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ABSTRACT

.. The purpose of this study was to compare the perceptions of volunteers anq
‘professional staff regarding the wfitt'gan responsibilities for voiﬁn;eers. The study
included only the executive commiﬁé\e members and the two senior professional staff
involved in a single-spbrt organization and resident in the Na'tional Sport Recreation

~ Center, .

A guestionnaire was 60nstructed from the written r_esponsibi!ities of the

executive committee volunteers which were submitted by each national sport

organization. The questionnaire was developed, pilot tested, revised, and then mailed

lotwo hundred executive committee volunteers and eighty professional staff. One
hundred and sixteen volunteers and seventy-four professional staft responded-for a

percent return rate of 69.

f

* A standard t-test was utilized to determine whether there was any overall
significant difference between the perception of staff and volunteer, and whether there
was any significant difference in perception on nine selected questions. The .01 level

of significance was employed.

b !

'On the basis of the results obtained, it was concluded that there was an
overall significant difference between staff and volunteers regarding who actually
handles the writ.ten responsibilities of the executive committee volunteers. It was
further concluded that there exists significant disagreement in each of nine
responsibility areas which were examined. Therefore, the disagreement is not
" restricted to any one or several areas. More specifically, staff believe they primarily

handle the responsibilities as listed in the questionnaire, w}ni!e volunteers believe they

4
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share thesé' fesponsibiiifies. There s disagreement by each group. !t would also
seem that these salme' responsibilities should be included in the 105 ’desc;rip'tions of
professional staff, if they do share or are primarily handling these responsibilities.
Therefore, it was recommended that th; written responsibilities for éxecutive | ‘
committee volunteers and protessional staff should be compared -and clarified for *
si;nilarities leading to job overlap and to'provide spéciﬁc responsibilities for each
member. These responsibilities should be an accurate representation of the z{ciual

functions of each member and should reflect the extent of each member's involvement

in a given area.
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CHAPTER |
Introduction

i

The source of conflict and frustration betweeh volunteer board

members and paid staff in nati‘onal sport organi‘zatiohs has been a
".subject of considerable discussion by these Isame practiiioners.
'Specuiative discussiqns 6( this nature fueled the Canadian Olympic
Assaciation to commission a thorough study into board-staff
. relationships..  Goldfarb (1986) found thatl the primary reason for
friction between volunteers and pfofessio-nai (paid) staff “was,

no set guidelines, roles or_responsibilities of volunteers and

staff. Job responsibilities for both staff and volunteers are pot

well delineated/there is also a lack of understanding of their-roles
in the organization (p. 56).

Both voluntéer and staff respondents %he Goldfarb's Study
selected this set of reasons from a list of twelve possib'!lities for
friction between staff and volunteers, which Iincluded "volunteers
are not receptive to change; finahoial constraints; and a lack of

knowledge by staff".
| Just as significant is the conclusion by Goldfarb (1986) that,

there currently exists, among both professionals and
volunteers, a substantial dissatisfaction with the coverage of the
guidelines which describe volunteer activities and responsibilities.
The' general feeling among the two groups is that these guidelines do
not cover many of the activities of volunteers and, therefore, need
to be expanded. The expansion and more precise definition of
volunteer responsibilities and tasks within the various sport
governing bodies, by helping to clarify the relationship between
professionals and volunteers, may serve to reduce friction within
the volunteer-professional relationship (p. 4}.
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The significance of this conclusion lies/in its contrast to
previously held beliefs. It was: often stated'lthat the reason for
friction between volunteers and staff was due to the growing
complexity of orgamzatlonal operatlons Wthh the volunteers were
no longer capable of handling. It was thcbught that the volunteers
wereﬁcoming too far removed f,rom the day to day operations of the-

orgamzation and lacked the necessary time to accomodate these

" increasing demands. These Iong-h'eid and reported beliefs have

encouraged the federal government to provide some financial means’
which have led to the involvement of paid staff in national sport

organizations.
The Ii‘:ormal involvement of the federal government with

amateur sport.began twenty-five years ago with the introduction of

the Fitness and Amateur Sport Act. Not only did this Act refiect an

active interest in amateur sport by the federal government, but
through the contribution of fur;ding support, the era of the
professionai (paid) staff in sport administration was opened. °
Initially, Fitness and Amateur Sport (FAS) provided funéing- to
volunteers for the operational expens'es of the national sport
organizations (NSOs). "By 1965, fifty such associations received
$970,000.00 from the federal treasury” (Wolfend“n 1983, p. 4).
Despite this funding, howev?x the Government’ of Canada 51969
Report of the Task Force on SooriiQr_Qaﬂad_lﬁﬂ.& stated that

voluntary associations, lacking the support of a sufficient
number of full-time sport administrators, planners and
researchers, are simply no longer capable of coming to grips



~  effectively with problems arising from the size and scope of
athletics in Canada (p. 40). .

As a direct result of this report, the National Sport Recreation
Center, ‘Inc. ;was created. It opened in 1970 and by 1971 thirty
national associations were being provided administfa'tive services.
FAS also prqvided contributions of $12,000.00 to each association in
ordgr that -they could émp]dy an executive director (FAS, 1971). = -
Sport Canada granted a total of $430,976.00 that year compared to
the $44 million in -1985-86 which now’ |
supports 60 national sport organizations and 192 professional staff
(NSRC, 1985).

N Although the growth and development of amateur sport is
ref.lected in these changing ffgures, this success has brought with it
orgahizational 'growing pains'. The role of volunteer board members
has inevitably changed to accomodate the influx of professional
staff. This adj‘ustment has caused an overlap in responsibilities

along with confused authority and control for both staff and

volunteers. The Report from the Neilson Task Force completed in

February 1986 states

as the programs become more technical and sophisticated the
problems inherent in organizations having volunteer boards
with professional staff have become more pronounced (p. 264).

" The volunteer board member appears to be burdened with the

bulk of criticism. The capabilities of the volunteer were questioned

as early as 1969 when the Task Force on Sport For Canadians
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reported, "amateur sports officials themselves are hi.gh"ihy.f conscious
of the deficiencies of voluntary I'eadership“ (p. 31). Similar \\
comments have recurred throughout the years until this prese.n't day.
< Vo!uhteer‘ board members have been a part of amateur sport since
its beginning. Government has never felt it appropriate to éiiminate
volunteers from’ the boards of national sport organizations. As

Johnston (1982) states

the Canadian approach to sport does not endorse the idea of
only full-time professional staff, neither can Canadizn sport
consider such a proposal to be financially possible. The nature
of Canadian sport is characteristically voluntary (p. 1)

This philosophy is aléo supported by Fitness and Amateur Sport
(1985), when they acknowledge that, "Sport Canada recognizes the
important role that both velunteers and proféssional staff play in
the ongoihg development of Canadian sport "(p. 2). | |
;The co-existence of \{o!unteers and staff has been a part of the

structure and function of the Canadian sport system over the past

~two decades. Throughout this period, however, there have been

damaging allegations against the volunteer which have resulted in a
commonly held belief ihat thé primary reasdn for conflict between
the staff and volunteer lies in the shortcomings associated with the
volunteer. It is only recently, with the release of the Goldfarb
study(1986), that this belief is being called into gquestion. Even so,
there has yet to be a disciplined examination of the responsibilities
of the volunteers and staff. Goldfarb cites a lack of clarity in

responsibilities as the primary reason chosen as the source of



friction between volunteers and staff. However, Goldfarb does ‘not
state the reason for this lack of clarity. He does not comment on
whéther this is QUe to overlap of job- descriptions, thereby making
function's unclear, or whether volunteer job descriptionl's exist at all,
or whether there simply is not enough of an explanation within these
'desériptions' to make them usefu[ gqidelines. Further investigation
into volunteer-staff responsibilities is necessary to determ"‘ine the
“exact nature of the discontent in this area and provide the basis'for

a solution. : ' ’ ,

Statement of the Problem

There is evidence of friction between volunteers and
professional staff within national sport organizations. There is
also conflicting evidence regarding the source of this friction.
Originally there was suppo'rt for the opinion that volunteers were
not capable of handling their job responsibilities and it was because
of this that friction exists between volunteers and staff. More
recently, however, Golgifarb (1986)- concluded that the lack of clarity
in job responsibilities. was a primary source of friction between
volunteers and professional staff. Althodgh Goldfarb (1986)
introduced a different reason for the friction between staff and
volunteers, further substantiation is required. [t was, therefore,
necessary to determine whether there was a lack of clarity in job
responsibilitié’; as perceivgd by volunteers and professional staff.
Since no definitive l.i;st'of organizational and administrative

responsibilities exists, one which indicates whether it is the

volunteer or the paid professional who carries out that specific
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duty, an inventory was de(r/elepef:l)from the material supplied by the

NSO's. O
This study is designe:te determine the perceptions of
volunteers and. staff towards the mahagement of national°eport '
organizations. More specifically, the study undertakes to:
| a) Identify the written responsibilities of\executive

committee volunteers; '

~b) Determine the overall perceptions of staff as a gr_oup and
volunteers as a group regarding who actually handles the
responsibilities in their NSO; and,

'c) Determine the perceptions of staff and volunteers regarding
who actually handles specific responsibilities as represented by

nine selected key questions.

s



Py

d) Idermfy the level ar degree of overlap or lack of clarity in

the division of labour with regard to the perceptlons of the two

‘groups regarding the various organizational responsibilities f
: .

“identified. | . \ :

Hypothesis
Based upon preliminary expectations the following hypothesis
has been formulated: | | |
The executive committee volunteers will perceive themselves
as actually handling the responsibilities and the staff willl percelive
themselves as actually handling these same responsibilities.

Additional sub-hypothesis are:

That there will be evidence of lack of clarity in the

. responsibilities written for volunteers; ..

That there will be evidence supporting the lack of clarity -in

S

volunteer responsibilities as a source of volunteer-staff friction.

Siqnificance _of the Study

It is expected that this study will make a significant contribution
to the e»kisting research on the source of friction Between
volunteers and staff. It hopes to provide a unique contribution to theg%»"
practitioners in éport administration by providing an examination of
the written responsibilities of volunteers.  Although there is an
increasing focus on research in the sport administration area, there
are still relatively few recorded investigations in the human

resource categofy. Specifically, this study will assist by



a) collecting and providing information about the documents
containing the .written responsibitlities of executive committes

volunteers:

b) providing information about the perception of volunteers

* and staff regarding who actually handles these responsibilities to

reflect actual furictions; _

c) 'cdmblementing a recent study by Goldfarb Consu_ltanté .-(N"Iay
1986) which concludes that the greatest single factdr contrisuting
to friction between volunteers and staff is the lack of role
clarification; and, | |

d) providing information which will assist national.sport'
organizations in refining job descriptions of both volunteers and

staff -and, as a result, enhance their recruiting and selection

process.

Delimitations of the Siudy

This study will be delineated by:
a} involving only national single sport organizations;

b) involving national sport.organizgtions which are resident in
the: National Sport Recreation Center, 335 River Road, Vanier,
Ontario; | . -

c) involving only executive committee volunteers, as opposed

to vélunteers holding positions on the Board of Directors or in any

other volunteer position;

d) involving only the senior administrative and the senior
technical professional staff and not any other staff employed by the

national sport organizations, and;
3



e) involvi.ng only those volunteers and staff currentiy holding

a position and not any retired or previously involved individuals.

leltatuons of the Study

It is acknowledged that

a) the sgcope of the study does not allow cross- .-

L

referencing of the volpteers responses from each orgamzatlon
rather, the study can only group the responses “of staff and the

responses of volunteers for ltS anaiy5|s

Definition _of Terms

The following definitions will be used:

Professiona!l Staff: commonly refers to the senior level paid

employees of the national sport organization, as opposed to the paid
clerical or secretarial support staff. Positions generally include
executive direc%tor, technical director, program coordinators of
various kinds, high performance directors and ‘national team
coordinators. T‘he term "staff" will be interchangeable with
"professional staff" and will refer to the two positions of executive
director and technical director, as only they are involved in this
study. |

Executive Board Volynteer: refers to the policy making volunteer

who holds a po'sition on the executive board of the national sport
organization. These individuals are elected by the membership and
accept on a voluntary basis to sefve in that capacity. They are only

reimbursed their expenses. The portfolios often include: president,



- vice~preﬁe_nt—s,/’ag;tors-at-Iarge, | secratary, treasursr and

_/,som’é’fi?nes 'pas}-president. The executive board volunteer is
responsible for the daily oberations' of the or_ganization and /its staff
as oppdsed to the board of directors which also includes
representatives from the provinces, regions and/or clubs, ar'}d meets
only to ratify the poiici‘es of the executive board. Some individuals
use these terms interc‘:hangeabl.y and shall be adcepted, in this
.context, as the same. "Management volunteers® or simply
"volunteers" will be us.ed interch.’;mgeably with 'the term executive

committee volunteers.

Chief Executive Officer: denotes the most senior admi'nistra_tive

protfolia within ihe profeésional staff ranks. This paid-person is
reponsible for the national office operations including thé'other
profe'ssional staff. He/she genérally reports to the president and
has a tit! of ei{her executive director, general manager or,-direc;tor
general. | A

| Executive Dirgctor: is a term which is used to refer to all CEO
positions. These positions have since been sub'-divided further into:
executive director, general manager and director general. Executive
dire¢tor will be used throughout as the generic term for the CEO
position'including the general manager or director general positions,
unless these are referred to specifically. ’

- Natignal Sport Organization (NSQ): the incorporated, national

body governing the sport(s) within its constitution and by-laws. The
NSO usually possésses a hierarchical structure where clubs are
affiliated to regions or provinces and provinces are affiliated to the

national body. Policies and procedures for these affiliates are
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generated by the executive board and ultimately approved or
disapproved<py the board of directors. The NSO, traditionally, is.
specifically _cdncerned with -high performance (i.e. internatio.nal and
national calibre athletes, and ar_lj/‘ccjmp(qnents which will enhance |
this manaate. The term national sport....prgefnization (NSO) will be
uged interchangeably with national sport governing body (INSGB),
association, and, organization. o |

lifications: the skills that an individﬁal possesses which’
matchﬂ ther c,riteri/a for a given position. The skills will include:
academic education, job-related experience, technical exper.tise and
athletic achievement in the sport with which they' hold their
position .

r ristics: the personal. attributes and dembographics
pertaining .to the individual or group. These chaﬂracteristics will
include: age, sex, marital status, nétionaﬁty, residence, occupation,
income, Iisngth of service in a position. | |

B. esponsibilities: the description of tasks and duties within a
gi\}en job position or portfolio. Written responsibilities are those
responsibilities for a; executive committee volunteer position which
are written and used by the organization when a description of the
job/position requirements are requested. Actual responsibilities
are those responsibilities which are performed by the individual

holding that position.
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CHAPTER i
Review of the Literature '

The review of the literature has been presehted under two broad
categories: _ .
| A. National Voluntary Organizations; and,
B. An Historical Context related to. National

Sport Organizations

A. National Voluntary Organizations

The nature of voluntary organizations suggests that friction -
3 between vbﬁlrunteers and staff" wouia exist 1ri1aspect|ve of the- particular
focus of the organization i.e. sport, health, or social service. *Although is
is logical to assume that this link would exist, studies which examine
friction between staff and volunteers are absent. As Goldfarb (1986)
recently found, this area was worthy of investigation in national sport
organizations, as it also seems it 'would be for national voluntary
organizations. - |

The literature was reviewed for its reference to confiict of a !
gen.eral nature related to volunteer service organizations other than sport.
A I‘ibrary search suggested that eight poss_ibilities ex‘Lsted (Appendix D).
However, after reviewing these references, each of them wefe rejected.
None of -these were able to contribute to the study or had any.applicability
to the study even in a general sense.

The following agencies were also contacted'for their acceés to or

information about studies related to conflict within voluntary service

t
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organizations. The agencies contacted were: (1) United Way/Cen.traidé
Canada: as the umbrella agency servicing a number of member sociai'
service organizétions; (2) National Health and Welfare*Canada: as the
federal government department which E:Q\_/_iggs grants to voluntary
.agencies and provides grants for r_esearch\related to these associations.
Within the federal Min_istry of Health and Welfare, the Sustaining Grants
Program for both National Voluntary Health- Organizations and Nationél
* Voluntary Social Servica' Organizations reported that no studies, to the
best of their knowledge, existed in. this area, but that a study of.this
nature would' be applicable; (3) - Canadian Health Aséociation, Ontario
Health Association and the Canadian Medical Association: as.the
management and administrative bodies ‘which supply fesourcéé, programs
and services to health professionéls. They do not have any information or
studies of this nature on record or in their clearinghouse for resources.

~ Goldfarb's (1986) study confirms that the lack of clarity in job
responsibilities is a pémary source of friction between volunteers and
professional staff in national sport organizations. Friction of this kind,.
between the key policy and decision makers is bound to have an adverse
effeci on the organization. It would, therefore, be an area which merits

attention in the pursuit of increased organizational effectiveness.

]



B. An Histo’ricall Context

. The historical context will be presented uinder four categoriés. Each
category will be presented as it relates to the voluntesr board member .

and professional staff 6f national‘sport' organizations. These categories

are:

. 1. cultivation of professional staff;
2. role of the volunteer;
3. responsibilities for management of natlonal sport
organizations;
4. characteristics and qualifications of national sport
organization managers.

a

[

Cultivation of Professional Staff

Sporting activities have been a part of Canadién history going .back

to the nineteeth century. The 1969 Report of the Task Force on Spod for

Canadians describes the early activity engaged in ,ax;:‘i:é basic and
unorgénized. This activity was organized out of a desite for inter-
community competition, which turned into regional, then national

competition. According to the Report

the two most persistent threads in the story of Canadian sport are
the drive towards some kind of national championship (and
therefore, national organization), and the operation of community
spirit.to sustain such wide ranging competition (p. 9).

Broom (1979), and Howell and Howell (1969) have recorded evidence
of the existence of sport governing bodies in the later years of the

nineteenth. century and throughout the present century. At first the sport
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governing bodies primary function was to govern by establishing rules and
to arbitrate disputes (Broogn, 1979). As 'inter-regional. inter-provincial,
national and international competitions became more frequent and
popular, .the desire to organize formal sport governing bodies at the
national Ieve.l‘gained"' impetus (Wolfenden, 1983).

The federal government origin)aliy became involved with recreation
and sport in 1943 with the passir‘l'g"'of the National Physical Fitness Act.
This Act however was repealed in 1954 because it was ineffective. ‘
Davidson. (1977) reported that the concern over the relative lack of
fitness of Canadians and the poor showing by Canadians in international
comhetition resulted in tremendous renewed pressure for federal
government action. Thus, Bill ‘C—131 The Fitness and Amateur Sport Act
was adopted on September 15, 1961. The Act was the first major form of
federal government assistance specifically directed to amateﬁr sport.

Not only did this Act generate an active interest in amateur sport by
the federal Qovernhwent, but it also cultivated the era of professional
staff in national sport organizations through the contribution of funding
support. At first the fin;anciai contributions were brovided to volunteer

managers to offset operational and program expenses.

In 1961, nine national sport organizations received $88,000.00 under
the Fitness and Amateur Sport Act. By 1963, thirty three national
sport ‘governing bodies shared almost $500,000.00 in financial
assistance. Two years later, fifty such associations received
$970,000.00 from the federal treasury (Government of Canada, 1981

p. 7).
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. Despite this influx of financial assistance, however, the 1969 Task
Eorce Report described administrative difficulties as a major obstacle to

growth and development in many sports. It went on to say that

\\

typically, the president of an association is also its administrative
staff, accountant, legal counsel, public reiations officer, and
stenographer, though members of his executive may relieve him of
some of these chores on an irregular basis. The national head office

of the associatioon may well be the president's rumpus room, or the
kitchen table (p. 58). (

Wise and Fisher (1974) numbered full-time amateur sport governing body
executives and administrators in all of Canada before 1968, at fewer than

twenty. The Task Force on Sport for Canadians (19é9) report provided

gevidence that this total reliance, on volunteer managers was no longer

appropriate to the administration of sport.

Voluntary aésociations, facking the sSypport of a sufficient number
of full-time sport administrators, planners and researchers, are
simply no longer capable of coming to grips effectively with

problems arising from the size and scope of athletics in Canada (p.
40}. '

It was as a result of this report's (1969) recommenaations regarding
these obsérvations that the National Sport Recreation Center (NSRC), |
originally caliéd The Administrative Centér for Sportand Recreation, was
opened in 1970. In its first year of operation, thirty national sport
orgjanizations entered the Center. Each was eligible for annual grants, one
of which provided up to $12,000.00 to help employ an executive director.
Thus, the development of amateur sport_ had fostered the creation of the

professional sport administrator. This has been touted as a landmark
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achievement. Campagnola (1977), called the creation of professional
staff
a turning point in- Canada's sport development. Since that time,

amateur sport has been more methodical, more organized and
cohesive, and less random than in the past (Canada, 1979 p. 16).

Regan (1981) agreed when he stated, also retrospectively

the increased role of full-time professionals operating out of
national headquarters offices has been the greatest single
infuluence on administrative and organizational development in
amateur sport.(Canada, 1981 p. 9).

’

The number of resident national organization's has grown since ‘the
NSRC's first year. Ten years later, in 1980, fifty-nine associations were
housed in the Center. As of January 1988, sixty-eight associations were F
resident (NSRC, 1986). Out of these sixty-eight, 54 are individual
national sport ‘erganizations, while the other 14 arer multi-spbrt
organizations, such as the Canadian Olympic Association or the Coaching
‘Association of Canada or recreation associations such as the YMCA. Since
the introduction of fedéral contributions for professional sport
administrators in 1970, there has been a significant increase in the
number of professional staff resident in the NSRC. According to the NSRC
Directories, there was an increase in Sport 'C:.anada‘supported professional
staff positions from 11 in 1970 , to 58 in 1976, and 192 in 1985.

These:professional staff posiktio;fs include various titles within the
generically used terms of the executive diregtor, fechtinical director and
program coordinator positions. Executive director can often be used to

refer to the directof}general and general manager, as well as the
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executive director. Technical director is often used to refer to other
technical positions as well, such as high performance diréctor or the
national team .r;o'ordinator. ~ Program coordinators may include the
domestic development coordinator or coaching coordinatbrs. As indicated
by' the NSRC Directory (1986),.there were 92 exscutive or technical
director positions and 89 program coordinator positions.

The position of the executive director, having been in existence
since 1970, has come to be regarded in many different ways. For instance,
NSOs like the Canadian Soccer Association and Basketball Canada with 7
or 8 staff respectively and with budgets exceeding $500,000.00, have
thﬁir senior administrative officer called: Executive Director (Fitness an,d
Kﬁ-;ateﬁr Sport,*1985). Likewise, NSOs like the Federation of Canadian
 Archers and Canadian Team Handball Association, with only 3 staff each
and budgets under $250,000.00, -also title their senior adminstrative
posiiion: Executive Director :(Fitness and Amateur Sport, 1985).

Until 1986, any suitable classification of this position relative to
“the re_sponsibilities held within the NSO was lacking. As Taylor (1976)

comments

¢

there is an inconsistency in leadership. In some federations the
executive director is an integral part of the decision making
process. In others, the president phones on Monday with that week's
instructions ... . Finally, we have the executive director who
functions as a clerk (p. 27).

in order to alleviate this difficulty, Fitness and Amateur Sport (1985) has
drafted a framework within which supported staff persons will-operate.

The framework divides the CEO position into Director General, General
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Manager and Executive Director, with the latter being the. lowest
classification in that position. The framework also outlines the other
supported professional staff positions as : Technical Director, High
Performance Director, Technical, Program o'r Administrative Coordinator
(Fitness and Amateur Sport, 1985).

The rationale for the categorization as follows

the objective of the 'Sport Canada salary support grid is to establish
the ‘relative value' that Sport Canada places on each position (and
each incumbent employee in every position); and, by slotting every
position and every incumbent, to objectively determine the precise
level of Sport Canada support. This 'relative value' becomes the
Sport Canada financial contribution to the funded
position/incumbent (Fitness and Amateur Sport, 1985)

*

The draft goes on to describe the criteria for categoriZing these positions.
Thgse criteria include membership size -of the NSO, high performance
results, participation base, and the incumbent's years of experience in the
position (or equivalent). Finally, the draft provides an overview of each
position, its scope, authority and accountablity  (Fitness and Amateur
Sport, 1985). Since Sport Canada contributes the financial support for
these positions, and because an NSO must comply with these and other
guidelines to receive its funding, the NSOs will adopt these

recommendations. Sport Canada has in this way further cultivated the

importance of the professional staff with this framework.

len
Prior to 1970, the Canadian national sport organizations functioned

primarily on a volunteer basis, with volunteer governing board members,
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volunteer adrﬁinistrators, and volunteer program organizers. Pugliese and
Taylor (1977), found that

in the past volunteers were 'The Association’ in fact, the number of
fuli-time paid employees could be counted on the fingers of one hand
(p.2). *-

The National Sport Recreation Center opened in 1970 and then the
federal go{/ernment through the Sport Canada Directorate of Fitness and
Amateur Sport began to support professional"staff positions. This
introduction of professsional staff into a once exclusively volunteer
domain‘ has changed the role of the volunteer in NSOs. The 1986 Regport
from_the Neilson Task Force commented that

the traditional role of the volunteer board member is being
" challenged. As the development of elite athletes becomes more and
more complex, boards are facing the potential of radical change in
the division of management authority, technical expertise and
policy-making (p. 268). ,

w

This statement echoes an observation made seventeen years previously

when1969 Report of the Task Force on Sport for Canadians . stated that
* wi

voluntary associations, lacking the support of a sufficient number of
full-time sport administrators, planners and researchers, are simply .
no longer capable of coming to grips effectively with problems
arising from the size and scope of athletics in Canada (p. 40).

One might argue that as the fuil-time administrators were
employed, their role would be ore of assisting the volunteers to carry out

the daily administrative tasks. Moynihan (1982), writes that, "full-time
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staff' existed to help the volunteer do the work of the association” (p. 25).
Campagnola (1977) concurred but sugg‘ésted that the volu.nteers were

unable to handle the demands of the NSOs

almost every sport governing body has developed and executed
technical programs (coaches, instruction, performance). The
programs in turn have led to strains which have been most intense
on the administrative and constitutional side. The administrative
strains arise because the demands of such programs often tend to go
beyond the capacity of dedicated volunteers to satisfy them. When
this happens, the tendency is to turn over the day-to-day functions
to full-time professional staff (p. 5). '

Thus, along with the inclusion. of full-ti_me professional staff there came .
a greying of roles. The questions, What do | do? What do you do? What do
we do together? needs answeriné (Pugliese, 1977). While there may be
personal ﬁncertainty on the pz;rt of either professional staff or volunteers
as regards role, there is clarity in NSO by-laws; Frisby (1983), Neill
(1‘983) and Wolfenden (1983) concur that the voluntéer Board of Directors
possess the ultimate authority for the organizatioh. This authority exists
today as it existed before professional staff were involved.

Throughout fhe literature, reference is made to the traditional role of
the volunteer and the subsequent changing role of the volunteer board
member. The Touring Office of the Canada Council produced a series of
illustrations describing the development of voluntary associations. These
depictions provide the best reflection of the traditional role and the role

changes experienced by NSO volunteers.
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In the 'Beginning’ illustration, it was the volunteer or a group of
volunteers who organized the activites for themsel‘ves‘or other sport
| participants.- | The.volunteer who starts an association does so, quite
naturally, on the basis of his interest in the activity it offers. ﬂ.This, period
has often been referred to as the 'kitchen table era', where gdministration
was handled by a volunteer secretary. The.work was often done either at.
their home or place of employment. As the affairs of the group begin to
increase, the organization also becomes more formalized. Bratton (1971)

explains that

one of the first steps in the formation of a voluntary association is
the election of an executive body. As the association becomes
established, the executive body is gradually given greater
responsibility in conducting the business of the association (p. 12).
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Although the number of tasks and activities expand, the organization
continues to function exclusively with volunteers. There comes a point,

as described by the 1969 Task Force Report on Sport for Canadians, where

the. duties begin to overwhelm the volunteer administrators

... (they) were so swamped in the day-to-day details of low level
-~ administrative correspondence, with periods of frantic activity for
fighting sudden fires or unravelling snarls, that they had no time to
think about the direction in which their sport was heading, much
less to formulate plans for shaping its future (p. 58).

The organisation then shifts into the 'Developing’ period where a
decision is made to hire a paid person to handle some of the problemﬂs. In
1970, Fitness and Amateur Sport assisted by introducing their grant for
staft support {FAS, 1970). Some NSOs were able to move from the kitchen
table to the National Sport Recreation Center where the professional staff
had a secretary and an office. The intent of hiring this staff person was
to allow -the volunteer members on the Board more time for policy and
decision-making. This often brings with‘ it changing roles and shifting
relationships, and the various positions of power which inevitably have to
be sorted out. ‘

The NSOs employed executive and technical di'rectors during this period.
to assume the administrative and technical tasks. Some NSOs have
remained. at. this.staée, while others have expanded to the 'established’
stage (NSRC Directory, 1986). Neill (1983), differentiates the various
stages which NSOs go through as demonstrated by means of the degree of

authority and responsibility given to the professional staff
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in some associations, the employees assume the traditional staff
role of carrying out the plans and policies of the Board of Directors.
In others, the employee has become the President, Vice-President or
Director General, thereby assuming more authority than the
traditional staff role (p. 2).

Frisby (1983), Wolfenden (1983), and Neill (1983) agree that the typical
sport governing body is composed of a natisnat board, an executive -board,
and a number of committees. They are responsible for policies and
procedures for their sport at the national level. This group is also
responsible for paid staff who carry out the day-to-day administration of
the association. As with the 'Established' model, there exists auxillary
voltmteers, generally charged with the speciftc tasks associatect with
programs or events. |

The literature provides arguments supporting both ths continuing
relevance of the volunteer while at the same time encouraging the
inclusion of still more staff positions. On the one hand the volunteer

component is encouraged. Campagnola (1877) stated that
in our complex sports structure wrth its immense variety of
autonomous national, regional “and loca! associations, great care
must be taken not to blunt or discourage the drive and enthusiasm of

the private citizen whose voluntary work remains a foundation to"
our system (p. 7).

Later in the same document she once again noted that, "volunteer '
involvement is essential to the Wealthy development of sport" (p. 17).

Pugliese (1977)-in his historical perspective states that

in the 1970's, the volunteers are still the life blood of the sports
associations, and will continue to be so in the future. It will be

flegot

gv
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impossible and undesirable to replace all the volunteers with paid
people (p. 1). , e

._J—-—"

Johnston and Slack (1982) conclude frayn their survey of approximately 50
volunteers involved in the administration of amateur sport organizations

that

to remove the influence of the volunteer who has been largely
responsible for the development and delivery of amateur sport in
Canada, would drastically change the complexion of amateur sport.
it was felt that amateur sport would cease to exist without
volunteers and that the personal committment held by volunteers to
their sport could not be matched by professionals (p. 4).

Others, however, have called into question the capabilities of the
volunteer. Regan (1981) wrote that the federal government would work to
"develop leadership programs aimed at the. hard-working but often

untrained volunteer administrator” (p. 10). - Gilbert's comments were a bit
- 4
harsher when he wrote

sport governing 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 old nickel and dime philosophy (p. 18).

Taylor (1976) also criticizes the capability of the volunteer

administrator

the volunteers change every two to four years, they're never around
when needed, and how can they supervise from a distance of 1,000
mites? Sport managment is now too important to be left in the
hands of the volunteers (p. 26).



Johnston and Slack (1982) explain that some respondents to their.
survey concluded _that, "the hiring of professionals would best remedy the
current problem of the untrained volunteer” (p. 4). -These people felt it
would be a "fruitless endeavor” to train volunteers because of the time
committment required and the rapid turnover rate of volunteers Pugliese

(1977) comes ‘to a similar conclusion that

the volunteer must begin to seriously consider the possibiiities of
turning morfe volunteer positions irto full-time jobs and employing
people with the skills that are needed to implement the tasks (p. 4).

Moreover, he continues with his unique conclusion that

in the future, the entire managment of associations will have to be
handled exclusively by the paid professional because the volunteer .
will not have the time that will be demanded to manage the
association (p. 4).

The controyeréy surrounding the role of the voluntee‘r board members
and.their capacity to handle the managment of an NSO is still an area of
active debate.- Criticism has focussed on the \)olunteers without a full
understanding of the. invaluable qualities that they may briﬁg to their
position. There appears to be a readiness to blame or scapegoat the
volunteer as inadequetly prepared or unable to manage a national sport
organization. Very little attention has been paid to any other coniributing
factors which may also lead to difficulties associated with the functions
of these organizations. In order to. judge the merit (or Iac'k) of the

conclusions made about the role of the volunteer, studies identifying the
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qualifications and characteristics of both the volunteers and the e

professional staff must be reviewed.

Management of National Sport Oraanizations

The management of NSOs is shared between the vblunteer Board
members and professional staff. Each of thésé two groups can be divided
further into specific positions The delineation of taéks wi*hin these
portfolios is accompllshed by means of job descr:ptlons for staff, and by
the association by-laws for volunteers.. The literature pertaining to NSO's
will be expldred regarding management volunteers as a group. The
professional .staf_f position of the executive director for the association

will also be explored.

* Staff Responsibilities
The first professional staff hired in NSOs were executive directors

(NSRC, 1971). Their positions were created as a direct result of the

recommendations from the 1969 Task Force Report on Sport for Canadians
which indicated that the volunteer members were badly in need of
administrative assistance. Since that time there have been several
attempts to provide a framework for the roles and responsibilities of the
executive director. The Council of Executive Directors , NSRC (1975)
outlined ten roles and six responsibilities which were further delineated
into categories of tasks. The roles generally stated that the executive

. director reported to the executive committee and implemented the

policies of the Board. He/ she should
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act as general manager of the Association and thereby manage the -
human and financial resources and should be involved in all areas of
the Association's operations but without a vote (p. 2).

Other roles .included supervision of other staff, leadership,
communication, basic administration and golod business practices.
Responsibilities were categorized into administration, budgeting./fund-
‘raising énd public relations. | ]

The Council of Executive Directors coptracted The Canadian Sporf/’
Institute (1977), to develop a profile of ‘the national sport administrator
in Canada. The purpose of this was to design a professional development
program for executive diredtors. In general terms, the study suggested

that the skills and knowlege be classified into four major categories:

1. knowledge and skills in the Canadian sports structure,

2. knowledge and skills in the functions of sport development;

3. knowledge and skills in the administrative techniques or
functions of sport association management , and;

4. knowledge and skills in the practises of management and.
leadership functions (p. iv).

The sport administrative functions were sub-divided into: management
and information systems, office administration, -effecti‘ve c_ommuniéation
techniques, marketing, public relations, legal aspects and financial
management. The sport management. responsibilities included were:
research and inforfation gathering, sport program plﬂning, lee_;dership of
and within groups,, association decision-making, personnel administration
and self management.

The profile contains the specific tasks rélated to these functions and

responsibilities. As a collection of the national sport administrators
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duties it reflects rather wide parameters involving many varied tasks
(Canadian Sport [nstitute, 1977).

" In 1979, the Fitneés and Amateur Sport Branch compiled, "A Composite
Job Description of the Position of Executive Director”.  In this document,
four roles are outlined under'bvhich the responsibilities pertaining to each

_role are defined:

. Role 1: Chief‘ Administrative Officer - responsible for the efficient
'utili'zation of the human and financial resources at the disposal of
th‘e Association (p. 1). The responsibilites for this are financial -
management, office management, communications, planning and

decision making.

-
o<

Role 2: Manégﬂment Training Director- to monitor and/or bring.into - _‘

being programs ihtended to create an awareness of the tools of

management needed and available which can assist the Association
. in the conduct of its a.ffairs (p. 6). The -responsibi'lities assigned to

this role include training programs for volunteers and, paid staff,

L] \
records and files. \

Role 3: Coordinator of External Communications (p. 7) - which
includes external liaison, public relations, files and records,

meetings.

Role 4. Research Director of Administration (p. 8) -
responsibilities attached to this role were: state of the art, goal

setting, analysis, repbrting.
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Wolfenden (1983) developed a slate of forty responsibilities and
asked national executive directors to rank them by degree of relative
importance.\ Wolfenden also askeé presidents of NSOs to rank these same
responsibilities accbrding to their perception of how they pertained to
‘their executive dire;ctor. Wolfenden (1983), identified a number of
implications of this study. The data suggested that the executive
directors wanted to focus on certain responsibilities to the exclusion of

-

others

executive directors appear to want to perform some of the
responsibilities which may more properly be the lot of presidents.
For example, they considered responsibilities of the managerial kind
to be of lesser importance than did their presidents and they judged
responsibilities pertaining to planning and policy making to be of
greater importance than did their presidents (p. 113).

In 1985, ‘Sport Canada developed a framework which signifiéantly
altered the professional staff position, previously encapsulated by the
- title of executive director. Sport Canada, in a draft document, which
categorizes the executive director position into: birector General,
General Manager and Executive Director. The draft provides thg‘“ overview,
scope, authority and accountability of each position. The director general
introduces policy whereas the executive director leaves policy
determination to the elected authorities, the board volunteers (pp. 1-3).
This new framework appears to elevate the director genera_[l to alieve‘l}v,on a
par with the management volunteers, whereas the executive director title

is reserved for the CEQ eperating in the more traditional role of adviser
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and implementer of board policies. The director general position
introduces the new coq&ept of control and authority as part of the

professional staft position.

Volunteer Responsibilities
The resbonsibiiities of volunteer board members have not been so
frequently examined. They exist in the constitution and by-laws of each
NSO as required by the regﬂlations governing incorporation. However, as a
collection, they are not often revealed in the literature. Wolfenden (1983)
outlines the general functions of members of national sport organization
boards. He found that
whilé national sport governing bodies vary in size, degree of
organization and methods of operation, they share a number of
common structural elements. An executive committee consisting of
vice-presidents ' responsible for the public relations, technical,
financial and administrative aspects of the organization, a
secretary-treasurer, and the professional staff -all report to the

association's president. The sport body's past president typically
serves in an advisory capacity (p. 28).

Fitness and Amateur Sport (1983) conducted a national survey to
determiné the profile of volunteer leadership in Canada. The survey .
sample included national, provinéial and local sport organizations. The
data -has also been delineated into these same categories. Only
information pertaining to the national level board volunteer has been
provided here. The response from national level board volunteers was also

sub-divided. The data collected was based on the following returns:

President or Chairperson 26%
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Vice-President or Vice-Chairperson 26%

Secretary 5%
Treasurer or Secretary-Tréasurer 2%
Directors at Large 41%

The Fitness and Amateur Sport (1983) "Volunteer L&ader Survey”
reported, amongst other findings, on the responsibilities of volunteer
board members. The main responsibilities identified for national board
volunteers were categorized by presidents and other board members.

They ranked their responsibilities as:

Presidents Board Members

Leadership & Supervision Internal’ Communications -
Conducting Meetings Attending Meetings
Internal Communications > Committee Woark
Promotions & Public Relations Leadership & Supservision
Financial Management Liaising

(p. F-16)

With {hé exception of Wolfenden's (1983) comment and the Volunteer
Leader Survey, Fitness and Amateur Sport (1'983), little else can be found
regarding the respdnsibilities of volunteers. Pugiiese (1977) provides a
suitable summary on the possible reason for this lack of information and
explains what is generally thought of the responsibilities of execu'tive"

committee volunteers

the ratio of professional to volunteer is now changing with the full-
time employee taking on more and more of the day-to-day operations
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and leaving the volunteer involved in the more intangible areas of
policy formation (p. 1). .

Recent information has become available through a study completed
by Goldfarb (1986). In his report, he finds that the primary reasons for

friction between volunteers and professional staff is that

job responsibilities for both staff and volunteers are not- well .
delineated/lack of understanding of their roles in the organization
(p. 57).

Goldfarb's (1986) data indicates a problem with the division of \

responsibilties in policy formulation. They continue on to conclude that

it is a problem (conflict) inherent in the very nature of an
organizafion directed by volunteers and staffed by professionals.
The tensions evident in this study can be expected to increase over
time as sport governing bodies grow in size and face increasingly
complex demands upon their organizations (p. 4). '

1

Characteristics and: Qualifications of NSQ Managers

Once again, the literature provides little -information about the profile
of professional staff and volunteer board members in NSOs. Some
characteristics and qualificat'ions of each group have been suggested, but

there is little evidence to corroborate these suggestions.

Professional Staff
"~ Goldfarb Consultants (198;6“)/completed a demographic profile of
professional staff. His data indicated .that 70 percent of staff are males,

46 percent are 18-34 years old and 43 percent are 35-49 years old, 59
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percent have children, 64 percent are married, and 82 percent have
some/completed university. Coe

Wolfenden (1983), also completed a relatively combrehen‘sive study of
executive directors. He gathered data on age, experience in present |
position,_previous exper‘ience,. formal education and academic preparation.
The\ ean age of 44 executive directors was 39.2 years with a range from
24 to 62'years old (p. 50). Investigation of the executive director
qualifications  showed that experience in the present position ranged from
one month to twelve years with the mean at 3.7 years. Exploration of the
previous experience of executive directors yielded a variety of

experiences

the directors ha;é’ a mean of 4.3 years in previous sporis
administration positions and 6.9 years in other administrative
positions. Over 72 percent of the executive directors had a minimum
"of 1 year experience in sport administration, while 54.6 percent had
a minimum of 1 year -experience in other administration. In all
instances, the executive directors had previous experience in
administration prior to entering their present position (p. 52).

According to Goldfarb (1886), the highest levei of formal education
‘ completed by executivé directors was a master's degree (20.5%). Fifty-
two percent finished their bachelor's degree, 11.4 percentr received a
college diploma, and 15.9 percent finished only high school (p. 53). The
academic preparation of the 37 executive directors who held collegiate
diplomas or higher, disclosed that 46 percent of their professional
‘preparation was in physical education. In addition to this, Goldfarb (1986)

states
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almost 22 percent of the executive directors held degrees- in
commerce or business administration. The remaining 32.4 percent
of directors holding diplomas or degrees did so in areas ranging from
electrical engineering to political science to education. All but 2 of
the 8 master's degrees were in physical education (p. 54).

A recent study'was completed by the Canadian Association of Sport
* Administrators (1986) tc; determine their professional development needs.
The survey sample, however, includes data from both executive and -
technical directors. It is useful to note the variety of educational

backgrounds held by these professional staff:

B. Arts 18% B. Rec 1%

B. Phys. Ed 18% B. Eng 1%
B.S 7% B. Admin 2%
B. Comm 6% B. Ed 4%
M. Phys. Ed 22% M. Sc 3%
MSW. - 1% Ph.D ' 1%
College . 4% No Post Sec. 10%
Other 7% Not Returned 5%
(p- 3)

This study indicates that 11 percent of the professional staff have a
college diploma, 57 percent"ha\'/e a bachelor's degree, 26 percent have a
master's degree, and 1 percent have a doctoral degree. Ten percent of the
staff do not have any post-secqndary education at all. |

Wolfenden (1983) had also asked respondents to indicate the highest

_level of competition in which they participated as an athlete, specifically

in the sport for which they currently were the executive director. He
found that ®

twenty percent of the directors had never competed as an athlete in

the sport or sports governed by the association they administer.
Just over 22 percent had competed a the recreational level, 5
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percent inter-scholastically, 7.5 percent inter-collegiately, 27.5
percent nationally, another 10 percent internationally , and 7.5
percent professionally (p. 55).

Forty-five percent of executive directors, according to this study,
competed at a level higher than university or college. In total, 72 percent
of executive directors had some athletic e)gperience' in their sport, either

on a recreational or competitive basis.

Volunteer Board Member

A number of studies have reported on the quallflcatlons and
characterisitics of volunteer board members documenting information
about occupation, education, sex, geographlc distribution and athletic |
experience. Each study served to substantiate the findings of the previous
ones. ' |

Bratton (1971) studied'the volunteer bgard mé&mbers of the Canadian
Volleyball Association (CVA) and the Canadian AmateUr Swimming
Association (CASA). -He concluded that these volunteers were dominated
by upper socuoeconomrc status (SES) individuals. He based the SES
indicator on educatlon and income, as did the researchers who followed
him. Sixty percent of the CVA and 40 percent of CASA volunteers had
completed -college and almost half of them had graduate degrees. Bratton
(1971) also noted that more than half of the voluntee'rs in his study
reported family incomes above $10,000.00, compared to 25 percent of
Canadiarl families, indicating that national sport volunteers tended to. be
from the higher economic bracket. = Bratton (1971) also discovered a mean
age of'40.6 years for CASA volunteers and 29.5 years: for the CVA

volunteers.
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Hollands and Gruneau (1979) studied the characteristics of 'sport
executives in a Iongltudlnal study of samples taken from 1955, 1965,
1975. They found in all 3 years more than 65 percent of the executlves
came from the manageria! or professnonal/techmcal occupations.
Regarding education, they found that 34 percent of the 1955, 37 percent of
the 196\5, and, 62 percent of the 1975 board members had completed
college. These figures were considerably higher than the national
averages which were 3, 4, and 5 percent respecti\}ely. Hollands and
Gruneau (1979) also found that only 17 percent of the 1975 board
members were- women, that generally ages ranged from 30 - 50 years, and
that anglophones were predominent. |

Beamish (1978) studied the SES and demographic characteristics of a

/,/-*sample of volunteer administrators from 22 national associations. He

/ found that 81.4 percent board members came from the managerial or
professionai/technical occupations, compared to a national average of
46.6 percent. The average income for tﬁese categories is $1'1,128.00 and
$12,104.00 reSpectiver. The highest incomel category for the 1971
income year began at $10,000.00 . Thus, Beamish concluded, as had
Bratton (1971), and - Hollands and Gruneau (1979), that sport volunteers
pnmarlly come from the upper SES classes.

Beamish (1978) also found that 69.2 percent of the national sport(i
volunteer administrators completed university, compared to 10.4 percent
of the Canadian population.‘ This 69.2 percent was broken down further to
indicate ,tﬁat 48 percent had post graduate education.

Beamish (1978) discovered that just under 80 percent of the
volunteers had been recruited from urban locations, while almost half of

the Canadian bopulation resides outside of the top 25 population centers.
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In addition, "almost ha!f of the volunteers (42.8 %) came from Canada's
five largest urban centers” (p. 13). - Wolfenden (19835_)Iater confirmed
similar findings. He reported 71.8 percent of tﬁ'eg:,_presidents resided in
urban centers and almost 68 percent lived in Toronto, Montreal, Vancouver
and Winnipeg. _

Unlike the other researcﬁers, Beamish (1978) recorded the past

competitive athletic participation by volunteers. .He found that:

t

"at least 53.6 percent of the 146 respondents had reached the

. provincial level as an athlete, 37.7 percent had reached the national
level, 26 percent the international level, and 2.8 percent the
professional level" (p. 13). - . _,.f

Slack (1979) investigated the characteristics of volunteer sport
administrators on provincial sport organization beards in Alberta. Even
though his study was provincially based, his results were consistent with
the findings from national leve! volunteer studies. -Slack (1979) found
* that 44 percent of the volunteers held a college degree and that nearly
half of these individuals also held graduate degrees. “ He also discovered
that over 73 percent of the sport volunteers had an income in excess of
$22.000.00 Both of these figures compared to the Alberta population
average were consider'ably higher, therefore, leading Slack (1979) to
conclude that these volunteers came from upper SES classes. Slack
(1979) also found that the majority of volunteers were married and that
more males than females were involved. |

The Fitness and Amateur Sport "Volunteer Leader Survey” (1983)
substantiéte the findings of the previous studi\es. The data reveals 81

percent of volunteers with a college or university degree. The survey used

A
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different categories than Beamish (1978) and, Hollands and Gruneau
(1879), to gathér resbonses to occupation. The survey récbrded 36 percent
of volunteers had office-related jobs, 18 percent were in education, 17
percent secretarial/clerical, and 12 percent were homemakers (p. F-6).
These results differ from those preﬁiously recorded. The survey data
included increased numbers in the clerical/homemaker related positioné.
The reason for this may be that the survey did noi break down the »
occupation results into local, provincial and national data. |
Goldfarb (1986) found that volunteers tend to be slightly older in
age than professional staff (average age of volunteers 43 years and staff
37 years), volunteers are more likely to be married (83% compared with
64% for staff), and have children (75% volunteers and 59% for staff).
Voluntesrs also tend to have slightly higher household incomes ($50,000
éompared with $44,000 for staff). Both staff and volunteers are primarily
composed of males (77% volunt&eer and 70% staff) and both are highly
educated (90% volunteers and 93% staff have some college/university

education).

mmar

The literature has been reviewed to provide a clearer understanding
of the broblems relevant to this study. It also ;;Iaces the problem in
context from an historical and future significance perspective. The
literature is reported under four categories which provides a methodical
means of exposing the followingi problems.

The literature clearly shows that management volunteers in NSO's
have been accused of being unable and incapable of handling the

requirements demanded of their organizations. Rpsearch findings have
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indicated that the NSO's have undergone a number of changes since the
early formative years, through the involvement. of the fedérél government,
until present day. These changes have been evidenced in evolvmg |
organizational structures, which in contrast, have not been demonstrated
in changing roles and responsibilities of organization volunteers.

Although there'is consensus in the literature that the volunteers are
responsible for policy development, there was no available elaboration of
exactly what this meant. There was also a great deal of support which
shows that -the_professional‘ staff are now encroaching on this area of |
policy development, thereby causing the delineation of functions to
become even vaguer, especially from the volunteer standpoint.

Essentially, the literature projects a picture of a system of increasing
demands and of damagin(j accusations against volunteers pertaining to
their ability and capability to handle these demands. There is uncertainty
regarding exactly who is responsible for the many functions as the
organization continues to evolve, and an infringement by professional
staff in an already nebulously defined area of policy development- an area
which had previously been the domain of the volunteer.

The literature provides evidence of frustration by both staff and
voilunteers. This is exacerbated by the research supporting the
qualifications and characteristics of the volunteer. The literature does
not attempt a definition of what consititués qualified or who determines
this meaning. This lack of an. accepted meaning of qualified is part of the
problem. What the literature does provide is an examination of the
charateristics such as age, sex, and socio-economic status (SES) of
volunteers and staff, and an examination of items commonly grouped as

qualifications such as occupation and education. The findings of these

@



studies agree that the. age and gender distributions of volunteers and staff
are similar, but volunteers generally have a hi%her SES than professional
staff. |

‘The literature does not support the belief that volunteers are
incapable of handling their volunteer pc;ition in NSQO's. Failing the proper
definition of "qualified”, the literature clearly shows that the volunteers
hold occupations which are' primarily office-related, educators or other
professional occupations. It also shows that the volunteers are highly
educated, most often having completed some post-secondary education. In
complarison to the popuiation nc;?rms, the volunteers were above the
average norms in SES and education. |

If the volunteers possess characteristics which should allow them
to manage their volunteer positions successfully, then it would be
reasonable to explore other reasons for the damaging accusations against
the volunteer. The literature suggests that é lack of clarity in the |
defining of responsibilities is a source of this tension. The literature,
however does not help in defining the nature of this lack of clérity.' There
is an obvious gap in the research .conducted to explore the mutual
responsiblities of voluntéers and staff. It would seem to be a
fundamental problem borne out of the literature, that there is an
uncertainty about responsibilities of the volunteer in this current day
structure, which is serving as a source of friction between the staff and
volunteers. The literature, therefore supports this research direction and
has provided the context for investigation into the previously untapped
area which will determine the existing written responsibilities and the
perception of both staff and volunteers on who actually handles these
responsibilities in their natio_gal sport organization.

o
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~ CHAPTER I
Methods

-

The survey sample ihcluded all national single sport organizations
resident in. the National Sport Recreation Centef. These included both
summer and winter Olympic sports and all non-O‘I)\/'mpic sports. The
national sport organization was required to have at least two professional
staff, one of which was the Executive Director, General Manager, Director
General or the equivalent. There were forty-five eligible national sport
organizations (Appendix B). The survey sample included the Lv\{o senior
professional staff and the executive committee volunteers from these
organizations. B Q _

The study began with the collection of the written responsibilities
of the executive committee volunteers from each of :th/{e national single
sport organizations resident in the National Sport Recreation C.enter. -Out
of the forty-five letters sent out?ol‘the Execuiive Directors of NSO's,
forty responded by sending the mailing addresses of their executive
committee members and the written responsibilities for these same
Frolunteers. As a result of this response, eighty professional staff and
two hundred volunteers were sent the, research questionnaire. One hundred
and sixteen volunteers and seventy-four professional staff responded for

a 69 percent return rate.

1 Y

MEASURING INSTRUMENT
The study compares the perceptions of staff and volunteers vis a vis

their responsibilities for written tasks. in order to test for these
B .

A
\

\
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perceptions the measuring instrument was developed through a 2-tiered
approach: collection and compilation of the written responsibiljities, and

the development of the mail-out questionnaire.

Qollection of Written Responsibilities In order to determine the
perceptions of staff and volunteers on the actual handling of the written
responsibilities of volunteers, it was first necessary to collect these
written responsiblities. Forty-five letters were sent, one to each of the
nati_oné[ sport organizations, requesting this information. The le"'tter
a'skéd for the document(s) 'whi;:h bgst 'represented the written
'respo'nsibilities of the NSO's executive committee volunteers. The NSO's
were also asked to specify if the documents which they were returning
required revisions or were currenily undergoing revisions.

mpilation of Written nsiblities In all cases, the
Constitution and By-Laws of the NSO were returned as the document best
representing the written responsibilities of the executive committee
volunteers. These documenis were reviewed to ascertain the most v
appropriate me‘thod of co@piling a generic, représentative list of o
responsibilities. It became evident after the first r_‘eview that the
categories used in the By-Laws related to the executive committee
members position, aﬁd that ‘th.ese positions were very similar in each of
the NSO's. Nine categories emerged as representative of these -positions:
national office functions; policy development; planning; decision-making;
membership services; fundraising & mafketing; technical programming;
“financial administration; and, promotions/public re‘lations'_. Forty-two
common responsibilities were categorized under onel of these nine

cafegories and were utilized in the research questionnaire.
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Development of the Measuring Instrument As the best possible

means by which t6 reach a large number of study participants, it was
decided that a mail-out questionnaire would be the most suitaele
procedure. The questionnaire also provided an objective instrument since
7t would produce answers: which were independent of the researcher who
was_mailing out the questionnaire. |

The questionnaire contained the forty-two written responsibilities
which were identified from the common responsibilities as written in the
submitted By-Laws (Appendix A).” The questions were re-written to best
express, in a generic form, the volunteer responsibilities. |
Validity The content validity of the measuring instrument, for measuring
what it claims to measure, was determined through the pilot testing of
the questionnaire. It was further established by the test conductor who
analyzed the content of the responsibility areas t{f(at the instrument were
designed to appraise and structured a representative questionnaire .to
measure the various aspects of that content.
Reliabii Eleven questionnaires ( 6% of {he study sample) were
completed by a randomly selected group of individuals from thegsurvey
sample. These questionnaires were coliected and two days later another
blank copy of the questionnaire was given to these same individuals. Once
again they completed the questionnaire and returned it. These eleven
bairs of completed questionnaires were used to calculate the reliability
of the measuring instrument. The Pearson's R -coefficient was .982,which
confirms the high degree of reliebiiity of the questionnaire.

Response Scale A five point response scale was selected to allow a

suitable range of choices for the study participants and .to obtain a
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quantative data for analysis (Appendix A). The scale prox}icied the
appropriate choices which ranged from responsibilities  handled
completely by volunteers to responsibilities handled completely by Staff.
" The participants could also choose a response which provided a

. combination of volunteer-staff handling of the responsibility.

" PROCEDURES | | |

~ The questionnaire was sent to the staff and vblu_nteers identified in
the survey sample. The mailing addresses were'réqueste_id from each NSO
for _th.eir executive committee members. A covering 1g;téf. explaining the.
nature and purpose of the study and introducing the researcher, was
included along with a return self-addressed, stamped envelope, and the
questionnaire in the participants package. A covering l'etter-specifical[y
alidressing staff and another covering letter specifically addressing
voluntegrs were written. The appropriate package was then sent through
the mail to each of the study participants.

Selection of Nine Questions Nine key questions were selecied from
the questionnaire for further analysis. These questions were selected as
follows: '

a.  One question from each resporrsibility aréa was chosen to ensure
representation from each area, thereby resulting in nine questions;

b. * The question which in the judgement of the researcher, best
represented the responsibility area was chosen as the key question in that
area;

c. "Best" was determined by its obvious direct relationship‘to the
responsibility area. For example, in the area called National Office, the

selected key question was, "Oversees all national office staff". In the
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area called Planning, the selected key question was to, "Ensure the
development of a master‘plan of activities for the NSO";
| d. The pilot testing process asked the reviewers,to approve the nine
key questions for their representation of the responsibility area and
verify that each selected question was the best ch.oice from that area;

e. The pilot testing reviewers égreed that .these questions were
directly related to the responsibility area and that this clear-and obvious

relationship suggested that they were the best selection.

CONDUCT OF THE PILOT STUDY
" The survey questionnaire was pilot tested with the following six
national multi-sport organizations: Sports Federation of Ca;adé, Sport
Medicine Couqcil .of Canada, Coaching Association of Canada, Canadian
Interuniversity At_hletic Union, Canadina Coleges Athlstic Associaltio.n,.
and Canadian Federation of Sports Organizations for the Disabled. An
explanation was given to these staff and volunteers emphasizing that they
were being asked to participate in a pilot test of the research instrument,
they were asked to focus on detecting whether
a) the responsibilities were stated in an understanable form;
b) the measuring instrument was in a satisfactory format, thereby
ruling out any undesirable features (length, ‘particularwords,
set-up, etc.); '
c) there was a need for any additions or deletions which should thae
considered, i.e. in their expért opinion was the questiénnaire i
measuring what it was intended to measure;

d) the response scale was suitable and contained the appropriate
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choices.

As a result of the responses received, adjustments were required to \
Clarify and standardize the wording of the questions. The format was also

changed to provide a response scale beside each question instead of at the
top of each page. One redundent question was removed from the

questionnaire.

ANALYSIS OF THE DATA |
The analysis of data was addresséd under the following sub-
headings:
L a) cl_gssification of data,
b) * tabulation of raw data,
c) treatment of the data; and,
d) summary of data.
_ N
Classification of Data: The purpose of the study was to determine
the pergeptions of staff and volunteers acéor'ding to who actually handles
the responsibilities as written. The -responses to the questionnaire were
ch%'sified into two groups for analysis: overall response, and response by
question. This would allow the determination of whether there was
-general disagreement.and thén whether this disagreement was specific to
a given area.

Tabuylation of Raw Data: The questionnaires were separated into

those returned by volunteers and those- returnéd by staff. The overall
response for each of these two groups , staff and volunteers, was

calculated indepehdently by the following procedure:

\
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1. The response score, from 1 to 5, were added for each of the
forty-two questions. '

o This cumulative score from the questionnaire was divided by the
‘number of questions, 42, to arrive’ at a single score between 1 and 5.

3. These single scores, representing the average response from each
of the questionnaires, were iﬁputted into an Apple lle omputér. ~ First, the
scores for staff were inputted and then the scores fojvolunteers were
inputted. The resulting treatment of this raw datai- provided the "overall"
res'ponse results. |

4. This same procedure was then follow.‘ed'"f“c;r'\each of nine questions
" which were selected (Numbers 1, 3, 8, 10, 17, 20, 26, 30, 40) to
fehresent responsibility areas from—the questionna.ire. Once again, raw
data representirig the scores of staff and the scorés'of volunteers were

inputted for each of the nine questions. -

Treatment of the Data: The analysis of the data required two

‘ comparisons. One comparison between staff and volunteers in their
‘overall response and a second c’:q;mparison on the respbiﬁses of staff and
volunteersﬁon nine selected questions. A -test comparison was
- determined to be the most appropriate treatment of this data. This
inferential statistical treatment was suitable since the response scale
did not provide discreet categories but rather reflected the amount of
involvement of the volunteer.

The raw data for the overall response results and-the raw data for
" the response on the nine selected questions wére --inputted into the Apple
lle computer, with a software program specifically designed to calculate
the t-test value. The t-values were determined in this manner, as were

the group means, standard deviation and the standard error of the mean.
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Summary of the Data: The raw daté and the tabulations associated
with the compilation of this data were stored in the computer for future
recall. The t-values, means, standard deviation, standard error of the
mean, and the degrees of freedo:ﬁ were included in the results and the

study discussion.

)
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CHAPTER IV
_ Results

The results of this study are presente'd in three major areas. In the
first section the findings from the collection of the written
responsibilities of the executive committee volunteers are pfesented. In
the second section the overall response from the volunteers as a group is
compared to the response from the staff as a group. In the third section
the responses of staff are compared with those of the volunteers on nine

key questions.

Written Responsibilities of Volunteers i

"

Executive Directors of NSO's ‘wefe askad to provide the document .
which best represented the responsibilities, as written, for their
executive committee volunteers. Ir‘1. all cases, the Executive Director
responded by sending a copy of the Constitution-and By-Laws of the
Association.  After having been asked to indicate if the document required
.updating or revisions, three out of the forty responses included a comment
that the document was in the proce‘és of revision. The written
\responsibilities of the executive committee volunteers were categofized
according to the titles held by these volunteers. In all cases, a lsad-
paragraph .describe'd the general duties of the executive committee and
then continued by differentiating the tasks of these volunteers by
position. Although the titles of the volunteers were not used to "
categorize the responsibilities for the  sake of the measuring instrument,
it was évident that a great deal of agreement existed .between the NSQO's in

the titles assigned the executive committee members.
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Two differe.nt styles were observed in desaibing the
responsibilities of management volunteers.  Six national sport
organizations utilized a style which could be categorized as *general",
while the other thirty-four organizations utilized a style which could be
categorized as "specific". In order to 'construct the 'measuring instrUment,
this distinction had to be made and each style had to be incorporated into
the questionhaire in a manner which would accurately reflect the written
responsibilities of the voluntesrs. The "general" style presented a single
role for each of the volunteers on the executive committee, without
focusing more specifiqally on’ the tasks and responsibilities which may
have been defined forA this position. The "specific” style describ'ed in
relative detail the tasks and responsibilities = of each executive
committee volunteer. After tallying each of the responsibilities from
both the general style and specific style By-Laws, the questionnaire was

developed by creating generic, representative questions (Appendix A).

Overall Comparative Analysis

The responses were tabulated to arrive at a single score for each
questionnaire. The scores from each of staff who completed the
questionnaire were then combined, resulting in a single overall score for
staff as a group, with a representative mean, standard deviation (SD) and
standard errbr of mean (SEM). -The same procedure was followed for the
volunteer respenses. A t-test was used to compare the response of staff -
to the response of volunt€ers on the résearch questiBnnaire, which '
contain‘ed forty-two questions and utilized a response scale ranging from
one to five (Appendix A). There was a significant difference between the

two groups as the t-value was 7.84 at the alpha leve] of .01 with the
—_ ,

Y
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degrees of freedom (df) of 181. Table 1 shows the mean for the responses
from professional staff was 4.02, with a standard deviation of .38 ; and,
the mean for the responses from the volunteers was 3.49, with a standard

deviation of .47 .

Table 1: Comparative" Results - Overall
STAFF VOLUNTEERS
MEAN ¢ T 4.022
STANDARD DEVIATION .3849.
STANDARD ERROR OF MEAN 04860
T-VALUE 7.835

DEGREE OF FREEDOM 181

1
e

Comparative Analysis_of Nine Key Questions

In the process of const.ructing the measuring questionnaire, nine
separate generic categories emerged as areas reflecting the
responsibilities of management voiunteers. For further analysis of the
responses between staff and volunteers, the question v‘vh‘ich best
represented each of the nine areas was selected. A t-test was used to
compare the responses' of staff and volunteers (Table 4). The degrees of
freedom changed in gbmé cases, as not all participants answered all of the

questions.

g "
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The question number quoted below corresponds to the number used
on the questionnaire titled, "Role & Responsibilities Of Executive

Volunteers”. .

Question #1: Oversees all national office staff, i.e. employee and
association contracts, work plans and evaluations. )

There was a significant difference between staff and volunteers aé
the t-value was 2.75 at the alpha level of .01 with the df of 179. The
mean for staff was 3.91, with a standard deviation of .98 . The m:aan for

volunteerswas 3.45, with a standard deviation of 1.17 .

Question No. 1;: T-Value 2.74

Mean - SD SEM .
Staff . 3.91 .98 .118
Volunteer 3.45 1.17 111

Question #3:- Makes operating decisions which may be required by
the NSO'in the hiatus between meetings of the Board of Directors.

There w s‘ significant difference between staff and volunlteers as
the t-value wgs 2.0 \at the alpha level of .05‘witl)h1 the df of 180. The
mean for staff was 3. \2, with a standard deviation of .81. The mean for

volunteers was 3.56, with a standard deviation of .86.

Question No. 3: T-Value 2.07

Mean SD SEM
Staff 3.82 .81 ' .097
Volunteer 3.56 .85 - .080

LS
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Question #8: Ensuré the development of a master plan of activities

for the NSO. |

There was a significant difference between the staff and volunteers
as the t-value was 3.91 at the alpha level of .01 with the df of 178. The \
mean for staff was 3.63, with -a standard deviation of .89. The mean for

volunteers was 3.11, with a standard deviation of .83.

Question No. 8: T-Value 3.91

Mean sSD- SEM
Staff ' 3.63 .89 .108
Volunteer 3.11 .83 .078

Question #10: Sets goals and objectives in keeping with the wishes
of the membership.

There was a significant difference between thg staff and: volunteers
as the tvalue was 5.01 at the alpha level of .01 with the df of 181. The
mean for s;taff was 3.02; with a standard deviation of .85. The mean for

volunteers was 2.35, with a standard deviation of .90.

s

Question No. 10: T-Value 5.01

Mean sSD SEM ;
Staff : 3.02 .85 101

Volunteer 2.35 .90 . .085
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duestion #17- Ensures the design and development of fundraising
campaigns. _ .

There was a significant difference' betwegn the staff and volunteers
as the t-\{a[ue was 3.19 at the alpha level of .01 with the df of 177. The
mean for staff was 3.68, with a standard deviation of 1.00. The mean for

-,

™ . ‘
yolunteers was 3.19, with a standard deviation of .98,
e .

—~—

Question No. 17: T-Value 3.19

%  Mean sD SeM
Sta ' - 3.68 1.00 122

Volunteer 319 .98 .093

Question #20: Ensures that funds are spent in accordance with goals
and objectives of the NSO.

There was a significant difference between staff and volunteers as
the t-value was 4.13 at the alpha level of .01 with the df of 180. The
mean for staff was 3.87, with a standard deviation of .83. Thé mean for

volunteers was 3.31, with a standard deviation of .92.

Question No. 20: T-Value 4.13

Mean SD SEM

Staff 3.87 .83 .099
Volunteer 3.31 .92 ' .086

Question #26: Ensures the preparation of an annual

calendar/schedule of domestic and international competitions for use by
)

members.

4
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There was a significant difference between staff and volunteers as

5

the t-value was 4.10 at the alpha leve! of .01 wi‘th df of 181. The mean

for staff was 4.31, with a standard deviation of .80: The mean for

Question No. 26: T-Value 4.10

| Mean . 8h % seM
Staff , 4.31 .80, 096
Volunteer N 3.68 - 1.12 - \ 105

7

Question #30: Advises of policy development for domgstic and -
international relations. .

There was a significant difference between staff and volunteers as
the t-value was 4.19 at the alpha level of .01 with the df of 180. The
mean for staff was 3.3, with a standard deviation of .91. The mean for

volunteers was 2.73, with a standard deviation of .88. <

|
Question No. 30: T-Value 4.18

5

Mean SD SEM .
Staff 3.30 - .90 108
Volunteer 2.73 ) .88 .083

Question #40: Coordinates the development of public relations
strategies designed to maintain or upgrade the image and'.aéceptance of

the sport nationally and internationally.
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' There was a significant difference between staff and volunteers as
the t-value was 6.37 at the alpha level of .01 with the df of 180. The .
mean for staff was 3.85, with a standard deviation of .71.  The mean for

volunteers was 3.05, with a standard deviation "of :88.

e _ Question No. 40: T-Value 6.36
_ Mean SD SEM
Staff 3.85 71 .085
Volunteer 3.05 .88 ) .083
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CHAPTER V
> Discussion

o

o

" The findings of this study are unique and S|gn1flcant ‘Not only has
’, the study examined the written responsibilities of volunteers which has
not prevnously been done, but the results prove definite disagreement
between staff and volunteers acbordlng to who actually handles the
responsibifiies as written. Prevupus research, as contained in the
literature, describes a greying of ro!esubetweén volunteers and staff with
respect to policy development. In contrast, the findings of this study
show that there is disagreement in each of the nine areas regarding who
handles the responsibilities and that the greatest amount of disagresment
is in areas not established as policy development. It would seem that the
| extent of disagreement and therefore, friction is now more widespread

%

than previously reported.

Further discussion of the results will be p(esenfed in the following -

areas:
" a) written ‘responsibilities of volunteers;
b) overall compiérative analysis; and\_

c) comparative analysis by‘ category.g

T ANritten Responsibilities of Volunteers

The collection and collation of the written responsibilities of the
executive cornmittge volunteers was an impsrtant step in the study
process. Utilizing \tHe responsibilities, as written, provided a uniqueness

to the research project.', The remaining steps of the_'study were based on
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these written responsibilties and perception of them by both staff and
volunteers. It was, therefore, critical to determine whether the written
responsibilities ‘were up-to-date according to the NSO Executive
Directors. Since only three Executive Directors indicated tha? their
documents required revusnons it was assumed that the other rthlrty -seven
submitted By-Laws were not under revision at this time.

Although forty -.Qifferent national single sport organizations
submitted a copy of their Constitution and By-Laws contain,jng the written.
responsibilities ‘of their organizations' volunteers, the categérizatio‘n and
listed tasks were very similar.. The likeness between the resbonsibilities
was clearly evidentl when all of the duplications from the master list

were removed. The master Iist,- which contained a list of all of the

responsibilities from each of the subfnitted. documents, -wa$ easily

-condensed into one inventory ‘list after slight variations in wording were

taken into account. The only significant distinction, as mentieped in the

‘p_re\'zious section, was in the "general" and "specific" styles which were

used. Six organization.chose to make cnly one broad statement outlining
the role ‘6f that EI‘;E»art/icular executive committee volunteer. The other |
thirty-four organizations supplemented a brdad description of the role for
a particular volunteer with a more specific list' of the responsibilities

belonging to that paosition.

.Qverall Comparative *Analysis

The purpose of this study was to provide a comparative analysis of
the written and actual responsibilities of volunteers as perceived by

volunteers and staff. Both staff andﬁrolunt\%ers were asked to respond

according to who actually hamdled the responsibilities within their
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organizatioh. Neither the staff nor the voluntesr participants were told
that the responsibilitiss which they were asked to rate on the
questionnaire had been derwed from the written responsibilities of
volunteers. The staff, therefore, did not know that these were the wntten
responsibilities of the volunteers and the volunteers were ‘not told that
the questionnaire was a reflection of responsibilities written for them.
As confirmed by the high t-value of 7.83, there was an overall
significant difference. at the alpha level of .01 between the staff as .a
group and the volunteers as a group. This suggests considerable » »
-dieagreement beh:veen staff and volunteers on who actually handles the.
responsibilities, as written, as included in the questionnaire.. According
to the overall meens, the staff believe that they primalrily handw/
respohsibilities (Mean = 4.02) while the volunteers believe Ihét these
responsibilities are shared (Mean = 3.49). .
There are two points of diseussion which a'rise from, these resuits.
First, the volunteers believe that overall the responsibilities are shared.
This, however, is in dispute with the -belief of the staff who perceive
themselves to be the ones who primarily handle these respon5|b|l|t1es
Either the staff are prlmarliy handling the responStbllmes and the extent
of their involvement is not known by the volunteers (who believe they are
. /zi:ctual‘lly shafing the responsibilities) or, conversly, the staff believe” they
" are e‘rimarily handling the responsibilities because they are unaware of |
the extent to which the volunteer is involved. Second, since the staff have
.indicated' that overall they primarily handie the listed responsibilities, it
{ would follow that these rkespons'irlleilities should also be included in their
own job descriptions and that these job descriptions should bear a

likeness to those of the volunteers. ’ 1,

e
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As indicated by the lt—valuee for each of the queetions analyzed from
nine categories, there was a significant difference between the
perceptions of staff and volunteers regarding who actually handied these
responsibilities. Eight of the nine questions analyzed were significant to
the alpha level .01 and the other one question was"s_ignificant'at the alpha
level of .05. (;ig'ure'Z). ' This would suggest that there ils’general
disagreement beiween the perceptions of staff and volunteers, and that
this disagreement-is not concentrated in only one area. In each case, the °
volunteers were bia-sed toward themseives' and the staff were biased
toward themselves: Figure 3 shows ciear‘ly that the calculated means for
each group, do not, on any occasion, cross over in favor of the other party.

Although there is general disagreement between staff and <
volunteers regarding who handles the responsibilities in each of the nine
areas, it can alse be said that the degree of disagreement varies amongst
the questions analyzed. Table 2 ranks the questions by their t-value. The
" higher the t-value, the stronger the disagreement betwsen staff and
volunteers on who actually handles the responsibility. While there seems *
to be relative agreement related to who handles the decision-making and
the national office, there also appears‘ to be relative disagreement related

to the promotions/public relations and member services responsibilities.
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*- T-Vales
O- alpha level 01
B- Alpha Level 05

Figure 2: The t-values relative to the alphs levels
: et
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“®-. Executive Yoknteers
<~ Professional Staff

Mean Scores

1 3 8 10 17 20 26 30 40
Question Numbers -

Figure 3;: Tho Mean Scores of Yolunteors and Stoff
On Nine Kay Quostions

-

F
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40 Promot.ions\lpubllc Relations ~ 6.37
10 ' Member Setvices | 5ot
30 : Policy Development . 419
20 Financial Administration 413
26 Technical Programming 4l
8 Planning 3.91
17 Fundraising & Marketing 3.19
{ ' National Office Functions . 275
3 Decision-Making | 207

-
2

*Note: T-Values are ranked from strongest disagreement to least
disagreement. : :

\
\
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CHAPTER VI

Summary, Conclusions and Recommendations

. Summary

Increasing pressures: from the Canadian public and embarassment
was largely responsible for the original focus of attention on recreation
\and amateur sport by the Federal govemment: Since then, the Federal
government presence in sport has been instrumental in increasing the
number of organized national sport organizations, from a handful, to more
than fifty. - The majority of the organizations are now housed in a common
residence in the nation's capital where they share administrative services
and carrying out the business at hand. The previously all volunteer
positions within the national sport organization structures have adjustéd
in accordance with this growth. The number of professional staff
employed by associations has increased steadily over the past eighteen
years, and additions are still anticipated.

The co-existence of volunteers and professional staff in national
sport organizations has existed for several years now and seems likely to
continue. It was the purpose of this research project to examine one
aspact of this co-existence. This study undertook to compare the
peréeptions of volunteers and professional staff regarding \«3;10 actually
handles the management responsibilities. There were three sections to .
the study: a) the determination of the written responsibilities of
executive committee volunteers, b) the overall comparison of responses

from staff_and volunteers, and ¢) the comparison of responses from staff
and volu@rs on nine representative questions.



The study included The exscutive committeé volunteers and the two
senior professional staff from forty national single spoft organizations
which are resident in the National Sport Recreation Center. A |
questionnarie was constructed from the submission by NSO's of the
written responsibilities of executive committee volunteers. A pilot study
was conducted by using six national multi-sport organizations. The
‘questionnaire was revised and then mailed out to executive ccmmittee‘
volunteers and two professional staff from each of the participati_ng
~ national 'single sport organizaticns. Seventy-six replies were received
‘from the professional staff and one hundred and sixteen replies were
received ‘from the volunteers, for a return rate of 69 percent

When the questionnaires were returned the respon{es on each
questionnaire were tallied to arrive at a single score corresponding to the
five point scale. A group score for volunteers and a group score for staff
were determined for the overail comparison and for a comparison on nine

designated questions. A standard t-test was -utilized to determine

whether the executive committee volunteers nd professional staff

significantly differed on their perception of o actually handled the
responsubmtles listed in the questionnaire. { The .01 level of si'gnificance
was employed.
Study Section a): Written responsibilities were collected from
NSO's and collated to provide the basis for the research questionnarie.
The Executive Director of each NSO was asked to send the document which
best represented the responsibilities of their executive committee
m%bers and would, therefore, be the doccment issued to a volunteer to
describe Ahelr_reponsibilities. They .were- also .asked to indicate whether

theﬁument was up-to-date or whether it was under revision.
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The Constitution ahﬁy‘Laws of the NSO's were sent as the
doqume'nt most accurately reflecting the résponsibilities of the exec.;utive k
. committee volunteers. By-Laws from six NSQO's contained only a single
statement outlining the role of each of the executive committee members,
while the By-Laws' from thirty-four NSO's provided more specifically the
responsibilities of each executive committee member. Three out of the
forty submitted documents contained a comment that the By-Laws were
out of date or undergoing revision.

v, It was also obs:"e;‘rved that there was a considerable Iikenegs in

written responsibilities between the By-Laws™of each national sport
organization. They were all organ.ized by titie/position of the executive )
committee member, and these titles/positions were' essentially the same&
As well, nine categories‘ emerged as representative of the ‘responsibilities
written for volunteers. The following nine categories were employed as
headings under which each of the responsibilities were listed:
Promotions/Public Re[ations, Member Services, Policy Development,
Financial Administration, Technical Programming,”Pla’nning, Fundraising &
Marketing, National Office Functions, and Decision-Making. One question
from the questiohnaire'titled, "Role & Responsibilities' of Executive.
Volunteers" was identified iy each of these nine categories and was later

used for further analysis. | :

Study Section b): A ‘single score, which corresponded to the scale

used in the questionnairg, was calgu!ated for the volunteers as a single. .
group and the staff as a single group. A t-test was used to compare the
scores from each group. The purpose of this section was to take into
account‘a number of responsibilities (there were 42 responsibilities

included on the questionnaire) to arrive at an overall perception for staff
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and volunteers. This section Was designed to measure the extent of
agreement or disagreement on who actsually \handled the reu}p.onsibilities
as Iisteld on the questionnaire, without isolating any 0-29 responsibility. .
The t-value indicated that there was significant disagreement

" between staff and volunteers réiated to their perception of who actually
handled the responsibilities listed in the questionnaire. The mean scores
further suggested that the volunteers believed the responsibilities were \
shared, while the staff believed that they primarily handled the

‘ responsibilities. This indicates disagreement by each group about the

‘extent of involvement by the"other group. It would also seem that these

* same responsibilities should be included in the job descriptions of
professional staff, if they share or are p'rimarily “Héndling these
responsibilities. | ‘

Study Section ¢): The purpose of this section was to obtain a
comparison between staff and volunteers in each of the nine different
categories. One question was identified which représented each of the
résponsibility categories. One score was obtained for staff and one score
for volunteers on each of the nine questions. The intent was to obtain nine
isolated comparisons to complement the overall comparison.

The t-values for each question indicated a significant difference
between the perceptions of volunteers and staff regarding who actually
handlled the responsibilities.” These results show that there was genefal |
disagreement in each category of responsibilities, not only in one or a fow
areas. Tthere did exist, however, a relative difference in the degree of
disagreement when 'the t-values were ranked. The ranking from strongest
disagreement to least disagreement on the responsibilities representing

the nine categories is as follows: promotions/public relations, member
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i
services, policy development, financial administration, technical
programming, planning, fundraising & marketing, national office functions,

and decision-making.

Conclusions

This study has examined the written responsibilities of executive
committee volunteers, arrived at an overall comparison of the perceptions
“ of volunteers and staff regarding who actually handles these
responsibliﬁes, and compared the perceptions of volunteers and staff on
nine selected responsibilities. The major conclusions bf this study are:

, N o

1. The construction of a generic job description or menu of
responsibilties for each executive committee volunteer is possible. This
inventory can serve as the basis for a questibnnairs which elicits
reéponses from executive committee volunteers and paid professional
staff regarding their perceptions of who is responsible for each item
listed. ' :

2. There is significant disagreement between volunteers and staff
regarding who actually handles the written responsibilities of the
executive committee volunteers.

.3. Staff believe they primarily han\dle the responsibiiities while
volunteers F)elieve they share the responsibilities. Thére is disagreément
by each group about the extent of involvement of the ather group.

4. Most likely, if reviewed, the job Qescriptions of staff resemble

the written responsibilities of executive committee volunteers.



70

5. General disagreement in the perceptions of staff and volunteers
- exists in each of the nine categories which represent the executive (\
commitiee mernbers' written responsibilities. Disagreenﬁen—t is not "
restricted to any one or several areas. . _

6. Relatively'stronger disagreement exists in the perceived
‘ responsibility for promotions/public relatlons member services and
policy development. Relatively, the least dleagreement exists in the
resbonsibility for declslon-maklng, national office functions, and

fundraising and marketing.
" Recommendations for NSO's

Atthou:gh there are only three recommendations for national sport
organizations, and the volunteers and staff working within these ‘ o
associations, the‘impact of implementing these three recommendations
would be significant. | . '

1. The written responsibilities for executive committee volunteers
and professional staff should be compared for sirn‘ilarities leading to job
overlap and clarified to provide specific responsibilities for each membe%r.

2. The written responsibilities should be an accurate representation
of the actual functions of each member and should reflect the extent of
each n?embers involvement in a given area. ‘

3 .The NSO's should encourage» Sport Canada, as the public change
agent to investigate and determine the responsibilitiés of management
volunteers, for the purpose of presenting an operating model wr?ch -
corresponds to the structure and functions of current and future- da\i

organizations. ' - < .



The NSO's who are willing t%serlously con5|der these :
‘ recommemdatlons and complete the processes necessary to satsnfy these

'recommendatuons will mcrease the clarity ofk‘be responsubilztles and

decregse the frlctlon which had previously resutted between staff and

volunteers in this area. - . : : ,

Recommendétipﬁs: For Future Study

‘ 1. Further .investigatioh could be made regarding the fgas‘ibflity if
a central human resource bank/personnel agency which catalogues
resumés, recruits, assists in, the selection and trains manhag'ernent
volunteers based on a deneric set of job descriptions for executive
'commlttee volunteers in natlona! sport organlzatlons |

2. A study is required to, focus on confhct between staff and
. volunte§ and 1o further/determme its sources, symptoms and solutions,
P

by compléting an’in-depth exammat:on into {me or several nat|onal sport

-

. organizations. " . - @

']3.' A study should be done to identify the changes in the national |

sport. organization with the changes'in volunteer and staff functions to
‘ determ:ne whether these have kept pace with each other.
4. A study should be done to determine what would COI"IStItUte

"qualified” for a management volunteer position, and who shouid determine

‘what "qualified”” does constitute. " . AN
. r
e . 1
'»:x
. & =
! et
’ e
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DIRECTIONS: .Circle the number between one and five which

1

All
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-

OLE & RESPONSIB TIES_OF EXECUTIVE VOLUNTEERS

@

’

best reflects who actually handles the

responsibility in your NSO.

DO NOT -ANSWER

ACCORDING TO WHAT SHOULD HAPPEN, OR WHAT IS
WRITTEN, BUT WHAT ACTUALLY OCCURS. It ;8
assumed that the portion of the task not
handled by the volunteérs is handled by the

professional staff.

SCALE OF RESPONSIBILITY

2 3

Primarily Equall
Volunteer Volunteert Shared

Oversees all national office
staff. 1.e. employee and
associlakion contracts, work
plans and ‘evaluations.

Administers the activities and
programs of the N0 on a day-

-to-day basis.

Mak€s- operating decisions which
may be required by the NSO in
the hiatus begween meetings of
the Board of Directors.

Preside at Executive or
Committee meetings. ¥

Ensure the implementation of
the decisions and
resolutions resulting «frcem
the Annual General Meeting.

4
Primarily
Staff
1 2
1 2
1 - 2
1 2
1 2

All
Staff
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SCALE OF RESPONSIBILITY

2 ' 3
All Primarily Equally
Volunteer Volunteer Shared

10.

13,

- 14.

~

"Ensure that adeqiate and

accurate minutes of all
meetings of the NSO are
recorded and then distributed
within a given timeframe.

Responsible for ensuring

that all notices and

agendas of meetings are
circulated to appropriate .
members within the perscribed
time prior to those meetings.

Ensure the development of .
a master plan of activities
for the NSO,

Directly supervises the
implementation of the master plan
of activities for the NSO.
Sets goals, and objectives in
keeping with the wishes
of the membership.

&,._,a—afli-—‘/

Responsible for the ¢
revision and up-date of
the Constitution and -
By-Laws.

L]

Responsible for the

~revision and up-date of

thes Policy and Procedures
Manual.

Directly responsible for
maintaining a high level of
communication between the NSO
and it membership.

Ensurés an accurate list of
active nmembers is kept at all
times. -
S N ‘

4
Primarily
Staff
1 2
1l 2
1l 2
1 2
1 2
1 2
1 2
1 2
1 2

5
All
Staff

-

4 S
4 5
i

4 5
4 5
4 5
4 5
4 5
4 5
4 5
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SCALE OF RESPONSIBILITY !

i

1 2 3 4 5
All Primarily Equally Primarily All
Volunteer Volunteer Shared Staff Staff

: 2
N
15. Directs inquiries to the 1 2 3 4 5
proper committee for :
attention. :
16, Identifies areas of 1 2 3 4 5
sponsorship potential and

provides advise on how best A , ’ B

//’r/ to pursue negotiations.

17. Ensures the design and 1. 2 3 4 5
- development of fund- : .
raising campaigns. S
181 Responsible for negotiating | 1 2 3 4 5

contracts .concerning the
provision of equipment and
clothing by sponsoring
agencies.

19. Ensures that all avenues 1 2 3 4 5
of potential funding are :
explored.

20. Ensures that funds are " 1 2 3 4 5

spent in accordance with
goals and objectives of ) (
the NSO.

21. Supervises the organization 1 2 -3 4 5

and administration of the
national championships.

22. Oversees the NSO's coaching 1. 2. 3 4 5
development programs. ‘

23. Ensures appropriate liaison : 1 2 3 4 5
with outside agencies that
require technical
information.

&3
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\ N :
7 SCALE OF RESPONSIBILITY
1 2 "3 q
All Primarily - Equally Primarily
Volunteer Volunteer Shared Staff

24. Supervises the sgelection of:

a. Coaches, Team Leaders, Managers 1 2
b. National Team/Carded Athletes 1 2
€. - Officials and other Support Staff 1 2
25. Supervises the cholce of national ' 1 2
and international competitions
for national team participation.
26. Ensures the preparation of 1l 2
an annual calendar/schedule of
domestic and international
competitions for use by ngEgrs.
27. Ensures the investigation of ' 1 2
sport science research.
28. Ensures that research : 1 2
findings are disseminated.
t
29.  Ensures representation ‘ ! 1 2
at international and domestic events.
30. Advises on policy ‘development for 1 2
' domestic and international
relations.
31. ends policies and programs e 1 2
the Board of Directors for its
consideration. -
32. Handles the liaison with other Canadian 1 2
agencies ie: Sport Canada, C.0.A. .
Sport Medicine Council of Canada ”
etc. ‘
33. Handles the liaison with International 1 2

agencies le: International
Federations, Commonwealth Games
Association, etc.

P -

AllY
Staff

oo

-
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S5CALE OF RESPONSIBILITY

2 5

Primarilyl Equally

Volunteer Volunteer Shared

34.

35.

36.

37.

38.

39.

40.

41,

42.

Directly supervises preparation of
the annual budget.

Directly ensures that an accurate:
record 1s kept of all monilies received
and disbursed. .

Ensures the provision of a general

analysis of the NSO's financial standing.

Directly ensures that the . -
annaul budget is adhered to where |
possible. £ ‘

-

~

Directly responsible for ensuring that
quarterly financial reports are
prepared and distributed at
appropriate meetings.

Oversees the selection of nominees
for awards eg: Hall of

Fame, Seagram's Awards, Air ~
Canada.

Coordinates the development of
public relations strategies
designed to maintain or
upgrade the image and
acceptance of the sport .
nationally and internationally.

Ensures the dissemination of NSO
newsletter/magazine and other
communications to members.

Develops and maintain close relations
with the media, including monitoring
the media's coverage of the sport.

4
Primarily
Staff
X 2
1 2 !
1 2
1 2
1 2
1 2
1 2
1 2
1 2

All
Staff
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Appendix B: Survey Samplé
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~

Basketball Canada

Canadian Amateur Bobsleigh and Luge Association .

Canadian Amateur Boxing Association -
Canadian Amateur Diving Association
Canadian Amafenr Football Association
Canasian Amateur Hockey Asgsociation
Canadian Amateur Rowing Asscciation
canadian Amatzur Softball Association
canadian Amateur Speed Skatinz Association
Canadian Amateur Swimming Association
Synchro Canada .

Canadian Amateur Wrestling Association
Canadian Badminton desociziion
Canadian Canos Asaceiation

ranadian Cycling Asscciation

ranadian Equestrian Federation

canadian Federation of Amateur Baseball
Canadian Fencing Association

Canadian Field Hockey Counci

Canadian Figure Skating Association
ranadian Gvmnastics Federaticon
fanadian Lacrosse Association

Canadian Ladies Goll Association
Canadian Ohdtimers Hockew Associatiyn
canadian Racquethall Association
Canadian Rhythunic Sportive Gvimnastics rederation
canadian Rugby Unicn

Canadian Skt Assdciation

Canadian Spert Parachuting Association
Canadian Squash Racquets &zzociation
Canadian Table Tennis Association
anadian Tearn Handball Federation
canadian Track & Field Association

canadian Vollavball Assodiation
canadian Water Pelo Association

1YY
1

Canadian Water Ski Aszzociation
Canadian Weightlifting Federation

=
Canddian Wheblchair Sports Azeociadion

\ N

Study Sample of National Sport Organizations

129
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Canadian Yachting Association
Curl Canada

Federation of Canadian Archers

Jado Canada

‘Lawn Bowls Canada

Fingette Canada
~hicoting Federation of Canada

- 80
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Appendix C: Computer Data for Results
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Appendik D: Library Search
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