Metadata, citation and similar papers at core.ac.uk

Provided by Bowling Green State University: ScholarWorks@BGSU

Visions in Leisure and Business

Volume 1 | Number 3 Article 5

1982

Public Recreation Management, Reasons and Restraints

Henry Eisenhart
University of Oklahoma

Follow this and additional works at: https://scholarworks.bgsu.edu/visions

Recommended Citation

Eisenhart, Henry (1982) "Public Recreation Management, Reasons and Restraints," Visions in Leisure and
Business: Vol. 1 : No. 3, Article 5.

Available at: https://scholarworks.bgsu.edu/visions/vol1/iss3/5

This Article is brought to you for free and open access by the Journals at ScholarWorks@BGSU. It has been
accepted for inclusion in Visions in Leisure and Business by an authorized editor of ScholarWorks@BGSU.


https://core.ac.uk/display/234760096?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1
https://scholarworks.bgsu.edu/visions
https://scholarworks.bgsu.edu/visions/vol1
https://scholarworks.bgsu.edu/visions/vol1/iss3
https://scholarworks.bgsu.edu/visions/vol1/iss3/5
https://scholarworks.bgsu.edu/visions?utm_source=scholarworks.bgsu.edu%2Fvisions%2Fvol1%2Fiss3%2F5&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarworks.bgsu.edu/visions/vol1/iss3/5?utm_source=scholarworks.bgsu.edu%2Fvisions%2Fvol1%2Fiss3%2F5&utm_medium=PDF&utm_campaign=PDFCoverPages

FUBLIC RECREATION MANAGEMENTs> REASONS ANL' RESTRAINTS
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ABSTRACT

It seems that most evergone these days 1is interested iny and
demandingd better and more effective manadement trom the rFrublic sector.
After serious decertions a3t the highest level of doverrnment in the earlty
1970’s citizens are somewhat more demandind in the accountability of
dgovermnment inmnstitutionss and individualss on 311 levels., Enthusiasm and
interest 1imn dood rublic manadement is omne thimdgs howevers understanding
the mature of ity to say mothind of achieving its, is another.,

Manadement concerts in the rFublic sector: including srecitic
stratedies arrlicable to Fublic Farks and Recreations ditfer cuite
dramatically from manadement inm Frivate business and industry. These

sometimes subtle variations in administrative technicues restrictions and
restraints on effective manadements, srell the difference between dood
rublic resronse 3and roor rFublic rercertion and resronse in mang human
service areas. This article discusses rublic vs. ~rivate manadement
with stratedic arrlications to Frublic recreation.

FURLIC RECREATION MANAGEMENT> REASONS ANl RESTRAINTS

Legislatorss educatorss ecornomistss business executivesr lawgere——
rractically everygoner it seems: is calling for betters more effective
public manadement. This real concern sidnals a3 strond orrosition to
»3ssive consumerism in the 1980‘s advocating instead the keen 1nterest
the American rublic has develored in rublic Folicy, Citizen’s todays seem
wisersy and are definitively more sorhisticated in their demands for
resronsiveness and 3ccountability from doverrnment institutions on 311
levels.,

This concern for better rublic manadement 1is analodcus to the
sublic’s desire for am automobile that is safes efficient and ecomomicsal.
Technolodgy seems to suddest that such am auto is feasibles it certzinly
ma3kes 3 doo0d deal of sense and shows 38 lodical concern for the balance of
mrecioussy vet dwindling natural resources. Effective manadement can be
viewed im much the same lidght. Given our rFresent rolitical system 1t is
reasonable to assume that with the access of information that the citizen
hasy elected and arrointed rublic erxecutives should ber and can bes
efficients economical and involved.



Frustrated with re-cycled Frolitical issues the FUDllc 15
vociferously seekindg solutions to arrarently more i1mmediate environmental
and reorle oriented rroblems such a3s: 3ir and water uality, resource
consumrtion and  rerlacementy Frotectiom of natural amd scenic lands and
the desidn of urban leisure srace. These issues are 1i1ndeed imrortant and
tantamount to wltimately determining cuality ot life. Hences one must
understand some basic fundamentals redardindg the rublic sector and
rrivate sector decision makindg rFrocesses.

Each of these sidnificant envirormnmental issues interfaces with the
manadement of rFublic recreation resources and therefore commands sound
rolicy and decision makind. BRut enthusiasm for sood manasement 15 one
thindgs understanding the nature of 1ty to say nothimg of achievinmg 1ty
is another.

FURLIC MANAGEMENT VUS. FRIVATE MANAGEMENT

Manadement in the rFublic sector differs euite dramatically from
manadement in the rrivate sector even though both definitively atfect the
environment in which we live. One often assumes that both sectors enJou
the same basic decision making fundamentals and cualities--thew do not!

In the business worldy a3s in 3l1 sectors of rrivate rndustryy the
most effective measurement of mamnaderial efficiency 1s Frofit. A comrany
s0lidly maneaded will show & corrorate rrofit (certainly the =rimary

obdective) while horefully meeting the rrofessional needs ot the
emrloyees 3s well. The rPublic manadger on the other hand does not enuov
the illusion of a3 rrofit inde:x marbing his adminmistrative

resourcefulness. If indeed revenues received exceed revenues exrended
the rublic manader 1is often criticized for lack of forecast abilituy. But
rrofit in many resrects 1is not the only dratifuwind consecuence of
mananderial effort. The ~rublic recreation administratorsy like other
sublic administrators has amrle real and intrinsic rewards for eftective
decision makindg even 1if thew do not include “"bonusesy® bit titles or
renthouse rFriviledes. Imrroving the environment aesthetically can be

extremely rewardins. Froviding rarksy dreenbelt areasy and rreservindg
oren sra3ce 1is one means of 1mFroving euality of 1life through visual
interrretation. Innovative rrodramming that dces besond human necessity

and stimulates needs achievement is arnother *rFrofit® motive im rFrovidindg
human services.

It ise indeedy 3 challende to serve the rublic 38s is so sensitively
exrressed by 0.6, Stahl:? (8)

if the averade rerson arrreciated the enormous
comrlexity of most dovernment rrodramss the sheer
madgnitude of any rublic wundertaking by a3 dreat
nationy the hazards 1in 311 collective actiony the
absurdities and contradictions of controlling
ledislationy the wunrelentind rressures 1mrosed by
srecial interest droursy the frustrations caused by
overweening manaderial constraintsy the lack of
attention to rersistance of dedicated civil servants
dgenuinely interested in their work and its obJdectives

and the truly substantial
achievements 1in rFrotecting the wvery difticult to



definme ®rublic interest® he would be as defensive and
roud 3s I am.

Unhaprily not eversone shares this same orinion of rFublic administratorss
their rurrose or their ordanizational motives. However, these motives
are defined by citizens it 1is imrerative to examine the manaderial
handicars which accomrany rublic sector administration.

FUBLIC SECTOR MANAGEMENT RESTRAINTS

FPublic sector recreation manaders amondst other thindssy must:

Accert doals that are set by ordanizations other than their own.

This is esrecially true in Farks and Recreation manadement. The
mialtirlicity of ordanizational involvement in the delivery of leisure
services is staddering., Often human service obdectives are determined by
interadency relationshirs attemrting to avoid the durlication ot service.
This can involve eversone from the YMCA and Red Cross to State
Institutions for the mentally disturbed and maximum security Frisons.
Oftens too derartmental dgoals are set by commissionssy boards or councils
who may not wunderstand or arrreciate the sidgnificance ot am i1mmediate
Public recreation service. Many recreation manaders inherit their
obJectives and therefore 1lose a8 dood deal of individual creative
challende. Secondlysy rublic recreation managers must:?

Orerate structures designed by drours other tham their own.

As 3 rrofession recreation is underdoing constant chandes. Ihe most
dynamic of these chandes deals with desidn carabilities of structures:
facilities and outdoor recreation areas. Our traditional rark svstems
are inadecuate in many resrects and there is a trend toward regicnzlizing
multi-use rark areas. Municiralities are wutilizing many new technicues
in an 3ttemrt to aceuire 1land for recreational develorment. Linear
=arksy or narrow <tretches nf l1zarnd rnot oftern considered accertable tor
rark srace are an examrle of this i1nnovative aceuisition technicue.
Railroad lines that are no londer usedy utility easements and corridorsy
irrigation chamnnels and floodrlains are examrles of recreation s=ace
which can be aceuired throudgh a lease arrandementy even free or very
economically. Although the 1linear share restricts certain activitiesy
these rarks are very rorular for Jdoddgindg trailsy bickcle raths and scenic
w3lkways. Ievelorment costs are minimal wet rublic interest in this new
form of municiral rark has been enthusiastic. Fublic Farks and
recreation manaderss howevers usually must adart their ideas and Frodrams
to existing facilities which oftentimes rerretuates Frevious
administrative obdectives.

An additional drawback to the sublic recreation manadgement situation
is?

Working with reorle whose careers are 1in mand resrects oudutside
manadgement’s control.



Ferhars the most sidgnificant difterernce betweemn rublic and rrivate
manadement 1is the imract of elected officials on rublic manadement’s
decision making rrocess. The Frivate manader is wusually rFromoted from

within the organization. He (or she) knows that 1in order to alter the
direction of the corroration he needs to change the ordanizations’s
structure and 1ts reorle. This is mormally his first move and almost

without excertions he makes chandes amond the key reorle modifuing their
Jobs and the systems structure. 3)

In contrast one can describe rublic officiale as outsiders who enter
office with cherished rolicw obJectivesr 3ccomrlish littler and leave
office with unfulfilled desires for structural retorm# for, 1n order to
accomrlish imrortamt rolitical obdectives having to do with due srocess
and resronsiveness to the citizens the system has very nearlwy denied the
Frublic executive the tools of manadement. Manmirulating ordanizational
structures and reorle which are the rrivate manaders kew resourcesy
become the rublic manaders key restraints. (1)

Working with arrointed boards and commissions can also have
drawbacks. Although commissions are charded with the resrsonsibility ot
linking the citizen with the decision making rrocess this resronsibility
is often by-rassedy gdiving way to srecial i1nterests based on deodrachy or
recreational rreference.

Surrortive adercies can 3lso rut certain restraints on the rublic
recreation manader’s effectiverness. If 3 rarks derartment 1s derendent
on the building maintenance derartments for examrles tor facility urlkeery
the resulting *trade off" in labor and other *tavors‘ to assure task
comrletion can be very nearlw counter sroductive.

Working through rersonnel derartments in the rublic sector can ne 2
frustrating exrerience as well. Althoudgh virtually everw sustem has
"must hires® rublic rarks and recreation adencies are besieded each year
with reeuests for summer Jobs for the offsrring and ‘friends® of
emrlogees in surrortive rublic adencies. (6) Recreation has uwet to shed
its rFublic 1imade of beindg 3 *fun and dgames® rrofession on a3ll levels.
Fersonriel rroblems however may be reduced considerably:s through 3
standardization of rrofessional education recuirements» Job descrirtions
and task orientation. A fourth restraint on the rublic recreation
manader 1s that he must?

Accomrlish dgo0a3ls in less time themn is allowed corrorate manzaderc.

Time constraints on Fublic manaders often make 1t hard to mobilice
resources 1n order to achieve the desired ob.Jdectives. Management
stratedy in business wusually means diving corrorate executives tne
orrortunity to imrlement londg rande rrodrams aimed at establishing that
rarticular corroration as a viable commercial entity. There are some
notable examrles. It took I.EB.M. almost 10 years to establish itself as
a8 leader in develoring and marketing comruters.(4) Thew didy nowever
follow a8 manadement stratedy desidrned (londg term) to esteblish l.&.M. as
a leader in comruter develorment. Because of the succese of thie
stratedy the 10 year time frame was considered necessarws even
arrroFrriatey and was bevond rerroach. Fublic executives hnaven't nearly
as much time to develor and imrlement their manadement stratedies.

FUBLIC MANAGEMENT GOALS
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The do0a3l of the rublic recreation manader uron taking office 1s to
"*det things done." This maw mean thinds that are rolitically exredients
it could mean bedinning new rrodrams dermain to the rublic interest or it
may be seeking new funding sources or aceuirind orFen srace. In any event
the rublic executive hores that when he (she) leaves officer he will have
the satisfaction of accomrlishment 3s well 3s the rFrosrect of the officer
and the rersony becomind more usefuls dainind rersonal and rrofessional
resrect and increasing orrortunities for rarticiration in decision making

FTrOCessese.

The immediate horizons of rublic recreation management offers some
4rand orrortunities in furtherind new concerts and develoring &and
intedrating new sutematic arrroaches in administrative behavior.
Technolody has rfrovided an 1imrressive list of mew and vastly imrroved
recreation materials for use in rarks and rlavdround develorment. The
use of fiberdlass and drarhite have made recreation ecuirment lightery
more durable and even less exrFensive. Mainternarnce technicues are
bpecoming refined and the wuse of rlastics has aided efficiencw to many
areas of rark maintenarce. Comruters have made scheduling and
information storade and retrieval much simrler and more ordganized with
srodrams beind develored srecifically for rarks and recreation areas.
And theny toor mew administrative and manadement technicues are available
such 3s manadement by obdectives (M.B.0.)y decision makind models and
systems analusis. (5) Develorments like these rrovide the rublic manader
with new incentivesy different challendes and exranded rewards.

Like his counterrart in the Frivate sector the rublic Farks and
Recreation manadger seeks 3 share of the rewards denerated by his
ordanization’s activity. Since this share cannot include the rFrrofits of
dgovernmenty he wusually seeks such dgoale a3s calaryy the rereuicsites of
officey and the intandible rewards of servind the rublic. Fhe intangible
rewards may be erhemeral or realy but ideolodically they are as imrortant
in the rublic sector as the rfrivate motive 1is inm business. I'hese
intandgibles include influencindg rolicyy chandgindg the direction of events:
and helrindg others. Common to a3ll of them is the rleasure of exercisindg
wower usefully, Fower 1is a8 necessary element of effectiveness and 3
reward for efficiency.

FRACTICAL CONSIDERATIUNS IN RECREATION MANAGEMENY

Although the goals of rrivate and rublic sector manaders are quite
similary that isy» the best rossible =roduct for the most eftective costy
we have seen that vast differences in ordanizational structure sreclude
attainind these ends in similar fashion. The rublic recreation manader:
even though restricted by times reorle and rolitical imrlic2tions cans
howevery develor an effective manadement stratedy that will Justifu,
develory markety and rerretuate hies eroduct.

In the 1980‘s with the emrhasis on tiscal resronsibirlityws
efficiencyy effectiveness and imrroved rerformance 3ll government funded
mrodrams are exrected to be able to Justify their very evistence. 4)

Although not a3 new concert to rarks and recreationsy Justitication inm the
r3st has been directed toward city councilsy county commiscioners:s
legislators and other funding resources. This stratedy- mich live
business’ rnow is deared towards marketing Frodrams for rublic accex=tance.
Any successful rFrodram will rerretuate itself throudgh citizen 1nterest

12



and involvement even if rublic tunding should stor. Freventative heczltn
rrodramsy 3eorbic exercise and dance and many leadue srorts are examrles
of self sustaining fee basis rrograms that bedan as rublic recreation.

Manadgement by obJdectivess a3 strateduy once arrlicable rFrimarily to
rrivate industry is being adarted and wutilized by rFublic recreation
administrators. Essentially &a ~rrocess of swurerior and swubordinate
managers Joinmtly identifwing common ordanizational doalss detrining
individual resronsibilities and determining oreratinz duldelines M.E.U.
encourades mas<imum rersonnel involvement 1in &11 areas ot system
develorment and delivery. The M+B.U, system must be hizhly structureds
each action carefully rlanneds, ex~lained and manaded. Charles ULledgd
offers the following overview of the M.R.0. system a3s 1t -1s 3rFrrlled to
the Farks and Recreation Field. 2)

1. lievelor ordganizational obuectives bascd on  the
mission statement of the ordganization. 'he tor
rersonnel set overalls deneral obdectives uron which
the rest of the derartment staff will base thear
srecitic obdectives.

2. Develor unit obdectives. EBoth swurervisors and
subordinates establish their own srecific obdectives
based uron broad organizational obdJdectives.

3. Imrlement Action Flans., Surervisors and
subordinates work todether in a3 sririt of cooreration
to achieve the obdectives.

4, Contirnually review Frodress. Feedback sescions
between swurervisors and subordinates ot i1dentitw and
solve rFroblemsy to remove obstacles: to review
rerformances and to modify obdectives and action
rlansy 1f rneededs are held.

Se Take corrective action. Chandes to rectity
rroblems identified through the 1informal rrodress
reviews are made.

b Conduct formal evaluations. Annuallyy the
surFrervisor will conduct an arFraisal ot his
subordinates’ rerformances. The swurervisor evaluates

achievements 1n terms of the dedree to which each
subordinate accomrlished his obdectives.

Ferhars more times tham not administrative reordanization ot rublic
adencies occurs solely for reasons of ecornomy and efficierncy. lhoush 3
functional corncert cost effectiveriess is 3 cuantitative strategw and can
severely alter long terms a3s well as short term administrative odectives.
(7) The recreation manader in order to assure continuity of srodramming
@03ls and toos en.ow the fruits of his labors must accommodate chande and
structure his rFublic °*sustem® so that 1t will?

1. Facilitate exransion or elimination of a8 rrodram
2, Adart tos or chande rrodram emrhasis
3., Resrond tor or satisfw rublic inrPut

4, Provide adecuate recreational srace
13



These ideas cans and shoulds react to the dynamic and immediate needs»
rreferences and 3attitudes ot the recreation rorulace a3s Americans each
wear expand their leisure 1interests and become more elective 2and
srecialized in their leisure activities.

There are vast differencess and on occasions clear similarities in
the administration of rublic and rrivate institutions. Much has been
written a3bout rFrivate enterrrise and its manadement successes and
failures wet todag’s focus is clearly directed at better understanding
our public domain. Since the early 1970‘s when Americans were awakened
to administrative inadecuacies at the highest levels there has been 3
desire to scrutinize Fublic manadgers and their adminmistrative
carabilities. This has helred in recodnizing the infinite number of
variables in rublic manadement and created a foundation for comsarison of
rublic and private manadement rFrincirles. These comrarisons are
essential in conmtimuing to research human ordganizational skille =2nd
rrocesses and will be invaluable in the future not omly to administrators
trut a3lsors social scientistssy educators and recreation Fractitioneres.
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