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ABSTRACT

The purpose of this study was to examine the hiring
process of select National Sport Organizatlions (NSOs) in
order to search out a better explanaticn for why women are
under represented in the middle and upper management
positions within these organizationas. The five NSOs
selected for this study share several characteristics: a
large size, a long standing history, Olympic status, and
jurisdiction over both female and male athletes.

The information needed for this study was gathered
through the use of an interview guide. The individuals that
were interviewed were from three distinct groups. These
groups were: the NSO professional staff, the volunteer
staff, and Sport Canada consultants. To support this verbal
documentation, written documents were collected from both
the NSOs and Sport Canada.

A research framework was developed, based on literature
in the areas of employment equity and discrimination, which
outlined an objective and gender sensitive hirlng process.
This framework consists of five stages: the decisijion to
hire, the advertisement, the short listing of candidates,
the interview and the decision on who to hire. Once the
data was collected it was analyzed in terms of the research
frameswork.

This study indicates that there are problems within the
current NSO hiring system. These problems relate to its

objectivity and gender sensitivity. In terms of the
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directional propositions examired with regards to
oLjectivity in the hiring process, three of the five were
supported meaning that the organizations were not very
objective in at least three areas. These areas included:
how they short listed candidates, use of the same committee
in both short listing and interviewing, and the use of
primarily a discussion technique in evaluating the final
candidates. Two of the five directional propositions
concerning objectivity were not supported. The NSOs tended
to be more objective when they constructed the interview
schedule, and when they utilized that schedule.

In terms of the directional propositions sxamined with
regards to gender sensitivity, five of six were supported,
meaning that the organizations were not gender sensitive in
most areas. These areas include their consideration of: the
1986 policy on women in sport, "special needs" groups in
general, the available job pool, the wording in
advertisements in terms of employment policies, and the
composition of the interviow boards in terms of gender.

Only one of six propositions was not supported, with regards
to discriminatory follow up questions being asked during the
interview. Accordingly, the hiring process not only is
problematic in terms of objectivity, but lack of gender
sensitivity suggests that this process affects the

advancement of women within the NSOs in particular.
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CHAPTER I
Introduction
Review of Literature
There are three areas of literature that are important
in providing a backdrop to the present exploratory study.
These areas include: background on the structure and
development of the National Sport Organizations (NSOs), the
government's initiatives in the area of women and sport, and
equality in employment.

It is important to detail how the NSOs achieved the
status that they now have with regarﬁs to the employment of
full time staff who coordinate all their activities. In the
past, the NSOs were run strictly by volunteers with little
or no involvement from any other groups such as the federal
government. At present the NSOs are still volunteer based
however, they are run by professionals and have a certain
amount of dependency on the government. Thus a short
historical perspective is provided. This section also
includes a review of independent demographic surveys that
have boen conducted over the last twenty years. This
section gives a clear indication of the problems women face
in achieving middle and upper management positions within
the NSOs, providing much of the reasoning for delving into
the structural factors undexrlying employment in the NSOs.

The second section of the literature review details

actions carried out by the federal government concerning the
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gtatus of womer in sport. Information from the federal
government used in this section includes: conference
reports, survey summaries, and policy statements. The
general impression generated by information in this section
is that the government recognizes that there are problems,
but any efforts that they have made to solve the problems
have proven, to date, to be unsuccessful.

The third section deals with general developments in
society today in regards to equality in the workplace. This
literature indicates that there are similar trends in
society, in terms of the status of women in employment, to
“hose indicated in the results of the demographic studies on
the NSOs. This review identifies key problem areas and
indicates the type of procedures that have been developed to
overcome some of the problems women face in the work place.

Development of Professional Sport Administrators within

the NSOs.

In 1961 the government passed legislation to form a
department of government entitled Fitness and Amateur Sport
(FAS) (Helmes, 1981; Macintosh, 1987). The purpose of FAS
was to create a unity of sport but not to take away the
autonomy of the NSOs. Following the completion of the Task

Force Report on Amateur Sports for Canadians (1969), amateur

sport became a more prominent concern of the federal
government, eventually leading to the establishment of Sport

Canada (FAS, 1969 in Helmes, 1981).



The period from 1961 to 1968 was a time when the
barriers inhibiting Canada from achieving a more organized
approach to sport were exposed (Macintosh, 1988). The
National Advisory Council was convinced that better
leadership and administration would induce stronger
performances in sport. Thus, the Council advised the
Minister Responsible for Fitness and Amateur Sport to grant
the NSOs money to hire full time professional staff. These
employees were not to be considered public servants and, in
principle, were to report to their respective boards of
directors. In 1968, seven NSOs had enough money to hire
professional staff, while the others continued to "run their
associations 'off the kitchen table'" (Macintosh, 1988:125),
meaning that the NSOs were strictly run by volunteers.

Thus, better leadership, an established administrative
structure and the addition of money was to help achieve a
more professional approach to sport (Macintosh, 1988).

With the opening of the National. Sport and Recreation
Centre (NSRC) in Ottawa in 1970, office space, support
services, and money needed to hire professional staff became
avallable (Morrow et al., 1989). Thirty-three sport
associations became resident in the Centre while thirty-six
others received funding as non-residential members
(Macintosh, 1988). However, with this new money and support
from the government came the loss of much of their autonomy

and independence (Macintosh et al., 1987). The NSOs now had



to go through the government 1ln order to receive their
money, and the government had full control over how these
funds would be dispersed.

In the 198038, the federal government gained
considerable control over the NSOs, the Coaching Association
of Canada, the Canadian Sport and Fitness Administration
Centre (CSFAC - formerly known as NSRC), and the sports
bureaucrats who staff these organizations, through the use
of their Sport Canada consultants. This control was
possible in large part because 80% to 90% of NSO funding
came from FAS (Frisby, 1983; Morrow et al., 1989). This
government intervention provided financial stability and
improved administrative and technical expertise. However,
it also meant that the NSOs gave up most of their
", ..autonomy, authority. and control" (Morrow et al,
1989:343). Thus, the government had almost full authority
over any policy making with regard to sport in Canada. Most
of these policies focused on elite athletes, and neglected
the expansion of sport for all Canadians. The policiea also
continued to overlook inequalities such as those arising
from gender and socio-economic status (Macintosh et al.,
1987; Macintosh, 1988).

Several demographic studies have been carried out on
volunteer and professional NSO staff. It is critical to the
proposed study that the demographic studies on National

sport executives be dealt with under two subheadings,




volunteer staff and professional staff. This separation
helps to confirm that women are rarely found in both
volunteer executive positions, and in professional
management positions in the NSOs. As well, these two
gegments of the organization both have roles in decision
making, and there is a "...potential split in decisicn
making betwesn volunteers and professionals..." (Hinings and
Slack, 1987:11). Therefore, it is necessary to separate
studies involving volunteers and pronfessional staff in order
to provide the proper perspective. They are both involved
in the hiring boards, but they need to be understood and
viewed separately, as thel> roles are often different.

Volunteer Staff.

The first demographic study on volunteer staff which
included sex as a variable was completed on NSOs in 1971.
This study was concerned with the‘characteristics of those
employees holding executive and leadership positiona within
two sport associations, namely volleyball and swimming.
Bratton (1971) examined, through the use of a questionnaire,
the following characteristics: age, sex, marital status,
education, annual income, occupation, ethnic origin, and
religious affiliation. The question pertaining to the sex
of the respondents was of particular interest in light of
the completed research. Bratton found that 74% and 78% of
the respondents from the two sport associations were male.

Thus Bratton (1971) concluded that sex "does not appear to
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be a limiting factor in attaining executive positions at the

upper level"(26). Clearly gender balance was not a concern
in this study.

Beamish (1978) subsequently conducted a sociceconomic
and demographic gquestionnaire survey of national voluntary
executive members of 22 national aport associations
(badminton, baseball, basketball, cycling, diving, fencing,
field hockey - men's & women's, footbhall, golf - women's,
gymnastics, lawn tennis, netball, rowing, rugby, soccer,
speed skating, swimming, synchronized swimming, volleyball,
waterpolo, and yachting). Beamish found, through the use of
this questionnaire, that the respondents were from white
collar occupations, that the majority had a university
education, that they came from large Canadian cities, that
they belonged to other voluntary organizations and that they
were "...almost exclusively male..." (Beamish, 1978:15).

Hollands and Gruneau (1979) undertook the task of
compiling statistics from past records on the national sport
associations' voluntary executives in the years 1955, 1965,
and 1975. The variables that they examined included:
occupation, education, father's occupation, gender, ethnic
origin, other voluntary commitments and previous sports
involvement. This researcher's findings support the earlier
studies of Bratton (1971) and Beamish (1978) that women have
rarely held executive positions within the National Sport

Organizations.



Hollands and Gruneau (1979) also found that there was
an increase in the percentage of women in NSO executive
positions over the twenty year period (1955: 8.6%, 1965:
11.1%, 1975: 16.5%). They implied, however, that the reason
for this "apparent" increase was the inclusion of two
atrictly female sports - women's field hockey and ladies
golf - in the 1965 and 1975 survey. They also found that
there was a higher return rate of questionnaires from the
women in general in comparison to those returned by the men.
Hollands and Gruneau (1979) suggested that ethnicity and
gender were two variables that have been neglected in
previous studies and should, in the future, be given further
.attention,

A study completed by Hall et al. (1989) was initiated by
Sport Canada in order to find out why some NSOs were
changing and others were not, with respect to the under
representation of women in administration. Sport Canada
selected five sports, in order to cover a range of factors
within both team sports and individual sports. Hall et al
(1989) found that none of the organizations examined, namely
basketball, cycling, ringette, rowing, or swimming, had
female presidents. They also found that women occupied only
25% of the volunteer positions (Hall et al,, 1989).

Professional Staff.

The professional staff includes all the employeses that

are paid by the NSO to adminlistrate the sport organization.



This group includes: the Executive Director, the Technical
Diresctor, and the Program Coordinator (see Appendix A for
definitionsa),

Lewis (1980) surveyed administrators within the NSO's
three upper/middle management positions, namely Executive
Directors, Technical Directors, and Program
Coordinators, in order to find out the male to female ratio
of emplioyees in these positions. Lewis chose gymnastics,
women's field hockey, figure skating, synchronized swimming,
badminton, basketball, diving, fencing, track & fleld,
volleyball, swimming, ladies' curling, ladies’ golf,
ringette, cycling, ice hockey, soccer, and tennis. It was
found that only 14 of 69 administrators (20%) were women.

Lewis then examined possible reasons for this
cccurrence. She found three reasons: 1) a lack of assertion
on the part of qualified women who knew of the openings, 2)
a scarcity of qualified women to fill the positions, and 3)
imperfections in the selection process within the national
sport structure. The third reason is of particular interest
to the current study in that Lewis suggested that women were
not aware of job opportunities, and were excluded from the
informal communication network that occurs in the workplace
{1980}.

A recent study, by Macintosh and Beamish (1988), was
conducted on demographic characteristics of NSO salaried and

full-time sport executives who were listed in the 1986 NSO
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directory. The purpose of this study was to examine certain
characteristics that these people brought to their field of
employment. They chose linguistic background, gender,
socio-economic status, education and sport experience as the
variables that they would examine. Their firdings were
similar to those which were found by Bratton (1971), based
on the volunteer sector. These researchers also found an
under representation of women involved in the administration
of sport. Thirty-one percent of the respondents were female
with the majority in the position of program coordinator.
This pcsition is considered the lowest position of the three
executive positions in terms of power within the NSOs. They
stated that women were under represented at all positions
except program coordinator (Macintosh and Beamish, 1988).

The Macintosh and Beamish (1988) study points out some
of the characteristics that women in NSO executive positions
possess., The women had a comparable education to theilr male
counterparts, and were generally younger by five years than
the men. However, women executives did not have as
extensive a gporting background (in terms of participation)
as their male counterparts. In other words, the females in
the study had generally only competed at the high school
level, and thus had little international or national
sporting experience in comparison to their male
counterparts.

A key point made in this study was the fact that
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women's issues are not a priority for Sport Canada, which is
primarily concerned with producing high performance athletes
(Macintosh and Beamish, 1988). This was also supported in a
more recent study by Whitson and Macintosh (1990). Due to
this attitude, those in positions of hiring, mainly males as
the survey results indicate, want the person with the most
"technical competence" tc¢ be hired. A man is thus usually
employed due to his sport background . These researchers
suggested that one of the problems in the advancement of
female sport administrators is that a majority of males hold
the power through their decision-making positions. Another
problem that the researchers found was the lack of high
level sports competition in the women's background, which
meant that they lacked the technical competence which is
desirable for these positions. These patterns have to
change, accordinj +o the authors, if the number c¢f women
employees in the NSOs is to increase (Macintosh and Beamish,
1988).

A study by Whitson and Macintosh (1989) examined six
NSOs: basketball, canoceing, gymnastics, swimming, track and
field, and volleyball, in regards to the role of affirmative
action within these organizations. They examined senior
officers (top~level administrative staff, key national
voluntcary boards and executive members, prominent current
and past athletes, and the Sport Canada consultants of the

six NSOs) to see how actively affirmative action was
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promoted and implemented. Through interviews they found
that affirmative action was of low priority in these NSOs.
The fact that women were not well-represented in middle to
upper management was ratiocnalized to the fact that women had
family obligations which prevented them from carrying out
the job. This was suggested by those interviewed for the
study. In their estimation it was not part of the due to
the system in place but rather a reflection of the interests
of women (Whitson and Macintosh, 1989; 1990).

Federal Government Initiatives Concerning Women and Sport

In 1974 the Fitness and Amateur Sport branch supported
a naticonal conference on women and sport. Jackson
stated that of the thirty-five National Sports Governing
Bodies (now known as NSOs) located in Ottawa, only
five of the essential administrative positions were held by
women. These positions included: one executive director,
one assistant executive director, one technical director,
and two executive secretaries (Jackson, 1974). This
conference provided an open forum for discussing many issues
facing women and their chosen area of interest. One of the
workshops was dedicated to women and sport administration.
The primary effort of those involved in this workshop was
.+.directed towards proposing needed programs,
policies, and recommendations that would enable
competent women to assume administrative
responsibilities within sport governing bodies and
other sport structures (Jackson, 1974:32).

It was not until 1986 that the Federal Government,
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through Sport Canada, announced a policy statement entitled

Women in Sport: A Sport Canada Policy. This policy was
developed to expose the problems that women face in the
field of sports and athletics. The document included policy
gtatements and methods of implementation. One section in
particular dealt with leadership development. The
government's position is atated as such:

Sport Canada will strive to increase the involvement

of women in technical and administrative leadership

positions at the national level both as professionals
and as volunteers, so as to integrate women into the
sport system; and to ensure that women with the
requisite skills and commitment are placed in
positions to effect change for women in sport (Fltness
and Amateur Sport, 1986bi21).

The manner in which the govermment planned to go about
-this change was to 1) ldentify training, skills and
experience required for the position, 2) design programs, 3)
ensure that the NSOs have provisions to meet the needs of
female administrators, 4) promote leadership opportunities,
and 5) engage in an ongoing evaluation process (FAS, 1986Db).
Spor:t Canada indicated, through this policy statement, a
plan that should be followed over the next few years.

However, in the latest statement from FAS, Towards

2000: Building Canada's Sport System, there was very little

mention of women's issues. The only statement regarding
women specifically was the following:

As an awarsness vehicle, the Women in Sport initiatives
have been useful in sensitizing the sport community,
but in terms of explicit actions the results are not
vet clear (FAS, 198Bc:27).
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The minimal attention given to women's sport leadership
indicates that Sport Canada's 1986 policy is not being
operaticnalized into the policies of Sport Canada.

The results of the 1989 survey by Sport Canada also
indicated that few changes have occurred since this policy
was created. FAS conducted two surveys on women in sport
leadership, in 1981 and 1985, and Sport Canada followed up
with a similar survey in 1989. The first survey dealt with
both the federal and provincial governments, the
universities and colleges of Canada, and the Coaching
Association of Canada. The last two studies, 1985 and 1989,
dealt solely with the NSOs. The intention of these FAS and
Sport Canada surveys was to look at the extent and nature of
female leadership in fitness and amateur specrt in Canada.
FAS found that women were under represented in the higher
levels of sport administration within the NSOs
(1982:9;1986a:4). This finding was in keeping with previous
demographic studies (Macintosh and Beamish, 1988; Lewis,
1980; FAS, 1988a). Therse was a slight increase in the
percentage of women in administrative positions from 1981 to
1989. In 1981 it was found that 16% of the executive
directors (ED), 18% of the technical directors (TD), and 40%
of the program coordinators (PC) were women. In 1985 it was
established that 24% of the EDs, 17% of the TDs, and 62% of
the PCs were women. In the draft of the 1989 survey it was

found +hat 28% of the EDa, 25% of the TDs, and 69% of the
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PCs were women (see figure 1 for a summary of these
results). FAS justified the increase of women at certain
positions by the increase in degree programs offered at
universities in sport administration (Fitness and Amateur
Sport, 1986a), and the formation and activities of the Women

in Sport Léadership (WSL) programs.

WOMEN [N N.S.0. ADMINISTRATIVE POSITIONS
1981 1985 1989

PERCENT (%) OF WOMEN EMPLOYED

Executive Technical Program
Director Director Coordinator
G 1981 7] 198§ 7] 1989

Figure 1, Summary of Women in Sport Leadership Surveys
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In the 1986 leadership survey. WSL delved intoc how many NSOs
had a stand on equality of opportunity. They found that
only 12% of the organizations had a policy. In the 1988
survey it was found that two NSOs had official policies on
equal opportunity and about six were in the process of
taking an official position.

The results that were reported by FAS and Sport Canada
in the surveys indicate that they have perceived a problem
in terms of a lack of women in sport administration. Over
time they have also tried to initiate plans of action such
as the 1986 policy statement. However, the percentages
provided by these documents demonstrate that no significant
gains have been achieved. An examination of the employment
equity literature may help to provide possible explanations

for this trend.

Background on Eguality in Employment:

Equality means n,..freedom from adverse discrimination”
(Abella, 1984:1). Abella (1984), in her report following
the Royal Commission on Equality in Employment, notes that
the types of discrimination in employment change over time.
This means that the problems that are perceived to be
discrimination today will not necessarily be the same ones
jdentified in the future. Today it is recognized that there
are four "target" groups in canada, who need help in their
battle against unfairness in the workplace and socliety.

These groups are: women, native people, disabled persons,
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and visible minorities (Abella, 1984).

One of the principal goals of the four groups is
equality in employment. This "means that no one is denied
opportunities for reasons that have nothing to do with
inherent ability - it means equal access free from arbitrary
obstructions...”(Abella, 1984: 2), The most common
approaches developed to combat this problem of inequity have
been equal employment opportunity programs. These are plans
that "...require that all individuals be treated equally,
that employers eliminate overt discriminatory practices
[and] emphasizes equality of treatment..."(Hendlisz,
1982:10)., However, these procedures have not had much
success, because they are not pro-active but rather are
policy statements with no methods of implementation (Allan,
1988),

Affirmative action programs are another type of plan
used. This type of agenda is based on an American model
which involves "...collecting data on the workforce, setting
meagsurable goals to alter the representation of the
workforce, and devising an action plan to meet those
goals..." (Allan, 1988:6). The Canadian model appears toc be
employment equity, which is an adaption of the affirmative
action program except that it is pro-active (Allan, 1988).

"Employment equity program" is the preferred term for
affirmative action programs in Canada (Abella, 1984; Allan,

1988). This term implies a program that collects data on
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the workforce, sets attainable goals to alter the
configuration of the workforce, and devises a plan of action
to meet the goals (Allan, 1988). It is also a more all-
encompassing term (Abella, 1984). Employment equity

is based, therefore, on the recognition that we must

take positive action to put inte place remedies which

will ensure that all people regardless of sex, race,
religion, disability, and culture be given an equal
opportunity for employment and promotion (YHMCA,

1987:17).

Employment equity has two components. The first
component includes the eradication of past patterns of
employment discrimination through the process of using
numerical goals and timetables in order to employ and
advance representatives from groups facing discrimination
.(Allan, 1988). The second component is the "identification
of discriminatory employment systems and practices and their
replacement by alternative, non—-discriminatory systems and
practices; and the implementation of special measures to
overcome the long-term effects of discrimimation" (Allan,
1988:8). The present investigation falls within this second
component.

All these programs - equal employment opportunity,
affirmative action, and employment equity - have been
developed to overcome workplace barriers and use remedial
systematic and systemic methods to improve the system.
Systematic approaches involve things such as the development

of a training program in order to meet the needs or

qualifications of the system. Systemic approaches, on the
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other hand, address systemic discrimination by making
changes to the internal system. These approaches are
necessary to overcome the problzms which are caused by the
system itself, and to improve the images that are
stereotypically attributed to individuals because cof the
group in society to which they belong (Abella, 1984).
Enforcement is necessary for programs of this nature. An
example of a successful program was one initiated by the
federal government "...to hire representative numbers of
Francophones into the federal civil service" (Allan,1988:7).
This program was not an employment equity program but it
used the szame type of process, goals, timetables, and
accountability (Allan, 1988).

All of the Human Rights Acts in Canada (both provincial
and federal) have a stipulation to legislate employment
equity programs. This is not, however, a mandatory
requirement of the workplace. Thus, these programs are
voluntary and may or may not be introduced into the
workplace, depending upon the particular employers (Kelly,
1985).

Abella (1984) found that since the 1970 Roval

Commission on the Status of Women *"...little substantial

improvement has taken place" (20). This was also true In
the area of national sport administration, as executive and
administrative positions are still occupied primarily by

males. In the early 1980s, for example, 83% of the
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positions available at the NSRC (now the CSFAC) were held by
males (Macintosh, 1988).

In order to achieve equality in employment, the
barriers must be identified and then broken down to allow
special needs groups to reach their goal. Barriers can be
identified through an examination of the process that an
individual must go through in order to achieve employment.
Once these barriers are identified, then a plan of action
can be set out in order to remove them.

Abella (1984) suggested that socisty must act
positively to eliminate the barriers that are in the
workplace because they will not dissolve themselves. She
suggested that there are two aspects to these barriers, pra-
employment conditions and workplace conditions. The Pre—
employment conditions include items such as educational
degrees or certificates, and training programs that
influence qualifications necessary for access to employment.

ther circumstances bar equal participation once individuals
are qualified to enter the workplace, including power held
by those in decision making positions, the hiring process,
and views held by the employer as to who the ideal candidate
would be (Abella,1984).

Abella (1984) listed restricted employment
opportunities, limited access to the decision-making
process, little public visibility as contributing Canadians,

and options that are cyclical in nature, as the types of
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discrimination that face the four aforementioned groups.
Barriers specific to employment include ".,.. recruitment and
employment practises, job tralining policies, the existence
of job ghettos, and unjustified wage or benefit
disparities..,."(Hendlisz, 1982:8), It is believed that the
basis for these types of discrimination is the result of
"...broad socio political conditions..." which have a
"...long standing historical pattern..."(Kelly, 1985:15),
This means that North American society has been and
continues to be patriarchal in nature. Thus there is a
"...domination of women by men, as a pervasive feature of
gender relations in all kinds of societies" (MacKie,
1987:39).

It is often during the recruitment and hiring processes
that organizations are charged with discriminatory practises
(Kelly, 1985). The basic hiring/recruitment process should
be fair to all applicants., This means that there should bhe
adequate notification of a job opening for females and
encouragement to apply. The organization should make sure
that the job requirements do not exclude or discriminate
against females and that the organization processes the
women's applications the same way as all other applicants
(Lawrence, 1978).

In order to get the greatest response from prospective
female candidates, Lawrence (1978) stated that during the

recruitment stage, the organization keep these ideas in
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mind: 1) use female recruiters, 2) advertise at job fairs
that are sponsored by women's groups, 3) ask for referrals
from women's organizations, 4) recruit at schools and
universities with high percentages of female students, 5)
organize special talks and tours of the organization's
facilities for women, and 6) use female models in their
company brochures,

The hiring process involves several steps which
include: decision to hire, advertisement of the position,
screening of candidates via applications and resumes, short
listing and interviewing, and the deéision on who to hire
and why (Lawrence, 1978). Specific literature concerning
each of these steps will be discussed in Chapter Two, under
the "Research Framework."

Justification of Problem

Researchers in the field of sport administration, that
have examined the lack of women in the administration of the
NSOs, have exclusively examined the outcome of the system
(in terms of the percentages of men versus women
administrators). 1In other words, the researchers have
neglected to examine the outcome of these results in light
of the organizational structures that are in place. Thus,
researchers have solely utilized demographics to examine
this deficiency of female administrators in terms of
education, age, and sporting experiences,

Other studies have tried to explain this scarcity of
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female sport administrators in terms of marital commitments
and family obligations. This i3 not an adequate explanation
for the present findings, as it denies the impact of the
larger social structures on such ocutcomeas. One of the
gpecific areas where systemic discrimination is often
produced is in the hiring process. Slack and Kikulls
(1989), in their summary on gender and the administration of
sport, suggest that there have been ",..virtually no
attempt(s) to examine the organizational structures and
processes which have helped to produce and reproduce...”
(184) the inequalities of women in administrative positions
within the NSOs.

Sport Canada's concern over the number of women in
middle to upper management in the NSOs is evident in the
1986 Women and Sport policy, and supported by recent
research.

I+ has remained the case, however, that in competition

for senior positions (eg. executive and technical

directors, or national coach posts), especially in the
high-profile and large budget sports women candidates
are not being hired or even, for the most part, short-

listed (Whitson and Macintosh, 1990:28).

These statistics justify an examination of the structural
factors that may affect the numbers of women holding

administrative positions within the NSOs. This research
could indicate several areas of the hiring process where
improvements could be made in light of employment equity

expectations. The current study accordingly will look at

one structural factor within the workplace, the hiring



23
process, which may contribute towards a minority of women
being represented within the organization.

Statement of the Problem

Could the hiring process differentially affect the
acquisition of male and female personnel within the National
Sport Organizations?

This problem will be operationalized through two sub-
problems: 1) is the current NSO hiring process objective and

2) is the current NSO hiring process gender sensitive?



CHAPTER 11
Methodology

Research Framework

In order to pursue this study a framework was created,
in light of existing literature, to examine the various
stages in the hiring process and to reflect on how this
system may affect the advancement of women in the workplace.
The goal of this framework was to create an objective hiring
process. This means a procedure that controls for any
persconal or biased feelings that an individual may have
about certain issues when taking part in the hiring process.
Once this is achieved the next step is toc make 1t gender
sensitive. A gender sensitive hiring process would be a
system which is premised upon current literature surrounding
gender equality in the work place. The following framework
is set out chronologically to includes the five stages that
are part of the hiring process: 1) the decision tc hire, 2)
advertisement of the position, 3} selection of the short
list, 4) the interview, and 5) decision on who to hire.
These five stages will each be discussed chronologically,
highlighting steps which will ensure a more objective,
gender sensitive hiring process. It 1is with this framework

in mind that all data will be collected and analyzed.

The Decision to Hire

Two situations lead to a decision to fill a position:

24
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when the organization decides to create a new post, or when
a position is vacated by an employee. The job description
must be designed or reviewed when one of these two
situations takes place. All future steps in the hiring
process are dependent on the content of the job description.
Thus, it is with the creation/revision of the job
description that an organization can start making its hiring
process more objective. The following steps will increase
objectivity when designing the job description, as well as
and the job description itself: proper timing of its design,
complete and clear content within it, gender-neutral
language, and operationalized "special needs" pcolicies.

The designing or updating of a job description must be
completed prior to any other stage in the hiring process, so
that the resultant job description is not influenced by the
applications of prospective candidateas. Thus the job
description has to be based on the needs of the organization
and not on a specific individual's qualifications. This can
be achieved by always conducting a needs assessment when a
position becomes open.

The content of the job description is alsoc important. It
must include the following components: tasks to be
performed, physical and environmental demands, communication
skills needed, location of position within the
organizational structure, any special requirements, gensral

knowledge, and skills needed for the job (Lawrence, 1978).
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When describing these requirements the description must be
vold of vague terms such as "initiative" or "self-starter".
These terms are ambiguous and can allow for subjective
evaluation when comparing them to a potential candidate's
qualities (Wainwright, 1979).

Once these steps have been taken the job description
should be more objective in its composition. However, one
must also make sure that this job description is gender
sensitive. This can be achieved through a sensitivity to
wording, and attention to "special needs" policies. For
example, the review should identify-and remove titles that
may be traditional in nature, and inherently prescribe that
the job iz best performed by one sex or the other (Farley,
1979) .

"Special needs" groups are sometimes identified within
the hiring process. Extra attention must be given in order
to ensure that these groups are taken into consideration
when a job description is created. This can be achieved by
developing a human resources policy that has distinctive
provisions for "special needs" groups (Kelly, 1985). An
example.of this would be when the federal government decided
that francophones needed to be better represented in the
civil servica. The federal government initiated a policy in
order to achieve this (Allan, 1988).

Those in charge of the hiring process must then ensure

that any hiring policies, such as employment equity
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programs, are being followed. Management must also make
sure that all perscnnel are aware of these policies. Those
involved in the process must also make sure that there is a
gystem in place to monitor these policies.

Once the job description is finalized there are several
other tasks that must be completed prior to moving on to the
advertisement of the position. The following tools must be
developed: 1) the criteria for evaluation of resumes and for
gselecting potential interview candidates must be laid out,
2) the questicns for the interview must be developed or
revised, 3) the criteria for evaluation of the answers to
the questions must be agreed upon, and 4) the critéria for
selecting a final candidate must be set. The purpose behind
establishing these items prior to any other step is so that
future steps are not influenced or biased by the applicants
to this job.

Advertisement of the Position

During the advertisement stage of the hiring process
the organization must strive to be objective because it is
the advertisement that will dictate the type of applications
that the organization will receive. The advertising of the
position is important in that it must identify and reach a
selected audience. This can be achieved by following these
steps: examining the design of the advertisement so that it
contains all the information that pertains to the position

and eliminating that which does not pertain, reviewing the
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wording of the advertisement, and examining the circulation
of the advertisement so that 1t reaches the target
populations,

The advertisement, drawing from the job description,
should contain only information that pertains to the
position. Thus in order to make sure qualified candidates
apply the organization is advised to list the qualifications
for the position fully so that the prospective candidates
can understand the primary requirementa. If candidates are
rejected due to a lack of qualifications this must be noted
and kept on file (Wainwright, 1979). This is done in case
the rejected candidates ever question why they were rejected
and/or they bring a case of discrimination forward. The
advertisement should also reflect any employment policies or
employment equity programs of the organization. Examples of
this would include: "We support egual opportunity in
employment” or "We are employment equity employers”.

The wording of the advertisement is also important. It
must be descriptive enough so that a full understanding can
be made of the advertisement. If this is done then the
organization can decrease the number of unqualified
candidates that apply. The advertisement for the position
must also, however, be designed to draw the broadest of
suitable candidates (OWD, 1986). 1If, for example, the
organization feels that the job title may imply only one

sex, then this problem can be reduced by either changing the
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title or stating that both "men and women are invited to
apply" (Wainwright, 1979).

Once the advertisement is completed the organization has
to decide what it will do with the advertisement so that it
will be observed by a select audience of qualified
individuals. By "select audience" this does not mean only
those candidates that the organization most "logically"
considers, but rather all those who are gqualified for the
position including "special needs" groups.

As many as 85% of available jobs go unadvertised (Kelly,
1985), inside or outside the work place. Thus, the
organization's personnel department must make sure that
there is both internal (within the organization) and
external (outside the organization) advertisement of the
position. This is necessary in order to reach the biggest
job pool available.

The media that is used in announcing the position must
be of some concern to the organization, since this media may
have a "...discriminatory effect in producing applicants..."
(Wainwright, 1979:221). The organization must be aware of
the readership of the publications that they use to
advertise, so that they are not eliminating potential
candidates (Kelly, 1984). Media that reaches all groups
should be used for advertising, especially media sources
which reach under represented groups (OWD, 1986; Allan,

1988; Farley, 1979}.
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Selection of the Short List

The selection of the short list occurs when the
deadline for receipt of the applications has passed. There
is a potential for bias to occur at this stage in the hiring
process, since subjective judgement is often used when
selecting interview candidates. Thus this procedure must be
made as objective as possible in order to avoid charges of
discrimination. There are several steps that must be taken
to ensure this objectivity. They revolve around the
application procedure, the composition of the selection
committee, the criteria used to select tha potential
interview candidates, and the actions of the selection
committee.

The application procedure can occur in two ways: 1) an
applicant can submit a resume and a cover lette— or 2) an
applicant can submit an application based on a form provided
by the organization. If an application form is used it must
be examined to ensure that it does not contain any questions
that might be considered biased (OWD, 1986). An example of
this would be asking guestions about marital status, family
status or an individual's maiden name, By eliminating these
questions, the organization is decreasing its chances of any
recourse action occurring due to a discriminatory
application procedure,

The committee used to select potential interview

candidates must be a separate committee from the committee
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that does the interviewing (this idea was adopted from data
collected in the interviews). This would ensure that those
conducting the interview would not have preconceived ideas
based on applications they have already seen.

The criteria used for selecting a candidate must be set
prior to acceptance of applications, preferably with the job
description, and all those involved in this process must be
aware of them. This will omit bias which may arise once the
potential candidates' applications have been viewed.
Qualifications that one looks for in_a candidate muat be
standard for all candidates and must reflect the contents of
the advertisement and the job description. These
qualifications should not unfairly exclilude "special needs"
groups (Lawrence, 1978). Examples of qualifications that
exclude certain groups include height and weight
requirements, unnecessary diploma/degree requirements, or
marital/family status.

Consideration should be given as to whether or not
professional and volunteer experience is to be treated
equally (Milne, 1989). For example, an applicant may have
been ocut of the work force for a number of years, yet in
that time held volunteer positionsa with organizations like
the Red Cross Soclety or the Canadian Cancer Society. The
selection committee must decide if they will give weighting
to this type of work experience. They must recognize that

this type of work experience gives an individual
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competencles comparable to paid work experience.

Once the criteria for selecting a candidate has been
created then the use cf these measures becomes important in
maintaining an objective process. The people involved in
the selection of potential interview candlidates, and those
involved in the interview must be trained in that process
{Wainwrigbt, 1979). This training should ensure that they
are sensitive to the areas of concern in the employment
process and are aware of possible discrimination that can
occur in the initial selection process (OWD, 1986). These
people murt also be aware of any policies that the
organization may have in regards to the hiring process. If
-a candidate is rejected at this selection stage then the
reasons must be noted and filed for future reference
(Wainwright, 1979).

The Interview

The interview stage occurs once a short list has besn
constructed from potential candidates' applications. The
interview process must be carried out in such a way that it
is objective and gender sensitive. In order to achieve that
goal, several steps must bes completed. These include
development of the interview questions, setting a format for
the interview, structuring the interview committee, and
establishing a process for the documentation and scoring of
answers

Questions are considered one of the most important
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aspects of the interview. The questions must be set prior
to the selection of candidates, so that interviewers are not
biased by what they have already seen in the applications.
The questions must be standard for each job, and updated as
new job descriptions are created in order to stay current
(Webster, 1982). It is imperative that gquestions not be
asked that relate to marital status, family commitments,
sex, or name, due to the discriminatory nature of such
questions. However, questions can be asked that refer to
whether or not the candidate can meet the required
attendance, travel and other commitments, or if any other
relatives are working for the organization (Kelly, 1985).
The format for the interview is also important. To maintain
consistency in the interview, all questions must be asked by
the same person for each interview. The questions must alsc
be asked in the same order for each interview. Interview
committees members also must not stray from the set interview
guide. This often leads to the asking of "inappropriate"
questions such as those listed above, and/or the
inconsistent questioning of all candidates.

The interview process can be made more gender sensitive
by making sure that the interview board is composed of both
males and females so that there is a complement of
psrspectives. This assumes that men and women bhring unique
perspectives with them to any process. This interview

committee must also be different from the committee used to
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select the interview candidates, so that they are not blased
by anything they have seen thus far.

The documentation of answers is a necessary part of the
hiring process in that it helps the interviewers refresh
their memory of the candidates' responses when it comes to
evaluating them. It also allows for protection should the
organization be charged with discrimination, because the
interviews would be well documented. The scoring method for
questions/answers must be set prior to the interview. This
again relates to the aspect of bias, in that the
interviewers must make sure that all candidates are treated
in the same way.

Decision on whe to Hire

The decision on who to hire occurs once the interviews
are completed. This stage includes the development of the
evaluation criteria, the process of evaluation, and
reference checks. These steps must be objective and gender
sensitive in order to achieve an effective process.

The form of evaluation that will be used to grade the
interviewed candidates must be established with the
announcement of the position and the interview questions.
Examples of items which might be considered to give a final
ranking to the candidates include use of the candidate's
resume, the scoring of the interview questions, and the
personal summaries for each interview in general.

The evaluation process must be consistent for all
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candidates. The committee must identify who will be
involved in each step of the decision making process. For
example, it must be clarified as to who will make the finatl
decision on who will be hired - the committee itself, or
group(s) outside the committee.

The timing for reference checks is determined by the
organization; however, 1t must be consistent for all
candidates. If the organization wants to conduct this
process prior to short listing then all candidates must be
checked. The best time for doing a reference check would,
however, be after the interviews are completed, as this way
an individual is not discriminated against prior to having
an interview. The same number of references must be checked
for each individual. When speaking to referees, the
questions used should be free of any bias (OWD, 1986), and
must be consistent for each reference.

Choice of Methodology

The selected methodology for assessing the hiring
process of select NSOs in relation to an objective, gender
sensitive framework was qualitative research. Many
researchers feel that gualitative research is not a
scholarly approach to research because it is "...too
subjective, value~laden, and non-scientific..." (Schutz,
1988:3). Researchers have also suggested that qualitative
analysis has an inclination towards "construct error, poor

validation, and questionable generalizability" (Aldag &
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Stearn, 1988:260), thus leading to a conclusion that as a
methodology it is "non grata."

Qualitative research is, however, a valuable method in
that it measures aspects of behaviour that guantitative
analysis ignores. Quantitative analysis is for example,
effective when counting objects and applying statistical
analysis. However, this type of data collection/analysis
will not explain why the objects are doing what they are
doing (Mickunas, 1983). This study 1is primarily concerned
with why individuals act as they do in the hiring process;
thus, using qualitative methods is important in gathering
and analyzing data, as this method allows for this type of
examination.

An interview method was the key means of data cocllection
used in this study. An application of this method is
appropriate because the study is investigating a social
action. This study 1s interested in the perceptions of the
employees about the hiring process.

When applying this method to research, the researcher is
attempting "to understand behaviour and institutions by
getting to know well the persons involved [and} their
values" (Nachmias & Nachmias, 1987:287). Interviews also
provide depth to the information gathered (Kerlinger, 1979).
In other words, the interviewer can probe the responses of
the interviewee, while the interviewee can also clarify the

questions asked. This is important in a study of this nature
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where one is examining an individual's perceptions of an
event. This method of investlgation (interviews) thus
allows both the interviewee and interviewer to clarify each
others' thoughts or questions.

There are some limitations to the interview as a method
of data collection. Due to the personal nature of the
interview, an interviewer can (un)knowingly bring potential
biases to the process. The interviewer may also misconstrue
the nature of the response due to her/his biases. This can
be reduced if the interview 1s audio-taped and recorded
accurately (Drew, 1980; Stone, 1978). In this study all
interviews were audio-taped (permission for this taping was
.granted from all participants) and then transcribed. It was
assumed that the individuals interviewed were portraying a
correct picture of what occurs during the hiring process
while being interviewed.

Other potential problems exist in the interaction of
the interviewer and the interviewee. Factors such as race,
sex, age, and ethnicity can affect how the interaction
develops between the two people. Again personal biases or
prejudice can cause problems in the collection of open and
honest responses to questions,

The interview schedule for this study was based on the
literature in the area of discrimination in the hiring
process and employment equity. Questions were developed

from this literature in order to cover all the areas. Other
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questions wers added that specifically related to the NSOs

and Sport Canada. Once this interview schedule was
developed the researcher consulted with two experts in the
area of interviewing in order to see if it was set up in an

appropriate way. The researcher then carried out two pilot

interviews with individuals who weres involved in hiring

within NSOs, but not within the NSOs under investigation.
Subjects

The following section lists, and provides a rationale
for the NSOs chosen «nd the positions interviewed. Each of
the NSOs were guaranteed confidentiality in this study.
Therefore, they will be referred to by assigned letters
rather than by their proper name (see Tahle 1).

Five NSOs were examined in this study. They share
several characteristics: they are large in size ( meaning
that they hire a large office staff and also have a large
number of registered participants), have a long history
(meaning that they have been established for more than ten
years) and Olympic status, and include both male and female
athletes in their jurisdiction. The NSOs that were examined
were limited to sport organizations that are resident in the
Canadian Sport and Fitness Administration Centre (CSFAC) in
Ottawa.

The positions examined in this study were those in
middle and upper management. These included program

coordinator, technical director and executive director
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posts. The choice of these positions follows from the fact
that the WSL program indicated, through the surveys they
have conducted (F&AS, 1981;1986a;1988), that there is an
under representation of women in middle to upper management
positions. These positions are also the perceived positions
of power within the NSOs. The only level of personnel that
was excluded from this study was the support staff, i.e.,
office clerks, and secretaries. The statistics from the WSL
surveys clearly indicated that women held an overwhelming

number of those positions.

Organizations (NSOs) A B Cc D E
Interviews Conducted:
1)Professional Staff 3 3 3 3 2
2)Volunteer Staff 2 2 1 2 1
3)Sport Canada Consultant 1 1 1 1 Py
Total Number of Interviews 6 6 5 6 4
Sex of Interview Subjects:
1)Women 2 0 1 0 2
2)}Men 4 6 4 ) 2

Table 1. Composition of Interviews Conducted

The researcher for this study set out to interview
three professional staff members (the Executive Director and
two other middle management pecple), twe volunteer staff
members (from the executive committee), and one Sport Canada
consultant for each NSO (these positions compose the general

structure of the hiring boards). The individuals
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interviewed were selected by the NSO. Two NSOs were not
willing o give out the names of all six positions
requested. Twenty-seven interviews were thus completed out

of a possible thirty {(see Table 1 for a total breakdown of

interviews).

Data Collection

Select NSOs were sent letters (see Appendix B) in order
to inform them about the study and to get permiassion to
conduct interviews with members of the hiring committees.
Each NSO participating in the study was asked to provide a
1ist of the names, phone numbers, addresses, and FAX numbers
of three professional staff members, two volunteer members,
and the Sport Canada consultant for theilr organization.
These individuals were contacted personally by phone or FAX,
to set up interview times for the study. A personal
interview (see Appendix C) was conducted and audic recorded
in Ottawa for those interviewees located in Ottawa at the
Canadian Sport and Fitness Administration Centre (CSFAC) and
Sport Canada's offices. This group included all but one of
the professional staff, and all the Sport Canada
consultants. The volunteer members were spread out across
the country, and thus telephone interviews were conducted in
those cases. These interviews were alsoc audio recorded.

March 30, 1990 was selected as the final day for
collection of data (data collection began at the end of

December, 1989). This date was picked as it allowed for



41
three months of data collection. The individuals who did
not respond immediately were either telephoned or sent FAXs.
It was found that FAXs werae more effective at getting
responses, s¢ the second and third time individuals were
contacted they were sent FAXs. This deadline eliminated a
gixth NSO that had initially consented to participate in the
study, because only two interviews were completed by that
date.

The following section outlines how the data was
conllected for each stage of the framgwork. Each stage is
discussed chronologically, in terms of a) the method of data
collection and h) the written documentation that was
collected. The complete interview schedule 1s available in
Appendix C.

The Decision to Hire

The selected organizations were asked several questions
concerning their decision to hire: who designs the jab
description and when is this process is carried out, were
they aware of "special needs" groups, and did they consider
these groups when they decided to £fill a vacated position.

A question was also included in the interview schedule to
examine whether or not the NSOs have any hiring policies. In
particular the researcher was interested in gathering
policies in regards to "special needs groups. Two examples
were used to prompt the interviewees for an answer, gender

and bilingualism, as the latter is one policy item with



42
which they would be familiar.

Coples of job descriptions were collected from Sport
Canada and selected NSOs in order to see what job
' requirements were listed. Sport Canada lists its general

job descriptions in the Core Support Program 1989-1990

Manual. Each NSO also has its own job description for each
specific position within the organization. Two job
descriptions for middle to upper management positions were
obtained from each NSO.

One organization had an equal opportunity policy which
was obtained for the study. Two other organizations
submitted their employment policies (one in the form of
,bylaws). The final two organizations did not submit any
form of employment policy. For these organizations the
researcher had to rely on the answers in the interview as
concerns employment policies.

Advertisement of the Position

Questions were asked in the interview regarding the
methods the NSOs use to advertise, and where the NSOs
advertise their position(s) externally and internally. The
location and wording of NSO advertisements were also checked
through the use of questions included in the interview
guide. One copy of a recent job advertisement for a middle
to upper management position was collected from each NSO, to
see if the advertisement reflected any employment equity

policy statements.
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Selection of the Short List

In order to find out how the NSOs short list their
potential interview candidates the NSOs were asked several
questions. These questions were aimed at identifying
criteria used to select interview candidates, and clarifying
how this criteria was developed. Interviewees were gquizzed
on the types of qualifications that are needed for the
position and whether or not those qualifications are
standard every time the position is open. Finally, a
question was asked to determine whether or not they consider
volunteer as well as professional experience in their
evaluation criteria.

The Interview

It was important to find out the composition of the
interview board, in terms of the position held by each
member, as this was an indication of who made the decisions
within the organization in regards to hiring. To find out
this information, the researcher included a question in the
interview schedule.

The next most important item in this process concerned
the interview questions that were asked. Interviewees were
asked when the set of interview questions is developed, if
this set of guestions is standard for all candidates, and
what process is followed during the interview. Questions
were also included to find out if and how the answers to the

interview questions are recorded, and how these answers are
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scored or graded after the interview is complets,

Since the study is examining whether or not gender
discrimination is apparent in the hiring system, the
researcher had to know if the questions asked during the
interviews are discriminatory in nature. This was achieved
by acquiring a copy of the questions used in the interview
process (all but one organization provided samples).

The organizations were also asked for a copy of the
system used to grade interviews. Only two organizations
were willing to share this information with the researcher.
The other three organizations said they would provide this
information, but did not follow through on their commitment,
despite reminders from the researcher.

Decision on Who to Hire

Questions were asked to discover what form of
evaluation was used for each candidate. 1In particular the
researchsr was interested in finding out if they used only
the interview scores, or also combined these scores with
personal discussion and the candidates' resumes. A guestion
was also included on when reference checks were made.

Directional Propositions

The directional propositions are listed
chronologically, in keeping with the way that the research
framework was devsloped. At the end of each proposition, in
brackets, it will be indicated which sub-problem it relates

to (objectivity or gender sensitivity).
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Decision to Hire

A. The NSOs do not consider the Sport Canada policy on
Women in Sport (1986) when they are making a decision to
hire. {(Gender Sensitivity)

B. The NSOs do not take "special needs" groups into
consideration when designing the job description. (Gender
Senaitivity)

The Advertisement

A. When advertising an open positien the NSOs do not
“ake the job pool of 2vaileble employees into consideration.
(Gender Sensitivity)

B. There will be no consistency in the manner that the
advertisements are worded with respect to employment
policies. (Gender Sensitivity)

Selection of the Short List

A. The system used to short list potential Interview
candidates will not be a set feature of the hiring process.
(Objectivity)

B. The committee used in short listing potential
interview candidates wi!l be the same as the committee used
in interviewing a candidate. (Objectivity)

The Interview

A. The interview board will not contain a balanced
numbers of males and females. (Gender Sensitivity)
B. The interview guide, that the organization uses when

interviewing candidates, will not be standardized.
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(Objectivity)

C. The interview gquestions will be constructed just
pricor to the commencement of the interview. (Objectivity)

D. Preset questions will not be discriminatory in
nature, however follow up comments/questions will be made
which could lead to gender discrimination. (Gender
Sengitivity)

Decision on who to Hire

A. The selection of candidates will not be based solely
on a scale, but will alse involve perscnal judgement.
(Objectivity)

Data Analysis

The documentation collected was analyzed in light of
the research framework guidelines. These documents
included: <job descriptions, employment policies,
advertisements, interview guides, and evaluation criteria.

Once all the interviews were completed each audio-tape
was transcribed by the researcher. These transcribed
interviews were grouped into the five NSOs examined. The
researcher then made lists, using key words and phrases for
all questions noting the degree of consistency within each
organization (see Appendix E). A summary of the five stages
was written for each NSO, and then each stage was compared
across all organizations to examine the level of consistency
within each stage of the hiring process. These five stages

were then written up in the data section. This data was
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compared to the employment equity guidelines, as set out in
the research framework, and the Sport Canade Guidelines, as
get out in their Human Resource Management booklet (Sport
Canada's guidelines were also compared to the research
framework}. The resultant patterns were noted in the

discussion portion of Chapter Three.



CHAPTER III
Data Summary and Dilscussion

In order to avoid gender discrimination in employment
two principles must underliie the hiring process. This
includes making the hiring process both objective and gender
sensitive. These principles foster ways in which things can
be done so that there is no overt discrimination in the
structural elements of the hiring process,

The following discussion is structured in light of the
five steps that occur in the hiring process. Each step is
divided into four parts. The first part is an introduction,
which contains a brief review of the key points from the
research framework for that step. Sport Canada's guidelines
are discussed next, which includes the hiring practises that
are required or recommended for the NSOs (for greater detail
see Appendix C). This is followed by the information that
was collected from the five NSOs through the interview
process, as well as associated written documentation on
their hiring practices. A discussion follows, which
compares Sport Canada's guidelines, the interview responses,
and the written documentation with the framework.
Directional propositions will be discussed where appropriate
within this discussion. A general discussion, which looks
at the overall data in terms of the issues of objectivity
and gender sensitivity, will complete this section.

It should also be noted, before embarking on this

48
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section, that the N50s were asked if they would do anything
differently in terms of the hiring process if they did not
receive government funding for a position. All the
organizations agreed that they would do nothing different
except for eliminating the Sport Canada consultant from the
hiring process. This is important to the study because it
means that the answers that were given can be considered
appropriate for both funded and non-funded positions.

Decision to Hire

Two situations lead to a decision to fill a position:
when the organization decides to create a new position, or
when a position is vacated by an employee. The job
description must be designed or reviewed when one of these
two situations takes place. All future steps in the hiring
process are dependent on the content of the job description.
Thus, it is with the creation/revision of the job
description that an organization can start making its hiring
process more objective. The following steps will increase
the objectivity of the job description: proper timing for
designing the job description, complete and clear content
within the job description, gender-neutral language, and
operationalized "special needs" policies,

Once these steps have been taken the job description
should be more objective in its composition. However, one
must also make sure that this job description is gender

sensitive. This can be achieved through a sensitivity to
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wording, and attention to "special needs" policies,.

Sport Canada Guidelines,

Sport Canada, in their guidelines, explain that a
staffing committee should be established prior to any other
step in the hiring process taking place. This staffing
committee should be made up of professional NSO executives
and the Sport Canada consultant. Their duties include
profiling and overseeing the staffing procedure, and
designing or reevaluating the job description.

The committee must also complete a program and actlvity
review. This is done prior to the design or reevaluation of
the job description. It involves the cross-referencing of
other job descriptions in the organization so that no
duplication occurs. Once this is completed the job
description is either designed or reviewed. After the job
description is finalized it should be approved by Sport
Canada (FAS, 1984/5).

Sport Canada, in their guidelines, suggest that the
"NSO must give serious consideration to the needs for the
individual and the organization to provide services in both
official languages. Applicants will be assessed against
these qualifications" (FAS, 1984\5:8).

NSO Data.

As part of the research for this study the selected
organizations were asked whether or not they had any

employment policies in terms of gender. They were also
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asked 1f they had discussed Sport Canada's policy on women
and sport with respect to their employment practises. Their
answers suggested that the NSOs do not give this policy any
special consideration when filling a position.

All the organizations had general employment policies
in terms of time off, procedures, and personnel. When
interviewees were questioned as to whether they had policies
in terms of bilingualism or gender, all but one responded
that they had unwritten policies in terms of bilingualism.
This means that they try to hire a bilingual person if
possible hut it is not a condition of employment. The only
organization ("A") that did not have an unwritten policy
about bilingualism did have a specific written policy on the
subject. Only one organization ("A") had any type of policy
concerning gender equity and it was a policy concerning
equal employment opportunity. This organization recognized
that there was an under representation of women in executive
and senior decision-making positions in all the sectors and
at all levels within the specific sport organization. Thus,
this policy was established to initiate a mandate for action
that would improve the present status of the females in
organjzation "A". Their policy on equal opportunity was
approved in 1986.

Another organization ("B") felt that gender was not an
issue and that there should not be a quota system imposed on

them. The Sport Canada consultant for organization "B" also



52
felt that gender should not be a policy issue.

When asked about whether they had discussed Sport
Canada's policy on Women in Sport it was found that three
organizations had discussed it in general terms. One
organization had not discussed it, but had reviewed all of
Sport Canada's policies in the area of hiring. The
organization ("A") that had the equal opportunity employment
policy felt that there was no need to discuss Sport Canada's
policy as their own policy was probably more advanced than
Sport Canada's.

All the organizations carried out needs assessments in
order to define the requirements for a new position and how
they will achieve these requirements. A needs assessment
was also done to update a current position. A needs
assessment can occur in two ways, through a formal process
or an informal process. The formal process occurs when an
NSO applies for funds from Sport Canada for a new position
within the organization. Sport Canada requires a very
specific needs assessment that outlines exactly why the
position is required and what the requirements are. This
formal process may also occur when the NSO is completing its
quadrennial plan. The informal process occurs when the NSO
has to update obsolete job descriptions. These two types of
processes are both performed by the professional staff of
the NSO. Organization "B" specifically stated that Sport

Canada is not involved in the needs assessment. In the
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other four organizations, there was no mention of any groups
other than the NSO itself being inveolved in the needs
assessment.

The NSO is responsible for the creation of job
descriptions. The job descriptions can be created by both
volunteers and professional members of the NSO depending on
the type of positicn. Organization "C", for example, said
that their volunteer Board of Directors was responsible for
creating the Executive Director's job description.
Organization "D" also said that it was the voclunteers that
made up the personnel committee which designs the Executive
Director's job description. This job description is then
ratified by their Board of Directors. It was implied by the
other three organizations that the volunteer sector was
responsible for designing the Executive Directorts job
description.

For positions below executive director, the
professional staff design the job descriptions. This
process usually includes the direct supervisor for the
position and the incumbent, if there is one. Organization
“"B" stated that after the professional staff design the job
description, it is then approved by the volunteer executive
officers.

The job description is reviewed at various times. 1In
three organization("A","B" & "D"), the job descriptions are

reviewed prior to the beginning of the hiring process or
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when the position is vacated. In organization "C" the job
descriptions are reviewed prior to the interview and then
again after the candidate is hired. This is in case there
are any changes that are required once an individual is
hired. In organization "E" the job descriptions are
designed as the need occurs.

Job descriptions were provided, upon request, to the
researcher by all organizations. These job descriptions
were then examined to see if they fit the employment equity
guidelines as set out in the research framework, including
complete and clear content within the job description,
gender—-neutral language such as avoiding the use of only
"he"” or "his" in the descripticn, and gender-neutral job
titles which do not identify a position as being best
performed by one sex or the other. Four of the
organizationa provided very detailed and descriptive job
descriptions fitting the criteria listed above.
Organization "C's" job descripticen of the Executive
Director's position, however, used vague terms to describe
the position,

When taking special needs groups into consideration
most interviewees had to be prompted as to what "special
needs" groups were. They were provided with three examples:
bilingualism, gender, and disabled groups. All five
organizations mentioned bilingualism as a factor that they

might consider when designing a job description noting,
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however, that this would never be a deciding factor in the
hiring process. In terms of gender all organizations stated
that +he sex of a candidate does not matter as they are most
interested in getting the "best" candidate for the position.
Organization "B" suggested that they had created a position
specifically to deal with the women's side of the sport,
thus. "they did in a qualified sense take gender into
consideration when creating a job description", for this
position. Organization "C" felt that gender should not
matter, as they treated everyone as equals.

Discussion

Sport Canada Guidelines.

Sport Canada, while using the term "must" on occasion
more frequently use the term "should" in relation to their
hiring guidelines. Sport Canada, to be consistent with
their own policy on women and sport, should be implementing
concrete steps to reduce gender inequities. However, they
have not as vet operationalized this policy into their
hiring policies and procedures. This could be done by
including a phrase in their hiring guidelines similar to the
one on bilingualism. It will also be necessary to use
"must"” consistently in relation to their guidelines if they
intend on working toward an objective, gender sensitive
hiring process.

Sport Canada makes no mention of the content of the job

description or how it should be worded. These are two
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components that must be specified if they want to become
more objective in their method of hiring.

Sport Canada only suggests that they be invelved in the
staffing committee, but does not state a role for the Sport
Canada representative on that committee. Since it is this
committee that oversees the job description, it is here that
Sport Canada could play a role pointing out any problems
with content or wording. thereby reducing the possibility
that discrimination will occur during this stage.

NSO Data.

The NSOs do not take the Sport Canada policy on Women
in Sport (1986) into consideration when they are making a
decision to hire. This was apparent from guestioning the
NSOs on this policy, in terms of whether or not they
discussed it or were aware of it. An example of one of the
responses, in regards to whether or not they discussed the
women and sport policy, is stated as such:

Not all that much, I think there are cases where we try
to find coaching candidates that are female but it is
really hard to find them but in other jobs I would say
that it 1s good if you can get a female to apply but in
the final analysis it is very hard nosed in terms of the
best candidate who is the one that gets the job.
It would seem that it is not an important issue to any of
the NSOs except organization "A", which 1s attempting to
meet the policy goals through their own Equal Opportunity
pelicy.

None of the organizations mentioned the fact that a

staffing committee was established in order to review job
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descriptions. It was, instead, only one, or possibly two,
people that are responsible for the review. The timing of
this review varies across organizations. Three of the
organizations are following Sport Canada's guidelines and
+he employment equity guidelines (as set out in the research
framework), in that the job descriptions were set prior to
the announcement of an open position. However, two NSO were
not following this time line. This means that the two
organizations not following a time line could run into
problems at a later date in the hiring process because they
may be influenced by the applications they receive. The jab
descriptions provided by the NSOs were generally quite
extensive and very clear in terms of content. 1In one case,
however organization "C's" Executive Director's job
description in outlined expectations/responsibilities which
were ambigquous in nature. This could cause problems in the
future, in terms of achieving objectivity in the hiring
process, as all future tools are based on the job
description.

The NSOs do not take "special needs" groups into
consideration when designing the job description, as is
evident in the fact that they do not consider anything other
than getting the "best" candidate for the position.

Advertisement of the Position

During the advertisement stage of the hiring process

the organization must strive to be objective because it is
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the advertisement that will dictate the type of applications

that the organization will receive. The advertising of the
position is important in that it must identify and reach a
selected audience. This can be achieved by following these
steps: examining the design of the advertisement so that it
contains all the information that pertains to the position,
reviewing the wording of the advertisement, and examining
the circulation of the advertisement so that it reaches the
target populations.

Sport Canada Guidelines.

Sport Canada states in their guidelines that the
advertisement must contain enough information about the
position so that the requirements of the position are clear.
This is reguired in order to limit the number of unqualified
candidates that apply (FAS, 1984\5).

The only requirement that Specrt Canada has in regards
to announcing an open position is that it must be advertised
in at least one national newspaper. It i3 suggested,
however, that the NSO advertise in other publications where
qualified candidates might be reached. The only way the
NSOs can get away without advertising nationally is if they
provide their Sport Canada consultant with evidence that
this tvpe of advertisement would not reach the type of
qualified candidates that they are seeking (FAS, 1984\5).

An example of this situation might occur when NSOs set out

to hire for a coaching position. The NSOs would be aware of
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all the people in the organization who have coaching
certification, since the NSOs have responsibility for
maintaining this information. Once they realize that the
certified coaches in Canada are not qualified enough for the
position, they could then justify to Sport Canada that going
outside of the country to advertise is a necessary step.

NSO Data.

It is the responsibility of each N50 to design its own
advertisements. For most positions, this job is carried out
by the professional staff, and more specifically the direct
supervisor nf the position being filled.

In two organizations ("B" & "D") the advertisement for
an Executive Director's position is designed by the
volunteer executive committee. It iz suspected that this is
the same for the other three organizations, as it appears
that the volunteers are fully responsible for hiring in the
position of Executive Director.

The content of the advertisement could vary depending
on the type of position that is being filled. For example,
a coaching position advertisement would contain more
technical requirements, as comparea to an administrative
position advertisement, which would contain more
requirements in terms of education and office experience.

Whan examining the actual NSO advertisements which
apveared in the newspapr- r were sent to external sources,

it was found that onlvy . " five A1ff .rent advertisements
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contained the wording: "The position is open to men and
women". The other advertisements contained no special
vording about employment equity.

Internally and externally, the decision in terms of
where the advertisement will be placed varies across all
organizations. The posting of the Executive Director's
position is determined by the volunteer board of directors.
For positions below executive director the decision is made
by professional staff within the NSO. A range of people
within the ranks of the professional staff make the
decision, from the Executive Director to the media
department.

How this decision is made also varies across
organizations. In one organization ("C"), the decision was
based on the cost of the advertisement. One of these
organizations also menticned the level of position as being
a deciding factor.

The placement of the advertisement is chosen in keeping
with the target population desired. This is done in two
ways, internally and externally. Internally, they are sent
out in order t¢ reach the membership of the NSO. Those
interviewed felt that it was their duty to ensure that all
members were notified about open positions within the NSO
network. This might be done through notification of their
PSO, a mailing to all their members (includiny both the

volunteer executives and those that are not on the
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executive), and/or advertisements in NSO specific sport
magazines. Externally., all of the organizations advertise
in newspapers nationally and in both official languages
(English and French). The newspaper that all of the NSOs

noted was The Globe and Mail. There were numerous other

newspapers mentioned, but they varied across corganizations.
These included: La Presse (4), Le Droite (3), The Ottawa

Citizen (4), The Vancouver Sun, The Halifax Herald, The

Calgary Sun, The Montreal Gazette, and The Toronto Sun. The

announcement of an open position was also posted or sent to
places other than newspapers. These places might include
the CSFAC., Svort Canada and/or the Canadian Interuniversity
Athletic Union.

The advertisement is officially distributed in a
written form. However, all organizations added that the
information is also circulated in a verbal mamnner. The
sports world is very small., in terms of its adminircrative
structure. There is an internal network that allows people
to find out about future job openings prior to the official
announcement. In other words, a member of the NSO's
national office might be talking to her\his Provincial Sport
Organization (PSO) and mention that someone is retiring
prior to the formal posting of the position. The news of an
opening also can be spread at annual general meetings.
Organization "A" also mentioned that they may contact people

by telephone. Organization "B" said that they will verbally
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contact those who they know are qualified for the position,
and encourage them to apply.

A survey conducted in 1987 of all employees within the
CSFAC indicated that the Centre employs 577 people. This
total includes all personnel, from NSO professional staff to
the translation service staff. All of these pecople would be
exposed to advertisements posted within the CSFAC. When
this total was broken down in terms of gender it was found
that 54% (314) were female and 46% (263) were male. Thus,
advertising within the Centre would notify a balanced
representation of both women and men. However, it is
interesting to note that within this total, the females are
uynder represented in the top positions within the centre
{Sport Canada, 1989). Thus, women and men would not be
gualified in equal numbers to apply for professional NSO job
positions.

One organization ("C") provided an up to date listing
of their current staff. The staff were divided into three
categories: support staff, middle management, and upper
management. There were no women in the upper management
positions (0/3). There was only one women in a middle
management position (1/7). The support staff was completely
made up of women. This pattern is consistent with current
surveys and research, which indicates the under
representation of women in professional positions.

Discussion
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Sport Canada Guidelines.

Sport Canada should support its own policles on women
and sport by making sure that all NSOs provide wording in
the advertisement which indicates that they support both
genders equally when filling a position. This is not a
requirement of Sport Canada's at present, but should be if
they wish to achieve employment equity through
implementation of their policy on women and sport.

Sport Canada should also provide the NSOs with a guide
to alternative media sources so that they know which women's
publications are availabiz to them. This might include the
CAAWS newsletter, as well as feminist journals that devote
space to articles on women in sport.

Sport Canada makes no specific reference to the content
or wording 2f the advertisement. In their capacity as
consultant, they should be indicating problems in this area
to the NSO in order to avert future problems. For example,
if an orgqanization does not list all the required
qualifications in the advertisement, and a potential
candidate is rejected based on an unpublished list of
qualifications even though she\he meets all the listed
qualifications, then the applicant could legitimately claim
discrimination had occurred in the hiring process.

NSO Data.

When the organizations were asked about their

consideration of gender in relation to special needs groups,
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employment policies, and Sport Canada's policy, it was seen
to be a non—-issue (except for organization "A"). Their lack
of concern over the problems that women face in trying to
advance in the workplace was evident in their lack of
attention to gender sensitive issues in the advertisement
stage. The literature on employment equity and
discrimination in the work place suggests that the
organizations indicate that they are supportive of
employment equity in their advertisement (Wainwright, 1979;
OWD, 1986). This should be done on a regular basis if they
want to encourage a better mixture of potential candidates.
This is not currently being done by the NSOs.

When advertising verbally, such as at an annual
general meeting, a consistent format must be established.
The N50s cannot advertise to just a select few members of
the organization, but must rather inform all members
equally, as dictated by the Sport Canada guidelines. This
would reduce the possibility that women would be
diszdvantaged because they were outside the informal network
{Lewis, 1980).

In terms of advertising through formal channels, the
NSOs may not be reaching a broad enough range of
publications by just advertising nationally in the
newspaper. If they are interested in hiring more women,
+hen thev should look intec feminist publications such as the

CAAWS bulletin.
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The NSOs seem to be following Sport Canada guidelines
in terms of how they advertise for a position. It would
appear that if anything is to change in regard to the
advertising of a position, Sport Canada's guidelines would
be a good place to start. Their guidelines should make
recommendations which ensure a more obijective and gender
sensitive process. If Sport Canada wishes to operationalize
its policy on women and sport, then changes to the suggested
methods of advertising should occur. The publication of
advertisements in magazines and journals specifically
oriented towards professicnal women, as well as wording
within the advertisement which states that the NSO supports
employment equity, would be logical first steps.
when advertising for an open position, the NSOs do take
the job pooi of available employees into consideration,
However, the advertisement within the Centre is not always
effective in reaching employees with the necessary
qualifications. The reason behind this is that this posting
often is placed in the photocopy rooms, which is the area
where the main traffic is support staff. Few professionals
would frequent this area, and thus would not be aware of the
advertisement.
It was found that only one of the organizations ("D")
in the study made anv effort to include any wording in the
advertisements collected, in regards to its employment

policies with respect to gender. This finding is
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consistent with the fact that the organizations do neot think
in terms of gender issues (excluding organization "A"),

Selection of the Short List

The selection of the short list occcurs when the
deadline for receipt of the applications has pasased. There
is a potential for bias to occur at this stage in the hiring
process, since subjective judgement is often used when
selecting interview candidates. Thus this procedure must be
made as objective as possible in order to avoid charges of
discrimination. There are several steps that must be taken
to ensure this objectivity. They revolve around the
application procedure, the composition of the selection
committee, the criteria used tov select the potential
interview candidates, and the actions of the selection
committee.

Sport Canada Guidelines.

Sport Canada suggests in their guidelines that a
selection committee should be struck that includes at least
two NSO executives and the Sport Canada consultant. If the
position under consideration is one in the national office,
as opposed to a national training site, then ths immediate
supervisor for that position should also sit on this
committee. Other members could include a representative of
the Coaching Association of Canada and/or an athlete
representative, if the position is for a coach. Another

alternative for the selection committee is having a member
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of the CSFAC staff sit on the committee as an objective
outsider (FAS., 1984\5).

The necessary gualifications for the candidates should
be listed as soon as the job description is completed; that
is, prior to advertising the position.

An initial screening of the applications should be done
by at least two members of the selection committee, in order
to screen out unqualified candidates. A second screening is
then done by all members of the selection committee. This
second screening produces a short list of potential
candidates (FAS, 1984\5).

NSO Data.

Job applications for most positions are sent to the
NS0's national office in Ottawa at the CSFAC. At this
point., those interviewed in three organizations ("A","C", &
"E") stated that the executive director goes through all the
applications to make sure they have the general requirements
as set out in the advertisement. 1In the other two
organizations it is the selection committee that completes
this task. The applications that do not have the basic
requirements are then discarded. The remaining applications
are circulated to all members of the selection committee,
This committee can include: NSO professionals, volunteers,
and the Sport Canada consultant. The professionals on thae
committee include the Executive Director as well as other

professional staff members, and particularly the person who



68

is the direct supervisor of the position being filled.
Volunteer members for the selection committee are chosen on
the basis of different criteria: the location of the
interview, where volunteers are located, and the cost to
bring them to the interview site. The Sport Canada
consultant sits on the committee if the position is funded.
If the position is not funded, the Sport Canada consultant
may be invited to participate. Each committee member makes
an individual list of the candidates they feel are qualified
for an interview. After this is completed they meet
together and the lists are merged in order to come up with
one short list. This list can contain any number of people,
depending on the number of qualified applicants.

The criteria used to judge the applications are
developed in light of the job description, the needs
assessment, and the advertisement. These criteria are then
compared to a candidate's resvme to assess the degree to
which it meets the qualifications for the position. These
criteria would change whenever the job descriptions or needs
assessments are changed.

The only consistent gualification mentioned across
organizations was that of previous work experience. All but
one organization mentioned the importance of being able to
work with volunteers within a volunteer-based organization.
Other qualifications mentioned by individuals included:

communication skills, interpersonal skills, dedication,
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administration background, knowledge of sport, technical
background, time management, conceptual skills, education,
and understanding of the Canadian sport system.

Discussion

Sport Canada Guidelines.

Sport Canada should be more specific about the precise
roles of the selection committee and the staffing committes,
and state whether or not they are the same people. If the
committees are made up of different people this would reduce
the potential for bias, which could be generated by sseeing
the applications prior to the start of the interview
process. This should be made more specific in their
guidelines.

The idea of having an outsider (non-NSO member) sit on
the committee shculd be made a requirement as this might
help to reduce bias in this process. The guidelines suggest
that a person from the CSFAC be considered to sit on the
hiring committee. Howaver, a special position could also be
established within the CSFAC, such as an equity assessor,
who could serve as a resource for the NSO hiring committees.

An equity assessor is an individual who monitors the
implementation of employment equity guidelines. This
individual can be involved in setting out achievable time
lines, as well as =sitting on interview committees to make
sure all equity cguidelines are followed in the hiring

process. Having an individual like this on committees would
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help to counterbalance biases that are held by others.

Sport Canada does not mention the experience required
by people that s3it on the selection committee. This is an
important detail, in that all members should have some
experience or training in the interview process. Sport
Canada could set up a training program for all those
involved in hiring, informing them about internal policies
and procedures, and alerting them to the problems that occur
in the hiring process.

The Sport Canada guidelines do not mention anything
about the criteria or process of short listing. By
neglecting these issues, they are suggesting that these
processes are not important. In actuality, however, these
processes are extremely important, because a candidate could
be rejected purely on a subjective basis, leaving the NSO
open to discrimination charges at a later date.

NSO Data.

The interviewees mentioned that all unqualified
candidates' applications are discarded. It was not
clarified if the applications were thrown out, or if they
were filed for future reference. All applications should be
filed in case the person wants to find out why they did not
get the +ob, thus protecting the organization. As well,
applications with potential for other jobs which might come
open in the future should be kept in a separate file. This

file could become a reference centre for upcoming positions,
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with these applicants receiving direct contact as openings
become available, as part of the informal advertisement
process.

The organizations did not mention how they assess the
applications with the grading criteria. When asked how they
short list candidates they avoided answering the guestion
very specifically, and instead gave a general answer, such
as this one from a volunteer executive: "...[I] go through
them and throw out all the frivolous ones, the cheerleaders
who want to be [ED's] and the construction workers who want
to be [ED's]...". Thus. it appears this NSO at any rate
does not follow a formalized set of criteria. The system
used to short list potential interview candidates is not
currently a set feature of the hiring process, either for
Sport Canada or for the NS0s. This is definitely an
impediment to achieving an objective process.

The qualifications that the NSOs look for in an
individual varied for each individual on the committee.
This might cause problems in the hiring process, because
each of those people involved in selecting potential
interview candidates would rate applicants differently.
This committee should sit down and review what they think is
important, so that they are all judging the candidates by
the same criteria.

The committee used for short listing potential

candidates is the same as the committee used to interview
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the candidates. This should be clarified within Sport

Canada guidelines, and the NS0s should be aware of the
problems that occur when these two committees contain the
same people,

The Interview

The interviews occur once a short list has been
extracted from potential candidates' applications and the
interviews have been scheduled. The interview process must
be carried out so that it is objective and gendsr sensitive.
In order to achieve these two goals, ssveral steps must be
completed. These include development of the interview
guestions, setting a format for the interview, structuring
“he interview committee, and establishing a process for the
documentation and scoring of answers.

Sport Canada Guidelines.

The one thing that the NSOs are required to take into
consideration when developing the interview schedule is that
they ask guestions that provide the committee with extra
information that would not be included in a resume. This is
required to help the committee in making a final decision.

Sport Canada, in their guidelires, suggest that the
interview should be structured and cautiously planned. They
also state that the part each member will play in the
interview should be resolved prior to the interview taking
place. The precise questions that will be asked of all

candidates must be agreed upon prior to the interview taking
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place. As well, all candidates are +o be asked the same
questions (FAS, 1984\5).

All responses by the candidate are to be recorded by
the interviewers (FAS, 1984\5). It is not stated how this
recording should be done.

NSO Data.

Interviews generally take place in Ottawa at the site
of the head offices in the CSFAC. However, they can take
place elsewhere if warranted by the situation. For example,
{f all the candidates are from a certain geographical area
and it is more economical to interview them there, then the
NSO might move its interviews to that location. All but one
crganization ("D") stated that interview candidates for cne
position would all be interviewed in the same location.

The interview is carried out by a committee, which
varies in make-up depending on which position is under
congsideration. The volunteers, along with a Sport Canada
consultant., do all the hiring for the position of executive
director.

For positions below executive director the committee 1s
made up of professional staff, which usually includes the
executive dire:tor and the direct supervisor of the position
peing filled., the Sport Canada consultant, and a Canadian
Coaching Association representative (1f it is a coaching
position). All but cne organization ("D") utilized the

volunteer sector when interviewing for positions below
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executive director.

The membera of the interview committee are selected
based or. the position they hold within the organization and
the experience thev can bring to the process. When
questioned on the sort of input the volunteers have as
compared to the professionals, all the interviewees
suggested that it was equal, in that they all have an equal
amount of input into the interview process, However, they
did not mention that the number of volunteers versus
professionals on a hiring committee is not the same, with
the professionals having a greater representation.

All candidates are asked a standard set of questions.
This means that for a particular position there are specific
qu=stions and each candidate is asked the same questions
from the same interview guide. The time line for when these
questions are developed varies across the organizations.
Respondents suggested that the questions might be developed
prior to the beginning of the interview process, after the
advertisement had been published, during the short listing
process, after the short listing, prior to the interview, a
month before the interview or just two hours prior to the
beginning of the interview.

All members of the interview committee take part in
asking questions and all are allowed to ask questions that
are not included on the interview guide. The reason

provided for this is that often the interview candidate
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brings up an area that needs to be probed in greater detail
and thus the committee must have the privilege to do this.

The responses to each gquestion are recorded by the
individual committee members, who are responsible for taking
their own notes.

All but one organization ("C") provided examples of
interview questions and rating/scoring charts. These were
examined in light of their wording and structure. All the
interview guides were divided into sectiocons dealing with
areas such as: personal, general knowledge, interpersonal,
sport specific knowledge, and other areas more specific to
each individual position. BAll the interview guides fit the
guidelines for being objective, however one organization
("D") was not sensitive to gender-neutral language. This
would be something an equity assessor could point ocut if
she\he was involved in the process. The rating charts
submitted by individual interviewees ranged from jotting
down answers or personal thoughts in regards to particular
guestions to a specific point system with scores awarded for
particular answers,

Discussion

Sport Canada Guidelines.

Sport Canada's guidelines appear to be sensitive to the
fact that problems occur in the interview process. However,
the statement on when the guestions should be established

must be stronger, to give the NSO3s some directinn on when
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this step must be completed. If Sport Canada wants to meet
employment equity guidelines, then these questions must be
designed prior to the advertisement of the position. The
individuals drawing up the gquestions would then not be
biased by the applications.

When speaking to Sport Canada censultants, it was
evident that they do have a list of potential interview
guestions that are available for the NSOs to use. However,

these questions are not included in the Human Resource

Management Guidelinezs. This would be an excellent location

for them to be placed, as it is a good reference for the
NSCs when the consultant is not taking part in the hiring
process.

Two other items that Sport Canada has not covered are
the structure of the interview committee, and the
rating/scoring of the interview answers. In structuring the
interview committee. Sport Canada must insist that it be
different individuals from those who short list the
interview candidates. This is done in order to eliminate
any biases that they might bring with them. The
rating/scoring system must also be set when the interview
guestions are set, in order to maintain an objective
process.

NSO Data.
It was found that the guestions asked on the interview

schedule were not the only questions posed during the
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interview, as the committee was allowed to ask informal
questions as they wished. Thus, while the interview guide
that the organizations use for interviewing candidates 1is
standard for that position, the overall questioning for each
candidate might not be consistent. The preset gquestions, as
outlined in the NSO interview guides provided, were found to
be non-discriminatory. The examples of follow up questions
provided by respondents did not appear to be discriminatory
either. This is not, however, a very equitable practise as
each candidate is not asked the same number and\or type of
extra questions. This can impact on how the committee
members view that candidats.

The interview questions are constructed whenever ‘he
NSO has the time. Three NSOs constructed them in accordance
with the research framework guidelines, while others did
them much later in the process. This is an area which Sport
Canada could clear up, by being specific in its guidelines.

If all candidates were asked the same extra questions

this practice would be more acceptable. However, if the
people doing the interviewing are not aware or trained in
gender sensitive issues, this practise could also result in
some unacceptable questions arising. An example of this was
relayed in an interview the researcher conducted with one of
the Sport Canada consultants. This consultant noted that in
one inﬁerview, a volunteer who had peen placed in charge of

the interview process proceeded to ask a female candidate
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why she did not have any children. Obviously this was nct
appropriate questioning or conduct for an interviewer
concerned about employment equity.

The interview boards do not contain a balanced number
o7 males and females because the males outnumber the females
in middle and upper management positions. This means that
there are not enough females employed in the required
professional positions to sit on interview committees and
achieve a gender balance. This problem is magnified by the
lack of females on the volunteer NSO executives (Bratton,
1971; Beamish, 1978; Hall et al., 1989).

Decision on Who to Hire

The selection of the candidates occurs once tae
interviews are completed. This stage includes the
development of the evaluation criteria, the process of
evaluation, and the reference checks. These steps must be
obiective and gender sensitive in order to achieve an
effective process,

Sport Canada Guidelines.

The manner in which candidates will be ranked should be
selected prior to the interviews taking place. Sport Canada
suggests that by using the resume and the results of the
interview, all acceptable candidates could be ranked
according to an agreed-upon rating system (FAS, 1984\5:10).
Sport Canada has to approve the list of candidates that

might be offered the position or else funding will not be
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released for this position (FAS, 1984\5).

Once the list of acceptable candidates is completed,
references are to be checked on the top candidate. If the
first candidate's references are not satisfactory then the
second place candidate's references are checked and so on
down the list until a suitable candidate is found (FAS,
1984\5).

At the end of the selection procedure, documentation of
the process must cccur. This includes:

an overview of the steps in the selection process;

instruments or forms used to screen applications;

resumes of short—listed candidates:the statement of
qualifications for the position; list of questions
asked during the interview stage; summary evaluation of
interviewed candidates including a pricrity list;
process and forms used for final selection; list of
questions for references and summary of responses

(FAS, 1984\5:10).

NSO Data.

The responses that were made by the candidate and
recorded by the interview committee are used by the
committee members at the end of the interview process to
discuss each candidate and decide on who is the best person
for the position. The debate process is used for reaching
this conclusion.

A}ll candidates are ranked separately by the individual
members of the interview committee as to who is the best
person for the position. The final decision as to who will

be nffered the position is also made by the interview

committee. This decision is usually ratified by the
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volunteer executive committee once references have been
checked.

References are checked for the selected candidate to
make sure that they are satisfactory. Howewver it was found
that often references are contacted prior to the interview
taking place, in order to assist in the short listing
process. Responses to this question varied across the
individuals in each organrization. Several individuals
stated that references would be contacted prior to the
interview if the person was not known. Another individual
mentioned that an informal reference check would be made if
someone who knew the person was available. However, they
all agreed that references were checked at the end of the
selection process.

If the selected candidate turns down the coffer then it
is offered to the next suitable candidate if that is what
was decided prior to the process taking place. Otherwise,
the NSO reopens the position and starts the search from the
beginning again.

Discussion

Sport Canada Guidelines

Sport Canada should provide ways in which a candidate
might be evaluated. They should also try to develop
evaluation tools to supplement the discussion method, which
tends to be very subjective.

The Sport Canada guidelines make no mention of when
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these methods of evaluation should be created. In keeping
with the framework that was developed, this must hLe done,
along with all the other tools, after the job description is
designed.

NS0 Data.

The evaluation criteria used to choose the most
qualified candidate is nct specifically outlined. The NSOs
could use the interview, the resumes, and\or personal
summaries in their deliberations. This criteria must be
decided upon prior to the start of the hiring process. The
selection of the final candidate appears to be based on
discussion among committee members and the applicants'
resumes. This could become a very subjective process,

The process of determining who will be offered the
final position is not established prior to this step. It
must be done prior to the beginning of the hiring process in
order to avoid bias ia favour of a particular candidate once
this stage is reached,

The NFSOs are not following Sport Canada's guidelines on
the reference checks since it was found that all of the
organizations were checking rr “erences prior to the
interview taking place. The NS0s can then use this
information to pre—-judge potential candidates.

Summary of Discussion

Assessment of Objectivity.

In terms of the directional propositions developed with
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regards to objectivity in the hiring process, three of the
five were supported meaning that the organizations were not
very ob+dective in at least three areas. These areas
included: how they short listed candidates, use of the same
committee used in both short listing and interviewing, and
the use of primary a discussion technique in evaluating the
final candidate.

Two of the five directional propositions concerning
objectivity were not supported. The NSOs tended to be more
objective when they constructed the interview schedule, and
when they utilized that schedule. These will be discussed
in greater detail in the following paragraphs.

Both the NSOs and Sport Canada could provide better
guidelines when outlining the hiring process. Since Sport
Canada has a set of suggested guidelines, the creation of a
more cbijective process could start here. In order to make
these gquidelines more objective Sport Canada must be more
stringent in terms of the wording within these guidelines.
In other words, instead of just suggesting how the NSOs
"might" carry out the hiring process, the guidelines must be
worded stronger by saying that the NSOs "must" meet the
various guidelines. Fuanding could be made contingent on
meeting the hiring guideline expectations.

An examination of Sport Canada's guidelines in terms of
the use of '"=should" wversus "must", provides an interesting

prattern ‘the letters foilowing each stage correspond to the
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letters in Appendix C). The "shoulds" are found in areas
that pertain to: the job description (C), advertisement of
the position (G), content of the advertisement (G), short
listing of candidates (H), the interview (I), decision on
who to hire (J), and the documentation process (M). Each of
these stages are critical to regulate in order to achieve an
objective hiring process. The "musts" are found in sections
that deal with: determination of bilingualism (E). out of
country advertisement (G), role of each interview committee
member (I), approval of the acceptable candidate (J), and an
orientation process for the selected candidate (N). These
are the conly areas where Sport Canada asserts control in
regards to the funding of a particular position. The reason
these are different from the "shoulds” is that they are
insistent on controlling these =svects of the hiring
process. The first one mentioned, concerning bilinguaiisam,
follows from a federal policy on bilingualism which must be
upheld. The second one, regarding the advertisement,
likely stems from their duty to the Canadian public, as tax-
paying citizens, to notify them of job openings. Their
third concern, dealing with the interview committee roles,
shows that they rea'ize that the interview can be
problematic and recognizes that they can monitor the roles
of the committee members because they are involved too.
Their role in approving the candidate, the fourth concern,

pertains only to funded positions, because they can ensure
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that Sport Canada's guidelines are met when the NSO is
concerned about receiving Sport Canada funding. Their
concern over the last item, the orientation process, is a
common practise in most organizations. Thus, specific
organizational reasons seem to underlie the cholces for
contrel made by Sport Canada, rather than any consistent
concern over objectivity in the hiring process.

The areas in the hiring process that Sport Canada did
not mention in their guidelines include: the content of the
advertisement, criteria for short listing applicants, a
short listing committee, timing for the development of the
interview guide, documentation of answers to the interview
gquestions, the criteria for evaluating a final candidate,
and the process of evaluation. The inclusion of these items
would make Sport Canada's guidelines more able to encourage
an objective process, along with the other changes mentioned
already in the discussion of their guidelines.

One major trend uncovered in this research is that
there are two distinct areas within the NSOs in terms of
hiring procedures. The first area includes solely the
position of Executive Director. The individuals involved in
hiring for this position are volunteer staff and Sport
Canada consultants. The second z2rea includes all positions
that fall below that of the Executive Director. This hiring
process irtolves professional staff, the Sport Canada

consultant, and volunteer staff, with the exception of one
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of the five NSOs examined, which did not involve volunteers.
A problem occurs in that these veclunteers and professionals
do not always have the background that would help them be
objective during the hiring process. Also, fewer women are
involved at the level of volunteer executive committee
members, and\or professional staff positions, as is
indicated in studies by Bratton (1971}, Beamish (1978},
Hollands and Gruneau {(1979), Hall et al. (1989) and Sport
Canada (1989).

Both of these areas share problems/concerns which could
benefit from the participation of an outside individual,
such as an employment equity assessor. This person could
act to mediate biases that may be present during the hiring
process. This would greatly assist the NSOs in achieving a
more obijective hiring system. These individuals may also
lack the training to partake in an objective hiring system,
including an awareness of Sport Canada's government
guidelines.

The NSOs follow 3 similar forpat for hiring overall.
However, the timing of certain events, such as the
development of interview questions, varies immensely within
and acrosgss the selected NSO3. In order to meet the goals of
an objective hiring process the NS503 must follow more
specific time lines. This means they must set the job
description prior to any other stage occurring. Once this

is done they must develop all other tools of the hiring
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process hefore proceeding any further, Thus, the
advertisement, the criteria for short listing, the interview
questions and rating criteria, and the final selection
rating must be established prior to proceeding to the next
step of the process.

Agsessment of Gender Sensitivity.

In terms of the directional propositions examined with
regards to gender sensitivity, five of six were supported,
meaning that the organizations were not gender sensitive in
most areas. These areas include their consideration of: the
1986 policy on women in sport, "special needs" groups in
genaral, the available job pool, the wording in
advertisements in terms of employment policies, and the
composition of the interview boards in terms of gender.

Only one of the six propositions was not supvorted with
regards to discriminatory follow up questions being asked
during the interview. These ideas will be discussed in
greater detail in the following paragraphs.

An overall view of the hiring process of these selectod
NSOs indicates that with the exception of one NSO
(organization "A"), they are generally not sensitive to the
needs of women. They appear to have no inkling that there
is a problem with regards to the numbers of women in
administrative positions. This is clearly shown by the
statistics in the surveys conducted by FAS (1981, 1936) and

Sport Canada (1989).
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in order for Sport Canada to change its guidelines so
that they are gender sensitive they would first have to
achieve objectivity and then add several features to the
guidelines. This might include: setting out guidelines in
terms of the language and wording used in the job
descriptions, the inclusion of a supporting statement in
regards to women in the advertisement, a list of alternative
sources for publication of advertisements such as feminist
iournals, guidelines on gender free questions for the
interview, a policy on hiring the female candidate when two
candidates are equally qualified for the job, and
standardizing the documentation of all steps of the process
fsee Appendix E for an example of such forms).

Another step that Sport Canada could take is to create
a position that is funded specifically for an equity
assessor. This individual could have a office within the
CSFAC so that she\he is readily available to the NSOs when
they begin the hiring process. This individual would be
available to inform the NSOs on current literature
surrounding gender eguity in the workplace. This would help
the NSOs in becoming more sensitive to the struggles of
women in achieving positions within middle to upper

management.



CHAPTER IV
Summary, Conclusions, and Recommendations
summary

The purpose of this study was to examine the hiring
process of select NSOs in order to search out a better
explanation for why women are under represented in middle to
upper management positions within these organizations. The
five NSOs selected for this study share several
characteristics: a large size, a long standing history,
Olympic status, and jurisdiction over both female and male
athletes,

The information needed for this study was gathérad
through the use of an interview guide (see Appendix B). The
individuals that were interviewed were from three distinct
groups. These groups were: the NSO professional staff
middle to upper management), the volunteer staff (executive
committee members), and Sport Canada consultants. To
support this verbal documentation, written documents were
collected from both the NSOs and Sport Canada. The
documents collected from the NSOs included: job
descriptions, advertisements, interview guides, and

interview rating forms. The Human Resource Management

pamphlet was acquired from Sport Canada.
A research framework was developed, based on literature
in the areas of employment equity and discrimination, which

outlined an objective and gender sensitive hiring process.

88
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This framework consists of five stages: the decision to
hire, the advertisement, the short listing of candidates,
the interview, and the decision on who to hire.

Once the data was collected it was analyzed in terms
of the research framework. Suggestions were made as to
where the organizations could make the process more
cbiective and gender sensitive,

Concliuasions

This study was exploratory in nature. Accordingly,
five NSOs were chosen as case studies to examine the hiring
process. While this study cannot be generalized for all
NSOs, it does provide insight into the hiring process that
is currently in use by the NSOs in the study.

The research provides evidence that there are problems
within the hiring system that is currently in place. These
problems are in relation to objectivity and gender
sensitivity. In terms of the directional propositions
examined with regards to objectivity in the hiring process,
three of the five were supported meaning that the
organizations were not very objective in at least three
areas. These areas included: how they short listed
candidates, use of the same committee in both short listing
and interviewing, and the use of primarily a discussion
technique in evaluating the final candidates.

Two of the five directional propositions concerning

objectivity were not supported. The NSOs tended to be more
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ocbjective when they constructed the interview schedule, and

when they utilized that achedule.

In terms of the directional propositicns examined with
regards to gender sensitivity, five of six were supported,
meaning that the organizations were not gender sensitive in
most areas. These areas include their consideration of:
the 1986 policy on women in sport, “special needs" groups in
general, the available job pool, the wording in
advertisements in terms of employment policies, and the
composition of the interview boards in terms of gender.
only one of the six propositions was not supported, with
regards to discriminatory follow up questions being asked
during the interview, Accordingly, the hiring process not
only is problematic in terms of objectivity, but the lack of
gender sensitivity suggests that this process affects the
advancement of women within the NSOs in particular. This
finding contradicts the attitudes of those interviewed in
the Whitson and Macintosh studies (1989; 1990). These
problems will Dbe discussed in greater detail in the
following paragraphs.

The main problem that both the Sport Canada guidelines
and the NSOs face ig that they do not set out or follow any
specific time lines when establishing their format for
hiring. 1In other words, they are clear on the steps, but do
not concern themselves with when those steps should be

taken. In addition, there is no procedure to fall back on
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which will monitor what they are doing.

The following paragraphs lay out the major conclusions
reached about the Sport Canada guidelines, and the hiring
process currently followed by the NSOs,

Sport Canada has not taken a strong enough stance in
terms of the guidelines that they have established. 1In
these guidelines they have neglected to support or
operationalize their 1986 policy on women in sport. They
have instead focused on bilingualism, their position on
advertising internationally. the role of the interview
commitiee members, the approval of the acceptable candidate,
and orientation of the selected candidate. They have
meanwhile ignored setting important guidelines in terms of
the wording of the job description and advertisement, the
roles of the staffing and\or selection committee(s),
experience of these committees and any criteria for short
listing and evaluation.

In the NSO hiring process (as outlined through the
interviews), it became clear that they do not see the lack
of women as a problem, and that there is a potential for
bias in terms of the committee structure, and in terms of
the informal guestions.

There was a lack of acceptance by certain NSOs ("B",
“en, "D", and all but one interviewee from "E"), that women
are under represented in middle and upper management. This

is a problem about which they should be concerned, in light
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of the 1986 Women in Sport peolicy. This finding, however,
is consistent with the findings in the review of literature
fMacintosh and Beamish, 1988; Whitson and Macintesh, 1990),
whizh stave +hzt both Sport Canada and the NSO see the lack
of women in sport administration as a non—-isgssue.

In some stages of the Liring process, there were
clearly possibilities for bias to cccur. For example, the
NSOs have no objective criteria set out for short listing
applicants, thus leading to problems of how these applicants
are evaluated in terms of gualifications. There is also
potential for a problem to arise since the selection
committee and the interview committees are made up of the
same individuals, allowing for bias to occur at the
interview staqge,

As well, the informal guestions that are asked by the
interview committee must be regulated in some manner, or
else they could lead to biased results at this stage. In
terms of the evaluation methods for deciding who to hire,
this is basically left to a subjective process, again
causing problems in terms of who, in actuality, is the best
individual for the job.

In summary, it is evident that Sport Canada has not
operationalized its Women in Sport policy and pays selective
attention to detail when laying out its guidelines. The
NS50s have not paid enough attentlion to the time lines for

setting out their hiring procedures and also have not
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standardized any of the tools necessary in this process.

In terms of the obiectivity of the hiring process,
Sport Canada has addressed it in some areas of the
guidelines but in order to be totally successful these
guidelines must be updated in accordance with the research
framework that was set out in this study. The NSOs must
also pay more attention to how they set out their hiring
process so that they follow consistent guidelines and
develop tools accordingly. They too could benefit from
developing their hiring process so that it i3 in agreement
with the research framework.

Both Sport Canada and the NSOs (except for
organization "A") provided little evidence of gender
sensitivity in their hiring guidelines or processes. If the
numbers.of women in middle and upper management is to
increase. then they must become better informed on problems
in the hiring process in terms of how it affects women, and
modify their hiring process accordingly.

Recommendations

The purpose behind any research is to make a
contribution tc the general body of knowledge. This
contribution is achieved not only in terms of the results
found, which can lead to practical recommendations, but also
through the probiems encountered. It also provides a
foundation for future research possibilities. It is with

these three ideas in mind that a series of recommendations
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will be posited.

Future Research

1. The wealth of information collected in this study,
indicates that there is much more information to be
collected about structural factors within the NSOs, which
may in turn show other reasons for the under representation
of women in orofessional positions. Thus, research in this
area must continue in crder to document the impact
structural factors have on the employment of women.

2. The collection of data on how Sport Canada hires
its cunsultants would create an interesting future study
because it is imperative that they set the standard in the
hiring process., concerning gender equity.

3. The hiring process for Executive Directors is
carried out solely by the volunteer executive. A specific
examination of the hiring process for this group might
provide insight into why this position is taking the longest
to change in terms of the numbers of women holding these
positions.

4, Using the framework developed and the research
collected a future study might build upon these findings
through the use of guantitative methods of measurement.

5. Research could be carried out on the informal
cemponents of the hiring process, since there is a great
opportunity for subjective biases to surface in these areas.

6. An examination of the hiring process from the
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perspective of those hired/not hired would produce an
interesting complement to this study.

Practical Recommendations

7. Sport Canada must update their hiring guidelines,

in order to reflect their 1986 Women in Sport Policy, by

making the guidelines more objective and gender sensitive.

8. Funding could be made available in order to employ
at least one individual within the CSFAC in tne position of
equity assesscer. This individual would be available to sit
on the hiring committee- as an independent member, in order
to monitor and documen. :he objectivity and gender
gensitivity of the process. This individual could also act
as a resource for the N50s in supplying them with current
r@search and information on women in management. This would
help the NSOs to be more aware of the problems that women
face and the impzact that these concerns can have on their
organization in the future.

9. Information and/or training on creating and
participating in an objective, gender sensitive process must
be provided for tho: involved in the hiring committees.

1C. An important factor in changing any system is the
monitoring of how it is implemented. Thus, if Sport Canada
and in turn the NSOs adopt a more objective, gender
sensitive process, there must be an accompanying
documentation process implemented, to ensure that all steps

are followed.
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Problems with the Methodology

11. The methods used to collect data posed some problems.
The interview was problematic in that it is subjective in
nature because it is premiged on a personal interpretation
by the individuals involved in the hiring process. It was
also difficult to obtain the same written documentation from
each NSO. Some of the NSOs were quite willing to share this
information while others were not. If all of the NS50s had
provided the same information, then it would have been a
good check of validity for the information collected through
the interview. Thus, for future research the inclusion of
only those NSOs that provided all the requested information
would be suggested.

12. Another problem cccurred in terms of access to the
NSOs. It was problematic in that the number of NSOs willing
to participate in student studies is limited. It would
probably be easier to get the NSO to participate if the
research was supported by the government. As well, the
researcher had to rely on the NSOs to provide names of
potential interviewees. Somecone with more access to
information and\or NSO staff could probably have gained
greater access to the material needed for studies of this

nature.
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APPENDTX A
Definitions

General Definitions

Fitness & Amateur Sport Women's Program — this program " was
established to develop and promote ways of involving more
women in sport and fitness activities"(Fitness & Amateur
Sport, 1986:8).

National Sport Organizations (NSO) - are formally structured
sport agencies that are in charge of a wide range of
activities which include the sanctions and administration of
national championships, the endorsement of the rules of
their sport, fund raising, administrative development and
technical development (Taylor, 1976).

Sport Canada - "...a federally and privately-funded, non-
profit organization set up 'to provide a focus for the
administration, support and growth of sport in Canada'"
{Helmes, 1981:215).

Women in Sport Leadership (WSL) - started in 1980, its
mandate is "to attain equality for women in sport
leadership." They "... recognize that the WSL does not have
a direct impact on all aspects of the sport system.
Therefore, the primary focus will be on those areas where it
can have an influence: on sport organizations at the
national level, and on the associations, institutions and
services that provide training for individuals seeking or
ziready in leadership positions (personal communication,
t..folv. June 1989).

Operational Definitions

Advertisement (also known as announcement or posting) -~ for
the purpose of this study the term advertisement will be
used in reference to any form in which an NSO announces an
cpen position within the organization.

Executive Director (also known as chief executive officer,
general manager, or director general) -~ provides direction
in the accomplishment of the goals and directives of the
NSO, provides administrative support for all NSO programs,
guarantees that the NSO is operating in an appropriate
business manner, has communications with the sporting
community, corporate sector, media, and the public in
regards to the NSO and its business, and makes sure that
there is continuity during a change in elected boards
(Fitness & Amateur Sport, 1988b). For this study, where
organizations have different names for this position, only
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the term Executive Director will be used.

Middle Management- for the purpose of this study middle
management positions were defined as positions below
executive director but above support staff. These positions

would include: the technical director and the program
coordinator.

Program coordinator (alsc known as technical or
administrative cocrdinators) - "...is assigned
responsibilities in either the technical and/or
administrative sphere., which are identified as having high
priority in the NSO's long range plans, and which might
otherwise be assigned to one or another of the more senilor
staff members of the NSO"(F&AS,1988b:81). This position is
accountable to the Director General or a senior staff member
or elected officer of the NSO that they are employed with
(Fitness & Amateur Sport, 1988b).

Technical Director -"...is the chief technical officer of
the NSO, recognized personally and professionally as an
expert in the sport in question and in the field of sport
generally" (F&ARS,1988b: 78). They are to report to the
Director General or sometimes the Executive Director or a

cesignated elected official (Fitness & Amateur Sport,
1988Db).

Upper Management- for the purpose of this study the upper
management position was defined only as the position of
executive director was included in this category.



APPENDIX B
Letter to Perspective Participants

Canadian Sport & Fitness
Administration Centre
1600 James Naizwith Dr.

Gloucester, Ontario
December 7,1989

Dear

I am presently a graduate student in Sport Administration at
the University of Windsor. My thesis topic is to examine
the hiring process within National Sport Organizations.

I felt that your organization would be appropriate to study
in light of its size, long history, Olympic status, and
inclusion of both males and female athletes.

This study would involve examination of yonur constitution
and any other documents related to the hiring process in
your organization. It would also involve interviews with
individuals who have been involved with the hiring beards.

I have been informed that both professional and volunteers
staff take part in this process, thus I would like to be
able to interview three professional staff, two volunteer
staff, and the Sport Canada consultant that sit on the
interview board. It is not necessary that these people have
all sat together on the game board.

I will be in Ottawa, from December 18 to the middle of
January and again in February, and would like to introduce
myself and answer any questions you might have in regards to
the study. At this time I would also like to set up
interviews with people who fill the aforementioned
positions.

If you are unable to meet with me or partake in this study
please contacted me prior to December 13th at 519-254-7410
or FAX number 519-973-7058 care of Dr. Vicky Paraschak., If
I do not hear from you I will be contacting you Monday
December 18th to set up a meeting time.

Looking forward to meeting with you in the near future.
Sincerely,

Ruth E.Bell
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APPENDIX C
Interview Schedule
For the following interview I would like to assume that
the answers you provide will be reflective of the middle to
upper management positions within your NSO.

If there are any differences between these positions could
vou please express them through out the interview as needed.

Decision to Hire

1.Who designs the job description? (If it is a committee
then who are they?)

2.When is a job description designed?

3.When doing a needs assessment, do you take into
consideration "special needs" groups?

4.Does your organization do a needs assessment prior to the
design of the job description?

5.Could you provide an example of an assessment?

The Advertisement

6.Could you explain how you announce an open executive
directors(technical director,and program coordinator)
position within your organization? (Are they the same or

different?)
7.Is it announced in a written or wverbal manner?

8.Who designs the advertisement? Does it vary based on the
source of publication?

9.Where is it posted, placed, or advertised?-internal
-external

10.How are these places selected?-internal
-exXternal

11.Why are these places selected?

12.Who decide= on these places?

The Selection of the Short List

13.How are potential interview candidates short listed?
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14.What criteria is used for this short listing?
15.How is this criteria developed?

16.Is thiz criteria established or does it change each time
the job is vacated?

17.What are the qualifications(and experiences) you look for

in a candidate? (eg.education, sports background, language,
or volunteer or professional experience)

The Interview

18.Does the interview committee contact references prior to
the interview?

19.Who conducts the interviews? Is there a board and who
sits on it? How are these members chosen to sit on the
board? (How much input do the volunteers/professionals
have?) & (How much input do you have as a volunteer compared
with the professional staff?)

20.Where do the interviews take place? Is this the same for
everyone?

21.Is there a standard set of questions that each candidate
is asked?

22.When is this set of questions designed?
-with the job description
-prior to selection of candidate
=prior to candidates interview
23.Who osks the questions?
24.I3 this the same every time?

25.Are other gquestions asked that might arise during the
interview? Could you provide an examples?

26 .How are responses recorded? Does everyone partake in
recording the answers?

27 .How are responses evaluated?

The Decision on Who to Hire

28.0nce the interviews are completed, are all candidates
ranked or only those suitable for the position ranked?

29.18 the recommended candidate voted on or does someone
else have the final say?
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30.1f the recommended candidate turns down the job, are
other candidates offered the job?

31.Do you have any employment policies? (eg. bilingualism,
gender)

Other Questions

32.Have you discussed Sport Canada's policy on Women in
Sport in regards to your employment practises? If so would
you please elaborate; If not, why not?

33.Would you do anything differently if you were not funded
by the government or if the position was not funded in
regards to your employment practises?

34.Is there anything else you would like to add? (at this

point the interviewer can clarify any points that need to
be).

Thank you very much for you help and time in answering these
questions? Once I have completed my study I would be happy
to mail you a summary if you are interested.



APPENDIX D
Sample Answers to Data Collected from the Interview Guide

This appendix contains a collection of sample answers
gathered during the interview.

1. "It's a mixture of employees themselves and management."

2. "This past July we reviewed all the job descriptions at
that time, we would review them 2ach year and if we were
looking at hiring a person we would review that prior to
doing the interview."

3. "Special needs groups, it hasn't been a strong
consideration in most positions we have dealt with so far."

4. "Because I'm not sure what you mean by needs assessment,
relative to different needs we have some fairly obvious ones
in that we have a strong francophone contingent so all of
our positions are bilingual. Secondly in terms of gender we
have a very strong equal opportunity policy so it's not even
a given in terms, we already know what we are looking for.

A new job is created because there is a need and that needs
sasessment would cover all the range of needs for that
position."”

5. “One of them would perhaps be the design of when they
created a marketing position. The needs assessment was
conducted via interviews with the previous Executive
Director and the President of the sport along with a
feasibility study on marketing and that determined the
recommendation that marketing be conducted in house and
someone be hired for that so it was a fairly straight
forward function.”

6. "The position is announced to our members, published in
our newsletter, major national paper, through internal and
external channels and in {sport] specific publications.”

7. “Written, is the most common form and required by the
financial supporters.”

8. "“Again the initial design would be the person who would
be regsponsible for hiring with input from our media people
for conciseness and language.”

9. "Internally it is posted in the photocopy rooms and
billboards and externally in the Globe and Mail, Le Droite,
and the Ottawa Citizen.”

10. "Probable by the Executive Director.”
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11. "The places are chosen based on the circulation and the
number they will reach and the cost."

12. "I imagire the Executive Director, I have been
consulted fci coaching but more of a courtesy."

13. "We will have a selections committee depending on the
position. In my position [ED] you'd have the president,
Sport Canada, and one more volunteer; for a technical
position it would include the volunteer person in charge of
technical. This committee would usually short list. For
the Program Coordinator, I would do the initial short
listing and cut it down in numbers then circulate them."

14. "Depends on what we are looking for - experience in

(sport], education standards. That type of thing is what we
look for.

15, "The NSO and then we react to it."

16. "No, I think it is always the same, it always relates
to the job description, this would change if the position
changed.”

17. "University degree, bilingualism, and a certain number
of years experience.”

18, "It varies by candidate."”

19, "Well it is the hiring committee, the same as the
selection committee of 3-5 pecple."

20. "In the sport centre, in a board room.™

21. "Well depending on the position, yes they are all asked

the same guestions for the same position.”

22, "We spend sometime setting out a general set of
questions." "Between the time the job is advertised and the
time the interview takes place."

23. "These questions are then divided among the
interviewers."

24. "This is usually the same every time."

25. "Yes, to probe areas that come up."

26, "Generally we make notes and we always have a rating

guide which breaks down -~ so many marks for education,
experience etc., so we have a rating guide and usually a
separate one for each person.” "We use rating quide and
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discussion and rank them in our own mind."

27. "Discussion of answers and debate — one of the main
reasons why everyone takes notes.”

28. "Only those suitable for the position are interviewed
therefore all candidates are ranked."

29. "We decide and then it is ratified by the executive
committee."

30. "Yes, but that has never happened to us."

31. "No, we might have an understanding about
bilingualism."

32. "Not all that much, I think there are cases where we
try to find coachina candidates that are female but it is
really hard to find them but in other jobs I would say that
it is good if you can get a female to apply but in the final
analysis it is very hard nosed in terms of the best
candidate who is the one that gets the job."

33. “"They probably wouldn't be as organized and they would
probably short circuit the steps, eliminate certain steps
and we see that even now."



APPENDIX E
Key Words and Phrases Used in Data Analysis
The key words and phrases used in the analysis of data
are outlined below. These are listed so that they
correspond with the question they relate to from the
interview schedule (Appendix C). Xey words and phrases are
kept general in order not to identify any of the NSOs used
in this study. However they should provide a general idea
for anyone who would want to replicate this study.

1. Executive Director, Technical Director, Program
Coordinator, volunteer members or Sport Canada consultant.

2. a specific time peried

3. anglophones vs. francophones, women or gender, disabled

4. ves or no

5. an example

6. internal or external, places within the organization eg.
PS0s, sport specific magazine, newspapers, verbally or
written

7. yes or no
8. position title eg. Executive Director

9. Globe and Mail., sport specific publications, PSOs, CSFAC,
memos, annual meetings etc.

10. professional staff, volunteer staff, Sport Canada
consultant

11. cost, duty, circulation

12. professional staff, volunteer staff, or Sport Canada
staff

13. criteria eg) resume, curriculum vita, application,
references, gualifications

14. education, qualifications, sporting background, work
experience, volunteer experience etc.

15. job description, "ideal candidate" summary

16. yes or no
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education, qualifications, sporting background, work

experience, volunteer experience etc,

18.

19.

20.

21.

22.

Yes or no
position titles

names of cities and locale in those cities
Yyes or no

time period in relation to other steps in the hiring

process taking place

23.

24,

25.

26.

27,

28.

29.

30,

31.

32.
ane,

33,

position on the interview board

yes or no

yes or no. plus examples

written, audic-recorded, notes: Yes or no
scoring, discussion

Yes or no

Yes or no

ves or no

bilingualism, gender

Yes or no; not interested, not important, already have
no time

no government involvement, leave certain steps out



APPENDIX F

Sport Canada Human Resource Management Staffing and
Performance Appraisal: Policies and Guidelines 1984-1985

A} Establishment of a Staffing Committee

B)

C)

D)

E)

A committee consisting of several members of the NSO
Executive and the Sport Canada consultant will be
established to outline and oversee the specific staffing

procedures and to draw up or review the job description
for the position.

Program and Activity Review

The Staffing Committee develops a list of Programs,
activities and other responsibilities of the organization
which will form the basis of the new or existing job
description. This list is cross-referenced with other
job descriptions in the organization to avoid duplication
or lack of clarity as to responsibility and authority.

Writing of the Job Description

Based on the above review of Programs, activities and
responsibilities, the job description for the position is
Wwritten or revised and should receive approval from the
NSC and Sport Canada.

Submission to Sport Canada for Funds

A submission is made to Sport Canada through the
consultant. The submission must include a job description
for the position, a rationale for the position and
evidence that a review of all professional staff
responsibilities has occurred in light of the vacant
position. Decisions concerning funding for new
professional staff positions are generally announced
after the Contributions Review in March. Sport Canada
decisions are based on a combination of factors:
documented need for the position within the NSO, relative
priority of the NSO vie-a-vis federal objectives in
domestic and high performance sport, potential impact on
services and space of the National Sport and Recreation
Centre (which is financially supported by Sport Canada),
and availability of funds.

Determination of Qualifications

Once the job description is complete, the necessary
qualifications for the position are listed. The NSO must
give serious consideration to the need for the individual
and the organization to provide services in both official
languages. Applicants will be assessed against these
qualifications,
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F) Establishment of the Selection Committee

G)

H)

I

The selection committee shall be comprised of at least
two members of the NSO Executive (or other committee),
and the Sport Canada consultant. For technical positions
as outlined in Policy Requirement 4, a representative of
the CAC will sit on the selection committee. For the
national coach(es) position(s), it is recommended that
the athlete representative for the NSO sit on the
selection committee. For other positions, a
representative of the NSRC may, at the discretion of
Sport Canada, be invited to sit on the selection
committee. In the case of positions which will report to
incumbent professional staff, the person to whom the new
staff member will report should sit on the selection
committee.

Generation of Applications

National sport organizations are required to advertise in
at least one national newspaper. In cases where NS0s can
provide clear evidence to the Sport Canada consultant
that such an advertisement would not generate suitable
candidates, special consideration may be given. As well,
advertisements should be placed in other publications
such that candidates with appropriate qualifications will
apply. The advertisement should include sufficient
information to limit the number of applications from
unqualified candidates. Plans to advertise the position
must be approved by the Sport Canada consultant.

For national coach positions, where no Canadian candidate
is suitable, procedures to solicit candidates from other
countries may be initiated with Sport Canada approval.
The national sport organization must be able to show
conclusively that no Canadian candidate is suitable.

Screening of Applicants

An initial screening should be done by at least 2 members
of the selection committee to eliminate candidates who
are obviously not qualified for the position. A more
detailed second screening of the remaining candidates
should be carried out by the complete selection committee
with an accurate noting made of the applicants'
gualifications. A short-list of candidates to Dbe
interviewed is then compiled.

Selection Interview

The selection interview should be carefully planned and
structured. The role of sach member of the interview
team and the specific questions to be asked of all
candidates must be determined and recorded in advance of
the actual interview process, The same questions should
be posed to each candidate and the responses duly
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recorded. The questions should be such that additional
information is obtained which will be useful in
predicting the performance of the candidate in the
position.

Priorizing of Acceptable Candidates

The method to be used for ranking Candidates should be
determined prior to the interviews. Using the resume and
the selection interview results, acceptable candidates
are priorized according to the agreed upon rating system.
The Sport Canada consultant must approve the final list
of acceptable candidates before a job offer is made. No
federal funding will be authorized where the candidate

had not received the approval of the Sport Canada
consultant.

References

References for the top ranked candidate are consuited.

If the references support the decision to hire, then that
person is declared the successful candidate and no
further checking of references is done. 1If upon checking
the references, the first place candidate is declared
unacceptable, references for Lhe second place candidate
are consulted, and so on.

Job Offer and Terms of Employment

The national sport organization should decide on the
terms of employment and how far it is prepared to
negotiate prior to making the job offer. Terms of
employment are to be outlined in writing and signed by
becth the employee and a representative of the NSO.

Recording and Filing of Selection Proceedings

The selection committee should document and file the
procedures and results of the selection process.

Specific information to be recorded and held on file is
as follows: An overview of the steps in the selection
process; instruments or forms used to screen
applications; resumes of short-listed candidates; the
statement of quaiifications for the position; list of
questions asked during the interview stage; summary
evaluation of interviewed candidates including a priority
list; process and forms used for final selection; list of
questions for references and summary of responses,

Orientation

The national sport organization must have a formal
orientation process in place. This would inciude reading
the documents of the organization and other agencies,
meetings with key individuals both internal and external
to the organization, and familiarization with NSRC and
Fitness and Amateur Sport programs, facilities and
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personnel.

Interim Review

The first 4-6 months of employment should be considered
as a period of probation for employee. At the end of
this period, an assessment of the position and the
individual's performance in the position should be done
and the needs of both the organization and the employee
discussed. Although in some cases, termination occurs at
the end of this initial period, for the most part, the
assessment is more of a review to diagnose, discuss and
correct any problems that may have occurred

(Fitness and Amateur Sport, 1984/85:7-11; permission was

granted to repreduce this hy B. Heikkula, Sport Canada
consultant, 1990)
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