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INTRODUCTTION

In the past fifteen years Canada has made considerable and
detnrminable progress in its endeavours towards recognitién
as a leader in the world of sport. Due 1largely to the
physical, intellectual, adginistrative gnd financial efforts
of thousénds of individuals, the Canadian sport struc}ure may
now be considered as "one of the best organized naticonal
spbrt systems in the western world. (Jackson, 1979). These
efforts were created and coordinated by a myriad of dedicgted
volunteers, national sport organi;ations, provincial
governments and the federal government to perﬁit the most
favourable environment for h%gh performance sport and

improved levels of physical fitness.

This~ com{inuous pregress has been brought into being in part
by e jyrk of full-time sport- adminiétrators, . technical
experts and coaches. "It must be recognized that full-time
e?perts are here to stay; that without their presence, it
wguld have been impossible to reach our present levels and
will be impossible for further advanses to be made”. (Fitness

and Amateur Sport, Government of Canada, 1979, p.7)

However, while the National Sport and Recreation Centre, as
the focal point of administrative support for national sport

governing bodies, gives organized sport a plaée to meet and

N

v
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exchange views, and to presént a unified voice for sport in

.

Canada, individual sport governing bodies have encountered

.
their share of organizational dilemmas and disappointments.

In the late seventies, Tollowing a significant increase of
sport administrators within the-post secondary educational

system, national sport governing bodies were criticized for
\ B
hiring retired successful national and international

L4 .

athletes, with no 'management experience, to fulfill senior

administrative positions. As 'a result of popular pressure,
and - in ap effort to correct the administrative disorder of
Canadian sport, national asscciations began employing

—

individuals with less technical expertise and more

" administrative experiencé:

Furthermore, in recent yegars, Executive Directors, from
various -resident" settings within | the Sport \Centre,
complained, 'amongst other things, o¢f a lack of autonemy in
performing their duties. Now, it has been understood that
the systematic coordination of @ll activities within the
jurisdiction of any sporf association demands not onlLy
financigl and technical expertise but alse a high degree of
administrative know-how in order for Canadians to reach
acceptable standards of physical fifness and athletic

excellence within the boundaries of any giézn sport. So as

to cultivate a most prominent and efficient administrative
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milieu, sport administraforhfmust pe allowed to di;play their
aptitudes, knowledge ~and creativity in their work. Some
believe that when a job is undertaken within = c;ntext which
does not promo£e autonomy and freedom of work, administrators
will often become dissaéisfied with their employment.
Consequently, this job dissstisfaction may lead to anxiety,

stress and finally burnout, in which case a definite lack of

effectiveness in performance sets in.

\..

..

An important contemporary characteristic of the sports world
is constant change: change in levels of competition, change

in training and performance techniques, change in local,

national and 1international forms of competition. To meet
these en@less fluctuations, it is vital to have a national
coordinating  agency which 1is abreast of contempoerary
'dedglopments without undue delay”. (Fitness and Amateur

Sport, Government of Canada. 1879, p.8) Many national sport
governing bodies are not well suited for this-need. In fact,
te support this allegation, one statistic tells us that,
since the opening ceremonies of the Sport Administrative
Centre in 1970, the average length of tenure of an Executive
Director has been 3.18 years. (Wolfenden, 1983) According

to Wolfenden (1983), this quick turnover appears to suggest

that the consistency which the Executive Director was

expected to bring to the national offices has not occurred to-

‘the degree anticipated.
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STATEMENT OF THE PROBLEM

In reviewing the literature pertaining to job ;utonomy, it
was found that no previous study had c¢oncentrated on the
subject of the degree of zautonomy of Execdtivelnirectors of>>
national sport governing bodies. Recent studies (Grigéﬁ and’
Manning, 1985: Schnake et al, 1984; Grant, 1983; McFillen
and Podsakoff, 1983; Neal, Williams and Beech, 1982; Beamn,
1981; Nogradi and Xoch, 1981; Teague et al, 1981; Anderson,
1980; Jobes, 1980; Zaltman, 1980; Krech et al, 1979; Avey
and Dewhu;st, 1976; lewis, 1976; Toulouse and Poupart, 1976;
Katz, 1974; Heizer, 1972:" Rakich, lSTO)Ihave shown that there
exists a significant correlation between job autonomy and
three‘major work gttPﬁbutés: %(al: job motivation, (b)) Job

satisfaction, and (c) job performance. iIf the =above

-mentioned statement is true, then we can assume that a lack

of autonomy may contribute, in one way or another, to the
quick turnover of Executive Directors. On thatr ground, a
loock at the state of the autonomy of Executive Directoﬁs in
performing their duties will contribute i1n our efforts to
identify Fhe reason (s) which lie (s) behind the sheort length
of—tenure of the senior administrative officers.

1

“In 1983, in an effort to identify the reasons for the quick

-

turnover of Executive irectors, Wolfenden investigated the

relative importance of forty selected responsibilities of
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Executive ‘Directors of natiﬁﬁal sport governing bodies as

perceived by the Executive Director and the Presidént of the

respective - sports. Wolfenden (1983) concluded thaet, in

_general,& the relative importance which the '~ Executive

Directors and the Presidents attach to the responsibilities

—its—similar. Therefore, the cause for the quick turmover of
: f
Executive Direcﬁors must be found elsewhere. It must be

noted that the measuring instrument of the present study
borrows .only . thirty-eight of Wolfenden’s forty
responsibilities as it was felt that two particular

responsibilities were repetitious in nature.

In order to verify whether or not the autonomy of Executive

Dire;tors in fhE\Ferformance of their duties represents a

possible explanati&n, or part--of th; explanation, _ for the

high turnover rate, this study is designed to dete?miné the\

degree of &sutonomy of Executive Directors of selected

national"sport governing bodies in performing their duﬁiés.

More specifically, the study attem?ts:

a) to de£ermine the actual degree of autonomy in each of
w%hirty—eight selected responsibilities as perceived by
the Executive Directors

b) " to determing the required degree of autonomy in each of
-thirty—eight selected responsibilities as perceived by

the Execut%?e Directors
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¢} to determine the difference between the actual and the
required degree of autonomy of thirty-eight °~ selected

responsibilities as perceived by the Executive Directors

d) to determine the difference of the perceived actual
degree of ~ autonomy of thirty-eight selected
responsPbilities between Executive Directors with a

business. - related background and Executive Directors

_with a sport - related béckgrouﬁd

e) to determine the difference of the perceived actual
degree of autonomy of thirty-eight selected
responsibilities between Executive _,Directors of

financia}ly'independent— ngtional sport governing bodies

T e —— :

and Executive Directors of financially - dependent

national sport goverﬁiqg hodies.

HYPOTHESIS . ) -
*

It 1is hypothesized that the Executive Director of national
sport governing bodies Is not autonomous in performing

his/ker duties. Subordinate hypotheses were formulated as

follows: L

[t

a) There exists a significant difference between the

perc~ived actual degree of autonomy and the perceived

required dég?ee of autonomy of the Executive Director

in performing his/her duties



A

b) .

c}

The Executive Directors with a business - related

background have a higher . degree of autonomy in

performing their duties than EXecutive Directors with =a

sport - related background. If the background of

employees is important to the employers, then we may

acsume that employers would be willing to deleéate more

business—-related

‘autonomy to Executive Directors with a
. . v

background.

The Executive Directors of financially independent

natiopnal sport governing bodies have a higher degree of

. autonomy in performing their duties than Executive

Directors of financially dependent national sport

Pl

govérning bodies. Since the former have less government

restrictions to <consider, then employers may be more

willing to delegate autonomy to their employvees.

IMPORTANCE OF THE STUDY

Since the arrival. of the Executive Director on the scene of
the National Sport and Recreation Centre in 1970,‘ few
energies have been directed towards the study of the job
autonomy of senior administrators. Parkhouse et al (1982)
underlined that to inves;igate how sports jobs rate on
certain dimensions, including Jjob autonomy, would be =a

research question of interest. Due to the importance of the
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role of the Executive Director within the sport structure, it
is ;:cessary to idenéify the variable(s) which affect(s)
their length of tenure, in an effort to bring c;nsistén;y to
the functiofis of the nétional sport governing body.
The "success of thousands of Canadian athletgs qepends partly
on the decisions taken by the senior management at the
national office. The complete network of each respective
sport ié very‘much dependent on the effeetivéness of the
national association.- Programmes such as high performance
spért centres, national squads, national championships,
internafional competitions and the like demand a high leﬁel
of competency from the administrators involved. The
administration of sports, 1like any other organization, must,
face constant change and revision in order to meet
contemporary societal needs.

Therefore, this study will help:

a) integrate the ‘rgsearch presently undertaken in other
}ields, such as business management and education, fnd
the research in | sport administration;

b) post—secondary; institution;- determine the "needs
and requirements of future administrators planning a

career in amateur sport by brgviding information on the

Executive Director’s needs and requirements;



c)

d)

e)

i

national sport governing beodies in . determining
moﬂF effective and objective performance indicators for
the overall improvement of natiomal offices;

in providing national sport governing bodies with the
desirable d;gree 85 autonoﬁyf'required by Executive
Directors to better performance and to instill in them a
sense of belonging;

to identify problem areas relating to the pétfg;mance of

the Executive Director in hope of improving\\ the

overall management system.within the sport network. }

|
4

’)
)

DELIMITATIONS OF THE STUDY

The study was delimited by three factors:

a)

b)

c)

Only those Executive Directors of nétional sport
governing bodies which are res%onsiblé for one sport or
a group Qf sports were polled.

Only national. sport gover&éng bodies resident of the
National Sport and‘RecreaFgon Centre, 333 River HRoad,
Vanier, Ontario at the time of the investigation were
polled.

The study was concerned only with the degree bf avtonomy
of Executive DPirecteors (or their equivalent) in
performing their duties. Other positions within the

national offices were ignored.
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DEFINITION OF TERMS

EXECUTIVE DIRECTOR - the full-time chief administrative
officer, regardless .of title, of a national sport governing
body, who reports to an Executive Committee or Beard of

. Directors through tHe President (Wolfendemn, 1983, p.1l1)

A\

-

" NATIONAL SPORT GOVERNING BODY - the duly-~incorporated and

nationally recognized organization or association established
to promote, coordinate and develop a specific amateur sport

or several sports at the national level (Wolfenden, 1983,
p.12)

3N
AUTONOMY - implies the cultivation of personal qualities
which enable a person to exercise judgement within a
framework or moral responsibility (Booth, 1982, p.4)

-

. DUTY - any action necessary in or appropriate, to omne’s

p.452)

-

occupation o(\ifsition (Webster’s New World Dictionary, 1964,

) 5
FINANCIALLY DEPENDENT NATIONAL SPORT GOVERNING BODIES -

national sport governing bodies receiving 60 to 80 percent of
their revenues from federal funds (Neill, 1983, p.2)

~

FINANCIALLY INDEPENDENT NATIONAL SPORT GOVERNING BODIES -
national sport governing bodies subsidizing their revenues
from corperate sources (Neill, 1983, p.2)
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"HI STORTICATL CONTEXT

Prior to the presentatioh of 1literature directly or
indirectly relafed to the subject of autconomy within the work
environment, the investigator believed it was important to
present. the evolution of the role of Executive Director
withip an historical context.l

The first section of the present chapter refers to the

»
»

evolution ¢of the federsal goyernment’s involvement in Canadian
sport and recreation and depicts the srrival of tye fulffzime
professional administrator on the sport scene. The second
section looks at‘the history of national- sport governing
bodies including that of the Executive Director within the

Canadian sport structure. ~

FEDERAL_GOVERNMENT INVOLVEMENT IN SPORT AND RECREATION

In the\hggiﬂ?ing, sport was not as or;;:}fed and structured

as it is ;ﬁday. Then, there were no qﬁgdrennial planning
—progranmés, no high performance centres, nor were there
national marksting initiastives to promote sport. Sport of

the nineteenth <century c¢an best be described by Jackson

(1979) as he-captures the essence of yester-year:



i

"When the railway was driven through to the shores
of the Pacific in the grandest of Canada’®s 19th
century achievements, almost the first organized
group to travel East was a lacrosse team. The
local community ir what is now New Westminster was
determined the home team should® defeat the
established clubs of Toronto and Montreal. That,
in 1885, was ’'organized sport’."™ {Jackson, 1979,
p-17)

Even in the last century, amateur sport in Canada was

v

" governed by volunteer agencies which were responsible for the

development and administration of competitions such as that
in New Westminster. This system, inherited frq@ Britain, was

modified to meet Canadian needs. (Schrodt, 1982) Sport was

often organized in a fashion somewhat ressembling our
political =~ structure with provincial and ‘'national
"federations®. It is believed that, as early as 1887, the

first federation was born. from the combined efforts and

determination of volunteers. Most of these associations,

like many modern sport governing bodies, were concerned with
\

single sports whose governance was hi%hlighted by Canadian

championships. (Gear, 1973)

According to Jackson (19789), British values and Scottish
purpose contributed to the development of sport irn Canada.
French Canadians were attracted to more informal recreatidnal
pursuits as has been witnessed in snowshoeing, the games of
the "coureur des bois”, and the canoe races over ice =and

water. The English-speaking community, considered as one of
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the most creative in sport, organized competitive events sucﬁ
as lacrosse, 1ice hockey, North American style foétball;
Canadian cénoeing and modern curling. From these diversions,
"a sporting structure...began tq emerge from both cultures;
it was Canadian, based on local community and larger
federations™. (Jackson, 1979)

However, as sport evolved, =as volunteers emerged and as
memberships increased, coaching, training and the standard of
world competition improved but the Canadian sport structure
became less and less adequate in providing opportunities to
ﬁevelop high performsnce excellence. Subsequently, the
general frustration of Canadians mounted as internationzl

representation declined, a problem that the federal

government had to study. (Jackson, 1879)

Up until the beginning of the nineteen hundreds, the
Parliament of Canada had showed little interest in policies

dealig;§*%with the development of national sport and

recreation. In the nineteenth ~entury, the only government
involvement in physical: fitness was associated with the
educational system. To quote the Honourable H. Barnard,

"...a healthy action of the bodily frame has an important

- ~

influence o¢n both the mind and morals"”. (Gear, 1973, p.l)

During the administration of the Strathcona Trust in 1908,

-
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the intervention of the federal government in the promotion

of the military drill hadli‘ significant effect on the

e
promotion of physical fitness. Twenty years later, gthe

government encouraged fitness programmes, such:.as the Pro-Rec
Programme of British Cobumbia, which were undertaken for the
_purposes of maintaining morale and developing work habits and

discipline. (Gear, 1973, p.1l86) Yet, except for reasons of
\

health, national defense and employee productivity, the
/S

-

federal government felt that sport and fitness were not part

of their jurisdiction. (Gear? 1973)

During a 1937 Session of Parliament, the Honmourable Member
for Trinity, Mr. H.J. Plaxton, speaking on behalf of sport,
moved that a Ministry of Sports should be established. As he
said:

"In Canada today the control of amateur gports his
been appropriated by groups or associations,
self-constituted in their authority, which
generally speaking owe allegiance to no one, ‘and
which within the confines of their particular
sports are wvirtuslly dictators, even as to the
locality in which the sport may ‘be carried on...But
I must reaffirm this statement that any scheme for
improving the health of the people on a national
basis, involving physical and recreational
traipning, necessarily involves =a control of
athletics.” (Sawula, 1973,p.46)

However, most of the members of Parliament felt that such =an
endeavour would only overlap and infringe wupon provincial

responsibilities.
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The National Physical Fitness Act of 1943 became the real
stepping stone for government involvement ixn sporé. .Its
purpose, té promote the physical fitness of the people of
Canada, was .to be carried out by the National Council on
Physical Fitness through =2 éeries of innovative actions. A
list of the National Physical Fitness Council’s actions is

presented in Table 1 (page 16).

In 1944, Tan Eisenhardt was appointed National Physical
Fitness Director. He shocked the country when, on February
20th, 1845, he znnounced:

"The National Physical Fitness Branch of the
Federal Health Department will in future serve as a
link between Canadian sporits organizations and the
government."”

"We will serve as the mouth-piece of sports to the
government." '

"Previously, sports organizations had ne¢e direct
link with the government, but with the competitive
contests forming an integral part of the physical
fitness program, it was felt such a link should be
established.” (Sawula, 1973, p.48) ’

Unfortunately, after ten frustratinﬁ years of service, the

National Physicel Fitness Act was repealﬁd in 1954.



"

‘TABLE

le -

1l ~- THE NATIONAL PHYSICAL FITNESS COUNCIL’S AFFIRMATIVE
ACTIONS ‘

=

. therefore;

\

(a) Assist in the extension of physical education
in all educational and other establishments;

{b) Encourage, develop and correlate all activities

relating to the physical development of the people
through sports, athletics and other similar
pursuits;

{¢) Train teachers, lecturers and instructecrs in

the principles of physical education and fitness;

to promecte

facilities

designed
provide

activities
‘and

(d)
physical

Organize
fitness
and

to

“(e) Co-operate with organizations such as indicated
in section seven engaged in the development of
physical <fitness in the amelioration of physical
defects through physical exercise.. '

Source:

Sawuia, L.W., "Why 1870, Why not Before?", Canadian
Journal of the Historv of Sport and Physical
Education, 4(2), December 1973, p.47.
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One important development of the national fitness
érganization was the Canadian Sports Advisory Council,
esteblished in 1951 and incorporated in 1959. Its purpoﬂe.
was to give organizéd sport a place té meet and exchange

views and present a unified voice for sport in Canada. in

—_—

‘1957 and 1958, =as one of its major tasks, the .Council

presented briefs to the Parliament concerning the decline 'of

-~

fiﬁness among Canadian youth. (Sawula, 18973)

In addition to all the domestic criticisms, in the summer of

-

1959, His Royal Highness, Prince Philip openly criticized the

health of the average Ceuadian. As reported in A Challenge

- to the Nation: Fitness and Amateur Sport in theQBO’s

(Government of Canada, Fitness and Amateur Sport, «198T)

Prince Philip criticized the health of the average Canadian:

"There is evidence that, despite everything, people
in Canada are not as fit as they might be. Sonme
scheme to encourage participation in all sporis and’
recreations, for =all ages and sections ' of the
community, is absolutely essential to any modern
community with a high standard of living. With =a
few notable exceptions, Canada’s achievements are
hardly in keeping with a country which claims the
highest standard of living in the world."

Prince Philip’s voice was heard by the media and discussed in

the House of Commons.

-——-'—'—./7
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qu surprisingly, the following year at the Summer Olympics

H

in Rome, 'the Canadian pride was once again offended as_Canada

placed 26th, taking home only one silver medal. Something
Had to be done, both for the high performance athlete and ‘the

casual participant.

September 25,‘ 1861 was to become a milestone in the history
of amateur sport in Canada. On that day, after years of
hardship, the Fitness and Amateur Sport Act; Bill C~-131 was
passed in Parliament. "The objects of the Act were to
éhcourage, promote, and develop fitness and amateur sport in
Canada". (Sawula, 1973,'p.53) In conjunction with the Act,
the National Advisory Council on Fitness and Amateur Sport
was establiéhed. It was to consist of approximately 30
members, with at least one from each province. (Sawula, 1973)
The Act was a result of popular pressure exerted by citizens
involved in all aspects of the sport. (Government of Canada,
Fitness and Amateur Sport, 1979, p.1l5) They were concerned
about £ the waistlines. of Canadians, about the lack of
inyolvement in sports and reéreational activity, =and about
the poor performances-cof Canadian athletes in international
competitio?}» H}?or the first time, therefore, government
recognized the need for a public commitment to s}ort, and the

Act laid the foundation for continuing government interest in

T

P
-—-’f
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sport and its endeavour to.make sport more responsive to its
many publics". (Governmeht of Canada, Fitness and Amateur

Sport, 1979) ‘ : ~

For the first few years, parties involved with sport carried
out their duties in an uncoordinated fashion. The sports

governing bodies continued to operate 1in 1iseolatien with

litéle knowledge of their colleagues’ regquirements and

priocrities. in 1968, the organizational disarray of Canadian
sportf\\}ﬁF?£:i demonstrations of tbe weakness of Canadian
athletes and teams.in international competition, and certain
problems between amateur and pfofessional spo;t prompted the
federal govgrnﬁent to establish the Task Force on Sport.
Following a thoroug& investiggtion éf the sport situatioﬁ,
the Task Force recommended a number of.steps to improve the

administrative capacity of national sport governing bodies

and the c¢reation of agencies to assist in the overall

-

improvement of athletiec performance. - The day of the

full-time professional fitness and sport specialists had now

arrived. {Government of Canadan_Fitness and Amateur Sport,

1879)

In addition to the Task Force’s recommendations, the Ministry
of National Health and Welfare initiated further development

of the sport programme. A primary effort was to esteblish a
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more adequate administrafiveiibase._} Thus, the Sport
Administrative Centre (now.knownfas the National Sport and
Recreation Centre) was conceived in 1970 as the central point
of administrative (suppﬁ;t.' Office space, support staff,
reproduction, mailing and shi%ping, accounting, athletes’and
coaches’data bases, translation and audic;visuai services
were amongst services the National Sport and /ﬁecreation

Centre was to provide to the associations at subsidized

rates.

The Canadian gport structure has come a long way since 1its
beginning. From the local community of New Westminster to
the Sport Administrative Centre, the national sport stfucture
has become o;e of the bes£ systems in the western world.

'S

(Jackson, 1979)

‘NATIOHAL SPORT éOVEHNING BODIES

The formation of the National Lacrosse Association in 18867
initiated an important developmental stage in the history of
Canadian amateur sport - +the creation of national sports
governing bodies responsible for developing and administering
c&ﬁpetitive programmes. By 1948, +thirty-five sports were
organized on a national scale, governed by their own
associiations. Figure 1 {page 22) depicts th growth of

Canadian national sport associations from 1867 to 1980.
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Thrqughout« the ‘course of history, the federations evolved
towards full autonomy of independance, meaning "the freedom
to control a given sport within Canada, and to serve as the
direct representative to the appropriate international
federation or association". (Gear, 1972, p.l) By 1870, all
amateur sport governing bodies had become independent. This
period was also marked by the federal government adapting a
policy of modest financial support towards national

associations.
0y

In 1870, "the federal government began to move in =2 new
3

direction, one that has been described as more direct and

intimate . contreol of the development of sport and recreation
LN
programmes in the country". (Gear, - 1972, p-1l1) New

initiatives included the establishment of Sport Canada, the
inception of the National Sport and Recreation Centre, and
the employment of professional staff to oversee the

administration oe easch national sport governing body.

-
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FIGURE 1 — GROWTH IN NATIONAL SPORTS ASSOCIATIONS IN CANADA
(1867 - 1980) -
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Source: Shrodt, B., "Changes in the Governance of Amateur
Sport in Canada,
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Naticnal sport governing bodies are single—purposea in that
they are responsible for an individual sport or a group of
related sports. .While nationallsport organizations vary in
size, structure of operation and:degree of independance, they
share a number of impdrtant features. First, they operate
through & pyramidal hierarchy of associations, from local teo
national which work in defining national developmental
programmes. Second, they gare democratically based obtaining

input through the Board of " Directors formed, in many

instances, from former players. Finally, they are voluntary -

in nature with a varying number of professional employees, in
such positions as Executive Director, Technical Director and
Programme Director, to carry out the plans and policies of

the Board of Directors. (Schrodt, 1981)

in 1870, the National Sport and Recreation Centre housed

thirty-three national sport governing bodies while some

twenty-two others were designated as non-resident
organizations. By 1974, forty-two organizations were
residents of the complex. Todaey, more than a decade since

its inception, the National Sport and Recreation . Centre

provides aver twenty-five services at reduced prices to more
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than sixty resident associations. Most services are also
available to non-resident national sport associations.

{(Naticnal Sﬁort and Recreation Centre, 1982)

Fifty-three percent of the associations are financially
dependent on the federal government, with fifty to eighty
percent of their revenue obtained from Fitness and Amateur
Sport. (Sport Marketing Council, 1986) ~ In 1870, national
sport governing bodies were eligible for annual granté of up
to. $12,000.00 to help employ an Executive Director. In
addition, the government was prepared to offer some sport
governing bodies a grant to éover the salary of a Technical
Director. (Wolfenden, 1983) Toeday, there is a general
movement on the part of the associations towards corporate
sponsorship Fo finance their different programmes; A study
by the Sport Marketing Council (1986) haé demonstrated that
government funding has decreased by twenty-nine to sixty
pereent for thirty-nine  percent of the national sport
governing bodies, as shown in more deteil in Table 2 {page

-~

25)r.

In 1879, the Minister of State, Iona Campagnolo outlined the
various roles of the national sport governing bodies as
follows:

(1) To provide wvarious levels of competition including
competition at the national level;
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TABLE 2 - NATIONAL SPORT GOVERNING BODIES’ FUNDING SOURlCES

« Government Funding Trends : 1980 - 1985
( ®% Federa! Funding of Total Revenue)

ALL NSGBs . 4 % INCREASE

22 NSGBs up 1o 28 % DECREASE

4 NSGBs3 30 % to 60 % DECREASE
AND

Annual Doilar Coniribulion -STATIC

« Sport Funding Sources

Number of Associations Gov1 Funding Self Generated Funding
15 of 66 more than 85 % fess than 15 %
35 of 66 0% - 85% 50% - 15%
3of 66 40% - 50% _ 60% - 50%
13 o1 66 less than 40 % more than 60 %
Funding Mix - ' Donations DECREASE
: Fund Raising ) DECREASE
Sponsorship DECREASE
Membership Fees STATIC
Source: Canada, Sport Marketing Counc¢il, Introduction to
National Sport Governing Bodies, Ottawa: Sport
Marketing Council, Tuesday, February 18, 1986, p.l.
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(2) To hold the sanctioning rights as they relate to the
sports at the national and interndtional level;

(3) To establish rules and regulations to be adopted at the
national. level;

(4) To provide coaching for teams under their jurisdictions
and to develop standards and certification programs for
coaches;

(5) To provide national teams;

(6) To provide technical development programs for their
sports on a national basis;

L]

{(7) To provide promotion and fund-raising programs for their
sports at the national level; ‘
\.

(8) To represent the sports to, and to communicate with, the
federal government; -

I'u .
(9) To provide administrative support systems at the
national level; P

(109 To represent and develop the sports at the international
level; -

{1l) To provide officials for natiomal and international
competitions and to develop standards and certification

programs;
{12} To be =an active partner in the development and
—_— mgﬂé{g;{gﬁ‘ of a National Plan. (Government of Canada,
Fitness 8nd Amateur Sport, 1979, p.22)

National sport governing bodies form an important part of the
Canadian amateur sport structure (see Figure 2, page 27). 1In
general terms, national sport associations develop,

‘: coordinate and implement national and international
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FIGURE 2 -— STMPLIFIED CANADIAN AMATEUR SPORT STRUCTURE
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programmes which are made available to provincial agencies,
regiconal agencies and finally municipal agencies.

(Government of Canada, Fitness and Amateur Sport, 197S$, p.22)

Through the vyears, as nationmal and international sport
developed higher standards of achievement, it became evident

and essential that national sport governing bodies had to be

.Sstructured if Canadians were to improve their worldwide

performances. The federal government had to do more than
{ .

consider sport for reasons of national defense and employee

productivity; it had to recognize a need Tfor public

-

commitment to sport.

The;efore, as a result of public pressure exerted by citizens
who were concermned ﬁPOUt thé waistlines of Canadians, about
the lack oé‘involvement in sports and recreatienal activity,
gnd abaut_the poor performances ofuégﬁgﬁhan athletes on the
international scene, the National Sporé’and Recreation Centre
was finglly established in 1970 as the nucleus of
administrative support.

bt e

=

Federal government grants made it possible to hire Executive-
Directors, Technical Directors and Programme Coordinators
whose purposes servéd te 1instill a wmore effective and
eéficient administrative bearing within “each individual

national sport governing body. In their administrative

o

S
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complex, mnational sport associations were.sble to develop,

coordinate and implement national and international

programmes in an effort to meet the needs and aspirations

,‘-’ * 9

Canadian athletes.

of
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CHAPTER 3

REVIEHW 0O F LITERATURE

The Review of Literature examines the material related to the
various aspeéts of the positiqp of Executive Director.‘ It
must be noted at this .&fﬁe-that, due to the lack of
literature concerned with the position-of Eﬁecutive Director

of national sport governing-bodies, the present- chapter

includes material related to various positions _inm sport

management, ipcluding athletic coach, Physical Edﬁcation
Department Head, Physical Education Director, Athletic
Director, State Director, physical .education édministrator,
manager énd administrator: The investigator believes that
there are significant similarities in terms of job

descriptions as is demonstrated in this chapter.

The ¢ first section presents a chronological review of the
literature depicting the duties and responsibilities of sport
administrators. The second section examines the relationship
between autonemy =2and motivation. The third section deals
primarily w;th the relationship which exists between autonomy
and job satisﬁfction. Section four attempts to demonstrate
the relationship between sutonomy and job performance (the

reader will note that sections two to four of this chapter.
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are interrelated). Finally, thg fifth section presents the

literature pertaining to studies related to the autonomy. of

employees. Chapter three is concluded by a brief summary of

-

the information introduced in the preceding pages.

3\

E ECUTIVE DIRECTOR'S DUTIES AND RESPONSIBILITIES

The Executive Director of a national sport governing b§2§3 is
a Key figure ;;\ the effective development of the
organization.’ it is?nown that the organization’s ability to
reach its expectéd gorls depends in part on the capab}lit& ofl
the Executive Director to utilize the available resources to

. i : . . 1%
achieve these goals. For this reason, the selection of an

Executiwe Director becomes one of the most important
decisions of the Board of Directors. (Governement of Canada,

National Sport and Recreation Centre, 1980)

.In recent ‘years, sport management officials have made an

attempt in determining the roles and responsibilities of the
sport executive. From these guidelines, employers have been
in a better position to detail a2 job description and managers

~

have in hand a blueprint from which to base their workplans.

. N

A

A handful of important studies have contributed .to\\fhe
evolution of the sport administrator. These studies are

discussed hereafter. The pioneer study in this field is that
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of Monroe (1929). Through the use of =a questionnﬁire, Monroe
hoped to identify the duties of high schgol athletic coaches
to help those people planning athletic coaching curriculacfer
schgols or departments.

Five. years later, Shepard (1934) undertook a study to
discover the- specifié duties performed by boys’ physical
educgtion department heads in senior high scheools in Leos
Angeles, California. H; formulated a lisp of. 206

administrative and  supervisory duties relating to the

T
physical educatien and athletic programnmes.

Humphrey (1952) 1identified 127 duties of the public school
physical education Director. In additioﬁ, Humphrey
discovered that the public school physical education Director

spent, on ap average, Tfifty hours per~we=k on all phases of

the Jjob.

Through the use of a checklist containing 128 clearly defined
duties, Rice (1955) analyzed +the Jjob of the physical
education Director. The author rated each duty according to
criteria for frequency of performance and importanpnce in

fulfilling administrative responsibilities.

According to EKelliher (1956), the frequency of duties of

Athletic Directors occurred in this order: administrative
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duties, public relations, finances, coaches and contests,
property and equipment, and duties related to athletes. The
L d .

author noted that Athletic Directors could expect to work

approximately fifty-one hours per week.

Richey ,(1963) studied the job responsibilit;és of selected
Amgrican college Athletic Directors ~uti1i;ing two
questionnaires, one of which was sent to the Athletic
Director and the other to the college Pr=sident. Enos (1964)
concluded that the Directors in the larger junior <colleges
spent more time with;édministrativefand supervisory duties
while the Direc%ors in the smaller settings hé{ a wider

variety of duties and functions to perform.

It was the purpose of Sutton’s (1968) study to make an
analysis of the tasks and competencies of state Directors of
health, physical education and recreation, and to determine
the functicns perfofmed by the state ﬁirectors in  terms of
skilis, knowledge, abilities and understandings which they
considered to be of importance in carrying out the role of

state Director. ’ -

Hansan (1969) sought to identify the duties of men physical ﬂ

Gi

education administrators and to evaluate the duties in terms
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of frequency, imﬁortance and difficulty in their performence.
Two individual studies were undertaken in nineteen
seventy-twe. Curcuru and EHealy (1972) atfempted to delineate
the many roles played b& a manager during his normal work.

Davis (1972)L identified 95 duties of the dﬁministrgtive head
in health, physical education and recreation. The analysis
revealedlthat 72.7 percent of the administrative head’s time
was spent in the areas of general administrative duties,

instructional programme, personnel and supervisory duties.

Mintzberg (1973) presented some interesting statistics
through his study. Accordiﬁg to him, the business manager
spends as little as 22 percent of his time at his desk. The

manager devotes 60 percent of his time at scheduled meetings
and 10 perent of his time at unscheduled meetings. In
addition, of all the activities accomplished by the manager,
half of them have a duration of less than nine minutes and

only ten percent are more than one hour in duration.
rd

Foley (1974) provided a master list of duties of personnel
serving as administrators, iE\the areas of health, physical
educatior and recreation, and determined the frequency,
difficulty and importance of these duties. A revised

measurement instrument with 93 duties was administered. In
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his conclusion, 21 duties were identified as being critical
to the job performance of an administrator.

In 1875, thé Courncil of Executive Directors formulated a
composite Jjob description of the pesitiomn of Bxecutiv?
Director. Their framework describes a total of ten roles and
six responsibilities. The following conclusions were drawn

from Burelle’s (}975) findings:

{(a) Canadian athletic Directors are well qualified for their

peositicns in terms of general education, coaching
experience, sports participation and professional
involvement; ’

(b) Canadian athletic Directors are not as well qualified in
terms of administrative experience and "related"
education courses;

{c¢) The yo%nger Canadian athletic Directors (under 30 vyears
of age) are the . weakest in terms of essential
administrative qualifications;

‘

(d) The iést deficient athletic Directors 1in terms of
essential "related"” education courses are those 50 years
of age and over and /or those with no collegiate degree.

According to Mintzberg (1875), managers work at an
unrelenting pace. Their activities ar; characterized by
brevity, variety and discontinuity. Managers are strongly
oriented to action and dislike reflective activities. In
addition, managers strongly favor the verbal media, namely

telephone «calls and meetings. Sutton (1975) =attempted to

determine the functions actually performed and those which
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ideally should be performed by male intercollegiate Athletic
Directors. He concluded that male intercollegiate Athletic
Directors. were perceived as actually performing and ideally

performing many different functions.

-

‘Kurtzman (1976), in'bresenting a model for the administration

of an amateﬁr sports association national office, offered =
revised plan for administration. According to the author,
the Executive Director should: |

"(a) Monitor all functions of administrative assistant;

(5) Direct liasison with committees, other sport governing
bodigs, government, professional associations and
provinces; -

(¢) Identify delivery systems;

{d) Ensure all functions related to national programs occur;

{e) Public relations, promotion/fund raising.” (Kurtzman,

1976, p.5)

The Fitness and Amateur Sport branch (1978) presented their
! )

own Jjob description for the Executive Director. Their

presentation was divided into four roles, easch subdivided

into several headings.: More specifically, - the Jjob
description embraced such responsibilities as financial
management, office management, communications, planning and

decision -making, training programmes, records and files,

exterggl Yiaison, public relations, meetings, gozl setting,

anadysis ard reporting.

N

v
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In the Application of Managerial Roles and Practices in

Amateur Sbort, Lyle Makosky (1979) describes the importance

of systematic management in amateur sport:
"The conscientious, ever—growing, systematic
manager tries to apply as many of the following
practices as seem practical, in order to lead bhis
sport governing body more efficiently and
effectively toward the goals it exists for."
{Makosky, 1979, p.49)
In 1580, Landahl pointed out some interesting facts
concerning +he wmanager. Based on Landahl’s study, the
average manager divides his workday in the following fashion:
50 percent is spent doing what he or she is paid to do, 25
percent goes to future-oriented work, 15 percent is given to
organizational trivia, and the remaining 10 percent is wasted
on nonproductive activities and padded effort. The author’'s
analysis shows that, o¢f an eight hour workday in which only
4.8 hours are actually spent working, .the rest of the time is
!
spent on coffee breaks, bathroom visits, resting, walking,

fiddling around, day dreaming, and trying to determine what

to do next.

In an attempt to facilitate the hiring of an Executive
Director, the Naticnal Sport and Recreation Centre (1980)
published the Quties and responsibilities of an Executive
Director employed "at the National Sport and BHecreation

Centre. In its manual entitled How to Hire an Executive
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Director, the Centre presents 27‘-re5ponsibilities of the
Executive Director. These responsibilities are gathered
under four headings: administration, Sudgeting, public
relations and policy development.
In 1882, Medalha studied the implications for the
professional preparation of sport administrators in Brazil.
The administrators identified 91 duties which were
performed independently, cooperatively.or en a delégateﬁ
basis. They were perceived as pe;forming more than 71

percent of the duties listed on the questionnaire.

"

Wolfenden (1983) identified 40 selected responsibilities of
the Executive Directé;s of national sport governing* bodies
housed in the National Sport and Recreation Centre (see Table
3, page 40 ). Two questionnaires were distributed; one.to
the Executive Directors and the éther to the Presidents of
their respective Board of Directors. It was concluded that,
in general, the relative importance which the Executive
Directors and the Presidents attach to the responsibilities,
is similar. In particular, they agree that those
responsibilities of the financial management and public
sector grant applicastion kind, were of the highest priority,

and those of the prografm development and private sector

fund-raising kind, were of lowest priority.
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Finally, the latest addition in describing the job of the

Executive Director is seen in a manual published by the New

" South Wales Department of Leisure, Sport and Tourism (1984).

This attempt clearly summarizes 14 duties of the sport
administrator.

The job of individuals serving as administrators in the field
of- health, physical education, recreation and sport, has been
analyzed scrupulously by a number of investigators and
management officials. Such an analysis has contributed
immensely in the work of authors such as Wol%enden {1983) who
was able to suggest a list of forty responsibilities of
Executive Directors of national sport_.governing bodies. This
list was'yielded from a review of literature related to the
responsibilities, duties, functions'and roles of executive
officers. This saﬁz list of forty responsibilities provided
the basis for the list of duties used in this study. It 1is
by providing these "guidelines"” that the job of Executive

Director has developed into what it is today.
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E_ 3 - WOLFENDEN’S 40 SELECTED RESPONSIBILITIES OF
EXECUTIVE DIRECTORS

1. Managing national office personnel;
2. Serving as liaison officer on behalf of the national sport

governing beody with Sport Canade;

3. Serving =as liaison officer on behalf of the NSGB with
» agencies other than Sport Canada;

4 Preparing the annual report for the NSGB;

5. Evaluating the NSGB’s effectiveness;

6. Assisting in the development of long-range plgnning;

7. Planning fund-raising activities; |

8. Soliciting fimancial support from potential individual and

-~
- corperate sponsors;
9. Planning for the NSGB’s annual and special meetings;
10.Submitting of regular reports and statements on the
activities of the NSGB to the Executive Committee;
l1l1.Maintaining a2 files and records system;
12.Assisting and guiding volunteer members of national
committees;
13.Serving as an ex-officios member on committees;
l4.Serving as recording secretary at annuasl and special
meetings of the NSGEB; :
15.8andlirg daily correspondence, inquiries, etc...
l16.Undertaking research for the NSGB;
-~ 17.Assisting in the development of the NSGB’'s goals and
< objectives; ‘
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18.Preparing grant appliﬁgtjons to the federal government;

19.Negotiating grant aprlications with the federal

government;

20.Serving as executive editor of thef NSGB’'s official

publications;

§

21.Solving probiems within the NSGB;'

A

22.Assisting ‘in the organization of national\event§ including

national championships;
*

23.Providin consultative service to the NSGB’s
branchgs¢hemBErs;
| t

24.Attending major competitions in the sport:
25.Ensuring that audit requirements are met;

26.8erving ,as =a representative of the NSGB at meetings
other related organizations;

~

27.Assisting in the development of national policy;

28.Implementing policy decisions resulting from Board
Committee meetings;

29.Implementing new national programs;

30.Supervising national phogranms;

31l.Supervising natiomal program budgets;

32.8upervising membership Eegistration;

33.Visiting branch or regional offices;

34.8erving =as =8 representative of the NSGBE at events
functions;

35.0rganizing a membership recruitment program;

36.Developing strategies for marketing the sport;

of

and

and
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37.Maintaining positive relationships with members of the
media on behalf of the NSGB; —

38.Coordinating the preparation of the annual budget;

39.Supervising géneral accounting procedures of the NSGE;

40.Negotiating rights-&and-properties contracts.’

Source;

Wolfenden, D.T., "Relative Importance of Forty
Selected Responsibilities of Executive Directors of
Canadian National Sport Governing Bodies",
University of New Brunswick, Fredericton, 1983,
p.137. :

-

h=Sy
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In studying the factors that influence the work of an
individual,* an investigator would discover that one’s

autonomy in performing his/her duties plays a role of

" paramount importance in the attitude adopted towards his/her

employment. A review of literatﬁre of business management,
and sport and recreation management related materials
supports the statement that job autononmy cons?dered within a
variety of other factors such as work environment,
chellenging work, tésk variety, etc..., is closely related to
the performance of the work force. An elaborate look at the
literature shows that there exists = sigﬂ;ficant correlation
between job‘autonomy'a;d three major work =attributes: (a) job
motivation,l (b} Jjob satisfaction, and (c) Jjob performance.
To demonstrate this important relationship, the remainder of
this chapter shall be divided into three sections:

1. Relationship between job autonomy and job moﬂivation}

2. Relationship'between Job autonomy and job satisfaction;

3. Relationship between job autonomy and job performance.

RELATIONSHEIP BETWEEN JOB MOTIVATION AND JOB AUTONOMY

a

Since the beginning of the 1970s, investigators have devcted
much of their time to delineating the factors most
significant for the motivation of employees, whether managers .

or manual labourers. Psychologists ﬁaintain that motivation
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is a product of satisfied needs, whether they be inferior or.
superior . needs (Krech et al., 1979) This section seeks to
define the relationship between job motivation and one of

these needs, autocnomy.

Toulouse and Poupart (1976) stress that employees’
dissatisfaction 1is a result of task monotony, and lack of
responsibility and autonomy. From their observations, one

would be tempted to conclude that employees are not motivated

-

at work.

Jobes (1980) underlines ;he fact that man wants to control

the events of his environment. He wants to be responsible

for his behaviour in his environment. Job enrichment ir the

organizatioﬁ consists of increasing the employee's
responsibilities so’ as tofgive him a sense o% autonomy,
appreciafion and realization. Restructuripg the job seeks to
iqprease task variety and autonohy: Job enrichment ;atisfies

the employee’s © needs of competence, creativity ~ and

accomplishment.

Zaltman (1880} encourages managers to integrate <‘he need
satisfaction of employees with the achievement of
organizat:onal goals. In his view, each employee has a
certain type and level of needs, and he is motivated to

behave in ways to satisfy these needs. 1In the "higker-order

-]
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needs”, people need to use their skillg and talents, to

express themselves. As the author 'expiains, "there 1is
iné}easing interest in such things as "doing vyour own
thing";.}.and individual development on the job". {Zaltman,
1880, p.81) Employees who are seeking higher-order need

satisfaction on the job want autonomy in their work.

Neal, Williams and Beech (1982) believe professionals in

leisure services must understand the essence of motivation in

order to increase productivity in .the organizations. As
Zaltman (1980), ‘they advise managers to provide employees
with =an opportunity to meet their personal needs. By doing
so, the managers can productively“tap the energies of
émployees te mutually benefit the organization and the
individual. In their stu&y, supervisors and employees ranked
items related 'to quality experience, growth- and
self-improvement, involvement and recognition as the most
important:' . |
™

McFillen and Podsakoff (1983) support the view that

- ~

non-financial means of motivation. must be developed if
employees are expected to work beyond the acceptable level of
performance. In an anecdote’described by the authors, a
supervisor could not understand why a college—educated hourly

worker would not transfer from a $7.50 per hour, late shift
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Jjanitorial job to the assembly line, where the employee could
earn ten percent more per hour. As the situation was
examined, it became apparent that the job change would mezn,
amongst other motivation-related issues, a decline in

autonomy which was important to the college graduate.

The major fTindings of Griggs and Manning (1985) revealed that
thg‘ moét important sources of motivation, satisfaction and
retention of professionals are: (1) the nature of the work
itselé; {2) organizational processes; ana (3) the extent to
which professionals feel they have a career, as opposed to =
Job. One of the intrinsic rewards identified by the
respondents concerns the opportunitf to iﬁfluence and be part
of the business success of the organization. The authors
feel we <can expect professionals in the future to have a

larger sense of autonomy.

RELATIONSHIP BETWEEN JOB SATISFACTION AND JOB AUTONOMY -

Several components have been identified as having a positive
{

- “impact-on—motivation, performance and-atfitudes:——Needless-to— — - - —

say, psychological studies have demonstrated that a motivated
employee is a satisfied employee. {Toulouse and Poupart,
1976) For this reason, employee autonomy has =a positive
effect on. job satisfaction. The following section

| ;
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establishes the relationship between job satisfaction and © ///

autononmy.

;Rakich (1870) investigated the problem of employee

performance through the examination of the effects the
individual’s attitudes has on his level of Jjob .performénce.
The attitudes were those of perceived job auto;omy, Jjob
involvement and job satisfaction. Results showed that there
was a significant relationship between an individual'’s (1)
level of perceived job autonomy and his %evel of Jjob
performance, (2) his level of perceived job/autonomy and his
level of job’idvolvement, and (3). his levei of perceived job
autonomy eand his level of job satisfaction. Rakich (1970)
concluded that the individual’'s perception of his job
autonomy was important inm so far as #it was the 'most
significantly associated variable with the individual’s.}evel
of job satisfaction. L

Accofding to Teague et al. (1981), three organization
components - (l) relationship dimensions, (2) personai growth
and career dimensions, and (3) systenms maintena;ce and system
change éimensions - determine the amount of autonomy,
participation and control available to any member of the

system. Role overload, role.confliect, role ambiguity, and

the amount of challenge, variety and autonomy available to

3
-
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the individual are the principal characteristics related to‘
job strain. (Hahn et al.. (1964) in Teague et al. (1981))

"Low-burnout individuals described - their work
environments as offering (1) more staff support,
(2) more peer cohesion, (3) more autonomy, (4) more
task orientation, (5) less work pressure, (6) more
clarity, (7) more control, (8) more innovation, and
(9) more physical comfort than high-burnout
individuals’. work environments."” (Teague et al.,
1981, p. 63) : '

The purpose of Beam’'s {(198l) research was to develop a theory

about the .process of teacher burnout. Beam concluded that
all psychologically growth-oriented dropduts, whether
frustrated or bored, were seeking greater automomy and a

higher salary with which to pursue lei?ure time.

As related in Schnake et alg (1984), Avey and Dewhurst (1976)
found no significant relation between three needs
(achievement*, autonomy and affiliation) and job satisfaction.
In‘Schniye et al.’s study (1984), intrinmsic jbb satisfaction
was measired by mean; of a five-item scale. Hespondenés were
asked to indicate how satisfied they were with the fbllowiﬂg
aspects 6f their Jjob:

"The amount of freedom you have on your job."

"The chances you have to‘/accompliéh something
worthwhile."”

"The chances you have to learn new things." {///'

)

"The chances you have to do something that makes
yvou feel good about yourself as a person.”
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"The chances you have to teke part in making -
decisions."” '

Results showed that indiﬁiduals «who  are allowed to
participate in goal setting report significantly higher

intrinsic job satisfaction. !

RELATIONSHIP BETWEEN JOB PERFORMANCE AND JOB AUTONOMY

Many authors, such as Nogradi and Koch (1981), believe that
the degree of autonomy given to the employee in doing his/her
job will influence his/heé performance. Employees peed to
freely express themselves, to deploy their creativity. This
section identifies the relationship between job performance

and autonomy.

In 1872, Beizer investigated the work of wmanagers by

attempting to determine exactly what managers do during those
£ . .
instances when they are effective and ineffective. Heizer

concluded that four "support actions” contributed to
ipeffectiveness when they were not accomplished or when
accomplished * poorly. These were - "need satisfaction”,
"supervision”, "authority emphasis” and "other". They were
cﬁiiéq "suppo;t actions" because they =ntail suppo;t for
suboréinates and sppPort from superiors and company (éeizer,
1972). Eatz (1974) ;suggests that the success of an

administrator rests .on three basic skills: technical, human
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and conceptual. An individual with good humen skill works to
¢creater an atmosphere in which sﬁbordinates feel free to
express ‘themseives. Such an .executive will encourage
subordinates to participate in the planning and carrying out
of those things which directly affect them. As Katz (18974)
relates, refusing to allow an employee "to run his own show"
discourages the assumption of responsibility.

In 1976, Dennis Lewis,then the Execgﬁive Director of the
Canadian Youth Hostelling Association, identified the
staff-volunteer relationships 1in volunteer associations.
According to Lewis (1976}, asvexpansion, growth and promotién,
develop, a decision is made to hire a "paid person" to handle
the problem-solving. This paid person is often a highly

motivated tolunt;er who often becomes what is known 1in the
associations as a "paid volunteer”. A commeon error is seen
when the volunteer group is so relieved to_gee the employee
take office that they overwork Rim "because he is full time
and gets paid". (lewis, 1976,\p.6) A good employee should
be.able to exert some freedom inm his position; .he should be
encouraged to expf%re, present his point of view, challenge

and stimulate. With varying levels of . motivation within

associations, the compatibility between staff and top

volunteers must be in tune.
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According to Anderson (1980), it is imperative to select
persconnel on the basis of their qualificetions which will
give them the freedom to function with sound judgement. Such

a principle will help administrators to manage -in a more

efficient anf effective manner.

Nogradi and Koch (1981) maintain that participation in the
decision-making process ?ill lead to improved Jjob
performance. However, because most municipal recreation
administrators are already invol;ed in as many decisions as
they desire, the introduction of additional decision-making

opportunities will not necessarily improve employee

productivity. : \

\ ‘ .
‘By providing a quality work environment, challenging work and

work enrichment, managers can increse the productivity of

employees. (Grant, 1983) High salaries, good fringe
benefits, achievement- opportunities can keep workers highly

satisfied with employment.

JOB AUTONOMY

This section presents the literature directly related to the

autonomy of employees.

L
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Kruger (1970) identified middle management as a group of
followers. They carry out the policies of top management.
"Their primary job is to make the "boss" look good
to the end that the mission of the organization is
achieved effectively and efficiently. They run the
detail of the organization, leaving top management
as free as possible for their other
responsibilities."” (Kruger, 1970, p.935)
Bowever, they have the freedom t¢ wutilize properly their
immediate subordinates; an important ingredient for
management effectiveness as they communicate to their staff

by their actions or inactions.

A study conducted by Dennis (1871) to examine the
administrative behaviour of "successful” and “unsuccessful®
Athletic Directors revealed that both setslof Directors, in
describing their roles, felt they were responsible for making

decisions which define operating procedures.

In 1871, Akers set out to determine the degree of autonomy of
the Athletic Director. He sought the opinions of both
Athletic Directors and their Presidents or Chairmen of
faculty committees on Athletiecs, as to the amount of
autonomy that the Athletic Director éhould have in wvarious
areas. Generally, the Athletic Directors possess the
greatest nautonomy in administering the'athletic budget, 1in

purchasing supplies and equipment, in scheduling games, and
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in arranging travel arrangements. According to Mintzberg

{1873}, the, paréicipants in his study had the freedom to make

numeérous crucial decisions which would have an impact on the
organization.
ﬁh.

In Derr’s-opinion, "a person needs the freedom to be.able to
express‘ his own capabilities and concerns for improving the
system so fhat he feels essential to its effectiveness."
(Derr, 1975, p.lB) This autonomy, which allows cne to be
his own man, can.become a cause of a power struggle if the
drives for autoﬁomy are incompatible. Also, people with
needs for autonomy for their own interests tend to resist
oréanizational interdependance if the.imposition of Jjoint
activity 1is too demanding. In such a2 c¢ase, the people

involved will «<onsider it an invasion of their right to
£

pursute some of their own interests.

t

Sandefur and Oglesby (1982) suggest that the Department Head

of college athletics needs the required "tools" if his
department is to be successful - quality staffing, funding,
facilities and autonomy, to function effectively.  In a good

Dean/Department Head relationship, the Dean delegates thé
authority npecessary for the Department Head to fulfill his
duties and responsibilities. In addition,  the Department
Head shoufd have the freedom to make decisions necessary to

reach departmental goals and functions, effectively.
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Hughes (1983) offers his thoughts on the successful working

relationship between the elected and_/or appointed Board and

the professional staff. In his view, it is necessary for
Commission members to respect the knbwledge, experience and
abilities of the administrator, and to ;se the

administrator’s talents in a pesitive sense.
The staff with a sense of mission, working within a positive
work environment and with a commitment to cooperative

decision-making will have a greater semnse of aécomplishment.

(Cooper, 1884) The author states that 1in a positive
communication climate, people are sensitive to each others’
needs, members actively include each other, and power 1is

shared. - Cooper (1984) firmly believes that faculty and staff

members want to be involved in decision—making.

McBeth and Mondy (1985) attempted to identify the factors

that cause some managers to stay affiliated with a club for a

. period of many years and the factors that can induce =a

manager to leave. The results demonstrate that managers with
jobs offering more avtonomy were likely to have longer
tenure. Managers, who were allowed ‘to participate in
establishing policies and procedures, tended to stay longer
with the club. Several respondents noted that "they had

enjoyed considerable autonomy when they were first hired but
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that ‘with the paésage of time and chaﬁzes in board
membership, they found they had increasingly less say in the
club’s operation".. (McBeth and Mondy, 1985, p.14) Several
participants complained about a lack of job autonomy
ésserting that <¢lub managers should be allowed to managé.
McBeth and Mondy concluded that the club maﬁagers seek the

opportunity to use their talents and recognition for doing

50.

SUMMARY

B ~
The Review of Literature shows that job autonomy is an
important aspect of an individual’s 'employment. An
autonomous employee is a motivated person whose Jjob
satisfaction féads to increased produc@ivity/performance in
terms of efficiency and effectiveness. In this regard, the

autbnomy of Executive Directors in performing their duties

may be a factor in the shortltenure of their position.
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CHAPTER 4

The national office employees play a vwvital role in the
development of programmes for their respective sports. One
of. them, the Executive Director, is a key figure in the

overall effectijzwﬂbunctioning of the organization. In an

-

"attempt to standardize the job of Ehe ExecutiVé Director; Jjob

<
descriptions have been presented by potential individuals and

organizations. In addition, research has ' contributed

immensely in capturing the essence of the duties and

. 0 -, . ,
responsibilities of a sport administrator. The major problem,

of this study is to determine the degree of =autonomy of
Executive Directors of selected national sport governing

bodies'in performing their duties.
" z ..

Forty—éight national @ associations housed by the National

Sport and Recreation Centre were invited to participate in

the investigation. ' Each Executive Director was asked to

-complete a two-part queétionnaire (see Appendix 2) that was

primarfly designed to identify the degree of perceived actual

autonomy of his/her positiorn in relation to various areas

-

regarding - the operation of the sport governing body.
»

Furthermore, the medsuring instrument allowed the

investigator to determine %ﬁé degree of ahfdnomy which the

LY
~
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Executive Directors considered necessary for peak performance

and effective productivity.

The following procedure was employed:

a) Identification of the sur#ey‘sample;'

b) Development of the measuring instrument;

c) Determination. of the validity and reliabi%ity of the
measuring ingtrument;_

d) Collection of the data;

e) Tabulation and analysis of the data. ;

B ) -

IDENTIFTCATION OF THE SURVEY SAM#LE

Wolfenden (1983) statéd that the National Spor} and ;:"

Recreation Centre houses a number of sport organizations

. d
" which, within their respective structure, advocate different

mandates. Be also stated that organizations such as the
Canadian Olympic Association, handle large-scale sporting

eyents. Others such as the Canadian intramural Recreation

Association are regpdnsibie for the coordinatioh' &F

sportr;elated groups, _while some like the Sports Federation
. . —

of,Cahéda act as umbrella agencies.for several\\ﬁssdé%;tions.

Howevér, the majority are single—p#rpose bodies in that they

promoteq coordinate and develqp one sport or; a group of

related amsteur sports at the national level. Today,

-
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forty-eight such natioral sporf governing bodies are situated
.in the Nationgl Sport and Recreﬁtion Centre. In an effort to
‘establish a certain consisteﬁcy in Fhé results of our
findings, the Executive Directors (or their ‘equivalent) of
forty—eight reéident national sport governing bodies were
selected to participate in the initial investigation.

Il

It is ijmportant to note that,/\ since not all. chief
administrative officers of tﬁe selected forty-eight
associations have as official title that of "Executive
Director”™, the investigatér included in the. survey those
officers with the equivalent title to that of JExecutive
Director™. Organizations which were invited to participate

ot

in the study have been listed in Appeadix 2.

b

DEVELOPMENT OF THE MEASURING INSTRUMEN?-'_

The data for this study was gathered via the use of a
questionnaire. The latter was developed from the review of
literature; two major sources, Akers (19715 and Wolfenden
(1983), were utilized as a model thfougpout the development

of the questionnaire.

The investigator sub-divided the measuring instrument into
two major =reas. Area A was concerned with the profile of

the Executive Director and the National Sport Governing Body.

]
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For the purpose of this study, nine “statements were included

so as to outline a number of personal characteristies of the

participants.

Area B constituted the focal point. of the present
investiéation and was developed from Akers’ (1971) and
Wolfendgn’s {1983) questiconnaires. Each p;rticipant in the
study fwas required to reate his/her autonomy . under two
distinct headings: actual and required. Actual autonomy
related to the degree of  autonomy an Executive Director felt
he/she actually had imiperforming his/her duties. Required
autonomy regarded the autonomy a respondent felt would be
de§irab1e to perform his/her duties in a most effective
manner. Under each label, actual and required, five
possibilities were preséhted to the participants as far as
rating the degree of autonomy for each duty was concerned:

1. Does not apply; |

2. None; . .

3. Provide information;

4. Shared;

5. Major responsibility.
The labels and ratings are similar to those found in &kers’

(1871} study since these could be used efficiently with our

own population, without major changes.
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Yet, - as much as Akers® labelling and rating were considered

to be appropriate to this investigation, it was concluded

"that for more adequate results Wolfenden's (1983) forty

responsibilities should constitute Area B, for twoe reasons.
Firstly, Akers’ duties were formulated in 1971, one year

following the inception of the National Sport and Recreation

Centre. Since . then, many changes have marked the
administration of national sport organizations. Akers’
duties would surely be ‘outdated. Secondly, Akers’ duties,

which were related to the job of the Athletic Directors of
selected educational institutions, differed sigpnificantly
from those.presented by Wolfenden. His duties had already
been submitted to Executive Directors of opational sport
governing bodies. " For the above-mentioned reasons,
thirty-eight of Wolfenden’s forty responsibilities, which
were 1initially adopted from =a list of one hundred and
forty—-three possible responsiéilities vielded from a review
of literature related to the reponsibilities, duties,
functions and roles of e#écutive officers, were included 1in
the measuring instrument‘at hand. The complete questionnaire

is included in Appendix 1.

VALIDITY AND RELIABTILITY OF THE MEASURING INSTRUMENT

In order to establish the validity of the measuring

-4
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instrument, both the questionnaire and a letter of
explenation were sent to a panel of experts at.the University
of Ottawa. This panel of experts included  wuniversity
professors involved 1in the education of various facets of
sport administration at the post graduate level. .The ligt Sf
participating individuals appears in Appendix 3.

1

More specifically, this validation was conducted to:

‘a) Evaluate the stated form of the responsibilities;

b) Determine whether additions or deletions should be made
to the ligt of responsibilities; :

c) Evaluate the general structure and features of the
instrument; and

d) To establish that the content of the questionnaire

measures the perceived actual and reqﬁired degree of

autonomy of Executive Directors.

Based on the comments/suggestions received from the panel of

experts, the following changes were wade to the measuring
instrument:
a) The wording of the questions-ﬁas verified and changed,

where appropriate, for clarification purposes;

b) More explicit definitions were develoﬁed for the rating
value of each responsibility; and

c) Responsibilities #26 and #29 were deleted <from ,the

original questionnaire due to their repetitious nature,
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By integrating the above amendments, it was concluded that
‘the measuring instrument was v%lid and, therefore‘acceptablé
for the purposes of this study. It is interesting to note
that Wolfenden;s measuring instrument, which is very similar
to that of the present study, had previously been validated
through a pilot study invglving the executives of fifteen
provincial sport governing bodies in the province of Nova
Scotia.
£

The reliability of the questionnaire was determined through =
test, re-test procedgre. Through randem selection, ten
percent of the Executive Directors who had participated in
the original study, were requested, through a letter: of
explanation, to answer and return a second questionnaire. A
Pearson correlation coefficient was run between the two sets
of scores to establish the reliability of the measuring
iﬁstrument and it was found that the reliability was r = .87.
Therefore,‘ it is concluded that the measuring instrument is

reliable.

COLLECTION OF THE DATA

The initial contact with the Executive Directors was done

through an introductory letter which was sent to them by
Ay

mail. This first letter, while stating the purpose of the

E]
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study, solicited the incumbents’ participation in the
investigation. 'An appointment was later scheduled by
telephone. The meetings were intended to further define the

study, answer quesfions and give instructions as to the
completion of the gquestionnaire. The retu?n deadline was zlso
clearly stated. A letter of notice was sent to those
participants who had not responded by the deadline. Capies

of the correspondence are included in' Appendix 4.

5

TABULATION AND ANALYSIS OF THE DATA

Thirty~two questionnaires were returned. The return rate was
66.7 percent. Once the questionnaires were gathered, =
number of statistical analyses were completed for the needs

of this stidy.

’
ya -

L

The profile of the Executive Director was determined through

statistical descriptive analysis.

Thirty-eight réspéhsibilities were chosen to determine the

perceived actual and reguired degree of autonomy of the

)

. N
Executive Director. The amdlysis, of both perceived actual

and required autonomy, was made by tabulating the rating
given each item by the respondents to develop a total score

for each questionnaire. In order to establish a total score
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for each participant, the following valugs were assigned to

the responses:

Major responsibility 5
Shared L N 4
Provides information 3
‘None \ 2
Does not apply 1

The possiblé total score was 190 under both required and
actual autonomy. Percentages were théen calculated to present
the degree of autonomy. The T-test was used to compare the
total scoreé ﬁ?r percéiveq actual autonomy and for perceived
required autonomy as reported by the participants of the
study. In addition, the T-test was used to compare the total
A
scores for perceived actual autonomy of Executive Directors
with' a business-related background and Executive Directors
with a sport-related background. Finally, total scores for
perceived actual autonomy- of Executive ' Directors of
financially independent national sport governing bodies and

Executive Direct®rs of financially dependent national sport

governing bodies were compared by means of the T-test.

A Pearson correlation coefficient was run to establish the
relationship between the level of confidence and the level of

education of Executive Directors. A.Pearson correlation

e -
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coefficient was also run to establish the ‘Flationship
between the level of confidence and the level of
participation‘ of Executive Directors in the sport for whicp
they were employed at the time of the study.ﬁ In addition, =&
Pearson correlation coefficient was run to establish the
relatioﬁship between the desirability to leave and the level
of education of Executive Directors. Finally, a Pearson
correlation coefficient was run to establish the relationship
between 'the desirability to leave and the level of

participation of Executive Directors in the sport for which

they were employed at the time of the study.

~
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PRESENTATION AND ANALYSIS OF THE DATA

This chapter presents and analyzes the responses of the
participants in each item of the measuring instrument in
crder to determine the degree of autonomy Executive Directors

had in performing their duties.

Forty-eight national sport governing bodies located in the
National Sport and Recreation Cent?e were invited to take
part in the investigation. Thirty-two associations responded
to the invitation-for a return rate of 66.7 percent. It must
be noted that two associations had no Executive Directors at
the time theé questionnaire was distributed. Tﬁese responses
#ere withheld from the results presented. all other

responses were collated and analyzed and are presented in the
following fashion:
-~

a) Presentation of an outline of the characteristics of the
Executive Directof and the sport organization;

b} Presentetion of the =actual and required degree of
autonomy of thirty-eight selected responsibilities as
perceived by the Executive Directors;

c) Determination of the difference between the actual and
required degree ‘of autonomy of tﬁirty—eight selected
responsibilities as perceived by ’ the Executive

Directors;
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d) Determination of the difference of the perceived actual
degree of autononmy of tﬁirty—eight selected
responsibilities petween Executive Directors with =
business-related background and Executive | Directors
with a sport-related background;

e) Determination of the difference of the perceived actgal
degree of autonomy of Fthirty—eight "Selected

' responsibilities between Exlcutive Directors of
finanéially independent national sport governing Eodies
and Executive Directors of financially dependgnt

national sport governing bodies;

3 Discussion of the findings. -

!

CHARACTERISTICS OF EXECUTIVE DIRECTOR AND NATIONAL SPORT
GOVERNING BODY )

Executive Directors were requested to respond to nine
questions regarding general characteristics of the  senior
administrative officer and the national sport organization.

These characteristics were presented as follows:
1) O0fficial Title

2) Gender

3) Tenure
4) Education 3 i
5) Administrative Experience

B6) Sport Participation

7) Funding
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8) Level of Confidence

9) Desirability to Leave

1) Official Title

Throughout this document, the investigator has referred to .

the: subjects as Executive ?irectors. However, we must
emphasize that the study was concerned with t%e positior of
Executive Director or its’equ&valent. The official title of
the respondents’, position at the time of the _study is

indicated below:

S

Title ' :';ﬁhgﬁéf bf‘ﬁésponses,
Executive Director - - 24
Director General . 3
Chief Executive Officer and President 2
General Manager . 2
Managing Director ’ 1

2) Gender

Our survey sample consisted of twenty-four male Executive

Directors and eight female Executive Directors.

3) Tenure

-

Because our investigation will prove significant in so far as
it cortributes to further the identification of the reason(s)

which lie(s) behind the short length of tenure of the senior

administrative officers of national sport governing bodies,

\\&
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- (Wolfenden,2 1983), the subjccis were asyéh to indicate the

number * of years for which they had been of service in the
positio& they occupied at the time of the study. 53.1

* percent indicated they had served between one and three

. TR

u“'-&ears in the above mentioned position. The results are

*

presented in the immediate following:

Years of Seryice Number of Responses Pérpent-
Lesg tgan 1 ‘ 6 | .18.8%
1 - 3 ' ‘ 17 - 53.1%
a- 6 - a . 12.5%
- 9 s 7 12.5%
) 10 - 12 . _ 1 o 3.1%
4) Education ' a «
7 53.1 percent of the survey samp?e had a university

Baccalaureate degree while 31.-3 percent boaﬁ*ed a- univeésity
Master degree. Only 6.3 percent indicated having received
less than a college education (high school diploma, trade

certificate)ﬁ

;
Degree . ' _7.' ) NumSer of Responses Peéceﬁi
High School/Trade | ~z - | 6.3%
)e/égilégé ‘ : '_.' 2 |  6.3%
Baccalaureate . 17 ' 53.1%
Master | - .10 : 31.3%
Doctorate - 2 1 ) 3.1%

~

R
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5) Administrative Experience

All1 . participants . revealed ‘having had. adﬁinfstf;tivé
experience previous to undertaking the positioﬁ for which
they were employed at the time of the survey. 90.6. ﬁercent
were familiaf with sport administration_while 34.4 percent
had been trained througﬁfotﬁgg types of administration. '25.0'
percent had been exposed to both sport and other’ types of
administration. -

r .

Type of Administration Number of Hesponses Percent
Sport . ~ 29 - 80.6%
. ’ N :
Other 11 - 34.4%

6) Sport Participation

»

More than 81 percent of the Executive Directors had

-

participated, at one level or another, in the sport for which

they were ' employved at the time of tne research. The most
common 1et§ls of involvement were at the community level
(18.8 percent), the international level (18.8 pe-cent) and

the provincial level (12.5 percent).

) Funding : ) 2 \

The majofity of funding for the natioﬁg& sport organizations

comfifglom the fedéral government and/aqr privéte sponsorship.

-

L]

In a large sense, the proportion‘'of an association’s total
r ' ) .

budget reéeived as subsidy f}dm Fitness and Amateur Sport
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determines the degree of dependence towards government

restrictions. In our sample, Fitness and Amateur Sport

. - funds more than 80 mpercent of an organization’s annual

budget in‘31.3 percent of the cases. 28.1 percent receive
between 60 and 80 percent while 25.0 percent rely on the
federal government to contribute 40 to 60 percent to their
financial pdlan. Less than 15 percent receive the majority

"of their funds (more than 60 percent) from private sources.

E) Level of Confidence .
The ‘participants were requested to rate their level of
confidence in‘ performing the duties assigned to their

S position*at the time of the study. The scale provided ranges
from “;" (low) to "5" (high). The information provided via

questions #8 and #$ serves a supporting ‘role in our

deliberations.

, The participants in the iﬁvestigation were very confident as
far as the performance of their dufies was concerned. More
specifically, 59.4 percent rated their level of confidence a
"5", 87.5 percert rated their level of confidence a "4" and

3.1 percent rated it a "3".

9) Desirability to Leave
Question #9 of the measuring instrument asked the senior

ﬁ; administrative officers to rate their desirability to leave
2 (N



¢ 3

i~
K-

€

._72_

the position they were fulfilling at the time they responded

to the questionnmaire. As in Question #8, the scale provided

‘ranged from "1" (low) to "5" (high). 37.5 percent of the

respondents described their desirability to leave as low

(1), 34.4 percent rated it - a "2", and 15.6 percent described
A" .

their desirability to leave as medium (3). Only 9.4 percent

had a high (5) desirability to leave their positions.

ACTUAL AND REQUIRED DEGREE QF AUTONOMY

The core of the.study consisted in the analysis of the
perceived degree of autonomy of Executive Directors in the
performance of their duties. Each pa;ticipant in the
investigation was required to rate his/her autonomy under two
distinct headings, actual and required. For each heading,
fhe participants could choose amongst five possibilities when
deciding how to rate each duty. = The foliowing pages present

the average rating obtained for each responsibility.

1, Managing national eoffice personnel

Perceived actual autonpmy: Majoi rssponsibility 78.1%
Shared ‘ ' 15.86%

3 ’ . No#e 8.1%
Does not appl& ’ 3.1%

Perceived required auvtonomy:-Major responsibility 87.5%
Shared 9.4%

Does not apply 3.1%
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Average ratingfk Perceived actual autonomy 4.67
\\ Perceived required autonomy 4.82

\
2. Serving as liaison officer on behalf of the national

sport governing body with Fitness and Amateur Sport

Perceived actual autonomy: ' Major responsibility 56.3%
—
Shared . 43.8%
Perceived required autonomy: Major responsibility 53.3%
’ ’ Shared 46, 9%
Average rating: Perceived actual autonomy 4.51

Perceived required autonomy 4.57

‘3. Serving as liaison officer on behalf of the national
sport governing body with agencies other than Fitness
and Amateur Sport

Perceived actual autonomy: -Méjor respogsibility 53.1%
Shared '53.1%
Provides information 3.1%

Perceived required autonomy: Major responsibility 40.6%
Shared - 5S.4%

Average rating: Perceived actual autonoﬁy 4.40

Perceived required autonomy 4.40

4, "Preparing the annuval report for the national sport

governing body
Perceived actual autonomy: . Major responsibility T 37.5%
) : Shared 56.3%

Provides information 6.3%
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.Perceivea required autonomy: Major responsibility 31.3%
' Shared : 65.6%
Provides information 3.1%
Averagé rating: Perceived actu autonomy 4.29
Perceived required autonomy 4.32
Eveluating the national sport governing | body’s

"effectiveness

v
Perceived éctual autononmy: Major responsibility 18.8%
Shared " 65.6%
Provides information : 9.¢¥
None ‘ 3.1%
Does not apply 3.1%
Perceived requdred autoncmy: Major responsibility - 12.5%
Shered 78.1%
Provides information 6.3%
Does not apply 3.1%
Average rating: Perceived actual autonomy 3.96
Perceived required autonomy 3.98
6. Assisting in the development of iong—range planning
Perceived actﬁal autonomy: Major responsiSility 25.0%
) g Sha;ed 62.5%
Provides information 12.5%
Perceived required autonomy: Major responsibility 18.8x%
Shared . 68.8x%x

Provides information 12.5%
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Average rating: Peréeiv;d actuallautonomy 4.09
Perceived required autonomy 4.05
7. Planniqg’fund—raising activities .
i . ~
Perceived actual autonomy: Major responsibility 28.1%
Shared 50.0%
Provides information 18.8x%
. . ' “ None “" 3.}%
.Perceived required autonomy: Major responsibility 18.8%
| Shared ) 62.5%
Provides information 18.8%
Average rating: Perceived actual autonomy 4.15
Perceived required autonomy 4.13
8. Soliciting financial support from potential individual
and corporate sponsors
Perceived actual autonomy: Major responsibility 37.5%
Shared 46.9%
] Provides informat;on 6.3%
None 6.3%
Does not apply 3.1x%
Perceived required autonomy: Major responsibility 25. 0%
Shared 59.4x%
Provides information 12.5%
Does not apply 3.1%
Average rating: Perceived actual autononmy 4.11
| Perceived 'required autonomy 4.11



2

€

¢

&y

- 76 -

9. Plenning for the national sport governihg body’s
and special meetings
Perceived actual autonomy: Major responsibility
Shared
Perceived required autonomy: Major responsibility
Shared
Average rating: - Perceived actual autonomy

Perceived required autonomy

annual

10. Submission of regular reports and statements on the

activities of the national sport governing body to

Executive Committee and Boa¥d of Directors

Perceived actual autonony: Major responsibility
Shared

Provides information

Perceived required autonomy: Major responsibility

. J Shared
. Provides information
wt -
Average rating: Perceived actual autonomy

Perceived required autonomy

11. Establishing a files and records systen

Percpived actual autonomy: Major responsibility
Shared

Provides information

None

the

53.1x%
40.6%

6.3%
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Perceived required autonomy: Major responsibplity
Shared
Provides information
_None

Average rating:

Perceived actual autonomy

Perceived required autonomy

12, Assisting and guiding volunteer members of
committees
Perceived actual autonomy: Major respeonsibility
Shared
Provides informatioﬁ
Perceived required autonomy: Major responsibility
Shared
Provides information
Average rating:

Perceived actual autonomy

Perceived required autonomy

13. Serving as an ex-officio member on committees

Perceived actual autonomy: Major fesgansibility
Shared
Provides information
None

Does not apply

«

'

I

53.
28.
12.

6.

\

1%
1x
5%

3%

4.51

4.40

31.
486.
21.

62

15.

national

3%

S%

. 9%
.5%

7%

4.11"

4.04

53.

12.

" 28.1%

1%

5%

1%

3.1%



€39

O

¢

Perceived required autonomy: Major responsibility
Shared
Provides information
None -
Does not apply
Average rating: . Perceived actual aﬁtonomy
Perceived required autonomy

C\."

14. Serving as recording secretary at annual and
meetings of the nat?onal sport governing body
L

Perceiveﬁ actual autonpmy: Major responsibility
Shared
Providés :information
None
. Does not apply
Perceived required autonomy: Major responsibility
Shared
Provides information
None
Does not apply
Average rating: Perceived actual autonomy

Perceived required autonomy

15. Handling daily correspondence, inquiries, etc

Perceived actual autonomy: Major responsibility

Shared

special

i

re
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Provides information 3.1%

Y Does not apply 3.1x%x

Perceived required autonomy: ‘Major responsibility - 28.1x%

| Shared 56.3%

Provides information 9.4%

Does not apply 3.1%
Average ratiné: Perceived actual autonomy. 4.21
Perceived required autonomy 3.84

16. Identifying research possibilities for the national
sport govening body

i Perceivgd actual autonomy: Major responsibility . 6.3%
‘: Shared 43.8%
) Provides information 21.9%
Noae 15.7%
Does not apply ' 12.5%
Percgivedlrequired autonomy: Major responsibility 6.3%
Shared : 37.5%
Prévides information 34.4%
None 6.3%
- Does not apply 15.7%
Aveéfge rating: ?erceived actual auton&%y 2.94

Perceived redﬁired autonomy 3.05

( 17. Assisting in +the development of the national sport
governing body’s goals and objectives :
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Perceived actual autonomy: . Major résponsibility

Shared

p-‘-. . - -
Provides information

Perceived required autonomy: Major responsibility
Shared

Provides information

Average rating: Perceived actual autonomy

-

Perceived required autonomy

18.8%

65.7%
15.7%
15.7%
68.8%
15.7%
3.94

3.92

18. Preparing grant applications to the federal government

Perceived actual autonomy: Major responsibility
-Shared )
Perceived required autonomy: Major responsibility
Shared
Provides information
Average rating:

Perceived actual autonomy

Perceived required autonomy

19. Negotiating grant applications with. the
government
Perceived actual.autonomy: Major résponsibility
Shared
Perceived required autonomy: Major responsibility
Shared

Average rating: Perceived actual autonomy

4
Perceived required autonomy

50.0%
50.0%
28.1%

68.8%

federal

68.8%
31.3%
53.1%
46.9%
4.76

4.57
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20. Serving as executive editor of the national sport
governing body’s official publications

Perceived actual autdnomy: Major responsibility 28.1%

Shared 37.5%

Provides information 9.4x

None 9.4%

Does not apply - o 15.7%

Perceived required autonomy: Major responsibility 12.5%
Shared 46.9%

N Provides information 15.%%
None 15.7%

Does not apply 9.4%

Average rating: Perceived actusl autonomy 3.57

Perceived required autonomy ’?;38

2l. Solving problems within the national sport governing

body

Perceived actual autonomy{ Major responsibility 25.0%
Shared 68. 8%
Provides information 6.3%
Perceived required autonomy: Major responsibility 15.7%
Shared 75.0%
- _ Provides information 9.4%

Average rating: Perceived actual autonomy 4.09

Perceived regquired autonomy  4.01

bl
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22. Assisting— in the organizatiorn of1 ﬁational

82- - )

events including national championships

Perceived actual autonomy:

-

Perceived recquired autonomy:

Average rating:

Perceived required autonomy

23. Providing consultative

Perceived actual autonomy:

Perceived required autonomy:

Average rating:

- Perceived required autonomy

Major responsibility
Shared
Provides information

None

" Does not apply

Shared

Provides information

None

Does not apply

Perceived actual autonomy

athletic

service to the national sport
governing body’s branches/members

Major responsibility

Shared
Provides.information
None

Majoer responsibility
Shared o
Provides information.

Does not apply

Perceived actual autonomy
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24. Attending major competitions in the sport

Perceived actual aﬁtonqmy: Major résponsihility
Shared
Provides information‘
None )
Does not apply
Perceived required autonomy: Major responsibility
Shared
érovides informaticn
None
Does not apply

Average rating: Perceived actual autonomy

Perceived required autonomy

25. Ensuring that audit requirements are met

Perceived actual auponomy: Major responsibility
o . ‘Shared
Provides information
None
- Does not apply

Perceived required autonomy: Major responsibility
Shared
Provides inforuation
<o Average rating: Perceived actual autonomy’
oo

Perceived required autonomy

65.6%
21.89%
6.3%
»3.1%

3.1%
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26, Assisting in the development of national policy

Pegg;ived actual autonomy: Major fesponsibility
h Shared

Provides information

Perceived required asutonomy: Major responsibility

Shared

-
o~

Provides information

Average rating: Perceived actual autonomy

-

M Perceived required autonomy

21.9%
59.4%
18.8%
12.5%
65.6%
21.9%
3.80

3.86

27. Inmplementing policy decisions resulting from Board and

committee meetings

~

Perceived actual éntonomy: Major responsibility

| Shared

Perceived required autonomy: Major responsibility
Shared

Average rating: Perceived actual autonomy

Perceived required autonomy

-

28. Supervising national programs.

" Perceived actual autonoemy: Major responsibility

Shared
Provides information

None

50.0%
50.0%
40.6%

59.4%

25.0%
53.1%

12.5%

9.4%
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Perceived required autonomy: Major responsibility
Shared
Provides information
None

Average rating: Ferceived actual autonomy

Perceived required autonomy

29. Suvervising national program budgets

Perceived actual autonomy: Major responsibility

2 Shared

Provides information
Perceived required autonomy: Major responsibility

Shared

~¢

Average rating: Perceived actuamsl autonomy

Ferceived required. autonomy

30. Supervising membership registration
Perceived actidal autonomy: Major responsibility
Shared

Provides information
None
Does not apply
Perceived required autonomy: Major responsibility
Shared

"Provides information

46.9%

50.0%
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® " None ; : 9.4%
Does not apply 3.1%
Averagé ratihg; . -Perceived actual autonomy . 3.71
| s Perceived required-ﬁéfonomy ©3.75

31. Visiting branch or regioﬁal aoffices

)

Perceived actual autonomy: Major responsibility 6.3%
Shar?d 50.0%
Provides information G.éx
None - 18.8%
Does not apply | 18.8%
-@: Perégivgd required autonomy: Major responsibility 12.5%
Shared. 62.5%
Provides information 9.4%
Does not apply : 15.6%
Average rating: - Perceived actual autonomy 3.04
Perceived required autonomy 3.76

32. Serving as a representative of the national sport
governing body at events and functions

Perceived actual autonomy: Major responsibility 9.4%

Sharea 81.3%

Provides inforgation 6.3%

None | 3.1%

c Perceived required autonomy: Major responsibility 9.4%

Shared 84.4%
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Provides information
None
Average rating: Perceived actuel zutonomy

Perceived required autonomy

33. Organizing a membership recruitment program.

-Perceived actual autononmy: Major responsibility
Shared '.
Provides in}ormation
None

. Does not apply

Perceived required autonomy: Major responsibility
Shared
Provides information
None
Does not apply

Average rating: Perceived actual autonomy

Perceived required autonomy

34. Developing strategies for marketing the sport

Perceived actual autonomy: Major -responsibility
Shared
Provides information

Does not apply

12.5% -

37.5%
12.5%
12.5%
25.0%

15.6%
37.5%
25.0%

3.1%
18.8%
3.09

' 3.65
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Perceived required autonomy:

Average rating:

Perceived required autonomy

Perceived actual autenomy:

Perceived required autonomy:

Average rating:

Perceived required autonomy

36. Coordinating the préparation of the annual budget

Perceived actual autonomy:

Major responsibility
Shared

Provides information

Perceived actpal autonomy

Major responsibility
Shared |

Provides information
None ?/_“\\h\\

Does ;ot a;ply

Major responsibility
Sharéd

Erovides information

Does not apply

Perceived actual auntonomy

Major responsibility

Shared ~

& None

Does not apply

‘{;,

25.
68.
6.

4.

ox
8%

3%

15

4.26

.35. Maintaining positive relationships with members of
media on behalf of the national sport governing body

28.
53.
9.
6.
3.
21.
68.
5.

3.

the

1%
1%
4%
3%
1%
Sx
8%
3%

1%

4.11

4.21
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Perceived required autonomy: Major responsibility
Shared

Does not apply

Average r-ting: . Perceived actual autonomy
s ' Perceived required autonomy
37. Supervising general accbunting procedures

national sport governing body

Perceived actual autonomy: Major responsibility

Shared
f
{ - Provides information
‘\ None
Does not apply
éercei;ed required autonomy: Major responsibility
Shared
Provides information
Deces not apply

: - a_"
Avera¥e rating: Perceived actual autonomy

38. Negotiamting rights—and-properties contracts

Perceived actual autonomy: Major responsibility
Shared
Provides information

Does not apply

Perceived required autonomy .

the

31.3%
46.9%
9.4%

12.5%
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autonomy: Major responsibility

Shared
Provides information

Does not apply

Perceived actual autonomy

28.1%

56.3%

, 6.3%
S.4% .

3.90

Perceived required autonomy 3.96

-

Tﬁe totél

-

sScores

DIFFERENCE BETWEEN THE ACTUAL AND REQUIRED DEGREE OF AUTONOMY

for actual and required autonomy were

c&ﬁéared {see Figure 3,  page S1). 46.9 percent of the

participants rated the required autonomy higher “than the

actual autonomy.

46.9 percent of the reSpondents indicated

d:_,u having B0 percent actusal autono;y in performing théir duties.
iThese percentages were in accordance with Agers’ finaingé
(1971). Only 3.1 percent revealed having less than 70
-percent actual autonomy (sée Table 4).
r ) TABLE 4 -~ PERCENTAGES OF PERCEIVED ACTUAL AND REQUIRED
AUTONOMY
ACTUAL REQUIRED
: 3 # _/x_/( # %
N
L s —90+ 3 9.4 0 0.0
' K\ 80+ 15 46.9 18 56.3
\\ 70+ 13 40.6 14 43.8
\\Q;ZQ,_;_ﬁ\ 1 3.7 0 0.0
€  rtotals 32 | 100% 32 100%
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FIGURE 3 - RATINGS OF PERCEIVED ACTUAL AND REQUIRED AUTONOMY
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However, the calculation of the mean score for both actual

and required autonomy reveal that the fogger was rated higher

(see Table 5). Furthermore, the tabulation of the results
of our investigation have shown that there exists no
significant difference between the perceived actual and

- required autonomy of Executive Directors as the T value:' =

.159, with the degree of freedom of 32.

TABLE 5 - MEAN SCORES OF PERCEIVED ACTUAL AND REQUIRED
AUTONOMY
Perceived actual autonomy (X = 153.7)

Fan
i
n

Perceived required autonomy 153.4)

DIFFERENCE BETWEEN THE ACTUAL DEGREE OF AUTONOMY OF EXECUTIVE
DIRECTORS WITH A BUSINESS—-RELATED BACKGROUND AND EXECUTIVE
DIRECTORS WITH A SPORT-RELATED BACKGROUND

To help us determine the difference between the perceived
/
actual degree of autonomy of Exeelitive Directors -with a
business-related background and Executitd Directors with a
sport-related background, the researcher considered the
background of the participants (business/bther administration
vs sport administration) and the involvement of the
respondents in the sport for which they were employed at the

time of the study.. ‘ |

In the first case, total scores for =actual autonomy of
A

ExéEytive Directors. with a business~-related background (Group
_ :

-
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A) and Executive Directors with a sﬁort—related background

(Group B) were calculated and compared (see Table 6).
A

. '
v

_ TABLE 6 ~ MEAN SCORES OF PERCEIVED ACTUAL AUTONOMY BETWEEN

EXECUTIVE DIRECTORS WITH A BUSINESS-RELATED
BACKGROUND AND EXECUTIVE DIRECTORS WITH A
SPORT-RELATED BACKGROUND

Perceived Actual (Business) (X = 153.8)
Perceived Actual (Sport) (¥ = 153.86) o
The results of our study show that there exists no

significant difference between the perceived actual degree of
autonomy of Executive directors with a business-related
background and Executive Directors with a sport-related

background as the T vulue = .059, with the degreé of freedom

of 30.

- N

In. the sef®nd case, total scores for actual autonomy of-:

Executive _Directors who have participated'in_the sport for
which they were employed at the time% of the study and

Executive Directors who have not ﬁarticipated in the sport

for which they were employed at the time of the investigation-

were tabulated and compared (see Table 7).

TABLE 7 - MEAN SCORES OF PERCEIVED ACTUAL AUTONCMY BETWEEN
EXECUTIVE DIRECTORS WHO PARTICIPATED IN THE SPORT
_AND EXECUTIVE DI?ECTORS WHO DID NOT PARTICIPATE
IN THE SPORT )

Perceived Actual (Participation) (X = 152.9)
Perceived Actdg; (No Participatien) (X = 156.8)

/N
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The results of the research indicate that, as above, there

exists no significant differenge between the perceived actual
degree of autonomy of Executive Directors who . Have
participated in the sport for which they were employed at the
time of the study and Executive Directors Qho ‘have not
participated in the sport for which they were employed ét the
time of the study as T value = -.786, with the degree of

freedom_of 30.

DIFFERENCE BETWEEN THE ACTUAL DEGREE OF AUTONOMY OF EXECUTIVE
DIRECTORS OF FINANCIALLY INDEPENDENT NATIONAL SPORT GOVERNING
BODIES ANDM/ EXECUTIVE DIRECTORS OF FINANCIALLY DEPENDENT
NATIONAL SPORT GOVERNING BODIES

Total scores for actual autonomy of Executive Directors of
financially independent national sport governing bodies and

Executive Directors of financially dependent natiomal sport

-

governing bodies were calculated and compared {see Table B8).

TABLE 8 - MEAN SCORES OF PERCEIVED ACTUAL AUTONOMY BETWEEN
' EXECUTIVE DIRECTORS OF FINANCIALLY INDEPENDENT
NATIONAL SPORT GOVERNING BODIES AND EXECUTIVE
DIRECTORS OF FINANCIALLY DEPENDENT NATIONAL

SPORT GOVERNING BODIES

Perceivea‘Actual-(lndependent) ' (X 156.6)

Perceived Actual {Dependent) ?,(X 151.8)

The results of our investigation demonstrate that the T value

= 1:326, with the degree of freedom of 30, failed to
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reach the required level of significégzzl between the two
groups. ?herefore, there exists n fg{;nificant differénce
between the perceived actual degree of autonomy of Executive
Directors of financially independent national sport governing
bodies and Executive Directors. of financially dépendent

national sport governing bodies.

b

~

DISCUSSION\OF THE FINDINGS

The information provided in this 1nvestigation is unique
because no previous studies had concentrateﬁ on the subject
at hand. However, similar findings can be found in the work
of Burelle (1975), Akers (1971), Anderson (1980), Wolfenden

{1983). Beam {1981), Jobes (1980), Rakich (1870), and McBeth

- and Mondy (1885).

A

According to Burelle (1975), general education and sports
participatien, amongst étherq, qualified Caradian Athletic
Directors for their positions. Similarly, the findings of
our study revealed that B87.5 percent of the Executive
Directors possessed é Baccalaureate degree or better, and
more than 81 percent had participated in the sport for which
t@gg were ecmploved at the time of tﬂe research. However,
coﬁfrary to Burelle’'s findings, the particiﬁants of our study

showed no signs of weakness in administrative experience. In



fact, all indicated having considerable experience in sport

v

administration, business administration or a combination of
both. Basgd on Apderson’s (1880) assuﬁpﬁion, that it_ is
imperative to select personnel on the basis of their
qualifications, it would appear that senior officials of the
national sport governing bodies have selected Executive
Directors on the basis of their qualifications’ which would
give them "the freedom to fﬁnction with sound judgement™.

Wolfenden (1983) concluded that the responsibilities related
to 'financial management and public sector grant application
were of the highest priority, while those associated with
program development and private sector fund-raising, were of
lowest priority. Our results show that public sector grant
applications has remained the highest priority since 1983,
but financial management has been replaéed by planning of
aﬁnual and special meetings, although four of seven

responsibilities concerned with finances prewvailed in the top

“ten. Tasks related to the identification of: research

possibilities and the visiting of provincial offices
supersede those identified by Wolfenden as lowest priority.
These modifications may be due, at least in part, to the
adaptation of national sport organizations to the-;est Ever
and Quadrennial Planning Programs of Fitness and Amateur

Spoert. Moreover, in 1971, Akers deduced that Athletic
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4
Directors possessed the greatest autonomy in administering-
the budget, in purchasing and equipﬁent, in scheduling

games, and in directing travel arrangements. Not-
withstanding the differences in tasks performed by both
Athletic Directofs and Executive Directors, negponsifilities
of the financial management type appear to be éated highest

in terms of degree of autonomy.

Also, it must be #oted' that there exists no significant
difference between Executive Directors with a
business-relaied background and Executive Directors with a
sport-related background, nor was there any signi%icant
difference noted between Executive Directors of financially
independent national sport governing bodies éﬁd Executive

Directors of financially dependent national sport governing

bodies. In other words, neither the background of the
Executive " Director nor the financial status of -the
organization have a significant influence on the degree of
autonomy allocated to the Executive Director. This last

»

statement appears teo support the assumption alluded to
earlier, that Executive Directors are hired on the basis of

their qualifications.

As mentioned in'Chapter I, Wolfenden {(1983) identified ‘the

average length of tenure of Executive Directors to be 3.18

el
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Years, which suggests that the conéistency ‘'which the
Exsgu%ive Director was ?xpected to bring to the 'ngtional
ogfice has not occurred to the degregi anticipated. Since
1983, the situation has declined as ;ps indicated by the
participants in our study who averaged 2.97 years of service
in the position for which they were employved at the time of
the study. More than 71 percent showed a length of tenure of
three years or less.

The need for autonomy among managers'has not been described

in lengthy detail, although it has been referred te in

several documents. Studies have shown that people. need
autonomy at work because it enhances satisfaction _and
increases productivity. Organizations benefit £rom émployee

autonomy because organizational effectivenesg depends? in
part, on employee productivity. Beam {(1881) determined that
teachér Aropouts were seeﬁihé greater autononmy. According
to Beam, his subjecté identified aufonomy. as the major
cause of dropout. Our conclusions clearly indicate that the
degree of autonomy did not ;epreSent a major factor in the
high turnover of Executive Direcfors. “On t cdﬁf?ary, our
findings tend to agree with Jobes’ '(1980) ﬁwho states +that
autononmy ’ contributes to an .empléyee’s confidence,

competence, creativity and accomplishment. Granting that

our results found no relationship between the level of

-

!



&%
e

¢

¢

¢

confidence of Executive Directors and the degree of
autonomy, it was interesting to note that 96.9 percent of
the participants rated their level of confidence "4"  or

higher, on = scale from "1" to "5".

Three particular studies -offer some interesting comments with
regard to autonomy and its relationship to ipb motivation,
job  satisfaction and j&b performance, Rakich (1970)
concludgd that an individual’s perception of his/her job
autonomy was important in so far as it was the most
significantly associated variable with the individual’s level
of job satisfactipy; Our investigation was concerned solely

with the autonomy of Executive Directors and our conclusions

show that the Executive Director is autonomous in performing

his/her duties. Because the study focussed on one single
variable, we are not in a position to compare it to other
variables. However, our conclusions brought us to assume

that another variable might be more significantly associated

with the subject’s level of job satisfaction.

The results of McBeth and Mondy’s {1¢85) research
demonstrated that‘managers with jobs_offering more autonomy
were likely to have longer tenure. Furthermore, several
respondents to their study noted that sthey had enjoyed

significant autonomy at the beginning of their employment but
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* that, as time passed and board membership changed, they found

their degree of autonomy decreasing. Therefore, McBeth and
‘Mondyss findings maey be applicable to ﬁi@ifpﬁrticipants of
this study. It has been noted earlier that 71 peréent of the
survey s=sample had served less than three years in their
position. With this in mind, it ié possible to assume that
Executive Directors are ex;;riéncing the kind of treatment
described in the above mentioned study which would explain
the high degree of autonomy described by the respondents. If
such was the c¢ase, those Executive Directors would .be

experiencing a decrease 1in autonomy as they become \mo%f>

—
familiar in their position. If measured, such autonomy could

become a significant wvariable of job satisfactiomw and a
possible cause of dropout. It should be noted that, even
L - ”‘_'_‘_/
though ne relationship was found between the level_ of
desirability to 1leave and the degree of autbnomy, B7.5

percent of the Executive Directors indicated'having a low

degree of desirability to leave their positions.

Based on the results of our study, it would appear that the
Executive Directors of national sﬁorf governing bodies are
autonomouy, motivated, satisfied with thei{ employment, and
performing at a most efficientA level. There are nd
iﬂdications of increased autonomy being requested. As

Nogradi and Koch (1981) remarked, bécéuse administrators are
already inpvolved in as many decisions as they desire, the
introduction of additional responsibilities would not

. . . .. N
necessarily improve their productivity.
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SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

SUMMARY

Since the inception of the National Sport and Recreation
Centre in 1970, the administration of the sport structure in
Canada has developed progressively. A milestone was reached
with the venue of the full-time sport aaministrator who was
ekpected to contribute to the consistent advancement of

—,

amateur sport. Wiﬁhgg} the paid staff, it would have been

impossible. to .reach ggg\;xfsent levels of our successes.

1

However, with success often bomes disappointment and failure.
. . } g

\ /
For example, the short /length of tenure of Executive

Directors leads u} to believe that the consistency which the

v

full-time administrator was expected to instill in the

national headquarter has not reached the degree anticipated.

In order to verify whether or not the autonomy of Executive

Directors in performing their duties represents a possible

‘explanation for the short length of tenure, this study was

designed to determine the degree of autonomy of Executive
birecté;s of selected national sport governing bodies in the
performance of their duties. More specifically, the study
attempted to (a) determine the acfual degree of avtonomy of

thirty-eight selected responsibilities as perceived by the

Executive Directors, (b) determine the required degree of



T Lk 2 e

69

¢ )

o -
- 102 -

autonomy of thirty—-eight selected respopi}bilities as
perceived by the Executive Directors, (e} dgtermine ‘the
difference between the actual and the requireq degree of
autononmy of- thirty—eiéht gelected responsibilities as
perceived by the ﬁxecutive Directors, {d) determine the
difference of the perceived actual degree of autonomy of
thirty-eight selected responsibilities between Executive
Directors with' a business—refzked background. and ExEcutive
Directors with a sport-related background, and (e} determine

the difference of the perceived actual degree of autonomy of

thirty-eight selected responsibilities between. Executive

.Directors of financially independent national sport governing

f"\
bodies and Executive Directors of financially dependent

national sport governing bodies.

The survey sample included Executive Directors of forty-eight
national sport governing bodies, resident of the National
Sport and Recreation Centre and responsible for the promoticn

of one ‘sport or a group of amateur sports at the national
i ;
level. To measure the degree of autonomy of  the

-

participants, a questionnaire was developed and validated by

a panel of experts. " The reliability was established by a
test , re—te;; procedure. The final version of the measuring
instrument was distributed in person to =all participanfs.
70.8 perzent of the survey sample returned the completed

questionnaire. Upon reception of the' research instrument,

the data was collated and tebulated. The profile of the
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Executive Director was determined through statistical

descriptive analysis. The analysis of both perceived actual

and required autonomy was made by tabulating the rating given
\ .

each item by fhe respondents to develop a totmal score for

each questionnaire. Percentages were then calculated.

T-tests were used to compare (1) the total scores for

perceived actual autonomy and perceived required autononmy,

{(2) the total scores for perceived actual autonomy of

Executive Directors with a business-related background and.

Executive Directors\with 3§sport-related background, and (3)
the tétal scores f#r perc;ived actual asutonomy of Executive
Directors of financﬁally independent national sport governing
bodies and Executive Directors of ‘financially dependent
national sport go;erning bodies. In addition, a series of
Pearson correlation coefficient was run to determine the
level of confidence and the desirability to leave of
Executive'Directofs in ;elatioh to the level of education and

the level of participation 1in t%e sport for which the

participants were employed at the time of the study.

Area A of the measuring instrument was designed to gather

&

information about certain characteristics of the Executive

-

Directdr and the national sport governing body. The data
collected wns used to present a brief profile of the subject.

The average Executive Director is male, has served one to
4 [l

. . L. . . /
three years in his position, holds a university Baccalaureate

degree, has been trained in sport administration, and has

-
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participated, at one point or another, in the sport for which
he was working at the time of the survey. In addition, the
Executive Director ‘has a high 1level of confidence in

performing his duties and has a2 low level of desirability to

leave the position occupied.

Sub-problem (a) focused on determining the actual degree of

autonomy of thirty-eight selected responsibilities as
perce?ved by the Executive Directors. The average score

obtained for ‘the perceived actual autonomy was 153.7 out of a
possible total score of 180. The Executive Directors

indicate having above 80% autonomy in the accQEEiishment- of

their duties. ‘ ’ &

S

Sub-problem (b) focused on determining the required degree of
. . \
autonomyH\\of; thirty-eight selected responsibilities as

perceived by the Executive Directors. ) The measn score
calculated for the perceived required autonomyh:;;\}ﬁahﬂ_ out
of a possible total score of 190. The data revealed that, on
the average, the Executive Directors require approximately 80
percent autonomy to perférm their duties effectively.'

Sub-problem (¢) focused on determining the difference between
the actual and the required degree of autonomy of
thirty-eight selected responsibilities as perceived bf the

Executive Directors. The results of our investigation show

) | ~—
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thet there exists no significant difference between -the
perceived actual and perceived required autonomy of Executive

Directors. '

Sub-problem (d)}) focused on determining the difference of the
perceived actual degree of autonomy\of thirty-eight selected
responsibilities between Executive Directers with a

business-related background and Executive directors with a

,sport-related background. The survey has shown that there
exists no significant difference between the perceived
actual autononmy of Executive Directors with a

business-related @background and Executive Directors Qith a
sport-reiated backgrqund. In a similar féshion, a comparison
of the perceived actual autonomy of Executive Directors who
have participated in tﬁe sport for which they were employed
at the time of the study and Executive Directors who have not
participated in the sport for which they were emploved at the
time of the study has shown that there exists ne significant

: if{erence between the two.

Sub—prablem (e) focused on determining the d{;?éré§ce of the
perceived actual degree of autonomy of thirty-eight selec:ed
responsibilities between Executive Directors of financially
independent pational sport governing bodies and Executive
Directors of financielly dependent national sport governing
bodies. No significant difference was recorded between the

two groups.

B
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CONCLUSIONS
Based on the resul&s/ob¢ained from the survey, the following
general conclusions can be drawn: - o
1. The average Executive Director is male,_ has served 2.97

years in his position, holds a Baccalaureate degree, has
some background in sport administration and (ghas
participated in the sport for which @e was employed at
the time of the study.

The average Executive Director . is confident in
performing his duties and his desire to leave the

position he held at the time of the survey was low.

Nearly fifty percent of the Executive Directors have an

80 percent autonomy level in the performance of their
duties. A very minor proportion (3.1 percent) revezled
having less than 70 percent actual autonomy.

Over fifty percent of the Executive Directors indicated
'that 80 percent, or more, autonomy is required to
lperform their tasks effectively. The lowest required
degree of autonomy is 72.1 percent.

The Executive Directors perceive that they have the
requirea amount of autonomy to accomplish their work in
2 most efficient wmanner.

The type of background of the Executive Directors does
not play a role in the degree of autonomy delegated to
them by their superiors.

The participation involvement of Executive Directors in

the sport for which they were employed at the time the
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.study was uconducted does not influence the degree of
autonomy delegated to them By their superiors..

B. Tge financial”_sgaths of Fhe nationaﬁ ‘sport governing
bodies does ﬁbt‘ affect the degrée of autonomy
delegated to the Executive Directors by their superiors.

9. Autonomy at work does not represent an explanation for

the high turnover rate of Executive Directors.

On +*he basis of'the above ﬁéntioned conclusions, it is
eviéent that the main hypothesis, that "the Executiv;
Director of national sport governing bodies is not autonomous
iﬁuperforming his/her duties", is not supported. Suberdinate
hypothesis (a), that "there é;ists a significant d&fference
between' the perceived actual degree of autonomy and the
perceived required degree of autensmy of the Executive
Director in performing-his/her duties”™, 1is not supported.
Subordinate hypothesis (b); that "Executive Directors with a
business-related Sackground have a higher degree of autonomy
in performing their duties than Executive Diractors with a
sport-related background”, 1is not supported. Similarly,
subordinate bhypothesis . (¢}, that "Executive Directors of
financiallf independent national sport governing boéies have
a higher degree of autonomy in performing their duties than

Executive Directors of financially dependent national sport

governing bodies"” is not supported.
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RECOMMENDATIONS FOR ORGANIZATIONS

The

following recommendations are made on the basis of the

foregoing conclusions and in view of the information revealed

1.

‘in this study:

That national sport organizations seek to idqntify thosé
variables which are most significantly associated with
the Executive Director’s-level of job satisfactién in an
effort to extend their length of tenure. Such an
endeavour would contribute to instill =2 sense of
consistency to the functions of the national sport
governing body. S

That national sport organizations work with the
Executive Directors in maintaining the required degree
of autonomy needed by Executive Directors to perform
their duéies effeétively. It 1is imperative for
Executive Directors to maintain this level of =zutonomy
in order that they may perform to the best of their
abiiity. .As McBeth ana Mondy (1985) have indicated,
some mana;er have'enjoyed autonomy at the beginning of
their careers but as time went on, and,‘as membership
changed, the aufonomy diminished. National sport
organf%ations are encouraged to avoid this s{i&9€ion.
That national sport organizations work with the -

Executive Directors in revising the job descriptions of

Executive Directors in order to eliminate those tasks
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which should or <c¢ould be delegated to subordinate
administrators in the ofganization. From the resﬁlts of
our finﬁings, it appears that a number of tasks of the
Executive Director have not been well delegated. A look
at the actual and required autonomy for each task

supports this statement.

\

The following recommendations are made on the basis of

experiences gained through the conduct of this investigation:

1. A study to determine the motivational factors of
Executive Directors should be conducted. This type of
study may be more successful in identifying the

reason(s) which lie(s) behind the short length of tenure
of Executive Directors.

2. A. study to evaluate the level of job satisfaction of
Executive Directors should be conducted. Such a study
would provide more insigﬁt as to what incites managers
to leave their positions within three years.

3. A study to identify the factors influencing the level of

job performance of Executive Directors should be

conducted. Do Executive Directors perceive their level
of job performance as satisfactory? Does . their

perception affect their motivation at work?
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4. A study to determipe the relationship between job
autonomy, Jjob motivation, Jjocb satisfaction and job
performance of the Executive‘ Directors should . be
conducted. As discusse& in Chapter 3, many =zuthors see
a definite redationship between these four wvariables.
Should this relationship be established ?or Executive
Directors, answers tb the brevity of thei} stay within
national sport organizations may be provided.

Executive Directors of national sport governing bodies play
an important role within aur spert structure. If Executive
Directors are to bring constistency to national sport

organizations, elforts must be made to ensure that, they

extend their length of teﬁare within the organfiations.

*
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JOB AUTONOMY .OF THE EXECUTIVE DIRECTOR
OF NATIONAL SPORT GOVERRING BODIES

-
RESEARCH INSTRUMENT
JUNIVERSITY OF OTTAWA |
. ‘ FACULTY OF HUMAN KINETICS
AREA 'A' - PROFILE OF THE EXECUTIVE DIRECTOR AND NATIONAL SPORT EOVERNING BODY
Please complete questions #1 to #9 by filling in the blanks or by
checking the appropriate boxes. Give one answer per question.
1. Official tirle of your present position (e.g. Executive Director, Director
General, erc...)
. ~
2. Sex Male Female ~—. L ‘ i
3. Years of service’' in position occupied today
less than 1 7-9 t:]
1 -3 . ) 10 - 12
4 - 6 | Mcre than 12
4. FormaIQEQucation (give highest degree obtained). Specify area of specialization.
High Schoé; Diploma/Certificarte
College Dipldma/éertificate
dniversity Baccalaureate Degree'__] >
University Master Degree i
University Doctorate Degree ) f ¥
Other (please specify)
5.

Years of administrative experlence previous to your present position

In sport administration . ¥ of years

In othe; administration # of years

{please specify)




-2 -

6. Level of participation as an athlete in the sFbrt for which you are
@ presently emuployed.-

Commynity ) ] Provincial
Interscholastic ;::] - National -
Intercellegiatce ) Internatioqg&
Ingeruniversity Semi-professlonal

;’ .Resfbnal ) \ Professional

QOther (please specify)

7. Percentage of your Association's amnual budget funded by Fitness and
Amateur Sport and/or other government agencies

Less than 40% . - 7

40 - 60% ‘ : -

60 - 80%

More than 80%

- B. On a scale from ! to 5, please describe the level of confidence you have iIn
- performing your duties in the position occupied today
1 2 3 4 5
LOW } HIGH

9. On a scale from 1 to 5, please dgscribe your desirability to leave your
. Present position

_}¥\\ Low HIGH

AREA 'B' - JOB AUTONOMY OF THE EXECUTIVE DIRECTOR
[

In the left-hand side column, Please indicate the amount of

autonomy you feel you actually have to perform each responsibilicy,
In the right-hand side column, please indicate the amount of
autonomy you feel the Executive Director should have to perform each
respensibility in a most efficlent manner. Please use the following
definitions when deciding which value to circle:

1. Does not apply: Responsibility does not apply or uncertainty
~ abour your autonomy toward this responsibility.

¢:)

2. None: The Executive Director does not have anything to do with
making this decision. The decision is made by .another member of
the Assoclation without consultation of the Executive Director.

-

-~
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G 3. Provides information: 'Ih'e E:%écutive Director only provides
information to help the person making the decision and this
person is not responsible to him/her.

]
4. Shared: The decision is made jointly by the Executivé Director

and by someone of his/her staff who 1s responsible to him/her.

5. Major responsibility: The decision is made by the Executive
Director without consultation of another member of the
Association. )

ACTUAL AUTONSMY . REQUIRED AUTONOMY

e > = e
o = [+] o]
-l -t - -l
Al — - —
1] -{ b -
E o E o
» 1 2] -t = e -
=} 2} — (=] v
Lt = [« Gl =
= 8.. =% = g_
b o] = - [44]
) @ o © ¢
-] =] Q =] 1 2]

T = - T
Eal Q o] -] [ 4] -
c - i o n -] > bt =
= [=] =] ~ 3] = [=] ] -
[=] b o= [+] o [=] 1] _— 11
= =1 ==} E - = = n E
&3 4 5 1. Managing national office personnel 1 2 3 4 5
2 3 4 5 2. Serving as liaison officer on behalf of the NSGB 1 2 3 A 5

with Fitness and Amateur Sport
2 3 4 5 3. Serving as liaison officer on behalf of the NSGB 1 2 3 4 5
with agencies other than Fitness and Amateur Sport

2 3 4 5 4. Preparing the annual report for the NSGB 1 2 3 4 5
2 3 4 5 5. Evaluating the NSGB's effectiveness 1, 2 3 4 5

2 3 4 5 6. Assisting in the development of long-range planning el 2 3 4 5
2 3 4 5 7. Planning fund-raising activities 1 2 3 4 5

2 3 4 5 B. Soliciting financial support from ‘potential 1 2 3 4 5
individual and corporaj?rsponsors

2 3 4 5 9. Planning for the NSGB's annual and special meetings 1 2 3 A 5
2 3 & 5 |10. Submission of regular reports and statements on the 1 2 3 4 5
activities of the NSGB to the Executive Committee

and Board of Directors;

& 3 & 5 11. Establishing a files and records system 1 2 3 4 5

2 3 4 5 12. Assisting and guiding volunteer members of national 1 2 3 4 5
‘ committees -
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13.

14,

15.
16.

17.
18.
19.
20.

2.

22.
23.

24,
25.
26.

27.

28.
29.
30.

31.

33.

34,

Serving as an ex-officio member on committees.

Serving as recording secretary at annual agf sper:::l.al'I
meetings of the NSGB -

Handling daily correspondence, inquires, etc ...
Identifying research possibilities for the NSGB

Assisting in the development of the NSGB's goals
and objectives

Preparing grant applications to the federal
government ‘

-
Negotiating grant applications with the federal
government

Serving as executive editor of the RSGB's official
publications

. \
Solving problems within the NSGB /

Assisting in the‘orsanization of national athletic
events including national c¢hampionships

Providing consultative service to the NSGB's
branches/members

Attending major competitions in the sport
Ensuring that audit reguirements are met
Assisting in the development of national policy

Implementing policy decisions resulting from
Board and committee meetings

Supervising national programs

Supervising national program budgets
Supervising membership regiétration
Visiting branch or regiomnal offices

Serving as a representative of the NSGEB at events
and functions -

Organizing a membership recruitment program

Developing strategles for marketing the sport
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2 3 4 S 35. Maintaining positive relationships with members of r

the media on behalf of the NSGB "

2 3 & 5 « 36. Coordinating the preparation of the annual budger . 1
—2 3 4 5 37. Supervising general accounting proceduresNof the 1
’ NSGB :

2 3 4 5 38. Negotiating rights-and-properties contracts ‘ 1

Thank you for your cooperation and consideration in responding to this
questionnaire. Your help is greatly appreciated.

‘\\ Charles Laframboise
\

[ g—
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v10.
1].
12.
13.

14.

18.

1g9..

20.
21.
22.
23.
24.

25.

2

ORGANIZATIONS INVITED TO PARTICIPATé IN THE STUDRY

Federation of Canadian Archers Inc.
Canadian Badminton Association
Canadian Federation of Amateur Baseball

Basketball.Canada

Biathlon Canada -

Canadian Amateur Bobsleigh and Luge Association
Canadian Amateur Boxing Association

Canadian Amateur Hockey Association

Canadian Canoe Association

Curl Canada

Canadian Cycling Association

Canadian Amateur Diving Assoéiation

Canadian Equestrfﬁn Federation

Carzadian Fencing Association ' ¢

Canadian Field Hockey Council

Canadian Figure ssociation

Canadian Amateur Football %ssociation

Canadian Gymnastics Federation

Canadian Hostelling Association

-Judo Canada

Canadian Lacrosse Association

Canadian Ladies’ Golf Association
Lawn Bowls%Canada W
! §

I -
Canadian Oldtimers’ Hockey ﬁgkociation

Canadian Orienteering Federation

B



¢ )

28.
29.
30.

31.

39,
40.

41.

Canadian

Canadian

Ringette

Canadian
Canadian
Sheooting
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian

Canadian

Racquetball Association

Rhythmic Sportive Gymnastics Federation
Canada | )
Amateur Rowing Association

Rugby Union

Federation of Canada

Ski Association

Soccer Assoclation

Amateur Softball Asscciation
Amafeur Speea Skating Associlation
Sport Parachuting Association
SquashuHacquets Association

Amatcur Swimming Associlation

Synchro Capada

Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian
Canadian

Canadian

Table Tennis Association

Team Handball Federation
Track and Field Association
Volleyball Assogliation

Water éolo Association

Water Ski.Association
Weightlifting Federation
Amateur Wrestling Association

Yachting Association
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UNIVERSITY OF OTTAWA PANE]L OF EXPERTS

Dr. Charles Cotton
Dr. Jacgques Grenier
Dr. Hal Hansen

Dr. Daniel Soucie
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_ UNIVERSITE DOTTAWA UNIVERSITY OF OTTAWA

.t - CANADA | f///

August 31, 1987

+

" Dear Sport Administrator:

-~

I ar a candidate of the Master degree in Physical Education (Sport
Administration) at The University of Ottawa and I am in the process
of collecting data for my dissertation entitled:

"The Varied Degrees of'Autonomyﬁgf The Executive Directors

of Selected National Sport Governing Bodies in Performing Their
Duties"

-
It would be greatly appreciated if you could complé?e the enclosed
questionnaire describing the autonomy of Chief Executive QOfficers
(Executive Director, Director General, etc...) of the National- Sport

-

< Governing Body for whom you are presently working. Please complete
the questionnaire prior to September 24, 1987 and return it to the -
Canadian Cycling Association, Tower A, 1llth Floor.
Please be assured that 2ll replies will be kept strictly confidential
and no individual person or N.S.G.B. will be identified in presenting
the research resules.
Thank you very much for taking the time from your busy schedule to
conplete the questionnaire.
Sincerely yours, ¢
Charles Laframboise
CL/ka .
Enclosure -

-
By
o -

(8

115 Wilhrod \
Fiudes cunérieures ot recherrhe KIN 6N5 Graduate Studies and Rescarch



C

UNIVERSITE DOTTAWA - UNIVERSITY OF OTTAWA

OTTAWA ONTARIO
GANADA

AR

October 21, 1987

Dear Sport Administrator:

On August 31, 1987, you were asked to complete a questionnaire entitled
"Job Autonomy of the Executive Director of Naticnal Sport Governing
Bodies®™. This questionnaire is a vital component in collecting data
for my dissertation, en route to completing a Master Degree in Physicgl
Education at the University of Ottawa. However, I have yet to receive
your completed questionnaire. -

1t would be greatly appreciated if you could complete the questionnaire
describing the autonomy of Chief Executive Officers.of the National
Sport Governing Body for which you are presently working. - A second
copy of the questionnaire has been enclosed for your comvenience. DIlease
N camlete the questionnaire prior to October 30, 1987 and return to my
-attention at the Canadian Cycling Association, Tower A, 1lth Floor.

Please be assured that all replies will be kept strictly confidential
and no individual person or N.S.G.B. will be identified in presenting
the research results.

" Thank, you very mych for taking time from your busy schedule to copplete
the questionnaire and for supporting research in Sport Administration.

S:Incerel} yours ,
Charles Laframboise

Encl.

- : - 115 Wilbrod :
Etudes supéricures et recherche KIN 6NS Graduate Studics and Rexcarch
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N ABSTRACT

" The purpése of this study is to determine the de?{se of

autonony d% Executive Directors of selected national sport

governing bodies housed at the National Sporc¢ and Recreation

Centre. N

Forty-eight Executive_Pirectors were invited to participate

in the study. Each of the participating Executive Directors

was asked to complete & questionnaire which had been
!

validated by a panel of experts. The reliability was

determined by using a test, re-test procedure. -

Thirty-two Executive Directors responded to the invitation.
The analysis of both perceived™azctual and required autonomy
was made by tabulating the rating given each item by the
respondents to develop a total score for each questio#naire,
Per;entages we}e then applied to determine the degree of
autqnomy.- The T-test was used to compare the perceived and
required autonomy of the participants. Standard T-tests were
also used to determine the difference in the degree of
perceived actual autonomy between Executive Directors with, a
sport-related background, and ﬁxecutive Directo;s with a

business-related background, and between Executive Directors
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of fihancially independénf national sport governing bodies
and Executive Directors of financially dependent national
sport governing bodies. 1In addition, a series of correlation
coefficient were run to determine the level of confidence and
the desirability to leave in relation to the level of
education and the level of partiéipation in the sport for
which Executive Directors were employed at the time of the

study.

The. result§ of our investigation show that there exists nb
significant diffeorence between the perceived actual and
Egﬁ%ired éutoﬁomy of Executive Directors (T = .159, df = 32).
After comparison of the Dbackgrounds (sport-related vs
busipess—relateds, and invelvement in the ~sport
(participation vs ;on—participation), it was  concluded that

there exists no significant difference between the perceived

actual autonemy of Executive Directors with a business-

related background and Executive . Directors with a
sport-related background (T = .058, df = 30; T = -.786, df =
30). Finelly, our findings demonstrate that there is no

significant difference between the perceived actual degree of

autonomy of Executive Directors of financially independent

national sport governing bodies and Executive Directors of
-

financially dependent national sport governing bodies (T =

1.326, df = 30).



In light of the results of our findings, it is concluded that
the Executive Director of national sport governing bodies is

autonomous in performing his/her duties, 1is satisfied with

,hié?her employment and has confidence in the accomplishméﬁt

of\his/her tasks. . ! '





