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Postract of A Descriptive-Analytical Model for National Sport

~

te

National Sport Governing Bodies (NSGBs) form t'he core of the delivery
syst ’fg?r sport in Canada, These organizations, through their Con-
stitutions, have the nandq;e for the develcopment and control of ama-
teur sports at the national level and are therefore important compon-
ents of the sport mosaic of Canada. ~ _

Factors in the environment of NSGBs can have considerable impact on
their behavior. 1In order to develop an understanding of NSGBs, know-
ledge must be gained about the relationship of the NSGB§ and their
environment, A review of 1iteratuie revealed that litthe is known
about the nature of NSGBs as organizations. Although several studies
have been done which descfibé some aspect of NSGBs, these do not ap-
pear to assist in the understanding of NSGBs as organizations. The
purpose of this study was therefore to develop a descriptive-ana-
lytical modei for National Sport Governing Bodies in Canada based OA
systems theory which would aid in the understanding of NSGBs as or-
ganizations. Becauge of the significance of the impact of the envi-
ronment on organizations, four system components relating the orga-
nization to its environment were selected for the model - the envi-
ronment, the boundary and boundary spanners, the inputs, and the

outputs.
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The process of building the model for NSGBs consisted of five primary
steps. Through deduction from _ﬁﬁe literature, a systems model and
accompanying propositions weré developed for organizations, Data
from NSGBs and other related sources were then examined to determine
.the support for the model in NSGBs. The data swges£$ that the
systems model was an appropriate‘ model for NSG@s. Through deduction
f;:om the sport-related data, a model and propositions for NSGBs were
developed based on the systems model. The sport-related data were
then analyzed to determine how closely the behavior of NSGBs matched
that described in the propositons. Recommendations were then made to
Nsces. |

The population of NSGBs consisted of those NSGBs which Qere menbers
of the Canadian Olympic Association and had offices in the National
Sport and Recreation Centre. A random sample of 15 NSGBs was seiect—
ed from the total population of 37. )

It was found that some discrepancies existed between the actual be-
“havior of NSGBs and that prescribed by the pfopositions. Major dis-
crepencies we;:e identified in the areas of resource acquisition, the
use of boundary spanners and the obtaining of relevant feedback, It
was recormrended‘th:at NSGBs diversify their sources of income in order
to redﬁce their dependency on the the federal government and at the
same time reduce opportunities for govermment control, that NSGBs
develop formalized boundary spanning roles for both volunteers and
professionq\} staff and finally, that NSGBs obtain more relevant feed-

\be_gk through formal evaluation procedures.



CHAPTER ONE
t

INTRODUCTION

National Sport Governing Bodiés (NSGBs) form the core of the de-
iivery system for sporf in Canada. These sport organizations, heavi-
ly funded by the GoVernment of Canada Fitness and Amateur Sport
Branch, have the mandate for the development and control of amateur
sports gt the national level. Within their jurisdiction fall such
major undertakings as the creation of training and competitive pro-
grams for Canada's high performance athletes, the organization .of
national a.nd international events and the training of coaches and
officials. ~These organizations are'influenti‘al in the sportlmosaic

of Canada and their activities'have a significant effect on Canadian

sportspeople, -.:\ .

Nationa £ i jes; An

Although amateur sport governing bodies exist at the local, pro-
vincial, national and international l;\eels, this study deals only
with sport governing bodies at the national level, National spori:
governing bodies are single sport organizations and are, for the rndst
part, autonomous (Schrodt, 198l). In some cases, however, national
sport governing bodies are bound together into a federation. Each
national sport governing body has as its constitutional man;:'late the

development and control of a specific sport in Canada, for example

\‘-,;L



/ ' the Canadian Volleyball Association, and the Canadian Track and Field
Aésociation. There arekapproicimately 65 of these organizations at
the n‘a\tional level. , .
Maticnal sport‘goverpincj bodies ar'e’ iaredominantly ‘voluntary in
nature (Slack and Johnston, 1982) although they have \.;arying numbers
of 'prof;-zssiOnal staff in such positions as Executive Director, Tech-
nical Director, Program Co-ordinator and Fational Coach. ' Over half
of the naticnal sport governing .boc?.ies have offices for their staff
in the National Sport and Recreation Centre in Ottawg. Thie Centre
was created in 1970, not only to provide a central working place for
national sport governing bodies, but also to provide many supéort
services necessary ;for the operation of a sport association; for ex-
ample, a‘ graphics department, secretarial services, translation ser-
vice and audio visual productions. Most associations are financially
g ~dependent on the federal government, receiving from 60 to &0% of
| th?i-r_givenue frorr; federal funds. Some are now starting to subsidize
— J this. revenue Irom corporate sources.
I‘61~1<a\t£ona'.l sport governing bodies'possess a hierarchical auitiiority
striicture and generally the volunteer President is the head of the
, sociation. Varying amounts of authority and responsibility are
given to the professional staff. In some associations, the erployees
assume the traditional staff role of carrying ocut the plans and poli-

cies of the'Board of Directors., In g,t'ners, the employee has become

the President, Vice President or ,D’irgctor" General, thereby aSsuning

/n;o\rejauthority than the traditicnal staff role.\
o .
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Within each association, the officers form an Executive Committee

which, with the professional staff, is responsible for the operation
of the associatidﬁ: National sport governing bodies are deﬁocratic
organizations (Taylor, 1976) and input from the nembershlp is obtaln—'
ed through the Board of Directors which generally consists of the
Executive and a~representativéffrom each p:oqince and territory. As
in most demccratic organlzatlons,

-

An ambitious, actlve few are allowed to nake decisions A
for the remainder of the membership, and are not likely
to encounter much resistance unless their- decisions
drastically affect the personal welfare ofla nunbernof.
the members. (Bratton, 1970, p.ll)
The role of national sport governing bodies has been outlined as fol-
lows: -
. 1. To provide various levels of competition including
| competitions at the hational level; '
2. To hold the sanctioning rights as they relate to the
sports at the national and interhational levels;’
3. To establish rules and regulations to be adapted to the
international, national and provincial levels;
4. To provide coaching for teams under their jurisdiction

and to develop standards and certification programs for

coaches;



. 5. To provide national teams;
6. To provide technical develop'ment. programs for their
| sports on a hational basis;
7. To providé iq_fomatim and fund raising programs for
their sports on a national level;
8. To represent the sports and to communicate with the
federal government;
9. To provide administrative support systems at the national -
level; - | -
10. To re;;resent and‘ develep the sports at the nati_onal
level; . e
11. To provide officials.for national and international
competitions and to develop standards and certification
programs for officials. sGovérrmlent of Canada, 1979,
p.22) | |
Not only do bEGiBs exist in an environment which appears to be unsta-
ble but internal factors also create‘ instability witlr;in these organi- .
zations, Internally, there' is a large turnover of volunteers and
professional staff. Most volunteer spoft administrators enter these
organizations with enthusiasm, however, because of a heavy workload,
"there is a rapid ‘'burnout' rate which results in them serving an
average term of only two to three years" (Mitchelson, 1977, p.2). At

the National Executive level in particular, the requirements for
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knowledge and administrative expertise are great and volunteers may
not possess the necessary skills, Training programs for volunteer
sport administrators are minimal, and” in some cases the volunteers

may never poOssess the capabilities to accomplish the task (Greaves,

1976}. . A high turnover of professional staff reéults from mediocre

salariés , heavy work demands, lack of opportunity for advancement and
the sometimes frustrating experience of working with volunteer admin-
istrators,

| The environment of amateur sport has become more cong;lex and un-
certain in recent years, More external organizations than ever be-
’fore are having a strong i.rrp?ct on national sport governing bodies.
Federal government policies for sport may change as public pressure
mounts, as the economic climate changes or as the govermment as a
whole enters into agreements with other countries, Other large, mul-
ti-sport organizations such as the Canadian Olympic Association may
exert their influence on member sport governing bodies and funds or
prégfams may be introduced or curtailed (Pound, 1981). International
counterparts of sport governing bodies ‘may develop policies, change
location of events or initiate eligibility criteria which influence
the direction of national sport governing bodies. The external
forces acting on national sport governing bodies are grt‘aat and con-
siderable organizational stability and flexibilit'y is required to

meet the demands (Gowan, 1980, p.7).



As the calibre of the performance of Canadian athletes has in-
creased, so have the expectations of Canadians. The federal govern;
~ ment, the major funding source for ama.teur sport, stated cleariy that
its fundirg priorfty:wodld be in the pursuit of éxcellence in domes-
tic and’ international sport (Government of Canada, 1979). At the
_ same time, it called for a "modified federal presence" (p.7) in
sport. Pressure to be competitive in the international.arena, cou-
pled with a lack of resources has produced an environmen£ of consid-
erable uncertainty for national sport governing bodiés.(Government of
Canada, 1979).

Tﬁroughout the growth period in amateur sport, there have been
expressions that national sport governing bodies do not have the ad-
ministrative competence to handle the job which l:xas been given to
them, Even with Fhe development of the National Sport and Recreation
Centre and the provision of funds to hire full-time employees, an air
of skepticism-existed. The late Doug Gilbert commented as follows on
national sport governing bodies when he wrote in the Montreal
Gazette:

Sport'goverﬁing bodies have always been nickel and dime

operations in Canada with volunteer officials working

in their spare time in their basements. Now they have

money but those same men will probably never lose’ that

01d nickel and dime philosophy. (Dec. 1973, p.18)

Yet national sport goyerning bodieé have fought hard to retain cbn—

trol of amateur sport and to convince the federal government of their
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competence, .‘Ihe control of amateur sport has been a sensitive issue
and the federal government, in policy papers (c‘;overmnent of Canada,
1977), has been careful to assure amateur sporﬁ administrators that
it did not wish‘ to asssume control. 1In 1981, however, the federal
government began to make st;pnger statements a_bout the responsibil-
ities' of national sport governing bodies to account for public-
funds. Gerald Regan, 'then Minister Responsible for Fitness‘and Ama~
teur sSport, stated that "it is inper-ative that national sport drgani-
zations conduct their fiﬁancial and administrative affairs at the
highest professionz:l standard"” (Government of Canada, 1981, p.%),- and-
that the priority for funding consideration be given to those sports,
that "have a commitment to excellenge and who continually. demonstrate
technical, administrative and financial maturity" (1981, p.la) .

- Not only has the federal government placed higher competency de—
mands on national sport governing Ibodie's, but so have other organi-
zations such as the Canadian Olympic Association.. Richard Pound,
then President of the Canadian Olynpis Association, also expressed
his views that his' association's funds should go to those organiza—-
“tions which afe capable of producing a high quality product:

In my view, dividing the x’noney equally between the
sports makes any program so watered down as to be use-
less. i‘-‘erhaps we could apportion funds where they're
éoing to be used most effectively with little or noth-

ing going to sports where there will be little or no



return. -I WO;.lld be prepared to put the money where we

can use it most efficiently ;az‘iﬁ to reward the sports

which are performing, (19814,9.11)

National sport governing bodies are, t{heiefore} under pressure
from forces in their environment to perform more effectively. Re—
sources for amateur spor% becbming more scarce while the demands
for higher performance are increasing, '

" In the following chapter, a revi.ew of the literature on NSGBs is
conducted to determine what research is available to assist ahateur

sport administrators in understanding these organizations and their.

environment.,



CHAPTER TWO

REVIEW OF THE LITERATURE

The research on natjonal sport governing bodies has been conduct-
ed primarily under five topic areas and is therefore discusseé: Iunder
these areas: 1) models involving sport_governix;)g bodies, 2) typol-
ogies of sport governing bodies, 3) the volunteer in sport gcverning
bodies, 4) the effectiveness of sport governing bodies, and 5) histo-

ries of sport geverning bedies.

Sport Models Involving Sport Governing Bodies ]

Models have been deveioped to explain the structure and function-
ing of sport in Canada and several of theée include sport governing
bodies.

Pugliese and Conklin (1976) developed a Sport Involvement Model- Tk
for Canadjans, 7The model was divided into three segments: Canadian

culture, unstructured physical activity, and competition, and it in-
dicated not only the links between the segments but also the bérriers

that inhibited the growth and development, of each. Sport governing.

bodies were involved in the competitive segment of the model and as-

—_—

sumed varying amounts of responsibility -for participation at each

level (local, provincial and national). The barriers to participa-

tion were listed for each level, and sport associations were depicted
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as one group of agencies that could alleviate some of the barriers,
The model provided a framework for the .analysis of participation of
Canadians in sport.

Broom (1973), in comparing the structure and function of central
sports administration in Canada and England, suggested a mcdel for
sport in Canada. In this model, the federal government would estab-
lish and fund an independent central body which would be responsible
for furthering sport and _physical recreation in Canada. MNational
sport governing bod;:Les would be serviced by this central body and
would be represented on the Advisory Council to it by the Sport Fed-
eration of Canada. Although the concept of a central governing body
for sport in Canada, as suggested by Broom, has been considered, no
action has been taken because the major sport organizations in Canada
have not wished to relinquish any of their respective responsibili-

ties.

Creaves {1976), as part of another study, deve;loped a process for

organizational problem solving by sport governing bodies., The model

for the process ccnsisted of three stages: the pre-plan, planning

and inplementation, and -evaluation. 'I’hié model is useful for resolv-

ing specific problems. It was specifically directed at sport govern—
" ing bodies interested in implementing a sport develcpment policy.

The mﬁ;ggguf_swga_o;; (Taylor, 1976) provided an over-—
view of the existing system of sport in Canada, It outlined the lev-
els of organizational involvement and the various organizations 'par-—

ticipating st each level. .Agcording to Taylor (1976), the sport

i
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system breaks several basic rules and 1s, therefore, problematic.
There is n;\hlerarchy of command or control and any agency can com-
mmnicate with any other agency at any }evel. There is no upward
chain of command. Provincial affiliates often do not share the same
national perspective as the parent body; Provincial governnents have
no responsibility for programs initiated at the federal level., The
same pecple may appear in several associations or levels in key poéi—
tions -and finally, there is no overall system to the structure. "It
truly reflects our national patchwork of policies, geography,'region-.
alism and interestsﬁ (Taylor, 1976, p.3). Taylor went on to propose
a unified sports system which attempted to tie together, in an inte-
grated fashion, the parties in Canadian sport. With sport governing
bodies at the ceptre of the model, it describes five main areas of
responsibility in a national -plan, MNational sport governing bodies
would work together to carry out their reséective respensibilities,

In 1979, the federal goverrment proposed a policy paper entitled
Partners In the Pursujt of Excellence (1979) which built upon the
unificatio; of sport nndeli The "major shareholders" (p.2l) in this
model of a national plan for sport are the federal governmeﬁt, the'
hational sporé governing bodies, the national service and multi-sport
agencies and the provincial governments, 'The role of each of the
partners ‘was outlined in the paper. This paper, although tabled in
Parliament, was never discussed or made policy because of a federal

election and the ensuing change of governmi/§
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Education Groups, developed a model which was an adaptation of the
Getzels, Lipham and Campbell (1568) model for educational administra—

tion. It was a model of social be;havior consisting of four seg-
ments:  the- sport organization or group, the individual, the role
expectations of the organizational unit and . the personality
need—dispositions of the individual in the organizational unit,
These four components were seen to interact within the context of a
social system. Mitchelson's model primarily provided a framework
within ‘which the study of the behavior and expectations of the indji-
v_idual organization could take place,

The models described above indicate the role or the position zhat '
national sport governing bodies could assume in an overall plan for
sport. In none of the models, however, are national sport governing
bodiesh discussed as entities relating to their environment ‘in a dy-
namic way. '

ies o t nj odies

A review of the .liter_ature has revealed no typology for sport
governirng hodies, Researchers have attenpted .to, classify sport gov-
erning bodies on the basis of established organizaticral typolcgies.

Slack (197,9.) attempted to fit sport géverning boGies into _t‘he
Blau-Scott typology (1962). This typolotjy classifieé organizations

according to who benefits from the activities of .the' organizaticn-the



v

13

owners ©r managers (busin_ess concerns), all of the members (mutual
benefit assoc__iations), the clients beingl served (service organiza-
tions) or the public at large (commonweal organ.izations)‘.“ Slack con-
cluded that
it would be logical to suggest that voluntary associa-

tions and particularly sport associations would qualify

in the category of mutual-benefit "associations. In

some cases, the general public may benefit from the

efforts of'ishe sport asswiafim, however, 1t is prin-

cipally the menbership which is the prime benefici-"

ary. (1979, p.24) T

Etzioni's typology was used in a study by Williams and Jackson
(1981) to classify sport organizations. Etzioni (1564) had classif-
ied organizations on the basis of theié means of eliciting ,compliance
to‘work toward the association's goals. It refers to the relation-
ship of the individual with power and t:he subordinate or individual
who must comply. Different methods of eliciting.compliance result in
different forms of behavior and conmitment on the part of the subord-

inate, .

williams and Jackson (1981), using Etzioni's typology, studied
the. involvement of members of a provincial sport govemipg body in
British Columbia. They determined the behavioral and at-:titudinal

involvement of sixty-three members from four hierarchical levels of
! _ =
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the organizatjon based on hours spent per week in the sport. Organi- -

zationel effectiveness, following Etzicni (1964); was determined by
the congruence in the compliance relationship of the member and the
association, At the upper hierarchical levels, the compliance rela-
tionship was not congruent indicating tl‘u'at if organizational effect-
iveness were to be improved, attention must be focused on the menbers
at the lower hierarchical levels of the association. This study,
" through the use of Etzioni's typology, accounted for some of the dis-
satisfactié:n of lower participants in sport associations with their
parent provincial body.

Bratton (1970), as part of his study of national sv.mmmg and

volleyball executives, applied a part of the Gordon and Rabchuk

(1959} typology to sport governing' bodies. Gordon and Babchuk (1959) -

had classified voluntary organizations on the basis of their func-

tions. In this typologyp mstrumental organizations bave gcals which

lie out51de the organization and seek changes in a condition in soc1— :
ety which go beyond their immediate membership. Fxpressive organiza- -

tions "perform a function primarily for the individ}.ial porticipants -

“through activities confined and self-contained within the organiza-

tion itself” (1959, p.27). A minor hockey team could be czlled ah

expressive organization. An organization which combines ‘both types '

of functions is classified as instrumental-expressive. Brgtton

(1970) concluded that sport governing bcdies are instrumental-

expresswe organizetions because, although. adrmnlstrators view their -
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contributions as -instrumental, they are allowed to "engage in expres-
sive activities” (1970, p.168). FEeamish (1978) has classified NSGBs
as 'instrumental associations because of their orientation, their
stress on‘efficiency and their requifement for speciéiized skills for
participation.

Cther typologies for voluntary organizations fBooth, Babchuk and
Knox, 1968; Jaccby and Babchuk, 1963; Warringer and Prather, 1965)
have not been applied to sporf éoverning bodies,

e Volunteer i rt i jes

Several researchers have investigated the characteristics of vol-
unteers in sport governing bodies. Bratton (1970) studied dGemogra-~
phic and biographic data gathered on administrators within the Cana-
dian Vvolleyball Association_(CVA) and the Canadian Ameteur Swimming
Associatioq (CASA) at the national and provincial levels. He discov-
ered such characteristics for administrators as a mean age of 40.6
years for CASA and 29,5 for the CVA. Over €0% of CVA members and
47% of CASA members were in the middle socio—éconpmic class.

Pugliese and Taylor (1977) have provided a discussion of the role
of volunteers?in NSGBs vis a vis professionals. \Thgy pgedict a di-
minishing role for the volunteek and an expanding role for the pro-
fessional in NSGBs. _

Beamish (1978) studied the socio-economic and demographic charac—
teristics of a sample of the volunteer %gmihistrators of 22 asscci-
ations.z He found that most executive members were nmales with a

sccio—-economic status higher then the naticnal everage.

[



16

[

Gruneau and Follands '(1978). studied the characteristics of sport
executives over a 20 year period by taking samples from 1955, 1965
ard 1675. Their results were similar to Beamish's si:udy.in that ad- -
ministrators were found to be mostly' male, of high socio-economic
status, 30-50 years old and anglophone. '

_Selected characterlistics of volunteer sport admi-nistrators on

executives of provincial sport governing bcdies in Aiberta- were
investigated by. Slack (1979). He disccvered that m;)re rales than
females were involved and that the majority .were-rrarried and came
from the upper soccic-economic levels. The average length of time
they were involved in their sport was 15,5 years,
r Johnston and Slack (1982), in a study of 50 volunteers involved
in the administration of amateur sport organizations concluded that
volunteers are essential to amateur sport but that ‘they require
training in sport administration skills. In another paper (Slack and
Johnston, 1982), they outline a suggested approach for th’e curriculum .
of a sport administration certification program.

A recent study (Wiele, 1982) p'rovi_des a description of the volun-
teer leader in physical activity and sport. Accoréing to the restlts
of the study, volunteer leaders are between 30 and 50 years of age,
include both men and women and primarily have post-secondary educa-
tion. fThey consider their volunte‘(;r role as a third career and are
prepared to spend time and money upgrading thenselves for this activ-

ity. The basic purpose of the study was to prdvide information to be

\
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used in the development of a training prégram for velunteers in phy-
sical activity and sport, To date, a national training prog}:am for
volunteer administrators in amateur sport does not exist.

These studies have provided some insight into a segment of the
personnel involved in national sport governing bcdies ernd therefore
;naké a -usefu}' contribution to the general study of national sport
governing bodies. |
Effectiveness o o erning Bodies

Several sport researchers have mvestlgated the toplc of organiz-
ational ef/gfhveness in sport organlzatlons

Luschen (1978) studied-the orgenization and policies of National
Olympic Cmmittee§ in terms of. effectivenss, efficiency, rqspc_)ns;'.ne—
ness 'ana' fidelity. He used a goal zpproach measuring effectiveness
aslt':h'e- degree “of concern fcr established goals., It was found that
performaﬁce—oriented National Olynpic Committees plac;ed a high prior-
1ty on fidelity (ie. consmtency of association goals with the broad—
er goals of the s;oc:ety in which the association exists) followed
closely by effectivenss and efficiency.

Other studi:es have been Scne “ip which prbfessi_onal teams were
regarded "as sport organizations. Effectivene;s was measured by such
variables as goals scored and win-loss records‘. The effec't_% of fact-
ors such as -turnover rate, managerial successions and the replacement

process on organizationel effectiveness were measured (Theberge and

. I.oy, 1976 McPherson, 1976).
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No other studies have been found which relate sport governing
bodies and organizational effectiveness, Ajthough the word
"effectiveness” hés been used many times in articles relating to
sport governing bodies, it rarely has been operationalized or ﬁeaéur-
ed, Several authors have suggested how the effectivéness of sport
governing bodies could be improved and these are cited here as secon-
dary sources. Taylor (1976), ;Jackson (1978) and Campagnolo
(Government of Canada, 1979) espoused the consolidation of all major
-parties involved in amateur sport as a means of improving effective-
ness. Mitchelson et al (1977) stated that an improvement in the per-
sonal effectiveness of volunteer and professional sport administra-
tors would improve the organizational effectiveness of sport govern-
ing bodies. It has also been suggested that a more adequate planning
procedure wouid improve the process (Gréayes, 1976).

istory o Tt rni jes

The historiés of selected sport governing bodies have-provided
some knowledge about the origin and functioning of these organiza-
tions.

Greaves (1976) traced the sports develcpment policy of the Cana-
dian Amateur Swimming Association and concluded with a planning model
with which sport governing bodies could examine their problems and -
find solutions for future actions,

A history of the: Canadian Amateur Diving Association from 1966-~75
was written by Darling (1976). He examined six facets including the

development of the organization and its administration, the evolution
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of the philosophy regarding competitive programs and the influence of
the federal government prografns and pélicies. This study basically
'butl;ned significant occurrences in the history of this Association,

On the prcvincial‘level, Wasylynchuck (1975) outlined the devel-
_opmént of women's fiel‘d hdckey in Alberta from 1962-73. She traced
the formation of the local associations in Calgary and Edmonton as
well as the formation of -the Alberta Women's Field Hockey Association
in 1971. -

Schrodt, Redmond and Baka (1980) have compiled the most compre-
hensive lthonology of the events of .sports and naticnal :sport‘ organi-
zations in Canada. They list the significant occurrences in the his-
tory of 74 sports. . -

Redgnond (1981) in discussing the history of sport in Canada
states that: "The most significant develogneﬁt in Canadian‘ sport
since 1945 has been the phenomenal increase in sport associations”
(p.318)?:: In 1969 alone, 12 national sport organizations were form-
© ed: the Aquéi:ic Federation of Canada, the Bowling Federation of Ca-
nada, the Canadian Association of Sport Sciences, the Canadian Ama-
teur Boxing Association, the Canadian Amateur Wrestling Association,
the Canadian Gymmastics BAssociation, the Canadian Water Polo Associ-
ation, the Canadian Wheelchair Sports Association, the Canadian Wo-
men's Intercollegiate Athletic Union, Hockey Canada and the Kalev

Estienne Modern Gymnastics Association,
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Other authors (Bowie, 1970; Cosentino, 1970; Nurmberg, 1970) have
traced the history of specific sports in Canada buﬁ have not focused
on the sport associations. M .

The historical studies provide some understanding of the origins
and the development of specific NSGleand are therefore useful as
background information. ihey do not, however, examine the NSGBs in
‘ light of the impact of social, political and economic factors in the

Canadian sport environment,

Sumary

It appears that the review of the literature does not provide any
information specifically related to an understanding of either na-
ticnal sport governing bodies as organizations or the relationship of
national sport governing bodies and their enviromment. There is a
need to develop a model which will describe and analyze national
sport governing bodies and their environment and thereby assist ama-
teur sport administrators to carry out their management responsibili-

ties.

Purpose o tn

The purpose of this study ‘is to develop a model for national
sport'governing bodies (NSGBs) in Canada., The model will describe
and analyze components of NSGBs and their environmént and will pro-

vide a theoretical base or framework for future investigations of



be used to examine national sport governing bodies? -

2. What propositions can be deduced from the systems model to

describe elements of effective organizational behavior?'

-

3. Do NSGBs act in accordance with these propositions?

8
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CHAPTER THREE

METHODOLOGY

In order to gain .some understanding of I\EGBS; assistahce is
sought from the theory 'o.f other fields, This approéch is not new-
and, in fact, has been fecqrmended ‘by - sport management- researchers. :
Parkhouse and Ulrich (1979) state that "there is a need to a) develop
theory in sport management and, b) apply that theoret:‘lcal knowledge
which has been established in rel;';lted .disciplines to the sport set-,
ting" (p.59). o

‘Before outlining the specific steps of. the methodolégy.psed for
" this study, a theoretical ratiocnale for choosing to déve_l;; a rnode.:l
and for basing the model on selected components of systems _theory' is.

given, -t

Theoretical Ratjonale - Modgl M_ elopment
The Use oﬁl‘Mode]s
Models have been used _.successfﬁlly by re‘sea;rchers. to gain an un- PN

derstanding of complex phencmena, Easton (1979), for example, has
made a significant contributio_n to* the 'understanding of a political
system with his framework for political analysis, and the development
.of a model of political life as a behavioral- system. i{rrmegart and
Pilecki (1973) constructed a systa}s ;nodelsl- for use tlay school admin-

istrators. Other authors (Kast.and Rosenzweig, 1979; -Katz and Kahn,

a

22
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1978) have constructed more general models of organizations from a

systems perspective. BAs stated by Lippitt (1973), models are used to
clarify and simplify: |

Basically a model is a symbolic repfésentation of the

various aspects of a coamplex event or sitvation, and

their relationships_. A model is by nature a simpli-

fication and thus may not include all the variables,

It should include, however all those variables which

the model-builder considers imporant and, in this

sense, models serve as an aid to understanding the
!

event or the situation being studied. (p.2)

Types of Models

Mcdels have been classified in different ways by various auth-
ors,. They have .-been identified as graphic, pictorial, schematic,
mathematical, simulation, descriptive, explanatory, presc;iptive or
‘predictive (Lippitt, 1973). The most common categorizations are pre-
scriptive, analytical or descriptive (Galt and Smith, 1976).

Prescriptive models are decision-oriented and generally arise out
of thé need to resolve a problem or situation. They have also been
used ito “ant.icipate events and their consequences" (Lippett, 1973,
pP.35). A prescriptive model "permits a goal to be specified and a
sitvation, which in some way responds to that goal, to be selected"

(Modeling, 1975, P.7).
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Analytical models of a phenomenon provide a "means to dissect it
into it constituéﬁﬁ garts and to understand both the whole and its
parts gy relating them one to another" (Galt and Smith, 1976, p.92).
Once theé dissection has occurred, in order for the model to be mean-
ingful, vthe model builder must "narrow his or her viewpoint to a few
key relationships which are central to the process or problem under
consideration” (Galt and Smith, 1976, p.9%4).

Descriptive models provide the groundwork for further ;tudy.
They attempt to systematically record variables under consideration
and their interrelationships (de Groot, 1969). Often the descriptive
phase of investigations is eliminated leaving the researcher with
"untimely and immature hypothesis formation" (de Grooé, 1969, p.304).

The type of model selected for this study is classified as des-
criptive—analytical. It is a systems model limited to several com—
ponents derived from the literature.

Mode]l Building

Model building provides a means of simplifying complexities of
the world. Models of some complex phenomena enable the researcher to
investigate certain other factors which are relevant to the identif-
ied problem, "Model building refers to the process of putting to-
gether symbols according to certain rules to form a structure which
corresponds to a. real-world system under study"” (Lippitt, 1973,

p.30}., )



Various steps in the model bu:.ldmg process have been outlined by
different authors. Dubm (1976) utilizes a four step process., 'I’ne
first gtep involves the selection of elements or units which are of
interest. These units "constitute an arbltrary list selected by the
theorlst as being of particular interest to hlm" (1976, p.27). The
next step involves the determination of how t-_.he units are related and
results in the formation of laws of interaction. The model builder,
as a next step, must then specify the boundaries within which the
unit may act according to the laws of 'interaction. The system states
through which the model may move are then identified. These compon-
ents of the model may then be utilized tc; develop propositions or
truth statements. If the model is to be validated, the prdpositions
may be tested to see if they have any connection with the real world.

de Groot (1969) has also outlined a series of steps for model
building which he refers to as interpretive-theoretical research./
The steps outlined are similar to those of Dubin: exploration of the
data sources, identification and description of the existing condi-
tions and relationships, the classification of the elements being
studied iﬁto an unders}t;andable format and finally the explanations of
the relationships under investigation, There is less emphasis on the
establishment of a boundary within which the model is operable. de
Groot (1969) suggests more freedom in methodology than goes Dubin
especially with "o.riginal theory construction in a relatively unex-

plored area™ (1969, p.58). , Lippitt (1973) emphasizes the need to
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clearly identify and describe the key variables. The authors in
memmmm (1979) list the steps
in model building as defining the elements, explaining the critical
lmkages and identifying the uncertainties in the process.

Of partlcular interest for this study is the comment by Marx
" (1976) concerning the development of a model in one field and its
\ application to another field. He states that the stages must be sep~
arate, that is, the model must be developed from one fig.-ld first and
then the application made as a second step. |

eoretjca tionale t
stification o t C

The systems approach has provided the framework for analysis in
many fields: physical, biological and social. 1In the study of or-
gan1zat1ons, Talcott Parsons (1951) was a leader in its use, Prior
to the begmnlngs of the systems approach, organlzatlons had’ been
analyzed primarily according to their bureaucratic characteristics,

The systems approach is based on a conceptualization of the or-
ganization as an open system, a model of a social unit which is cap-
able of achieving a goal (BEtzioni, 1964, p.3). The emphasis in the
systems approach is not only on the goal but on the effectivé opera-
tion of the organization as a whc;le through the appraisal of the sys-
tem components and their relationship to the environment. Pennings

and Goodman (1977) describe the systems approach as one in which
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' organizations are seem as open systems having exchange

relationships with their envircnment and with Subsys-

'tems that rendér a contributior’ to the whole and to

v each other, show some degree of mterdependence and

dlsplay some structural arrangement that tunes them

into each other and to the env1romnent {r. 148)
The major strength of the systems approach lies in its erphams on
the relatlonshlp between the organlzatlon and its enviramnment, 1In
) recent years, researche;s (Kast and Rosenzwelg, 1979; Katz and Kahn,.
1978; -.Lawr,enc-e ano "Lorsc‘h,‘ 1967) have come to realize the importance.
of the environmé'nj: to the operation of the organization. Systems\
" theorists have 'ilncor_p'orated_ a conceptualization of organization-
enviromental relatioos ioEo the sytems framework for analysis, 'I‘hey"'/
state that complex human organlzatlons mst be viewed as open socml
systems because they do not exist in 1sola_tlon but are in constant
interaction with their envirorment.

Systems analysis enables the researcher to stuoy the organizatioﬁ
.'as a whole consisting of parts which work together to achieve the
goals of the organization. The system consists of subsystems and is
itself part.of & larger system or suprasystem (Ackoff, 1980, p.27).. |
The systems model is dynamic in that it has a built-in feedback

mechanism which directs the organization to adapt to changes in the

environment and thereby ensure its survival (Brown, 1966). Other
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" models such as the bureaucratic model. do' not possess this dynamic
component, | - ‘

From an understanding of organizations as syatems,- methods of
assessment may evolve. BAs stated by Immegart and Pilecki (1973) "one
of the greatest values of systems ,thwg.ht is Ehe 'potential for the

evaluation of any system" (p';47) .

The following discussion provides an overview of the major con-
cepts in systems theory. Thesg concepts form the basis for the .open
systems- model developed in a later chapter.

Many -dtefinitiohs of a system exist in the literatufe..‘ For pur-
poses of this study, the following widely accepted definition is
used:

A system is a set of corrponents interacting with éach c;ther . .

and a boundary’ which possésses the property of filtering

both the kind and the rate of flow of inputs to and from the
system. (Berrien, 1968, p.14) - ] -

Systems may be further defined in terms of open and closed char-
acteristics. A closed system is one which is‘self-cont.‘ai.ned and iso-
lated from other systems in its environment (von Bertalanffy, 1968).
Its bdundaries are not permeable to external influences, Because of

the lack of imputs from the environment, closed systems tend to be

unable to sustain themselves and move toward a state of entropy or’
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death (Kast and Rosenzweig, 1979, chapt.3). Open systems possess
boundaries which are permeable and therefore allow" the continuous
excharge "of matter and energy with their envirameﬁ£. Open systems
are able to renew tharsel\‘res, adapt to change and counteract. the en-
tropic tendency of closed systems (Ber;:_ien, 1968, p.16; Immegart and
Pilecki, 1973, chapt.2; von Bertalanffy, 1968). With re t to the
analyéis of organizations in this study, the term "system"As synony-
mous with the term "open system". |
- Several authors have tended to view systems on a continuum with
respect to open and closed characteristics and have introduced sucﬁ“ﬁ
terms as "quasi-closed" (Litterer, 1978, p.76) and "partially closed"
(Rast and Rosenzweig, 1979, p.448). Immegart and Pilecki (1973) fur-
- _ther- state that "all systems have subsystems which are definable en-
tities or systems in and of themselves, and ahy of these subsystems
can be relatively open or closed at any given time" (p.31). The pro-
perties of systems are generally discussed in two categofies: 1)
universal properties pertaining to all systems and 2) unique propert-
ies .pertaining only to open systems (Immegart and Pilecki, 1973,
chapt . 2) .I

All éygtems have a tendency toward entropy or a "state of random-
ness, disorder, inertia or ultimate death" (Immegart and Pilecki,
1973, p.34). Open systems, because of their feedback- mechanisms, are

more likely to continue to exist than closed systems.
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Open systems maintain themselves through fhe importation of mat-
ter, energy and information- as inbuts from the environment and their
exportation back into the environment as outputs (Schein, 1972,
p.107). Through this constant flow of inputs and outputs, sytems are
able to sustain themselves, Open systems possess a n\onitoring mech-
anism which provides feedback from the environment to the system with
respect to the.utilitﬂr Gf the outputs for the environment. Because
of the feedback, the system is able to continue to meet the needs of
' the env-i_romnent and to adjust when necessary to changing needs
‘(Berrien,. 1968, p.35).

All systems have -boundarieg which useparate them from their envi-
ronment and allow varying amounts of matter, energy and information
to pass through from the environment to the Syéten. It follows,
then, that all systems exist within an environment and, depending on
the permeability of the boundary, may be susceptible to considerable
influence from that environment. The more dependent an organization
is on its environment for resources, the more control the environment
has over the system (Thompson, 1967, chapt.6).

The discussion of inputs and outputs is closely related to that
of the boundaries., Necessary inputs enter the system across the
boundaries and are transformed into outputs by the processing sﬁbsys-—
tems. As well, uninvited inputs may enter the system across the
boundary and may prove to be disruptive to the production of the de-"

sired outputs.
. 7 \.‘-\‘
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E‘qu1f1na11ty -or the. ab:.llty to achieve the 'same ends through a
var:.ety of means = is _an J.rrportant systems cogcept (Ixrmegart and
P11eck1, 1973, p.42). It implies that systems need not be dependent
on a single source or type of input to achieve the desired output; in
other words "the system is not restrained by the simple cause and
effect relationship” (Kast and Rosenzweig, 1979, p.103). '

‘Inﬂopen systems ﬁheory, the relationship of the system to the
environment is considered to be oif particular significance and there-
fore dgéerves }?urther elaboration. Because an organization is not
directly influenced by, nor can it—respbnd to, all the forces in the
ehvironment, Dill (1%58) has delineated two envirémments of 5ysi-:ems
in whicp he differentiates between the general envircnment and the
task environment. The-task environment is defined as that part of
. the environment which is releva;mt‘ for goal setting and goal attain-
ment in the organization. The general envirdnment is the same for
" all orgdnizations of a given society; the task ehvi:oxﬁn;ent; is dif-
ferent fbr each organization, | )

Fmery and Trist (1965) have had consnierable influence on the
'fleld of organlzatlon theory wa.th their delmeatlon of the types or
mtausal ‘textures" oOf environments in which organlzatlons may find
thaéelves. They éescriﬁe_ four causal textures: placid randomized,
placid .clustered; disturbed reactive and turbulent field, with each
depending on the degree of ﬁncertainty in the environment. Organi-
za.tions are .finding Athemselves increasingly in turbglent environments

-



32

’(Tei'reberry, 1968) and are continually trying to reduce thé amount of
uncertainty that surrounds them,
The degree of uncertainty in the envi ronment can be reduced if
the organization is .able to gain access to information about it.
¢ Organizations tﬁerefore create positions for individuals whose func—’
tion it is to span the boundary of the organization and bring further
informational inputs from the environment into the organization
(Leifer and Delbecqg, 1978). Some of the uncer,téinty about the envi-

ronment is thereby reduced,

Sé] ection of the System gg;pgggn_t;‘s for the Model
Several approaches to the stu@y of organizations as systems tra-
ditionally exist, each emphasizing different parts of the total sys-
tem . .

Output analysis focuses on the products of a system. Once the
criteria for the desired outputs have‘been defined, then the process-
es and inputs neceséary to produce th.ose outputs are studied and a
model can be developed (Optner, 1968, p.l4). In this approach, the

. impact of the outputs on the environment of the system can be analyz-
ed (Immegart and Pilecki, 1973, P.46). ‘

Process models concentrate on an'analysis of that part of the
system which converts the inputs into outputs, often called the
transformation processes or processing subsystems. These models are

_often prescriptive in nature and "as a result of their gse in system

evaluation, can be used to predict outcomes, to hypothesize about

system action and to anticipate system deficiencies” (Immegart and
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Pilecki, 1973, p.85). This approach to organizational analysis has
proven difficult because of the number of interactions irrelevant to
system effectiveness which must be considered.

Systems theories of the whole (Immegart and Pilecki, 1973, 9.45)
are based on the concept of the system as a unit consisting of inter-
acting subsystemiq. In order to understand any part of the system,
the whole must first be understood. Because-of the magnitude of this
type of study, it has limited utility. The approach "does not reduce
ambiguity, does not minimize subjectivity and...tends to gloss over
many important and specific system characteristics" (Immegart, 1969,
p.169).

It has been recognized that the development of a complete model
of a system is toq large a project for a single study. McGrath,'
Nordine and Vaughanl (1973) have stated: )

In concept, conduct of a "complete" Systen; research investi-

gation requires specification of all relevant system, sSystem

performance and envirormental variables; determination of

the existence, degree and form of relationships among them,

and utilization 6f thath\ti.nformation to construct a syétem

which is optimgl with respect to objectives. In practice,

conduct -of a complete system research investigation, even

for a relatively simple system, is usually not feasible

within the confines of a single study. Characteristically a
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given research study has a more limited objective and em-

phasizes certain portions of the overall system research

process. (p.76)
The system components included in the model developed for this study
" are the environment, the boundary and boundary spénners, ’che. inputs,
and the outputs, These four components have been selected because
they are all -_interrelated"and all, in some way, help to define the
organization's relationship to and -existence, in its envix:'omnent.
Many researchers point out the importance of understanding the rela-
tionship of tﬂe environment -and the organization (Cameron, 1980; Kast
and Rﬁ;:senzweig, 1979; Katz and Kahn, 1978; Schein, 1972) .. If the
behavior of the organization is to be ‘unéerstood, the relationship of
the organization to the environment must first be understood.
Summary

The theoretical rationale for ‘the development of a model provides

the basis for the deté&ljs of the methodology which follow.

.

Procedural Steps

The study has been divided into five distinct sections as follows:.
1. Through deduction from the literature, develcpment of a systms
model and accompanying propositions for organizations.

9. Search for support for the systems model as applied to NSGBs,
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Through deduction from thé sport-related data, development of a
model and propositions for NSGBs based on the systems model. ‘
Analysis of sport-related data to determine how closely the be-

havior of NSGBs matches that described m the propbsitions.

Recommendations for NSGBs,

Each section is described in further detail below.

1. Development of the systems model for organizations

a)

b)

This section consists of the followiﬁg_ steps:

Development of‘ definitj ons for each of the components of the
model,

Based on a review of the definitions presented in the literature,

definitions for éach of the selected system components are devel-

t of pr itjions conc i ctivites o ch o

the components_of the model,

A review of literature for each of the selected system components
is presented. From the literature, propositions are deduced con-

cerning the activities and interactions of each of the selected

Based on (the definitions and propositions deduced from systems

research, a 1 for organizations based on systems theory is

.developed. The model consists of definitions of the'fou_r compon-—

ents, propositions concerning their activities and interactions,
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and finally a graphic model representing the components and their

activities,
2. Bearch for support of the systems model as -applijed .to NSGBS,

The purpose of this section is to determine if the information in
the sport-related data supports the use of the systems model as a
- model for NSGBs, Documents from a sample of NSGBs and other sources
are examined for evidence of similarities in behavior to that pres-
cribe:il in the systems model. The selection of the sample and the
data soufces are now discusséd.
a) e of Natio ort Governij i .
Although no formal typolegies of NSGBs exist, NSGBs can be group~
" ed in rnany-v.;ays._ To name just a few considered in this study, they
nﬁy be classified -a) by sport (individual or team, 1aﬁd or water
etc.) b) by ée_ason (summer or winter) c¢) by competition (Olympic oz;
fion-Olympic) d) by Mational Office (in the National Sport and Recre-
ation Centre or ng.at') é) ‘b'y budget (proportiocn of government t@
non-government funds) and f) by sex of members (male and/or female).
Because the model for .this study is based on the organizational
) aspects of NSGBs, a grouping of NSGBs was soﬁght based on st‘ructure,
functiori ,and_ goals. Because the population and therefore the sample:-
- size is relatively small, a fa;lgly hemogeneous groupinc_; of NSGBs was

sought'in order for the sample to be representative of the;po_pulation

(Labovitz and Ladedorn, 1976). In order to further ensure, represent—

S : = N
" ativeness, the sample is large in proportion to the population size

' (41%) and is selected randomly (Goode and Hatt, 1952).

»

|
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The population consists of single-sport NSGBs which are members

of the Canadian Olympic Association and have bead offices in the

National Sport and Recreation Centre. Since these NSGBs are members

of the Canadian Olyn;;ic Association and have national teams compet-

" ing in the Olympic and/or Pan American Games, their goals and orient-

ation are similar. Because they have head offices in_ the National
Sport and Recreation Centre, they have at least one professional
staff member, one -s;ecretary and various other administrative services
at their diéibosal. The totél population consists of 37 NSGBs.

From the pgpulation, a sample consisting of 15 NSGBs was select-
ed, 'I'nhe' pames. of all 37 NSGBs were placed in a container and 15 were
selected at random without replacement. Each of the NSGBs remaining

in the container after each draw had an equal probability of being

' selecfed; the sample is therefore considered to be random (Ferguson,

1566) .
The sample consists of

The Cahadian Amatet.ir Basketball Association
The Canadian Amateur Boxing Association

- The Canadian Bmateur Speed Skating Association

The Canadian Amateur Synchronized Swimming Association
The Canadian Amateur Wrestling Association
The Canadian Cycling Association

The Canadian Fencing Association

The Canadian Figure Skating Association

The Canadian Socccer Association

The Canadian Team Handball Federaticn

The Canadian Track and Field Association

The Canadian-Volleyball Association

The Canadian Women's Field Hockey Association
The Canadian Yachting Association

The Federation of Canadian Archers



b) Data Sou;ces.

The following were identified as data sources _fo; the gathering
of the sport-related fnfornation about the selected safrple.
From NSGBs (1980, 1981, 1982)

i) Minutes of Executive, Board, General and Committee meetings

ii) Constitutions and Bylaws

iii) Reports presente:?x by NSGBs' officials to meetiﬁgs .

iv) ‘Promotional and information brochures produced by NSGBs
Fr e t-related ces

i) Government of Canada policy papers

ii) Reports and papers from major multi-sport organizations

iii) Research presented at conferences and workshops

iv) Research published in recognized jourhals
The sport related documents are analyzed for examples of the applica-
bility ‘to the propositions —identified. ‘I\BGBS are examined to deter—
mine if they can be described in terms of system components and spe-
cific examples are also cited which illustrate the congruence of the
systems model and the behavior found in NSGBs.
3. to d itions fo on

the systems model.

Using the systems model for organizations as a base, a descrip—
tive-analytical model for NSGBs is developed through deéuction from
the sport-related data. | J

=
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The sport-related data is examined and analyzéa for examples of
behavior which relate to that described in the propositions.-
5. Reconmendations for NS@s
Based on discrepencies between the actual behavior of NSGBs as
depicted in the sport-related data and that described by the propos-

itions, recommendations are made for MS@Bs.

Each of the procedural steps is now discussed in a separate.

chapter,

~



CHAPTER FOUR
THE SYSTEMS MCDEL FOR ORGANIZATIONS

The first step in "the develcpment of a descriptive-analytical
model for NSGBs is the development o.f a systems model for organiza-
tions based on systems theory. 'n;e model consists of definitions and
propositions for each of the selectgd cqrponenté {envircnment, bound-
aries and boundary spanners, inputs, and outputs) deduced from the
literature. A grapl—lic surmary of the components and their inter-

action is also included.

The Environment
D t o e Definjtion |
Systems exist in an environment and are separated from that envis
ronment by a boundary.

" There is a general agreement ‘in the literature that certain parts .
of the environment are more relevant to a system than other parts.
Dill- (1958) and Thompson (1967, p.27) divide the environment into two
categoriés. First, the general environment is the total environment
outside of the boundary of the system; and second, the task environ-
ment is that part of the total enviromment which relates directly to

goal setting and goal accomplishment of the system, - Easton (1979,

p.71) in his analysis of a political system, has divided the environ—
ment into two parts 1) the intrasocietal part and 2) the extrascciet-

al part. The intrasocietal part of the environment is "that part Of =
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the social and physical enviromment that lies outside the boundaries
of a political system and yet within the same society” (p.71). The
extraéocietal part of the environment is that part which 1lies
"outside the society of which the political system itself is a sub-
zsyéteﬁ; yet it may have important consequences for the persistence or
change of a political system" (1979, p.73). Osborn and Hunt (1974)
divide ‘the environment into three sections: 1) the
' macro—environnént, 2) the aggrégation environment and 5} the task '
environment following the distinctions made by pill (1958) .

Other authors have used different terminology to indicate that
some components of the environment are more important than others to
a system. Immegart and Pilecki (1973, p.36) discuss proximal and
distal components. Zeigler (1975, chapt.24) refers to the compon-
ents as immediate and geﬁeral.

Many terms are used éo describe the composition of the environ-
ment. It has beed-depicted as consisting of elements (Dill, 1958),
sectors  (Jurkovich, 1974), other systems (Kiir, 1964, Schein, 1972,
chapt.6) and interactions (Easton,1979, p.27). It would appear, from
-thé }iterature'reviewed, that the environment_is most often described
as Esnsiéting of other systems outside the boundary of the system in
"questiqn. Evan (1976, p.122), has developed a useful terminology in
referring to the systém in queéEion as the "focal organization" and
systems in the environment which are relevant to tasks of the focal

organizations as the "organizatiocn set".



<,/ 42

Definition: -
From the review of literature above, the following déﬁinition was

deduced for the purposes 6f this study: |
The enviromnment of organizations may be divided into .
two components. The general environment consists of-
' everything which falls outside the boundary of the or-
ganization, 'The task environment consists of those
systems in the general envircnment which are potentiai—

ly relevant for ‘goal setting and goal attainment.
(Dill, 1958, Thompson, 1967).

- ~

Unless otherwise indicated in this study, the term environment

refers to the task environment.

t P sitions: iew ©
The literature concerning organizational envircnments seems to
fall under two headinés: organization/environment relationships, and
environment complexity. The literature will be discussed under those
two headings: ‘
1) Organization/Pnvironment Relationships
Organizations, as open systems, exist within an environment and
are dependént on an exchange of inputs and outputs with the environ-

. ment for their survival (Ratz and Kahn, 1978, p.15).
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There is general agreement in' the literature that the environment -
may ihfluence the organization and that the organization may, in
turn, influence the enviromment (Bonis, 1980, p.163; Easton, 197‘9,'
p.132; Baas and Drabek, 1973). The environment may act upon the or-
ganization to change its structure and processes (Osborn and Hunt,
1974). and/or its goals (Meyer, 1977). The impact that the environ- °
ment has on the organization is ;:'elated to the uncertainty in the
environment and the d’eg::ee of dependency of the organizaticn on the
environment feor inputs: (Thompson, 1967, chapt.2)., The organization
is able to redu'ce‘the power of the envirohment over it by reducing
* the envircnmental unc'ertainty and its dependency on certain elements
of the enviromnt for resources.

2) Environmental Complexity

Organizational environments mag be classified on a continuum from
simple to complex (Kast and .Rosenzw\e?g, 1979, chapt.6). "Most authors
would agree that the more conple:{ an environment is, the more turbu-
lent and uncertain it becomes. As Terreberry (1968) explains "the
accelerating rate and complexity of interactive effects &&ed the
component system's capa;:ities for 'prediction and, hence, control of
the consequences of their actions" (p.593).

Many authors agree, that the environment of most organizations is_
. becoming more complex and uncertain and is producing an increasirg
number of threats and opportunities (Emery and Trist, 1965; Mukhi,

1981; Terreberry, 1968). Terreberry (1968), when describ.ing the



44

evolution of environments from simple to complex, states that "the
evolution of environmments is characterized by an increase in the
ratio of externally induced change over internally induced change in
a system's transacticnal interdependencies" (p.599). Osborn and Hunt
(1974) describe the variables relating to complexity in an environ-
“ment as risk, dependency and interorganizational interaction. Duncan
(1972) lists three components of perceived envifonmental uncertainty: .
i) lack of information about relevant factors that impact a
decision
ii} lack of knowledge aboit organizational decisicns ‘

iii) lack of ability to assign probabilities to the distribution
of envirommental impacts upon the success of an organiza-—
tional decision.

As the environment becomes more uncertain, the organization makes
changes t¢ its structure and pfocesses in order to survive, The more
uncertain the environment becomes, the greater must be the internal
changes to maintain or increase efficiency.

Easton (1979, Chapt. 8) recommends three mechanisms for coping
with the environment,

i)  The system seeks to change the environment so that the
exchanges between itself and the environment are no longer
stressful;

ii) 1he system may insulate itself from further environmental

disturbances;
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iii) Meri?ef_é‘lof y e s&stems-r{ay 'tr'au"lsform- their own rela'tionghip
fundarrenta:l.;{}d-md\i‘fy their own goais and pr::icticés js_d as
t6 improve their chances of handling inputs from the envi-

ronment.

Similarly, Schein (1972, p.120) has identified a six stage adap~
tive coping cycle which organizations may follow in order to deal
with environmental cmple:cii:y; This cycle has been used to analyze

breakdowns in an organization's coping mechanism.

.

Propositions: ~The Envi ronment
‘From the previous re;viewiof liierature, the following proposi-

tions are‘aeducéq:, 5 ) . .

1. Organizatioz;s‘seek to reduce the &'e:gree of environmental. ﬁncer—
tainty by gaining knowledge .about their enviromment (Schein, -
1972). | '

2. Organizations possessincj-knowledgé <;f their environmment are in a
position‘ to exert some iﬁfluence over that environment (Bonis,
1980; Easton, 1979).

3 Organizations make internal changes to their .structure and‘pllro—
cesses “to enable them to deal with a complex and uncertain envi-'

-

ronment (Easton, 1979; Schein, 1972). .
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The discussion of the boundary‘of a system that'follows is divid-
ed into two parts 1) the boundary and 2) those parts of the boundary
which act as llnks between the organization and the environment com-
'nonly called boundary spanners (Leifer and Delbecq, 1978) .

Deve t o injtion; l a *

There appears to be controversy in the literature as to whether
the-boundary of system can be clearly demarcated and defined. Scme
authors believe thaﬁ\rhe boundary of a system is not fixed but is
flexible and changeable depending on the function and activities of
the system .at that time (Buckley, 1967, p.34; Immegart and P11eck1,
1973, p.35; Kast and Rosenzweig, 1979, p.127). Starbuck (1976)
states that the boundary is.not a solid demarcation but rather a con-
tinuum which indicates nearness or distance from the organizational
core. Schein (1972, p.110) attributes the difficulties in identify-
ing a clear boundary to the many links which exist between the organ-
ization and the envircnment,

Cther authors (Dill, 1958; Emery and Trist, 1965; Terreberry,
1968) imply, that an organization can be clearly identified from its
environment, Leifer and Delbecq (1978) state that a boundary is "the
demarcation i£52+5r region between one system and another" (p.41).
It would appear that in order to study a particular system, a bound-
ary must either befzgegzzgled,Q;_establlshed by the researcher (Baas

and Drabek, 1973; Starbuck, 1976). As stated by Immegart and Pilecki



(1973) ,‘ for "any system that lacks finite boundaries, mere definition
and comprehension are difficuit” (p.35). For purposes of this study,
the position is taken that a boundary can be identified.

‘ The definition of a boundary selected for this ‘study is a func-
tional one. There is general agreement in ‘the 1iterature that -a
function of.the boundary is to hold together the parts of a system
(Immegart and Pilecki,1973, p.35). The boundary also protects the
system from influences in the environment, regulates the flow of in-
puts and outputs between i:he system and the environment, and sepa-
rates those components inclué:e\d in tﬁe system from éhoée in its envi-.
ronment (Leifer and Delbecq, 1978; Miller, 1955).

Definjtjon; Boundary

For purposes of this study, the following definition of a bound-
ary, based primarily on the writings of Leifer and Delbecg (1978},
Miller (1955) and Optner (1968, p.17), is used:

The boundary of a system is defined as that which sepa-

rates those elements belonging to~the system from other

elements in the environment., It protects elements mak-

- ing up the system from environmental stress and requ-

lates the flow of information, materials and pe.-:sonnel.u

< tem's -

Based on the above definition, the boundary of a éystem uéy be

determined by identifying those factors which separate the elements -

in the system from those cutside.

- %
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" Within the definition of open systems,.there is an understanding
that the boundary has a dgnge of‘l‘aemeability. This permeability
determines the degree to which the organié'ation ié dpen_to influences
from its environment (Katz and Kahri, 1978, p.24). The degree of per-
meability of the’ boundary may either be under the control of the or-
ganization or at times may be 'influenced,by factors not "directly un-
der its control. 1In order to increase its control ovér the amount of
exchange between the environment and the organization, the brganiza—
tion may appoint or recognize individuals responsible for influencing
the permeability of the boundary (Leifer and Delbecq, 1978).

Within the literature, these individuals have different names but
serve basically .the same function, The individuals which act between
the organizatiop and the environment have been called linking pins
(Schein, 1972, p.110), boundary séanners (Leifer and Delbecq, 1978;
Thompson, 1967, p.66), gxchange_elemen}:s (Levine and white, 196l) and
boundary personnel (Evan 1976). The term boundary spanner is used in
this study because it most clearly reflects the function of this com-
ponent:, |

The main function of boundary spanners is to gain information‘
from the environment and’ bring it into the system. Information may
be related to environmental trends which affect the overall strategic
direction of the system, tl}e relationship of the system to other sim—

ilar, and possibly competing systems in the environment, or feedback
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on the operations of the system from the perspective of the task en-

vironment (Brown, ,1966)‘:‘ JI‘hroggH the acquisition of .information,

environmental uncer{:ainty “is reduced '(Kast and Rosenzweig, 1979,

p.138).

Definitions S _
For the‘p.lrposels of this study, the follqwing definition of
boundary spanners has been adopted.
Boundary spanners are persons who operate at the peri-
phery or boundary of an organization, performing organ- '
izational relevant tasks, relating the organization

. with the elements outside it. (Leifer and Delbecqg,

1978, p.40}

Development of the Proposj tions; Revi gg- of Literature
. 'Boundaries possess varying degrees of permeability. The more
open -a system, that is, the more it depends on an exchange of inputs
‘and outputs with its environment for its survival, the more permeable
will i:e its boundaries (Brown, 1966; Kast and Rogenéweig, 1979,
p.128) . -

Organizations whose boundaries are permeable to selected inputs
open themselves to unexpected inputs especially under conditions of
environmental uncertainty. They, therefore, attempt to gain know-

ledge about the environment to reduce its uncertainty and therefore
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control both thé number of unexpected inputs and their impact on the
., ‘ - . ’ <

organization (Brown, 1966; Leifer -and Delbecq, 1978). Boundaries are
therefore more permeable under conditions of environmental uncertain-

—ty_

Organizations may designate units-or individuals whose function
it is to gather information about the environment thrw;;h a series of
Mdaw spanning acti\;ities (Leifer and i:)e]becq, 1978). These ac-
tivities or "pianned transactions” u}Lawrence and Lorsch, 1969, p.3)
are deliberate séraitegiés adopted by the organization and exist. not
only to-gather infomatic.)‘n about the generation of resources but also
work to maintain the quality oﬁ? the ocrganization—environment rela-
tionship. . . ‘

The degree of formalization ef these units varies fronl organiza-~
tion to lorgapization. The units may be very formal, specialized by
task, function, geography etc. (Lawrence and Lorsch, 1969, Chapt.l)
or may be informal with onlgg one or two individuals carrying out all
the boundary spanning activities. Boundary spanning does occur on an
informal "basis if specifi;: units are not designated. It is less
effective under these conditiL?rfs because the activity takes place on
an' irreqular basis and at the‘a‘mcretion of the unit er individual,
Boundary spannlng activities therefore vary to the extent tﬁat bound--
ary spanning is a strpctured a_ctivity of the organization (Leifer and

Delbecq, 1978). - -



51

Boundary spanners function to gather information ;about thé envi-
rorment “and r'educe it to. a foh_n where it is relevant for the deci-
-s-ibn—mak‘ers w:.thm the organizatibn Infonnat:.on gathered by the
.boundary ,spanners - should be relevant to the accmpllshment of the
. 'assoc:.at;on s goals. ' l ‘ i .

3 o . . ) -
- ' .

s

1

Proposition: PBoundarjes and Boundary Spanners |
The following proposittion is dediced from the previous review of

literature:

'ihe greater the degree of environmental uncertainty,

the greater the nééd lfor formalized boundary spannmg

activities (Leifer and Delbecq, 1978). .. |
tEo inition: 1In ts- /

There is general agreement in .the literature that an input is
anything that entr-_;rs ‘a system from the environment and is in some way
acted upon by the system's subsystem to produce an output (Easton,
1979, 5.109; Immegart and Pilecki, 1973,p.39).

The method for ::lassification ;mets however varies among
authors., Katz and Kahn (1978,p.40) have distinguished between two
classes of inputs; 1) ‘production inputs which are processed to yield
a productive output; aﬁd 2) mainteinancez_ -inputs which sustain the sys-

tem. . - -

Irrmegart and Pidecki (1973, P. 77) also 1dent1fy two classes of
inputs: operator inputs are those wh:.ch do the processing in a sys-

tem ‘and operand inputs are those which are processed to become the
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output, Berrien (1968) has'taken.a‘t somewhat different approach by
identifying signal and maintenance inputs, Maintemance inputs are
those which keep the system going and signal inputs are those which
bring information from the environment to the system signaling the
system to behave in ways beyond maintenance. ’

From the literature cited above, three- types of inpuﬁs emerges"
1) those which signal the system to behave in a certain way beyond
maintenance, 2) those which maintain the 'system and 3) those which
are converted into outputs by the processing subsystems. These three
types of inputs. are included in the definition deyéloped for this

study,

Definjtion; Inputs
For purposes of this étudy, based on deduction from the review of
literature, inputs are defined as follows:
Inputé are everything that enter a system (energy,
materials, informaticn) from the environment. They
either signal the system to behave in a certain way,

maintain the system or are converted into outputs by

the processing subsystems, . .

e t of the P itions; jew O iterat
Thére is general agreement in the literature that systems are

dependent on inputs from the environment for survival (Berrien, 1968,
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P.27; Hansen, 1976; Katz and Kahn, 1978). The inputs from the envi-
ronment are either used in production or maintenance or serve ﬁo
alert the system of events in the environment which may affect its
éoal .attainment (Berrien, 1968, .p.25; Katz and Kahn, 1978, p.40).
- Systems are therefore de;;eh'dent on elements of the enviromment for
inputs. The degree of dependéncy of the System. on a particular ele-
ment in the environment is directly related to the resources supplied
to the system by that element and inversély related to the ability of
other elanents;- in the environment to supply those resources
(Thompsen, 1967, p.30).
| Systems demonstrate a degree of selectivity toward inputs
(Berrien, 196-BT P.2); Hansen, 1976). According to Katz and Kahn
(1978, p.65), systems possess a mechanism called coding which enables
them to.transform the many and varied influences in the environment
Ainto meaningful categories related to the system's goals attainment,
* The quality of the inputs taken into the system has a definite effect
on the quality of the outputs. As stated by Immegart and Pilecki
(1973):

Since the system input and output are directly E;nd

causally related, the best way to optimize output and

improve the existence of the system is through careful

monitoring of the quality and use of input. (p.87)
E ck _

Feedback is a particular form of input and therefore requires

special attention, It is "one of the central and most important
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concepts in general systems theory" (Berrien, 1968, p.34). It can be
classified as a signal input which provides information to the system
from the environment about the receptivity of the enviromment to the
system outputs (Berrien, 1968, p.26). Feedback can also arise from
within the system providing information about the functioning of the
system and the relationship of its parts, IE generally means "that
some portion of output is returned to the input side and reproceséed
through the system™ (Berrien, 1968, p.46). .

It is' implied that in order for feedback to occur, there must be
a specific subsystem which is able to compare output against a cri-
terion (Optner, 1968). The subsystem then feeds the infc-armation back
into the system and the system acts accordingly (Ratz and Kahn, 1978,
P.26). It has been shown that feedback to systems may be irrelevant
or inadequate according to the established output criteria. Systems
must develop mechanisms which will "account for relevant feedback,
which would have the capability of interrupting the cycle of irrele-

vancy" (BHansen, 1976, p.18).

Propositions:; Input

From the previous review of literature, the following proposi-
tions are deduced about input:
1. The degree of depenéence of an organization on gome element in

its task environment is directly proportional to the organiza-

tion's need for resources or inputs. supplied by that element

{Thompson, 1967).
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2. ' The: lity of the output of an organization is directly relag
to the’quality of the input (Immegart and Pilecki, 1973).
3. In order to survive, organizations must obtain, as an input, re-
levant' feedback from their task environment (Hansen, 1976;

qerrien, 1968y, =

D t o‘ e 'h't'on- ts

Outputs arl‘e generally defined in the literature as the results of
the activities of the system ot the cutcomes of the actions of the
processing subsystems on the inputs (Immegart and Pilecki, 1973,
P.39; Easton, 1979, p.109). The outputs are discharged into the en-
vironment and may or may not be useful to the suprasystem (Berrien,
1968, p.27). Regardless of their utility, the outputs of one system
.become the inputs of another (Easton, 1979, p.109; Optner, 1968,
p.l15).

Although there is general agreanent'in the literature that out- |
pufs are nulti-aimensional, the dimensions wvary from one author to
another. Berrien (1968, p.27) classifies outputs as enefgies, pro—
ducts, services and infomatioﬁ. " Irmegart and Pilecki (1973, -p.Z-L02)
identify outputs as productivity, affectivity and feedback. Scheiﬁ
(1972, p.18) simplifies outputs into two catagories 1) products and
2) services. &ince it is the purpose of this study to devise a model
which is simplified and easily understood, Schein's clagsification of

outputs as products and services is used.

CE
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Definition:

From the preceding review of literature, the following definition
of outputs is deduced for this study.

Qutputs are those products and services which resultk

from systems activit;v and are transmitted across the

boundary of the system into the envirorﬁ';\ent.

t C jtions: Rei jteratur

It is generally agreed that systems act upon their inputs tc; pro-
duce outputs which pass across the boundary cf the syst@t into the
environment. Systems produce outputs which "are useful and those
which are useless to the environment (Berrién, 1968, p.27). In order
for a system to survive and to receive inputs from the environment,
it must produce outputs which are acceptable to the environment
(Berrien, 1968, p.28). If the outputs are not acceptable, the envi-
rorment may operate in such a way that the system is destroyed
(Berrien, 1968, p.29). It must be assumed, however, that all'sys‘;ans
are capable of producing outputs which are useless to the suprasystem
or environment as well as ohtputs which are useful. When the number
of useless products exceeds the number of useful products, the system
may disintegrate (Berrien, 1968, p.29).

Systems receive. information concerning the acceptability of their

" outputs by means of feedback from the ..environmest (Berrien, 1968,'
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p.33; Immegart and Pilecki, 1973, p.55). Feedback is the major mech-
anism which enables systems to continue to survive and to provide
useful products and services for their environment, Systems dannot
assume that all feédback is relevant and therefore must set; criteria
for system performance so that concordance exists (Hansen, 1976).
Immegart and Pilecki (1973, p.106), in the development of an out-
put analysis framework, list a series of assumptions concerning 01.;t—
puts, some of which are relevant for this discussion., They state
that organizatibnal output is multi-diminsional, that some degree of
all dimensions of ocutputs must beApresent if the organization is to
survive, that organizations must consciously work to increase all
aspects of output, and that the maximization of any one aspect of

output may be at the expense of another aspect unless resources are

unlimited.
- Propositjon; Outputs

From the above review, the following proposition is deduced.
In order for an organization to survive, it must produce cutputs
which are useful to its enviromment (Berrien, 1968).

Iic

From the theoretical framework previously discussed and the def-
initions and propositions developed from the literature, a graphic

systems model for organizations is created (See Figure 1). The model
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is explained by the definitions and propositions previcusly deduced
from the literature,

The model reflects the relationship between the organization and
the environment through the illustration of the four systems compon~
ents 1) the inputs, 2) the outputs, 3) the boundary and 4) the envi-
. ronment.  The L;rocessing subsystem component is labelled but not
dealt with in any detail.

Explanatjon of the Graphic Model

A description follows of each of the system components as de-
picted in the graphic model of the organization.
1) Ihe Environment .

The environment of the organization consists of the general
environment and the task environment, The general environment
does not act directly on the organization but does influence ‘the
.task environment as indicated by the arrows from the general
environment. The task environment, or that part of the environ-
fnent related to goal setting and goal accomplishment is in direct
contact with the boundary of the organization and acts upon it.
the double-headed arrows indicate that the organization ié also
able to exert an influence on th;: task environment,

2) [The Boundary .

The boundary surrounds the orgénizatim and protects it to
some degree from enviromtental influences., = The boundary is per-—

meable to inputs which enter the organization and outputs which
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leave it. Depending on certain conditions both in the environ-

-ment and the organization, the boundary may be permeable to unan-

ticipated influences from the environment.

e ers

The boundary spanners are depicted as. existing féx:\the most

f‘\ ,
part inside the boundary of the organization but also having “an

attachment in the task environment. The arrows indicate a flow
of information from the enviromnent'into the organization anc'i‘
from the o;ganization into the environmeqt.

The Inputs

~
The inputs enter the organization from the task environ-

ment. They are imported L;cross the boundary and are acted upon.

by the processing subsystems, The arrows entering the input
block illustrate apdj s:.ty of input sources in the environment.

Feedback enables the syStem to be dynamic in that the organ-

ization will adapt its inputs and processes in reaction to rele-

vant feedback from the environment.
The OQutputs

The cutputs are exported from the organization across the
system boundary to the “enviromment. They are a direct result of
the activities of the processing subsystems. Outputs are utiliz-
ed by various elements in the environment as indicated by the two

arl.'OWS. ’ -~

ol VR
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The functioning of the medel is further explained by r-efer-a

ence to the definitions and propositions previously developed.



CHAPTER FIVE

THE DEVELOFMENT OF A MODEL FOR NATIONAL SPORT GOVERNING BODIES

In Chapter Four, a systems model for organizations was developed
utilizing four System components: 1) the enviromment, 2) the bound-
ary, 3) the inputs and 4) the outputs. The ‘moqel consisted ofbdefin—-
itions and propositions for each of the selected system c&riéonents
and a graphic representation summarizing their interaction.

In Chapter Five, the systems model for organizations is examined
for appropri;teness for national sport governing bodies through ref-
erence to sport-related information gained from documents of 15 NSGBs

and er related materials,

A descpiption of each of the components of the systems model for
organizati as found in NSGBS is given first. This description of
the components  provides the descriptive element of the
descriptive-analytical model for NSGBs.

The sport data sources are then examined for examples of the ap-
plicability of the propositions developed for the components of the

systems model for organizations.

Descriptjon
The systems model defines the task environment as consisting of
those systems in the general environment which are relevant or pot-

entially relevant for goal setting and goal attainment.

62
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In order to determine the major elements of the task environment
of NSGBs, based on the above definition, the goals of these organiza-
tions must be identified. Although each NSGB has goals which are
particular to itself, a review of goal statements of NSGBs in the
sarple led to the conclusion that NSGBs are involved in some way with
the administration, development and promotion of a particular sport.
vFor‘example, the goal statement of the Canadian Women's Field Hockey
Associétion }s:

To promote, develcp and administer the sport of field

hockey for women in Canada, in order to ensure oppor—

tunities for participation at all domestic levels and

to foster international excellence. (CWFHA Constitu—

tion, 1982)

The goal statements of other NSGBs in the sample are similar to this
one, Q

. The environment of NMSGBs therefore consists of those systems out-
side of their boundaries which directly affect the develobment, pro-
motion and administration of that particular sport in Canada,

For descriptive purposes, the elements of the environment of
NSGBs can be divided into six major categories; other national or-
ganizations, consumers, support'groups, federal government, provin-

cial bodies and international elements,
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OTHER NATIONAL ORGANIZATIONS

1)

e dj ic Associatio

The NSGB of each sport which participates in the Olympic and Pan

American Games is a member of the OOA and is represented by a Direc-

tor on the Board of Directors of the C0A, All of the NSGBs in the

sample are members of the COA,

1)

ii)

The major roles of the COA are:

To exercise exclusive jurisdiction either directly or through its
constituent members of committees, over all matters pertaining to
the participation of Canada in the Olympic Games and in the Pan
American Games including the representation of Canada in such
Games, and over the organization of the Olympic Games and the Pan
American Games when celebrated in Canada; and in furtherance
thereof, to comply with and enforce all the rules and regulations
of the International Olympic Committee,

To provide financial assistance, if requested, to such of its
member organizations as shall from time to time incur expenses
beyond revenue received in the development ané selection .of comp-
etitors for the Olympic Games ox; the Pan American Games. (COA,
1981)

As well the COA exists to develop, promote and protect the Olym-

pic Movement in Canada (COA, 1981).
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Several programs of the CDA provide funding and assistance to
NSGBs. The Royal Bank Junior Olympics Program offers assistance by
providing funds and promotional materials to sport organizations at -
all levels for instructional clinics (COB, 1982}. The COA Coaching
Recognition Program provides funds to NSGBs for salaries, fees or
honoraria for qualified Canadian coache;s within the sport, The an-=
nual grant is given to NSGBs in recognition of coaching achievements
as measured by world standing achieved by Canadian .athletes (Coa,
1980). The amount of the grant is directly related to the internat-
ional standing of Canadian athletes in that sport.

The COA receives the majority of its funds from the Government of
Canada Fitness and Amateur Sport Branch, and through corporate spon-

sorship and donations.

2) The Coaching Associatjon of Canada (CAC)

The CAC is "a natiocnal 'Jrganization dedicated to coaching devel-
opment and the profession of coaching for the purpose of achieving
excellence in all amateur sport” (CAC 1982, P.2}. It relates to
NSGBs p;imarily in the area of cdaching certification programs within
their sport. The CAC also plays an active role in the hiring and
upgrading of National Coaches and other technical personnel within
NSGBs.,

3) The Natjona)l Sport and Recreation Centre (NSRC)

The NSRC is an established corporation providing both office
spacé and a&ninistrative Support services to naticnal sport and rec-

reation agencies. Sixty-one such agencies are housed within the NSRC
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in Ottawa, of these 46 are NSGBs. All of the NSGBs in the sample
have head offices in the NSRC, The NSRC receives its income primar-
ily from the federal ‘government and from resident sport and recreat-
ion agencies for services rendered. The primary'purposes of the NSRC
are "to provide opportunities for client organizations to exchange
ideas,,to enhancé the status of thgse organizationé and to increase
their é}ficiency“ (NSRC, 1978-79, p.2). -
4) The dian Interunjversjty Athletic Unjon (CI

The CIAU is the governing body for national sport competitions in
Canadian universities, Naticnal intercollegiaﬁe championships are,
for the most part, conducted using the regulations of NSGs., CIAU
liaison personnel are appointed to communicate with each NSGB for
which there is a CIAU Natiocnal Championship. The CIAU receives some
funding from Fitness.and Amateur Sport for the administration of nat-
ional championships. N
5 t Medici ouncil o

The Sport Medicine Council of Canada serves as a single agency
from which NSGBs can seek information and services in the area of
sport medicine. BAs well as offerirg to provide physicians, thera-
pists and equipment for national and international single and
milti-sport competitions, the SMCC also produces several*publications
(SMCC, 1982) to as§£;t the NSGBs in the area of sport medicine.
6) di o) s A tic Association

The CCAA is the governing body for sport in Canadian colleges.

Its major function is to oversee college competitions at the national
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level in conjunction with the respective NSGBS.
7) Sport Federation of Canada (SFC) ‘

The SFC is a federation of NSGBs and national recreaticn organiz-
ations, The SFC provides a forum whereby amateur sportspecple can
come together to discuss areas of common concern. From time to time,
the SFC ac£s as lobby group with the federal goverrment.

8) Canada Games Council

The Canada Games Council is the group respo;xsible for the conduct .
and promotion of the Canada Games. The council consists of elected
and appointed individuals from sport and government., For sports
which are a part of the Canada Summer or Winter Games, it is neces-
sary to have close liaison with the Canada Games Council on technical

matters concerning the competitions,

CONSUMERS
1) e era ic

The general public is a consumer .of the goods and services of
NSGBs. NSGBs are constantly trying to promote their products beyond
their membership to the géneral public. The public is encouragea not

only to buy but to watch and to participate in the programs offered

by the NSGBs.
2) schools and Commnitjes

Schools and communities are also users of- the good and services

provided by the NSGBs. Teachers use the programs and products of the
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NSGBS for plersonal upgrading, for student motivation and for teéchfng
and learning.
SUPPORT .GROUPS
1) Researchers

Some researchers in the area of sport work through an association
called the Canadian Association of Sp<-:>rt Scientists and other work
strictly cn an independent basis. Although the area of applied sport
research is relatively young, researchers " are beginning to provide
information which is useful to NSGBs. Federal funding is available
for sport research through the NSGBs from Sport Canada's Athlet:.e As--
sessment/Research .Program (Government of Canada, 1983-84b) and fl_'om
Fitness Canada (@vemmnt of Canada, 1982a).

2) Medja : .

With a few exceptions, the relationship between the medi:—.; and the
NSGBs has been distant. Although certain éports such as figurge skat-
ing and skiing' are frequently t;elevised, the media has generally
chosen not to be involved in the reporting of amateur sport to any
great extent. NSGBs have attatpted’to make amateur sport more at-
tractive to the media and are slowly achieving results,

3) Business and Professjopal Groups

NSGBs are clients of many support agencies in the environment
" such- as printers, travel agents, lawyers and insurance agencies, ]
They use the services of these agencies geneially on a contract

basis,

v
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FEDERAL GOVERNMENT '

1) Sport Canada ~ . .
Sport c:’.‘anada is housed within the Fitness and Amateur Sport
Branch and is that part of the federal goverrment’which is involved
with the development and promotion of Canadian sport. The mandate of
Sport Canada is: | | |
To provide' leadership, policy diregtion and financial
agsistance for the development of Eénadian sport at the
natiohal- and ihtemational level; and to support the
higheéi: possible level of achievement by Canada in in-
ternational sport. (Sport Canada, 1983)
More _specifically the goals of Sport Canada are:
1. To co-ordinate, promote and develop high perfor-
mance sport m Canada in conjunction with recognized
national sport organizations.
2. To assist in the deyelopmént of domestic sport in
Canada in those areaé which require co-ordination at
the national level, _
3. To provide administrative and technical leadership,
policy déirection, cgnsultative services, and financial
resources to assist national sport organizat:io‘ns to
—function effectively 'as the primary agents for excel-
lence and co-ordinated domestic sport development in

Canada,
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4, To develop federal government sport policies.
(Sport Canada, 1983) - s

The Athlete Assistance Prbgram provides direct financial assist-
ance to identified high calibre. athletes to enable them to continue
training while going to school or working on a part-time basis,

Figst prior'it-g} is given to athletes participating in Olympic sports,

" This program-réquires co-operation between the athletes, their NSGB

and Sport Canada {Goverrnment of Canada, 1982b).
The Fitness and Amateur Sport Women's Program is designed "to
promote and advance the relative role of women in sport™ (Govermment

~

of Canada, 198la, p.6). Under the jurisdiction of this program is

 the Inf:ernship Program for Women ‘Athletes, the National Association

Contribufion P-rog‘ram in which NSGBs are given small financial contri-

‘ ' . v . i EJ
butions frcu:/ projects ich .encourage the involvement of .women in

'sport tﬂ either rticipants or leaders (Governmeht of anada,

1981¢),

d various other promotiondl and developmental projects con—
cerning women ‘in sport.
2} Fj ss

Fitness Canada is that arm of the Fitness and Amateur éport
Branch which has as its -1ong term objective "to raise the fitness

level of all Canadians through the encouragement of a. healthier'

lifestyle for Canadidns by increasing the appreciation for and

understanding of fitness and also by iméroving the Canadian delivery
1 -3 » . A ‘

-
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system of fitness activities" (Government of Canada, 1980). Fitness
Canada is a funding agency for NSGBs but to ai much lesser degree than
Sport Canada. Funds may be provided for projects which meet the ob-
jectives of Eitness Canada regardless of thé type of organization
making the application (Government of Canada, 1982a).

3) D to tio

Fitness and Amateur Sport is presently housed within the Depart-
ment of National Health and Welfare and it is therefore subject to
operational policies and procedures within that department, |
4) tary o t

NSGBs deal directly with the Secretary of State in natters of bi-
lingualism, A joint committee of the Secreta;:y of State and Fitness
and Amateur Sport is responsible for policy administration w.ith res-
pect to‘translation of technical and educational n“aterials. The ob-
jective of this program is to ensure that resource materials frém
each NSGB are distributed to participants in both official languages.
5) t o te iLS

NSGBs are affected by internat_ilonal policies of the federal
government and must work within them, The most visible of these pol-
icies for spé)rt discourages sporting contacts with South Africa. It
states specifically that "government funds a.re .ot available to Cana-

dian athletes or teams participating in events in South Africa, and
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South Africa sportsmen are not permitted to enter Canada for the pur-
pose of participating in any sport-related activity" (Government of
Canada, 1983-84a, p.6). '

Sport governing bod‘es. have also been used by the Department of
External Affairs to build friendly relations with other countries,
In April 1982, for example, a group of Canadian diplomats visited
Peking to bring the Government of -China and Canada closer toge}:her.
Sport exchanges were arranged in several sports. The grou;,:; was
thanked for "supporting the Pegples Republic as opposed to the plot-
ting by some people with Taiwan" (Ottawa Citizen, April 16, 1982).

\ when their national teams are visiting other countries, NSGBs

contact the Department of External Affairs who, in turn, contacts the

enbassies and/or consulates in those countries. The consulates or
embassies assist the teams wherever possible.'
6) D t of Nati |
During the hosting of rnajq: events, DND may provide manperr to
assist with equipment and/or facilities. Some NSGBs are also-able to
use military facilities for their events, for example, par;chuting or
indoor hockey. As well, NSGBs are able to transport their athletes
on military planes outside 6f Canada free of charge when there is
' space available.
7 t of Co d Co te_ irs
The constitution and bylaws and the seal of all NSGBs which are
mcorporated mist be registered w1th the Department of Consumer and
A %

4
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Corporate Affairs, M:;:'(Bs also deal with this department concerning

the -importation and taxation of equipment from other countries,

NSGBs must deal with this department if they wish to attempt to
hire individuals to work for them from outside Canada.

Some blséas are also able to hire individuals to work for them on
a temporary basis téhrough employment programs offered by this depart-
ment., |
9) t of Financ

Funding for NS@s is derived from both the public and the private
sector, Goverrﬁnent fundi for sport depends on the general economy
of Canada and the political value of an increase or decrease in funds
allccated.~ Corporate donations ére also deﬁqendent upcn the general
economy and ~o drop off considerably in times of restraint.
PROVINCIAL BODIES

1) Provincial Governmgents

Each provincial government has department, ® branch or section

which is responsible for s‘port. Prgvincial sport governing bodies
are funded primarily by pfovimial g serrments and are therefore sub-
ject to their regulations and gui.del'i.n 5. NSGBs, in program areas of
provi.rx':ial concernf must try to acc te the programs and proced-

ures of all provincial governments.
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2} Provinci i jes (P,

Each NSGB has provincial counterparts within its membership:

PSGBs have the mgndate for the development, promotion and admipistra—-‘

tion of a specific sport within their respective province., NSGBs are

"usually comprised of provincial associations which are, in turn, sub-

jected to many influences from their respective environments. Thé\

national bodies must try to develop plans and procedures which are C

appropriate for the associations in all provinces and territories.

IMTERNATIONAL ELB&ENIS
1) Internatj tF tio

All LEGBsh'belonging. to the COA have intérnational federations to
which they are affiliated. International federations conduct or

. -
sanction major international competitions, set competition and eligi-

bility rules for each sport, and certify coaches and officials as the .

internationfil level. These international federations ar:'e the parent
organizations for NSGBs from member countries.
2) Internatjona] Multi-Sport Organizations

Internaticnal multi-sport orgapizationg such as the International
Olympic Comnittee‘ (IOC) and the Pan BAmerican Sport Orgaﬁization
(PAS(.J) are responsible for the conduct of major multi-sport competi-
tions such as the Olympic and Pan American Games, reépectively. They
select the sites for these Games, determine eli'gibility, team size

and the sports which will be included. NSGBs are represented in

»

T,

}

A
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these organiza_tions through the represe‘ntativ%_ from their comparable
national multi-sport organization. - '
3)° Majo d iti

The hosting of major international cénpetitions affects consider-
ably the profile of amateur sport in Canada, Many opportunities pre-
sent themselves to Canadians as a result of major Games., With res-
pect to the hosting of the 1988 Olympit Games in Célgary, a federal
document states: '

Economic development (promotion of winter tourism),

international prestige (énhanced through a successful

staging; of the Games and television transmissioxl to

hundreds of 'millions of people), cultural development

(through the Olympic cultural program staged in Fonjuc- .

‘tion with the Games), promotion of national unity

(through the interest and pride of Qanadians in the

staging of the é;ames) , the development of physical fit-

ness and appreciation for winter outdoor recreation, .

etc, are all .opportunities for Canadians as a result of

the hosting of the Games. (Government of Canada, 1981b)

Pressure is placed on the NSGBs of si:brts, involved in major Games
hosted in Canada. There is a redirgction of funds and human resour-
ces into the Gémes but also an opportunity for proniotio;'l and growth
of sport through the Games.

' ~ . o
N . .



P itions ironment

1. Organizations seek to reduce the degree of environmental un-
certainty by gaining knowledge about their environment,

There seems to be considterable evidence in the rohments reviewed
that the environment of NSf;Bs/ is becoming more complex, more uncert-

ain and more turbulent. One of)\the major causes of turbulence in the

sport environment appears-—~to be the lack of an effective
co—ordinéting body for all sport organizations at the national le-
vel. Each'organization operates independently with no commitment to
an overall sport plan. Although Sport Canada has begun to assume a
leadership role for Canadian amateur sport, it is not officially the
co-ordinating body for amateur sport. Gowan describes the Canadian
sport scene as "unsettled and u predictablé (1980, p.7). He goes on

to state: ' »

There 1is certainly' -a lack ofy direction and
co-ordination, Fragmented and tangential thrusts oc-
casionally occur and small groups of so-called sports
leaders meet to initiate new developments and to con-

sider new ideas. But rarely-~are these activities the

result of clearly determined natignal policy. Many are
reactien rather than action. er are fire fighting
ventures which result usion, disarray and enor-

mous expenditures of energy with minor results at
Y |

-
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best. Ina‘bivlity or unwillingness to see the broader

national sport picture reduces effectiyeness. (Gowan,

1980, p.11)

Other references have been made to the unsettled sport environ-
ment. The Techrllical Chairrnanl of the Canadian Amateur Wrestling Asso-
ciation (CAWA) has described the sport environment as "fraught with
turmoil and change" (CAWA, 1981. In 1979, Icna Canpagnolo, as Minis-
ter Responsible for Fitness and Amateur Sport stated that "the essen-
tial characteristic of the sport world is constant change”
(Government of Canada, 1979, p.8). The number of elements ac.:ting on
NSGBs from the environment is considerable. Since these elements are
not co—ordinéted, their impacts on NS@Bs are diversified and often
unexpected. The environment of amateur sport is therefore viewed as
complex and uncertain, ~

One of the most effective ways for organizations to gain know-
ledge about their: environment is to have one of their members belong
to another organization in the environment which affects them. NSGBs
have begun to realize this, particularly with reference to their par-
ent international bodies which influence them considerably (Appendix
A, Table 1). Gradually more Canadians are assuming roles on interna-
tional bodies (CWFHA, 198la). This point was clearly made by the
President of the Canadian Amateur Wrestling' Association when he stat-

ed at their Annual General Meeting that his objective was to "provide
the CAWA with an active role in international decision-making. We
must become’ more and more Involved aﬁd not simply react to decisions

a

made by others" (C.l)WA,_ 11981)‘.
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The Canadian Track and Field Assoéiaéion, in 1981, established a
task force to gain knowledge about the international questions of
ar:ateurism and professionalism, The purpose of the task force was to
"make sure that Canada will be prepared for the eventuality whereby
track and field adopts an open system where athletes could be paid
without being stripped of their right to compete" (CIFA, 1981, p.4).

Sport organizations have been enc:>uraged to liaise not only with

other sport organizations but also with non-sport organizations to

gain knowledge about their envir_gmnent. Abby Hoffman, Director of

Sport Canada, encouraging NSGBs to become more involved with the fed-

eral government's Department of External Affairs has stated that:

a very large intelligence network exists within Extern-

al Affairs. Sport people must talk a lot more with

them about sport issues so that the kind of information

External has can be melded with sporis specific inform-

ation. That way, better strategies can be laid.

(Champion, 1981, p.8)

Sport organizations alsc learn about their environment through
their representatives on other mlti;sPorE organizations such as the
Canadian. Olympic Association. Of tlie organizations studied, all are
represented on.the COA, ten by their president. |

National sport governing bo‘es may also learn about t;heir envi-
ronment through interaction with their Sport Canada conéultént. All

NSGBs are in regulat contact with their consultant and he or she is

v -~

o
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privy to information about policy trends in government or other envi-
ronment factors affecting sport.
The information reviewed reveals that all NSGBs in the sample

have contacts with their environment through their reépresentative on

the C0A and regular contact with their Sport Canada consultant-

(Appendix A, Table 1). Only three NSGBs however receive information
about their international environmment through representation on their

'parént bc_x}/and none have regular contact with the Department of Ex-

tdthat Mffairs, \

o

2. Organizations possessing knowledge of their environment are in a

position to exert some influence over that environment.

Althdugh NSGBs do gain some knowledge about thei.r environment,
and although they recognize that their environment has a considerable
effect on them, nowhere in the documentation studied was there a plan
to bring about charge in the environment (Appendix A, Table 2).

References were made, ho;vever, v;-hich indicate that better deci-
sions could have been made by elements in thg enviromment if thcse
involved directly had rnafié ‘the decisicns. The President of the Cana-
dian Track and Field Association in his report to the Annual General
Meeting commented on the’ futility‘ of Canada;s decision to boycott the
Olympic Games in Moscow, He stated that: 7

Those who madé the decision on our behalf have not had

the intestinal fortitude to step forw&rd and admit tbat

i



it was a fruitless political decision by individuals

who know little about international sport. We must

never allow ourselves to be placed in such a compromis-

ing situvation again. The decision should be ours to

make, (CTFA, 1981) |

All NSGBs, 1n technical areas, have made attempts to gather in-
formation about the environment in which their athletes will be comp-
eting. By doing so, they are in a position to bring about changes
either in the environment or 1n the preparatiori of their athletes for
that: env-i'romnent. The CAWA, for example, predicted that India would
be Canada's major oppositicn in 1982 and therefore agreed that every
attenpt - should be made to scout, videotape ahd compete -against India
prior to the 1982 Games (Darling, 1981). similarly, prior to the
Commonwealth Games in Brisbane, Australia, Canadians 1;:ravelled to
Australia to take part in pre—Cmmonwee;lth Games competitions for the

purposes of gathering information concerning tfavei, food, competi-

tive and living facilfties and the people. This i_nfpmation served .

to prepare the Canadian Team for the envirbmr:ent_of the Commonwealth
Games competitions. -

3. Organizations make internal changes to their structure and pgr‘o—
cesses to enable 't;.hem to deal with the complex and uncertain envi-

ronment.
9 v

. .'13



@81

There is evidence in the documents reviewed that sport organiza-
tions make changes in their structure and processes in order to deal
with changes in the environment (Appendix A, Table 3). For example,
as the need for funds has increased with greater rapidity than the
amount of the government contributions, all NSGBs in the sample re-
viewed have developed new fund-raising components; in- response to
federal government requests for more evaluation and accountability,
two of the organizations have begun to develop evaluation policies
and procedures. In keepmg with;the general concern of ;_!anadlans for
the px:otectlon‘ of human rights, one association, the CWFHA, in con-
junction with Sport Canada has taken steps which will ensure that due
_process exlsts within the orgamzatlon m order to protect the rights
of athletes within the sporting enviromnent (CWwrHA, 1982b). As more
athletes begin to challenge the processes in NSGBs which affect them,
more asaociationamay have to adopt similar pnlicies. ‘@

In many of the;-doc'uments reviewed, it is not clear -if the intern-
al changes being made by NSGBs are actemaliy .induced-as a response
to an environmental influence or internally initiated in anticipation
of an enviromxental_ influence, It would- appear, hnwever, that most
changes in struc-ture and procesa are inspireé as a reacticn to some

factor in the enviromment rather than by an internal stimulus.

Desc 1 tion: e
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those elements belonging to the system 'f;om other elements in the

environment. .

The sport literature reveals t-;hat there are elements present in
NSGBs which separate the NSGBs from their environment. These ele-
ments are -membership structure, goal statement and cbjectives, poli-
cies and procedures, mandate, and procjram objectivc.a___s.. These are gen-

erally described in the Constitution and Bylaw of each NSGB.

Membership Structure o

The mén‘bex:ship structure of a NS@ defines who belongs to the
o%anization. M :hesrbership structures are complex and involve
membership in several cat':egoriés: individual, club, provincial as-
sociation, active, hdnorary and so on.

All NSGBs in the sample being studied have membership *structures
which are clearly identified in their Constitution and Bylaws. Syn-
cﬁ:o Swim Canada, for example, has four classes off merbers 1) syn-
chronized swimming clubs, 2) amateur menbér competitors, 3) recreat-
ional n-n*a!rbers and 4) associate meﬁbers (Synchro Swim Canada, 1979).
The Canadian Figure Skating Association (1977) outlines five classes
of membership i) active, 2) individual, 3) honorary, 4) sustaining

and 5) associate.

£ t jecti

‘The goal statement of an NSGB outlines its mandate and those .

areas over which it has jurisdiction., Any activities not relating to

-~
r

~
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the gcal statement fa;El outside of the duties ‘of ;che NSGBs and are
- therefore part of another system in the enviromment. The goal state-
ment"therefor‘:e forms part of the boundary of the NSGBs. All of the .
NSGBs studied r;gve goal statements included in their Constitution and
Bylaws. Fc;r example, the act:iyiti_es of _S_{;mhré Swim Canada are out~
lined in the Operational Bylaws as follows: |
1. 'To ‘promot_e, teach, foster, encourageand improve in any manner
whatsoever, 's-ynchronized swimming.
2. To stimulate public opinion in favouf of providing prope;: acc-omo—
 dations, adequate facilities and trained instructors for teaching
and develqping synchronized swimming.

3. To regulate amateur synchronizedswimming in Canada and to deal

with any infringement thereof.

b
4. To establish and maintain standards of certification of coaches -

- and instructors. (1979, p.l) (
The purpose of the Federation »of iam Archers is to’
Perpetuate, foster, and.direct the practice of archery
in accordance with good sport.snanship', and ‘honourable
tradition of that most ancient sport. (FCA, 1981, p.1)
Policies Proc ' o ' ' .‘ ,
EstablisBSad policiés and procedures outline behavior which 1s

o

" acceptable to NSGBs. Behavior falling outside of accepted policies

and pfoce_dur'es is o@tsiae the boundary of the system. In three of

. L .
’ . : ey -
L4
. .J - LS . -
- . . . /
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' the NSGBs studied, policies and procedures are outlined in such docu-

ments- as a Policy Handbook or Operational Bylaws, These documents

"contain such information as job descriptions of volunteers and pro-

fe:Ss’:.ior-mals, dutiés of Boards and Executives, terms of reference for
committees, procedures for the conduct of meetings, and financial
procedures. The remainder of the NSGBs not having these documents
indicated that they were either working on policy manuals or should
be in’the near future. '

Mandate

Only one NSGB/has a statement of mandate which is different from

. its goals and objectives. The mandate of the Canadian Track ands

~ Field Association is:

-~

_The Canadian Track and Field Asscciation (CTFA) is the

Canadian governihg body for the sport of track and
field‘ athletics, which includes road ra¢ing, cross
country running and race walking. (CIFA, 1981, p.8)

This mandate clearly delineates the areas over which the CIFA has

" jurisdiction.,

NSGBs may also be set by program cbjectives indi-

.cating the 'asspciation's directions within a specific program. All

of the NSGBs in tl{e sample state cbjectives for those programs which

are 'fupded by government contributions. For non-government funded
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programs the degree to vﬁhi‘ch objec-:t.ives are stated varies between or-:
ganizations and from one program to another within organizations. |
Description - Boundary Spanners

From the systemé model, boundary spanners are "persons Qho éper—
ate at the periphery or bbundary of an organization, performing or-
ganizational relevant tasks, relating the organization with the
elements outside it" (Leifer and Delbecq, 1978, p.40). -

The information from NSGBs reveals that individuals exist in all

A

of these organizations who perform boundary spanning functions with

elements in the environment on both a formal and informal basis.
These individuals fall into two categories: 1) volunteers (executive
members, committees, athletes) and 2) professional staff (Ekecutivé
Directors and Technical Directors). Formalized boundary spanning
activities are outlined in the job descript;ions of the professional
staff and the duties of the volunteer personnel. I'nfomg} boundary
spanning activities are revealed through minutes of meetinés and re-
ports,

Environmental corrponents‘w'ith which formal liaison occurs can be

generalized into five segments: 1) international groups: 2) the fed-

eral govermment,. 3) the Canadian Olympic Association, 4) other nat- '

ional associations and 5) business relations,

1) Int ti

The responsibility for international liaison varies considerably

among the sample of NSGBs studied.
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The President may represents .the NSGB on the parent. international
federation, NSGBs may also appoimt ﬁnd_ividuals who have been in-
volved in international sport for many years and have become known in

international circles, or they may send different individuals to ‘each

‘meeting to provide an opportunity for more than one individual to |

gain international exposure.

2) Federal Government

| In all of the NSGBs studied, the professional staff provides the
formal liaison with the federal government on matter; relating to
grant appflications and contributions, Although most of the liaison
with the federal government concerns funding, Fitness and Amateur
Sport may be required to liaise on 'ﬁiring of staff or other matters.
This liaison is generally with the volunteers, and in most caIses, the
President. .

With respect to coqmnicationS with other go\v;gmnent departments
such as the Department of National Defense or Secretary of State,
this task was performed by the professional staff in all of the NSGBs
studied.

3) Canadian Olympic Association

At the policy making level, each of the NSGBs, as a menbér of the
éOA, has a member on the COA Roard of Directors. 1In all of the NSGBs
studied, the Director is a volunteer, and in most cases, the Presi-
dent, At time level of implementation of COA policy, the professional
staff of the COA liaise with. the professional staff of the NSGBs.

A
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4) Other National Sport Q izati

-3

‘ This ‘group includes other NSGBs, thé_Céaching Association of Can-
ada, the National Sport and Recreation Centfe, the Canadié_n Inter-
university Athletic Union, and the Canada Games Council. In all of
the NSGBs in the sample, boundary spanning activities with these
groups are carried out by the professional staff.

5) Business and Professional Groups |

| NSGBs may be required from time to time to hire the services of
business or professional groups such as 1awyé‘rs, dogtors, travel
agents, consultants, printers etc. In all of the NSGBs studied, the
responsibility for acquiring these services fall.s for the most part,
to the professional staff.

All of. the NSGBs have at some point contacted businesses for.- cor-
porate donations either of funds, services or goods in kind.- The
responsibility for soliciting donations varies from association to
association., In all cases, the solicitation of donations is
co-ordinated by .the professional staff, although wvolunteers may do
the actual contact with the potential donor. |
6) Erovincial Sport Governing Bodi

Liaison with the Provincial Sport Governing ‘Bodies is carried out
through the Board of Directors. Each Provincial Sport Governing Body
generally has a reprgsexﬁtat;ive on the Board ;and it is that indivi-
dual's responsibility to represent his or her Province's interests to

the Board and the interests of the Board to the provincial body.
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7)) Geperal Public :
- Y ‘ .
The responsibility for contact with the general public, including
~schools or communities, falls to the professional staff in the’

-
=

Mational Office. - :

- -

8) The Media

In all of the NSGBs reviewed, contact with the media was either
legislated or ur}derstood'to be the responéibility of particular‘ mem-—
bers of the association. 'From time to time, .athletes a_re' contactea‘
by the media or requested to appear in public.
P‘ jtion — d

The greater the degree of environmental uncertainty, the greater .

-

the need for formalized boundary spanning activities.

Wj:thin the environment of MSGBs, there is a _considerable .amount
of uncertainty and change. NSGBs are constantly being influenced by
the environment- and the ability\ to adapt to these environmental in-
fluences is important. Sport organizations must therefore be on the
alert for signals from the environment that change is pendmg '

'Sport governing bodies have begun to realize the- need fo; formal-
izing bodndar& spanning activities, at least for their proféssioqal
staff. All job descriptions contain some mention of the bwﬁdary
_spanning responsibilities of employees (Apﬁéndix A, Tab;e 2) .l For
exanple, the job description of the Technical Dir@ of the Cana-
dian Cycling Aséociation states that he "feprese.nts the organizations

in- dealirig with various people or bodies interested in the technical

-
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aspects of the organization™ (CCA, 1982). In much more deﬁail, one
of the responsibilit_ies of the lgbcecutive Director ‘of: the Canadian
Volléyball Association is listed as to maintain liaison and communic-
ation wit'h other agencies, corporations, governments and ‘sport bodies
and to - -
' a) Q solicit support from poten‘iial-sponsors
b}  negotiate co-operation and agreement bétween the association
and involved corporations and among involved agencies

-c) receive and direct requests for information, assis'tance and

advice from interested groups oﬁtside the Association

d) act.as the Association's contéct with pation;tl government

officials and sport representatives from other nations and
' other sports . '

e) .. promote internat_ic_)nal communication between the Association,

the FIVB and other national federations.. (Cva, 1982a)

The necessity for liaison with internéti_onc:al organizations for
infonnaéion gathering purpos‘es has been recognizeé by NSGBs (NSRC,
1980). For example, the CVA has formalized its rela}tipt'\s-with the
Japan Volleyball Association, one of the leading volleyball powers in.l
the world with respect to corréspondence and the approval of trips
for teams travelling to and from Japan (CVA, 1982b). In the case of

-the CAWA, the association has declared that the President would make

the initial contact on all international matters (CAWA, 1982).

%
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~ In recent year’s, as environmental complexity has increased, NSGBs
have taken advantage of the 1egislat§d opportunity to have represent-
ation on organizations within their environment. For example, all of
thé NSGBs in the sample exercise their right to representation on the |
Canadian Olympic Association, The representative of .the organization
or bound;ry spanner, in ten cases is the President of the DBGB
INPUTS OF NATTONAL SPORT GOVERNING BODIES
scripti |
The systems model defines inputs as everything that enters an

organization (energy, materials and information) from the environ-

" ment. Inputs either signal the organization to behave in a certain

way,' maintain the organization or are converted into outputs by the
processing subsystems,

The information gathered from NSGBs indicates that their inputs

ray be classified as either human or technolegical.

"1) Human

Human energy is_ broucjht into the sgstem by athletes, partici-
pants, volunteer administrators, professional administrators, support
staff, consulitants, coaches, officials, and interns/apprentices.

i} Athlete Participants »

NS@Bs exist to enable individuals to participate in a specific
sport, Individual athletes, trained or untrained, are taken into the
MS@B thereby giving it a reasor; to exist. NSGBs have begun to devel- é )

op programs to attract participants of varying ages and ability le- ':



91
vels., For example, all of the NSGBs studied have developed programs
to recruit young athletes to their activity.- Nine of the NSGBs in
the sample have also recently developed programs to encourage more
women to take part in their sport.

ii) Volunteer Administrators .
Traditionally, NSGBs in éanada have been run by volunteers. As
sport has become more complex and sophisticated, professional admin-
istrators have been hired to provide stability, expertise and time.to
the Associations. Volunteers exists as members of the Executive
Board at the pt;licy making level in all of the NSGBs. studied. The
role of the volunteer is gradually changing from one - of

s

decision-making on day-to-day matters to one of policy making with

very few i'irplementation responsibilities (Pugliese and Conklin, 1976;_

Pugliese and Taylor, 1977). ) v
iii)Professional Pdministratofs

Professional administrators began to play a role in NSGBs in 1971
with the opening of the National Sport and Recreation Centre in
Ottawa and the provision of funds by Fitness and Amateur Sport for
the hiring of Executive Directoré (Governmept of Canada, 1970).
Since that time, all of the NSGBs in the sample but one (Team Hand-
ball) havé also been able to hire Technical Directors as well as Exe-
cutive Directors.. Seven of the NSGBs have other professional staff
in the position of Program Co-ordinator in their offices., The duties

and responsibilities of the professional staff vary from one NSG to

i‘-.
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another but, in general, their functions include: managing the as-
sociation on a day-to-day basis, carrying out policies established by
the Executive and’the Board,. providing admlnlstratlve assistance to
the Executive members (Mztchelson, 1977b; Pugllese and Taylor, 1577).
iv) Support Staff
Al mréas housed in the NSRC and hence all in the sample for this
study have support personnel. For every professional staff person
funded by FAS, an add1t10na1 grant is provided for at least one half
of a secretary's salary (Government of Canada, 1983-84a). NSGBs have
supplemented these funds to- hire additional full-time or part~time
personnel such as executive secretaries, accountants, naticnal team
coordinators or marketing managers.
v) Profggsional Consultants } ' .
Consultants proviée ihputs to NSGBs égnerally on a partwtime con-
tractual basis. These consultants may be contracted by NSGBs to as-
sist with such projects as fund raising, planning or narketing as
well consultants may be 1nvglved in nanagenent analysis or problem
501V1ﬁg exercises. All of the NSGBs in the sample have hired consul-
tants for some reason,
vi) Federal Government Consultants
Federai government liaison personnel between NSGBs ang Sport Ca-
" nada are called Asscciation Management\ggnsultants. Each NSGB within
the sample has an Asscciation Managemeﬁt Consultant at Sport Canada

to whom it relates. It is the function of the Association Management

Y
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 Consultants to }epresent the needs and interests of each of their
NSGBs to Sport Canada management and, at the. same time, represent the
interests of Sport Canada to the NSGB. These 1ndlv1duals': provzde
.con81derab1e mput to NSGBs in terms of information and guxdance.

Because it is through these individuals that funds are channelled
from the federal government to EBEBS, NSGBs are genera;ly responsive
to the directives given.
vii)National Coaches

National coaches are, for most part, full-tlme or part—tlme emn—
ployges of the NSGBS. Of the NSGBs reviewed, 11 have full~time nat—
ional coaches, two have part—time naticnal coaches and the remaining
two do‘not have any, All but one 6f the full-time national coaches
are funded by Sport Canada. The coaches' responsibilit;es vary but
they generally involve coaching and preparation of national calibre
athletes, talent identification, involvement in the preparaéion of
technical materials, player development and public relatlons.
viii) Regional and/or Assmtant Coaches

Regional and assistant coaches may be paid on a full-time or
part-time basis or may be volunteers, ‘Their function is generally
assisting 'with the coaching of younger players, ideptifying talent,
and monitoring the performance of national athletes. Eleven of the
NSGBs in the sample have either full-time or part-time regional or

assistant national coaches,



ix) Officials i

Officials are those individuals who\%nterpret the rules and con--
trol the actual competition while it is in progress. .Under the aus-
Pices of MS@s, officials are generally involved in rqgiongl, nation—
al and internatiqnal'ccnpetitions. Officials exist in all of~the
NSGBs in the study. | ' |
X) Ingernsy?naprentices )

NSGBs may receivg‘the éervices of.individuals who are inv%}zg%lin
some form of learning program,- The Coaching Apprenticeship Program,
conducted under the auspices of the Coaching Associ&tian of danada,
may place apprentice coaches within EQGBS to work with, and for, Nat-
ional Coaches.. The FAS Internship Prégram‘for Wwomen A&hletes places
" women, generally retired from international ccabetition, within the
'Na_ti‘onal Offices of NSGBs with one of the paid employees as a ‘tutor.
These women contribute to the NSGBs while at the same time, develop
their management skills (Governmént of Canada, 198lc). 1In 1982, four
of the NSGBs reviewed had interns wbrking within their Associations.
2) Technologica

Technological inputs are involved with the process of production
and refer primarily to the automated business functions of the NSGEs.

Most technological inputs are derived from the National Sport and
Recreation Centre (NSRC) and-are described in thé Policy Manual for
the NSRC (MSRC, 1582) as basic and ancilli;ry services.

The basic seryices provided to the NSGBs by the NSRC are as fol-

lows: secretarial, reproductions, graphics, mail, management ac-
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counting, translaty ,’\cc‘xrg.lter-, audig/v'isual, still phétography, and
darkroom facilities. Thg anéillary services include puréhasing, fur-
niture and equipment rental, clipping, microfiﬁq\':\ﬁhotocépying, tele—
grams and telex, shipping and receiving, and legal assistance;"“(mm
1982). Because all of the NSGBS in the sample are re31dent in the’
NSRC, all can take advantage of these services,
IT Materjals o .
Ma.teriél inputs into NSGBs may be divided into three categories:
1) funds, 2) equipment and 3) facilities, . N
b oees S
Funds are derived from bo‘g public and private sources,
a) Public Furds E@gxél -

The govermment of Canada through Fitness and Amateur Sport is the

major fundi‘ng source for most NSGBs, Through ‘the two divisions of
Fitness Canada a.nd Sport Canada, contributions are made to NSGBs “for
recreatlonal and high performance sport respectlvely.
i) Sport Canada ' -~
Within Sport Canada thére are eight major funding programs: 1)
the Contributions Prograxﬁ, 2) the Women's Program, 3) the Athlete
Assistance Program 4) the Athlete Assessment/Research Program 5}
Hostlng 6} High Performance Sport Centres 7) Olympic Special Pre-
para}_tlon and 8) Coaching Special Education. Through- the Contri-
butions Program, NSGBs are eligible for funding in the following
areas:  promotion and communications, human resource development,

physical resource development, training, competitions and organiza-



tional management (Government of Canada. 1983-84a) Alli\of the NSGBS
in the sample recelve contnbutlons from Sport Canada,

.The FAS Women's Prcyram was, mltlated 1n Novenmber 1980, as a
project to promote andﬂfo deveigp 1eadersh1p and participation oppor-
tunities for women in 'sport and physlcal activity. Through the Wo-
men's Program, NSGBS may régeive grants of up to $5,000 for new pro-
jects which further the ob;‘jectives of the progrem. N::LI}E of the NSGBs
in the sample receive funds from the Women's Program.

The Athlete Assistance Program prov1des direct financial a531st-
ance to 1dent1f1ed high calibre athletes to enable them to continue
training while- going to school or worklng on a part—tlme bas:Ls.
First priority is given to athletes part1c1pat1ng in Olympic Sports
{Government .of Canada, 1982b). All of the IBGBS in the sample re-
ceive funds throa.;gh the Athlete Assistance I?rogram-. .

The purpose of the Sport Caneda's Athlete Assessment/Research
Program is "to provide financial assistance twex:d ‘the operatin'g
costs of athlete assessment and research progects Whlch will have
direct influence on the mprovement of the performance 1evel of Cana-
dian Athletes" (Govermnent of Canada,. 1983-84b, p.l1). Although in
some cases, Sport Canada may solicit “rese-aﬁchl éirectly on a particu-‘
"lar topic, for the most part, funds are granted to NSGBs. NS@s must.
have qualified researchers and must be prepared to.publish the re-
sults. 1In 1981-82, seven of the NSGBS in the sample received funds

from the Research Contribution Program. '
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ii) Fitness Canada

Within _Fi't.:néss‘ Canada, there are four main categories of contrib—
utions:' Ij;"groject support, 2) organization support, 3) resear'ch; .
and 4) the professional éevelmt program (Govermfe?t ‘of Canada,
1982a) . " LR

Project support may bé given to national- organizatiéns for any
project which furthers the objectives of Fitness Canada. The criter-
ia for funding such projects include: national significance, accessi-
bility of the broject to a large number of Canadians regardless of
their socio-economic status or ”physical condition, soundness of the
financial base of the organization, self-help on the part of the
‘organization, accessibility to all Ca}_ladians regardless of face,
creed or ethnic origin, appropriate resource persons, saféty of
activity, effectiveness and evaluation, and potential for lifetime
activity (Goyérnment of Canada, 1982a).

Contributions may be made to a NSGB having a designated qualified
researcher for reseaich projects which have the potential to raise

the fitness level of Canadians and/or improve their participation in

physical recreation. Research priorities are established by Fitness

B Canada on a regular basis’ (Government of Canada, 1982a)..

The Fitness Canada Professional Development Program provides
funds to established practitioners and interns/apprentices in the
NSGEs for professional development experience in such areas as

communication, marketing, financial adninistration and human
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relations. Only one of the NSGBs studiec'; has taken advantage of
these funds. |
iii) Secretary of State

The Secretary of State provides funding to NSGBs for translétion

of technical and educational materials. All NSGBs are eligible for

this funding. .
b) Publjc; Throuah Non-governmental QOrganizations (NGOs)
Coaching Assocjation o d

Public funds are channelled through the CAC from Sport Canada to
promote coaching and to develop the technical portion of the. Coaching
Certification Program of éach sport, Funding of up to 524,000 per
year is available to each NSGB™to defray the costs of working commit~
tee meetings, manual production, audio-visual aid productions, honor-
aria, pilot course testing and course conductor testing (CAC,
1982-83),. All of the NSGBs in the study have utilized these funds to

develop their coaching certification programs.

(‘_ax_ugdiaq Qlympic Assocjation

N5@Bs which meet specific performance criteria are eligible for
funding from the COA'S Coaching Fecognition Program. Funds for this
program are allocated by the COA from a ‘grant or;’.girlally given to the
COA by the federal government as a compensation for funds lost by the
decision to boycott the 1980 Moscow Olﬁpics (CCA, 1982a). A corpor-
ate donor has now taken over the sponsoréhip of this program through

the COA.
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‘The QOA also may provide financial support to emerging sports
"which have not vyet déveloped to the étage where they can benefit
from pro{:;‘_rams based on international achievement" (COA 1982b,p.2).
None of the NSGBs in the study were receiving funds from this sohgce.
¢) Prjvate Sources

Membership Fees -

NSGBs charge a fee to thgir members to belong to the national
body. These fees may be minimal or fairly substantial but generally
do not constitute a large portion of the income for most associa-
tions. All of the NSGBs in thé sample charge menbership fees.
Corporate sorshi '

As programs have grown and public funds have become more scarce,
NSGBs have begun to increase their income from corporate sponsorship.
Corporations have begun to recognize the benefits of having their
name attaéhed to a major sporting eveﬁt (CSA, 1981), and all of the
M5GBs in the sample have obtained corporate sponsorship in one form
or ancther.

Donatjons

NSGBs receive donations from both individuals and groups. All of
the NSGBs in the sample are registered as "not-for-profit" organiza-
tions and are able to issue receipts to donors for incdme tax deduc-
tions. NSGBs have set up special subgroups such as the Friends of
Archery, Canadian Field 'Hockey Association Development Trust Fund,

and Friends of Basketball, to administer donations or to raise funds

for special purposes,
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Because of large amounts of money move through the accounts
of NSGBs, treasurers in all sport organizations are able to take
advantage of interest rates on shortterm investmeﬂts thereby produc-
ing another source of income (CWEHA, 1982-83). ‘

t Ors

Some NSGB National teams:;éceive éirect donations Of equipment
from manufacturers of sporting goods. The donations of equipment may
alsé be accéupaniéd by cash donations. NSGBs may receive funds for
endorsement of specific equipment brand names (CVA, 1881). All of
the NSGBs reviewed have entered into some.kind of financial arrange—
ment with equipment sponsors. .

eo s

Through their National Offices, all NSGBs sell publications and
other products specific to their sport. Publications may- include
commercial textbooks or books, manuals, panphlets, and so on which
are produced within the association. Products may include sporting
goods, whistles, uniforms, posters, and many other items. |
Advertising Revenue

All NRSGBs receive income from the sale of advertising in their
various publications and at major events.

Fees From Clinics/Workshops )

All of the NSGBs reviewed raised funds through the fees charged-
for nationally sponsored clinics and workshops for athletes, coaches

and officials.
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Servathon; raffles and other con-

tests.
In place of direct financiai donations from some donors, all
NSGBs in the study receive donat'ions of goods‘ s‘ucl; as airline 'passes,

contra coupons, equipment or facility usage.

2) Equjipment )

Equipment inputs to NSGBS may be classified as sport-related or
support-related.
i) Sport-Related

NSGBs may either purchase or receive as do.nations,' equipment spe-
cifically related to their sport. This equipment may take the form
of uniforms, equipment relating to the carrying out of the activity,
for example, basketballs, volleyballs; equipment relating to the com-
petition site, such as goalposts, starting blocks; or equipment re-~
lating to practice sessions, for example, bali machines,

ii) Support-Related _

This type of equipment is found primarily in the Natidnal Offices
and includes such items as typewriters, word processors, or dicta-
phones.  Specifically, this equipment aésists support personnel of
the NSGRs to carry out their roles. |
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3) PFacilities '

Facility inputs may also be classified as sport-related or sup-
port—related: ' S
i) Sport-Related )

None of the NS@s in the study own their own ccrrpeti;:ion or prac-
tice facilities but usually rent or borrow them from communities,
school boards, colleges or universities. For example, the CWFHA has
four Regional Development Centres located at University of British
.Colurrbia, the University of Manitoba, the University of Toronto and .
the University of New Brunswick respectively (CWFHA 1981) . Rental
fees are paid to each of these universities.

ii) Support-Related

All NSGBs in the sample have office space within the NSRC for
their employees and support staff on a rental basis. . NSGBs may also
utilize other office space on a borrowed or rental basis from col-
leges, universities, or other organizations.

IIX Infomai:ion Inputs

Information inputs can be divided into five major categories: 1).
educational information, 2) information about sport related policy,
3) information concerning resource acéuisition, 4) informeticn con-
cerning dispersal of outputs arid 5) feedback information.

1) Educatjonal Information |
This type of information may be applied specifically to thé tech-

nical and administrative areas of NSGBs.



i) Technical Information

Technical informatien may be performance-oriented or system-

oriented. |
* Through scouting and monitoring , of international events and com-

]
'their national team programs with

|
|
up—to-date information concerning Ltheir closest competitors, their

petitors, NSGBs are able to provide
techniques, their competition stra} egiés and their results (Colwin,
1981). Prior to major intern‘ati{'br%ali conpetitions NSGBs may send
individuals on fact-finding missio}hs with respect to the competition
site. As well, athletes may t;;;éxl}el' to the site for minor competi-
tions prior to the major r-oné/és wJas the case prior to the 1982 ICom—
monwealth Games in Brisbane, Australia (Canadians, 1982).

Information concerning technical innovations may (Become known to
individuals in NSGRs through technical journals, internationa; ex—
changes, research, audio-visual aids and other educational mater-
ials.

ii) Administrative Information p

Information concerning the improvement of administrative effect-
iveness of both volunteers and professionals is introduced into
NSGBs. This information may include how-to-do skills such as meeting
management, personnel evaluation, fund-raising, office management a/nd,.
may be introduced into the NSGBs through training courses, bookZéts,

Books, and professional development opportunities.
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2) Informatjon About Sport Related Policy SN
NSGBs must keep up-to-date on new policies which will affect
them, Primarily these p@licies are federal government initiatiﬁes,
although they may evelve from other multi-sport or service organiza-
tions such as the COA and the NSRC. Policies which affect NSGBs may
also be developed internationally through the International Feder-
ations.
3} Informati oncerni sourc isition '

Information entering NSGBs in this' area may concern new funding
programs of thé various fundinélbodies, pétential corporate donors,
fund-raising schemes, marketing plans, volunteer recruitment, hiring
procedures, new magazines, techniéai, journals, advertisements for
clinics, workshops, symposia, and competitions: Information should
also be available about individuals cr ';groups which may have power
over necessary resources,

4) Information Concerning Dj spersal of Qutputs

ﬁSGBs must have infbrmation concerning the potential in the envi-
ronment for use of their products. This would include marketing po-
tential, needs assessments, sales assessments, sales methods, and
lcbbying techniques. .

5) Feedback Information

In NSGBs, feedback mechanisms may be initiated through four sour-

ces, Feedback may be self-initiated by the NSGBs as part of a rou-

tine evaluation process; it may be crisis-initiated in response to an
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emergency within the association; it may be research baseg or it may
be initiated by an external agency. In all cases, boundary spanners
are responsible for bringing feed:ack to the association.

i) Formal Evaluatlon Processes

NS@Bs conduct formal evaluations of most events to provide feed-
back to future organizers. 'Ihls feedback generally relates to con-
tent, presentation and organization of the event.

“Although some NSGBs are beginning to seek feedback on the per-
formance of the association as a whole through pPlanning/problem 80lv-,,
ing workshops, this practice is not widespread on a routine basis..
Four of the NSG@Bs reviewed held plannmg sessions in the past year.,
ii) Crisis-Initiated Feedback

Crisis-initiated feedback is generally unsolicited but usually
comes forward because of some crisis in the NSGB to which the member -
ship or the general publlc wishes to respond. Tt is for the most
part incident specific. The cutting of an athlete frOm the national
team or the non-selectlon of an athlete may elicit this type of feed-
back. Two of the aSsoc1at10ns surveyer_i sought feedback because of 3
selection problem in the past year.

iii) Research'Based

The NSGB may have identified a specific problem or situwation
within the assoc1at10n and requested either a qualified researcher or
a committee to mvestlgate the cause of the problem. The research or

committee report provides feedback on the situation to the NSGB.
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iv) External Agency

ﬁbcternal f agencies require evaluations to be carried out
on most programs funded by them. Fitness and Amateur Sport, for ex-
anple, states as one condition for receiving funds that evaluations
must be carried out by the NSGBs.

In 1982, Sport Canada itseif carried out assessments of the high
performance programs of 16 NSGBs These investigations wer/e carried

. out by Sport Canada persconel in conjunctich with mewbers of the

NSGB. Recommendations were made to NSGRs involved. : Ny
Proposjtionss: Inputs ' ' ‘ \/
~ . ‘ { \J

1) The degree of dependence of an organization on some element oﬁ) )

J

its task environment is directly proporticnal to the orgamzatlon 5

e~

need for resources supplied by that element. e BT

N5@Bs are considered to be- autonomous but are in fact, dependent
to a great extent on elements in_ their env1ronment for their survi-.
val, Accompanying -thls dependency is a considerable loss of auton-

Wlt:hm the task environment of bBGBs the federal gcvernment is
the major fundmg source for NSGBs as it provides at least 75-80% of

" their income. - The relatlonshlp between NSGBs and Fitness and Amateur
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Sport has beep a tenuous one in the past because the federal govern-
ment has tended to Le involved but has not wanted to appear to éssume
contrecl. Tona Campagnolo, then Minister of State Responsiblze for
Fitness and Amateur Sport, stated that "sport governing bedies are
autonomous" (Government of Canada, 1979, p.17) yet in the same docu-
ment advocated an assessment role for FAS in her proposed sport
plan. She identified one of the roles of the federal government as
"to supply funds to. sport programs at the national level and, in
_turn, to evaluate the use of theée‘resources and technical progress
rea_liz_ed" (C—overn;nent of Canada, 1979, p.22).

In recept years, the federal government had placed more controls
on NSGBs to ensure financial accountability (Government of Canada,
1981a) and adherence to bfpéder foreign policies such as those deal-
ing with South Af;;ca (Government of Canada, 1983-84a).

At the same time, the federal government has been encouraging
NSGBs to reduce their dependence on federal funds and to diversify
their sources of income (Government of Caﬁada, 198l). NSGBs haye,
with varying degrees 'of success, attempted to increase their income
with" funds from the pfivatée sector and thereby- reduce their depend-
ence on the federal government. |

Although all of the NSGBs in the sample receive from 70-80% of
fheir funds from the federal government, the documents reviéwed re-
vealed that only two of these associations acknowledged an accompany-
ing loss of autonomy (Appendix A, Table 3). The Canadian Fencing

Association for example, stated in a report that:
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Various sports have a diffesejnt ratio of federal-pri-

vate funding; fencing is 75% federally funded, and is

;hl.;s heavily obligated to take account of the prior-

ities of Sport Canada. (CFA, 1981)

Segments of the programs of NSGBS are controlled by other ele-
ments in their task environments because of a resource dependency.
The fate of national and international competitions may be dependent,
on the availability of a sponsor. 'Ihe‘ salaries of coaches such as
. the naticnal men's basketball coach may be dependent on the donation .
of a corporate siponsor. ‘

1;.11 of the NSGBs reviewed are dependent on 'the Coaching Agssccia- -
tion of Canada for funds :for the development of their coachingl certi-
fication programs. BRecause of ’this, they 1;u5t adhere ‘strictly to the
regulation_s of the CAC in déveloping their materials and certifying
their coaches. ‘

All of the NSGBs reviewed are trying to raise funds in order to
reduce theiar dependency on the federal government and other elements
in the task environment. In some cases, -the dependency cannot be re-
duced because of jurisdictional as well as financial éon_trdi. For

example, NSGBs are dependent on orggmizations such as the Canadian

Olympic Association and the Compénwealth Games Association of Canada

1 sanction to d their athletes to the Olympic ang
Commonwealth Games respectively. - These organizations . have coratrqi

over the number and calibre of athletes who can attend these events.

-
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2) The quality of the outputs of an organization is directly re-
lated to the quality of the inputs.

All of the inputs of an NSGB affect its ‘output whether they. fall

into the category of energy, materials or information, With respect
to human energy, *;his ;ropositim relates particu'larly to the quality
of the staff and the volunteers working within a NSGBs. With respect
to staff, more and more .attention is being gjven to providing pr.ofes-.
sional development opportunities for employees of NSGBs, both through
programs offered by the NSRC and through the negotiated provision of
furid8~4n_the ipfividual's contract (OWFHA, 1982a). Attention is also
eing gj;z?ﬂthe training of volunteer administrators (Government
of Canada, 1981). Volunteers have been acknowledged as essential to
the &ng\dian sport system but they do not always-hav? the expertise
to deai}th the complexities of national and international sport.
Three 'of the NSGBs reviewed attempt to hold volunteer training ses-
sions in conjh'nction'with' their Annual General or Board Meetings.

All NSGBs have talent identification progr‘an-s to seek out ath-
letes in Canada who have the ability or potential to coﬁpete inter-
nationally. The higher the -ability level of individuals entering
national team proegrams, the better these athletes will be after peri-
ods of intensive training. Five of the NSGBs reviewed have started
pPrograms such as mini-soccer or mini-basketball. to lattract young
‘children into their programs‘. .Nine of the NSGBs reviewed have devel-
oped programs specifically designed to enccurage girls and women to

parﬁicipate in the activity.
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The quality of the products and services of NS@s is. related to
the quality of the technology ut111zed by the NSGB. * Inputs utilizing

) modern technology result in more sophlstlcateo out.puts particularly

in the areas of word processing, ccmputel_:lzed accounting, and pr:.nt—
ing. |

In NSGBs, the quality of the output is also usuall related to
the quality of the material -inputs. As demands for hlgher quallty
performance of Canadlan athletes increase, so must the funds into the
program. This pomt was made by 2abby’ Hofﬁnan, Director of Sport

Canada, in an mterv1ew when she stated, "I believe  in excellence,

reach thos

but there's not too much point in setting hi h"ob/jectlves wheri ther{\
are insufficient res?r.fr/c-;;‘“ éobjectives" (Champion,
1981, p.8). Athletie perfornance epends very. mich on the quality of
the equipment and £ 111t1es available for/trainrn :
ed in terms of athlete perfo {1 be of a lesser quality if
euipment and facilities aré inadequate.
' The quality of the information taken into the NSGB Vhash a direct
bearipg on the_ output of t}-_ze association, Information J.s used to
make decisions affecting outputs; if the quality of the information®
is poor, the decision and hence the outputs will also be of a, lesser '
quality. If, for example, an association does not have up-to-Gate
information on \Ig'overnment funding po-li‘cies,' its submission to the
government- for funds (an output) will not be of high quality.

¥
. -
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3) In order to survive, organizations must obtain as an ini:ut,

relevant feedback from their task environment.

This propositien indicates that not only must feedback be obtain-
ed from the environment but this feedback must be relevant ., There is
an mphcatlon here that there m.lst ‘be certain crlterleﬂQestabllshed
for assessing tl}e relevance. 'I‘hese‘crltena are related to perfor-
mance or output criteria established by the organ:.zat_l_gn,/ possibly in
conjunction with certain elements in the task enviromment. In order
for feedback to be relevant, information must be received by the or-
ganization about the relationship between the output and the criteria
for acceptance of outputs as established by elements in the environ-
ment, ’ R | _

Prior to 1981, the need for feedback within NSGBs had not been

stressed either by the NSGBs or the federal government, The most

recent federal govermment policy paper, 2 e_to tion;
Fitnesg and éngtg_ul; Sport jn the 80's (Covernment of Canada, 1981)

places a heavy emphasis on evaluatien and accountability within
NSGBs. The paper points out _that the iack of evaluation measures in
the sport system is a weakness. It states:
One of the curre;at shortcomings of . the overali sport
Syste:ﬁ is that there are c_qntinaal investments of large
sums of money for the development of sport but ""inade—
quate mechanlsms to rneasure and evaluate our techmcal

progress, (C—cvernment of Canada, 1981 p.1ll)
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Two NS@s have recognized the need for cbtaining feedback through
formalized evalustion procedures (Synchro Swim Canada, 1981; CWFHA,
1981) but they have had difficuléy with the ‘techniques of evaluation.
The CWFHA Board t;f Directors, for de.xrample, after a major National
Team evaluation, concluded tha__t "the procedures were not appropriate”
(CWFHA, 198la).

' Feedback on the performange of NSGB staff also seems to have been
a problem. Evidence in the sport data eals that four of the NSGBs
in the sample have passed reconmendatignzsv that staff evaluation pro-
cedures be developed or improved.

The establishment of output criteria is closely linked to. plan-
ning and the stating of objectives. All of the NSGBS reviewed have
stated criteria in the area of national team achievement but criteria
are lacking in 9thér areas such as officials education, international
involvement etc. Because these criteria are not stated, there is no

real measure of the acceptability of the output to the envirorment.

QUTPUTS OF NATTONAL SPORT GOVERNING BODIES
Descripti oﬁ
The systems model defines outputs as those products and services
resulting from systems activity which are tl.:ansmitteo’ across the
b;)undary of the system into the environment.

The information gathered for the sample of NSGBs indicates that -

~
. "~

.

the outputs of NSGBs can be categorized as either products or serv-
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ices.' Products fall into four categories; 1) personnel, 2) instruc-
tional materials, 3) promotional materials and 4) communications.
Serv;icés take the form of sport specific programs provided for mem—
bers and neon-menbers. |
Products | ' ~
1) Pe.rsonnel

Personnel outputs of system activity include trained and recreat—
ional participants, éoéches, officials and administrators.

i) Trained athletes and recreational participants -

NSGBs, th}tough their athlete development programs, produce train-
ed athletes m at least the two ag;z Categories of junioi:"and senior.
Fach of the NSGBs reviewed have athletes who compete in interna-
tional competitions in either the Olympic or the Pan American Games.

Another group of participants, those involved strictly on a rec-
reational basis, are also outputs of NSGBs but to a mich lesser ex-
tent. 'I‘hese- recreational athletes are not usually found in national
programs. but rather in .1oca1 and provihcial programs.

ii) Trained Coaches

Through the National ? Coaching  Certification Program, a
co-operative program of coaching education between the CAC and the
\ NSGBs, coaches are trained through a five level certification pro-
gram. They coach in schools, communities, clubs, and representative
teams. Each of :the NSGBs reviewed hés a coaching certification pro-

gram although none have been developed to the fifth level. .
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- iii) Officials (Umpires, Referees)

All the NSGBs in the sample have i)rogralrs which train officials
and prepare them to control competitions at varicus levels. .In some
cases, provincial sport governing bodies Have the responsibility for
developirg lcwer level officials and the national sport governing
bodi_es aséume the higher nat':ional and international levels. Interna-
tiocnal federations may have training prOgraIné for officials of that
calibre.

iv) ﬁdmﬂnisfrators

MSGBs do not have formal training prograns for sport administrat-
ors as such, although some training does occur on an informal basis
when personnel in certain positions change. Informal learning does
occur with experience in the position.

Five provincial training programs for sport administrators exist
on a multi-sport level but t:.hesg are designed primarily for provin-

cial level administrators.

2) Instructjonal Materials

Instructional materials are produced by all of the NS@s in the
-sample for Both educational and financial reasons. These materials
may take the form of audio-visual aids such as videotapes, slide-tape
presentations or films; publications such as maenuals, charts, books
and articles; verbal presentations by coaches, umpires and aéminis—

trators; or reports of varicus events.
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3) Promotiona] Materials

All of the NSGBs in the sample produce materials which promote
both their association and the sport, |

Each association has a logo which is displayed where possible on
its produci-:s. The NSGB's logo is generally found on gifts such as
pins or flags from the association, letterhead and other'publications
iged under the name of the association, Pamphlets, brochures or
advertisements may be used to promote the benefits of joining the
association, '

NSGBs promote their sport in many ways such as posters,

radio-advertising, T shirts, stickers, and promotional programs.

4) Commnications .

Information about NSGBs and their activities is cémmnicated in a
variety of ways. All of the NSGBs reviewed produce a magazine or
newsletter of some sort which is either sold or distributed free of
charge to their members. All of the NSGBs in the sample also produce
technical magazines or bulletins containing up-to-date information on
technical aspects of the sport. Both volunteer and professional ad-
ministrators and coaches are required to communicate their activit—

ies to the membership and other agencies on a regular basis through
| reports and/or newsletters. All NSGBs in the samp,le hold meetings of
the Executive, Board and General Membership throughout the year, The

activities of the association ar;\ﬁ:elayed to both the membership and
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other agencies in either written or verbal form. In—for:mation about
the NSGBs is also- sent to the membership and the general public
through phone calls -and- correspondence. Media releases, media con-
ferences and other events are utilized to inform the public of spe-
cial events of the NSGRS. |
Servjces

Services are delivered to the membership and the general public
through programs offered by all NSGBs. Programs can be generélly
classified as competitive, instructional, developmental, promotional
and high performance.
1) Competitions

Competitions at the national level are spongored and sanctioned
by all NSGBs in the sample. ) These NSGBs may or may not provide fi-
nancial assistance for the competitions. National competitions are
generally conducted on the basis of age groupings such as juﬁior,
senior, masters, and so on. .
2) Instructional Prcgrams

Formalized instructional programs for technical perscnnel are
offered by all of the NSGBs reviewed through their certification pro-
grams. These programs are available to members and non-members but
the- registration fee generally varies depending on membership sta-
tus. Other tecl;nical courses, clinics, and workshops outside of the

certification programs may be offered from time to time.
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NSGBs may provide ad hoc instructional sessions for administ—
- rators but these are on a much less férmal basis. NSGBs are some-
times involved with internship/apprenticeship programs for adminis—
tration students and at that time formal specific individualized
learning programs are established.

3) Developmental Programs

NSGBs develop programs to encourage young athletes to become in-
volved in their sport and to upgrade their skills. NSGBs have junior
deyelopment programs involving modified or mini-games, In three of
the NSGBs reviewed, skill award programs have also been devised to
' encourage youngsters to improve their sport skills.
| 4) Promotional Programs -
| All of the NSGBs in the study have developed programs to assist
their membership in promoting the sport. Such activities as minor
hqckey week and youth soccer week have contributed considerably to
the promotion of those sports.

5) High Performance Programs

High performance programs directed at obtaining excellence in
international competition are organized and implemented by NSGBs.

These programs for coaches, athletes and officials are intense and
rigorous and require considerable technical expertise. All .of the

NSGBs in the sample are involved in high performance sport programs.
. .
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Propositijon: Outputs

In order for an organization to survive, it must produce outputs
which are useful to its environment,

Whether the outputs of an NSGB be products or services, they must
be useful to their environment, 1In most cases, there are indicators
of the degree of usefulness such as the number of coaches from a
‘ particular program who are appointed to coachingJ positions, the
success of those coaches, the ability 6f athletes to meet performance
standards when trained in a particular athlete development program,
the number of subscribers to an NSGB magazine or newsletter, the
nunber of registered members in an association, the number of in-
dividuals enrolled in an instructicnal program, t‘t.1e number -of ar-
ticles displaying the association logo, the number of books or other
instructional mateéials sold by the association and so on. Once
these ir_:&ii:gt':;;s have been identified, organizations can determine if
their outputs are useful to the environment.,

- NSGBs must be aware of the indicators of the utility of their.
outputs and be constantly monitoring them. Two of the NS@Bs in the
sample were able to receive feedback through formal evaluation proce-
dures on programs once they had been initiated. Two programs were
discontinued because they were not acceptable to factors in the envi-

ronment,
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Sumery

In this chapter, a description of each of the components of the
systems model for organizations as found in NSGBs has been given.
NSGBs can therefore be described in terms of the selected system com-
ponents, As well, examples were found in the sport'—related data to
illustrate that, in zlnost cases, the propositions developed for the
systems model are applicable in NSGBs, A summary of this information
is contained in Appendix_ A, The behavior of NSGBs can therefore be
analyzed in light of the propositions developed for the selected sys-
tem components.

The description, definitions and propositions of the systems mod-
el will now be repeated in the next chapter és they apply to NSGBs to

form the descriptive-analytical model for NSGBs.



ah

CHAPTER SIX
A DESCRIPTIVE~-ANALYICAL MODEL FOR NATTIONAL
SPORT GOVERNING BCDIES

scriptive ¢ to M

The model desci:ibes the four selected systems coarponents hfor
NSGBs as outlined previously. Each of the four components; 1) envi-
ronment, 2) boundaries and boundary spanners, 3) inputs, and 4) out-
puts is described as found in the NSBSs of the sample. A summary is
listed in Figure 2. The elements which make up the boundary of NSGBs
are described, as well as those individuals in NSGBs who .perform
boundary spanning functions between the NSGBs and each of the ele—
ments of the systems in the environment. Inputs of NSGBs are sum—
marized under the headings of energy, materials and information;
outputs are described as products or services.

To furthe.r illustrate the nbdel for NSGBs, the graphic represent-
ation of i:he systems model is adapted for NSGBs (See Figure 3). The
four system components are illustrated and adapﬁed for NSGBs using '
the summary variables listed in Figure 2. A description of each of

the components as depicted in the graphic model follows.

1) Envyiro t
The environment of a NSGB consists of the task environment

and the general environment. The major components of “the task

120



121

Flgure 2
AN OUTLINE OF SELECTED COMPONENTS OF NSGBs )
Component - Summary Variabile Majqr Elements -
Environment Natlonal Associations Canadian Olymplc Assoclation A

Coaching Association of Canpda

National Sport & Recreatlon -Centre
Canadlan InterUniversity Athletic Union
Sports Medlcline Councl! of Canada
Canadian Colleges Athletlc Assoclatlon
Sports Federation of Canada
Commonwealth Games Councl!

i} Federal Government .. Fl*ness and Amateur Sport
Department of National Health A& Welfare
Department of Externsgl Affalrs
Department of Consumer & Corporate Affairs
Department of Manpower & Immigration
Treasury Boarq\

Consumers General Publlc
Schools and Communitles

QOther Support Groups Researchers ’ -
Medla
Buslness & Professlonal Groups

Provinclal Bodles Provincial Governments
Provinclal Sport Governling Bodles

Internationai Bodles Internatlional Sport Federatlion
International Multl-sport Organizations

B
[

B8oundarles’ Membershlp Structure
Goal Statements & CObjectives
Pollcles & Procedures
Mandate
Program Objectives

Boundary Protessionals
Spanners Volunteers
Inputs Energy - Human Athletes, volunteers administrators,
professlional adminlstrators, support staff,
consultants, coaches, officlals, interns/
apprentices.
Energy - Technologlcal secretarial, graphics, trans|ation,
Materilals photographlic funds (public/private),
Information aquipment, facllites, aducational sport
poltecy, resource acquisition, output
dispersal; feedback
Qutputs Products - Personne| high pertformance and recreatlonal athletes,
tralned coaches, officlals & adminlistrators
Products - lastructional audlovisual; publications, verbeal
Materials presentations
Communications magazline/newslatter, reports, meetings, media
releases, correspondence
Servlces ' competltlons, |nstructlonal preograms,

development programs, promotlional programs
high performance & recreational progroms



122

Jjoeqpaad

S8MAIBS
s)anpolyd

$80UBN|JU) |RUOLIBUISIUY)

- $31p0g IBIDUIAON]

JUSLULIBAOY) [BI9Pa

saAlo9lqQ —
slepuepy —
SINPIIVIJ —

. satiod.—
ainjoniig diysiaquiapw

UOoIBWIOU|

siguuedg Arepunog
A

- ™

S5{EUOIS52)01d

5§J29)UN|OA

swayshsqng
Buyssesoiy

Alepunog

JUBWIUOIIAUZ NSeL

JUSWUOAUT (RI8UST)

SjeUBIew
~ ABiaug

SIaWolsny

SUONBIDOSSY
BYI0




2)

3)

123

environment are the federal goverrmnent,- consumers, other national
associations and internaticnal infli:ences. These components are
shown to influences NSGBs by entering through their boundaries.
The double-headed arrows in the. model indicate that NSGBs ‘may
also be abie to influence elements of their task environment.
The general environment is shown to act on the task envirorment
but does not influence the NSGBs dir'ectly..

The b&nde{ry sufrounds the NSGB and protects it from exter-
nal influences, It-is permeable to some factors in the environ-
ment and allows the passage of designated input;'s and outputs,
The boundary de;ignates those elements which belor;g to the NSGBs
and those that are in the environment. For NSGBs, the boundary
consists of membership structure, p;)licie:.s and procedures, n-an-

dates and objectives,

The Boundary Spanners

The boundary spanners are shown-as existing partly in the
enviromnenf... ftask and general) and partly in the NSGBs. Boundary
spanners are concerned primarily with bringing infonmtionm
the organization althqugh information from the organization may
also be passed into the environment. Although boundary spanners
also have the important function of mediai:Eng inputs and |
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for the M‘:‘(Bs, thls thesig focuses on thelr mformatlon aoqulsl—
tion re5pon51b111t1es. Balodary spann.ers consist mainly of the
professional staff and the volunteers and are linked with each’ : ﬁ
: identified element. in the tssk-enviromrient as well as any uniden-
tified elements from which information may be cbtained.
4) The Inputs | R o - -‘ ) 5
Inputs are shown as coming from the task environment into
the NSGas through the bounc]ary The J_wts are transformed by
the processes of the NSGBs and are converted :Lnto outputs In-
.puts consist of energy, materlals and mformatlon and may otﬁ_":—&\
from a variety of sources within the task env1r.or/nnent'. g Feedback .
is identified as a special form of input in that it.. 1s "based on
the outputs of the NSGBs and how they are receiued in the envi-
ronment, Foedback enters the NSGBs and often causes the NSGBs to
alter their_behavior. |

5) The Outputs
The outputs are transported through the NSGB boundary and .
enter the task environment. From here they are dispersed to a L

Wf recipients. The outputs of NSGBs are cateqorized as

either products or services.’
P .
‘}' 3

T o * ﬂ

™~ - -
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,,t (o) Mod X
The definitions and propos;Ltions of the systems model form the.
__basis for the analytical component of the descriptive-analytical mo-
del fqr NSGBs. i
The -definitions and propositions made specific to NSGBS are now
presented as the analytical conponenf: of the descriptive-analytical

medel for NSGBS.

The Environment
Definition

a

The environment of NS@s may be divided into two iconponents. The
general environment consists of everything which falls outside the
boundary of the NSGB. The task environment consists of t;hose ele-
ments in the general environment which are "potentj.ially Televant for
goal setting and goal attainment, |
Proposjtions
1. NSGBs ‘seek to reduce the degree of eﬁvirorﬁnental uncertainty by

gaining knowleége about the environment.

2. NSGBs possessing knowledge of their enviromment are in a position
to exert some influence over that environment, |

3. NSGBs make internal changes to their structure and processes .to '

. enable them to deal withr a complex and uncertaz:.n environment.

A
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-

Definjtions )
m

The boundary of.a NSGB is defined as that which separates: those
elements belonging to the NSGB from other elements in the environ-
ment. It protects elements making ub@he NSG from environmental
stress and regulates the flow of information, materials and person-
nel.

Boundary Spanners

Boundary spanners are persons who operate at the periphery or
boundary of a NSGB, performing organizational ‘relevant tasks, relat-
ing the NS to the elements outside it.

Proposjtion

The greater the degree of environmental unceftainty', the greater

the need for formalized boundary spanning activities,
Inputs
D E fEion , N

Inputs are everything that enter a NLSGB {energy, materials, in-
formation) from the environment. Inputs either signal the NSGB to
behave in a certain way, maintain the NSGB or are converted into out-
puts by the processing subsystems., N
Propositions
1. The degree of dependence of a NSGB on some element of its task

environment is dirdgfly proportional to the NSGB's need for re-
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sources or inputs supplied by that element.

2. The quality of the ocutput of a NSGB is directly related to the
quality of the input,

3. In order to survive, NSGBs nﬁst obtain, as an input, relevant
feedback from théir task environment.

Qutputs

Defigition

Cutputs are those products ana services which result from NSGB
activity and are transmitted acéoss the boundary of the NSGB into the
environment.

Pgbpggition

- In order for a NSGB to survive, it must produce outputs which are
useful to its environment. |
Summary ’

A descriptive-analytical model for NSGs has been developed. The
model consists of definitions and descriptions of the four system
compenents' as they are found in NSGBs as well as propositions relat-
ing Eo the interactions of the four components; A graphic represent-

ation depicts the relationships.



CHAPTER SEVEN
/ .
RECOMMENDATIONS AND CONCLUSIONS

A review of the literature revealed that very little is known
about national sport governing bodies as organizations. It was felt
that 'in order to asseés the effectiveneés of NSGBs and thereby assist
amateur sport administrators, knowledge about NSGBs as organizations
is necessary.

It was therefore the purpose of this study to develop a model for
NSGBs in Chnadé. In developing the model, Fhe following research
questions were addressed.

1. Can a systems model for organizations be developed which can be
used to examine national sport governing bodies?

2. What propositions can be deduced from the systems model to des-
cribe elements of effective organizational behavior? |

3. Do NSGBs acé in accordance with these propositions?

Sport-related data sources provided support for the systems model
‘for organizations developed in the study to be used as a basis for a
model for NSGBS. A model for NSGBs was therefore developed. The
sport-related data sources revealed that the behavior of NSGBs did
not match that prescribed by the propositions in all cases. Recom-
mendations were therefore developed for NSGBg to bring their actual

behavior closer to that prescribed in the model.

128
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tions fo ti t i odjes
Recommendations for the behavior of NSGBs with respect to each of

selected system components are made as follows.

NSGBs should attempt to identify and to describe uncertainties
which exist within their task environment and identify the impact
which those uncertainties have on their goal attainment,

RSGBs should ensure that-they exercise their right of representa-
tion on all external bodies to which they are so entitled,

NSGBs through their boundary spanners should become familiar with

general sport issues and should formilate a position on these

‘issues so they are in a position to contribute to the decision

making process when the opportunity arises,
NSGBs should gain knowledge of impending changes which they will

_ have to make as a result of environmental influences and attempt

B)

to bring aboﬁt these 'changes under their own conditions prior to
being forced to change by external factors.

oundaries and \ s

IGGBSI should determine and study the elements in the enirironmenf
which are important to their’goal setting and goal attainment and
devise means for acquiring information about these elements,

NSGBs should take advantage of all structured liaisons or bound—
ary spanning opportunities by ensuring that individuals in bound-
ary spanning positions are diligent, informed and have the best

[
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interests of the assoéiation in mind.

Where no opportunities for structured liaison with important ele-
ments in the task environment occur, MSGBs should appoint formal
boundary spanners with a responsibility to create an informal
liaison with these elements,

NSGBs should ensure that boundary spanning responsibilities of
both volunteers and professional staff are clearly outlined in
job descriptions.

NSGBs should ensure that all information gathered by boundary
spanners through formal or informal means is reported to the de-
cision-makers of the association and that boundary spanners are
accountable to the association for their actions on behalf of the
association,

Inputs

NSGBs should attempt to find financial resources from sources
other than the federal government to reduce their dependence on

the federal government.

_NSGBs should recognize that they will always be considerably

dependeni: upon the federal goverrment for funds. They should
therefore establish active boundary spanners between their bound-
aries and the federal government .to ensure that they have

up-to-date information about and input into the government. deci-

sion-making processes.

When accepting funds from external sources, NSGBs should be aware
of a potential loss of control and therefore negotiate funds un-

der conditions which counteract this loss as much as possible,
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4. In order to ensure top quality outputs (products and services),
NSGBs should recruit competent and skilful individuals as admin-
istrators, athletes and leaders.

3. In order to obtain necessary relevant feedback, NSGBs should es-—
tablish criteria for acceptability of their outputs and should
establish a means of determining their acceptability to the envi-
ronment . ~ |

D) OQutputs

‘1. As part of the planning .process, NSGBs should conduct formal
needs' assessment before designing and implementing any new pro-
grams,

2. NSGBs should structure formal gvaluations for all programs to

ensure feedback from elements in the environment.

The informi;ion gained from reviewing gocuments in each of the
NSGB\S»,\_I\)as been coﬁpared to the systems model. Discrepancies were
detemined.between the actual behavior of MSGBs and the prescribed
" behavior of the propositions and recommendations were developed for
NSGBs., The recommendations suggéét methods of bringing the actual
behavior of NSGBs closer to that described in the propositions.
Conclusions -

A model for nationél sport governing bodies has been developed
and recommendations have been made relating to the propositions,

For the most part the discrepencies between the wactval behavior of
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NSGBs and that prescribed in the propositiocns occur in the areas of
resource acquisition, boundary spanning activities and the obtaining
of relevant feedback.

From the information reviewed, it is evident that factors in the
environment have considerable control over NSGBs. These factors are
primarily ones which control the supply of resources to NSGBs. The
data revealed that most NSGBs are dependent on one source, the feder-
al government, for 75-80% of their income. It therefore follows that
the federal government is in a position to exert considerable control
over NSG@EBs, If NSGBs are going to reduce the control which at least
one factorh in their environment has, they must diversify their sour-
ces of income so, as not to be too dependent on this one source.

The proposiigps state that in order to anticipate, cope with, and
take advantage of situations in their environment, NSGBs utilize
boundary spanners to obtain accurate, up-to-date information about.
the environment. Although boundary spanning activities are defined
to an extent for professional staff, NSGBs should make these respon-
sibilities even more explicit for both professional staff and vol-
unteers. Specific contad®s should be identified and methods of re-
laying .and utilizing information clarified.

Finally, the propositions state that in order- to survive, NSGBs
must obtain relevant feedback from their environment about the suit-
ability of their outputs, Obtaining feedback through formal evalua-

tions procedures .does not occur regularly in NSGBs. A more formal
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system of monitoring and assessing the outputs of NSGBs would ensure

that their outputs are relevant to the environment,

Contributions and E‘uth:g Research

This study makes several contributions to the field of sport ad-

ministration and suggests areas for future research.

1.

The study develops the theory that NSGBs can be considered as
open systems, This theory is developed with respect to selected
;'-'.ystem components and could be expanded to include other compon-
ents. '

The study identifies and describes the environment, boundaries
and boundary spanners, inputs and outputs of a particular
population ie. NSGBs. The model could be adapted to other
populations,

A theoretical model for NSGBs has been developed. f\E'ach of the
PL’OpOSitiO!:IS stated herein could be enpiricallyt-tested for valid-
ity. | .

The study makes general.recommendations to NSGBs which will help
them to cope better with their complex and changing- environment,
A specific NSGB could be analyzed to determine how closely its
behavior matches that of the propositions. Specific prescriptive
recommendations could be made to this NSGB.

The study introduces the concept of boundarwe spanners to NSGBs
and points out the_ importance of formalizing their activities.

The study points out the importance of obtaining feedback through

formal evaluation procedures.

/
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7. The thesis develops a model which can' form the basis of other

research in the study of NSGBs.



135

AFPENDIX A



136

NSGBs
=]
=
E o = E
K ] =13 >
S ﬂ o «Q £ 9 4]
: = o (] -Q % - : o
Bl 12|58 wl=®] 18|5|2|2|2]n
A A AV RN AR AR = | & 9
r~3 ard '8 (2] n — U a [ s Y] —- E E .2
1S53 EIE8 1S5 E[2 3181 E12]|218]|%
Sl2|&F|1alE || |E el&Elg|IE|=]<2
Proposition One .
International Role X X |l x
C0A Membership Xl ix x| x| XX [x|x|x|x[X|X]|X]|X
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Information Exchange: 3
External Affairs
Propesition Two
Environmental Change Plan
Technical Monitoring Xlxix|xlx{x|x|x{xf{x[x][X]X|X|X
Pre COWG Competition X X : X
Proposition Three
Fund Raising Mechanism xbx x| x (x|l x|x|x | x{xXxpx ;XIX
Evaluation Plans X X
Due Process Policy : X
TABLE 1

Evidence of Behavior in NSGBs
as Described by Environment
Propositions Y

Propositions

1. NSGBs seek to reduce the degree of environmental uncertainty by gaining
knowledge about their environment.

2. NSGBs possessing lnowledge of their environment are in a position to
exert some influence over that cnvironment.

3. NSGBs make internal changes to their structure and processes to cnable
them to deal with a complex and uncertain environment.
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International
Representation X . X
TABLE 2
Evidence of Behavior in NSGBs as Described
by Boundary and Boundary Spanner Propositiens
Proposition

The greater the degree of cnvironmental uncertainty, the greater

the need for formalized boundary spanning activities.
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Proposition Cne -
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(70-80%)
Federal Control X X
Recognized
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Sponsorship for X
Salaries .
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Proposition Two -
Velunteer Training X X X
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Mini-sport Programs | X X X1 XX
Women's Programs X X| x b8 X1 XX
Préposition Three
Evaluation Feedback X X
Performance Apprai- x{ x|’ ! XX
sal staff ’
TABLE 3
Evidence of Behavior in ¥SGBs as Described by
. ’ " Inputs Propositions . oL
- ) Propositions:
- . 1. The degree of dependence of a NSGB on some element of its task

I~

environment is directly proporticnal to the NSGB's need for

- resources or inputs supplied by that élement.

The quality of the cutputs of a NSGB is directly related to the
quality of the input. "

In order to survive, NSGBs must obtain, as on input, relevant
feedback from their task enviromment.

—
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