites and vocabularies of the scene or "world" that he is observing...his

(%]

observation and his interviews need not cover every aspect of activity or nuance of verbal
meaning” (p. 45). Thus, not only does the transcribing become more selective, but in some

instances, the interviewing becomes more focussed and may not need to cover all of the

-~

questions covered in initial interviews.

Completed transcripts were checked for accuracy against the original tape. Thé
transcripts included the ‘interviewer‘s.qucstions and comments.* The nanie of the person
mtervxewed the date and place of the interiew were recorded on the transcnpt along with an

1dent1f ication code which was placed at the top of each subsequent page.

5 It should be noted that this procedure is only useful when the researcher is
transcribing the interviews him or herself.

¢ Bogdan and Biklen (1982) suggested this inform tic~ is 1mpor'Mnt "to weigh the
respondent s remarks appropriately” (p. 95).



F. Data Analysis .
The first stage of data analysis in this study was to code the data into categories.
Codmg categories were identified from the conceptual framework used in the study and from

1

topics and patterns® that emerged during and after data collection. Units of data were assigned
to the l'categories, with.sc:me units being éod'ed inlc; more than one category. Bogdan and Biklen
(1982) defined units of data as the "pieces of your fieldnotes, transcripts, or documents that
fall under the particular iopic represented by the coding category. Units 'bf data are .usually
paragraphs in the fieldnotes and imervieu/'.transcﬁpts. but sometimes they can be sentences or
sequences of paragraphs” (p. 165).

The second stage of data analysis was to analyze the content of each category. Holsti
(1969) described content analysis as "any technique for making inferences by objectively and
systematicaliy identifying specified charactéristics of messages” (p. 14). The framework for

intérpreting the findings in this study was provided by several theorists on. organizational

environments, interorganizational relationships and organizational structures.

G. Summary

The basic da‘té for tﬁis study ;ivere prpduced through interviews with.individuals
intimately involvcd in the administration of the Alberta Section. Additionél information was
assembled by examining fecords and publications of the Alberta Section and by observing the
organization as it functionneq in the office and at executive and general meetings. Thus, the

overall design was that of a case study.



IV. DESCRIPTION AND ANALYSIS

A. lntroduc'tion
b The purpose of this chapter was to analyze the organizational environment and
structure of the Alberta Section of the Canadian Figure Skatmg Assocratron However before
the three research questrons outlined in Chapters I and II could be specifically addressed, it was.
necessary to provide a descriptive base for understanding the Alberta Section Thus, the first
part of thts chapter focused on the historical development of figure skating generally and the
Alberta Section in partrcukﬁ As well the services and program actrvmes of the Alberta Sectron
and the national  Association were deseribed. Due to the large number of terms that are very
specific to the sport of f igure skating, a glossary of terms is provided in Appendix A |
B. An Historical Overview of Figure Skating in Canada
Skating in Canada has progressed from its early use as a means of transportation in.
winter hunting, to a recreational pastime and an internationaly recognized sport.” Scullion
(1975) cited the period between 1850 and 1885 as important to the development of figure
skating in Canada:
The first major innovation was the covered rink. This was extremely beneficial because
of the séverity of the winters...Covered rinks gave rise to organized clubs, and thus to
skating carnivals, a more formalized style of recreational skating. (p. 22)
Competitions also began during this period
Increased participation in the sport, both competmvely and recreationally, gave nse to
the need for governing bodies to control and coordmate its development. The First _ruling body
to be formed was the Amateur Skating Association of Canada on November 30, 1878 (West,
' l978). A Montreal alderman, Louis Rubenstein,? founded the association whieh remained the

-------------------

.7 Major historical sources include: a) B. Penfold "Memories of the Old. Western :
Section” in the 1965 Prairie Sectional Figure Skating Championship Program, pp. 117
and 25; b) N. Scullion 'Fxgure Skating:. A Reader's View" Canadian Skater, 2(2),
1975: 22-24; c¢) J.T. West "Well done, Rubenstein” Canadtan Skater, 5(3) 1978:
10-11 (repnnted from Sport- Ontario News, 1978, 7(2))

' Rubenstem is also regarded as the first figure skatrng world champion, an honour

41
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»

ruling body for both specd and flgure skatmg until 1914 At t.hat time, the Fxgure Skatmg
Departmem of a reorgamzed Canadian Amateur Skating Association was established. The first
annual Canadxan Figure Skating Champlonshlps were held that same year (1914) The
départment was renamed the Canadlan Figure Skating Association (CFSA) in 1939 and in 1947
it joined phe International Skating Union (ISU),® dropping its Ipembership in the Canadian
Amateﬁr Skating Association. Since‘ that tifne, .t_he CFSA has continued'as the national
governing body for amateur figure ‘skating. The Association represents one of the. largest
amétéur sport organiiations in the country, rivalled only by Canada's other major ice sport,
minor hockey. In comparison to figure skatigg programs in other countries, the CFSA has the
greatest numbcf of members. |
The basic structural relationship of governing bodieé/ invqlved in figure ‘skan‘ng af the
“time of th'e study (1982-83) is shown in Figure 1. _AS well, the link between the fi‘gure.skating
members of the Alberta Section and these orgamzatwns is. slyawn in Flgure 2, Smce the
formauon of the CFSA in 1939 the most important structural change has been the
development of the sectional level of operat_ion. The various stages of this restructuring process
are described below. | t

ISU : v e
(International Skating Union) ‘

|

CFSA
: Canadxan Figure Skatmg Assomatxon

I

Sections of the CFSA

Figure 1: The Structural Organization
of Figure Skating Governing Bodies.

*(cont’d) he earned in the first World Champxonshxps in Russia in 1890 (West

1978). -
* The ISU was formed in 1892 and it is the mternauonal governing body for spwd
and figure skating and ice dancing world-wide.
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ISU ‘ 5 .
CFSA
Alberta/NWT Section of the CFSA
Zones/Region (n=8) .

Figure Skating Clubs (n=177)
Figure Skaters (n =.13.168)
Figure 2: The Relationship of Alberta Section
Figure Skaters to the Governing Bodies.
The development of 6rganized skating in Western Canada can be traced to the post
World War II years. Prior to 1945 the Canadian Championships were contested maiély by
skaters from Ontario and Quebec. Penfold (1965) noted that beyond tlub level competitions,

'westcrn skaters had few opportunities to compete. The Sectional structure began in 1947 with

the division of Canada into east and -west. The Western Section stretched from Bnnsh

Columbia to Manitoba and mcluded the two terntones The Section served as an mtcrmedlary'

between clubs and the nauonal governmg body. Howevcr its funcnon was more than
administrative; secuon level competitions were introduced as a qualifying round to the
Canadian Champlonshlps in 1947. l

"~ Over the next 20 years the country was dxvxded into ever smaller sections. For the west

. 1959 and 1969 were nnportant years in this regard In 1959, British Columbla formed its own -

section and the three remaining -provinces, h/damtoba, Saskatchewan and Alberta, bwame
known as the Prairie Section. Thé Yukon and Northwest Territohfes (NWT) were ﬁlawd under
the jurisdiction of the Prairie Section. The Prairie Section dividéd. along provincial boundaries

in 1969. The Yukon became a region under British Columbia and the NW'I' ‘was attached to the

newly formed Alberta Section for adrmmstrauve assistance.!® In total, 12 sectxons were formed ’

..................

4
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in 1969 with the Atianﬁc Provinces dividing into three (Nova ‘Scotia; New Brunswick and
Prince Edward Island; Newfoundland and Labradour), Ontario dividing into four and the
remaining five provinces each forming its own se,ctjonl. Presently thefe are 13 sections as a
result of the division of New Brunswick and PEI. Thus, in a >1ittle. more than two décades,
Canadian figure skatiqg developed f{gh a three tier systém of clubs, national and international
governing bodiésﬁ, to a four tier s&stcm with clubs, sectional, naﬁdﬁal and international levels,
As desc;'lbed in the CFSA Official Rulebook (1221 (a)),'* Canada was divided into
sectjoﬁs "for the purposes of management and control”. The competitive structure of figure
skating vjvas also closely related to the division of Canada into sections. éectional competitions~
have been the, f-i;st elimina;tioni' round for skatéfs who want-to qualify for the Canadian
Champic‘mships since 1947. Progression was harder for skaters in the more populated régiox;s of
the c;)untr; such as Ontario: The development of a sectional structure followed in part § rom{the
tremendous growth in participation experienced‘ between 1947 and 1969. fhe number of clubs.
fegistered with the CFSA increased from 42 to 345 over tﬁat time peﬁod, an increase of 721%
(see Figure 3). Canada's Barbara Ann Scott won the gold medal in the 1947 and 1948 Wo;ld
Champiqnshipé and the 1945 Olympics’ and "suddc_gly, figure skating became the most populaf
winter sport in (.Zanéda" (Scullion, 1975, p. 25). 'fhe increased number of clubs meant greater
workloads for -the volunteer committees of the sections with large fnembcr'shipas; Other
considerations in the restructuring process, particularly in regards to the west, were travel

<

‘requirements and provincial identity. The various factors involved were described By J.V.as

follows:1?

- The powers of our national board at that time felt that the Prairie Section was too
large and they had to break them into smaller pieces. And that is where it stands today
*(cont’d) ‘Section". However, in many official and unofficial documents this name is’

shortened, to the "Alberta Section”. The latter terminology was adopted in this
report. .

' Rule numbers used to reference quotations from the Rulebook are based on the
1982 revised edition. . :

1 Quotations from the interviews conducted for this study -are referenced in . brackets
such that the respondent's identity number and the transcript ‘page number are
given. Since respondents were quaranteed anonymity, initials and position -titles at¥
used in the presentation of findings. e =

» S
7 . ~
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from that breakdown. They went by geographical provincial borders and made every
province in Canada-a section...Undoubtedly the provinces and the Chairman of the
sections that were sitting on the board put pressure on the national board to make this .
_come about. The advantages.were the great number of miles. For an example, when
we held a sectional competition, it had to be held at a big centre like Winnipeg,
Calgary, Edmonton, Regina, and it was a huge expense for skaters travelling to that
area. Quife often people that wanted to participate at the section level found it a
financial burden. In addition to that there is always a little rivalry between provinces.
On top of that we were getting so many clubs it was getting unwieldy to
handle...Anyway, within the wisdom of the national board, they decided to call
Alberta, Saskatchewan and Manitoba each a region for one year and for that year they
would organize within themselves and send a quota of skaters to the Section
Championships. (14:2) S /—7’ -
{

In 1969, after one trial year as a regiom, the Alberta Sécﬁén was formed. Skating clubs

within the provincial boundaries .of\ Alberta and the NWT who were "membérs in good

v

standing” of the CFSA were considered to be members of the Alberta Section.

Figure 3: Growth of CFSA Clubs in Canada Since 1969
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C. The Administration of Figure Skatmg

Based upon the snuanon at the time of the study (1982 83) the following is a

descnpuon of the manner in which figure skating is admlmstered Orgamzatlonal charts for the

Alberta Section, the CFSA and the ISU are shown i in Fxgures_ 4,5and6 respectively.

The Alberta Section is ménagec'l' by a Sectional Executive. Committee .comprised of 17

volunteer members. A professional Executive Director and four standing' committee chairmen

attend the Executive Committee meetings, but do not have voting privileges (Public Relations,

Precision, Winter Games and Singles Seminar).

Four of the committee members are elected at-the Section's Annual Meeting to which

'each club may send one votmg delegate:** the Chairman, two Vice-Chairmen (Admmlstrauon

and Operauons) and the Secretary-Treasurer. The Past-Chairman also sits on the Executive

Commmee, These five positions comprise the Board of Management.

Executive Director

Secretary/Bookkeeper

Vice-Chairman_

Administration
Judges Accountants
Chairman Chairman
Precision Public
Chairman*

Relations*

Chairman
: Past-Chairman
(Nominating,
Membership)
Vice-Chairman __Secretary-Treasurer
" Operations (Finance) .
Skaters' NST Zone
Development Director Directors (8)£ .
: . .RY
Singles Winter
Seminar® Games*

Figure 4: Organizational Chart of the
Alberta Section Executive Committee

(*Non-voting members)

The Board of Management is res;;onsiblc for improving the administration of- the

Section through the review of policy, procedures, reports and so on, and.the submission of -

v

recommendations to the Executive Committee, .Aécording to the Section's 1979 Terms of

Reference, the Board also has "authority to commit the Section to expenditures for items not

13 A club delegate, or Executive Committee member may . carry up to five proxy
votes in addition to his or her own club vote.
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provided, for in the budget up to $500.00 for any one expenditure, to a total of $1,500.00."

‘ Four of the committee members are apboimed by the Section Chairman to fill various
programmmg posmons Judges, Accountants, NST. and Skaters' Development. Theée
individuals chaxr commmees responsible f or each area. \Commmees range from one or two
members io eight or nine members. Some program and standing committee chalrmen have
appomted assistants, but these individuals do not have voting_privileges and are. not usually in
atte'nda‘nce at Settional Executive Com;nitteevmeetings.

The remaining eight voting members represent tie eight geographic zones into which
the Section is divided: NWT, Northeaétern, Northwestern, Peace River, Edmonton, Central,
Calgary, and Southern. Zone .Directbrs are elected at Annual Meetings of clubs within their
respective zones and acclaimed onto th\e Executii"c Committee at the Sectioh's Annual Meeting.
A zone may elect other executive positions Wilhin the zone\, such as an assistant zone director.
These individuals do not sit on the Sectional Executive Committee but may be the zone
rqf);escntatiVe'to a corresponding Sectional staﬁding :or ad hoc committee such as the J ﬁdges
@mmittw or the Skaters’ Development Committee. |

There are four other standing committees to. which a member of the Executive
Committee has been appointed as chairman in addition to their other responsibilities. 'fhgse are
the Nominating and Membership Corhmittee under the portfolio of the Phst-Chéi‘rman, the
campetitions Commi;tee under the Vice-Chairman of Operation~ »nd the Finance Comniittee
under the Secretary- Treasurer.

The term of qff ice for any voting member of th; Exscuiive Committee is one year but
there is no maximum to the number of consecutive terms that can be served. The Executive
- Committee meets five times ihroughout the year. The Secfiﬁn Annual Meeting is held late April
or early May, prior t.o the CFSA Annual Meeting. The various standing and ad hoc committees
meet as re-c’juiféd, as does the Board of Management. Eth zone must hold an ;m'nual Mesting,

but 'beyond thaththe 20nes vary with some holding monthly meetings.

1 The NWT is techmcally referred to as a Region, but its representauon on the
Section Executive is the equxvalent of a zone director.
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'The Alberta Section has a policy whereby the Vice-Chairmen cannot be from the same .
zone as the Sectioh Chairman.’* This is to provide some balance of representation
geographically on the Executive Committee and, more importantly, on the cbre committee
(Board of Management). In 1982-83, each of the five members of the ‘Board of Management
were from a different zone. On the Executive Committee, E,dmonlton and Calgary were
represented by the most members, with six from each zone.!* The Terms of Reference for -
several of the Section's standing corﬁmittees also specify that there be repreéemation from
~ different zones.

The Alberta Section ‘operates an office at the _Pefcy Page Centre in St. Albert. A
full-time Executive Director and a part-time Secretary/Bookkeeper are employed to work from
that office. The staff provide administra.tive assistance"to the Section Exccu;ive Committee
members and act as an information clea{ing house for clubs, officials, skaters and ‘other
volunteers. As well, some CFSA supplies are gtocked there and certain printing and mailing of
Section materials are done from the office. } |

The natibnal body for figure skating, the CFSA, is managed bi a 30 member Board of
Dirgctors_: As shown in Figure S, this Board is comprised of fiVe elected officers (Preé\ident.
. Past-PYesident and Ithrée Vice-l!’residems)' exght élected directors; four ap \intcd
| representanves (Male and Female Athlete, Coachmg and ISU); and the 13 Sectmn Chairmen.
The elected .officers, the 1mmed1ate past-president, a rcpresentatxve of Lhe directors and one\of
' the Section Chairmen, and the Executive Dxrector {non- votmg) of the Association comprise an

Execuuve Committee whose "powers shall consist of that delegated to it by the Board of

1 This policy was identified by several executive members interviewed and the "
- Executive Director stated that it was written into the Section's constitution. However,
the author could find no :.ritten record of the policy. Based on the executive *
members’ knowledge of the policy, and the fact that the policy had béen followed
in- practice,” the author would predict that if it were ever questionned, a written
rule would be put in place. This was one of the few unwritten norms of any
. significance that was uncovered in this study.
1 In a study of volunteer sport administrators in Alberta, Slack (1978 p. 74)
found that 83% lived in either Calgary or Edmonton. Similarly, Beamsish (1978, p.
13) found 78% of national level administrators of amateur sport assocmuans were
' from the larger urban areas of Canada.

)
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Directors” (1214).
| President

Executive Director/. —Past-President -
Secreatry - Treasurer

Vice-President— Vice - President——Vice-President
Direcitors 'Rep ./\Sectiors ' Rep.

Directors (8) —— ISU. Rep————Section Chair- — Athlete
: men (13) Rep.(2)

" Coaching Rep,

Figure 5: Organizational
Chart of the CFSA

With the exception of Section Chairmen, who are nominated annually, the term of
office for Board members is two years and Lhere is no limit to the number of consecutive terms.
The terms for officers and directors are staggered with half of the positions up for renewal each
year.

There are fifteen standing committees of the CFSA and four ad hoc comrr.littees: Seven
of the national committees have representation by each section. Those rcpresentative, positions
are filled by the Executive Committee member who :holds the correspondiri'g position at the
section level, i.e., the Section J udges Chairman is a mcmber of the CFSA Judges Committee.
Other committee members are appointed by the Board of Directors. Rule 1222(e) states that,
"v»;henever possible, members of committees shall be divided evenly between sections.”

The CFSA has representation in two other organizétions: the Canadian Olyméic
Association (1) and the Sports Federation of Canada (2). The laiter is a federation of national
amateur sport governing bodies. ‘ |

The elected Board members are elected by club delegates at the Annual Me;eting of the
Assoéia‘tion.” Although none of the 1982-83 elected members were from the Alberta Sectioh.
there have been offjcérs and Adirectors“ from Alberta m the-pést. including three CFSA

Presidents. The tendancy however, is for the majority of elected members to be from the

7 Each club is permitted one vote and a delegate may carry an addmonal five
proxy votes.
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central sections, particularly those of Ontario (4) and Quebec. For example, 8 of the 13 elected

Board member‘-; 1982-83 were from either Ontario or Quebec, in addmon to 8 non-elected
members. The majority of the skating population is in central Canada and with one
rcpresen‘t\ative per club, the five central sections in Ontario and Quebec comprise the largest
constituency.

.The CFSA operates an office in the» National Sport and Recreation Cenqtre (NSR(?) in
Ottawa, Ontario. The CFSA =mploys over 30 full and pan~ﬁmc staff who work at the Centre.
' The staff are organized into special divisions such as registration, marketing or supplies.

4 The international body for skating, the ISU, is managed by a P-residcni and two
Vice-Pfesidents (figure and speed skating), six council members and four committees (figure,
ice dance, speed and short track speed skating) as shown in Figqrc 6. The CFSA is represented
by one ;i;ember for a u&o year term. The ISU headquarters are located in Davos Platz,
Switzerland. The ISU is the only international governing body for figure skating, but not all

countries of the world are involved in the sport. At present there are only 20 countries.

. President
Vice-President |- " Vice-President
Figure Skating | Speed Skating
Council ~
. Members (6)
Figure Skating Ice Dance } Speed Skating ___ Short Track

Committee (4) - Committee (4) ' Committee (4)  Speed Skating
' _ Committee (4)

Figure 6: Organizational
Chart of the I1SU v
The major ISU meeting is held annually at the site of the World Championships”"The
. CFSA holds ‘its annual meeting in May in order to acédmodatg chériges which-arise from. the
ISU meeting (usually held in March). As well #s rules changes, the ISU issués comniuxiiques to
its members to clarify certain issues that may arise throughout the year. The ISU also
represents figure skanng on the International Olympic Cornmxttee the governing body for the |

summer and winter Olympic Games.
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To be involved in international f igure skating competition, a country must be a merber
of the ISU and comply with the rules and Iregulations of that body. Similarly, to be involved in
national skating competitions and the CFSA Test structures, skaters must beloﬁg to a club
which is a members of the CFSA.,

Each CFSA club must submit a Constitution andl‘By-Laws to the national body for
approval along with their application for membership. Each section also has a Constitutiorfznd
By-Laws, whiéh must be approved by the national Board of Directors, as well as any
amendmcm_s which are made. 'The Alberta chtion is reéuired té) have a constitution to
incorporate under the Societiés Act; incorporation is mandatory for 'most.v sections to be eligible -
to receive provincial grants. The ‘Section’s Constitutioh and By-Law; are éupérseded by the
CFSA's Official Rulebook: T

If any present or future by-laws of the CFSA contradict any Section by-laws, the
Executive shall change the Section by-laws to conform with those of the CFSA and
until such time as the change is made by the executive the corresponding CFSA by-law
will prevail. (Albcrta/NWT Section Consmutxon and By-Laws, Article XI: ¢)

The Rulebook includes Assomat:on, Section, Region,!! and club by-laws. Along with
admunstrauve rules and regulations, the Rulcbook includes tcchmcal rules -and rules for tests
and competitions. The 1982 amended version contained over 300 pages and more than 400 rules
. which varied from a few lines to several pages in length. The prescnt format of the Rulebook
began in 1980 g‘ftcr 'the CFSA Rules Committee completely revised the preceding version.
However, some form of rulebook pe’ -, has existed since the early years of the Canadian
Amateur Skating Association.

The rules.of the CFSA are in turn supcrséded by those of the ISU.’ Rules regarding
amateur status, tests and- competitions are the primary ones of concern to the international
body. Member countries of the ISU would be expected to Vary as to their administrative.
structures, metho_d.§ of developing athletes, coaches and national officials, and the various

non-competitive programs that they might operate. Although the CFSA amendment rule that

..................

' The NWT and the Yukon are chmns but attached to sections for purposes of
'adrmmstrauon and competition.
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pertains to ISU rule changcs; indicates a degree of discretion on the part of the Association, the
indication derived fror;m interviews and document analysis was that ISU rules are adopted with
. little hesitation. .

. Aside from ISU changes, new CFSA rules arc/ added and old onés deleted or amended
by either of two fmcnthods. During even numbered yeafs, amendments may be submitted by
individual clubs to be voted on at the Annual Meeting. Sectional Committees and Association
Commitices may submit amendments for any Annual Meeting. Prior to 1980 when the
Rulebook was completely revised,!’ the number of ‘amendments put forward was quite high,
especially in even ‘numbered ;'ears. For example, in 1975 there were 28 and in 1976 there were
62 amendmeﬁts voted on. Each year, the Association publishes new pages to insert in thé
Rulebook where changes have been made. The Rulebook is in the form of a three-ring,
loose-leaf binder and each club receives one free copy. Everyone involved in skafing, from
skaters to parents to adminiguators, are encouraged to buy their own copy from the
Assoéiation. ‘

From the above despﬁétion. there appears to be a well-defined hierarchy of authority
| for figqre skating which beg_ins“at an international level with the ISU And ends at the local level

with the individual club. As well, a number of non-figure skating bodies are situated in this

. 4 .
hierarchy, such as the Olympic structure. The Alberta Section not only operates within a

hierarchy of authority, but has a hierarchy within its own structure. All of the relationships in '

figure skating are precisely and elaborately defined by rules and regulations, as are most of the

- programs and activities of the sport.

' One member of the Section Executive Committee pointed out that the 1980 Rﬁles
Committee was comprised mostly of lawyers and that much of the wording of the
revised edition reflects that profession.
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D. The Development of the Alberta Section
Over its fourteen year history, the Alberta Section experienced remarkable growth in

two areas: membership and budget (see Figurés 7 and 8). From 1969 to 1976, the number of
clubs and individual members rose significantly year by year. At the time that this growth
began to level off, a dramatic jump in Section fevenues occurred. The Section's budget

continued to expand at varying rates over the next seven years. Factors related to the two areas

of growth are discussed below.
Figure 7: Growth of CFSA Clubs in the Alberta Section
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Figure 8: Revenue Growth of the Alberta Section
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Membership Growth Years: 1969-1976
For the first eight years, the number of skaters and skating clubs in Alberta and the
NWT rose steadily. Similar growth occurred across Canada. Several factors contributed to the
‘increased participation in figure skating such as the population érowth, economic prosperity,
the building of more and better ice facilities, and the televising of major skatihg events.
A forme_F membcr of the Alberta Section Executive Committee explained, "the first '

year we _becam @S we done [sic) a big selling job™ (14:4). The Cha'u’me}r{ and other

: exeéhiive.rﬁé ' 7goughout thé province to promote the CFSA. Part of the
Section s indtia wributable*to the Edmonton Federation of Community Leagues. -
Tﬂ%%cder’é on ‘ cldped a §k§gu‘ng. program which lhgy sold to many of the smaller
cenu‘es‘ in and érc;i:;;é"%&momq\n."'rhe Federation supplied instructors and would charge for
 their services. - |

The drawbacks with the cheration wasv[s . that they hac; their own {ules; their tests

were not comparable to the CFSA tests and the quality of instruction was very poor.

They would take anybody on to instruct. Consequently, people jumped at the chance

to become a CFSA club. (14:6) ’ ~
As well, clubs were required to join the CFSA bef ore their sk'atcr; could Qualif ¥ to compete for -
the deian Championships. Th:\Federation pa\ckage was used throughout TEdmonton,
northern Alberta, and even the NWT. It was not us‘gid in the southern pans of thg province.
"This was probably the reason they didn't get as ma;xy clubs organized in the south because |
- there was already a skeleton of clubs under this federatjén started [in»the north]" (14:6). R

A major factor related to the membership growth was the overall incrcase' in Alberta ;s

population. Berween 1971 and 1981, Alberta's population increased by 37.4% as compared to
the total Canadian population increase of 12.9% (Govemmen; of Alberta, i982. p. xxii). Tablel
1 summarizes Alberta's population growth since 1946, including the breakdown for children

under the age of 15,
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Table 1
Population Growth for the
Province of Alberta: 1946-1981?

Year Total Pop. Pop. Under
(X 1,000) ) 15 Yrs,
1946 - 8034
1951 ‘ 939.5
1956 | 1,123.1
1961 o | 1,332.0 ~
1966 - : : 1.463.2

| | . .
ﬁ 1,627.9 514.5

1971 |
1976 // . 1,838.0 503.2
1977 4 ‘ 19110 . 507.6
1978 | p 19840 510.7
979 | 2,059.0 o 5150
1980 2,143.0 | 525.8
1981 2313 B 541.6

'Source: Government of Alberta, 1982.
During the formative years of the Alberta Section, the volunteer Executive Gommittee

operated o.n a small budget. In fact, the year that it ‘was a region, 1968, there waé no official -

~budget and an executive member provided nearly three hundred dollars of tgis own money to

cover expenses. The following year the CFSA began providing grants. These funds covered
costs associated with executive correspondance and meetings, and some officials' development,

The Section was also successful in obtaining some provincial grant funds.*°

------------------

‘a0 Unfortunately, much of the documentation regarding early budgets of the | Section

- has been lost. Like many organizations run by volunteers, the early records of the

1979, the Section began collecting these materials” and depositing them in the....."

Section were passed from old to new executive members in a haphazard fashion. I

inci i &
provincial archives. W

P i
v
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Although the Alberta Section's operating budget was small, the general économy 'was
improvi ’g and tﬁis affected figure skating. The ecoﬁomic health of the province, in particular
the péréb;lal income of Albcngns._influenced the spbrt 's continued rise in pdpularity. Skating is
an expensive sport. The three major cost items which are paid for by the participant are: ice
time, céaching fecs and equipment. For the more skilled skater, test andvcompetition (travel,
costumes, ﬁlusic, accomodation) costs, and higher base costs as a consquencc of skating more’
hours per week and weeks per year, fnake skating a sport for the middlc to upper classes. Since
1973, the per capita personal income of Alberta has exc&ded'the Canadian average, and
between 1976 and 1981, Alberta's total personal income has more than doubled (Government
of Alberta, 1982, p. xxii). | | |

Facilities are another factor linked to the growth of skating clubs. Arenas provide a
saf ér more centralized location for skating activities to occur than had frozcn ponds and rivers.
As aptly noted by one executive member, "I don' t think too many kids would be skating at thc
competitive level if they had to do it all outdoors” (2:18). | |

Unfortunately, there is no inventory of aré‘%as built in Alberta during the past 15 years.
Bill:Casey, an émp]oyee in the Provincial Department of Recreation and Parks, cstimatgd-that
there were 160 artificial ice arenas in Alberta in 1975 la.nd 200 by 1984. Don Naffon, alsq with
the Departmeﬁt, esﬁméted that there are 50 natural ice arenas in Alberta in 1984 with the
majority of these located in rural, northern cqmmunities that cannot afford artificial facilities.’
Prdvincial government capital grants spent on the construction of sport and recreation facilities

between 1970 and 1979 are shown in Table 2. These figures provide some indication of the

overall growth in facilities in Alberta.
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Table 2
Provmcnal Government Operating and Capital Grants
for Alberta Sport and Recrcanon Assaciations: 1970-1979*

Year ' Operaung Grants Percent  Capital Grants?

Change

- 1970-71 o Bsw 51,266
97112 20,50 +1613 78

o7 | " 80,952 +99.9 1000000 v
1973-74 S 392,800 o 43852 3,498,000

1974-75 | - - 403,100 + 26 626785

1975-76 - | o 401,100 C 05 184Msss
wie 1198040 +1987 - 15,9977 7/
;977-78§f;;;§é, D 179,200 - . 4494 23,256,563

1978-79 pen 22,838,631
v ,"“‘.-‘\;Z"‘ g( B

! Source 'Broomi and Baka, 1978, PD. 53- 56

* Includes grants for the 1975 Canada Games and the 1978 Commonwealth Games

'I’he distinction between natural and- amfxaal ice is an unportant one and may be'
a“nother rcason for the slower growth of clubs in southern AJbena durmg the early'70's. In an
' ‘excerpt from the Southern Zone Director's 1974- 75 annual rcport several problerns related to
’ chmac'ac condmons were identified:

Weather conditions in Southern Alberta during the months of Cctober, November and
December, were exccpuonally mild and. consequently many of the small clubs
depending on natural ice did not commence skating until late November or early
December. If normal weather conditions prevail'in the first quarter of the year many
of these rinks will lose their ice before the end of March andithus having a winter
skating season of spme. 3 to 4 months which is not. condusive #p.the production and
" “advancement of the skater, This short season also has a direct beanng insofar as these
- clubs obtaxmng Professionals... Obtammg Professionals for the smaller clubs appears
- to bea major problem due to the size of the b distances involved, ice time available
and in many instances, the roduced skatm% jon due to climatic conditions.

For,-'many southern commumues-. the construction of an artificialvice surface made it 'more

advaxitggedus to join the CFSA than when the ice waé natural and tbc skating season was g{ the

5

v g



58

mercy of the weather. Py
Finally, the growth of figuré 'skating can in part be attributed to the -public's exposure

to the sport via television. B.P. explained how television exposure over the past 10' years has

affected figure skating: | . ’ ‘ i
g
TV exposure was the big thing; like hockéy and all the other sports, there were always
choices to be made about what -your children will [sic] 0 into; and once they go ‘into
the sport then the odd individual catches.on and likes it...but on the local scene, I

think it's the TV that has exposed the people to figureskating. (9:2)
Although membershrp growth leveled off after 1975, the Section has contmued to’

increase its club membership gradually. Each year, four to five new clubs are formed, b thxs .o
. rise is somewhat offset by the one or two clubs that go inactive or fold each yeaz,, Clubs in.

smaller communities that were run by a strong indiv. fual, may f old when that person leaves

Other clubs go inactive. because the local icz facrllty is lost in a fire or becomes otherwrse

moperable Nevertheless the strong growth n membelshrp during the fr seven years of the
ta LI ~~.;:“ .

Section's exrstence estabhshed figure skating as one of the largest amateur sport orgamzatrons

in the province of Alberta. o ",. ' o W g i

Hall s (1982) concept of the general envrronment was used to analyze the envitonment
of the Alberta Section.’ It is evident that several extemal conditions mfluenced the early
development of the Alberta Sectron The membership growth experienced by the Secuon can be
related to demographrc changes in the province. 'l'he Sectron s potentral market expanded asa.

i result of the rapxd populatron growth during the early seventres Thm the Sectxon realtz,ed a
"A‘*’"
share of this market as 1t were, relates in part to the economic prospehty of the times. Skatmg

¢

1s an expensrve sport in: whxch to partxcrpate and the rise m personal incomes. throughout the
provmce made skating more aff ordable :
‘?

F

Also 1mportant to the- development of the Alberta Sectron was the mcreased number of -
i &

"'1ee arenas’ In comparison to some other sport and lersure actwrtres &gure skatmg is dependent
iupon specialized facilities. Clubs tend to- form around centralized facilities and as the nurnber of

' arenas increased m Alberta the number of clubs also mcreased Facxlmes eould be seen to

Iepresent a technologrcal rnfluence except that the experuse already exrsted what was rmssrng I '

o
3

. s
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was a favourable economic situation. /
Sy e .y A\, . wl . . : .

Ecological conditions represented a nega\wepctor for figure skating. The experiences

of clubs in southern Alberta showed how vulnerable natural ice clubs were to changes in the

weather. The économlc snuation not only allowed more faciiities :. be built, but bettér ones

that had artxf rcml ice- makmg capacrty The increase in artificial ice surfaces was important to

the develgpmcn.'of stmng and endurmg skating ﬂ@grams throughout the Sectron In L.

cemral an northem parts of the provmce and temtory, where temperatures are colder for
. pe

9 -
_longer perrods of ﬁme climactic conditions drd not affect natural ice users as much. However,

L

'rfwrth arttfrcral surfaces a club could count on good ice being" avarlable throughout the season

ool );
and even durmg what had tradrtronally been the of f-season months from April to October.

v

Another aspect of ecology 1s geography <Travel distances were a factor in the initial

formatron of the Section. Transportatron costs to major competiiions were reduced by the

' drvrsron of the Prame Section wrth each section holdmg 1ts own championship. The abtlxty level

of skaters in Alberta must also have benefrted from competmons bemg more affordable

although this would be dxfftcult to verrf y Srmrlarly, communication and tfavel costs related to-

Executrve Commrtte< -cetings and‘ admrmstratton of programs were .reduced by the new

structure However, being the largest geographxc section in Canada, Alberta s travd and .

communication costs continued to/ be a hmmng factor For example the Section's 1972- 73
' Annual Report concluded that hmtted funds were restnctmg the Executwe Commrttee to two
‘ mectmgs per year. s “ _

Inmally, the economic growth of the seventies dxd not affect. the size of the Section's

'-budget However !be economic condmons that contnbuted toa largc memberslup base and an

*established program, put the Section into an exoellent pos?txon to beneflt from changes in the
political climate during the seventies, a time in whrch all levels of government began to give
moral and-financial support'to organized physical activity and recreational use of leisure time,

"Increased federal f undmg to the natronal Association mdtrectly affected the Sectxon th?ough thc

T - 1a,

' development of programs such as the National Skating Tcst Program for begmmng skitexs

0

S
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Provincial and municipal support support at the local level in regards to facility development
also aff ected the Section's growth Direct financial support from the province to the Alberta

Section was small to begin with, bu: became quite significant by mxd decade These' anﬁ other

l..l ) g ?’J/
changes in the economic env. of the Section are discussed below. . RS

Revenue Growth Period: 19751981

1

- Membership growth began to level. of f after 1975. Although the number of clubs in

:Alberta continued to increase, there was an 8.9% decrease in individual members during the
1976-77 season.?* The situation in Alberta was a reflection of the rest of Canada; there was a
3.8% increase in-CFSA clubs, but’ the number of rrtembers actually decreased by, 11%. In ..t!he
Association's Executive Director's annual report for 1976-77 -he noted: : | e \

The reason%ef or this decrease are probably many, one of them being the increase in
1976 Regnstratlon fees. Another may be a proportional decrease in the numbers of
youth in our population, which is being felt by our school systems and othér. mass
participation Canddian sports, such as amateur hockey.
The regxsumxonfee mcreased from one to three dollars. The registration fee is in additidn.to
what skaters pay tc their own club for ice time and ‘cggching fees and is sent by the clubs to the
national Association The fee increase may have\’"‘a?f;fected some sk’atexs but second point

g regardmg the declining proportion of youths is probably more relevant Z’he decrease in youth
f population in Alberta between 1976 and 1978'is qhown in T\ab’fe 1.

‘; Although Alberta expenenced a shght drop in membersmp. the number of clubs

contmued to grow but at a slower rate. From 1971 to 1977, there was a 74.1% increase in clubs.

Over the next seven years, this decelerated to a 19.6% increase. Individual memberships peaked -

* during 1975-76 and h/“hve remained around 14,000 since thlat, time. As the me1hbership growth
period ended. a new /growth ‘era had already begun for the Alberta Section. Between 1974 and

I
1975 the &cnon 5 mcome Jumped 421.1% (see Table 3). A major factor related to this increase

was the changmg pblmcal climate.

------------------

' The skatmg ycar extends from November lst to October 31st. The Winter Season
is from Novemben Ist to March 31st and is the period dunng whxch the majority
sof skating clubs pperate
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. Table 3
The Alberta Section's Total Income and
a Comparison of Major Funding Sources: 1969-1983

F‘unding Source
Year ) Total Registration Other CFSA Prov'l Gov't
Income ($) Refund Grants Grants
1969-70 , 2,730 ‘ _ 1,000 -, 1,000
. (36.7)" (367!
1970-71 DNA 2780  “DNa
1971-72 . . 3,532 ~  'DNA . DNA
1972-73 | 3,580 o DRA - ' DNA
(+1.4): s
1973-74 2,978 o250 478
(-16.8) B € X SRS ¢ T A I
1974-75 - 15,519 | 5,065 75000
: (+421.1) (32.6) (48.3)
1975-76 21800 - | . 610 11,000
- (+40.5) - o 31.0) (50.5)
1976-77 17,691 5,961 G 4262 6,225
o (-18.8) (33.7) ¢ (24.1) (35.2)
1977-78 30,316 15,528 ' 6727 5,545
i (+71.3) (51.2) . (22.2) (18.3)
ot . .
197879 ST 54897 20,022 . 2,00 20,000
- (+181.1) 365 . (3.6) (36.4)
1979-80 43099 16,296 3,500
(-12.4) 339y . (13)
1980-81 126,696 37,016 7,500
(+263.4) (29.2). (5.9)
1981-82 G 113,455 41,650 7,103
| : ©(-10.5) & (36:7) (6.3)
1982-83 - 113,193 38,875 2,064
B 02) . (343) < (1.8)
1 (i)ercent change relative to previous year) . , ,
? (percent of total income). - . ' . ’ 4 b L
DNA Data Not Available _ L
gy CE “

i)

~
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The Federal government's involvement in amateur sport .began in 1961 with the
enactment of Bih C-131, "An Act to Encourage Fitness and Amateur Sport.” The act
committed the federal government to encouraging mass participation and improving
international sport performance. Although the programs established and financed by. tlﬂ\_is. act
were not large, it did form a basis for‘continued govemment support-and funding. One feature
of the act was the creation of federal-provincial cost-sharing agreements. The agreements
| helped to stxmulate the provmc(,es ole in supporting amateur sport. Unfortunately. as
suggested by Broom and Baka (1978) the f ederal government's termination of the program in
1970, caused antagonisms between. the two levels of .government manifested by lack of

/

cooperation and coordination.

A campaign promise by the soonl to be elected Prime Minister Trudeau, was fulf illed in .

1968 with the appointment df a task force to investigate amateur sport in Canada. Tht‘: "Task

Force Report" was followed by a commissioned study that provided data on various aspects‘of

sport and fitness. Subsequently, a paper entitled ";A Proposed Sports Policy for Canadiaxts"

- wz:;: released by the federal government Minist;y of Health and Welfare. The emphasis of the
proposed new policy was on the development of elite athletes "as a consec‘;uen@ and not a goal
of mass participation” (1970, p. 23). Some of the important projects that resulted from the
new policy included the establishment of a new government agency, Sport Canada, and two

'arms-length’ organizations, the National Sport and Recreauon Centre and the Coachmg

Association of Canada. (Octher agencnes and organizations relatmg to recreation and mass

~-parﬁdpation Were also creaied) The "awarding of the 1976 Summer Olympic Games to

PR
< - L}

. Montreal in .1970," prompted the federal govemment to play an even greater role. In a

short -term mogfto s:gmf icantly improve Canada s performance at the Olympics, the program
Gﬁme Plan '76". ';was launched Unpreoedented funds were poured into such things as talent
1dent1f1catxon hvmg and triumng support .for elite athletes expanding competitive

'dpportunities, and 1mprov13'g the level of technical expertise among the coaching rankst-

“
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Across Canada, the role of provincial governments in amateur sport expanded
significantly during the 70's. Broom and Baka (1978) described the changmg stature of sport as
follows:

The fact that provincial sport agencies usually grew out of and remained affiliated
with a larger, more encompassing recreation structure stemmed mainly from the
traditional community recreation approach of assisting sport which most provinces
adopted in earlier years. As the sport units developed, they gradually assumed a mote
important status within their recreation bureaucracies and together these two
concurrent areas came to occupy increasingly important positions in overall provincial
government bureaucracy. (pp. 48-49) :

In Alberta. the "Recreation Development Act” was passed in 1968 and provided for the
expansion of sport services with grant programs The formation of the Department of
Recreatron Parks and Wildlife?? in 1976 was a major step toward the consolidation of
provmcral sport services.

Broom and Baka (1978) noted that the "traditional funding priority for provingial
assistance was sport leadership, which included coaches' and officials' clinics, workshopstd
conf erences. With increased SpOTt services dgets program funding expanded into other areas
such as the hiring of coaches and admxnrs{fﬁors trave] assxstance hosttng grants for maJor
competitions, capital grants for facxlrty constructron and subsrdrzed admxmstratrve centres.
Table 3 shows the tremendous growth in provrncral grants to Alberta sport governmg bodies
during the 70's. - . | |

Although the CFSA benefrted from the increased federal support of. sport, it was not
fi mancrally dependent upon the government. The CFSA is somewhat unique in amateur sport in
its abtlrty f or fmancral self -support. The Ass?cratron has always earned the largest portron of

t(’

its revenues through the fee system. Fees for registration, tests, off-season schools, club

-

membershrp and sanctions, all return a significant amount of money- to the national body
annually. The second major source of funding has been the sale of notions such as pms ‘badges

and records Federal government support for partrcular projects aimed at developing

- faa -

world-class athletes has been the Association's third source of revenue. ’I'he profits from the

It is now called Recreation and Parks, with Wildlife “having moved to another
department.
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CFSA sponsored competitions have been a further source of income as have[ ;cvenues from the
sz{lg of television rights for the brondcasting of these events.
' The increased federal involvement in sport throughout the seventies did result in the
~- ‘i'CFSA receiving more financial and adminisirative support. However, unlike many national
Sport governing bodies, the CFSA has’maxkaged to mgintair; a high level of self -fing?dng. At
the heig’ht of the federal governmem's pre-Olympic "booster™ program, the Presideré't of the
CFSA made the following report at thé 1975 AGM:

You will note, from reference to-the Income statement in the financial report, to
which 1 will refer later, that the Association has received substantial funds from the
Federal government and Game Plan '76. We should acknowledge with. appreciation
this special type of assistance, but at the same time, I must also caution members that
in my judgement, it is essential to ensure that this Association maintain its position of
independence from government influence over the conduct of its operations. This can
only be done by ensuring that the major portion of Association revenues are raised

«. sindependently. I am only too well aware of many- amateur sports which do not have

:.” ¥that flexibility to marag t:}a'élr own-affairs because the purse strings are outside their -
.control. SREEer N B

' .
v

Since 1969, the CFSA allocated funds ‘to all-the sections in the form of grants. The two

_main grants _allocated aﬁnually were the Section Administration Grant and the Section Regional

Deyélopmem Gfan_t. The funds granted were fairly similar across Canada, with slightly larger

‘ amounts for sections with more members. CFSA funds were also allocated to cover such things
as cbmpetition‘los'ses and matching siiaf f grants, but these were not granted automatically.

| In 1974-75, the amount of the CFSA grants to the Alberia Section doubled. As well,

the Section received four diff érent‘prov‘inci’al grants. However, és with rﬁany granting syste/ms,

the funds allocated by both the govemﬁient and the CFSA were earmarked for gpecif ic projects

and did not represent any signif’ icgmt increase in "play money".vF‘c:r? ;kample, the CFSA granted

funds to cover 1OSSCS accrued in ﬁolding the Sectional Championships. The. provincial

government granted funds for competitors' travel, 'of fice equipment and money to off-set the

> cpét of an adﬁiﬁisuatqr;,' workshop. The three remaining grants, Administiation, Regional

Development and a provincial Leadership gfant, were soméw;/hat more flexible, but as their

names suggest, their useage was limited to certain areas.
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A comparison of expenditures before and after this R,f irst rise in revenué showed that the

Section's competitivg program benefited most by the increaLse. Over 43% of the 1974-75 budget

- was used for the staging of competitions and for competitors' travel expenses. Basic operating
costs, i.e., telephone, printing, pdstage, supplies and meeting expenses, were also increased
substantively.

The second major budget shift for the Alberta Secu'on_ occurred in 1977-78 when
revenues increased 181.1% largely as a result of new funding from the CFSA. In 1977, there
‘was an increase in registration fe_es; This was part of a new formula whereby sections were

Jreturned a portion of the fees collected from members within their jurisidiction. The origir{él
formula allowed foreach section to receive 30% of fees collected-f%ni their area. .

Aside from the advantage of providing .greater income -to the sections, the refund
system ;ould represent some degree of financial autonomy from the national body. However,
the registration refund is categorized ‘as CFSA funding in tﬁe Alberta Section's financial
statement wl_u'ch it is required to submit to the national Association. Even ‘so. the ref und system
seems to be a relatively stable sourc\:e of income. The system was put in place by the _cneral
membership of the Association and therefore, can only be repealed by;\';hat membe}ship. That |
the general membership would reverse a system returning funds colleciég from section members
to the section, is unlikely. Thus, the refund system represents. a fairiy stable and significant

. income for tl.1\e sections; c'Jén if it they continue to be financially dcﬁe_ndcnt upon the
Assocation. Italso acts as an incentive for each section to maintain or increase memberships
within its jurisdictioﬁ. Further, it does not penalize one section when another suffers large
drops in enroliment. ; ’

The registration refund system begém in ‘thc Fgll of 1976. HoweVer,.the registration year
was from January 1 to December 31, and section_s received only a part‘of that year's fees. This

amounted to just over $4,000 for Alberta. The following year Alberta was returned over

$15,000; an amount that accounted for more than half of the Section's income.
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‘One of the major projects this revenue grbwth enabled ihe Sectfoh 16 ﬁndcrtake was the
hiring of an administrator. In comparison with other sections, Alberta was sloﬁ to institute a
paid administrative position. By 1975, every section except PEI and Alberta had hired at leas;
one employee on a part or full-time basis. The Section has had an officé in tiie Percy Page
Ce;-ntre, St. Albert, since 1973. (The provincial government rents office space in the C}:ntre to
provincial recreation and sport -associations for one dollar per year. Printing and mailing
services are also subsidized.) , ‘

The CFSA encouraged the Section to hire someone a'r'ld.g;anted $2,000 for that purpose
in 1975. Howéver. the Section could not match those funds and the money waé carrieu over to

the next year's budget. Aside from financial constraints, therg may have been resistance on the
e

part of some Section members to the idea of a paid administrator. A letter addressed to the !

Section Chairman in late 1974, highlighted the concerns of one executive mer-er:
Although it [a paid administrative position] has some merit 1 do not thiuk the section
is ready for it at this time. Think it would hurt the prospects of getting any volunteer
- help. Where would we draw the line for those who receive pay and those who don't?
In February 1977, with the first instéllment of the registration refund, the Section was in the

financial position to hire a part-time Executive Secretary.? A Skaters' Development program

was also started in 1977 for the purpose of identifying and developing competitive skaters in

Alberta and. the NWT. One of the major purposés of the program continues to be:the hosting .

of an intensive skating seminar each summer for the best compétitive skaters. Since 1979, the

Skaters' Development program has cost the Section between ien and twenty thousand dollars

annually.?*
The third stage in the Section's revenue growth period occurred in 1978 when the

provincial govemmen't implemented a new grant system. That year the Section received $20,000.

The system, which is still in place, requires the completion of an organizational "profile” each .

% This position was renamed "Executive: Director” in 1981.

¥, An additional source of funding' for the skating seminar has been the “Alberta
‘Bursury Fund®"' (later changed to the Alberta Figure Skating Foundation) which was
set up in 1975 as & separate organization to encourage the development of ~figure
skating in the province. : .

-
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year. The profile includes a detailed three year pl;'m for the Section, bgdget projections and a
comprehensive report of the previous year':; activities.?* Funds are provicfed to assist in three
areas: administration, leadership development and program development. Specific percentages
of the total grant are allocated to each area.

The first year of the profile, the Section did not receive any other provincial funds;vv
however, the Section has since been successful at securing additional provineial grants. As well,
the amount of the prbf ile grant has increased ahnually. )

With increases in funding available from both national and provincial sources, the
Section was able to expand its programs. The Section's improved financial situation allowed for
incregsed expenditures on executive and committee iravel and heetings, with each member
” bein.g alloted a specific budget. The Executive Committee was now; meeﬁng five times a year.
The elite athlete in Alberta aiso- benefited in terme of travel support to out-of-province

v
competitions and skating clinics.

+ The increased budget enabled the E _ecuti\"e Sé"eretary's position to become full-time in

3

May 1980 anci a second part-time staff membe . As described in the 1979-80’'Annual .*

Report, the workload had increased as a result of th tive Committee's decision to handle -

financial affairs through the Section office:

This [change] has been igstituted due to the heavy commitment being placed on the
volunteer and the further increased necessity for records [sic] keeping which has
resulted from our financial support from the Province. The office staff will be
increased by another part “me person that [sic] will be primarily involved -in the
book -keeping duties under = direction of the Treasurer. It is foreseen this will afford
us better financial control of accounts and also not necessitaté the movement of funds
and accounts every time a new Treasurer is elected.

The final etage of revenue growth occurred in 1980 when the Section’s total income
trip]ed over the previous year. A‘gv;tailed cdmparison of the Section's funding sources from

5 That the profile requires” the Section to develop a three-year plan is possibly as
important as the tesultant funding. To develop their long range plan, the Section
executive. held a weekend- planning seminar in 1979 conducted by a professor from

the Univgi®y of Alberta's Faculty of Physical Education and Recreation. A clinic
was™ also ™ in 1982 (see Appendix B).. Lack of long range plans is a major
problem vyi’th many volunteer sport organizations,and one the province recognized
when developing the application procedure for th& new grant structure.

. . v o %% .
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1980 to 1983 is shown in Table 4. One reason for the increase was that 50% of the regi_stration
fees were returned to each \scction instead of the previous 30%. There was also a rise in the fees.
charged. The second reason for the increase was the level of provincial f unding. The provincial
grants totalled ovét sixty-six thousand in 1980-81. This amount included a grant of more than
twenty-five thousand as part of the province's 75th Anniversary Cel»ebrations..' These monies
were put toward two projects, approved by the grantiné agency, that otherwise would not have
taken pla;e. One prbject, Athletes on Tour, sent elite figure skaters to 'outlyiné areas to conduct
clinics and perform exhibitions. Thus, the Section should not have been negatively effected the
following year when these funds were not available by having built ongoing projects or

~«_ Expectations into their budget.

- .
DY . o

Along with an improved financial situation, the Alberta Section began to improve its

~ 4

competitive performance in comparison to otheg sectior:. The section had £8"bes 15
g

at the Cané&ian Championships in 1980 with eleven competitors paru’éipa 3 g and four first

place finishes. In part, the success of Albertan skaters ;clates to the Section's Skaters'
Development program and the ‘summer seminars for clliie Eompe;iiive skaters which began in
. The peribd of §iénificaﬂt ‘rev_cnfle g‘rowth‘l ended after tﬂe ,1980-81 ‘fisca‘l year. The
general economy of Canada had ‘been gra'd:ually' declining with inflation and high interest rates ./‘
As a p;bvincc;. Alberta had ‘managed to avoid many of the early affects of the recession and had
continued to grow economically into ’the eighties. Since 1977, the"AlberFa Secﬁdn had been

building up a surplus fund and investing it in term deposits. Entering the 1981-82 fiscal year,

-

these extra funds amounted to $30,774. The Section's decision to maintain a surplus to off-set
possibie loéses in the future showed ‘great foresight as the first of three éuooessive deficit
B'ud'gets began in41981-é2.. Tlie minutes from the 1982 AGM noted' that ';the major expénse '
accountin_g for ﬁxe large deficit was Lﬁe leadership conference held in Septexhbezi?:l'9'81--8kate'

In .
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Table 4
A.Comparison of All Funding Sources
for the Alberta Section: 1980-1983

Source . ‘ ' 1980-81 , 1981-82 1982-83
' ' Funds ($) Funds ($) Funds ($)
GFSA: ‘ (44,516)" (48,753) (40,939)
a) Registration Refund ‘ 37,016 41,650 38,875
* b) NST Grant - . 500 “ 500 1,000
c) Staff Grant 7.000 '
* d) NCCP.Grant ' ' 6,603 , 1,064
Provincial Government : (66 974)! (40,952) (51,639)
a) Profile Grant 427,910 32,670 - 35,700
b) Sport Alberta Grant 2,612 . - 2,612 3,000
"c) Alberta Athlete 8,580 2,070 4,500
Development Grant .
d) International Coach Grant 2,700 2,700
e) 75th Anniversary Grant - 25172 o :
f) Winter Games Grant 7,200
g) Sport Qutreach Grant _ 650
_ h) Planning Seminar Grant ' . - 589
Other: ' (15,206) (23,751) (20,615)
a) Notion Sales/Subscriptions ’ 2,319 5,359 4,803
b) Interest/Miscellaneous : 5,887 8.868 4,583
¢) Bursury Fund Grant + 7,000 - ‘
d) Registration/Clinic Fees : . .- 9,524 ' 3,029 -
"e) Bingo ) . : 8,200

Total -  $126.696 $113,455 $113,193

! (sub-total)
The following year, the Treasurer's report at the Section's AGM began: "as the

economy of the country has deteriorated over the past year, so has the financial situation of the

°

Alberta Section of ‘the CFSA." A number of "unforseen expenses” and the expected deficit

depleted the Section's surplus funds, presenung, a gloomy financial pxcture for the upcoming

|
’ 1983 84 season "In an effort to regain some financial ground, the Section's Executive

,»Commmee undertook a number of saving measures by cutting operating costs, curtaxhng the’

-mtroducnon of any new programs and developmg alternative sources of funding. For the first .

t1me in 1982-83, the Section had become mvolved in, fund raising by holdmg two Bingos.
'Further fund raising Bmgqs and a Casino wc,}rc planned for the future. In addition, the Section

. planned - to apply for provincial government grants which had not been utilized thus far. A -

ha
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Finance. Committee was also established to advise on' the financial situation and its affect on

the Section, as well as being responsible for investigating new sources of funding. The Section
Executive Committee also placed responsibility onto the clubs to assist in improving the
financial situation. In particular, the Treasurer's report noted that some clubs neglected to
- register all their skaters** or members of their club executive, -hus genying the Section funds via
the registration payback ‘system. Clubs were also encouraged tv purchase supplies from the
Section Office instead of the CFSA Office. Finally, clubs were | told that the provincial
govemment "wants to know ¢ vemhmg that happens in our sport throughout the province" to ‘
. determine thevamount of the Profile Grant the Section should receive. Thus, clubs were asked
- to notify the Section Office regardmg all pro'grat_hs-they offered. :
| The success of the Alberta Section in ha'ndling.its" new financial situation, dep_ends upon

a number of factors. In his‘ speech at the 1982 AGM. CFSA President David Dore suggested

that a declining birth rate and an unsteady economy were two problems the Association needed

"to address. Together these two factors threaten the CFSA's membership size. Nationally,

mdxvrdual membershxp declmed four percent in 1982-83. The Alberta Section only lost 28

members, but other sections suffered large drops in enrollment. A member of the Executive -
Committee reported that B.C. lost 2000 skaters, Quebec lost 1,200 and the four Ontario

sections lost 2,100 skaters (.1:13).' However, these losses also affect the Alberta Section in that
the national Association's total revenues decrease with decreases in registration. |

| Even though the Alberta Section's enrollment has not been severely affected as yet, one

executive member noted that the declrmng economy meant skaters were takmg fewer lessons

‘and not gomg to off-season schools as much. Both of these measures could aff ect the financial

vxabrhty of skating clubs. Skatmg clubs are non- prof it and their major cost is ice time (except‘.
for a small number of private clubs which own their own facrlxues) The cost of ice rental is the

same whether one or fifty skaters are on the ice. Thus, as skaters,begm to drop out/ or cut- back

" -in the number of ice times they reglster for, the fees will mcrease for the rest of the skaters. A'

..................

* 'The beginning skater in .a club is usually mvolved in the National Skating Test
- program (described later), and these are the skaters many clubs neglect to- register.
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- club can cut-back on total ice time, but only to a certain extent before it is no longer able to

offer a program of high quality.

Figure skating clubs, and their membership. are the basis for the Sec’ o . funding
from-the CFSA. Srmnlarly, the provincial government s Profile Grant is largely ased upon
membership size, program actlvrty and service level of the Sectton Therefore, if the Section's

membership dechnes to any great extent, both of these major sources of funding would be -

w%

negatively al_‘ fected. The Section is in a. predxcament since the majority of funding depends on -

membership numbers and that is one area in which neither the Section hor the clubs‘have much,
control, Seekmg alternative sources of funding, partxcularly sources that are mdependent of any
external control,:is mandatory for the Section.

In summary, the Alberta Section's reve&t’re growth penod was influenced- by certain

- external condmons namely the pohtrcal and economrc sxtuatton Federal and provmcral

govemment mvolvement in supportmg the development of amateur <port provxded mdrrect and
drrect fundmg to the: Secnon Broom and” Baka (1978) noted that‘ in 1978, federal and
provmcral Mrmsters responsrble for sport, fitness and recreat;on agrwd to the following: "the

federal government has the rcsponsrbhty for the development of htgh perf ormance athletes and
sport at natronal and international levels, .and that the provmcxal governments have pnmary

responsrbrlrty for recreation” (p .46). ’I'he Alberta Sectton 1 the QFSA are well surted to Both

- of these mandates. As will be described, the Assocratxon opcratmg through each Section, offers.

'\w n

d broad range of programs ‘for “skaters, coaches angl of ﬁcxals from the grass roots level to the
]

ehte level of mternatxonal competmon The maJonty of skaters 'lh Canada are recreatronal

r,'

skaters enrolled in a'"learn to" program Only about 100 of the over 160 000 skaters regrstered

' wrth the CFSA are consrdered to be ehte mtemauonal competxtors Even though Canadas '

1.
performance at an mternauonal level went through a penod of declmef betwéen 1972 and 1983,

)

g Canadxan fxgure skaters have produced more medal performancee than any other sport at l.he
f'Wmter Gymprcs Thus, the CFSA s large membership and broad program put each sectron ina

good position to benefxt from the provxncxal governments commrtmcnt to recreatronal/servree

.
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.organizadons and the relativ’ely strong competitive record .of ‘Canada's elite f igirre s"at'ers‘ put

the Assocratron in a good posxtton to beneftt f T0m the federal government's commrtmcnt to ’%&
" Rl i N T " ) ,_-, c{)
' international level sport , o ’-’. o i

r

A8 .
Tlie present penod of economrc dtstress poses a potential ‘threat to both the Alberta ;

Sectron and the CFSA Thq Scctron s mam coricern- should. be decltmng membershrps and the

QA L lb

rmpact of. the economy on program actrvrty The nsmg cosv; r%lated to competttrve skatmg, for

)
example coac'ﬁ\ng. equrpment ice and travel, could deter f uture national champrons from

pursumg the sport and- affcct the CFSA s posrtron in 1nternatronal cbmpetltton In tum the '
two scenarros of declmmg enrollment and decreased mternatronal stature could af‘fect levels of
. provrncral ‘and federal f undrng to figure skating, thus cr g a vicious c1rcle. )

"'&C.importa’nce of 'récogniz.ing and e'ltamining b er extemal context in Wthh

\

orgamzatron exists, has. beexr partrcularly relevant to Ui eerstandmg the development of j

Alberta Sectron over 1ts 14 year hrstory Clearly two envrron
] ‘,, : ’~

and polrueal chmate hacf the greatest rnfluence on the Sectron an'

condrtrons the ecohorny |

C lAssocxatton m general .

r @ e ‘-7 .
However several other factors 1dent1f 1ed by Hall (}982)/were al§9 unportant to varyrng degrees S

mcludrng ecology, demogra ang teclmology
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. " E~Theé Objects and Programs of thé Albefta Section and ‘he CFSA

In order to understand the structure and envrronment of the Alberta Sectlon it is

~P

- necessary to know somcdnng about its purpose Srmply stated what j/(ﬁe Alberta Sectlon‘_ 4

do? The Sectxon appears to functron very much in the manner of a se orgamz.atxon whose

busmess is to promote the development of figure skatmg in the province. Accordmg to the

.

Constrtutron and Byt Laws the objects of the Alberta Sectton are as follows

e e \
a. To rmprove ‘encourage “and advance frgure skatmg on ice in all its branches by
.o B ' ) . _ , N T
~ amateurs. ©. T

. O " )

b To pubhsh and dlsécmmate xnformatron ooncermng ftgurc skatmg = RN

¢ To authonze the holdmg of eompetmons and meets and to prescnbe rules and

Ly : - , o ' - : .



” 'A there is.a wrde rangé of specrf ic acnvm

regulanons lf"d appoint referees, Judges and other officials thcref ore.

IS 1

" d. To co- operate with other Sectxons of the CFSA and any other or‘gamzatlons or persons
43& .o
&for the f urthmance @f the objects ' vy

a

<

\
’F urs wrthm the Section in accordance wrth the Constltuuon By Laws and Rules .

o, b
¢

’7. 7and Regulanons of. the CFSA Co ;‘. .

_ In /ﬂ{nggese objects, the Albert,a Sectxon is 1nvolved in a number of programs -

which-can'be dxvrdednmo f:ve groups as f bllo%: L

\J T , . ~ 'i?/'-t -
1. Tests :f , Doy . (P
- . . : ¥ . -’r .
2%ompetmons W .
-3 Skater Development - Q "
. 4. Leadershlp Trarmng N L G P
e . . . r “’9— ] ‘ ‘ N - : .l‘\";' Jkt>
5. Comniunications - N o
o A E

Boooaw a7 . A
N ‘These same programs are available to skaters throughout Canada and thhm each program area .

! -W- L
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Tests encompass two different programs ‘Natlonal Skanng Tests (NST) and CFSA

N
Tests. The NST program” is for the beginning skater and: 1@3’ “le(rn 59 program "desxgned to
teach the basrc moves whxch 32 requrred of the' sport,abe 1t frgure skatmg, hockey or any form o
of pleasure skatmg (4700) THe program was - first developed in 1964 wrth/the fmancral

~ , .
. g .

fassnstance of the federal government ‘ R u, ,

The program is compnsed‘ of 2 tests. Exght of these gre grouped mto a "Basic Power -

Skanng program Thxs series is specxflcally desxgned f oL beginners skatmg who wish to go on '
to the games of ice hockey or nngette The content of the tests progressrvely builds on’ the '

------------------

7 In 1983484 this p. cam - w?remsed and renamed CaoSkate: and CanFigure Skate.
Theessenturl Purpose. of -the ogramﬁtoteachhwc skaungshlls remamedmuct
& 2.

o .. e
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fundemental skrlls and is the basis for the mstr,uctxonal portxon of the program. Skaters are et - -

required tfo try the ‘tests in any specific order and the Assdciation doés not keep records of test
|
results.. As descrrbed in the NST Amateur Coaches Manual, "the standard of profrcrency f or

the tests is- mtenttonally kept 10-'a minimum whrch requires that. the %ments be skated with -

reasonable ease, balance and control and mdrcate the result ,of practxce NST 'tests are

exammed by amateur. or pmfessronal coaches (dtscussed below) and it is up to the mdxvrdual ’

club when they Will hold a test day "

" The. liST program is open. to anyone‘whb wrshes to adopt it and does not requrre 8
f‘ membershrp/ the CFSA 1 In faﬁq@q{ "/ il':::tmg portron 1s aimed -at a srgmf icant group |
S e

) ol‘ non- rnembers mmor hockey players Mmutes from the CFSA NSB@C?mmxﬁee predlcted~

(,

"

R tha‘f”‘the CFSA's rofe in teachm@hockey players would mcrease R

o _‘ “Ihe nét result mf the dtscussxon ‘with,, the CKHA [Canad ~ Amateur Hocke'y
Assocranon] is that thef:would like to comgnue dralogue to stbly co~develqa
endorse a gogram we produce. They figured that there's a large market and that
' . neither assoéiation is doing the job. At one point it*Will b€ nessary to join forces they
~#rg . have themaélret we, have the expemse (13 14- 15) “~ L . e

ey , *
".’l

“The majonty of regrstered skaters in Canada are: NST sl’taters Indeed fai‘%e majorg,yi ’

». . A (-
of CFSA clubs NST is the largest off i Q&thelr skating program,--u: not the only offermg.

/ termmology exerﬁ'phfres this f urther in that member clubs are. of ten referred to as either CFSA '

a

or NS’I‘ clubs to mdrcate the ma JOI‘ f ocus of therr programs. _ _

The second program to f all under the headmg of tests is CFSA Tests. 'I‘he CFSA Test‘
program is for the more skillf uLpartrcrpant A skater usually takes part in the NST program-'
“before progress;ng to the tests of the CFSA A survey conducted by the CFSA in 1978 |
esumated that a third of NSTuskaters contmue in the CFSA Test system (Parkmson and

‘Keohané, 1978 p.39). . o

Thrs means that another orgamzatwn or .institution such as the public school
system may - use the program without registering as a "club”. However, a club. that
is registered with the CFSA must register all of its skaters with the Association
even if the skaters are in an NST program.. : o
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There are five cabegories'sof CFSA »Tests: tigures, free skate, pairs, dance and

comr. lition. Within each category th:;r .are several individual tests which must be tried in

¢ -ssion e.g., a candidate fora t o

- "
eSts. The competitive tests “whic bine free skate and figures, comprise three tests
. . N . .
Altogether there are 40 CFSA Tests. - - ‘
‘The CFSA Test program is restncted to members of the Association, These tests can '

only be tested by CFSA Judges holdmg appropriate qualifications. A-panel of three '.Iudges is

usually requrred for testmg, but changes have been made to permrt single panel Judgmg in.

certam situations because of a shortage of Judges in” many areas. There. are many rule?s’& g
B N

PR Bags
rescnbmg the conduct of tes}s and estensue r&brds are kept by the Assocranorf Sectron? are
. allowed to develop local policies and rules concermng the scheduhng of CFSA tests. Thrs 19- a.
R
result of a sévere shortage of Judges in many pans of the country Prevxously, clubs could" .

) ®
. &

% arrange tes{tjdays contact Judges and schedule the dates on their own As the number of judges "

,f';‘" ‘ declmed and the number of skaters trying tests mcreased.,” this system created many problcms T s
4w . 3\ . ] 9
I n particular, clubs in outlymg areas had troubf”getnng Judges The Alberta Secuon instituted .-

. ) -?

a policy whereby tests higher than the level of Fif th Frgure Bronze Free Skate or Dance came

-

' " under L.e jurisdiction of the Sectron J udges Chairman. 'I’he Judges Chairman schedules the
-~ ": (/

tests in centralized locatrons.and arranges for judges. Lower level CFSA tests continue to be

arranged at tﬁe club level.

- “"
’
the standards f or CFSA Tests are high. In part, this is shown by the consrstently high farlure '

- T~ N
rate. O[ 12 787 CFSA Tests‘tned in Alberta m 1982 83; only 59% were passed Many of those
. - "j.ﬁ,,- 1

tests passed were retakes of previous failures. The Alberta Sectron S pass- farI rate 1s srmrlar to

ot

® _Whereas the level of prohcrency for tests rn the NST program is kept to a minimum,

the national average

\
N \
..................

? In Alberta, the number of tests tried is typmlly over 10,000 and the numbcr of

judges is around 400. _
. \ . /

‘ "'\\ L . f o
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.The CFSA Test program was significantly altered in 1977 with the introduction of a
competitive test stream. The primary purpose was to provide potenttal]y gif ted compeutors the
opportunity to "learn and perfect more complex figures at an earlier age"” and to permtt the test
skater “to progress through the eight figure tests and five free skating tests without having to
cormpete" (Taylor, 1977, p. 6).% The goal of the new system is.enhance the performance of

’ *‘Canada's‘best skaters in the International arena. The theory behind the new test structure is

e
“1y
w

- %at "streaming should give the competitiye skaters a boost of, confidence in figures, the
_traditional Canadian stumbhngblogk because the more _complex competmon ftgures -will be -
‘ taught at an earher age” (McCabe 1978, p. 29) Skaters in the national competitive structure
discussed below, must be in the competitive stream.

There are three test levels: m:gure skatmg each representing a parttcular prbgram and

onentatlon to the sport Lseq Frgure 9). The f 1rst level is the NST "learn -to" program The

sbcond and tlurd levéﬁ* mvolve@SA Tests for the more: sktlfed skater; the fo u
- non compegtors and the latter are atmed at deee.'opmg mternattonal champtons > oy Nm}
" of skaters decreases at each successive level A pyramtd analogy can be employed to descrlbe the:
organization. The base of the pyramrd compnses “the fargest constrtuency, NST skaters. At the -
completion of the NST program, orejrher skaters progress to the mtddle level which tncludes

CFSA Tests Part. way. through the CFSA Tests program the skater must decrde whether jne/he

£

will remain m thQnon competmve test stream or progress to the competxttve stream. The

relauvely small grou;) of s§aters at the apex of the pyramtd mclude the mdmduals who -
: N .
perform gn the Novice, Junidr and Semor ‘Skating categones at the vahous champlonshtp o

compettttons )adlng to' the Canadxan Champtonslups -and, - ultxmately. the - World""'l'@?f‘f"' \
Champlonsmps - @ T |
7:‘? cichis "I"he precedmg doeumenthtton is*’éntital for understandmg much of what goes onin

1

k' flgure skatxng The testmg programs together wrth their instructional content, are the major, -

% The dtscrepency between the number of tests in each category as” ‘noted by Taylor
- and that which was descnbed on page 75, is. due to changes m the system since
1977.

c
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_means ‘by which the Alberta Section and the CFSA fulfill' their objectives. The other four

programs, competitions, skater development. »leadcrshxp trammg and commumcatlon. are -

"‘u ‘ N ‘
o CFSA Competitive = - [Pt e
Test Stream, » L

CFSA Test . Ny
Program -
NSTTest .- v
& S Progrgnt_ : o

et 4
L 4o

o . e . ~ - ' - '
0, - ‘ c

Ty X Pt
A R v ¢ cFlgure 9: ThedJest Structure in

o

g < Canadian Flgure Skatmg

%\?2:3. '.:.\ : .
Competitlons S Gz. .

There are. suc‘types of competm The f irst 1s the club competmon and only members
of the host club are eligible to participate. Except for rules regardmg amateur status and the
determlnauon of placings, clubs are allowed a great deal of discretion in the format of their

competition. The club competmon is-the only type notlrequired 10 -use CFSA.o_fficials"ia'nd not %

reqairing official approval from the Association.
~
The second type, the inter-club compeuuon is open to competltors from mdge than A
» .
one Club. It must be sancuonned and use CFSA offxcxals but the format of events is up to the ' N

clubs Generally. both club and inter- club competmons mvolve free skate and/or dance events

' and ehgxblhty categones are based on the CFSA test level of »the skater Recently, however

NST compeutxons have becomé popular

& Gy B- o' The ada Winter Games%@ﬂhe Alberta Wrnter Gam&c are two SpOrt events in

Yy 4 0-

wluch ﬁgure slcatmg competmons\l/the inter-club vanety are included. The national Wmter

Games are held every four years and are a major sport fesuval for athletes from all prov\mcw

>(-)

“y

mterrelated with, and m some mstanocs contmgent upon the structure of the test prograrns @’" "

and territories in a multitude of sports. Sport Canada stages the Canada Games but the CPSA .

v
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is mvolved in the structunng and operauon of the figure skatmg portron Qualif ymg rounds are

organtzed wrthm the vanous provmces with assrstance from each section.

The Alberta Wmter Games are also'a multi- sport festxval held every second year ‘The
¥

'Departrnent of Recreatxon -and Parks SpOonsors the Alberta Games, but the Sectlon is involved

m the orgamzatron of the frgure skatmg portron to ensure the competmon is run accordrng to
25T
CFSA regulatmns Reggonal competmons aré held w qualrfy skaters from vanous parts of the

Province. Skaters in the NWT are mvolved in Arctlc Wmter Games, which are similar to
; ° J‘ ' . O T
Ny )
C o 1N Fa

o The Alberta Sectron also orgamzes an mter club compegtron called “Wmterskate The

Alberta Wmter Games ST ce e BTy

' Sectnon mrtrated Wmterskate for: skaters who wére not at the competrtn?é «level of Secti nals the
frrst competrtton m the Canadran Champxonshxp structure Regronal run offs.are held in the
)‘nOrtlr arrd south t6 qualrf y skaters for thé annual Wmterskate 'competrtlon Another rmportant,

' feattlre or Wmterskate 1s that xt is scheduled for later in the season to enable rural club skaters

a— ,i. S

" sufficient yme te prepare ot

The remarmng four types of competltron are;, a) Sectional Chamoionshi})s b)

Divisional Champronsmps c) Canadran Champronslnps and d) Irttemattgml competmons and

‘ Chamxonshrps The frrst three and at least on&mtematronal event the World Champronshrps,. '

are*-h_eld annually. 7 ‘
| A Sectional Championshi;fls h.eld in each section for the purpose of qualif ying skaters

to participate in the Divisional Cham'nionships The Section may hold preliminary rounds to
qualify skaters for the Sectionals. The Alberta Section holds two sub -sectional competmons :
oné in the north and one in the south. - ' 4
For the purposes of qualifying skaters to the Canadians, the Sections are ouped mto "

four divisions for Drvrsronal Championships.* Alberta is in the Western. Division with British
Columbra Saskatchewan and Manitoba. A predetermined number of skaters‘may.progress' from
Sectionals _tofDiuisionals in each of the qualifying events. However, the Section Executive

n The Dmsronal structure began in 1974..
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Committee has the Quthonty to decrde to send fewer than the number of entries permitted. ’l‘he
number of skaters cf‘imf ying from Divisionals to Canadians is established in the Rulebook.

- The format of the Sectional Divisional and-Canadian competitions is standardized to
mclude at least Novice, J unior and Senior categq;\es in each of free skate dance and pairs.
. Eligibility for these categones is based on the CFSA Competrtrve Test levels The Canadian
‘ .Champxonshrps USually determine whrch skaters will compete in mternatronal competrtrons
. such as the Worlds and the Wmter Olymprcs The number of competrtors Canada is perrmtted(,

& P

. to send varies from year’-’-to year and event to event.’? The general basis for selectron is the

&

placmg of a skater'in the most rec%%adran Champronshrps There have been exceptrons to
this method of selection®? and the ultunat authorrty is vested in the CFSA Board of Drrectors

In the case of the Winter Olymprcs howeve

the Board recommends team members to the

-

sponsored annually by the CFSA 1s Skate ¢

4

‘{s o The; competmve season stretches from October to the end of March although - some

a

mter -club competrtrons ‘are held in the summer months. The orgamzatron of competitions is a
huge time and financial’commitment. At the section level, a Competitions Chairman is

appointed to oversee this activity area. In Alberta the Vice- Chairman of Operatrons is also the

Coiripetitions Chairman. Another Sectron“’i‘ul’"ﬁxecume member is responsrble for representmg

Y rgure skatmg in the. orgamzatron of the Wmter Games (Alberta and Canada) At the natronal

ievel &preqs a Competition Commrttee and a Canada Winter Games Commtttee as well.

32 Each country is assigned a quota of skaters elrgxble for international compettttons
This quota is based on ghe country's ~previous years performances in each category.
For exafnple if Canada places. one competitor among the top ten in the Men's ,
Free Skate at the Worlds, Canada is allowed to send two competitors ‘in that event
the following year. If two Canadians finish in the top ten the CFSA ' is allowed to-
- send the .maximum three competitofs. -
3. For example, there was a controversal decisiop, made by the Board of Drrectors
~in 1979 to send the third place fxmsher Tracy Wainman, to the Worlds that year ‘
instead of the. Senior Ladies Champion. -
% The COA is not just a rubberstamping committee. In the past, they have made
decisions about the Olympic frgure skatmg team whrch were counter to the Board's
recommendations. . S ‘ .

-
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Skaters' Development

| The third orogram in' skating is Skaters' Development. The national Skaters'
. Development program‘began in 1971. The program is operated under the direction of a
committee whose f unction is "to identify and‘ develop excellenee among Canadian f igure skaters
. to assure top placings in mternattor‘lal \World and Olympic competitions, and to’ recommend

athletes to participate in these events” ( 1222 (xii)). The philosophical onentauon the natipnal

4
¥

Skaters' Development Commxttee began in 1976 wlth then Charrman David Dorw

Our. stated goal is elmsm and by that I mean, winning or podxum pos;tton We.are not
out there internationally just to participate. Skaters know where the CFSA stands and .
what it wants them to accomplish. My committee has defined, published and made
clear what the goals of the CFSA are. We haye accountability for our money. Today,
when youngsters fly out of Toronto airport to a competition, they know their jobs,

- what we expect from the . And they know if they meet our demands, the CFSA will
support them morally an mancrally :

’

- '. In the Alberta Sectxonl as in every other Section, there is a Skaters' Development
Commxttee headed by a Chatrman appointed to sxt on the' 'Executx‘(e Committee. ’I'he Alberta
. Sectron Skaters Development program mvolves redlre&ng financial support from vanous‘
provmcral governments and pnvate sources to promxsmg athletes for their trammg and/or.,
travel expenses As well, the Sectron hosts a skating semmar in the summ}er Over-thirty of |
Alberta s elite skaters spend an intensive week of on-ice and off-ice instructron in a vanety -of
areas related to becomrng an elite f 1gure skater The Seetronal committee's actions are parallel
to those of the nanonal commxttee which also conducts skating seminar- - -4’ "mix and match"
. v _
sessions for dance and free skate pairing. The natxona.LEkaters »Developme_nt Committee
“provides direct -financial ‘support for training'/ expenses to : over 100 skaters who-'show
competrthe abrhty 'I'he fundmg is denved from federal and private sources as well' as CFSA:
generated reVenues from such thmgs as televrsron broadcasnng nghts The sectronal and‘
national level programs do not overlap. An athlete who 1s chosen to attend a national seminar
wouid not attend the sectional semmar erewise an athlete who is financed nauonally, would

notbefmanwdth:oughthesecuon’ o : S b
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Leadershlp Tralhmg

Leadershxp trarmng encompasses a numb;r of specific programs as follows:
‘ 1. NST Coaches n . -
2 Natmnal Coaches Certification Program |
3. Officials’ Chmcs o
4. Precision Clinics
5 Skate-In S v " . 2
Instruction and testing of the NST programs is largely accomplished through the use of
amateur" skaters trained in weekend coaches'/i.nics Over 7,000 amateur coaches are trained
annually in Canada. During 1982- 83 25 clinics held in Alberta certified 733 mdmduals There
are four levels of Amateu,r Coach Jumor assrstant senior, and supervrsory The levels are

| | pol

based on age and abrhty ‘ W

CthS are conduct&m%ere and wh eeded' usually thrs depends upon one or.more
o gl LR R

clubs in an area requestmg ety

t.tremselves tramed in a clinic conductors course. Each Sectron appoints an® NST Director who '

coordmates the chmcs assigns conductors supphes materials and mformanon _promotes the
I

program and mamtams records for the national Assocrauon

Regrstratron covers the conductor's fee, but the majonty of clinics lose money because
o - ‘_ . N "é
of ice Tentals and transportauon costs Clubs(’an;gpplyg,?r mumcxpal or provmcxal rccreatron

grants but the fmancxal responsrbxlrty fér NST clinics largely Tests wrth the clubs.

- B

The professronal coach or in skaung termmoloSY. the pro is a key frgure m the'

sport of figure skaung Every club has*at lcast one professional coach, or is in the prms of
2}
fmdmwe To, varymg degrees, the profcssronals are’ mvolved in the club's NST program

%;

HoweVer the major rolc of the profcssronal mvolves the CFSA Tcst program Coachxng

qualifi 1catxons have tradmonally been based upon the indmdual s own skaung achrevements and:

the achievements of his or hcr skater, For example a ooach who has passed the Founh Frgure o

is 1dcnufned as a Founh Frgure professnonal Thrs does not mean that the coach cannot. teach

@e held Chmc conductors are profi essronal cﬁaches who are ‘

i



' ‘f.‘»above that level In fact, a coach whose skater succeeds at passing a hxgher test, is ranfked - up to-
the level attained by her/his skater».,Smce the CFSA maintains extenswe test records. the
qualifications of professionals based upon, these traditional measures are relatively easy to
verify. |

More recently, a certification system for f igu.rc skating coaches has been implemented.
In part, the new system has come about as a result of presshre' from the federal agency
responsi'ble for.'sport, Sport Canada. Concern for the level of expertise in coachjng in figure
_.Skating was also a focus of attention within the CFSA "I'he traditional method vvhereby
“ profi essxonals come from the skatmg ranks tﬁemselves thh httle specific training as coaches, ~

r

was consrdered a major reason behind Canada s dechnm‘g success in rnternatronai figure skatmg

4 »
. \;;ﬂ-n, lw “ ) )

competition (Taylor, 1979, p. 7). Vie®

The Coachmg Assocratron of Canada

»

T'?:fﬁf‘(l) developed % Natrona] Coaches'

t ¢-and stanéirdtze the quahty of
-'t ,‘d‘ ' \7 f? N ’4 h
coachmg in amatuer sporf~ The program contams fweﬁe% g is. d?vrded into threq,gareas

mcludmg a general theoreucal component and techmcal and practical components that are‘sport v

- Y

h specrfic""l‘he ﬂevelopment and promotron of these last two are the responsrbrhty of the natronal

. ’ -
develop and tmplement NCCP Imtrally, the CFSA an the assocratron of professronal coaches B

(FSCC) worked toget% to develop the NCCP manuals and chmcs for figure skatmg. the first

™~
&

level of whrch was avarlable in 1979 .
} As wrth the NST Wm weekend techmcal clinics are held based on demand and they :
are conducted by ‘trained mstructors Both CAC and CFSA mamtam records of oertxfred
coaches A coach":nust complote all three components -on any one level to be f ully ccmfred at .
that level (In frgure skatrng. three levels have been developed to date ) B
' In 1982, pressure from Sport Canada and CAC resulted in the CFSA takm& full
G

admtmstrauve responsr‘hty for the program In a related issue, the CFSA moved o
_ 'amalgama_te the FSCC with the CFSA. B.H. explained the situation as follows:



. U

4

It was said that there were over 4,000 figure skating coaches in the country and only

- 700 or so were members of the FSCC, which said that they had coaghes yp to level
three within that organization, but what was the level of competency of all the rest.
When Sport Canada saw that, they -decided that if the figure skating coaches of
Canada were to continue to get funding, and that's where it all comes from, through
Sport Canada, that they were going to have to be more effectively controlled through a
recognized amateur sport body, in this case CFSA. And the coaches backed up, there .
was quite a bit of rigoramole going on. In fact the Ontario Figure Skating Coaches
were going to take the CFSA to court in Ontario. What they did was there were cértain
by-law changes made at the CFSA AGM last year that said that every figure skating
coach in Canada had to become a member of CFSA. They balked at that; théy were
professionals. What they don't realize is that they should.be coaches, not just,
professionals and there's a lot of difference between profgssionals and,coaches. The
FSCC have an office in Vancouver...but f or 700 members, typically if oﬁi'-'?ggnse was
in that kind of array, I can see the Federal government coming in'and saying "smarten
up yourselves or we'll smarten you up”....Why should I as a parent, or my daughter,
take skating from sofnebody when you- really don't know what their level of skill is.
Just because you have your figures or your gold free skate doesn't make you a good
coach. Those - coaches that have .taken even the FSCC, coaches clinics, there's a
measure of competency...and CFSA took this dver and throughout ‘Canada and in -«
Alberta there's been quite a lot of resistan "'tq taking the clinics. None. of @s, no-.
matter what we do, can afford to bg so insular that we don't rfecognize what's.going
on in the rest of the world. They will realize that Sport Canadais now funding the
money through the amateur body. That's w’fi&i‘t}will‘vibrkj;his out..(12:4) . co

i
i

, ) e “ s a P :
Section office staff coordinated the program in Alberta. Two Level 1-technical courses were'-
offered in 1982-83 and 22 coachés were certified. U
" The third’ area: of ' leacf;rghip ndﬁﬁg involv,gs; officials. .J udées. referees'\ aﬁd'
", . - \ .

accountants are trained, ~éxamined~, promoted—antj‘ assigned by the Aséociatidn. fl‘udges\fare :

involved in CFSA tests al}d cqmpetiq_ons. Supervision of 1he.”téchr|1}i¢al aspects of pi'é‘para,tion.‘-

-
i

. v . . : . o S
for and cenduct of tests or. competitions is the_:dutx of reéferees: (A referee is also‘a_quilified

" judge.). Accountants tabulate judges' marks to results and are mostly involved in competitions.
" -There are several different levels of judges and these parallel the CFSA Test structure.

¢

test., 'Gunter:'(197?);.cxphined the imp'ortance gttached to standardization of s'katii;g “across

C_gnada,a:nd the role of judging in that process, asfollows: - - .

As you become more skiilfu_l on the ice an'd‘perhaps even,bégin to think of competing

. in oursport, you will start climbing the CFSA test ladder, be it figures, free skating,
dance or pair tests or perhaps .all four. Then you will benefit from the centralized .

control which ensures, for example, 'the ‘thé fourth figure test meets the same = °

P
i C . : ~

Voo ' ) ) |

For the first year that NCCP Was,upder the-compete jurisdiction of the CFSA, the o

For example, a Second' Figure Judge is qualified to test up to and including thg Second Figure ~




minimum standard be it taken in Vrctorra ‘B.C. orin St. John's, Nfld; and that all
pre-requisites-have been met before the test is vahdated and stored in our central test
records and the test. certl'i"tcate issued. Of cou se ’ the ngrd national ‘test-structure is
only a part of this story. The real key to standardization i is in the judging, and here the
national body carries-out. the major burden of recruiting, training, testing and
promoting- judges and other officials. Without this. vital role at the national level our-
sport would soon become a shambles. (p 41) r

Progressron through the various levels of judging is conditional upon the following:

1. remammg an amateur; o,
2. passing the required examination; .,
3. jifdging satisfactorily at each level; and
- attending the requrred ber of trammg chmcs (Berezowskr 1982 p. 33)

bé». Competmve judges are ranked accordmg to the competrtrve structure Chmbmg the
®

B competmve ladder takes as long for a Judge as 1t does for a skater. It takes a mrmrnum of 13 '

- years to meet the ISU réquuements for promotrdn o the mtemauoWwever since
LAY . w -

each country isona quota system there may not be an opemyg. and thrs could result ina delay

)

o of perhaps several years Followmg an. addmonal three yeers of expexaence and passmg the . |

~.l e SR

» I S.U. exammauon an apphcauon could be rnade to become a World (lntemauonal Skahﬁ%
Umon) Champnonshrp Judge (Berezowskr 1982 P 33) o B .

&} A re(eree must be qua#)ed asa judge to the appropnate level of competmon for whrch
- v > ‘Q, %)
he or she is selected Accountants must also attend clrmcs and write’ exams 1o be appomted or
Q

promoted as club, sectronal or Canadtan level of f,rcrals Ree\ords -of offxcrals quahftcatrons are

R Y L
mramtamed by the natronal offxce and appomtments and- promouons are 1ssued from there

: annua‘lly There are two natronal colnmrttees charged thh the developnﬁ:nt of offrcxals the

o udges Commrttee and the Accountaﬁts Comrmttee The admmxstrauon of training clrmcs and

" the appomtment of offrcrals to tests and compeuuons wrthm each Sectton are hamiled by the

of these commrttees are appotnted by the aSecuop Charrman and SIl on the Execuuve )

: Commrttee Chmcs a,te held on the basns of need and dunng 1982 83 there were three
S 3 )
' Aecountants c‘hmcs and no Judges' clinics held in Alberta

Aecordtng to the Aecountants Chairman, Alberta has more than enough aceountants

A

- Chaumemof tﬁe Secttonal J udges Commrttee and the Aceountants Commrttee The Charrmen

(29 in &82 83) “but Judges are m short supply Feweﬁpeople are becommg judges and as J Mo

i R \,' . R . ) .
. : B N R o . \
o \ . . .

a

v
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noted the former- pool of judges is ggettmg old™ (1 14) A Zone Director. suggested that the

lack of 5udges is a consequence af the economic times; people who-used to volunteer theu‘ time

to Judge are now. havmg to work -thus decreasmg their avaxllaburty 'I‘he ma]omy of judges are |

parents of skaters

1]

" As outhned earller the process for becommg a‘judge is lengthy and l.nvolved The

CFSA has made some changes to enable skaters present or past to advance through the

l -

judging levels much mpre quickly in the hopes of attracnng more off 1c1als from that part of the
skating community. Otherwrse the CFSA has largely depended upon the sectton and local club .
levels to re%ut prospectrve judges There are some areas wrthm the Alberta Seéuon that have

3
an adequat u@ly of Judgés at the -various test and competmve levels Generally, however
A . . [+ .
: lack of JU%S isa perenmal ptobl IR
The. last two ‘leadership areas are Precrsron ‘and Admtmstrauon Precrslon skaung
PN

fuvolves groups of up to 20 ‘skaters performmg srmultamously and can be ltkened to the Chorus

/
5

hne in danoe Up unul the mrd 1970 s, precxsnon was usually perfotmed at 1ce shows or .\
r,) ] ’

carmvals The event gamed populanty as a separate entrty. appeahng to skaters who weré‘n t

strong mdmdual skaters but who enJoyed performmg gi competrng Q’I'he frrst Canadtau .

o Precrsr%% Chatitpionships were. held m 1982 Much of th,e early growth in PIOCISJOH skating

» o

/ .

N

'occuredmsouthem()n . N , fr , o “f,

Clmlcs are held to promotc Precxsron J udges and 10 mstruct ooaché/s in techmques. .

| Although in the formatrve stage a system for traxmng PIOCIS!OIJ J udges i b“emg developed

along srmrlar lines 10 the CFSA Test/Compeuuve J udges system There 1s a nauonal commrttee

k‘._

for Precxslon and ea.ch secuon appomts ‘a representatrve who ooordmat the acuvmes Tthm ’T;}

I .

thesectxon R ’.,_‘ ' /
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. attend Skate-Iq, "will eventually filter up instead of filter down" (1:2).

86

year. Skate-In s designed to’ train and assist :xeculive Members Wwithin clubs and was first-

organized in 1yY9.(The Alberta Section modeled theis Skate-In workshop after similai ventures

in other sectiog4. ) Although aimed at the clul.leve[, the Section anticipates that the people who

n , ! ' ’ 4
. / ’
Communicatioyy . 1 K : . :

. !
The figal program apda of skating js comMmuynications. In many respects,

' commumcauou js implicit Wl[}lfh\lbe other program areas For example the leadership clinics

could not be hgld ypless there was sY{ucture/ for dxsscmmatmg information about such clinics.

. Although commumcauon is a part of/ the other progfam aregs, apd is tailored to thexr special

‘ needs, there ar¢ at Jeast two communication vehicles that Stan'd apért. These vehicles rcpresent

N

internal and exyytnal forms of communication.

Internal cumrhunicatioh‘in‘cludes the numeyous publications of }he CFSA that range
from "how tg‘ 1ype booklets on organizing a club 10 the Principle house organ, the Canadian
Skater, publisp¢d six times annually. At -the Sectional leve there are a variety of
newsletter/minjyldgazine type publications. In Alperta, fhesc are the Big A, .the Section

newsletter and fbe NST hewsletter. The Alberta Section ‘also contributes cgularly to the

~ Canadian Skater. Within some Alberta zone& newgletlers are published on a regular basis. As

well, some clups publish their own newsletters and most clubs jnstitute the bulletin ‘board

system for passjyg on informatic~ 1o their members,

Ld

Internaj Fommunication is also served through commitiee meetings and annual meetings

of the general mémbership. Clubs, Sections and the gational Assocjation all conduct committee

and executive wytetings, as well as general membesship meetings. Other means of internal,

communication if\clyde minutes, notices, memos ang reports. As one member exclmmed "I get

" mail cveryday (9:4). There are a number of standard procedures which require that a report

‘be filed or an aﬁnouncement be sent to certain indjviduals, In aln:o.: all aspects of figure

skating, there iy yi emphasis on written communicaiof.
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\‘ External c‘ommunica‘tion is an important mandate at both the national and sectional
levels. The \CFSA employs professionals in the afeas of quh\- Rulaiions and ‘Marketing. The
Alberta Section has a Public Relgtions Chairman on the Fecutive Committee. Clubs are also
encouraged to appoint a Public Relations member to their c-ecutives.

Tfle CFSA is very conscious of the image the media can create for skating and prepa‘res

its elite skaters to handle the press through special workshops at the summer skating seminars.

nS 4

The Alberta Section also includes a session on dealing with the media at their summer skating

~.

seminar and for their administrators at Skate-In.

"Media coveragg of national and international figure skating events is extensive. At thes.
i g - '
sectional and club levels, most coverage is through the print media, although radio and

television coverage of sectional competition results does occur.** Local athletes who perform

A

well 'ila&onally or internationally bring greater media attention to that area as a rt;sul,t of their
perfor.mances.‘ A tecent example of this phenomenaon in Alberta was Brian Pockar/ of Calgary.
Local talent also influ‘e'nces aréz skaters. J.M. described how Po\ik\ar's rise to Canadian Men's
Champion gave the local skaters "something to strive at...the kids ;re proud of the fact that we

had one in Alberta” (1:25).

-

The impact of the media, in particular television, on the sport of figure skating has

| ‘been sighif icant in terms of increased exposure for the sport and financial benef’ its.> The CFSA

..................

¥ If a section wished to have local coverage of an event, other than a newsreport,
negotiations would have to be be made through the CFSA. As well, if a section
wanted to hold a press conference or to promote skating apart from a scheduled
skating event, it would require official sanction.

¢ The impact of the media on the staging of major figure skating competitions
would be an interesting study on its own. For example, prior to 1973, single free
skate competitions were divided into 60% figures and 40% free style. Under_ gis
system, relatively poor free skaters would capture the world title by performing .
excellent figures. Figures are an impprtant fundemental skill in skating, but they are .
not suited to television or to the layman. They represent a mysterious element

which appears to separate the medal contenders from the rest -before the actual
contest | begins, i.e., the free skating portion. The public, through television, saw

only the free skate portion of the competition and were often confused when the
skater who received poor free skate marks came out on top use he or she had
achieved ' good figure marks. Although the 60740 split had- existed
international skating had never been exposed to as vast an audi
created. As well, the television audience -was largely North American
skaters tended to be more electric free skaters than skilled figyrf Specialists which

\
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negotiates, the rights and controls revcnues;‘the Alberta Section is not involved with television
contracts. However, the Section benef fts indirectly from the funding of nationai programs and
from the interest televising of skating events creates at the grass roots level.

The other side of publici;y is that it places skating in the public forum and opéns itup
for criticism. N‘owhere is this more evident than in the annual outcry over judging bias\at
international skating events One member explained the negative side of publicity:

- 1'd really like to see a better image of f igurc skating for t.he general public because 1
do think they see a lot of negative things, or things that they don't understand about
the sport. I can't see how they can watch the Worlds on TV and comprehend the
complexity of the judging that's involved and that's not helped by people in the
media. They don't really make an attempt to help the general public to understand
what's going an. (7:3)

Since the early 60's, CTV has been thé major network involved in televising of figure
" skating. The CESA controls the rights for Skate Canada ond the Conadian Championships; the -
ISU controls the rights to the World Champié:ships. During 1982-83, CTV owned the rights
for all three major skatidg events, ,"I;he CTV 's4a‘ve‘rhge 'viewer rating for the three broadcasts
. combined was 10.3 or 1,453,000 v/'iewers per quaner -hour of figure skating (Mxlton 1983, p.
15). The CFSA earned approxlmétely $160,000 in telcvxslon rights (Milton, 1983, p. 15). For
the 1983- 8§ season. the CFSA collaborated with CTV.and developed an innovative markctmg
project predicted to be ‘worth rr;ore than $400,000 to the Association. The project involved eight
major sponsors‘as the only on-air sponsors of the three major.skating events CTV broadcasted.
As;'de from Winter Olympic {bvcrage, whioh was contraote_d under a differont arrangement,
CTV ‘broadcasg 14 hours of figure skatidg. The CFSA's marketing consultant Chris Ijang

suggested Lhdt\the‘successf ul performances of the 1983 international team was one factor in the

new television contract (Milton, 1983, p. 16).

3%(cont’d) the Europeans were. Public and media dlsapproval of the competitive
system must have been a factor in the ISU's decision to reduce the value of
figures to 30% and introduce a short free skate worth 20% and increase the value

of the long free skate to 50%.
&
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Summary
. From the foregoing description, it wéuld appear that there is a broad range of
programs and activities involved in figure skating. Also, the majority of programs are provided
for the more skilled participant. Although the ma jority of skéiers across Canada ére involved at
the recreational, non\-competitive level, a. greater proportior of energy and money is spent by
the Associatiofl and each section on the competitive level participants, o
There are several reasons for this apparent discrepency. The costs related.to running in

NST program afe much lower than those related to grooming an Olympic cham};ion:

SR, - _
, 1. The recreational program is not labour intensive; the instructor-skater ratio is high.

2, ’{he program is highly structured and can be run with little of f-ice p_fcp;ration.

3. A large number of instructors in“the NST program are volunteers and the .ncct‘tssary

qualifications for NST Estructors are minimal.
4. Program costs are also kept low by the minimal ice time required and the large number of
Iskatcfs accomodated withih that time.
In short, theArecreau'onal program is- highly cost effective. It is also fhe CFSA's, and the
Alberta Section's, most popular program in terms of the number of members involv;d in it.
One-imponam qu;:stion is whether or not this apparent inequality, as a. result of

: spendir}g priorities, has-an affect on merﬁbership sadsfactfon. In the All;ena Section there did
not abpear to be any widespread dissatisfaction among clubs, parents and skaters —who were
' mainly involved with the recreational programs, or at least, none had manifested itself into an’
organized movement. However, it was acknowledged by several individuals intLrviewed thant_ the
recfeational mémbers tended to be very apathe.ic to the operation of the Section and the CFSA.
One explanation for this lack of involvement might be the large fﬁmover of par,ticipantsthat
occurs in the NST program. A parent whose child skat;:s one hour per weci( for only one or two

years is not likely to become involved in the administration of a club, and even less likely to

. become involved in anything beyond the club level.



One Zone Director explained the situation vis-a-vis club involvement as follows:
There are some clubs in my zone that don't come to'any meetings. They never phone
me. They're just not interested enough. They probably run NST programs and they
can do everything themselves. They're not dependent on our judges. They don't have
. kids they're sending to competitions. They don't have kids they want in provincial
seminars. They are just a recreation club, but they are sanctioned. They don't want to
- be that motivated. I think that, they just read lhe letters [she scnds] and say, "oh, this
doesn’t apply to us."None of this matters to us". And 60 miles in, who wants to go to
a meeting about things they think theyjon t need to know? (11:11-12) :
A similar viewpoint was expressed by another individual who stated that "at tha rural club
[primarily NST], they're not too concerned about getting involved. All they want is for their
children to learn to skate” (9:8). ’
A éonsequence of this apparent apathy, is that the parucular needs and mterests of the
NST skater may not be smtably addressed within the decision making levels of the Section and
the CFSA. Further, if the organization is perceived as no longer relevant to the needs and
interests of a large portion of membérs, this could have a serious impact on the growth of the
Association. Were this situation to persist, it could eventually lead to a major split between the
' recreational and elite proponents within the organization.

Thus, it appears that the programs and services of the Seétion and the CFSA are very
' . - ( ’ ~
elitist oriented. Given that the majority of members are recreational level participants, there is

a very real potential for dissatisfaction among that segment of: the p'rgar'limtion’. However, if

the majority of members only.want to learn tyikatg, or want their child to learn, and they are

getting that opportunity, then they may not bother to complain. A more serious issue is that

the CFSA is elitist oriented and yet ,‘ it claims to speak for all skaters. Thus, part of the

Association's power is based upon its large membership size while it is really only concerned
with' a small portion of thai membership. For the Association to continue to be viable as a
service organization developing figure skating "in all its branches", this issue should be

carefully examined.
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' \ _
F. Organizational Structure of the Alberta Se¢tion : . ' \
In this study, the analysis dt' the organizational structure of the Alberta Section was

based on fxve dimensions or characterxstxcs as follows: 1) spemahzatxon 2) formahzatlon 3)
tandardxzauon 4) . centralization and S) configuration. The concepts and operational °
definitions for these ,def mmons were based on the work of the Aston research team as descrlbcd

‘;n' " 3

in Chapter 11 (pp 13- 16)

Specialization

- The first structural dimerision. specialization, Idescn'bes h:)w an organization's work is
divided. Specialization. may be in a horizontal. or a vertical direction, or both Horiiontal
spemalxzauon concerns the subdivision of work along a partncular level of the orgamuuon
Vertical specialization describes the extent to which an organization is dxvxded hterarchxcally
according to decision making authority. -

" The Alberta Section divided moét of its work act:ording to particular,ptogram areas and
there was little crossover or duplication between these specialized posttions. The situation within "\
the Alberta Section Execuuve Comnmittee reflected the- specialized- nature of figure skau;;/
overall, from the ISU to the club. Although the Section Executive Commxttee wfs—}nmi/sed of
only two decision- makmg levels the number of levels dbove and below ‘that particular -
commxttee indicated a hlgh degree of honzontal specialization in figure skatmg (see Fxgure 2). »

' The Executive Committee of the Alberta Scctlon has two leVels ’the Board of
Management at the top and the rest of the Executive nembers below (sec Flgure 3) A third,
lower level could be said to exist, in that four committee members do not havc voting
Apnvﬂeges However, those four are involved in general discussions and 1dea formation at the
meetxngs. as well as having specxf ic areas of respons:blhty and authority. Thcrefore these four
positions were included in the second or lower level of the Executxvc Committee in thxs study.

The Jower level of the Executive Commiittee f&turcd, a hxgh degree of horizontal "

specialization; that is, specific activities were performed by one or more individuals with that
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function and no other. For example, the Precision Chairman's responsibilities include the

- promotion of precision skating in the Section and all the chairman’s activities focus on that
N

'pu@w. ‘Since the’fe are Precision Champibnshfps, the chaizman would also be involved with
r'eIa:ted aspects of compet‘ition’, e.g., jud'ging, but only in regard 1o that particular form of
figure ékating. |

- One member compared the éection to another prdvincial govemihg quy with which she
was involved: | -

It's really funny how figure skating is defined really carefully. Everybody has theit
own little part that they do. Just looking at the _ provincial govetning body, they're
not like that, they're all coming to it on the same level. Like there's just this many
executive members [voted in] and then thev decide later on what they're going to do

_ and what areds they're going to be involved in and their lines really overlap a lot. In
skating it's really separate, everybody has a little separate area that they look after like
accounting or judging or a zone. They are all really defined responsibilities or areas of
responsibility. I think that probably comes from the specialities that people have and
the areas that we need to be specnahzed in. Not anybody could be Judges Chairman,
we've found that from past expcnencc (7:4) -

Blc other hlghly spccxahzed positions on the executive were the chairmen for J udges
Accountants, NST, Winter Games, Public Relations and Smglcs Seminar. Each position has
well-defined areas of responsibility as the various titles suggest. When asksd about overlap or
duplication of activities, most~ of those interviewed indicated that their position did not overlap
with another's. Accoring to K.J., overlap or duplican/on of function occurred in regard to
decision making within the setting of a committee meeﬁng: :

In the executive meetings, when you 're doing decision making, then that's when you
see everybody's expertise overlapping. It's not like you're on somebody else’s
committee or something like that, but when you are doing decision making, that's
when everybody's expertise does come together. I think that's where you see most of

the overlapping taking place, when there are executive meetings and you're deciding
things. (7:5) :

The Zone Directors perforfn a wide variety of tasks in their rgles as liason between
clubs and section. However, the Zone Directors interviewed st_rcsséd that regional differences
made their jobs unique from zone to zone. A.S. expiained: f ‘ |

We all handle things dif’ ferenitly and we have different needs too. 1 thmk down in the
south it's a lot more independent. 1 don't think they even have the number of clubs.

The Central Zone, I think that at least two years ago they were very well organized as
far as L_hcir testing and they seemed to be in very good touch with each other as to who
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was doing what when and trading kids around. I really admired their method and felt
that there should be things from there that we could borrow. We all end up with the
same results, but the way that we do it is different, tailored to our needs. Calgary
Zone is lucky, we've.got a lot of judges, maybe that's why we tend to let the clubs
operate and test more on their own. If you were to talk to someone from the
Northwest Territories, they have problems up there like you wouldn't believe. (11:9)

Along the upper horizontal level of the Section's Executive Coﬁniittee the positions
vafied ih their degree of specialization. The Secretary-Treasu}'er's position was the most
specific, although many financial matters were taleen care of by’ the paid administrators of the
section and the position itself had become somewhat of a figurehead. That is to say that many
of the' day-to-day activities associated with the Section's finances were carried out by the
Executive Direetor, but the Secretary-Treasurer still had ultimate_ responsibility to ensure things
were done properly. The Past-Chairman also had specific areas of responsibility; but. this
-overlapped with a number of other positions. For example, he was F:spons:ble for new
memberships, which entailed screening applications as to their completeness and correctxons
However, Lhe apphcauons were then sent to the Chairman of the Sectwn for approval before
being sent to the Nauonal Membershlp,Chaxrman The Vice- Chaumen both had specific areas
- of responsibility which in this case meant that most of the programs and committees were
diyided between them. for supervision. The Chairman's 'position was the least specified. The
Chairrnan was an ex-officio xnember of all committees in the Section and was responsible for

overseeing all of the activities governed by the Section.

‘Two other positions which should be dealt with at this point are the Executive Director

‘and the Secretary/Bookkeeper. It is difficult to situate an Executive Director along a particular-

horizontal level in a volunteer organization. In a business organization? the position would be
. _ .

below the Board of Directors, or in this case, the Executive Committee. However, for many

- volunteer organizations, the reality is often that the paid pcfsonnel are the ones who have the

most complete and:up-to-date information, and th are responsible vfor the day to day

operations of that organization. In some cases fhie may be problematic, but it did not appear to

have manifested itself as such in this instance. The Executive Director considered herself to be

- working for the Executive Committee and the Section: "they make the decisions and I follow

-
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"them through" (4:3). Unlike most vglumary-organiiatio'ns which experience high employee

turnover, the Executive Director of the Section had been in that position for over five years. As
L.C. explained, the position has changed somewhat with changes in the executive:

The Executive Director's position with an amateur sport body changes with the
executive..Some people expect more, some less. It depends really a lot on how your
executive looks at the position and it can change to some degree from year to year.
I've had a change, in five years that I've been here. Some executives have expected
certain things to be done by you and then the next executive will come along and wish
to do those things. It does change to some degfee ‘because 11 s not specifically laid out.
(4:5) \ _

The Secretary/Bookkeeper position was more specified than the Executive Director's, but it was

N
also responsive to the changing expectations of the Executive Committee.

From an historical perspective, the mumber of _Bositions on the Sectional Executive
Committee increased in response to the expanding membership and the introduction of new
programs. As the organization grew and became more complex, the division of labour within

the Section became more specialized. Since its inception in 1969, the Executive Committee

nearly doubled in size from eleven to twenty-one voting and non-voting membe;s; Reflecting

-on the early years, J.V. stated that "having fewer people there was certainly more overlap of
activities and duties™ (14:10).

The increasing number of clubs in the Section affected the number of Zone Directors.

In 1969 there were five zones and by 1982 there were eight. The three new zones were the result

of new divisions in the northern part of the Section, the area'of greatest membership growth.
New poéitions on the Exeéuu've were also created to "accomodate new tasks or tasks
from existing posin'oris which had been redivided. Skaters’ Development, Sing}es Seminar,
_ Precision and Winter Games were new programming areas which had developed since the
Section was formed. The Accountams Chairmanship was a rcsult of accounting becommg a
separate entity apart from the Judges Comrmttee s Jul‘lSdlCUOIl This latter change occurred at
the Nanonal level and the sections were directed to appoint an Accounting Chmrman As will
be discussed further on, many decisions thhm Canadlan skating are centralized and this fs one

example of a the CFSA's authomy over, the Section's division of work.
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" Over the years the Section's records show that a number of positions*-;e‘Xisted'and then

disappeared after one or two years. Often’ mdmduals u; these pOj):ons sat on Lhe Executive
sy

Committee in a representauve capacny and dx& not have a..\vbtexi ch posmons exther '

disappeared altogether or the tasks .were, subsequemly J,as&igbed 1 other position. For

k]

example, the Section joined Sport Alberu??n 1976 and jor the fxrst year the Secuon s
representative to Sport Albcrta sat on the Exe(}u\hve Comm;iie\e\\Smcc then, that task has been
incorporated into another position. o :-‘-/‘ |
B The second aspect of specializatibn. vertical speeiali‘zation, concerns divisibns based on
decision-making authority. \From the previous description of the administration of figlire
skating, it was shown that the Alberta Section operates within a Hierarchy of authority. as well
as having a hierarchy within its own structure. The authority relationships are defined in the
' Tules and regulations of the Association, as well as the Section's Constitution and By-Laws .v

Since the Section's formation, the bnly change that has occurred in its vern'cbl
specialization' has been the institution Qf a Board of Managbmem in }1'978.'However. ‘the
Board's actual authority is minimal and its major role is as an advisor to the Secu'on Executive
Commitiec. The Board has some financial authority to commit Section monies to thmgs not .
previously included in the budget, but only to an amount representing less than two percent of
the total budget.’’ As a subgroup of the Executive Committee, the Board members represent
only four of sixteen votes (the Chairman has a deciding vote in the event of a tie). Finally, the:
Board meets formally on only one or two occassions pexx\ ygx. The minutes from these meetings
suggest they ha.ve.beexi used for discussion and generation of ideas.

The number of levels within the Alberta Section has remained essenually the same, i.e.,
the club, zone and Sec .on, However the relationships between these levels have become more
clearly defmed Fxrstly, the zone 's mediating function, between the clubs and the Sectnon has
increased. In part, this was a result of the clubs bemg encouraged to go through theu zone
| directors with problems before going to the Section. The Zone Duector has a better awareness

" This is based on the permitted total lommitment ($1,500) and the 1982-83 budget
of $113,193.
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~of what happens at the club level than do other members of the Section executive, particularly

given the regional differences between zones. Participants at the 1980 Skate-In workshop were
- advised in a manual that "there is a two way street to the.zone responsibility--the clubs are
responsible to the director to keep them [zone- directors] informed of their needs, problems
etc.--the director is rcspo“rrsible to the clubs for ‘taking' the required actiorr requested by the

4

~ clubs to the Section execﬁr/ve. The Section executiye then will either deal with the problem or go

to the CFSA for further direction and then back tdNhe zone director with the answer."

‘The zones have hecome more organrzed as well’ ve collected nominal fees from
each club.to provide a budget that was separate and a_utonomous from the Section's bud'get.
Still however. the zones must work within the rules of the CFSA. |
. Similarly, the role of the Section as meéia‘tor between club and national levels
increased. In part, this was a'result of the Sccuon office atnd staff. The office functions as a
permaneht and central pornt from which clubs can obtam national level mformanon and
alternatrvely, through whrch the national level can drssemmate mformatron to the local level
An indication of the amount of vertical specialization can also be derived by examining
reporting behaviours. At every executive meeting, each member is given the opportunity' to
present a verbal report. Every executive member must also submit a written report for. the
Section’s-Annual Report booklet to be distributed at the Annual Meetmg These reports vary
from one to several pages in length Asxde from reporting at-the executive committee, some
.members are required to report-tg the Chairman of a natJonal_ committee- such as the NST or
J udges Committee. The &ctioh Chairman reports on the Section 'vs activities at éch meeting of
the r‘raﬁonal Section Committee and must submit a written report f or the CFSA annual reﬂort
. et thb AGM. The Zone Directors indicated that the clubs should report to them, but there did
not %ppear tobeaf ormal means of doing so. cher Sectron executives who had assistants, for
exa.mple the Accountants Chaxrman indicated that that rndmdual might report to them,. but
agam nothmg was formahzed Although a hxgh degree of reportrng occurred, it was more. in

the f.orm of inf ormatron sharing, except in the case of reports to 'national level committees.

|

!
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Acco'rdidg to the Constitution, the Section staff are fhe responsibility- of the
Vice- Chau;nan Admmxstrauon w1th the Executive Director placed in a supervnsory role over
the Secretary/Bookkeeper HoweVer the Executive X{nrector mdncated that she reported to the . |
Chairman, contacting him on a weekly basis. When the Chairrnn‘n was'living in Edmonton, the '
Executive Director noted that contacl was more frequent, sometimes daily. |

A further aspect of specializaiion considered important by Hage ( 1965) was the eitem
of iraining and qualificatidns required by various specialtics wi'thin an organiiation I:lnge
(1965) suggested that the greater the number of occupauons and the longer the period of
trammg reqmred the more complex: the orgamzanon (p. 294). Members of the Executive
Commmee interviewed for ths study were asked to descnbe any special skills or qualifications
~ they ndssessed which assisted them in fulfilling their posin;ons.--Als\o, fne respbndents were
questioned about their training and experience related to figure skating. Their responses suggest

that qualifications aﬁl/i training were considered important to fulfilling various positions on the .
. . ‘ 6 »

Executive Committe¢. ™
" Firstly, technical k owledge of the skills of the sports was identified by the majority of

respondents as significart to their general -ﬁr‘ole as cornniittee members.- In figure skating, the

\

three roles for which particular knowledge of spart skills is essential are: 1) skaters, 2) coaches, -
| _ ‘ : 5 | |

and 3) officials. :Of the fourteen individuals interviewed, all but five were, or had been, CFSA .

judges. B.P. summarized this feature of the Section's Executive Committee stating:

- No, I believe I'm ohe of the few who doesn't have [any qualifications]. } know in the
past, even in the past month at our executive meeting, I would ask the members how'
many judges there were and 1'd have to say that all but two or three of us have mever
judged, all the rest are judges. So they have some specialties that I haven't,..at least
they have some idea what the knds are taught and what their goals are. (9: 1)

\
Another respondent noted that executive members usually became Judges before getting mto the

adxmmstranon of figure skating. However, he emphasized that "we've had some wonderful
administrators in the CFSA that weren't»judge‘s" (14:1).% |

n 'I'he current CFSA ‘President, who was re-elected for a- second term and has been
instrumental in developmg the Association's program for producing top international
skaters, -is a World Judge

-
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Further evidence ‘of the impoitance placed on gen_eral_ figure skating knowledge was
exemplified by ihe rationale used to deny i«"on;ng prixdleges to the Public Relations'position.
P.C. explained: . } «

The reasoning was that it could be someone [who s] not even mvolved in fi igure skating

[who] does Public Relations and doesn't really know anything about figurd skating ‘"So

.they thought it was best that we didn't have a vote, which anngys me a lyje bit. (2: 4)

~ A potential conflict of intcrest exists in the 'Alberta Sectionom\the high proporu'on of
Execuuve Commmee members who are officials. Although offi 1cratmg enhances knowledge and ::)
exposure to figure skatmg. it is lrmrted to the advanced or competmve skater. However the'
majority of rcgrstered figure skaters in Canada are enrolled in recreau'onal NST programs
‘which. do not mvolve CFSA officials fn any way. Thus there is potential for the executive
members to be onented more toward the needs of the competitive skater than the recreauonal
skater.

© The second way in which qualifications were. unportam was m the fulfillment of
specrf ic posmons or specialities. One respondent, explarned that hlS career quahf mnons asa
manager provided him with  the necessary skills for the position of Vrce-‘Charrman
Administration. The Secuon Chairman also suggested his prof essronal careers asa hrgh scHool
teacher and a chrropractor assmed him, stating "I think that my background lends toa busmess_‘ ﬂ
head" (9:1). J.M. echoed. Lhese ‘sentiments statmg. "1 guess adnumstrauon is probably my |
- forte because for 22 years in the service I did the same thmg (1 1). Altemanvely. another ’

'rndwrdual responded to the questron as follows: .

.- Not for Secretary-Treasurer. 1'm really bad at accounting. As far as the sport in
general, because I skated and because I've been involved as a judge for a long time,
those are the things that have probably helped as far as the executive goes. (7:1)

9
,In this case ‘however, the lack of accounting skrl}('may relate to the fact that actial financial
control and bookkeepmg was relegated to the Sectron office and staff in 1980 and the executive -
position had evolved into a supervisory role. -From Section records. it was evident that on at

‘least‘ one occassion, the Treasurer had been a chartered accountant by trade.
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Computcr literacy was identified as an tmportant skill by the Accounting Chairman

who explained: .
My own job is sort of helping me on a new avenue that has been introduced into the
accounting field of skating. That is that foi the last five years, the compiling of the
results has been-on computer and I work with the computer at work so it was very
easy to adapt to another program. (3:1)

- The Accounting.Chairman was a Sectional level accbuntant. the Judges Chairman was a
national level judge and the Chairman of the Skaters' Development Committee was also a
nat;)onal level judge. As tlte Chairman of Skaters’ Dévelopment efplained, all members of her
committee were CFSA judges: .

I think that for this committee you really do have to have some knowlédge of skating
and the ability to really pick out the potential of the skaters. Some people just don't
know enough about it, they 're not advanced enough in their knowledge of judging and
their knowledge of skating itself. People on my committee ire all judges because in
_that way too, they are out Judgmg competitions, judging tests, so that you actually see
the kids more often. We're all supposed to be watching them all year, at practice
sessions and whatever. You often will just pick somebody out that you've never seen
. before and suddenly, there is just a certain something about it that you can't put a
finger on that shows the potefitial and that's where you need the judgement to be able
to ptck it. (10:1) .

Apart fro . -aining ;equired to become an official or a coach, the Section has not
provided specific trainir.z for tts executive members. Most executive members .attend the
-Skate-In workshor but *. is primarily designed for club level excciiives. However, "on the
J&b‘" training and c¢x,..vience gained through involvement at the lowerlevels, e g as club
executives or assistants to Secuon executives, were considered key mechamsms for lcarnmg

An executive member emphasized the importance of "hands on" experience, stating:

I think that the major thing you have to have to continue climbing up the ladder
within the clubs and the zones and the Section, is past experience. The more you're in
+ it, the more you learn about the rules of the organizations. (8:1)
For all the individuals interviewed, the progression toward becoming an Executive Committee
mgr'nber was similar. Only two people interviewed became initially interested in skating as
partxcxpants themsclvcs.- The majority became involved through the participation of their
children. With the exception of the two former skaters, tixe_ eXecutivc membt:rs interviewed had

%

each been on the executive committees of their child's clyb, usually in two or three different
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positions. From there, they prqgressed by moving directly into a Section executive position or
~ by working 0;’1 a eoﬁe executivé.(other than as Zone Director), or alternatively, by becoming an
assistant to an ex::cu,tiv'/e ctiairman such as the Judges or Accountants Chairman. Thus, fraining
throuéh experience appeared to play a major part in the advancement of executive members.

In summary, the Alberta Section divided most of its work according to program aréas.
These areas were highly specialized with little duplication or crossover. among them. Certain
activities require cooperation between different pqsitions éuch as Judging and Accouhting
ﬂ during a competition, but even in those situations, the tasks were very much divide.d. Except *

for their participatiori at committee niectings. most executive members pcrformed. their
particular f unction excliisively. At the Board of Managémem level, the division of 'leibour was
less clearlyi defined, a_lthou;ii there was an attempt to distinguish areas of responsibility for
_each position. |
‘The Alberta Section had a low level of horizontal specialization within its Executive
Committee structure. However, the previous descriptions ‘bf the different decision inaking levels
" involved in figure skating indicated a highly specialized authority structure. The chain of
command from skater to club, club to zone, zone to section, section to CFSA and CFSA to
ISU, is a very established feature of the sport.

Finally, while Lhere‘were no sgecif ic trainirig programs or qualifications for members pf
the Executive Cbmmittee, the background of those interviewed suggested a pattern for
- advancement in the administration of figure skating. Expcriences gained in the _administraticin
of figure skating at a club or zone level, combined with qualifiéations in the offici'atin_g aspect

of the sport, seemed to be pré-requisite to participation on the Section Executive Committee.

Standardization and Formalization
The second and third structural dimensions examined were standardization and
formalization. Both dimensions concern the extent to which the activities of the organization

are proceduralized and are governed by rules and_regulau‘ons. Formalization also concems/\
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whether there are written documents defining procedures, rules, instructions and
communications. The work of the Aston group showed that these two dimensions combined
with specialization to produce a factor they called "structuring of activities”. Their findings

. ad Y .
suggested that the more specialized an organization's work becomes, the more standardized afd

—
formalized procedures there will be to prescribe the behavior of people in that organization.

To assess the degree to/) which these two dimensions were manifested in the Alberta
Section, relévanl documentsand information provided by the Section members interviewed, was
gathered and analyzed. There was a high déé}ee proceduralization within the organization
studied. Given the high degree of work specialization in lihc Section, this finding was consistent
with the Aston‘ concept, "structuring of activities.”

Procedures are highly standardized when the approach to all circumstances is regulated
by definitions which apply invariably. Rules‘on hbw to proceed in ‘casgs not specifically c.overcd
would also exist in a highly standardized organization. However, within n’wst organizations, the
degree to which procedures afe standardized varies. The large number of procedures involved in
figure skating made it difficult to investigate all of them. Within the ‘Five program areas
described prcyiousiy. there were numerous procedures for makiné decisions, passing aloﬁg
information and operating activities or implementing dccisiolns. There were application
procedures for club membership, sanctioning procedures for holding competitions,. carnivals
and exhibitiﬁns, operatinglproéedures for almost every kind of test, clinic, competition and
committee meeting. The degree to which these procedures were standardized did vary. The
" degrec of standardization was distinctly greater for technical procedures, that is, those

concerned with performﬁnce énd measurement of skating skill;. e.g., tests and competitions.
Administrative _procegjures _;vere presented more as guidelines. The main exeeptioﬁs howevc{,
"were procedures that relat;d to the amateur status of skaters such as sz.mctioning an;l
reimbursement for expenses. The extent to which procedures were standardized so_that

circumstances were governed by rules or definitions which applied invariably, also differed

according to which technical or administrative level was involved. Thus, procedures dealing

a
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with the operatxon of a club were much more vague and opcn 10 mterprctanon than were

procedurcs concerned with national or international opcratlons Similarly, the rccreauonal

skating program, NST, was not standardized to the extent that the CFSA Test progrgm was
_ standardized. » . | N : \\\
The third structuring of activity dimengion examined was formalization. Two catego\r\ies
of fi ormalization distinguished by the Aston group are role definition and role Pcrf ormance. Ih
the Alberta Section there were thfee main role defining documents: a Terms qf Reference, the \
Section's 'Consi;itutio'n and By-Laws and the CFSA Rulebook. The Terms of Reference covered
th; general procedures for appointment of committee ﬁmembers. their operating procedures and
their responsibililie;. All Section committees, except Winter Games, were incfuded. as were the
two paid administrative positions. Thé Constitution and By-Laws described the duties of
several executive members including the Chairman, Vice-Chairmen, Secretary- Treasurer, Zone
' Direcfors, Judges, NST and Championship Committee Chairman, as well as the Executive
Director.*® The amount of jbb‘specializatipn involvgd in these job descriptions vari%d greatly.
‘Fldr" example. the two Vice-Chairmens' duties were simply a listing of the areas of
r%:sponsibility under either Administration or Operations. Whereas the Judges Chairman's
d{hties compxjsed twb pages of the constitution and ?utlincd the duties of the po;ition in detail.
F‘\or example, one point was as follows: "on special forms providéd, maintaih statistics on the
\.,n/umber of tests taken in each category.”
The responses given by several members for whom many of the role defining
documents existed, indicated that many members were unaware of the existence of, or were .
ﬂ]-infgmed about the cont::nt of some of these documents. However, this may not reflect a
lack c;f knov\vledge as much as thg recognition that certain positions were difficult to def i;le in
concrete terms. Several members said that they would prefer more m_aterial to refer to than was"

’

available.

..................

% These particular posmons are ones that the CFSA mandates each section to
include in their administrative structure, except for the Executive Director.

\
\
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The third document for defining roles was the CFSA Official Rulebook. Again there'

was a wide variation in the degree of precision of rules describing the duties, responsibilities and -

authority of different positions and membership categories Maximally formalized procedures
and rules pertamed to the technical aspects of skating, tests and competitions, while minimally
formalized procedures applied to the day to day administrative operations of a skating club.
Stack (1983, pp. 213-214), in a study of a provincial sport governing body, concluded
that the activities of‘ that organization were carried out in a more persona-l manner than was

suggested by the existing of. authority relationships and ‘complexﬂ rules and regulations..ln

contrast, the findings *3f this study suggest that the chain of command and the rules and

regulations are very strictly adhered to. In an excerpt from the club executives' Skate-In
training manual, this poim was stressed as follows:

The continued successful operation of the CFSA is based upon support and

“involvement of volunteers on an ever-increasing basis to further implement and
promote its aims. A knowledge of the Canadian Figure Skating Assocation Official
Rulebook is essential for this purpose. Equally vital is adherence to the "chain of
command” from clubs to zones, zones to sections, and sections to national. In this
way administrative and operational matters of essentially minor nature can be resolved
quickly at the administrative and or operational level required.

Throughout the various docuthents examined, reference to rules was made repealediy.
The f ollowmg paragraph from a letter to two Albertan skaters from the Section Chairman is an
“example of how rules are used to rectif y a problem. Similar examples were found in numerous
types of correspondence and documentation from all levels of the organization.

The c]uh writes and I quote-- __and _ were invited to be guest skaters at our Ice
Carnival, March 21st and 22nd, 1975. __ stated that they would not need a Chaperone
because she was over 18 years of age (CFSA rule #4206) and that she would act as
chaperone for who is under 18:--unquote. May I suggest that you read Rules
- 4202(f) and 4206(a&b) and notecthat an agreement had been made with the __ club
regarding a chaperone who is over 18 years of age and is quite acceptable as .such
under Rule 4206. Thé $80.00 and $40.00 that*penr mother and father have billed the |
* club for is quite unacceptable. They are not your chaperones as agreed before hand
Rule 4206 does not allow 2 chaperones here.- .

When examining standardization and formalization processes in an organization, Hage

(1965) contended that it is necessary to determine the extent to which rules are observed and -

enforced. Members of the Executive Committee interviewed were asked the extent to which
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activities or tasks ihey “undertook were governed t;y rules or procedures. The inclusiveﬁess" of
the Rulebook was stressed repeatedly in the responses given. One membe; keeps his Rulebook
" close at hand: "I have one at home and one in my office™ (1:15). Another individual
explained:

I don't know if you realize, but figure skéting is really set down in the Rulebook.
We've got a Rulebook and they 're quite specific. Whenever you're in doubt, you pick
up that book and it's in there. You can't vary very much. (9:3)

M.M. did not hesitate to state that the Rulebook governed her activities "one hundred percent”
- and that the rules are enforced "totally; there's no way that you could not foliow the rules"

(3:6-7). Finally, another member gave his perspective of the Rulebook as follows:
. ;) . . . *
So much of figure skating,' even at an administrative level, has an awful lot to do with
treating that Rulebook like a Bible to be interfaced with on a continuous basis.
(12:6-7)

The situation determines who enforces the rules. In a test or coinpctin'on it is ﬁsually
up to the head judge or chief referee to ensure that the rules are being followed. J.M. explained

rule enforcement regarding actions qf the Executive Committee: N
We've had to reverse some things that have happened in the past year, through
inexperience of . people on the Board, and they've made decisions at one Board meeting
where it's definitely against the Rulebook. We've had to go back and rescind it when
somebody reviews the minutesof the past meeting and all of>a sudden they say "oh my
god, we can't do that.” But in order to say "we're wrong, we can't do it" and just
rescind it and throw everybody into a cocked-hat, we go to the Rules Committee of
the CFSA and say, “this is the way we interpreted it, are we right or wrong?" Then
when they come back and say "you're right” [that you're wrong], then we rescind
it...Somebody on the executive will catch it, they always do. (1:6)

»~

. ‘ : D
consistent in their responses. Firstly, the Rulebook was considered to be a good guideline for
the operation of every aspect of skating. However, a few individuals pointed out that there

were some grey areas in the Rulebook. A .M. stated:

I kind of laugh when I read it, there are some things that they are very vague about,
they tell you exactly how much you must pay for everything, where it must be sent to
and when it must be done by and everybody must register and they 're very good in the
rulebook about defining what belongs in what tests and what requirements there are

-and that sort of thing. But if you ever look at the club executive section, for instance,
if you're looking for guidance in solving problems in your club, there's nothing,
there's just a vast grey area...They define exactly what the skater must do but they
don't really tell the clubs how to rgn-..\hm_;lZ-B)

When asked the purpose of the Rulebook, Executive Committee members were again \ ;
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In particular, the Rulebook ‘was ‘vague“ regarding day to day op,eratioAs of skating clubs. There

was also very lme information pertammg 10 the NST program and the recreational skater in the

Rulebook. The major focusses of the Rulebook were amateur status, \Lests and competitions.

,“"Thus the composition of the Rulebook emphasizes that the prlmary objective of lhe

Association is toward competitive skating.

“The second purpose of the Rulebook seemed to almost contradict }.he first considering

that 75% of skaters in Canada are involved in NST programs the least controlled and

standardized of all the CFSA s programs. Several respondents said that the Rulebook ensures

standardrzatlon across the country. One member stated:

We have to have some conformity throughout the country. I've never been to Nova
Scotia but they have to live by the same rules I do. We've got to keep som_e kind of a
semblance as to what the skaters are doing across the country.. You don't want Alberta
skaters to be different than B.C. skaters or Ontario skaters. It certainly keeps them all

. at the right level. (5: 8)

The rules of the CFSA also conf orm to the rules of the ISU, particularly with regard 10

amateur status, competitions and tests. The extent of the ISU's control over international

competition is illustrated in the following statement issued by the President and Chairman of

1

the Ice Dance Committee:

" skating. (L3U. 1Y 7,

At the European Championships and Olympic Games the Ice Dance Committee
observed certain vrolauons of the Rules concermng the Original Set Pattern Dance and
Free Dance. ,

To conform with theﬂRules it should be remembered that, regardless of the rhythm for
the O:" -2’ Set Pattern Dance and the Free Dance, the dress must be modest and

dignifiec -~ the permitted Free Skating movements must be kept within the limits
imposed 5 should not be carried or sustained. - :

It was alse ~ved that too much emphasis is being made of facial expressions
(perma-en. -.iile, open mouth, eyes and head movements etc.) in expressing the
music in the . ~inal Set Pattern Dance and Free Dance. In the opinion of the Ice
Dance Com. -°t. ‘3 is not the way to further the developement [sic] of Ice Dancing
as a sport, bul . . 7e re; :sentative of a pantomine, exhibition and show style of

It is of interest to nc. ‘e changes that have o~ turred since this statement was issued following

the 1976 skating seasnn, the fi:- «ime th:zt ice danée was included in the Olympics. Since then,

there have been many interpretation Cha“ff.e.s in the rules of ice dancc regarding the poirns

AN
S



' 106

highlighted in the above communique. Of the 1983 Wofld Champions, Quinn (1984) wrote:
. "Torvill and Dean are so far advanced beyond their peers in interpretation, precisiort, degree of
diff\iculty. and innovation that the rules of ice dancing have been r¢laxed to accomodate their
art” (p. 27). Thus, there is a-possibilit'y for individuals to affect the fules of the organization.
Whét is difficult to discern, };owever, is thé impact of the media and plilzlic support for the
British dance pair on the ISU's leniancy.

The second category of formalization examined was role 'pe'rfo;mance. Role”
performance document§ existed mainly for technical matters such as skaters tryirig tests or
competing and for of fi'ci;ils seeking promotion. The national office maintained computerized
records of all CFSA Test results. Competition results from Sectional, Divisional and Canadian
Championship; were also maimain‘ed in Ottgwa. There are standard forms for reporting both
test and compétition results. An "NSTAForm" for Amateur Coaches' Clinics seeks information
on the clinic organization, attendance and financial matters. The standard report form was in
quadrublicate with two copies going to the_national level and two, to the sectional level. Anotiher
form, the "Report of the Chief Accountant”, is used for summarizing the performance of
accountants at sanctioned competitions and gvaluating the overall organization of the
officiating aspect of that competition. A copy goes to each of the national and sectional
Accoimtants Chairman and is used in the procedure for evéluau’ng applicaﬁdns for promotion.

There were no standard means of evaluating the role performance of executive
members. Committee Chairmen must submit written reports on committee activities 10 days
prior to the Annual Section 1ﬁeeting. Aé well, executive members fnay report at each executive
meeting. H;)wever. there was nothing prescribing how these reports should be writtcn. Certain
style similarities in reports from different inc}ividuals suggest that unwrittén standards or
traditional ways of reporting have been passed on over the years, particularly through the
Annual Report. Although these reports provided a basis for evalgatibn, the general feeling of i
those interviewed was that as elected or appointed representatives they werc‘rcs‘ponsible to the

rest of the Executive Committee and to the gener_él mémbership of the Section and their

[
-
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performance was evaluated by their peers.
A third formalization category is information passing documents. Many of these have
_already been described in the earlier section on communication programs All official

communications used Association or Section letter head. The Canadian Skater, Section;, zone

and club newsletters, memos and announcements regularly passed information to members.
Most information passes déwn the hierarchy from ISU to CFSA, CFSA to section, section to
club and club to skater. A past member of the Section Executive Committee suggested that the

"postage bill in the CFSA is bigger today then our whole national budget was 10 years ago, let

alone the printing" (14:9).

One outcome- of the Section operating a central office has been its ability to maintain
files. Volunteer organizations are particularly vulnerable to losing/misplacing orga‘nizau'onal
records, statements, minutes of méelings and other documentation which may be important for
future reference. As executive members come and go, so to do the organization's files.
However, since the staffing of its offi;e, the Alberta Section has been able to maintain copies
of paper work in one central location. As well, the Section began depositing old files at the
provincial archives in'1981, to ensure a permanent record of its actjvities.

Hall (1982) noied that "as a general rule, organizations that are more formalized on

‘ péper are more formalized in practice” (p. 99). Using the Aston group's distinction between

standardization and formalization, this study found that the Alberta Section was highly
formalized on paper and in practice. ’Athough the scope of this study did not allow for

intensive analysis of each prqcedure and document in existence, general analysis indicated a

. difference in the degree to which administrative anq technical matters were standardized and

formalized. The distinction could also be made according to the level to which the prowdure or
document applied. Thus, administrative procedures at the club level were the least standardized
or formalized and technical procedures at the international level were the most standardized or

~

forma-lized.
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The findings of this study regarh\ing the first three structural dimensions examined,
specialization, formalization and standa{dization, tend to support the .Aston concept,
"structuring of activities”. As the activitieé of the Alberta Section became more specialized,

>

more procedures for doing the work were dt;}'ined and documented. Although-this study did nqt'y
‘ ) ' ' .

aliow for direct comparison with other organizations, the emphasis placed on dividing the work.

into specific activi}ties and on standardization of nearly every facet of figure skating, would

undoubtedly be high in comparison to many other amateur sport organizations in Canada.

Centralization . _
The locus of authority to make decisions aff ecting\the organization describes the fourth
dimension of structure, centralization. The Aston work suggested that as an organization’s
activities becomes more structuredl (specialized, standardized and formalized), the locus of
deCision-fnaking authority is delegated to lower levels of tﬁc hierarchy and tﬁe ‘organization
‘becomes _decemralizéd. Based on this Qypothcsis, the high degree of activity structure m figure
skating suggests that the organjzation would have decentralized it.s decision-making authcoity.
Ho&ever, the f indin'gs of this study indicate tﬁ'at f igure skating in Canada-is a highiy centralized
phenomenon. Indeed, "preseﬁing a strong natio'nal' association” was one of the Association's
priority objectives used by’the Board of Management to guide program development and
budget preparation between 1979 and 1984 (Gunter, 1980, p 46). In his speech to Lﬁe
membership at the 1982 AGM, CI;SA President Dore stated:
Finally, we ‘must all work to preserve and support the centralized feature of the CFSA.
There is no doutt in my mind that our strength and our future lies in the fact that we
have a nationa! association that can speak directly for the sport, that can utilize
income to organize apd direct unified programs. 7
The centralized orientation of the CFSA has allowed for little autonomy in the Alberta '
'Séction as an organizational unit. Nearly all.oAf the programs described previously were mluated
by the national Association and continue to be édntrol}ed by the national Board of Directors.

By their nature, implementation of these programs occurs at the local level, but materials and

supplies, record keeping, evaluation and program changc% are done primarily at the national
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level. In turn, much of the authority regarding technical ﬁattem in officiating and competition,
reside at the international level of the ISU. In the suicteet sense, the only control that resides in
 the lower levels of figure skéting, is termination: eithes work wi‘thin"the system and its rules
and regulations, or cease to parti_c?pate. \

Most decisions made below the national level were maintenance types .of decisions
concerning administrative, nof technical matters. For example, the Section could decide where
and when to hold a judges clinic, but not what should be iaught at that clinic. The Section most
always operate within the rules of the CFSA. Two 1mportant administrative funcnons the
national Association controlled were membershxp and sanctions. All members reglster through a
skaung club, which in turn rcglsters them with the CFSA on an annual basis.. Membership fees
' and specific data on each member are filed with the national office in Otta\}va where the CFSA _
maintains computerized records. The Section receives a list of registered clubs and sumx_nar;{.
figures annually. A computer 'orint out of the names and addresses ‘of all members registered in
the Section is available, but the Execotivc Director noted that it was"Jm"ore ’effieient for her to |
phone Ottawa for specif ic information thanllio maintain duplicate files. Since informau'oo to
members is usually directed through the clubs, the Section does not have any particular need f\or
names and addresses. The only .sketers the Section has kept track of individually wefe the
talented competitors Qho have been identified as candidates for financial sﬁoport and special
~ programs such as the Singles Semioex.

The.second aoministfative task handled by the national off ice was sanctions, A sanetion '
is broadly defined as "an approval by the Association of a skating event” (1700). Skating
‘ ew;ents_include camnivals, exhibitions, competitions, seminars and publicity media appearances,
as well as anythmg "whether open to the public or to club members only Jif an admission is
‘ 'charged or 1f some financial benefit accrues to the organizers” (1701 (a)) The breadth of these

.'Sancnomng powers ensures that the CFSA has final approval for nearly any acnvxty a skating
club or section engages in beyond committee vmeetings, skatmg ‘practices and test days.

Fundraising and other promotional_ type activities would be particularly affected by this system
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of monitoring events. Most sanctions are routinely handled by the Executive Director of the
CFSA on benalf of the Board. Unique requests are usually voted on by 'the members of the
narional Board. For example, a request to permit a precision (trea\m 1o.perform between periods
of a professional hockey game was decided by a mail' ballot. One member-explained the Teason
for sanctions, .stating "it's just so that the CFSA knows wnar they 're [sections and elubs]

doing" (9:11). (An application fee-of five to ten dollars also provides the CFSA with a f ixrther

1

_source of revenue. ) !

Budgetaryr/control further demonstrates the centralized structure of the CFSA.
'F‘inancxally, the .Alberta'Sectxon has been dependent upon two major funding sources: the
CFSA and the provincial government. Althouglr the%ClFSA does not prescribe how the Section’s |
oudget ‘should be spent, each Section must submit' audited financial statements to the
Association. The r.Alberta Section must also submit aundited statements to the provincial |
goverfment under the Societies Act as a condition of receiving provincial‘fundsr Thus, even -

' th-ough‘ the Seetion has its own operating .budget, spending ia monitored and evaluated
extemaily | | " -

Although many decisions are made daxly thhm the Alberta Sectxon by exect e
commmee members and paid staff the ?najonty of these decxsxons are programmed by‘
orgamzauonal policies, rules and regulauons that bave been narrowly def ined. One member of
the execuuve explamed that the Section is allowed to make decisions on its own, as long as these
.decrsxons_are congruent with the Rulebook; - - RN .

They [CFSA Board] have found over the years that if vre make a sort of | demsron

relative to the operation of the Section, that unless it's really out in left field, they .

won't veto it. But they can. They have that right and they have the power. When you

look at it from the influence part of making decisions, they would have to be up high

because ‘they are the ones that produce the Rulebook and that's what we have to go

by. (1:20) . S : o
Problems that are not covered by the Rulebook are referred to the CFSA Rnlea Com'mittee for =
a decision or for clarification. | \

- The sections and mdxvxdual clubs, are mvolved in the development of rules and

regulauons but therr role is limited. As descnbed prevxously,, rules are voteq,upon by delegates’
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at the CFSA s Annual General Meetmg and rule amendments that are brought to vote,
ongmate from one of three sources: a club (every other year), a section or CFSA commrttee
. (any year), the ISU (any year). Clubs are limited'to one representative each and sections are
'limit;d by the nurnber of eltlbs in their area. A further factor is attendance at the AGM. The
: _rotation for hdstirig the rxteeting is west, cenfral, east. central and attendance from either the
westem or easterrr sections - ‘ends largely upon the locatxon as delegates pay their own
- expenses *° The proxy system enables sections like Alberta to maximize thetr representation as
' every “delegate may carry up.-to five additional proxy votes. In the past| the Alberta Secuon
CXCCUUVC have actlvely pursued proxy forms from clubs not sendmg delegates. However
Ontano and Quebec havmg the largest skating populauons and bemg in a central geographlc
locatlon, tend to have the maJonty of votes. ’ _ -
. The AGM is also used 0 elect mevmber{‘to the CESA: Board of Directors. These
' directprs are respdrtslble for de\'ieloping Association poliey. and are the final authority in the
k ,"~enf_o_ree'rr1ent 'df the rules and regtllations (except m the case of international rules, in \yh_ich
case ‘the ISU is the final arbitrat ')._ Most of tlre Section executive members interyiewed
" .v e)tpreased the dpinion that the strpng central orientation of the CFSA was a consequence of the
. 'Board 's composition. P C stated "df e'otxrserthe east has a lot more pull then the west because
they have more votes and more drrectors (2:15). During 1982- 83 elght of Ihﬂeen elected
| Board members were from Ontario and Quebec in addition to eight non-elected members. AM. .
summarized her perceptiens of tbe CFSA Board and its influence on figure s\katirtg as follows:
")I’hey runit. I'm eure you ye gbtten the same respbnse from everyone/ They are very
: powerful and-we feel that they don't understand what's happemn in the various
provinces. They run it the way they want it to be in Ontario. (11:11) '
Several members mtervxewed compared the political sxtuatxon in the Assoczauon with that in the
federal government As M. M stated |
The majority of the people that sit on the national Board are from the province of

Ontario and Quebec. They. have more members and they are able to get thelr delegates
there when it comes time to elect people to the Board. So therefore/l say it's the same
“ A club - will ‘sometimes pay  its delegate s expenses and a section may also set
* aside funds to help members attend.
"

L,
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type of political ball game as the federal politics. (3:14)"
As the.tone of these quotes suggest, there was dissatisfaetion expressed_over the amount of
centralized control in -the CFSA. ‘ However, the: dissatisf aetion was focused more on the
membersh‘ip of the power group than. the location of authority at the top of the Vorganization.
The highly centralized structure of the CFSA would seem to contradict the trend toward
decentralized orgamzatrons recently suggested by analysts Peters and \‘)‘aterman Jr. (1982). It
also contradtcts research evndence suggestmg that increases in orgamzatronal size relate to
’ mcrei\sed delegatron or decentralrzatlon (Blau and Schoenherr 1971). Further ‘the Aston work
- pyédicted that mcreased structunng of activity related to decentralized decrsron -making. One
important factor in these apparent contradictions -is the CF§A 5 relauon mth .the ISU.
Canadian skaters could not eomi;ete internationally unless the CFSA was a "member (i:J god
standing” of the ISU. Thus, to achieve one of its major objectives, producing world- calibre
competitors, the CFSA must comply with ISU rules and-star)dards. Standards in figure skatin’g
are set in order that the ultimate product, performance. can be nreasured and compared. 'I‘he
| system for measuring that performance is suojective and depends upon.trained officials who
award marlts for "technical merit" and "artistic impression”. To reduce the large element of
subJectmty and variability, rules are used to prescnbe the /basrc mechanics of skating skills and
prescribe which skills are to be performed when and‘/for how long and in what order, etc.
| Conf ormity to these rules is mandatory for a skater to be even consrdered a senous competrtor.
or test candidate. Choice is almost completely limited. Thus, the CFSA peroervcs that it must
-standardrze programs nationally and control them nauonally. to optimize its chances of
: developir;g elite athletes. The CFSA's orientation is reinforced by tlre" federal government policy
that >is comrrrited to elitism in amateur sport and by favourable media atterrtion and p:rblic _
“support toward excellence in figure skatrng”’ | |

- Conforrmty to the rules and regulations of the CFSA is also mandatory for a club to

| v mamtam its-membership status (1502) Membershm the Association may be suspended if the

club breaches any rule of the CFSA. Just as the emphasis on oomphance seems to be more »

S\
/‘:
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important for the competitive skater:‘as compared to the recreétiqnal skater, clubs that only
offer NST instruction and are oriented‘t()Ward the recreational skater have less to lose if their
mcmbership” is suspended. This is because the‘NST program <»i§‘a/vailable to non-CFSA
members. Howgvér, most clubs that Begin with the NST progfam. introduce CFSA Tests within
a few years as their skaters progress. Ti)eref ore, it is unlikely that many clﬁb members (parenfs
and skaters) wéuld support a club executive that decided not to comply with CFSA rules.
Eifhgr through the electoral process or by changing clubs, pressure from skaters and their
pare‘hts further ensures compliance to the rules and regulatidﬁs.

Not only are skaters and skating clubs required to comply with the rules, but volunteer
administra[";})rs in each section and the CFSA are all fequired to comply or risk losing their
membership status as well. Rule 1203 (a) states that "any ~member; including the Board of
Dircctor‘s, Executive Committee, Board .of Management and Vall Committee members, may be
suspended or expelleci by a ?wo-thirds vote of the Anriual General Meeting if such member has
been found guilty of: (i) Having failed to abide by rules and regulations of the Ass?ciation (i) .
Conduct injurious to the sport of figure skating (iii) Becoming an undesirable r;lember. "

. Finally, 'the CFSA has no real competition from other figure skating orng.nizations in
the country. Relatively few programs exist that teach figure Skating without using a CFSA
curriculum or CFSA trained instructors. Except for the recent phenomenon of prpfessioﬁal
f ig_ure skating competitioﬁs (which teally only affect a handful of skaters), there are almost no
alternatives for skaters wanting to compete other than through CFSA and ISU regulated

©

events.

The final structural dimension suggested by the Aston group is ‘configuration. This

Configuration

refers to the shape df the organization as reflected by the number of role positions.-‘
The Alberta Section exhibited a characteristic pyramidal structure (see Figure 2). The

Executive Committee at the top of the Section was comprised of 21 role positions. The number
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5r clubs was 177 and the bottem layer, individual members, totalled over 13,000. Further
application of the configuration concept was difficult with the particular organization under
investigation. Calculating the span of comrol, as in‘dicated, by the number of subordinates
reportmg to an immediate supervrsor was not approprxate to the volunteer labour situation of
the Alberta Section's Execuuve Commmee Nor does the measurement of the ratio of dlI‘CCl
workers to indirect workers seem suitable to an amateur sport organi. .:on. However, one
measurement that may be revealing of the nature of the Alberta Section's structure, was the
ratio of formal roles involved with CFSA test and cornpetxtxve skating pr;g‘rams to f ormal roles
involved with NST and recreational skating proérams. Conceptualizing the pyremid from: the
perspective of two products, elite skaters and recreational skaters, there appezrred tobea bu‘lge'
in the shape of: the Alberta Section .in favour of the’ "elite” product. Of the Executive
Committee positions involved in specific program areas, five pdsitions were primarily to d‘o
with elite skaters: Chairmen of Judges,_Accourrtants, Skaters' Developmerrt, Singles Semindr
and Winter Games. A sixth position, ‘Pubh’c ‘Relations; primarily serviced .the competitive skater
but also performed activities that the recreauonal skater could” beneflt from, €.g., the
newsletter Only two positions, NST and Precision, were geared togard the reereauonal skater.
Even Precrsxon has has shown signs of becommg non-recreauonal. z. the focus has tumed
tovi'ard eem;retitf;ns and away from exhibitions as in the past. By eliminating the two, less clear
cut role position’s (Public Relations and Precision),'the ratio of elite to recreatioxially oriented
.positidns was five to one. Comparirrg this figure to the ratio of CFSA Test and competitive
skaters to NST skaters, which is one to three, it would seem that the shape of the formal role '
positions reflected-the Alberta Section's orientation toward the .elite’ participant.
Summary .
The organizational structure of the Alberta Section was examined using the schema
suggested by the Aston group for analyiing the dimensiorrs ef specialization, formalizatien..

standardization, centralization and configuration. It appears that the Alberta Section divided
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most of its work according to spec_iaiized areas and that the tasks were coordinated through an
 elaborate system of r_ules; and pro&:dﬁres. The Section operated within a f ramework of policies,
procedures and rules, almost all of which originared from outside the Alberta organization. The
locus of decision making authority was highly centralized within the upper levels of the CFSA
and the ISU. Finally, the otientation of Srganized figure skating toward the elite athlete was
further evidenced in‘thé shape of the Alberta Section's role structure in that a éreater number
of roles were related to programs and services for {n; more skilled participant.

The particular st‘ructuralx design of the Alberta Section has advantages and
disadvantages for 'the organiz;ﬁon. One advantage of a highly specialized division of work is
that the role occupants are able to channel all of their energies and erpertise into one activity
a_réa. This may be particularly important for an organization such as the Section which is
dependent upon the work of volunteers. Since the work of the Section is largély perf orméd by
' peopie in their ‘spare time, specialization could be a more-effi;ient utilization . of tim'e than
- having each individual perform many varied tasks. Given that the individuals concerned are

"dispersed throughout the province of Alberta and the NWT, such specxahmnon is 1mponant
,because it is often more difficult for people workmg ona pro_wct to meet as often as necessary.
A specified task area may also prove more attractive in the recrultrnent of volunteers. than
would a broadl)r defined‘role posi/tion. Conversly, if areas become too défined. and if the
qualifications and/or training requirements become too stringqnt, some vblunteers will be
detered from becoming involved.

Another consequence of specialization is the potential for signigicant differences in
orientation amdng various specialists. Specialization may result in the pricntation of members .
toward certain s;ubgoals. '1"1;is raises the possibility that the subgoals or orientations of the
various program areaé migirt take precedence over t.he organizational goals. Since the Executive
Commmee is also required to work together and make joint decisions regarding the operauon
of the Section and in some cases, tq shapc policies, confhct betwecn subgoals and the goals of

the organization might affect the decisions and policies that result. In the Alberta Section, a
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higher proportion of Executive members are involved with programs onented toward the
competitive skater. ThlS may be a reason for the Section's strong orientation toward the skilled
participant.

Further problevr.nsvcreatcd by a high degree of specialiéation are .those of coordination, ‘

control and communication. In the Alberta Section, standardized rules and procedures are used

as the major integrative mechanism. As Perrow (1979) noted, a source of stability in

organizations stems from "the routinization of activity through the establishment of‘, programs

~ and standard operating procedures” -(p. 144).

The CFSA Rulebook is a corhprehensive document and serves as the "operating Bible"
of figure skating. The same rules and procedures apply throughout Canadz-i, and in the case of
rules that pertain to.amateur status, tests and competition, there is a high degree of

)
mtemauonal standardization. The rules provide an 1mportant means-.of protecung the amateur

- status of athletes. Another advantage of the hxgh degree of standardxz.auon in the sport of

figure skating is that people who are invoJved in one area of the country know.what to expect if
they move elsewl'lege. |

The extent to ‘which the siandardizau’on of figure skating has been docxfmented,-or
formalized, is also important for the efficienéy of the organizatidﬁ;’ Volunteer administrators
tend‘tp ﬁave a high rate of turnover, and new role incumbents should be able to perform their
job-sooner .as a result of the materials available. The geographic dispersion of volunteer

adﬁliniStrators emphasizes the importance of documentation both as a means of communication

‘and as a source of information.

There are several limitations of the highly standardized and formalized nature of the

‘Alberta Section. The first disadvantage is that there is almost no room for variation or

[

ﬂ,exibility. This is especially problematic in that the same procedures:'fules and regulations are

applied nationally, with little regard for regional differences. Even within the Alberta Section
there is a wide variation among the zones, as to ‘the particular needs of area clubs. For example,

one zone has difficulty in getting judges, while another has an abundance of officials. There is
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a further distinction bctwéen rural clubs and urban clubs. The former tend to be oriented
toward NST pfograms and the latter tend to be more focussed on c_:om;')etitior; . Since there is a
strong 'oricntation toward the test aﬁd cofnpetitive skater within the programming concerns of
ihe CFSA, many of thé rules, regulations and procedures that the NST cilub‘must comply with,
may r-lot'be relevant or may be in conflict witﬁ the characteristics and needs of that club.

Although the examples given above were specific to clubs, the situat_ion‘with regard to )
standardization réally begins at the'ISUf) Canada mﬁst be in line with other countrics,'even
though there are many differenées among the mémber couhtries of the ISU.. For example,
Cim:ida and the USSR have different political systems which have implications -for state
supproﬁ of individual athletes; however, both.countries must comply to fhe samﬂe definition of
amateur status. Tﬁus. Canadian athletes are limited financially because staie suppbrt is minimal
anci mosf other means of supéort, 'éuch as sp_onsoiship, are higﬁly restricted by the amat;ur
status rules. Whereas athletes in the USSR afe st_rohgly sﬁpported fi’nanciallly by the state and
can maih{éin the;r amateur status, althougﬁ many western cduntrics would declare those -
athletes as professionals.

. Standardizétion, from the international level all the way down to the individual skater,
does nof allow for tailoring the rules, regulations and- pr'oadures }to tﬁe local conditions and
needs of each particular country's, sections, clubs or skaters.

A high degiee of standardization tends to hamper creativity. The romine. application of
procedures not only ignores alternatives, but iﬁ fact precludes them because of the stated rules
and fegulations. Also, there is no built in system which encdurages innovation. Hage and Aiken
? 1970) found that high levels of innovation related to high specialization, low formalization and
dechntrali;aiion of power. '

Along with the limitations for creative decision making, the process for changing rules
is slow. Pe-rrow (1979) contends that "the greatest prpblem wrth rules is that organizations and

their envifonments change faster than rules. Most bad rules were once good, designed for a

situation that no longer exists” (p. 30). It is an unfortunate consequence of the democratic
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process that it tends to be very slow to change..This is particularly true of a volpnteer
orgapization which meets only once a year to decide on major policy‘ and rule changes. As a
‘ result, many of the rules and procedures in existence are carry-overs from earlier in the
* Association’s history, and are no longer as relevant to the present situali§n. ‘

That there is a measureable amount of ;hovemcnt and progression within the Canadian
figurg ékating .system éach year, is partly due to the f oﬁrth structurél dimension examined in
this study, and that is centralization. Although the membe‘rshi.p has input (via the AGM), irlto
the Aséociati’on's major policies and rule changes, a significant amount of decision making
authority is deiegated to the CI;SA Board of Directors. The Board is the top lcvell of the .
hierz;rchy in Canadian figure skating, thus the Association tends to be highly_.céntralized in its
structure. Centralized control _Vi‘s closely linked to the emphasis on standardization. An
advantage of centralization on organizational processes suggested by Melcher (1975) is thatj'

. there can be gieater coorciinatjoh as a result of the‘ central direction and uniform application of
policies. However, the conséquence of t”his, as discussed prt;viously, is that variations between
regions are ignored. ‘ (

A second advantage which could offset the likelih60d of one group, or section, getting
ahead at Lhe expense of others, is that the natior;a'l Board must consider the good of thev
'As‘sociation as a ‘whole in -makifxg its decisions. Unf ortuha_tely, the comi)osition of the CFSA
Board has tended to favour ﬁpresenpétio'n-of the Ontario and'Qucbec sections and the,Alberta .
Section members fn this study expressed concern that decisions were being made to :the ;
advantage of those‘ c@ntral sections. | .

A third advantagé/disadvahtage suggésted by Melcher (1975), relates to the speed of

,decision making. He notes that in emergencies, the central decision makers can gather
information and make decisive decisions mofe quickl);. However, under nofmal conditions, -
decisions ;irhich must be referred to a éenxral body are delayed b‘y. the processes for sending
information up and decisions down the hieraréhy. A good hx@plc in figure skating is the

sanctioning procedure. Clubs and the Section must plan well in advance for any event that

‘
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requires a Sanction since the procedure involves at least two weeks to process. Thus, this limits
thé local organizations from being ablel to respond to opportunities that arise quite suddenly.

Co'nsideratioﬁ must also be given to the amount of orgahizational deveiopmcnt that has
occurred within the Alberta Section since it was formed in 1969. During that time the Se;tion's
mcmberst;ip has grown signifiéntly and its budget has escalated. Both of these factors have
greatly improved the Section's viability as a pravincial or regi‘onal arm of the CFSA. The
| opening of ‘a"stAffed office was particularly critical to the Section's ability to function as a
service orga imtion. ,Unfoftunateiy. the CFSA did not respond to these developments by
decentralizin certain functions and administrative responsibilities to the Section. Thus,

although' the Section is in a better position to respond to the particular needs and interests of

members within its jurisdiction and it has both the organizational framework and the resources

-
-

to accomplish Yhns goal, it lacks important decision making autonomy. Therefore, the Section's

potentJal forf u\lf illing its objectives is underuuhzed

\

! ‘ . .
G. Interorganiu‘l\t'ional Relationships of the Alberta Section

' 'Organiz‘a\{itibns interact with other groups, individuals and organizations in their
environment. Ha\\ll (1982) labeled this segment of an organizatiqn's environment the specific
* environment and “‘,,lsuggested it had immediate relevance for. the focal unit. One purpose of this
study was to idéntify which o.ther‘ oréaniza'tions the Alberta Section interacted with, and |
secondly, to analyze the structurev of these .relat.ions. The structure of the various
interorganizational relationships of the chction was analyzed using the four dimensions
suggested by Marrett (1971) and Aldrich (1979): formalization, intensity, reciprocity, and
standardization. - . |

All_rclations of a particular organization comprise‘ an organizational set (Evé.n, 1966).
The maj;)ritf of organizationé with which the Section interacted were involved in similar
activities and cooperative interaction generally charactcnzed these relations. The most

~ important non-skating orgamzatxon with which the Section was in contact was the provmmal
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government's Department of Recreation and Parks. The set of the Alberta Section is Apresented-
in Figure 10. The structure of the Sections's relations with other organizations was analyzed

using four bivariate dimensions. The findings are described below.

ISU

crr

{Alberta Section

Other Sections

Skating Clubs

Provincial Government
Department of, Recreation
and Parks

: 7
Other Provincia!
Sport Governing Bodies

Figure 10: The Organizational
. - Set of the Alberta Section

~

Formalization

‘The first dimens{;)_n, formalization'. concerns the degree to which organimtlions use
formalized aéreemcnts to govern their intérrelationships. The relationships .of the Alberta
Section With sk;ning clubs, zones/regic‘)ns. other sections, the CFSA and the ISU were  all

legislated in the Rulebook and in the constitutions and by-laws of the groups concerned. Slack

-

(1983, p. 292) noted that since voluntary organizations are prone to a lack of stability,

¥

legislated agrecménts may provide some degree of stability. Instability created by high executive

turnover may be somewhat offset by formalized agreements which provide incoming executive
;

members with the framework for structuring important interactions.

——

o

:_Of the twelve other sections in Cariada, Alberta's.relationshipé with the three western
sccn'oné ;vere more formalized. Geogfa‘phic proximity and the divisional championship system
were factérs‘ which encouraged a closer relationshiﬁ among the western sections. Exchanging
officials between provinces occurred on occassion, although this was limited by financial
constraints related to travel and -accomodation costs. The main link between the sections

however, was in terms of the Divisional Championships. The divisionals rotate among the four
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sections annually, reliuiring a cooperative effort to stage. The specific activities and
responsibilities of th; sections comprising each - division in Canada were detailed in the
Rulebook. One feature of the relationship was the formation o_f a Divisional Championship
‘Committee comprised of section Chairmen from each section in the division. This committee
works with the Host ‘Club Championship Commiftee to organize the event.

The structural aspect of relationships is a second part of the formalization dimension.
Structural formalization refers to the presence of an intermediary organization which
coordinates or controls the interactions between one or more organization. The responsibility or
"authonty of Lhese intermediary structures varies with some serving pnmanly an advisory
function and others having the power to make bmdmg dCCISlOHS There were several examples
of structural formalization in the Alberta Section's relations inc]uding, the Divisional
| Championships Committee previohsly d_iscusséd. The zone structure also served as an
imérmediary between clubs and Section. Thtough its elected representatives, zones performed
an advisory and liason function. Similarly, the Section Exechtive Committee itself operated as a
liason between Alberta/NWT clubs and the CFSA. The Section was also responsible f or making
certain binding decisions. The CFSA mediated between Canadian figure skating organiiations
and,the ISU'; while the ISU coordinatied rélations among all countries involved in compeh'tive
figure skating. In domestic issues the CFSA had the power to make bmdmg decxsxons whereas
the ISU had the decision- makmg authonty for matters conccrnmg mtemauonal tests and
competitions.

The CFSA also acted as mediator between the Canadiz}n skatihé community and several
federal agencieﬂs‘such as Sport Canada and non'-go;/,emrncnt ‘organizations such as the COA.
‘Although no direct interaction occurred between the Alberta Section and these other
organizations, nor betwech the Section and the ISU, each has an impact upon.many activitiés in
the Sectioh_. Emery an’d Trist (1968) referred to this element of an organization's énvironmém
as the "causal texture” and suggésted it contributes greatly to the amount of uncertainty facing "

the organization. For example, as described previously, pressure from Spdrt Canada resulted in
A » Ty : A
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the Association.amalgamating the professional coaches group wiih the CFSA. The CFSA
initially placed the responsibility for ensuring coaches registered with the Association onto the
executive of each Sectior. Since there was general resistance on the paﬁ of Alberta's
professional coéches, the Section was put into a difficult situation with no choice but to comply
vwith the Assodation's position. Thus, the Alberta Secfion was vu]ne>rable to changes in the
causal texture of its environment. This vulnerabxhty is a result of the cantralized structure of
the CFSA which dictates most decisions to the Section and the Section's dependence on
resources provided by the Association.

The Alberta Section had formalized exchanges with non-skating organizaiions as well,
foremost of which was the provincial Department of Recreation and Parks. The Rulebook gave
each section thé authority to enter into financial égreemems with their provincial government,
so long as the rules, objects and bpolicies of the Association were not compromised (1223 (e)).
Formal agreement between the Alberta Section 4and the Department was constituted in the
Profile Grant Apphcamon f orm wluch set out the terms of the relationship. Provincial
government policy on amateur sport was also a basis for structuring interactions between the
Department and the Section.

Employees of the Department acted as consultants and work with provincial sport and
‘recreation associations to assist ,them with their application as well as advising them on other
sources of funding. Although the Sectign must apply annually for provincial funds, the
situation is much more stable and 1economica‘llyv favoura'fbie than before the provincial
govemmént began 'comrr'u'tting itself to 'ksup‘por__ting sport and recreation associations and

_instituted the Profile. Grar_lt éystem in 1978. The Séctioh can tﬁake a icasonable estimate of
gra-n.t rno_nics it wi.ll receive from the province based on the prévious amount received. This has
been unportant for budget prcparauon especially since awardmg of Profile Grants occurs after
the begmmng the Secuon s fiscal year (April 1).

" The 'Section has a ‘formalized agreement with Sport Aiberta, the federation of provincfal

sport governing bodies. Sport Alberta functions as a unified voice in negotiations with t_heA
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province and in cooperative ventures such as the Alberta Winter Games. The federation also
serves as a forum for interaction among tixe various Worganizations involved in
amateur sport.

Thei Alberta Section also had informal relations with other provincial sport bodi;:s,'
particulérly those housed in the Percy PageHCemre where the office and staff are located. Thc
Executive Director explained that she interacted with paid employees of other sports on an
individual basis..'Commdn reasons for interaction were to discuss government mandates
affecting amateur sport or to exchange information, particularly with regard to alternative
sources of funding. |

Finall'y,. the Section has occasionally be:cn in”yolvcd on an informal basis with other
groups or organizations that rmuﬁe ice arena facilities. "Ice users".&;s they are collectively
referred to, include municipal recreation programs, community leagues, minor hockey, ringette,
and broomball. However, interactions between other ice users and skating organizations occur

mostly at the club level and in some instances, at the zone level. For example, the Edmonton

. Zone belongs to an kce Users' Committee comprised of ’represcntatives from all the major ice

users in the city. This committee meets to share information and tofattempt to provide for fair
useage of facilities. Liasons among ice using organizations may become more important in the
future. Arenas are eipensive to operate and very few clubs own their own facilities. Ten years
ago the primary group with whom figure skating shared ice time was hockey. However, 'ring'gtte
and broomball are bincreasing in popularity and adult-participation is also increasing in all four
sports. As figure skating is placed in the position of having to-compete ‘more and mor‘ef with |
other organizations for facilities, the Section may have to become involved i;x‘the negotiations.
Another factor that may affect figure skating's ability. fo secure ice time in the fﬁthr; is that
many municipalities are encouraging the privatization of ice facilities:. This . may mean that -_
figure skatihg clubs will h_a\_'e to join with other ice using éroups to bﬁy facilities ~fro.m‘
municipalities. A potential outcome of this is that the ice costs for the individual skaier may

skyrocket. Minbr hockey and other team ice sports are much more "economical” in that a
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greater number of participants are on the ice for a fewer number of sessions.

Intensity
Marrett '(1971) contended thai "not only do relations differ f& the extent of their
Nt :

formality; thcy diverge, toé, on the involvemént involved" (p; 91). This second dimc'nsion‘of/

" interorganizational relations is. termed "intensity". Two indicators of intpnsit)" are the size of
P

]A'\_

the resource exchanged and the frequency of interaction.
The Alberta Section's interactions v§vith other organizations varied wit.h regard to both
size and frequency of exchange. To beéin w.ith,b the "Section's three m_gjor Tesources .were:
human (as in the staffing/organizing of programsv.); info;rhational; and fina‘ncialv. In most of i;s -
- relationships, the Section's main investment was in terms of human and informational
resources. The largest portion of both sources wete used to benefit Section clubs and skaters. In
providing services to its member clubs, the Secﬁon wa;s also mceting'mosi of its oﬁligations to
the CFSA and the prpvincial government. The Sectjonfs smalles’t\bi‘nvestmc:nt of rcﬁourcés was -
made to other provincial sport organizations, Sporf Alberta and the fsUNAs well, the Section
provided almost no direct funding to othé;'organiz,ations, incihding skating c.lub's‘. However,
nearly all of the Section's finances ,vaere used to provide seri'ices. to vtheimerrﬂlbe'rs-ﬁll general.

N

Actually, it is difficult, if not impossible, to discern the relative proportion of the Settiqn?s .
inveétment in its relations with other. organizations because of the pfoblems assbéiated"with
measurement of non-monetary resources. This is particularly true given that the Section is run
mosﬁy, on volunteered time and it is impossible to ‘plaee a dollar figure on this.

‘ The second aspéct of intensity is frequency of interéction. Although frequent contact
may be casual, dt is probablc that frequent interactions use more of an o niiation 's resources
than do inf Tequent ihtéracu‘ons. | A

'I'he Execunve Duector of the Secnon estimated that she telephoned thc Assocxanon )

~ Ottawa. offxee at least once a week but that mail between ‘the Section and t.he CFSA was

cxchanged daily. Pcrsonal comact. in the form of met;tings. occurred less frequently. "The

.
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Section Chairman attended; four or f ive meetings of the CFSA Board each year. Depending
upon their position. other Executive Committee members interviewed for this study yaried in
the frequency of contact _with the CFSA. Most interactions were in written form and as
described earlier, much of this was 1n the form of standardized reports to the CFSA or
informational memoe from the CFSA to Section executive mer_nbersA. .

The frequency of contact between clubs and the Section office was best captured in the
1983 Christmas list for individuals ‘worvking at the Percy Page ,Centre. To the Executive
Director, Santa was requested to bn'ng.a thi.rd ear for her' to be able ‘to keep up with phone c
calls. - L ‘

I quess my most basic chore is running the offxce and being an answenng‘ serv1ce
mostly and a contact between the executive and the clubs...we answer a log of
questions and dlssemmate a lot of‘ mf ormatron to the clubs. (4:3)

Contact between lndmdual executrve members and the clubs was also frequent as a
result of the large proportron of executn_';, who are CFSA off 1c1als One member when asked‘
how much time she spent judging, replied "go ask my husband, he probably keeps better track
tharr me! There again it depends on the time of year. Towards the ‘end of March I was out 14
days in a rovy judging from four to six hours [per day] But then you'll go throught"wo .monthsv _
fwhere you're only out once or twice" (6:5). Zone 'Director.s were also in a position of frequent
interaction with skating clubs One Zone Drrector estimated that she reoerved three to four calls _
an evening from area clubs. : - ‘ L . A | :

The frequency of mteraction between the Section and the'provincial governrnent vaned
according to the time of year ~Again, the main party mvolved in these contacts was the
Executive Drrector and secondly, the Secretary Treasur er. Interactron typically corresponded
- with the-Section's applrcatron for funds or other kinds of support and therefore more frequent.
contact occurred dunng February and March when the Profile Grant apphcatxons were due
General informational types of interchange occurred throughout the year z "

= . As Hall (1982) poxnts out, "the more intense the relatxonshrp. the more important itis

. for the organizations involved” (p. 256). Based on this, the Section's most important relations
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‘were with the CFSA and skéting clubs within the Séction 's quiSdiCﬁin. However, the
provincial government's relation with the Section was also very significant, for the Section at -
' least, anq its impog'tahge may be better understood in regard to the third dimension Marrett
(1971) and Aldrich (1979) identified: reciprocity.
Reciproci_ty
' In an"exchange bethcn' orgaru‘zat'i”ons,‘ one party may be in a position to have greater
~ influence on the terms of the ‘relationship than does the o;herr The degwc of ' reciprogity
concerns the J&x'tent Ito ‘which the elements are mutually e;changcd and scconc;ly, the extent to
which th¢ i.er__rns of the exchange are mutuall;r reached. '

| The imcraciibns of ihe Alberta Section with other skatihg organizations differed greatly
in both Lhé,égntent of cxchénge and the direction. The CF‘SA provided substantial funding,
_programs énd administrative s.upport to the Section. In return, fhc Section operated the
ﬁrog/ranis, provjding the actual services iq the clubs andl their skaters; The clubs were in effect
the third party,ax}a the CFSA and the Section engaged in a joint relatiéﬁship. with the clubs as
~the be‘rieficviari'és of that exchan_ge. Although the direction of the exchange was..j" joint™, to use‘;'
the’ terminology sﬁggested by Lévixie and Wl-1>i~t‘c.(1961); the cqntributibns made by each party
- were different and the ferfng 'were not mu_fually agreed upon. The CFSA providts’ the greater

financial contribution, while the Section's main resource contributions were human and

. informational. The Section also provided, or attempted to provide, more abstract resources .

such as the sixpport -and* proxhou'on of organizational goals. and obj_ectivcs.‘ los'alty and,’

conformity. . - o |
_ vThe icnﬁ’s of the relationships among clubs, the §ection and the CFSA were mum’z’illy
' 'agreed upon in the sensé_th;t clubs and Section executive have a vote ‘at the CFSA AGM. where
.prganizati.on;I policy and ‘rule changes evolve. Hngvcr. the;e terms were not worked out on an

individual basis between each section ahd the national Association\ind every single club; rather,

the same terms define relétionships across the country. Further, since these terms were initiated
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éarl)( in the Section's history, and changes to Association policies and rules occur slowly, it -
wotuld be more accuraie to state that the ierms of resource investment exist for the parties to
conform to. | |

The degree‘ of reciprocity in thé Alberta ,Section’s relations with the. provincial

government was somewhat unilateral. That is, the Section benefits more as a result of the

“«

province's financial ‘support,,‘,‘than does the province as a result of the Section's service to the

<

public. Since the Section is on'iy one of the many recreation and sport associations supported by

-

the province, the loss of the Section's services would only be feit by a small proportién of

° .

o

Alberta's public. Further, the Sectioﬁ would, in all likelihood, contii. ..c to ser;ice.the citizens of‘
Alberta without provincial funds. This is ncﬁ to imply that the provincé_'s financial contribution
is not important relative to the quality and quantity of services that are realized. |

| As one rr_xight. expect, the party making the greatcri investment, in this case the
provincial Department of .Parks and Recreation, has the grcat.er influence toward determining
the conditions .of the exchanée."l‘he_ provincial government decided the type of grants it will
make available, the amount of funds or other suppoit mechanisms that will be provided, the
“methods .that will be used for evaluating associations’ eligibility to receive these grants and so

IS

~on. These decisions were not made arbitrarily but were based upon,resear‘ch and input on behalf

e

of the groups aff ected. However, the conditions of the Profile Grant system apply to over 60
‘recipient groups and associations and. therefore, cannot be tailored to the particular

characteristics or requirements of any one group.

<

The most symmetrical of the Alberta Section's relations were those with other

provincial sport organizations and these were largely based on the sharing of information. As
well, the Section’s relations with other western Canadian sections were reciprocal. However, the
terms of exchange among sections were determined by the Rulebook and not as a mutual

arrangement between individual sections. . R
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Standardimtiop

The final dimension for énalyiing the structure of an organization's relationships‘with
other organizations, is standardizaﬁon. Standardization refers to the extent to which the units
of exchange and. procedures for exchange are <.:1early delineated. The Rulebook was the primary

mechanism for standardizing -the Section's interrelations with the CFSA, clubs and other

X

~

sections. It also provided guidelines for the Section to structure its relations with other
unsf)ecified organizations it might be required to interact with. The procedures or rules for

exchange iwese relations were more explicit than were the units exchanged. Given that many

~ '
such immee}sfxrable agreements as hosting a particular even or promoting an organizational

of the elemenENx&hangeﬂ aerlg the various skating organizations. were not concrete, including

- g&ai’;ﬁa\tﬁe instability of financial resources within any volunteer or service type organization,
it ‘was not surprisiné that the unites of exc'han—ge were only partially specified. Committee
composition, percentage of registration refﬁnd and various fee stfucuires were some of the
more concrete items that could be, and were, precisely def’ ined..

The units of exchange between the provincial goveinment and the Section were partially
standardized. Once a decision to allocate funds to the Section was made, the units of exchange
on the part of the government were quite specific: "x" doll:;lrs. The exchange-"eleme‘rﬂxts provided
by the Seciiog, services, were less concrete and f i);ed. However, they were defined to the extent
that-the Profile Grant application required the Section to make a detailed three year plan
'itemizing such things as the expected number of clinics and competitions they would sponsor,
how many officials or coaches they intended to certify and so forth. The Section's subsequent
application provided the gbvemment with a repbrt on thc pieviohs year's activities'and thus
served as, an evaﬂluatjon tool for the government. As well, the Section's audited fin_ancial
statements provided further evidence of where the Section's finances were directed.

As Marrett (1971)‘ contented, "standard procedures are somewhat more likely when the
, _ < )

- v

exchange relation is formally recognized than when it is informal™ (p. 95). The Section's less

formalized relations with other provincial sport ‘groups did not appear to be standardized.
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Summary . )

From‘th'e preceding desén'ption bf how: the Alberta Section's relationships with other
organizaiions were structured, it can be seen that the specific environment influences and
constrains the behavior of the Alberta Section. In f act,. it would be impossible to understand the
behavior of the Section, without‘ understanding the Section's relations with the CFSA.

The Alberta Section depends on its environment for many of ifs resources including
finances, services and information. The major source of resources for the Section has been the
CFSA but the provincial government has become an increasingly irﬁportant source of financial
and service support. In exchange, the Section has human or personnel resources, as well as
informational and certain financial resources io offer these and other organizations. |

The Section's relationship with the CFSA is highly formalized and standardized through
the Association's Rulebook and that same document prescribes a framework for the Section's
interactions with other organizations. Although the Section did maintain rélatioﬁs with a few
non-f-igure\skating orgahizations, most of its interactions were with similar organizations. These
relations tended to be characterized by cooperation rather than competition.”

- Ofgthe non-skating organizations with which the Section had formalized .rlelations, the
provincial government had the strongest posifion from which to effect the Section because of
its sizeable financial investment. However, in this investigation, there was nothing to silggest
that the Alberta Section has been constrained by the program\ priorities of the provincial
government. The Section's enhanced budget has contributed to the scope and quality of services
that could be provided to its. members, but the fundemental nature and orientation of tﬁésé
services does not. appear to have been changed, as yet, by the greater fole of the Alberta
government. o

In summary, the examination of the Alberta Section's interorganizational set
cmphasize;i the importance of examining how other organizations affect the behavior of the

Section. In fact, it is questionable whether the Section could function ipdependently of other

interest groups.



V. SUMMARY AND RECOMMENDATIONS

A. Introduction S

The purpose of this study was to undertake an exploratory and descriptive Analysis of
an amateur Sport organization. The organization which was selected for analysis was the
Alberta Section ‘.of the Canadian Figure Skating Association. The three research questions
z;ddressed in this study were as follows:
1. What are the structural characteristics of the Alberta Section?
2.  What is the nature of the Albena Section's environment?
3. How are environmental factors related to structural characteristics of the Alberta Section?

The data for this study were produced through interviews with fourteen individuals.

intimately involved in the administration of the Alberta Section. Additional information was

£

“obtained by examining récords and publications of the Alberta Section, and finally, by
observation techniques at 'the Section office and at e?cecutive and géne’ral meetings. Content

“analysis of the data was used to organize the information. A conceptual framework used to

interpret the findings of this study, was based on the literature specific to organizational
structﬁre and organizational ;nvironments. |

Structural characteristics wére examined in relation to five dimensions operationalized
by the Aston grdup in England. These dimensions were sthion. formalization,
standardiza}ion, éentralizatibn and configuration. The nature of the environment ivas

investigated firstly by idehtifying general conditions impacting on the organization as suggested

by Hall (1982). Seven general conditions-included technological, legal, political, economic,

demographic, ecological and cultural factors. Secondly, the specific environment was examined
by analyzing the interorganizational set of the Alberta Section. Interorganizational relationships '
in the set were described in relation to ;he four dimensions suggested by Marrett (1971) and

Aldrich (1979). These dimensions were f 6rmalizau'on, intensity, reciprocity and standarization.

120
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B. Summary ;

The first question with .which this study was concerned was to descriﬁe the structural
characteristics of the Alberta Section. The findings of this study have shown that the Alberta
Section dividés its work into highly specialized tasks and that these tasks are coordinated
through an elaborate system of rules and procedures which have been narrowly defined. The
Section operates within the framework of policies, procedures and fules which, to a great
extent, originate from the parent organization. The Section's parent organization, the CFSA, is
the main deéision-rhaking body for figure skating iﬁ Canada. In turn, the CFSA complies with
the rulesb and regulations éf the international governing body for the spori, the ISU. Thus, the
authority structure for decision-making is highly centralized.

Choice, or lack of choice, seemed to be an important factor for understanding the
particular structural design of the Alberta Section. The degree of influence exercised by decision
makers in other organizations, on the ‘activities of _the ‘Alberta Section, w"as important to
o understanding the behavior of that organization. Other cnvirlonn‘xent_al contingencies such .as the
political and economic climate, were also scen to have had some influence on the organizational
development of the Alberta Section. = ; \E

The nature of the organizational environment of the Albena Section was examined in
this study. The environment was conceptualized as having two segments: the general and the
specific environments. The general environrﬁent comprises conditions which have potential
relevan_ce fof the focal organization. The specific environment, which has immediate relevance,
incll;des other organizations, iﬁdividuals -and groups directly inte'racting- with the focal
organization. |

The impact of Hal]'s (1982) seven general environmental condiu’ons on the Alberta
Section was investigated through an analysis of the historical development of the Section. This
. research h_as shown that the Section has, during the course of its devélopment. been effected by
two cohditigms in particular: economics and politics. The Alberta Section was formed in 1969

and during its firét eight years, experienced rapid growth in membership. The increased
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population of the province, combined with the economic prosperity of the early seventies,
provided a favourable environment ior the sport of figure skating to grow. The early seventies .
were also a period of oolitical change as first. the federal government and then the provincial
governments, began to take an active role in the support and development of sport and leisn/re
pursuits. As a result, the Alberta Section began a period of significant revenue growth arouncl
1976. More financial support was also fortlicoming ‘from‘ the national Association. Together,'
these two sources of -funding provided the Alberta Section with an operating budget which
.enabled itto srgnificantly expand its programs and services. One of the most important at:trons
the Al"berta Section was able to undertake as a result of its mcreased income, was the
establishment of an office staffed by one full and one part-time employee. The Section's
commitrnent to developing potential competitive skaters, also benefitted from the rise in
.rev‘enues.

However, as easily: as the economic prosperity of the early to midseventies positively
influenced the growth of the Alberta Sectron the economic recessron of the late severmes and
@arly eighties has been a factor in the leveltng off of that growth. Firstly, the economy effects
the individual skater The costs related 1o participation are quite high in comparison to other
sports that are less dependent on expensive facilities, specialized equipment and instruction fees
for coaches. Since fees are the basis of the Section's budgeted allocation from the ‘CFSA,
declining enrollment vis.’immed‘iately felt by the Section. Declining enrollment in other sections
alse has an indirect effect on the Alberta Section, as it is related to the CFSA's operating
budget and the amount of money the nauonal office can spend in servicing the sectxons and
their clubs. Further, the Section's. costs related to travel and°® accomodauon for executive
meetings, and other operatmg expenses such as telephone postage and of f ice supplres have all .
increased wrth inflation. The Section is obhged to provide certain servroes to its members but
some programs can operate on a break even basis or be discontmued altogether. One
consequenc: of .the declining economy is that more and more of a financial burden 'for

programs will probably be placed onto the sections and the individual clubs. A drawback of

e
LR
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this, is that the stronger sections and clubs may be in a better position to absorb extra costs and
thus continue to grow, while the smaller, less well-off sections and clubs, may only get smaller.
~ Apart from the quesuon of whether more of the costs can be absorbed by the sections and the :
clubs, is whether the CFSA will be able to maintain national control of the organization, as it
has in the past. or whether the sections and the clubs will demand more authority and
autonomy to go along with their greater program responsibilities. |
i ‘In addition to identify general environmental conditions, this study examined the
~ specific environment comprised of the interorganizzttional relationships of the Alberta Section.
‘The organizational set of the Alberta Section was identified and relationships between the
Section and members of the set-were-analyzed. Marrett (1971) had suggested that "the larger
the size of the resources the greater the likelihood of there being formalization of agreement,
standardization, and reciprocity of exchange" (p. 96). The finding§ of this study showed that
the Alberta Section's most intensc'relationships in-terms of resource commitments, were highly
f orm'alized and standardized. Rather than recinrocal exchange, the‘ Sections relations with both
the CFSA and t;:te provincial government's Department of Recreation and Parks, were
characterized by joint exchanges benefiting the membership of the Section. Although less
' intense and standardized, the Section's relations with other skating organizations were
formalized both through agreements and structurally, through the use of mtermedxary
orgammuons

A further finding of this study with regard to-the interorganizational relations, was thé
low- degree to which the Section was involved in structuring the terms of these relations. That
is, the Section was-only minimally involved in negotiating the terms of its relations with the
provinciatl government, the skating clubs, other sections and the'CFSA For the most part, the -
Section's relatJons were mandated by the Assomauon s Rulebook Secondly, the structure of the
province's relations had been pnmanly developed by the government and were set 10 apply to

the large number and variety of sport and recreation associations with which the Department of

Recreation and Parks is mvolved 'I'hus in two key rclatwnshlps the Settion's role in

g
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structuring the relations was minimal.

,

.

C. Conclusions

One of the reasons this study was undertaken was the lack of information about the day

to day workings of amateur sport organizations. It was deemed esséntial that a descriptive base

be built in order that particular organizational phenomenon could be studied in a sport setting.
Thérefore, a descripti\)e analysig. of an .organizativon. in its context, was considered to be an
important progression toward building such a base. |

The examination of only one organization may lifnit the degree to which findings are
generalizable to other éma,teur sport groups. However, certain conclusions can be drawn which
cbuld be applied to similar orgé'nizations. Furthermore, thé appropﬁaleness bf the conceptual
framework used in this study can be evaluated and proposals for future study can be
recommended. \"f*«

The first research area déalt with in this study was the structural design of ht‘.he Alberta
Section. The Aston model. for analyzing an organization'l structure accordihg‘ to five
dimensions was a useful tbolv for this pﬁrpose, Alt%ough the original concepts were developed
and applied to work organizations, the opcrational‘dcfinitiOns were appliéablc toa non-.working
setting such as existed in the Alberta Section. The only dim’ension which was probfemau'c was
configuration. The voluntary nature of the organization made it difficult to apply notions such
as span of control and persoiinel percentages. However, the other four dimensions provided a
vﬁluable framework for icientifying and evaluating the various eleménts .of structure in a
meaningful way. ' ,

The _data in this study showed that the three dimensions mdicaﬁve of éctivity
s&ucture--speciaﬁmtion. formalization and standardization--were each mapifested to a high
degree. Paradoxically, the Alberta Section's decision mak;'ng authority was highly °centraliz¢d'
and much of the actual control over the organization was exercised by the pafcnt organization.

In part, this can be explained by tradition, that is, the CFSA has always been a highly
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centralized organizétion and continues to be accépted as such by the members. Further, a strong
national organization i; looked upon as necessary; .by much of the membership, for producing
' élite competitors to represent Canada internationally. Another possibility, and one which the
present study was unable to address, ‘s that the emergent structure within the club level of the
Association, may in fact be 'highly decentralized and thus, the members who are largely
involved at this lower‘level of the hierarchy, do have‘much more autonomy than is perceived by |
examining the secthn" level of the hierarchy. The major conclusion drawn from this inding was
that the centralized cnontrol limited the Section's ability to respond to the particular needs and
iﬂterests of its members. |

The second research area deal'_t" with in this study was the nature of the Alberta
JSecti:)n's envir_dnment. Hall's (1982) model, which identified seven conditions in the general
environment having potenial relevance on 'an organizaiton, was aused in - lysis -of the
Section’s historical-dev_e]opmem. This model was useful for identif ying the Jactors that
influenced the Section. Certain conditions ‘were more important than others, and some
conditions were less applicable under the ciréumstances. In particular, political and cconbmic
factors were and continued 16 be important sources of constraint and opportunity for the
Alberta Section. Thus.‘"it i$ recommended that bbip of these factors should be given careful
consideration in any analysis of amateur sport organ;zaitons. The conclusion that can be draWn
from this aspect of the study is ‘Lhat the environment of amateur sport groups is important for
understanding its d'eielopmen.t and continued existence.

The nature of the Alberta Section's interorganizational relationships was " also
considered within the concept of environmental contingencies. Marrett's (1971) and Aldrich's
(1979)1 model for analyzing thc structure of these reiationships was found to be a meaningful
method for description. This approach was useful for explaining some of the actions of the
Alberta Seétion. One criticism however, is that a network approach, rather than a set approach,
would have ;')ro;/igled a more lucid explanation of the relationships among the organfzations

identified. A network analysis would focus on the properties of the network of interacting
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organizations rather than any one organization m it. "

The mosf in;portam conclusion that can be drawn from this study is that one cannot
analyze an organization such as the Alberta Section without extensive knowledge of the i)arent
organization. By virtue of the internationai competitive system, the Section was intrinsically
bound to'the CFSA, just as the CFSA was bound to the ISU. Although ‘th? cfitical link, and
raison d'etre for that link, was the competitive component of figur‘e' skating, the
non-competitive or recreational component was influenced as well. The effect of this linkage
~was that most of what occurred within the Alb;rw Section was a consequence-bf actions
imposed from outside that body. Further, the 'internal structure of the Alberta Section, wgé a
reflection of that influence. Work was specialized acqofd_ing to areas defined largely by the
programs and objectivesb'of the national level. Rules _and procedures were also defined and
controlled nationally and thus lacked any regional flexibility. Thus, since other amateﬁr spbrt
organizations vare involved in national and international competitive systems, the structural
characteristics manifested by the vAlberla Section may be found in other amateur sport

o;ganizations. ‘

In surhmary, some conclusions can be drawn frqm this study that have relevance to
similar organizatibns. Further, the meghodological approach undertaken and the particular
models used in developing a conceptual framework for collecting and analyzing the data, were

deemed to be appropriate to the research questions addressed in this study.

. D. Recommendations

Based on the information gathered in this study, the following are four recommendcd ,

areas for further research. | I
1. A comparison of structural characteristics among organizations‘ with diffcrent sport
| discipiincs should be undertaken to determine whether the sport specific differehces are a

source of variation in organizational structure.

2. The relationship of the formal structure to the informal structure of an amateur sport
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organization should be examined.
Changes in the- goals and objccti‘ves of amateur sport organizétions over long periods of.
time should be examined in view 6{' the chaﬁging prioritiés of various f undirig agencies for
sport.
. A comparison among varioué amateur sport organizations shouid vbe undertaken to

determine whether similar conditions in- the general environment have different

consequences for these organizations.
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APPENDIX A

Glossary of Terms

Accountant: An accountant is an OffIClal in charge of tabulating tie judges marks and
determining the final placing of competitors. .

Alberta Section: This refers to the Alberta/NWT tion of the Canadian Figure Skating
Association, an organization whose area of operations 1s within the geographic boundaries of

 the Province of Alberta with administrative assistance provided to CFSA designated clubs in the’

NWT.

Amateur: "An amateur in skating is a person who par‘ticipa-tes in thesport as an avocation, for
pleasure and not as a means of livelihood" (2201 (a)).

Amateur Coach: An amateur coach is an individual who mstructs in the NST program of a
skating club and who is an amateur.

Canadian_Championships: This is thc national competition for amateur figure skaters who
qualify via the Divisional Champlonshxps Senior, Junior and Novice events contested in the
Canadians mclude men's and women's singles, pairs and dance categories.

Canadian Fxgure Skating Assdciation: Abbreviated to CFSA or Lhé Association this
organization is "a duly elected member of the International Figure Skating Union and as suc.h :
holds and exercises Junsdxcuon over figure skating in Canada” (1101).

CFSA Official Rulebook: This'is the primary document of the Association. It includes the rules
and regulations governing the operation of the CFSA, Sections, and clubs, officiating,
competition, amateur status, skating skills and _requirements for free skate, fxgures dance,
pairs, NST and Power Skaung‘tests ; ,

Coaching_Association of Canada: Abbreviated to 2 , this is a federally incorpora,ted: |
non-profit organization responsible for the developmer of coaching effectiveness across
Canada. The majority of CAC's f undingqis derived from Spcrt Canada.

Dance: Dance involves partners performing a variet” of skating patterns around the ice, but
does not include jumps, spins or lifts. . :

Divisional Charnpxonshxps For the purpose of qualifying skaters to compete in the Canadian
Championships, the sections are grouped into four divisions. Each division organizes a
competition comprised of the same events as are included in the national competition.

Figures: -Figures involves skating tracings based dn the figure eight. -
Figure Skating Coaches of Canada: Abbrcvxatcd to FSCC, this was thc nanonal umbrella
organization for prof. essnonal figure skatmg coaches in Canada until 1982-83 when they mcrged'

with thc CFSA.

Free Skate: Free skate mvolves a single skater performing jumps and spins to a piece of music.

Intemanonal Skating Union: Abbrcvxated to ISU, this 1s ‘the international argamzanon
responsible for governing figure skating and speed skating. This body controls international
competition and represents skating in the organization of international games such as the
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Winter Olympics.

. Judges: A judge is an official who marks the performance of figure skaters who are either
competing or trying CFSA tests.

National Coaches Certification Program: Abbrevxated to NCCP, this program is primarily
designed and instituted by the CAC. Its purpose is to develop the level of coaching within
Canada through a program of .instruction and certification.

National Skatmg Tests Abbreviated to NST, this is the CFSA's program for instructing and
testing beginners in the fundemental skating skills. In 1983-84 this program was restructured
and renamed CanSkate and CanFigure Skate.

Pairs: Pairs involves free skate with a partner and includes lifts.

Precision: Involving groups of upto 20 skaters performing on the ice srmultamously precision
is similar to the chorus line in dance.

Professional Coach: Often referred to as the "pro”, this is an individual who teaches figure
skating for renumeration. .. ' . ,

Profile Grant: Provincial recreation and sport associations can comiplete a profile and
application for financial assistance from the Province of Alberta's Department of Recreation
and Parks. Groups may receive grants up to $40,000 annually to assist with admrmstrauon
leadership development and program development.

Referee: A referee is.a qualified figure skating judge who supervrses the technical aspects \of
preparation for and conduct of tests and competitions. \

Sanction: Official approval for a variety of events including carnivals, exhibitions, publiciiy
media appearances and competitions, is granted in the form of a "sanction”. Sanctionin
requires that the organizers apply to the Association for permission to stage an event.
standard form and application fee must be sent to Ottawa two weeks prior to the schedul
event. There are four and a half pages of rules and regulations prescribing which events are to
be sanctioned, who may participate, how the Association must be acknowledged in
advertisements and programs that pertain to the event,"and so on. Failure to sanction an event,
or to comply with the rules governing sanctions, results in disciplinary action which may
mclude loss of mernbershxp in the Association or of a skater's amateur status.

- Sectional Championships: Each section is required to hold a competition to qualify skaters to
the vaxsronal Championships. A ‘

Singles: A termused to refer to a competitve event for men and women that includes elements
of f igures and free skate.

Skate-In: The Alberta Section's admrmstranve workshop for skating club executives, usually
held every other year .

World Championships: The "Worlds" is the supreme international event staged annually by the
ISU and a host country to decide the top senior competitors in men's and women 's singles,
dance and pairs skatmg




APPENDIX B

Summary and Evaluation of the Alberta Section's Three Year Plan

The Alberta Section's three year plan for 1982, 1983 and 1984 was organized into three

areas: administration-. leadership and programs. These sp‘ecific‘ éreas corresponded to the
réquiremems of the Provincial Government's Profile Grant Application. For each area .or
sub-area a goal was outlined and various "action” plans were itemized. (Some of these goals
were restatements of the Section's objects from its ‘Cbn;stitutioxyl and By-Laws.) Somg actions
were general such( as "to encourage any communities showing an interest to become members of
the Cahadian Figure Skating Association”. Other ;cﬁons were more sp:cific such as "by
- February of 1982 to offer judges a clinic in each 6f the zones at each of the levels mentioned
‘above_ in (1) and (2). This is to ensure that each judge will have 2. clinics‘ at the le\{el he
fequires as pef national association guidelines.” The first year of the plan.‘1982. was mixch
more comprehensive than were each of ;he subfequent years.-\Projected .pudgets for }aach year
of the plan were also included. Thus, the‘Secti';m 's three year developme;xi plan qualifies és a
strategié plan in that ldng range goals were identified, activities to achieve those goals were
selected and resources were aliocated to those activities.

Overall, the nature of the Section's strategic plan reflected a very cautious invéntor); of
what the organization had been doing in the past and expected to continue to do.in ihe future.
There was almost no change in the type of activities, programs or issues the Section intended to .
addréss over three yc:;rs and there was only marginal éxpansion within these areas The goals
were ncﬁ priqrized and, thus, did not provi‘de a basis for allocaiing resources. Such an omission
is particulary \critical for organizaﬁons 'such as the Alberta Section, which has limited and

-unsﬁble resources, and should obviously be rectified if at all possible. Further, ther goals
themselves tended to be abstract. For example, the Section's goal statement for administration
was as follows:

Th; goal of ihe Alberta Section C.F.S'.A._ is to improve, encourage, and advance figure
skating on ice in all its clubs and to provide standards for it's_[sic] members and

generally, to take all steps nécessary or dcsirgble to regulate figure skating throughout
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the Section. ‘
This may be problematic for the Section since abstract goals are difficult to measure in terms of
performance ‘or achievement. Goals related’ to program development ‘;md participation are
measureable in terms of the quantity of activities offered and the number of members, but the
quality of “instruction or the value of par;icipzition is difficult to assess. Thus, abstract goals
may make it more difficult for the Séction to evaluate the results or outcomes of its plan,
N Forecasting of future funding, membership growth, service demands, and leadership

growth, was noticeably abéent in the Section's plannihg process. These and other important

variables such as changes in the provincial government's mandate, could affect the successful

achievement of the Section's goals but do not seem to have been taken into account. Also

missing were plans relative to fundraising or securing f unds through grants or other means of

*sponsorship. Each projected budget simply included income based: upon previous grants -

feceived, with allowance for inflation over three years. Thus, no f inancial growth and/or
decrease was foreseen or planned for. |

The Section's strategic plan serves to iilustrate further the constraints thai are placed on
the organization by‘ the national Association. Since the principle means for implenienu'ng plans

is through bdlicy mak@‘g,.and the policies of the Section are largely determined by the CFSA,

. the Section is limited to developing a strategic plah within those policies.
" One consequence of this limitation is borne out in the Section’s plan discussed here. The -

plan has little substance; it does not offer any new or creative ideas and tackles old probleggs

with old solutions as mandated bj the CFSA. The best example of this is in the case of -

officials. Plans’in this regard include offering two judges clinicé_ per zone annually and "to -

~ actively promote and encourage at the club level the participation 'of Senior skaters in the

judging progiam within the Section.” Measures to be iakcn to "promote and encourage” senior

skaters are not outlined. Neither of these actions would seem to be sufficient in addressing the_.

* real problem which is "why are the number of officials declining?"
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Based on the data collected for this study, it would seem that the Section needs to

develop strategic plans which addresses the following problems or areas alongside the plans

already in place: !

1.
C 2.

“The decreasing number of officials.

The inability to attract good coaches'vto rural parts of the province.

The incfeasing costs associated with ice Tental.

The decreased availability of ice time for figure skating as a result of other sports and
leisure activities competing for lirpited facility space.

The high cost associated with becoming an éliié figure skater and the affect this has on

determining who will continue in the sport.

Many of these issues have traditionally been left to the individual clubs to deal with. However,

as a service organization, the Section is in a better position to gather the kind of information

required to develop cdncrete plans of action Which could be of bene_f it to all clu.bs. In short, the

Section must take more of a leadership role in planning for the f uture of skating in Alberta.



