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ABSTRACT

Political behaviour and decision-making have been central themes in the
organizational theory and organizational behaviour literature for decades (cf.
Bass, 1983; Hickson, Butler, Cray, Mallory, & Wilson, 1986; Pettigrew, 1973;
Pfeffer, 1981, 1992; Riker, 1964). As Mintzberg (1983) suggested, “if we are to
improve the functioning of our organizations from within...then we must
understand the power relationships that surround and infuse them” (p. 1).

Many researchers have studied the concept of power as it pertains to
intercollegiate athletics in the United States (cf. Fleisher, Goff & Tollison, 1992,
Frey, 1982, 1985a, 1985b; Koch, 1982; Nyquist, 1985; Padilla & Baumer, 1994).
However, literature with respect to power and the Canadian interuniversity
athletic system is somewhat more limited in its scope (Armstrong-Doherty,
1995a, 1995b; Hill, 1996; Hill & Kikulis, 1999; Inglis, 1991). Using a framework
developed by Hickson et al. (1986), this study examined the perceived level of
influence exhibited by senior administrators and Canadian Interuniversity Athletic
Union (CIAU) head coaches over funding decisions in an interuniversity athletics
department. This study revealed how power is wielded by various individuals and
interest groups who are affected by strategic funding decisions.

“Retrenchment and the reallocation of resources have changed the complexion of
Canadian universities and their athletic programs” (Schneider, 1997, p. 88) and as
athletic departments realign their budgets and seek funding from non-traditional
sources in the face of further financial cutbacks, more research was needed that
addressed this issue of influence over funding decisions. This study helped to fill
some of the gaps in the current literature by answering the following three
questions: (1) who is perceived to influence funding decisions, (2) what means of
influence are used, and (3) to what extent do policies and procedures dictate
funding decisions.

In order to fulfill the purpose of this research, a single-case study approach
involving the use of semi-structured interviews, observations and document
analyses was used to collect data at a large university in Western Canada. A
qualitative data analysis software program was used to analyze the results of this
study.

Results indicated that head coaches of high priority sport teams tended to be
perceived as having more influence over funding decisions than coaches of low
priority teams. As well, an individual’s position in the department appeared to
affect his/her perceived level of influence in the department. The methods of
influence most commonly used by individuals in the athletic department included
displays of emotion and reason. Finally, results indicated that in this particular
organization, policies and procedures did not impact on the decision-making
process. These results have important implications for strategic decision-making
in interuniversity athletics departments.
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CHAPTER I: INTRODUCTION

Organizations have often been defined as decision-making systems, due in large
part to the pervasiveness of decision-making in the daily operations of all types of
organizations (cf. Hickson, Butler, Cray, Mallory, & Wilson, 1986; Mintzberg,
1983; Morgan, 1986; Pfeffer, 1992). According to Hickson et al. (1986), "since
decisions are made among people by people for people, they are a welter of
action, interaction, and counteraction" (p. 54). As a result of this interaction and
counteraction, maneuvering, power struggles, bargaining and negotiating
permeate organizations at all levels (Sims, Fineman & Gabriel, 1993). "The key
assumption is that organizations are coalitions of people with competing interests"

(Eisenhardt & Zbaracki, 1992, p. 23).

Political behaviour and decision-making have been central themes in the
organizational theory and organizational behaviour literature for decades (cf.
Bass, 1983; Hickson et al., 1986; Pettigrew, 1973; Pfeffer, 1981; Riker, 1964).
As Mintzberg (1983) suggested,
if we are to improve the functioning of our organizations from
within...then we must understand the power relationships that
surround and infuse them (p. 1).
More specifically, we need to understand how individuals or coalitions who

possess power use it to influence decision-making processes and outcomes

(Hickson et al., 1986).



Many researchers have studied the concept of power as it pertains to
intercollegiate athletics in the United States (cf. Frey, 1982, 1985a, 1985b; Koch,
1982; Nyquist, 1985; Padilla & Baumer, 1994). However, literature with respect
to power and influence in the Canadian interuniversity athletic system is
somewhat more limited in its scope (Armstrong-Doherty, 1995a, 1995b; Hill,
1996; Hill & Kikulis, 1999; Inglis, 1991). For example, there has beenno
research to date that examines strategic decision making at an organizational level
in the Canadian interuniversity athletic system, nor has there been any research
that examines influence from an internal perspective. This study fills some of
these gaps in the current literature by addressing the issue of perceived influence
over decision-making in an athletic department at a university in the Canadian
Interuniversity Athletic Union (CIAU). The CIAU, formed in 1961, "is the
national governing and coordinating body for intercollegiate athletics in Canada"

(Varpalotai, 1984, p. 564).

A number of recent changes have occurred in the Canadian interuniversity system
that indicates the climate of university athletics in Canada is changing. For
example, there has been an increase in fundraising by individual teams to meet
overhead costs (Cleary, 1997a), there has been the proposed introduction of
athletic scholarships for entering students (Cleary, 1997b; Deacon, 1997;
Sheppard, 1998), and there appears to be increased incidents of substance abuse
by athletes (Cleary, 1997c). Although these changes are similar to those

experienced by the American intercollegiate system, there are still sufficient



differences to warrant research that focuses specifically on the Canadian
experience. For example, significant differences exist between American and
Canadian institutions regarding the size of their athletic budgets, the number of
sports that are offered, awarding athletic scholarships, alumni support, television
rights, and gate revenues, to name a few, that research is needed that focuses on
the Canadian interuniversity athletic system. Canadian and American institutions
are at very different stages of development in terms of their athletic programs and
this is a very opportune time to study strategic decision—méking and influence in
Canadian interuniversity athletics.

The economic uncertainty and financial restraints facing

universities have forced interuniversity athletics to become more

self-sufficient. Retrenchment and the reallocation of resources

have changed the complexion of Canadian universities and their

athletic programs (Schneider, 1997, p. 88).

This added pressure is forcing university athletic departments to take a serious

look at how money is raised and how it is spent.

In examining the perceived level of influence exhibited by senior administrators
and head coaches in Canadian university athletic departments, this study
uncovered how power is wielded by various interest groups who are affected by
strategic funding decisions. Armstrong- Doherty (1996) stated that

in Canada, the interuniversity athletic department is one

organization that is dependent on its environment, both within and

beyond the university, for financial resources (p. 49-50).

As well, Quinney (1984) identified that in universities throughout Canada, athletic

programs were being required to demonstrate their viability in order to validate
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their receipt of an ever-dwindling supply of resources. As such, the athletic
department is an excellent setting for studying the dynamics of decision-making
and the various methods of influence employed by individuals and coalitions to

change a strategic funding decision to their advantage.

Purpose

The purpose of this study was to examine the perceived level of influence
exhibited by senior administrators and CIAU head coaches over funding decisions
in an interuniversity athletic department in Canada in order to reveal how power is
wielded by various individuals and interest groups who are affected by strategic

funding decisions.

Research Questions
The following research questions were intended to focus the direction of the
study:
1. Who is perceived to influence funding decisions in a university athletic
department in Canada?
2. What methods of influence are used by CIAU head coaches and senior
administrators in the department to influence funding decisions?

3. To what extent-do policies and procedures in this university athletic

department dictate funding decisions?




Definition of Terms

Although Mintzberg (1983) has used the terms power, influence and control
interchangeably, there are subtle differences amongst the three. For the purposes
of this study, power referred to the capacity to influence a decision (Pfeffer,
1981). This is consistent with definitions offered by Miles (1980), Kakabadse and
Parker (1984) and Riker (1964). Power can be acquired in a number of ways,
such as through positional authority (Ahrne, 1994; Das, 1990; Pfeffer, 1981) or as
a result of control over resources (Ahme, 1994; Hickson et al., 1986; Pfeffer,
1981). Hickson et al. (1986) defined influence as being the action of influencing
the decision-making process. However, Kakabadse and Parker (1984) offered a
much clearer definition which identifies influence as being the underlying process
through which leaders use their power to control events. Essentially, it is the
enactment of power. Finally, control is the end result or objective of inﬂuence
(Kakabadse & Parker, 1984). Provan (1980) defined control as being a completed
act of power. Thus, power is the capacity, influence is the action and control is
the outcome. Although this study focussed on the perceived influence of various
individuals and coalitions within a university athletic department, issues of

control and power arose in discussions and as a result, it was important to

distinguish between these three terms.




CHAPTER II: REVIEW OF LITERATURE

This chapter is divided into four sections and includes an overview of the
literature pertaining to both decision-making and influence as well as a review of
the literature regarding sport funding in Canada and a more in-depth look at the
relationship between decision-making and influence within the context of
interuniversity athletics in Canada. In particular, this chapter focuses on the act of
influencing decision-making in organizations. It is important that researchers and
key decision-makers in university athletic departments understand not only how
individuals and coalitions influence decisions, but also to what degree they are

perceived to be influential.

Political organizations are assumed to be made up of individuals and coalitions
who have different goals and objectives (qf. Daft, 1992; Das, 1990; Lee &
Lawrence, 1985; Miles, 1980; Robbins, 1990). As a result, conflict and internal
struggles for power are considered to be normal occurrences, and power and
influence become necessary tools for acquiring control over resources and

decision processes.

Theoretical Framework
i) Decision-making

Researchers have studied organizations from various perspectives (cf. Daft, 1992;

Hickson et al., 1986; Mintzberg, 1983; Pfeffer, 1981, 1992). In particular, there




has been an emphasis on decision-making and the resultant power struggles that
occur in organizations (cf. Hickson et al., 1986; Pfeffer, 1981; Robbins, 1990).
Of particular interest in the literature on decision-making, influence and political
behaviour has been the study of organizations in relation to their resources
specifically, their lack of financial resources (Ahrne, 1994; Hickson et al., 1986;
Mintzberg, 1983).

The core of all organization is a set of collective resources that is

produced, maintained and used by affiliates of the organization

(Ahrne, 1994, p. 12).
The ability to control résources is probably the most fundamental usage of power
within an organization. Das (1990) argued that financial resources are the most
important because they can be readily converted into other resources (e.g.,
materials, physical space) when needed. It was the decision-making process

surrounding the distribution of financial resources that was the focus of this

research.

The theoretical framework for this study was based on the Hickson et al. (1986)
model of decision-making (Figure 2.1). This model identifies how power and the
organizational structure, in conjunction with the inherent policies and procedures

within that structure, combined with the complexity of the decision and the

politicality of the organization, affect the decision process and the final outcome.
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Hickson et al. (1986) stated that

the process of decision-making is a response to politicality as well

as to complexity. The involvement of interests that heightens

complexity is the opportunity for the exercise of influence in the

pursuit of objectives (p. 55).
According to Hickson et al. (1986), every decision topic has a different degree of
politicality within the organization; Rowe (1989) (who referred to politicality as
political cleavage) stated that "irrespective of complexity each topic is subject to
the diverse (and often conflicting) views of various interests" (p. 31). Those
decisions that have very little politicality are handled with very little negotiation
or conflict (Hickson et al., 1986). However, decision topics which have a high
degree of interest for a number of individuals or groups become highly pollitical
and therefore, the decision process and outcome are determined by internal
negotiations and power struggles (Lee & Lawrence, 1985). As the decision topics
change, the degree to which an individual or coalition uses power to overcome the

resistance of others in order to influence the decision process will also change

(Hickson et al., 1986).

In addition to the politicality of the decision topic, Hickson et al. (1986) referred
to the complexity of decisions. Both complexity and politicality will affect the
degree to which an individual or groub is able to exert influence over a decision

process. Cray, Mallory, Butler, Hickson, and Wilson (1991) supported Rowe's

(1989) definition of this phenomenon as a "dual explanation of decision-making




processes” (p. 33). The decision process and its outcome are dependent upon both
the complexity of the problem as well as the politicality of the interests.
Complexity "describes the nature of the decision-making problems as they are
experienced by those involved" (Hickson et al., 1986, p. 53). It consists of four
elements, rarity, consequentiality, precursiveness, and involvement. Rarity, the
frequency with which similar matters recur, assumes that the complexity of a
problem will decrease the more an organization has to deal with it.
Consequentiality can be defined in terms of the degree to which a decision will
impact on an organization and its members. Precursiveness refers to the
likelihood that the decision will affect how parameters are determined for future
decision-making. Finally, involvement refers to the number of different parties
interested in the outcome of the decision (Hickson et al., 1986). As each of these
elements changes, so too does the complexity of the problem and as a result, so
too does the amount of politicality that will be present. All decision topics
contain varying degrees of these four elements of complexity thereby determining

that different methods of influence will be used during the decision process.

The degree to which decisions were considered to be both complex and political
determined which decisions would be analyzed in this research study. Due to the
fact that financial decisions tend to have a widespread impact on an organization
and that all members have a vested interest in how money is acquired and

distributed, it was determined that these types of decisions would bear the most
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scrutiny for this study. For a review of the complex and political decision topics

chosen for this research project, refer to Chapter 3.

Each of the topics that were considered for this case study was examined to
determine its degree of complexity and politicality. Hickson et al. (1986)
identified three types of decision topics based on the concepts of politicality and
complexity that they referred to as a three-way dual explanation. Essentially,
decision topics can be either vortex, tractable or familiar depending upon their
apparent levels of complexity and politicality (Hickson et al., 1986). Figure 2.2

depicts the characteristics associated with the three types of decisions.

Cray et al. (1991) expanded on the research conducted by Hickson et al (1986)
and defined vortex subject matter as serious or weighty decisions which involve a
diversity of contending interests and are signified by high levels of both
politicality and complexity. The issue of signing an exclusive sport apparel
contract was termed a vortex decision as it exhibited the characteristics of diverse
involvement, contentiousness, serious but non-precursive and externally

influenced as defined by Hickson et al. (1986).

Tractable decisions are determined to be unusual but non-controversial. These
decisions occur infrequently but are evenly influenced and less contentious than
vortex decisions (Cray et al., 1991). Other characteristics of tractable decisions

include precursiveness, diffuse consequences and low degrees of involvement. An

11




Figure 2.2: Types of Decisions

Vortex Matters

Weighty and controversial
Highly complex

Highly political

Diversely involving
Serious though non-
precursive consequences
Contentious

e Externally influenced

Familiar Matters

Normal and recurrent

Least complex

Not novel

Limited and non-precursive
consequences

Low politicality

Unevenly influenced by
internal interests only

Tractable Matters

Unusual
Non-controversial

Less complex and less
diversely involving
Less serious but diffuse
consequences

Rare and precursive
Least political
Non-contentious
Evenly influenced

Adapted from Hickson et al. (1986) Top Decisions: Strategic Decision-Making

in Organizations, p. 175.

12




example of a tractable decision within the context of interuniversity athletics is
the hiring of a new coach. The decision to add a new varsity sport was defined as
tractable due to the fact that it occurs relatively infrequently and is usually

subjected to minimal amounts of influence particularly from internal sources.

Finally, familiar subject matters are usually decision topics that are dealt with in
the daily operations of an organization, thereby considered to have a low degree
of complexity and minimal politicality. The issue of resource allocation for
scholarships was clearly a familiar topic. "Aithough strategic, they hold few
surprises for those involved and are unlikely to be contentious" (Cray et al.,
1991). In general, familiar decisions are unevenly and internally influenced
(participants involved tend to have very disparate degrees of influence) and have
minimal consequences. However, by including the issue of first-year awards as
part of the overall decision topic, the complexity and politicality increased thereby
changing the decision topic from one that was familiar to one that exhibited the
characteristics of a vortex decision. The change of circumstances (considering
allowing first year athletic scholarships for the first time) resulted in the evolution
of the decision topic from one that was low in both politicality and complexity to
one that had become significantly more contentious as different parties must now
compete for more resources in order to remain competitive. Each of these types
of decision topics, familiar, tractable and vortex, is considered to be a strategic
decision which Hickson et al. (1986) defined as those decisions which have a
significant impact on the organization and its long-term performance.

13



Based on the model, Hickson et al. (1986) argued that the decision topic, in
conjunction with its complexity and its politicality, determines the type of
decision-making process that will be employed by the organization, thereby
affecting its outcome. After examining 150 case studies of strategic decision-
making throughout a variety of organizations, Hickson et al. (1996) determined
that who makes the decision is not so important as "who influences the deciding?"
(p. 93). The researchers found that even though strategic decisions were
invariably made by those individuals at the top of the organizational hierarchy,
these decisioné were "influenced by a wide variety of intraorganizational and
interorganizational decision-sets of interest units" (Hickson et al., 1986, p. 93). In
other words, every decision, even those made by high-ranking individuals, are
influenced by a variety of individuals and coalitions at all levels of the
organization who have a high degree of interest in the decision outcome.

Understanding decision-making means understanding these influences.

In this study, the Hickson et al. (1986) model was used to determine how the
complexity of a decision problem (e.g., funding decisions) in conjunction with a
combination of decision interests (e.g., coaches, administrators) determined who
influenced a decision and how (e.g., bargaining, coalitions, bribery) in order to

obtain a preferred outcome.
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ii) Power and Influence
The literature on power (cf. Das, 1990; French & Raven, 1959; Miles, 1980;
Pfeffer, 1981, 1992; Riker, 1964) and influence (cf. Daft, 1992; Hickson et al.,
1986; Mintzberg, 1983) is quite extensive although not without controversy.
Many researchers such as Mintzberg (1983) and Morgan (1986) have used the
terms interchangeably, or used different terms such as control or authority. For
example, Mintzberg (1983) defined power as "the capacity to effect (or affect)
organizational outcomes" (p. 4), then 1éter went on to state that the term influence
"will be treated as a synonym" (p. 5). However, other researchers, notably Lee
and Lawrence (1985) and Hickson et al. (1986), separate the two terms, defining
power as "the potential to influence the outcome" (Hickson et al., 1986, p. 13),
and influence as "simply power in operation" (Lee & Lawrence, 1985, p. 129).
Therefore, although an individual may possess considerable power within an
organization, unless he/she exercises that power by employing various methods of
influence, he/she will not have an impact on a decision outcome (Mintzberg,

1983).

Despite the fact that influence was the focus of this research, it was evident that
identifying the various sources of power is important in order to identify who in
an organization has the potential to be influential. French and Raven (1959)
identified five bases of power including reward power, coercive power, legitimate
power, referent power and expert power. The researchers defined reward power

as the ability to provide rewards or incentives to individuals or groups within the
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organization. Gibson et al. (1985) interpreted coercive power as being the power

to punish. They stated that "followers may comply because of fear" (p. 323).

French and Raven (1959) suggested that legitimate power is one of the more
complex power bases because there are many potential sources of legitimate
power. For example, Gibson et al. (1985) interpreted legitimate power as "the
ability to influence because of one's position" (p. 323). However, French and
Raven (1959) stated that legitimate power involved more than just positional
power. They inferred that legitimate power incorporated all structural and internal
aspects of organizational life including cultﬁral values, hierarchy, and norms. The
fourth power base identified by French and Raven (1959) was referent power.
According to Gibson et al. (1985), "a person with charisma, or a strong
personality attraction, can exercise referent power" (p. 324). Finally, French and
Raven (1959) explained that expert power is founded in an individual's perceived

expertise in a given area.

In addition to the five power bases identified by French and Raven (1959) and
further analyzed by Gibson et al. (1985) and Lee and Lawrence (1985), several
other bases of power were identified in the literature (cf. Das, 1990; Morgan,
1986; Pfeffer, 1997; Robbins, 1990). For example, Das (1990) introduced the
concept of information power, which he believed arose from a person's place in
the chain of communication and the ability to control information. Robbins

(1990) discussed the power derived from the control of resources in an
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organization particularly in relation to resource scarcity. And Morgan (1986)
listed more than a dozen different sources of power including the control of
boundaries, the control of technology and the management of gender relations. A
number of researchers also identified the ability to control decision processes and
the ability to cope with uncertainty as sources of power (cf. Das, 1990; Pfeffer,
1981, 1992, 1997; Robbins, 1990). Therefore, it became evident that power could
be derived from numerous situational and organizational sources. However, as
previously mentioned, only when this power is used does an individual obtain the

ability to influence a decision (Mintzberg, 1983).

Decision-making has been a central theme in the literature about power
(Kakabadse & Parker, 1984; Lee & Lawrence, 1985). Pfeffer (1981) investigated
the determinants of power and how they are used in a political environment.
Ahme (1994) studied positional or authoritative power and its impact on social
interactions, such as decision processes, within organizations. Hickson et al.
(1986) concerned themselves primarily with the balance of power in organizations
and how that impacted strategic decision-making or “top decisions", while
Kakabadse and Parker (1984) analyzed the role of power in the decision-making
process using a perception/enactment model that assumes that all behaviour is
political. Each of these researchers studied the relationship between power and
decision-making, thus emphasizing the importance of determining how people use

their power to influence decisions. The Hickson et al. (1986) model of decision-
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making is ideal for establishing the relationship between the use of power and the

final outcome of a decision.

Much of the literature (cf. Ahrne, 1994; Hickson et al., 1986; Kakabadse &
Parker, 1984; Pfeffer, 1981, 1992, Riker, 1964) that deals with power in
organizations emphasizes the concurrent role that influence plays in decision
processes and outcomes. For without the action of influencing decisions, power
would be ineffective. Of importance is not simply who decides but rather how the
final decision is influenced and who does the influencing (Hickson et al., 1986).
"Influence is exerted from all quarters, inside and outside the organization"
(Hickson et al., 1986, p. 55). For example, any individual, group or organization
who possesses resources and has the ability to constrain the allocation of them,
especially during periods when there is a scarcity of resources, has power.
However, only individuals who use that power will gain the ability to influence

events or decisions within the organization.

Previous research (cf. Ahmne, 1994; Daft, 1992; Das, 1990; Gibson et al., 1985;
Hickson, 1986; Pfeffer, 1992) has investigated the methods of influence used to
obtain preferred 6utcomes. Das (1990) provided a list of popular methods of
influence including such methods as reasoning, friendliness, coalitions and
bargaining. Ahrne (1994) examined positional authority and the use of incentives

to influence decisions; while the concept that politics can be viewed as a self-
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serving behaviour that involves methods of influence not sanctioned by the

organization was analyzed by Daft (1992).

For the most part, these methods of influence tend to be used by individuals and
coalitions due to the inherent bureaucratic nature of political organizations.
Pfeffer (1981) posited that
organizational politics involve those activities taken within
organizations to acquire, develop and use power and other
resources to obtain one’s preferred outcomes (p. 7).
Eisenhardt and Zbaracki (1992) stated that decision-makers often engage in

political tactics in an attempt to restructure the distribution of power within the

organization.

The literature indicates that more often than not individuals tend to have negative
perceptions of politics and political behaviour and as a result, believe that politics
will hinder rather than help an organization achieve its objectives (Hickson et al.,
1986; Lee & Lawrence, 1985; Mintzberg, 1983; Morgan, 1986). However, Daft
(1992) contended that politics can be viewed from two perspectives: 1) as a self-
serving behaviour that involves methods of influence not sanctioned by the
organization, and 2) as a natural decision process involving bargaining and
negotiating in order to overcome conflict and differences of opinion. Morgan
(1986) lamented that it is unfortunate that most people fail to recognize "that
politics and politicking may be an essential aspect of organizational life, and not
necessarily an optional and dysfunctional extra" (p. 142).
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One of the central factors that produces a political system, is the dispersal of
power within an organization (Pfeffer, 1992). The centralization of power at the
top of an organization reduces other personnel’s motivation and ability to engage
in political activities. However, when power is dispersed in unequal measures
throughout the organization, "decisions become worked out through the interplay
of various actors" (Pfeffer, 1981, p. 87) attempting to influence the decision
outcomes. Conflict and internal struggles for power are considered to be normal
occurrences within a political system and power and influence are necessary tools
for acquiring control over resources .and decision processes (Mintzberg, 1986;
Pfeffer, 1992). In particular, individuals and coalitions within an organization will
employ different types of political tactics in order to influence decisions in their

favour.

A number of political tactics, using both legitimate and iilegitimate power, are
identified in the literature (cf. Das, 1990; Gibson et al., 1985; Hickson et al, 1986;
Pfeffer, 1981, 1992, 1997; Robbins, 1990). These political tactics, also called
methods or means of influence, encompass such activities as bargaining,
withholding information, and building coalitions. Eisenhardt and Zbaracki (1992)
defined politics (or political tactics) as "those observable, but often covert, actions
by which people enhance their power to influence a decision" (p. 26). Pfeffer
(1992) referred to the selective use of information as "strategically ignoring
information that does not advance one’s own point of view" (p. 260). This

differed slightly from Morgan’s (1986) definition of controlling knowledge and
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information which he referred to as the ability "to structure attention to issues in a
way that in effect define the reality of the decision-making processes" (p. 167).
Das (1990) identified the impetus to improve one’s power position as the ultimate
objective in a political system. As several researchers pointed out, this objective
is often achieved by influencing decision processes, thereby potentially changing
decision outcomes in one’s favour (cf. Hickson et al., 1986; Kakabadse & Parker,
1984; Mintzberg, 1983; Pfeffer, 1981, 1992). With increased involvement in the
decision-making process, there is a greater likelihood of conflict (Sims, Fineman

& Gabriel, 1993).

Research that examines political behaviour and decision-making processes in a
variety of organizations has been very extensive (cf. Hickson et al., 1986;
Mintzberg, 1986; Pfeffer, 1981, 1992). However, research in these areas as they
pertain to sport organizations has been very limited (cf. Armstrong-Doherty,
1995a, 1995b, 1996; Hill, 1996; Hill & Kikulis, 1999; Inglis, 1991). In particular,
there have been few Canadian studies about decision-making regarding the
funding of sport (Armstrong-Doherty, 1995a; Inglis, 1991). The following section
reviews the literature pertaining to the issue of funding sport in Canada followed
by a more detailed review of the literature pertaining to interuniversity athletics,

thereby establishing the context for this study.
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Context
i Sport Funding in Canada
This study is an examination of whom in an athletic department influences
- funding decisions and how they exert that influence. Inglis (1991) pointed out in
her study of interuniversity athletic programs in Ontario,
the more we understand the influence in and around the athletic
programs, the better the athletic administrators and other
university personnel will be prepared to guide the programs in the
desired directions (p. 31).
Furthermore, as university athletic departments continue to re-align their budgets
and seek funding from non-traditional sources in the face of further cutbacks,

financial accountability may be examined. Additional information regarding

influence over funding decisions will therefore prove more practical.

The issue of funding has become one of the most important topics in Canadian
amateur sport (cf. Armstrong-Doherty, 1995a, 1995b; Inglis, 1991; Kikulis, Slack
& Hinings, 1995; Mills, 1998). Based on a need to counteract the effects of fiscal
restraints imposed by both the government and the private sector and the resultant
"need to generate additional funding from nontraditional sources" (Armstrong-
Doherty, 19954, p. 75), several studies in recent years have addressed the issue of
funding in Canadian sport. These studies have focused on influence over
decision-making processes (Kikulis et al., 1995); structure (Armstrong-Doherty.
1995b), and perceptions of influence and control (Armstrong-Doherty, 1995a,

1996; Inglis, 1991).
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In addition, over the last several decades, Canadian researchers have assessed the
impact of various changes on amateur sport in Canada (cf. Frisby, 1986; Kikulis
et al., 1995; Macintosh, Bedecki & Franks, 1987; Macintosh & Whitson, 1990;
Mills, 1998). For example, Kikulis et al. (1995) examined a variety of decisions
including those about funding and coaching development in non-profit sport
organizations. The researchers were trying to determine whether amateur sport
organizations’ decision-making styles had chaﬁged as the organizations
themselves shifted from being volunteer-driven fo predominantly staffed by paid
professionals. Their results revealed that a "reorientation to a new desién
archetype" (Kikulis et al., 1995) did not translate into a shift in the decision-

making style of the organization.

Most of the literature regarding the funding of sport in Canada has been limited to
amateur sport organizations (cf. Frisby, 1986; Macintosh et al., 1987; Macintosh
& Whitson, 1990). Little attention has been paid to the funding of athletics in
Canadian universities. Earlier reports on this topic by Matthews (1974) and
Taylor (1986), have not been followed up, with the exception of studies by
Armstrong-Doherty (1995a, 1995b, 1996) and Inglis (1991). Armstrong-
Doherty’s (1995a, 1995b, 1996) research has focused on environmental control

over athletic departments’ activities, in particular funding decisions.

More specifically, Armstrong-Doherty (1995a) examined the degree of control of
several basic environmental elements, both internal and external, such as
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corporate sponsors and the general student body, over organizational activities
related to Canadian interuniversity athletics such as securing funds and hiring

coaches and administrators.

Inglis (1991) on the other hand, has examined the issue of funding in Canadian
university athletic departments but only as it pertains to the question of
governance. Her research focused on the concepts of governance and influence
over decision-making processes pertaining to a wide range of activities in athletic
departments of which one of these was funding decisions. The following section
identifies the literature pertaining to the issue of funding in the context of

interuniversity sport in Canada.

ii) Interuniversity Athletics

The Canadian Experience

Since 1974, a number of studies have been conducted investigating the Canadian
situation in interuniversity athletics (Armstrong-Doherty, 1995a, 1995b; Hill,
1996; Hill & Kikulis, 1999; Houwing, 1974, Inglis, 1991; Matthews, 1974;
Taylor, 1986). Matthews (1974) addressed such issues as the aims and values of
athletic programs, the financing of athletic programs, and intercollegiate sport for
women. In 1986, Taylor edited the proéeedings of a conference aimed at
identifying the role of interuniversity athletics in Canadian institutions.
University officials, athletic department personnel and educators were expressing
growing concerns regarding the purpose of interuniversity athletics, financing,
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government involvement, and many other issues. Of particular interest to this
research were the discussions on funding. Janzén (1986) addressed the issue of
fiscal responsibility. He followed up on Matthews’ (1974) report that found that
there was "a great deal of variation in who was responsible for the funding of

athletic programs" (Janzen, 1986, p. 91).

Janzen (1986) identified a number of different sources that athletic programs
relied upon for financial resources. He also discussed the amount of variation that
occurs across the country, for example, only universities in western Canada
awarded scholarships on the basis of athletic ability. Janzen (1986) concluded
that the major challenge for athletic departments would be to "generate income
without losing control over their programs and without compromising the
educational philosophy inherent in them" (Janzen, 1986, p. 94). Ten years later,
this dilemma remains as athletic department personnel struggle to find a balance
between increasing revenue generating activities and continued control over

program implementation.

Armstrong-Doherty’s more recent research into numerous issues within the
Canadian interuniversity sport system, in particular athletic directors’ perceptions
of control (1995a), the structure of funding (1995b), and resource-dependency
(1996) are of particular interest to this study. Her overall intent in each of these
studies was to assess the implications of environmental control over

interuniversity athletics in Canada. Specifically, she was interested in identifying
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"the forces shaping athletic programs today" (1995a, p. 77). Armstrong-Doherty
(1995a) conducted "an investigation of one-way environmental control over
interuniversity athletics" (p. 76). She surveyed Athletic Directors from 34
universities within the Canadian Interuniversity Athletic Union (CIAU) regarding
their perceptions of environmental control over seven distinct organizational
activities. These activities included hiring coaches, establishing policies and
goals, and securing funds. Armstrong-Doherty (1995a) then created a list of 15
"environmental elements (individuals, groups, organizations) with potential
control over interuniversity athletics" (p. 78) based on the current literature and

preliminary interviews. These elements included the university administration,

- the student-athletes, and the CIAU. Also included in this list of environmental

elements was the athletic department itself which was defined as "the unit within
the university responsible for administration and operation of the interuniversity

athletic program" (1995a, p. 79).

However, Armstrong-Doherty (1995a) focused her resgarch primarily on
groups/individuals who are considered to be external to the athletic department
such as university administration, alumni, and corporate sponsors. Although she
identified the athletic department itself as having the potential to exert
environmental control over fundamental operating activities, she did not address
the importance of assessing internal control over these activities. However, in a
subsequent study, Armstrong-Doherty (1995b) went on to establish a profile of
recent funding practices in Canadian interuniversity athletics. She discovered that
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"funding, for the most part, continues to come from within the university [and as a
result,] it may be presumed that control over the program lies within the
university" (p. 68). Subsequently, Armstrong-Doherty (1996) noted that

in Canada, the interuniversity athletic department is one

organization that is dependent on its environment, both within and

beyond the university, for its financial resources (p. 49).
However, although Armstrong-Doherty (1995b, 1996) recognized the importance
of the department and its personnel regarding the issue of control, she did not
further explore the implications of internal control. Instead, the focus of her

research was on external environmental elements such as the general student body

and university officials.

Inglis (1991) focused her research on the governance and influence of
interuniversity athletics in Canada with an emphasis on both internal and external
sources of influence. She identified two groups of individuals, internal to the
university, who had the potential to influence interuniversity athletic programs;
athletic administrators (athletic directors, men’s athletic coordinators, women’s
athletic coordinators), and university presidents. The athletic administrators and
university presidents indicated their perceptions of the degree of influence exerted
by external agencies on the athletic department. In addition, the athletic
administrators were required to indicate "the degree of influence they felt they had
over 22 items related to critical decision-making activities in athletics" (Inglis,
1991, p. 22). Examples of these items included hiring staff, developing budgets,
dealing with recruitment or eligibility violations, and selecting sports that were to

27



receive funding. Inglis (1991) determined that external stakeholders such as
alumni and corporate sponsors were perceived to have a low degree of influence
whereas athletic directors were perceived to have a moderate to high degree of

influence over these items.

Hill and Kikulis (1999) examined the dynamics of decision-making using the
Hickson et al. (1986) model of decision-making. The purpose of their research
was to describe and analyze the decision making process related to the topic of
restructuring in interuniversity athletic conferénces in western Canada. Based on
the Hickson et al. (1986) model, Hill and Kikulis (1999) determined that the
ambiguous nature of the decision topic as well as the diversity of interests
(politicality) and the balance of power strongly affected the decision-making
process with regards to the issue of restructuring. They also suggested that future
research should |

delve further into the shared values, ideologies, and organizational

culture that influences what issues are considered and why; when

and how they will be considered, who will be involved in their

consideration, and where consideration takes place (Hill &

Kikulis, 1999, p. 40).
Of relevance to this research was the issue of who will be involved in the
decision-making process. Although strategic decision-making usually falls within
the responsibilities of senior management, research indicates that individuals both
internal and external to an organization at various hierarchical levels can be
involved in the decision-making process (Butler et al., 1991; Cray et al., 1991,

Hickson et al., 1986). Of particular importance to this study, were the findings
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relating to internal influence over decision-making activities. Inglis (1991)
assessed perceptions of influence over two types of decisions: strategic decisions,
which have significant consequences and administrative decisions, which are
relatively routine and generally occur at lower levels of the organization. Of
note, were her findings regarding men’s and women’s coordinators. Inglis (1991)
found that women’s coordinators perceived themselves to have a greater degree of
influence over administrative decisions than the men’s coordinators. In addition,
men’s coordinators were more involved in marketing decisions than thé women’s
coordinators. Ingiis’ (1991) findings indicated that further research should be
conducted in the area of internal influence over decision-making activities in
interuniversity athletics. To date, no researcher has focused their studies on the
effects of internal influence on funding decisions in Canadian interuniversity
athletics. "Who is influencing funding decisions?" and "What methods are they

using to exert that influence?" are questions that need to be addressed.

As the Canadian interuniversity athletics system continues to change, the issues
that have yet to emerge (e.g., the association of gambling with university athletics,
illegal recruiting tactics), may become larger problems. Issues which have been
addressed by the media recently include substance abuse by football players
(Cleary, 1997c), and proposed athletic scholarships for student-athletes (cf.
Cleary, 1997b, Mills, 1998). Problems and challenges previously associated
predominantly with the American collegiate system may be on the rise in Canada.
However, there are inherent differences between the American and Canadian
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intercollegiate athletic programs that suggests that the existing research (which is
predominantly American) is not relevant to the current Canadian experience. In
order to analyze the act of influencing funding decisions in Canadian athletic
departments, additional research needed to be conducted in Canadian institutions.
This is what I undertook. The following chapter outlines the research methods

used to conduct this research.
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CHAPTERIII: RESEARCH METHODS

A Case Study Approach

According to Yin (1994), the selection of an appropriate research approach
involved three questions. What types of research questions are being posed by the
investigator? What degree of control does the researcher have over the
behaviours? And, is the issue under investigation contemporary or historical?

Yin (1994) and Marshall and Rossman (1995) identified a number of qualitative
research approaches including case studies, ethnographies, experiments, and field

studies.

By ahswering the three questions proposed by Yin (1994), the résearcher can
determine which research approach is best suited to the issue being investigated.
However, the selection of a specific research approach does not limit the
researcher in the type of data collection methods used for the study. For example,
a case study approach could use a combination of data collection methods
including participant observation, document analyses, surveys and interviews.
Alternatively, the researcher could choose to employ only one of the

aforementioned methods to collect the necessary data.

"As a research endeavor, the case study contributes uniquely to our knowledge of
individual, organizational, social, and political phenomena" (Yin 1994, p.2). The

case study is a unique research technique in that it allows the researcher to
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empirically investigate a contemporary issue over which he/she has little or no
control .within its real-life context (Yin, 1994). With regards to data collection
methods, "the case study’s unique strength is its ability to deal with a full variety
of evidence" (Yin 1994, p. 8). Thus, the researcher can collect and analyze data

from a number of sources using various research techniques.

Based on the aforementioned questions proposed by Yin (1994), the case study
approach was deemed to be the most suitable research strategy for the
investigation into perceptions of influence exhibited by CIAU head coaches and
senior administrators regarding funding decisions in interuniversity athletics. The
issues being investigated in this study were contemporary topics that focussed on
identifying how coaches and senior administrators perceived their degree of
influence over funding decisions. For the purposes of this research, a single-case
study approach involving the use of semi-structured interviews, participant

observations and document analyses was selected as the research method strategy.

Site Selection Process

The selection of an appropriate setting in order to investigate coaches’ and senior
administrators’ perceptions of influence regarding funding decisions in
interuniversity athletics was "fundamental to the design of the study and serves as

a guide for the researcher" (Marshall & Rossman 1995, p.50).
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Armstrong-Doherty (1995a) identified two demographic variables that were used
in the development of site-selection criteria for research of Canadian
intercollegiate sport. First, was the size of the athletic program, which was
operationalized for the purpose of this research study as the total number of men’s
and women’s CIAU-sanctioned sports offered by the university. An athletic
department which offered a wide range of both men’s and women’s sports was
preferred for the research site because of the high number of potential
respondents, thereby providing a more diverse compilation of opinions and
perceptions of influence over decision-making procesées within the department. In
addition, it was assumed that this would potentially increase the complexity of the
decision process due to the greater potential for conflicting decision interests
among coaches and administrators. As well, a large number of sports implies that
a larger budget is required to fund the programs and therefore there would be an
opportunity for a greater diversity of funding decisions as well as the chance to

study a variety of teams with different budgets.

The athletic department’s conference affiliation was the second criterion. In this
study, any university belonging to one of the five regional conferences, and thus
to the national association for university sport, the Canadian Interuniversity
Athletic Union (CIAU), was eligible for site selection. Two additional criteria
that were utilized when selecting the site included: (1) accessibility of
information; and (2) the ability to build trusting relationships with athletic

department personnel. Based on these criteria, a large university in Western
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Canada with more than 14 CIAU-affiliated sport teams was chosen as the site for

this research project.

Sample Selection Process

In addition to the selection of a site for the study, a strategy for sampling a
particular population was also undertaken (Marshall & Rossman, 1995).
Individuals with head coaching or senior administrative positions in the athletic
department at the selected site were used as the sample for this research study. It
was determined that only head coaches of CIAU-affiliated teams would be
selected as part of the sample because they adhere to a standard set of guidelines
and expectations established by the CIAU regarding recruiting, sponsorship
regulations, athletic scholarships, etc. Teams that compete in other leagues (e.g.,
NCAA) are required to follow different guidelines and this affects how decisions
are made regarding funding for these teams. In addition, it was determined that
athletes would not be included in the sample since they were not directly involved

in any of the three decision topics chosen for analysis in this study.

Research Techniques

Semi-structured interviews, participant observations and document analyses were
the data collection techniques used for this study. The interviews provided the
primary source of data and the observations and document analyses were used to

corroborate and augment evidence uncovered from the interviews (Yin 1994).
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i) Document Analysis
In order to select the three decision topics that were the foundation of this
research, a preliminary analysis of several documents, including minutes from
several 1997-98 department meetings, was conducted. The purpose of this
preliminary document analysis was to determine which strategic decisions were
subjected to acts of influence in the department. After narrowing the selection
down to seven possible decisions (See Appendix A), future participants were
consulted for their input on these decision topics. Finally, three decision topics

were selected for the case study analysis.

After conducting the participant interviews, a more intensive document analysis
was undertaken. The documents included minutes from several coaches' and
department meetings from 1997 to 1999, a business plan from 1994-95 (the most
recent), individual sport budgets from 1997 to 1999, policies and procedures
documents from 1994 to 1999, and memorandums pertaining to equipment and
apparel needs from 1997 to 1999. Very few documents were analyzed for this
study due to the fact that the department had limited written materials such as
minutes from meetings or a policies and procedures manual. All written
documentation pertaining to the decision topics analyzed for this case study were
reviewed. The purpose of this document analysis was to corroborate responses

given by participants during the interviews.
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i) Interviews

Initially, each respondent was contacted via a letter (Appendix B) outlining the
purpose of the study. Following ethical considerations, each person received a
consent form (Appendix C) detailing their degree of involvement as well as their
acquiescence to an audio-taped interview. The participants were then contacted
by telephone to confirm their participation and to schedule the interview. In-
depth interviews were conducted with each respondent in order to "uncover and
describe the participants’ perspectives" (Marshall & Rossman, 1995, p.81)
regarding their perceptions of influence over funding decisions in their athletic
department. See Appendix D for a list of sample interview questions. These
interviews focussed on the respondents’ perceptions of influence regarding three
strategic funding decisions:

1. The signing of an exclusive department-wide sport apparel sponsor.

2. The allocation of resources for scholarships.

3. Adding a new varsity sport.
A number of factors impacted the selection of these decision topics. For example,
three decisions were chosen for analysis, rather than a single strategic decision, in
order to satisfy two different purposes. One, to ensure that all participants were
involved to some degree in at least one of these decisions. And two, that the three
decision types identified by Hickson et al. (1986), vortex, tractable, and familiar,
were analyzed, in order to determine whether or not there were any differences in
influence patterns amongst them. In addition, these particular decisions were

selected because they were contemporary issues currently being faced by the
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organization which made them ideal for the case study approach (Yin, 1994).

Table 3.1 identifies the three decision topics within the context of the organization

selected for this research study.

Table 3.1: Demographics of the Three Decision Topics

Decision #1: Decision # 2: Decision #3:
Demographics Exclusive Allocating Adding a New
Sponsorship Scholarships Sport
Length of 1994-1999 Annual decision 1997-1999
Decision Process
Current Status Ongoing - Ongoing - 2 new teams added
no resolution scholarships - other sports still
awarded annually pursuing

The first decision analyzed for this research study focussed on the department's

decision to acquire an exclusive department-wide sport apparel sponsorship

agreement. This topic was first raised in 1994 although it has only been since

1998 that an exclusive sponsorship agreement has been actively pursued. To daté,

there has been no resolution to this decision. The second strategic funding

decision examined perceived levels of influence over the allocation of funds for

scholarships. This decision process is executed on an annual basis and is

subjected to influence primarily from coaches. However, in November 1999, the

CIAU membership will be voting on the decision of whether or not to allow

athletic scholarships to be awarded to entering students, thereby enabling

scholarships to be used as recruiting tools. The outcome of this decision will

significantly impact the decision process to allocate scholarship monies. Finally,

the decision to add new varsity sports, particularly in light of economic

uncertainty, was the third decision topic analyzed in this research study. Since
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1997, two new sports have been granted varsity status although may more have
pursued it. Each year, the department must make a decision on whether or not to

add new sports to its program.

The semi-structured interviews used to collect primary data provided the multiple
realities (Stake, 1995) of the case situation. The structure of the interviews was
open-ended (Marshall & Rossman, 1995; Yin, 1994) and issue-oriented (Stake,
1995) thereby allowing each rgspondent’s personal experiences and perceptions to
be explored. In addition, the interviews were semi-structured in order to provide a
focus for the interview while still allowing for personal expression and

interpretation by the respondents.

iii) Participant Observations
Observations of the participants pertaining specifically to the three decision topics
were collected thrbughout the course of this study in order to support the
empirical evidence extracted from the interviews. Observation involved the
examination of relevant behaviours and environmental conditions within the
context of the case study in order to provide observational evidence which
complemented both document analyses and interview data (Stake, 1995; Yin,
1994). The case study approach benefited from observations based on the ability
to contextualize the processing of information in real time (Yin, 1994). This
differed from data derived from the interviews which were based on personal

interpretations and perceptions of events and circumstances over time.
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Participant observation, "entails the systematic noting and recording of events,
behaviors, and artifacts (objects) in the social setting chosen for study" (Marshall
& Rossman 1995, p.79). In this respect, it conforms to the operational definition
of direct observation outlined in the literature (Stake, 1995; Yin, 1994). However,
it diverges from this meaning in that it allows the researcher to observe the
organization from the viewpoint of an “insider” (Yin, 1994). Participant
observation empowers the researcher to experience reality as the participants do
(Marshall & Rossman, 1995). Rather than simply observe the participants from a
third person point of view, the researcher becomes immersed in the everyday
realities of the subjects thereby providing a more “accurate” analysis of the case
scenario. A detailed logbook of observations was kept throughout the research

study

Participant observation providés several unique opportunities to collect data as it
demands first-hand involvement in the organization selected for study. However,
it also raises the issue of researcher bias. The researcher has "less ability to work
as an external observer ... and may not have sufficient time to take notes or to
raise questions from different perspectives" (Yin, 1994, p. 89). It is vital that a
researcher engaging in participant observation understands her/his role within the

organization and the potential for researcher bias.
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Data Gathering Protocol

A data gathering protocol is an important part of conducting case study research.
"The protocol is a major tactic in increasing the reliability of case study research
and is intended to guide the investigator in carrying out the case study" (Yin,
1994, p. 63). In order to facilitate consistent data collection, the following data
gathering protocol was developed.

1. All interview questions were pilot tested with future participants to
determine that they were appropriate and relevant to the study.

2. Participants were given both written and oral overviews of the research
project and were provided with opportunities to ask questions before they
participated in the interview.

3. All participants were interviewed in a neutral environment away from the
daily operations and interruptions of the organization.

4. Participants were assured of both anonymity and confidentiality and were
offered the opportunity to view their transcripts and to clarify some of the
statements made during the interviews.

5. Participants were observed during their day-to-day interactions with each
other over an extended period of time and a detailed logbook was kept of
those observatioﬁs pertaining specifically to the decision topics analyzed
for the case study.

6. Participants were encouraged to provide any supporting documentation

that they felt substantiated their comments.
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7. Participants were encouraged to be open and honest regarding their
perceptions of influence as well as the methods of influence they or others
in the department used to influence funding decisions.
The primary intent of this data gathering protocol was to eliminate any tendencies
towards researcher bias. In addition, this protocol was intended to encourage
participants to reveal all of their perceptions regarding influence in the
department, including any covert or unsanctioned activities that they believed
were occurring or that they themselves were a part of. Based on the findings of
this research, it appeared that these objectives were obtained. The participants
seemed to be forthcoming regarding all types of political activities within the
department. For example, one coach confessed to withholding information in
order to maintain her/his bargaining power with regards to the decision to sign an
exclusive department-wide sponsorship agreement. And several times, coaches
were observed going ahead with plans that they knew were against department
policy. Management was also very aware of some coaches' propensity to

go and do something without getting approval or permission

(Interviewee #10).
Data Analysis
Data analysis is the process of examining, organizing, and interpreting the
aggregate of empirical evidence collected from interviews, observations and
document analysis (Marshall & Rossman, 1995; Stake, 1995; Yin, 1994). The
first stage of the data analysis process involved the transcription of each audio-

taped interview verbatim into a computer file. After transcription, these files were
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reviewed to ensure their accuracy. In addition to the primary textual documents
created from the interview transcripts, computer text files were created from field
notes, journal entries, and observations. These files contained information
gathered from observations of the participants' interactions with one another and
with other members of the organization. The purpose of these observations was to
support data collected from the interviews. Finally, several documents, including
minutes from 1998-1999 coaches' meetings were transcribed into computer text
files. Most of the other documents analyzed for this case study were not
transcribed due to the length of the documents. Instead, these documents were

analyzed manually, using the same procedures as with the computer text files.

Before proceeding to the second stage of the data analysis process, which
involved the use of a qualitative software program called Atlas.ti, hard copies of
all documents were manually coded with terminology derived from the literature
to facilitate the use of the computer software program. Following the manual
coding processes, all computer text files were reviewed and coded using the query
tool in Atlas.ti, thereby producing a reiterative coding process. Atlas.tiis a
relatively new visual qualitative data analysis software program that incorporates
the concepts of document management and model building in order to facilitate
text interpretation, text management and theory building (Atlas.ti, 1997). This
software program provides the researcher with a variety of tools to help think,
plan and approach theories in creative, yet systematic ways. For example, the

researcher can code segments of text with key words with the simple touch of a
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button, then can load all of the segments coded with the same word into one file

for easier analysis.

Coding refers to the ability to identify key segments in the text that form the
foundation of research theories. For example, segments of text that referred to the
building of coalitions as a method of influence were coded with the term
"Forming Coalitions" by conducting a search of all documents for words such as
"us, we, group, team, together, and coalition". Codes were ascribed only to those
quotes or segments of text that contained these words and referred to the concept
of forming coalitions. This coding process was used to highlight all text segments
that were interpreted as being relevant to the case study analysis. As recurring
themes emerged from the data, new codes were developed and applied to the text

files and documents.

Following the coding process, a number of patterns emerged which helped to
further clarify the data. For example, the participant responses regarding the use
of displays of emotion as a method of influence revealed both positive and
negative perceptions of its effectiveness. Therefore, the code "Displays of
Emotion" was separated into twd categories, "Displays of Emotion - Effective”
and "Displays of Emotion - Ineffective". Throughout the coding process, memos
were attached to the computer text files of the participants' interviews. These
memos contained notes from observations, documents and journal entries and

were a means of incorporating the multiple data sources into one concise package.
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Following the initial coding process, the codes and their associated text segments
were grouped into families. These code families reflected the inherent patterns
that emerged from the data. For instance, all codes pertaining to situational and
interpersonal attributes of influence were grouped into one family. And all codes
that identified the different methods of influence were grouped into another
family. The purpose of these code families was to identify data relating

specifically to one decision topic or another.

From the development of codes and code families, primary document tables were
created that illustrated the frequency of codes in the data. For example, the use of
reason as a method of influence was referred to 22 times by the participants
during their interviews and it was recorded 17 more times in field notes derived
from personal observations. Conversely, the participants referred to controlling
and withholding information only ten times and there were only six references in
the field notes and journal entries. Therefore, these primary document tables,
which illustrated the frequency of references in the data, helped to identify several
recurring themes that formed the foundation of this research (Seé Chapter 4 for

several different primary documents tables).

In order to ensure that the data analysis process was conducted objectively, the
four criteria of soundness identified by Marshall and Rossman (1995) were
utilized. These criteria, confirmability, credibility, transferability, and
dependability were employed during the critical analysis of the data and provided
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sufficient controls in order to ensure the reliability of the information and its

interpretation.

Ethical Considerations

According to the UBC Behavioural Sciences Committee for Research and Other
Studies Involving Human Subjects guidelines, all ethical issues such as informed
consent, anonymity and confidentiality in the design and performance of this
research study were considered. See Appendix E for a copy of the Certificate of

Approval.
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CHAPTERIV: RESULTS AND DISCUSSION

The purpose of the previous three chapters was to introduce the theoretical and
contextual framework for this research study and to describe the research methods
used to investigate perceptions of influence over strategic decision-making. The
purpose of the following chapter is to present and discuss the theories and

concepts that emerged from this case study.

The case study analysis is presented in three sections. The first section reviews
the significance of the three decision topics as they pertain to intercollegiate
athletics in Canada. The second section examines the relevance of the decision
topics within the context of the specific site selected for the research study.
Finally, in the third section, the results of the data collection and analysis are

presented in relation to the literature.

Contextual Significance of Decision Topics

i) Exclusive Sponsorship Agreements
The first decision topic consisted of exclusive sponsorship agreements. The issue
of signing exclusive sponsorship agreements has long been under fire by various
student and human interests groups throughout the United States (Smith, 1996).
Organizations such as Coca-Cola and Nike have left their marks on campuses
across the U.S. and in recent years have begun to set their sights on institutions
north of the 49™ parallel (cf. Fotheringham, 1995; Lahey, 1998; Lazarus, 1999;

Schmidt, 1998).  The signing of exclusive sponsorship deals such as the $7
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million dollar contract between Nike and the University of Michigan have helped
to set the standard for exclusivity contracts throughout North America (Barr,
1998). For example, the University of Regina has "reportedly received $1 million

for a 10-year exclusive supply arrangement with Coke" (Lazarus, 1999, p. 10).

And many other universities in Canada, such as the University of Saskatchewan,
the University of Alberta and McMaster University, now have exclusive
agreements with beverage suppliers such as Coca-Cola or Pepsi Cola (Lazarus,
1999). These contracts prohibit the selling, use or presence (depending upon the
agreement) of their competitors' products on campus thereby restricting the
university population's access to thes¢ products. Most of these contracts are
negotiated at the university level and all departments within the university
community, inchiding interuniversity athletics, are required to adhere to any

regulations outlined in these agreements.

In addition to university-wide sponsorship agreements, most athletic departments
negotiate their own partnerships with sponsors that do not conﬂicf with existing
agreements. For example, sports such as football, basketball and hockey will
usually have individual sponsorship agreements with sport apparel and equipment
suppliers such as Adidas, Nike, or Reebok. These agreements usually combine a
small financial contribution to the team's operating budget with complimentary
clothing and equipment such as team uniforms, shoes, balls, and nets. The

signing of a department-wide exclusive sport apparel sponsor would nullify any
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of these agreements and as such, would have a significant impact on resource
allocation in the department. This impact could be either positive or negative
depending upon the terms of the agreement. However, coaches who once had full
control over the allocation of sponsorship agreements they had negotiated would
now have to concern themselves with sharing a general pool of clothing and
equipment as well as sponsorship dollars. How will resources from the

sponsorship agreement be allocated to all of the teams in the athletic department?

The impact that signing an exclusive department-wide sponsorship agreement
would have on the functioning of a university athletic department was the first
decision topic that was investigated in this research study. Of particular interest
to this study was the perceived impact this decision would have on different teams
in a university athletic department as well the patterns of influence that were
perceived to exist as they pertained to both the signing of this possible agreement

and the allocation of resources obtained through the agreement.

ii) Allocation of Resources for Scholarships
The second decision topic that was analyzed in this study was the allocation of
resources for scholarships. There have been many discussions and debates
surrounding the issue of athletic scholarships in Canadian universities (cf. Cleary,
1997b; Deacon, 1997; Sheppard, 1998). Currently, Canadian universities are not
permitted to award athletic scholarships to athletes who compete in the Canadian

Interuniversity Athletic Union unless they have achieved 80% or higher in 18 or
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more credits (CIAU Operations Manual, 1998). All scholarships must have an
academic component and most importantly, scholarships can not be offered to
entering students, thereby eliminating the use of scholarships as a recruiting tool
for coaches. "The CIAU forbids granting athletic scholarships to students with
[university] averages below 80 per cent - and it caps them at a paltry $1, 500 per
year" (Deacon, 1997). Moreover, issues relating to scholarships have been
attributed to the mass exodus of top quality Canadian athletes to the other side of
the border (Deacon, 1997; Sheppard, 1998).

On the playing field, Canadian universities know they cannot

compete with the glitz and glamour of U.S. institutions, where

college sports are nearly a religion. But, tired of seeing the cream

of the high-school athletes lured south by generous sports

scholarships, universities in the West and the Maritimes are

banding together to up the ante (Sheppard, 1998, p. 54).
Debate over the issue of athletic scholarships has been ongoing for many years in
Canada (cf. Cleary, 1997b; Deacon, 1997; Sheppard, 1998). Many leaders are
concerned that by offering athletic scholarships, the value of a Canadian
university education would be tarnished by many of the same problems associated
with the American intercollegiate system such as illegal recruiting, gambling and
cheating (cf. Cleary, 1997b; Deacon, 1997; Sheppard, 1998). Conversely, many

other institutions are concerned with the overwhelming loss of Canada's best

athletes to the NCAA and the NAIA (Sheppard, 1998).
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Last vear, nearly 1, 800 top Canadian athletes followed the siren

call of scholarship dollars south to American universities, the

lion's share being young men playing football and hockey

(Sheppard, 1998, p. 54).
This has had an impact not only at the university level but at the international
level as well since many American intercollegiate competition schedules conflict
with international sporting events. As a result, many of Canada's athletes who are

enrolled at American institutions do not compete for Canada's national teams at

international competitions.

Despite the fact that institutions are currently not permitted to award athletic
scholarships to new student-athletes, university athletic departments are allowed
to award scholarships based on a combination of academic, athletic and
community achievements (Deacon, 1997). Although many awards may be
specifically designated to one team or another according to their source (e.g.,
alumni support), many others are allocated at the discretion of the department
administrators. This process of awarding scholarships was the second decision
topic that was analyzed in the study. In addition, perceptions of how that process
would be affected if the allocation of first year awards were permitted was
examined. The CIAU has scheduled a special meeting in November 1999 to
make a final decision on this issue. If the CIAU rules in favour of awarding
scholarships to first year students athletes, institutions may be able to do so

beginning in the Fall of 2000 (CIAU Annual General Meeting - Minutes, June

1999).




iti)  Adding a New Varsity Sport
The final decision topic analyzed in this study was the addition of new varsity
sports. The issue of participation versus excellence is an ever-growing
philosophical debate that rages throughout the Canadian interuniversity athletic
system (Deacon, 1997, Sheppard, 1998). The intent of the participation model is
that all students should have an equal opportunity to compete for their institution.
In Canada, some institutions offer as many as forty competitive opportunities for
athletes at the interuniversity level including such sports as badminton, figure
skating and tennis (CIAU Almanac, 1998). Conversely, the excellence model
proposes that fewer sports be offered at the interuniversity level so that efforts and
resources can be focussed on ensuring that those athletes who do compete are
doing so at the highest possible level. All other athletes have access to

competitions in the school's intramural programs.

Regardless of whether or not a school offers three or thirty sports, adding a new
varsity sport will always have an impact on the existing sport programs.
Additional resources will have to be acquired in order to provide the new sport
with facility space, equipment, and uniforms as well as an operating budget. If a
new source of funding is not found, existing teams may be forced to deal with

budget cutbacks or the removal of their program all together.

At the national level, many new sports have been added to the CIAU in recent

years with an emphasis on gender equity (CIAU Annual General Meeting
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Minutes, 1998). New sports include women's wrestling, women's ice hockey and
women's rugby. University athletic departments across Canada are being faced
with the decision of whether or not to add one or more of these sports to their
program. For example, should an athletic department's priority be to provide
equitable programming (e.g., equal number of men's and women's sports) or
should it be to ensure that there is adequate funding for those sports that are
already being supported by the department even if there is gender inequity?
Perceptions of influence and the impact that this decision would have on existing

programs was the final topic analyzed in this study.

Situational Significance of Decision Topics

As mentioned earlier in Chapter 3, the site selected for this particular case study
was a large interuniversity athletic department in Western Canada with more than
14 CIAU-affiliated sport teams. This particular site was selected based on four
criteria including the size of the program, conference affiliation, accessibility of
information, and the ability to build trusting relationships with the personnel of
the athletic department. A total of 15 interviews were conducted over a period of
three months. Four of the participants were senior administrators including the
Athletic Director, the Interuniversity Athletics Coordinator, the Marketing
Coordinator and the Facilities Manager. The remaining 11 participants were head
coaches of CIAU-affiliated teams. Of the 11 coaches who were interviewed, two
were responsible for coaching both the men's and women's programs (e.g.,

swimming) whereas the other nine coached either the men's or the women's team
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(e.g., basketball). One coach was not interviewed due to the fact that she/he had
been employed by the department for less than one year and had not actively
participated in any budgeting or decision-making processes. In addition, one
senior administrator was not interviewed due to scheduling conflicts. Table 4.1

displays a brief profile of the 15 individuals interviewed in this study.

Table 4.1: Profile of Interviewees

Coaches Administrators

Number of Coaches 11 Number of Administrators 4
Sports Administrative Positions

Men's 4 Athletic Director 1

Women's 5 Interuniversity Athletic Coord. 1

Men's & Women's 2 Marketing Coordinator 1

Facilities Manager 1

Gender Gender

Male 8 Male 2

Female 3 Female 2
Mean Years of 8.1 Mean Years of Experience 5
Experience
Range of Years of 1-22 | Range of Years of Experience 1-7
Experience

Eisenhardt and Zbaracki (1992) noted that decision processes are affected by the
characteristics of decision topics. Topics that have different degrees of
politicality and complexity are subjected to varying amounts of influence and
political ﬁmeuveﬁng (Butler et al., 1991; Cray et al., 1991; Eisenhardt &
Zbaracki, 1992; Hickson et al., 1986; Rowe, 1989). For example, a decision that
has a muititude of interested parties and a consequential outcome will more than
likely be subjected to high degrees of influence. Conversely, a topic that is non-
precursive (minimal impact on future decision-making parametres) and not overly

contentious will be subjected to very low levels of political maneuvering (Cray et
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al., 1991; Hickson et al., 1986; Rowe, 1989). Therefore, the characteristics of
each of the topics considered for this study were analyzed very carefully before
narrowing down the selection to the three topics chosen for analysis. As
mentioned in Chapter 3, it was decided that each of the three types of decisions,
vortex, tractable, and familiar, should be represented so that each element of the
Hickson et al. (1986) model could be assessed for its applicability to a sport

organization.

Results

The purpose of this study was to identify the perceived level of influence
exhibited by senior administrators and head coaches of CIAU-affiliated teams as
well as the methods of influence they used to influence strategic funding
decisions. The results section of the case study analysis are presented in four
parts. The first three parts pertain speciﬁcélly to each of the three decision topics
selected for analysis. Each of these sections will answer the three research
questions: 1) who is perceived to influence funding decisions? 2) what methods
are used to influence funding decisions? and 3) to what extent do policies and
procedures dictate funding decisions? The final section synthesizes the responses
about each of the decision topics and presents a more comprehensive summary on

the issue of perceived influence at the selected site.
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i) Exclusive Sponsorship Agreements
As previously explained in Chapter 2, the decision to sign an exclusive
department-wide sport apparel sponsorship agreement is considered a vortex
decision. This is based on the fact that a number of different parties are interested
in the final outcome and that the decision could potentially be viewed as
contentious (Cray et al., 1991). As well, this decision has serious but non-
precursive repercussions and a number of external stakeholders externally
influence it.

On the one hand it draws in a complex multiplicity of information

and views, on a matter that is likely to have serious consequences.

On the other, objectives differ among the interests involved, so that

what shall be done is usually politically contentious, and it is made

more so by the influence of external interests (Hickson et al., 1986,

p. 176).
A number of factors support the classification of this decision as a vortex matter.
For instance, Hickson et al. (1986) purported that in making such decisions,
management will usually turn to a wide range of sources for reports, estimates,
advice and recommendations before making a final decision. This is evidenced
by the athletic director's decision to hire a marketing and facilities consultant to
help guide the process of signing an exclusive sponsorship agreement
(Department Meeting Minutes, October 1998). Also, memos were distributed to
each of the coaches and other department personnel over a three-year period,

requesting that they outline their team's or unit's equipment and apparel needs in

addition to a detailed account of any existing partnership agreements.

55




Another characteristic of vortex subject matter is that the decision process usually
involves only senior administrators and it evolves over a period of several years
rather than months (Rowe, 1989). Many coaches alluded to the fact that the
decision to develop an exclusive partnership with a sponsor had been discussed
informally for more than four years (Business Plan, 1994-95). And for the most
part, the issue of signing an exclusive sport apparel sponsorship agreement has
remained at the administrative level with minimal input from the coaches. As one
coach noted,

the bottom line is that once again, as in many cases, we're not
really privy to administrative decisions (Interviewee #1).

This view was shared by a number of coaches.

Finally, the informal person-to-person interaction that has been used to convey
information about this issue is characteristic of vortex decisions (Hickson et al.,
1986). Interviewees referred to the communication process as vague and
informal.

So far it's all been verbal. She/he [marketing and facilities

consultant] comes to my office and I go to her/his office. There's

open communication that way. Or it's in the hallway. I can't ever

recall either of us sending memos to each other (Interviewee #2).
Observations by the researcher of the interaction between coaches and senior
management on this issue also supported the definition of a vortex decision as
presented by Hickson et al. (1986). There were references to this issue at staff

and coaches' meetings, and coaches were often observed in the hallway discussing

this issue amongst themselves or with a senior manager (Department Meeting
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Minutes, October 1998; Coaches' Meeting Minutes, August 1999). Responses
from several participants also indicated that there was some tension regarding the
length of time that this issue had been dragging on. Coaches were delayed
numerous times in their own negotiations with sponsors while waiting to see if an

exclusive agreement would be signed.

Almost all of the participants in this research study viewed the issue of signing an
exclusive sport apparel sponsorship agreement as highly contentious.
Interviewees were divided into three camps: management, the "haves" (i.e., teams
that already have apparel sponsors) and the "have-nots" (teams that do not have
apparel sponsors). Each group presented a very different perspective on the issue
and had very different perceptions of influence and the decision-making process.
Management perceived this issue to be an on-going process in improving the
viability of the department as a whole. The "haves" perceived the possibility of
signing an exclusive contract as being detrimental to their programs and their
existing partnerships with sponsors. And the "have-nots" perceived a department-
wide sponsor as the possible salvation of their programs. Management
recognized the different needs and opinions of each group but felt that it was
important to make a decision that benefited the department as a whole. Coaches
in the "have" group expressed their dissatisfaction with the whole process. One
respondent stated that she/he would fight it to the death (Interviewee #1) and
another coach believed that you would

find the most dissension coming in a straight line down from the
high priority sports to the low priority sports, where you're going
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to find them [low priority sports] being happiest with the deal
(Interviewee #4).

Yet another coach was concerned with the fact that a decision had not been
reached and yet coaches who did have existing agreements were told to put their
negotiations on hold in case a better deal came through.

Who is perceived to influence this decision?

Results showed that individuals with positional power were perceived as being
the most influential over the decision to sign an exclusive sponsorship agreement
based on the frequency of responses by thé participants (see Table 4.2). This
evidence of positional power as an indication of perceived influence is congruent
with much of the literature (cf. Ahrne, 1994; Morgan. 1986; Pfeffer, 1981, 1992,
1997; Robbins, 1990). As Pfeffer (1992) noted, "your location in the formal

organization structure obviously helps to determine power" (p. 128).

As a result of their position in the organization's hierarchy, senior administrators
were perceived to have more power and influence over decision-making processes
(cf. Ahrne, 1994; Morgan, 1986, Pfeffer, 1981, 1992, 1997; Robbins, 1990). This
source of power may also be linked to other sources of power. For example,
some administrators were perceived as having more power than others by virtue
of both their position within the organization as well as by virtue of the length of

time they had been employed by the department in that position.

In this particular study, the athletic director and the marketing and facilities

consultant who was specifically assigned to guide this process were viewed as
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being the most influential because of the positions they held in the department. In
addition, the marketing coordinator was considered to be influential by virtue of
her/his position.

Because she/he is the marketing coordinator, she/he's the one who

is going to be dealing with these people and also getting the

information from all of the different stakeholders (Interviewee

#10).
However, due to her/his lack of seniority, some coaches felt that she/he might not
have as much power as she/he would if she/he had held the position of marketing
coordinator for a longer period of time. Morgan (1986) addressed this notion that
seniority can impact on an individual's ability to influence a decision, even if
she/he is in a position of power. He noted that "traditional authority arises when
people respect the custom and practices of the past and vest authority in those
who symbolize and embody these traditional values" (p. 159). Therefore, power,

respect, and the ability to influence are often entrusted in individuals who are

perceived as having sufficient seniority and experience.

Coaches on the other hand, perceived themselves as having minimal influence
over the decision to sign an exclusive department-wide sponsorship agreement
due to a lack of positional power. As one coach stated,
theoretically you're talked to about it, but I sense that when you're
talked to they've already decided what they're going to do and

they're just feeling you out (Interviewee #6).

This statement was supported by another coach who hypothesized that
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coaches, as much as we like to think we do...have verv little effect
on this decision (Interviewee #12).

However, Pfeffer (1992) noted that individuals at lower levels of the organization
possess a certain degree of power, "the power to resist or refuse the orders of their

superiors" (p. 130).

Results pertaining to the coaches of high priority sports support this argument.
High priority sports have been defined by the organization selected for this study
as those sports that receive priority régarding access to such things as facilities,
administrative support, scholarships, and media attention. These sports generate
revenue through gate receipts, alumni support and sponsorship revenues. Coaches
of these priority sports were resistant to the introduction of a department-wide
sponsorship agreement because they believed that their team had the most to lose.
It is interesting to note however, coaches of high priority sports (e.g., football,
basketball, hockey) were perceived by iﬁterviewees as having some influence due
to the fact that most of them had existing sponsorship agreements. These
agreements were considered as bargaining tools when negotiating with
management. Coaches and management alike believed that coaches of high
briority sports were very vocal in their resistance of any sponsorship agreements
that were perceived as being detrimental to their programs. Since coaches of high
priority sports stand to lose more, they have a greater stake in the decision
outcome, and are therefore more likely to resist certain decisions. One coach
explained that although certain coaches were perceived as being more vocal in

their opinions, all coaches of priority sports would act
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the same way if they felt they were getting the shaft (Interviewee
#13).

As a result of their perceived status within the department, coaches of high
priority sports were considered to be more influential than coaches of low priority
sports regarding the issue of sponsorship agreements.

The higher the priority the sport, the more influence the coach is

going to have. I think that is the way it is around here (Interviewee

#4).
Conversely, coaches of low priority sports would be satisfied with just about any
sponsofship agreement since most of them have been unable to negotiate one on
their own. As a result, they believed they had little or no influence over this
decision because i.e., they had no bargaining power. As one coach stated,

my players will come over to me and ask how come the basketball

team has all their equipment paid for whereas we don't. And these

questions are pretty much left unanswered because we are not a

major sport and we don't have a sponsor. (Interviewee #9)
Finally, individuals who were considered to be experts in the field of negotiating
sponsorship agreements were perceived as influential. Pfeffer (1992) noted that

in constructing the appearance of legitimate and sensible decision

processes, the use of outside experts, particularly expensive

outside experts, is especially helpful. Such experts are at once

legitimate sources of information and analysis and at the same

time likely to be responsive to the needs of their specific clients

within the organization (Pfeffer, 1992, p. 248-49).
Results of this study supported the literature that expertise was an important factor
that determined who in the department was influential (cf. French & Raven, 1959,
Gibson, et al, 1985; Pfeffer, 1992). This factor also appeared to be integrally

linked to positional power. Coaches were not considered to be experts in the area

of sponsorship negotiations, whereas several senior managers including the

62



marketing and facilities consultant were. Several references were made regarding
one individual in particular who was perceived as being the most influential
person regarding this decision because of her/his expertise.

She/he has an incredible impact there because she/he is seen as an
expert in that area (Interviewee #7).

Another coach argued,

she/he's a business [person], no doubt about it. She/he's a

negotiator and she/he's going to fight hardball with some of these

companies and sponsors (Interviewee #13).
Other factors that tended to be associated with influential people in the
department pertaining specifically to the issue of sponsofship negotiations
included personality, seniority and personal relationships. When the responses of
the participants were weighted against one another, several variances emerged in
the results. Table 4.3 identifies the redistribution of responses after weighting.
Of particular importance is the emergence of personality as an indication of
perceived influence in the department. Prior to the weighting of responses,
personality only ranked as the fourth highest attribute of influence. However,

several participants ranked this attribute as being very important and this had a

direct impact on the weighting of responses.

Pfeffer (1992) noted that individual attributes such as personality greatly increase
one's ability to influence a situation. However, Hickson et al. (1986) questioned
whether or not personality cquld transcend an individual's position within the
organization. They noted that "personalities without power bases are ultimately

powerless" (Hickson et al., 1986, p. 65).
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Evidence from this case study supported Pfeffer's (1992) argument that individual
attributes helped to enhance a person's perceived level of influence in the
department. Conversely, results also supported Hickson et al.'s (1986) point that
only individuals with some degree of positional authority within the organization

used their personality effectively to sway decision processes.

As previously mentioned, individuals who had‘been employed by the department
for more than ten years were also perceived as having some influence over this
issue, predominantly because of their experience and the respect that they had
garnered. This is consistent with the findings of Morgan (1986) regarding
traditional authority. Finally, individuals who had developed long-standing
personal relationships with their team's sponsor were perceived as being
influential.

What methods of influence are used to influence this decision?

Based on participant observations as well as through information gathered from
the interviews, it was apparent that forming coalitions was the method of choice
for most coaches, in particular coaches of high priority sports. Das (1990)
defined coalition building as an attempt to build power by forming an alliance
with others that threatens the self-interests of other organizational members.
Pfeffer (1992) referred to allies or coalitions as "one of the most important

resources that any member of an organization can have" (p. 101).

Evidence from this study was congruent with earlier findings regarding the

importance of developing coalitions in order to influence decisions (Daft, 1992;
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Das, 1990; Gibson et al., 1985; Pfeffer, 1981, 1992; Robbins, 1990). Coaches of
high priority sports felt that by becoming allies in the fight against a potential
sponsorship that might be detrimental to their programs they could be more
influential. As one coach explained,

I think individually we have very little control. I mean the only

way we would have any control is if we started lobbying as a

group (Interviewee #3).
The coaches of some of the women's teams also recognized the value of forming

coalitions with the men's team in their sport.

1 think we could be more influential if we leverage with the men's
team and piggyback on what they're doing (Interviewee #5).

As shown in Table 4.4, the second method of influence that was employed most
often by coaches was displays of emotion. Pfeffer (1992, p. 221) stated that "we
are all moved and influenced by our hearts as well as our minds. Some

interpersonal influence strategies rely on the emotional, as well as the cognitive,

aspect of social life to affect behavior".

However, Daft (1992) identified displays of emotion as one of the more
controversial political tactics used to influence decision topics. He contended that
public displays of emotion could be considered as self-serving behaviour that is
not sanctioned by the organization. Respondents in this study were divided in
their opinions as to the extent to which someone who used her/his emotions was
perceived as being influential. Some interviewees were of the opinion that those

who yelled the loudest got what they wanted (Interviewee #11).
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Finally, senior administrators stated that if coaches used reason when presenting
their concerns about a potential sponsorship agreement, they could influence the
decision-makers. For example, one senior administrator argued that

if they had a valid concern such as a sport apparel sponsor who

didn't have superior, quality products...then they could probably

influence the decision (Interviewee #10).
Morgan (1986) identified language and the ability to persuade others as one
method of obtaining power, thereby increasing one's ability to influence a
decision process. The use of reason is also one of several political tactics that
Pfeffer (1992) classified as the use of political language. He noted that "language

is a powerful tool of social influence and political language is frequently vital in

the exercise of power in organizations of all types" (Pfeffer, 1992, p. 282).

When the responses of the participants were weighted, results indicated that the
methods perceived as being effective over the decision to acquire a department-
wide sport apparel sponsor were the same as before the weighting. However, as
illustrated in Table 4.5, forming coalitions was perceived to be significantly more
effective than displays of emotion as a method of influence over this particular
decision. This result is not evident in Table 4.4.

To what extent do policies and procedures influence this decision?

Policies and procedures did not appear to have any influence over the decision to
sign an exclusive department-wide sponsorship agreement. This contradicts the
literature which indicated that organizational structure, rules and regulations were

an important element of the influence process (Cray et al., 1991; Hickson et al.,
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1986; Morgan, 1986). In this study, the only policy that appeared to have any
impact over this issue pertained to university-wide sponsorship agreements. No
partnerships could be negotiated with companies that were direct competitors of
university-wide sponsors such as a beverage or airline company. Beyond this
restriction, coaches were able to negotiate virtually any sponsorship package with
no intervention from senior administrators in the department. However, this has
begun to change and in more recent years, coaches have been restricted in their
negotiations as the department struggles to sign an exclusive agreement with one
sport apparel sponsor. As a result, coaches have been limited to negotiating one-
year deals with their own sponsors as they waited for the outcome of the
department's quest for a universal clothing and equipment sponsor. This informal
policy of only being able to sign one-year deals has affected the coaches' abilities

to develop and maintain long-term, favourable relationships with sponsors.

Coaches were frustrated with the lack of action taken by management and started
to lose faith in the department's ability to negotiate a department-wide sport
apparel sponsor. Communication, or rather the lack of communication, has
resulted in a significant dip in morale and support for an exclusive sponsorship
agreement. Even coaches of low priority sports were disillusioned.

We are nowhere near signing a deal. Maybe we are and maybe

we're not. But in terms of communication, it's been very minimal.

At least to me. And I've heard very little from other coaches. So if

we were to sign a deal a month from now, I would be very
surprised (Interviewee #13).
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A defined set of policies and procedures that would enable coaches to negotiate
partnerships in the interim would significantly help towards improving the morale
of the department. This supports the findings of Hickson et al. (1986). The
researchers concluded that the rules of the game were an important component of
the decision-making process. They helped to dictate the boundaries of decision-
making, including who was involved and what decisions were considered. The
results of this study indicated that a distinct sponsorship policy would also be
beneficial in that it would allow senior managers the ability to track and control
sponsorship agreements made on behalf of the department. One of the problems
to date has been the inability of senior managers to gather information about
existing sponsorship agreements from the coaches. As one senior manager stated,

I'm still in the process of getting that information because coaches,
when I ask them for that, they get defensive (Interviewee #7).

The department is caught up in a cycle of inaction. For despite the fact that
several memos have been circulated regarding the collection of sponsorship
information, either this information has not been shared by those individuals who
have collected it, or coaches have not been willing to disclose it. Coaches were
reticent to release sponsorship agreement information to senior managers for fear
of losing what little leverage they did possess, and senior managers could not
move forward without information pertaining to the teams' clothing and

equipment needs.
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i) Allocation of Resources for Scholarships
As indicated in Chapter 2, the second decision topic, allocating resources for
scholarships, was classified as familiar matter due to the fact that it is a common
decision made once a year, that has limited consequences, is unevenly influenced
and is influenced by internal interests only (Hickson et al., 1986). This decision
"has been dealt with before, and the way in which it will be handled is widely
understood and accepted" (Hickson et al., 1986, p. 184). Despite the fact that
there were no apparent policies in place that dictated how this process should
occur, there was a basic understanding amongst coaches of how much they are
going to receive each year in scholarships for their teams and how they will

distribute these scholarships to their athletes.

Another characteristic of familiar decisions is that the decision-making process
usually centres around one central figure and the process remains fairly constant
(Cray et al., 1991; Hickson et al., 1986). At the selected site, scholarship
allocation is controlled by the athletic director and there is little or no variance
from year to year in the process of allocating scholarship dollars. In addition,
coaches were aware that there was minimal opportunity for negotiation over how
much they receive each year although nearly all coaches were comfortable with

asking for additional funding if they felt their request was warranted.

As the issue of first year awards was raised, all of the coaches recognized the

potential volatility of the situation if additional funds could not be raised.
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Questions arose regarding the sustainability of so many sports. Coaches of some
of the low priority sports were concerned with the future of their own programs.
This increase in contentiousness is a direct result of the shift from familiar matter
to vortex matter when the unknown variable of first year awards is added to the
process of allocating scholarships. There is an assumption that the decision-
making process will remain the same however, coaches were aware that more
political maneuvering may be required in order to receive adequate funding for
scholarships and to stay competitive with other teams throughout Canada that
may also be offering scholarships.

Who is perceived to influence this decision?

As indicated in table 4.6, four factors were perceived to result in a high degree of
influence over the process of allocating resources for scholarships: performance
or the effort to be successful (e.g., win-loss record), priority sports, gender and
personality. Performance refers to the quality or success rate of a program and
includes not only a coach's win-loss record but also her/his effort to win. Pfeffer
(1992) stated that performance helps to "build one's formal authority and
reputation” (p. 142) and evidence from this case study supported this notion.
However, coaches were also in agreement that the effort to succeed (e.g.,
recruiting) was almost as important as actually winning. As one coach stated,

I think that if there is a perception that you're going out there,

you're recruiting as hard as you can, you're doing what you can to

make this program successful, and sometimes those things don't

work out. You try to get these kids and you don't get them. That's
not your fault. But if you've made that effort (Interviewee #8).
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Coaches who were not perceived as putting forth any effort in improving their
team's performance were perceived as having very little influence over the
allocation of resources for scholarships. Conversely, a coach who made every
effort to improve her/his team's win-loss record but still was not winning was
perceived as having more influence and more respect because she/he was at least
trying to make a difference. But above all else, winning was perceived as being
very important. The majority of coaches agreed that the most important thing a
coach can have when trying to influence the athletic director for more scholarship
money was a winning program. Senior managers were also in agreement. One
administrator noted that

even if you're an awful coach but you're winning, and you go in

and ask for something that you need, I think you could get it

(Interviewee #10).
Coaches believed that th¢ sport that you coach was almost as important as the
success rate of your program.

I think the major issue is that if you are a high priority sport, then

you are going to get treated better financially, and you are going

to get more input in what goes on, particularly in relation to your

own sport (Interviewee #4).
Sports such as basketball and football which generate media attention and
sponsorship revenues were perceived as being more likely to receive scholarship
money than sports such as track and field or women's ice hockey. This is due to a
combination of network centrality and resource based power. These coaches are

perceived to be influential because they are closer to the power core (decision-

makers) of the organization (based on the concept of prioritization). But they are
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also influential because these teams possess resources that other teams do not
(e.g., alumni support and media attention). The athletic director noted,

it's certainly still disproportionate. We give more to football,

basketball, what you would call the higher profile sports. But we

still give them [scholarships] to everybody.
These results were congruent with the literature that suggested that power
dynamics can be derived from structural sources other than positional power such
as the location of individual's office in relation to the key decision makers in the
organization (cf. Ahme, 1994; Daft, 1992; Das, 1990; Kakabadse & Parker, 1984;
Pfeffer, 1981, 1992). Pfeffer (1992) stated that "the point about situational
sources of power is that one possesses power simply by being in the right place"
(p. 76). Gibson et al., (1985) and Robbins (1990) referred to the concept of being

in the right place as network centrality.

The subunits that are the most central to the flow of work in an
organization typically acquire power (Gibson et al., 1985).

As a result, the priority attributed to a coach's sport appears to be integrally linked
with the amount of influence she/he was perceived to have over how resources
were allocated for scholarships. The majority of coaches shared this coach's
belief that

the most influence would come from the coaches of high priority

sports and the mid-priority sports would be next and then the low

priority ones. There is definitely a prioritization in terms of getting

that money (Interviewee #13).

Coaches of winning programs who did not fit into that "top priority" category did

not appear to have as much influence as coaches of prion'ty'spons who were
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winning. Thus there is a fine balancing act between winning and prioritization.
As one coach denounced,

the athletes know it, they sure as hell know it. They know that

they're second class citizens to the football players, to the

basketball players, second class citizens in the eyes of the

department. The coaches know it and we don't say anything to the

players, but they sure as hell know it. It is frustrating when you've

had a very successful program (Interviewee #13).
Therefore, although performance was perceived by both coaches and management
to be the most influential factor, there was some disagreement as to how much of
a role prioritization played in conjunction with success rate. Pfeffer (1992)
identified this same interrelationship in his own research. He explained that one's

position in an organization (prioritization) was directly linked to both one's

reputation and one's performance.

Contrary to expectations, the findings of this study revealed that coaches of
women's teams were perceived as having more influence than coaches of men's
teams over the allocation of resources for scholarships. This appeared to be due
to an unwritten policy of gender equity within the department. As one
interviewee stated,

I think that women's sports would get more money right now

because it's hip to do that. You look good promoting women's

sports right now. You really do. Its like building handicapped

entrances everywhere. You look good doing it (Interviewee #7).
These findings contradicted most of the early literature which indicated that men's

sports were perceived as having more power and influence (Frey, 1985a; Koch,

1982; Matthews, 1974). However, as the interuniversity athletic coordinator

71




noted, with the introduction of Title IX in the United States, women's sports are
slowly gaining more respect and influence at the intercollegiate level both in the
U.S. and in Canada. The works of Coakley (1998) and Hall, Slack, Smith, and
Whitson (1991) supports this statement that women are indeed gaining more

prominence in interuniversity sport in North America.

This philosophy of gender equity appeared to be shared by most coaches and
senior administrators. However, several coaches felt that there was too much of
an emphasis on gender equity and they felt that the emphasis should remain on
performance. Despite these voices of dissention, the athletic director was
unwavering in her/his policy regarding gender equity in the department.

We made a commitment. At least I did. And everybody agreed

that we should be, as much as possible, more gender balanced in

order to create more opportunities for women.
Finally, individuals with flamboyant and very extroverted personalities were
perceived as having a certain degree of influence over the allocation of resources
for scholarships. These individuals tended to use their personalities in an attempt
to acquire additional funding for scholarships. Individual attributes associated

with personality that were perceived as being effective over this decision included

verbosity, loudness and pretentiousness.

However, the results indicated in Table 4.6 are contradictory to those results
illustrated in Table 4.7 following the weighting of responses. Table 4.7 reveals
that the prioritization of sports is not perceived to be as important as perhaps

gender or personality. Despite the fact that more participants referred to the
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prioritization of sports as an attribute of influence than either gender or
personality, the weighting of responses indicates that gender is perceived to be
more effective as an attribute of influence over the allocation of scholarships than
the prioritization of sports.

What methods of influence are used to influence this decision?

Four different tactics were used by coaches and senior administrators to influence
the allocation of resources for scholarships. The method of influence that was
perceived as being the most successful for this particular decision topic was the
ability to use reason. This differed significantly from responses regarding the
issue of signing an exclusive sponsorship agreement in which the ability to build
coalitions was perceived as being the most effective method for influencing
decisions. Forming coalitions was not perceived as a method of influence when it
came to influencing the allocation of resources for scholarships. Coaches saw no
benefits in pooling their resources to influence the allocation of resources for
scholarships. In fact, most coaches felt that this tactic would in fact be

detrimental to their purpose.

The purpose of building coalitions is to gather as many supporters as possible to
help you reach your goal (cf. Das, 1990; Gibson et al., 1985; Morgan, 1986;
Pfeffer, 1992; Robbins, 1990). However, in this particular situation, coaches were
in direct competition with one another for the same pool of resources. Given this
situation, building coalitions was not perceived as an effective method of

influence. Instead, coaches perceived "reasoning" as being more effective when
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it came to trying to obtain more money for scholarships. Das (1990) defined the
use of reason as the ability to "present data and facts and appeal to the logic of the

other [person]" (p. 357).

Coaches felt that, if they presented a reasonable argument to the athletic director,
they would be successful in convincing her/him to vprovide them with additional
funding. Even the coaches of non-priority sports felt that if they presented a good
argument they could be influential.

I think they are willing to listen to intelligent proposals by coaches
of even non priority sports (Interviewee #4).

And as one coach put it so succinctly,

high profile, low profile, men’s, women’s, you name it. I think
that’s pretty standard (Interviewee #35).

All coaches were very confident that if they had a major impact player who could
help a team in the win-loss column, then the decision-makers would bend over
backwards to come up with some scholarship money to ensure that the athlete
came to their institution as long as she/he met the academic requirements. One
coach was able to sum up the perceptions of all coaches with the following
statement,

if there is an athlete out there that I want, then I can go to her/him

and I can get some extra funding for that specific player and I

would assume that it is done with the other teams as well because

that is one of the things about our athletic director — she/he likes to

win (Interviewee #13).

This statement brought to mind earlier observations regarding the impact that a

team’s performance had on a coach’s ability to be influential in a given situation.
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Although all coaches felt that they could be influential by using reason, if
resources for scholarships became more scarce or if there was an increased
demand for them (e.g., more teams), coaches of winning teams would probably be
more successful. This was due primarily to the fact that winning teams tended to
generate more support and attention from the media and alumni; two very
important sources of support. This conclusion is supported by the literature which
indicated that when financial resources were scarce, individuals or groups who
controlled other resources such as facilities, alumni support, or media attention,
were more influential (Frey, 1985a; Koch, 1982; Padilla & Baumer, 1994;
Quinney, 1983). These findings have a significant impact on the pending decision
to award scholarships to incoming students. Ifin fact the decision is passed by
the CIAU, the degree of influence that coaches currently feel that they have
regarding this issue will more than likely change and the importance of factors

such as performance and prioritization become more of an issue.

As noted in Table 4.8, the second method of influence perceived to be effective
was the use of displays of emotion. Once again, there was considerable
controversy over the effectiveness of this particular political tactic. However,
there was sufficient debate over this issue in the interviews that it warranted
further scrutiny. Most of the coaches and at least one senior administrator

perceived that
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the people in power in our organization get sick and tired of

hearing certain coaches making all these demands and just don't

want to get into arguments or whatever with them. So sometimes

they give them their way or ignore them (Interviewee #13).
Based on observations of the organization, it was perceived that decision-makers
occasionally gave in to displays of emotion, but usually only on minor issues that
had minimal impact on the overall operation of the organization such as
scholarship allocations. This observation was supported by at least two

interviewees. One interviewee noted:

It's not so much the major issues but on the smaller ones that they
may back down or ignore them to a certain degree (Interviewee
#13).

However, there were yet other responses that indicated that perhaps this method
was effective. One coach believed that decision-makers would occasionally
exhibit a

get off my back, here's your money kind of attitude [to those]

pesky, persistent people [who were always] in their faces

(Interviewee #5).
And yet another participant believed that

she/he who yells the loudest in this hallway gets what they want or

at least gets listened to. And the people who just go along and do

their jobs and are quiet..., nothing ever changes (Interviewee #11).
So it appeared that displays of emotion were perceived to be an effective method
of influence in this athletic department over the decision to allocate scholarship
monies. These findings raised, once again, the debate over the importance of the
decision topic. Hickson et al. (1986) concluded in their research, that even though

the framework of organization in which strategic decisions originate forms the

rules for decision-making, the decision topic matters most.
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The third political tactic used by individuals at the selected site was the ability to
be friendly with decision-makers. This tactic could perhaps be viewed as the
other side of displays of emotion. According to the literature, both friendliness
and displays of emotion are methods of influence that can be classified under the
heading of interpersonal influence (cf. Das, 1990; Pfeffer, 1981, 1992). Pfeffer
(1992) referred to displays of emotion as the ability to influence through emotion
and friendliness as the use of liking or ingratiation to gain a competitive edge. The
method of using friendliness entails using personality in a more favourable way
than displays of emotion to influence a decision. There were only three
references to this method of influence in the interviews but all three were in
regards to the allocation of resources for scholarships. In addition, acts of
friendliness and kindness that appeared to have ulterior motives were observed
during the study of the participants in the daily operations of the organization.
Some people used public displays of emotion to get their way and others made
every effort to be friendly with the people with whom they work day in and day
out because they recognized the value of using friendliness rather than

antagonistic behaviour in order to influence a decision.

The findings of this study as indicated in both Table 4.8 and Table 4.9
contradicted the literature which stated that friendliness, as a method of influence,
was more effective than displays of emotion (cf. Das, 1990; Daft, 1992; Lee &
Lawrence, 1985; Pfeffer, 1992). Overall, there was a significant difference in the

respondents’ perceptions of which methods of influence were most effective in
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this particular situation. The use of reasonable arguments and displays of emotion
far outweighed the other two methods, friendliness and controlling/withholding
information. From observations it is possible that friendliness was also a popular
method of influence when it came to the allocation of resources for scholarships,
even though this was not indicated by participants' responses.

To what extent do policies and procedures influence this decision?

As with the decision to sign an exclusive sport apparel sponsor, there appeared to
be no documented policies or procedures regarding the allocation of resources for
scholarships. However, the majority of interviewees indicated that there were
several unwritten policies or guidelines which governed scholarship allocation.

Idon’t know of exact policies. Irealize that there are certainly

some guidelines that are in effect but I don’t know of any distinct

policies (Interviewee #4).
From observations as well as through discussions with the various participants,
there appeared to be two unwritten policies that guided the process of resource
allocation for scholarships. The first guideline that coaches perceived as being
relevant to this particular decision topic was that of prioritization of sports.

When we went to the classification of sports, as much as no one

wants to call it that, there was then a policy where high-mark

scholarships were given out...with some sense of this policy. Your

team fits here so therefore, you 're going to receive X amount of

scholarships” (Interviewee #12).
The majority of coaches felt that not only were the coaches of high priority sports
more likely to be influential when it came to the allocation of resources for

scholarships, but that those teams would be likely to get more scholarships than

low priority sports just by virtue of their sports' status in the department. And the
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decision-makers also admitted that they were still following the American system
of emphasizing the higher profile sports such as football and basketball even
though some of the lower profile sports had better winning records and higher
profile individual athletes. In most cases, prioritization appeared to be a guiding
influence when allocating scholarships at this.institution. This is consistent with a
remark made by Quinney (1983) in his analysis of issues facing university sport
in Canada. He stated that in university athletic departments,

a constant priorization of programs occurs and the extent to which

programs can demonstrate their viability determines the priority

they receive (Quinney, 1983, p. 468).
However, the senior administrators in this particular department have not made

clear their expectations regarding performance or other criterion that could be

used to define the sports' viability.

The other unwritten policy that was perceived to influence which teams received
scholarships was founded in the department’s philosophy towards gender balance.
The decision-makers at the selected site made every effort to ensure that women
athletes were receiving as many competitive opportunities as men and this had
some bearing on the allocation of scholarships. During her/his interview, the
athletic director made reference to the fact that

we try to be as gender balanced as possible. We try to give more

women swimmers [scholarships] than men swimmers sometimes if

we can because that offsets football or some of the other sports.

And most of the coaches recognized gender balance as one of the unspoken rules

that dictated how scholarships were distributed.
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I know she/he’s making some effort to be equitable within some

sports so that men'’s and women's basketball would get the same

number, men’s and women's volleyball would get the same number

(Interviewee #3).
However, not all coaches were satisfied with this arrangement and would like to
see more policies enforced that emphasize performance rather than gender equity
or prioritization. Even coaches of teams that benefited from the existing
unwritten guidelines that emphasized gender equity and prioritization would like
to see more emphasis placed on performance.

1 think it should be due to the performances of the program and the

partnerships that have been developed, and the recognition of the

fact that the program has sort of not just accepted status quo but

tried to improve (Interviewee #14).
When asked about the apparent lack of formal policies regarding scholarship
allocation, the interuniversity athletic coordinator revealed that although no
written policies currently existed, they were about to be developed. Decision-
makers had realized that they needed to regulate the distribution of awards more
carefully, particularly in light of the impeding decision at the national level
regarding scholarships for first year students. However, regardless of whether or
not this decision is approved by the CIAU, the senior administrators interviewed
anticipated an increase in scholarship monies. And the interuniversity athletic

coordinator felt that with more dollars coming in, they would have to keep a

better eye on how it’s going out.
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iii)  Adding a New Varsity Sport
According to Hickson et al. (1986), the decision to add a new varsity sport could
be interpreted as a tractable matter. One of the characteristics of this decision
topic that lends itself towards this classification is the fact that the decision to add
anew varsity sport is usually done very infrequently. This is not the type of
decision that is usually dealt with on a monthly or even a yearly basis. Most
university athletic departments offer the same sports year in and year out. This is
usually due to financial reasons. There tends to be significant costs associated
with offering a varsity sport such as facilities, equipment, coaches' salaries,
administrative support, uniforms, travel and meals. Most institutions do not have
yearly ﬂuctuations in their budgets that allow them to consider adding new sports

without significant impact to the other programs.

Secondly, tractable decisions tend to involve a minimal number of interested
parties and are therefore viewed as non-contentious (Hickson et al., 1986). In the
case of adding a new sport, most coaches felt that they would not be overly
interested in this issue unless it impacted directly on their program. In fact, one
coach

didn't even know that women's rugby was a varsity sport. [I] knew.

that [the] women's ice hockey [team] played at tournaments this

year but wasn't aware they were an official varsity sport

(Interviewee #13).

Overall, most coaches had very little interest in the fact that a new sport might or

might not be added. However, if coaches felt that their programs were in
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jeopardy, they agreed that they would become very interested, very quickly.

Senior administrators also expressed the opinion that
if coaches knew they were going to lose a certain portion of their
budget because a new team was going to come in, they would be
voicing some of their opinions or objections pretty strongly
(Interviewee #11).

As a result, even if there is a low degree of involvement in tractable decisions

such as this one, the potential for an increase in politicality exists if the impact of

the decision becomes more widespread.

A third characteristic of tractable subject matter, which can be applied to the
decision to add a new varsity sport, is that there tends to be minimal opposition to
this type of 'decision and those who are interested in the final outcome usually use
sanctioned methods of influence such as friendliness or reasoning. As a result,
fluctuations in influence patterns are rare and stakeholders will usually work
together in order to achieve a favourable outcome (Cray et al, 1991; Hickson et

al., 1986).

Finally, the decision to add a new varsity sport was classified as tractable subject
matter because it is moderately serious and usually has relatively diffuse
consequences (Cray et al., 1991; Hickson et al., 1986). For example, at the
athletic department selected for this case study, new varsity sports are added only
when the team has proven that it can be financially viable. New teams are added
only if the addition of the new team will not sighiﬁcantly impact on the existing

programs (Department Meeting Minutes, October 1998). Usually, only one or
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two teams or individuals will be impacted by the decision to add a new team. For
example, when a new women's ice hockey team is added, the only team that will
experience any direct impact will be the men's ice hockey team. These two teams
may now have to share ice times, dressing rooms, equipment, etc. It is unlikely
for instance, that the men's or women's basketball team would be affected by the
addition of a women's ice hockey team.

Who is perceived to influence this decision?

Unlike the other two decision topics that were analyzed, the decision to add a new
sport was subjected to many more external influences rather than internal. This is
not fully congruent with Hickson et al.'s (1986) interpretation of tractable matter.
They concluded that tractable matters, such as the decision to add a new varsity
sport, are not influenced by external groups. Rather, they determined that vortex
matters were subjected to high amounts of external influence. However, in this
case study, it was determined that stakeholders such as alumni, the CIAU, and
athletes interested in playing a particular sport were generally the driving
inﬂuence behind the decision to add a new sport. For example, the decision to
add women's ice hockey at this particular institution was founded in the actions of
one particular athlete who put a club team together to represent the university in a
city league. At the same time, universities across Canada were starting up
women's ice hockey teams and the Canadian national team was generating
extensive media and public attention after several successful World
Championships and the appeararice of women's ice hockey at the recent 1998

Olympic Winter Games. Finally, in the 1998-99 season the CIAU decided to
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recognize women's ice hockey as a varsity sport and hosted its first national
championship (CIAU Almanac, 1998). Thus, the decision to add women's ice
hockey as a varsity sport at the institution was influenced by a variety of external

factors.

From an internal point of view, Table 4.10 revealed that people who were
considered to be the most influential over this barticular decision, were people in
a position of power. By and large, coaches felt that they had minimal influence
over the decision to add a new sport. However, senior administrators, particularly
the athletic director and the interuniversity athletic coordinator, were perceived as
being the most influential people by virtue of their positions within the
department. As the interuniversity athletic coordinator stated,

in my case it's position...it doesn't matter who's in this position,
they would have influence [over this decision].

Conversely, most coaches did feel that the decision-makers would listen to their
arguments if they felt they had a justifiable concern. The exception to this was
coaches of low priority sports. These coaches felt they had little or no influence
over the decision to add a new sport. Most coaches perceived that low priority
sports would be eliminated in order to free up resources for these new sports.
They'd either have enough money to add another sport from
outside sources or they would be making cuts at the lower levels of
sport (Interviewee #6).
As a result, coaches of low priority sports felt they had much more to lose than

high priority sports if a new varsity sport was added. Coaches believed that high

profile sports were protected from any major cutbacks.
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My perspective is that nothing would ever happen to men's hockey,
football or basketball. Maybe other sports would get some cut or
be totally cut, but I think these sports are pretty much protected
(Interviewee #2).
In addition to positional power, Daft (1992) proposed that seniority could be an
important factor in a person's perceived level of influence. Results from the
research support this argument as indicated in Table 4.11. In fact, after weighting
the responses, seniority appears to have more significance as an attribute than
prioritization. Coaches and senior administrators who had been with the
department for a number of years and had experienced the impact that adding a
new sport had on the department were perceived as being influential. As one
coach stated,
I would hope that I have influence because...I'm a coach who has
coached for a very long time with a lot of experience (Interviewee
#1).
And another coach recognized that she/he might not be as influential because of a
lack of seniority.
I don't think that I would be able to sway too many people that way
because I haven't been around in this position for all that long
(Interviewee #5).
However, this same coach thought that
some of the established coaches who have been around for a while
would be a little antsy about a new sport coming in...partly
because they've had their years of privileged reign (Interviewee
#5).

As a result, coaches with seniority were perceived to be more likely to attempt to

influence the decision to add a new sport. Particularly if they felt it would have
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an impact on their own sport. The athletic director also thought that seniority was
a factor in determining a person's level of influence.

People who have been around a long time...you could talk to them

because they've seen a lot of things happen and they've got

experience.
Finally, personal relations both within and outside of the department were
perceived as being instrumental in influencing which sports were added and
which ones were not. For instance,

rugby has basically come out of the blue to become a women's

sport. It hasn't been around for a long time but the men's rugby

club is huge. They're very well positioned in society. And women's

rugby has become a varsity sport really, really fast. Almost

quicker than ice hockey (Interviewee #9).
Respondents perceived that some sports had been added because those people
influencing the decision-makers used their personal relationships to advance the
process. Or, the people making the decision were swayed by their own personal
preferences. For example, one interviewee suggested that women's ice hockey
had been added, not to establish gender equity, but rather because the athletic
director likes hockey.

I don’’t think equity has anything to do with it...bottom line is

she/he likes hockey (Interviewee #2).

What methods of influence are used to influence this decision?

According to the results as illustrated in Table 4.12, three methods of influence
were perceived as effective over the decision to add a new varsity sport.
However, when compared with the weighted results in Table 4.13, only two

methods of influence were perceived as being significantly effective over this
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decision topic, using reason and forming coalitions. From the coaches'
perspective, they perceived that by forming coalitions, either for or against a
sport, they could influence the final outcome. None of the coaches thought they
would have any substantial amount of influence on their own but felt that the
decision-makers would listen to them as a group. If coaches felt that their
programs were at risk, some of them stated that they would

have to get together and say 'Hey, this is a threat to our funding'
(Interviewee #13).

However, individually, they felt that they would have very little control over the

situation.

The only other method that was perceived as being effective over this decision
was the ability to reason with the people in power. Although the respondents
considered the ability to control or withhold information as a moderately
successful method of influence, displays of emotion and other unsanctioned
activities were not perceived by coaches as effective. Only by presenting
reasonable arguments did the coaches feel that they would have any influence
over the decision to add a new varsity sport. Therefore, even if coaches formed a
coalition to influence this decision, they perceived that they would also have to
present reasonable arguments why they were in favour of, or opposed to, the

decision to add a new sport.

Participants also believed that other stakeholders interested in influencing the

decision to add a new sport would have to use reason. Therefore, even external
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individuals or groups, such as alumni, who were perceived as having a personal
relationship with the key decision-makers were expected to display rational

arguments as to why their sport should be given varsity status.

Respondents perceived that the key decision-makers would not make the decision
to add a new sport based on emotion. One participant proposed that in the athletic
director's

regime here, she/he seems to have avoided making those, what [

would call stupid decisions, based on somebody pressuring

her/him.” So I think that in the end she/he will make a decision that

makes business sense, not one that makes emotional sense

(Interviewee #6).

To what extent do policies and procedures influence this decision?

As with the decisions to sign an exclusive sponsorship agreement and the
allocation of resources for scholarships, there were no apparent policies and
procedures that dictated the process for adding a new varsity sport at this site.
However, once again gender equity appeared to influence what new sports were
added at the varsity level. For example, in recent years, two new sports achieved

varsity status at this university, women's ice hockey and women's rugby.

According to the Athletic Director, many other sports have requested varsity
status in recent years. A variety of reasons prohibited these teams from achieving
varsity status such as finances, lack of sanctioned opponents, or gender equity.
For example, recently a sport requested varsity status but was denied. The only

reason given was that they were a male sport. If a women's team in the same
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sport had requested varsity status and had their own source of funding (as did the
men's team) they would have been granted varsity status immediately. The men's
team, that has since been classified as a club sport, has also been told that if a
women's team is started up and is added as a varsity sport then they too will be
granted varsity status. Therefore, it was clear that gender equity was a major
governing factor over the decision to add sports at this athletic department.

However, there are still no formal policies to this effect.

The fact that there were no policies dictating the decision to add a new sport was a
major concern for most coaches who felt that the formerly stable financial
position of the department was becoming over-taxed, due in large part to the
recent addition of two new teams. Although at the outset, these teams did not
project major financial impact on the department, as other schools added the same
sports and the league expanded, so too did travel costs and other costs associated

with operating a varsity sport.

All units in the department have faced significant restrictions in spending and
coaches were concerned that the department had over-extended itself by adding
these new sports. More and more, participants in this study felt that policies and
procedures were required to help guide important funding decisions. These
responses support the Hickson et al. (1986) model of decision-making that
indicates that the rules of the game are an important part of the decision process.

Even though Hickson et al. (1986) concluded that the decision topic was the most
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important factor, they continued to recognize the value of rules of the game.
Policies and procedures are very important because they help to guide the
decision process (cf. Bass, 1983; Butler et al, 1991; Eisenhardt & Zbaracki, 1992;
Hickson et al., 1986). In addition, formal policies and procedures would limit the
amount of political maneuvering and influence that occurred in the department
pertaining to this decision topic as well as the other two. As noted earlier, policies
and procedures help to regulate the behaviours pf the individuals in the

organization (Gibson et al., 1985).

Despite the fact that up until now there have been no serious repercussions from
any of the decisions made, participants believed that as the size of the department
increased, so too would the incidence of major problems. As one coach stated,

up until now we've been lucky, but that could change at any time
without some policies in place (Interviewee #5).

Observations indicated that the department was going to have to establish some
formal policies in order to deal with the increased number of sports that are
requesting varsity status. They recently developed a set of guidelines for teams
that are considered club sports. These teams receive no funding from the
department but are allowed to use the school's name in competition. They also
receive a varsity rate on facility rentals and receive administrative support for
travel and equipment needs. The purpose of this club system is to provide sports
with an opportunity to achieve varsity status. However, as of yet, there is no clear

set of requirements for what these teams will need to do in order to get to the next -
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level. In addition, the department has not yet evaluated the impact that this would

have on the other programs currently operating at the varsity level.

) Synopsis of Results
After extensive research of more than 150 organizations, Hickson et al. (1986)
proposed that decision-making processes were determined by two factors, the
organization (rules of the game) and the matter for decision (decision topic). The
rules of the game, are the inherent policies and procedures in an organization that
help to define the decision-making process. Hickson et al. (1986) referred to
these rules of the game as "the social norms governing behaviour in an
organization" (p. 16). They help to govern who has formal authority, define the
boundaries of the various interest groups, determine which decision topics are
addressed, and establish the ruling framework for both the decision process and
the decision outcome. The rules in an organization are rarely static and may be
broken or changed as the decision process evolves. Often, decisions will result in
changes to existing policies and procedures and will set precedents for future
decision-making. This depends on the precursiveness of a decision topic.
Decisions that have a high degree of precursiveness usually help to set precedents
for future decisions. The responses pertaining to the decision to award
scholarships to first year students supported this assumption by Hickson et al.
(1986). As the amount of funding increased, and continues to increase, for
scholarships, it was recently decided that new policies must be established in

order to facilitate their alllocation. As a result, the outcome of this particular
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decision has become the impetus for the development of new policies and

procedures in this university's athletic department.

However, in spite of the influence that rules of the game were perceived to have
on the decision process, Hickson et al. (1986) concluded that the decision topic
had an even greater impact. In this final section, the Hickson et al. (1986) model
of decision-making is revisited and its various components including politicality,
complexity, matter for decision and organization are applied to the overall
findings of this case study.

Who is perceived to influence funding decisions?

The overall results indicated that a total of eight interpersonal or situational
attributes led to a high degree of perceived influence over the three strategic
funding decisions. These results are consistent with those identified in the
literature (cf. Gibson et al., 1985; Pfeffer, 1981, 1992, 1997; Robbins, 1990).
Figure 4.14 is a graphic representation of the eight attributes of influence referred
to by the participants of the study. Of these eight attributes, individuals who
coached priority sports, individuals with extroverted personalities, or individuals
who were in a position of authority, were perceived as being influential over at
least two of the three decision topics. These responses, as illustrated in Table
4.15, support earlier findings in the literature that identified positional authority as
a significant attribute of interpersonal influence (cf. Gibson et al., 1985; Pfeffer,
1981, 1992, 1997; Robbins, 1990). The literature also indicated that an

individual's personality could have a notable impact on her/his degree of influence
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in a given situation (cf. Daft, 1992; French & Raven, 1959; Gibson, et al., 1985;
Pfeffer, 1992). As indicated by Gibson et al. (1985), network éentrality (in this
case - prioritization) is also indicative of a high degree of influence in an

organization.

Individuals with the other ﬁve attributes, seniority, gender, performance,
expertise, and personal relationships, were perceived as being influential in only
one of the three situations or had only minimal impact on one or more of the other
decision topics. This supports the contingency aspect of the Hickson et al. (1986)
model that indicates that the decision proéess is dependent upon a number of
factors including the decision topic. Thus, it could be hypothesized that the
method of influence could also be impacted by the decision topic. For example,
people with seniority were perceived as being very influential over the decision to
add a new varsity sport due to their years of experience. However, they were
perceived as having only minimal influence over the issues of sponsorship and
scholarships. Conversely, coaches of high priority/sports were perceived as
having a high degree of influence over both scholarships and sponsorship
agreements as well as some influence over the decision to add a new varsity sport.
Respondents believed that this was due not only to the higher profile these teams
have within the department, but also to the fact that they have larger budgets and

generate more media and alumni support. As one coach stated,
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my sense of it is that 82, 000 is not going to buy you a lot of

votes...If my budget was 360, 000, I might have a little bit more

clout (Interviewee #5).
Table 4.15 displays the breakdown of participant's responses to questions
regarding perceptions of influence over funding decisions in interuniversity
athletics. By far, people with positional power were perceived as having the most
influence over funding decisions. Only two coaches did not mention this as a
possible attribute of perceived influence. Most respondents alluded to positional
authority several times, referring to it as the number one attribute of perceived
influence over the decision to sign an exclusive sponsorship agreement and the
decision to add a new varsity sport. These responses supported earlier results by
Pfeffer (1981) and Robbins (1990) who concluded that individuals in a position of

power could influence decisions based on their legitimate position in the

organization's hierarchy.

Individuals who were perceived to have the second highest amount of influence in
this study were coaches of high priority sports such as football and basketball.
Forty-two references were made from 13 of 15 respondents regarding the high
degree of influence exhibited by coaches of high priority sports. All 13 agreed
that the recent classification of sports by senior administrators had a significant
impact on the amount of influence these individuals were perceived to exert over
the three strategic funding decisions. The evidence as illustrated in Table 4.16,

which shows the participants' weighted responses, supports this conclusion.
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The situational attribute of prioritization also appeared to be integrally linked to
the concept of positional power. Although coaches are not traditionally in a
position of power in an interuniversity athletic department's hierarchy, coaches of
certain sports at this institution were "given" power following the classification of
sports. Robbins (1990) noted that groups "with critical information, expertise, or
any other resource that is essential to the organization's operation can acquire the
power to influence" (p. 251). Thus, by prioritizing the sports, senior
administrators in this organization attributed ,a‘ higher degree of importance to
certain sports thereby providing coaches of high priority sports with a greater

potential to influence decisions.

The other interpersonal and situational attributes of influence such as gender or
personal relationships were usually only ascribed to specific decision topics. For
example, coaches of women's teams were perceived as having more influence
than coaches of men's teams, but only with respect to the issue of scholarship
allocations; and then, only because there was an unwritten policy of gender equity
in this organization. Over other decision topics, gender appeared to play little or
no role in determining which individuals were perceived to have more influence.

What methods of influence are used to influence funding decisions?

In spite of their rather extensive research into the issue of influence over strategic
decisions in the Bradford studies, Hickson et al. (1986) did not explore the

different methods that individuals used to exert that influence. However, this
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research is founded on the belief that it is equally important to know Aow an

individual influences a decision as well as it is to know who influences it.

Figure 4.17 illustrates the five methods of influence that were perceived to be
effective over the three decision topics analyzed in this study. Two different
methods of influence were perceived to be used very effectively, the use of reason
and the formation of coalitions. A third method, displays of emotion, was referred
to extensively, but with mixed reviews. These methods of influence were
consistent with those mentioned in the literature (cf. Daft, 1992; Das, 1990;

Gibson et al., 1985; Pfeffer, 1981, 1992, 1997; Robbins, 1990).

As indicated in Table 4.18, displays of emotion were mentioned by 12 of 15
respondents as a possible method of influence, as was the use of reason.
However, not all participants were in agreement that displays of emotion were
effective. All 12 participants indicated that the use of reason was a very effective
method of influence over all three decision topics. With respect to displays of
emotion, there was no evidence in the existing literature regarding its potential
ineffectiveness as a method of influence. However, Hickson et al. (1986) did
question the ability of an individual's personality to transcend her/his
organizational situation, so perhaps they recognized that specific components of
an individual's personality (e.g., displays of emotion) would not be effective as a

method of influence.
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In this study, although there was significant support for the use of displays as an
effective method of influence, there were many who questioned their
effectiveness and who felt that decision-makers would not let displays of emotion
sway their final decision. Observations and several responses indicated that the
effectiveness of displays of emotion was dependent upon the perceived
tmportance of a decision topic. For example, decisions with fewer repercussions
appeared to be easily swayed by emotion whereas decisions that had more
widespread impact in the department were usually dealt with in a much more
rational manner. This data supports the contingent nature of the Hickson et al.
(1986) model that indicates that the topic for decision as well as its complexity
and politicality and the "rules of the game" determine the decision process. For
example, thé authors concluded that although the process for deciding vortex
matters tended to be sporadic and were subjected to displays of emotion, the
decision-makers usually made rational decisions founded in a complex
information gathering process. Conversely, familiar matters, which generally
followed a more fluid process of decision-making, were habitually more easily

influenced by emotion because their outcomes were of lesser consequence.

The formation of coalitions was perceived to be a very effective method of
influence in the literature (cf. Daft, 1992; Das, 1990; Gibson et al., 1985; Pfeffer,
1981, 1992, 1997; Robbins, 1990). For example, Pfeffer (1981) noted that "the
potential for cooperation and coalition formation exists because organizational

participants are used to working with and through others in order to get things
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done" (p. 154). However, as noted earlier in Tables 4.4 and 4.12, in this particular
case study, forming coalitions was perceived by the participants to be effective in
only two of the three situations analyzed. Once again, we were able to observe
the relevance that the decision topic had over determining the decision-making
process and the resultant patterns of influence. As indicated in the literature, the
decision topic helps to determine what methods of influence have the potential to
be effective in a given situation (Cray et al., 1991; Hickson et al., 1986; Pfeffer,

1981).

Other methods of influence that were observed by both the participants and the
researcher included the ability to control or withhold information and the use of
friendliness. Table 4.19 weighs the responses of the participants in order to
determine their significance. The methods of influence indicated in this table are
congruent with those identified in the literature (Daft, 1992; Daft, 1990; Pfeffer,
1992). [Initially, responses revealed that controlling and withholding information
appeared to be one of the more popular methods of influence in the department.
However, this method was perceived to have minimal effectiveness with these
three decision topics. The use of friendliness to sway the decision-making
process was virtually non-existent in the participants' responses during the
interviews. However, as mentioned earlier in this chapter, observations of the
interactions of the participants indicated that friendliness could be a more

effective tool if used more frequently. Friendliness appeared to be an unexplored
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method of influence in this department and it has perhaps not been used to its

potential.

To what extent do policies and procedures influence funding decisions?

The responses and observations pertaining to the issue of policies and procedures
that dictate funding decisions elicited the most interesting findings in this case
study. Surprisingly, there were no policies or procedures that guided the decision-
making process for any of the three decision topics. Despite the relative
importance that Hickson et al. (1986) attributed to these rules of the game, this
particular organization did not have any written policies or procedures pertaining
to these three decisions. The key decision-makers in this organization did not see
any need for written policies or procedures and in fact stated quite clgarly that
they operated better without any.

There is good communication between the two of us. It's not

documented or written, and there's no policy. Neither of us really

works well that way (Interviewee #10).
However, the remaining participants felt quite strongly that policies and
procedures were needed in order to facilitate the decision-making process,
particularly with respect to the allocation of resources for scholarships. In
addition, although the issue of equipment was not dealt with specifically in this
study, every single coach expressed a concern with regards to the allocation of
funds for the purchase of new equipment. Most coaches did not know how to
access the equipment fund, how much they were eligible to receive, how to get

reimbursed for equipment that they had purchased with funds from their own

operating budgets, to list a few problems. But this concern went beyond the
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boundaries of the equipment fund and included concerns over scheduling, facility
space and budget allocations. Coaches in particular, felt a need for clearer
guidelines regarding the allocation of resources. However, as one coach
lamented, they did not need policies just for the sake of having policies because

policies are only good if they can shape the thinking without
limiting the thinking (Interviewee #5).
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CHAPTER V: CONCLUSION

This concluding chapter is divided into three sections. The first section identifies
and discusses the implications of this research and reviews the issues confronting
the organization. The second section addresses the applicability of the Hickson et
al. (1986) model of decision-making to a university athletic department and
proposes some modifications. Finally, the third section reflects on the

shortcomings of the study and makes recommendations for further research.

The Organization & Future Implications

The purpose of this investigation was to expand upon earlier research studies on
funding, interuniversity athletics and influence in Canada conducted by
Armstrong-Doherty (1995a, 1995b, 1996), Inglis (1991) as well as Hill and
Kikulis (1999). The aim of this research study was to determine whom in an
athletic department influences funding decisions and how they exert that
influence. As Inglis (1991) indicated in her study of university athletic programs
in Ontario, a better understanding of power relationships and influence patterns
can help to facilitate the functioning .of organizations. Furthermore, by exploring
the internal power dynamics and the resultant use of political tactics that impact
decision-making processes in university athletic departments, administrators can
better understand what is needed to guide their organizations in the future. This is
extremely important as they continue to re-align their budgets and seek funding
from non-traditional sources in the face of ecoﬁomic uncertainty and ﬁnanciai

restraints (Schneider, 1997).
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Three research questions were used to focus the direction of this study in order to
determine how power was exerted in university athletic departments in Canada.
The intent of the first research question, which focused on who was perceived to
influence, was to identify which interpersonal and situational attributes were
perceived as contributing to an individual's influence over funding decisions.
Results of this single case study indicated that eight different attributes, including
positional power and prioritization, led to a high degree of perceived influence
over the three strategic funding decisions analyzed. Overall, individuals w.ho were
perceived as being influential in the department relied on positional power and the
prioritization of sports followed closely by personality, seniority and
performance. Responses also indicated that different attributes of influence were
perceived to be effective depending upon the decision topic. This supports the
contingent nature of the Hickson et al. (1986) model which indicates that decision
processes are determined by a number of factors including the decision topic. For
example, expertise was believed to be an important attribute regarding
sponsorship negotiations but was not perceived to be as necessary when
influencing scholarship allocations. This is congruent with Hickson et al.'s (1986)
definitions of vortex, familiar and tractable decisions and their concomitant

decision processes.

In addition, responses and observations revealed that interdependencies existed

between certain attributes. For example, individuals that used personal
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relationships to influence decisions tended to also be in a position of power or had

been employed by the department for a considerable length of time.

The second research question was used to help identify which methods were used
to influence the three strategic funding decisions. The purpose of this question
was to reveal both the methods used by coaches and administrators, as well as
those that were considered to be effective versus those that were not. Findings
indicated that five different methods of influence were used on these three
particular decisions; being friendly, controlling or withholding information,
displays of emotion, forming coalitions, and using reason. Three of these
methods, displays of emotion, forming coalitions and using reason, were used
considerably more often than the other two. However, the effectiveness of
displays of emotion as a method of influence was questioned. The results of the
study indicated that displays of emotion tended to be more effective if the
repercussions of the decision were less severe or if the person exhibiting the
displays of emotion possessed certain attributes of influence such as seniority or
positional power to support their opinion. This further supports the Hickson et al. -
(1986) model of decision-making and the authors' categorization of decision
topics into one of three types, familiar, tractable or vortex. The characteristics of
each of the topics chosen for analysis in this study supports the classification as
outlined by Hickson et al. (1986). The different methods of influence used for

each of the three topics also indicates that the contingent nature of this model can

122



be applied to other aspects of the decision-making process i.e., patterns of

influence.

Finally, the third research decision addressed the issue of policies and procedures
and their potential impact on decision-making processes. The purpose of this
research question was to identify the role that "rules of the game" played in
interuniversity athletics. Results suggested that policies and procedures did not
dictate how decisions were made at the institution studied for this research
project. However, there was overwhelming support from the evidence to suggest
that policies are needed in order to facilitate future decision-making processes,
particularly in relation to strategic issues of economic impact. For example,
responses from the interviews confirmed the need for stricter guidelines for the

allocation of scholarship monies.

Based on the findings of this research, a number of implications for the
organization were identified that may impact on the administrators' ability to
guide the organization into the future. These findings have a significant impact
on the facilitation of decision-making and communication processes in the
organization and a better understanding of these issues could help senior

administrators to identify areas that require improvements or modifications.

1. The first issue that the organization must address is the apparent need for

standardization and formalization. Results from the study indicated that coaches
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and administrators recognized the need for more formal processes pertaining to
strategic funding decisions whereas senior administrators appeared to be reluctant
to implement more formalized processes due to an affinity to operating in a more
informal environment. However, as Robbins (1990) noted, organizations tend to
use formalization because of the benefits that accrue from regulating employees'
behavior. Standardizing behavior helps to reduce variability in decision-making
as well as in the amount of influence exerted over decision processes. He also
noted that standardization promotes coordination between individuals and

coalitions in an organization.

The findings of the research study indicated that the athletic department in
question operates according to a set of informal rules and regulations that are not
written in any documents. This lack of formal policies has led to disparate
interpretations of the rules and has resulted in unnecessary political maneuvering.
Without a set of formal rules to guide the decision process, individuals in the
department have felt justified in trying to influence decisions in their favour by
using political tactics such as displays of emotion and withholding information.
Robbins (1990) noted that interactions between units are characterized by
negotiation because they are not regulated formally. He also indicated that this
type of climate usually results in conflicts between units as evidenced in this
organization. Senior administrators have the ability to control this behaviour by
implementing written policies and procedures that would reduce misinterpretation

and would facilitate decision processes.
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Ironically, although management preferred functioning without written rules, the
other members of the organization believed that formal policies and procedures
were required to facilitate decision processes, particularly in relation to matters of
financial significance. This appeal for formalization from the coaches is
paradoxical to the findings of the literature, which indicated that administrators
and not employees (coaches) tended to devise and implement rules and
regulations (cf. Das, 1990; Gibson et al., 1985; Lee & Lawrence, 1985; Robbins,
1990). According to Robbins (1990), standardization not only eliminates
empldyees‘ participating in deviant and often unsanctioned behaviors but also
removes the need for employees to consider alternative methods of influence.
Based on this perceived impact that formalization and standardization would have
on an orgénization, it is remarkable that coaches, who are already in a position of
minimal power, would request more formal policies. By requesting a formal set
of rules and regulations, coaches are in effect reducing their ability to influence

decision processes.

2. Another finding in the research, which has implications for the
organization, is the extent to which individuals employed interpersonal sources of
power to influence decisions rather than situational sources of power. According
to the literature, situational power such as formal authority is more widely
accepted in organizations, whereas individuais who use interpersonal sources such
as coercive power and personality tend to be looked upon less favourably (cf.

Daft, 1992; Gibson et al., 1985; Pfeffer, 1981, 1992). In this particular

125




organization, there was an overwhelming trend towards the use of interpersonal
power versus situational power. Although coaches and administrators relied
primarily on situational attributes such as positional power, there was also too

much reliance on personal sources of power such as personality.

The implementation of detailed policies and procedures could help to eliminate
this political maneuvering by establishing a framework for decision-making
within the department. Policies are guidelines that set constraints on decisions that
employees make and procedures are a series of interrelated steps that employees
follow in order to complete their job tasks (Robbins, 1990). By implementing a
set of policies and procedures for strategic funding decisions, administrators will
be better able to control the amount of political negotiation and manipulation that
enters into the decision-making process. In order to influence decisions, coaches
will have to rely on situational variables such as positional power rather than

unsanctioned methods such as withholding information or displays of emotion.

3. The third implication of this research for the organization is the underlying
problems associated with the apparent lack of communication. Coaches and
administrators recognized that communication was an inherent weakness of the
organization however, there appeared to be no measures in place to rectify the
problem. Examples of communication problems included: no minutes being

taken at meetings, informal communication process (no written documentation

such as memos or emails), misinterpretation of verbal disclosures, and goals and




objectives of projects as well as their status and completion not being
communicated. Robbins (1990) cited communications difficulties as one of the
biggest sources of organizational conflict. He explained that communications
problems occur both vertically and horizontally. In particular, as information is
transferred through the hierarchy, it becomes susceptible to ambiguity and
distortion. This appeared to be the case in this athletic department. In one
situation, coaches complained about the unavailability of certain information such
as the status of contract negotiations with potential sport apparel sponsors. And in
another case, a senior administrator expressed frustration with her/his inability to

gather important information.

Das (1990) identified good communication as one of a number of critical
determinants of organizational success. Gibson et al. (1985) also contended that
the quality of decisions made at a managerial level depends in large part on the
quality of information available. Without proper channels of communication, an

organization's effectiveness and efficiency are detrimentally affected.

4. Another implication for the organization that emerged from the case study
analysis pertained to the distribution of power in the athletic department. The
perceived inequities that exist in the distribution of power in the organization have
shaped how individuals act and react to certain situations. This has occurred, in
part, due to the prioritization of spofts in the department and the resultant power

attributed to the different levels of importance attributed to each sport. For
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example, the coach of a high priority sport is perceived to have more power and
therefore, a greater potential for influence, over decision processes. Conversely,
the coach of a low priority sport is perceived to have minimal power in the
department and therefore, fewer opportunities for influence. As a result of these
perceived inequities, coaches and senior administrators have become conditioned
to act and react to specific situations according to their perceived level of power

within the organization.

In addition, these inequities in power may have been perpetuated by the lack of
formal policies and procedures in the department. Without a set of formal 1\'u1es to
dictate strategic funding decisipns, participants with power have been able to
influence decisions whereas those without have been forced to accept the outcome
of these decisions with little or no input. Policies and procedures would help not
only to guide the behaviour of employees in the organization, but also to
neutralize these power inequities thereby enabling everyone an opportunity to

influence strategic funding decisions.

5. The final implication for the organization that arose from the findings of
the research pertained to the issue of performance as an attribute of influence.

Ten of the 15 participants identified performance as an attribute of situational
influence. Howéver, they were unaware of any defined performance objectives or
outcomes (e.g., win-loss record, number of athletes who graduate, percentage of

athletes with academic awards). Thus, although coaches perceived performance
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to be an important factor in determining who is influential, they were unable to
clearly identify how performance was evaluated by the key decision-makers. As
a result, performance is a very unpredictable variable for assessing an individual's
perceived degree of influence over a decision topic. However, since it appears to
be an important attribute of influence, decision-makers may want to consider
outlining several performance objectives as well as a system of rewards and

repercussions for achieving or not achieving them.

The Model of Decision-Making

Overall, the findings of this research supports the application of the Hickson et al.
(1986) model of decision-making to a Canadian university athletic department.
The results of the study indicate that there is in fact a dual explanation of
decision-making in university athletics, which encompasses both the complexity
of the decision topics and the politicality of the decision interests within the
organization. In addition, the strategic funding decisions analyzed support
Hickson et al.'s (1986) theory that the matter for decision is more important than

the rules of the game.

However, it appears that the rules of the game are perhaps more important in this
university athletic department than it appeared to be for the more than 150
organizations studied by Hickson et al. (1986). For example, the amount of
political maneuvering and negotiation that occurred in this organization as a direct

result of the lack of distinct policies and procedures suggests that this




organization, and perhaps other university athletic departments in Canada, require
a more formalized environment. This does not imply that university athletic
departments require more formalized work environments than other types of
organizations. Rather, it indicates that perhaps this organization needs to become
more formalized than they have been in the past in order to contend with changing

economies and financial uncertainty.

In addition to the role that rules of the game, complexity and politicality play in
“determining the decision process, this research study revealed that effective acts
of influence also have an impact on decision processes. This supports the
contingent nature of the Hickson et al. (1986) model however, one of the inherent
weaknesses of the model is that it did not incorporate this concept of influence
and the different methods that individuals use to exert that influence into the

model.

Results from this study indicated that knowing how individuals influence
decision-making processes is equally as important as knowing who influences
them. Therefore, modifications to the Hickson et al. (1986) model based on the
findings of this research include situational and interpersonal sources of power as
well as the impact of effective versus ineffective methods of influence on decision
processes. Figure 5.1 illustrates the suggested modifications to the Hickson et al.

(1986) model of decision-making.
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Limitations of the Research Study and Implications for Future Research

The site selected for this proposed study was one of 47 Canadian universities that
are members of the CIAU. According to Marshall and Rossman (1995), research
findings derived from a single case study analysis should be transferable to
another site with congruent characteristics. Athletic departments at Canadian
universities share many similarities and this lends itself well to the transferability
of results. However, there is also a limitation to the case study approach in that
the site selected for study usually has unique characteristics, which is why it lends
itself so well to the single case study approach. The extent to which the results of

this case study are generalizable awaits future research.

Although it is presumed that the results of this study could be applied to a second
population that is sufficiently similar to the first population to warrant the
comparison, an inherent weakness of the study is that no two university athletic
departments are exactly alike. Every athletic department in Canada is dealing
with different strategic funding decisions and as evidenced by the findings of this
study, interpersonal attributes have a significant impact on influence patterns over
decision-making processes. As a result, these findings would not be applicable to
a university athletic departmeht that was significantly different in nature or
philosophy or that was not addressing these same three fssues, namely signing an
exclusive sponsorship agreement, resource allocation for scholarships and adding
a new varsity sport. Despite this, the implications of the research study hold true

in that university athletic departments across Canada are facing significant
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changes to their economic stability and as such need to address the impact of

influence on their decision-making procedures.

The results of this study indicate that additional research should be conducted that
further explores the role of influence on decision-making processes in Canadian
interuniversity athletics. A cross-sectional analysis of universities from each of
the conferences would help to better identify financial issues and patterns of
influence over decision-making in the Canadian intercollegiate system. This case
study analysis, as well as future research, can help athletic directors and other
senior administrators to better understand the functioning of their organizations
and help to identify deficiencies in the decision-making processes in their
respective departments. Areas such as communication, motivation, and
performance are impacted directly by influence over decision-making processes
and senior administrators should assess these operations in order to ensure that

their organizations are operating effectively and efficiently.

As is the case in many organizations, this case study suggests that there are
deficiencies in the areas of communication and the use of power in this particular
department and action should be taken towards the development of policies and
procedures to facilitate decision-making. In addition, frustration over the
perceived inequities of power distribution in this department indicate that
additional research is needed to better comprehend the impact that perceptions of

influence have on employee motivation and morale.
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confirm receipt of this letter and to check on your willingness to participate in this
study. Please note that your participation in this study is strictly voluntary and
you can withdraw at any time during the study. Your identity will remain strictly
confidential throughout this study and as such, confidentiality is ensured.

Thank you,

Julie Long
M.A. Student
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interview you at your convenience. Please note that your participation in this study
is strictly voluntary and you can withdraw at any time during the study. Your name
and the sport that you coach or the unit that you manage will not be revealed at any
time during the reporting of the results nor will your responses be shared with your
work colleagues. Audio-tapes (if applicable) will be destroyed following the
completion of the research. As such, your identity will remain strictly confidential
throughout the study thereby ensuring confidentiality.

Attached you will find a consent form for participation in this study. Please sign
this letter in the space provided if you agree to participate. A copy of this letter and
consent form is included for your files.

Thank you,

Julie Long
M.A. Student

141



Appendix C- Sample Interview Questions

General Information Questions

1.

2.

How long have you been employed by the Department of Athletics?
If you are a coach —~ Do you coach a men’s or a women’s team (or both)?
If you are the manager/coordinator of a unit — Which unit do you oversee?

What is your annual budget and how is it allocated (e.g. uniforms, travel,
coaches’ salaries)?

What portion of your budget is acquired externally (e.g. sponsorship,
alumni, fundraising)?

Does your team/unit generate revenue for the department? How?

How would you describe your job with respect to financial
responsibilities?

What departmental policies are you aware of that dictate how resources
are allocated?

Has your team’s/unit’s budget increased or decreased in the last three
years and how much input have you had in that decision?

Decision # 1: Sport Apparel Sponsor

1.

How will your team/unit be affected if the department signs a department-
wide sports apparel contract?

Who in the department do you perceive has influence over this decision?
Why?

Do you perceive yourself as being influential with regards to this
particular decision? Why or why not?

How have you (or will you) voice your opinion regarding a department-
wide sports apparel sponsor?

What correspondence, if any, have you received about a department-wide
sport apparel sponsor? e.g. emails, meetings, memos
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Decision #2: Athletic Scholarships

1.

How will your team/unit be affected if the department agrees to allow
athletic scholarships?

How do you think this decision will affect resource allocation to all teams
and units in the department?

Who in the department do you perceive as having influence over the
decision to award athletic scholarships? Why?

Do you perceive yourself as being influential with regards to this
particular decision? Why or why not?

How have you influenced the decision to award athletic scholarships?

What correspondence, if any, have you received about the department
awarding athletic scholarships? e.g. emails, meetings, memos

Decision #3: Adding a New Varsity Sport

1.

How will your team/unit be affected if the department adds a new varsity
sport?

How do you think this decision will affect resource allocation to all teams
and units in the department?

Who in the department do you perceive as having influence over the
decision to add a new varsity sport? Why?

Do you perceive yourself as being influential with regards to this |
particular decision? Why or why not?




